DOE-Flex Training for Supervisors/Managers

Welcome (slide 1)

· This training session will last approximately 2.5 hours with a break about half-way through the training session

· Introductions

· Name

· Organization

· Experience with telecommuting/flexiplace

· One major issue/concern (note: have each person state a different issue or concern and list each on a flip chart or on a chalk board, then after the last person ask if anyone has an issue or concern that is not on the list; let them know that each will be addressed during the training session)

· The terms “telecommuting” and “flexiplace” mean the same thing and both will be used throughout the session and mean working at an alternative workplace, primarily at home, or at a GSA satellite office, or at a DOE satellite office (either GTN or FORS) when they are available in the near future

· The term “telework” will be used to identify work that is performed at an alternative workplace

The training materials that are being used were developed by TManage, Inc., a company that specializes in all aspects of teleworking, in conjunction with the Departmental human resources staff (this explains why TManage is on each slide opposite the DOE seal).

Training Objectives (slide 2)

What will be covered in this training session today is:

· The DOE policy and how the program will be administered in this organization (which may vary for the non-bargaining unit employees throughout HQs)

· The benefits of employees and supervisors participating in the program (yes, supervisors and managers may be considered)

· Why training is critical to the success of this program

· The three characteristics of a successful program

· The issues associated with managing remote workers 

Training Objectives (slide 3)

We will also cover:

· How to manage employees from a distance (which may be helpful for managing employees at any alternative workplace other than while telecommuting/on flexiplace)

· How to address issues and concerns that employees on flexiplace may raise

· What you need to do to keep all of your staff informed as to what is happening in your office

· Methods to improve office communications, and

· How to promote and implement this program in your office

Background (slide 4)

· DOE began its telecommuting program in February 1995 when the DOE Telecommuting Guide was issued

· DOE reported to the Office of Personnel Management at the end of FY 98 that it had a 2.3% participation level

· It was estimated that there were 167 participants (3.1%) in HQs at that time – that included 50 employees on medical arrangements and the rest were participating in the NTEU pilot program on regular and recurring arrangements

· The pilot program with NTEU began in 1996 and ended last year – it was regarded as successful for those organizations that participated in it

· Based on the feedback from a survey of employees who participated and their supervisors, there was no adverse impact on the employees’ and organizations’ performance, including co-workers

· As a result, the two limitations that existed – a cap of 20% of all employees in a program office and restricting alternate workplace days to one per pay period for those on a 5/4/9 compressed work schedule - has now been lifted since the maximum participation level did not exceed 5% and supervisors were comfortable in managing those employees; what this indicated is that most employees are not interested in participating in the program for several reasons; so now there is no restriction on how many days an employee on any type of work schedule can work at an alternative workplace – it depends on the nature of work, i.e., lends itself to working at an alternative workplace, this is the only criteria for limiting regular and recurring arrangements 

· However, during the town meetings that the Secretary held last year, he and his staff received several employee complaints from employees whose supervisors had not allowed them to participate in the program

Background (slide 5)

· As a result, the Secretary directed one of his staff members and the Director of Management and Administration to expand the program

· Several other Federal agencies were benchmarked to determine what they were doing

· The Government’s expert on telecommuting from GSA and a top expert from the private sector were brought in to advise on best practices and assist DOE in this effort

· A work group, comprised of members of the Secretary’s staff, HR, building operations, IT, including cybersecurity, and Office of Performance Excellence, was established

· That effort resulted in issuing the Secretary’s March 15 memorandum that included his policy and outlined his expectations, and issuing updated guidance in the new Departmental Handbook on         DOE-Flex
Policy Statement (slide 6)

The Secretary’s policy reflects 4 major points:

· That all employees are to be considered, depending on their job tasks/assignments 

· DOE needs to be competitive, so it must be positioned to recruit and retain high quality employees

· DOE is committed to assisting employees in balancing their work and personal needs, and

· The program will support the DOE fuel savings program

DOE-Flex Program Objectives (slide 7)

The program is expected to:

· Improve productivity

· Improve employee well-being and quality of life 

· Maintain work production and services when a facility is closed

· Improve the Department’s ability to recruit and retain high quality employees

· Reduce the employee’s need to commute

· Reduce costly building space, and

DOE-Flex Program Objectives (slide 8)

Achieve the following participation goals:

