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Section 1: Overview  
The truth is that many businesses benefit when the right employees telework.  Itôs also 
true that telework or working from home or a location other than the primary place of 
business isnôt for every job or every employee.  This workbook will help you weigh the 
advantages and appropriateness of telework for your organization and learn more about 
what it takes to get a successful program started.  It also will help you make your 
business case to management about how and why telework can benefit your company.  
In many circumstances, telework can improve employee productivity and retention, help 
recruit top-notch employees, extend customer service hours, aid in emergency 
preparedness, and even save your business money.  And, itôs a great way to help 
employees avoid the stress and high cost of driving to work every day.  Some 
employees who telework do so only occasionally.  Others work from home or a satellite 
location almost every day.  Telework is extremely flexible and can be used at your 
company in any way that best suits your business needs.  You owe it to your business, 
your bottom line, and your employees to find out if telework is a good fit for your 
company. 
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Section 2: How hard is this going to be? 

Telework: the simple definition 

Telework (also known as telecommuting) is an employee working some place other 
than the traditional workplace.  Another way to think of this is that telework brings the 
job to the person rather than taking the person to the job.  Telework can be as simple as 
grabbing a book and notepad to head home for some uninterrupted reading time or as 
sophisticated as setting up a network of customer service representatives who work at 
remote locations full time.  Your business needs will determine how you approach 
telework at your organization.  Working with someone we canôt see is nothing new.  
Every day employees at most organizations work over the phone or by email with:   

 Customers and clients 

 Co-workers at branch offices 

 Management at corporate headquarters 

 Project collaborators at other organizations 

 Consultants doing project work 

 Suppliers of goods and services 
 
And, according to recent research: 

 The number of Americans who teleworked at least one day per month increased 
from 28.7 million in 2006 to 33.7 million in 2008.  Thatôs a two-year increase of 
17%.  Of that number, 87% of them worked from home.  

 In the five-year period since 2003, the total number of once-a-month teleworkers 
in the United States has risen by 43%, from 23.5 million to 33.7 million 
Americans.     

 

Telework: the reality 

In practice, telework encompasses many different types of work arrangements: 

 Frequency can range from occasionally to every day. 

 Schedules can be fixed or flexible. 

 Locations can be at home, satellite offices, or even customer locations. 

 Structure can be ad hoc or formalized (i.e., with written policy and procedures, 
as well as designated budgets). 

 Equipment needs and investment can be minimal or extensive. 

 Training for managers and teleworkers may or may not be offered. 
 
In general, research shows that telework programs that have the best chance of 
succeeding offer structure, adequate funding for equipment and support services, 
training for teleworkers and managers, and the accompanying aura of organizational 
legitimacy these components provide.  Formal programs, and the planning and 
evaluation processes they include, also are most likely to contribute to corporate goals 
such as saving money by reducing the need for office space and parking, as well as 
productivity and employee retention goals listed on the following page.  And, formal pilot 
programs generally offer better scalability that allows them to be expanded to more 
extensive telework programs. 
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According to the International Telework Association and Council, by including a process 
whereby management can measure and quantify productivity, the improvements can be 
translated into real savings.  Without such a plan, it may be more difficult to quantify 
productivity improvements in relation to the bottom line.  On the other hand, some 
companies, often including smaller ones, prefer to allow telework on an informal or ad 
hoc basis in order to test the concept or because they choose to continue informally at 
the discretion of individual managers.  If this approach is adopted at your company, be 
sure to revisit your corporate goals periodically to see if a more formalized approach 
would provide greater benefits for your organization.  While an ad hoc program is 
easiest to get started, it may not yield the long-term and documented advantages of a 
formal program. 
 

The business case for telework 

 Lower turnover due to better employee satisfaction 

 Better ability to attract top-notch employees 

 Improved productivity 

 Better quality of work 

 Less sick leave taken; reduced absenteeism 

 Improved ability for business to function during an emergency 

 Reduced need for office space and parking 

 Access to untapped labor markets (part-time, people with disabilities, semiretired, 

 geographically distant) 

 Ability to deal with construction-related disruptions (e.g., transportation projects 
affecting major thoroughfares; building construction and remodeling) 

 Improved regional mobility by taking cars off the road 

 Cleaner air and environment 
 
Grants, financial incentives, and implementation assistance may be available to make 
telework even more attractive to your organization.  Be sure to check with Mark Melnyk 
or Debbie Anderson for more information. 
 
When organizations offer telework, they convey important information about what they 
represent as an employer. 

