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Landmark Designation
The program described in this case study was designated in 2009.

Designation as a Landmark (best practice) case study through our peer selection process recognizes programs and social marketing approaches considered to be among the most successful in the world. They are nominated both by our peer-selection panels and by Tools of Change staff, and are then scored by the selection panels based on impact, innovation, replicability and adaptability.

The panel that designated this program consisted of:

· Danny Albert, University of Ottawa's Parking and Sustainable Transportation Department 

· Daniel Coldrey, Transport Canada 

· Mark Dessauer, Active Living by Design 

· Catherine Habel, Metrolinx 

· Jacky Kennedy, Green Communities Canada 

· Jessica Mankowski, Federation of Canadian Municipalities 

· Gary McFadden, National Center for Biking and Walking 

· Lorenzo Mele,Town of Markham 

· Chuck Wilsker, U.S. Telework Coalition 

· Phil Winters, University of South Florida 

· JoAnn Woodhall, Translink 
This transcript covers a webinar held on Friday March 19, 2010. Additional materials about Maryland and Virginia’s telework initiatives can be found at http://www.toolsofchange.com/en/case-studies/detail/633/. 
Introduction by Jay Kassirer, Tools of Change

Today, we’re going to listen to three speakers talk about the great work they’ve been doing in Maryland and Virginia to promote telework.  Some of the highlights you can look forward to are, first, the focus they have on outcomes and measurements, and second, how they looked very carefully at what barriers they could reduce to make it easier and more convenient and pleasurable for people to participate in teleworking.  

In particular, they’ve looked at key policy and adoption barriers.  This is a good example of building motivation over time, getting buy-in from senior management, obtaining a commitment (because the company has to share in the investment in the very beginning), and then continue to build that motivation over time in the company and with employees. One way they do this is, in addition to teleworking, by promoting flextime.  

A company might start with telework and move into flextime or they might start flextime and move into telework.  It allows for a deepening of their support for alternative transportation options. 
Our first speaker is Nicholas Ramfos. Nicholas has been involved with transportation demand management since 1985, and has developed and implemented various commuting alternative programs and policies in the Detroit, Chicago and San Diego markets.  He’s currently the Alternative Commute Programs Director with the National Capital Regent Transportation Planning Board at the Metropolitan Washington Council of Governments, and is responsible for the development and implementation of the regional commuter connections of transportation demand management program, which encompasses suburban Maryland, northern Virginia and the District of Columbia.  

Nicholas Ramfos, Alternative Commute Programs Director, National Capital Regent Transportation Planning Board, Metropolitan Washington Council of Governments


Thanks to Louise and Jay for inviting me to participate in today’s webinar on telecommuting.  I’ll be talking about the impact that has had in the Washington, D.C. metropolitan region as well as share some lessons learned in terms of establishing, implementing and evaluating a telework program.  


Background

For regional planning purposes, the Washington, D.C. metropolitan region covers the District of Columbia and surrounding jurisdictions.  In Maryland, these jurisdictions include Frederick County, Montgomery and Prince George’s County as well as Calvert and Charles Counties, plus the cities of Bowie, College Park, Frederick, Gaithersburg, Greenbelt, Rockville and Tacoma Park.  In Virginia, the planning area includes Alexandria, Arlington County, the city of Fairfax, Fairfax County, Falls Church, Loudon County, and the cities of Manassas and Manassas Park as well as Prince William County.


The region is roughly 3,000 square miles and there are about 4.5 million inhabitants with about 2.8 million workers.  The regional forecast call for about 1.2 million new jobs and about 1.6 million more in population by the year 2030.  These growth forecasts play an important role when it comes to the impacts on the regions transportation infrastructure.  

Commuter connections started in 1974, and are a network of organizations that work together to provide mobility solutions in the region.  Funding for the program comes from the federal government, and in some cases, is matched by the State Departments of Transportation in the District of Columbia, Maryland and Virginia.  The program is administered through the Regional Metropolitan Planning Organization, which is the National Capital Region Transportation Planning Board, and we’re housed at the Council of Governments.  The National Capital Region Transportation Planning Board is commonly referred to as the TPB.  

Dating back to the late 1980s and the 1990s, the TPB conducted a series of reviews of telecommuting pilot programs, which were an operation in Los Angeles and in Arlington County, Virginia.  These programs were primarily started at the local government level with the idea that lessons learned could be shared with the rest of the businesses in those jurisdictions and beyond.  The TPB also reviewed the federal government's Flexiplace program and monitored the actions of the Commonwealth of Virginia’s Governor’s Advisory Taskforce on Telework and Telecommuting, and the State of Maryland’s Economic Subcommittee of the Governor’s Information Technology Department, which was also examining telecommuting.

In 1994, the Washington, D.C. metropolitan region through the TPB took the lead and adopted a region-wide telework measure to address air quality conformity issues.  The telework measure was launched through the Commuter Connections program administered by the TPB.  Specific goals were set for both congestion and air quality impacts.  

Beginning in 1996, an aggressive outreach campaign was launched and implemented to educate the business community in the Washington, D.C. metropolitan region as well as the general public on the benefits of teleworking.  This was a good fit with Commuter Connections given that the program’s focus was on regional commuting solutions for businesses and the general public.  

Focus groups were held with business executives, which led to the development of a regional telework how-to kit, along with an accompanying video that employers could use as part of the new hire orientation process.  Information on teleworking was also launched through the web and through traveler information kiosks in the region.  A series of annual telework seminars were held for employers beginning in 1997 through 2005 that addressed issues concerning teleworkers, supervisors, their co-workers and technology challenges and solutions.

