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THE EVOLUTI ON OF TELEWORK | N THE FEDERAL GOVERNMENT
PART ONE: GENERAL EVOLUTI ON
| NTRODUCTI ON

Thi s paper docunents the evolution of the Tel ework novenent in

t he Federal government. This nmovenent, which has spanned the | ast
quarter century, is still unfolding and has yet to reach its
zenith.

AN EVOLUTI ON OF WORKPLACE CHANGE

The history of Federal telework reflects the evolution of one of
the nost significant and progressive changes in work conditions
for Federal enployees. Beginning during the |ast decade of the
20th century, the Federal telework novenent reflected that
period’'s interest in workforce inpact on famly, environnment, and
general quality of life. It was al so one of the nobst inportant
baronmeters of the transition fromindustrial age to information
age human resources and workpl ace nmanagenent. It is a classic
study of the struggle for change in a 20th century bureaucracy.
Interestingly enough, it also shows how the efforts of a
relatively fewresulted in a potential inpact on the worklives of
1.8 mllion Federal workers.

THE SEMANTI CS OF “ TELEWORK' © TELEWORK = TELECOMUTI NG = FLEXI PLACE

Since the inception of tel ewrk, there has been a continuing
controversy over term nology. Terns such as tel ework,

tel ecomuti ng, and Fl exi pl ace have been w dely used and conf used.
There has been a | ack of consensus as to (1) what each of these
terms neans and (2) the difference between their definitions. For
ease of communication, we will sidestep this issue as foll ows:
for the purposes of discussion in this paper, we wll treat the
terms tel ework, telecomruting, and Fl exi pl ace as synonyns t hat
refer to the foll ow ng:



A wor k arrangenent

A work arrangenment in which an enpl oyee regularly works at
an alternate worksite such as the enpl oyee's hone, a

tel econmuting center (Telecenter), or other alternate
worksite. A telecommuting alternate worksite is any
facility, in which the enpl oyee works, which saves that
enpl oyee a nore | engthy comute (distance-w se and/ or
time-wise) to a main worksite

A main worksite is any facility where the enpl oyee woul d
normal ly performwork if there were no alternate worksite.

To be considered tel econmuting, the work done nmust be in
paid status. Thus, for exanple, working at honme extra hours
for which the enployee is not paid is not telecommuting.

OVERVI EW

The evol ution of Federal telework can be viewed as occurring in
several stages. An initial spurt of activity occurred in the |late
70's and early 80's and appeared to fade out by the md 80's.
This activity consisted of snall scale pilots and experinents
conducted separately by individual agencies. A second stage,
featuring the first governnentw de Fl exiplace pilot, began in
1989. This pilot focused on work-at-hone arrangenents. Athird
stage introduced Federal telecomuting centers (telecenters) and
began in 1993. The activity levels of stages two and three began
to di m nish somewhat and, in 1996, stage four, the National

Tel ecommuting Initiative (NTI), was inplenented. This
governmentwi de initiative contained anbitious goals (such as

60, 000 Federal tel eworkers by Septenber of 1998). NTI activity
waned consi derably by m d-1998 and pl ans were undertaken for a
reenergi zed NTI. The re-energized NTI, when inplenented, wll
represent a fifth stage. As of this witing, the latter activity
is still being defined and pl anned.

To provide an accurate context for this history, the reader
shoul d note the foll ow ng:

- This paper focuses on the devel opnent of formal Federal

tel ework prograns which are characterized by formal policies,
procedures, and regular tel ework work schedul es. This discussion
does not focus on the continuing use of informal work-at-hone
practices utilized by many agencies [In a study conducted in 1989



(Cow ey & Joice, 1989), it was found that a substantial nunber of
Federal agencies were already utilizing informal, as-needed

tel ework arrangenents that were established typically on a case-
by-case (i ndividual enployee) basis].

- Preceding and paralleling the history of formal Federal
Flexiplace is telewrk activity related to enpl oyees with

di sabilities. Federal agencies such as DOD, Labor, GSA, and HHS
all played active roles in this arena. The history of tel ework
and physically chall enged enpl oyees is a saga of its own, and
while it will be discussed briefly below, the interested reader
shoul d see ot her sources (such as Hesse (1995) or Joice (1991))
for nore detail

THE EARLY DAYS
JACK NILLES: ORI G NATOR OF TELECOMMUTI NG

One of the earliest governnmentw de policies relating to Federal
telework was in 1957 when the Conptroller CGeneral approved
paynment of sal aries, on a case-by-case basis, to Federal

enpl oyees for work done at honme (see historical reference in GAQ
1992). The earliest effort to generate a Federal tel ework
program however, appears to have occurred in the early 60's when
Jack Nilles, comonly considered to be the father of tel ework,
began tel eworking from Los Angel es to Washi ngton, DC whil e

wor ki ng as a consulting rocket scientist to the US Air Force
Space Program Inspired by this experience, Nilles coined both
the words “tel econmuting” and “teleworking” in 1973. He began
pronoting the value and i nportance of the concept and thus gave
birth to the tel ework novenent.

Nilles (Nilles, 1999) suggests sone irony in the fact that

al t hough he coined ‘tel ecommuting/telework’ in conjunction with
research that was largely funded by the Federal governnent

(Nati onal Science Foundation), he was unable to generate Federal
interest in telewrk. This early lack of Federal interest enabled
the state government of California to earn the distinction of
being the first major public sector entity to adopt tel ework:

“... after conpleting the NSF project in 1974, | was
unsuccessful in inducing any other federal agency to test
tel ework or support further research on it (it was no one's
"mssion"). So | ended up talking the state of California
into it a decade later in order to have a platformfor
maki ng the inpact results public.” (N lles, 1999)



FRANK SCHI FF: ORI G NATOR OF FLEXI PLACE

The first person to generate Federal experinentation with
telework was Frank Schiff. At the time, Schiff was Vice President
and Chi ef Economist for the Commttee for Econom c Devel opnent.
In 1979, Schiff published an article in the Washi ngton Post in
whi ch he chal | enged the Federal Governnent to | ook at nmanagenent
practices, union rules, and Federal |aws and regul ations in an
effort to facilitate working at hone as a nmeans of i nproving
productivity, saving costs, and saving energy (this was at the
hei ght of the energy crisis during that period). During that sanme
time, Schiff coined the term*®Flexiplace” to “enconpass not only
wor k- at - home but al so such other flexible |ocation arrangenents
as satellite work centers. Flexiplace would be regarded as a
natural conplenent to the already existing Federal ‘Flexitine’
program Moreover, in contrast to such terns as ‘tel econmuting’,
it stressed increased flexibility in the |ocation of work,

whet her or not this is based on the use of tel ecommunications
equi pnent.” (Schiff, 1993)

Schiff’s coining of the term*‘Flexiplace is all the nore
noteworthy since, eventually, the first governnentw de tel ework
program woul d be call ed Fl exi place for the reasons provi ded above
by Schiff. In fact, as of this witing (nore than a decade after
the initial inplenentation of governmentw de Fl exiplace), many
Federal agencies still refer to their telework prograns as

“Fl exi pl ace’ .

