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Hello and welcome to the management briefing on the State of Arizona Telecommuting Program.  My name is  (NAME).  I will be serving as our agency coordinator. Telecommuting is a flexible work arrangement where selected employees work one or more days a week from their homes, or State offices closer to home, in order to enhance productivity and reduce traffic congestion and air pollution.

The State of Arizona successfully piloted telecommuting in 1989, when four State agencies participated with AT&T in a public/private telecommuting demonstration for Arizona employers. Because of the success of the pilot, The State of Arizona Telecommuting Program was formally established by Executive Order in 1993.  After the program had been implemented within 16 State agencies, ADOA initiated an exhaustive evaluation of telecommuting within State government in 1995.  On May 24, 1996, as a part of his increased commitment to air quality, Governor Symington directed every State agency, board and commission in Maricopa County to implement the State of Arizona Telecommuting Program with the goal of having fifteen percent of their employees (in Maricopa County) actively participating in the program.

Currently, seventy-one State agencies have implemented the State of Arizona Telecommuting Program.  These agencies report that over 15.4% of State employees in Maricopa County are trained telecommuters with signed agreements.  The Arizona Department of Administration (ADOA) has developed a comprehensive package of program materials and provides hands-on assistance to assist each agency to implement telecommuting with a minimum of effort.

During our briefing today I will give you some background on what Arizona has learned about telecommuting and its advantages, explain the procedure for implementing telecommuting in State agencies, describe State policies on the subject, and give you some tips on selecting the managers and supervisors within your divisions who will in turn select telecommuters for our agency's pilot. These managers and supervisors will be asked to attend an orientation where they will learn about the pilot and how to select appropriate telecommuters.  Pilot telecommuters will then be asked to volunteer for our agency's six-month pilot and attend a training with their supervisors.

We'll begin our briefing with a short video to give you some background on telecommuting, its advantages and what's in it for you.

(SHOW VIDEO entitled - Telecommuting: Management Tool for the 90's)
The State of Arizona's original interest in telecommuting arose out of the search for solutions to the traffic congestion, air pollution and energy consumption problems facing many urban areas in the United States today.  The majority of the carbon monoxide, ozone, and particulate pollution comes from automobile use.  Even with future improvements to the automobile, increases in population, employment, and travel are projected to cause an increase in total emissions.

Let's get a perspective on the problem.  Each weekday, motorists in Maricopa County drive 59 million miles.  That's equivalent to 133 round trips to the moon each weekday!  These vehicles emit approximately 1,180 tons of pollutants into the air, or the equivalent weight of 162 elephants each weekday.  Finally, in 1995 residents of Maricopa County used 992 million gallons of gasoline, or nearly two and three-quarter million gallons a day.  That's enough gas to fill 165 Olympic swimming pools each weekday.   
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Motorists in Pima County:

travel 17.6 million miles (or 39 round trips to the moon) each weekday

emit 352 tons of pollutants (or 48 elephants) each weekday

consume 900,547 gallons of gasoline (or 55 Olympic swimming pools) each weekday 

Telecommuting is already making a large contribution in helping us to manage our air quality problems.  A 1996 survey showed that over 56,200 employees worked from home on an average of one day a week in Maricopa County alone, saving 710,000 miles of travel and over 14 tons of pollution a day.

Our morning and afternoon commutes contribute to other problems as well.  It's a proven fact that daily stress reduces employee productivity, and the drive to work is one of the most stressful parts of our day.  Driving on congested roadways has physical and psychological costs as well.  Recent studies show that the stressful commute to and from work has diverse effects on blood pressure, mood, tolerance, frequency of illness, work absences, and job stability.  

Most people don't realize what a large chunk of their day is spent commuting to and from work.  Please refer now to the cherry colored handout in your folder.  

The first chart illustrates how many hours you spend commuting to and from work each year.  For example, if your one-way commute, listed in the left-hand column, is thirty minutes, you spend the equivalent of six 40-hour work weeks commuting to and from work every year.  Take a moment and circle how much time you spend commuting each year.

