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SUPERVISORY GUIDELINES

FOR MANAGING TELEWORKERS
OVERVIEW:  The key to successfully managing off-site employees is to focus on five important areas:  equipment needs; the telework site; selection criteria used to identify who may telework; communications; and performance expectations and follow-up.  The following examines these areas in more detail.
I.
Equipment
A. Computers (agency issued or employee owned)

B. Access to agency’s computer network (phone lines, servers)

C. Access to agency computer programs and data bases

D. Printers, FAX machines

E. Second telephone line

F. Long distance calling cards

G. Home utility costs

H. Safeguarding sensitive/classified material
I. Agency computer firewall
J. Technical support
II.
The Telework Site
A.
Reference Materials, Work Documents, Phone Numbers

· US Code, Code of Federal Regulations, Policy Statements, Directives, Standard Operating Procedures; etc. 
· Work documents, such as text documents, case files, important e-mails.
· Telephone numbers and e-mail addresses.

B.
Safe telework site (Employee may self-certify – see associated Safety Checklist).  Look at such things as:

· The work environment – temperature, noise, ventilation, lighting.
· The computer workstation – ergonomics, placement of monitor, comfortable chair, placement of arm rest.
· Working and walking surfaces – no tripping, bumping, or slipping hazards.
· Electrical safety – cords, grounding, outlets. Heaters.
· Fire protection – alarms, extinguishers.
III.
Selection Criteria
A. Focus on the specific job
· Look at job content, not just title and series

· Determine if there is a recurring opportunity to perform work at the alternate work site

· Work does not require use of specialized equipment or technology that is available only at official work site

· Job does not require personal, face-to-face contact with others

· Identify type of work that may be appropriate for telework:

· Analyzing data

· Reviewing cases

· Writing decisions, policies, programs

· Telephoning customers or clients

· Computer programming

B. Focus on the employee
· Employee participation is voluntary

· Employee’s job performance is fully successful

· Employee is not on a performance improvement plan

· Employee’s attendance and work habits are good

· Employee does not have a disciplinary record

· Employee is not serving a probationary or trial period
· Employee is not occupying a trainee position

C.
Focus on where and when
· Home or telework site (GSA site)
· Local commuting area or long distance

· 1 – 5 days per week

· ad hoc (episodic) or permanent
D. If possible, have teleworkers defer work that may appropriately be performed at the telework site.

E. Have teleworkers plan their work so that tasks that can be accomplished only at the official work site do not arise while they’re teleworking.

F. Remind teleworkers to safeguard their work by saving to discs.

IV.
Communications
A.
Telephone Numbers


· Obtain the phone number for the employee’s telework site.

· Ask teleworkers to give their telephone numbers to their peers, customers, and stakeholders. or . . . 

· . . . make their phone numbers available through their voice or e-mail messages (when teleworkers object to broad distribution of their home phone number). Ensure that teleworkers establish an appropriate voice mail message advising callers that they are teleworking and where and how they may be reached.

· Remind them to check their voice mail frequently.
B.
E-Mail

· Ensure that teleworkers have a compatible e-mail system installed on their computers.

· Suggest that teleworkers set up e-mail “groups” that they can use to give advance notice to superiors, peers, customers, and stakeholders when they are teleworking.

· Ask teleworkers to establish an appropriate e-mail “rule” advising people that they are teleworking and where and how they may be reached.  

· Remind teleworkers to check their e-mail frequently.

C. Conference Calls

· Set up procedures for having telephone conference calls so teleworkers may participate in meetings that take place in conference rooms.

· Make use of ordinary speakerphone capability for small meetings that take place in the office.

D.
Other Arrangements
· Make sure at the beginning of the workday that communications are established.  

· Have teleworkers post a note on their office doors or their computer screens advising visitors that they are teleworking and where and how they can be reached.

V.
Performance Expectations

A. A clear understanding of what employee will work on when teleworking
· Identify what work will actually be accomplished.  

· Ensure there is enough work available to keep teleworkers busy for a full tour of duty.

B. Establish performance requirements or expectations.

· Quantity goals.

· Timeliness goals.

· Make it clear to teleworkers that they are responsible for meeting all existing performance standards, even while teleworking.

· Have a mutual understanding of all reporting requirements, expected outcomes, and the nature and frequency of communications.

VI.
Follow-Up
A. Meet with teleworkers early when they are next in the office and review what they accomplished.
B. Let teleworkers know if your performance expectations have or have not been met.
C. If necessary, counsel, coach, and work with employees to assist them in understanding and meeting your performance expectations.
D. Stop the teleworking arrangement if performance expectations are not met.
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