Schiff's efforts led to a study conducted by the US Ofice of
Per sonnel Managenent, “Fl exiplace: An Enmerging |Issue in Federal
Enpl oynment ”:

The OPM paper first described the basic rationale for
Flexiplace. It cited a 1973 | egal opinion by the G vil
Servi ce Comm ssion (OPM which stated that there were no

| aws whi ch required Federal enployees to performtheir work
at a particular site. The paper then described various

exi sting or planned experinments with Flexiplace in the
private sector as well as the Federal Governnent....The
paper did not make any formal reconmendations but was
clearly favorable to the Flexiplace concept. Unfortunately,
the report came out just five days before the 1980
Presidential election and the entire effort was apparently
di sconti nued when the new Adm nistration took over (Schiff,
1993)



According to Schiff, the OPMreport detailed a group of small -
scal e Federal agency efforts: CGeneral Services Adm nistration
(individual teleworker), Departnent of Labor (disabled enployee),
Rai |l road Retirenment Board (satellite work station), NASA

(nei ghbor hood office center), and IRS (revenue agents).

OrHER EARLY FEDERAL WRK- AT- HOVE ACTI VI TY

Two additional early work-at-honme experinments were conducted at
the National Institutes of Health and the Departnent of the Arny.
The Arny experinent, conducted at an Arny facility in St. Louis,
was an 18 nonth activity inplenented in 1980 to overcone work
scheduling difficulties. Despite the fact that the program
performed successfully (project manager eval uations), an arny
audit team concluded that the potential benefits were exceeded by
the risks of fraud and abuse. As a result, the project was

di sconti nued. (Schiff, 1993)

Interestingly enough, | have |learned that the Arny auditors
privately admtted they woul d have approved the project if
it had been sponsored by a private firm They were sinply
afraid that with all the tal k about fraud and abuse, the
Arnmy woul d expose itself to too nuch criticismif it allowed
peopl e to work at hone!

This experience helps to illustrate why ... Flexiplace
prograns petered out by the early 1980's. The enphasis of
the new Adm ni stration was on reductions in force and on
elimnating waste, fraud and abuse, and this was not
conduci ve to experinentation with Flexiplace. The |l esson is
that if Flexiplace is to prosper, it needs the active,

vi si bl e, and sustai ned support of the people at the

top. (Schiff, 1993)

Despite the fact that the trend of single agency experinentation
wi th Fl exiplace was fading out by the end of the 80's, there was
still sonme noteworthy activity. In July of 1989, the
Environnental Protection Agency (EPA) inplenmented a six nonth

Fl exi pl ace pilot study at its Research Triangle Park facility in
North Carolina. This snmall pilot began with 11 participants and
was eventually extended. Wiile the final report indicated sone
significant problens, it was generally positive about the
feasibility of Flexiplace arrangenents. The foll ow ng year, the



Departnent of the Air Force inplenented a six-nmonth pilot at
several of its facilities.

AN EARLY EXAMPLE OF TELEWORK AS EMERGENCY RESPONSE

Oct ober, 17 1989, brought the Governnent an early experience with
tel ework as an energency response strategy. At 5:04 pmthat day,
the Loma Prieta earthquake severely damaged the EPA Region 9
office building in San Franci sco, displacing nearly 800

enpl oyees. EPA responded by establishing an auxiliary comrand
post for 80 enpl oyees and work-at-honme arrangenents for the
remai ni ng 700+ workers. By March, 1990, 60% of the displaced

enpl oyees were back in traditional (tenporary) workstations while
the other 40% continued in Flexiplace awaiting the opening of a
new of fice building. EPA conducted several studies of this
experience, learned quite a bit about the feasibility and utility
of Fl exiplace as both a general workplace strategy as well as an
energency response strategy, and continues to use Flexiplace.

Foll owi ng are a sanple of findings fromone of the EPA studies
(National Analysts, 1991):

- One long-termeffect fromthe earthquake experience about which
there was a great deal of agreenent was that there should be sone
ki nd of work-at-honme policy.

- Most of the interviewed managers and staff favored continuation
of the work-at-hone program

- Wiile noting that this unplanned and suddenl y-i npl ement ed
program was not an indication of the performance of a nornally

i npl emented program the study pointed out problens such as
getting supplies and services, inadequate hone

envi ronnent s/ space, and psychol ogi cal disconforts for sone of the
wor ker s.



THE OLDEST FLEXI PLACE PROGRAM

Finally, one agency, the National Credit Union Adm nistration
(NCUA), probably has the distinction of having the | ongest
running formal Federal telework program As early as 1934 when
the NCUA was the Federal Credit Union Bureau, credit union

exam ners conducted their exam nations at credit union sites and
then conpleted their reports at honme. Neither the NCUA nor its
predecessor provided office space for credit union exam ners.

Wt hout nuch fanfare, the NCUA i npl enented a work-at-honme program
for its auditors that is still operating successfully.

THE GOVERNMENTW DE FLEXI PLACE YEARS
THE MOTI VATI ON FOR A GOVERNVENTW DE FLEXI PLACE PROGRAM

In the late 1980's, there was an intense public focus on an
anticipated drop in the quality of the workforce entering the
21st century. This focus, which was especially pronounced anong
the nation’s enployers, was in part instigated by dire

predi ctions stemm ng froma Departnent of Labor report entitled
Wor k Force 2000 (Hudson, 1988). In response, the US Ofice of
Per sonnel Managenent (OPM published a simlar report, GCvil
Service 2000 (Hudson, 1988), which focused on the Federal

enpl oynment picture. The follow ng captures the essence of this
report:

“The Federal governnent faces a slowy energing crisis of
conpet ence. For years, nmany Federal agenci es have been able
to hire and retain highly-educated, highly-skilled

wor kf or ces, even though their wages, incentives and working
condi ti ons have not been fully conpetitive with those

of fered by private enployers. But as |abor narkets becone
tighter during the early 1990's, hiring qualified workers
wi |l becone much nore difficult. Unless steps are taken now
to address the problem the average qualifications and
conpet ence of many segnents of the Federal workforce wll
deteriorate, perhaps so nuch as to inpair the ability of
sone agencies to function.” (Hudson, 1988, p. 29)



This report and increasing concerns resulted in a Federal push
for solutions, especially non-salary incentives to enhance
Federal recruiting and retention. One such solution, adopted by
OPM was to conduct a small telework pilot based on research and
reconmendat i ons on hone- based enpl oynent (Joice, 1989).

A FASCI NATI NG OCCURRENCE

Before OPM could inplenent its Flexiplace pilot, a fascinating
chain of events took place. A reporter scouring a Federal
managenent report (over 200 pages) (OWVB, 1990), discovered and
becane interested in the foll ow ng one-liner:

Federal agencies wll also begin pilot testing of enployees
“wor ki ng at hone. “(p. 2-32)

This was the only nmention of Flexiplace in the entire report.
Pursuing this, the reporter discovered and publicized the

af orenenti oned OPM plans. This publicity drew the attention of
the President’s Council on Managenent |nprovenent (an unbrella
group of agency associate directors for admnistration)(PCM).
After some brief discussions between OPM and the PCM, an

i nteragency PCM task force |led by OPM and GSA was established to
pl an and inplenent the first governmentw de Fl exipl ace project.
Thus, the devel opnent of this landmark initiative was facilitated
by the aforenentioned work of an enterprising reporter fromthe
Federal Ti mes newspaper

THE PCM  GOVERNVENTW DE FLEXI PLACE PRQIECT

In January of 1990, the PCM approved and inplenmented its task
force plans and guidelines for a governnentw de Fl exiplace pilot.
The “CGuidelines for Pilot Flexible Wrkplace Arrangenents” (PCM,
1990) was a conprehensive docunent that eventually served as the
primary boilerplate for Federal agency Flexiplace policies as
well as for nunmerous private sector and state/local tel ework
prograns. The basic tenets of these guidelines are still being
used today.



FLEXI PLACE | MPLEMENTATI ON - EARLY RESULTS

Fl exi pl ace i npl ementation plans called for one-year pilot tests
to be conducted by participating agenci es and eval uated by OPM
The tests, which were to be conducted over an 18 nonth period
ending in Cctober 1991, were expected to cover between 1500 to
2000 parti ci pants.

