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Guide for Teleworker Supervisors

Section 1

Learning More About Teleworking

Today, telephones and, increasingly, computers enable many employees to do some of their work from places other than the traditional workplace.  When this is done as part of a strategy to avoid the commute, to accommodate special employee circumstances, or even to enhance employee job performance, it’s called teleworking.  Teleworkers work either from their home or from a satellite work center close to their home.

Today’s Realities

Travel patterns in this country have changed drastically in the last 100 years.  Current commuting patterns directly result from the move from an agrarian economy to an industrial economy.  The industrial revolution moved millions of people from the rural areas to cities to work in large industrial centers.  As cities filled up and pollution increased, many people chose to separate their neighborhood from their work site.  Mass production of the automobile provided a new means of transportation to and from work, releasing people from use of existing mass transit systems.  As a result, suburban communities surrounding industrial centers became the major land use and transportation pattern of our time.

Today, another revolution is occurring.  We’re shifting from the industrial age to the information age.  The work being done in the United States is becoming more and more focused on generating and manipulating information.  In 1950, 17 percent of the work force was involved in working with information.  By 1980, the amount rose to 50 percent.  By the year 2000, the amount will increase to an estimated 75 percent (Teleworking: Moving the Work to the Workers, Commuter Transportation Services, Inc.).

Along with the emphasis on information, the technology to transfer information has developed.  Documents no longer have to be physically moved from place to place.  People no longer need to be in the same location to have easy access to the same information.  And the computers and telecommunications equipment necessary to move information are becoming more available and affordable each year.

Today’s Challenges

Many challenges are pushing our society, and the organizations and employees within our society, to look at our basic working and commuting patterns.  The conclusion may well be that physically moving people to their jobs is not longer always desirable or necessary.

For Society

Our automobile-intensive transportation system has generated several challenges for our society, including increasing traffic congestion, air pollution, energy consumption and infrastructure costs.  Traffic congestion is eroding the quality of life in many communities.  The daily commute is more congested, time consuming and costly each year.  The Federal Highway Administration predicts an increase in traffic by more than 400 percent over the next 20 years on the nation’s freeways and over 200 percent on other roadways.  The traditional commute between suburb and city center certainly is one area of growth, but the fastest growing commute trip is between suburbs.  About 25 million commute trips each day, or one-third of commute trips, are from one suburb to another—trips that mass transit systems can’t easily accommodate.

An estimated 100 million Americans live in areas with health-threatening pollution levels.  Motor vehicle emissions are responsible for 45 percent of the nitrogen oxides and 33 percent of the hydrocarbons that produce smog, acid rain, and ozone problems.  Automobiles alone produce 75 percent of carbon dioxide emissions, which promote global warming.  Our rate of petroleum consumption is also affected by our use of automobiles.  And the more petroleum products we use, the more we depend on foreign oil sources.

During the next decade, billions of tax dollars will be devoted to maintaining a transportation infrastructure designed to move automobiles.  The 6-year Surface Transportation Reauthorization Act of 1991 allocates $119.5 billion for road and bridge maintenance and construction.  If alternatives to the automobile were implemented, these costs could be reduced.

For Organizations

Organizations are also facing many new challenges.  In an increasingly tight labor market, they must find ways to recruit and retain the best employees and to hire different types of employees such as the disabled, part-time, and semi-retired.  And in an increasingly challenging economy, organizations must find ways to improve the bottom line, possibly by improving employee productivity or by lowering business costs for items such as office space.  Moreover, in an effort to control air pollution, governmental agencies are enacting transportation demand management programs that require organizations to reduce their employees’ work-related commute trips and vehicle miles traveled.

For Employees

Finally, employees are faced with new challenges.  Both their home and their work lives are placing greater demands on them.  More flexibility and autonomy are needed for the ever-increasing numbers of two-working-parent and single-parent households.  These people must do their jobs and meet family demands.  Commuting takes up precious time that could be spent on more rewarding and productive activities.  At work, employees are under pressure to increase their productivity without sacrificing quality, yet many feel the traditional workplace with its noise and distractions greatly hampers their ability to do their best work.

Teleworking:

A Modern Approach to Today’s Challenges

Teleworking is an information-age phenomenon.  About 5.5 million people teleworked in 1991, an increase of 38 percent from 1990.  By 11995, a projected 11 million people will be teleworking at least 1 day a week (according to Link Resources).  Teleworking programs can reap benefits for everyone involved—organizations, employees, and their supervisors—while helping meet some of the challenges facing our society.  Realizing these benefits depends on your organizations and its degree of commitment to teleworking, the way your teleworking program is designed and implemented, which employees participate, and the level of trust and cooperation between teleworkers and their supervisors.

