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Teleworking Requirements for Pilot Programs

Policy Statement
This policy establishes interim guidelines for teleworking projects, which are part of the pilot program established under the auspices of the Office of State Personnel.  Under this pilot program a certain number of pilot projects will be selected.

This policy is not intended to have any effect on any existing teleworking or teleworking activities in state agencies.  This policy will be reviewed at the conclusion of the pilot; the guidelines established in this interim process may or may not be used should regulations or guidelines be adopted at the end of the pilot.

According to many published sources, teleworking is widely used in the private sector and is being used more and more in the public sector.  These sources indicate that both employers and employees find many benefits in properly established teleworking arrangements.  These sources further indicate that teleworking is expected to dramatically increase in the years ahead as advances in technology make teleworking more practical.  It is possible that employers who do not include teleworking as one of their work options may be at a competitive disadvantage.

The pilot projects, which are established under this interim policy, are designed so that a reasoned determination can be made as to the potential benefits of teleworking within North Carolina State government.  It is recognized that a public employer has a special obligation to insure that employees and work resources are being used efficiently and productively.

The Office of State Personnel recognizes that different agencies and work units which may participate in the pilot projects have a variety of work requirements and needs.  This policy provides a framework for any agency policies adopted as a result of this effort.

Covered Employees
This policy applies to approved pilot projects only.  Its provisions apply to employees who telework as part of such a pilot project and to the supervisors and managers who assign and review work for those employees.  Only employees with permanent appointments will be permitted to telework as a part of a pilot project.

Continued on next page

Teleworking Requirements for Pilot Programs, Continued

Definitions of Terms
For purposes of this policy, the terms below mean the following:

Teleworking
The Society for Human Resources Management defines teleworking as a “flexible work arrangement that allows an employee to work at home, on the road, or from another satellite location for all, or more commonly, part of their work week.  If job responsibilities require it, the teleworker may be connected to the regular work location via computer or may simply maintain contact via phone or fax.”

Teleworker
This term shall be used during the pilot project to describe an employee who participates in the pilot project and who performs job responsibilities away from the primary workstation during the pilot project.

Telecommutable

Jobs
This term shall be used during the pilot project to describe jobs, which have one or more responsibilities, which are location independent and measurable; these responsibilities could be performed from the primary workstation, home, or another work location.

Telework
This term shall be used during the pilot project to describe those responsibilities, which are performed from home or some other work location away from the primary workstation.

RESPONSIBILITIES

State Pilot Teleworking Advisory Committee
The State Pilot Teleworking Advisory Committee will develop the State Pilot Teleworking Program and review its progress.  The committee will have representation from policy areas and participating agencies.  The Advisory Committee shall:

 SYMBOL 183 \f "Symbol" \s 10 \h 
Establish a statewide policy to allow pilot teleworking programs;

 SYMBOL 183 \f "Symbol" \s 10 \h 
Develop minimum criteria for pilot programs;

 SYMBOL 183 \f "Symbol" \s 10 \h 
Provide guidance to agencies in developing agency programs;

 SYMBOL 183 \f "Symbol" \s 10 \h 
Determine criteria for evaluating pilot programs; 

 SYMBOL 183 \f "Symbol" \s 10 \h 
Review agency proposals and select pilot programs; and

 SYMBOL 183 \f "Symbol" \s 10 \h 
Review agency program evaluations and make recommendations with respect to continuation of teleworking programs.

Continued on next page

Teleworking Requirements for Pilot Programs, Continued

Office of State Personnel
The Office of State Personnel will administer the State of North Carolina Pilot Teleworking Program.  The Office shall:

 SYMBOL 183 \f "Symbol" \s 10 \h 
Provide coordination for the pilot programs;

 SYMBOL 183 \f "Symbol" \s 10 \h 
Provide staff to the Teleworking Advisory Committee;

 SYMBOL 183 \f "Symbol" \s 10 \h 
Conduct orientation for agency coordinators;

 SYMBOL 183 \f "Symbol" \s 10 \h 
Train agency coordinators;

 SYMBOL 183 \f "Symbol" \s 10 \h 
Review and approve any reports on the teleworking pilot programs; and

 SYMBOL 183 \f "Symbol" \s 10 \h 
Compile, analyze, and report pilot results in State report.