The First Year:

Getting Flexiplace off the ground was a chall enge. Wile

30 agencies initially expressed interest in participating,
only six agencies actually inplenented prograns during the
first year. In fact, six nonths after the official

i npl enentation, Flexiplace had no participants and sone very
worried project managers. By Septenber of 1990, however, the
first three agencies,

- Aninmal and Plant Health I nspection Service (Departnent of
Agricul ture),

- Equal Enpl oynent Opportunity Conmm ssion, and

- Departnent of Interior, had inplenented Flexiplace
prograns. O her agencies foll owed and by the end of 1990
there were about 200 total participants.

THE FI RST FEDERAL PERSONNEL MANUAL LETTER ON FLEXI PLACE

In March of 1991, OPMissued the first Federal Personnel WManual
letter (OPM 1991) on Flexiplace. This letter, FPMletter 368-1,
encour aged agencies to participate in the pilot project and
provi ded, as an attachnent, the initial Flexiplace FAQ s.

THE FINAL REPORT ON THE WORK- AT- HOVE COVPONENT OF FLEXI PLACE

In January, 1993, OPM published a final report (OPM 1993) on the
wor k- at - home conponent of Flexiplace. At that tine, approximtely
700 Federal enpl oyees from 13 agencies were participating in

Fl exi pl ace. The report was positive and recommended that the PCM
endorse Fl exi place for use by Federal agencies. In October, 1993,
OPM sent a menorandumto Federal personnel directors confirmng
agency authority to utilize Flexiplace arrangenents, encouragi ng
agencies to use Fl exiplace, and providi ng gui dance on its use.

| NTIAL WA TE HousE AND CONGRESSI ONAL  SUPPORT



Begi nning as early as 1990 and conti nui ng t hroughout the

evol ution of Federal telework, the program has enjoyed bi -
partisan political support from both the executive and

| egi sl ative branches of government. In 1990, President Bush
endorsed tel ecommuti ng on several occasions:

“Tel ecommuti ng nmeans savi ng energy, inproving air quality and
quality of life. Not a bad deal” (Weeler, 1990). During the sane
year, the US Departnent of Transportation (DOT) included
telecommuting in its Statenent of National Transportation Policy
which cited the rapid advancenent of tel ecommunications

technol ogy as providing for a “wde variety of options” in the
way people performtheir work. Mreover, the Policy stated that
such technol ogy would all ow the decentralization of business
operations and thus permt nore enployees to work at hone.

THE TELEPHONE BILL

The year 1990 al so narked the beginning of a | ong and significant
track record of Federal tel ework support and involvenent by Rep.
Frank Wl f (R, Va). Wrking collaboratively at that time with
Senator Ted Stevens (R, Al aska), Rep. Wl f introduced a bill that
woul d al | ow Federal agencies to pay for extra tel ephone lines,
rel ated equi pnrent, and fees needed in the honmes of Federal

tel econmuters. This bill, which was signed into | aw by President
Bush i n Novenber of 1990, renoved one of the early barriers to
Federal telecommuting. Initially, this legislation was in the
formof a tenporary exenption that was re-issued by Congress on
an annual basis. In 1996, however, the |egislation was nmade

per manent .

| NI TI AL CONGRESSI ONAL REQUI REMENT TO ASSESS TELEWORK | MPACT

I n Septenber, Congress passed an anmendnent (Weeler, 1991) to the
DOT appropriations bill that required DOT and t he Departnent of
Energy to evaluate “the economc, social, and public interest

i npact of the practice of telecomruting.” Senator Conrad Burns
(R, Montana), the sponsor of the anmendnent presented the
anendnent to President Bush, who eventually signed the package
into | aw

NATI ONAL PERFORMANCE REVI EW
In 1993, the Cinton adm nistration began a series of actions

designed to encourage the grow h of Federal telework. That year
the National Performance Revi ew (NPR) recomrended that GSA and



OPM devel op a legislative proposal to enable Fl exiplace and
tel econmuti ng arrangenents for nore Federal enployees. It
further recommended that DOT create and eval uate tel ecommuting
prograns (NPR, 1993).

GSA/ DOT LEADERSHI P ERA

In 1994, there was a slight changing of the guard for
governmentwi de tel ework | eadership. GSA and DOT began wor ki ng
together to | ead the novenent. Both agencies had been charged
with tel ework devel opment responsibilities and realized that

col | aborative | eadership was in their best interests. OPM
continued to play an inportant and supportive role. During this
period, telework drivers such as ‘famly friendly workplaces’ and
the ‘national information infrastructure’ (information highway,
etc.) arrived on the scene. The chronology for this is as
fol | ows.

THE CLINTON FAM LY FRI ENDLY WORKPLACE MEMD #1

In a July 1994 nenorandumto all Federal agencies, President
Clinton adopted the National Performance Review s recomrendati on
that a nore famly-friendly workplace be created by expandi ng
opportunities for Federal workers to participate in flexible work
arrangement s.
“in order to recruit and retain a Federal work force that
wi |l provide the highest quality of service to the American
peopl e, the executive branch nust inplenment flexible work
arrangenents to create a "famly-friendly" workplace.”

The nmeno further directed that
- The head of each agency (1) establish a programto
encour age and support the expansion of flexible
famly-friendly work arrangenents, including telecomuting
and satellite work | ocations and (2) identify barriers and
reconmmendati ons for addressing such barriers to the
President's Managenent Council .

- OPM and GSA (1) work with agencies to support and expand

i npl enentation of flexible work arrangenents, (2) pronptly
review and revise regulations that are barriers to such work
arrangenents, and (3) develop |egislative proposals, as
needed, to achieve the goals laid out in the neno.

- The President's Managenent Council (PMC) and the Ofice of
Managenment and Budget provide any necessary gui dance.



In response to the above nmeno, OPM and GSA col | aborated on a
Tel ewor k Wor kshop for Federal managers and OPM (OPM 1995)
publ i shed a report on Federal governnent progress in hel ping
enpl oyees neet their work and famly responsibilities.

THE NATI ONAL | NFORVATI ON | NFRASTRUCTURE

In 1994, the dinton Adm nistration established a priority
partnership with the private sector to devel op an advanced
information infrastructure for the US: the National |Information
Infrastructure (NII) (N ST, 1994). An interagency and
public/private task force, led by the National Institute of

St andards and Technol ogy (US Departnment of Comrerce)

was established to shape the vision of the NI. Participating on
that task force and focusing on how the NI could inpact both
wor k and personal life, GSA (Master and Joice, 1994) put together
a white paper detailing how tel econmuting can be an NI
application that can inprove the quality of life. Along with
seven ot her papers on NI applications, the tel ecomruting paper
was published with quite a bit of fanfare by the Adm nistration’s
NIl task force in the fall of 1994.

This event signaled a new and stronger appreciation and
utilization of the role of technology in Federal teleconmuting.
Prior to this activity, Federal telework had been, perhaps,
overly cautious in stressing that tel econmuting was not

t echnol ogy-dependent. In fact, as nentioned above, Federal use of
the term ' Fl exi pl ace’ was based on a desire to denonstrate the

i ndependence of telework fromtechnol ogy.



GSA AND DOT TeEaM Up TO LEAD FEDERAL TELEWORK

As mentioned earlier, by 1994 it becane very clear that given the
tel ework assignnents given to DOT and GSA, the two agencies
shoul d col |l aborate in | eading the Federal tel ework novenment. The
i npl enentation of this partnership was highlighted by a jointly
produced revision of the Federal tel ecomuting nanual (DOT,

1994). The efforts of these two agencies led to a new
governmentw de tel econmuting initiative, the Nationa

Tel ecommuting Initiative.

