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Purpose and Scope

Telework is the employee’s performance of duties and responsibilities of their position from home.
Telework is intended to be a transparent arrangement. Teleworkers and supervisors should maintain
awareness of its effect on position responsibilities and proactively adapt to minimize any negative effect
on the work.

While telework is a critical element of an employee and family-friendly workplace, other options are
available to employees and managers to accomplish this goal. These options include the use of
compressed work schedules and flextime. HOC’s goal is to utilize telework to establish a more efficient,
responsive and resilient approach to providing services to customers and businesses in the community.
Other telework advantages include:

e Provide healthy work environments to foster an engaged workforce better able to balance work
and life commitments.

e Enhance recruitment and retention of employees.

e Build a more resilient organization prepared for future crises where we limit barriers to getting
work done when in-office work is not possible.

e Lead other organizations within the County and region towards achieving environmental and
health goals through more limited commuting.

e Contribute to achieving the County’s greenhouse gas reduction goals to help move our
community and our nation toward a better future.

e Cost savings for reduced office space needs.

Telework

It is important that the home office be conducive to the work to be performed and free from
unnecessary distractions. HOC provides standards for the telework location in the section on “Work
Space.” Anyone requesting to work from a location other than their home, even temporarily, must
get approval from their Division Director. Employees must notify their immediate supervisor of any
changes to their telework location. All regular telework locations must be within 90 miles of the
employee’s HOC worksite.

Not all positions and not all employees are good candidates for telework. Some positions require
direct face-to-face contact with customers or direct service that can only be done in person or at a
specific work location. In some cases, a position’s duties and responsibilities may be restructured
so that duties and assignments that can be performed through a telework arrangement are done in
that manner and duties not suited to telework are performed in the traditional work setting.



It is also important to recognize that the telework location is not intended to duplicate the
flexibility of the traditional work setting. Under no circumstances are work related in-person
meetings to be conducted at an employee’s home.

The key to a successful telework arrangement is individual proficiency with the tools and equipment
that enable the employee to be productive while teleworking, including the ability to manage and
prioritize the work requirements independently.

A teleworker who participates in the Telework Program more than half the time may be required to
relinquish their office space and utilize a hoteling station when they are at the Main Worksite. In
the event a teleworker does not have a dedicated workspace at the Main Worksite, the teleworker
will be provided with a locking cabinet or drawer in which personal items may be stored for
safekeeping while they are at the main worksite.

General Roles and Responsibilities

Telework relies on multiple parts of the organization coordinating action through defined roles and
responsibilities.

Human Resources - Administers HOC’S Telework Program

e Appoint a Telework Manager, provides HOC's oversight to the program and search for
solutions to continuously improve teleworking.

e Provides guidance on position suitability and employee eligibility criteria for the
departments/ divisions to apply.

e Assist departments/divisions in achieving the goals set forth.

e Provides direction to departments/divisions in the areas of pay and leave; agency closure;
Performance Plan and Review process; recruitment and retention; and accommodations for
persons with disabilities, consistent with the Collective Bargaining Agreement and agency
practices.

e Coordinates with other departments that play a role in teleworking such as Information
Technology and Facilities.

e Acts as an information resource for Teleworkers, Departments and Supervisors.

e Supports departments, teams, and employees by providing education and training on best
practices in telework environment.

e Coordinates telework application, annual open enrollment, new enrollment, and
termination processes including the union appeals process.

e Works directly with Division Directors on the assessment, determination and approval or denial
of Telework Applications



HOC Departments/ Divisions - Implement HOC Telework Program

Maintain telework agreements.

Division Directors establish and maintain telework days per week for full time
employees in the department/division based on operational needs, duties and
requirements of the position.

Determine position suitability for participation in telework.

Work with Human Resources to meet telework objectives consistent with operational
needs.

Report to HR on the pregress-ef-implementing-the telework program to include the approved
number of telework participants and the approved frequency of participation.

Incorporate Telework into departmental Continuity of Operations Plans consistent with
existing HOC policies and procedures.

Division Directors will agree or disagree with the supervisor’s recommendation by

approving or denying Telework applications.

Submit all Telework Applications, whether approved or denied, to the Human Resources
Office.

Supervisors - Facilitate Employee and Team Telework Success

Implement telework agreements with individual employees and establish clear
expectations with the employees regarding performance.

Recommend telework applications for approval or denial and submit to the Department Director
with supporting documentation.

Ensure-the individual-has-the Provide the telework employee appropriate
direction, equipment, and training ard-eguipmentfer to assist in employees in
successful teleworking.

