Introduction

Background

Section 359 of Public Law 106-346 (FY 2001 Department of Transportation and Related Agencies Appropriations Act), states, “Each executive agency shall establish a policy under which eligible employees of the agency may participate in telecommuting to the maximum extent possible without diminishing employee performance.”  The law defines telecommuting as “any arrangement in which an employee regularly performs officially assigned duties at home or other work sites geographically convenient to the residence of the employee,” and eligible employee as, “ … any satisfactorily performing employee of the agency whose job may typically be performed at least one day per week at an alternative workplace.”

To fulfill its responsibilities under this legislation, OPM has conducted an annual survey of Federal agencies on telework implementation since 2001 to track and report progress toward meeting statutory requirements.  In addition, OPM is working in partnership with the General Services Administration (GSA) to promote telework throughout the Federal Government.  This report summarizes findings from the 2003 telework survey and describes the major telework promotional activities undertaken by OPM and GSA in 2003.

In recent years, both Congress and the Executive branch have increasingly promoted telework to help achieve important public policy goals.  Among these are protecting environmental quality and energy conservation by reducing traffic congestion and vehicle emissions; improving employees’ work lives by allowing a better balance of work and family responsibilities and reducing work-related stress; improving the Government’s ability to recruit and retain a high-quality workforce in a competitive job market; and providing for continuity of operations during emergencies. 

Over the past several years, Congress has increasingly sought to encourage more widespread use of telework.  Section 359 of Public Law 106-346
 required all Executive agencies to establish telecommuting policies.  The law also directed OPM to ensure that this requirement was applied to 25 percent of the Federal workforce by April 2001, and to an additional 25 percent in each subsequent year.  

Post-Disaster Response

In the aftermath of September 11, telework has become a matter of necessity 
for many employees and employers.  Displaced workers in the New York area and at the Pentagon were left without offices.  Road closings and increased security precautions exacerbated already severe traffic congestion.  Additionally, as a result of weather disasters such as Hurricane Isabel, many Federal managers began to take a fresh look at telework arrangements.  Telework has been integrated into the Federal Government’s Continuity of Operations Program (COOP), and agencies are including telework in their own agency COOP plans.  OPM has brought the Executive agencies together several times to discuss emergency preparedness plans and to present telework as one important tool to continue Government operations during emergencies.  
Strategic Focus

Since 2001, OPM has encouraged agencies to
 develop policies, offer eligible employees the opportunity to telework, and increase the number of teleworkers.  In 2003, under the leadership of Director Kay Coles James, OPM’s focus sharpened as we thought more strategically about telework’s place in human capital management.  Key elements of our current strategic focus include:

· Emergency Planning -- Telework is essential for agencies’ emergency planning, whether for snowstorms, natural disasters, or terrorist events.  For an agency to be effective in an emergency, a solid telework program must be in place before the event.

· Management Benefits -- Regularly-scheduled telework provides a cadre of well- prepared teleworkers whose predictability facilitates efficient management.

· Tests for Special Situations -- Occasional telework in response to special situations is also useful, primarily because it allows the employee and supervisor to test out telework before making a long-term commitment to a telework arrangement.

· Agency Control of /Responsibility for Programs/Progress -- While OPM and GSA can provide materials and leadership to the agencies to assist them in their telework programs, Federal agencies bear responsibility for their own programs, and can do more to assure that as many employees as possible can participate in telework.

Modification of Survey Instrument

In 2003, we modified the survey instrument to sharpen and clarify definitions in order to collect more precise information about the implementation of telework programs by Federal agencies.  A copy of the 2003 survey instrument is attached as Appendix A.  These changes were designed to provide agencies with information that would empower them to move forward toward the statutory goal of allowing eligible Federal employees to telework to the maximum extent practicable.  Based on the survey results, we will encourage agencies to reexamine their telework policies to ensure that they clearly describe the conditions and requirements that govern program implementation as well as to evaluate the ways they promote telework and develop forward-thinking approaches. 
 
To help determine progress toward the statutory goals, we added or clarified questions so we could determine whether:

· agencies have a telework policy in place; 

· agencies have defined eligibility to telework in their policy;
· agencies are formally offering the opportunity to telework to eligible employees; and
· the number of eligible employees actually teleworking is increasing.

