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INTRODUCTION

A. Purpose

This Guide to Human Resource COOP/COG Policies and HR COOP/COG Toolkit is intended for the use of Commonwealth agencies in the event of a declared COOP/COG emergency.  It is a compilation of new and existing policies and procedures that agencies may reference to ensure the continuous performance of their organization’s essential functions during such an emergency.  These policies and procedures have been drafted to protect the safety and productivity of employees and to mitigate disruptions to operations.  Other policies and procedures that are not found in this guide may also be relevant to a COOP/COG emergency.  Agencies should reference these already existing polices in the same manner as they normally would in the course of conducting business operations. 

Among the included policies and procedures are those that address behavioral health issues that may affect agencies. Also addressed are procedures to pre-plan for potentially critical losses of staff through scheduling, identification of alternate resources and temporary business reduction.  They present a management framework, establish operational procedures to sustain essential functions, and guide the restoration of full functions if normal operations in one or more of an agency’s locations are not feasible.  

An HR COOP/COG Toolkit is also incorporated with this guide that includes useful web links, forms, management tools and strategies that are designed to assist managers in the event of a COOP/COG emergency. 

Each agency’s Human Resources point of contact should be familiar with, and trained on, both this document and their agency COOP plan. It is hoped that this guide will assist agencies of the Commonwealth in their efforts to achieve a timely and orderly recovery from a COOP/COG emergency and to resume full service to their customers.

Please note that the term “Emergency Function” and “Emergency Personnel” are equivalent to “Essential Function” and “Essential Personnel” found in the agency COOP template. 

B. Governor’s Executive Authority in Declared Emergencies

In the event of a COOP/COG emergency such as a major outbreak of the avian flu, the Governor could invoke his/her emergency powers under the Annotated Laws of Massachusetts (ALM Special Laws Chapter S31:  Civil Defense Act).  Included in these powers is the authority to:

· …assume direct operational control over any or all parts of the civil defense functions within the commonwealth; (ALM Spec L ch. S31 § 4)

· …issue a proclamation setting forth a state of emergency…Whenever the Governor has proclaimed the existence of such a state of emergency, he may employ every agency and all members of every department and division of the government to protect the lives and property of its citizens and to enforce the law.  (ALM Spec L ch. S31 § 5)

· …modify the classifications established under sections forty-five to fifty, inclusive, of chapter thirty of the General Laws. (ALM Spec L ch. S31 § 7)

· …utilize the services, equipment, supplies and facilities of existing departments, offices and agencies of the commonwealth, and of the political subdivisions thereof, to the maximum extent practicable; and the officers and personnel of all such departments, offices and agencies are directed to co-operate with and extend such services and facilities to the governor and to the civil defense organizations of the commonwealth upon request. (ALM Spec L ch. S31 § 16)

· It is the duty of every member of any governmental body to fully co-operate with the Governor and the director of civil defense in all matters affecting civil defense… The Governor is authorized to make, amend, and rescind orders, rules and regulations pertaining to civil defense… (ALM Spec L ch. S31 § 20)

C. Undeclared Emergencies

In the event of an emergency situation faced by a particular agency, but one that does not rise to the level of a COOP/COG emergency that is declared by the Governor, agencies must follow the dictates of Civil Service rules and Collective Bargaining Agreements (CBA) with regards to such actions as employee transfers and reassignments.  Agencies must also follow all existing polices related to leave, etc. existing in Collective Bargaining Agreements (CBA) and the Red Book.  Agencies are generally empowered to take actions necessary to carry out their mission in the event of emergencies, except as otherwise limited by the bargaining agreements.  An example of such an undeclared emergency might be when a particular building that headquarters an agency has a fire requiring an evacuation of its personnel.  

SECTION I—STAFFING ISSUES

Section I (A)—Emergency Staffing Procedures
When the Commonwealth is faced with a declared COOP/COG emergency and the Governor makes a decision that impacts the staffing of state offices, the Massachusetts Emergency Management Agency (MEMA) is responsible for contacting the Human Resources Division (HRD) who will in turn contact each Cabinet Secretary, Division Director regarding the decision of the Governor.  (MEMA will assume this responsibility if HRD is unable, due to the emergency, to carry out this function.)  Each Secretariat and Division Director is charged with ensuring that this decision is communicated throughout their Secretariat/Division utilizing its pre-established Employee Notification Plan.  

In addition, official information regarding the emergency situation will be posted on the Commonwealth’s website: www.mass.gov.  In addition to its website, the Governor’s Office will help facilitate communication by publicizing any decision regarding the staffing of state offices on television and radio news channels, as a part of school and other community cancellations.  

In the event of a declared COOP/COG emergency, the designation of emergency personnel, transfer of employees to alternate locations and/or temporary staffing arrangements/alternative assignments are intended to ensure that the Commonwealth can serve the needs of its clientele and the public at large while still ensuring the safety and well being of its employees.  In addition, these procedures are designed to allow the unhindered operation of the various twenty-four hour facilities, i.e. Correctional Institutions, State Hospitals and Schools, and all direct care facilities so that all clients and persons entrusted to the care and custody of the Commonwealth will continue to receive necessary services.

Section I(B)—Emergency vs. Non-Emergency Employee Status
It is important that the procedures outlined are followed in a uniform manner across Secretariats and Divisions.  

Emergency Personnel:

It is the responsibility of all departments/agencies to identify Emergency Personnel who will be required to report to their assigned work site as scheduled, regardless of an emergency situation, due to the critical nature of their job functions.  Emergency Personnel are generally charged with the care and custody of patients and/or prisoners or are responsible for the delivery of other critically important public services.  All employees in classifications such as State Trooper, Mental Health or Mental Retardation Worker and Correction Officer, by their nature, will always be considered Emergency Personnel.  

Other employees may be designated as Emergency Personnel from time-to-time depending on specific circumstances. For example, it may be essential to the running of a facility that a minimum of 50% of Electricians remain on duty or that 33% of Steam Fireman continue to work.  In such instances, the necessary minimum number of staff shall be designated as Emergency Personnel and the reminder as Non-Emergency Personnel.  In such cases, assignments to remain and provide coverage should be rotated in an equitable fashion on a long-term basis.  

Employee Notification Process:

In order to be prepared for an emergency or early release of personnel, each agency should have the following information prepared:  

Establish an Emergency Personnel List containing the following information: the position title and functional title of all Emergency Personnel; their work locations; and shifts.  Provide written notification to all employees designated as Emergency Personnel.  Emergency Personnel should be familiar with, and trained on, both this document and their agency’s COOP plan.  In addition, all key and emergency personnel should provide alternative contact information such as home and mobile phone numbers.  Any employee with a state-provided cell phone should without question provide that number to the COOP official in their agency for emergency contact purposes.  (It should also be entered in the HR/CMS system).
Establish an Employee Notification Plan that codifies the procedures by which employees are notified about the emergency situation.  This plan should include the methods by which Emergency Personnel are instructed to return to work on a callback basis and how Non-Emergency Personnel are informed that they do not need to report to work.  All means of communicating should be considered, including websites, voicemail messages, group e-mails, and phone trees.  

Impact on Non-Emergency Employees

The emergency situation could impact Non-Emergency Personnel in two ways:

The first situation is where employees are informed that, for the purposes of restricting vehicle movement throughout the state or specific counties/municipalities, only Emergency Personnel need report to work.  (However, if the Appointing Authority determines that it is safe to do so, it may permit access to Non-Emergency Personnel who wish to report to work.)

The second condition is where Non-Emergency Personnel are either permitted to be released early or to have a delayed arrival time.  Such directive may apply either statewide or to a specific area of the state.  All employees designated as Emergency Personnel will be expected to be at their posts until properly relieved.  In any case, Appointing Authorities are not to release any employees until directed to do so by the procedures outlined in this memorandum, even if an individual municipality establishes a local State of Emergency.  

Sections I(C) and I(D)—Temporary Transfer of State Employees to Alternate Locations and

Temporary Staffing Arrangements/Alternative Assignments in Declared Emergency Situations

In the event of a declared COOP/COG emergency situation (i.e. when the Governor of the Commonwealth, or his/her designee has declared a State of Emergency), it may be necessary to transfer state employees to alternate locations and/or provide temporary staffing arrangements/alternative assignments for state employees to ensure that the Commonwealth can serve the needs of its clientele and the public at large while still ensuring the safety and well being of its employees.  In addition, these procedures are designed to allow the unhindered operation of the various twenty-four hour facilities, i.e. Correctional Institutions, State Hospitals and Schools, and all direct care facilities so that all clients and persons entrusted to the care and custody of the Commonwealth will continue to receive necessary services. 

The Appointing Authority, in such emergency situations, shall have the right to assign all state personnel (including civil service and collectively bargained employees) as it deems necessary to carry out the mission of the Commonwealth.  It is important that the procedures outlined be followed in a uniform manner across Secretariats and Divisions.  

1.0 
Staffing Procedures for Emergencies Not Requiring Alternate Work Sites 

If the Appointing Authority determines that Emergency and/or non-Emergency personnel may continue working in their usual locations, the procedures outlined in the February 14, 2007 memorandum issued by Paul Dietl, Deputy Chief Human Resource Officer, “Staffing and Notification Procedures for Emergency Situations” shall be in effect.  (See Appendix A).

2.0   
Staffing Procedures for Emergencies Requiring Alternate Work Sites

If the Appointing Authority determines that Emergency and/or non-Emergency personnel are unable to continue working in their usual locations, the procedures outlined below shall be in effect:

2.1
Transfer of Emergency Workers to Alternate Locations
2.11
Notification

The Appointing Authority through his/her designee shall provide clear and concise verbal notification to each reassigned employee on or before the date of his or her reassignment.  In addition, written notification (see Notification of Work Location Reassignment Form in Appendix A) of their reassignment shall be provided to each employee reassigned to an alternate work site as soon as practicable and shall include the following information:

· Address of new work location (if any)

· Duration (if known) of reassignment

· Reasons for reassignment

· Hours of work if different than usual schedule

· Redeployment outside of standard functional job definition

· Availability of Telecommuting or Alternative Work Options

· Availability of food and overnight accommodations
2.12
Staffing of Emergency Functions

Appointing Authorities shall maintain a list of designated emergency functions (See Staffing of Emergency Functions Form in Appendix A) that must be transferred to an alternate location if continued operations in that agency’s usual place of business are not possible.  Such list shall include the following information:

· Job Title/s Performing Emergency Function

· Identification of current and alternate staff performing EF

· Minimum staffing level required for each EF

· Current and Alternate Work Locations

· Telecommuting and other Alternative Work Options 

· Equipment/IT requirements

2.13
Staffing of Non- Emergency Functions

Appointing Authorities or their designee shall also provide clear and concise verbal notification to all non-emergency personnel if continued operations in that agency’s usual place of business are not possible.  Such notification must be provided on or before the date of his or her reassignment.  In addition, written notification of their reassignment (see Notification of Work Location Reassignment Form in Appendix A) shall be provided to all such employees as soon as practicable and shall include the following information:

· Address of new work location (if any)

· Duration (if known) of reassignment

· Reasons for reassignment

· Hours of work if different than usual schedule

· Redeployment outside of standard functional job definition

· Availability of Telecommuting or Alternative Work Options

· Availability of food and overnight accommodations
2.14
Hardship Situations

An employee who is adversely affected by his/her reassignment may request a discussion of such reassignment with the Appointing Authority or his/her designee. The Employer may take into consideration the family lifestyle of the employee, the distance of the reassignment, alternative work options, the availability of car pools and/or public transportation and/or any other hardship.  In the event, however, that the Appointing Authority determines that such hardship cannot be reasonably accommodated, there shall be no further recourse to the employee. 

Section I(E)—Emergency Closing Procedures

In the event of a COOP/COG emergency and in those rare situations where conditions arise that create an intolerable or unsafe working situation for employees, the Commonwealth must ensure that the needs of its clientele and the public are provided for while ensuring the safety and well being of its employees. 

Examples of such occasions may include the lack of water, electricity or heat in a state-owned or leased building.  In these instances, every reasonable action should be taken to rectify the problem as soon as possible.  In the event that the problem cannot be resolved in a timely manner, every effort should be made to salvage as much productivity as possible under the circumstances. 

First, employees should be relocated to an alternative worksite.  If there are no alternative worksites available, whenever practicable, employees should be given work to be completed at home.  As a last resort, employees may be permitted to leave work.  If employees are permitted to leave work, clearance must first be obtained from the agency’s Secretariat or Division Director.  In addition, the Chief Human Resources Officer must be consulted to ensure a standardized approach to this policy.  However, the final decision to release employees will rest with the agency’s Secretariat or Division Director.  For offices that directly serve the public, every effort should be made to notify the public through news media outlets that the particular office/worksite is being closed.

Section I(F)— Emergency/Provisional Appointments and Promotions to Civil Service Positions
In the event of a declared COOP/COG emergency situation (i.e. when the Governor of the Commonwealth, or designee has declared a State of Emergency), it may be necessary to make emergency and/or provisional appointments or promotions to civil service positions to ensure that the Commonwealth can serve the needs of its clientele and the public at large while still ensuring the safety and well being of its employees.  These emergency and/or provisional appointments may be made under Chapter 31 Sections 12 & 14, 31-32 of M.G.L.  

1. Emergency Appointments  (Chapter 31, Sec. 31-32 M.G.L)

An appointing authority may, without submitting a requisition to the administrator and without complying with other provisions of the civil service law and rules incident to the normal appointment process, make an emergency appointment to any civil service position other than laborer for a total of not more than thirty working days during a sixty day period. Such appointment shall be made only when the circumstances requiring it could not have been foreseen and when the public business would be seriously impeded by the time lapse incident to the normal appointment process. Upon making such an appointment, the appointing authority shall immediately notify the administrator in writing, in such form and detail as the administrator may require, of the reason for the appointment and the expected duration of the employment thereunder. No renewal of such emergency appointment shall be made without the consent of the administrator. 

An emergency appointment may, upon written request of the appointing authority and with the consent of the administrator, be renewed for an additional thirty working days. The administrator shall not consent to more than one such renewal of the appointment unless the position is in a department, institution or hospital carrying out functions connected with the public safety or public health and the public service would suffer if a second renewal were not granted, in which case the administrator may consent to a second renewal. No person shall receive more than one such appointment or one such appointment and renewal, as the case may be, in any twelve month period, except as otherwise provided in this section. 

An appointing authority may make an emergency appointment to the position of laborer without submitting a requisition to the administrator and without complying with the other provisions of the civil service law and rules; provided, however, that the circumstances requiring such appointment could not have been foreseen and the public business would be seriously impeded by the time lapse incident to the normal appointment process. 

Employment pursuant to such an appointment shall not continue for more than a total of thirty working days during the sixty calendar days following such appointment, provided that the appointing authority, with the consent of the administrator, may renew such appointment for an additional thirty working days or, at its discretion and without such consent, for not more than an additional fifteen working days. In the event of such renewal for not more than fifteen working days, no further emergency appointment shall be given such laborer within twelve months from the date that he began employment under such thirty-day appointment. 

In no event shall a person who is given such an emergency appointment as a laborer be permitted more than a total of sixty working days of emergency employment within any twelve month period, in any civil service position, including that of a laborer. 

Upon making such an appointment or any extension thereof, the appointing authority shall notify the administrator in writing of the reason for the appointment or extension and the anticipated duration of such emergency. 

Examples of such emergency appointments might be the need to hire additional police officers to direct the evacuation of civilians or laborers to construct temporary shelters.

2. Provisional Appointments (Chapter 31, Sec. 12 & 14 M.G.L)

An appointing authority may make a provisional appointment to a position in the official service with the authorization of the administrator or, if the appointing authority is a department, board, commission, institution or other agency within an executive office, with the authorization of the secretary of such office. Such authorization may be given only if no suitable eligible list exists from which certification of names may be made for such appointment or if the list contains the names of less than three persons who are eligible for and willing to accept employment and the appointing authority submits a written statement to the administrator that each person whose name was certified and who reported for an interview was interviewed and considered for appointment and states sound and sufficient reasons, satisfactory to the administrator, for not making an appointment from among such persons. A provisional appointment may be authorized pending the establishment of an eligible list. Such authorization shall be void unless exercised within two weeks after it is granted.  

After authorization of a provisional appointment pursuant to the preceding paragraph, the administrator shall proceed to conduct an examination as he determines necessary and to establish an eligible list. Such examination shall be held and such eligible list shall be established within one year from the date of such authorization if the appointment must comply with federal standards for a merit system of personnel administration as a condition for receipt of federal funds by the commonwealth or any of its political subdivisions.

…if an emergency exists, and the appointing authority describes the reasons for the emergency, states that such position must be filled because of such emergency, and submits a statement which describes to the satisfaction of the administrator the steps which have been taken to find a person who meets the entrance requirements for the position, the administrator may authorize a provisional appointment of a person who does not meet such entrance requirements. Such authorization in the case of such emergency shall not constitute a finding that the person so provisionally appointed is eligible to take the examination for such position…Except as otherwise provided by section fifteen, no provisional employment in a position shall be authorized, approved, or continued for more than thirty days following a certification from an eligible list if such list contains the names of three persons eligible for and willing to accept appointment to such position. 

An example of the need for such a provisional appointment might be in the event of a prolonged COOP/COG emergency when additional safety personnel are required.  Note:  As indicated above, the CHRO could give a municipality (i.e. police chief) the authority to hire a provisional employee. In reality, because police personnel must be trained, such an appointment would most likely be in an auxiliary capacity such as a dispatcher.  In the event of a seriously deficient police force, the National Guard would augment local authorities.
Associated links to Chapter 31 may be found in Appendix A.

Section II—TIME & ATTENDANCE

Section II (A)—Pay and Reporting to Work Guidelines
If the Governor were to declare a COOP/COG emergency such as a major outbreak of the avian flu, state employees would be needed to carry on the vital mission of state government agencies.  Therefore, unless instructed otherwise, in the event of a declared COOP/COG emergency, all state employees are expected to report to work.    Depending on the extent of the emergency, the Governor shall determine pay guidelines for state employees.  

Section II (B)—Flexible Work Arrangements
In the event of a declared COOP/COG emergency, the Commonwealth’s policies and procedures for Alternative Work Options are available.

Listed below are brief descriptions of each of the Alternative Work Options:

PART-TIME:   Part-time employees are scheduled to work at least half-time, but less than full-time, in state positions.

JOB-SHARING:  Job-sharing enables two (or more) individuals to divide the responsibilities assigned to one specific position.  The combined number of hours job-sharers work each week is equal to that of a full-time employee.

FLEXTIME:  Flextime permits full-time employees to set their own schedules within limits established by agency management and collective bargaining agreements. Arrival and departure times may vary, as can the number of hours worked each day.  Employees must work the total number of hours that are required of full-time employees each week. Each agency establishes "core hours", during which all employees must be at work regardless of individual flextime schedules. Compressed Work Weeks are a form of flextime.

STAGGERED WORK HOURS:  This scheduling option enables employees to set arrival and departure times to fit their needs. The same schedule is followed every day, five days a week.

TELECOMMUTING:  Telecommuting is a form of telework, which is the use of telecommunications technology to work from any remote location.  In most instances, it is the act of working from home, thus eliminating travel to and from an office.

Detailed information on Part-Time, Job-Sharing, Flextime and Telecommuting options can be found in Appendix B.  (This information is also available on the HRD Internet site under Alternative Work Options—See link in Appendix A):

Section II (C)— Failure to Report to Work
Managers should generally follow the Commonwealth’s policies and procedures for employees who are on unauthorized absences from work.  The usual policy for handling such absences for Permanent and Provisional Civil Service and Bargaining Unit Employees is modeled after the Civil Service MGL statute Chapter 31: Sec. 38—Unauthorized leaves of absence (see link in Appendix A).  In addition, managers’ unauthorized absences are often handled similarly.  

Notwithstanding the above-generalized statement, there may be situations that occur during a declared COOP/COG emergency that would seem to fall outside the usual guidelines.  Such situations might include the inability to contact employees failing to report to work, employees’ inability to access transportation due to the emergency or other unforeseen difficulties.  In these situations, the Appointing Authority should use discretion when applying the usual policies and procedures for treating unauthorized absences.  Unless authorized by the Governor, employees must use their accrued paid leave if they were unable to report to work.  Note:  Again, the specific conditions of the emergency should dictate if flexibility would be required.  

If emergency employees do not report to work when requested, their accrued leave balance (VAC, SIC or PER, as appropriate) must be charged for their absence.  In addition, these employees must be required to explain why they did not report to work despite being designated as emergency staff.  If a satisfactory explanation for the absence is not provided, the employee should be recorded as not on payroll (NOP) for the absence.  Appointing authorities should always be sensitive to travel and related difficulties posed by the emergency when considering their need to have these employees report to work.

Section II (D)—Return To Work/Mandatory Sick Leave Procedures
In the event of a severe outbreak of infectious disease such as avian flu, it may become necessary for a supervisor to make determinations when an employee may either return to work or when an employee may have to be sent home.  Similar decisions may also be necessary in other situations as well, such as when a particular employee has a highly infectious disease that is not associated with a large outbreak.

I. Return to Work Procedures

If a supervisor becomes aware of an employee who is about to return to work from sick leave after contracting a highly infectious disease, they may deem it necessary to implement the following procedures in such extraordinary circumstances:

Collective Bargaining Unit (CBU) Employees:

Supervisors of CBU employees must follow the procedures found in the sick leave article of the relevant CBU contract.  Generally, these procedures authorize supervisors to request satisfactory medical evidence of their fitness for work. 

Managers and Confidential Employees:

Section 4.09 of the Red Book states:  “Upon return to duty following extended sick leave in excess of five consecutive working days, the Appointing Authority may require a physical examination to determine the employee's fitness to perform his/her duties.  At such examination the employee, if he/she so desires, may be represented by a physician of his/her own selection.”  

II. Mandatory Sick Leave Procedures

If a supervisor becomes aware of an employee who, because of mental or physical incapacity rendering him/her unfit to perform his/her job or which jeopardizes workplace safety or stability, may deem it necessary to implement the following procedures in extraordinary circumstances:

Collective Bargaining Unit (CBU) Employees:

Supervisors of CBU employees must follow the procedures found in the sick leave article of the relevant CBU contract.  Generally, these procedures authorize supervisors to remove an employee from the workplace and require a medical examination to determine fitness for work.

Managers and Confidential Employees:
Supervisors of managers and confidential employees should use their discretion to determine whether a manager or confidential employee must be sent home because of a mental or physical incapacity which renders him/her unfit to perform his/her job or which jeopardizes workplace safety or stability.

Section II (E)—Time/Expense Reporting
Payment of Wages

In the event of a declared COOP/COG emergency, the Commonwealth’s existing policies for payment of wages remain in place.  If an employee is able and available to work, but his/her workplace is closed due to the emergency, their time should be charged to “SKE” (skeleton force) or “SNO” (weather-related closures).  

The code “SKE” should be recorded on the timesheets/attendance records of employees who are sent home when offices are closed for reasons other than weather-related emergencies. (The code “SNO” is appropriate for weather-related closures.)  

Employees who had requested and were approved to use paid leave (e.g., Vacation Leave, Personal Leave, Sick Leave or Compensatory Time) during the time of the early release shall be charged with that paid leave as previously requested and approved.  In no event shall time off provided under this memorandum be considered a leave benefit.

