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SUMMARY

A standard practice among most employers, including federal agencies, is to place significant restrictions on the use of telework for dependent care (e.g., children, elders, disabled relatives) purposes. Such restrictions, however, may be becoming untenable as increasing numbers of employees find themselves in caregiving roles, having to balance job duties with dependent care responsibilities. Moreover, due to the dearth of studies exploring the relationship between telework and dependent care, these restrictions are not based on sound policy and practice supported by empirical evidence. 

To address this research gap, the US General Services Administration (GSA) conducted two studies. The first study was conducted in 2003 and focused on telework center users (EPP, 2003). The second study focused on home-based teleworkers and is the primary subject for this current report. 

In 2005, GSA surveyed 1,635 federal teleworkers on the use of telework to assist with dependent care situations. Results showed that 53% of the respondents had responsibilities for dependents and, of those, 91% indicated that telework helped them with their dependent care responsibilities. A majority of these respondents indicated that telework benefited themselves as well as their dependents (happier, healthier) and their organizations (reduced turnover, improved job performance). These results suggest that the aforementioned standard practice may not be the best practice. To test the strength of these findings, the results from the 2005 study were compared with those from the 2003 study.  The results from the two studies were consistent, thereby adding further substantiation to the findings. Potential changes that federal agencies can make to their telework programs and policies are discussed, and recommendations for next steps are presented.

IS STANDARD PRACTICE BEST PRACTICE?

EMERGING PERSPECTIVES ON TELEWORK AND DEPENDENT CARE


The practice of working from anywhere, any time (also known as telework), is being adopted by increasing numbers of employees in the private and public sectors. A 2005 study by ITAC, the Telework Advisors to WorldatWork, estimated that 45.1 million Americans telework from home, up from 44.4 million in 2004 (ITAC, 2005). Included in the 2005 number are nearly 10 million salaried employees who telework at least one day per month, an increase from 7.6 million in 2004. Facilitating this trend is Public Law 106-346, which requires federal agencies to   provide the opportunity to telework, at least one day per week, to all eligible employees.


A key benefit commonly associated with telework is its potential for assisting employees with dependent care responsibilities, such as taking children to doctors’ appointments, keeping a disabled spouse on a regular medication routine, or providing a presence for an elder (Beasley et al., 2001; Sullivan & Lewis, 2001; Tremblay, 2002). Yet, many organizations do not support the use of telework to assist employees with dependent care responsibilities, and, moreover, it is often standard practice to specifically exclude this option in their telework agreements (Hill et al., 2001). The reasoning for this exclusion is that telework should not be a substitute for dependent care and the presumption is that blending dependent care and telework will result in reduced quality of work as well as of dependent care. However reasonable this exclusion may seem at face value, the reality is that it is based on out-dated opinion as opposed to empirically tested fact and practice.
The Impact of Caregiving on Employees and Their Organizations


More and more employees are finding themselves responsible for some type of dependent—an elder, spouse, relative who is disabled, infant, young child, teen, etc. Trends have shown large increases in the numbers of employed individuals who are caring for aging parents and other elders (Barling et al., 1994, Sunoo, 1997) and aging spouses (Cantor, 1992).  So significant are the trends of parents simultaneously caring for elders that terminology has been created describing this generation of parents as the “sandwich generation” (Buffardi et al, 1999).  The challenge of providing quality care for this variety of dependents is increased by the fact that people are working longer hours than ever (Hill et al., 2001). These trends indicate that a growing number of employed individuals must balance heavy workloads with traditional and new caregiving demands. Unfortunately, without assistance, this balancing act can adversely affect all parties involved.


Employees’ struggles to manage their work roles and dependent care situations have resulted in a range of negative consequences for both employees and their organizations. In a survey conducted by CareerBuilder.com (Delaney, 2006), 25% of working mothers expressed dissatisfaction with their work/life balance and were actively seeking jobs with more flexibility. Thirty-eight percent indicated they had missed at least two significant events in their children's lives in the last year due to work; 10% percent indicated missing more than five such events; and 26% indicated that their jobs were negatively impacting their relationships with their children. The problem is of such severity that 52% of the respondents indicated a willingness to take a pay cut to spend more time with their children; this is an increase from 38% last year. A labor market study, for the period from 1969 to 1996, by the U.S. Council of Economic Advisers (1999) reported that due to increased work hours there was a 14% decrease (22 hours/week) in parental time available for children and that “the time crunch falls heavily on employed women who spend over one third less time on child care and household tasks than women without paid jobs, but still have 25 to 30 percent less free time.”   

Regarding organizational consequences, Barling et al. (1994) found that caregiving employees are more likely to arrive to work late, leave early, make care-related phone calls, and tend to other dependent care tasks during work hours. The direct effect of these behaviors on organizations’ bottom lines is significant. Lee (1997) found that employees who are caregivers for elder dependents are twice as absent as non-caregivers; research has quantified the costs of this absenteeism along with related other costs to total in the billions (Boles, 1997; Faught, 1999).  Additionally, Faught (1999) found that 10% of caregivers quit their jobs to dedicate more time to caring for an elder. Finally, Zedeck & Mosier (1990) reported a loss of $1 million in wages and benefits in a single year for one organization due to employees who missed work to care for a child. Besides these direct effects of balancing work and caregiving demands, there also are indirect effects to take into account.


Indirect effects based on role conflict (whether it is family that interferes with work or work that interferes with family) also have a significant impact on caregiving employees and their organizations. First, caregiving employees report less job satisfaction (Ahuja et al., 2002) and lower organizational commitment (Buffardi et al., 1999; Casper et al., 2002) than do non-caregivers. Given that industry norms on the cost impact of turnover range from 100% to 330% of a position’s salary, the impact of the aforementioned employee attitudes on the organization can be substantial (Maher, 2004). Second, a Parents at Work study (cited in Women in Management Review, 1996) found that 1 in 5 working mothers reported their marriages were at risk due to role conflict. Although the latter is a seemingly personal issue, research has found that U.S. organizations lose $6.8 billion annually due to absenteeism attributed to marital distress (Forthoffer et al. cited in Hill et al., 2001). Third, caregiving employees report negative effects of role conflict on their physical and mental health, which translates into higher costs for employers in terms of increased utilization of healthcare and employee assistance program benefits (Lee, 1997; Lee, Walker, & Shoup, 2001). No doubt, the indirect effects of employees’ inability to effectively manage work and dependent care can strongly and negatively impact their employers’ bottom line.


 It is clear that helping employees balance work demands with caregiving demands is in the best interest of organizations and employees alike. Spinks (2004) notes that many leading organizations have adopted an array of programs, including many caregiving programs such as elder referral assistance, on-site childcare, back-up childcare, etc. in order to attract and retain employees and manage the organizational impacts of employees’ caregiving. Providing employees with flexibility in how, when, and where they work also has proved to be an effective management tool.

How Telework Assists with Dependent Care Needs


Telework—working from home or other convenient commute-reduction alternative to the main office—is a key strategy for helping caregiving employees balance dependent care needs and work responsibilities. Telework allows employees flexibility and control over their schedules (Strum, 2001; Hill et al., 1998). For example, elder and spousal care situations are often unexpected and episodic, where employees need on occasion to be absent for part of a day, take a longer lunch hour, etc. (Barling et al., 1994). Although childcare situations tend to be somewhat predictable (e.g., needing part of a day to attend a parent-teacher conference), there are also unpredictable dependent care needs such as on snow days, sick days, etc. Telework provides the flexibility needed to manage both expected as well as unexpected dependent care events.


Additionally, because caregivers are in particular need of flexibility, telework has been found to positively impact their attitudes and behaviors (Hill, Hawkins, & Miller 1996; Hill et al., 2001; Beasley et al., 2001). More specifically, Templar & van Zyll de Jong  (2000) found that telework decreases the stress related to caregiving and increases job satisfaction. Hill, Hawkins, & Ferris (2001) found that telework increases employees’ abilities to work more hours before getting to the breaking point—that is, before a low work/life balance has negative effects. 

Purpose of Our Research


The purpose of our research was to explore the role of telework in assisting federal employees in managing their dependent care responsibilities. As mentioned above, most current organizational policy, practice, and guidance associated with telework and dependent care is based on telework lore and tradition as opposed to empirical data.  Our goal was to develop a more comprehensive, data-driven understanding of the prevalence, handling, and utility of federal employee use of telework to help manage caregiving duties. Specifically, the key questions guiding our research were:

· What sort of dependent care needs do teleworking employees have?

· Do their teleworking arrangements allow federal employees to better manage their dependent care needs? If so, how? If not, why not?

· What can federal agencies do to use telework, and other flexibility programs, to more effectively assist employees with their dependent care responsibilities?

For two main reasons, federal agencies are an appropriate population for this study. First, like most other employers, private or public, federal agencies tend to prohibit or significantly restrict teleworking arrangements as a means of assisting with dependent care situations. Second, because agencies have been mandated to allow telework for all eligible employees, they, perhaps more than other types of employers, need to be very clear on eligibility standards regarding who may telework and for what reasons. Thus, understanding how and when telework might acceptably assist with dependent care situations is of particular importance to federal agencies who must meet mandated telework opportunity rates. Further, our hope is that the data from this study will initiate and guide a dialog on how telework programs and policies across all organizational types can be modified to provide more support to caregiving employees while simultaneously benefiting the organization.

METHOD

Participants

Participants were 1,635 federal home-based teleworkers who responded voluntarily to a web-based survey. Twenty-seven federal agencies and sub-agencies participated providing nationwide representation. About half of the total sample (53%; n = 863) of teleworkers indicated that they had dependent care responsibilities.

Respondents tended to be in the professional (62%), technical (18%), and administrative (14%) fields; female (67%); and in age categories of 31-39 years (25%) and 40-59 years (65%). Some were first line supervisors (20%) and a few (5%) managed other managers.  Respondent grade (salary) levels ranged from GS 1 ($16,000-$20,000) to GS 15 ($91,000-$119,000), with GS10-12 (28%) and GS 13-15 (62%) being the most common categories.

A separate analysis on respondents with dependents showed this sub-group to have more females (73%) and be younger—there were twice as many respondents in their 30s.

Survey


A copy of the 19-item web-based survey used in the research is provided in Appendix A. The first part of the survey contained a definition of “dependent care situations” and general instructions regarding the purpose of the research and how to proceed with the survey. Dependent care situations were defined to include children, elders, and/or disabled individuals who require direct care as well as teenagers or others in need of supervision or companionship (“someone there”). Respondents were further directed to include dependents that reside in their household as well as those who reside elsewhere. The survey contained both closed-ended and open-ended items.