Of course, teleworking isn’t for every employee, or every job, or even every organization.  Some jobs demand a daily presence at the office or factory; some people don’t work well away from office resources or co-workers; and some organizations don’t adapt well to employees working offsite or they can’t afford to provide the equipment necessary for teleworking.  But for those of you who are willing to try, here are a few of the benefits that you may notice.

For Society

Reducing the number of commute trips is one way to help protect our communities’ economic health and our own quality of life from ever-increasing traffic congestion and its resulting problems of air quality and increased gasoline consumption.  Teleworking is an available, cost-effective, and promising approach to eliminating some commute trips.  It complements other alternatives to driving alone, such as mass transit, carpools and vanpools, biking, walking and flexible work schedules.

For Organizations

Organizations see teleworking as a good way to get work done while benefiting their communities and keeping valued employees.  Many organizations that have tried teleworking suspect that if the news were out on teleworking’s benefits, it would be a part of most organizations’ work options.  As Michael Crampton, Director of Telecommunications a The Travelers Companies, says, “Teleworking as an alternative workstyle can be a win-win situation for the corporation and the teleworkers.”

One benefit for organizations is a reduction in office space costs, even if as few as 15 percent of staff telework.  With proper storage for files and personal items, two teleworkers can share a space.  Another benefit for organizations with unassigned parking spaces is a reduction in the number of required spaces.  If only 15 percent of employees in a 200-employee organization teleworked 2 days per week, 12 fewer spaces would be required.  With urban parking spaces costing as much as $300 per month (Los Angeles), the savings are significant.

For Employees and Supervisors

Supervisors of teleworkers report that they are better at measuring performance because teleworking encourages them to focus on the quality of their employees’ work rather than on their attendance or work process.  Much of management philosophy is still rooted in the idea that “unless you can see employees, they aren’t producing.”  However, the productivity of many employees who work with information is apt to be measured by quality as much as quantity, and, to do their jobs well, they often need more autonomy and time to think.  Teleworking can help provide these needs, and can result in enhanced job performance and increased job satisfaction.
Potential Benefits from Telworking

Society

· Less traffic congestion

· Less gasoline consumption

· Fewer vehicle emissions

· More job opportunities for disabled, part-time and semi-retired people

· Increased number of jobs in rural areas

Organizations

· Enhanced employee job performance (productivity and work quality)

· Increased ability to attract and keep valued employees

· Improved employee morale and job satisfaction

· Increased access to new labor markets including the disabled, part-time and semi-retired

· Reduced office and parking space requirements

· Less sick leave and reduced absenteeism

· Increased ability to meet air quality or transportation demand management requirements

Employees

· Improved work environment

· Enhanced job performance (productivity and work quality)

· Improved morale and job satisfaction

· Greater degree of responsibility

· Greater lifestyle flexibility

· Reduced transportation costs

Section 2

Alternate Work Sites

Employee’s Home

“I am extremely productive in the quite and comfort of my home where I can relax, concentrate, write, plan—always in my sweats!  In addition, I have bad allergies that are less severe at home, so I have health reasons for liking working at home too.”


Teleworker

“Where I work there are absolutely no windows.  And that has made such a difference in my attitude on those (teleworking) days because I can have sunshine and light.  It just makes you feel a lot better.”


Teleworker

Many teleworkers are quick to assess the potential impacts of working at home and judge whether it’s an appropriate option.  Teleworkers need to consider places in their homes that would provide adequate workspace, a safe environment, and an area removed from household activities.  They also need to discuss the idea with family members to ensure that all parties are willing to accommodate changes.

You may have a more difficult time in assessing your teleworkers’ aptitude for working at home and whether their homes afford safe and productive work environments.  Be honest with your concerns.  You may also want to visit their homes occasionally to assess the environment.  Always notify the employee before each visit.

Satellite Office 

“My first choice is to work away from home just because I like to have the separation between work and home.  I have some of the equipment at home, but not all of it.”


Teleworker

Satellite offices can offer opportunities to reduce work commutes for people who prefer not to work at home or who have supervisors or managers who prefer a conventional office environment for their staff.  Satellite offices of your organization may provide ideal work sites.  Satellite offices provide the benefits of an office environment without the distractions that occur at home or at their designated headquarters.

