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Welcome to Managing Teleworkers. This is a module of the Human 
Resource Policy & Law course, included in the Managing Virginia Program, 
and is designed for Commonwealth of Virginia managers and supervisors.  
This class takes approximately 40 minutes to complete.  

There is a 10-minute MVP E-Learning Tutorial that teaches you the screen 
functions and navigational techniques to use in all the MVP learning modules.  
To access this Tutorial, return to the course listing in the Knowledge Center 
and select from the MVP Course menu.

The script for this module is available in the Participant Handout that 
accompanies this session.  To find the Handout, click on the “Resources” tab 
in the top right corner, click on the link for the Handout and then click the 
Printer icon to print the document. As with all of the MVP E-Learning modules, 
at the end of this learning experience there is a short Course Assessment to 
help gauge your understanding of the material.  You must get 80% correct to 
“pass” and get credit for the course.
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Teleworking is a key initiative for the Commonwealth of Virginia.  Telework 
provides opportunities for administrative efficiencies (e.g., reducing office and 
parking space), reducing traffic congestion and transportation costs, 
supporting Continuity of Operations Plans, and sustaining the hiring and 
retention of a highly qualified workforce by enhancing work/life balance.

As a key initiative, Section § 2.2-2817.1 of the Code of Virginia requires state 
agencies to establish alternative work schedules including teleworking 
programs with each agency, except the Department of State Police, having a 
goal of not less than 20 percent of its eligible workforce teleworking.

This module is based on the Department of Human Resource Management’s 
Teleworking Policy #1.61 in support of the requirements identified in the Code 
of Virginia.  
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The objectives of this module are that after completing this module you will be 
able to:

• State the benefits of teleworking

• Identify key components of the teleworking Policy #1.61

• Determine appropriate teleworking positions

• Identify your role as Tele-Manager

• Define Results-Oriented Management, and

• Apply Teleworking Policy 
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According to the Commonwealth’s Teleworking Policy #1.61, the definition of 
teleworking is “A work arrangement in which supervisors direct or permit 
employees to perform their usual job duties away from their central workplace, 
in accordance with work agreements.”

The Teleworking Policy permits agencies to designate employees to work at 
alternative work locations for all or part of their workweek in order to promote 
general work efficiencies.  Work performed in alternate work locations is 
considered official state business.
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There are many benefits to teleworking for everybody involved.  Some benefits to the 
employer include: 

• Improved recruitment and retention - Telework attracts new talented, qualified 
employees and helps retain these high-performance employees because it allows 
them some flexibility in how they manage the daily responsibilities of both work 
and family.  It also increases the labor pool, making employers attractive to semi-
retired workers, homemakers, people with disabilities and so on.

• Reduced costs - Teleworking is a popular management option that employers are 
using as a business strategy to reduce the costs associated with employee 
turnover and absenteeism, utilities, real estate, and parking.

• Fewer sick days – Studies show teleworkers tend to use fewer sick days 
because they can work from home even when they are “under the weather.”

• Teleworking may, in specific circumstances, be used as a means to enable an 
employee to return to work following, or during, short or long-term disability in 
accordance with a physician’s instructions.
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• Increased productivity – In a two-year study of teleworking, including 
small-to-large employers spanning business sectors in Massachusetts, the 
state Division of Energy Resources found that teleworkers were at least as 
productive as their non-teleworking employees, while 40% of supervisors 
in the study said that their teleworkers were more productive than their 
office-based colleagues; 23% said the teleworkers performed higher 
quality work.  Another study of telecommuters reported that 46% of the 
telecommuters reported MORE productivity, and 44% reported about the 
same productivity.

• Accommodation of persons with disabilities – Teleworking could 
provide a way for people with disabilities to work for you who might not be 
able to work at your facility otherwise.

• Improved Continuity of Operations Plan (COOP) – Teleworking may be 
a strategy to consider in developing your Continuity of Operations Plan, in 
the event of an emergency closing at your normal work facility.  Expanded 
telework during an emergency can support the continuity of agency 
operations while ensuring the safety of employees during emergency 
situations.



The benefits of a telework program are widespread. According to the 
International Telework Association and Council, on average, teleworking yields:

22% increase in employee productivity

20% decrease in employee turnover

60% decrease in employee absenteeism
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Benefits for employees include:

• Less time commuting which allows employees to balance work and family 
demands and reduces the stress associated with commuting.  

• Teleworking permits peak performance when employees are ready to be 
their most productive, by reducing or eliminating such interruptions as co-
worker drop-ins and low-impact meetings.  

• Employee empowerment, inherent in teleworking, allows workers to direct 
their talents and energies in more meaningful ways, 

• allows maximum flexibility, and 

• usually results in improved morale and higher job satisfaction.  