Agencies
Each agency shall:

1) Establish agency policies and procedures and define telecommutable jobs/tasks.  Each agency participating in a pilot must identify jobs that are proposed for inclusion in the pilot and be responsible for providing documentation, evaluation, and analysis to support the selection of these jobs.  A job should not be considered for teleworking if other positions are negatively impacted; however, a job may be considered if the incumbent employee is able to:

 SYMBOL 183 \f "Symbol" \s 10 \h 
Meet internal and client needs while teleworking;

 SYMBOL 183 \f "Symbol" \s 10 \h 
Set clear work objectives, with timelines and clear expectations;

 SYMBOL 183 \f "Symbol" \s 10 \h 
Control and schedule work flow;

 SYMBOL 183 \f "Symbol" \s 10 \h 
Set clearly defined tasks for teleworking days;

 SYMBOL 183 \f "Symbol" \s 10 \h 
Benefit from quiet or uninterrupted time; and

 SYMBOL 183 \f "Symbol" \s 10 \h 
Schedule face-to-face meetings on specified days, to leave the other days free for teleworking.

Possible teleworking tasks include the following:  Analysis, auditing reports, batch work, calculating, computer programming, conducting business by phone, data entry, design work, dictating, drafting, editing, evaluations, field visits, graphics, maintaining data bases, preparing budgets, preparing/monitoring contracts, project management, reading, record keeping, research, sending/receiving E-mail, spreadsheet analysis, typing, word processing, writing, etc.

Continued on next page

Teleworking Requirements for Pilot Programs, Continued

Agencies (continued)
2) Establish expected results.

 SYMBOL 183 \f "Symbol" \s 10 \h 
Each agency shall establish measurable performance standards which are results-oriented and which describe quantity and quality of work.

 SYMBOL 183 \f "Symbol" \s 10 \h 
Each employee selected for participation in the teleworking program will be expected to meet the established responsibilities of the position.  Teleworking does not affect the established responsibilities of the position.

The manager, in approving the teleworking arrangement, is responsible for determining the expected results for the agreed upon work arrangement.  These results should be discussed and agreed to by the teleworker, supervisor, and manager prior to the dates for the teleworking and should be put in writing for the teleworker and the manager.  The teleworker’s direct supervisor should be involved in the decision process since any work done by the teleworker must be within the framework of the current assignment.

3) Select a Teleworking Coordinator.

Each participating agency will select an Agency Teleworking Coordinator to be responsible for overall program organization and analysis.  The Agency Coordinator shall:

 SYMBOL 183 \f "Symbol" \s 10 \h 
Provide oversight for the agency teleworking program.  

 SYMBOL 183 \f "Symbol" \s 10 \h 
Arrange briefing to prepare upper management for the agency pilot.  The Office of State Personnel will provide the briefing if desired.

 SYMBOL 183 \f "Symbol" \s 10 \h 
Work with agency management to determine the parameters of the agency pilot (which section of the agency should be involved and how many participants should be selected).

 SYMBOL 183 \f "Symbol" \s 10 \h 
Distribute pre-pilot survey to participating supervisors and teleworkers to be completed and returned to the Agency Teleworking Coordinator prior to the training.
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Teleworking Requirements for Pilot Programs, Continued

Agencies (continued)
 SYMBOL 183 \f "Symbol" \s 10 \h 
Provide training of teleworker/supervisor teams.  During the training, teleworkers and their supervisors will develop a Teleworking Agreement outlining the new work arrangement.

 SYMBOL 183 \f "Symbol" \s 10 \h 
Meet with pilot participants in periodic focus groups to learn of their experiences and to address problems and suggest resolutions if necessary.

  SYMBOL 183 \f "Symbol" \s 10 \h 
Issue a six-month pilot survey to supervisors, teleworkers and related non-teleworkers.

 SYMBOL 183 \f "Symbol" \s 10 \h 
Meet with upper management to discuss survey results, recommend program revision, and identify program expansion opportunities within the agency.