 Respect for employees as individuals 

 Support for employeesô balance of work and life responsibilities 

 Creativity in finding solutions to fit our changing economy and world 

 Willingness to make business decisions with people in mind 

 Equitable treatment and evaluation of employees based on what they produce, 
not when and where they produce it 
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Why employees value telework 

 Better work/life balance 

 Increased job satisfaction 

 Ability to work independently 

 Greater flexibility in their work schedule 

 Recognition of being valued and trusted 

 Less stress and ólost timeô associated with commuting 

 Lower commuting costs 

 Fewer interruptions during the workday 

 Change of pace that fosters creativity and productivity 
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Section 3: Is my company ready to take the plunge? 
The following pages introduce ideas to consider as you assess your companyôs 
readiness to implement telework.  Consider these points and discuss them with key 
managers. 
 

Organizations most suited for telework 

Take a look at your corporate culture.  Is your organization competitive, practical, 
innovative, and adaptable?  Ask yourself if your company: 

 Sees the link between employee morale and productivity? 

 Accepts that telecommuting can improve morale? 

 Recognizes the importance of employeesô maintaining a work/life balance? 

 Places a high value on attracting and retaining top-notch employees? 

 Has employees that do not always need to be on site? 

 Uses computers and/or telephones for significant portions of your work? 

 Has an atmosphere of trust between managers and staff? 

 Is willing to provide telecommuters with adequate training, equipment, and IT 
resources and support? 

 Has a culture that invites change in order to be competitive? 

 Values new ways of doing business? 

 Is empowered by a firm understanding of its business needs? 
 
Itôs okay if you didnôt answer óyesô to every question above.  But, if you answered ónoô to 
many of them, it may be an indication that your company is not a good candidate for 
telework at this time. 
 

Jobs most suited to telework 

Ask yourself if your organization has jobs that: 

 Include key tasks that can be accomplished effectively while teleworking? 

 Allow work to be transferred to and from the telework location with ease, speed 
and confidentiality? 

 Have manageable requirements for face-to-face contact with managers, 
colleagues, clients or subordinates? 

 Can meet the needs of clients, co-workers and the organization when 
teleworking? 

 Allow meetings to be scheduled on days at the office and usually are not subject 
to frequent unscheduled meetings requiring face-to-face contact? 

 Are usually not required to handle emergency situations? 

 Have responsibilities that will benefit from uninterrupted work time? 

 Allow the employee to work without equipment, materials, and files that are 
available only at the workplace? 

 Can be accomplished away from the office without impacting organizational 
security? 

 Can be provided with Internet and remote access capability (if required)? 
 



10 

Tasks well-suited to telework 

 Analysis 

 Auditing 

 Budget preparation 

 Calculating 

 Computer programming 

 Conceptual work 

 Contract administration 

 Creative concept development 

 Data entry 

 Data base maintenance 

 Design work 

 Dictating 

 Drafting 

 Editing 

 Email correspondence 

 Evaluations 

 Graphics 

 Internet research 

 Planning 

 Project management 

 Reading 

 Record-keeping 

 Transcribing dictation 

 Telephone contacts 

 Word processing 

 Writing 
 

The right employees 

 Already are successful at their jobs 

 Have a desire to telework 

 Know their responsibilities, their organization, its rules and culture, and their 
colleagues 

 Are óself-startersô who work independently and are self-disciplined and 
responsible 

 Are well-organized and results-oriented 

 Ignore distractions and focus on the task at hand 

 Are flexible and adaptable 

 Communicate effectively with managers and co-workers 

 Do not have high need for face-to-face social interaction with colleagues 

 Are sensitive to the impact telework may have on their co-workers and clients 

 Have home or remote work spaces that are safe, quiet, and ergonomically 
appropriate 

 Have home or remote work spaces that are or can be equipped with the work 
tools they require 

 Understand that telework is not a means to be available for child or elder care 
during working hours 

 Do not have issues involving non-performance, lack of trust, or dependency on 
direct supervision 

 
Teleworking is available to eligible employees, at Employerôs sole discretion.  
Teleworking is not an employee benefit intended to be available to the entire 
organization.  As such, no employee is entitled to, or guaranteed the opportunity to, 
telework. 
 
The Selection Survey for Employees available in Section 8 of this workbook or at 
www.communitytransit.org provides a useful tool to assess the feasibility of teleworking 
from an employeeôs perspective. 
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The right managers 

 Have good supervisory and communication skills 

 Can evaluate performance by results rather than by the clock or ñface timeò 

 Are pro-active and manage by objectives, not by crisis response 

 Believe in the integrity and professionalism of their employees 

 Are flexible, adaptable and open to new ideas 

 Support telework by their employees 

 Recognize the need for employees to balance work with personal life 
 
The Selection Survey for Supervisors available in Section 8 of this workbook or at 
www.communitytransit.org provides a useful tool to assess the feasibility of teleworking 
from a supervisorôs perspective. 
 
What does managing by results mean? 