The seminars were highly popular and helped establish a baseline of employers willing to move forward with either starting or expanding a teleworking initiative at their work location.  Commuter Connections staff began assisting these interested employers as well as other employers that contacted the Commuter Connections telework resource center for assistance.  

In 1997, a telework demonstration project was launched with employers to document the challenges and opportunities that resulted from the implementation of an employer-based telework program.  Commuter Connections also provided marketing support to approximately 15 telework centers scattered throughout the region, through direct mail to residents living at least a mile from each of the centers, and offering presentations on teleworking at the centers in the evening.  

Maryland and Virginia initiatives
In addition to regional efforts, both Maryland and Virginia began their own state-sponsored telework initiatives.  Maryland was the first to launch a program and it’s called Telework Partnership with Employers or TPE.  The main feature of this program is to provide free consulting assistance to employers who wanted to start a telework program.  That program is still in operation today; however, it is primarily focused on the Baltimore metropolitan region.  

Virginia also began a demonstration project called Telework Virginia, which was first launched in Northern Virginia and was administered through COG, and later was expanded to a full fledged program to the rest of the Commonwealth.  Jennifer Alcott will be briefing you on this program during this webinar, so I don’t want to steal any of her thunder.

Lastly, COG also participated in a program called eCommute, whereby employers were provided free consulting assistance to start a telework program, and were then required to track the instances of teleworking electronically.  

In 2002, the region was faced with not meeting its set goals for pollutants and had to adopt additional transportation emission reduction measures.  One of the measures adopted was an expanded telecommuting effort on a regional scale.  The purpose of the program was to target already existing employer-based telework programs for expansion.  Data collection activities resulted in an analysis of all the activities I just reviewed, and was conducted in an effort to quantify both congestion and air quality impacts of the telework and expanded telework terms.  

As part of the calculation, there was an emphasis placed on not doubling efforts between all of the initiatives.  In order to accomplish this, a blueprint or framework methodology was developed to detail how the data would be collected, and then analyzed.  Accounting for regional teleworkers was one of the products produced through the evaluation methodology.  Based on these initial and continuing actions by Commuter Connections and the TPB, the regional telework measure helped in the sustainability arena by reducing harmful emissions and traffic congestion.  

The number of teleworkers in the region increased dramatically from about 250,000 teleworkers in 1998 or 12% of the region’s workforce; over 450,000 workers or 19% of the region’s workforce in 2007.  This 80% increase was in part due to Commuter Connections efforts, but mainly due to improvements in technology and remote access capabilities.  Those teleworking tended to do so an average of 1.5 days per week.  

In 2000, legislation was adopted that required each federal executive agency to establish a policy under which eligible employees of the agency could participate in telecommuting to the maximum extent possible without diminished employee performance.  This legislation also helped increase participation rates among federal workers in the region.  

In 2007, for instance, there were approximately 456,000 teleworkers in the region or about 19% of the workforce.  The telework efforts through COG accounted for 11% of the teleworking occurring through assisting about 44,000 commuters on telework with 5,000 coming directly through worksite assistance.  The 39,000 other commuters heard of telework through Commuter Connections, marketing and advertising efforts.  

In terms of daily impacts, the regional telework effort reduces about 22,000 vehicle trips, 414,000 vehicle miles, about 0.2 tons of volatile organic compounds and about 0.126 tons of nitrogen oxides.  

In reviewing the cost effectiveness of the telework term [SLIDE], approximately 2¢ is spent on every trip reduced, a penny for every vehicle mile of travel reduced, just over $3,000 for every ton of VOC reduced, and about $1,800 for every ton of NOx reduced.  

Future regional telework goals have also been set for emission targets for 2010, 2020 and 2030, and I’m not going to review those, but they are all listed for each year.  

Does your region have set telework goals for either congestion or air quality or another measurement?  [Participants indicated]. Okay, so it looks like most regions don’t have set goals.  They would be the starting point, to think about setting up some type of a goal, and it doesn’t have to be something dramatic or something you wouldn’t be able to accomplish, but I think it might be something that would be palatable for your region.

Lessons Learned

Now that we have all the statistics out of the way, I’d like to focus on what we’ve learned about telecommuting, particularly as it pertains to the worksite.  We found that training is definitely a draw in terms of people being interested; however, there should be limitations set on how long your region decides to hold training.  

In our case, we found that after the first five years of providing training, there was what we called curriculum fatigue, meaning we really needed to shake up the training content and the speakers.  Then we noticed that the same individuals were starting to show up for training each year just for the sake of coming to training.  After nine years of providing on-site training, we decided to simply put all of the training content online and have sections for managers, co-workers and the teleworkers themselves.  The one advantage of providing training, particularly in a start-up phase, is that it provides you with names and faces and also a ready-made sales lead that you can work with that helps start a telework program at the worksite or even expanding an existing one.  

It’s important to identify specific organizational outcomes, whether it’s at the regional level or otherwise.  For instance, setting goals for transportation and emission impacts or for employers that are starting or expanding a telework program, so, for instance, they may want to set a goal of having 10% of their employees working from home at least one day a week within the next two years.  A program in place either at the regional or employer level is not enough.  You need to set goals otherwise the program may not be taken seriously.

As part of the goal setting process, there also needs to be a measurements and metrics set.  At an employer level, the metrics may vary from department to department, which could require varying forms of measurements to take place.  In some cases, it may be based on performance levels of the individuals’ teleworking, and others it may be based on hitting team or departmental goals by both teleworkers and non-teleworkers.  

Now, for what didn’t work.  A one-size-fits-all approach will definitely not work.  While it’s fine to develop templates and checklists, each employer’s culture is going to be different, so having flexibility in the approach is very important.  As we discussed earlier, if you conduct training sessions, shake up the curriculum after five years or sooner in order to attract additional employers, and then set a sunset date on when training may cease.  Consider offering it in a virtual environment.  In fact, you may just want to start with a virtual training since technology has improved tremendously over the last decade.  It can be as simple as the technology we’re using today for this webinar.