The survey established and defined two categories of telework:


Core Telework:  telework that occurs on a routine or regular basis away from the principal place of duty (e.g., at home, at a telework center, at an alternate location) one or more days per week. 

Situational Telework:  telework that occurs on an occasional, non-routine basis.

The survey also clearly established and defined two types of eligibility criteria:

Eligibility Criteria (job-related):
  An employee’s job is eligible for telework if some or all of the duties of the job could be performed away from the principal place of duty.

Qualifying Criteria (employee-related):
  requirements an employee must meet to participate in a telework arrangement (e.g., performance rating of at least fully successful, no history of disciplinary actions).

The definitions were designed not only to refine our data collection, but also to encourage agencies to think about different structures for telework, and to recognize that either core or situational telework is appropriate for most jobs.  We expect that by looking simultaneously at their job-related and their employee-related criteria, agencies will discover more telework opportunities for their employees.  Appendix B, Table 1 provides individual agency data regarding participation in telework programs. 

Data Collection and Results

Data Collection

In October 2003, OPM surveyed Federal agencies to determine the status of telework within the Federal Government.  Seventy-four agencies with more than 1.7 million employees responded to the 2003 survey.  Though 77 agencies responded in 2002
 and 74 responded in 2003, the two data sets are comparable with regard to the Federal population.  Four small agencies, with a total of 18 teleworkers, reported in 2002, but not 2003.  Two small agencies, with a total of 18 teleworkers, reported in 2003, but not 2002.  Two larger agencies which had reported independently in 2003, reported as parts of parent organizations in 2003.  The new Department of Homeland Security (DHS) reported for the first time in 2003.  The U.S. Patent and Trademark Office (PTO) reported separately in 2002, and as part of Commerce in 2003.  Thus, changes from 2002-2003 can be used to evaluate overall progress of the Federal telework program.  However, because 2003 was a year of transition, with many agencies moving all or part of their staffs into DHS, taking their teleworkers with them, caution must be used in evaluating the progress of specific agencies or comparing agencies with one another. 

Telework Policies

Virtually all agencies have telework policies in place.  
Only one small agency, the Federal Retirement Thrift Investment Board, lacked a policy at the time of the report.  OPM will assist that agency in developing a policy.
  The new Department of Homeland Security was, at the time of the report, still crafting its internal departmental policies, telework included.  During the transitional period, agency components
 were using the policies they brought with them from their former organizations.  
Each agency develops its own policy to fit its own mission and culture.  Many of the agencies have developed eligibility criteria (characteristics of the position) and qualifying criteria (characteristics of the employee) for their telework programs.

· Eligibility criteria.  Thirty-six agencies specify occupations in which telework can or cannot occur.  In addition, some agencies prohibit certain categories of employees from teleworking, including executives (12), managers (9), supervisors (9), support staff (12), temporary employees (16), employees on alternative work schedules (9), and part-time employees (10).

· Qualifying criteria.  Fifty-two agencies report that they require a minimum performance rating for teleworkers, 35 exclude employees with past disciplinary problems, and 25 require a minimum time in position. 

· Health issues.  Forty-six provide for telework by employees with health problems.  

· Attendance issues.  Forty-six agencies allow telework to be used with alternative work schedules, and 35 require teleworkers to adhere to core hours.

Writing a policy is an important first step, but a policy alone does not provide a viable telework program.  As Congressman Frank R. Wolf stated forcefully in a 2001 letter to OPM, “What I do not want is for employees who are interested in a flexible work situation such as teleworking to have to wade through pages of policy to find out if they are even eligible for such an arrangement and then have to work their way through the system to obtain permission to participate.”  

Policy Implementation

Agencies were asked about how they implement their policies, notify eligible employees, track telework programs, and help employees meet the technical and financial challenges of setting up home offices.