The second chart illustrates the true cost of operating an automobile.  We'll walk through it with an example.  First find the type of car you drive in the column on the left.  Then read across for the total cost per mile from the column on the right, let's say 30.1 cents per mile for an intermediate car.  (ALLOW TIME)  Then multiply that cost by your daily round trip commuting distance, say 24 miles for the average State employee, according to our annual Travel Reduction Survey.  That gives you daily round trip commuting cost, say $7.22 for the average State employee in an intermediate-sized car.  Then multiply that number by 21.5 working days a month and you get your monthly round trip commuting cost of $155.32. Now, imagine our employees being able to reduce their driving time, daily stress, and money spent by working at home just one day a week!

Telecommuting has many benefits, not only to the community but also to the employer and the employee.  Please refer to the purple handout in your folder.  Let's review the advantages of telecommuting that can be divided into three categories: the community, the employer and the employee.

I've already discussed the significant air pollution and gasoline consumption problems we have in Maricopa County.  Telecommuting decreases rush hour traffic, air pollution and gasoline consumption which in turn decreases our dependence on foreign oil.  And if we ever get to the point where a lot of employees work at home occasionally, our communities may be safer because more people will be at home during the day.

For employees, the advantages are decreased stress; decreased commuting time, cost and frustration; increased flexibility to work at personal peak times; improved job satisfaction; an improved working environment with fewer distractions; increased safety in the home and community because the telecommuter is home more often to watch the house; closer bonds with the family and community; and, for some employees reductions in some work-related expenses like dry cleaning and lunches.

For the employer, studies have found that telecommuting offers increased productivity; decreased absenteeism and sick leave usage; decreased turnover; gives them a competitive advantage when recruiting new employees; and provides an increased labor pool. Telecommuting also improves employer's managerial techniques because having some of their employees at home one day a week forces them to use Management by Results rather than Management by Walking Around.  Employers often find telecommuting improves employee morale.  Additionally, telecommuting can help employers meet the requirements of the Americans with Disabilities Act. That legislation prohibits discrimination against qualified people with disabilities. Telecommuting programs can facilitate employment for many physically challenged individuals.

Let's stop and take a closer look at one of the benefits mentioned above for employers: telecommuting helps reduce employee turnover.  What does that mean to us as State managers?

Let’s look at the trends.  State employee salaries lag behind the labor market and inflation.  State pay has fallen due to a lack of salary increases over the past decade. The average State employee’s salary is currently 25.7% below the market.  In FY 1996, State turnover was reported to be 16%, and estimated to cost $39 million annually. These trends make employee retention a significant issue.  By the year 2000 it is estimated that one-third of our workforce will be over 65, injured or ill.  Our ability to keep and attract qualified employees in the future may depend more on our willingness as State managers to be more flexible than our ability to compete dollar-for-dollar in the marketplace. Allowing qualified employees to have more autonomy over where and when work may be done, without compromising product quality, is one small way we can give our employees the flexibility they are looking for in the workplace today.

Managing work and family on an eight-to-five schedule is becoming increasingly stressful, particularly for today's low to medium income and single parent households.  Flexible work options like telecommuting allow organizations to attract a more diverse workforce in an era when employee productivity is the key to the success of an organization.  Two national studies in recent years revealed that organizations with supportive work and family policies and flexible work arrangements (like telecommuting) have almost half the burnout rate of employers without such policies.  The studies also revealed that when employees have more autonomy over their jobs and more control over their work schedules, they are more satisfied and committed workers.  The quality of work-life in some ways is just as important to workers as the traditional value of money.  The opportunity to work at home one day a week is reported by the employees nationwide as a value somewhat like a raise.  A recent survey of State employees concurred that the ability to telecommute would impact their future job decisions. State employees said that they were also willing to purchase equipment, share office space, and even have their work monitored more closely in order for the opportunity to work from home periodically.

We are now in the Information Age.  A time characterized by rapid technological changes that require us to change too.  In many respects, our willingness to change with the times will be the measure of our future success as managers of information workers.  One of those changes is allowing the worker some flexibility in where and when work must be done.

A number of major Arizona corporations understand the value of telecommuting and have implemented programs.  Telecommuters statewide include:

AT&T system analysts, engineers and account personnel, 

IBM marketing and sales representatives, 

Travelers Insurance claims and sales representatives, 

American Express telemarketers, 

and America West Airlines reservations agents. 