THE NATI oNAL TELECOMMUTI NG | NI TI ATI VE

In January 1996, in order to give Federal telework an apparently
much- needed boost, the President’s Managenent Council (PM)

i npl enented the National Telecommuting Initiative (NTlI). The
general mssion of the NIl was to boost, primarily, the nunber of
Federal teleworkers and, secondarily, the nunber of tel eworkers
in other sectors of the US workforce. Led by DOT and GSA in
conjunction with an interagency taskforce, the NIl becane the
first governnentwi de telework initiative to set nunerical goals:
60, 000 Federal tel eworkers by Cctober 1998 and 160, 000 by the end
of 2002.

One of the initial activities of the NIl was to conduct a survey
of Federal agencies to determ ne the nunber of Federal

tel eworkers at the tinme (NTlI, 1996). Agency response to the
survey was hanpered by the fact that few agencies had any
establ i shed neans of counting their teleworkers. The resulting
uneven and possi bly inaccurate response fromthe agencies

i ndi cated approxi mately 9,000 Federal teleworkers. In a
subsequent audit of the aforenentioned survey response, the US
General Accounting Ofice (GAO found nunerous reporting errors.
GAO concl uded, however, that since understatenents and
overstatements were nearly equal, the reported total nunber of
tel eworkers could be assuned to be a reasonable, if shakey,

esti mate.

Over tinme, however, the NTlI did not fare very well (See OPM

Tel ewor ker Count bel ow). The expected boost in Federal teleworker
nunbers did not occur and by the end of 1998, GSA and DOT were
considering ways to inprove/reenergize the NTI. These pl anni ng
efforts are still a work in progress.

THE CLINTON FAM LY- FRIENDLY WORKPLACE MEMO #2



In June 1996, following up on his 1994 Fam |y Friendly Wrkpl ace
meno to all Federal agencies, President Cinton directed agency
heads to (1) review their personnel practices, (2) develop a plan
of action to utilize the flexible policies already in place,

(3) expand their ability to provide famly friendly workpl aces

(i ncluding opportunities to telecommute), and (4) where feasible,
to achi eve the goal of 60,000 tel ecommuters by 1998 as set by
the President's Managenent Council. He further directed agencies
to report their progress to the Vice President through the
Nat i onal Performance Review. “The National Performance Review,
together with the Donestic Policy Council, the President's
Managenent Council Wbrking G oup on Tel econmuting, the Ofice of
Per sonnel Managenent, and the General Services Adm nistration
wll continue to work with the executive agencies as we nove
forward together to increase productivity through famly friendly
wor k environnents.”

ResearcH Frov DOT

Al'so in 1996, Congress directed DOT to exam ne tel ecommuting

i ssues such as the benefits and limtations of different
approaches to inplenentation, keys to successful prograns, and
potential roles of Federal, state, and |ocal governnents in
pronoting tel ecommuting. In 1997, DOT published its research
report, “Successful Telecomuting Prograns in the Public and
Private Sectors: A Report To Congress” (DOT, 1997). This
assignment reflected the growing Federal interest in the

devel opment of all telework, not just Federal telework.

CONGRESSI ONAL COoALI TI ON LETTER

In Cctober 1996, still concerned about the |agging growth of
Federal telework, a coalition of eight menbers of the House of
Representatives wote a letter to all agency heads extolling the
val ue of telecommuting and encouragi ng expl orati on of

tel ecommuti ng options avail abl e.



NATI ONAL  PERFORMANCE REVI EW AND THE NTI

In 1997, Vice President Gore comruni cated, to all Federal
agencies, findings froma National Performnce Review (NPR)

anal ysis of agency reports on famly friendly workpl ace progress.
He noted “areas of achievenent as well as areas which require a
great deal nore effort.” One of the latter areas was

t el ecommuti ng:

“.... as many of you already understand, we nust intensify
our efforts to make tel ecommuting nore readily available to
our workers, not just in tinmes of personal or nedical
energency, but as an inportant managenent strategy. The
accessibility of nore than two dozen federal tel ecommuting
centers, the advances in information technol ogy, and the
proven effectiveness of work-at-honme arrangenents, should
give us the confidence that we can neet the challenge of

60, 000 federal telecommuters by the end of fiscal year
1998.. ... ”

He urged agency heads to provide the strong | eadership needed to
create a famly friendly workplace culture.

OPM PuBLI CATI ONS AND TELEWORKER COUNT

That sanme year, OPMissued a revised version of its 1995
publ i cation, ‘Balancing Wrk and Fam |y Denmands Through

Tel ecommuting’ (OPM 1997), as well as a telewrk briefing tool
called ‘ The Telework Briefing Kit’ (OPM 1997).

In early 1998, Reps Wl f and Hoyer requested OPMto conduct a
study of Federal agency famly friendly efforts and to include an
update on tel econmuting progress. In Cctober 1998, OPM publi shed
its response to the Congressional request. A featured finding in
the report was a case of good news/bad news. The good news was
that the nunber of Federal tel eworkers had grown to about 25, 000.
The bad news was that this was |l ess than half of the PMC goal of
60, 000 expected by that tinme. At approximately 1% of the Federal
wor kforce, this finding was also significantly | ower than the
various estimates (ranging from8%to 11% for the percentage of
tel eworkers in the US workforce.

CONGRESSI ONAL  HEARI NGS



Beginning in late 1999, the Congressional Wrkforce and Education
Comm ttee began a series of exam nations and hearings into the
reasons for the continuing slow growh of telework in the Federal
government as well as in the U S. workforce. This Congressional
activity is underway as of this witing.

GSA/ OPM TELEWRK PaLl cy Revi EW

In md-1999, GSA and OPM began tel ework policy exam nations in
two directions. The first direction focused on existing workpl ace
policy and its adequacy for supporting the Federal teleworkplace.
For exanple, issues began to arise regarding the definition of an
enpl oyee’s official duty station and its relationship to regul ar
and travel pay. It had becone clear that nunerous Federal

wor kpl ace policies needed to be revised and/or clarified in view
of the advance of telework (The inmportance of this activity was
hi ghlighted by a major public controversy over enployer
responsibility for home worksites - see OSHA bel ow). The second
direction focused on advancenents in Federal telework such as
wor ki ng anyti ne/ anywhere, alternative officing (hotelling, e.g.),
and tel ework-assisted dependant care. It was clear that pilot
tests and acconpanyi ng new policy were needed to inplenent these
advanced aspects of telework. Currently, GSA and OPM are pl anning
this activity.

THE OSHA CONTROVERSY AND | NFORMATI ON AGE WORKPLACE PaLl cy

I n Novenber, 1999, the Qccupational Safety and Health

Adm ni stration (OSHA) of the US Departnent of Labor (DOL) issued
an interpretation letter in response to an enployer inquiry on
enpl oyer responsibility for the safety and health conditions of
t el ewor ker honme worksites. In essence, the letter inplied that
enpl oyers were responsible and |iable for such conditions at

t el ewor ker home worksites. In January 2000, the OSHA letter was
hi ghlighted in a Washi ngton Post article. This set off a
firestormof criticismand concern based on explicit aspects of
the letter and inplications drawn by the nedia, tel ework groups,
Congress, and others. Rep. Wl f and others threatened
Congressional action unless the letter was withdrawn. The DOL

wi thdrew the letter and planned a detail ed exam nation to be
conducted in conjunction with rel evant public and private

organi zati ons and experts. Prior to the exam nation, however, at
a subsequent Congressional hearing, the DOL changed its official
interpretation and stated that, except for dangerous

manuf acturi ng applications, enployers would not be

responsi ble/liable for the safety and health of home worksites.