All Federal executive branch agencies were asked to volunteer for participation in the study. Telework Coordinators at the participating agencies informed their respective teleworkers of the survey opportunity and the location of survey website.  The Coordinators also provided the teleworkers with organization codes (supplied by the researchers) to identify the respondent’s organization; respondent names or other individual identification factors were not collected. 

RESULTS

Respondent Characteristics & Attitudes


Items 1 - 3 focused on frequency of telework. Per two-week pay period, respondents teleworked, on average, 19.76 hours (2.47 days) for which they were paid and 2.61 hours (.32 days) for which they were not paid (e.g., voluntary extra work hours). When asked how many days in a two-week pay period they would choose to telework (paid basis) if they could, respondents indicated they’d like to telework about 5.41 days vs. the 2.47 days that are currently being teleworked. Overall, respondents indicated that they had been teleworking an average of 3.07 years.

 1 This result of 5.4 days is a weighted mean. It appears that most respondents (88%) correctly input the number of days in response to this item (maximum of 10 days in a two-week period, M = 5.29 days). However, the remaining respondents (12%) seemed to input the number of hours, for example 41 respondents entered “80” (maximum of 80 hours in a two-week period, M = 49.78 hours or 6.22 days). Thus, a weighted mean was calculated based on the average value input by both these groups of respondents.


Item 4 asked respondents whether teleworking increased their interest in continuing their employment with their organization. Table 1 shows results for the total sample, employees with dependents and employees without dependents. Overall, 92.5% of the respondents indicated that participating in the telework program positively impacts their interest in continuing employment with their organization. 

Table 1. Intent to Stay Due to Participation in Telework Program

	Item 4: Does participating in your organization’s telework program increase your interest in continuing your employment with your organization?
	All Respondents
	Respondents with Dependents
	Respondents without Dependents

	No
	7.6%
	5.9%
	9.5%

	Yes, somewhat
	22.3%
	19.7%
	25.1%

	Yes, significantly
	70.2%
	74.4%
	65.4%



Chi square analyses show that all the differences between the groups reflected in Table 1 are statistically significant (chi square = 7.312, p = .005). These analyses indicate that telework has a strong impact on employees’ intent to stay with their organizations, regardless of whether they have dependents Analyses also showed that respondents with dependents were more likely than those without dependents to say that participation in the telework program “significantly” affects their intent to stay (chi square = 9.549, p = .001).

Dependent & Care Characteristics

Item 5A asked respondents to indicate whether they have any responsibilities for children or adults who require dependent care. Those whose response was ‘yes’ (53%) were asked to continue with the questions in order; those who responded ‘no’ were asked to skip to item 13 (demographics);  thus, only those respondents with dependents responded to items 5B through 12.

 
Item 5B asked respondents to indicate their family relationship with their respective dependents (i.e., spouse, parent, child, adult son or daughter, extended family member, other), dependent age, and type of dependent care (i.e., day care, in-home care, before and after school care, assisted living facility, nursing home, none, other). The survey allowed each respondent to describe up to five dependents. Frequency counts indicated that, of those respondents with dependents, 53% had 1 dependent, 28% had two dependents, 8% had three dependents, 2% had four dependents, and .5% had 5 dependents.


Respondents indicated that, collectively, they were responsible for a total of 1,378 dependents. Most dependents were children (81%) and elder parents (12%), though spouses and extended family members (4%) and adult children (2%) also were listed. To better understand what “other” types of dependents might be represented, we reviewed the open-ended comments that respondents provided at the end of the survey. Participants described “other” types of dependents as children with special needs and/or learning disabilities, sick and/or terminally ill individuals, and/or unborn children (respondent was pregnant). 

Table 2 shows the frequency counts and percentages for dependent age. The modal age category (45%) was ‘5 to 12 years’.

Table 2. Dependent Characteristics—Age

	Age of Dependent
	N
	% of All Dependents

	0 to 4 years—Preschool
	297
	22%

	5 to 12 years—Elementary
	616
	45%

	13 to 17 years—Teens
	225
	16%

	18 to 65 years—Adult
	90
	7%

	66+ years—Elder
	150
	11%


Note. The percent of all dependents is calculated on total of 1,378 dependents whose ages were described. The total percentage exceeds 100% due to rounding.

Table 3 shows the frequency counts for the type of care dependents received. To better understand what “other” types of care might exist, we reviewed the responses to the “other” option in a previously conducted study on dependent care and federal employees who worked at telework centers (described later in this paper). In that survey, respondents who chose the “other” option described some alternate care arrangements, such as taking children to school. Mostly, however, the previous study respondents provided more elaborate descriptions of the types of care listed in the current survey, such as further describing the nature of the in-home care (e.g., monitoring, supervision, someone there, babysitter, be home when child gets home) or more fully describing the type of day care (e.g., YMCA, private day care, all day nursery school).

Table 3. Dependent Characteristics—Type of Care

	Type of Care
	N
	% of All Dependents

	Day Care
	201
	19%

	In-home Care
	192
	18%

	Before/After School Care
	388
	37%

	Living Facility
	16
	2%

	Nursing Home
	20
	2%

	None
	88
	8%

	Other
	136
	13%


Note. The percent of all dependents calculated on total of 1,041 dependents whose care was described. The total percentage is not quite 100% due to rounding. The “other” category did not allow an open-ended response.

How Telework Assists with Dependent Care


Item 6A asked respondents with dependents how many non-work hours they have available for dependent care as a direct result of their teleworking, that is the amount of non-work hours teleworking has freed up because of the respondent’s ability to avoid commuting and reschedule time, etc. The average number of such hours was 8.3 (SD = 9.521) per two-week pay period with a range from 0 to 80 non-work hours freed up. Because this range was so large, the responses were categorized into discrete segments and frequency counts computed. As Table 4 shows, most respondents freed up 1 to 8 hours of non-work time; however, a substantial percentage (18%) of respondents freed up 17 or more hours. 

Table 4. Amount of Non-Work Hours per Two-Week Pay Period Freed Up Due to Telework

	Number of Hours
	Percent

	1 to 8 hours
	64%

	6 to 16 hours
	18%

	17 to 24 hours
	12%

	25+ hours
	6%


Item 6B asked respondents with dependents if teleworking at home helps them deal with their dependent care situation. A majority of respondents (91%) indicated that yes, teleworking helped them with their dependent care situations. Respondents who answered “no” to this item were asked to skip to the first demographic item; thus only those respondents whose dependent care situations were helped by telework responded to items 6C through 12.


Item 6C asked respondents with dependents to describe how teleworking from home helps them with their dependent care situations. We asked respondents to select any of the 7 response options that applied and also gave them the opportunity to select the response option of “other” and write-in a response. Table 5 shows the frequency counts for each response option in rank order. Results indicate that flexibility is the primary reason why teleworking helps with dependent care. Many respondents (18%) indicated that all the listed reasons were applicable. 

Table 5. Ranking of How Teleworking Assists with Dependent Care Situations

	Response Option
	% Who Selected Option

	Provides flexibility in your daily schedule
	30%

	Assists you with emergencies
	28%

	Ability to transport dependent to appointments (e.g., Doctor)
	26%

	Enables you to spend more time on your personal life
	24%

	All of the Above
	18%

	Ability to coordinate care
	17%

	Ability to provide care during the day
	13%


Note. Respondents could select “all that apply”, thus the total percentage exceeds 100%.


A thematic analysis was performed on the open-ended comments written in response to the “other” option. General themes, the impacts of these themes, and a sampling of comments are reported in Appendix B. General themes indicated that telework assisted with dependent care by eliminating the long commute, allowing employees to be available to their dependents, and providing more flexibility in employees’ schedules. There were several impacts related to the assistance telework provides, such as enabling respondents to spend more time and be more involved with their dependents’ care, saving money, decreasing employees’ stress levels, and enhancing employees’ commitment to their organizations. Comments included:

· “Keeps me sane in the craziness of a working mom with two preschoolers!! Just a little extra flexibility in my week on one day helps tremendously with my overall outlook, mood, and productivity.”

· “I’m pregnant and it allows me flexibility to deal with fatigue, morning sickness, doctor’s appointments and not having to buy as many work maternity clothes. Allows me to work in a reclined position. Also, saves me the embarrassment of getting sick at work.”

· “Without telecommuting benefit, dependent parent would be in nursing home or assisted care facility. Telecommuting offers quality of life improvement for dependent & quality of work improvement (emotional and productivity) by worker.”

To further understand how teleworking assists with dependent care and impacts employees, we asked respondents with dependents to answer three questions related to benefits of teleworking often cited in the literature. Item 7 asked whether teleworking helps employees balance their job/career responsibilities with their dependent care responsibilities. Nearly all of the respondents (97%) reported that teleworking does indeed help with work/life balance—29% said it helped “somewhat” and 68% said it helped “significantly”.  Item 8A asked respondents about the impact telework had on the amount of stress they feel regarding their dependent care situation. Item 8B asked about the impact telework had on the amount of energy respondents had to deal with their dependent care situations. As indicated in Table 6, the majority of respondents (about 89%) reported that teleworking resulted in feeling less stress about their dependent care situations, with half of the respondents (50%) saying that telework led to “significantly less stress”. Similarly, a majority of respondents (77%) indicated that teleworking increased the amount of energy they had to deal with their dependent care situations. 

Table 6. Impact of Telework on Employee Stress and Energy Levels

	Item 8A: Has being able to telework had an impact on the amount of stress you feel regarding your dependent care situation?
	Percentage of Respondents

	
No, the amount of stress is the same
	5%

	
Yes, I feel somewhat more stress
	Less than 1%

	
Yes, I feel significantly more stress
	Less than half a percent

	
Yes I feel somewhat less stress
	39%

	
Yes, I feel significantly less stress
	50%

	
Not Applicable
	6%

	Item 8B: Has being able to telework had an impact on the amount of energy you have to deal with your dependent care responsibilities?
	

	
No, the amount of energy is the same
	12%

	
Yes, I have somewhat more energy
	43%

	
Yes, I have significantly more energy
	34%

	
Yes, I have somewhat less energy
	1%

	
Yes, I have significantly less energy
	3%

	
Not Applicable
	6%


Note. Percentage totals do not equal 100% due to rounding.