Identify and remove barriers to telework by utilizing new and/or available technologies, where
possible, and updating work processes, consistent with operational need.

Teleworkers — Maintain or enhance services and outcomes for HOC customers

Submit-a-telewerk-application,—e-Collaborate with supervisor to execute a telework

agreement, and attend telework training as required.

Prepare and plan for unexpected teleworking situations to ensure organizational resilience in the
face of emergencies.

Teleworking employees are expected-to-be-able to attend on-site events that are needed to
fulfill the responsibilities of their position, when required or assigned. Each-employee’s



feys Just as with on-site

employees, commuting expenses are the responsibility of the employee.

Telework employees agree to perform only official duties and not to conduct secondary
employment or personal business during scheduled working hours. Personal business
includes, but is not limited to, actively caring for dependents, making home repairs, running
errands, etc. during working hours.

Telework employees are required to be available and responsive during working
hours and must maintain responsive communication with supervisors, staff and
customers via email, chat, video conference, and phone.

Teleworkers are required to immediately notify management of any changes that may alter
their telework agreement.

Participation in Telework

Participation in the telework program is voluntary. The expectation is that any employee in a position
eligible for telework will be prepared for telework should the occasion arise.

Position duties and responsibilities may be restructured so that duties and assignments that can be
performed through a telework arrangement are done in that manner and duties not suited to telework
are performed at the HOC work-site.

Employee participation in telework may fall in one of the following categories:

Recurring telework — employees work from a remote location on an approved telework

schedule.

Intermittent/Situational telework — employees would generally work on-site, but would
telework for limited periods of time based on either circumstances impacting the
availability of the HOC worksite, or job responsibilities that could best be accommodated
by working remotely.

On-site — employees do not telework.

Employees working remotely and employees working on site have equal responsibility to
provide seamless access to information, participation in work functions, as well as video
conferencing and meetings to fully support a partially remote telework environment.

Eligible Positions

For the purposes of the Telework Program, the Housing Opportunities Commission has developed the
standards listed below for the determination of position eligibility.

e The essential functions of the position must be able to be performed off-site with access to
Google Drive, e-mail, and phone support.

e Telework employees must be able to troubleshoot routine problems independently or with
only phone assistance from the Informational Technology division.

e The employee must be able to work independently and plan and carry out assignments with
little assistance or direction from others.



e Confidentiality of proprietary information of the Housing Opportunities Commission must
be maintained.

e Service delivery to the customers of the position, internally and externally, must be
maintained or improved.

Examples of duties typically suitable for remote work/telework

Many positions have duties which are “portable” and thus should be at least in part compatible with
remote work. These tasks do not require employees to be physically present at the worksite.
Examples include:

Reading/reviewing documents, articles, emails

e Data entry and analysis

e Receiving and making telephone calls

e Performing research

e Analyzing documents and studies

e Preparing written letters, memorandums, reports, and correspondence
e Preparing presentations

e Participating in virtual programs/events

e Setting up and participating in conference calls, online/virtual meetings
e Participating in and creating professional development and training

e Collaborating with team members and supervisors

Duties not typically suitable for remote work/telework

Functions which require on-site, physical interface or interaction in order to be fully effective
typically do not lend themselves to being performed effectively remotely. In some cases, these
interactions may involve direct service to the public, including in person case management
interviews and assessments, office coverage, required home visits, and crisis intervention
procedures; in other cases, the duties require a physical presence for other reasons and may
include the following:

e Onsite Activities and Events: These are typically events or duties that must be performed in a
building or other structure (e.g., promotional events such as groundbreaking ceremonies, town
hall meetings, snow removal, etc.).

e Onsite Job Duties: These are typically job duties/functions that must be performed in or
around a building or other structure (e.g., maintenance work for housing units and HOC
facilities, performing on-site inspection activities, leasing activities, and other
responsibilities such as picking up and delivering mail as well as functions which require
use of equipment located at HOC facilities, large scale scanning and printing). 5




e Onsite Interaction or Oversight: These are typically individuals who hold positions that involve
working with people requiring in-person interaction or oversight, etc.

e Qutside Organizations or Entities: These are typically positions that require in-person
interaction or oversight (e.g. a senior living complex, etc.)

Employee Requests to Telework

Employees may request to participate in the Telework Program by completing a Telework
Application during the designated annual open enroliment periods. Employees
successfully completing their new hire probation may apply for telework within the
period determined by the department, but no later than sixty (60) days after completing
probation. Bargaining unit employees who are transferred; or promoted may apply for
telework no later than sixty (60) days after beginning the new position.