Because of other problens as well as the need for further
clarification of specific issues, Congress requested a
continuation of plans for a collaborative detail ed exam nation
and report. The issue is still being deliberated as of this
writing.

This was a significant event for at |least two reasons. First, it
hi ghl i ghted the existing m smatch between information age

wor kpl ace policy/practices and outdated industrial era policies,
procedures, and nanagenent culture. This need for updating
industrial era policy and procedure was pinpointed heavily in the
Congr essi onal hearings and attendant medi a coverage. Secondly, it
signal ed the advent of a mmjor policy shift regardi ng enpl oyer
responsibility and the safety and health of worksites in the

i nformati on age.

CoNncLusl oN OF PART ONE

The above di scussion covered, past to present, the general

hi story of Federal telework. As you can see, at the tinme of this
witing, there are new areas of telework action and energy that
are beginning to unfold. In addition to general events, however,
there were several streans of special applications of Federal
telework that paralleled the general telewrk activity. These are
di scussed bel ow.



PART TWO : SPECI AL APPL| CATI ONS OF FEDERAL TELEWORK

PEOPLE W TH DI SABI LI TI ES/ WORKERS COVPENSATI ON
DOD ProGRAM FOR PEOPLE W TH DI SABI LI TI ES

In April of 1993, Judith GIlliom a manager in the Departnent of
Def ense (DOD) O fice of Civilian personnel, formally introduced
telework as a DOD work option for people with disabilities. This
Fl exi pl ace project began with a one-year denonstration program
At the end of the denonstration period, the programtransitioned
into an on-goi ng, supported work option. This was the first
formal Federal effort to utilize the new Flexiplace initiative
for people with disabilities:

“The DOD program grew out of a larger effort to create new
opportunities for persons with disabilities in the DOD
civilian workforce. The goal was to create a diverse
wor kf orce in which at |east 2% of all civilians enployed
woul d be enpl oyees with disabilities. Flexiplace was seen as
a way of meeting that goal by offering an attractive work
alternative to prospective enployees. During the uncertain
period of base closures, reductions in force, and changes in
adm nistration during the early 90's the DOD altered its
goal fromcreating new opportunities to enhancing current
positions” (Hesse, 1995, p. 419)

Fi ndings fromthe denonstration program supported the concl usion
that tel ework can be useful for persons with disabilities across
a W de range of practice and should be a continuing work option.
This DOD tel ework option for persons with disabilities is
functioning actively today.

DOD CAP ProcrAM

Since its inception in 1990, DOD s Conputer/El ectronic
Accommodat i ons Program (CAP) has provi ded the equi pnent and

assi stive technology for people with disabilities to work at hone
or other alternate worksites (CAP, 1999). Working together, CAP
and the DOD Fl exi pl ace program for people with disabilities found
that Flexiplace is an effective accommobdati on and recruitnent

tool for people wth disabilities. CAP s target groups include:

- Recipients of workers’ conpensation paynents;
- Persons who are being subjected to disability retirenent;



- DOD enpl oyees with disabilities who could be nore

productive if they were allowed to work part or all of the

week at home or in some other off-site |ocation; and

- Persons with disabilities who have been unable to be

enpl oyed because their disabilities make it difficult for

themto function in a federal workplace on a regul ar basis.
Assi stive devices supplied by CAP can:

- Allow injured enployees to continue working in some
capacity;

- Help enployees return to work after injury in a nore
timely manner; and

- Help prevent further debilitation.

Today, CAP reports continuously increasing nunbers of recipients
of its services.

Executi VE MEMORANDUM ON EMPLOYI NG PECPLE W TH SI GNI FI CANT DI SABI LI TI ES UTI LI ZI NG
ALTERNATE WORK SI TES

In July 2000, President Cdinton issued an executive nmenorandum
directing all Federal agencies to (1) identify positions that can
be relocated to alternate worksites and that can be filled by
qualified individuals, including those with significant
disabilities and (2) regarding the identified positions, devel op
an action plan for encouraging the recruitment and enpl oynent of
qualified individuals wth significant disabilities.

WORKERS COVPENSATI ON ACTI VI TY

During the early 90's, agencies such as the Tennessee Vall ey

Aut hority, the Departnent of Labor, and DOD (as nentioned above)
began experinenting with the use of telewrk to (1) provide
opportunities for recipients of workers conpensation and (2)
reduce the size and expense of the Wrkers’ Conpensation (W0
Program

Three major difficulties were uncovered:

- Arisky situation for WC reci pients who nake the effort to
use telework to return to work (The risk is that if, for
sone reason, the tel ework option does not work for the
recipient, the recipient my have a difficult time returning
to WC support.);

- A m staken general belief by enployers that WC recipients
are not interested in returning to work;



- An informal finding that some WC recipients woul d not be
wel conme back to their workpl aces.

The latter two difficulties are programissues that could be
overconme with a well-mnaged programinitiative; the first
difficulty (recipient risk), however, requires a |legislative fix.
Faced with such difficulties, efforts to develop a feasible and
conprehensive tel ework option for Wrkers’ Conpensation faded out
by the md-90's. Various small initiatives continue to tackle
this challenge. Currently, however, the absence of any Federal
policy, legislation, and/or program established to bring the
benefits of telewdrk to Wrker’s Conpensation continues to be a
significant | ost opportunity.

THE EMERGENCE OF FEDERAL TELECOWMUTI NG CENTERS ( TELECENTERS)

The original Flexiplace guidelines called for pilot testing of

tel ecenters as well as work-at-honme prograns. Tel ecenters are
geographically convenient satellite offices shared by several
agenci es and/ or other enployers. ‘ Geographically convenient’
refers to being established in |ocations close to the residences
of potential Federal users. Telecenters serve the needs of those
enpl oyees who want/need a reduced commute but who require the
structure, social environnent, technology, and/or other resources
that are typically not available in a hone setting.

Because work-at-hone prograns involved fewer resources and | ess
conplexity, the initial phase of Flexiplace focused on work-at -
home prograns as opposed to telecenters. In the sumer of 1991,

t he Fl exi pl ace project nanagenent team began pl anni ng/ desi gni ng
Federal telecenters. By that tine, the project managenent team
was an active participant in the Tel econmuti ng Advi sory Counci
(see I TAC, below). Inspired by Flexiplace updates at Counci
neetings, Marsha Fuller, a consultant from Hagerstown, Maryl and,
approached the project managenent teamw th the idea that
Hager st owmn woul d be a good pilot |ocation for the tel ecenter
initiative. Wirking with the project managenent team M. Fuller
was able to interest the Hagerstown mayor and busi ness conmunity
in the idea. Thus, began the initial negotiations and concrete

pl anning for the first Federal telecenter. Ironically, Hagerstown
was not to be the first official Federal telecenter. M. Fuller
nount ed her own canpai gn on behalf of Federal telecenters. She
was abl e to engi neer hel pful publicity as well as Congressional

i nterest.