In Maricopa County, over 220 organizations currently have telecommuting programs; organizations like BF Goodrich Aerospace, City of Scottsdale, Bank One of Arizona, U.S. Department of the Interior, City of Glendale, John C. Lincoln Hospital, Liberty Mutual Insurance, McDonnell Douglas, Food For the Hungry, GTE Data Services, and Maricopa County.

Please refer to the blue handout in your folder which explains the procedure for implementing Arizona Telecommuting Program which will be administered by the Department of Administration in association with the Governor's Office.

All Agency Directors will select an Agency Telecommuting Coordinator to be responsible for overall program organization and analysis with the assistance of the Department of Administration.

All agency programs will follow the same procedure and policies to assure the same measure of success. Each new agency will receive a management briefing similar to the one I am presenting today, which will include an overview of the purpose, process, goals and expected benefits of the State of Arizona Telecommuting Program.  

Upper management will then be asked to identify a select group of managers and supervisors within their departments meeting the criteria we'll discuss today.  These managers and supervisors will attend an ADOA orientation to introduce them to telecommuting and instruct them on selecting qualified telecommuters for the agency pilot. The pilot telecommuters will be asked to volunteer for a six-month pilot and attend training with their supervisor.  The training will culminate in the negotiation of a formal telecommuting agreement outlining clear expectations.  To assist in evaluating the pilot, both telecommuters and supervisors will be surveyed prior to training to measure attitudes and program expectations.

At the end of six months the telecommuters, supervisors and coworkers will be surveyed.  The Agency Telecommuting Coordinator will review the results and recommend any program revisions and expansion plans to the Agency Director.  With the approval of our Director, our agency will then select those departments where additional telecommuting may be appropriate.  All new managers and supervisors will then be asked to attend an ADOA telecommuting orientation and additional telecommuters will be selected.  For the expansion phase, a survey and additional pilot period will not be required.  The Agency Telecommuting Coordinator will then arrange and facilitate future agency training.

By now, you probably have many questions and possibly some concerns about allowing your employees to work at home.  The pink handout in your folder lists the State of Arizona Telecommuting Policies. These policies have been approved by the Department of Administration's Personnel and Risk Management Offices and the office of the Attorney General.

The first and second policies explain that the State of Arizona Telecommuting Policies do not attempt to address all of the special conditions and needs of all individuals, but instead provide a general framework for telecommuting in State agencies.  During the required training each telecommuter and supervisor will review the policies and then negotiate a Telecommuting Agreement which will address the more specific conditions of telecommuting.

The third through sixth policies stress that offering the opportunity to work at home is a management option, not a universal employee benefit.  They explain that conditions of employment, salary, benefits and insurance do not change as a result of telecommuting, but the State's liability for job-related accidents will continue to exist during the approved work schedule and in the employee's designated work location.

The seventh policy stresses that changes to schedule and work space must be approved by the supervisor in advance.

Eight and nine state that telecommuters can provide their own equipment but must understand that the State does not assume liability for loss, damage or wear of employee-owned equipment unless otherwise agreed to in writing.  State equipment in the home office may not be used for personal purposes.

The tenth policy explains that office supplies, but not office furniture, will be provided by the agency.

Eleven and twelve say that State-owned software is not to be duplicated and that, to insure hardware and software security, all software used for telecommuting must be approved by the supervisor and manager before installation.

Thirteen reminds us that restricted-access materials shall not be taken out of the office or accessed through the computer unless approved in advance by supervisor and manager.

Policy fourteen clearly states that telecommuting is not a substitute for child care and that telecommuters with small children shall make arrangements for child care during the agreed-upon work hours.

And finally, policies fifteen and sixteen stress the importance of keeping in touch with the office during their agreed upon working hours, and of telecommuters and supervisors participating in studies when necessary to evaluate the program.

(DISCUSS ANY SPECIAL AGENCY POLICIES NOW.)

At this point, do you have any policy questions that were not addressed?

So now that you know a little more about the history and policies of the telecommuting program, it is important to note that one of the main reasons for the current acceptance and growth of telecommuting among State agencies is the careful selection and training of both telecommuters and supervisors.

Please turn to the brown handout in your folder.  The best way to institute a good telecommuting program is to first select good supervisors of telecommuters.  Think about the supervisors in our agency for a moment.