 Work objectives are clearly documented 

 Responsibilities of the individual and the team are well defined 

 Deadlines are established and met 

 Interim checkpoints are set and monitored 

 Regular feedback on job performance is provided 
Productivity = Work quantity + Work quality 
 

Telework Worksheet (confidential) 

Work on this section independently for the next few minutes.  You will not be asked to 
share the information unless you wish to do so.  List some positions and tasks in your 
company that would be good candidates for telework: 
 
A. Position:              

Tasks:              

B. Position:              

Tasks:              

C. Position:              

Tasks:              

D. Position:              

Tasks:              

E. Position:              

Tasks:              

 
Take a moment to think about and list concerns your management is likely to raise 
about telework.  How might you address these issues?  (Donôt worry if you donôt have all 
the answers.  We will revisit this topic in the next section.) 
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A. Concern:              

Response:              

B. Concern:              

Response:              

C. Concern:              

Response:              

D. Concern:              

Response:              

E. Concern:              

Response:              
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Section 4: Where do we start? 
There are several issues to consider as you begin developing your telework program: 

 Which departments and employees will be eligible? 

 How will participants be selected? 

 How many days each week will participants telework? 

 What equipment and support services will be needed and how much will this 
cost? 

 What, if any, training is needed for supervisors and employees to be successful 
in a telework program? 

 Which implementation route will benefit the company more: A small, informal (ad 
hoc) test program or a formal pilot program that can more accurately set 
corporate goals and measure the success of telework in meeting them? 

 What security, safety and risk management issues need to be considered? 
 
These key issues can seem like a lot to think about.  But by taking the time to work 
through these matters up front and plan accordingly, implementation pitfalls can be 
avoided further down the road.  Because telework often requires shifting attitudes, 
forming new work habits, and establishing new policy and procedures, you may wish to 
start with a pilot program involving a limited number of employees who telework part 
time.  This will help to ensure that any unanticipated problems can be addressed and 
remedied prior to a full program rollout. 
 
This section will help you determine which considerations are most critical to your 
organizationôs telework program and offer suggestions about how to find the information 
and solutions you need.  The Proposal to Management Outline available in Section 8 of 
this workbook or at www.communitytransit.org outlines the initial steps that you may 
need to take to secure management approval for a telework program. 
 

Evaluate your culture and existing policy 

Review the list of questions in Section 3 under Organizations most suited for telework 
(page 9).  It may also be enlightening to review your companyôs current employee 
manual to get a feel for the types of policy and procedures that have already been 
documented. 
 
Then, think about the following: 

 Does your organization have specific business needs that can be addressed 
through telework? 

 Is there someone at a high level in your organization who embraces the value of 
telework and will mentor and champion it? 

 Are there specific measurable objectives that will help you evaluate the success 
of your telework program?  How will you track this information to measure 
progress? 

 What processes, policy and procedures do you need to put in place to implement 
and support your telework program? 
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 If telework seems a good fit for your corporate culture, how much time will your 
organization need to prepare for and implement your program? 

 
Be aware that these are some of the key questions that should be answered as you 
work through your telework planning process. 
 

Plan for success 

To be successful, telework not only should fit well with your organizationôs corporate 
culture, but also support its core business objectives.  Itôs important to structure a 
program that will achieve well-defined, measurable objectives that can demonstrate the 
productivity and cost-effectiveness of telework for your organization. 
 
A. Weigh costs and benefits 

The Work Options Costs and Benefits tool available in Section 8 and at 
www.communitytransit.org can help you determine the viability of telework for your 
organization.  The cost benefit tool will walk you through benefits and business 
rationale, such as real estate savings, employee effectiveness, and employee 
recruitment and retention.  It also details the costs for administration, training, 
telecommunications, and equipment.  This analysis tool will help you make key 
decisions concerning your telework program as well as assist you with an annual review 
of the actual savings and costs.  It is important to keep in mind that these costs will vary 
depending on the scale of the telework program, the number of days the employee 
teleworks each week and the nature of the business, the job, and the agreement 
between the employee and employer. 
 
B. Set goals 

If after weighing the costs and benefits you find that a telework program could benefit 
your organization, think about the specific goals you wish to accomplish.  You may want 
to begin by reviewing the list of company benefits in Section 2, called The Business 
Case for Telework (pg 7) to help identify goals that will be meaningful to your 
organization.  Typical goals might include reducing labor turnover; decreasing real 
estate or parking costs; increasing productivity through uninterrupted time to focus on 
specific tasks; meeting State Commute Trip Reduction goals; improving customer 
service; or gaining community recognition.  Use your cost-benefit analysis and your 
insights into your organization to think about goals for your organizationôs telework 
program and how you will measure success.  Hereôs an example: 
 
EXAMPLE 
GOAL: Reduce labor turnover 
Measurement: Reduce the rate of employee turnover by 15% within two years.   
 