Travel Reimbursement

Employees who travel from their homes to a temporary assignment rather than to their regularly assigned office shall be allowed transportation expenses according to the following procedures:

A. Collectively Bargained Employees (see relevant CBU contract articles)

See link to union contracts in Appendix A

B. Managers and Confidential Employees (See Red Book):

See link to Red Book in Appendix A

Section II (F)—Leave Polices/Donation of Leave
1. Leave Policies

In the event of a declared COOP/COG emergency, the Commonwealth’s policies and procedures for paid and unpaid leave remain in place.  Employees may use their accrued vacation or personal leave.  For immediate family covered by FMLA and who are seriously ill (spouse, child or parent), employees may use unpaid FMLA of up to 26 weeks, offset by paid accrued sick leave of up to 30 days, if they haven’t already exhausted their entitlement in the past year. Employees who had requested and were approved to use paid leave (e.g., Vacation Leave, Personal Leave, Sick Leave, or Compensatory Time) on a day, or any part of a day, in which a State of Emergency is declared or an employee release directive is issued, shall be charged with that paid leave as previously requested and approved.  Employees who work or remain at work under such conditions are not entitled to compensatory time or any other compensation.  Time-off provided to Non-Emergency Personnel as the result of an emergency situation will not be considered a leave benefit.  

2. Donation of Leave

Employees who are members of the Extended Illness Leave Bank (EILB) may access such leave, if eligible, once they have exhausted all available paid leave and have been out for at least 20 days.  Each employee who is a member of the EILB is eligible for up to 120 days of paid leave in a two-year period.  More information may be found at the HRD website (see link in Appendix A) in Appendix C.

Section III—Communications Issues

A. Employee Communication

I. Employee Notification Process:

In order to be prepared for an emergency or early release of personnel, each agency should have the following information prepared:  

Establish an Emergency Personnel List containing the following information: the position title and functional title of all Emergency Personnel; their work locations; and shifts.  Provide written notification to all employees designated as Emergency Personnel.  Emergency Personnel should be familiar with, and trained on, both this document and their agency’s COOP plan.  In addition, all key and emergency personnel should provide alternative contact information such as home and mobile phone numbers.  Any employee with a state-provided cell phone should without question provide that number to the COOP official in their agency for emergency contact purposes.  (It should also be entered in the HR/CMS system).
Establish an Employee Notification Plan that codifies the procedures by which employees are notified about the emergency situation.  This plan should include the methods by which Emergency Personnel are instructed to return to work on a callback basis and how Non-Emergency Personnel are informed that they do not need to report to work.  All means of communicating should be considered, including websites, voicemail messages, group e-mails, and phone trees.  

II. Notification to Senior Management:
When the Commonwealth is faced with an emergency that impacts the staffing of state offices, the Governor, or his designee (i.e. Executive Office of Public Safety), will contact MEMA to publicize the decision regarding Non-Emergency Personnel.  MEMA will be responsible for contacting the Human Resources Division (HRD) who will in turn contact each Cabinet Secretary, Division Director regarding the decision of the Governor.  (MEMA will assume this responsibility if HRD is unable, due to the emergency, to carry out this function.)  Each Secretariat and Division Director is charged with ensuring that this decision is communicated throughout their Secretariat/Division utilizing its pre-established Employee Notification Plan.  

In addition, official information regarding the emergency situation will be posted on the Commonwealth’s website: www.mass.gov.  In addition to its website, the Governor’s Office will help facilitate communication by publicizing any decision regarding the staffing of state offices on television and radio news channels, as a part of school and other community cancellations.  

B. Customer Communication

In order to be prepared for an emergency, each agency should develop a process whereby its customers (both internal and external) are notified in the event of a closure or reduction in service.  All means of communicating should be considered, including print media, websites, e-mails, snail mail, etc.

Section IV—Employee and Volunteer Assistance
In the event of a COOP/COG emergency, agencies will most probably face numerous issues of how to deal with the emotional and physical side effects of the crisis.  No two people will respond to these events in exactly the same way. Some may seem unaffected, others may exhibit unusual behavior, and still others may react in dramatic ways. Managers have a critical role to play in these uncertain times.  Managers need a strategy for helping their agencies get through the current crisis, such as the following 10 steps for managing, motivating and leading employees in a radically changed work environment. 

A. Management Strategy/Leadership Style in Times of Crisis
1. Identify the fears and anxiety

2. Accept the fact that performance and productivity will drop

3. Keep lines of communication open. 

4. Educate managers and supervisors. 

5. Convey a calm, confident and reassuring leadership style. 

6. Help those in need first. 

7. Allow people to display their emotions. 

8. Restrict negative behavior. 

9. Get people to focus on selfless actions. 

10. Expect and plan for recurrences. 

(See Appendix D for more details)

B. Employee Assistance Programs
1. Commonwealth’s Employee Assistance Program: (See link in Appendix A)

Employee Assistance Program (EAP) for State Agencies—1-888-610-9039

If you are a manager or supervisor and are encountering, or need help with any of the following issues, assistance is available. The Group Insurance Commission (GIC) offers Employee Assistance Program (EAP) benefits as a resource to all agencies. The Commonwealth offers these benefits as a resource to all agencies at no cost to the individual agency. Whether you need assistance for managing problem employees, or stress management seminars, help is available. The EAP Coordinator at United Behavioral Health can provide confidential consultations and resource recommendations for dealing with touchy subjects such as:
· Disgruntled employees
· Gossip problems
· Inappropriate or abusive behavior
· Hygiene issues
· Mental illness
· Potential violence
· Substance abuse
· Eating disorders 

United Behavioral Health, the mental health and substance abuse carrier for the Commonwealth Indemnity plans and Navigator by Tufts Health Plan, provides these services.  All state agencies can access critical incident debriefing (see Appendix D for description) services at no cost. Managers and supervisors can also receive confidential supervisory training, resource recommendations, and customized seminars for dealing with work place issues such as stress management, low morale, disruptive workplace behavior, and substance abuse. Employees can access individual counseling through their benefit plan only.
2. Department of Mental Health/Department of Public Health

The Department of Mental Health responds to disasters via a small but effective disaster response infrastructure of staff with Emergency Management & Response duties in each of the Department's six geographical regions, with a Director of Emergency Management at DMH Central Office.  DMH maintains a "call-up" roster of several hundred trained crisis counselors to deploy in case of large-scale emergency.

In addition to large-scale disasters, DMH also deploys crisis counselors to respond to "local emergencies" such as fires and traumatic fatalities in schools or communities.  When DMH provides these services they are free of charge and consist of acute crisis counseling or de-briefing in the immediate aftermath of an incident.  As stated, the Department of Mental Health's primary mission is to provide services for its clientele of persons with serious mental illness.  Therefore, when a request for an emergency mental health response is made to DMH, the Department immediately ascertains whether it has available resources to honor the request, and deploys counselors if the resources are available to do so.  If the resources are not available within DMH, then the Department can usually quickly refer the person requesting services to another organization for these services.  

Services are accessed via 24/7 DMH Emergency Management contact numbers.  These emergency contact numbers may be made available to appropriate organizations by calling the DPH Emergency Management Director at 617-626-8145 (office), pager: 877-580-0850 after hours) or the DPH Emergency Management Coordinator: 617-626-8170.
In collaboration with DPH's Bureau of Substance Abuse Services, DMH has launched MassSupport--a resource to support practitioners and the general public around the emotional issues that can arise in response to emergency and disaster events.  MassSupport resources can be accessed through either its website (see link in Appendix A) or the Helpline: 866-237-8274. During times of a disaster affecting the Commonwealth, MassSupport will provide live crisis-counseling services to the public through the helpline. 
In cooperation with the Massachusetts Department of Public Health and the American Red Cross, DMH also assists the Massachusetts Emergency Management Agency (MEMA) with the coordination of resources, training, and operations in the delivery of disaster response services to citizens of the Commonwealth.  

The Department of Mental Health maintains an organizational structure that allows for a timely and appropriate response to statewide, regional, or local emergency.  This structure consists of:

· A statewide Director of Emergency Management, Emergency Mgmt. Coordinator, and six   regional Emergency Management Coordinators.

· Approximately 1000 trained crisis counselors on call-up rosters statewide.  This high number of trained personnel ensures diversity and allows for a response that meets the needs of the community.  Over 900 Behavioral Health Disaster Responders have been trained since the new training program was launched in February 2004.  Over 300 volunteers have signed up on the emergency statewide call-up roster, to reflect Lessons Learned and evidenced-informed practice post-9/11.

· Partnership with other disaster mental health stakeholders to allow coordination and sharing of resources during disaster response.

· The presence of a mental health emergency coordinator at the response site.  In additional to disaster mental health expertise, DMH Emergency Coordinators are trained in Incident Command System methodology.

C. Continuity of Insurance Programs

The provisions of the Commonwealth’s various group health insurance programs are accessible to employees on the website of the Group Insurance Commission (see link in Appendix A)

D. Volunteer Assistance and Donations

In the event of a declared COOP/COG emergency, the Commonwealth’s “Connect and Serve” portal will serve to coordinate volunteer efforts and donations at the web links found in Appendix A.

Connect and Serve is the Commonwealth's initiative to increase volunteering in Massachusetts. Organizations may post volunteer positions on Connect and Serve they are seeking to fill, and individuals may use the site to search for opportunities to volunteer.  Volunteers can best help victims and responders by working with an experienced disaster relief agency.  Connect and Serve is a joint project of the Massachusetts Service Alliance and the Commonwealth of Massachusetts. The Massachusetts Service Alliance is a private non-profit organization that serves as the state commission on community service.

Employees may also be directed to join their local Citizen Corps councils. These would train people in specific tasks ahead of time and helps eliminate some of the confusion inherent in spontaneous volunteerism.  A link to the national website of the Citizen Corps may be found in Appendix A.
E. Red Cross Disaster Leave

Any employee of the commonwealth may be granted a leave of absence with pay for the purpose of serving as an American Red Cross volunteer in specialized disaster relief services in connection with any disaster at the request of the American Red Cross for such an employee’s services. The leave shall be approved at the sole discretion of the employee’s supervisor and shall be limited to a total of 15 calendar days, consecutively or nonconsecutively, per calendar year.  (See web link to M.G.L Chapter 30, Sec. 9I in Appendix A)
Section V—Workplace Health and Safety

A. Emergency Action Plan

An emergency action plan describes the actions employees should take to ensure their safety if an emergency situation occurs such as a bioterrorism threat or risks from an extremely contagious disease such as avian flu. Well-developed emergency plans and proper employee training (such that employees understand their roles and responsibilities within the plan) will result in fewer and less severe employee injuries and illnesses and less structural damage to the facility during emergencies.  Agencies should consult their own Emergency Action and Evacuation Plans in the event of a COOP/COG emergency.

B. General Infection Control Measures

In the event of a COOP/COG Emergency, agencies should consult the Department of Public Health website for specific information on infection control.  The Department of Public Health has a great deal of information relating to pandemic disease outbreaks, bioterrorism preparedness and other potential infectious disease emergencies (see link in Appendix A).
C. Employee Health & Safety Program

Agencies should develop a site-specific health and safety program that references such items as general safety rules, personal protective equipment and access to Material Safety Data Sheets (MSDS).  Information can be obtained both from the websites of both the Commonwealth’s Division of Occupational Safety and OSHA (see Appendix A for links).
D. Worker’s Compensation

In the event of a declared COOP/COG emergency, the Commonwealth’s existing worker’s compensation policies remain in place.  
Section VI—Training and Development Initiatives

Once agencies have developed a list of designated emergency functions (Exhibit A), they will need to inventory the knowledge, skills and abilities (KSA) of positions that make up these essential functions.  In doing so, agencies will also want to conduct a gap analysis of these KSAs to determine what training is required to provide to their personnel so that COOP/COG emergencies can be adequately handled.  In addition, it is recommended that agencies also inventory the KSAs required for positions that are categorized as non-emergency functions.  Once the emergency and non-emergency functions of an agency's operations are inventoried, they will have the means whereby they can either cross-train their own employees or access personnel from other agencies who might be available for backup in a COOP/COG emergency situation.
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APPENDIX A-1

1) Miscellaneous web links:

a) M.G.L. Chapter 31—Civil Service Appointments

http://www.mass.gov/legis/laws/mgl/31-12.htm
http://www.mass.gov/legis/laws/mgl/31-14.htm
http://www.mass.gov/legis/laws/mgl/31-31.htm
http://www.mass.gov/legis/laws/mgl/31-32.htm
b) Alternative Work Options
c) Extended Illness Leave Bank

http://www.hrd.state.ma.us/employee_services/ES_Emp_Bene/eilb.htm
http://www.mass.gov/anf/employment-equal-access-disability/employee-prog-and-training/eilb.html
d) Unauthorized Leaves of Absence—M.G.L. Chapter 31, Sec. 38
e) Union Contracts
f) Civil Service Layoff Regulations 

http://www.mass.gov/legis/laws/mgl/31-39.htm
http://www.mass.gov/legis/laws/mgl/31-41.htm
g) Red Book
h) “Connect and Serve” 

http://volunteer.truist.com/mass-service/volunteer/ 
i) National website for the Citizen Corps
http://www.citizencorps.gov/
j) Commonwealth’s Employee Assistance Program (run by GIC)
k) Red Cross Disaster Leave (M.G.L. Chapt. 30, Sec. 9I)
l) MassSupport website


http://www.mass.gov/samh
m) Group Insurance Commission website
n) Department of Public Health website
o) Commonwealth of Massachusetts—Division of Occupational Safety
www.mass.gov/lwd then choose “Department of Labor Standards ”

p) OSHA

http://www.osha.gov/index.html
OSHA information to assist employers in developing safety programs

http://www.osha.gov/SLTC/etools/safetyhealth/mod2_sample_sh_program.html
http://www.osha.gov/SLTC/safetyhealth/nshp.html
http://www.osha.gov/Publications/Const_Res_Man/1926_C_SH_guide.html
APPENDIX A-2

MEMORANDUM

TO: 
Cabinet Secretaries, Agency Heads, Secretariat & Agency Human Resources Directors

FROM:
Paul Dietl, Deputy Chief Human Resources Officer 

DATE:
April 7, 2008
SUBJECT:
Staffing and Notification Procedures for Emergency Situations

The following memorandum contains the relevant instructions regarding staffing and notification procedures for employees in emergency situations.  Compliance with this memorandum is intended to ensure that the Commonwealth can serve the needs of its clientele and the public at large while still ensuring the safety and well being of its employees.  In addition, these procedures are designed to allow the unhindered operation of the various twenty-four hour facilities, i.e. Correctional Institutions, State Hospitals and Schools, and all direct care facilities so that all clients and persons entrusted to the care and custody of the Commonwealth will continue to receive necessary services. 

It is important that the procedures outlined in this memorandum be followed in a uniform manner across Secretariats and Divisions.  

Emergency Personnel:

It is the responsibility of all departments/agencies to identify Emergency Personnel who will be required to report to their assigned work site as scheduled, regardless of an emergency situation, due to the critical nature of their job functions.  Emergency Personnel are generally charged with the care and custody of patients and/or prisoners or are responsible for the delivery of other critically important public services.  All employees in classifications such as State Trooper, Mental Health or Mental Retardation Worker and Correction Officer, by their nature, will always be considered Emergency Personnel.  

Other employees may be designated as Emergency Personnel from time-to-time depending on specific circumstances. For example, it may be essential to the running of a facility that a minimum of two of four Electricians remain on duty or that one of three Steam Fireman continue to work.  In such instances, the necessary minimum number of staff shall be designated as Emergency Personnel and the remainder as Non-Emergency Personnel.  In such cases, assignments to remain and provide coverage should be rotated in an equitable fashion on a long-term basis.  

Notification to Senior Management:

If the Governor makes a decision that would impact the staffing of state offices during an emergency, MEMA will contact HRD who will be responsible for contacting each Cabinet Secretary and Division Director regarding the decision of the Governor.  (MEMA will assume this responsibility if HRD is unable, due to the emergency, to carry out this function.)  Each Secretariat and Division Director is charged with ensuring that this decision is communicated throughout their Secretariat/Division utilizing its pre-established Employee Notification Plan.  

In addition, official information regarding the emergency situation will be posted on the Commonwealth’s website: www.mass.gov.  In addition to the website, MEMA will help facilitate communication by publicizing any decision regarding the staffing of state offices on television and radio news channels, as a part of school and other community cancellations.  

Employee Notification Process:

In order to be prepared for an emergency or early release of personnel, each agency should have the following information prepared:  

· Establish an Emergency Personnel List containing the following information: the position title and functional title of all Emergency Personnel; their work locations; and shifts. 
· Provide written notification to all employees designated as Emergency Personnel

· Establish an Employee Notification Plan that codifies the procedures by which employees are notified about the emergency situation.  This plan should include the methods by which Emergency Personnel are instructed to return to work on a callback basis and how Non-Emergency Personnel are informed that they do not need to report to work.  All means of communicating should be considered, including websites, voicemail messages, group e-mails, and phone trees.  

Impact on Non-Emergency Employees

The emergency situation could impact Non-Emergency Personnel in two ways:

· The first situation is where employees are informed that, for the purposes of restricting vehicle movement throughout the state or specific counties/municipalities, only Emergency Personnel need report to work.  (However, if the Appointing Authority determines that it is safe to do so, it may permit access to Non-Emergency Personnel who wish to report to work.)

· The second condition is where Non-Emergency Personnel are either permitted to be released early or to have a delayed arrival time.  Such a directive may apply either statewide or to a specific area of the state.  All employees designated as Emergency Personnel will be expected to be at their posts until properly relieved.  In any case, Appointing Authorities are not to release any employees until directed to do so by the procedures outlined in this memorandum, even if an individual municipality establishes a local State of Emergency.  

Non-Emergency Situations:

There may be an occasion that, although not considered an emergency situation, creates an intolerable working situation for employees.  Examples may include the lack of water, electricity or heat in a state-owned or leased building.  In these instances, before employees are permitted to leave early, clearance must be obtained through the agency’s Secretariat or Division Director.  In order to ensure consistency, however, the Secretariat or Division Director must consult with the Chief Human Resources Officer before taking such action.  (For further information, see Paul Dietl’s February 14, 2007 Memorandum on Emergency Office Closings.)

Leave Benefits:

Employees who had requested and were approved to use paid leave (e.g., Vacation Leave, Personal Leave, Sick Leave, or Compensatory Time) on a day, or any part of a day, in which a State of Emergency is declared or an employee release directive is issued, shall be charged with that paid leave as previously requested and approved.  Employees who work or remain at work under such conditions are not entitled to compensatory time or any other compensation.  Time-off provided to Non-Emergency Personnel as the result of an emergency situation will not be considered a leave benefit.  

Questions and Scope:

Questions regarding this policy should be directed to John Langan, Deputy Director, Office of Employee Relations at (617) 878-9792.  This memorandum is intended to replace all prior policies and directives regarding emergency staffing.  

APPENDIX A-3

NOTIFICATION OF WORK LOCATION REASSIGNMENT FORM

Address of work location reassignment:  ___________________________________

Duration (if known) of work location reassignment:  _________________________

Reasons for reassignment: ______________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

New hours of work (if different):_________________________________________________
Redeployment outside of standard functional job definition:  ____________________________________________________________________________________________________________________________________________________________________
Availability of reimbursement of travel expenses to temporary work site:  Yes (   No  (
Availability of Telecommuting/Alternative Work Options:  Yes (   No  (  If yes, list options: ____________________________________________________________________________________________________________________________________________________________________

Hardship Notification:

An employee who is adversely affected by his/her reassignment may request a discussion of such reassignment with the Appointing Authority or his/her designee.  The Employer may take into consideration the family lifestyle of the employee, the distance of the reassignment, alternative work options, the availability of car pools and/or public transportation and/or any other hardship.  In the event, however, that the Appointing Authority determines that such hardship cannot be reasonably accommodated, there shall be no further recourse to the employee. 

__________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________
Availability of food and overnight accommodations:

__________________________________________________________________________________
APPENDIX A-4
STAFFING OF EMERGENCY FUNCTIONS FORM

SECRETARIAT_____________________

CONTINUITY OF OPERATIONS PLAN (COOP)
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APPENDIX A-5

Sample Employee Notification Plan

Alert, Notification, and Implementation Process

Agency/Organization staff will be contacted with alert and notification information using the following contact lists.

· HRD Emergency Phone Tree

· HRD Emergency Telephone Directory

· HRD Inter/Intra Website

Note:  Information and guidance for Agency/Organization members is normally relayed by network messages, e-mail, or phone using existing emergency calling plans.  All members of the Emergency Relocation Group (ERG) will be notified initially by phone; however, other Agency/Organization staff members will be notified via network alerts and/or public address announcements, as appropriate.  Depending on the situation, current information may also be available via announcements released to and made by local radio and TV stations.

Employees should listen for specific instructions and specifically for the words “Emergency Personnel.”  All Agency/Organization employees should remain either at their office or at home until specific guidance is received.
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FLEXIBLE WORK ARRANGEMENT PLAN DETAILS
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APPENDIX B-1
COMMONWEALTH OF MASSACHUSETTS

HUMAN RESOURCES DIVISION

ALTERNATIVE WORK OPTIONS PROGRAM

JOB-SHARING INFORMATION PACKET
Introduction

Job-sharing is a work scheduling strategy that is part of the Massachusetts Alternative Work Options Program.  Alternative Work Options provide Massachusetts state employees with greater flexibility in their work schedules. The options included in the program are part-time, job sharing, staggered work hours and flextime.

Job-sharing enables two (or more) employees to share the responsibilities assigned to one specific position. The job-sharers may divide the responsibilities based on their individual expertise, preference or schedules. Together, the job-sharers comprise one full-time equivalent position; their total hours worked per week do not exceed 37.5 or 40 hours. Job-sharers are considered part-time employees if they are scheduled to work at least half-time (18.75 hours per week for a 37.5 hour job). 

The Massachusetts Alternative Work Options Program has developed a companion Information Packet on part-time employment. Since job-sharing is a form of part-time employment, it is important to read the information in that packet.

Job-sharers, who work less than half-time, by either working fewer than 18.75 hours per week or less than half a year, are considered “intermittent employees".  Information about intermittent employment is contained in the Red Book, which defines work rules, leave policies and employment benefits for these positions. 

The Growth of Job-Sharing in the United States 

Job-sharing has become an increasingly popular scheduling alternative as employers begin to accommodate the changing American workforce.  Among the growing labor force groups that are contributing to the demand for scheduling alternatives such as part-time and job-sharing are: 

· Working mothers

· Older workers

· Adults caring for elderly dependents

· Dual-career individuals, many of whom are seeking to augment their income while staring up their own businesses

In a 1998 Hewitt Associates survey of 1020 employers, 40% of them offer job sharing to their employees.  In a 1997 status report to the President on federal workplace Family Friendly initiatives, 63% of federal agencies offer job-sharing to their employees.  In a survey conducted by HRD in 1999, 29 out of 52 states have job-sharing programs.