Not every supervisor is appropriate for telecommuting.  It is important that we select the right kind of supervisors for our telecommuting program.  The best supervisors of telecommuters:

· have a positive attitude towards telecommuting, 

· are willing to let their employees telecommute, 

· have strong communication skills, 

· manage by results and not by monitoring work hours, 

· delegate work easily, 

· are well-organized, 

· are open to new ideas, 

· and trust employees.

Our recent State evaluation indicated that as many as eight out of ten State employees feel they have job tasks suitable for telecommuting.  Two-thirds of State employees felt they could telecommute from one to three days a week.  Most have access to (or would buy) the equipment they need to work from home and most are willing to keep daily logs or share offices in order to telecommute.  The popularity of the concept of telecommuting is tempered by the fact that most employees prefer the normal office schedule and only about one in five employees who could telecommute are likely to do so.  However, as managers and supervisors, we should be very careful when selecting our telecommuters.  For this reason, ADOA will conduct a telecommuting orientation for the managers and supervisors we choose to participate in our agency's pilot.

The next page in this brown handout lists characteristics that a good candidate for telecommuting possesses.  A good telecommuter tends to be the well-established and self-motivated employee who has information-handling tasks at least part of the time.

We have found that successful telecommuters tend to require minimal supervision and social interaction, have a high level of skill and knowledge in dealing with work-related responsibilities, work well with family members, prefer their home environment, be self-motivated, want to telecommute, be well organized, demonstrate a high level of productivity, and have strong time management skills.

It is important that our supervisors select only those employees who are positive about working at home on a part-time basis and whose family relationships and home environment will allow them to do so.

As the State policies stress, working at home is not for everyone and should be promoted as a management option, not an employee benefit.  It is important to look at each employee's job as a collection of tasks.  The final page of this brown handout lists the kinds of tasks "better done at home" that tend to require more concentration.  The best tasks done at home include any responsibility (in-part or full) where the individual works alone, such as auditing reports, conducting business by phone, data analysis, conceptualizing, reading and writing, planning, scheduling and, if there is going to be a computer at home, data entry and word processing.

The green handout in your folder outlines our telecommuter/supervisor training program.  During the training, supervisors and telecommuters will go through several exercises to help them determine what tasks are appropriate for telecommuting.  The training will treat each employee and supervisor as a team.  After each team understands the general program policies they will work together to identify telecommutable tasks and to set up a telecommuting schedule.  They will consider the financial and communications aspects of working at home.  They will discuss the supervision of both the telecommuters and the non-telecommuters who work with them.  They will learn how to get their work organized for a day at home and get their home organized for a day of work.  And they will go over basic do's and don’ts for both telecommuters and supervisors. At the end of the training, telecommuters and supervisors will negotiate an agreement that will outline the specifics of their new working relationship.  If the relationship does not work out, either party has the right to stop telecommuting.

(ASK FOR QUESTIONS) 

Now I'd like to describe the implementation process for our telecommuting program. 

THE TELECOMMUTING COORDINATOR EXPLAINS HOW THE PROGRAM WILL BE IMPLEMENTED.  THE FOLLOWING TIMELINE MAY BE MODIFIED AND USED TO EXPLAIN THE NECESSARY STEPS.  

Does anyone have any questions before we adjourn?

Thank you once again for attending our management briefing on telecommuting.
	TIMELINE
	AGENCY TELECOMMUTING ACTIONS

	(suggested time frame 2 working days after briefing)
	1.
Upper management determine which managers and supervisors should participate in the pilot and notify the Telecommuting Coordinator.  

	(suggested time frame 4 working days after briefing)
	2.
The Agency Director issues a letter to participating managers and supervisors instructing them to attend an orientation where they will learn about the pilot and how to select telecommuters.  

	(suggested time frame 10 working days after briefing)
	3.
By this date, supervisors should turn in the names of their selected telecommuters to the Telecommuting Coordinator.

	(suggested time frame 12 working days after briefing)
	4.
Telecommuting Coordinator issues pre-pilot surveys to all pilot participants. 

	(suggested time frame 17 working days after briefing)
	5.
All pre-pilot surveys should be returned to the Telecommuting Coordinator for tabulation in preparation  for the training. 

	(suggested time frame 22 working days after management briefing)
	6.
The agency trainer instructs the telecommuter/supervisor teams in telecommuting.
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