Now take a few minutes to identify some goal(s) and measurement(s) that might apply 
to your telework program.  (NOTE: The objective here is to begin to think critically about 
your companyôs business needs, not necessarily to come up with the most strategically 
sound business reasons for telework without further research.) 
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GOAL #1:              

Measurement:             

GOAL #2:              

Measurement:             

GOAL #3:              

Measurement:             

 
 
C. Secure management support 

Before you invest additional time in the planning process, itôs important to make sure 
management supports the telework concept.  In small organizations, this may be as 
simple as walking down the hall to the presidentôs office.  In larger companies, you may 
want to work with someone in your top management team who can be a ñchampionò for 
the program.  No matter to whom youôre presenting your ideas, it is important to think 
about your goals, organize your thoughts, and demonstrate that you have done your 
homework and have the business interests of your company at heart.   
 
Think about the best ways to present your ideas and research.  

 Should you compose a written report, set up a formal presentation, or initiate a 
fairly informal conversation backed up by data?   

 Be clear on the outcome you are seeking.   

 Do you want approval to take your idea to a higher level within the organization; 
are you seeking an OK to involve key managers in drafting a formal proposal; or 
is it reasonable to jump right in with a request to start a pilot program?  

 What do you know about the person to whom you will be presenting your ideas?  
Is he or she a ómorningô or óafternoonô person?   

 Detail-oriented or focused on the bottom line?   

 Open to ideas from others or more receptive when able to ñownò the idea? (This 
could be the difference between presenting a buttoned-up proposal or starting 
with a request for input and advice.)   

 Facing a tough deadline or able to focus on what youôre saying?   
 
Consider all of these things, and more, as you formulate your telework proposal and 
decide how and when to present it. 
 
A list of common management concerns about telework appears at the end of this 
section.  Reviewing this information will help as you think about how to prepare to 
present the telework concept at your company.  Itôs also a good idea to check around to 
see if anyone within your organization has been teleworking on an informal basis.  If 
they have been doing so successfully, thatôs an additional piece of information to 
strengthen your proposal. 
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Case studies highlighting the programs and accomplishments of other organizations 
with successful telework programs are available at www.commuterchallenge.org.  
These are a good source of ideas to help you evaluate different types of telework 
arrangements and to supplement your knowledge about how telework benefits other 
organizations.  The approval process will be different for every company.  This is where 
you get to apply your institutional knowledge, research, credibility, creativity, and 
leadership to sell management on the idea that telework will benefit your organization. 
 

Telework concerns 

Why are some organizations reluctant to consider telework arrangements?  Perhaps the 
concept of telework makes some organizations uneasy because it requires managers 
and employees to stretch their comfort zones.  Some typical concerns are listed below. 
 
A. Communication: How will teleworkers get in touch and staying informed?   
With todayôs technology, teleworkers have many good tools for communicating with the 
office.  These range from voice mail to email to pagers and instant messaging.  But just 
as important is the thought you put into making sure that procedures are in place to 
keep everyone in the communications loop.  Write down some ideas regarding specific 
tools and actions that will help keep your companyôs teleworkers ñin the loopò: 
________________________________________________________________ 
________________________________________________________________ 
________________________________________________________________ 
________________________________________________________________ 
 
B. Meetings: How will we schedule time together? 
Some companies set regular days/times for meetings to make sure all workers are 
aware that they need to be in the office.  When unexpected meetings are required, 
teleconferencing offers a good solution for including teleworkers.  Jot down some 
scheduling options that might work for your organization: 
________________________________________________________________ 
________________________________________________________________ 
________________________________________________________________ 
________________________________________________________________ 
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C. Workload planning:  Will all responsibilities be covered at all times? 
Think about the jobs and tasks that you have identified as good candidates for telework.  
Which responsibilities (e.g., being available to customers, for coworker questions, or to 
supervise projects) will need special attention to make sure that they are handled 
appropriately?  Make some notes about how you will ensure these tasks are covered: 
________________________________________________________________ 
________________________________________________________________ 
________________________________________________________________ 
________________________________________________________________ 
 
D. Technology:  What equipment will be needed for teleworkers?  How much will it cost 
and how will funding be secured? 
The Work Options Costs and Benefits tool (online at www.communitytransit.org) will 
help you determine what your employees will need and how much this will cost.  (For a 
small ad hoc test program it is possible that these needs can be met with existing 
equipment such as available laptop computers, an employeeôs own equipment, or 
surplus equipment.)  As you think about what your company investment will need to be, 
make sure you consider the return on investment your organization will receive through 
increased productivity, reduced employee turnover, and other potential savings such as 
costs for office space and parking.  Make note of some of the equipment your telework 
program will require, and if it is currently available or will need to be purchased: 
________________________________________________________________ 