• Teleworking requires supervisor and employee trust that can strengthen 
their working relationship.  

• Employee commitment increases when employers use teleworking to 
accommodate worker preferences.
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According to the Teleworking Policy #1.61, telework assignments do not 
change the conditions of employment or required compliance with policies.  
Wherever they are located, employees who telework still receive the same 
compensation and benefits; still work the same designated number of hours; 
and still have to comply with state policies. Requirements and approvals to 
work overtime, make schedule adjustments, and use leave are the same as for 
non-teleworking employees.
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To set up and administer a Telework program, agencies need to:

• Establish internal policies and procedures related to teleworking.  

• Determine which positions are appropriate for teleworking and which are 
not.

• Require work agreements between the agency and the employee, agree 
to the terms of teleworking before an employee is allowed to work at the 
alternative work location, and forward such agreements to the agency 
Human Resource office.

• Provide training for supervisors and managers on how to monitor the 
employee’s work.

• Report annually to the Secretary of Administration on the status of 
participation and the efficiency of teleworking, including specific budget 
requests for information technology, software, or other equipment needed 
to increase opportunities for teleworking and participation. 

• The agency can terminate the teleworking agreement at its discretion.  
However, agencies should give employees advanced notice if the 
agreement will be terminated.
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Let’s look at some things to consider when establishing teleworking policies and procedures.  
Agencies must ensure that procedures are in place to document the work hours of employees 
who telecommute, in particular ensuring compliance with the Fair Labor Standards Act. If 
teleworkers are considered non-exempt, the Fair Labor Standards Act (FLSA) requires 
employers to pay for all hours which employees are allowed to work, even if those hours were 
unauthorized.  Be sure to monitor the hours worked by teleworkers.  The total number of hours 
that employees are expected to work will not change.  Employees need to agree to apply 
themselves to their work during work hours. Supervisors may require employees to report to a 
central workplace as needed for work-related meetings or other events.  Or supervisors may 
meet with the employee at the alternative work location to discuss work progress or work-
related issues.

If the employee has a telework agreement, telework for unplanned and temporary 
circumstances such as school closings, family illness, etc., may be approved.  The supervisor 
may exercise discretion in determining whether an employee can accomplish at least some 
part of his/her duties from the telework site in such a situation and when leave should be used

State agencies may provide equipment and materials needed to perform the job.  State-owned 
equipment may be used only for legitimate state purposes by authorized employees.  
Employees are responsible for protecting state equipment and reporting when it needs repair 
or service.  When employees are authorized to use their own equipment, agencies will NOT 
assume responsibility for the cost of the equipment, repair, or service.

Agency supervisors must grant permission according to agency procedures for employees to 



work on restricted-access information or materials at alternate work locations. Employees must 
agree to follow agency-approved security procedures in order to ensure confidentiality and 
security of data.
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Teleworking is not intended to be used in place of sick leave, Family and 
Medical Leave, leave used under the Virginia Sickness and Disability Program, 
Workers’ Compensation leave, or other types of leave.

Agencies may determine whether or not it is appropriate to offer telework 
arrangements as an opportunity for temporary, partial, or full return to work 
from illness/injury or for disability accommodations based on agency policy 
and the criteria normally applied to decisions regarding the approval of 
telework.

Agencies may be liable for job-related injuries or illnesses that occur during 
employees’ established work hours in their alternative work locations.
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Management is responsible for managing the affairs and operations of state 
government; thus, agencies have sole discretion to designate positions for 
teleworking and approve employees to telework.  While determining which 
positions are appropriate to designate or approve for teleworking, agencies 
should thoroughly analyze the duties of positions and how the work is 
performed.  Generally, the following types of positions may be appropriate for 
teleworking:

• Those that require independent work;

• Require little face-to-face interaction;

• Require concentration, thinking, or writing;

• Those that result in specific, measurable work products;

• Those that require telephone-intensive tasks, such as setting up a 
conference, providing customer service, obtaining information, or following 
up with people;

• Those that have computer-oriented tasks, such as programming, data 
analysis, web page designing, data entry, or word processing;

• And those that can be monitored by results, not just time spent doing the 
job.

The designation of a position as appropriate for teleworking does not mean 
that any, or every, employee in that position will be approved for teleworking 



privileges.

Although certain positions may generally be more aligned with telework, 
telework agreements may be issued or expanded to include non-traditional job 
roles in order to support the continuity of government during local or statewide 
emergencies and/or the health and safety of employees.
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In making decisions about which employees are designated or approved for 
teleworking, agencies should review the work qualities of employees, in 
addition to ensuring that their positions are appropriate for teleworking.  
Generally, employees who are successful in teleworking have a proven record 
of the following characteristics.  They: 

• Are able to work productively on their own

• Are self-motivated and flexible

• Are knowledgeable about the job

• Have a low need for social interaction

• Are dependable and trustworthy

• Have above average performance records

• Are organized, and

• Have good communication skills

When teleworking is a requirement for a vacant position, such as, if there is no 
designated work site or location available, this requirement should be posted in 
the job announcement and considered in the selection of a successful 
candidate.