Changes Due to Teleworking


Next, we asked several questions regarding the types of changes employees with dependents have observed due to their teleworking. Item 9 asked respondents if they had observed any changes in their dependents or in their relationships with their dependents as a result of teleworking. A majority of respondents (70%) indicated that they had indeed observed changes. To determine the nature of these changes, we performed a thematic analysis on the open-ended comments that respondents wrote in response to the prompt to “please briefly mention what you have observed”. General themes and a sampling of comments are reported in Appendix C. General themes indicated that employees saw many types of positive changes in their dependents, such as dependents being happier, less anxious, and more rested. Parents of infants and toddlers reported better bonding and less fussiness in their children. Respondents also noticed that dependents were more respectful, more communicative, had lighter spirits, and were healthier. Some respondents noted that their children’s grades had improved and that they stayed out of trouble more often. Comments included:

· “My mother feels a bit less guilty about asking me to take her to appointments when I don’t have to use so much leave.”

· “My flexible schedule and lack of commute on flex days allows my young son to sleep longer hours, greatly enhancing his learning abilities and energy level. He spends more time with his family in general on those days.”

· “My mother has cancer and often becomes depressed or frightened about her condition. Chemotherapy leaves her weak and unable to make meals. My being home makes her feel safer and reassured that someone is around in case she needs something.”

Item 10A asked respondents with dependents if they had observed any changes in their job performance resulting from the impact of their teleworking. A majority of respondents (60%) indicated that they had indeed observed changes (32% said “no”, 8% said “don’t know”).  To determine the nature of these changes, we performed a thematic analysis on the open-ended comments that respondents wrote in response to the prompt to “please briefly mention what you have observed”. General themes and a sampling of comments are reported in Appendix D. General themes indicated that participants felt they were more productive, had a higher quality of job performance, and were more motivated because they were able to telework. Some participants reported concrete performance-related outcomes since teleworking, such as receiving promotions and getting better performance evaluations. Comments included:

· “I am more focused and committed to my duties since I don’t’ need to worry about how my daughter is being cared for.”

· “The first year I worked at home was the most productive year I ever had (measured in number of scientific publications). Subsequent years also have been productive—I have fewer interruptions when working at home than when at the office.”

· “Telework has caused me to budget my time wisely. I feel I work more efficiently because I am better organized.”

Item 10B asked respondents with dependents whether their managers had observed changes in their job performance as a result of teleworking. Most respondents (56%) indicated they did not know whether their managers had observed such changes and 29% reported that their managers had not observed changes. Fifteen percent (15%) of respondents indicated that their managers had indeed seen a change in job performance due to telework. To determine the nature of these observed changes, we performed a thematic analysis on the open-ended comments that respondents wrote in response to the prompt to “please briefly mention what you have observed”. General themes and a sampling of comments are reported in Appendix E. General themes indicated that some respondents had been told by their managers that they are more accessible during non-traditional hours, productive, and accurate; that they had a better attitude, quicker turnaround time for completion of work, and could better meet deadlines; and, finally, this group of respondents noted that they had seen tangible evidence of their managers’ observing positive job performance changes (for example, they mentioned receiving more positive feedback from their managers since teleworking, receiving promotions, and receiving manager suggestions that they perform certain tasks at home because the work can be done more effectively away from the main office). Comments included:

· “Yes, I actually work fewer, but more productive hours and am rated [more] highly than when my kids were younger and teleworking was not available.”

· “My supervisors have noted how productive I am.”

· “My manager says I can get more done at home than two people can get done in the office, because I am so motivated to make the situation work well.”

Agency Changes to Facilitate Use of Telework to Assist with Dependent Care


Item 11A asked respondents with dependents whether changes in agency policies, telework program procedures, or other organizational factors might enable them to use telework to assist with dependent care situations in ways they currently weren’t using. Item 11B listed several types of agency changes and asked respondents to indicate and describe which of these changes could be taken to improve the value of telework in assisting with dependent care while maintaining levels of job performance.  About 45% of respondents indicated that agency changes were needed. Table 7 shows the results of the frequency counts for each of the various changes. The most needed changes are changing agency policies (60%), increasing organizational/ management support (56%), and permitting a greater amount of flexible hours (54%).

Table 7. Types of Agency Changes Needed to Facilitate Telework in Assisting with Dependent Care Situations

	 Type of Change
	% of Respondents Indicating Change is Needed

	Change agency policies
	60%

	Increase organizational/management support
	56%

	More flexible hours permitted
	54%

	Improve technical support
	26%

	Improve program guidance
	23%

	Other steps
	12%

	No comment/no opinion/don’t know
	3%


Note. Percentages are based on the 863 respondents with dependent care responsibilities. Respondents could “select all that apply”, thus the percentage total exceeds 100%.

To determine the nature of the desired agency changes, we performed a thematic analysis on the open-ended comments that respondents wrote for each of the response options. General themes and a sampling of comments for each response option are reported in Appendix F. There was some overlap between the comments in the various change categories, perhaps suggesting an artificial differentiation between the areas. That is, there seem to be several key issues that arise in a variety of contexts. A brief overview of the themes for each change area is reported below.

Agency Changes: Respondents indicated that the following action steps were needed:

· Allow more flexibility in telework types and arrangements.

· Allow, specifically, the performance of dependent care tasks while teleworking.

· Improve the fairness and consistency of the approval process for employee eligibility for telework.

· Create an agency culture that truly embraces, supports, and promotes telework.

· Train managers how to accept and support telework and teleworkers.

Respondents also reported these common problems with telework:

· Telework is not consistently supported by top leadership.

· Telework is permitted on paper but not in practice.

· Telework decisions (such as selection for telework) are too dependent on individual managers.

· Telework policies prohibit dependent care while teleworking.

Comments included:

· “Current policy does not allow for dependent care to be a consideration. In fact, any agreement that is expressly written to help with dependent care will not be approved. Only improvement in performance will be accepted. No personal reasons should be included. Changing policy to allow dependent care to be a PART of the justification would probably increase the number of teleworkers.”

· “Agency doesn’t really approve of telework for managers. I always feel uncomfortable requesting it.”

Program Guidance: Respondents indicated that the following action steps were needed: 

· Establish telework as an accepted practice (“standard operating procedure”), not an exception, not something only mentioned on paper, and not a work arrangement easily prohibited by managers who are uncomfortable with telework in general.

· Increase work schedule flexibility during core and non-core hours. 

· Assist managers in being more comfortable with telework arrangements.

· Increase program formality to standardize and ensure fairness. 

· Enforce program implementation at all managerial levels. 

· Improve everyone’s understanding of telework program options, availability, and capabilities. 

Comments included:

· “Expand availability beyond 2 days.”

· “Encourage more permanent teleworking.”

· “I don’t think our supervisors understand what may be fully available under teleworking. They think traditionally about what was done and base their decisions on the old ways.”

Technical Support and Telework Program Flexibility: Respondents noted that teleworker use of personally owned computers and other equipment for work purposes means that others in the household lose access to those tools during the teleworker’s work hours (e.g., children cannot use computer to do homework) and that this access that could be less restricted if employees were able to telework more flexibly and during non-core hours. This finding of potential benefit to dependents demonstrates one of the many potential benefits of telework program flexibility (see findings presented in Program Guidance above and More Flexible Hours Permitted below). Other telework schedule flexibility benefits include enabling (1) increased productivity due to being able to work during one’s peak performance periods (even if they occur during non-business hours) and (2) improved work-life balance.  

These benefits of telework program flexibility suggest that, in addition to reviewing general program policies, agencies should optimize their work schedule policies as well as personal use policies (for agency-owned equipment used at home when teleworking) to achieve overall program improvement as well as positive impacts on employee dependent care situations. Technical Support Action Steps: Respondents also indicated that agencies should take the following action steps:

· Provide the hardware, software, and technical support that teleworkers need to do their jobs away from the main office.

· Improve enterprise-level hardware and software that supports telework—this would facilitate job performance and expand the types of tasks that can be done at home. 

· Pay for telework-related telephone calls and high-speed Internet.

· Provide teleworkers with required software and upgrades, so that they have the same software at home as at the main office.

· Provide broader helpdesk support (e.g., troubleshooting) and easier access to IT personnel.

Comments included:

· “Agency provides no support. Employee responsible for costs of long distance phone calls, etc.”

· “There is always a problem trying to connect to the agency’s servers.”

· “I have trouble accessing files from home due to the way I need to connect in.”

Organizational/Management Support: Respondents indicated that the following action steps were needed:

· Apply telework policies more consistently and equitably within departments and across agencies.

· Minimize or remove managers’ ability to deny telework simply based on personal preferences.

· Enforce/require compliance with telework mandates.

· Provide managers with more effective training on the benefits of telework and program options and features so that they understand how telework is a strategic organizational tool and not an employee perk.

· Help managers change their perceptions of telework.

· Help managers acquire the skills needed to manage remote workers.

· Take steps to ensure that upper level managers strongly embrace and support telework.

· Take steps to ensure that all types and levels of employees (managers, coworkers, etc.) perceive telework as a “standard operating procedure”—an acceptable, legitimate way to get work done.

Comments included:

· “More support is needed to encourage the family life style in providing opportunities for family to spend more quality time together due to less commuting time.”

· “Many…supervisors still consider family issues to be un-related to the work environment. A family friendly philosophy needs to come from the top down.”

· “…Managers generally don’t like teleworking and have many misconceptions about it, even AFTER the program is explained to them.”

More Flexible Hours Permitted: As mentioned in the discussion of Program Guidance and Technical Support and Telework Program Flexibility, respondents indicated that the following work schedule action steps were needed:

· Broaden the definition of what hours, days are acceptable to telework; permit more hours and days to be worked flexibly.

· Allow all employees to participate in flex options, not just those with collective bargaining agreements, professionals, or those whom the manager particularly likes.

· Allow telework in conjunction with compressed workweeks and alternate schedules (e.g., Any 80, 10-4, MaxiFlex).

· Allow teleworkers flexibility in setting their schedules; don’t require all employees to telework the same set of hours.

Respondents also noted that permitting more flexible hours would allow employees to better balance work/life responsibilities (including dependent care tasks), to work hours during which their interruptions are minimized (because children are in bed, at activities, etc.), and generally to perform their jobs better. Comments included:

· “Allow employees to come to work earlier and leave earlier so that dependents do not have to spend as much time home alone.”

· “Not all work needs to be accomplished during core hours. Things can be done after kids go to bed, Saturday mornings, etc. It should be about ‘the work is getting done’ not ‘WHEN is work getting done’.”