________________________________________________________________ 

________________________________________________________________ 

________________________________________________________________ 

 
E. Security: How will company information be protected? 
Security is one of the most important issues for many companies considering telework.  
Are there confidential documents that cannot be removed from the office?  If so, your 
companyôs policy should clearly define this.  Do teleworkers require online access to 
your companyôs computer system?  If the answer is yes, you will need support from 
your Information Technology staff or a qualified consultant to address this issue.  Make 
a note of any security concerns your company may have: 
________________________________________________________________ 

________________________________________________________________ 

________________________________________________________________ 

________________________________________________________________ 
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F. Distractions: Will working at home create too many job interruptions? 
Most teleworkers report fewer interruptions when working at home than when working at 
the office.  And, according to the American Telecommuting Association, teleworkers 
have been consistently measured to increase productivity by 10 to 15 percent in nearly 
every related study over the past two decades.  List some steps your organization can 
take to help your teleworkers make sure interruptions by family and friends are limited: 
________________________________________________________________ 

________________________________________________________________ 

________________________________________________________________ 

________________________________________________________________ 

 
G. Goofing off: How will managers know employees are working? 
How do managers know that employees are working when they are in the office?  
Managing by quantity and quality of work is a more accurate measure of productivity 
than watching an employee to see if he or she looks busy.  Write down some 
productivity measures that would work well for the jobs and tasks you have identified for 
telework: 
________________________________________________________________ 

________________________________________________________________ 

________________________________________________________________ 

________________________________________________________________ 

 

H. Career advancement: If an employee is out of sight, is he or she out of mind? 
This is a very real concern in some organizations and for some employees but truly is a 
critical issue only for full-time teleworkers.  Note some steps your organization can take 
to make sure management values its telework force: 
________________________________________________________________ 

________________________________________________________________ 

________________________________________________________________ 

________________________________________________________________ 
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I. Adapting: Will a transition period disrupt work flow? 
Itôs likely there will be an adjustment period while teleworkers and their on-site co-
workers navigate the early stages of their new work arrangement.  However, with good 
planning and good communication, any disruption can be minimized.  Itôs important to 
focus on what your organization will gain in productivity and efficiency as telework 
becomes part of your ñnormalò work routine.  Write down some ideas about steps your 
organization can take to minimize the initial adjustment period for your employees: 
________________________________________________________________ 

________________________________________________________________ 

________________________________________________________________ 

________________________________________________________________ 

 
J. Working too much: How will managers know employees are conforming to labor 
laws? 
Teleworkers and their managers need to be aware of state laws that govern overtime 
and make sure they are not violated.  Does your company have policy and procedures 
in place to address this issue?  If not, what steps can your organization take to avoid 
problems in this area: 
________________________________________________________________ 

________________________________________________________________ 

________________________________________________________________ 

________________________________________________________________ 

 
K. Insurance, taxes, HR and legal issues: Is this going to get really complicated? 
Good planning and involving all departments that will be impacted by telework, from 
Human Resources to Information Technology to Accounting and Legal/Risk 
Management, will help to identify issues up front and find solutions before problems 
occur.  List the key players at your company who need to be involved in planning for 
your telework program: 
________________________________________________________________ 

________________________________________________________________ 

________________________________________________________________ 

________________________________________________________________ 
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Section 5: How do we implement our telework program? 
Youôve made it through the initial proposal phase, and you have management approval 
to proceed with the development of a telework program.  Whether your process involves 
many departments at a large company or just a couple of key employees at a small 
company, some additional issues you may want to consider before launching a telework 
program are described below.  The Sample Teleworkerôs Agreement available in the 
Section 8 of this workbook or at www.communitytransit.org gives you a good tool to 
employ as you consider the many issues that need to be resolved as you implement 
your telework program. 
 

Who should be involved? 

Itôs possible that many people will be affected by your telework program, including 
managers, supervisors, co-workers, and customers.  Think about all the areas of your 
company that have a stake in telework, and get their input.  If you are a medium to 
large-size organization, a good way to do this is to set up a cross-function steering 
committee with representatives responsible for human resource issues, information 
systems and technology, customer service, finance and accounting, insurance and legal 
issues, and training.  (A very small company may not need a formal steering committee, 
but it is still important to make sure that the individuals responsible for these key areas 
are consulted.)  If your employees are represented by unions, itôs important to make 
sure that their representatives also are involved in the telework planning and 
implementation process.   
 
Selecting your Steering Committee members on page 23 of this section may help you 
decide who in your organization would be good candidates for your telework steering 
committee.  Who will be responsible for implementing and supervising your company s 
telework program and tracking its progress?  You?  Another manager?  Itôs important to 
know who is steering the steering committee.  Remember that executive champion you 
identified in Section 4?  Be sure to ask for his or her assistance to enlist steering 
committee members and to help you make sure that you havenôt excluded any 
important players as you plan the rollout of your telework program.  Your champion also 
will have an ongoing role in keeping top management informed, monitoring performance 
against corporate goals, and securing appropriate funding. 
 