 SYMBOL 183 \f "Symbol" \s 10 \h 
Prepare results of pilot.

4) Identify selection criteria for employees.

Each agency has the authority to determine which employees under its supervision meet the agency standard for selection.  These standards shall include that the employee:

 SYMBOL 183 \f "Symbol" \s 10 \h 
Is able to work independently; requires minimal supervision;

 SYMBOL 183 \f "Symbol" \s 10 \h 
Requires minimal face-to-face interaction while teleworking;

 SYMBOL 183 \f "Symbol" \s 10 \h 
Has a high level of job knowledge and skill;

 SYMBOL 183 \f "Symbol" \s 10 \h 
Is results oriented; comfortable setting priorities and deadlines.

 SYMBOL 183 \f "Symbol" \s 10 \h 
Has demonstrated a high level of productivity;

 SYMBOL 183 \f "Symbol" \s 10 \h 
Has a history of reliability;

 SYMBOL 183 \f "Symbol" \s 10 \h 
Has a full understanding of the operations of the office and the specific requirements of the telecommutable job;

 SYMBOL 183 \f "Symbol" \s 10 \h 
Keeps supervisor informed of progress and/or problems;

 SYMBOL 183 \f "Symbol" \s 10 \h 
Knows who can make what decisions;

 SYMBOL 183 \f "Symbol" \s 10 \h 
Trusts the supervisor;

 SYMBOL 183 \f "Symbol" \s 10 \h 
Functions at good or above level;

 SYMBOL 183 \f "Symbol" \s 10 \h 
Has a safe and adequate work site free from interruptions and secure;

 SYMBOL 183 \f "Symbol" \s 10 \h 
Prefers the home environment at least some of the time; and

 SYMBOL 183 \f "Symbol" \s 10 \h 
Understands that teleworking is a work option granted by management; and is willing to sign the Teleworking Agreement.
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Teleworking Requirements for Pilot Programs, Continued

Agencies (continued)
5) Identify selection criteria for supervisors.

Successful teleworking is made possible if the supervisor:

 SYMBOL 183 \f "Symbol" \s 10 \h 
Trusts employees to do their jobs without constant face-to-face supervision;

 SYMBOL 183 \f "Symbol" \s 10 \h 
Has a results-oriented management style and establishes clear, measurable objectives and desired results;

 SYMBOL 183 \f "Symbol" \s 10 \h 
Is flexible, allowing new approaches and solutions, and is open to ideas from employees;

 SYMBOL 183 \f "Symbol" \s 10 \h 
Keeps an open, positive attitude toward teleworking;

 SYMBOL 183 \f "Symbol" \s 10 \h 
Provides timely and constructive feedback; and

 SYMBOL 183 \f "Symbol" \s 10 \h 
Facilitates open communication among the members of the team, including the supervisor, teleworker, co-workers and support staff.

6) Orient and train teleworkers and supervisors.

All participants in a teleworking pilot will attend orientation and training sessions provided by the State and the agency.  The orientation sessions will introduce them to teleworking and instruct them on factors that will assure the success of this effort.  Training will be provided to enhance the teleworking experience by preparing teleworkers and supervisors to discern and resolve the key issues which may be involved in their new working relationship.

7) Establish general policies/guidelines such as work hours, equipment, furniture, etc.

Each agency shall develop a policy or set of guidelines, which are reflective of agency-specific policies and include them in addition to the State policies, which are not changeable.  A teleworking policy should address these areas:

(a) Management Option - Offering the opportunity to work at home is a management option; teleworking is not a universal employee benefit.  Any teleworking situation is voluntary for the employee and at the discretion of management and/or the employee’s supervisor.