Advantages of Job-Sharing

Many of the advantages that are reported to result from part-time employment are echoed by employers who implement job-sharing programs. A comprehensive study of the State of Wisconsin's three-year Project JOIN (Job Options and Innovations) documented the following benefits for the state: 

· Increased job performance

· Lower turnover rates and sick leave usage 

· Increased application and employment of affirmative action candidates

· Increased job satisfaction among job-sharers 

· Little change in cost/benefits data for two persons in one position compared to one person in a full-time position. 

As with other Alternative Work Options, job-sharing expands the pool of competent and qualified individuals who need or wish to work reduced hours. A hiring manager at Stanford University Medical School noted that he hired a pair of job-sharers because “the two of them as a team had a stronger background than any single one of the candidates I talked to.” 

Studies have illustrated that certain unique characteristics of job-sharing make it a particularly appealing employment option from the employer's perspective.  Benefits to the employers cited by other states’ programs include reduced employee stress, phased retirement options, affirmative action opportunities, reduced training time and expense (job-sharers train each other), decreased dependence on temporary help (job-sharers ensure coverage is always provided), and decreased turnover and absenteeism. One company profiled by the Bureau of National Affairs in its 1986 special report noted that the annual absence rate for participants in the eleven year old job-sharing program dropped from 4.5% of scheduled work time to less than 0.4%.  Productivity increases were reported by TRW-Vidar, Inc., a firm in Sunnyvale, California. 

The advantages to employees who job-share include increased personal time, the ability to balance work and personal needs, and an increased commitment to the employer. The National Institute of Business Management reported that job-sharers tend to supervise each other, catching errors and often exchanging insights that lead to better job performance. 

History of Job-Sharing in Massachusetts State Government

Legislation established part-time employment for Massachusetts state government in 1974.  Job-sharing is a form of part-time employment, which was created as part of the flexible hours employment that was mandated by Chapter 7, Section 6F of the Massachusetts General Laws. A copy of this legislation is included in this information packet.

HRD determined, in a survey of 88 state agencies in 1999, that out of 3000 total part-time positions, 344 of them were job-shares.  The national demographic trends contributing to an overall increase in part-time and job-shared employment are also being felt in Massachusetts. More than ever before, working parents, employees who care for elderly or ill dependents, working students, and employees with disabilities, all of whom benefit from increased work schedule flexibility, are a part of the state workforce. In HRD’s 1999 survey, 12% of the agencies surveyed reported that job-share requests increased over the past five years.

Employment Benefits and Policies for Job-Sharers

In general, job-sharers who are part-time employees (those who work at least 18.75 or 20 hours a week) are entitled to the same benefits as full-time employees; some are granted on a pro-rated basis.   The Fact Sheet on Part-time Employment should be consulted to determine the specific benefits and policies that apply to these employees.

How to Develop a Job-Share In Massachusetts State Government 

As a state employee, you have the right to request that your position be converted to a job-share. As with other employment decisions, however, the final determination is made by the appointing authority in your agency (Commissioner, Director, or head of the agency.) Typically, you will need the approval of your immediate supervisor first; however, you can present your proposal to managers above your supervisor if that person denies your request. 

In general, employees who present carefully developed plans describing how their work will be accomplished are more likely to have their requests for job-sharing granted. By identifying Management Performance Review System (MPRS) objectives or EPRS (Employee Performance Review System) job duties and how they will be met when your job is shared, you demonstrate that you are committed to accomplishing your work. You also stand a far better chance of having your job-share approved if you can identify a job-sharing partner, preferably one who is familiar with your work and your agency. Managers are urged to post positions to be filled as potential job-shares to expand the applicant pool.

Since participating in a job-share means that you will be reducing your hours from full-time to part-time, you should consider the implications.  A list of issues to be considered, entitled “Planning for Part-time Employment: Issues to Consider”, is included in this packet.

There are some very concrete details that need to be worked out to create a successful job-share. A “Job Sharing Development Work Sheet” has been included in this lnformation Packet to help you. 

How Does Job-Sharing Work?

A successful job-share requires careful analysis of the responsibilities of the job. How do the qualifications, expertise and availability, as well as preferences of the job-share partners match up with those tasks? For example, a manager's job may involve both public contact and office work (report-writing, administrative detail, etc.).  If one job-sharer is particularly out-going and one prefers the writing and paperwork, the division of duties is fairly clear. 

Job-sharing can also be an effective alternative in positions that involve more repetitive, similar tasks.  In a California insurance firm, for example, a manager was concerned about the stressful nature of a receptionist position, because of the very high volume of incoming calls. The manager hired two part-time employees to share the job, one from 7:00 am. to noon and the other from noon to 5:00 p.m.  Job-sharing was a success; the manager found that both employees were more effective in the job, because neither of them got as burned out as the full-time receptionist had. 

Scheduling is also an important aspect of job-sharing. There are many options for splitting a 37.5 hour job, for example: 

Half-days, five days a week, with or without one hour of overlap each day.

Two-and-a-half days each week.
Four days, complete schedule overlap (average of slightly less than five hours each day).

Three part-time days per week, with one or more shared days each week.

These are just a few of the job-sharing schedules that are possible. Any combination of time that adds up to the equivalent of one full-time position is acceptable; the best arrangement is the one that meets the needs of the job-sharers and the job. 

According to the Bureau of National Affairs, what separates job-sharing from regular part-time work is “the conscious attempt to merge the efforts of two or more workers into one job. Ideally, the employees in a job-sharing team are interchangeable.”  Other descriptions of successful job-sharing programs echo this criterion, emphasizing the importance of each job-share partner feeling a complete responsibility for the position, regardless of which one is present. This same sense of responsibility can be applied in job-sharing situations in which each partner is responsible for fairly discrete functions.

What Types of Jobs can be Shared? 

The jobs most frequently shared, according to research, are secretarial, clerical and 

production, simply because dividing more routine tasks is easier to accomplish. Management jobs have been traditionally viewed as requiring the full attention of one individual, due to the varied nature of the job responsibilities as well as the nature of supervision exercised.

Recently, however, more and more management jobs are being shared. Through careful coordination, including leaving dictated tapes for each other, leaving copies of all correspondence in a shared “Read Me” file or through electronic means such as e-mail, and joint performance evaluation of subordinates, management jobs can be successfully shared over a long period of time.

Job-sharing among Massachusetts state managers has been successfully implemented in state agencies. One pair of job-sharers filled, as a team, four different management positions in different agencies over a period of eight years. Their experience was described by one of their previous supervisors, a Cabinet Secretary, as a “spectacular success”.

There are some jobs that may not be suitable for sharing. These include positions that require heavy contact with clients, vendors or the general public.  Although such contact could be a problem for two different people to maintain, it can be managed effectively if the job-share is structured to accommodate the communication demands.

Guidelines for Job-Sharing

Managers who wish to set up a job-share should: 

· Carefully choose the job-share partners, since a good match of personalities as well as skills is critical to the success of the job-share. According to a study conducted at the lnstitute of Governmental Research at the University of Washington, employers should look for employees who can work independently, are able to set priorities, have good communication skills, and are willing to be flexible about being consulted during their off time. 

· Prepare a detailed job description that identifies each job responsibility, when it occurs (for example on a daily basis or a quarterly basis) and who will be responsible for it.

· Establish a schedule for the job-share that accommodates the needs of the position and is workable for each of the job-sharing partners.  It is strongly recommended that at least a few hours of overlap time be scheduled each week so that job-sharers can fill each other in on their work. 

· Consider physical settings which encourage communication.   Some job-sharers find it helpful to share an office, or even a desk. 

· Set up communication procedures that specify how the job-sharing partners will convey necessary information to each other, as well as how other people can communicate information to the position (regardless of who is in at any given time).

Definitions of Alternative Work Options

Part-time: A part-time employee is scheduled to work at least half-time but less than full-time. 

Job-Sharing: Job-sharing enables two (or more) employees to share the responsibilities assigned to one specified position.

Flextime: Flextime permits employees to establish variable arrival and departure times within guidelines established by agency management.   Compressed workweeks are a form of flextime enabling employees to work four or four-and-one-half day workweeks.

Staggered Work Hours: This scheduling option enables employees to establish fixed arrival and departure times other than the standard 8:45 a.m. and 5:00 p.m.

Additional lnformation and Supplemental Materials Available from HRD 

For further information about Job-Sharing or other Alternative Work Options programs, contact:

Office of Work/Life and Diversity

Human Resources Division

One Ashburton Place, Room 301

Boston, Massachusetts   02108
Telephone: 617-727-3555

The following materials are available to supplement this Information Packet: 

· Massachusetts General Laws, Chapter 7, section 6F

· Job-Sharing Development Worksheet

· Part-time Information Packet 

· Fact Sheet on Part-time Employment 

· Planning for Part-time Employment: lssues to Consider 

GENERAL LAWS OF MASSACHUSETTS

Chapter 7, Section 6F: Coordinator of flexible hours employment within human resources division; plans or programs; report. 

Section 6F There shall be a coordinator of flexible hours employment within the human resources division who shall work on the development, implementation and oversight of plans for the utilization, within all executive agencies, of persons who choose to be employed for a reduced number of hours per week and for the recruitment of such persons for civil service and non-civil service employment. All state agencies shall report to the coordinator the progress of implementation of any flexible hours plan in such agency. Such reports shall be filed on a semi-annual basis, beginning six months from the effective date of such program. Such reports shall include: 

(1) The number of regular part-time employees currently employed and the percentage of the full-time workforce represented by this number; 

(2) The agency policy for full-time employees who wish to convert to part-time status; 

(3) Agency plans to increase the number and scope and grade range of part-time employees during the next reporting period; 

(4) Extent of flextime programs in the agency. 

The coordinator shall recommend to said department such action, including the submission of legislation and the making of rules, as shall be necessary from time to time in order to implement a plan or plans for flexible hours employment and in order to secure for flexible hours employees the normal advantages of their positions, including without limitation vacation time, sick leave, maternity leave, bonuses, advancement, seniority, length of service credit, benefits and participation in benefit plans or programs. The coordinator shall make an annual report to the personnel administrator containing information as to the activities of the program during the preceding year. Such report shall be a public record, and copies of it shall be furnished to the governor and to the state library. 

(Chapter 500, Acts of 1974; amended by 1981, 767,S.6, approved, with emergency preamble, January 4, 1982.) 
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JOB- SHARING DEVELOPMENT WORKSHEET
Presenting a plan to job-share a position requires careful consideration of many important issues.  You and your job-sharing partner should sit down together and discuss how you will manage all aspects of the position.  You need to consider how everything will work when all goes well, as well as when problems arise.  Try to think of all possible scenarios: what will happen in a snowstorm, if one of you has to be out for an extended period of time due to illness, if your current supervisor leaves or if the nature of the position changes.

The following discussion may help you as you develop your job-share plan.  It has been divided into five broad issue categories.

JOB TASKS

Dividing job tasks:  Be as specific as possible, and identify how frequently each task occurs (e.g. daily, weekly, quarterly).  Once initial designations have been made as to who’s covering what, continually clarify with each other what each of you is working on.  When the tasks and sub-tasks become complex, it’s important to keep identifying responsibilities.  Posting current responsibilities on a wall-chart, where they can be easily seen and modified as necessary, has worked well for some job-sharers.

Distinct vs. shared responsibilities:  In designating who will cover each task, you should think about whether you want each partner to have separate and distinct responsibilities, or whether both partners will share responsibilities.  Some job-sharers are more comfortable having total responsibility for certain tasks.  Others find that sharing everything works well for them, and prefer that no one task be solely managed by one partner.  Remember, though, each job-sharer has accountability for the entire position whenever he/she is in the office.

Building in strengths and preferences:  Every individual has particular strengths and preferences for certain job tasks.  Try to work with your job-share partner to maximize these preferences for both of you.  Of course, you’ll also have to accept an equal share of disliked tasks!

Meeting coverage:  In some positions, an important issue to address is who will cover important meetings when they are scheduled.  Since some meeting times cannot be flexible, agree beforehand how schedule conflicts will be handled.  You should also try to build in some flexibility, so if you have to change a day to cover an important meeting you can.

COMMUNICATION

Communication between job-sharers:  How will you and your partner convey important information to each other, both during your overlap time and when one of you is not at work?  Many creative techniques have been developed by job sharers.  Some dictate notes or leave e-mails for each other.  Others keep “hot” files with issues that need to be handled right away.  Keeping detailed logs is another way job-sharers keep each other informed.

Communication among the job-sharers and others: In the course of a day, you probably receive a considerable number of messages. Co-workers, employees in other offices, and in some positions, people from outside state government, need to speak with you about work-related issues. What happens when two people fill the same position? How do others leave messages or convey important information? Should they speak with one job-sharer continuously, or can they speak to either partner interchangeably? You will need to anticipate this problem and develop a way of handling it that makes sense for the job-sharers and the position.

For example, if the position involves heavy phone contact, callers should be able to speak with either job-sharer and be confident that the information is processed appropriately. They should not have to repeat the gist of their call if they happen to catch the other person. That means job-sharers need to have a complete and accurate phone log.

Similarly, co-workers and employees in other offices should feel confident that if they bring up an issue to one partner, both partners will subsequently act on the information or honor the request. Again, good communication between the job-sharers ensures that there will be effective communication between the position as a whole and all other involved parties. 

SCHEDULING: 

Schedule sufficient overlap time: When you establish the job-share schedule, carefully consider how much overlap time is necessary. While a job-share can technically be structured without any overlap, most job-sharers have found that the more time they can work together, the better their organization and communication. A minimum of half a day overlap is strongly suggested. 

Be somewhat flexible about time off: Within the constraints of your non-work commitments, try to be flexible about covering another day if a scheduling conflict comes up. Your willingness to be consulted by your partner over the phone on your non-work days will contribute greatly to the success of the job-share. Those thirty-second phone calls about where you put the file can make the difference between smooth operations and a crisis. 

Coverage for sick and vacation time: Job-sharers have an advantage over full-time employees who hold one position in that they can make arrangements in advance to cover for each other on vacations or if an illness occurs. This coverage aspect can be a strong selling point to supervisors when proposing a job-share. Of course, covering for each other for every sick day is not always possible, but certain foreseeable absences can be accommodated by the job-share partner.

Letting co-workers know about your schedule: The people who work with you need to know who will be in when. Make sure that your current schedules are clearly posted in your own work area, as well as in an appropriate common area (where the sign-in sheet is, at the receptionist's desk, etc.). It's particularly important that the person or people who cover the telephones have an accurate schedule, so they can convey correct information to callers. Those who answer the phones should also be instructed as to whether general calls can be fielded by either job-sharer.

WORKSTYLE 

Acknowledge and accommodate individual styles: Everyone has a personal way of approaching work. Make sure that you and your job-share partner understand each other’s style. How can the two of you accommodate those styles and get the job done? Be honest about your idiosyncrasies; get them out on the table early so they don’t interfere with work later on. For example, if you and your partner share a desk, and you simply can't stand seeing little notes stuck all over the place, ask your partner to organize the workplace before leaving. Filing systems, keeping mental as opposed to written notes, prioritizing methods, and other individual work style issues need to be negotiated. Remember, your primary objective is to accomplish the work in the most efficient way possible. 

Remain comfortable with your own work style: In the process of negotiating how the work will be accomplished, make sure that you can live with the compromises you make. Maybe you can accept writing a summary of every phone call, but you find it impossible to keep a detailed diary of daily activities. Discuss alternatives with your partner. Each of you needs to retain enough of your personal style to make the work feasible, while accommodating the other's preferences to the extent possible. It's a delicate balance and one that may take some time to work out. 

SUPERVISION 

Reporting relationships: How will you be accountable for your work: as a unit, or as individuals? Will each job-sharer be called on to achieve specific MPRS objectives or fulfill certain EPRS job duties, or will both be jointly responsible for all of them? Will each person have individual supervision meetings, or will both meet with the supervisor together? These relationships need to be established at the beginning of the job-share. Some job-sharers are most comfortable meeting both individually and as a team with the supervisor. 

Job-sharers as supervisors: If you and your job-share partner jointly supervise other staff, it’s important to be sensitive to the employees who report to you. It is difficult to have two bosses. When structuring job tasks, consider your supervisory responsibilities. Should one person take on the role of “primary supervisor” so that the subordinates are clear about the priorities and have a consistent reporting relationship? Should you each take on supervisory responsibility for certain employees? Should you each list the tasks required of subordinates and then jointly prioritize them? It may be helpful to post a running list of everything you asked an employee to work on, so that each of you is aware of the other’s requests. 

One team of management job-sharers in the private sector noted that strong employees tend to do well under joint supervision because they benefit from both partners' expertise. Poor performers tend to play one manager against the other, a situation these job-sharers remedied by making sure they communicated supervisory expectations clearly between them. These job-sharers preferred to conduct performance reviews as a team to reinforce the concept that both of them were involved in each employee's supervision.

You, your job-share partner, and your supervisor should consider the nature of supervision you exercise and develop the most appropriate plan that meets the needs of all involved: you, the subordinates and the position.

Evaluation: Whether or not the job-share is evaluated as a team depends on the assignment of MPRS objectives or EPRS job duties, either jointly or to one of the job-share partners.  While job-sharers have worked out several different reporting and evaluation approaches, the most successful job shares seem to result when both partners accept full responsibility for the position, regardless of who is held accountable for individualized tasks.

For further information about or assistance in developing a job-share, contact: 

Special Projects Unit

Human Resources Division

One Ashburton Place, Room 301

Boston, Massachusetts   02108
Telephone: 617-727-3555
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PART-TIME EMPLOYMENT INFORMATION PACKET

Introduction 

Part-time employment is a work scheduling strategy that is part of the Massachusetts Alternative Work Options Program.  Alternative Work Options provide Massachusetts state employees with greater flexibility in their work schedules. The options included in the program are part-time, job-sharing, flextime and staggered work hours. 

Part-time employees are scheduled to work at least half-time but less than full-time, or at least 18.75 but fewer than 37.5 hours per week.  Some state positions operate on a 40-hour workweek basis; in these jobs, part-time employment is for at least 20 hours per week. 

Employees, who work less than half-time, by either working fewer than 18.75 hours per week or less than half a year, are considered “intermittent employees".   Information about intermittent employment is contained in the Red Book, which defines work rules, leave policies and employment benefits for managers, and in the collective bargaining agreements for each union.

The Growth of Part-time Employment in the United States

The United States Bureau of Labor Statistics stated that in 1998, 18% of the nation’s workforce was part-time; Hewitt Associates’ 1998 survey of 1020 companies showed that 66% of those companies offered part-time opportunities.  Part-time employment, once limited to retail trade and service industries, has now extended into professional occupations.

Contributing to the growth in part-time employment are several demographic trends that have emerged in the past several years. These shifts in the labor force include: 

· Increased number of women with children who are working.

· More people working longer who would like a gradual transition to retirement

· Increased level of entry requirements for skilled jobs, prompting more people to need additional education during their careers. 

History of Part-time Employment in Massachusetts State Government 

Legislation established part-time employment for Massachusetts state government in 1974.  It was created as part of the “flexible hours employment” that was mandated by Chapter 7, Section 6F of the Massachusetts General Laws.  A copy of the legislation is included in this information packet. 

The number of part-time employees in Massachusetts state government has held steady since the early 1980’s at about 6% of the workforce.  The national demographic trends contributing to an overall increase in part-time employment are also being felt in Massachusetts. Now, more than in previous decades, more working parents, employees who care for elderly or ill dependents, working students, and employees with disabilities, all of whom benefit from increased work schedule flexibility, are part of the state workforce. As a result, the demand for part-time employment opportunities is expected to rise.

Part-time Employment Benefits and Policies

In general, part-time employees are entitled to the same benefits as full-time employees; some are granted on a pro-rated basis.  Salary and salary increases are pro-rated.  Sick leave, vacation time and personal leave are pro-rated.  Eligibility for group health and life insurance is the same as for full-time employees. Part-time managers and confidential employees are paid for those holidays which fall on days they normally work, while most collective bargaining employees get pro-rated holiday time regardless of their schedules. They are considered for promotion on an equal basis with full-time employees, and accrue seniority on a pro-rated basis. 

Specific information about salary and employment benefits and the impact of conversion to part-time on civil service status is included in the Fact Sheet on Part-time Employment which is included in this information packet. 

Advantages of Part-time Employment 

Employees who work part-time generally find that working fewer hours enables them to more successfully integrate their work and home lives. Whether they need to take care of small children, coordinate medical care for sick or elderly dependents, pursue academic or skill training, or ease into retirement, working part-time helps employees manage these demands while still productively contributing to their jobs. 

Managers, too, find that part-time employment can be a successful work scheduling strategy. By making part-time jobs available, employers can tap a large pool of experienced and competent workers who might otherwise remain unemployed. 

Part-time employment offers other advantages to managers, labor literature indicates. In 1981 for example, a national survey of part-time employment included part-time workers in Massachusetts state government. Managers of part-time employees noted that part-time positions permitted them to hire people they otherwise would not have had access to, that these employees had special backgrounds and skills, and that they were especially productive.  Other research done in the past in Massachusetts and other states showed that part-time workers were more productive hour for hour, and experienced less turnover, than their full-time counterparts.

How to Convert to a Part-time Position

If you are considering reducing your hours from full-time to part-time, you should consider the implications and develop a personal action plan. A list of issues to be considered, called "Planning for Part-time Employment: Issues to Consider” is included in this packet.

As a state employee, you have the right to request that your schedule be converted to part-time. As with other employment decisions, however, the final determination is made by the Appointing Authority in your agency (The Commissioner, Director or head of your agency).  Typically, you will need the approval of your immediate supervisor first; however, you can present your proposal to managers above your supervisor if that person denies your request. 

In general, employees who present carefully developed plans describing how their work will be accomplished are more likely to have their request for part-time granted. By identifying your MPRS (Management Performance Review System) objectives or EPRS (Employee Performance Review System) job duties/performance standards and how they will be met when you convert to part-time, you demonstrate that you are still committed to accomplishing your work.  Some of those objectives or responsibilities will need to be prioritized or modified to reflect reduced hours. If you and your supervisor determine that your job requires full-time coverage, one option to consider is turning your position into a job-share, in which two or more Individuals are responsible for accomplishing the work of one position. Information about job-sharing is available in an information packet similar to this one. 

Part-time Employment: Successful at All Levels 

Massachusetts state employees at many levels have successfully worked part-time. Below are brief descriptions of successful part-timers and how they modified their work. Some of them are fictional, but they are based on actual employees’ experiences.

· A manager of a research unit in the central office of a large human service agency reduced his hours to thirty hours a week when his mother became unable to care for herself due to Alzheimer’s disease. His duties were revised to include staffing two of the Commissioner’s task forces, and taking primary responsibility for statistical reports that were produced on a quarterly basis. He delegated responsibility for researching responses to client complaints to his staff, because he could not guarantee a timely response if the complaint came in on a day he was not scheduled to work

· A field reviewer for a regulatory agency reduced her hours to half-time after the birth of her first child. Working with her supervisor, she modified the scope of her responsibility. Instead of being the only reviewer for a particular geographic area, she became the expert for a particular type of compliance issue that arose frequently.  Whenever such an issue arose in the field, it was referred to her. She was able to schedule her work in advance and had arranged back-up coverage for any emergencies. Her previous geographic responsibilities were spread over three other reviewers who had time freed up as a result of being relieved of responsibility for the particular type of issue that the part-timer now handled. 

