Suggested Memo from Agency Director to Selected SupervisorsPRIVATE 

TO:

EACH SUPERVISOR SELECTED BY UPPER MANAGEMENT TO PARTICIPATE
FROM:

AGENCY DIRECTOR
DATE:

DATE
SUBJECT:
Telecommuting Pilot Program

You have been selected to be one of the supervisors in our agency to participate in an exciting employee productivity and travel reduction strategy called telecommuting.  Telecommuting is a flexible work arrangement where selected employees work one or two days a week from their homes in order to enhance productivity and reduce traffic congestion and air pollution.  This new flexible work arrangement has already been piloted in other State agencies with spectacular results.

I am asking you to carefully select ______  employees from your section to participate in our six-month pilot program and bring them with you to a joint training program for supervisors and telecommuters to be held (DAY), (DATE) from (TIME) to (TIME) in Room ______________________.  In order for us to have a successful program care must be taken in selecting the employees.  Not every employee or position is suited for telecommuting!  

Attached is a list of personal and job description criteria for you to consider when selecting your ______ employees.  Also attached are some suggestions for you to discuss with your employees and a pre-training worksheet for each telecommuter to complete prior to training. In the training you and your telecommuters will be doing a number of exercises to assist in defining the parameters of their new work arrangement.  Since this is a voluntary program for the employees, please make sure they are interested in participating.  Please call (TELECOMMUTING COORDINATOR'S NAME) at extension ________ with the names of the designated telecommuters.  (COORDINATOR'S FIRST NAME) will then provide you and your telecommuters with a short pre-pilot survey to complete and turn in before the training.  

I'm excited about implementing this program since studies of the State's original telecommuting pilot and other telecommuting programs have demonstrated that telecommuting improves employee productivity, flexibility and morale and decreases absenteeism and employee turnover.  Even better, telecommuting does all this while saving hours of commuting stress and gallons of gasoline and reducing air pollution!  

Please don't hesitate to contact (TELECOMMUTING COORDINATOR'S NAME) if you have any questions about this pilot or these criteria.  Thank you for your participation in this important program.


Criteria for Selecting Telecommuters
Not every employee or job is appropriate for telecommuting.  Experience has shown that the best telecommuters have at least some of these qualities; they:

•require minimal supervision

•require minimal social interaction

•have a high level of job knowledge and skill 

•work well with household members

•prefer their home environments at least some of the time

•are self-motivated

•want to telecommute

•are well organized

•demonstrate a high level of productivity

•are comfortable with the idea of working alone

•have a history of reliability 

•have a full understanding of the operations of the organization

•trust their supervisors

•can establish priorities and manage their time

•have a proven track record of personal motivation which is reflected in past performance

•like to work independently        

•write a to-do list for each work day

•schedule work ahead

•know job goals and objectives

•keep in touch with supervisor             

•know who can make what decisions

•know about promotions and benefits

•enjoy working alone

•get work done on time  

•know what jobs have priority 

•let supervisor know when a deadline can't be met

Successful telecommuters usually have responsibilities (in part or full) where the individual works alone, for example:

•auditing reports

•conducting business by phone

•analyzing data

•doing project oriented work

•conceptualizing, reading & writing

•planning

•scheduling

•word processing 

•entering data 

Word processing and data entry are common telecommuting tasks.  But these are obviously only possible if your department has portable computers to check out or if any of your employees has his or her own computer at home (the legal issues of using an employee's own computer will be discussed in the training).  Remember, you don't need a computer to telecommute for many jobs!  So don't eliminate anyone from being a telecommuting candidate just because they don't own a personal computer or can't use a portable one, as long as they have some tasks to do that are not computer-related.

Have any of your employees popped into your mind as potentially good telecommuters?  Great!!  

After you have identified potential telecommuters in your section, meet with them to verify their interest in participating in the pilot and to discuss some of the following issues.  Once you have verified their interest, please contact your agency telecommuting coordinator and make sure that both of you attend the joint training program for supervisors and telecommuters.  A pen or pencil and the telecommuter's calendar will be necessary for the training, because they will be doing a number of written exercises in a handbook to prepare them for telecommuting. 

Before the training, spend some time with your telecommuters to discuss the following questions with him or her.  These questions do not necessarily have to be resolved before the training, but you should be thinking about them.  Many of the questions are also included on the attached Telecommuter Pre-Training Worksheet.  This worksheet must be completed by each telecommuter prior to training.

•
What percentage of the employee's job is devoted to "face to face" contact with other employees or agencies, the public or internal agency staff.  Can that communication be readjusted for telephone communication or should it be conducted when the employee is in the conventional office?

•
What percentage of the job requires resources located in the main office?  Can those resources be easily removed and taken home for a day?  What about required reference materials?  What about required access to photocopiers, fax machines and other specialized equipment?  Are they available through other means such as a computer-accessible library service?  And finally, consider information security.  Can tasks which don't violate security procedures be grouped and scheduled at home?  

•
Will the employee need any equipment, like a computer, at home?  If so, does the employee own anything appropriate that he or she would be willing to use or does the agency have any portable computers that the employee can use?

•
How about field work?  Can trips begin at the home office rather than the main office?  Can paperwork be done at home?

•
What room or part of a room in the home may be an appropriate work area?

By discussing these questions before the training, you will be well on your way to starting your new telecommuting relationship with your employee on the right foot!  Thank you for participating in this valuable program!  


Telecommuter Pre-Training Worksheet
Thank you for agreeing to participate in the telecommuting program in your agency.  Please complete the exercise below and bring it with you to the training.  Shortly, you will receive a pre-pilot survey.  It is important these surveys be completed and quickly returned to (TELECOMMUTING COORDINATOR'S NAME) for analysis prior to your training.

Before you attend the training it is vital that you consider what tasks you will be able to do at home and what tasks you will not be able to do at home.  Please answer the following questions:

1.
Do you have a computer at home that you would be willing to use when telecommuting? 

( yes ( no

2.
Does your agency have portable computers that they would be willing to check out to you when you telecommute (you may have to ask your supervisor)? 

( yes ( no

Once you have the answers to questions one and two, please complete the following table.  Divide your job into discrete tasks, and note how many hours per week you spend doing each of the tasks listed and then try to decide how many of those hours you could spend doing the task at home.  You will be using this worksheet in your training.  When you complete this form, your hours in the first column may add up to more than 40 because you may do more than one task at one time.  


Telecommutable and Non-Telecommutable Tasks
	PRIVATE 

Typical Tasks, or Work Requiring:
	Total # of hours per week normally spent on task
	# of hours per week which could be done at home

	(  Auditing reports
	
	

	(  Conducting business by phone
	
	

	(  Analyzing data
	
	

	(  Conceptualizing, reading and writing
	
	

	(  Planning or scheduling
	
	

	(  Meetings that must be face to face


	
	

	(  Meetings that are currently face to face but            which can be conducted by phone


	
	

	(  Computer


	
	

	(  Copier/Fax


	
	

	(  Stationary or bulky files or reference materials


	
	

	(  Other non-movable office equipment


	
	

	(  Other
	
	

	(  
	
	

	(  
	
	