Mass mailings and cold calls to the higher ups in the organization usually don’t work.  In order to get an organization interested, you really need to identify an internal champion for the program.  Sometimes that may be the person at the top, but often times it may be somebody else in the organization that has a vested interest in starting up a telework program.  In most cases, it’s going to be someone in the human resources area, or in other cases, it may be a facilities manager.  

Next, I’d like to share some real-time lessons from the expanded telecommuting program that was implemented in 2002.  Again, the purpose of this measure was to target large employers that had existing telecommuting programs to get them to expand those programs to more of their employees.  

The first lesson we learned was that we needed to identify what impact this would have in each organization in terms of internal and external perception, the way business was being conducted, and available technology.  After the initial evaluation, recommendations were made to some sites to expand the telework offering to include alternative work schedules.  Some of this was based on the willingness, for instance, of managers to allow telework.  If there was reluctance in a particular department to offer teleworking, the alternative was to try a pilot for telework, and perhaps offer compressed work weeks to flex schedules or vice versa.  

Another lesson was that training needed to be modular and focus on specific issues that were of interest to a particular department.  For instance, workshops held needed to lead to actions after they concluded.  Customized workshops for teleworkers, co-workers, and managers were also needed to make the expansion of the program successful.  

Other telecommuting project lessons learned included the need to use illustrations to the employer on how either a teleworker flexwork program can work in tandem with their business model.  The argument used included the establishment of metrics that matter, and resonate with company workers and executives alike.  Managers taking cues from senior staff and why performance measures may need to be adjusted to meet a new telework environment in the department was also another area that we focused on.  

How many of you offer alternative work schedule assistance to employers in your region?  [Participants answered]. It looks like three sites are doing that.  

By doing so, you may be creating a more welcoming environment for additional teleworking to occur.  Research has shown that both alternative work schedules and telecommuting can increase the bottom line for employers in the form of decreased absenteeism and increased productivity.  One thing to keep in mind is that using alternative work schedules may not be conducive in the formation of carpools and vanpools; therefore, while there may be benefits on the transportation side, emission reductions may suffer because it may lead to a decrease in auto occupancy.  Some of this is also predicated on transit access and availability as well.  If transit is abundantly available, then using alternative work schedules may have little or no impact on auto occupancy.  

One of the most important lessons we learned was that it was essential that we did a lot of handholding, at least in the beginning.  The development implementation maintenance, which also includes an evaluation component were the key areas where employers required assistance.  The assistance served two main purposes.  One was to assist employers to figure where they were in meeting their goals, and secondly, to assist in identifying challenging areas that needed attention.  

Some additional lessons we learned, particularly when it came to program expansions, was not to throw the baby out with the bath water so to speak.  But to examine the current program, and make recommendations for sprucing up what was already in place without causing too much disruption.

Another important issue is informal programs.  We found that the employers that had informal programs were less likely to be successful when it came to bottom-line advantages.  Therefore, as part of our pitch, we cautioned about having informal programs in place, unless, of course, there were strong performance plans in place as well as program monitoring.  However, in most cases, neither one nor one or the other may have been in place, which usually led to statements we would hear such as “yeah, we have a telework program, but it’s usually used by under-performing employees or management doesn’t feel the need to formalize the program because it may lead the company to below-level performance issues, which will then affect our bottom line.” 

While they didn’t want to formally acknowledge that under-performers were using the program, you could sense that there was an issue because they didn’t really have a strong monitoring program in place or strong performance indicators for their employees already in place.  

It really needs to start at the beginning.  You need to have some kind of a strong performance measurement tool in place, so whether you’re teleworking or you’re not teleworking, you’re able to identify what the employee is doing in terms of productivity and meeting goals and objectives for the company.  The region adopted a policy of giving higher marks in terms of transportation and emission impacts to employers with formal telecommuting programs.  

How many in the audience offer free services to the public in terms of commuting services?  [Participants answered]. It looks like just about everyone.  

Some could make the argument that the perception of free resources is low; therefore, it is ultimately important that the upfront dialogue will go something like this:  “Yes, we’re providing free seminars and consulting services to your organization, but this is for a limited time; therefore, we’ll need a firm commitment on your company’s behalf that you’re going to allocate resources such as staff time to start up the telework program, and then continue to maintain and update the program as needed.”  Having said that, it’s equally important to identify the resources needed at the employer’s site with an eye toward flexibility and partnership.

Initially, most work will occur through the company’s human resources area; however, it is essential that senior staff, managers, and the teleworkers themselves are part of the implementation process.  You need to have champions throughout the organization to make the program successful.  The key ingredient is flexibility, which requires a great deal of listening.  

Lastly, I’d like to discuss the current focus from a regional perspective on teleworking.  In our case, most if not all major employers in the region have some type of telecommuting program.  Some may be more robust than others; however, in most cases it has been absorbed into the employee’s benefits offering.  There has also been an increase in private sector attention to telework mainly in the form of technology companies who are promoting the benefits of their products and how they can be used to address telecommuting goals.  

Commuter Connections still maintains on-call assistance from Maryland employers; however, that program will evolve to the local level in fiscal year 2012.  Given that most of the low hanging fruit has been picked for telecommuting, the goal now is to provide a forum for information and collaboration.  On an annual basis, we develop case studies on companies that have successful programs, and circulate them widely through our employer outreach efforts, our employer newsletter and the Commuter Connections website.  

