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Chapter 1
PURPOSE OF PILOT
The purpose of this pilot is to evaluate and report on the effect of telework and alternative work schedules on productivity, customer service, and internal work units.  A final report will be delivered to the ORS Director for review and the results and supporting data will be used to craft future ORS policy and procedures on Alternative Work Arrangements.  
The goal for the ORS pilot is to:

· Explore and improve methods to measure and evaluate work output during AWA

· Find the best fit for the ORS mission

· Educate on best practices in AWA

· Culture shift

· Ensure consistent application of AWA

AWA PILOT OPTIONS
· Telework – Telework is the practice of working from home, or other remote location, in lieu of coming into the office.  An alternative that would benefit the organization, the employee, and the community.  ORS will be evaluating the impact of expanding the usage of telework in the pilot program.  For the purpose of this pilot project, telework may occur on an ad-hoc basis or be scheduled for a set number of days per week.  The maximum number of telework days per week is three.  
· 5-4/9 (Compressed Work Schedule) - allows employees to pre select a daily tour whereby there are 8 nine hour days, 1 eight hour day and 1 day off during a pay period.  

· 4/10 (Compressed Work Schedule) - allows employees to work 4 ten hour days per week.

· Gliding Schedule (Flexible Work Schedule) - allows employees to vary arrival and departure times on a daily basis during the established flexible hours.  Employees must work during core hours (9:30 – 11:30 and 1:30 – 3:30).  Credit hours may be earned.  
· Credit hours are hours employees request to work in excess of their basic work week requirement to be able to take time off from work later.
PILOT MENU OPTIONS
The extent of participation for each Business Unit can vary in the pilot.  There are several pilot option possibilities:
1. Employees can apply for telework.
2. Employees can apply for telework AND add an AWS model (5/4-9, 4/10 or Gliding) to the Business Unit.  

3. Employees can add an AWS model (4/5-9, 4/10 or Gliding) to the Business Unit only.

 *Please note that if your Business Unit currently has 5/4-9, and no other Pilot options are requested, no application is necessary.
CRITERIA TO EVALUATE PILOT APPLICATIONS
Each pilot application will be evaluated by the AWA Steering Committee and forwarded for final approval.  Below are the criteria that will be used to judge the pilot applications.
a. Adequate office coverage 5 days per week

b. Core hours and customer service hours defined

c. Clearly defined work output and measures

d. Customer service is constant.  Communication plan ensures that the customers should detect no difference in the quality or timelines of service rendered from the primary office or the telework location.  
In addition to the above criteria, the needs of the Business Unit and the customers should be considered during the application process.  Successful AWA applications should also take the following into consideration;
· Coverage – Before an employee is approved to use Telework day, credit hours, 5-4/9 or 4/10 work schedule, (s) he should arrange their office in such a way that their backup can find pending action items, backup files, etc.  Approved Telework day, credit hour usage and AWS day off will be posted on the employee’s outlook calendar.  In addition, the out of office assistant and voice mail messages will allow customers to know who to reach for help.  
· Supervisor Coverage - When not present during periods when employees are on Telework or AWS, supervisors must ensure proper control of work operations by designating a senior employee to oversee operations or by some other method to ensure that employees in the work unit comply with the established schedules
· Meetings – Meetings held on Mondays and Fridays should not be rescheduled to accommodate individuals on credit hours or AWS day off.   

WHAT HAPPENS BEFORE, DURING AND AFTER THE PILOT?

Before the pilot each Business Unit should review their organization to determine if the Pilot Program will be applicable.  An ORS survey will also be distributed to baseline all staff.

During the pilot each Supervisor and Business Unit should be prepared to discuss with the AWA Steering Committee any positive, negative or indifferent issues that have arisen midway through the Pilot.  Data should be kept on the number of ad-hoc telework days, by employee that have occurred.

After the pilot each Supervisor and selected employees of the Business Unit will be interviewed on lessons learned from the pilot program.  A final report including data and recommendations will be given to Dr. Johnson for review.  
AWA PILOT APPLICATION PROCESS

1. All Forms can be found at http://oam.ors.od.nih.gov/wmpb/index.htm
2. For this pilot program, a Business Unit applies as a group, not by individual employee.  

3. Business Unit should meet as a team and review pilot guidelines.

4. Regardless of Pilot Menu, all applications will include:

a. AWA Pilot Request Form

b. Summary of Tour of Duty (Attachment 1) should be completed for all employees of the Business Unit, regardless if they are participating in the pilot or not.