The following lists highlight some of the most important issues your steering committee 
members will need to consider as they implement your telework program.  Use the 
blank lines at the end of each list to write down other issues that may be important to 
your organization.  Helpful forms and agreements for your telework program are 
available in Section 8 of this workbook or online at www.communitytransit.org. 
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Human Resource issues 

 Identify steering committee members 

 Select eligible departments, jobs and tasks 

 Establish program productivity goals 

 Determine how to measure job performance 

 Review and comply with any applicable ADA and OSHA requirements 

 Set policy and rules for company equipment used for telework 

 Ensure information access and security policies are in place 

 Write program policy and procedures for work hours, including core hours and 
overtime, record-keeping, communications, home office expenses (e.g., 
telephone and high-speed Internet costs), software copyrights, security and 
confidentiality, safety, family responsibilities such as child care and elder care, 
etc. 

 Create telework forms such as an application and teleworker agreement 

 Notify managers and employees about program 

 Select telework participants 

 Train teleworkers and telework supervisors 

 Make sure telework worksites are safe and adequately equipped 

 Communicate with and inform managers, co-workers and customers 

 Track telework hours; ensure compliance with core hours and overtime limits 

 Integrate telework into your organizationôs Emergency Management/Business 
Continuity plan 

 _____________________________________________________________   
 _____________________________________________________________   
 _____________________________________________________________   
 

Financial and procurement issues 

 Define equipment needs, purchasing procedures, and who will cover expenses 

 Manage asset acquisition, tracking and reclamation 

 Determine how maintenance, repairs and supplies will be handled and who will 
cover expenses 

 Take lead to set goals for and document financial savings in office space, parking 
or other resources 

_____________________________________________________________   
____________________________________________________________   
_____________________________________________________________   
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Risk management, legal and tax issues 

 Clarify insurance issues relating to equipment, injury and liability when 
employees telework 

 Resolve real and personal property issues 

 Establish procedures to report on-the-job injuries while teleworking 

 Establish procedures to report lost or damaged equipment 

 Clarify issues relating to tax liability, such as home office 

 Protect proprietary information and confidential data 
____________________________________________________________   
____________________________________________________________   
____________________________________________________________   

 

Technology considerations 

 Standardization of equipment, networks and software 

 Internet access 

 Access to computer networks (LAN/CWAN) 

 Computer and network security 

 Voice mail access 

 Installation of equipment and service support 

 Sharing equipment with other employees 

 Software licensing and copyright issues 
___________________________________________________________   
___________________________________________________________   
___________________________________________________________   

 

Teleworker responsibilities 

 Participate in employer-provided training 

 Investigate if local laws or community covenants restrict home offices 

 Provide adequate home office space 

 If appropriate, purchase homeownerôs or renterôs insurance to cover equipment 
losses, liability for visitors, etc. 

 Address any health and safety issues (e.g., use of equipment, ergonomics, etc.) 

 Understand tax implications relating to a home office 
____________________________________________________________   
____________________________________________________________   
____________________________________________________________   
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Information on the following pages will help you through some key steps as you plan 
and begin to implement your telework program, such as: 

 Identifying the most effective members for your steering committee 

 Determining whether an ad hoc or formal telework pilot program is a better fit for 
your organization, and 

 Working through a checklist of important milestones to get your program rolling. 
 

Selecting your steering committee members 

Many of the qualities that make good telework steering committee members are similar 
to those that make good telework managers: 

 An interest in and support for telework 

 Comfortable with managing by results rather than by the clock or ñface timeò 

 Value employees as individuals and see the need for a work/life balance 

 See the link between employee morale and productivity 

 Have good supervisory and communication skills 

 Believe in the integrity and professionalism of their employees 

 Are flexible, adaptable and open to new ideas 

 Are willing to support teleworkers with adequate training, equipment, and IT 
resources and support 

 Are respected and sought out for advice and expertise within your organization 

 Are at a level within the organization that allows them to speak with authority 
(e.g., manager, key supervisor, etc.) 

 Are well-informed about the area of responsibility they will represent on the 
cross-function steering committee (e.g., human resources, IT, etc.) 

 
Think about possible candidates to represent the various areas of responsibility for your 
telework steering committee and note their names and qualifications here.  One name 
may appear in more than a single area.  For example, in a small or mid-size 
organization, the human resources and training member may be the same person.  
(This list is for your own use.  You will not be asked to share this information.)  Donôt 
forget to work with your telework ñchampionò as you refine this list and determine how to 
proceed with obtaining approval to recruit these individuals to your telework steering 
committee: 
 
Human Resources: ___________________________________________________ 
Information Technology: ________________________________________________ 
Finance / Budget: _____________________________________________________ 
Training: ____________________________________________________________ 
Risk Management / Legal: _______________________________________________ 
Other: ______________________________________________________________ 
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What type of telework program is right for your organization? 