· 5% by the end of this FY – this was the Government-wide goal for the end of FY 98 established by the President’s management Council (PMC); Doe believes that it won’t have any problem meeting this goal when all arrangements that have occurred during the year are documented

· 10% by the end of next FY

· 15% by the end of FY 02, which is the other FMC goal, and

· For the DC metro area, 20% by the end of FY 05 – this goal was established by the Washington Council of Governments, which estimates that the current participation level for both government and private sectors is 7% and was endorsed by DOE, will easily be achieved

DOE-Flex Employer Benefits (slide 9)

Industry experts have indicated that a telecommuting program:

· Increases productivity

· Enhances employee recruitment and retention

· Improves employee job satisfaction

· Provides greater workplace flexibility (in HQs, the work schedules are not going to change initially; perhaps in a couple of years or so, after supervisors and managers are more comfortable with it, there may be flexibility in work schedules)

· Contributes to laws for clean air, energy savings, disabilities, and family and medical leave, and

· Reduces the need for future office space

Employee Benefits (slide 10)

Studies indicate that telecommuting:

· Improves an employee’s ability to balance work/life needs

· Reduces the stress of commuting, which often is the most stressful part of a workday, along with office stress (studies show that an employee has an average of 11 interruptions and hour, which contributes to stress)

· Improves personal safety by not having to drive to and from work or a commuter parking lot

· Improves individual flexibility, so employees feel that they have greater control over their life

Community Benefits (slide 11)

The benefits to the community are that the program:

· Improves neighborhood safety by reducing the amount of vehicles on roads

· Reduces traffic congestion

· Improves air quality

· Reduces waste and conserves energy, and

· Helps to build closer bonds with family members and the community

Why Train Managers? (slide 12)

These graphs illustrate the difference in the comfort levels and time it takes for a typical employee and supervisor to be successful in this program as a result of having training

· Note that the employee curve only drops about half as far down and takes considerably less time to maximize efficiency - this indicates that employees will still experience some problems getting started, but that those problems get resolved a lot quicker as supervisors work with them and they apply the practices that are taught and get into a productive routine much faster

· Also note that supervisors normally start out less apprehensive when they understand how the program works and feel comfortable with it a little quicker

(Note: it isn't necessary to read what factors affect minimizing the downward curve and accelerate the upward curve, as these factors will be covered a little later) 

Three-Legged Stool (slide 13)

There are three factors that are needed to have a successful flexiplace arrangement (the analogy of the stool is to depict that all three "legs" are needed to have a stabilized stool):

· Appropriate job tasks, i.e., a sufficient amount of non-classified work assignments that can be accomplished at an alternative workplace

· Suitable employees - most employees aren't interested in a flexiplace arrangement on a regular/recurring basis for several reasons, and

· Supportive supervisors and managers who manage effectively

Remote Tasks (slide 14)

What job tasks are most appropriate for teleworking?  Those that involve:

· Project-oriented work

· Computer programming

· Telephone calling

· Auditing reports

· Planning and scheduling

· Data processing and analysis

· Reviewing proposals and written reports

· Reading, word processing, and thinking

Almost all positions involve some tasks that are appropriate to be done at an alternative workplace; however, not all positions involve sufficient assignments to be performed over a full day on a regular or recurring basis, even when time is considered for responding to messages, making calls, etc.

Other Tasks (slide 15)

What job tasks are not appropriate for teleworking?  Those that

· Are difficult to measure

· Involve access to materials or information that cannot be removed from the office

· Require special in-house equipment that is not portable, and

· Involve unplanned or difficult to control face-to-face interaction or meetings

Teleworker Profile (slide 16)

What are the characteristics of a good teleworker?  An employee who:

· Requires minimal supervision

· Has a high level of skill and knowledge, both in the employee's program area and information technology

· Works well with family members, i.e., where family members don't disrupt the employee at home

· Is productive at alternate workplaces, e.g., at conferences or while on travel

· Is self-motivated, well-organized, and highly productive

· Possesses strong time-management skills

· Solves problems independently before asking for help, and

· Communicates well with his/her supervisors and co-workers

Break - about 10 minutes

Administration (video)

Manager Profile (slide 17)

What skills are needed to manage telework?  Supervisors and managers need to:

· Trust employees (at least make them feel that they are trusted)