Keep in mind that during emergency situations, employees who may not 
normally telework may be requested to telework to ensure continuity of 
operations during local or statewide emergencies and/or to ensure the health 
and safety of employees.
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To enter a teleworking arrangement, the manager and the employee must 
complete a teleworking work agreement.  This work agreement is a written 
document between the employer and employee that details the terms and 
conditions of the employee’s work away from the central workplace.  Work 
agreements are required for teleworking.

Agencies and employees must agree to the terms of teleworking before an 
employee may work at an alternative work location. Agencies may use the 
sample telework agreement published by DHRM.   Agencies may choose to 
create their own telework agreement.  Agencies who create their own telework 
agreements must have them reviewed and approved by the Office of the 
Attorney General prior to use. 

Check with your HR department for your agency’s teleworking work 
agreement.  Sample forms and agreements can be found in Policy #1.61.
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Agencies may want to include the following conditions in work agreements:

• Duration of the agreement, to include periodic and ongoing assessment 
of the agreement and provisions for termination of the agreement;

• The work schedule and how it can be changed;

• How leave is requested and approved by the supervisor;

• Status during emergency or weather-related closings affecting the central 
or alternate workplace;

• How routine communication and assignments between the employee, 
supervisor, co-workers, and customers will be handled;

• The employee’s performance plan and expectations, to include reporting 
and reviewing of productivity and quality of work products;

• The equipment and/or supplies that will be used and who is responsible 
for providing and maintaining them;

• Applicable data security procedures;

• Any safety requirements and assessments;

• And a requirement that employees permit the supervisor access to the 
alternate work location during normal work hours.
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Handling and communicating the employee’s work standards and performance 
is basically the same as if the employee was working in the central workplace.

• The employee will meet with the supervisor to receive assignments and to 
review completed work.

• The employee will complete all assigned work according to work 
procedures mutually agreed upon by the employee and the supervisor, 
and according to guidelines and expectations stated in the employee’s 
performance plan.

• The employee will report the progress of his/her work assignments 
regularly to the supervisor.

• The supervisor will evaluate the employee’s job performance according to 
the employee’s performance plan.

How this communication and reporting is handled needs to be worked out 
before the employee begins teleworking.
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Here are some points concerning compensation and benefits when an 
employee is teleworking:

1. All salary rates, leave accrual rates, and travel reimbursements will 
remain as if the employee performed all work at the central location.

2. The employee will be compensated in accordance with applicable law 
and state policy for any authorized overtime. The employee understands 
that overtime work must be approved in advance by the supervisor. 

3. The process for approval of leave remains the same.  The employee 
must obtain supervisory approval before taking leave in accordance with 
established office procedures.
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Managing teleworkers is not much different from managing people on-site.  It 
involves basic management skills that include setting goals, assessing 
progress, giving regular feedback, and managing by results.  In fact, managers 
of teleworkers have reported that their own overall management skills 
increased as a result.

A good tele-manager:

• is good at delegating,

• has earned the trust of employees,

• can look at the big picture,

• has a good rapport with workers & can accurately assess traits and 
behaviors of employees when granting teleworking privileges,

• is a good communicator,

• prefers an adult-to-adult relationship, not a paternal one, with employees 
and 

• has good organizational skills.
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Some managers feel a loss of control or a decrease in authority when their 
employees are not in close contact.  They fear that the employee is not 
working if they can’t actually SEE them working.  But watching your employees 
sit at their desks and work does not assure they are being productive or 
producing quality work.  Others feel that having teleworkers puts an extra 
burden on them.  There are obviously communication and performance 
management issues that can exist when employees are teleworking. How can 
you effectively communicate with employees who are physically separated by 
different work locations?  How will you plan and assign work?  How will you 
recognize and resolve any performance issues or provide timely feedback to 
teleworkers? Actually, managing people off-site should be no different from 
managing people on-site.  

Today’s virtual office can actually improve a manager’s skills.  Management 
skills can become more important when managing teleworkers.  Managers 
need to learn new habits, the two most important of which are paying attention 
to communication issues and learning to assess performance instead of “face 
time.”

Let’s look at how we can deal with these issues so that teleworking can be 
successful.
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To handle with these issues:

• Establish clear work expectations. Be clear and specific about your 
expectations in terms of the output you expect from teleworkers.  Quantifying 
expectations can help alleviate concerns about teleworkers being “out of 
sight.”  Both the teleworker and the manager should know what the 
expectations are and how performance will be measured.  