Section 3

Changing Your Supervisory Style to Accommodate Teleworking

“Teleworking is one of those ideas that has worked like it was supposed to.  It’s been an extraordinarily positive experience for us.  My employee feels more successful, less stressed, and now has a day of concentrated, uninterrupted work time.  She’s less frustrated.  Although teleworking has helped her most dramatically, it has helped all of us to do our jobs.  It has made the whole department more successful.”


Supervisor

For many supervisors, teleworking is not very different from overseeing people who travel or have field assignments.  These supervisors may already have systems in place to ensure communication with, and to monitor work progress of, employees away from the central office. But, for supervisors who are accustomed to having each staff member present in their designated headquarters, a teleworking program will entail some new approaches to management and communication.  Management by results, rather than management by level of activity, works best with teleworkers.

Management Style

“My employee lets me know what she’s working on and when she’ll be available.  I may have to write a few more brief notes to her, but it’s really not much different from leaving messages because she is busy in meetings.  I make sure that everyone is here for our staff meetings so we can coordinate projects and the teleworkers can feel part of the office environment.  I don’t need to check up on my teleworkers.  It’s obvious they are more productive and happier about their jobs.”


Supervisor

Not being able to see your teleworkers working may be difficult for you.  You need to remember that observing individuals at their desks does not necessarily enhance their work quality or ensure that a project is finished on time.  What does enhance your staff’s performance is a combination of clearly defined expectations, interim checkpoints and regular feedback.  These supervisory techniques focus on the results of a person’s work rather than on the process.  Management by results gives supervisors as much, or more, control, over teleworkers’ work than other management options.  And teleworkers are more comfortable with results-oriented management.  They can then focus on the defined results and adjust their schedules and priorities accordingly.

Keep in mind that teleworkers should not ask co-workers to do their work for them unless the teleworkers in turn help the co-workers with their tasks.  If teleworking requires some switching of job duties, have all affected parties participate in designing the new duties.

Communication Style

“I think our communications have improved, even though my two employees are gone 1 day a week.  We instituted weekly staff meetings.  We were doing them once a month, but now we talk every week, no matter what...talk about the challenges of teleworking, but then we also talk about a lot of other things.  We use E-mail and voice mail.  We realize that we are going to be out of the office...so we don’t put things off to speak with each other about, and we make sure we cover things when they come up.”


Supervisor

“The day before I telework, I let my supervisor and my lead know what I plan to work on.  In addition, I make sure they and our section secretary know what hours I’ll be working and available by phone.  My phone is switched so that calls transfer to my home number automatically.  Sometime during the day, I ask our secretary to switch my phone back so that I can have some uninterrupted time.  I then call back for messages toward the end of the day.”


Teleworker

Teleworking may change the way your staff communicate. Some work groups communicate much of their information informally, stopping by each other’s office to pass on information as it comes up.  When teleworkers leave the work environment, additional telephone conversations and weekly meetings may play a role in replacing these impromptu visits.  Some groups may also rely on E-mail to fill the gap.

When teleworking is introduced, it’s common for work groups to compensate for the person’s absence by increasing the frequency of communication.  This increase usually levels off after new routines and patterns are established.  Eventually, work group members start saving their ideas and messages and contacting the teleworker on a single occasion instead of multiple times throughout the same day or week.  This method has been cited as a benefit of teleworking because it decreases the interruptions in the work day for both parties, and many people find the self-imposed delay enables them to organize their thoughts more thoroughly before sharing them with others.  Your teleworkers may look forward to fewer interruptions, but also make sure they don’t interrupt co-workers too often with their own needs.  Frequent calls to in-office co-workers and support staff for telephone numbers or other information will quickly wear out teleworking’s welcome.

Section 4


Attributes of a Successful Supervisor of Teleworkers

“Be involved with the teleworker in planning work to be done at home.  I may only need to be a 5-minute meeting.  I’m more results oriented now.  Teleworking has shifted the way I look at non-teleworkers.”


Supervisor

“It helps to have an enthusiastic, encouraging boss.  My supervisor has been supportive from the start.  And I think a key to success in teleworking is maintaining good communication.”


Teleworker

For teleworking to work smoothly, a supervisor needs to be involved and committed to the process.  Supervisors are the second half of the teleworking equation.  This section focuses on desirable attributes in a supervisor of teleworkers.  As you read through the list, try to assess what style of supervision you use and how this style will fit with teleworking.

· Trusts the Employee.  You need to trust and respect that the teleworker will perform his or her duties while away from the designated headquarters.