CONGRESSI ONAL  SUPPORT FOR FEDERAL TELECENTERS



In 1992, a variety of Washi ngton DC area congressi onal
representatives began work on establishing Federal telecenters.
Tom MM Ilen (D, MI) began by drafting authorizing |egislation
that woul d place responsibility for devel opnent of Federal

tel econmuting in the Commerce Department (NTIA). In subsequent
hearings held by McM Il en, several testifying agencies (including
Commerce) objected to the plan. This proposed | egislation was
soon dropped due partly to negative Federal reaction and, even
noreso, to McMIlen' s re-election loss a few nonths |ater

Meanwhi | e, on a separate Congressional front, Reps Hoyer (D, M)
and Wl f (R Va) drafted appropriations | anguage that would
provide $5 million to fund three tel ecenters (one in Hoyer’s
district of southern Maryland, one in WIf’'s district of northern
Virginia, and one in MM Ilen' s Maryl and eastern shore district).
In Septenber 1992, this appropriation was approved and i ncl uded
in the Treasury, Postal, etc. Appropriations Bill (Public |aw
102-393; 106 Stat. 1745). The purpose of the legislation was to
test the effectiveness of telecenters in helping to alleviate
area air quality and traffic congestion problens and in pronoting
a nore famly-friendly workpl ace.

As a result of further political activity, the preceding
appropriation was anended (by Public Law 103-123; 107 Stat. 1241)
in Cctober, 1993. The anendnent made the foll ow ng changes:

- added an additional one mllion dollars to the appropriation,
- added Hagerstown, Ml and Fredericksburg, Va to the list of
tel ecenter pilot |ocations, and

- dropped the Maryl and eastern shore district as a tel ecenter
pil ot |ocation.



OFFl c AL OPENING OF FEDERAL TELECENTERS

Prior to the influx of Congressional funding, GSA and Hager st own,
assi sted by private sector resources, established what can be
called a prelimnary tel ecenter |ocated at the Hagerstown Junior
College. Wiile this was a worthwhile early effort, it was not an
of ficial Federal telecenter. QOperation of official Federal

tel ecenters began wth the opening of the Wnchester, Virginia
tel ecenter. Between Cctober 1993 and May 1994, GSA establi shed
four pilot telecenters in the greater Washington netropolitan
area - two each in Maryland and Virginia. Initially, telecenters
ranged from 10 to 30 workstations in size. The first four pilot
tel ecenters offered a conbined total of 80 workstations to 143
participants and achi eved a workstation utilization rate of 55
percent by Decenber 1994. Custoner agencies paid a subsidized
rate of $100 per workstation per nonth. Sites included:

- a 26-workstation facility in Wnchester, Virginia in
partnership with the U S. Arny Corps of Engineers

Transatl antic D vision and the Wnchester-Frederick County
Econom ¢ Devel opnent Comm ssion (opened in Cctober 1993 with
14 wor kst ations);

- a 10-workstation facility at the Hagerstown Juni or Coll ege
in partnership with the Cty of Hagerstown and the U S. Arny
Garrison at Fort Ritchie, Maryland (opened in Cctober 1993);

- a 14-workstation facility in Charles County, Maryland in
partnership with the Charles County Comrunity Coll ege
(opened in May 1994); and

- a 30-workstation facility in Spotsylvania County, Virginia
(just south of Fredericksburg) in partnership with the
Rappahannock Area Devel opnment Corporation (opened in My
1994).

By Decenber 1994, 20 organi zations in 10 Executive Branch
Departnents and Agencies were participating in the four centers.
Agencies with the nost significant participation included GSA

t he Departnent of Defense (DOD), and DOT.

EVERGENCY RESPONSE: THE NORTHRI DGE EARTHQUAKE

In response to the Northridge (California) earthquake in 1994,
GSA initiated the first use of telecenters as an energency



response neasure. Only weeks after the January 17 earthquake, GSA
established three energency telecenters in the Los Angel es
metropolitan area. These centers hel ped Federal workers avoid
what for many had becone a six-hour round-trip comute.

CusTOVERS As TELECOWUTERS. | nmportantly, not only Federal enpl oyees
benefitted fromthe markedly reduced commuting tine afforded by
the California emergency tel ecenters. Agency customers were al so
spared the long trip into downtown Los Angel es. For exanple,
taxpayers in the Santa Clarita Valley could get help fromIRS
enpl oyees at the Val encia Tel ecommuting Center only five or ten
mnutes away. Simlarly, veterans could substitute a tedious
drive into west Los Angeles with a short, pleasant one to the
sane facility to receive guidance froma Departnent of Veterans
Affairs (VA) benefits counselor.

G ven managenent resistance to flexible workplace arrangenents,
even during an energency, results were inpressive through nuch of
1994. Despite little or no custoner input on the |ocation or
size of the telecenters, utilization rates at two of the three
tel ecenters were relatively high: the Valencia site (38

wor kst ati ons) operated at 87 percent of capacity during the
energency while the 29-workstation Westl ake site was at 62
percent utilization well into FY 1994. The Sherman Caks site
with 32 workstations was at 34 percent utilization at its peak.
GSA nmade these centers avail able cost-free to interested agencies
t hrough the end of FY 1994 and experienced an overall utilization
rate of 63 percent through the emergency period.

Al'l told, ten Executive Branch Departnments or Agencies
participated in the Los Angel es area energency tel ecenter effort
including: GSA, IRS, VA the Departnments of Defense (DOD),
Housi ng and Urban Devel opnment (HUD), Labor (DOL), Transportation
(DAT), the Social Security Adm nistration (SSA), the Ofice of
Per sonnel Managenent (OPM, and the Corporation for National
Service (CNS).

THE TELECENTER LESSON

The goal of the California Federal telecenters was twofold: to
serve as an energency response tool and to continue existing as
an on-going telework option. In 1994, however, the energency
Federal telecenters experienced the follow ng | esson which had
been | earned previously by non-Federal telecenters:



Tel ecenters energed ahead of their tine. In order to get
started, nost telecenters operated on a subsidy or energency
funding of sone sort. This allowed themprice their services
at discount rates that were well bel ow market rates and | ow
enough to be a non-issue for enployers. To succeed, however,
these centers would need to be sel f-supporting. To achieve
such i ndependence, nost telecenters eventually tried the
obvious route of increasing their fees to market |evel

rates. Raising fees to market |evels, however, had the

addi tional inpact of putting telecenter fee | evels on

enpl oyer radar screens. Enployers were faced with the
prospect of paying the nowsignificant telecenter fees IN
ADDI TI ON TO t he ongoi ng expenses for their tel eworkers’ main
of fi ce space: thus, enployers were paying doubl e overhead
for each tel eworker using a telecenter. The bottom i ne
result was that the raising of telecenter fees from

di scounted (subsidized) levels to market |evels highlighted
t he doubl e overhead probl em and reduced the nunber of paying
cust oners.

Anot her factor that reduced the nunber of paying custoners
was (and continues to be) ongoi ng managenent resistance to
tel ework, in general, regardl ess of cost.

Two maj or culture changes would be required to nake

tel ecenters viable: (1) a changed nanagenent culture that
woul d be nore anenable to flexible workplaces, and (2) a
changed organi zational culture that would be receptive to
alternative officing/space saving applications as part of
nore efficient facility nmanagenent. For exanple, space
vacated, partially or fully, by tel eworkers would be

rel eased, consolidated, reconfigured, sub-|eased etc. to
reduce main office space costs; resulting cost savings woul d
nore than offset the typically |ower costs for tel ecenter
wor kstations. As of this witing, neither of the

af orenenti oned culture changes has occurred in the mgjority
of Federal workplaces. (For nore detail on this discussion,
see the section on alternative officing).

By Decenber of 1994, due to the aforenentioned issues, only one
of the California energency Federal telecenters (Val encia)
continued to function. Gven the m xed-use of this center

serving both telecommuters and custoners, and its relatively high
utilization rate, the Valencia site was able to continue to
function with little or no subsidy.