· Possess a positive attitude toward the program (supervisors and managers are expected to be supportive of the program)

· Be a good communicator (this is one of the keys to a successful flexiplace arrangement)

· Manage by results, not by observation

· Delegate appropriate tasks and responsibilities to employees

· Coach by establishing time frames and reviewing the status of assignments

· Encourage employees to set goals

· Provide appropriate and timely feedback

Manager Profile (slide 18)

What manager characteristics will cause telework to fail?  They are:

· Not trusting the teleworker
· Ignoring the teleworker ("out of sight, out of mind")

· Setting unrealistic deadlines

· Neglecting the teleworker's problems or issues

· Supervising too closely - it's reasonable for a supervisor to monitor time and attendance by spot checking, i.e., calling, the employee at the beginning and ending of the agreed-upon work schedule until the supervisor is comfortable, i.e., trusts the employee

· Expecting everyone to be a good teleworker - unfortunately, a few don't work out, particularly those on medical arrangements where employee suitability is generally not scrutinized as closely

· Not taking telework seriously - in which case a supervisor may end up responding to an employee grievance

Issues (Associated With) Managing The Remote Worker (slide 19)

· Coping with reduced staffs and alternate work 

· Employee accessibility and accountability - employees should be accessible at agreed upon times during the day; there are several options available to contacting an employee, such as with a beeper or AOL messenger; employees must be held accountable for their work assignments

· Measuring performance and work products - treat then the same as if the employee is in the office

· Availability, maintenance, and equitable treatment of resources (funds/equipment) - (discuss the situation in your organization)

· Disapproving unsuitable employees - disapprovals must be supportable, as they are subject to the grievance process; discuss an employee's interest in flexiplace informally

· Selecting suitable tasks - the first step in this process is to review the tasks in an employee's performance plan if the plan is current; employees will help with this effort; an inventory of suitable positions will be established and included as an appendix in the program office's handbook on DOE-Flex

(Note: this is a good time to review the list of issues raised during the introductions)

Managing Teleworkers (slide 20)

· Manage teleworkers the same way you manage employees who don't telework

· Build into your processes regular progress reports - daily, weekly, and/or monthly

· Manage performance by results

· Act as a coach, rather than superior or "boss"

· Empower employees at the lowest practical level

· Help employees balance their work and personal needs, and

· Be open to new ideas

(Note: check to find out if anyone has other management techniques to share)

Managing Performance (slide 21)

· Empower employees to personally plan their flexiplace activities and participate in the method of evaluation

· Warning signals (how you'll know that problems are developing):

· A noticeable decline in performance

· Face-to-face interactions are not sufficient

· You start receiving unfavorable feedback from co-workers and customers

Managing The Work Team (slide 22)

Teaming means giving the right people clear direction, the tools to do their job, and the resources needed to accomplish their objectives

Managing The Work Team (slide 23)

Build a close team by:

· Keeping co-workers informed about the teleworker - make sure the teleworkers feel a part of the team

· Tracking the impact that DOE-Flex has on others (co-workers, customers, etc.)

· Employing the buddy system so there is adequate back up in the office and a team member is responsible for helping the teleworker with minor things, such as retrieval or faxing records

· Designing work so that almost no one works alone on a project

Communications (slide 24)

· Over communicate at first, including calling or e-mailing the teleworker regarding minor things

· Provide clear instructions, deadlines, progress reports, and regular feedback

· Make sure everyone on the team gets the same information

· Save messages for specific times when you expect the teleworker to be accessible

· Ask questions to ensure understanding

· Schedule face-to-face meeting times

Own and Implement (slide 25)

· Be honest with the your teleworker as to what you are uncomfortable with

· Review and re-certify arrangements during periodic performance reviews

· Give praise and feedback regularly

· Maintain a meeting schedule with your teleworker and act on problems right away

Own and Implement (slide 26)

· Take credit for past efforts, e.g., document those situational arrangements that have occurred earlier this FY

· Start slow, small, and look for champions, i.e., those most likely to succeed

· At your next staff meeting following the establishment of an arrangement, as for input from co-workers and demonstrate respect for the arrangement

Summing Up (slide 27)

(Note: this is a recap of the training objectives; check to make sure that the supervisors feel that all of the issues raised in the beginning have been addressed; if time permits, ask if there are any other comments, questions, or issues)