· Has a Results-Oriented Management Style.  You won’t be able to monitor the work process of the offsite teleworker.  Therefore, you should focus on the results of the teleworker’s work.  To successfully manage by results, you should establish clear, measurable objectives and desired results.

· Applies a Flexible Management Approach.  Teleworking can create unique situations that require new approaches and solutions.  To resolve problems, you’ll need to generate solutions and accept employee-generated solutions.

· Keeps an Open, Positive Attitude Toward Teleworking.  You should understand the potential benefits and problems associated with implementing teleworking and be willing to try teleworking as a work option.

· Tries to Accommodate Teleworking Schedules.  In the early stages of teleworking there may be additional planning needs.  You should be willing to examine your own work schedule and possibly those of your teleworker's co-workers for their possible impact on the teleworker.  You should also be willing to work with teleworkers to establish workloads and meeting schedules so that the employee has appropriate tasks to do on teleworking days and can attend meetings on non-teleworking days.  Where there are conflicts, the needs of the business take precedence over the needs of the teleworker, but the successful supervisor will plan to minimize these conflicts.

· Provides Timely and Constructive Feedback.  A teleworker's absence from the designated headquarters limits the opportunities for ongoing performance appraisal.  You should be willing to establish a system for providing timely feedback to teleworkers.  Feedback should remain the same or increase when teleworking begins to ensure the successful implementation of this new work arrangement.

· Facilitates Open Communication.  You should be honest and assertive when discussing difficulties you’re having with an employee’s approach to teleworking.  You should encourage communication among all who are affected by teleworking - you, the teleworker, and the teleworker’s co-workers and support staff.

Section 5

Attributes of a Successful Teleworking Job

“I have a lot of reading that I need to do, publications that I need to keep up with and some legal decisions I need to understand, and I am getting that done because I can do that at home without interruptions.  It was just impossible in the office.”


Teleworker

“Since much of my work is researching, writing, and editing, I felt my job was ideal for teleworking.”


Teleworker

Many people’s job adapt well to teleworking.  This often requires scheduling certain tasks for certain days.  If 1 or 2 days can be freed up from face-to-face meetings and use of specific equipment and files that can’t leave the designated headquarters, then the employee can often telework.  If the job depends mainly on stationary equipment (lift operator, line worker, receptionist) or consistent face-to-face interaction, then it will be difficult to telework.

Be open-minded and don’t exclude a job because it doesn’t at first appear to be a perfect fit.  By keeping an open mind, new teleworking opportunities may appear.  For instance, you may not usually think of a parking enforcement officer’s job as one that can be done at an alternate site.  But officers in the City of Redmond, Washington, spend 1 day each week entering data into computers.  The city provides them with a pool of available portable computers so they can do the data entry from home.  Ask yourself, “How can my staff telework 1 or more days a week?”

Read through the following list of job attributes.  Employees will find it easier to telework if they’re able to do the following in their jobs:

· Schedule Face-to-Face Interactions on Specified Days of the Week.  If face-to-face interactions can e saved for 2 or 3 days per week, then the remaining days can be free for teleworking.

Meet Internal and External Client Needs While Teleworking.  Some jobs require employees to be in the designated headquarters every day, or require their presence at unpredictable times.  There may be little flexibility if their clients have rigid schedules or drop by the office without notice.  There may be more flexibility in meeting co-workers’ needs.  A teleworker's absence may motivate co-workers to solve their own problems, or some problems may be resolved with a telephone call to the teleworker.  Cross-training co-workers in specific areas can also free up the teleworker and broaden the work group expertise.

· Schedule the Use of Resources That Stay in the Designated Headquarters.  These resources might include drafting boards, computers, large books and materials, and files with security requirements.  If your staff needs access to resources only 3 days a week, then perhaps 2 days can be spent teleworking.

· Set Clear Work Objectives.  A successful way to assess the job performance of a teleworking position is to develop goals and objectives, with time lines and clearly stated expectations.

· Control Work Flow.  Do your employees have the ability to schedule their own workflow?  Jobs that require immediate feedback or comment may not be suited for teleworking, unless the employee can provide or receive this feedback by telephone, E-mail or facsimile machine.

· Benefit From Quiet or Uninterrupted Time.  For some jobs, having uninterrupted time improves concentration, production, and quality of work.  Teleworkers linked to the computer at the designated headquarters can increase productivity by accessing the mainframe during off-peak hours.

