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MS. VEILLEUX:  It's time for FEDtalk, a live call-in show for feds who want answers, whether it is benefits or office politics, the attorneys of Shaw, Bransford, Veilleux and Roth bring in the experts to bring you the facts.

MR. HADGES:  FEDtalk is meant to provide general information about legal issues.  However, the views expressed in this program are not intended to provide legal counseling.  Listeners are cautioned not to rely upon any statements made in resolving legal issues they may face, but instead to consult with their own attorney about specific situations.  Attorneys are not engaged in providing legal service while appearing on the program and are not responsible in any manner for the consequences that may stem directly or indirectly from reliance on any statement made during this program.

MS. VEILLEUX:  Good morning.  Welcome to FEDtalk.  I'm Diana Veilleux.

MR. HADGES:  And I'm Jason Hadges.

MS. VEILLEUX:  Our topic for today is Innovative Workplace Strategies and we're joined by in-studio guests Stan Kaczmarczyk, who is the director of Innovative Workplace Division at GSA's Office of Real Property.  Good morning, Stan, and thank you for coming today.

MR. KACZMARCZYK:  Good morning, Diana.  I'm glad to be here.

MS. VEILLEUX:  Can you tell us a little bit about what your division does?

MR. KACZMARCZYK:  Sure.  I'm with the General Services Administration, which consists of three major service delivery organizations and a policy office.  I'm a policy guy.  In the Office of Real Property, we do all kinds of policy and guidance related to real property, the total life cycle of buildings, but we also do policy relating to the workplace itself.  You know, what do you do when you are in the building?

So, my division is the Innovative Workplace Division.  We had a reorganization in our office about three years ago and the management put together several programs that were ongoing that dealt with workplace issues, such as notably our Integrated Workplace Program, our Sustainable Development Program, our Telework Programs (since Telework is a part of the work place, it just happens some place other than the main office), and our Performance Measurement and Strategic Planning program, which dealt with trying to measure the performance of workplaces.  So, the management saw that there was some synergy to be gained by putting these programs together in this new Innovative Workplace Division.

MS. VEILLEUX:  And you've been in that position since May of 2000, right?

MR. KACZMARCZYK:  Yes.  I am the first and so far only director of Innovative Work Places.

MS. VEILLEUX:  Now, when people talk about Innovative Workplace strategies, what are we talking about here?  Can you give us some sort of a description?

MR. KACZMARCZYK:  Yes, sure.  As I said this is a direct result of some of that synergy I was talking about, but as part of our strategic planning work, we have been trying to encourage federal agencies to realize when they plan strategically to deliver their mission, that their people and their facilities, their information technology, all that administrative stuff that you need to get your job done is very important as far as how you deliver your mission and your effectiveness in delivering it.

So we've been trying to encourage our customers to think strategically in terms of their real estate and their administrative services, so we have kind of applied that same thinking to ourselves, because we have programs where two people had to plan a more effective and productive work place, try to think about the environment while you're planning your buildings and your work place, and encouraging people to Telework.

So rather than just all do this sort of willy-nilly, we decided to apply the same strategic approach to our own programs and say that you need to think strategically about how you work, what you need to get your job done and how you can best organize your workplace and your human resources to most effectively deliver your mission, and that got us into talking about what we call Innovative Workplace strategies.

MS. VEILLEUX:  Now, we're going to be talking about Teleworking in particular a little bit later in our show, but I think what you're talking about really hits a core, because of the human capital crisis that we're hearing so much about now, do you think that these strategies are things that agencies really need to consider when trying to deal with human capital crisis?

MR. KACZMARCZYK:  Yes, most definitely.  There have been several studies that substantiate this, but if you look at the life cycle of an organization in terms of buildings and real estate over a 30-year period like 5 to 10 percent of your expenditures will be on your building and your facilities and operating them.  Another 5 to 10 percent will be on your information technology.  But 80 to 90 percent of the cost of operating your agency or your organization over a 30-year period will be the cost of personnel.

So anything that you can do to improve the environment where people work, which will make them more effective and more productive, which will make them more satisfied, which will make them more likely to want to come to work for you, and more likely not to leave and go work some place else, anything that you can do that directly impacts your human capital in terms of improving your workplace is definitely a good strategy for human capital development.

MS. VEILLEUX:  Just a reminder for you listeners out there, if you have a question or comment for our guest today, please, call-in or contact us by email.  The toll free number is 1-866-895-5086 or you can email us at FEDtalk@FederalNewsRadio.com.

Stan, when you first were talking about what your office does, you mentioned a couple of particular initiatives.  One of them was the Integrated Workplace Initiative.  Can you tell us about that?

MR. KACZMARCZYK:  Yes.  The Integrated Workplace is sort of an innovative way of planning and designing a workplace that more effectively delivers the mission that you're trying to accomplish.  The traditional way of planning an office is, you tell me how many people you have and I'll tell you how much space you'll need and throw in some desks and hook up some telephones and computers and everybody runs in and goes to work.

The Integrated Work Place takes a step back and looks at what the organization is trying to accomplish.  It looks at how people work.  Are you set up to work in teams?  Are you set up to work in a more hierarchal fashion?  What's the culture of the organization?  What do people physically do?  Do they spend a lot of time reviewing cases and doing private work on the computer?  Do they spend a lot of time in meetings so that you would need more conference space and meeting space?

You know, what are the activities that actually occur, because that's important.  So the Integrated Workplace process looks at not just facilities, but at information technology requirements and human resources considerations, and plans the workplace more holistically, and we feel that this is, especially in the way that we have sort of a knowledge-based work force now involving the Federal Government and other organizations.  We feel this is a much more effective way to design a work place.

MS. VEILLEUX:  And how has the program been received by federal agencies?

MR. KACZMARCZYK:  So far so good.  It's a new program.  In 1999, we put out sort of a manual, how-to manual, and we have been going around trying to encourage people.  We've got, I would say, maybe about at least half a dozen good examples of other agencies that have tried it.  We're trying it quite a bit.  In GSA, we've got several good examples of how to do it, physical examples and work spaces here in Washington and in the Public Building Service, which is the real estate delivery arm of GSA.  We've got a whole pilot program of projects going on around the country.

MS. VEILLEUX:  Now, you also talked about sustainable development.  What's that?