· A receptionist at a small local office of a state agency was hoping to retire soon and wanted to reduce her hours as a way to ease into retirement. She worked with the two other support staff at the office to analyze all of the tasks they were responsible for and to re-design each of the three jobs, with their supervisor's approval.  Based on the re-design, the receptionist was able to reduce her hours to three-fifths time. An unexpected benefit was that through the job redesign, each of the support staff was able to assign herself the tasks she most preferred, and to minimize those tasks which were disliked.

Definitions of Alternative Work Options
Part-time: A part-time employee is scheduled to work at least half-time but less than full-time. 

Job-Sharing: Job-sharing enables two (or more) employees to share the responsibilities assigned to one specified position.

Flextime: Flextime permits employees to establish variable arrival and departure times within guidelines established by agency management.   Compressed workweeks are a form of flextime enabling employees to work four or four-and-one-half day workweeks.

Staggered Work Hours: This scheduling option enables employees to establish fixed arrival and departure times other than the standard 8:45 a.m. and 5:00 p.m.

Additional Information and Supplemental Materials Available from HRD 

For further information about Part-time Employment or other Alternative Work Options programs, contact:

Special Projects Unit

Human Resources Division

One Ashburton Place, Room 301

Boston, Massachusetts   02108

Telephone: 617-727-3555

The following materials are available to supplement this Information Packet: 

· Massachusetts General Laws, Chapter 7, section 6F

· Fact Sheet on Part-time Employment

· Planning for Part-time Employment: Issues to Consider 

Also ask for:

· Job-Sharing Information Packet

GENERAL LAWS OF MASSACHUSETTS

Chapter 7, Section 6F: Coordinator of flexible hours employment within human resources division; plans or programs; report. 

Section 6F There shall be a coordinator of flexible hours employment within the human resources division who shall work on the development, implementation and oversight of plans for the utilization, within all executive agencies, of persons who choose to be employed for a reduced number of hours per week and for the recruitment of such persons for civil service and non-civil service employment. All state agencies shall report to the coordinator the progress of implementation of any flexible hours plan in such agency. Such reports shall be filed on a semi-annual basis, beginning six months from the effective date of such program. Such reports shall include: 

(1) The number of regular part-time employees currently employed and the percentage of the full-time workforce represented by this number; 

(2) The agency policy for full-time employees who wish to convert to part-time status; 

(3) Agency plans to increase the number and scope and grade range of part-time employees during the next reporting period; 

(4) Extent of flextime programs in the agency. 

The coordinator shall recommend to said department such action, including the submission of legislation and the making of rules, as shall be necessary from time to time in order to implement a plan or plans for flexible hours employment and in order to secure for flexible hours employees the normal advantages of their positions, including without limitation vacation time, sick leave, maternity leave, bonuses, advancement, seniority, length of service credit, benefits and participation in benefit plans or programs. The coordinator shall make an annual report to the personnel administrator containing information as to the activities of the program during the preceding year. Such report shall be a public record, and copies of it shall be furnished to the governor and to the state library. 

(Chapter 500, Acts of 1974; amended by 1981, 767,S.6, approved, with emergency preamble, January 4, 1982.) 
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FACT SHEET ON PART-TIME EMPLOYMENT

“Regular part-time employees” are defined as those who work at least half-time, but less than full-time. This means that a part-time employee is scheduled to work at least 18.75 hours per week in a 37.5 hours per week position, or at least 20 hours per week in a 40 hours per week position.   The following fact sheet describes what salary, leaves and other benefits regular part-time employees may receive.

Employees, who work less than half-time, by either working fewer than 18.75 hours per week or less than half a year, are considered “intermittent employees".  Red Book and Gray Book provisions should be consulted to determine what salary, leave and other benefits intermittent employees receive.

Salary 

Part-time employees earn a proportion of the full-time salary that is allocated for the position they hold. For example, an employee who works half-time earns 50% of the full-time salary for that position, and an employee who works four-fifths time earns 80% of the full-time salary for that position. 

Step Rate Salary Increases

Part-time employees are eligible for a performance-based step rate increase after 52 weeks of regular part-time service.

Bonuses 

Part-time employees may be eligible for bonuses based on managers’ merit pay or collective bargaining contract provisions; the applicable document should be consulted to determine if the bonus is pro-rated or not.

Leaves 

Vacation, Personal and Sick Leave: a part-time employee accrues vacation, personal and sick leave credits on a proportional basis, meaning that an employee who works half-time earns half as much vacation, personal and sick leave as a full-time employee with the same length of service. For vacation status purposes, which determines when an employee is eligible for additional vacation accrual after a designated period of creditable service, one year of part- time service is equal to one year of creditable service. 

FMLA, Bereavement, Voting, Court, Military and Unpaid Educational Leaves: these are the same for part-time employees as they are for full-time employees

(Note: for more information about leaves and other policies that are described as the same as for full-time employees, consult the Red Book, the applicable collective bargaining contract, or your human resources office).

Holidays 

Part-time managers and confidential employees receive a day off with pay if the holiday falls on a day that they are normally scheduled to work. 

Most part-time collective bargaining employees receive pro-rated holiday pay, or pro-rated compensatory time for working a holiday.  The applicable collective bargaining agreement should be consulted to determine how holiday credit may be applied to the employee’s weekly schedule.

Group lnsurance Coverage 

Part-time employees are eligible for the same group life and health insurance, at the same rates as those for full-time employees. They may also purchase optional insurance coverage, including dental/vision, at the same rates as those for full-time employees.  Part-time employees are eligible to participate in the long-term disability plan available to Commonwealth employees.  

Civil Service Status

Converting to part-time employment from full-time employment does not affect Civil Service status. For example, a permanent full-time employee is still considered permanent when that employee converts to part-time.

Part-time employees with permanent status are eligible to take promotional examinations, as long as they meet other eligibility requirements. 

Part-time employees, regardless of Civil Service status, are eligible to bid for promotion in accordance with collective bargaining agreements or the internal promotional policy that is in effect for all other employees of the agency. 

Seniority
For purposes of layoffs and qualifying promotional examinations, part-time employees accrue seniority on a pro-rated basis, in the proportion that their service bears to full-time service. For example, a half-time employee accrues six months of seniority after one year.

Retirement 

For retirement purposes, creditable service is measured in terms of full-time years. For example, an employee who works half-time earns a half-year of creditable service for retirement purposes for a full year (52 weeks) of half-time employment. 

Tuition Remission 

Part-time employees are not currently eligible for tuition remission. 

Deferred Compensation Program 

Part-time employees are eligible to participate in the Commonwealth’s Deferred Compensation Program. 

Unemployment lnsurance

Part-time employees are covered by unemployment insurance just as full-time employees are. 

If you have any questions about employment benefits or leave policies for part-time employees, you can get more information from: 

· Your agency’s human resource office 

· Your union representative 

· The Human Resources Division at:

Special Projects Unit

Human Resources Division

One Ashburton Place, Room 301

Boston, Massachusetts   02108
Telephone: 617-727-3555
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PLANNING FOR PART-TIME EMPLOYMENT: ISSUES TO CONSIDER

Converting from full-time to part-time employment is a major decision. Before you approach your supervisor or other manager with your request, it may help you to think through the implications of your decision.  Every individual has his or her own personal work style and lifestyle, both of which need to be considered when thinking about the impact of moving to part-time employment. 

Listed below are some questions that may help you sort out your thoughts about working part- time. They may prompt you to think of other questions that you need to answer for yourself. This list of issues was generated by a group of Massachusetts state managers who work part-time, all of whom have experienced these dilemmas first-hand. It is suggested that you read the Fact Sheet on Part-time Employment first before reviewing these questions.

Am I financially prepared for the impact of reducing my hours? Is the extra time worth the loss of salary and benefits to me? 

This is a basic question which must be answered before you convert to part-time. Can you afford the salary reduction? A clear assessment of expenses can help you make this determination.  Remember, all of your leaves and salary increases are proportional to the amount of time you work. This means if you reduce your hours to half-time, you will earn only 1.5 personal days annually instead of three, and you will earn half as much sick and vacation time. Similarly, you will receive 50% of the salary increase you would have received as a full-time employee.  If you are close to retirement, reducing your hours may potentially reduce your eventual retirement benefit because you will be earning less creditable service.

Some people who have reduced their hours due to a desire to spend more time with their families (parents of young children as well as adult children of ill or fragile parents) feel that a financial value cannot be assigned to the extra time they obtain from working reduced hours.   However, housing and food bills continue to come in even though you work less (although some transportation and clothing costs may be reduced). Careful budgeting and financial management are important components of successful part-time employment. Ultimately, if the financial impact of part-time work is too great, you may want to consider a flextime, staggered work hours or compressed workweek schedule instead, if your agency offers these options.

Can I do my job part-time?

This question requires you to take a whole new perspective on your job. By reviewing your MPRS objectives or EPRS job duties, you can prioritize the tasks that you need to accomplish.  How can they be scaled down? Will the work that you don't accomplish in your reduced hours need to be done by someone else? How do you propose that the work be re-distributed? Can the job be re-designed in such a way that some of the tasks are eliminated? These are difficult questions and you might want to discuss them with co-workers who can contribute valuable insights into developing some alternative plans. Your part-time schedule will have a direct impact on their work. 

Research on successful part-time employment has indicated that, with enough planning and support, almost any job can be done part-time.  However, there are certain characteristics which when taken together can make a job harder to do part-time. Jobs that require work which is difficult to plan or schedule in advance, those which encompass the need to respond to emergencies that take more than a day to resolve, those with legally mandated time limitations and those which are structured in such a way that working independently is difficult, are jobs for which part-time employment may not be suited. 

As you become more adjusted to your new work schedule you will gradually establish new patterns of organizing your work and your time to maximize the benefit of the time you're there.  Many part-time employees report that by focusing on their work and cutting down on the socializing and other non-work activities, they are able to accomplish nearly as much in their reduced hours as they could when they were full-time. 

Will I be able to adapt my individual work style to part-time?

Some employees report that while their supervisors and co-workers are fully satisfied with the level of work they contribute as part-timers, they themselves tend to feel they have to put in a super-human effort to justify their reduced schedules. Part-timers often experience an inability to let go of some of their former tasks, even though they no longer have time to do them.  As a result, they tend to take work home or come in when they’re not scheduled.

Depending on the level of your position, it may be necessary for you to be somewhat flexible in changing your schedule, or to put in some work time at home. Remember, though, you are no longer a full-time employee. Good communication and flexibility between employees and supervisors are especially important in a part-time employment situation.

What is the best way for me to schedule my time? 

Once you decide to reduce your hours, you need to establish a weekly schedule. You nay be constrained by other schedules (for example, availability of child care), or your supervisor may want you to be at work at certain times. If you are able to establish your own schedule, you should consider the type of work you do when deciding which hours and/or days you will be at work.   For example, if you work independently, your decisions about when you're in and out won’t affect too many others (although you should be sure that whomever is responsible for answering phones in your office or worksite has a current copy of your schedule so correct information can be given to callers). 

If your work requires that you meet the public, you will probably want to schedule your work time to coincide with peak usage times. If you supervise other people, you may want to be available for part of every day, rather than be in for whole days for part of the week and then not come in on other days.  Discuss your schedule with your supervisor and coworkers, to see what works best. You can also change your tour of duty if you decide that another schedule would work better. 

How will converting to part-time affect my relationships with my co-workers? 

Although part-time employment is increasing, it is still considered out of the mainstream. Therefore, your co-workers might express some frustration that you are not as available as you used to be. People sometimes imply that you are less committed to your job, or that you are somehow getting off easier than they are because you're working fewer hours.  In time, your actions, attitude and level of productivity will demonstrate your commitment. 

It is important that you try to be as flexible as possible with your time within your part-time schedule.  Scheduling meetings can be a problem if there are full days when you're not in the office.  Suggest several alternatives when you are available rather than simply stating  that “I’m not going to be in that day”.

Good working relationships always depend on effective communication.  Working part-time highlights the need for you to make sure that you establish clear channels of communicating with your co-workers.  Many part-timers find that writing notes becomes very important, since they don't have as much time for face-to-face communication, or they are not in the office when the person they need to speak with is. 

What will be the impact of working part-time on my career development? 

Your decision to work part-time may or may not have a significant impact on your long-term career.  More and more employers view a period of part-time employment on someone’s resume as an accepted component of a career path. As long as you maintain any professional affiliations, keep current with your field, and demonstrate an on-going commitment to whatever job you hold on whatever schedule, you should be able to continue progress in your own career development. 

How long will I need or want to work part-time?

While this is a personal decision, it is important that you consider it when you first decide to consider part-time employment.  Is this a temporary situation while your children are under a certain age or while your parent recovers from an illness? Do you see it lasting two years? Five years?  Six months? 

Deciding on how long you plan on working part-time will also help you as you plan your career development.  If you are at the end of your career, you may decide that you will keep on working part-time until you retire. If you are in the earlier stages of your career, it will be helpful to estimate when you plan on returning to full-time employment so you can consider other career moves.

What other issues do I need to consider?

There are many "ripple effects” from the decision to work part-time. Some of the dilemmas that may confront you are very personal and can only be answered individually.  Among the issues dealt with by some of the state managers who developed this list were:

· How does my perception of myself in my job change as a result of reducing my hours? 

· Does working part-time reflect  a change in my level of commitment to my job in my eyes? In others’ eyes?

· How will I respond to other people's reactions to my part-time employment?

· How will my reduced hours affect my social interactions with my coworkers?

· How will my relationship with my family change when I reduce my hours? 

Conclusion

Part-time employment is a personal and individualized approach to balancing the news of your work and personal Life.  It is an important decision that has some far-reaching implications for many people: yourself, your family, your co-workers, and the people you meet in your job. Careful planning can help you make a smoother transition and enjoy a more successful part-time work experience.

Information, assistance and support are available from: 

Special Projects Unit

Human Resources Division

One Ashburton Place, Room 301

Boston, Massachusetts   02108
Telephone: 617-727-3555
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FLEXTIME PROGRAM INFORMATION PACKET

I.
Introduction 
Flextime is a work scheduling strategy that is part of the Massachusetts Alternative Work Options Program. Alternative Work Options provide Massachusetts state employees with greater flexibility in their work schedules. The options included in the program are: part-time, job-sharing, flextime and staggered work hours.                                                             

Flextime permits employees to set their own daily work patterns within guidelines set by agency management. Arrival and departure times may vary. Employees can make up time missed for a doctor's appointment or other personal business by working longer that day or another day that week. The hours worked each day may vary, but a total of 37.5 hours (40 hours for some positions) must be worked each week. Part-time employees may also vary their hours each day but must fulfill their weekly work hours commitment. Each work unit develops a flextime plan that specifies how flextime will be implemented in the unit.  Flextime plans may also include the option of a compressed workweek, in which employees work 37.5 or 40 hours in four or four-and-a-half days.

II.
History of Flextime in Massachusetts State Government 

Legislation established flextime for Massachusetts state government in 1974. It was created as part of the “flexible hours employment” that was mandated by Chapter 7, section 6F of the Massachusetts General Laws. A copy of the legislation is included in this Information Packet.

Flextime has been expanding gradually among Massachusetts state agencies. There has been a recent trend toward increased flextime program implementation as a result of the changes in the composition of the state workforce.  More working parents, employees who care for elderly or ill parents, working students, and employees with disabilities, all of whom benefit from increased work schedule flexibility, have joined Massachusetts state government. 

A survey in June, 1999 conducted by the Human Resources Division shows that at least 49 state agencies in the Executive Branch had flextime programs, covering at least 7,000 employees; 63 state agencies had staggered work hours programs covering at least 8,000 employees; and 37 state agencies had compressed workweeks covering over 3,400 employees.

Ill.
Structure of Flextime 

Flextime is comprised of three main components: core hours, flexible hours and bandwidth. 

Core hours: Core hours are the times when all employees must be at work, regardless of their individual flextime arrangements. Generally, these are the hours when meetings are likely to be scheduled, because all employees are present. Examples of core hours are 9:00 to 11:30 a.m. and 2:00 to 3:30 p.m. 

Flexible hours: Flexible hours are the times during the working day when employees may choose their arrival and departure times, within the limits established by the flextime plan for their work unit. Examples of flexible hours are 7:00 to 9:00 a.m. and 3:30 to 6:00 p.m. 

Bandwidth: The bandwidth of a flextime plan is the span of time between the earliest an employee may arrive at the office and the latest an employee may leave. The office or worksite is not necessarily open to the public during the entire bandwidth. Typically, the standard business hours of 9:00 a.m. to 5:00 p.m. are maintained for public accessibility to state agency offices. A bandwidth may extend from 7:00 a.m. to 6:00 p.m., for example. 

The following illustrates a typical flextime configuration. It is provided as an example and does not represent the only way to structure a flextime program. 





     BANDWIDTH







7:00
      9:00

11:30

   2:00

    3:30

6:00

Given this flextime model, the following features of the program apply: 

· Employees must first define their “default” schedule, to be used as a planning tool for supervisors to ensure that minimum staffing requirements are met. Then, within the flexible bands, employees may vary starting and departure time without prior notification or approval of the supervisor, as long as the needs of the office are met.

· Employees may choose to work less or more than 7.5 (or 8) hours on any given day, up to a limit established by management; they must work their regular number of hours (37.5 or 40) within the normal workweek. Part-time employees may vary the length of each workday but must fulfill their weekly work hours commitment.

· Employees may take an extended lunch period within the times established by program guidelines (in this model, from 11:30 a.m. to 2:00 p.m.), as long as the required number of hours are worked each week.  Employees must take a minimum of a thirty-minute lunch period daily.

· Everyone must be in the office during core hours (for example, 9:00 to 11:30 a.m. and 2:00 to 3:30 p.m.) to be available for meetings, communication with supervisors, etc. 

· Work can start as early as 7:00 a.m. and continue as late as 6:00 p.m. 

· Management establishes minimum staffing levels for specified periods of the bandwidth (for example, at least 25% of the staff must be in the office by 8:45 a.m. and from 3:00 to 5:00 p.m. every day). 

The compressed workweek is an option within flextime. The four-day model is implemented by eliminating core time on Mondays or Fridays, enabling employees to schedule their work over a period of four days (working Monday through Thursday or Tuesday through Friday, for example).  A four-and-a-half day workweek is accomplished by allowing for arrival as late as 2:00 p.m. on Monday and departure as early as 11:30 a.m. on Friday. 

IV.
Eligibility for Flextime Program Participation
Flextime is a totally voluntary program.  All employees, managers and non-managers, may participate in a flextime program. Work unit productivity must be maintained and appropriate coverage of work responsibilities must be provided at all times. As long as these conditions are met, the only employees who may not be offered the option of participating in a flextime program are those whose presence is critical during standard work hours, or those employees with an identified performance problem.  Once the flextime program is implemented, employees should be excluded from the program if they violate the program requirements.  In addition, the program can be withdrawn by management at any time, as long as employees are given 5 days notice.

Work unit managers retain the right to establish minimum levels of staffing and adequacy of coverage.  Within these levels, individual employees set their own arrival and departure times without a pre-approved schedule. It is recommended that employees be organized into groups of five to ten people who generally work closely together. These work groups will determine among themselves the arrival and departure times of their members, considering the responsibilities and demands of their jobs. 

Each agency or work unit establishes procedures to sanction abuse of the flextime program. “Abuse” is defined as taking advantage of the program, for example by: 

· inaccurately filling out time sheets.

· failing to share duties or cover for other employees as required by the flextime arrangement.

· decreased productivity when staying late or coming in early, indicating that an employee is not working when others are not around.

· habitually working long hours Monday through Thursday and then calling in sick on Friday (this may also be an abuse of sick time). 

Managers have the prerogative of reviewing the overall usage of the flextime program and removing an individual employee or a work unit because of abuse of the program. 

The success of a flextime program is built on mutual trust. Employees must cooperate with each other, and employees and supervisors need to work together to ensure that the program works. 

V.
Time Monitoring Under Flextime 

Generally, a written time sheet is maintained in a central location for each small work group or unit. Employees enter their arrival and departure times and keep a running tally of the hours worked each day to ensure that they work the full number of hours required. Some agencies use mechanical or electronic time monitoring systems (time clocks or computers). 

It is important to distinguish flextime from staggered work hours schedules. A staggered work hours schedule requires employees to adhere to fixed times of arrival and departure, five days a week, although those times may vary from the traditional 8:45 a.m. and 5:00 p.m..  For example, an employee on a staggered work hours schedule may work from 8:00 a.m. to 4:15 p.m. or from 7:30 a.m. to 3:45 p.m.. There is no opportunity to make up missed work time, as is the case under flextime; an employee must use accrued leave for time away from the office. 

In agencies which normally allow overtime pay, each work unit must specify the procedure for scheduling overtime for those employees participating in a flextime program. 

VI.
Advantages of Flextime 

The advantages of flextime became apparent soon after the program was conceptualized in West Germany after World War II. A woman who worked at a factory developed the idea for staggered work hours to help relieve parking lot congestion. The idea caught on and was expanded to what is now known as flextime. It has been extremely popular in Europe since the 1950’s. 

There has been considerable research on the implementation of flextime programs in this country. Among the documented benefits of flextime to management are: 

· virtual elimination of tardiness, since employees who come in later than usual simply make up the time during the week (with the exception of missed core time, which cannot be made up). 

· reduction in paid absences and idle time on the job, resulting in more actual labor from the same number of hours. 

· better organization of work, since meetings, visits and telephone calls are scheduled during core hours, resulting in the ability to tackle work that requires concentration during the quieter periods of the day.

· better managerial practices resulting from the need to delegate work and schedule subordinates' time more effectively, given that they will be working independently during parts of the day. 

· the possibility of enhanced organizational effectiveness resulting from improved labor-management relations, greater employee participation in management, and new organizational development strategies.

Employees typically report improved productivity and morale as a result of flextime programs. Among the benefits to employees are: 

· Increased control over part of the work environment, resulting in improved satisfaction and productivity. 

· The ability to adjust the work schedule to one's individual “biological clock”, taking advantage of peak productivity periods. 

· More efficient and flexible transportation usage, including reduction of rush hour travel and increased use of public transportation during non-peak hours.

· Better accommodation of work and personal needs, including caring for young children, sick relatives, or participating in educational programs. 

The use of flextime also appears to be growing.  According to the U. S. Bureau of Labor Statistics,  27.6% of the nation’s 1999 work force has a flexible schedule, up from 15% in 1991.  The 1996 Mercer Work/Life and Diversity Initiatives Benchmarking Survey, covering 800 organizations and 7 million employees, showed that 94% of the organizations surveyed offered flexible scheduling and 76% of those organizations rated flexible scheduling as the most important work/life program in recruiting.  A 1998 Hewitt Associates survey demonstrated that 79% of 1,020 employers offered flextime and 29% offered compressed workweeks.  At least 48 states surveyed by HRD in 1999 offered flextime programs, and a 1997 report on work/life programs in the federal government showed 34% of federal employees participating in flextime programs.