We have also set up a Facebook page for telework.  The page is there for collaboration for both employers that have telework programs, and for those already teleworking or thinking about teleworking.  The page was launched about a year ago and we have about 30 fans, so I’m encouraging you to join our Facebook page if you haven’t already done so.  We found this was an excellent way to disseminate real-time information on telecommuting and allow for a collaborative environment.  Whether you’re an employer or a teleworker looking for information, you can go to that page, post your questions, and get some responses.

Q&A

Q: Did you conduct a cost-analysis for employers on telework for them?

A: I would have to say that we have not done that.  Mainly because in most cases, we may have been dealing with one department or possibly a scattering of departments, and often times, a lot of these folks that we were dealing with, weren’t able to get their hands around some of the data we would have needed to conduct that.  On a wider scale, we were able to take a look at, for instance, if the company was looking to expand their facility and add parking spaces, we could definitely take a look at what would it cost them to add and maintain those parking spaces versus implementing a telework program.  The cost comparison was pretty dramatic because typically it costs about $20,000 per space on average to build and maintain (over the space’s lifetime).  If you’re looking at 100+ spaces, you can start doing the math in your head.  On a formal basis, we really have never done a cost calculation for employers.  

Q: What was your evaluation component like, and is it available for other agencies to use, review or purchase?

A: We do have, as I mentioned as part of my presentation, a formalized data collection process and evaluation process.  There is a framework methodology evaluation document that pretty much outlines how we collect the data, and then how we use the data to come up with our impacts.  It’s available on our website.  As we’re collecting data, it’s usually over a three-year timeframe.  We’re able to produce an analysis report at the end of those three years and then the results go into our air quality conformity determination for the region.  I can make that information available.

Q: Do I understand correctly that people can go on to commuterconnections.org and it should be there? 

A: Yes, it’s under our publications section.  

Q: Is the how-to kit you mentioned available?

A: Yes.  Just send me an email (nramfos@mwcoq.org), and I’ll be happy to ship one off to you. 

Q: On the availability to employers, is this both for private and public employers?
A: Yes.  All of the efforts that I described are available to both public and private sector employers as well as non-profit employers in the region.

Q: How is telecommuting positioned within the Commuter Connections program products and services?

A: We have a region wide work program that is prepared each year and it’s produced in tandem with our network members as well as our state funding agencies, and then our board adopts it, which is the TPB.  The telework component is within that particular work program.  As I mentioned earlier it’s evolving based on the some of the new trends that we’ve seen over the last couple of years.  My thought is that starting in FY 2012, teleworking will be part of the employer outreach component that we have here in the region.  

Q: How is teleworking positioned?  You talked about it in your overall activities, but what about emergency preparedness?  Continuation of operations in the face of emergencies?

A: It’s played a pretty key role.  In fact, recently in this past February, we were hit with back-to-back blizzards, and teleworking played a very large role in terms of individuals being able to work from home and not having to go into the office.  But it’s also played a role in the region based on activities in the past where we’ve had the anthrax scares, we had the 9-11 incident, and so it’s now been positioned as something that employers, both public and private sector employers, need to have some type of a plan in place in the event there is an emergency.  

It’s something you need to consider.  It’s also a good way to get the employer to think about not only what happens during a crisis, but afterwards if individuals are not able to get into the office.  You may want to think of an overall commuter emergency preparedness plan that would include things such as carpooling, vanpooling, using public transit if it’s available, and the like.  It has played a pretty significant role in the region.  

Q: What sort of research have you done about your audience?  Social marketing is very client-focused, customer-focused, market-focused.  What research have you done about the people in your region that has helped you?  What was surprising in some of the things you found that helped you design your program and how did you design it a little differently because of that information?

Q: The most important research that we did was at the very beginning when we conducted focus groups with senior executives throughout the region, and we wanted to get their opinion on what would it take to start or expand a telework program in their organization.  The number one thing we heard, that surprised us, was that most executives wanted a bottom-up approach.  They wanted their employees to come to them, and say this something that I’m interested in, versus a top-down approach where the executive would come in and say we have a telework policy, and everyone needs to start teleworking.  We weren’t expecting that.  


The way we designed the program was almost like a grassroots approach where if you’re interested in this, from a marketing perspective, we went out and said have your company attend our training, here’s some online resources, and then also making sure that information was available on the employer’s end.  The how-to kit, the video and making sure we had a constant presence on the radio with advertisements on telecommuting.  That really was how we got the interest going in terms of the business community.

Q: Do I understand correctly that you started off with mass media communications to reach a broad group of people in your region trying to get them to get their employers to participate?

A: That’s correct.

Q: When you talked about the lessons learned, is there anything in particular that was surprising about what you learned that you would advise another city?  We have people in the webinar today or who will be listening later from other cities who are trying to improve their telework program or about to start a telework program.  What really surprised you about what you learned?  That changed how you organized your program that you would recommend to other cities?

A: What really surprised us was the jump in the number of teleworkers over the course of time.  We weren’t really expecting numbers to go up that quickly.  We had forecast in terms of 10 years out, and we met our numbers sooner than the ten-year mark.  A lot of that, though, was really not due to our efforts, so we really couldn’t take credit for it.  What spurred a lot of that was the advanced technology that has come about over the last decade.  In our particular case, teleworking is in a pretty advanced stage, at least in our region, and I think we’re past the telework 101 stage, where we were out telling people this is what telework is, here’s how you implement a program, here’s the policy.  We’re now at a stage where it’s been incorporated in many of the larger companies, and even some of the mid-size companies, and possibly some of the smaller ones as well.  