MR. KACZMARCZYK:  Yes, sustainable development is sometimes referred to as green buildings.  This is sort of a new mindset that has arisen in the architectural engineering community to design buildings that take into account the total life cycle of the buildings and the materials involved, the buildings that are energy efficient, buildings that make use of natural light and natural ventilation wherever possible, buildings that don't consume or produce a lot of waste material or that use materials that are harmful to the environment in the construction of them in the first place.  That's usually referred to as sustainable development.

What we've done as one of our strategies in our division is we talk about sustainable workplace.  In other words if you think about the environment as you are designing and constructing a building, and if you think about the environment as far as what is going to happen to the materials when you no longer have a need for the building 30 or 40 or 50 years down the road, don't forget about everything that happens in between.  Don't forget about recycling programs.  Don't forget about energy reduction, you know.  And so we call that a sustainable workplace strategy.

MS. VEILLEUX:  And finally, you mentioned performance and measurements.  Tell us about that.

MR. KACZMARCZYK:  Yes, we have a Performance Measurement Program in our office.  It has been going on since about, oh gosh, 1998.  We try to assess the performance of federal real property in the workplace, government-wide.  GSA is often referred to as the Government's landlord, but the Federal Government has a 3.4 billion dollar space inventory, counting all types of space, not just office buildings, but you know, laboratories, warehouses, etcetera.  And GSA actually only controls about 10 percent of that space.

Since 1998, we've tried to put together in a broad way a Performance Measurement Program that assesses the performance of the entire federal inventory.  And then we very quickly got into trying to assess the effectiveness of work places as opposed to just buildings, and that's where the synergy and the connection came in with Innovative Workplaces.

MS. VEILLEUX:  And finally, one thing you didn't mention, but we talked about while preparing for the show is WorkPlace 20/20.  Can you tell us about that?

MR. KACZMARCZYK:  Yes, I just referred to the fact that we had a series of pilot projects going on around the country that the Public Building Service was implementing.  The Public Building Service, they are the Government's landlord.  They are in charge of the federal buildings that GSA controls that house about 1 million federal office workers around the country.  They are conducting a series of pilot projects using this Integrated Workplace strategy around the country for several reasons.

One is to get more information about them just to systematically study these projects to see what of all these things we're talking about in Innovative Work Places the lighting, the ventilation, the logistics of how the office is set up, what are the key elements that give you the most bang for the buck, so they're going to be studying them systematically and also marketing them to their customers.

The Public Building Service as a business strategy is interested in delivering a workplace service to the customers, not just, tell me what you need and we'll just get the office space and put you in it, but tell us how you work, what is it that you're trying to accomplish and we'll tell you, based on our knowledge, the best way to set up your office so that you can be effective.

MS. VEILLEUX:  Now, let's turn to a big topic for today's show, which is Teleworking.  First of all, can you define Telework?  What is that?

MR. KACZMARCZYK:  Oh, gosh, Teleworking is basically doing your job any place other than your main office or workstation location, which is generally in the downtown office building.  Most of the time that is working out of your home, but they could be working in a telecommuting center or in a satellite office or it could be working in a hotel room, because you're on travel and it's any work done away from the main facility.

MS. VEILLEUX:  Is this a new concept or is this something that has been around for a while?

MR. KACZMARCZYK:  It's been around for a while.  I mean, you could argue it has been around every since PCs have been around, but I would say as far as the Federal Government goes, it really started to be talked about maybe in the late 1980s.  They started calling it Flexiplace Program.  But certainly, within in the last five years, there's been a lot more attention paid to it.

MS. VEILLEUX:  And something else that the Government, you do think, is encouraging now?

MR. KACZMARCZYK:  Oh, yes, most definitely.  In 2001, a law was passed which we refer to as the Telework Law, that's actually part, I think, of the Transportation Appropriations Act for that year, but it set certain, not exactly quotas, but it said that basically federal agencies had to provide by a date certain the opportunity to Telework to all employees whose jobs were eligible for Teleworking.  So it made it incumbent upon the agencies to sort of look at their position, see which ones could reasonably be performed away from the office, at least one day a week, and that if your job was in that category, then agencies had to give you the opportunity to participate in a Telework Program.

MS. VEILLEUX:  Now, your division is one in GSA that's really on the forefront of encouraging agencies to do this, right?

MR. KACZMARCZYK:  Yes, actually, General Services Administration and the Office of Personnel Management both have statutory oversight authority and responsibility to monitor and encourage the Telework Program in the Federal Government.  In the Innovative Workplace Division, we have three teams and one team is more or less devoted to Telework.

MS. VEILLEUX:  Now, tell us what are some of the benefits of Teleworking.

MR. KACZMARCZYK:  Oh, sure.  Well, first of all, especially in this area in the Metropolitan Washington, D.C. one of the benefits is getting more cars off the road.  I think Representative Frank Wolfe was a big supporter of Telework and he calls it the "Friday Effect," because of alternative work schedules and a lot of people are off on Fridays, and there's a noticeable reduction in the amount of traffic on the roads.  So, he's a big champion of Telework, among other reasons, because he thinks you can get a "Friday Effect" Monday through Thursday if you have more people working at home one day a week.

But obviously, it's not just traffic congestion but cars and the emissions, the exhaust from cars, so these are environmental benefits.  It's just a more sensible, flexible way to work.  It addresses the whole idea of work life balance and quality of life.  If you have an hour commute in your car each way, that's an hour that you save that you can devote to other things in your personal life.  It's good.  We talk about the human capital implications.  I think it's a good recruitment and retention tool.

I think the current and the next generation of workers are going to be expecting to be able to work that way, to be more flexible.  We think it definitely increases productivity, in that when it is done correctly the type of work that could be more effectively done on your own can be done more productively at home, rather than the office where there is more distraction versus the work where you need to collaborate with people, you do that in the office.

So it sort of increases productivity by sort of compartmentalizing your functions that way.  In the event of emergency situations, if people are already set up to work from home you don't have to worry about if there's a fire or something and you can't come into the main office that day, you have sort of that infrastructure of a flexible work force that is not tied to a specific location.  And certainly if you do a lot of Teleworking and you manage it well, you could conceivably reduce your office space need.

MS. VEILLEUX:  Is this something that GSA Agency-wide is implementing?

MR. KACZMARCZYK:  Yes.  GSA is a very strong proponent and champion of Telework.  We have, just to give you some numbers, the last report that OPM made to Congress, they estimated that across the Federal Government, 5 percent of federal workers were participating in Telework to some extent.  In GSA, we have 25 percent of our work force that participates in Telework.