VII.
Establishing a Flextime Program
Any worksite, unit, or agency may develop and implement a flextime program. Employees, supervisors, and representatives of the collective bargaining units of affected employees may work together to develop a flextime plan for the work unit. This flextime plan is submitted to the Human Resources Division for review and approval.  A discussion of the proposed flextime policy with the union(s) representing the employees involved is also required prior to implementation. The flextime program can then be implemented, evaluated and modified as necessary based on the work unit's experience. 

A Flextime Program Planning Checklist has been included in this Information Packet to assist managers or employees who are interested in developing a flextime program. 

More information and assistance are available from: 

Special Projects Unit

Human Resources Division

One Ashburton Place, Room 301

Boston, Massachusetts   02108
Telephone: 617-727-3555

VIII.
Definitions of Alternative Work Options
Part-Time: A part-time employee is scheduled to work at least half-time but less than full-time. 

Job-Sharing: Job-sharing enables two (or more) employees to share the responsibilities assigned to one specified position.

Flextime: Flextime permits employees to establish variable arrival and departure times within guidelines established by agency management.   Compressed workweeks are a form of flextime enabling employees to work four or four-and-one-half day workweeks.

Staggered Work Hours: This scheduling option enables employees to establish fixed arrival and departure times other than the standard 8:45 a.m. and 5:00 p.m.

IX.
Additional Information and Supplemental Materials Available From HRD
The following materials are available to supplement this Information Packet:

· Massachusetts General Laws Chapter 7, section 6F

· Flextime Regulations

· Flextime Program Planning Checklist 

· Common Questions About Flextime 

· Sample Flextime Guidelines I, II and III 

· Sample Letter to Union Presidents Regarding Flextime Plan 

· Sample Letter to Managers Introducing Flextime 

· Sample Letter to Employees Introducing Flextime 

· Sample Form for Managers' Evaluation of Flextime Pilot Program

· Sample Form for Employees' Evaluation of Flextime Pilot Program

· Flextime Plan Approval Request Form

GENERAL LAWS OF MASSACHUSETTS

Chapter 7, Section 6F: Coordinator of flexible hours employment within human resources division; plans or programs; report. 

Section 6F There shall be a coordinator of flexible hours employment within the human resources division who shall work on the development, implementation and oversight of plans for the utilization, within all executive agencies, of persons who choose to be employed for a reduced number of hours per week and for the recruitment of such persons for civil service and non-civil service employment. All state agencies shall report to the coordinator the progress of implementation of any flexible hours plan in such agency. Such reports shall be filed on a semi-annual basis, beginning six months from the effective date of such program. Such reports shall include: 

(1) The number of regular part-time employees currently employed and the percentage of the full-time workforce represented by this number; 

(2) The agency policy for full-time employees who wish to convert to part-time status; 

(3) Agency plans to increase the number and scope and grade range of part-time employees during the next reporting period; 

(4) Extent of flextime programs in the agency. 

The coordinator shall recommend to said department such action, including the submission of legislation and the making of rules, as shall be necessary from time to time in order to implement a plan or plans for flexible hours employment and in order to secure for flexible hours employees the normal advantages of their positions, including without limitation vacation time, sick leave, maternity leave, bonuses, advancement, seniority, length of service credit, benefits and participation in benefit plans or programs. The coordinator shall make an annual report to the personnel administrator containing information as to the activities of the program during the preceding year. Such report shall be a public record, and copies of it shall be furnished to the governor and to the state library. 

(Chapter 500, Acts of 1974; amended by 1981, 767,S.6, approved, with emergency preamble, January 4, 1982.) 

REGULATIONS GOVERNING FLEXTIME HOURS PROGRAMS FOR STATE EMPLOYEES

Part I - GENERAL PROVISIONS

1.1
Purpose

These regulations are adopted to allow state employees flexibility in determining their hours of work. 

1.2
Applicability 

These regulations are applicable to all offices, departments, divisions, boards, agencies, 

authorities, or commissions of the Commonwealth. 

1.3
Authority

These regulations are adopted pursuant to Massachusetts General Laws Chapter 7, Section 6F (Chapter 500 of the Acts of 1974) and Massachusetts General Laws Chapter 149, Sections 30A, 30B and 100.

1.4
Delegation of Authority 

The Personnel Administrator may authorize an employee of the Human Resources Division to exercise any power or perform any duty of the Personnel Administrator 

authorized by these regulations. 

1.5
Severability 

If any provision of these regulations or the application thereof is held to be invalid, such invalidity shall not affect other provisions of these regulations or the applications thereof not specifically held invalid.  The provisions of these regulations and the various applications thereof are severable.

Part 2 - DEFINITIONS

2.1
Meaning of Words 

Words and phrases as used in these regulations shall have meanings ascribed in this part unless the text otherwise provides. 

2.2 
Approved Flexible Hours Program

“Approved Flexible Hours Program," means a flexible hours program which meets the standards required by these regulations and has been approved by the Personnel Administrator. 

2.3
Commonwealth 

“Commonwealth”, means the Commonwealth of Massachusetts.

2.4
Department

“Department”, means any office, department, division, board, agency, authority or commission of the Commonwealth.

2.5
Core Time 

“Core Time”, means the hours an employee is required to work each day pursuant to an approved flexible hours program. 

2.6 
Human Resources Division

"Human Resources Division" as established by Massachusetts General Laws Chapter 7, section 4A. 

2.7
Flexible Hours Employee 

“Flexible Hours Employee”, means an employee of the Commonwealth who is voluntarily participating in an approved flexible hours program. 

2.8
Flexible Hours Program 

“Flexible Hours Program,” means a department plan for the scheduling of work hours which allows individual employees to modify the standard work day and to determine their own hours of work, subject to departmental limitations. 

2.9
Gray Book 

“Gray Book," means Rules and Regulations Governing Classification and Pay Plan of the Commonwealth.

2.10
Personnel Administrator

“Personnel Administrator”, means the Personnel Administrator as established by Massachusetts General Law Chapter 7, section 4A. 

2.11
Provisional Overtime 

“Provisional Overtime,” means hours an employee works beyond scheduled hours at the request of the department. 

2.12
Red Book

“Red Book”, means “Rules and Regulations Governing Leave and Other Benefits for Managers and Confidential Employees”.

2.13
Scheduled Hours 

“Scheduled Hours,” means times chosen by a flexible hours employee, subject to any limitations of the flexible hours program, to work the regular number of hours required by the department. 

Part 3 - STANDARDS OF APPROVAL OF FLEXIBLE HOURS PROGRAMS

3.1
General

In order for flexible hours programs to be approved by the Personnel Administrator, they must meet the minimum requirements set forth below. 

3.2
Voluntary Participation 

Participation in flexible hours programs by individual employees must be completely voluntary. Employees shall have the option of ending their participation in accordance with section 3.4 of these regulations provided that the department is furnished with a notice of not less than five (5) working days. 

3.3
Employee Consultation

The flexible hours program should be developed in consultation with the employees of the department. 

3.4
Notice 

Any flexible hours program must include a provision for the department to give not less than five (5) working days notice of the program's discontinuance or of the exclusion of certain job titles from the program, and for a flexible hours employee to give not less than five (5) working days notice of his/her withdrawal from the program. 
3.5
Statement of Limitations

Flexible hours programs must state with specificity any and all limitations which regulate an employee's work schedule such as the hours during which an employee must be present, the right of supervisors to require the attendance of employees at meetings and any rules concerning the number of hours worked each day. 

3.6
Work Beyond Scheduled Hours 

Flexible hours programs must provide the specific procedures by which flexible hours employees can be requested to work beyond their scheduled hours and must state specifically that flexible hours employees shall not work beyond their scheduled hours unless they have received a written request authorizing such work. 

3.7
Office Hours 

Departments which deal with the public must, at a minimum, be open to the public during the hours of 9:00 am. to 5:00 p.m. , pursuant to M.G.L. C. 30,  s. 24.

3.8    Lunch Period

No employee shall be permitted to work for more than six hours during a calendar day without an interval of at least thirty minutes for a meal period, pursuant to M.G.L. C. 149, s. 100.

3.9 
Time Requirement for Approval of Program 

Departments must submit their written flexible hours program to the Personnel Administrator for approval not less than three (3) weeks prior to the effective date of the program. 

3.10
Posting 

Approved flexible hours programs must be posted in conspicuous places throughout the 

department. 

Part 4 - RELATIONSHIP OF FLEXIBLE HOURS REGULATIONS TO OTHER RULES AND REGULATIONS OF THE HUMAN RESOURCES DIVISION AND COLLECTIVE BARGAINING CONTRACTS

4.1
General Rule 

Flexible hours employees shall continue to be subject to and enjoy the benefits of the rules and regulations of the Human Resources Division as set forth in the Red Book and Gray Book, or of the provisions of the applicable collective bargaining agreements; provided, however, that when the Flexible Hours Regulations specifically exempt such flexible hours employees from or amend or conflict with the provisions of the Red Book, the Gray Book or collective bargaining agreements , the provisions of the Flexible Hours Regulations shall control.

4.2
Exemption 

Flexible hours employees are hereby exempted from those provisions of Massachusetts General Laws Chapter 149, section 30A, which require an eight (8) hour tour of duty in ten (10) consecutive hours in any work day and restrict work to five (5) tours of duty in any one (1) workweek and from those provisions of Red Book Rule 10.01 and Gray Book Rule 16, except if otherwise exempt by statute. Flexible hours employees are not exempt from the provisions of Massachusetts General Laws Chapter 149, section 30A, or the relevant provisions of collective bargaining agreements, which require, except in the case of part-time employment, not more than thirty-seven and one-half (37.5) hours for those who work a thirty-seven and one-half hour workweek nor more than forty (40) hours for those who work a forty hour workweek, of work each week. 

4.3
Benefits and Charges 

For the purpose of ascertaining the benefits to which flexible hours employees are entitled, including vacation, sick leave, and holidays, the word 'day' as used in the relevant sections of the Red Book, Gray Book and collective bargaining agreements shall mean seven and one-half (7.5) hours for flexible hours employees who work a thirty-seven and one-half (37.5) hour week and eight (8) hours for flexible hours employees who work a forty (40) hour week.

Except on the last workday of the workweek, flexible hours employees who utilize accrued leave or who are on leave of absence with pay or absent without pay shall be charged on the basis of a seven and one-half (7.5) or eight (8) hour day as indicated above. On the last workday of the workweek, charges shall be the difference between the total hours worked, excluding provisional overtime credit, and thirty-seven and one-half (37.5) hours or forty (40) hours, or the core time whichever is greater.

4.4
Holidays 

In any workweek in which a holiday occurs on a day that the department has determined a flexible hours employee may choose for his/her scheduled hours, any flexible hours employee  who (1) fails to work the day immediately preceding that holiday or immediately following that holiday and (2) is on a leave of absence without pay or absent without pay during the workweek in which such a day falls, shall not be paid for that holiday. Notwithstanding any other provision of these regulations to the contrary, an employee who is on leave without pay or absent without pay for any part of the core time immediately preceding a holiday or immediately following a holiday shall not be paid for the holiday.

Part 5 - WORK SCHEDULES AND COMPENSATION  FOR FLEXIBLE HOURS EMPLOYEES

5.1
Hours Per Day 

The number of hours that a flexible hours employee works on any day and the time that such work begins and ends shall be decided by the flexible hours employee, subject to the limitations of the flexible hours program. 

5.2
Hours Per Week 

Unless given provisional overtime authorization, a flexible hours employee must limit the total of scheduled hours in any one work-week to thirty-seven and one-half (37.5) for those who work a thirty-seven and one -half (37.5) hour workweek, and to forty (40) hours for those who work a forty (40) hour workweek.

5.3
Procedure for Requesting Extension of Hours

A departmental request that any flexible hours employee work beyond scheduled hours shall be made by presenting the employee with a written request signed by a department employee empowered to authorize overtime and stating the number of hours to be worked. 

5.4
Provisional Overtime Credit

Flexible hours employees who are requested by department representatives to work beyond their scheduled hours shall be given provisional overtime credit for each hour or fraction thereof so worked during a workweek.

5.5
Provisional Overtime - Reduction of Scheduled Hours

Flexible hours employees who are requested and agree to work beyond their scheduled hours shall not be required to shorten their scheduled hours during a workweek in order to avoid the payment of overtime.  Flexible hours employees may, however, incorporate provisional overtime hours into their scheduled hours during the same workweek if they elect to do so. 

5.6
Rate of Pay for Provisional Overtime 

Flexible hours employees who have provisional overtime credit and who work a thirty-seven and one-half (37.5) hour workweek shall be paid at their regular hourly rate for every hour or fraction thereof of provisional overtime worked beyond thirty-seven and one-half (37.5) hours up to and including forty (40) hours and shall be paid at one and one-half (1.5) times their regular hourly rate for every hour or fraction thereof worked beyond forty (40) hours. Flexible hours employees who work a forty (40) hour workweek and who have provisional overtime credit shall be paid at one and one-half (1.5) times their regular hourly rate for every hour or fraction thereof of provisional overtime worked beyond forty (40) hours. 

5.7
Exceptions

Sections 5.4, 5.5, and 5.6 shall not apply to employees specifically exempted from the revisions of Massachusetts General Laws, Chapter 149, section 30B. 

Part 6 - EMPLOYEE RESPONSIBILITY

Employees who choose to participate in a flexible hours program shall be responsible for meeting all of the requirements of the program. Failure to meet these requirements may result in the exclusion of an employee from the flexible hours program.

Part 7 – EXCLUSION

These regulations shall not apply to employees who have otherwise been exempted from the provisions of Massachusetts General Laws Chapter 149, section 30A by either the Personnel Administrator or by the provisions of a collective bargaining contract for the purpose of working a forty (40) hours week in less than five days.
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Flextime Program Planning Checklist

This checklist is designed to assist you as you develop a flextime program. A pilot program is recommended and typically runs for three to six months, during which it is periodically monitored. As a result of the pilot program, the flextime plan can be modified to best meet the needs of employees, managers, and the agency. 

Flextime Planning Step 






Check When Completed
Pilot Program

1. Identify individual responsible for flextime program, for example, the Human Resources Director 


2. Establish an advisory group to develop flextime program 





3. Contact HRD for technical assistance with flextime program development 



4. Identify the Divisions, Bureaus, units or work groups that will be included in the flextime program 











5. Identify the number, job titles and collective bargaining units of employees who

will be involved 











6. Develop program procedures and guidelines including: 


a. Program components:

Bandwidth:

From ____ to ____

Core Hours:

From ____ to ____

Lunch Period span 
From ____ to ____









b. Minimum staffing levels (no. or % of employees):

From official start time to start of core hours:
_____

During lunch period span:



_____

From end of core time to official closing time:
_____

c. Record-keeping procedure (time sheet) for time worked by flextime employees

d. Schedule for periodic program reviews during the pilot period




Flextime Program Planning Checklist (cont’d)

7. Solicit input from affected unions on proposed flextime plan:





a. Write to the president of each affected collective bargaining unit*

b. Enclose copy of proposed flextime plan

c. Reach agreement on an acceptable flextime plan

8. Communicate flextime program procedures to all affected employees and

supervisors*


9. Consider implementation of HRD Flextime Training Module for affected employees

10.  Implement pilot flextime program

--------------------------------------------------------------------------------------------------------------------

Final Program


1. Develop final program procedures based on review of pilot program (sample evaluation form available*)

2. Communicate final flextime program procedures to all affected employees and supervisors

3. Provide flextime training sessions for affected employees (HRD module available)

4. Complete and submit Flexible Hours Plan Approval Request Form* to HRD (mandatory)

5. Implement final flextime plan

6. Schedule review of final program at intervals of at least every six months

 
(sample evaluation form available*)

*Sample materials available from HRD

Please note that this planning checklist is for internal use only.  A Flexible Hours Plan Approval Request Form does need to be submitted to HRD for approval.  Assistance is available from HRD in the completion of each step described above.
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COMMON QUESTIONS ABOUT FLEXTIME

1.
What is flextime? 

Flextime is a work scheduling strategy that is part of the Massachusetts Alternative Work Options Program. 

Flextime permits employees to establish their own daily work patterns within guidelines set by agency management. Arrival and departure times may vary. Employees can make up time missed for a doctor's appointment or other personal business by working longer that day or another day that week. The hours worked each day may vary, but a total of 37.5 hours (40 hours for some positions) must be worked each week. Part-time employees may vary their hours each day but must fulfill their total weekly scheduled work hours commitments.  Each work unit develops a flextime plan that specifies how flextime will be implemented in the unit. 

2.
What are the components of flextime? 

Core hours: core hours are the times when all employees must be at work, regardless of their individual flextime schedules. Generally, these are the hours when meetings are likely to be scheduled, because all employees are present. Examples of core hours are 9:00 to 11:30 a.m. and 2:00 to 3:30 p.m. 

Flexible hours: flexible hours are the times during the working day during which employees may choose their arrival and departure times, within the limits established by the flextime plan for their work unit. Examples of flexible hours are arrival between 7:00 and 9:00 a.m. and departure between 3:30 and 6:00 p.m. 

Bandwidth: the bandwidth of a flextime plan is the span of time between the earliest an employee may arrive at work and the latest an employee may leave. The office or worksite is not necessarily open to the public during the entire bandwidth. A bandwidth may extend from 7:00 a.m. to 6:00 p.m., for example. 

3.
Who may participate in flextime? 

All employees, managers and non-managers may participate in a flextime program. Work unit productivity must be maintained and appropriate coverage of work responsibilities must be provided at all times. As long as these conditions are met, the only employees who should not be offered the option of participating in a flextime program are those with an identified performance problem for which there is an action pending. A manager may also exclude employees whose presence is critical during standard work hours. 

4.
What are the minimum requirements for a flextime program? 

Work unit managers are responsible for establishing the flextime rules regarding minimum levels of staffing and adequacy of coverage. For example, if all twelve employees in a work unit came in at 7:00 a.m. and left at 3:30 p.m., the office would be uncovered in the late afternoon.  Managers review the overall use of the flextime plan and modify it as necessary. 

5.
Does flextime require a pre-approved schedule? 

No. Each employee arranges his or her daily work hours within the limits of the work unit's flextime plan. However, it is recommended that employees be organized into groups of five to ten people who generally work closely together. These work groups will determine among themselves the arrival and departure times of their members, considering the responsibilities and demands of their jobs. The office must be adequately covered at all times; the level of coverage necessary is determined by management. 

6.
How is time monitored? 

Generally, a written time sheet is maintained in a central location for each work group or unit. Employees enter their arrival and departure times and keep a running tally of the hours worked each day, to ensure that they work the full 37.5 (or 40) hours a week required.  Part-time employees keep track of their hours to ensure they meet their full weekly time commitments. 

7.
Is flextime the same as staggered hours? 

No. A staggered hours work schedule requires employees to adhere to fixed times of arrival and departure, although those times may vary from the traditional 8:45 a.m. and 5:00 p.m.  For example, an employee on a staggered work hours schedule may work from 8:00 a.m. to 4:15 p.m. or from 7:30 a.m. to 3:45 p.m. There is no opportunity to make up missed work time; an employee must use accrued leave for time away from the office. 

8.
What are the advantages of flextime? 

Improved employee morale and work unit productivity are the most positive results of a flextime program. Tardiness is virtually eliminated. Employees report that it is much easier for them to combine work and home responsibilities when they are able to schedule their time more flexibly. Avoiding traffic is another major benefit. And, for those offices that serve the public, it is possible to extend service hours because of the availability of staff later in the evening. 

9.
How is flextime established? 

A work unit that is interested in establishing a flextime program should develop a flextime plan after obtaining input from managers, affected employees, and representatives of the bargaining units to which affected employees belong. This plan is submitted to the Human Resources Division for approval.  Assistance in developing a flextime plan is available from the Human Resources Division. 

10.
Can an individual employee be removed from a flextime program? 

Yes. Each agency or work unit establishes a procedure to sanction abuse of flextime. “Abuse” is defined as taking advantage of the program, for example by: 

· inaccurately filling out the timesheet 

· failing to share duties or cover for other employees as required by the flextime arrangement                                             

· decreased productivity when staying late or coming in early, indicating that the employee is not working when others are not around 

· habitually working long hours Monday through Thursday and then calling in sick on Friday (this may also be an abuse of sick time). 

11.
How widely is flextime used in Massachusetts state government? 

According to a 1999 survey conducted by HRD, there are at least 7,000 state employees in 49 agencies in the Executive Branch who are participating in flextime plans; at least 8,000 employees in 63 agencies participating in staggered work hours programs; and 3,400 employees participating in compressed workweek programs in 37 agencies.

12.
Is flextime a new idea? 

No. Flextime was established by legislation for Massachusetts state government in 1974. The idea originated in the 1940’s in West Germany, where it was started by a woman who thought staggered work hours could relieve parking lot traffic jams at the factory where she worked. The program was such a success that it was expanded to what we now know as flextime and quickly spread throughout Europe. 

The use of flextime also appears to be growing.  According to the U. S. Bureau of Labor Statistics,  27.6% of the nation’s 1999 work force has a flexible schedule, up from 15% in 1991.  The 1996 Mercer Work/Life and Diversity Initiatives Benchmarking Survey, covering 800 organizations and 7 million employees, showed that 94% of them offered flexible scheduling and 76% of those companies rated flexible scheduling as the most important work/life program in recruiting.  A 1998 Hewitt Associates survey demonstrated that 79% of 1020 employers offered flextime and 29% offered compressed workweeks.  At least 48 states surveyed by HRD in 1999 offered flextime programs, and a 1997 report on work/life programs in the federal government showed 34% of federal employees participating in flextime programs.

13.
Where can I get more information? 

Information about flextime is available from the Commonwealth of Massachusetts Human Resources Division, Office of Special Projects at 617-727-3555.  

SAMPLE GUIDELINES  I

The following is an actual flextime program implemented by a State Hospital

STATE HOSPITAL

FLEXTIME

POLICY AND PROCEDURES

Participation

· The flextime program offered at [State Hospital] is voluntary and available to departments with certain clerical, administrative and professional staff designated by the Appointing Authority.  Any employee that wishes to participate must notify their supervisor utilizing the attached Flextime Enrollment Request, and must remain in the program for one month.  If an employee chooses to withdraw from the program, they must submit a Flextime Withdrawal Notice (attached) to their supervisor no less than 5 business days before they withdraw.

· The program will be available to those employees working, at a minimum, 7.5 hours per day and 37.5 hours per week.

Scheduling

· Any employee who participates in the program must establish a default schedule for the hours that they anticipate working normally.  That schedule must be provided to their supervisor in writing no less than five (5) business days before they begin participating in the program.  That schedule will not compromise the employee’s ability to participate in the program, but will serve as a planning tool for both supervisors and employees in determining office coverage requirements.

· Employees participating in the program may choose to work more than 7.5/8 hours in one day and less than 7.5/8 hours on another day as long as the Department’s minimum staffing requirements are maintained in accordance with the [State Hospital] Flextime Schedule (attached) and the employee works their 37.5/8 hours per week.