· Formal notification.  Thirty-four agencies, 46 percent of those reporting, have a procedure in place for giving employees formal notification of their eligibility to telework
· Tracking systems.  Fifty-four agencies require a telework agreement, 33 track telework through time and attendance reporting, and 27 track it through a management reporting system.  
· Equipment costs.  Ten agencies purchase all equipment for teleworkers, and an additional 5 agencies reimburse employees for purchased equipment.  Eighteen reported that they share costs with employees.  Twenty-one provide excess or surplus equipment to teleworkers.  Twenty-three reported that employees purchase all of their own equipment.  
· IT support.  Fifty-eight agencies provide telephonic help desk support to teleworkers, 12 offer IT services at the teleworker’s alternative work site, and 34 allow employees to bring equipment into the office for repair.  Only 7 agencies reported offering no IT support to teleworkers.
Growth in Telework Participation

The number of telework-eligible and teleworking employees continues to grow.  Seventy-four agencies with more than 1.7 million employees responded to the 2003 telework survey.  The agencies reported a total of 751,844 employees (43 percent) are eligible to telework, compared with 625,313 employees (35 percent) in 2002 (see Appendix B, Table 1).  This represents a gain of more than 126,531 telework-eligible employees or a gain of more than 20 percent.  The number of eligible employees teleworking grew from 90,010 in 2002 to 102,921 in 2003, but the percentage of all eligible employees teleworking remained roughly stable, with more than 14 percent in 2002 and approximately 14 percent teleworking in 2003.  Most noteworthy is that from the first telework survey in April 2001, there has been an overall increase of 93 percent in the number of employees teleworking, from 53,389 to 102,921 (Figure 1 below).  
Figure 1-
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Core and Situational Telework

Core Teleworkers outnumber Situational Teleworkers (see figure 2 below).  Of the total number of the employees who teleworked during 2003, 61 percent were reported as Core Teleworkers, and 39 percent were reported as Situational Teleworkers.  Data suggest that situational teleworkers should not be perceived as infrequent teleworkers. 
 Situational Teleworkers averaged 3 days a month compared to 6 days a month for core teleworkers.  The high level of participation by Situational Teleworkers should facilitate their transition into Core Telework.

Figure 2-
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Location of Teleworkers

Most teleworkers are outside the Washington Metropolitan Area.  According to survey data, 69 percent of teleworkers have their primary place of duty outside the greater Washington, DC, area; 31 percent are within the area.  Though high traffic makes telework particularly appropriate in the DC area, it is by no means an “inside the Beltway” program. 

Health-Related Telework

Health-related telework continues to show a strong rate of increase.  Telework arrangements support employees who need a reasonable accommodation for a disability or have a temporary health problem.  In 2002, there were 1,749 employees who fell into these two categories.  In 2003 that number grew to 3,849 (an increase of more than 120 percent).  These numbers have been increasing rapidly since 2001.  (See Figure 3 below) 
Figure 3—Health-Related Telework
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Agencies with Less Than 2 Percent Teleworkers in 2002

House Report 107-575 on the Treasury, Postal Service and General Government Appropriations Act, 2003, included $500,000 to carry out a “Telecommuting Training Program to educate executive branch managers about the benefits and logistics of telecommuting.”  The conferees directed OPM “to target executive agencies where less than 2 percent of employees telecommute.”  OPM conducted a series of discussions with these agencies, and held a special forum for them on November 4, 2003.  The 2003 survey found some improvement over 2002 data in several of these agencies, however several agencies reduced the number of eligible employees*.  Further gains are expected as these agencies begin to make use of training and materials provided by OPM late in 2003.

Chart 1—Agencies with less than 2 % eligible employees teleworking in 2002

	Agency Name
	2002

Number of Eligible  Teleworkers
	2002

Number of Employees Teleworking
	2002 Percent of Eligible Employees Teleworking
	2003 

Number of Eligible  Teleworkers
	2003 –

Number of Employees  Teleworking
	2003 -Percent of Eligible Employees Teleworking

	Chemical Safety and Hazard Investigation Board
	0
	0
	0%
	31
	0
	0%

	Court Services and Offender Supervision Agency
	942
	12
	1%
	939
	59
	6%

	Defense Nuclear Facilities Safety Board*
	91
	2
	2%
	4
	4
	100%

	Department of State
	17,450
	243
	1%
	11,558
	170
	2%

	Department of Veterans Affairs
	102,967
	1,377
	1%
	124,318
	1,415
	1%

	Export-Import Bank of the U.S.
	395
	1
	0%
	420
	1
	0%

	Federal Election Commission*
	379
	1
	0%
	No Report
	
	