MS. VEILLEUX:  That's great.  We're going to stop to hear a word from our sponsor, the good folks at  GEICO.  When we return we'll continue our discussion with Stan Kaczmarczyk about Teleworking in the Federal Government.

(Commercial break.)

MR. HADGES:  Welcome back to FEDtalk.  I'm Jason Hadges along with Diana Veilleux.  We're talking about Innovative Workplace strategies with our guest, Stan Kaczmarczyk.  If you have a question or comment about our show today, please, call-in.  Our toll free number is 1-866-895-5086 or you can email us your question at FEDtalk@FederalNewsRadio.com.

Stan, before we left we received an email from a listener.  His name is Anthony and he actually had several questions in his email.  The first question is who is already doing this?  And I assume by the question it's what agencies are already doing this or implementing these Innovative Workplace strategies?

MR. KACZMARCZYK:  Oh, sure, most of them.  In fact, a good way to find out not only who is doing it, but to get contact information is to go to the Joint OPM/GSA website, which is www.telework.gov and on there you will find a list of agency Telework coordinators with contact information, and you can contact the agency of your choice and find out how they are implementing their Telework program there.

MR. HADGES:  And another related question he had is how are these agencies getting around the recent emphasis on security?

MR. KACZMARCZYK:  Yes, we actually did a study last year that Congress requested on technology barriers to home based Telework, and one of the issues that we dealt in there as far as barriers was security, and we concluded that while there are security issues, there are technology solutions for all of them in really three different areas.  There are hardware solutions.  There are software solutions.  And there are training solutions.  People don't think about training, but a lot of the security issues involving work that we do on the computer deals with just training people with how to manage information so that security is not compromised.

MR. HADGES:  And as far as the agencies implementing these new Innovative Workplace strategies, are agencies assigning specific individuals to address these issues?

MR. KACZMARCZYK:  Not yet.

MR. HADGES:  Okay.

MR. KACZMARCZYK:  No, we're still at the pilot project stages, I mentioned before.  We're working with the customers.  We're at the stage where we're trying to sell the strategy to customers, but we need to do a little more first, which is why we've done the pilot program.

MS. VEILLEUX:  But there is some "more" agency-wide in Teleworking so they might have coordinators for that, right?

MR. KACZMARCZYK:  Telework has been more established, that's why we have a list of coordinators.  OPM has a quarterly, agency Telework coordinators' meeting at their headquarters building and there is a listserv that we operate that consists of actually over 3,000 people, not just the Telework coordinators, but the whole community of federal Telework people.

MR. HADGES:  A few of the other questions that Anthony had.  One is who can I talk to about the technical issues related to these Innovative Workplace strategies?

MR. KACZMARCZYK:  On Telework a good person to talk about technical issues basically tends to revolve around how do you get into the LAN and how do you log on from home and those types of things would be your LAN people, your agency chief information officer.  If you have some more general questions, you can contact our office and our staff, because that's partly what we're here to do to give you guidance and provide best practices on anything related to Telework programs.

MR. HADGES:  And the last question that our listener had is: are there sites that he can visit that have Telework in progress?

MR. KACZMARCZYK:  Again, the joint website telework.gov is not only a good site in itself, but it's also a gateway to the OPM Telework site and to the GSA Telework site, and you'll find contact information.  Particularly, on my staff, the Telework team at Innovative Workplace Division would be more than happy to help anybody with those questions.

MS. VEILLEUX:  Okay.  Well, those are great questions and if any of you other listeners out there have a question, email us or call us.  The phone number is 1-866-895-5086 or you can email us at FEDtalk@FederalNewsRadio.com.

Stan, before we took our break we were talking about some of the benefits and positive aspects about Telework.  What are some of the barriers that people have to deal with in order to get started doing Telework?

MR. KACZMARCZYK:  Right.  I mentioned that study before and I just addressed the security considerations.  One of the main barriers that we ascertained in that study was that the chief information officer, who I just mentioned, is often not involved in Telework programs and they are actually the key person, because this involves basically planning and funding and information infrastructure for people to work remotely from home.

Telework programs, not just in the Government, but also in the private sector, generally have tended to be operated out of the facility's management site, because it's considered a workplace issue, you're working from home or sometimes out of the human resources area, because it's considered an alternative program, such as alternative work schedules, flexiplace, flexitime in the old federal terminology.  But really, the key to a successful Telework program in the modern age is information technology.  So it's actually the office of the chief information officer who needs to coordinate and plan and fund the infrastructure for a successful Telework program.

MS. VEILLEUX:  So you need to make sure that you talk to the right folks in order to make sure the program can work, right?

MR. KACZMARCZYK:  Right.

MS. VEILLEUX:  Now, one of the other barriers, it seems to me, is barriers that managers may have in feeling that they can't manage the people unless they actually see them sitting in their offices.  Is that something that you have also noticed?

MR. KACZMARCZYK:  Well, that's something that has been traditionally talked about, especially in the Federal Government, as one of the main barriers to more people Teleworking in the Federal Government.  In OPM's January report to Congress, they said the technology barriers had actually overtaken management resistance as the number one barrier, but management resistance is in the first line supervisor level is still a significant barrier.

And I talk about this and I try not to make it sound like I'm criticizing federal managers, because I'm not.  It's just that people have been brought up to manage a certain way.  It's really just a function of the way our organizations are set up, and it's not just the Federal Government, but we basically have moved from an industrial society to an office or service based society and now we're moving to something called a knowledge-based society.

But we are still organizing ourselves and managing ourselves and dealing with each other according to the same structure that we've had, same social structure that we've had when we were back in the industrial age.  And we're not working that way any more.  The nature of work has fundamentally changed.  The big driver of that change has been the changes in information technology.  So, this whole idea of it's hard to manage people if you can't see them immediately or if you're not in the same wing of the building with them is no longer applicable.

I mean, I think we have all had the experience in the modern age of emailing the person in the next cubicle or emailing the person in the office down the hall.  I mean, the reason you do that is that you have something, you want to put your thoughts on paper, you have an attachment you need to put to the email, it's not that urgent that you have to be in the person's face right away.  You can keep a copy of it, so you can follow-up on later.  All those things can happen whether the person is sitting next to you, whether the person is down the hall, whether the person is working from home or whether the person is working from a Telecommuting center.  So the nature of work has changed.