We’re at a point now where we’re using social marketing, like Facebook and the collaborative approach rather than going out and preaching what teleworking is all about.  That clearly wasn’t the case back in 1996, and even prior to that, even when I was working in other markets, whether it was San Diego, Chicago, or Detroit.  You would go in and tell people, one day people aren’t going to be coming into the office, and it didn’t sit real well with folks because that wasn’t part of what they wanted to hear.  I think that’s going to continue to evolve as more technology comes out and it’s available.  I think people have seen that there are clear benefits to teleworking, so we’ve adjusted our approach.

The private sector here has taken an interest in teleworking now.  We don’t have to spend $50,000-$75,000 a year on radio advertising because we have technology companies out there talking about teleworking and how their product can help your agency or your company meet its telework goals.  That to me is a victory because we’ve been able to ingrain that in the way people are doing business.  We’ve been able to attract the private sector to come in and advertise the fact that they have products that are available to employers and to the consumer.  I think it’s a win-win situation.  We planted the seed early and were able to work through our seminars and some of the information.  Technology was also there to support it.  That was key.

Jay Kassirer: Our next speaker is Karen Jackson who has, what I understand, to be quite an unusual position.  She serves as the Deputy Secretary of Technology for the Commonwealth of Virginia.  In this capacity, Karen serves as the senior advisor to the Bunnell Administration on matters related to broadband and teleworkers.  She’s responsible for leading broadband and telework policy and legislative initiatives as well as developing programs to facilitate deployment and adoption.  She served as senior staff to the Commonwealth Broadband Roundtable and is credited with developing the Commonwealth’s online broadband toolkit and first generation broadband service availability map.  
Prior to her appointment, she served as the Director of the Commonwealth Office of Telework Promotion and Broadband Assistance, where she was responsible for promoting and encouraging telework alternatives in both the public and private sectors, and advising the Secretary of Technology on broadband related issues.  Karen is going to talk with us about the programs that are in place for employers in the Commonwealth.  

Karen Jackson, Deputy Secretary of Technology, Commonwealth of Virginia
Between Nick, Jennifer, and myself, I’m the newcomer to the telework scene.  As Jay mentioned, Virginia is a Commonwealth.  We are steeped in a lot of history, and part of that history is we don’t like to change the way that we do things.  It’s not an uncommon thing, but I think when you have the history that we have, and the tradition that we have as being this nation’s first capital, there’s just so much tradition and history, that many of those ideologies and methodologies of ways business is supposed to get done, the way government is supposed to be conducted, we’re pretty mired in a lot of the old ways.  
Background

When the talk of telework started to come along, it actually originated in our legislative process.  The folks that represent the areas that Nick spoke to about in Virginia, and Jennifer will talk about a little later, they really saw the need for telework as a congestion mitigation tool.  They were from high population areas, high traffic areas, areas with high carbon footprint.  Although at that time, the carbon footprint was less of a conversation than the amount of time that you spent in traffic.  Our telework program was born out of the legislative side of the house, which is a little bit unusual.  It was their foresight and vision that put some very general and basic telework language into the code of Virginia, and directed that certain pieces of what we now know to be our formal telework program would be put into place.  That happened as long ago as 2000.  
We’ve been at this for a while but we still have a long way to go.  I chuckled to myself when Nick mentioned that he thought that they were beyond broadband 101.  I would have concurred with that in terms of state agencies, but I sat in a subcommittee hearing on the legislative process and listened to a debate on a telework bill that would have allowed part of the legislative portion of Virginia government to do more teleworking.  It was as if we didn’t have a telework program at all.  The conversation was about the inability to allow some people to do it, but not others.  I think despite what you’re going to hear me say about our successes, I’m still learning that we have a lot of educating to do, and a lot of conversion yet to have happen amongst our agency leaders, particularly, about the conduct of business and how they can do things a little better if they can implement telework.

On the slides you’ll see the cross mention of Governor Tim Kaine, who was the outgoing governor; we now have Governor Bob McDonnell who came in January.  We have gone through a bit of an administrative change; secretaries have changed, which is the Governor’s cabinet.  
We’re in a little bit of a transition period right now.  I’m not 100% sure how much of a priority telework is going to be going forward.  I can only imagine with the green initiatives that we have going and the emphasis on that, and the emphasis on finding alternative energy sources that this will remain a priority as we go through the next four years.  Virginia is a one-term governor, so we turn every four years.  It’s a bit of a reeducation process, but I think you’ll see that we’ve done fairly well.

Telework was a large priority of the previous governor.  We started out in 2006 and created our formal office of broadband and telework.  That was the first time that it had been elevated to the executive branch level, and that office was established by executive order in 2006.  When I took over the office, we had about 4.9% of the folks actually teleworking in the Commonwealth, which wasn’t much.  The goal that was on paper at that point, said that we needed to have 20% of our eligible workforce teleworking by 2010!  That may not seem like a large number, but we have about 95 agencies, and at that time it was 103,000-105,000 employees all spread across the state, all doing different things.  Of course, not all of them would be eligible.

They decided when they formed the office to make this interesting combination of broadband and telework.  At the time, I really wasn’t sure that they had made a good decision.  My background was in the IT side; I understood broadband.  I knew what telework was, I practiced it, but in terms of being able to create an effective program, I wasn’t sure that I was going to be able to do that.  I struggled with the relationship between broadband and telework, and how I was going to be able to do what appeared to be two very different things.  
As we moved through time, it became pretty clear that broadband was either going to be a huge enabler if it was available, or it was going to be a huge disabler, if it wasn’t.  It’s very difficult to telework if you don’t have broadband connectivity.  
Do any of you have any issues with the availability of broadband or does everybody have access?  And do your employees generally have access?  [Participants answered]. It looks like there is a majority of folks who don’t seem to have a problem with broadband.  We’ve actually found that there’s a lot of state employees who have had issues with that.  