· “Being able to get off when school is out would be helpful for me and others. It would be helpful if work could start at 6:30am and end at 3pm or even 6 til 2:30pm.”

Other Steps: Respondents also were provided an option to describe helpful steps other than those listed in the item. Most of the comments written here repeated earlier themes and/or focused on telework in general, not specifically to dependent care issues. These themes are reported in Appendix F, Item 11B6.

Organizational Benefits of Using Telework to Assist with Dependent Care


Item 12 asked respondents with dependents how their organization or agency benefits from their use of telework to assist with their dependent care situations. Seven response options were provided and respondents could select as many as applied. Table 8 shows the frequency counts for each of these options. A majority of respondents (60%) indicated that all the benefits were applicable and very few (4%) felt the organization accrued no benefit from their use of telework to assist with dependent care situations.

Table 8. Organizational Benefits of Using Telework to Assist with Dependent Care

	Benefit
	% of Respondents who Selected Benefit

	All the benefits apply (all of the above)
	60%

	Improved morale
	49%

	Less sick or family leave required
	46%

	More likely to stay in my current position or organization
	46%

	Improved job performance
	37%

	Other
	6%

	No benefit
	4%


Note. Percentages are based on the 863 respondents with dependent care responsibilities. Respondents could “select all that apply”, thus the percentage total exceeds 100%.


Respondents were given the option of providing a write-in comment for this item. The “please describe” prompt appeared at the end of the item and was not specifically tied to any one response option. We performed a thematic analysis on the open-ended comments; General themes and a sampling of comments are reported in Appendix G. 

Generally, the write-in comments were re-statements of the benefits listed in the item’s response options. Additionally, some comments referred to general benefits of telework, not those specific to using telework to assist with dependent care responsibilities. Other dependent-care related benefits described were:

· Employees are able to continue to work full-time instead of going to a part-time schedule due to their dependent care situation.

· Employees feel less guilt, stress, and exhaustion from having to balance job and dependent care responsibilities.

· Being able to use telework to assist with dependent care responsibilities increases employees’ respect for and commitment to their organization.

Comments included:

· “I am more willing to go the extra mile for my managers because they have been very supportive of me.”

· “Less stress, physically, psychologically, emotionally, which enables me to be more efficient and effective in my job responsibilities.”

· “Reduces the guilt associated with being a working mother, and makes me feel that my organization values family—my first priority.”

AT-HOME VS. TELEWORK CENTER EMPLOYEES

In 2003, the interagency Executive Potential Program (EPP, 2003), in conjunction with the U.S. General Services Administration, conducted a telework/dependent care study in which respondents were 261 federal teleworkers.  The objective of the EPP study, however, was to focus on teleworkers whose alternative worksite was a telework center. Telework centers are facilities that (1) provide workstations and other office facilities/services that are utilized (typically on a fee for use/service basis) by employees from several agencies and (2) serve as geographically convenient alternative worksites for employee users. Fifty percent of respondents (n = 131) indicated that their telework station was located at a telework center, 45% (n = 117) indicated that their telework station was located at home, and 5% (n = 13) indicated that they teleworked at both home and at a telecenter. On average, respondents reported working from a telework center 5.7 days per month and from home 4.1 days per month.

Analyses were conducted to compare the responses of home-based teleworkers (from the current study) with the sample of telework center users in the EPP study. For these comparisons, we included the 131 telework center teleworkers from the EPP study and 1325 home-based teleworkers (from the current study) that had at least 6 months experience teleworking.      

Demographically, the two samples were fairly similar, except for the following differences: 

· Compared to telework center employees, the home-based teleworkers were more likely to be female: 67% of the home-based teleworkers were female vs. 57% of the telework center teleworkers (chi-square = 10.957, p = .004). 

· Proportionately more home-based teleworkers were employed in a technical field (18% vs. 9%, chi-square = 6.585, p = .010), were supervisors (23% vs. 15%, chi-square = 4.131, p = .042), and were teleworkers with 4 or more years of experience teleworking (44% vs. 17%, chi-square = 36.333, p = .000). 

· Proportionately more telework center employees were in a professional field (73% vs. 64%, chi-square = 4.505, p = .034). 

Regarding dependent care issues, nearly all respondents in both groups indicated that teleworking helps them deal with their dependent care situation (93% of home-based teleworkers, 96% of telework center teleworkers). Significant differences were found between the groups in two dependent care areas: 1) home-based teleworkers were more likely to have dependent care responsibilities than telework center teleworkers (53% vs. 42%, chi square = 5.408, p = .02), and 2) home-based teleworkers were more likely to indicate that policy/program changes could help them better use telework to assist with dependent care needs (71% vs. 47%; chi square = 58.410, p = .000).  

Without further information, we can only speculate about the source of these differences. For example, it is possible that the difference in degree of dependent care responsibilities is due to the home-based sample having a greater proportion of women, the group traditionally associated with meeting caregiving duties. The difference in expressed need for policy/program changes may be due to existing differences in home-based and telework center operating policies/programs. Or perhaps both differences reflect self-selection factors in terms of the types of teleworkers choosing home-based vs telework center programs. At the very least, however, these findings set the stage for exploration of the policy/program development implications of the differences between home-based and telework center teleworkers.

 Of more importance, however, is the finding in both studies that nearly all teleworkers, regardless of their mode of telework, strongly endorse telework as a means to more effectively manage their dependent care situations.

DISCUSSION


Overall, the results of the current telework and dependent care study show that telework can effectively assist employees with their dependent care situations, mainly by (1) providing flexibility in employees’ daily schedules, (2) eliminating long commutes, and (3) enabling employees to be more available to their dependents. Further, as summarized in Table 9, the data show that teleworking has a strong, positive impact on care-giving employees, their dependents, and their organizations.

Table 9. The Benefits of Using Telework to Assist with Dependent Care Situations

	Benefits of Using Telework to Assist with Dependent Care Situations

	Employee
	Dependent
	Organization

	· Better health (less stress, more energy)

· More work/life balance

· Monetary savings (lower costs for childcare, auto, etc.)
	· Parents spend more time and are more involved with children

· Parents have better bonding and closer relationships with children

· Dependents are healthier and happier
	· Employees are more likely to stay with agency

· Employees take less sick/family leave

· Improved job performance 

· Improved morale

· Lower use of health benefits


The data collected in our study support the following additional conclusions:

· Employees use telework to care for a wide variety of dependents; the caretaker role is prevalent and must be balanced with job duties; and telework helps employees more effectively balance their dependent care and job responsibilities.

· Using telework to assist with dependent care situations positively impacts agency capability to retain and attract talent, a major concern for most agencies.

· A key problem in effectively using telework to help with dependent care situations is that program policies and managerial perception create an atmosphere in which the balanced use of telework for work and dependent care is considered inappropriate and unacceptable.

Recommendations

Based on the results of this comprehensive study, we suggest the following data-driven action steps:  A governmentwide initiative to establish, visibly and affirmatively:

· Clarification of the appropriate role that telework can play in balancing work and dependent care; 

· Top down support to dispel the anxiety and sensitivity associated with the proper use of telework as a dependent care solution;

· Top down support to help managers and policy makers accept and promote the work-life balance (work and dependent care) potential of telework; 

· Promotion of the consequent benefit to the agency as well as to the teleworker and dependents of teleworkers; and 

· Telework policies specifically addressing and endorsing the use and usefulness of telework in assisting with dependent care situations.

Limitations & Further Research

The respondents in this study provided consistent, positive feedback on the role that telework plays in helping them manage their job and dependent care responsibilities. It should be noted, however, that this study was specifically designed to examine the issues from a teleworker’s perspective. That is, the intent of this research was to better understand if and how federal employees used telework to assist with their dependent care situations. It did not examine the issues from a manager’s or non-teleworker’s perspective.  Nor did the study focus on the characteristics and views of the small percentage (9%) of respondents that indicated that telework did not help them with their dependent care responsibilities. Thus, the generalizability of our findings is limited to the population of teleworkers who have found that telework helps them with their dependent care responsibilities. Our study showed that this population covers nearly all teleworkers with dependent care responsibilities.    


It’s also important to note that respondents themselves may have their own reasons for responding positively to the survey. For example, respondents may not want to shed a negative light on their telework program for fear of telework being curtailed or taken away.


Regarding further research needs, it would be helpful to explore the issue of telework and dependent care from alternate perspectives. For example, as mentioned, this study did not investigate (1) how managers felt about the use of telework to assist with dependent care situations or (2) the views of teleworkers who did not think telework assisted them with their dependent care responsibilities. Additional research in either of these arenas would be fruitful.

CONCLUSION

Caring for dependents is a growing part of more and more employees’ lives. This need cuts across gender, age, race, and culture. The shifting demographics of the U.S. workforce demand that employers, especially the federal government, better understand this phenomenon in their own organizations and put practices into place that support care-giving employees.  The results of this study clearly demonstrate that telework is an example of an effective, efficient, and desirable practice. Further, the results show that telework can be made more effective by amending telework policies and programs to specifically address the use of workplace flexibility as a way for employees to better meet their dependent care responsibilities. Finally, the results also show that the standard practice (among employers) of placing significant restrictions on the use of telework for dependent care purposes is not the best practice.


Organizations that seriously embrace the needs of care-giving employees are certain to reap a competitive advantage by attracting and retaining high-quality and high-performing employees. Such organizations will further benefit from having employees that are less stressed, more energized, and more committed to their jobs. The data-driven conclusions and recommendations of this study provide a solid foundation for our federal agencies to lead these efforts, beginning with a dialog that focuses on how teleworking is currently used (or not) to assist with dependent care situations, and continuing with taking concrete steps to better align agency teleworking policies with employees’ growing dependent care needs.
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APPENDIX A

Dependent Care Telework Survey for At-Home Teleworkers

Dear Teleworker,

The US General Services Administration (Office of Governmentwide Policy) is conducting a study of telework benefits for employee dependent care situations. We are asking you to complete the brief survey below.

Your response will help us support Federal telework programs. This survey focuses on the dependent care benefits of telework in order to identify relationships and best practices. With the information we gather, we hope to improve the quality of life for teleworkers as well as for their dependents and others involved in their respective dependent care situations.

At this time, we are exploring these issues for federal employees who telework AT HOME. If you telework solely at a telework center, please do NOT complete this survey. If you telework at a telework center AND at home, then please complete this survey based only on your experiences teleworking at home.
The survey is brief and can be completed in 10 minutes or less.