MS. VEILLEUX:  Yes, that's an interesting observation, because I know that in our office, I mean, we always email each other, rather than get up, because you go down to somebody's office, they're not there, so you're going to forget your thought.  And this way, you can just email the person sitting there.  If they are there, they read it immediately.  If they're not there, it's waiting for them when they return.  So, while we may have these resistances to having people out of sight, in fact, we operate that way anyway.

MR. KACZMARCZYK:  Exactly.

MS. VEILLEUX:  Well, now, how do managers overcome that, the feeling that they must have somebody there?  Are there strategies they can use to make sure that they are managing better or to improve their management styles?

MR. KACZMARCZYK:  Yes, there are, and one of the things you can do is basically, we talk about managing for results.  You're not managing to go by the clock, so there's no need to see them on a daily or an hourly basis.  You're basically managing, especially with the types of work that we're doing in programs in the Federal Government, and what we call knowledge based work, the results of the work.

So, first of all, you need to trust people.  You need to communicate well and often.  You need to define expectations.  You need to set up not just an expectation of what the result is that you're looking for, but certain milestones along the way so you can track progress.  And you just need to keep up with what people are doing.  You basically don't need to know on a daily basis even where people are, as long as you know where to find them.  And basically, you just need to do it, because, I think, once you do it you realize as a manager the world doesn't come to an end, the business of the agency or the organization carries on.  Most people are responsible.  Your best Teleworkers are generally going to be your best workers.  So that's the way it works.

MR. HADGES:  We received another email from a listener.  More of a comment than a question, but it sort of touches on our discussion of the benefits and barriers associated with Telework.  And the listener states "I Telework and love it, but it's easy to feel out of the loop."  Is this something that you find?

MS. VEILLEUX:  And how to address that.  How do you address that issue?

MR. KACZMARCZYK:  Yes, again, this goes back to this sort of strategic look at your work place.  One of the strategies that we talk about is called the virtual work place.  And again, you just don't do Telework for the sake of it.  If you're going to do a lot of it or if you're going to do it at all, you need to sort of manage your workplace effectively.  But again, there's certain work that's well done at home.  There's certain work that's best done in the office in collaboration.

So the idea is not to have people work at home or in a telecommuting center at a desk and a computer where they can do their private work and then come into the office and sit in a cubicle isolated at a desk in the office and do private work there.  If you're going to do that at home, you want to do something different.  So, you need a better atmosphere, a more collaborative atmosphere.

One thing that we've done in our office is we've got what we call touchdown stations.  We have a common area that we've built out, which is sort of a cafe and an administrative area, and it has meeting areas and it has these touchdown stations, which are basically just work stations where people can come in and log on and do their work.  Now, we have folks on our staff who Telework a lot, even full time, but they come to the office.  When they come to the office, they log in at one of these touchdown stations.

And during the course of the day, since it is sort of this common area and there's a cafe there and all that, they basically get to interact with everybody in the office at some point, and that's their day to catch up and be in the loop and, of course, they can come see me if they work for me or come see my boss or whatever or if they work for another boss.  You need to set up an environment in the office that maximizes the interaction, the collaboration while you're there and not stay at home and cocoon and then go into the office and cocoon.

So perhaps for this listener if that environment doesn't exist in his or her office, then perhaps what that person might want to do is when they are in the office they to go around and talk to people and sort of get an idea of what's going on, be a little bit more proactive perhaps than just go and plug into his or her office and remain isolated, if you will.

MR. KACZMARCZYK:  And talk to your boss about employing Innovative Workplace design strategy.

MS. VEILLEUX:  And I think that's one of the management challenges, also, that obviously, if you have people Teleworking, you need to keep them informed.  And so maybe they have to send out emails that update people about developments.  I mean, you need to think about those people that may not be in the work place, right?

MR. KACZMARCZYK:  For sure, and a good management will do that.

MS. VEILLEUX:  Okay.  Now, how do you go about deciding what jobs and what employees would be best suited for a Telework arrangement?

MR. KACZMARCZYK:  Well, again, I think you start with the assumption that almost all jobs are suitable to a degree.  I mean, we're not talking about 50 percent of the work force working at home 100 percent of the time.  We're talking about where it makes sense.  At GSA, as an agency, I'll just speak for us as an agency, I think we've started with the presumption that all jobs can be performed at home at least one day a week, except for very obvious things, like security guards or building maintenance people.

I mean, things where you actually have to be at the build every day.  And then you go from there.  I mean, you look at how much of the time people are working on research, case work, writing up reports, things like that and those are the types of things that you can do more easily at home.

MS. VEILLEUX:  And what about employees?  I mean, obviously, there may be people that are better working independently than others.  I mean, are there people that shouldn't Telework?

MR. KACZMARCZYK:  Yes, there are.  As I said before, your best workers are generally your best Teleworkers.  People who you can't depend on to do very good work in the office are probably not going to do very good work out of the office, either, but there's actually some evidence we have of some cases that that may not be the case.  We've had a pilot that was done in one of the GSA regions, that was in the New England region, and what they found as far as those who they put a lot of pressure on people, it was actually in conjunction with the "big dig" up there.

MS. VEILLEUX:  Yes.

MR. KACZMARCZYK:  People were having a lot of trouble getting in and out of the office, so they implemented a very aggressive Telework program.  And in pressuring everybody to participate, managers were forced to rule out some people who they didn't think were the best performers.  And what they found, and this is curious, is that people enjoyed the opportunity to Telework so much and appreciated the opportunity and appreciated not having to make that commute through that "big dig" every day, that they actually didn't want -- because they didn't want to lose the opportunity, their performance actually improved.  So, it's not as clear-cut as you might think.

MS. VEILLEUX:  That's interesting.

MR. KACZMARCZYK:  Yes.

MS. VEILLEUX:  But, I guess, in any event, you need a certain degree of trust and probably a written work arrangement, right, to do a Telework situation?

MR. KACZMARCZYK:  Yes, you should always have a written arrangement, which just sort of spells out the schedule and the expectations and most importantly, just sort of reminds the employee that the workplace at home has to basically adhere to the same types of requirements that the workplace does in the office, ergonomics and safety and things like that.

MS. VEILLEUX:  We're talking to Stan Kaczmarczyk, Director of Innovative Workplace Division at GSA's Office of Real Property.  