OrHER CALI FORNI A PARTNERSHI PS

To build on this well-received start, GSA explored tel ecenter
partnerships with state and | ocal officials throughout
California. These prospective partnershi ps were designed to make
enterprising use of existing public assets (e.g., underutilized
space, equipnent, human resources), thus reducing the cost for
tel ecenter participants and their enployers. In these
arrangenents of | ow cost tel ecenter partnerships (which were
designed for both public and private enpl oyer use), Federal
agencies were tenants and paid a custoner fee ranging from $100-
$150 per workstation per nmonth. By Decenber 1994, for exanple,
Federal enpl oyees had al ready begun tel econmuting from four such
sites in the Los Angel es area.

OrHER SPECI AL RESPONSE TELECENTERS: OKLAHOVA CI TY AND ATLANTA

Wth the sanme expedi ence denonstrated in the aftermath of the Los
Angel es earthquake, GSA established two energency tel ecenters in
the Ckl ahona city area within weeks after the bonbing of the
Federal Building and four telecenters in Atlanta in response to
traffic congesti on needs associated with the 1996 Sunmer
Aynmpics. As with the Los Angel es tel ecenters, these were not
part of the aforenentioned Congressional telecenter
appropriation; these latter efforts were funded by speci al
authority of the Federal Buildings Fund. Wile the Atlanta
centers continue to operate, the Ckl ahoma centers have cl osed.
The cl osure of the Okl ahoma centers is not surprising since

Okl ahoma city was not on the |ist of areas having a high need for
telecenter intervention for traffic congestion and/or air

pol I uti on.

THE NATI oNAL GUARD BUREAU DI STANCE LEARNI NG/ TELECENTER | NI TI ATI VE

In 1995, the National Guard Bureau (NGB) was working on a major
nati onwi de project to convert many of its arnories into high-tech
training centers capable of delivering distance-learning to
guardspeopl e. Inspired by informati on on Federal tel ecenters, the
NGB proposed and obtained a partnership with the Federal

tel ecenter program The partnership was based on the fact that
the NGB expected to conduct its training activity in the

trai ning centers during non-business hours (evenings and
weekends), leaving the centers free for tel ecenter use during

nor mal busi ness hours. In addition to inproving the utilization
and revenue for NG arnory/centers, this partnership provided a
maj or increase in the nunber of Federal telecenter facilities and



tel ecenter association with a well-funded national program An
addi tional benefit of the NGB partnership was that the NGB
program brought a diversified revenue streamto the tel ecenter
busi ness: providing training and distance learning in addition to
wor kst ati ons. Tel ecenter managers had begun to realize that such
diversification of their offerings could enhance their chances
for success.

Thus, the NGB integrated tel ecenter workstations into its program
of ferings and, in conjunction with GSA began establishing

di stance learning/telecenter facilities (primarily in Maryland).
Due to a variety of inter-organizational difficulties, however,

t he NGB/ GSA partnership eventually | angui shed and currently
exists mnimally if at all. The NGB, however, has pushed ahead,

on its own, with the integrated (distance learning + tel ecenter)
nodel for its on-going initiative. Currently, the NGB has nore
than 180 distance learning facilities in operation.

MORE CONGRESSI ONAL TELECENTER ACTI VI TY

In 1996, in a continuing effort to junpstart the generally
underutilized Federal telecenters (Interagency Tel ecenter
Progranm) in the Washi ngton DC area, Congress passed a good news/
bad news bill. The good news was t hat

(1) GSA was authorized to ‘establish, acquire space for, and
equi p’ telecenters for use any public or private sector enployee
(Thus, not only was GSA fornmally authorized to get into the

tel ecenter business, but GSA-sponsored tel ecenters would no

| onger be limted to Federal enployee use.);

(2) telecenter user fees could be used to bolster tel ecenter
program operating funds; and

(3) agency heads were requested to ‘consider whether the need for
...facilities can be net using alternative workpl ace
arrangenments’ such as tel ecommuti ng.

The bad news for the infant tel ecenter programwas that for each
i ndi vidual telecenter, GSA would be required to charge user fees
that woul d recover the costs of establishing and operating the
center. This would result in significantly higher fees, possibly
reducing utilization and killing the program

By 1998, total Congressional funding for the Washi ngton DC
metropolitan area telecenters had reached $11 million dollars and
the nunber of associated telecenters had grown to 16. In 1999,
Reps Wl f and Hoyer authored additional teleconmuting

| egi sl ation. This | anguage

(1) required Federal agencies to set aside an annual m ni mum of



$50, 000 for tel ecenter user fees;

(2) appropriated an additional $2.1 mllion for tel ecenter
devel opnent ; and

(3) established a famly friendly support office at OPM

As of this witing, it has been | ess than a year since this

| egi sl ati on becane law, its inpact, thus far, has been m ni mal.
The tel ecenters are quickly approaching a make or break point in
their existence. As nentioned above, they have been gradually
raising their user fees to attenpt to recover costs and becone
self-sufficient. Interestingly enough, their custoner base and
overall utilization rates remain stable (possibly due to the
$50, 000 fundi ng requirenment nentioned above). It will be
interesting to see if they can hold on until the culture of
facility managenent becones nore anenable to their existence.

ENVI RONVENTAL | MPACT
CLI MAaTE CHANGE ACTI ON PLAN

In 1993, the Wite House published “The O inmate Change Action

Pl an” focusing on environnental issues. Devel opnent of tel ework
was one of the plan’s action areas. The plan assigned EPA and DOT
to take a series of actions designed to pronote hone-based and
center-based tel ecommuting. The plan requested that:

the U S. Environnmental Protection Agency (EPA), in
consultation with DOT, issue guidance to states to take
pro-tel econmuting neasures (e.g., reformng | ocal
zoni ng ordi nances; providing enployer trip reduction
and tax incentives; and inplenenting tel ecommuting
prograns for state and | ocal enployees);

DOT encourage states to use Federally provided
transportation funds to initiate or expand

t el ecommuti ng prograns;

DOT i npl enent a Federal telecomuting pilot project
with the goal of getting one to two percent of Federal
enpl oyees to work at hone at | east one day a week; and
DOT, in conjunction with other agencies, pronote part-
ti me, hone-based tel ecommuting to reduce traffic
congestion and pronote energy conservation.

ENvI RONVENTAL | MPACT RESEARCH

In 1993, DOT becane a major force in the devel opnent of Federal
tel econmuting when it published its now classic study on tel ework



and transportation. N cknanmed the ‘redbook’ because of its bright
red cover, ‘Transportation Inplications of Telecommuting was the
first conprehensive research-oriented treatnment of this topic by

a Federal entity. It is still wi dely used today.

Soon afterward, the Departnent of Energy published another
transportation-rel ated research report (DOE, 1994). This report
provi ded detail ed anal ysis of energy and em ssi ons consequences
of tel ework.

These latter reports finally gave Federal tel ework a sound
enpirical quantitative basis for its assertions of telework’s
environmental benefits. Both research efforts, however, faced a
probl em that continues today: the fact that tel eworkers are not
numer ous enough to provide credible direct evidence on

envi ronnment al inpact. Consequently, both reports relied heavily
on analysis via nodels and projected data. Wiile both reports

i ndi cated future prom se for telework inpact on the environnment
(traffic congestion, air pollution, energy conservation), their
estimates indi cated nodest inpacts which served to tone down sone
of the clains being nmade by tel ework advocates.