All information collected in this survey will be held in the strictest of confidence. Data will be published in summary format and will not disclose any individual responses.  If you have any questions about this survey, please contact Dr. Wendell Joice at (202) 273-4664 or Wendell.Joice@GSA.gov.

DEFINITION AND GENERAL INSTRUCTIONS
Since personal situations vary widely, for the purposes of this survey, please interpret "dependent care situations" as broadly inclusive:

Dependent care situations include children, elders, and/or disabled individuals who require direct care as well as teenagers or others in need of supervision or companionship ('someone there'). Include dependents that reside in your household as well as those who reside elsewhere.

In the questions below, please select or key in the response that applies (or comes closest) to you and/or your situation.  Where applicable, also provide your comments in the space provided.

To complete this survey, you must provide the organization survey code (5 characters) that was provided to you by your telework coordinator. If you do not have your code, contact your coordinator or Dr. Wendell Joice. Please provide your code in the box below:
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Organization Survey Code
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Important: To save and submit your responses, you MUST click the SUBMIT button at the end of this survey BEFORE closing the survey.
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1.  In a typical TWO-WEEK PAY PERIOD, approximately how many hours do you spend teleworking from home (for your Federal job):

A. Number of hours for which you are paid for teleworking?

B. Number of hours for which you are NOT paid (such as voluntary extra work for your job) [Enter 0 if none.]?  

2. If the decision on frequency of telework was strictly up to you and your job was such that you could telework every day without hindering your performance and you had all the equipment you need to telework every day, how many days per TWO-WEEK PER PAY would you choose to telework?  

3.  How many years have you been teleworking at home?  (Round up to the nearest number of years. If you have been teleworking for 5 months or less, use zero (0) as your response.)  

4.  Does participating in your organization’s telework program increase your interest in continuing your employment with your organization?

· No

· Yes, somewhat

· Yes, significantly



REMINDER:  In all the following items, the phrases "requiring dependent care" and "dependent care situations" both refer to the broad interpretation of dependent care situations defined above.
5A.  Do you have any responsibilities for children or adults who require dependent care or otherwise fit the dependent care situations defined above?  

· Yes

· No

If No, skip to Question 13; if Yes, continue.
5B.  For each of those for whom you have dependent care responsibilities, please select their relation to you, indicate their age, and select the type of dependent care used while you are working (such as day care, in-home care, none, etc.).

Relationship: [select category] Spouse, Parent, Child, Adult Son or Daughter, Extended Family Member, Other

Age: [write in]
Type of Care: [select category] Day Care, In-home Care, Before & After School Care, Assisted living facility, nursing home, None, Other

[Note: The response options for 5B were repeated 5 times to allow descriptions for up to 5 dependents.]



6A.  In a typical TWO-WEEK PAY PERIOD how many non-work hours do you have available for dependent care as a direct result of your teleworking? (i.e., How many non-work hours has teleworking freed up because of your ability to avoid commuting and reschedule your time, etc.?)

6B. Does teleworking at home help you deal with your dependent care situation? 

· Yes

· No

If No, skip to Question 11A; if Yes, continue.
6C.  How does teleworking from home help with your dependent care situation?  (Select all that apply.)

· Assists you with emergencies.

· Enables you to spend more time on your personal life.

· Provides flexibility in your daily schedule.

· Ability to provide care during the day.

· Ability to coordinate care.

· Ability to transport dependent to appointments (e.g., Doctor).

· All of the above

Other. Please describe:




Please select the response that most closely matches your situation, using the scale provided.
7.   Does teleworking help you balance your job/career responsibilities and your dependent care responsibilities?

· No

· Yes, somewhat

· Yes, significantly



8A. Has being able to telework had an impact on the amount of stress you feel regarding your dependent care situation?     

· No, the amount of stress I have is the same

· Yes, I feel somewhat more stress

· Yes, I feel significantly more stress

· Yes, I feel somewhat less stress

· Yes, I feel significantly less stress

· Not applicable

8B. Has being able to telework had an impact on the amount of energy you have to deal with your dependent care responsibilities?     

· No, the amount of energy I have is the same

· Yes, I feel somewhat more energy

· Yes, I feel significantly more energy

· Yes, I feel somewhat less energy

· Yes, I feel significantly less energy

· Not applicable



9.  Have you observed any change in your dependent(s) or in your relationship with your dependent(s) as a result of your teleworking?  

· Yes

· No

If Yes, please briefly mention what you have observed. 

10A.  Have you  observed any change in your job performance resulting from the impact of your teleworking?  

· Yes

· No

· Don’t Know

If Yes, please briefly mention what you have observed.

10B. Has your manager observed any change in your job performance resulting from the impact of your teleworking?  

· Yes

· No

· Don’t Know

If Yes, please briefly mention what your manager has observed.



11A.  Would changes in agency policies, telework program procedures, or other organizational factors enable you to use telework to assist you with your dependent care situation in ways you are currently not using?

· Yes

· No

· Don’t Know

If No or Don’t Know, skip to Question 12; if Yes, continue.
11B.  Indicate and describe changes or other steps that can be taken to improve the value of telework in assisting you with dependent care while maintaining your level of job performance.  (Select all that apply.)

· Change agency policies. __
      Please describe:  

· Improve program guidance. __
      Please describe:  

· Improve technical support. 
      Please describe:  

· Increase organizational/management support.
      Please describe:  

· More flexible hours permitted. 
      Please describe:  

· Other steps. 

Please describe:  

· No comment, no opinion, or not applicable. 


12.  How does your organization or agency benefit from your use of telework to assist with your dependent care situation?  (Select all that apply.)


· Less sick or family leave used. 

· Improved job performance. 

· More likely to stay in my current position or organization. 

· Improved morale. 

· All of the above. 

· Other.   

· No Benefit. 

      Please describe:  

13. What is the grade level of your current position?
· GS 1 – 4   

· GS 5 – 7   

· GS 8 – 9

· GS 10 – 12    

· GS 13 – 15    

· SES __

· Other (specify GS, WG, etc. and level)

· Prefer not to respond 

14.  What category best describes your current occupation?

· Professional

· Technical

· Administrative

· Senior Executive

· Trade 

· Other 

· Prefer not to respond

15.  (*) What is your gender?

· Male 

· Female 

· Prefer not to respond 


16.What is your age? (Years)


· Prefer not to respond 

17. Are you a first line supervisor or team leader?

· Yes

· No

· Prefer not to respond

18. Do you manage/supervise other managers or supervisors?

· Yes

· No

· Prefer not to respond

19.  Please provide any additional comments that relate to the use of telework to assist with dependent care situations that might be helpful in evaluating the benefits:



APPENDIX B

Thematic Analysis of Item 6: How Does Teleworking from Home Help You with Your Dependent Care Situation?

GSA Telework & Dependent Care Survey  

Preliminary Analysis of Write in Comments for Item 6C
How does teleworking from home help with your dependent care situation?

General Themes
· Long commute is eliminated, allowing employee more time to:

· Participate in child’s school and sport activities

· Cook more healthy meals

· Develop an effective exercise routine

· Work instead of commute and still pick up child at reasonable hour

· Meet school bus before or after school

· Be closer to dependent (at home or at facility)

· Working at home allows employee to be available to dependent:

· When child is sick

· Emergency school closures

· During times when day care/nanny not available

· To nurse infant as needed

· Transport child to/from school or day care

· Respond quickly to emergencies / phone calls from elders

· The flexibility of telework enables parents to:

· Coordinate and transport dependents to doctors appointments

· Do home-schooling

· Volunteer at their child’s school

Impacts

· Parent is able to spend more time and be more involved with their dependent’s care:

· Child spends less time in day care

· Can care for elder at home instead of putting into a facility

· Can help with homework

· Can “be there”—see child off to school in the morning, supervise teen after school

· Set good work example by working in front of children

· Balances care between working parents

· Teleworking saves employees money:

· Less automobile costs (wear & tear, gas)

· Avoids or minimizes cost of child care or assisted living facilities

· Less on dry cleaning 

· Minimizes leave without pay 

· Teleworking decreases employees’ stress:

· More time to exercise, cook healthy meals

· Calmer home environment decreases asthmatic attacks

· Employees stay at their jobs

Sampling of Comments:

· monitor teen's activities before and after school; GREATLY reduces stress/worry about my child's well-being

· I'm pregnant and it allows me flexibility to deal with fatigue, morning sickness, doctor's appointments and not having to buy as many work maternity clothes.  Allows me to work in a reclined position.  Also, saves me the embarrassment of getting sick at work.

· Able to be at children's school and sports activities because it eliminates the long commute at during the time those activities take place. 

· Allows me to complete my extra workload (beyond normal paid work hours) in the hours I would be commuting, and then still pick up my child at a reasonable hour.

· my son is handicapped and I have many Dr. appointments and school appointments that I have to attend.  Being at home helps me coordinate the appointments around my work schedule

· Without telecommuting benefit, dependent parent would be in nursing home or assisted care facility. Telecommuting offers quality of life improvement for dependent & quality of work improvement (emotional & productivity) by worker.

· Keeps me sane in the craziness of a working mom with two preschoolers!!!  Just a little extra flexibility in my week on one day helps tremendously with my overall outlook, mood, and productivity.

· This dependent care situation was only necessary in 2003 when my father became extremely sick with terminal cancer. Now that he has died I occasionally use it to help my Mother to doctor's appointments and in a few cases my Husband.  It was extremely helpful when my father was so sick and mom needed one of the three kids around many hours a day.

· Allows me to support my child's transportation home from after school activities, such as sports and color guard.  I started telecommuting when my son was diagnosed with leukemia, and telecommuting allowed me to be home with him when he was immune suppressed and allowed me to keep my job rather than quitting to care for him.

· Flexible schedule allows me to run out to a short doctor visit, pick up prescriptions, etc., and work later in the days.

APPENDIX C

Thematic Analysis of Item 9: Have you observed any changes in your dependent(s) or in your relationship with your dependent(s) as a result of teleworking?
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Preliminary Analysis of Write in Comments for Item 9
Have you observed any changes in your dependent(s) or in your relationship with your dependent(s) as a result of teleworking?