MS. VEILLEUX:  This is Diana Veilleux, host of FEDtalk and partner with the Law Firm of Shaw, Bransford, Veilleux and Roth.  Our legal practice serves federal employees and retirees representing feds and EEO discrimination cases, grievances, MSPB appeals, IG and OSC investigations and more.  Please, visit our website at shawbransford.com or call (202) 463-8400 for more information.

(Commercial break.)

MR. HADGES:  Welcome back to FEDtalk.  I'm Jason Hadges along with Diana Veilleux.  We're talking about Innovative Workplace technologies with Stan Kaczmarczyk.  Once again, if you have a question or comment about our show today, please, call-in.  Our toll free number is 1-866-895-5086 or email us your questions at FEDtalk@FederalNewsRadio.com.

Stan, once again, before we left, we received a number of emails, one from a listener, Norm, who is asking, "Is Teleworking being utilized in other countries and if so, how is it going over there?"

MR. KACZMARCZYK:  Yes, it is.  One of the functions of our office -- of course, we're not making all this stuff up.  All these innovations are really happening here in the corporate sector in America and also happening in other countries, and we try to keep up with different real estate professional organizations here in the U.S., and also with what we call the GSAs of other countries.

I would say particularly in the Western Europe, some of the western European countries, such as the Netherlands and Germany, they have good Telework programs.  If anything, they are actually more flexible than we are in their styles of work.  They have, for example, in the Netherlands, the Dutch Government Buildings Agency, they do quite a bit of Teleworking, what they call flexible working.  It's also a term in England they call flexible working.

What they have in the Netherlands, the government, is they have core hours like you're supposed to be at your desk between, I don't know, 10:00 and 2:00 in the afternoon.  The rest of the time you can be in a lounge somewhere in the building having an informal meeting.  You could be in a conference room or the library researching something or you could be at home working.  So, they actually combine Teleworking and the main office even within the same day, so they have very aggressive Telework programs in other countries.

MR. HADGES:  Another email we received from a listener, and the question is "Is the federal work force being prepared to support continuity of operations during emergency evacuations via telecommuting?"

MR. KACZMARCZYK:  Well, I don't know.  You know, each agency has their own continuity of operations plan, and I don't know agency by agency how Telework fits in.  I just know that in practice or in theory and practice, Telework can fit in.  As I explained before, one of the main benefits of Telework is what we call flexibility or as the British call it, flexible working.

And certainly, if you don't do any Teleworking in your agency, then you do not have anybody set up to work at home, which is to say they do not have the equipment.  They do not have the software or the equipment to dial into the LAN and get access to their files in the office, and they are not experienced with how to do it from home.  So, if for some reason, you cannot get to your building, then you don't have anybody working.  If you were already set up, so that you have people working at home, then it makes for a much more smoother transition.

As an example, on September 11, 2002, the anniversary, that was a day that a lot of people felt reluctant to come to the office in downtown Washington.  They wanted to use leave or whatever and you can understand that, because in my office, and my staff particularly, we have a lot of people Teleworking on a regular schedule.

I mean, that day I was at 100 percent and half the people were in the office and half the people were working from home, most of them because they were already scheduled, but some of them, because they said, I don't really feel like coming downtown today, but can I switch my Telework day or can I have an additional Telework day and work from home?  And because the infrastructure is already set up, that was not a problem.  So, my division was working at a 100 percent level that day.

MS. VEILLEUX:  That's great.  Do we have another email?

MR. HADGES:  We're receiving tons of emails.  Another email, another listener wants to know whether there are any federal laws that would require states or other local agencies to make Telework available to their staff.  I don't know if that's something that you address here at the federal level.

MR. KACZMARCZYK:  No, there was some legislation that came out about federal agencies should, and contractors working for federal agencies, make Telework opportunities available to their employees, but that's about as far as I know.

MR. HADGES:  Okay.  Another question is "Are there Telework centers in other parts of the country besides Washington, D.C. or in and around Washington, D.C.?"

MR. KACZMARCZYK:  There have been some scattered examples here and there, but not as we have here in Washington, D.C.  In Washington, D.C., we have GSA managed as a network of 15 telecenters that were funded and sponsored by Congress, and particularly because of the transportation issues, we have here.  Congress has had a very strong issue and a very strong interest in establishing and maintaining these telecenters.

From time to time, we get this question and, I think, there is some interest in the State of Florida now.  They have called us up and said they are interested in setting up telecenters, but it's mostly a D.C. area phenomenon.

MS. VEILLEUX:  Well, tell us a little bit about the telecenters.

MR. KACZMARCZYK:  Sure.

MS. VEILLEUX:  Where are they located and how are they set up?

MR. KACZMARCZYK:  Okay.  GSA manages a portfolio of 15 telecenters around the beltway, roughly half in Maryland, half in Virginia, and the idea is that these are places where federal agency customers can come from various agencies.  Come in the morning.  You sign in, in a reservation system.  You get a workstation.  You sit down.  You dial into your LAN in your agency and you do your work.

And this is sort of kind of niche product for people who want to Telework, but either can't work at home or don't want to.  I myself work at one of our telecenters in Fairfax City one day a week.  In my case, I have three small children at home, so working at home would not be more productive for me most of the time, but I'm also a person who likes to get out and go to work.

So I like to say for those of you who are interested in Telework, that here is an opportunity to not only Telework, but get out of the house at the same time.  But instead of getting out of the house and having to struggle in all the way downtown, you go to one that is close by in your "neighborhood" in the suburbs.

MS. VEILLEUX:  How can you find out where the telecenters are located?

MR. KACZMARCZYK:  www.telework.gov has a list of all the telecenters.  It has contact information for the telecenter managers, and just shoot them an email.  They are constantly running open houses, but even if there is not an open house, they would be more than glad to set up an appointment with you, so you can go out and see what it's like to work there.  They are great.

MS. VEILLEUX:  How well have they been received?

MR. KACZMARCZYK:  Well, it has been a struggle, not because they are not good facilities, but because, again, the numbers of federal Teleworkers are sort of artificially constrained by these barriers that we're talking about, but certainly within the last year, the utilization of the telecenters has improved to over 60 percent.

MS. VEILLEUX:  Wow, that's great.

MR. KACZMARCZYK:  We're happy.

MS. VEILLEUX:  I think we have another email.