· The [State Hospital] Flextime Schedule requires all employees to work during the following core hour periods:

9:30 am to 11:30 am (Monday through Friday)

2:00 pm to 3:30 pm (Monday, Tuesday, Thursday and Friday)

The [State Hospital] Flextime Schedule also establishes that Departments maintain the following minimum staffing requirements during certain bandwidths:

By 8:00 am each day – 25% of department staff

By 8:30 am each day – 50% of department staff

Monday, Tuesday, Thursday and Friday:

From 11:30 am until 2:00 pm – 50% of department staff

From 3:30 pm until 4:30 pm – 50% of department staff

From 4:30 pm until 5:00 pm – 25% of department staff

Wednesday:

From 11:30 am until 4:30 pm – 50% of department staff

From 4:30 pm until 5:00 pm – 25% of department staff

· All Administrative Offices must be operational between the hours of 8:00 am to 5:00 pm, Monday through Friday.

· Unless given provisional overtime authorization, any employee participating in the program must limit the total scheduled hours in any one week to thirty-seven and one-half (37.5) if they work a thirty-seven and one-half hour workweek, or forty (40) hours, if they work a forty hour workweek.

· Any flextime hours employee requested to perform overtime must receive a written request signed by a department employee empowered to authorize overtime stating the number of hours to be worked.

Timekeeping

· All flextime participants are required to maintain a timesheet that notes all times of arrival and departure from work (including lunch periods).  That timesheet will be reviewed and signed by the employee’s supervisor weekly.

· All sick leave, vacation time, holidays or other absences authorized or unauthorized for employees participating in the program shall be charged daily on a seven and one-half (7.5) hour basis for a thirty-seven and one-half hour workweek and eight (8) hour basis for a forty (40) hour workweek.

Employee Responsibilities

· Employees who participate in the program are required to utilize, at a minimum, one-half hour unpaid time for lunch each day which should be scheduled at the midpoint of the employees shift.

· Employees who participate in the program shall be responsible for adhering to flextime policies and procedures.  Failure to meet these requirements may result in the exclusion of an employee from the flexible hours program.

Flextime Enrollment Request

I _________________________________ request to participate in the



(name)

Flextime Program commencing on _________________.  I understand







(date)

that I must stay in the program for one (1) month and thereafter if I wish to withdraw, I 

must notify my supervisor five (5) days in advance.








________________________









Employee’s Signature








________________________








Supervisor’s Signature

_____________________________________________________________________________

Flextime Withdrawal Request

I _______________________ request to withdraw from the Flextime Program



(name)

effective _________________.  My work schedule will revert to Monday through 


(date)

Friday,______________ a.m. to ___________________ p.m.



(time)



(time)

______________________









Employee’s Signature








________________________







Supervisor’s Signature

STATE HOSPITAL

FLEXTIME

POLICY AND PROCEDURES

Flextime Hours 

Monday, Tuesday, Thursday & Friday 
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Wednesday 
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7:30 
  8:00
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       9:00
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SAMPLE GUIDELINES II

The following is an actual flextime program implemented by an Executive Office
PROPOSED FLEXTIME POLICY

Flextime, a popular variable work schedule, is an optional program available to employees of the [Executive Office of    ]. This is an arrangement where fixed arrivals and departures are replaced by a workweek composed of two types of time, "coretime" and "flexible hours".  Coretime is that time during which all employees must be present or they will be charged personal, sick or vacation leave. Flexible hours are those hours during which employees may choose their time of arrival and departure within limits consistent with appropriate office coverage. 

All employees interested in participating in this program must complete the Flextime form (Form 3, Appendix C) and receive approval from their Supervisor and the Secretary. All employees participating in the program must work 37.5 hours per week, although employees cannot work beyond their weekly scheduled hours unless they have received written authorization. Flextime employees may work more than 7.5 hours on one day and less than 7.5 hours on another day.  Flextime participants may vary their arrivals and departures within certain bandwidths without prior approval from their Supervisors. 

1.
CORETIME/BANDWIDTHS 

Core hours at [ Executive Office ] are: 

MONDAY

9:45 to 11:45 and 
2:00 to 4:00 

TUESDAY




2:00 to 4:00

WEDNESDAY
9:45 to 11:45 and 
2:00 to 4:00

THURSDAY

9:45 to 11:45

FRIDAY 

9:45 to 11:45 and 
2:00 to 4:00

Employees may begin their workday as early as 8:00 AM and work as late as 7:00 PM.  Some [ Executive Office ] employees are occasionally required to work evenings.  On a case by case basis, and with supervisory approval, the bandwidth of working hours for these individuals can be from 8:00 AM until 11:00 PM.  This should allow these employees to schedule evening meetings within their normal weekly flextime schedule as long as the total weekly hours do not exceed 37.5 hours.

2.
COVERAGE 

Each unit of the office must have at least 25% coverage at all times.   Flextime employees must cooperate with supervisors to ensure that adequate coverage during office hours, 8:45 to 5:00, is maintained. 

3.
TIME RECORDS 

For a Flextime Program to function effectively an accurate means of keeping track of time must be maintained. [ Executive Office ] time sheets are an important record for all employees but they are a critical document for the flextime participant. Arrival and departures must be recorded as they occur. Failure to record weekly hours appropriately will result in termination from the Flextime Program.

4.
LUNCH PERIODS

Employees who work at least six hours in one day are required to take a lunch break at least thirty minutes during the mid-day bandwidth of 11:45 AM to 2:00 PM.  Lunches cannot be taken during coretime hours.  Employees who fail to take the required lunch break  will have thirty minutes deducted from daily time.

5.
SICK LEAVE

Flextime employees who call in sick on Monday through Thursday will have the option of making up all the non-core hours for the day during the remainder of that week.  Flextime employees who call in sick on Friday will be charged the difference between the hours worked and 37.5 hours or Friday's coretime hours, whichever is greater.   The maximum amount of sick leave that can be credited on a Friday is 10.5 hours. 

Employees who report in for a work day and then leave because of illness or to make a medical appointment must use sick leave or personal leave to cover any coretime hours missed.  Flextime employees who wish to use both regular hours and sick leave in a day cannot have more than 10.5 hours credited for that day. 

6.
VACATION OR PERSONAL LEAVE

Flextime employees can credit up to 7.5 hours of vacation and personal leave per day.  Flextime employees who wish to use both regular hours and leave time in one day cannot have more than 10.5 hours credited for that day.  Please refer to the [ Executive Office ] Vacation Policy for a detailed description of the rules governing vacation and personal leave.

7.
 FLEXTIME COMMITTEE 

A Flextime Committee will be established to assist in the implementation of the [ Executive Office ] Flextime Program.  The Committee will be chaired by the Secretary with a representative from the Policy, Program, and Legal Units, the Massachusetts [   ] Center and the [   ] Unit. The Director of Administrative Services will be an ex-officio member of the Flextime Committee.  This group will meet as required to effectively monitor and evaluate implementation of the program. 

8.
LATENESS 

Flextime employees who sign in after 9:45 a.m. are late for coretime.  Employees who arrive after 9:45 a.m. will be considered absent without leave and will be docked for the missing coretime.  Employees who are absent without leave may request personal or vacation leave to cover the time absent.

9.
 INFRACTIONS OF FLEXTIME RULES 

Flextime employees who are not present during coretime or who fail to work a 37.5 hour week will be subject to the following guidelines:

Third Offense:
Employees will receive a memo from the Flextime Committee notifying them of the infraction. 

Fifth Offense:
Employees will receive another memo warning them that they are in danger of being removed from the Flextime Program

Sixth Offense:
Employees will be suspended from the Flextime Program. 

Every six months the Flextime Committee will clear all previous offenses and begin new flextime records for all employees.  New records will not be established for employees who have been removed from the Flextime Program.

10.
TERMINATION FROM THE FLEXTIME PROGRAM 

Flextime employees who wish to end their participation in the Flextime Program may do so by notifying their Supervisor in writing at least five days before they intend to resume a set schedule. 

Employees who have been removed from the Flextime Program because of repeated infractions may request to be reinstated in the Program.  The decision to reinstate employees will be made by both the employees' supervisors and the Flextime Committee.

Should the [ Executive Office ] decide to cancel the Flextime Program, all employees will receive written notice at least five working days before the program is cancelled.

[ Executive Office ]

FLEXTIME APPROVAL FORM

NAME: ______________________________________________________________

PROPOSED ARRIVAL/DEPARTURE TIMES, FOR PLANNING PURPOSES ONLY:



Mon

Tues

Wed

Thur

Fri
ARRIVAL  __________________________________________________________

DEPARTURE: _______________________________________________________

EMPLOYEE'S SIGNATURE: ____________________________________________

DATE: ______________________________________________________________

SUPERVISOR'S SIGNATURE: __________________________________________

DATE: ______________________________________________________________

SECRETARY'S SIGNATURE: ___________________________________________

DATE: ______________________________________________________________

SAMPLE GUIDELINES III:  COMPRESSED WORKWEEK PILOT

The following is an actual four-day workweek pilot in one unit of a small agency

EXPANDED FLEXTIME PROGRAM FOR THE DIVISION OF MANAGEMENT SERVICES

Effective July 14, 1989 - September 30, 1989 the Division of Management Services will be offering an expanded flextime program on a pilot basis. The purpose of this 

pilot program is to help reduce the usage of sick leave and give added flexibility to employees' schedules. It will be available to management and non-management employees. 

The expansion of the current program will allow for employees to elect to work extended days and eliminate core time for a selected day during the week, by adjusting their hours. The intent of this is to allow for employees to schedule doctor and dental visits, as well as other personal business matters during the week without having to utilize sick and other accrued leave time. The employee would complete the attached CORETIME ADJUSTMENT FORM and give it to his or her supervisor no later than the Wednesday before the week requested. This must be approved by both the supervisor and next reporting manager. The Bureau Director receives a copy. In the case of managerial employees all requests must be approved by the Bureau Director and then a copy must be sent to the Deputy Commissioner for Management Services. Any employee who wants to seek approval for leave during what has been known as core time must complete the Coretime Adjustment Form. 

If an employee chooses to work four days at 9 hours and 22 minutes long (this does not include the mandatory 30 minute lunch break) then the employee may select one day out of the five in the workweek that would be a day off. 

If an employee calls in sick on a day that he/she is scheduled to work 9 hours, 22 minutes, and the time cannot be made up during the regular work hours (8:00 am - 6:00 pm) later in the week, then the employee will be charged 9 hours and 22 minutes sick leave. 

Any time a holiday falls on a day the employee would normally work, the employee is given credit for 7 1/2 hours, not 9 hours and 22 minutes.  The employee may then choose one of several ways to make up the additional time: he/she may work longer hours for the 3 remaining days of that week's schedule, he/she may come in on the 5th day to work a few hours, he/she may charge the time to personal or vacation leave. 

Because this option is a pilot through September 30, 1989, a questionnaire will be given to each person participating to help in the evaluation of the effectiveness in the expanded flextime program. 

CORETIME ADJUSTMENT FORM

______________________________________________________________________

Name 

WEEK OF _____________________________________________



Month


Day


Year

HOURS TO BE WORKED: 

DATE: 

_______

Monday :

_____

__________

_____


__________ 




   In

Minutes for

Out


Total Hours






Lunch

_______

Tuesday: 

_____

__________

_____


__________ 




   In

Minutes for

Out


Total Hours






Lunch

_______

_____

__________

_____


__________ 

Wednesday:

   In

Minutes for

Out


Total Hours






Lunch 

_______

_____

__________

_____


__________ 

Thursday:

   In

Minutes for

Out


Total Hours






Lunch 

_______

_____

__________

_____


__________ 

Friday:


   In

Minutes for

Out


Total Hours






Lunch 

TOTAL HOURS WORKED FOR WEEK: _____________________________________

___________________________________
________________________________

Supervisor's signature/date 



Manager’s signature/date

Cc: 
Bureau Director (for non-management employees)

Deputy Commissioner (for managers) 

This form must be submitted to your supervisor by Wednesday of the week prior to the request. Manager must submit this form with attendance sheets at the end of the week. 

Sample Letter to Union Presidents Regarding Flextime Plan

[Note: This letter, or a similar one, should be sent to the Presidents of each collective bargaining unit that represents employees who will be affected by the proposed flextime plan.] 

Dear _______________:

The [name of work group, area, or unit involved in the proposed plan] at [name of agency] is considering the implementation of a flextime program.

As a result of our meetings and discussions, the advisory committee which has been exploring the flextime program has developed a proposed flextime plan (attached). We hope that this plan will lead to a flextime program that is successful for both management and employees. 

The committee welcomes your input.  Please feel free to comment in writing or to call me to set up a time to discuss the proposed plan with me in person. I can be reached at               ____________.   If I have not heard from you by ____________, we will assume that the proposed plan meets with your approval. 

Thank you for your consideration. 

Sincerely, 

_______________________________

Flextime Advisory Committee 

Encl.

Sample Letter to Managers Introducing Flextime

Dear Manager: 

We are pleased to announce that we have developed a flextime plan for the employees of [name of unit, bureau, division, or whole agency]. The attached plan is the result of extensive discussion and planning. The members of the Flextime Advisory Committee,  [name of Agency Head], and the unions representing the employees affected by this plan are all in agreement with it. 

Flextime has proven to be a very successful scheduling strategy for over 7,000 Executive Branch employees in over 49 agencies and worksites, as well as in the private sector. Among the many benefits of flextime implementation that have been documented are: 

· virtual elimination of tardiness 

· reduced use of short-term sick leave 

· potential for increased productivity 

· improved morale 

· reduced staff turnover 

· cost-free recruitment strategy 

Flextime program logistics 

Managers are responsible for the timely and professional completion of work in their area (bureau, division, etc.). Therefore, managers establish the procedures and limitations of the flextime program in their areas, in accordance with the overall flextime plan. 

Managers should meet with the employees in each work area (no more than 5 to 10 people) to review the guidelines for flextime implementation in that area.  Among the issues to be addressed are: 

· public posting of sign-in sheets 

· daily and weekly minimum coverage levels 

· back-up system to ensure adequate coverage in all circumstances (illness or unexpected absence of work group members, for example) 

Planning and organizing work under flextime

Because flextime is a change in how people schedule their work time, some of the “fine-tuning” that accompanies such changes may be necessary for both managers and employees when the program first starts. Since employees on flextime typically work more independently (that is, they may work at certain times of the day without immediate supervision), managers may need to plan and organize work a little differently. For example, you may need to change the way you communicate an important notice (through a memo that circulates to all employees rather than individual conversations) or the way you schedule meetings (to be sure they take place during 

core time). Your expectations for when work will be completed will need to reflect the flextime arrangements of your staff and you. For example, if you need something by “close of business today," you need to consider if the employee you're asking to do the work planned to leave at 3:30.) 

Usually, after flextime has been in place for a while, these changes become part of the routine of the unit. As managers and employees work out these new patterns of work assignment and completion, a new level of mutual trust and respect often evolves. The success of flextime relies on the development of this kind of professionalism. The ultimate test of the success of flextime implementation is the volume and quality of work produced. Often, work units report that productivity and quality of work increase with the introduction of flextime. 

Exclusion and removal from flextime 

A manager may deny participation in the flextime program to a particular position or work area, but only with justification.  For example, employees who work in the field are not good candidates for flextime, since they are not able to return to the office for core hours.  Managers may exclude employees whose presence they feel is critical during standard working hours. An employee with an identified performance problem for which there is an action pending may be deemed ineligible for flextime participation. 

In order to ensure that work is completed in a timely and professional manner, managers need to establish procedures for removing an employee or a work area from participation in flextime if the program is being abused. 

Summary 

Common sense should prevail when agency needs appear to conflict with the structure of the flextime plan in place. 

Communication among employees and managers is essential to the success of flextime. If everyone understands the changes that are required of them, flextime should prove to be a helpful, successful program for everyone. 

If you have any questions about the attached plan, please contact _______ at _______. 

We appreciate your interest in and support of this innovative program. 

Sincerely, 

Flextime Advisory Committee 

encl.

Sample Letter to Employees Introducing Flextime

Dear Employee: 

We are pleased to announce that we have developed a flextime plan for the employees of [name of unit, bureau, or whole agency]. The attached plan is the result of extensive discussion and planning. The members of the Flextime Advisory Committee, [name of agency head],  and the unions representing the employees affected by this plan, are all in agreement with it. 

To help you understand more about flextime, a copy of a packet entitled “Common Questions about Flextime” developed by the Human Resources Division is also attached.  It explains how the program works.

Flextime benefits

Flextime has proven to be a successful scheduling strategy for over 7,000 Massachusetts state employees in 49 state agencies, as well as in the private sector. Among the many benefits that employees who use flextime report are: 

· a greater sense of control over their work lives
· the ability to schedule various personal appointments without using sick, personal or vacation time (variable arrival and departure times enable employees to schedule appointments at times other than core hours) 

· tardiness is virtually eliminated (unless core time is missed) 

Flextime enables employees to meet unplanned demands on their time, both personal and job-related. Most employees tend to arrive at and leave work at about the same time every day. However, when the train is late or when your supervisor asks that you stay until 5:30 on a particular day to help get an important mailing out, flextime allows for the time to be made up (to the state in the first example and to you in the second example). 

Flextime program logistics 

Your supervisor or manager will work with each small work group (no more than 5 to 1O people) to establish the procedures and limitations of the flextime program in that work area, in accordance with the overall flextime plan. Your supervisor will meet with you to review the guidelines for flextime implementation in your area.  Among the issues to be addressed are: 

· public posting of sign-in sheets 

· daily and weekly minimum coverage levels

· a back-up system to make sure the area is always covered, even if someone is ill or unexpectedly absent

Planning and organizing work under flextime

Implementation of flextime may require some changes to be made by supervisors and employees in the way work is accomplished in your area.  At certain times of the day, employees may be working alone or under the supervision of someone to whom they usually do not report.  But employees are expected to continue their work at a consistent level of quality in order to meet the work area's timelines and productivity goals. To accommodate these new working patterns, work may be planned and organized a little differently at the beginning of the program. 

Usually, after flextime has been in place for a while, these changes become part of the routine of the unit. Employees often report that they appreciate the new level of responsibility which flextime affords them.  As managers and employees work out these new patterns of work assignment and completion, a new level of mutual trust and respect tends to evolve. The success of flextime relies on the development of this kind of professionalism. 

Common sense should prevail when agency needs appear to conflict with the structure of the flextime plan.  Your manager is responsible for the timely and professional completion of the work in his or her area, and will modify the flextime program as necessary to ensure that the volume and quality of work accomplished remain the same.

Removal and exclusion from flextime 

Managers can remove individual employees or work groups from the flextime program if they are found to be abusing (taking advantage of) the program.  Abuse includes inaccurately completing timesheets, failing to share duties or provide backup as agreed, not working up to capacity when unsupervised, and demonstrating certain patterns of absence.  Managers can also exclude employees from flextime because their presence is felt to be critical during standard working hours.  An employee with an identified performance problem for which there is an action pending may be deemed ineligible for flextime participation.

Summary 

Communication among employees and managers is essential to the success of flextime. If everyone understands the changes that are required of them, flextime should prove to be a helpful, successful program for everyone. 

If you have any questions about the attached plan, please contact _______ at _______.

We appreciate your interest in and support of this innovative program. 

Sincerely, 

Flextime Advisory Committee 

encl.

SAMPLE

MANAGERS' EVALUATION OF PILOT FLEXTIME PROGRAM

[Name of agency, division, bureau or worksite] has been conducting a pilot flextime program since [date of pilot program implementation]. The Flextime Advisory Committee is interested in your feedback about the program. The responses to this evaluation will be used to modify the flextime procedures as necessary to make the program more effective. Please answer these questions and return the completed questionnaire to [appropriate person or location] by [date]. 

Your responses will be treated confidentially.  If there are specific issues which you would like a member of the Committee to follow up on, please fill in your name and office phone at the bottom of the form. Thank you for your time and your support of our flextime program. 

*


*


*


*


* 

1. How many employees are in the work area you manage? 

2. How many employees are participating in the flextime program? 

If everyone is not participating, list reasons for exclusion from flextime: 

3. Describe any problems you have encountered with coverage under flextime:

Describe any problems you have encountered with employee attitudes under flextime: 

4. Describe any successful strategies for dealing with problems resulting from flextime implementation:

5. Is your perception that your employees appreciate this benefit? What feedback suggested this?

6. Has tardiness been eliminated in your work area? 

7. Has the productivity level of your work area been maintained since flextime was implemented? 

Has productivity increased?   Explain.

8. Have you had to remove any individuals from flextime program participation due to abuse of the program? 

9. Have you reviewed your work area's flextime program? 

How often are reviews scheduled? 

When did the reviews begin? 

10. Any additional comments or questions about the flextime program: 

Your name (optional):

______________________

Office phone:


________________

SAMPLE

EMPLOYEES' EVALUATION OF PILOT FLEXTIME PROGRAM

[Name of agency, division, bureau or worksite] has been conducting a pilot flextime program since [date of pilot program implementation]. The Flextime Advisory Committee is interested in your feedback about the program. The responses to this evaluation will be used to modify the flextime procedures as necessary to make the program more effective. Please answer these questions and return the completed questionnaire to [appropriate person or location] by [date]. 

Your responses will be treated confidentially.  If there are specific issues which you would like a member of the Committee to follow up on, please fill in your name and office phone at the bottom of the form. Thank you for your time and your support of our flextime program. 

1. How many employees are there in your immediate work group (that is, using the same sign-in sheet)? 

2. Do you enjoy participating in flextime? 

3. Do you usually arrive at work about the same time every day? 

4. Which of these professional benefits have you gotten from your flextime participation? (Please check all that apply and then comment or add your own.) 

____more work accomplished during early morning/late afternoon “quiet time”

____eliminating work backlog 

____increased perception of respect and appreciation

____less time spent on phone with family members

Others, comments: 

5. Which of these personal benefits have you gotten from your flextime participation? (Please check all that apply and then comment or add your own) 

____increased ability to meet family/personal needs (such as attending school ____conferences, waiting for home repairs, scheduling car service, etc.) 

____ability to go to the doctor or dentist without using sick leave 

____less stress about arriving at work late due to commuting problems

____increased use of public transportation during off-peak hours 

____time to pursue other interests such as an exercise or educational program 

Others, comments: 

6. Have you encountered any work scheduling, communication or coverage problems that you feel were due to flextime?  Explain. 

How did you resolve these problems? 

7. Do you have any suggestions for improving flextime in your work area? 

8. Would you recommend flextime programs for other employees and agencies in state government?

9. Do you have any additional comments or suggestions? 

Your name (optional):
_____________________________

Office phone:

_______________

FLEXIBLE HOURS PLAN APPROVAL REQUEST

Send to: 

Special Projects Unit




Human Resources Division




One Ashburton Place, Room 301




Boston, Massachusetts   02108

Agencies must submit a separate request form for each collective bargaining unit, and one for managers/confidential employees.

______________________________________________________________________

Agency                      

Secretariat   


               Bargaining Unit #







  


Or Mgt/Confidential ______________________________________________________________________

Division/Bureau/Unit

______________________________________________________________________

Address

______________________________________________________________________

Flexible Hours Contact Person




Telephone

​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​

1. All represented unions must have the opportunity to take part in the planning of your flextime plan.  Have they been involved in organizing the plan you are submitting? _____ 

2. How many employees are participating? 
____________

3. List the individuals serving on the committee which formed your flextime plan, including union presidents, staff or field representatives, or their designees:____________________________________________________________________________________________________________________

4. What is the bandwidth for your plan:

From: _________  To: _________Monday through Friday

5. What are the core hours for your plan:

Morning:
From: ___________  To: ____________

Afternoon:
From ___________   To: ____________

6. What is the lunch break span for your plan: From: ________  To: __________

Note that the law requires that employers provide at least 30 minutes for a lunch break.

