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CITY OF SANTA BARBARA


COUNCIL AGENDA REPORT

AGENDA DATE:

September 19, 2006
TO:



Mayor and Councilmembers
FROM:


Transportation Division, Public Works Department
SUBJECT:

Report on Flexwork Program 
RECOMMENDATION:

That Council receive a status report on the Flexwork Program.
EXECUTIVE SUMMARY:
Flexwork is currently defined as a mix of: 1) telework (working from someplace other than the main office); 2) compressed workweek (working extended days for a shortened work week); and 3) shifted or split workdays (working at nonpeak hours).  Not only is flexwork an integral component of a trip reduction program that has congestion and air quality benefits, but case studies also show that employers who utilized flexwork have increased retention, enhanced employee satisfaction (for all employees), and improved productivity.  A review of the City’s Flexwork Program follows, including information on program development, proposed policy changes, and implementation to date.

DISCUSSION:
In July 2004, Traffic Solutions offered a pilot program of free flexwork consulting services to qualified Santa Barbara County organizations to help them create or expand flexible work arrangements, such as telecommuting, compressed workweeks, and flextime.  

The City agreed to be a pilot employer in the Flexwork Program in January 2005, with work commencing at that time.  The City had relatively good policies and procedures in place regarding flexible work schedules and telecommuting.  However, the consultant offered the following services which could improve employee participation:
· Advice on the formalization of flexible work schedule and telecommuting policies into a single comprehensive program.
· A Needs Assessment in multiple areas including technology and suitability of policies and procedures.
· On-line work and employee suitability assessments.
· Management training and workshops.

Managers of the City recognize that rapid technological advances, regional housing, traffic changes, and employee work/life needs have changed the traditional work environment.  It is increasingly possible and mutually beneficial for the City and its employees to allow some work to be accomplished at off-site locations and/or during non-standard operating hours.  At the outset of the City’s involvement with Santa Barbara County Association of Governments’ Flexwork Santa Barbara, flexible work schedules and telecommuting policies existed; however, they were not packaged together as a comprehensive program available to all employees.
FLEXWORK GOALS
The principle goals of the Flexwork Program are to add information, tools, and training, as well as reworking the City’s policy and agreement forms to include a broader range of alternative work arrangements accessible to all employees.  Additional goals of the program include having a positive impact on employee satisfaction; proving a positive effect on employee performance; providing a tool for recruitment efforts; and reducing single occupant vehicle trips to City worksites.

The project is consistent with the proposed objectives related to flexible work schedules and personal and work related transportation established in the Sustainable City Program.  It is also consistent with several policies of the Circulation Element including: 

· Policy 6.1: The City shall continue to support efforts to expand Transportation Demand Management Programs.
· Policy 6.2: The City shall set an example as a model employer to reduce the use of the single occupancy vehicle.
FLEXWORK PROGRAM DEVELOPMENT
Representatives from Traffic Solutions’ consultant, Telecommuting Advantage Group, worked with Transportation Staff who managed a steering committee with representatives from Parks & Recreation, Finance, Human Resources, Information Services, Public Works, and the Library.  Participants provided management direction, as well as reviewing and revising proposed revisions to written agreements and administrative policies.

The existing Telecommuting Policy and Agreement was rewritten to include all previous Memorandums of Understanding and aspects agreed to by City managers, unions, and other policy makers.  The following changes were also added:
· Compressed workweeks, flexible-schedules, and “mixed” flexwork models were added to the existing Telecommuting Policy and Agreement.
· Aspects that needed additional attention were included.  Examples of these are expectations around handling City equipment and information, as well as home-office setup requirements.
· The process for flexwork applications was standardized by a recommendation that all applicants complete a work suitability assessment.  

On-line surveys were critical components for the investigation, development, and on-going expansion and revision of the Flexwork Program.  As part of an overall Commute Survey, the employees of the City were asked about their perceptions of flexwork, the probability of their participation, and the experience of employees currently or previously participating in Flexwork Programs.  