MR. HADGES:  We do.  A listener wants to know "What are some examples of the legitimate grounds for denying an employee's request to telecommute?

MR. KACZMARCZYK:  That's a good question.  I would say if your job has been classified as eligible for telecommuting and if you're interested in it and you request the opportunity to do that, good reasons for saying no are probably things like well, we have been inundated with requests, and so you will have to go to the end of the list or we didn't budget for the demand and when we get the money to set up the computer and all that, we'll do it.

Possible responses might be, your performance is not satisfactory right now, and I think for you to be working away from the office one day a week might be counterproductive, and that kind of thing.  The answer you should not be getting is that, we don't do that here or I don't know if you're working if I can't see you and things of that nature.

Those are not acceptable responses, but there are some occasions where, you know -- because it's always an agreement and an arrangement between the employer and the employee, and it's got to be give and take and responsibilities on both sides.

MS. VEILLEUX:  And as you know, as we have been talking about, some managers still just don't feel comfortable with that, so we're hoping to change that, but that's still an issue in the work place, right?

MR. KACZMARCZYK:  Yes, we're working on that.

MR. HADGES:  And along those lines, we received another question from Tim in College Park who wants to know "Why aren't more Federal Government workers using or utilizing Telework?"

MR. KACZMARCZYK:  Good question, for the barriers that -- you know, just because of the barriers that we have been talking about, I think many federal workers probably don't know that it's an option for them.  And as I said, there was a law that was passed in 2001 saying that if your job is eligible you should be offered the opportunity and it gave quotas.  I hate to use that word.  25 percent of the federal work force each year over a period of four years until 100 percent of the eligible work force should be offered the opportunity to Telework.  And actually, that deadline is sort of 2004, 100 percent.

I think, personally based on my experience we have, as I mentioned, that 5 percent level.  I think there is enough pent up demand and opportunity as far as eligibility to easily jump to 10 percent and really, with an aggressive Telework program, I could see 20 percent of the Federal Government participating at some point.

MS. VEILLEUX:  These are great questions, listeners.  If you have a question or comment, call-in on our toll free line, 1-866-895-5086 or email us your questions at FEDtalk@FederalNewsRadio.com.

Here is a question for you, Stan.  Who pays for the equipment that employees use at home to Telework?

MR. KACZMARCZYK:  That's a good question and one that we get often.  The general answer is it really depends.  It's on a case-by-case basis.  I can tell you the way we think it should be done.  This is the way it's done in the Office of Governmentwide Policy where it is actually run out of our Chief Information Office as I mentioned before, but we pay for the equipment.  We provide people with a laptop, and then there are some savings involved later on in that at their desk, we replace their desk computer with a docking station, so that if you're a member of our official Telework program, actually, if you're a member of the program, you Telework two days a week.  When you come to the office, you bring in your laptop and you use the same computer.

We will pay for a second phone line or provide a cell phone, and the reasons we do that is that it's just for employees to use their own equipment is very onerous as far as trying to overcome the technological barriers and getting everybody connectivity.

Agencies and organizations will all do it differently.  Some of them will say it's all right to Telework as long as you use your own equipment or they won't pay for the phone line.  If you don't want to do that, that's fine, but if the employee only has one phone, keep in mind that as they are dialing in on the computer, you can't reach them on the telephone.  So again, it takes some planning, some strategy, a virtual workplace strategy rather than just doing things here and there.

MS. VEILLEUX:  And are unions even involved in setting up Telework programs?

MR. KACZMARCZYK:  Yes.  If you're going to be making any significant push towards Telework or any changes in your Telework program, it's advisable and important to consult with the unions.

MS. VEILLEUX:  Now, what about just approving Telework arrangements?  Who is responsible for doing that in an agency?

MR. KACZMARCZYK:  Yes, that's generally between the supervisor and the employee.

MS. VEILLEUX:  I'm sorry.  Do we have an email?

MR. HADGES:  We have a few more emails.

MS. VEILLEUX:  Okay.

MR. HADGES:  One listener wants to know "If you have a Telework agreement or arrangement set up with your supervisor and your Telework day falls on a federal holiday, is there a mechanism or is there anything that requires that you be allowed to use that Telework on another day during that week?"

MR. KACZMARCZYK:  No, this goes back to good communication and the way you work in the office with each other, but if you have a schedule, Telework is not an entitlement, it's an arrangement, so that if your Telework day falls on a federal holiday, I'm not saying you couldn't shift your day or you shouldn't.  It's a conversation with your supervisor.

MR. HADGES:  Another question, one listener wants to know if there are initiatives that you are aware of outside of the D.C. area, and this particular person is calling from the Dayton, Ohio area.

MR. KACZMARCZYK:  Initiatives on Telework?

MR. HADGES:  On Teleworking, yes, right.

MR. KACZMARCZYK:  Yes, I think if you go to www.telework.gov and look at the information there and, particularly, if you go from there to our web pages, you will find that we are on the board of an organization called ITAC, which is the International Telework Advisory Council, Association and Council.  See, I gave the old one.  I knew I would blow that.  And they will be able to put you into contact with state Governments and private companies.  AT&T has a very good Telework program, Sun Microsystems.  All that information outside the Federal Government, the best way to access that is through ITAC.

MS. VEILLEUX:  But GSA has a Government Telework team, as well, right?

MR. KACZMARCZYK:  Yes, we have a Governmentwide Telework team that works within the Innovative Workplace Division.  We have a team of five professionals who work on it.  They cover everything from the history of Telework to best practices to how-to, examples of particular programs, examples of Teleworker/employer agreements, metrics, cases of how people have managed to save real estate by implementing aggressive Telework programs, the legal ramifications, duty station issues, compensation issues.  Our folks cover the spectrum, anything related to Federal Government.

MS. VEILLEUX:  So how can people get access to that information?

MR. KACZMARCZYK:  Well, call us or write us.  I'm going to give you the email address of one of the folks on the staff, because for one thing, her name is easier to deal with over the air than mine, but also I don't want to be inundated myself.  But anyway, I would suggest the best person to contact on my staff is Theresa Noll, Theresa, T-H-E-R-E-S-A, and Noll, N-O-L-L, and you can email Theresa at Theresa.Noll@gsa.gov.  She is also sort of our web portal interface person, so if you have any technology questions or any Telework questions, she can either answer you or get you to the right person.