For Pilot applications with Telework component

c. Complete Telework Agreement for each new telework employee.  Agreement should be signed by both employee and Supervisor.

5. Obtain Division Director signature and comments on the concurrence line on both AWA Pilot Request Form, and each individual Telework Application.
6. Mail completed package to the AWA Steering Group (Joanne Aarons, NSA, Suite 100) for review and approval.  

7. After AWA Committee Review, the package is forwarded to the ORS Director for final decision. 

8. A final copy of the Request for AWA Pilot Participation will be sent to the Business Unit supervisor.  
CHECKLIST FOR PILOT APPLICATION

1. All Forms can be found at http://oam.ors.od.nih.gov/wmpb/index.htm
2. For this pilot, a Business Unit applies as a group, not by individual employee.  

3. Business Unit should meet as a team and review pilot guidelines.

4. Regardless of Pilot Menu, all applications will include:

a. AWA Pilot Request Form is to be completed by the Business Unit, including employees and supervisor.
b. Summary of Tour of Duty (Attachment 1)

For Pilot applications with Telework component

c.  Complete Telework Agreement for each new telework employee.  Agreement should be signed by both employee and Supervisor.

IN CONCLUSION:

The essential key to Alternate Work Arrangement success is the opportunity for the Business Unit to discuss and plan strategies that will enable them to implement effectively.  The good news is that Alternate Work Arrangements often strengthen and improve an organizations work processes.       
CHAPTER 2
OVERVIEW OF TELEWORK
ORS strives to promote telecommuting as a legitimate flexible tool for managers and employees while assuring continued productivity.  This ORS pilot manual does not supersede the NIH Telework Policy, specified in NIH Manual Chapter 2300-600-1, but rather highlights some important telework issues.

CONDITIONS OF TELEWORK
The supervisor and the employee should both agree to participation in a telework program. Participation is not an entitlement. Approving officials will consider both eligibility guidelines and the needs of the organization in deciding whether to grant a request. Any employee, however, who meets the list of criteria established by this policy, and whose job is suitable for working remotely, is eligible to apply for telework. 

Employees who participate in other flexible work arrangements (e.g., Alternative Work Schedules) are eligible to apply for telework, as are supervisors under this pilot program.

To be eligible to apply for telework, the employee must: 

· Be an NIH employee, either full or part-time (PHS Commissioned Officers are covered under their own policy

· Have a  fully satisfactory performance record or, for a new employee, the applicable equivalent;

· Not be on Special Leave Procedures or a Performance Improvement Plan (PIP); and 

· Have no documented misconduct personnel action on permanent record within the last three years.

· Employees work is performed independently with infrequent guidance from supervisor

The tasks that will be performed while teleworking must:

· Be portable, i.e., be work that the employee can reasonably complete at an alternate site;

· Generate work products that can be measured and/or evaluated for quality;

· Not require close supervision or frequent guidance from a supervisor;

· Not require constant face-to-face interaction with coworkers and/or customers; and;

· Not require on-site performance or a constant state of readiness
· In addition to all of these criteria being met, employee must use a remote work site that is fully equipped to accommodate job responsibilities.
TELEWORK PILOT SCHEDULES
For the purpose of this pilot project, telework may be conducted ad hoc or a maximum of three days per week on a consistent basis.
· Core Telework – set the same number of days per week/pay period (e.g., every Tuesday). 

· Ad Hoc Telework (less frequent than core telework) – scheduled a few days in advance for specific tasks (e.g., monthly financial statements, semi-annual performance reviews, quarterly progress reports, reviews, analysis, etc.). 
HOW TO MEASURE TELEWORKERS WORK OUTPUT:

Management by Results - For some supervisors, their biggest concern with telework is, “How will I know my teleworkers are getting the work done?” The best way to answer this question is to ask yourself, “How do I know they’re work is getting done now?”  

 

Management by results is an approach to measure job performance by focusing on results (outcomes and deliverables). Many organizations that offer telework support management by results because it is a tool managers can use to fairly evaluate employees whether or not they actually observe work performance. Management by results follows these steps and they are strongly recommended to consider when discussing and preparing the AWA application:

 

· R is for Review: Review current job tasks and responsibilities. Together with your employer/supervisor discuss and agree on these.

 

· E stands for Establish: Establish measurable outcomes and deliverables.  

 

· S for Specify: Specify who receives or monitors the outcomes and deliverables, and when interim checkpoints and due dates will occur.

 

· U is for Use: Use language that avoids subjectivity, vagueness and interpretation. Be clear and specific to avoid misunderstanding about what is required.