· Set Clearly Defined Tasks for Teleworking Days.  The tasks accomplished while teleworking are for the most part the same tasks that are accomplished in the designated headquarters.  Here’s a list of some tasks that can be done from an alternate work site:

	analysis
	maintaining databases

	auditing reports
	meeting with clients

	batch work
	preparing budgets

	calculating
	preparing/monitoring contracts

	computer programming
	project management

	conducting business by phone
	reading

	data entry
	record keeping

	design work
	research

	dictating
	sending/receiving E-mail

	drafting
	spreadsheet analysis

	editing
	thinking

	evaluations
	typing

	field visits
	word processing

	graphics
	writing


Section 6

Attributes of a Successful Teleworker

“I was comfortable giving my employee a chance to telework because she is very motivated, conscientious person.  I don’t need to be concerned about her doing a good job on her own.”


Supervisor

If you have decided that your employee’s job is suited to teleworking, then consider his or her personality attributes.  Will he or she be content working in a new environment?  Will he or she get the job done?

To help you in this process, this section lists attributes that have been found to adapt well to teleworking.  Remember that personality traits won’t change just because a person is working offsite.  As a matter of fact, they may become more apparent.  If the employees are hard workers, they may work even harder.  If employees have difficulties with their attitude or work performance, they may have more difficulties with their attitude or work performance, they may have more difficulties as a teleworker.

Just as in the examples for job attributes, you may identify additional traits specific to your employee.  If there’s a trait listed that is the opposite of your employee, consider what effect this will have on teleworking.

· Self-Motivated and Responsible.  Teleworkers should be able to accomplish their assignments and set a pace that is comfortable and productive.  They need self-control so that they don’t work too little or, in the case of many teleworkers, too much.  An employee with a drinking, drug, or eating problem is not a good candidate.

· Results Oriented.  Successful teleworkers are comfortable setting priorities and deadlines.  Individuals who focus on the results of their work rather than on the process tend to adjust easily to teleworking.

· Can Work Independently.  Successful teleworkers are competent workers who don’t need close supervision at all times.

· Familiar and Comfortable With Their Job.  Persons who already understand and have experience with their job responsibilities will probably have fewer questions and need less contact with the central office.

· Knowledge About Your Organization’s Procedures.  When a teleworker is offsite and problems arise, it’s important for him or her to know how to get help.  Established relationships with co-workers enables teleworkers to know which co-workers to ask for assistance, to feel comfortable in asking, and to better understand co-workers’ needs and concerns.  Teleworkers new to a work group or organization may feel isolated and out of touch, because they may not have established work, communication, or social patterns to rely on.

· Successful in Current Position.  Current job performance can be a very strong indicator for performance as a teleworker.  Employees who are successful working in the office have a clear understanding of their responsibilities and have developed successful work habits.  Employees usually demonstrate the same commitment while teleworking as they do in the office.

· Effective Communicator.  Successful teleworking requires effective communication.  Teleworkers should keep their supervisors, co-workers, support staff, and clients aware of their schedules and work progress.  They also should take the initiative to keep up-to-date on co-worker and designated headquarters activities.

· Adaptable.  Teleworking will change the teleworkers’ daily routine, work environment, workflow, and personal interactions.  Employees who are capable of working with changing routines and environments will be more successful.  Employees who prefer some distractions or personal interaction during the day will not adapt well to teleworking from an empty home.  A satellite office may be more suitable.

· Committed to Teleworking.  Ensuring that teleworking succeeds requires teleworkers to plan ahead and establish effective communication and work flow patterns.  For example, communication strategies between teleworkers and their co-workers, supervisors, and clients should be worked out to ensure that these groups still have access to teleworkers while they’re offsite.

Section 7

Comparing Questionnaire Responses

After you and your prospective teleworkers have completed the questionnaire at the end of your selection guides, you can compare your responses and honestly discuss differences of opinion.  You should do this individually with each member of your work group who applies.  These questionnaires aren’t meant to be scored; they’re for comparison purposes only.

If you and your teleworker agree with most of each other’s questionnaire responses and find no serious barriers, then you should feel confident committing to teleworking and following the next step of the application process.  This doesn’t mean that you won’t still have a few questions to be answered about teleworking.  The training session is a forum to have your questions answered and learn about smoothing the transition to teleworking.

If you and your teleworker identify some areas of concern, honestly discuss these issues, brainstorm approaches, and be willing to compromise.  Then decide whether the employee should try teleworking.  If you decide to try it, make sure that the approaches you agreed on are included in the teleworking agreement that you negotiate with the teleworker during the training session or other designated time.
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