We established the office of broadband.  We started to learn that top-down leadership on something like a telework program, especially in a governmental agency or entity is paramount.  When I started working on this in 2006, we went around and around with agency heads. The Governor believed in it because he signed the executive order but was he really actually practicing what he was preaching with his executive branch and his cabinet?  We got a mixed bag of answers.  

In late 2008 or 2009, the Governor made it a requirement that every cabinet member and his reports in the executive branch had to telecommute.  They had to adopt a teleport policy.  They had to start doing the very same process and procedure that we were asking the rest of the agencies to do.  They had to report on it.  In every weekly report, and we still do these, the executive branch had to report to the Governor on who was teleworking, how many people teleworked during the week, how many days, etc.  We started to see an impact after the executive branch adopted telework because then it became an “Oh, it’s not something that they’re telling us to do, but won’t do themselves.”  It was “Wow! They’re doing it themselves, we really should fall in line.”  We started to see a sea change after that edict was passed.  

One of the biggest challenges we have faced was trying to build a cultural change.  As I said, Virginia is steeped in history.  We like it the way we had it hundreds of years ago.  We see no need to change it.  We have a lot of older managers that didn’t, and still don’t in some cases, subscribe to the fact that employees can work as well out of sight as they do in front of them; sitting in a cubicle at a desk.  We’re still struggling to a degree with some of the cultural issues, but we’re starting to get to the backside of that argument.  And with gas prices doing what they did last summer, here in Crescent it’s over $4/gallon, and with pandemic and continuity of operations (COOP) plans, we are seeing a change in attitude toward telework and what role it can play.  

There are elements in life that are uncontrollable such as snow, or a pandemic.  If you want to be able to continue to work, you’re going to have to adopt some creative mechanisms or you have to accept the fact that your agency isn’t going to be able to perform.  We’ve started down that path.  
Part of our issue early on, we looked at what we needed to do.  Our goal was based on eligible employees.  We had to make a push on trying to provide agency heads with the information they needed to make smart decisions about who would be eligible and who wouldn’t.  Also, the applicability of when telework would be used and when it wouldn’t.  Would it be just for COOP plans?  Would it be for general telework?  There’s some definitional things that I’ll get into in a minute, but we really started to provide, what I’m going to call safety nets, for our state agency heads and managers to give them the tools they needed to make the decisions about who could telework, when and how often.  What were the parameters if you pay for somebody’s broadband connection or if you don’t.  

Jennifer was a part of the team along with large groups of teams that sat down and hashed these topics around for months as we tried to develop policies around what we should be doing, what were the right answers to some of these questions, and what level of assurance we could give to the agency heads that if they made that decision, that they weren’t out on a limb by themselves.  I don’t know about you, but most of our agency heads don’t like to take a lot of chances.  
One of the big things that we saw, you’ll see on the slide, was enrollment best practices.  We had to find examples of where telework would work and put those in front of our managers so they could see and have solid examples.  Technology standards was a huge one for us because in some instances, people wanted to use their own personal computers to telework.  There was a question about if you’re working with an individual’s social security numbers for personal information, how do you deal with that.  

We came up with a whole set of technology standards through the Virginia Information Technologies Agency that dictated the appropriate use of personal computing as part of telework.  Jennifer is going to talk to you about private sector adoption.  We knew that we were never going to effect enough change if we just did it with state employees or just did it with the private sector.  We had to find a way to get all parties involved to move forward, so that if congestion mitigation was a goal or carbon footprint was our goal, we were never going to maximize the results unless we all worked together.  

If you’re putting a policy or program out there you have to eliminate the holes for people to crawl through and to find a reason to say no.  That was one of our biggest challenges.  If our agency heads could find any reason not to have to do a telework program, or not to have to get involved with a telework program, they were going to take it.  Whether it was a policy that was missing or a procedural guideline that they just didn’t feel like they had or it wasn’t tight enough to underpin their decision-making.  
We had to be very judicious in the first year that the Office of Broadband and Telework existed.  We spent the first year going backward.  We knew where we wanted to go, but we recognized early on that we did not have the foundation from a policy standpoint, even in terms of definitions.  Our definition of telework in 2006 was telework, but we didn’t define how often, or how many days per week or the equivalent per month.  We had to make a hard stop and get all of these pieces in order.
We spent a year doing nothing but policy development, meeting with agency heads, finding out which pieces of the decision process they felt like they were missing, where they needed more information and training.  
[Slide] You can see some of the steps that we went through in trying to make things an airtight environment for decision making for our agency heads, for lack of a better term.  We did find that if we left tiny little open door for them to go through, they would find a reason not to adopt telework.  
The next couple of slides underpin what I was just talking about with going back and making sure that you have your house in order.  Telework Policy and Sample Work Agreements, this is actually stealing a little bit of Jennifer’s thunder, but I think she’ll let me get away with it.  You have to be able to provide solid and concrete examples.  

We standardized as much of the process for our agency heads as we could.  [Slide] Telework Policy and Sample Work Agreements, this is actually the Department of Human Resource Management, which Jennifer and I and the Department of Human Resource Management share interchangeably.  There is so much information and experience that can be gained through working together. We have Telework and Sample Work Agreements that agency heads can use.  Telework Eligibility Checklists, and all these [slides] are out there for free.  The link is down there at the bottom of the slide.  

We knew that if we didn’t standardize these things (e.g., the Personal Computer Acceptable Use Policy, Security Standards, etc.), we would never get to where we wanted to go.  We didn’t think about this piece with the computer usage when we started.  We assumed that people could go home and telework and it would all be fine, but this became a huge sticking point for us.  A lot of agency heads would not even start to worry about a telework program until we got this worked out.  