General Themes

· Employees describe their dependents as feeling:

· Happier, comforted, more special

· Less anxious, less depressed, less needy, less clingy

· More content, more secure, more optimistic

· Feel more cared for

· Don’t feel abandoned / less separation anxiety

· More connected, well-adjusted

· Less rushed, less stressed, less demanding  

· More rested, get more sleep 

· Less guilty for the time they take from caregiver 

· Parents say their infants and toddlers:

· Recognize them more

· Better bonding 

· Less fussy and irritable 

· Eat more

· Employees say their dependents are:

· More respectful, more appreciative, more energetic 

· More communicative, interactive

· Have higher, lighter spirits

· Healthier (better meals, eat more, more consistent medication regimes, sick less often)

· Closer, more affectionate and loving

· Parents describe these reactions from their children on telework day(s):

· Look forward / loves to see parents before and after school 

· Are excited / delighted to have parents at home

· Parents describe these behavioral changes in their children:

· Grades have improved

· More focused on homework

· Better able to learn

· More responsive to direction and instruction, more likely to cooperate 

· Increased participation in music practice and doing chores

· Stay out of trouble 

Researcher Note: Several respondents indicated they had commute times from 3 to 6 hrs per day. One mentioned how on non-telework days, she has to get her child up at 4 am to get her to daycare so that she could get to work on time.


Sampling of Comments:

· Yes, they look forward to my teleworking and are assured that I will be available to them as soon as I stop working, not 90 minutes later after the commute home.

· They are glad to have me around more frequently.

· My mother feels a bit less guilty about asking me to take her appointments when I don't have to use so much leave.

· My children seem more comforted knowing I am working from home.  My son looks forward to me being the one to pick him up from school on the day I work at home.

· My children's grades have improved at school because of the time that can be spent monitoring homework. I can also volunteer more time at their schools to support the PTA, etc. 

· My flexible schedule and lack of commute on flex days allows my young son to sleep longer hours, greatly enhancing his learning abilities and energy level.  He spends more time with his family in general on those days. 

· She like the fact it's someone she knows there with her than a stranger. 

· My child is more respectful, doing better in school, and staying out of trouble!

· My father always has appointments and follow-up visits, he like that I take him to the visits and not my sister.  As a result, he feels better and is in better spirit.

· Teleworking and thus not having an hour commute one morning a week allows my son to sleep in a little later in the morning, which makes for a fresher, happier child on those days.

· When I began teleworking, my oldest child became much closer and more affectionate with me during the day.

· His stress level is reduced, his emotional well-being is improved, we communicate more on both our concerns, his relationship with his doctors is improved.  After 4 months with the current situation, his condition is improving and he is less dependent on my constant companionship, and I am able to spend more time at the office.

· My mother has cancer and often becomes depressed or frightened about her condition.  Chemo therapy leaves her weak and unable to make meals.  My being home makes her feel safer and reassured that someone is around in case she needs something.

APPENDIX D

Thematic Analysis of Item 10A: Have you observed any change in your job performance resulting from the impact of your teleworking?
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Preliminary Analysis of Write in Comments for Item 10A
Have you observed any change in your job performance resulting from the impact of your teleworking?

General Themes

· Participants are more productive when they telework because they:

· Are more efficient / more focused—

· Have fewer disruptions at home 

· More carefully plan and prioritize their weekly tasks 

· Better able to attend to details 

· Work more hours (in the evening, on weekends, instead of commuting, etc.) 

· Have more energy / less tired from long commute 

· Telework enhances the quality of job performance by:

· Enabling certain tasks to be done better (writing reports, research, etc.) 

· Enabling employees to think more clearly, be more creative

· Encouraging accountability and reporting of work accomplished 

· Making it easier to meet due dates 

· Facilitating staying current in one’s field 

· Emergency personnel have faster response times

· Improving communication—

· It’s easier for colleagues to contact teleworkers (not called in to impromptu meetings, takes less time to get coffee or go to the bathroom) 

· Teleworkers check and respond to voicemail/email outside of traditional office hours

· Telework improves motivation by engendering a positive work attitude:

· Better able to meet family demands (less guilt, stress re. dependent care)

· Provides a break from the “day to day grind of coming into the office”

· Improves job satisfaction

· Strengthens commitment to the agency

· Are more comfortable, relaxed at home

· Reduces stress (due to commuting, disruptive office environment)

· Participants report concrete outcomes of their improved performance:

· Received promotions

· Better performance evaluations 

· Have taken on new and/or additional responsibilities 

Concerns (from the researcher’s point of view)

· Some respondents note that:

· They highly value the telework/flexiplace arrangement and work harder to make sure they can continue to work at home; telework is seen as a benefit or privilege 

· They spend time on work that they don’t officially note / clock in

Sampling of Comments:

· The first year I worked at home was the most productive year I ever had (measured in number of scientific publications).  Subsequent years also have been productive--I have fewer interruptions when working at home than when at the office.

· The days I spend teleworking are more productive as I don't feel obliged to engage in coworker chit-chat, and can avoid other coworkers that don't have a positive or productive work ethic i.e. disruptive social politics.

· My job performance is better.  I get things completed during the time I would have been driving.  I am less stressed and able to cope with problems at the office.

· Teleworking has caused me to budget my time wisely.  I feel I work more efficiently because I am better organized.

· More energetic about job and happy that there is flexibility in my position.

· First of all, I get significantly more work done on teleworking days because I’m not distracted by phone or in-person conversations of coworkers in adjacent cubicles, I am less stressed about managing my responsibilities at home, and I typically end up putting in extra hours, since I save time on the commute.

· I enjoy my job more the more I am able to use my flexiplace agreement.  It feels as if the work is more important than just showing up.

· Without the background noise and interruptions, I am far more focused and productive.  I can produce in 6 hours at home what would take me 8 hours at work.

· I am more relaxed and my productivity level has increased without the stress of fighting my daily horror commute. I'm able to complete more assignments before the due date arrives.

· I am more focused and committed to my duties since I don't need to worry about how my daughter is being cared for.

· I don't feel stressed when I am teleworking.  I can get more done because I can make my schedule according to my plans and get things done.

· One day a week working at home lets me decompress because I have one day where I don't need to be dressed up for work, commute, or engage in social banter.  I feel more refreshed coming back to work after my work-at-home day. Plus, I have an extra hour that day to exercise.

· I am happier in my work and have more enthusiasm.  I have less stress because I have less commuting.  Commuting begins a workday with a load of stress.

APPENDIX E

Thematic Analysis of Item 10B: Has your manager observed any change in your job performance resulting from the impact of your teleworking?
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Preliminary Analysis of Write in Comments for Item 10B
Has your manager observed any changes in your job performance resulting from the impact of your teleworking?

General Themes

· Managers have noted that teleworking employees are MORE:

· Accessible during non-traditional hours

· Productive

· Accurate

· Managers say teleworking employees:

· Have a better attitude

· Have a quicker turn-around time for work completion

· Produce higher quality work products

· Can coordinate better across time zones

· Can better meet deadlines

· Since they’ve been teleworking, employees have noticed that:

· They get more positive feedback from their managers

· They have received promotions

· Managers have suggested certain tasks be done at home in order for those tasks to be done more effectively

Concerns (from the researcher’s point of view)

· Some respondents note that:

· They are given more work to do because their manager knows they can accomplish more as a teleworker 

· They spend time on work that they don’t officially note / clock in

· When teleworking / flexiplace is taken away by their managers, they feel their attitudes sink and their performance decrease

Sampling of Comments:

· Supervisors have noted that I am more accessible and able to do more and get more done due to teleworking.

· Manager has noted increased accuracy and improved performance on EDPAS in report models.

· Yes, I actually work fewer, but more productive hours and am rated [more] highly than when my kids were younger and teleworking was not available.

· Comments on the turn around rate of completion of a project.

· My supervisors have noted how productive I am.

· My supervisor will actually tell me to telework if I need to get a long report completed because he has observed my ability to focus and complete tasks quicker if I telework. 

· Performance evaluations have improved.

· Manager constantly praised me for keeping her well informed of my daily activities and following up on matters that she delegated to me from home.

· Manager has mentioned my happy attitude.

· My supervisor has literally commented on how much and the high quality of what I am able to do when I am away.

· I have received two awards in the last year because of my accomplishments!

· My manager says I can get more done at home than two people can get done in the office, because I am so motivated to make the situation work well.

· I am not absolutely sure but I can say that I have been given two separate promotions during the time that I have been participating in a telework program

APPENDIX F

Thematic Analysis of Item 11B1 through 11B6: Please describe the changes or other steps that can be taken to improve the value of telework in assisting you with dependent care while maintaining your level of job performance.
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Preliminary Analysis of Write in Comments for Item 11B1
Indicate and describe changes or other steps that can be taken to improve the value of telework in assisting you with dependent care while maintaining your level of job performance: AGENCY CHANGES.

General Themes
· Provide more flexibility in telework types and arrangements:

· Allow more telework (more days per week, more hours per pay period)

· Allow permanent/fixed telework arrangements instead of only “as needed”

· Allow half day/split day telework; teleworking for a couple of hours on either end of workday (to avoid commute)

· Allow telework on a spontaneous basis (snowstorm, child is sick)

· Allow telework after hours, on weekends

· Choose telework schedule based on employee needs not agency-designated “telework day”

· Allow scheduling flexibility around core hours (e.g., work 4 hours, take child to doctor, then work another 4 hours) and don’t forbid telework on certain days 

· Allow more types of telework locations, not just “home” 

· Redefine the telework concept:

· Officially allow employees to do dependent care while teleworking  

· Change Official Duty time to include hours based on a 7-day week, not 5-day

· Allow union duties to be performed on telework days

· Reconsider the approval process

· Should not be based on individual manager’s “belief” in telework

· Some sort of certification process that “approves” an employee to telework regardless of change in management

· Require a trial period instead of rejecting a request to telework

· Create an agency culture that truly embraces, supports, and promotes telework:

· Allow all employees, including managers, to telework

· Increase awareness of telework benefits, debunk the myths 

· Educate employees on the telework/flexiplace options that are available

· Ensure fairness across offices and agency locations:

· Telework options should be equally available to all employees

· Telework eligibility should be fairly applied, not based on geography

· Be more responsive to need to telework due to dependent care needs, and acknowledge the variety of dependent care situations

· Clearly acknowledge that telework is a win-win—it’s not only about the agency getting more productivity, it’s about employees getting their needs met too (improving morale, job satisfaction, work-life balance, etc.)