Will a low-key ad hoc test program work best for your company, or would your 
organization benefit from a more formal pilot program that carefully monitors 
implementation and documents results? 
 
Use the following worksheet to assign priorities to possible goals for your companyôs 
telework program (from 1 most important to 3 least important).  Think about whether 
your most important goals would best be met by an ad hoc or formal program.  Then, 
note why you think the approach you chose would be most effective in supporting each 
key goal. 
 

____Reduce employee turnover 
____Improve ability to recruit top-notch employees 
____Increase staff productivity 
____Elevate quality of work 
____Reduce sick leave/absenteeism 
____Support your companyôs emergency management program 
____Reduce need for office space and/or parking 
____Access untapped labor markets (part-time, people with disabilities, 

geographically distant) 
____Cope with construction disruptions (traffic projects, building remodels, etc.) 
____Contribute to better regional mobility 
____Other: 

____________________________________________________________ 
 

Based on your analysis in aggregate, do you believe your organizationôs business 
needs will be most effectively supported by an ad hoc test program or a formal pilot 
program?  Write down your thoughts. 
 
Ad hoc test:             
             
              

 
Formal pilot program:           
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Section 6: Putting it all together 
Youôve thought about all the aspects of your telework program.  Youôve got 
management approval to move forward.  Now itôs time to put it all together.  
 
Here is a telework implementation success strategy checklist: 
 

Step 1: Create your advisory committee or steering committee and appoint a 
telework coordinator. 

Your advisory committee should review your companyôs telework policy and guidelines.   
A successful committee will have representatives from various departments throughout 
your agency.  Your committee might include: Human Resources, Legal, Facilities, 
Information Technology, Risk Management and an employee representative.   
This committee will oversee the development and implementation of your program.  The 
diverse population will give valuable insight as to each areaôs needs.   
 

Step 2: Create telework guidelines for your managers and employees. 

Telework guidelines will be the guide for creating your agencyôs telework policy.  These 
guidelines should outline every component of your program.   
 
After implementation, you will use the guidelines as a checklist to assure your program 
is running smoothly.  Determining these guidelines for your company is the most critical 
step in creating a successful telework program.  What you include in your guidelines 
should be customized for your company.   
 
Some suggestions of what to include in your telework guidelines include: 

 Define the goals and benefits of your program.  Look back at your notes in 
Section 4 to make sure you know your goals and the specific benefits to your 
worksite. 

 Determine what makes an employee eligible to telework.  Refer back to Section 3 
on the right employee.  Include an in-depth explanation of what determines 
eligibility.  This will prevent discrimination and protect your employees and 
company.   

 Address technology and security issues.  Establish how youôll protect your 
companyôs critical information.  The more thorough your research the more 
seamlessly your program with launch and run.  

 Determine the location where each telework employee will work.  You will need 
to be certain the off-site work environment is safe, and the equipment is 
ergonomic.  Your company is liable for work-related accidents ï even when they 
occur in a home office.  Taking this step will help you reduce your companyôs 
liability risk.   

 Outline exactly what the company will expect from each teleworker.  In your 
guidelines, work through all the remaining details of your policy.   
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 Align your companyôs telework policies with any existing corporate policies.  If 
your telework policy greatly impacts your existing policies, something may need 
to be adjusted.  Consistency is the overall goal.   

 

Step 3: Create a telework agreement.   

A telework agreement is the specific form that each telework employee and manager 
will fill out, agree to and sign.  This agreement defines mutual expectations on 
everything, including communication and feedback.  The agreement can also be used 
for managers to evaluate the teleworker.  Sample agreements are included in Section 8.   
 

Step 4: Determine start-up costs. 

As you add up the start-up costs of your telework program, it is important to remember 
the long-term increase in productivity or other goals of your program.  The cost-saving 
benefits of your program will most likely repay your initial investment, and continue to 
save your company money.  A cost-benefit analysis worksheet is included in Section 8 
or at www.communitytransit.org.   
 

Step 5: Plan how you will implement your new telework program.  

Hereôs where you decide what kind of telework program you will implement.  Many 
companies start with a pilot program.  Itôs an excellent way to test if teleworking is right 
for your business.   
 

Step 6: Develop a telework training program. 

Training is beneficial for anyone who will interact with a teleworker, even those who 
arenôt in the program.  Training everyone will assure a smoother launch.  Telework 
trainings should be designed for: 

 Teleworkers 

 Managers of teleworkers 

 Any on-site employee that interacts with teleworkers to learn effective ways of 
communicating with employees off-site. 

 Information Technology, since most of your employees will rely on technology.  It 
is also important that your teleworkers are trained on technology policies, as well 
as how to access company servers, email, etc.  
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Step 7: Get final approval and prepare for implementation. 