 

· L for Link: Link outcomes and deliverables to organizational goals. It is important that we understand the importance of our work functions in relationship to the organization’s goals, mission, products and services.

 

· T stands for Track: Track performance results.  How do you track your performance today? Do you use performance appraisal forms? Monthly reports? Tracking results allows you to compare from review period to review period how you are doing.

 

· S is for Schedule: Schedule ongoing evaluation and revise as necessary. This applies to both ongoing, formal evaluation of your job performance and the Management by Results process. Make changes to each of these as appropriate.

 

TELEWORK COMMUNICATION PLAN:   

Before a Business Unit’s AWA application is approved to telework, we strongly recommended that the following issues be considered when establishing your telework plan:

· Continuity of office coverage is mandatory and must be transparent to all ORS stakeholders (e.g. ORS offices, NIH, other governmental and executive offices, etc.) 

· Telework employees should arrange their office in such a way that their backup can find pending action items, backup files, etc. 

· Outlook calendars should be shared with all Business Unit employees and approved telework days will be posted on the employee’s outlook calendar.  

· Telephone calls will be forwarded to remote site so phone calls are usually answered and voice mail is solely a backup.  When a call reverts to voice mail, calls are returned within an hour or two hours maximum.  

· Employees are strongly encouraged to store all files on shared drives that are accessible through VPN.  Reliance on hard copy files is detrimental to successful teleworking arrangements.

· Before/During/After (BDA) –

· Before telework day, employee should communicate with supervisor on what work will be accomplished on telework day, preferably in writing.  

· During telework day, employee should communicate with supervisor based on telework agreement schedule, but not less than once a day.

· After telework days employee should document the work completed in an email to the supervisor.  
TELEWORK PROPERTY AND TECHNOLOGY 
When NIH-owned equipment is provided, the system will be loaded with the most current operating system updates.  All teleworkers will be responsible for ensuring that the system stays current with operating system updates by either loading them from the vendor’s website or bringing the equipment into the office for update by ORS IT staff.  The NIH-owned equipment will also be loaded with the latest anti-spy ware and anti-virus software.  The anti-virus software will be configured to update automatically each day when the system is turned on and connected to the Internet.  It will be the responsibility of the teleworker to ensure the system stays current with the latest updates to the anti-Spy ware.  Updates can be obtained from the NIH security website http://antivirus.nih.gov/.
The employee may provide his/her own equipment. He/she is responsible for its installation, configuration, service and maintenance.   For additional information on property and technology requirements, see Addendum Number 1.
CHAPTER 3
ALTERNATE WORK SCHEDULES (AWS)
Alternate work schedules provide supervisors and Office/Division Directors with an alternative method for meeting program goals while allowing employees to be more flexible in scheduling their activities at ORS.  

· Please note that if any employees are currently on a 5/4-9 or 4/10 tour of duty, their status will not change during the pilot.  The employee may elect to change to another AWS program or remain on the same tour.
There are two types of Alternate Work Schedules: Flexible and Compressed.

· Flexible Work Schedules consist of core times and flexible time. Core time is the portion of the day during which all employees must be present for work. The core hours for ORS Flexible Work Schedules are 9:30 am to 11:00 am and 1:30 pm to 3:30 pm. Flexible time is the portion of the workday during which employees may select starting and stopping times within preset limits. Flexible time for ORS is between 6:00 am to 9:30 am and 3:30 pm to 7:00 pm. Employees who are approved for flexible work schedules may earn credit hours.  
· Credit Hours are hours employees request to work in excess of their basic work week requirement to be able to take time off from work later. Prior supervisory approval to accumulate Credit Hours is required. Requests to work Credit Hours are initiated by employees (in contrast to compensatory or overtime which must be authorized by supervisors in advance). Before approving an employee's request to earn credit hours, supervisors should consider if there is a need, whether the employee's request will enhance the ability of ORS to accomplish its work objectives and whether adequate supervision is available during that time.  Employees may not earn more than 2 credit hours in one day.  There is no time limit on for the use of earned credit hours except that no more than 24 unused credit hours can be carried over from one pay period to the next for full-time employees.  Credit hours do not convert to overtime.
· Compressed Work Schedules allow employees to work more hours per day and have one or more days off per pay period.  Please note: employees on compressed work schedules may not earn credit hours during the week or on weekends (i.e. if an employee decides to work on their AWS day or if the supervisor asks the employee to work on an AWS day, credit hours may not be earned. In these situations, employees and supervisors should agree on changing the AWS day.)
Alternate work schedules are not employee rights. They are organizational tools for improving workplace effectiveness. Supervisors should regularly assess whether employees using AWS schedules are meeting productivity, morale, customer service, and cost objectives. If any schedule interferes with the ability of ORS to achieve its objectives, the AWS schedule should be terminated. 
CONDITIONS FOR PARTICIPATION IN AWS:

NIH Eligibility Requirements:
· All non-SES, full and part-time civil service employees are eligible to participate in either the FWS or CWS model.   