· Teach managers how to accept and support telework and teleworkers:

· Managers need to learn how to trust employees – Provide guidance on how to work with teleworkers to ensure task accomplishment is documented and reported, but not so burdensome it increases workload

Common Problems
· Telework not consistently supported by top leadership: Changes in leadership or management within an agency cause existing telework arrangements to be discontinued or altered (number of days decreased, only “as needed”, etc.)

· Telework is permitted on paper but not in practice: Many agencies have telework policies in place, but their culture and management do not permit employees to telework, they reject telework requests, etc. Agencies need to do a better job modeling the “family-friendly workplaces” they espouse to be.

· Telework is too dependent on individual managers: The ability to telework should be open to all eligible employees as a matter of policy, not dependent on whether an employee’s manager is comfortable with telework. 

· Telework policies prohibit dependent care: Employees report that this blanket prohibition seems unreasonable for many types of dependent care situations, especially those where the dependents need a presence but not a great deal of attention, such as a sick child, older child, infant (sleeps most of the time), elder parent, pregnancy, etc. Currently, to get this type of care, employees are taking sick leave, paid time off, and un-paid time off when they feel they could be working.

Sampling of Comments:

· Currently, we are limited to two days per week.  For longer projects this simply does not allow sufficient time.

· Agency doesn't really approve of telework for managers.  I always feel uncomfortable requesting it.

· Some people have two days in this office and some three.  The ones with three days flex I'm not sure why they are allowed another day than the rest of us?

· Our office head has said there should be no set schedules for Telework. This forces me to justify my telework plans on a micro level. A regular set telework schedule would increase efficiency

· My daughter was recently in the hospital, and when she came home it would of been nice to be able to telecommute instead of using annual or sick leave, for she is old enough to take care of herself, but I was told I could not work from home.

· Current policy does not allow for dependent care to be a consideration.  In fact, any agreement that is expressly written to help with dependent care will not be approved.  Only improvements in performance will be approved.  No personal reasons should be included.  Changing policy to allow dependent care to be a PART of the justification would probably increase the number of teleworkers.

· Allow teleworking regardless of location.  I have "unofficially" teleworked from a hospital when my child was an inpatient for several weeks and could not be left alone even though I was not providing his care.

GSA Telework & Dependent Care Survey  

Preliminary Analysis of Write in Comments for Item 11B2
Indicate and describe changes or other steps that can be taken to improve the value of telework in assisting you with dependent care while maintaining your level of job performance: PROGRAM GUIDANCE.

General Themes
· Telework should be an accepted practice (“SOP”), not an exception, not something only mentioned on paper, and not a work arrangement easily prohibited by managers who are uncomfortable with telework in general.

[Researcher Note: In the private sector, telework is often positioned as a “privilege” not an employment “right”. However, federal law mandates telework within federal agencies, suggesting that the current practice of allowing federal mangers to exercise a significant amount of discretion in who may telework may not be appropriate, or at the very least, may be at odds with federal employees’ perceptions of how telework should be implemented.]

· Expand permissible telework arrangements:
· Allow more days to be worked flexibly (e.g., more than 2)

· Allow teleworking to be a permanent arrangement  (not just “as needed”)

· Allow dependent care to be a reason to telework 

· Allow more flexibility in hours worked during a telework day

· Allow flexible work options to be mixed (e.g., TW and compressed workweek)

· Allow flexible locations—telework someone other than home/telework center

· Assist managers in being more comfortable with telework arrangements:
· Make sure ALL levels of management understand and support the program

· Help managers understand how to stick to their agreements with teleworkers (assignments, schedule, etc.) so that teleworkers don’t feel like they’re being constantly checked up on or having to re-justify telework days

· Provide more training to managers on how to manage teleworkers / encourage managers to go through existing training programs

· Provide guidelines for how to measure program effectiveness/success

· Require managers to telework themselves

· Increase program formality:
· Standardize and distribute program rules (e.g., how many days can be teleworked)

· Require managers to provide a valid, specific reason for denying an employee the ability to telework 

· Have a formal and agreed upon employee/supervisor process for check-ins to document productivity

· Evaluate all job positions and establish telework criteria for each

· Enforce program implementation:

· Require Regional Managers to support and promote telework programs

· Ensure managers cannot prevent program implementation simply due to personal comfort levels or preferences

· Ensure equitable program implementation within agencies/centers 

· Improve everyone’s understanding of program options and capabilities:

· Educate managers about telework benefits, GSA guidelines

· Educate supervisors on program specifics—what’s possible/available today
· Better publicize program availability and options to all employees

· Do more to encourage use of telework programs

· Provide a “telework orientation” session for employees

· Top leadership should address specific concerns/gray areas:

· Can union officials telework while performing representational duties?

· Define what constitutes “personal use” of equipment and provide standardized guidelines to ensure managerial concerns about this do not override granting permission to telework  

· Clearly articulate how telework will not adversely affect an employee’s career

Sampling of Comments:

· Expand availability beyond 2 days.

· Encourage more permanent teleworking.

· OPM should penalize agencies that don't support telework and commit to a certain percentage of employees working at home.

· Some supervisors do not know the advantages.  Government has to sell it to managers.

· I don't think our supervisors understand what may be fully available under teleworking.  They think traditionally about what was done and base their decisions on the old ways.

· Do not let individual programs discourage/intimidate employees from using telework.

· Offer more support through onsite, trained specialists in this area.

· My agency treats telework like a privilege to be doled out - it should be promoted & all staff should understand that people at home ARE working.

· Force all managers to allow eligible employees to participate.  We have regions where the managers will not allow employees to use the program.

· Make telework more available. Just starting out here, but it has not been widely publicized. 
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Preliminary Analysis of Write in Comments for Item 11B3
Indicate and describe changes or other steps that can be taken to improve the value of telework in assisting you with dependent care while maintaining your level of job performance: TECHNICAL SUPPORT.

Themes Specific to Dependent Care 

· Use of personal computers and other equipment means that others in the household do not have access to those tools during work hours (e.g., children cannot use computer to do homework after school).

Themes re Improving Technical Support in General

· Some agencies do provide sufficient technical support. However many don’t, and some provide out-dated equipment that limits the types of tasks teleworkers can do at home.

· Agencies should provide the hardware, software, and technical support that teleworkers need to do their jobs away from the main office:  

· Items some teleworkers are paying for out of their own pockets include (but is not limited to): long-distance phone calls, computer, printer/copier, fax, dedicated phone line, cell phone, Internet connection, printer/fax supplies, speakerphone 

· PDAs (e.g., Blackberries) would also be helpful but are not provided

· PC cameras would enable teleworkers to attend meetings when at home

· Issuing employees laptops would be cost-effective because same PC can be used at the office, at home, and in the field/road trips

· Improve enterprise-level hardware and software that supports telework—this would facilitate job performance and expand the types of tasks that can be done at home:

· Increase speed and reliability of servers used by teleworkers

· Improve ease of access to proprietary systems (Citrix)/Intranet 

· Improve access to communication tools (VOIP, video-conferencing, NetMeeting) 

· Improve web access to email and LAN files / shared drives

· Agencies should pay for work-related telephone calls and high-speed Internet.

· Provide system for forwarding calls and billing work-related long distance

· Provide teleworkers with required software and upgrades, so that they have the same software at home as at the main office.
· Provide broader helpdesk support (e.g., troubleshooting) and easier access to IT personnel:

· Train teleworkers on how to troubleshoot/fix computers 

· Enable IT personnel to make on-site visits to teleworkers’ homes 

· Helpdesk support not available on weekends or after-hours

· Respond to teleworker support needs more quickly

· Improve the process for getting at-home support

· Other issues:

· Effective technical support is especially important for teleworkers in rural areas.

· Laptops may be easier for some teleworkers because they can be set up in any room at home; however some employees don’t like carrying laptops back and forth to work/home.

· Train all employees on how to conduct effective meetings with attendees that are not physically present in the room

Sampling of Comments:

· A dedicated computer provided by agency (e.g. laptop) would free up personal home computer for kids to do homework.

· Agency provides no support. Employee responsible for costs of long distance phone calls, etc.

· Ability to have programs like adobe pdf maker, and oracle accessed through VPN.

· Improve speed and performance of teleworking servers and provide office phone services that allow to forward office calls to a home telephone number.  If possible provide means for making local toll and long distance calls for work to be billed separately from regular personal phone use.

· There is always a problem trying to connect to the agency's servers.

· For government employees to really be able to telecommute they NEED government equipment cause our helpdesk cannot support personally owned equipment, and most of the folks I know that telecommute do so using very old computer systems.

· I have trouble accessing files from home due to the way I need to connect in.

· I had to do most research and procurement myself. Tech support for VPN and Citrix begins at 4:00 PM! DUH!

· Agency could provide hardware and provide better technical support.  There should be a easier way to connect  to OPM's network - web-based, rather than loading the citrix farm software and everything else.  Longer password timeframes.

· I need the same software I have in the office at home.
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Preliminary Analysis of Write in Comments for Item 11B4
Indicate and describe changes or other steps that can be taken to improve the value of telework in assisting you with dependent care while maintaining your level of job performance: ORG/MGMT SUPPORT.

General Themes
· Telework policies need to be more consistently and equitably applied within departments and across agencies:

· Flexibility is restricted, with policy language saying telework should “be the exception, not the rule”

· Number of permitted telework days is unduly restricted 

· No set telework schedules are permitted; as needed basis only

· Permission / eligibility to telework is based on whim/preference of manager and can vary within a department or agency

· Minimize or remove managers’ ability to deny telework simply based on personal preferences:
· Language making telework eligibility “at the discretion of the supervisor” often negates the program—allows supervisors to say “no” without just cause 

· Managers do not permit employees to telework due to a general distrust of telework, not because of specific employee behaviors.

· Compliance with telework mandates should be enforced / required:

· There should be consequences (lost incentives) for managers who do not support telework

· Managers ignore OPM advice, mandates, etc.

· Provide managers with more effective training on the benefits of telework and program options & features, so that they understand how telework is a strategic organizational tool and not an employee perk. 