	Federal Retirement Thrift Investment Board
	100
	0
	0%
	3
	0
	0%

	Federal Trade Commission
	0
	0
	0%
	800
	25
	3%

	Inter-American Foundation
	48
	1
	2%
	49
	7
	14%

	International Boundary and Water Commission
	125
	0
	0%
	69
	1
	1%

	Office of Administration*
	100
	1
	1%
	No Report
	
	

	Office of Federal Housing Enterprise Oversight**
	115
	1
	1%
	No Report
	
	

	Occupational Safety and Health Review Commission
	38
	0
	0%
	55
	9
	16%

	Office of National Drug Control Policy
	113
	1
	1%
	109
	4
	4%

	Office of Special Counsel
	90
	1
	1%
	83
	14
	17%

	Peace Corps
	788
	1
	0%
	No Report
	
	0%

	Postal Rate Commission
	0
	0
	0%
	6
	6
	100%

	Small Business Administration
	3,172
	53
	2%
	3,120
	268
	9%

	Trade and Development Agency*
	46
	0
	0%
	0-
	0
	0%

	
	
	
	
	
	
	

	Totals
	126,959
	1,695
	1.3%
	141,564
	1,983
	1.4%


   *No Report in 2003

      **Included in HUD in 2003

Telework Centers

Telework centers provide unique benefits that working from home or other locations typically does not provide—freedom from the possible distractions of home-life, on-site technical support, additional telephone lines and high-speed and Internet access, fax machines, printers, copiers, and audio and video conferencing capabilities.  Federal employees who use the centers report many success stories about how the centers are helping them improve the quality of their work lives, provide greater focus for their work assignments and increase their productivity, in addition to improving the quality of their personal and family lives, accommodating illnesses and disabilities, enabling them to defer plans to retire or resign, and helping them address area-wide
 and personal emergencies which might otherwise keep them from working at all.  
The centers are also used by private sector customers and provide many local community resources as well.

In 1999, the conference report accompanying Public Law 105-277, the Omnibus Consolidated and Emergency Supplemental Appropriations Act, 1999, called for 20 specific Federal agencies to make at least $50,000 available annually to pay for employees’ use of telework centers.  
Chart 2 below provides a listing of the 20 agencies named in the Conference Report, as well as other agencies using the centers during FY 2002-2003.  While overall revenues increased during FY 
2003, usage declined by five percent.  Fifteen of the 20 agencies mentioned in the conference report are using the centers, but eight of these did not spend up to the $50,000 threshold (see Chart 3 below).  GSA has a number of plans to encourage greater telework center usage among agencies during FY 2004, including offering a 60-day free trial use period for new users.