7. What is the minimum percent or number of employees required to be present:

From the start of the work day (example, 8:45 A.M.) to the start of core hours:_______

During lunch break: ________

From the end of core hours to the end of the work day (example, 5:00 P.M.): _______ 

8. Is adequate supervision present during the entire length of the bandwidth? ________ 

9. What are the different types of employees enrolled in your plan (example, clerical, technical, etc)? _______________________________________________________ ____________________________________________________________________

10. What type of record keeping does your plan call for (example, sign-in sheets)? 

__________________________________________________________________________________________________________________________________________

11. Do you have special procedures for overtime (any time worked beyond 40 hours, with prior approval by, or a written request from, management)? 

__________________________________________________________________________________________________________________________________________

12. Are there any limitations on the plan (example, are there any individuals whose job responsibilities demand they be present only during standard office hours)? 

_______________________________________________________________________________________________________________________________________________________________________________________________________________

I hereby certify that all provisions of the Regulations Governing Flexible Hours Programs for state employees will be observed in the implementation of this proposed plan.

Approved by_________________________________________  Date _____________

________________________________________________________________________

Human Resources Division Approval

Signature ___________________________________________  Date _____________



Director, Special Projects

Signature ___________________________________________  Date _____________



Director, Office of Employee Relations

Signature ___________________________________________  Date _____________



Personnel Administrator

APPENDIX B-4

COMMONWEALTH OF MASSACHUSETTS

HUMAN RESOURCES DIVISION

Massachusetts Telecommuting Policy

August 1, 2000
Policy

It is the policy of the Commonwealth to encourage, in appropriate circumstances, the creation of telecommuting opportunities for state employees.  Telecommuting has been found to benefit society by reducing energy consumption, decreasing environmental pollution and reducing traffic congestion. Additionally, telecommuting has been found to benefit employers and employees by reducing office costs, saving commuting costs and allowing flexibility in work schedules.

Definition of Telecommuting  

Telecommuting is a form of telework, which is the use of telecommunications technology to work from any remote location.  In most instances, it is the act of working from home, thus eliminating travel to and from an office.  There are very few jobs where it would be practical to telecommute five (5) days per week. Some jobs, however, have tasks that could be accomplished while telecommuting one to two (1-2) days per week or on an ad hoc, project-specific basis.  These tasks may include, but are not limited to: auditing reports; batch work; calculating; computer programming; data entry; editing; planning; reading; project management; research; spreadsheets; bookkeeping/budgeting; word processing and writing.  Generally, jobs suitable for telecommuting will have defined tasks with clearly measurable results.  Ultimately, whether or not management decides to utilize telecommuting as an option will depend on the operational needs of the Department/Agency.  

Limitations/Benefits of Telecommuting  

Limitations of telecommuting can include:

· The potential for distractions at home

· Reduced exposure and interaction with coworkers

· Lack of supervisory control

· Difficulty in locating telecommuters during work hours

· Should not be a substitute for primary childcare or eldercare arrangements

Benefits of telecommuting can include:

· Increased productivity (including better time management and work quality)

· Improved employee morale (including reduced stress and a better work/family balance)

· Reduced overhead and operational expenses of the employer including real estate associated costs

· Improved employee retention and recruitment

· Reduced use of sick or personal time among employees

Telecommuting Program Criteria   

The decision to have a Department/Agency telecommuting program is at the sole discretion of each Appointing Authority. Additionally, the decision to approve an individual telecommuting arrangement is also at the sole discretion of the Appointing Authority.  In terms of supervision, clear expectations and measurable tasks are essential components in considering whether or not telecommuting would be an option. Management must supervise telecommuting employees by developing a system of distributing work appropriate for telecommuting and designating tasks with measurable outputs that can ensure appropriate levels of employee accountability.   

Departments/Agencies that wish to develop a formal telecommuting program must address all of the following criteria in their program development:

· Develop a formal telecommuting policy that is reviewed and approved by the Human Resources Division.

· Designate a “Telecommuting Coordinator” and state what responsibilities he/she will hold.

· Identify positions permitted to telecommute by their “functional” responsibilities and by job title.

· Consider potential telecommuting candidates based on their demonstrated ability to work independently with limited supervision. 

· Determine what equipment, if any, the Department/Agency will supply and which equipment the employee must supply.

· Provide training to telecommuters, supervisors, and/or coworkers regarding participation in a telecommuting program.

· Execute a “telecommuting agreement” with employees outlining the specific parameters of their telecommuting arrangement, including the method of recording and approving work time and a provision requiring prior authorization for the use of overtime (See sample contract).

· Create a Telecommuting Work Plan, to be included as part of the Telecommuting Agreement, which addresses the following:

a. Specific description of duties to be performed

b. Established workdays and normal work hours

c. Explanation as to how supervision will be provided

d. Explanation as to how work products and outputs will be monitored and reviewed

e. Explanation as to how attendance and leave records will be maintained and processed

· Submit a copy of each telecommuting agreement to the Human Resources Division.   

· Notify the Human Resources Division in writing of any changes to, or cancellation of, telecommuting arrangements.

The Appointing Authority may discontinue a telecommuting arrangement at any time if continuation would not be productive, efficient or otherwise not in the best interest of the Department/Agency.

Capital Costs and Management Supervision

The Department/Agency is not required to provide equipment for telecommuting; however, Departments/Agencies may choose to provide all or part of the necessary office equipment for accomplishing work assignments. 

In addition to possible home office costs, the following expenses can also be associated with telecommuting programs:

· Staff Time:

Program guideline and contract development

Program management

Home office site inspections

Training time for telecommuters, supervisors, and/or coworkers

· Telecommunications:

Office network upgrades (or purchase) for remote access

Telephone installation charges

Long distance charges

· Instructors and training material

Many of these expenses are initial start-up costs incurred only as the program is established.

Implementation Considerations

It is the Commonwealth’s intention that Agency-specific policies allow that employee participation in telecommuting arrangements be voluntary in nature. However, nothing in this policy, or in any Agency policy developed in accordance with this master policy, shall be deemed to abrogate or mitigate any employee or employer contractual rights as they relate to the staffing or assignment of personnel. 

Further Information

Departments/Agencies that wish to consider developing telecommuting policies are welcome to contact Mark D’Angelo, Deputy Director of Employee Relations for the Human Resources Division, at (617) 727-5403 to discuss the viability of such a program for their Department/Agency.

TELECOMMUTER AGREEMENT

This Agreement does not constitute a contract for employment or a modification of any other existing terms and conditions of employment between the employee and the employer.  The employee affirms that he/she has read and fully understands the Agency’s Telecommuting Policy, which is hereby incorporated and made part of this Agreement.

Except as agreed to in this individual “Telecommuter Agreement”, employee rights provided for in the employee’s collective bargaining agreement are not affected by participation in a telecommuting program.  Rights or benefits provided under the employee’s collective bargaining agreement between the Commonwealth and the employee labor unions are neither enhanced nor abridged by the implementation of a telecommuting arrangement.

This Telecommuter Agreement is between the ________________ (Department/Agency Name) and the telecommuter employee, (hereinafter “Department/Agency” and “telecommuter”). 

I. 
Hours of Work

a. All work schedules require management approval.  Changes in work schedules or temporary telecommuting assignments may be made at the Department/Agency’s discretion to meet management needs or to accommodate an employee’s request.  Additionally, any modification or change to the designated telecommuting day(s) must be mutually agreed upon by the telecommuter and his/her supervisor. 

b. Certain meetings are mandatory and will require the telecommuter to come into a work location specified by the Department/Agency.  Advance notice of such meetings will be given to the extent possible.

c. The telecommuter will follow timekeeping and reporting requirements established by the Department/Agency. 

d. The telecommuter’s work hours and designated telecommuting days will be the following:

TELECOMMUTE WORK SCHEDULE

	WORK HOURS
	WORK DAYS

	
	

	
	

	
	

	
	

	
	

	
	


e. The Telecommuter must be available by phone during the core business hours 

of  ________ to ________.


f. Overtime must be authorized in advance by management.  Requests for any eligible compensatory time off must be authorized by management in advance.

g. Telecommuters will not provide primary care during designated telecommuting hours for children or elders who would otherwise require a provider’s care.

II. 
Work Site
a. Failure to maintain a proper and safe work environment, in accordance with

this Agreement, may be cause for terminating an employee from the telecommuting program.  A proper and safe work environment is defined as taking care to ensure that home office equipment (computers, printers, fax machines, lighting) do not overload electrical circuits, that circuit breakers and surge protectors are used when necessary, and that walkways are clear of debris and electrical cords.  The Department/Agency retains the right to make an on-site inspection of the designated workspace at a mutually agreed upon time.

b. The telecommuter is responsible for the safety and security of the Department/Agency’s equipment, software, data and supplies in accordance with the Information Technology Division’s guidelines.

c. If an employee incurs a work-related injury while telecommuting, workers’ compensation laws and rules will apply just as they would if such an injury occurred at the regular work site.

d. The Department/Agency is not liable for any damages to the telecommuter’s property that may result from participation in this telecommuting arrangement.

e. The telecommuter designates the following address as his/her “telecommuting work location”, subject to the terms and conditions of this Agreement:

_______________________________________________________

f. The telecommuter agrees to use a designated workspace that is conducive to working and is free from work hazards to the telecommuter and State equipment.  At the “telecommuting work location”, the employee designates the following area as his/her “telecommuting home office”, subject to the terms and conditions of this Agreement:

________________________________________________________

III. 
Work Products, Equipment & Expenses
a. Work products and programs developed by the telecommuter on the Department/Agency’s equipment remain the property of the Department/Agency.

b. Under appropriate circumstances the Department/Agency will provide the use of information technology resources (ITR’s), including, but not limited to, home computers, printers and other peripherals, programs, data, software, modems, fax machine and a dedicated phone line.  
c. State owned equipment and services are to be used for state business only.  The use of Department/Agency ITR’s shall be in accordance with relevant Department/Agency ITR policies with respect to the responsibilities of the employee, acceptable and unacceptable uses of ITR’s, data confidentiality, copyright protection, computer viruses, network security, e-mail and employee expectations of privacy.  

d. Costs associated with office furniture will be the responsibility of the employee.  The Department/Agency, at its discretion, may loan to the employee surplus office furniture such as file cabinets, desks, chairs and bookcases.  

e. Selection, installation, maintenance, repair or replacement of employee owned equipment and software is the responsibility of the employee.  In the event of equipment malfunction, the telecommuter must contact his/her supervisor as soon as possible.  If repairs will take some time, the telecommuter may be required to report to a work location specified by the Department/Agency until the equipment is usable.

f. The following Equipment Inventory identifies equipment and software which has been provided by _____________________ to the above-named telecommuter for his or her telecommuting purposes:

EQUIPMENT INVENTORY

	Item Description
	Serial Number

	
	

	
	

	
	

	
	

	
	

	
	

	
	


g.
The Department/Agency will not pay for the following expenses:

· Maintenance or repairs of privately owned equipment;

· Utility costs associated with the use of the computer or occupation of the home, including but not limited to, electricity and personal phone usage;

· Equipment supplies (these should be requisitioned through the Department/Agency); and

· Travel expenses associated with commuting to the central office.

This Agreement shall become effective when signed by the employee and his/her supervisor and shall remain in effect until _________ unless terminated earlier by either party or extended upon mutual written agreement by both parties. 

The following signature of the employee and his/her supervisor indicates that each has read and understands this Agreement and agrees to abide by the terms and conditions contained herein.

________________________________                    ___________________________

Employee Name Printed



Manager Name Printed

________________________________ 
            ___________________________

Employee Signature




Manager Signature

__________________



__________________

Date






Date

Telecommuting  Q & A

GENERAL

1. What is Telecommuting?

Telecommuting is the act of working at an alternative work location rather than physically travelling back and forth to a designated site.  Essentially, telecommuters “commute” to work with telecommunications equipment rather than automobiles, typically one to two (1-2) days a week.

2. Is an employee entitled to Telecommuting as a work option?

No.   Telecommuting is not considered a benefit or a right of an employee.  It is the right of management to determine the positions that are appropriate for telecommuting and to determine whether to offer telecommuting to an individual. 

3. What types of telecommuting arrangements may a Department/Agency consider for an employee?

· Regular Out of Office Assignment

Employees may be assigned to telecommute on a regular basis. This type of arrangement requires the Department/Agency to execute a Telecommuting Agreement and clearly define a telecommuting work plan for the employee.  

· Special Circumstances

The employer and employee may agree on the need or desire to telecommute because of some special circumstance such as an office relocation or employee health requirement.  These conditions will create a temporary telecommuting arrangement.  A supervisor should review with the employee the work that needs to be completed, the resources the office will provide, and the length of the assignment.

4. Can Telecommuting be a substitute for primary dependent care?

No.   The telecommuter should continue to utilize primary care arrangements as if working in the office.

5. What are the disadvantages of Telecommuting?

· Possible distractions at home

· Lack of telecommuter accessibility

· Limited opportunities for supervisory oversight

6. What are the benefits of Telecommuting?

· Increased work productivity

· Improved employee morale

· Reduced overhead and operational expenses of the employer

· Improved recruitment and retention of staff

· Improved ability to accommodate employee work schedules

· Improved organizational effectiveness

· Lowered pollution from auto emissions

· Reduced highway congestion

· Reduced fuel consumption

SAFETY & EQUIPMENT
1. Who is responsible for injuries that result from accidents at the telecommuting work site?

The employer is responsible as if the employee is reporting to a normal worksite.  For this reason, telecommuting agreements should include a provision notifying the employee of the employer’s right to inspect and approve telecommuting worksites.

2. Will Workers’ Compensation cover accidents that occur at the telecommuting work site?

As an employee of the Commonwealth, Workers Compensation provides coverage and protection for work-related accidents and illnesses that occur within the scope of the employment contract, in this case, the telecommuting agreement.  It is for this reason that the employer has the right to inspect and approve of the telecommuting worksite.  Depending upon the telecommuting worksite, there may be instances where certain types of injuries may fall outside of the agreement.  The Department/Agency should discuss these instances with employees.

3. What type of equipment may be required to facilitate telecommuting arrangements?

Depending upon the job requirements:

Hardware






· PC






· Modem

· Fax

· LAN

· Terminal Adapter

· Video

Software (packages)

· E-mail

· LAN

· Word processor

· Spreadsheet

· Miscellaneous: subject to job requirements

Communications

· Voice line

· Features

· Data line

· Fax line

· External text services

· Cellular phone

· Other phone

· Paging device

· Video

Mainframe Issues

· Hours of access

· Security

4.
Who provides the equipment?
Either the employee or the Department/Agency may be responsible for providing equipment depending upon the telecommuting agreement and the employee’s responsibilities.

5.
Who is responsible for maintenance?
A maintenance plan should be implemented with the telecommuting agreement.  The Department/Agency will not be responsible for the cost of utilities or home maintenance.  The Department/Agency, however, may reimburse the telecommuter for business related long-distance phone calls.  Office supplies should be procured in the usual office manner.

6. Can State-owned equipment and software be used for personal purposes?
No.  The Commonwealth/Department/Agency’s policies on personal use of State resources also apply to the home office or telecenter.  The telecommuting agreement should include such a provision.

7. What about security of information?

Telecommuters will follow the security procedures established by the Information Technology Division.  Advanced authorization is required for restricted access materials and data.

TRAVEL

1. Does the State pay travel for when the telecommuter must come to the regular office?

No.  Telecommuters are responsible for their own means of getting to and from their assigned office.

2.
Does the telecommuter have to work at home all the time?
No.   The Department/Agency will determine which tasks are best accomplished at home and which tasks require the telecommuter to come into the office. 

3. What kind of work schedule is used?

The Department/Agency and the telecommuter will arrange a work schedule that will meet the needs of the Department/Agency as well as allow the telecommuter to achieve his/her work objectives. 

4. Are there any changes in pay or benefits?

No.   A telecommuting arrangement should only effect an employee’s work location and not the amount of pay or type of benefits he/she receives.   

5. What about taxes?

Tax benefits may exist for employees who maintain a home office.  Employees are encouraged to refer to their tax consultants for further information. 

6. Does telecommuting affect the employee’s opportunity for promotions or transfers?

No.  Telecommuters are entitled to the same consideration as non-telecommuters with respect to promotions and transfers.

PROCESS OVERVIEW AND SELECTION

1. What steps must a Department/Agency take in implementing a telecommuting arrangement?

· Appoint a Coordinator to oversee the program

· Select positions, within suitable job classifications, appropriate for telecommuting

· Conduct an orientation with supervisors and potential telecommuters

· Execute an agreement for telecommuting employees and their supervisors

· Follow-up with participants through periodic training on telecommuting skills

· Periodically survey telecommuters and supervisors for their assessments of the program 

2. What job classifications could a Department/Agency consider for telecommuting?

Some classifications potentially eligible for a telecommuting arrangement include:

· Accountant

· Administrative Assistant

· Appraiser

· Auditor

· Consultant

· Contract Monitor

· Data Entry Clerk

· Economist

· Engineer

· Financial Analyst

· Programmer

· Researcher

· Systems Analyst

· Training Designer

· Writer

Other job classifications may also be appropriate for a telecommuting arrangement. One determining factor will include whether the position requires a heightened level of supervision, or regular face-to-face contact with co-workers or clients. 

3. What characteristics should a Department/Agency consider in selecting an employee for telecommuting?

Some characteristics to consider for a telecommuting arrangement include:

· Self-motivation

· Successful performance evaluations

· History of dependability

· Ability to function independent of direct supervision

· Ability to deal with isolation

· Well organized with good time management skills

· Has an appropriate home work site that lacks possible distractions

· Has an adequate level of job skills and knowledge

· Prefers the home environment

· Moderately people oriented

· Proven good work habits

4. What characteristics should a Department/Agency consider in selecting a supervisor for telecommuting employee(s)?

The person selected to be a supervisor:

· Must believe telecommuting can work

· Be willing to develop realistic performance goals for the telecommuter(s)

· Be willing to provide supervisory support and involvement

· Be able to adapt management styles in providing effective guidance to out of the office employees
· Possess good management and communication skills

5. Are there additional benefits available to telecommuters?

No.   Telecommuters should be treated no differently than non-telecommuters with respect to benefits or rights.

6. Are telecommuters evaluated differently than regular office employees?

No.   Telecommuters and non-telecommuters are evaluated by their performance based on individually established work plans according to their positions and responsibilities.
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Appendix C-1

EXTENDED ILLNESS LEAVE BANK (EILB) 

Overview of the Extended Illness Leave Bank POLICY 

The following is a brief summary Q and A on the EILB.  

· WHAT IS THE EILB?

It is a completely voluntary program that exists to help Executive Branch employees who experience an extended illness or injury to recover a portion of their salary that would otherwise be lost due to extended unpaid leaves of absence.  It was created through legislation (Chapter 97, Acts of 1995) which established Chapter 7, Section 4P, MGL and is also covered by regulations issued by the Executive Office for Administration and Finance and the Human Resources Division.

· HOW DOES IT WORK?

Employees voluntarily donate a specified minimum amount of sick, vacation or personal time annually to a "bank", from which they can later apply to "withdraw" if they become seriously ill or injured and have exhausted their paid leave.  The EILB is a statewide bank administered by the Human Resources Division.

· REQUIRED MEDICAL CERTIFICATION
Medical certification must be in writing using a form prescribed by the Chief Human Resources Officer.  Medical certification must be signed by a physician or medical provider registered to practice in the Commonwealth of Massachusetts or in the employee’s state of residence.  

Medical information pertaining to the member’s withdrawal application is confidential and covered by both MGL Chapter 4, Section 7, Clause 26(c)4 and the federal Health Insurance Portability and Accountability Act (HIPAA) of 1996.

· WHO CAN JOIN?

Any Executive Branch employee or manager (including those employed by the Sheriffs Departments that are administered by the state) who has at least one year of continuous state service as of the effective date of membership, an acceptable attendance record, and who accrues leave time, may join the EILB.  Part-time employees may donate and will be eligible to withdraw on a pro-rated basis.  At this time, employees must donate at least one sick, vacation or personal day per year to become or remain a member in good standing.  This program does not apply to contract, seasonal or intermittent employees.

· WHEN DO EMPLOYEES HAVE TO DECIDE TO JOIN?
There are two open enrollment periods per year, in January during which new members may enroll and current members may renew their memberships, and in June to accommodate new members.  Employees who initially enroll as members in June will need to re-enroll in the program in January to maintain their membership in the ensuing year.  Enrollment outside of the open enrollment periods is only permitted on an exception basis and must be approved by HRD.

· WHAT BENEFITS ARE PROVIDED?
Members who are unable to work due to an extended illness or injury for at least 20 consecutive workdays and have exhausted their paid leave may be eligible to “withdraw time” from the EILB after submitting proper medical certification.  Members may withdraw up to 30 workdays at a time, for up to a maximum of 120 workdays in a two-year period.  Medical information is handled with the strictest confidentiality at all times.

· IF EMPLOYEES HAVE SHORT OR LONG-TERM DISABILITY PLANS, SHOULD THEY JOIN THE EILB?
This is an individual decision that each employee needs to make.  The EILB is a voluntary, emergency program that depends on employee contributions of leave time, and is limited to withdrawal of 120 days in a two-year period, whereas an LTD plan is critical to long-term coverage of catastrophic illness or injury.  Some STD plans may pay partial benefits that are not covered by EILB, or have waiting periods that are shorter than EILB.

The Extended Illness Leave Bank (EILB) is the payer of last resort.  Members who have any type of disability plan, whether state-sponsored or private, and who experience an extended illness or injury, will be required to file a claim with their disability plan.  Members may be covered under the EILB provisions for an initial waiting period before they are eligible to receive disability plan benefits, if they have no paid leave available.  If members exhaust their benefits under their disability plans, they may also be eligible to receive benefits under EILB.

· CAN AN EMPLOYEE DONATE TIME TO A PARTICULAR INDIVIDUAL?

No, but members can donate any amount of sick, vacation or personal time they choose to the bank, beyond the minimum amount; the larger the total bank, the more assistance can be provided to OTHER members who are in need and apply for withdrawal.  Employees can also donate unused time at any time without becoming members, if they are resigning or retiring; they should consult with their HR office first before doing this to see how it affects their future benefits.

A copy of the EILB Withdrawal Application and the Medical Certification of Illness or Injury Required for EILB Withdrawal Forms may be found in Appendix B.