Employees requesting a hrenr-temperary long-term change to an existing telework
agreement outside of the open enrollment period due to changes in work duties,
operational needs, or exigent circumstances, may do so on a case by case basis. These
requests are subject to management approval and based on operational needs, duties
and the requirements of the position.

The Application allows the employee to respond to several questions concerning the duties and
responsibilities of their position. The questionnaire is designed to assist the employee, supervisor
and Division Director in studying the essential functions of the job in order to determine whether
and how, all or some, of the duties and responsibilities of the employee’s position can be performed
through a telework arrangement and to address any service concerns.

When evaluating employee requests for telework, supervisors should consider whether certain
portions of the employee’s work are portable and lend themselves to telework, as discussed in the
section on Duties Appropriate for Telework. The request and approval process should consist of a
conversation between the supervisor and employee with respect to the amount and frequency of
telework given the duties of the position and operational needs of the department, including
established maximum number of telework days available in the department/division
based on operational needs, duties and the requirements of the position. Supervisors
must make a recommendation to their Director to approve or deny the employee’s telework
request within feurteen{14} ten (10) calendar days. Absent extenuating circumstances, the
Director must approve or deny the request within 7 days of receipt.

Restructuring of the position’s duties and responsibilities within the position to develop a workload
that can be accomplished through telework is allowable provided it does not negatively impact
upon service delivery or performance. However, a position’s duties and responsibilities may not be
altered. For example, removing a task from a telework candidate and assigning it to another
employee in order to meet the standards for telework is not acceptable. The HR Telework
Coordinator will work directly with Division Directors on the assessment, determination and
approval or denial of Telework Applications



If an employee’s telework request is denied, HOC must identify in writing how the request as
submitted could lead to the erosion of the level and/or quality of the services provided by the
requesting employee’s position, their department or the Agency.

Continued Participation in Telework

Employees must maintain competencies in critical areas to perform successfully in a telework
environment. It is the responsibility of the supervisor to periodically assess performance to ensure the
employee maintains performance standards for their position in a telework environment.

Supervisors must provide employees with information concerning how the employee’s
performance will be measured under a telework arrangement and provide coaching and feedback,
where necessary to achieve these objectives.

Successful telework hinges on the following:

Strong time management skills;
Strong communication skills;
Ability to prioritize;

Proficiency with technology, and;

® Meeting the Work Space Requirements.

Computer Requirements

Employees participating in the HOC Telework Program must have an HOC issued laptop to properly
interface with the HOC Network systems. The Information Technology division will not send
technicians to the off-site location to perform service.

Candidates selected for the Telework Program and their supervisors will be required to attend a
training provided by the Human Resources Office to familiarize themselves with troubleshooting
standard telework problems (such as using VMware, contacting IT etc.).

Tools and Equipment

HOC Provided Tools and Equipment

Employees participating in the Telework Program will be responsible for the cost, purchase, and
maintenance of additional office equipment and supplies necessary to properly furnish the work space
used for telework. Consumable office supplies typically used by the employee in the course of business
at HOC will be provided by HOC. If in doubt, the employee is advised to discuss their needs with their
supervisor.

While HOC will provide standard consumable office supplies, supplies will not to be delivered to the
telework location by HOC. It is the responsibility of the employee to pick up the supplies at HOC offices
and transport them to their home office.

Employees can bring home IT related equipment that is currently provided for their exclusive use
(e.g., a laptop, second monitor, or docking station) with the Division Director’s and IT’s approval.
Such requests shall not be unreasonably denied. Shared equipment must remain at the office



(e.g. printers, copiers). HOC will not provide duplicate items, equipment or devices, unless
approved by ADA Accommodation.

Employee-provided Equipment/Utilities

Unless equipment is provided by HOC, the teleworker is responsible for the purchase, installation,
maintenance of all equipment and services needed to telework. HOC shall not be responsible for the
purchase, maintenance, repair and operational costs of any personal devices. Employees are
responsible for ensuring access to bandwidth to perform their assigned duties. Employees are
expected to acquire internet service and other general utilities at their own expense.

The teleworker must have adequate broadband speed necessary to conduct HOC business remotely,
£a minimum of 15 Mbps}-is required. HOC recommends a minimum of 100 Mbps for a reliable
connection. The use of personal mobile devices for HOC work is permitted but devices must
always be password protected and encrypted. Teleworking employees are eligible for the cell phone
stipend consistent with the collective bargaining agreement. Documents, information, and emails
concerning HOC business remain the property of HOC when they are stored on personal devices.
Sensitive information must not be stored or accessed on non-HOC controlled devices.