· Help managers change their perceptions of telework:

· Misperceptions and distrust of telework is prevalent

· Still adhere to “out of sight, out of mind” mentality; perceive telework as a “day off”

· Are not comfortable managing remote employees

· Help managers acquire the skills needed to manage remote workers:

· Managers need to learn how to trust employees

· Improve managerial communication skills, especially for remote workers 

· Improve managers’ ability to adapt to change

· Upper level managers need to strongly embrace and support telework:

· Upper level managers do not permit telework and/or override lower managers decisions to allow telework; some actively discourage telework 

· There needs to be more emphasis on the importance of family and in spending time with family 

· Need to set goals for increasing the number of teleworkers

· All types and levels of employees (managers, coworkers, etc.) need to perceive telework as an “SOP”— an acceptable, legitimate way to get work done:

· Many managers simply don’t like telework and won’t permit it

· Some employees don’t like telework and “frown upon it” when their coworkers telework

· Some employees feel there is a stigma attached to those who request to telework and/or actually do telework

· One person abusing telework should not affect other employees’ ability to telework

· Telework should not be seen as a privilege, perk, exception, or last resort

Researcher Note: Some comments were made that, although perhaps not generalizable across the federal workforce, do seem to be problematic for specific agencies:

· Some employees perceive a generation gap; older, male managers are often more reluctant to permit teleworking (perhaps male managers with a military background).

· Some employees perceive that when telework is in place due to a collective bargaining agreement, management is openly hostile to it and actively sabotages it (e.g., scheduling key meetings on telework days, not signing telework forms).

Sampling of Comments:

· More support is needed to encourage the family life style in providing opportunities for family to spend more quality time together due to less commuting time.

· Many Forest Service supervisors still consider family issues to be un-related to the work environment.  A family friendly philosophy needs to come from the top down.  

· In my office, telecommuting is treated differently by different managers.  Some managers permit all employees [to] work at home regularly, while others do not.  There must [be] consistency, and consistency in recording output while telecommuting.

· …Managers generally don't like teleworking and have many misconceptions about it, even AFTER the program is explained to them.

· …it would be nice to be able to telework without feeling that you're "sneaking around."  I also think that our policies of submitting a work plan after using telework is a waste of resources.  No one makes me submit a work plan when I'm in the office, why when I work at home?  I am a professional and I am responsible for my work product, which is theoretically measured in my performance appraisal.

· Our office head has said there should be no set schedules for Telework. This forces me to justify my telework plans on a micro level. A regular set telework schedule would increase efficiency.

· Employees should be allowed to earn the trust of their managers, by continuing to produce a great product even while teleworking.  The level of trust needs to rise so this is a benefit that can be earned.

· Managers have too much authority.  They decide who can telework based on how they are feeling that day.  Rarely have I seen a manger take into account the workloads, etc.  

· Management sees telecommuting at a "day off".  They still do not perceive it as working at home.

· Despite receiving "Outstanding" ratings on my performance appraisals, there still seems to be a perception that I am not as committed an employee as those who do not telecommute.
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Preliminary Analysis of Write in Comments for Item 11B5
Indicate and describe changes or other steps that can be taken to improve the value of telework in assisting you with dependent care while maintaining your level of job performance: MORE FLEXIBLE HOURS PERMITTED.

General Themes

· Broaden the definition of what hours, days are acceptable to telework:

· Allow telework during non-core hours (early AM, nights, weekends)

· Allow telework for half-days or partial days 

· Do not restrict telework to just one or two days per week / pay period

· Allow employees to choose which day(s) they telework 

· Eliminate requirement that telework be “as needed”

· Allow regular/ongoing telework schedules

· Allow for “spontaneous” or ad-hoc use of telework

· Allow or credit hours worked outside of “tour of duty”

· Allow all employees to participate in flex options, not just those with collective bargaining agreements, professionals, or those whom the manager particularly likes

· Allow compressed work weeks and alternate schedules (e.g., Any 80, 10-4, MaxiFlex)

· Allow teleworkers flexibility in setting their schedules; don’t require all employees to telework the same set of hours:

· Allow employees to break up the day—worker earlier, later hours as needed 

· Allow teleworkers to set certain hours where they must be 100% available by email, phone, etc., but then have flexibility around when they work the remaining hours

· Allow employees to telework a different set of hours than the normal hours worked when at the office 

· Allow lunch times and breaks to be flexible (not required by certain time)

Outcomes of Permitting More Flexible Hours

· Employees can get work done AND:

· Care for dependents during times when outside care is less available

· Save money by reducing the need for outside care

· Get to the doctor, dentist, etc. 

· Drop off / pick up their children from school

· Take care of dependent-related emergencies

· Employees can work hours during which their interruptions are minimized (children are in bed, at activities, out with friends, etc.)

· Employees can perform their jobs more effectively:

· Can better communicate with clients/coworkers in other time zones

· Working non-core hours means employees can work a full day and still get to appointments

· Can work at their peak performance times (e.g., early AM, late night)

· Are more likely to be able to work full time and meet dependent care responsibilities

Researcher Note: Several comments were made about how great FlexiMax is and how it should be more widely available.

Sampling of Comments:

· Ability to work more during non-core hours.  I currently have outside care during core hours.

· Not all work needs to be accomplished during core hours. Things can be done after kids go to bed, Saturday mornings, etc. It should be about "the work is getting done," not "WHEN is the work getting done.

· Allow employees to come to work earlier, and leave earlier so that dependants do not have to spend as much time home alone.

· Allowing more than one day per pay period for telework would allow me more time with my dependents and allow me to work full time as opposed to switching to part-time.

· If I could answer emails after the "core hours" and get paid for it, I'd really appreciate that because I often do it at night or early in the morning while kids are sleeping.

· Starting my work day earlier than 6:30 would reduce the amount of time my child spends in after school care.

· It would be nice if we could identify our hours for teleworking according to our known work schedule and our personal needs.  Presently, as I said before, it is a set day each pay period and that day is usually not conducive to meeting the needs of my son with ADHD.

· Work longer hours on telecommuting days, and/or allow hours outside of normal work schedule.  Since I can't work hours outside of my usual work schedule, I still end up taking same amount of leave to take children to doctor's appointments or to provide childcare.

· My 4-year old preschooler attends preschool M-Th 8:30 - 11am.  What would be perfect for my situation is to physically be at work while he is at preschool and to work from home the rest of the time, with the understanding that sometimes I would need to be flexible to make some particular meetings.

· Being able to get off when school is out would be helpful for me and others. It would be helpful it work could start at 6:30 and end at 3 pm or even 6 til 2:30.

· Currently work must occur within the standard business day. There are times when I could work for a few hours after my husband is home to care for our child--increased flexibility would be a great help.

GSA Telework & Dependent Care Survey  

Preliminary Analysis of Write in Comments for Item 11B6
Indicate and describe changes or other steps that can be taken to improve the value of telework in assisting you with dependent care while maintaining your level of job performance: OTHER STEPS.

Researcher Note: Only ideas/feedback NOT already reflected in the prior Item 11 write-ins are summarized here. Thus, themes duplicating feedback expressed regarding agency policies, program guidance, technical support, organizational/management support, and more flexible hours permitted are reflected in the summaries for those items, not here.

General Themes

· Need more communication / outreach to make telework more popular and acceptable: 

· Collaborate with related agencies (transportation, air pollution, etc.)

· Establish regular communications about telework with employees

· Expand the notion of what kinds of tasks may be effectively done at home:

· Some public service tasks CAN be done at home

· Include percentage of telework-able tasks in job/position descriptions

· Educate management on the strategic applications of telework:

· Educate managers on role telework plays in making reasonable accommodations, the family leave act, etc.

· Investigate the use of telework as an attraction/retention strategy for older workers 

· Reward managers who “have abandoned Theory X management”

· Conduct regular, ongoing informational meetings for managers of teleworkers

· Implement balanced score cards to provide accountability for telework success

· Improve the ease and efficiency of the telework process:

· Decrease the amount of paperwork needed to telework

· Allow ad hoc telework without prior approval (e.g., snowdays)

· Protect telework arrangements—do not allow previously agreed to arrangements to be cancelled because a new supervisor comes on board.

· Make telework agreements automatically renewable given acceptable performance

Sampling of Comments:

· Help make teleworking more popular and acceptable.

· If an employee has been teleworking on an "as needed" basis, and a new supervisor takes over, I think the employee should still have the same basis for teleworking, if they can show work for those hours.

· Convince more managers that it is possible for public service to be handled from home. [We are in a library situation.]

· Allow telework on snow days, even if not formally approved beforehand, if teleworker has work he/she can do at home, or can access it by computer.

· Make the mantra, from top down, and down up: These are America's families. We all support each other. It takes a village. We ALL fill in for others as they fill in for us.

· Provide resources for employees who are denied reasonable accommodations such as flexiplace and flexitour. EAP advised me to adapt to management's policies. Human resources "advised" management to deny a reasonable accommodation request. My supervisor charged me with annual leave rather than sick leave when I invoked the family leave act. and took 6 months to approve it. after calling my mother's physician (to confirm my mother really was ill and my presence contributed to her recovery).

· Consider promoting teleworking as an option for EVERY WORKER over 50 & give incentives for their participation - acknowledge the impact of aging & the capability of older workers if they have a little help.

· Partner with highway and air pollution officials; support trading of office space to allow work closer to home.

· Develop Agency Score Cards that will get agencies to allow more employees to flexiplace.

APPENDIX G

Thematic Analysis of Item 12: How does your organization or agency benefit from your use of telework to assist with your dependent care situation? Please describe.

GSA Telework & Dependent Care Survey  

Preliminary Analysis of Write in Comments for Item 12OT
How does your organization or agency benefit from your use of telework to assist with your dependent care situation: WRITE-IN FOR OTHER (12f)?

Researcher Note: Other response options for Item 12 included: Less sick or family leave required, improved job performance, more likely to stay in my current position or organization, improved morale, all of the above, and no benefit. Only feedback specific to how the organization benefits from using telework for dependent care NOT related to these other response options is summarized here.

General Themes

· Employee able to continue to work full-time instead of going to a part-time schedule due to dependent care situation.

· Employee feels less guilt, stress, and exhaustion from having to balance job and dependent care responsibilities.

· Increases employee’s respect for and commitment to his/her organization.

Sampling of Comments:

· If I wasn't able to telework, I would probably commit to working only part time.  My care provider can only work 9 hours or it will be a violation of program rules.

· Reduces the guilt associated with being a working mother, and makes me feel that my organization values family -- my first priority.

· I am more willing to go the extra mile for my managers because they have been very supportive of me.

· I am willing to stay late and/or come in early when the need arises.  I have even come in on weekends to help out my boss.

· Less stress, physically, psychologically, emotionally, which enables me to be more efficient and effective in my job responsibilities.
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Underlined comments are those reported by participants with a particularly high frequency.





Dependent care-specific themes and comments are indicated in RED italic font.
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