Chart 2 - Federal Agency Telework Center Users

FY2002-FY2003

	Agency
	FY2003

Users
	FY2002

Users
	Change
	Total

Centers

Users
	FY2003

Total

Fees
	FY2002

Total

Fees
	Change

	Agriculture
	49
	58
	-9
	12
	$98,000
	$96,252
	$1,748

	Commerce
	15
	6
	9
	4
	$20,318
	$3,124
	$17,194

	Defense
	168
	187
	-19
	15
	$304,066
	$256,308
	$47,758

	Education
	34
	28
	6
	14
	$71,139
	$87,328
	-$16,189

	Energy
	6
	8
	-2
	3
	$7,968
	$12,368
	-$4,400

	EPA
	3
	3
	0
	4
	$9,916
	$11,344
	-$1,428

	FEMA*
	1
	1
	0
	1
	$720
	$416
	$304

	GSA
	34
	41
	-7
	11
	$88,620
	$97,045
	-$8,425

	HHS
	32
	20
	12
	10
	$63,910
	$32,384
	$31,526

	House of Representatives*
	3
	2
	1
	3
	$5,763
	$3,828
	$1,935

	HUD
	1
	1
	0
	1
	$5,544
	$5,544
	0

	Interior
	4
	5
	-1
	3
	$6,496
	$20,884
	-$14,388

	Justice
	11
	13
	-2
	4
	$19,520
	$17,544
	$1,976

	Labor
	0
	0
	0
	0
	0
	0
	0

	NRC*
	1
	1
	0
	1
	$1,200
	$150
	$1,050

	OGE*
	2
	2
	0
	1
	$3,912
	$4,848
	-$936

	OPM
	10
	12
	-2
	7
	$32,678
	$36,436
	-$3,758

	Postal Service
	0
	0
	0
	0
	0
	0
	0

	SBA
	0
	0
	0
	0
	0
	0
	0

	Social Security
	0
	0
	0
	0
	0
	0
	0

	State
	0
	0
	0
	0
	0
	0
	0

	Transportation
	45
	56
	-11
	12
	$66,382
	$70,792
	-$4,410

	Treasury
	13
	13
	0
	9
	$67,152
	$62,208
	$4,944

	Veterans Affairs
	3
	2
	1
	2
	$16,000
	$6,800
	$9,200

	Grand Total
	435
	459
	-24
	
	$889,304
	$825,603
	$63,701


*These agencies are not covered by section 630(a) of Public law 105-277.

Perceived Barriers to Telework

The most frequently reported barrier to telework in the 2003 survey was the nature of the agency work, followed by office coverage challenges, data security, management resistance, and funding for equipment and information technology (IT).  Agencies reported having addressed these barriers in the following ways: 



· provided training to employees and managers on telework (23 agencies);

· initiated marketing of telework through promotional materials (18 agencies);

· undertook initiatives to gain top management support of telework (17 agencies);

· established regular reporting mechanisms for tracking teleworkers (15 agencies); and

· increased their budgets for IT support (11 agencies).

More detailed information on barriers to telework came directly from supervisors and managers who participated in a series of six focus groups in three cities.  The focus groups, led by OPM psychologists not affiliated with the telework program, were designed to move beyond the vague concept of “management resistance” and explore the real obstacles managers might encounter as they sought to implement telework in their organizations.  Commonly expressed concerns included the productivity and accountability of teleworkers, the need to address the IT technology requirements for supporting telework, the cost of supporting such arrangements, and supervisors’ or fellow managers’ lack of comfort with telework
.

Managers were reluctant to say “no” to a request to telework, preferring if possible to give an employee a trial period as an objective test of his or her readiness for telework. 

OPM/GSA Efforts to Promote Telework
Agencies with Under 2-Percent Teleworkers in 2002

House Report 107-575 on the Treasury, Postal Service and General Government Appropriations Act, 2003, included $500,000 to carry out a “Telecommuting Training Program … to educate executive branch managers about the benefits and logistics of telecommuting.”  The conferees directed OPM “to target executive agencies where less than 2 percent of employees telecommute.”  Working in partnership with GSA, we provided special assistance to these 20 agencies, mostly small organizations, helping them individually to develop policies and programs.  We also held a special workshop for them, featuring presentations by other small agencies who had successfully met the unique challenges of a small agency telework program.  

Multifaceted Educational Campaign 

We found that many of the needs of the 2-percent agencies were similar to those of other agencies whose programs were still growing.  They needed user-friendly promotional materials, practical guidance for managers, and help in addressing common telework barriers.  In partnership with GSA, we developed an educational campaign to help all agencies, including the 
2-percent agencies, to become more self-reliant in promoting their own telework programs and overcoming common obstacles.

Campaign elements included Telework 101 web-based training modules for employees and managers available at www.Golearn.gov, a video loop for lobby displays, promotional materials such as posters and tent cards, and materials to be placed in agency publications.  At an all-day meeting, we trained agency telework coordinators and human resources officials in how to structure a campaign and use the materials.  We also offered sessions on the latest in telework policy, technical discussions with experts, and two hours of hands-on training in consultation skills for overcoming barriers.  
The training was conducted by Mr. Gil Gordon, a noted telework authority, and based heavily on the findings from our focus group studies.  At the same event, Human Resources Directors were provided an opportunity to meet with OPM’s Associate Director for Strategic Human Resources Policy for a discussion of telework in the context of strategic policy.  