When asked if they would choose an alternative work arrangement if it became available, 31% of City employees responded that they like their schedule as it is.  Over 50% responded that they would move to a compressed workweek, 29% responded they would telework one or more days per week and 30% responded they would utilize a schedule with flexible start and finish times.  It is possible to mix various types of flexwork and utilize more than one.  

Over 65% of City employees responded that flexibility in the workplace has a positive impact on productivity, reduced absenteeism, and quality of work.  Over 90% responded that flexibility improves the morale and the likelihood of employees staying with the City. 

A flexwork website was developed for the City’s Intranet.  The website consists of areas focused on the employees (potential flexworkers), Managers of flexworkers, as well as general information and access to other City resources, software and information.  For potential flexworkers, the website includes the tools for them to “make the case” for their Flexwork Program.  This allows employees to design programs suitable for their jobs, including specific performance metrics, individual schedules, and other aspects before approaching their manager.   
FLEXWORK PROGRAM IMPLEMENTATION
In order to increase awareness that the program was being revised, several updates were presented to Department Heads throughout the program’s redevelopment.  Program development was sensitive to the concerns of managers expressed in early surveys.  Subsequent to review by Department Heads, the City’s revised Flexwork Program was rolled out in January 2006 at a regularly scheduled quarterly Managers Meeting.  The goals of the program, tools and information available, pilot and rollout plans, were communicated to the City’s Managers.  Manager interest in the program was high.   

Approximately 242 employees working a flexible schedule prior to the flexwork project were not required to initiate new requests through the new process.  It is estimated that 9 employees began telecommuting, 16 employees adopted a compressed workweek, and 24 employees began new flexible schedules since the revised program was introduced.  Sixteen percent of the respondents indicated that they have the intention of applying for a Flexwork Program in the near future.  

Six months after the City-wide launch, an on-line survey was conducted.  Flexworking employees, their Managers, and employees not participating in flexwork were asked to assess the effects of the Flexwork Program on them. Regardless of their flexwork status, 90% of the 282 respondents supported the continuation and expansion of the Flexwork Program, both in the City and in their individual workgroups.  Furthermore, having a Flexwork Program improved the morale and likelihood of staying employed at the City for over 90% of our staff.  
Ninety percent of responding Managers and Supervisors also agreed that having a Flexwork Program has the organizational impact of improving employee morale and the likelihood of staying at the City.  Thirty-six percent of Managers responding to the survey stated that they were more supportive of flexwork since the flexwork pilot and rollout were conducted.  Eighty-seven and a half percent of Managers were supportive of the expansion of the Flexwork Program in their workgroup and the organization.  
FLEXWORK PROGRAM NEXT STEPS:
Even after the City-wide rollout, many respondents to the survey indicated that flexible work and telework schedules were still not available to them.  Increasing visibility of the program is a high priority.  This can be accomplished by participation at new employee orientation, on various pages of the intranet, and through outreach.  This, coupled with a high level of support for the expansion of the program among employees, Supervisors and Managers should increase participation.  The objectives of the program are to reduce commute and peak hour trips by increasing enrollment of employees in telework, a compressed workweek, and flexible schedules by 30%.  
Long term goals for the program include: 

· Include flexwork options in the recruitment of new employees.
· Gather data on the financial savings of utilizing flexwork in the recruitment and retention of employees.
· Gather data on the personal savings of employees utilizing flexwork.
· Increase participation of existing employees in flexwork.
· Change the culture of management staff to seriously consider all applications.
· Find a “home” in Human Resources for the program.
· Explore alternative options for workgroups for which flexwork is unsuitable.  

SUMMARY:
The tools developed for this program include a City flexwork website, written guidelines, and an agreement form. The website provided access to policies, assessments, and guidelines, as well as components specifically for the Department Manager or the flexworker. The policy and agreement met the needs of employees and Managers involved in the Flexwork Program. These included eligibility requirements for the program, policies on obtaining and maintaining equipment and supplies, data security, usage of equipment, off-site office safety, and ergonomic guidelines. The agreement included employee information and details on their specific Flexwork Program (e.g. dates, location, duties to be performed while flexworking, system access and technical support, types of hardware, software, supplies, and other items needed for the flexwork arrangement).
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