· Supervisory personnel may participate in AWS.  

· Employees rated less than fully successful and/or on documented special leave procedures are ineligible.

Supervisor Responsibilities:

· Supervisors should establish a back-up system to ensure that the areas serviced by staff are adequately covered in their absence.  

· Supervisors are also charged with not allowing participation to result in diminished levels of service, reductions in productivity, or substantial increases in operating costs other than reasonable administrative costs of establishing the program. 

· Because of these requirements, some work units and positions may be deemed ineligible for participation in Alternative Work Schedules.

· The supervisor is responsible for reviewing, modifying, and approving all requested tours of duty for their work units.  

· Continuity of office coverage is mandatory and should be transparent to all ORS stakeholders (e.g. ORS offices, NIH, other governmental and executive offices, etc.)
AWS PILOT OPTIONS:

The following alternative work schedules will be offered during the pilot program:

Type of Schedule




Model Description

	(CWS) Four-Day Work Week – 4/10
	Four days 10 hours per day 

	
	

	(CWS) 5/4-9 Compressed Plan
	Eight 9 hour days and one 8 hour day for a total of 80 hours

	
	

	(FWS) Gliding Schedule
	8 hours per day/10 day tour but no fixed arrival & departure time per day.   Employee must work core hours. Credit Hours may be accumulated


· 4/10 (Compressed Work Schedule) - allows employees to work 4 ten hour days per week.

· 5-4/9 (Compressed Work Schedule) - allows employees to pre select a daily tour whereby there are 8 nine hour days, 1 eight hour day and 1 day off during a pay period.  

· Gliding Schedule (Flexible Work Schedule) - allows employees to vary arrival and departure times on a daily basis during the established flexible hours.  Employees must work during core hours (9:30 – 11:30 and 1:30 – 3:30).  Credit hours may be earned.  
EARNING AND USE OF CREDIT HOURS
The process for accumulating and using credit hours requires that employees enter their arrival and departure times (sign-in/sign-out) into ITAS each day that they will be working credit hours. ITAS sign-in is only required on days earning credit hours.  Employees should highlight "Credit Hours" for the category of hours worked on the screen. ITAS will automatically keep a cumulative account of the number of credit hours earned and taken. Employees may request using accumulated credit hours through ITAS in lieu of annual or sick leave for approved absences during their normal tour of duty.  Upon rare circumstances if an employee forgets to sign in upon arrival, they can do so at anytime during the day and amend the arrival time and an explanation is required.    
Earning of Credit Hours

· Employees on a compressed work schedule, 5-4/9 or 4-10, are not permitted to earn credit hours.  

· Lunch Break - Working through the thirty-minute lunch break does not count toward credit hours and is not permitted. 
· For flexible work schedules, e.g. gliding schedule, the earning of credit hours will be permitted at the discretion of the official supervisor and in some cases must be pre-approved as outlined below and are non-overtime work: 

· Employees will not be permitted to routinely earn and use credit hours in order to shorten the same workday. 
· Employees elect, with supervisory approval, when they will earn credit hours during the workweek between the hours of 6:00 am and 7:00 pm as long as there is adequate supervision and the employee does not earn more than two hours a day.

· Requests to earn more than two credit hours in one day and on the weekend will only be permitted for projects that are specific and that result in measurable outputs that can be documented.  These requests require Division/Office Director approval. The Division/Office Director will consider and approve written requests in advance.  

Use of Credit Hours

· The use of credit hours must be pre-approved via a leave request in ITAS.  

· Credit hours may only be used when there are sufficient backup services.
· Credit hours may be used in 15-minute increments 
· Participants may use credit hours within the pay period they are earned; however, they must be earned first.  A maximum of 24 credit hours may be carried over to the next pay period.  Supervisors and employees need to be aware of the possibility of employees having a large amount of use or lose leave at the end of the leave year.  Requests for restoration of leave will not be honored if an employee is earning credit hours.  By August of each leave year, employees earning credit hours should discuss use or lose balances with supervisors and plans to schedule this leave.
· Supervisor should confirm with the employee and the appropriate Timekeepers that affected employees’ Tours of Duty have been updated, if changes to work schedules are involved.
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