Other Strategies for Empowering Agencies
We also provided empowering resources to agencies through a new manager’s guide to telework, improvements to the joint GSA/OPM web site, www.telework.gov, and quarterly meetings for agency telework coordinators.  A teleconference option makes the meetings accessible to coordinators in other cities.  Together and separately, OPM and GSA have presented at numerous professional associations, community groups, managers’ training programs, and other forums attended by Federal leaders.  
During 2003, OPM and GSA solidified our longstanding partnership through a formal Memorandum of Understanding.  

To promote telework’s role as an element in the continuity of operations, OPM updated its guidance on telework in emergency situations.  Director James encouraged agencies to use telework in a variety of business-disrupting situations, ranging from Hurricane Isabel to traffic congestion caused by huge public events. 

Preparation for Evaluating Agency Telework Programs

In keeping with our strategic focus on enhancing agencies’ responsibility for telework, we have begun laying the groundwork for including telework in OPM’s evaluation of agency human resources programs
.  Besides holding agencies accountable, this change will define telework clearly as a basic human resources tool, rather than as a new program in need of promotion.

Conclusions

Telework is growing slowly but steadily in the Federal Government, whether progress is measured by numbers of teleworkers or assessments of the maturity of agency programs.  Numbers of telework eligible and teleworking employees continue to rise.  Telework policies are nearly universal, and agencies are taking concrete steps to implement their programs.  Nearly half of the agencies have developed a formal procedure for notifying employees of their telework eligibility.  A variety of mechanisms are being developed to track telework and to provide supporting resources such as help desk assistance, equipment repair, and access to excess agency equipment.  Agencies report taking concrete steps to overcome telework barriers through training, marketing, and enlisting the support of top level managers.

OPM’s goal is to make telework an integral part of agencies’ functioning, rather than a “new” or “special” program that needs a great deal of external support.  During the past year, we have taken several steps to help agencies strengthen their telework programs and link them to agency strategic goals.  We have emphasized the responsibility of the agencies themselves to comply with telework legislation, and are laying the groundwork for moving toward inclusion of telework in our evaluation of agencies.  We have drawn the distinction between core and situational teleworkers and encouraged agencies to use situational telework as a trial period and then move employees toward the more efficient core telework. 
 We have pointed to the necessity for established telework programs as one aspect of agency continuity of operations plans for disasters and other business disruptions.  A special appropriation of $500,000 allowed us, working in partnership with GSA, to provide agencies with a variety of tools which will make them more self-sufficient in their efforts to promote telework.  We will evaluate the effectiveness of all these measures through further telework reports.
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�You don’t have to use the whole title again, since you did in the first sentence.


�“option of necessity” sounds oxymoronic to me; either something is an option or a necessity, but not both.


�There’s no need for a colon here; it’s a simple, short list.


�Does this comment on changes and what we will do belong in this section?


�Has there been confusion About these definitions in the past?


�Adjust underlining so it doesn’t extend under the colon.  Make sure there are 2 spaces after the colon.


�Same as above


�Though 77 agencies responded in 2002 (rest of thought … and XXX responded in 2003, the two data sets are comparable.   Are the differences cited the only differences? Are they significant enough to put into the report or should they be a foot note on the survey results table?  


�Is this virtually all agencies, or virtually all agencies that reported to us?  Is there a significant difference?  How many agencies did not report?


�If they don’t have a policy, how do we know the number of eligible teleworkers (see chart on p. 8)?


�“elements” seems like an odd word here.  I think “components” is more familiar to most people.


�Patronizing? Should we include?


�Is this where we should define core v. situational teleworkers?


�This statement seems to contradict our own definition of them on page 3.


�I don’t understand what is meant by “area-wide” emergencies.


�We gathered from survey questions? Other?


�A NUMBER of plans?


�Give 5 of agencies addressing an issue but do not list % of agencies that identified issues???


�Did we move beyond vague concept of management resistance and other perceived barriers with this study?  EX, [productivity and accountability issues v. office coverage, cost, issues and how this study identified to what extent perceived barriers are real / could be addressed and minimized and/or could not be eliminated. 


�Should materials be included as an appendix? 


�A list of scheduled events at which GSA and/on OPM offered presentations?


�How have we done this?  


�Don’t situational and core telework meet different needs?  Is it always correct to view the former as a precursor of the latter?
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