Workspace

Employees participating in the Telework Program must designate a specific work space for use for
telework. The home office must be maintained by the employee in a clean, professional, and safe
condition. To ensure that these conditions are met, the following standards apply:

e Employees must arrange an appropriate workspace at their home where noise levels can be
controlled.

e Employees must be able to take telephone calls and participate in online video meetings with
minimal distractions while maintaining appropriate confidentiality.

e The teleworker must have a comfortable office chair with adequate back support.
The agency will not provide furniture for the employee’s remote workspace unless an ADA
request is approved.

e Entryways to the workspace must be clear of obstructions at all times.

e The workspace must be neat, clean, and free of obstructions.

e The workspace must be free of potential hazards that could cause physical harm such as
frayed wires, bare conductors, loose wires, exposed wires to the ceiling, frayed or torn
carpeting seams, uneven floor surfaces, etc.

e Electrical outlets must be properly grounded and three pronged. Surge protectors may serve this
purpose.

e Phone lines, electrical cords, and extension wires must be properly secured behind
furniture to ensure no danger of entanglement.

e Lighting must be sufficient for reading and writing. 8



e Consistent with the agency’s expectations of information security for employees working in
an HOC office, teleworking employees will be expected to ensure the protection of
documents at their home office. Steps include the use of a locked file cabinet and desk,
regular password maintenance, and other steps appropriate for the job and the
environment.

e Temperature is comfortable and can be adjusted as needed.

e Homeowner's insurance and any changes in rates or coverage are the responsibility of the
employee. Any increase in the teleworker’s home utility costs is the responsibility of the
employee

The employee’s off-site work space is also considered an extension of the Agency’s work space.
Therefore, the Agency maintains liability for job-related accidents that occur in the off-site work space
during the employee’s working hours. Please note that Workers Compensation liability is limited to the
designated work space as opposed to all areas of the home. HOC assumes no responsibility for the
employee’s personal property. Work related in-person meetings are not to be conducted at an
employee’s home under any circumstances.

In accordance with HOC's Incident/Accident procedures, accidents occurring at the telework
location must immediately be reported to the Human Resources Office and the employee’s direct
supervisor. The employee is also required to complete an Incident/Accident Report and forward the
completed form to their supervisor, their Division Director, and Human Resources within 24 hours
of the incident. Any accidents occurring in a telework location may include an inspection of the
work site as directed by HOC's Worker's Compensation administrator.

Work Schedule/Time and Attendance

The Telework Agreement outlines which work day(s) the employee will telework.

Telework Agreements must be structured around circumstances which require the physical
presence of the employee in the traditional work setting. For example, critical processes that can
only be performed at the traditional work location, or standing meetings in which the employee’s
physical presence is required.

Consideration should also be given to the work flow of the employee’s position, and the work flow of the
department to which the employee is assigned to ensure that performance or service will not be
negatively affected.

Participants in the Telework Program must adhere to the Telework Work Schedule that is approved. In
addition, the supervisor may require the employee to report to the traditional work setting on planned
telework days based on identified operational needs or exigent circumstances that require the employee
to be onsite to perform duties that could not be performed remotely via telework.

Employees in the Telework Program continue to follow the Agency’s Time and Attendance

standards and adhere to their approved Work Schedule, including work hours, while teleworking.
Flexible Work Schedules and Compressed Work Schedules are allowed in a telework arrangement.
Telework employees must obtain advance supervisory approval before performing work in excess

of their regular work schedule. As always, Overtime and accrual of Compensatory Time Leave 9



must be approved by the employee s superwsor in advance. Requests for leave use must also be
approved in advance. Wi -
duringaspeeific-weelk: All requests to temporarlly change telework days durlng a specmc
week must receive prior supervisory approval.

Customer Service, Performance & Telework

All HOC employees are required to maintain the Customer Service standards for the Housing
Opportunities Commission. When an application for Telework is submitted, it is important that
Telework participants and their supervisors discuss the effect of telework on customer service.

Telework employees and their supervisors must develop standard procedures to ensure no loss in
service delivery as a result of telework.

Employees participating in the Telework Program are expected to provide the same level of service as
would be provided as though they were in the office, including reviewing and responding to e-mail and
phone messages. Supervisors and telework applicants should also consider the manner of
communication between each other while the employee is teleworking.

Security

Teleworking employees must follow the same Commission and Departmental security and privacy
practices that are required at the primary workplace. HOC may assess or enforce additional
security protections on personally owned devices systems or systems. HOC business must never
be conducted from a non-HOC email address or from an open Wi-Fi such as restaurants, coffee
shops, retail shops, etc.