Continued on next page

Teleworking Requirements for Pilot Programs, Continued

Agencies (continued)
b) Conditions of Employment - The teleworker’s conditions of employment with the State remain the same as for non-teleworking employees.

c) Salaries - Benefits, leave and state sponsored insurance will not change as a result of teleworking.
d) Safety and Liability - Since the employee’s home work space is an extension of the agency work space, the State’s liability for job-related accidents will continue to exist during the employee’s approved work hours and the employee’s designated work location.  It is the employee’s responsibility to maintain a safe, ergonomically correct home workplace.  The agency should be satisfied that the employee’s home work site conforms to its safety standards.  This may include inspections by the agency of the employee’s home work site as necessary.  The agency’s teleworking policy should also consider issues such as insurance coverage of equipment located away from the office.
e) Office Supplies - Office supplies will be provided by the State and should be obtained during the teleworker’s in-office work period.  Out-of-pocket expenses for supplies normally available in the office will not be reimbursed.  The State will not provide office furniture.
f) Security - To insure hardware and software security, all software used for teleworking must be approved by the supervisor and manager before installation.  Restricted-access or confidential information shall not be taken out of the office or accessed through the computer unless approved in the teleworking agreement.

g) Work Hours - The teleworking agreement shall establish working hours.  Any existing policies covering flexible  hours can be extended to teleworkers.  Any changes to the employee’s approved work hours shall be reviewed and approved by the supervisor and manager in advance.  While teleworking, the employee should stay reasonably available via telephone during agreed-upon work hours. 


Continued on next page

Teleworking Requirements for Pilot Programs, Continued

Agencies (continued)
h) Equipment and Software- The agency’s teleworking policy or the individual teleworking agreement shall define what equipment/software, if any, will be provided by the State, and how this will be determined.  The policy/agreement shall define liability, technical support availability and the procedure for servicing equipment.  It should also specify any requirements for number of phone lines, voice mail, business lines and address long distance calls.  If the teleworker supplies the equipment/software, the State does not assume liability for loss, damage or wear unless otherwise agreed to in writing. Any State equipment/software used in the home office may not be used for personal purposes, and must be returned immediately upon termination of the teleworking agreement.

i) Dependent Care - Teleworking is not a substitute for dependent care.  The teleworking agreement shall define expectations regarding care of dependents on teleworking days.  Having a dependent in the home while teleworking may or may not affect an employee’s ability to work.

j) Measures - All teleworkers and their supervisors shall participate in studies and surveys when necessary to evaluate the effectiveness and efficiency of the teleworking program.

k) Training - All potential teleworkers and their supervisors shall attend a training session covering the State’s and agency’s teleworking policies, as well as the benefits and drawbacks of teleworking.  This training shall take place prior to the implementation of a teleworking agreement.

8) Require employees and supervisors to sign teleworking agreements.

All teleworking relationships shall have a formal, written Teleworking Agreement.  The agreements shall include and address all policy areas and be signed by the teleworker, supervisor, and manager.

Employee
In addition to the selection criteria, employees participating in the teleworking pilot shall:

 SYMBOL 183 \f "Symbol" \s 10 \h 
Agree to clear and measurable performance standards;

 SYMBOL 183 \f "Symbol" \s 10 \h 
Attend training;

 SYMBOL 183 \f "Symbol" \s 10 \h 
Sign and abide by a Teleworking Agreement; and

 SYMBOL 183 \f "Symbol" \s 10 \h 
Participate in surveys and focus groups.

Continued on next page

Teleworking Requirements for Pilot Programs, Continued

Supervisor
In addition to the selection criteria, supervisors participating in the teleworking shall:

 SYMBOL 183 \f "Symbol" \s 10 \h 
Attend orientation sessions for managers and supervisors;

 SYMBOL 183 \f "Symbol" \s 10 \h 
Establish clear and measurable performance standards;

 SYMBOL 183 \f "Symbol" \s 10 \h 
Attend training sessions;

 SYMBOL 183 \f "Symbol" \s 10 \h 
Sign and abide by a Teleworking Agreement; and

 SYMBOL 183 \f "Symbol" \s 10 \h 
Participate in surveys, focus groups, and pilot evaluation.

Cancellation of Agreement
Due to the voluntary nature of the pilot program, teleworkers and/or management have the right to terminate the teleworking arrangement at any time.  Although teleworking is not an employee entitlement or right, termination of employees from the program must be done in writing and with appropriate notice except in emergency situations.

Termination of an agreement by management is not a grievable issue under personnel policies.  An employee who terminates an agreement cannot be subjected to disciplinary action.
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