MS. VEILLEUX:  That's great.  We're going to stop to hear a word from our sponsor, the good folks at GEICO.  When we return, we'll continue our discussion with Stan Kaczmarczyk about Innovative Workplace strategies and Teleworking.

(Commercial break.)

MR. HADGES:  Welcome back to FEDtalk.  I'm Jason Hadges along with Diana Veilleux.  We're talking about Innovative Workplace strategies with Stan Kaczmarczyk.  If you have a question or comment about our show today, please, call-in.  Our toll free number is 1-866-895-5086 or email us your questions at FEDtalk@FederalNewsRadio.com.

And, Stan, we have a caller on the line.  We're going to try and plug her in.  Hello, are you there?

CALLER:  Yes, I am.

MR. HADGES:  Is this Anne?

CALLER:  Yes, it is.

MR. HADGES:  Okay.  Do you have a question?

CALLER:  Yes, my agency allowed people to work at home, rescinded that and now, allow very few people only with medical accommodations.  Is there any way that we can try to remedy that?

MR. KACZMARCZYK:  Well, yes, I mean, I don't know what the situation was and why that was done.

CALLER:  A change of administration.

MR. KACZMARCZYK:  Okay.  All I can say is that with the 2001 Telework law, your agency, like all agencies, are supposed to be reporting their progress on achieving Telework to OPM every year and then through OPM to Congress, and that if they are rescinding opportunities and their level of participation starts going down, they are going to show up at the bottom of the list and Congress is going to be looking more carefully at the agencies on the bottom and saying why aren't you doing it?  So, I don't have a quick fix for you, but certainly, the system is set up, so that eventually that will surface.

CALLER:  Okay.  Thank you.

MS. VEILLEUX:  Thank you.

MR. KACZMARCZYK:  Sure.

MS. VEILLEUX:  Thanks for calling.  Have we got some emails, Jason?

MR. HADGES:  No, I think we're tapped out right now.

MS. VEILLEUX:  Okay.  All right.  Well, if you have a question or a comment, listeners, call-in.  We have a little bit of time left, toll free number, 1-866-895-5086, or you can email us your questions at FEDtalk@FederalNewsRadio.com.

Stan, we have been talking about all these strategies and Telework, and you actually practice what you preach, right?

MR. KACZMARCZYK:  Yes.  One thing that we did, we decided to renovate our own offices here in Washington, D.C. for the Office of Real Property, and we thought yes, since we are telling everybody else to implement these strategies, and particularly to use this Integrated Workplace process, that we would do it ourselves, and over the course of 2001, 2002, we did renovate our offices and we did come up with a much more enjoyable and productive and sensible workplace, and we did it all for probably less money than a "traditional" project.

MS. VEILLEUX:  Well, what are some of the things that you did that you think are improvements that actually help productivity?

MR. KACZMARCZYK:  Sure.  I mentioned before about this cafe and administrative area, but basically, we have this very nice conference room that, as an office, we use for an all hands meetings once every two weeks, and we had our offices on -- and then we had people on another floor in another wing of the building.  So one thing that we did that made sense to us, since we wanted to be more collaborative, was we moved the conference room to that space on the other floor, and we moved people down in some of that space, got everybody together on the same floor, and then we used some of that space where the conference room formally was to do this cafe administrative area where you have your coffee machine and your mail room and all that stuff, and you have a place where people can make their lunch or bring their lunch or sit and have an informal break.

We have meeting rooms.  We have those touchdown stations.  It's sort of like the “village green” of the office.  Since we're interested in sustainability, we did a number of things as far as energy efficiency and lighting.  We installed ceiling fans, which everybody seems to think is some great luxury, but they are actually fairly cheap.  It's also fairly cheap if all you need to do is move some air around.  It's cheaper to turn on the fan than to turn on the air conditioner, so it's energy efficient, as well as economical.

We did a number of things, and since we do quite a bit of Teleworking, we managed to redesign our offices to accommodate that with those touchdown stations I talked about.  We have a suite of offices, workstations where people can share desks depending on what day of the office that they are in.

MS. VEILLEUX:  So these are people that are Teleworking, so when they come in, they have one desk that they share?

MR. KACZMARCZYK:  Yes, yes.

MS. VEILLEUX:  Whereas, opposed to having a separate desk for each employee?

MR. KACZMARCZYK:  Right.  We actually have, and this is part of sort of the economics of the project, we're an office of about 44 people.  We actually have four people that we don't house at all.  We have three people who Telework full time and two people who desk share, which is the equivalent of a fourth virtual slot.  So, by providing less workspace than the number of people, we achieve economies of scale there.

MS. VEILLEUX:  So it sounds like quite a few people on your staff Telework.

MR. KACZMARCZYK:  Yes, I mentioned before, several times I probably mentioned, that 5 percent of the Federal Government currently Teleworks.  GSA is an agency that has a 25 percent participation rate.  In our office, the Office of Real Property, we have a 65 percent participation rate.

MS. VEILLEUX:  Wow.  And you also Telework yourself, you said?

MR. KACZMARCZYK:  I Telework myself one day a week from the Fairfax City Telecenter and, of course, I manage a staff of 14 people, and I like to say to managers who are reluctant to do it, because they think they can't manage people when they can't see them, the best training to accommodate that is to Telework yourself, because one day a week I don't see anybody.

And certainly, yesterday we had one of those fire drills where we were trying to prepare something that had to get out, external to the agency and I was preparing for this show, so even though I was Teleworking yesterday in Fairfax City, you can ask my staff how invisible I was as their manager yesterday, he was in our face most of the day, because I needed stuff from them.

MS. VEILLEUX:  Well, you know what, I think it's very interesting that you suggest that, because I know a lot of agencies have issues and concerns about people Teleworking, and in particular managers, because upper management says well, if you're not there, I don't know.  We don't know what's going on.  Our liaison is missing, because you need to be there on top of people.  So obviously, that has not been your experience, so it works for you.

MR. KACZMARCZYK:  And it works both ways.  Yesterday I participated in a meeting with my boss and several other senior executives by phoning into his office from Fairfax and, he has often said in the past, that on days when I'm Teleworking, that he doesn't realize whether I'm in Fairfax or whether I'm down the hall, because, again, we do a lot of our work on emails and on the phone when we have to.

MS. VEILLEUX:  And overall, have your experiences working with your employees been positive in Telework?