More details on the EILB may also be found on the HRD intranet site at:

http://www.hrd.state.ma.us/employee_services/ES_Emp_Bene/eilb.htm
EILB Withdrawal Checklist

1. Employee ID number.

2. Verify the first day the employee is out sick.

3. Is the employee eligible for any Disability plans?

4. Is the employee eligible for Workers’ Compensation / Industrial Accident?

5. Is the person retiring?

6. Obtain signatures – Employee, Payroll Officer, Supervisor, and Agency Head

7. Obtain clear and legible medical documentation – Dates and Signature

8. Send completed application for Cabinet Secretary signature
COMMONWEALTH OF MASSACHUSETTS

HUMAN RESOURCES DIVISION

EXTENDED ILLNESS LEAVE BANK (EILB) WITHDRAWAL APPLICATION
Name: ___________________________________________________________      EMP. ID. ______________________

Job Title: _________________________________________ Agency: ________________ Agency Number 



Home

Address: ______________________________________________City/State _____________________Zip___________

Work Address: _____________________________________________________________________________________

Work Tel: __________________ 
Home Tel: ___________________
Date of Application: _____/_____/_____

The first two pages of this three-page form must be completed by the employee.  A medical certification form must accompany this application.   Hours Worked per week? 37.5____ 40____ Other____ Days Worked  S__ M__ T__ 

                                                                                                                                                                   W__ T__ F__ S__ 

My first day out on leave due to this illness or injury was:  ___/___/___

A separate application form must be completed for each 30 workday period.  Multiple applications may be submitted at the same time as long as the medical documentation covers the periods requested. 
I wish to withdraw _____ workdays (maximum 30 days per application).

          For Agency Use Only 

    Approved withdrawal period        

The period* I am requesting time from the EILB is  ___/___/___ through ___/___/___.  
    __/__/__ to __/__/__  ___ Days





     

*  Important note: the beginning date of this period can be no earlier than the 21st consecutive workday of absence or the
   workday after all leave has been exhausted, which ever is later.

Please answer all of the following questions.  This will enable us to assist you in benefit determination and coordinate your EILB withdrawal with other forms of compensation.  You must apply for any and all other disability benefits or compensation for which you may be eligible before your EILB application can be considered.

DISABILITY PLAN ELIGIBILITY
1.   Are you a member of any state sponsored or private disability plan?   ____yes   ____no

      (If no, skip to question number 7.)

2.   If yes, indicate whether it is a long-term disability plan (LTD) or short-term disability plan (STD)   

      ____LTD   ____STD  ___both

      Disability plan names and addresses:       _________________________________________________________________

     ____________________________________________________________________________________________________
3a.  Are you eligible to receive STD benefits?  ___yes  ___no (why not) ______________________________________________

3b.  Are you eligible to receive LTD benefits?  ___yes  ___no (why not) ______________________________________________

4a.  If yes, when did you submit your application to receive STD benefits?  ___/___/___

4b.  If yes, when did you submit your application to receive LTD benefits?  ___/___/___

5a.  What is the required waiting period for STD benefits to become effective?  _____days

5b.  What is the required waiting period for LTD benefits to become effective?  _____days

6a.  What date will your STD benefits become effective?  ___/___/___

6b.  What date will your LTD benefits become effective?  ___/___/___

(Continued on next page)

EXTENDED ILLNESS LEAVE BANK WITHDRAWAL APPLICATION (continued)
INDUSTRIAL ACCIDENT/WORKERS’ COMPENSATION

7.   Is the condition a result of an industrial accident?  ___yes   ___no

8.   Is the injury or illness work related?  ___yes  ___no

9a.   Have you applied for Workers’ Compensation as a result of this condition?  ___yes  ___no

9b.  If yes date of application: ___/___/___

10.  Have you filed a Workers’ Compensation application/appeal in the last six months that has been denied?

       ___yes  ___no (If yes, attach denial)

11.  Do you have a Workers’ Compensation claim that is currently under appeal?  ___yes  ___no (If yes, attach
       documentation and indicate appeal hearing date  ___/___/___ )

12.  Are you presently receiving or have you received in the last six months any industrial accident related
       compensation?       ___yes  ___no

MOTOR VEHICLE ACCIDENT (NOT WORK RELATED)

13a.   Is this condition the result of a motor vehicle accident?  ___yes  ___no

13b.   If yes, indicate date of accident:  ___/___/___ and insurance carrier address and phone number:


_____________________________________________________________________


Please attach a letter from your auto insurance carrier explaining what type of wage replacement benefit you are 
entitled to receive.

OTHER LEAVE BANKS
14a.  Are you eligible to withdraw time from any union, college or other sponsored bank? ____yes  ___no

14b.  If yes, have you made application to the union/college sponsored bank?  ___yes  ___no

14c.  If yes to question 14b, indicate date of application:  ___/___/___

       and period for which coverage was requested  ___/___/___  through  ___/___/___;  number of  days ______.


If no, indicate reason why you have not applied:  


__________________________________________________________________________________________


__________________________________________________________________________________________

RETIREMENT

15.  Do you have an application pending for any retirement or disability retirement compensation?  ___yes  ___no

       If yes, indicate date filed  ___/___/___
WORK CONDITIONS

16a. Are you able to work full-time in your current position as a result of the extended illness?   ___yes  ___ no

16b. Are you able to work part-time in your current position as a result of the extended illness?  ___yes  ___no

16c. Are you able to work light duty as a result of the extended illness ?  ___yes  ___no        

16d. Are you able to return to work in another capacity?  ___yes  ___no

I certify that I have accurately answered all questions on the withdrawal application form.  I have attached medical documentation and all other required documentation.  I understand that I may be asked to provide additional documentation related to my condition as a prerequisite for approval/continuation of EILB time.  I am aware that any misrepresentation of these facts may result in denial of EILB benefits and removal from the EILB program.

________________________________________________                          _______________________

Signature of Applicant





      Date



(Continued on next page)


EXTENDED ILLNESS LEAVE BANK WITHDRAWAL APPLICATION (continued)

 To be completed by the Agency Payroll Officer

I certify that _______________________________________:




(employee name)

 FORMCHECKBOX 
 Is a current EILB member in good standing? 

 FORMCHECKBOX 
 has exhausted his/her sick, vacation, and personal leave, compensatory time, and all other forms of paid       leave (current balances: sick____  vacation____  personal____ comp____ as of ___/___/___)

 FORMCHECKBOX 
 has been on leave or will be on leave due to extended illness or injury for at least 20 consecutive work days as
     of 
___/___/___

__________________________________________




Date ___/___/___

Payroll Officer

I hereby approve/do not approve the above individual’s request for withdrawal:






             
Approve     Do not approve  

_________________________________________
 FORMCHECKBOX 


 FORMCHECKBOX 


Date ___/___/___

Supervisor

_________________________________________
 FORMCHECKBOX 


 FORMCHECKBOX 


Date ___/___/___

Agency Head
_________________________________________
 FORMCHECKBOX 


 FORMCHECKBOX 


Date ___/___/___

Cabinet Secretary

_________________________________________
 FORMCHECKBOX 


 FORMCHECKBOX 


Date ___/___/___

CHIEF HUMAN RESOURCES OFFICER (CHRO)*

Reason for denial: _______________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

*Delegated agencies do not require CHRO approval.  However, this completed EILB Withdrawal Application must be retained and available for review by authorized Human Resources Division (HRD) personnel as part of the EILB Audit Process.
CONFIDENTIAL

Commonwealth of Massachusetts Human Resources Division

Medical Certification of Illness or Injury Required for EILB Withdrawal

Please clearly print your answers.  All questions must be completed in order to prevent a delay in processing your application.  If a question is not applicable, please indicate “ n/a ”.

Employee Section: Please print all answers and submit this completed medical certificate with an EILB withdrawal application form.

Employee name:



____________________________________________

Department Name: 



____________________________________________

Job title:




____________________________________________

First workday missed due to this condition:
____________________________________________

Employee signature:



____________________________________________

Health Insurance Portability and Accountability Act of 1996 (HIPAA)

By my signature I hereby authorize the use or disclosure of my health information to my agency human resources department and the Commonwealth Human Resources Division personnel who are authorized to receive and use this information for the purposes of determining EILB eligibility (see EILB guidelines for detailed HIPAA rights and obligations for the express purpose of EILB.)
Physician or Medical Provider section: Please print or type all answers. Please do not modify any answers.  If you make an error, please use a new form.

1.  Date of onset of illness or injury:

____________________________________________

2.  Date of first visit for disabling condition(s): 
____________________________________________

3.  Date of next scheduled visit:


____________________________________________

4.  Diagnosis:




Treatment (list type, frequency and duration of treatments; 






medication; date /type of surgery; estimated recuperation 







period)

#1_________________________________||__________________________________________________
    ____________________________________________________________________________________

#2_________________________________||__________________________________________________

    ____________________________________________________________________________________

#3_________________________________||__________________________________________________

    ____________________________________________________________________________________

5.  Hospitalization:
Former, current, or planned hospitalization for this employee for the above condition(s)?   Yes ___     No ___

 FORMCHECKBOX 
  Inpatient  Hospitalization Dates: _________________________________________________________

 FORMCHECKBOX 
  Outpatient Hospitalization Dates: ________________________________________________________

Please attach a supplemental letter or medical records if necessary.
(Continued on next page) 

CONFIDENTIAL

Commonwealth of Massachusetts Human Resources Division

Medical Certification of Illness or Injury Required for EILB Withdrawal
Physician or Medical Provider section   Part II  (continued)

Please print all answers.
6. Length of absence
First review the attached job description or the job title on the reverse side of this page to determine eligibility        to perform basic functions of the job.  Either a return to work date or a reassessment date must be given.


#1 Estimated date employee can return to work  _____________________


#2 Employee will be totally disabled until at least what reassessment date?  _____________________

#3 Employee may return to work on a part-time basis* __________________________
     * Must specify hrs/day or hrs/week and time limited rehab plan in treatment section, above.

Work Restrictions:

Please indicate restrictions below.


Dates of restricted activity:
_________________________________________


Employee CANNOT:


Sit more than 


_______ hours/day


Stand/Walk more than
_______ hours/day


Carry/Lift more than

_______ lbs.


Push more than

_______ lbs.


Pull more than

_______ lbs.


Can patient drive a vehicle?
________ yes

________ no


Other restrictions  (please describe) 
__________________________________________________________________________


__________________________________________________________________________

I hereby certify that I have examined the above named patient.

Type of provider:
______ MD



_____ Nurse Practitioner
_____Nurse/Midwife

(check one)

______ Clinical Psychologist  
_____ Clinical Social Worker




______ Christian Science practitioner
(please type or print )
Name and title of Medical Provider:
________________________________________________________

Signature of Medical Provider:
________________________________________________________

Date completed:


________________________________________________________

Address and phone:


________________________________________________________






________________________________________________________






________________________________________________________ Specialty: 



______ internal medicine
___________________other (describe)

Registration Number  (MA):

________________________________________________________

Re-issued 04/27/04

APPENDIX D

OTHER MANAGEMENT STRATEGIES AND TOOLS 

D-1
Management Strategy/Leadership Style in Times of Crisis




D-2
Conducting Critical Incident Stress Debriefings


APPENDIX D-1

Management Strategy/Leadership Style in Times of Crisis

1. Identify and discuss fears and anxiety. Employers who act appropriately and provide a supportive workplace will be able to improve employee retention and loyalty after life at work begins to return to normal. People go through a range of emotions during crises, beginning with concerns for their own safety, their families, their friends, their jobs, and finally their financial security. Announcements of job layoffs have exacerbated fear and anxiety associated with the announcements. Managers should have plans to address each of these concerns in order of importance. 

2. Accept the fact that performance and productivity will drop. In working with employees, expect to see forgetfulness, difficulty concentrating, requests for sick leave, and increased absenteeism—all of which are normal responses in a crisis. People will need to talk more (a natural way to deal with tragedy), and the more they talk the healthier the organization becomes. Expressing concern and helping with simple, daily tasks will go a long way toward improving productivity. 

3. Keep lines of communication open. Information is powerful. Meet with staff members at all levels to express grief as well as to promote available resources and other services. Increasing the use of grief focus groups and town hall meetings can help people deal with the crisis. Keep web sites updated and provide a place for people to watch or listen to news at the workplace. 

4. Educate managers and supervisors. Supervisors and managers are the backbone of an organization and the first line of defense in a crisis. They should be equipped with the resources, information and authority to assist employees who are close to the front lines. Training should include how to identify post-traumatic stress disorder and how to communicate with people who are under stress. Unless the organization is small, avoid centralizing this responsibility. Many companies have alienated their employees by giving one person the responsibility for such things as approving schedule changes and sick leave, resulting in long lines, unreturned voice mail and greater frustration for workers.

5. Convey a calm, confident and reassuring leadership style. Don’t underestimate the importance of personal leadership style. In times of crisis, heroic leadership becomes important. Managers should attempt to compartmentalize their own personal fears and feelings. 

6. Help those in need first. First and foremost, make no assumptions about how people feel in difficult times. Because some may need professional assistance, make sure that workers understand how to access the employee assistance program (EAP). Family members and employees activated for military service are particularly vulnerable. Identify employees who have family members in the military and employees who themselves serve in the reserve and the National Guard. They should be aware that, by law, employees activated for military service are guaranteed a job when they return from active duty. 

7. Allow people to display their emotions. People are as diverse as their emotions, and they display their feelings in different ways. Allow them to display flags, mementos and other patriotic symbols. Let them know that it is OK to cry and that anger is a natural part of acceptance and recovery. 

8. Restrict negative behavior. Even though anger is part of this process, be sure the line is drawn at actual abuse, harassment and verbal venting of anger on other people. Make it clear, in no uncertain terms, that behavior of this sort will not be tolerated and will be dealt with in the strictest way. 

9. Get people to focus on selfless actions. The purpose of terrorism is to affect the greatest possible number of people. Terrorism inflicts psychological damage by attempting to rob people of control over their lives. Management’s role is to try to give control back to employees and to focus their attention on a cause in which they feel they can make a difference. Encouraging employees to help with a charity or to donate blood will help them to move on after a tragedy. 

10. Expect and plan for recurrences. Keep disaster plans and emergency notification posters updated.

APPENDIX D-2

Conducting Critical Incident Stress Debriefings

A critical incident may be defined as a workplace event that is extraordinary in nature and can be expected to produce significant reactions on the part of victims and those otherwise directly or indirectly affected, such as witnesses, colleagues and family members. Critical incident stress is often described as the natural reaction of a normal person to an extremely abnormal situation. The stress may manifest itself as a physical, cognitive or emotional response that may be experienced almost immediately or may be delayed days, weeks or even months. 

While the primary internal response of an organization to such an event is usually coordinated by trained members of the human resources department, it is usually in the best interest of both the organization and its staff to involve employee assistance professionals (EAPs) trained in critical incident stress debriefing as soon as possible after any significant incident. Such professionals are specifically trained to deal with the effects of crisis in the workplace and can provide many valuable services to an organization. Some of these services are listed below: 

• Conducting a Debriefing

Immediately after an incident, those affected may feel stunned or extremely volatile emotionally. A trained critical-incident consultant can conduct a debriefing to provide a structured setting for victims to talk about the event. This helps them begin to process it in their minds. 

• Providing Reassurance 

Calling in a professional consultant shows that the organization is taking measures to help and can make everyone feel a little less traumatized. It can also bolster morale and confidence. 
• Asking Appropriate Questions and De-escalating Tensions 

For people who are not used to dealing with the immediate effects of trauma, normal reactions to a critical incident may seem frightening. A trained professional knows the appropriate questions to ask to determine whether a response is normal or whether additional help should be sought. They can also be instrumental in de-escalating highly emotional situations. 

• Providing Support to Management
The consultant helps management to structure its response to the crisis as the situation evolves and to evaluate the need for particular services. The consultant may also be able to provide the personal and objective support needed by management in a time of great stress. 

• Assessing the Emotional Damage

A consultant can help identify how individuals or groups are responding to the crisis and intervene to help prevent escalating or long-term problems. 

• Linking Employees with Additional Help
The consultant can make referrals for any outside counseling or additional help that is clinically indicated. 

Whenever a crisis specialist or EAP is called in, one of the first steps is generally to conduct a debriefing about the critical incident:

A discussion qualifies as a formal debriefing if it meets the following criteria: it is a scheduled meeting, it is structured with a specific purpose and direction, it includes all members of a designated group, and it is facilitated by an outside professional who was not involved in the incident. A debriefing is usually most effective when it is conducted within three days of the precipitating incident. Formal debriefings usually comprise the following five elements and follow the format outlined below: 

1. Introduction 

It is advisable for top management to start the meeting by stating its purpose. This person should also make a strong statement regarding the importance of confidentiality. Although the debriefing facilitator will reiterate this information, it is important for the affected staff to hear it from a well-respected and concerned internal source. The manager should then introduce the facilitator and leave the room, unless he or she was directly involved in the incident. All those attending should be made to feel as comfortable as possible and be free to move about the room as necessary. Simple refreshments should be made available. 

The facilitator should then restate the purpose of the meeting by letting those attending know that they are present because they all experienced a very traumatic event. It should be explained that experience has shown that, in similar situations, discussing what happened has been beneficial to those involved. Some may feel that discussion is not necessary, but it is important to remember that some of their contributions may be very helpful to those having a more difficult time dealing with the experience. It should be pointed out that participation, while voluntary, is appreciated and---once again---that what is talked about during the meeting must remain confidential. 

2. Describing the Event

As the facilitator neither witnessed nor was involved in the incident, it is important that the people who were present or involved talk about it and create as vivid and complete a picture as possible. It is common for people directly involved in such an incident to develop tunnel vision and become very focused on themselves, so this phase can be especially helpful in putting everything in perspective. During this phase, have the participants re-create the incident by describing in detail what they did during the critical incident. This is usually most helpful if done chronologically. 

3. Reaction 

Following the chronological recreation of the critical incident, it is important to allow the people involved to share the reactions they experienced both during and after the incident. Participants may report time distortion, depersonalization of victims, intrusive thoughts or visions, and physical symptoms such as difficulty breathing, shakiness, or nausea. 

4. Education

Use the debriefing process to convey useful information. It is important to explain that certain reactions are normal; be reassuring and supportive. Be sure to allow sufficient time for questions and answers. 

5. Follow-up

Before the end of the debriefing session, distribute materials that describe some of the most common responses to traumatic events, the primary stages of the healing process, common stress reducers, and support information for family members and significant others. Those participating in the group meeting or debriefing should know how to reach the facilitator if they wish to talk further. It is also helpful for the participants to provide the facilitator with names and phone numbers so that follow-up calls can be made, if appropriate. 

It should be noted that this debriefing strategy would apply to occurrences such as natural disasters, serious accidents, deaths in the workplace, violent crimes in the workplace, deaths of co-workers outside work (including suicides and attempted suicides), serious illnesses of co-workers, arrests of co-workers, and layoffs. The purpose of any critical incident stress debriefing is to assess, stabilize and support those employees affected by a critical incident. It is designed to help minimize disruption in the lives of individual employees and in the work life of the organization. While many feel that the initial debriefing can best be accomplished by an external professional who has been identified previously, the ongoing strategic support following a critical incident is most effectively accomplished by members of management and the human resources team. 

APPENDIX E

FREQUENTLY ASKED QUESTIONS

Q.
What is a COOP/COG emergency?

A.
A COOP/COG emergency is an emergency that is declared by the Governor that requires the implementation of procedures for the Continuity of Operations/Continuation of Government.  It is intended to provide guidance to sustain operations for up to 30 days.

Q.
What happens if an emergency does not affect all state agencies?
A.
If the Governor does not declare a general state of emergency, individual agencies may implement their own COOP/COG plan if necessary to carry out their mission, but their personnel actions would be subject to collective bargaining agreements and Civil Service rules.
Q.  Who is responsible for communicating the existence of a COOP/COG emergency?

A. When the Commonwealth is faced with a declared COOP/COG emergency that impacts the staffing of state offices, the Governor, or his designee, will contact Massachusetts Emergency Management Agency (MEMA) to publicize the decision regarding Emergency Staffing.  MEMA will be responsible for contacting the Human Resources Division (HRD) who will in turn contact each Cabinet Secretary, Division Director regarding the decision of the Governor.  (MEMA will assume this responsibility if HRD is unable, due to the emergency, to carry out this function.)  Each Secretariat and Division Director is charged with ensuring that this decision is communicated throughout their Secretariat/Division utilizing its pre-established Employee Notification Plan.  In addition, official information will be posted on the Commonwealth’s website:  www.mass.gov.

Q.  If the Governor declares a COOP/COG emergency, should employees report to work?
A.
Yes.  Unless instructed otherwise, all state employees are expected to report to work.

Q.
Will employees get paid if a COOP/COG emergency is declared and they are told not to report to work?

A.
If an employee is either covered by a collective bargaining agreement or Civil Service Law, they will generally be paid unless formal layoff procedures are implemented.  Managerial and/or Confidential employees would not be entitled to pay unless specifically authorized by the Governor.

Q.
What should agencies do if confronted by conditions that create an intolerable or unsafe working condition for employees?

A.
Employees should either be relocated to an alternative worksite or be given work to be completed at home. As a last resort, employees may be permitted to leave work.  Agency heads are empowered to release employees once s/he consults with the Chief Human Resources Officer.

Q.
May a supervisor send an employee home against his/her will because they are thought to be jeopardizing workplace safety i.e. their own health or that of their fellow employees?

A.  In general, supervisors may remove an employee from the workplace due to a mental or physical incapacity which jeopardizes workplace safety or stability.

Q.  Who is considered Emergency Personnel?

A.  Agencies will designate who amongst their employees are designated “Emergency Personnel” in the event of a COOP/COG emergency.  Emergency Personnel are those employees required to report to their assigned work site due to the critical nature of their job functions.  Specific circumstances may require amending an agency’s Emergency Personnel List.

Q.  What is an Employee Notification Plan?

A.
An agency’s Employee Notification Plan documents procedures by which its employees are notified of an emergency situation.

Q. What are Managerial Rights?

A.
Managerial Rights refers to that portion of a collective bargaining agreement (CBA) that provides an employer with the right to exercise complete control and discretion over its organization, technology, standards of productivity and performance of its employees in the absence of express provisions to the contrary that are written into the CBA.  It generally includes personnel actions such as appointments, promotions, assignments, direction and transfer of personnel, suspensions, demotions, discharge or any other appropriate action against its employees; the relief from duty of its employees because of lack of work or for other legitimate reasons; the establishment of reasonable work rules; and the taking of all necessary actions to carry out its mission in emergencies.

Q.
What is an Employee Assistance Program?

A.
An Employee Assistance Program is any program, either formal or informal, that is intended to provide emotional assistance to an employee(s) in times of crisis.

Q.  What is “Connect and Serve”?

A.
“Connect and Serve” is the statewide volunteer web portal that connects citizens with volunteer organizations in their communities. Connect and Serve is the Commonwealth's initiative to increase volunteering in Massachusetts. Organizations may post volunteer positions on Connect and Serve they are seeking to fill, and individuals may use the site to search for opportunities to volunteer.  It also provides information on how to become trained to assist in the event of a disaster.

Q.
What are Alternative Work Options?

A.
Alternative Work Options are flexible work arrangements such as flex-time, job-sharing, telecommuting, etc. that may assist agencies in carrying out their mission and/or employees in performing their duties if regular work hours or work locations are either not possible or generally available.

Q. Are their special leave policies available in the event of a COOP/COG emergency?

A.
The Commonwealth’s existing policies and procedures for paid and unpaid leave remain in place during a COOP/COG emergency.

Q.
What is the Extended Illness Leave Bank (EILB)?

A.
The EILB is a completely voluntary program that exists to help Executive Branch employees who experience an extended illness or injury to recover a portion of their salary that would otherwise be lost due to extended unpaid leaves of absence.  
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