Terms and Conditions of Telework Agreements

A. While teleworking, the employee is bound by all HOC rules, policies, practices, and
instructions as if they were working at the official duty station.

B. To maintain optimal customer service, teleworkers should have their camera on when
meeting with customers virtually. Teleworkers are also required to have cameras on in
internal virtual meetings when requested by the host.

C. Telework employees will be rated consistent with the performance expectations
outlined in their Performance Plan and Review Document.

D. A teleworker may also have a Flex Time or Compressed Work Schedule. As with
all positions, approval of telework for employees on Flex Time or Compressed
Work Schedules will be based on operational needs and office coverage of the
work unit will be taken into consideration.

E. The employee understands that they must comply with the terms of their Telework
Agreement. If performance requirements or conduct expectations are not met, the
supervisor will follow the procedures for discipline or performance coaching and
feedback provided in HOC Personnel Policy and the collective bargaining agreement

as appropriate.
10



F. Under no circumstances are work-related in person meetings to be conducted at a remote
work location.

G. If an HOC employee who typically teleworks on a given day is needed to be physically
present at the worksite due to identified operational need, they may be required to change
their telework schedule for a period not to exceed 10 working days. Employees must be
prepared to report to the office with 24 hours’ advanced notice.

H. Employees who provide direct customer service or who perform unique functions may be
required to report to the office on the same day in extraordinary circumstances (such as
multiple unscheduled absences of onsite workers). Volunteers will be solicited first. Should
there not be sufficient volunteers, employees shall be mandated to report in order of inverse
seniority.

I. Where HOC has an identified operational need to modify an employee’s telework agreement
for longer than 10 working days, the Employer will provide the employee
notice in accordance with applicable collective bargaining agreement schedule change
provisions.

Discontinuation of Telework

Telework participation may end due to any of the following conditions:

e The employee no longer meets the qualifications for the Telework Program.

e The employee’s performance has been negatively affected or the department’s
service level declines as a result of the employee’s participation in the Telework
Program.

e The teleworker develops a pattern of not being responsive after repeated coaching and
feedback from their supervisor.

e Ininstances when an employee has received a conduct-related disciplinary
suspension, telework may be suspended for up to ninety (90) days following
completion of the suspension.

e Repeated failure of an employee to abide by any material portion of the Telework
Agreement.

e HOC's Executive Director or designee needs to temporarily suspend the telework
arrangement in exigent circumstances when an employee’s physical presence

is necessary to carry out the missions of government. during-a-demenstrated

e Atelework participant requests to discontinue their participation in the Telework
Program.

To properly document and evaluate all reasons for discontinuation from the Telework Program,
completion of a Telework Discontinuation Form is required. Represented Employees that would like to
challenge the discontinuation can go through the appeals process (outlined in the appeals section of
this document).
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Represented Employees Appeal Process

The Union and the Employer share a joint interest in resolving disputes arising from a represented
employee’s telework request. To minimize these disputes, the parties agree to utilize the following

process:

Step 1:

Step 2:

Step 3:

Data Sharing

A written request appealing the denial must be presented to the immediate
supervisor, Division Director and HR by the Union within fourteen (14) calendar
days from the date of the denial of the telework request. Within fourteen (14)
calendar days of receiving the written request, a representative from the
Department, HR, Labor Relations and the Union must make reasonable efforts to
informally resolve the matter prior to the panel review identified in the section
below.

If the matter is not fully resolved in Step 1, the Union may, within five (5) days of
the conclusion of the timeframe in Step 1, file a request with HR to convene a three
(3) member panel. The panel will be comprised of one representative from the
Union, one representative from management and a mutually agreed upon mediator.
Panelists will not review appeals of represented employees working within their
department. Similar to the ADR process, each side will be permitted to make a brief
presentation before the panel not to exceed twenty (20) minutes, with each side
having the opportunity to respond not to exceed five (5) minutes each. The panel
members will then have the opportunity to question the respective parties, after
which the panel will caucus in private and present a recommendation.

If the recommendation is not adopted, the Union may invoke arbitration in
accordance with the Collective Bargaining Agreement. The Union shall be required
to establish that denial of the telework request violated the Collective Bargaining
Agreement.

The Employer shall share telework application denials along with supporting documentation
provided by the supervisor to the union within 5 business days of receipt of request from the
employee or the union.

Policy Review

The parties will meet on a semiannual basis to evaluate the effectiveness of the telework program and
will meet to address any unforeseen issues on an as needed basis.
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