MR. KACZMARCZYK:  Yes, extremely so.

MS. VEILLEUX:  And do you have written agreements with all of your employees?

MR. KACZMARCZYK:  Yes, and we recently just renewed them.  It's good to have them and also to renew them about once every year.

MS. VEILLEUX:  So that's your practice, to renew them every year?

MR. KACZMARCZYK:  Yes.

MS. VEILLEUX:  And you have different ones with each person that says what this particular arrangement is?

MR. KACZMARCZYK:  Yes, well, what the schedule is mostly.

MS. VEILLEUX:  So, I guess, that would be really important, and that's something that maybe a manager might not think about, that you can actually write it all out and set out things like what your days are and what kind of work you might be doing when you're Teleworking, right?

MR. KACZMARCZYK:  Exactly.  Another thing, an advantage of the way we're set up is that we were actually able to accommodate two new hires without having to find office space for them.  I had a situation where I had a person on my staff who was Teleworking already most of the time who wanted to go on full time Telework status and for various reasons I said well, you know, I think it's nice to have you here a couple of days a week.  It's a good balance and I like the situation the way it is.

Well, then we hired an intern out of college and we didn't have any space for her, so I went back and I said, I have revisited your request and I think it's okay for you to Telework full time.  He said well, what changed?  I said well, what changed is I need your desk.  So I say it always has to be a mutual arrangement between the employer and the supervisor and actually, now that this gentleman teleworks full time, I actually see him almost like clockwork a couple of days a week.  He is in the office.  He is in that administrative area, that touchdown station, and I think I may see him more now than I did when he was, unofficially --

MS. VEILLEUX:  And people's curiosity gets the better of them.  They want to know what's happening while they are gone.  Have you ever had employees who do not want to Telework?  We always assume that everybody wants to be out of the workplace working at home or working at a Telework center.  Do you have employees or have you experienced situations where people say I really don't want to do that, I just prefer to be in the office?

MR. KACZMARCZYK:  Sure, and that's fine, too.

MS. VEILLEUX:  Now, what about any perceived resentments?  Does that ever come up where people who are in the office think that they are the ones who get tagged to do more work, because they are there or that somehow, rather these other people are getting privileges that the people who work in the office aren't getting?

Is that something that comes up and if so, how do you deal with it?

MR. KACZMARCZYK:  It's something that does come up as far as Teleworking goes.  Like I said, we're your source for guidance on how to successfully establish and implement a successful Telework program.  We have recently put out guidance to our own staff, which we would be happy to supply to people, and one of the topics that we cover in there is to make sure that you don't forget that people in the office and people who are outside the office need to be core.  Basically, it comes down to the manager.  I mean, the manager should not be forgetting that half of them are elsewhere and half of them are here.  They should not be relying just on the people who are in the office.  That is basically a management responsibility.

MS. VEILLEUX:  Do you think that having this type of Innovative Workplace strategy where you have people utilizing different work sites and different arrangements for working makes a manager's job more challenging?

MR. KACZMARCZYK:  It doesn't make it more challenging, per se.  We put out a publication a couple of years ago called "People in the Workplace."  One of the contributors to that publication was a gentleman named Gil Gordon who was a Telework expert.  I have to confess I don't know what his real job is, but he is a Telework expert, and in the article that he wrote for us, he said Telework is really just a back door way of getting managers to do their jobs.

Managers, when everybody is on staff in the building and available all the time, tend to get lazy, and that by having part of the work force out of site part of the time, it forces managers to go back to what he calls management 101 basics of time management, work planning and the priority ranking of tasks, and this is the value added of a manager particularly in some of the complex federal programs.

If you're managing in the way that you're just sitting there all day waiting for something to come up, and then running down the hall and grabbing the first person you see and delegating things, that's not really managing.  I don't know what you call that, but managing is what Gil Gordon says it is.  It's time management, work planning, priorities.

MS. VEILLEUX:  It also seems to me that communication is very important in being able to manage this way, as well.  Is that right?  Do you agree with that statement?

MR. KACZMARCZYK:  Yes, communication is important and communication can occur over the telephone and over the email and, in fact, in the knowledge base work force, that is more prevalent.  So again, the nature of work has changed the way we deal with each other and the way managers manage work has to change, as well.

MS. VEILLEUX:  Now, you mentioned that one of the things that you thought was important in having a successful Telework program is to have Telework agreements.  Is there some place where listeners or managers who are interested in having Telework programs in their agencies can go to get information about or forms or models to see what kinds of things should be included in a Telework agreement?

MR. KACZMARCZYK:  Yes, I mentioned telework.gov.  I mentioned the list of agency coordinators.  You can contact any of them for examples from particular agencies or you can just contact my staff and explain what type of program you're trying to set up, and we'll sort of be the matchmaker on that.

MS. VEILLEUX:  Yes.  What other kinds of issues do you have to consider in dealing with Telework, I mean, things that managers need to be aware of if they are getting ready to think about whether a program is going to work in their particular office?

MR. KACZMARCZYK:  I think, again, you need to look at that nature of the work.  You need to do this kind of Integrated Workplace analysis as to what functions people are actually doing.  What you find is, and I just mentioned other countries before, I just saw a good study that was done in Germany.

You know, they ask people what does the company pay you to do?  And people say innovate, collaborate, solve problems, this and that 80, 90 percent of the time.  They pay me to concentrate on a particular task by myself 10 to 20 percent of the time.  When people think about what they actually do day to day, that's how it breaks out.

Then you ask people well, what kind of workspace do you need?  And they say well, I need a private office, because I have to concentrate.  So why would you need a private office to do something that you're really only getting paid to do 10 to 20 percent of your time?

So, when you go through that type of analysis in general, and it's broader than Telework, and you go through that kind of strategic planning analysis for your work place, you can really work much more sensibly and much more productively.

MS. VEILLEUX:  Okay.  Now, I think that's all the time we have today, Stan.  Thank you so much for joining us to talk about Innovative Workplace strategies and in particular, Telework.  Next week, join us where host, Debbie Roth and John Mahoney will welcome M. J. Jamison, also from GSA, to talk about their comprehensive website, FirstGov.  That's all we have for today.  Thank you for joining us and tune in next week.

You have been listening to FEDtalk with the attorneys of Shaw, Bransford, Veilleux and Roth.  Tune in every Friday on FederalNewsRadio.com.
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