TRAFFI ¢ CONGESTI ON AND A PrROPOSED Execuri VE ORDER

During the latter half of the 90's, nost urban areas were being
del uged by traffic congestion problens. Prom nent anong these was
t he WAashi ngton Metropolitan Area whose Board of Trade and counci
of | ocal governnents had repeatedly produced studi es warning of
the inpending perils due to the increasing traffic congestion. In
response to this, the Cinton Adm nistration directed the DOT to
take the |l ead on a Federal response. One of the resulting Federal
responses was to set up an interagency effort to draft an
executive order. The taskforce assigned to draft the order
favored the inclusion of a strong statenent on tel ecommuting that
woul d require the Federal governnment to take on nore
responsibility by significantly reducing its share of the
congesti on.

Ei ght nonths after the original draft was submtted by DOT to
OvB, however, it had not been signed into action and was
considered dead in the water. This caused concern anong sone of
the tel ework advocates in Congress and, in February 2000, Rep.
Wl f introduced legislation to require the President to sign and
i npl enent the executive order. Shortly thereafter, OVB revised
the draft executive order, deleting all nention of tel ework and
focusing on transportation subsidies. President Cinton issued



this version as executive order 13150 in the spring of 2000.
Needl ess to say, this was a mmj or source of consternation in the
tel ework advocacy comunity.

CONGRESSI ONAL  ENvI RONVENTAL CREDI T PLAN

In the sumer of 1999, notivated by nounting concerns over urban
traffic congestion as well as the continuing slow devel opnent of
tel ework, Rep. Wbl f, now chairman of the House Appropriations
Subconmi ttee on Transportation, introduced a bill to pilot test
financial incentives to businesses that |let enployees work from
hone on various days. Rep. WIf’s pilot program to be conducted
in five netropolitan areas, would give voluntarily participating

firms pollution credits that they would be free to sell in deals
w th ot her businesses and nonprofit groups, Federal and state
governnments and schools and universities. The bill was enacted

into law and a task force that includes DOT, EPA, and DCE was
established to design and inplenment the program The design
effort is currently underway.

ALTERNATI VE OFFI ClI NG

In the md 1990's, a new driver for Federal telewrk began to
surface. This driver is reduced facility costs. It was noted that
with sufficient utilization of tel ework, an agency coul d
reconfigure its main worksite to take advantage of the fact that
at least part of the tine, there could be a significant anmount of
wor k space, vacated by teleworkers, that is not in use. The

resul ting reconfiguration based on options such as hotelling,

m ni -wor kst ati ons, desk sharing, team space, etc. could enable
enpl oyers to achieve significant reductions in operating costs

t hrough reductions in main worksite space, through |easing or
sub-l easing of main worksite space, and/or through consolidations
of main worksite space.

This “alternative officing’ is a by-product of the tel ework
novenent. Because it requires a new nmanagenent view toward the
possessi on and handling of office real estate, it is a culture-
change novenent in itself.

THE FEDERAL RAI LROAD ADM NI STRATI ON ALTERNATI VE OFFI G NG ACTI VI TY

(FromJuly 28, 1999, FEDERAL RAI LROAD ADM NI STRATI ON' S
REPORT ON TELECOWMUTI NG



In 1995, the Federal Railroad Adm nistration (FRA) inplenented a
tel econmuting plus alternative officing programin 22 Railroad
Safety Inspector field offices around the country. Safety

| nspectors who volunteered for the programtel ecommuted full-tinme
fromtheir homes and their traditional office space was

el imnated. By January 1997, the FRA had cl osed seven field

of fices, reduced space in two others, and saved approxi mately
$80, 000. In FY 1997, the FRA closed 5 nore field offices and
reduced space in 3 offices resulting in an annual savings of
$84,644. In FY 1998, FRA closed 6 field offices and reduced space
in 4 offices, resulting in a cost savings of $87,285. As of this
witing, no new FRA field offices have been established.

In this case, telecommuuting was not considered a condition of
enpl oynent and participating enployees could elect to term nate
their arrangenments with 3 nonths advance notice. FRA would then
be required to find and provide traditional workspace for the
tel ework-termnating inspector(s). As of this witing, only one
tel ecommuti ng i nspector has requested termnation of his

tel econmuti ng arrangenent. Approximately 65% (185 enpl oyees) of
the FRA's inspector workforce tel ecommutes on a pernmanent basis.

Current FRA telecomuting goals continue to be focused on
reducing facility costs, inproving enployees’ well-being through
maxi m zation of participation and inproving operational

ef ficiency.



ALTERNATI VE OFFI CI NG AT THE DEPARTMENT OF EDUCATI ON AND OTHER AGENCI ES

In 1996, the Departnent of Education used an alternative officing
solution to deal with budgetary problens. Using a conbination of
hotel I i ng and honme wor kst ations, Education was able to reduce
facility costs in regional field office |ocations. These savings
enabl ed Education to save 24 jobs that otherw se would have been
| ost .

O her agencies that have reported alternative officing activity
are the Consuner Product Safety Conm ssion and t he Defense
Contract Audit Agency.

THE | NTERNATI ONAL TELEWORK ASSCCI ATI ON (| TAC)

In the early 90's, at the very beginning of the PCM Fl exipl ace
initiative, Federal planners realized that telewrk activity
spanned far beyond the Federal sector and that information,
support, technical assistance, and nunerous other benefits could
be obtained by joining a small but growi ng advocacy group which
at that tine was called the Tel econmuti ng Advi sory Council (now
called the International Tel ework Association and Council). OPM
and GSA both participated actively in ITAC, GSA is still heavily
involved in I TAC. Over the years, |ITAC and Federal agencies
partnered on numerous nutually beneficial activities in support
of the telework novenent. One of the primary partnership
activities, which began in 1995, was ‘' Tel ecormute Anmerica!’ which
i s discussed bel ow.

TELECOWUTE AMERI CAl ( NOW CALLED TELEWORK AMERI CAl )

In 1994, after conducting a successful event which set aside a
speci al day for conpany-w de tel ecomuting and tel ecommuti ng
focused activity, AT&T contacted EPA, GSA, and the Associ ation
for Conmmuter Transportation (ACT). AT&T' s purpose was to propose
a simlar activity on a national scale. Qut of these discussions
energed plans for Tel ecormute America! (now called Tel ework
Anerical!). Telework America! (TWAM is a public/private
partnership designed to pronote and support the growth of

tel ecomuting in the US. TWAM s initial founding sponsors

i ncl uded AT&T, EPA, GSA, ACT, ITAC, and the US Departnent of
Comrerce. Using nmajor funding from AT&T and EPA, TWAM was

i npl enented as a week-1ong, nationw de slate of telework events
in 1995. The Federal governnent has used TWAM as a forumto focus
attention on its tel ework novenent. Today, TWAMis still a



public/private partnership but is now a year-round, internationa
activity run by I TAC

A SPECI AL PARTNER: WMCOG

The coi ncidence of the followi ng factors created an on-goi ng
partnership between the Federal tel ework program and the
Washi ngt on Metropolitan Council of Governnents (WJMCOG) :

- the growing traffic congestion problemin the DC
netropolitan area (now rated as the second worst congestion
in the nation),

- the fact that the primary | eaders of Federal telework are
| ocated in the DC area, and

- the fact that the primary |location for Federal tel ecenters
is the DC netro area.

Though based and focused in the DC area, COG becane a nmj or
chanpi on and supporter for Federal telework and telecenters. This
support includes funding and other resources as well as services.

TODAY

As mentioned in the beginning of this discussion, the Federal
telework programis still evolving. Reading through this

di scussi on, one can see that, in fact, there is a lot of tel ework
activity unfolding at this time. Federal telewdrk is not yet a
mai nstream arrangenent and, certainly, there are sone serious
chal | enges ahead. Al in all, however, things | ook prom sing for
telework as well as nuch needed true progress into the

i nformati on age.
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