I would encourage you, if you are embarking on a telework program, in addition to the actual infrastructure and security programs, to come up with a document management program.  You need acceptable use of document policies, for lack of a better word.  When can documents leave the office?  What kind of documents can leave the office?  Can they leave at all?  And if so, do they have to be locked up?  We always think about security breaches happening with a computer or a piece of software or hardware affiliated with a computer.  It doesn’t necessarily have to be that way.  

Somebody inadvertently takes a file home and drops a piece of paper into the trashcan by mistake.  It happens to have someone’s personal information, not theirs, a citizen in the Commonwealth.  That information is picked up out of a waste disposal facility and misused.  It’s just as bad a breach as could have occurred with a computer.  Don’t just think about the infrastructure that’s the hardware and software in a computer-based system.  Think about the documents that you have and what the appropriate use and policies are around those as well.  You need to remove the guesswork.  That was one of our biggest “aha!” moments. 

The federal government has some great telework resources, as does Nick’s group, and we were not shy about borrowing from the best practices that we could find.  We mirrored a federal government telework product and we created our own telework roadmap.  It talked about, from a manager’s standpoint, what telework will and won’t do, what it can and can’t do.  From an employee’s standpoint, the same thing.  It’s just generally the telework 101 that Nick was talking about.  That really did help people understand and have a frame of reference of what telework could do and what it couldn’t do, and it started to lay the groundwork for a lot of conversations. 

There’s a lot of really good online training out there.  Whether it’s for managers or employees. Don’t be afraid to borrow.  Don’t be afraid to leverage what’s already out there.  There’s no point in every one of us having to spend money to reinvent the wheel.  These resources are out there and I could encourage you to use them whenever possible.

We have gone a long way in trying to make sure that telework is an integral part of our Continuity of Operations, continuity of government, and pandemic plans.  When we first started down this path a lot of people in their planning process said “I have 100 employees and, in case of a pandemic, 50 of them are going to go home and telework.”  They had never tried teleworking of course.  They had never tried to figure out how to connect.  A lot of them had never taken a laptop home, but it was just assumed that at some point, should this awful thing called a pandemic or some other disaster happen, they would work from home.  Magically, it was going to work.

We didn’t think that was a great idea, especially the folks that do our network administration and our help desk functions, they were not thrilled about the idea that they could potentially have hundreds, if not thousands, of state workers suddenly trying to work from home in the middle of a crisis that had never even attempted it before.  We really did a hard stop with the folks at our Department of Emergency Management, our Continuity of Operations planners and go them to include the question of telework in their planning process.  Are you going to use it?  How are you going to implement?  Those sorts of things.  But we also said that if you are going to specify telework as something that you are going to do in the conduct of a crisis plan, then the person that is going to telework in that crisis situation has to be at least a teleworker in practice throughout the year.  They can’t just say they’re going to do it when the problem arises.

We’ve worked hard to institutionalize that.  Again, we’re in to a new administration, so we have a little bit of reeducation that’s going to have to go on, but we were pretty successful in making that transition between this is going to work, we’re going to send everybody home to actually having practicing teleworkers that we knew could actually function effectively should there be a crisis.  

Having said all of that, where have we ended up?  When we started, in 2006, we only had about 4.6% of our employees that were eligible teleworking.  Of those about 12.1% were actually teleworking.  Now, we have surpassed our goal and have hit about 24% of our eligible workforce actively participating in telework at least one day per week, approximately.  There are a couple of monthly equivalents that will also satisfy that.  Generally, it translates into about one day a week.  

We’re very excited about the outcomes.  We’re a little bit daunted by where we’re going to go in the future.  There were a couple of legislative issues to take on furthering telework in the Commonwealth, but those got tabled for this year, and I think they will be taken up in the legislative session.

We want to do more; we want to go bigger.  We want to continue to forge paths to make government more effective, especially in these economic times when every dollar counts.  The more efficient and effective you can be the better off we all will be.

Jay Kassirer:
We’re going to save questions until we hear from Jennifer on the public side as compared to the government side, and then we’ll take questions for both Karen and Jennifer at that time.  
Our next speaker is Jennifer Alcott, who has been immersed in the world of telework since 1994 when she joined the George Washington Regional Commission to oversee their federal telework center program.  She’s currently overseeing the Virginia Department of Rail and Public Transportation’s Telework VA Program, which provides expert telework assistance, and financial incentives to qualifying Virginia businesses, and non-profit organizations to establish or expand their telework programs. 

Telework VA has been awarded the best state and local government telework program award at the 2009 Telework Exchange Television Award.  Jennifer was personally honored with the 2009 Cathy Cole Memorial Award for Telework by the Association for Commuter Transportation.  

Jennifer Alcott, Virginia Department of Rail and Public Transportation
I work for the Department of Rail and Public Transportations, so I, like Karen, am a state employee of Virginia.  I’m going to give you an introduction to Telework Virginia and talk about where we started and how far we’ve come, and I’ll discuss our partnerships with other similarly missioned organizations.  I’ll also give you some of our results to date, and talk about the potential for growth because as far as we’ve come, what we’re finding is that there is still room for growth and improvement.  
Before I get started, how many of you have heard of Telework Virginia?  [Participants answered]. Most of you have heard of Telework Virginia, but there are several of you who have not.  Hopefully, I can give you all some new information that’s helpful to you.

Telework Virginia

The Telework Virginia program got started in 2001, and it was part of then Governor Gilmore’s Innovative Progress program.  It was first launched in 2001 in partnership with Nick Ramfos’ organization, the Metropolitan and Washington Council of Governments.  It’s been expanded and modified since then based on market research and the feedback that we’re getting from participating employers.  