• Identify ways to communicate with your teleworking employee clearly and 
regularly.  

• Offer frequent and ongoing feedback. Don’t let a teleworker’s absence from 
the office deprive him or her of your insight.  Teleworkers need ongoing, 
constructive feedback.  

• Deal with performance issues quickly.  Be sure that teleworkers understand 
the process that will be used to review their performance.  Explain how the 
review process will work, what criteria they will be measured on, and how 
frequently you will communicate with them about their performance.  Their 
evaluation is directly tied to the job standards and goals you have set.  

• Establish a regular reporting system for how the employee will let you know 
the status and progress of their work assignments.  

• Manage by results.  Evaluate the employee’s performance based on what 
they produce, on the quantity and/or quality of their work output.
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Historically, the Commonwealth’s managers have supervised using “line-of-
sight” management, actually seeing the employees that are under their 
supervision.  Teleworking changes the focus to RESULTS-ORIENTED 
management, where the focus is put on the results achieved by the employee. 
A good manager manages by RESULTS, not by activity.

In a recent article, “Considering teleworking?” Robert Moskowitz said, “. . . 
there is often little if any correlation between the presence of a warm body and 
that body’s production of useful work.  The most effective. . . managers tend to 
supervise their employees not by chaining them to their desks, but by . . . 
evaluating actual results.”

You may feel uncomfortable if you are not able to see your staff working; 
however, observing individuals at their desks does not necessarily guarantee 
that they are working. You see them on the telephone, but is it a work-related 
conversation or a personal one? You see them at the computer, but they could 
be attending to a non-work related activity. Even though someone is in the 
office, it does not mean they are being productive. There are many office 
interruptions that can get in the way of accomplishing work. What really counts 
is the result of work, not where the work is being performed.  Focus on 
results!
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The essence of teleworking is that managers have to focus on the results and 
work products, not on the activity levels and sheer presence of employees in 
the workplace.
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The traits of successful managers of teleworkers are actually no different from 
the traits of any successful manager. Probably the biggest need, and the most 
all-inclusive need is good communication. The other items listed here come 
from having good communication.  

Clearly communicate your expectations and explain how performance will be 
measured and tied to the evaluation.  Be sure teleworkers understand the 
process that will be used to review their performance.  Set up interim 
checkpoints for checking progress and giving regular feedback to the 
teleworker.  Offer frequent and constructive feedback.  You need to ensure that 
teleworkers have prompt access to management feedback and guidance, that 
it is consistent with that of employees who are not teleworking. 

Set up regular, results-oriented reporting mechanisms to keep track of the 
employee’s productivity.  Lastly, yet one of the most important aspects, tele-
managers need to have trust in their teleworking employees.
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Just as effective communication is a major factor in the success of an 
organization, communication is the key to successful telework. Positive results 
do not happen without clear and honest communications among the 
teleworker, the supervisor, co-workers, clients, suppliers, and support staff.  
Frequent and clear communication is vitally important.  Let’s look at a few tips 
that will help you have excellent communication.  

Make sure that all team members know which employees are teleworking and 
that non-teleworkers feel comfortable calling teleworkers at their alternative 
work location.  Develop strategies for message-taking.  Let non-teleworkers 
know that you and the teleworker expect them to let you know if the 
teleworking arrangement is negatively impacting their work. 

Open new lines of communication.  It is important to establish formal channels 
and processes for providing feedback on performance such as progress 
reports, email updates, “chat room” meetings, etc.
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What CAN enhance an employee's performance is a combination of clearly 
defined instructions and performance criteria, interim checkpoints, and regular 
feedback. Management techniques for telework focus on the results of a 
person’s work with less emphasis on the process and location. When you 
manage by results, you know teleworkers are working because you are 
receiving desired results regardless of their work location.

Be sure to establish your expectations from the teleworkers, and what the 
teleworker should expect from you.  For example, how often do you expect 
him/her to check his/her email?  What are your expectations for regular status 
reports?
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Telework will be successful if the appropriate people are involved. They 
include: (1) teleworkers with appropriate tasks, strong work habits, and an off-
site environment conducive to the work — and (2) managers with good 
communication and organizational skills and a results-oriented leadership 
style. 
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“In summary, managing telecommuters is not unlike managing employees 

onsite.  It requires management skills as goal setting, assessing progress, 

giving regular feedback, and managing based on outcomes. Plan carefully, 

communicate often, pick the right people, give them the right tools, and get 

help if you need it, and you’ll succeed as a manager of telecommuters.”
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This concludes the MVP – HR Policy & Law – Managing Teleworkers course.

You will now be taken to the assessment. You must score an 80% or higher to 
receive credit for this course. 