When you have completed outlining your telework program, youôre ready for final 
approval from upper management.  After receiving final approval you are ready to 
launch.  To launch, youôll need to do the following: 

 Announce your telework program to staff, collect applications from interested 
employees, and select your telework staff. 

 Purchase or lease equipment and software if necessary. 

 Collect signed telework agreements. 

 Train your telework employees. 

 Set your program start date. 
 
And youôre ready to go!  Taking these tasks in steps will be easy to accomplish.  
Remember, your program may not need everything in these steps.  Do whatever makes 
most sense for your company.   
 

Step 8: Implement and evaluate your program.   

Time for your employees to begin teleworking.  An evaluation program can help later on 
to measure the value of the program and identify areas that need adjusting.  After six 
months or more, evaluate your program.  Some information you might want to evaluate 
and compare include: 

 Performance of teleworkers, telemanagers and non-teleworking colleagues 

 Productivity 

 Costs 

 Morale 

 Recruitment 

 Retention 
 
Hereôs to a successful telework program!   
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Section 7: Additional Resources 
There are many additional resources available to help you get your telework program 
rolling.  The following resources, which are not intended to endorse any products or 
consultants, provide a variety of helpful information on telework.   
 
Community Transit website: http://www.communitytransit.org.  Provides sample 
documents, planning guides, and this workbook.   
 
Commuter Challenge website: http://www.CommuterChallenge.org.  Provides an 
interactive Cost Benefit Tool, planning guides, sample documents, Washington state 
employer case studies, and more. 
 
Canadian Telework Association 
http://www.ivc.ca is a detailed and frequently updated telework resource. 
 
Center to Bridge the Digital Divide 
http://cbdd.wsu.edu highlights Washington State Universityôs rural telework program. 
 
Commuter Connections 
http://www.mwcog.org/commuter/Bdy-Telework.html provides telework information 
sponsored by the Metropolitan Washington Council of Governments in the D.C. area. 
 
Denver Regional Council of Governments 
http://www.drcog.org/index.cfm?page=telework is the Denver Regional Council of 
Governments page of telework resources and case studies. 
 
Gil Gordon Associates 
http://www.gilgordon.com is the site of national telework expert, trainer and consultant 
Gil Gordan. 
 
Inteleworks.com 
http://www.inteleworks.com is a telework consulting and training company based in 
Georgia and founded by Michael Dziak, a telework expert. 
 
International Telework Association & Council 
http://www.telecommute.org is a site with information about International telework 
programs.   
 
National TDM and Telework Clearinghouse 
http://www.nctr.usf.edu/clearinghouse is a website that provides links to a wealth of 
information on telework and commute trip reduction. 
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TelecommuteCT 
http://www.telecommutect.com is Connecticutôs telework website. 
 
Telework Beat column 
http://www.networkworld.com/net.worker/columnists/kistner.html is a weekly column 
titled ñTelework Beatò by Toni Kistner in Network World. 
 
Telework.gov 
http://www.telework.gov is the joint Office of Personnel Management (OPM)/General 
Services Administration (GSA) website on Telework/Telecommuting. ñTelework: A 
Management Priority; A Guide for Managers, Supervisors, and Telework 
Coordinatorsò is available online. 
 
Telework Virginia 
http://wwww.teleworkva.org is the website provided by Virginia Department of Rail and 
Public Transportation for telecommuting options in the Virginia and Washington DC 
area.   
 
 



30 

Section 8: Sample Documents 
A variety of sample forms to get your telework program rolling are included in this 
section.  You can find online versions of these forms at www.communitytransit.org. 
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Proposal to Management Outline 

Telecommuting will be resisted for reasons not based in reality.  In order to assure 
success as you formalize your telework program, you must establish a clear telework 
philosophy that complements your organizational culture.  Once the program is clearly 
outlined, you should develop three or four primary program drivers on which the entire 
program and its energy will be based - but donôt just stop there.  Stretch way outside the 
box to identify a list of secondary program goals using a variety of tools available on the 
market.  With these goals established, you should next identify key stakeholders, 
identify and be ready to respond to their objections, gather a consensus of support, and 
develop your internal champions. 

 

A Proposal to Management outlines initial steps that may be taken in winning 
management approval for a teleworking program at the workplace.  In a 4-5 page 
summary, discuss the following issues: 
 

1 ï What is Teleworking 

2 ï What are the benefits to the company 

3 ï Which departments would be targeted 

4 ï Given type of business and corporate culture, which job functions would be ideal 

5 ï What are the costs, if any 

6 ï What technological requirements will there be, if any 

7 ï What savings to the company will there be, if any 

8 ï What are the next steps 

Use ñCost/Benefit Analysis Guide" on the next few pages to determine the costs and 
benefits of telework to your organization.   
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Telework Cost/Benefit Analysis Guide 
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