A lot of people ask me why the Department of Rail and Public (DRP) Transportation promotes telework.  They think we’re only about buses and trains and don’t get the connection.  Actually, DRP’s mission is to improve the mobility of people and goods while expanding transportation choices in Virginia.  The way we approach telework is as a transportation demand management (TDM) strategy; if we remove some people from the roads that allows the people who need to be on the roads to move a little more efficiently.  It really can be a congestion management strategy.  

The program incentivizes telework in the private sector by providing both expert assistance and financial incentives to private sector and non-profit businesses in the three metropolitan areas of Virginia that are non-attainment areas
 in terms of air quality.  We offer up to $35,000 in financial incentives for employers in Northern Virginia, Richmond and Hampton Roads.  We also have a new promotion for large employers in Northern Virginia that are affected by the Virginia Mega Projects Construction and we can offer up to $50,000 in financial incentives and assistance to private sector and non-profit companies.  

The financial assistance is provided on a reimburseable basis only.  It’s not a cheque that is written to the organization upfront, and then they spend it on telework expenses.  As Nick and Karen have pointed out, you really have to have buy-in from the organization that you’re helping in order to get the biggest bang for your buck for the taxpayer, and we’re very cognizant that that is what we’re doing.  We’re trying to get the best return possible for our taxpayers.  

The reimbursements that we provide are done on a percentage basis.  The company isn’t just given a freebie.  We stress the importance of employer buy-in in terms of implementing a telework program.  There are varying percentages in terms of what expenses we can pay for, and if you go to our website, which will be up on your screen at the end of the presentation, that information will be available.  

We provide web resources, such as e-learning modules online, and offer educational events and telework-related promotions.  For example, last year Virginia had a statewide telework day and that was a joint venture between the Governor’s Office, the Office of Telework Promotion and Broadband Assistance, and the Telework Exchange.  Even when an employer is not in an area that is eligible for financial incentives, we can still offer assistance and training to those companies.  For example, companies in the Charlottesville area or the Roanoke area, or anywhere in the state, we’re available to help those organizations with their telework efforts; however, the financial incentives are only available to the organizations in the three metropolitan areas.

Our outreach and marketing is employer focused.  It’s critical that you get buy-in from the top down to make a telework program successful within an organization.  Telework is very different from the other alternative transportation strategies—an individual can decide to ride the bus to work, or to take the metro or carpool.  However, if an individual person wants to telework, it takes a great deal of buy-in from their employer and literally buy-in from the top level.  Our outreach really has been very focused on the decision makers within the organizations.  

Many of the barriers still in place regarding telework deal with management resistance, cost, and where to get answers to the hard questions.  Decision makers have difficulty wading through issues like safety and liability and employee eligibility.  We’ve found that it helps to serve as telework consultants to the organizations, and we can show them how to get the most out of their telework program, and take a holistic approach to telework within their organization.

Financing 

Funding comes from several different sources.  Innovative Progress is a fund that Governor Gilmore made part of his agenda. The Northern Virginia Transportation Management Plan also has some funding available that is used to provide the extra incentives for the large Northern Virginia businesses.  

Partners

We work with a number of different partners in the state.  In addition, we work with local jurisdictions like Fairfax County, Loudon County and Northern Virginia, Richmond and Hampton Roads.  We rely very heavily on the assistance provided by all these partners for the success of the program.  

Participation

We have applications coming in almost on a daily basis these days; to date, we have had 125 employers sign up for the program.  [Slide] You can see the geographic breakdown here.  These companies range from the very small, 20 employees or so, to the very large with 1,000 employees or more.  We also have private sector employees and non-profit organizations involved.  We also provide assistance to some government entities.  It’s difficult for us to quantify the results and outcomes for the employers that we provide assistance to because we don’t have as much hard data on those.  When I talk about some of the metrics in the next couple of slides, they’re going to be based strictly on the 125 employers that have received financial incentives.

[Slide] This shows how the program started on a pilot basis in one geographic region.  When it was expanded to several other geographic regions, and we were able to devote some marketing resources to the effort, the program really took off.  For us, it’s fiscal year 2010.  Our fiscal year runs July 1st to June 30th, so we still have three months left in FY 2010 and we are getting ready to surpass the participation levels that we had in FY 2009.  

When you factor in the 125 employers that are currently receiving financial incentives from us, you can see some of the numbers in terms of how we’re impacting the vehicle miles travelled (VMT).  This is based on the current level of 125 participants, surveys that are done at the employer’s sites, average commutes, the frequency of telework, and also we factor in the FOB rate in Virginia.  Varying areas of our state do have different FOB rates, so all of those numbers are figured into our outcomes.  

Telework is the gift that keeps giving because when we provide a one-time investment, we get an annual return that keeps on coming in perpetuity.  We can calculate the societal benefit, [slide] these are based on the Santa Cruz model, and the societal cost of commuting.  If anyone would like more information on our formulas and metrics, please feel free to contact me afterward.  

In 2007, we conducted a Virginia State of the Commute survey. Nick’s organization, COG, did this survey for us in Northern Virginia.  About 12% of our commuters were teleworking, which equated to about 440,000 commuters.  There were almost 750,000 commuters who said that they could and would telework if their employers would let them.  That means that their job is “teleworkable” or could be done at least part of the week at home or at an alternate worksite.  

It is critical to point out that while Virginia is a leader in telework, we still have a long way to go.  Karen and I like to joke that it’s our job to get those 744,000 people teleworking in Virginia, so you can see that we’re really, really busy.  These numbers equate the potential to reduce VMT in Virginia by another 1.8 billion per year.  The impact that telework can have on the quality of life for our citizens really can be quite dramatic.  

Please feel free to email me or take a look at our website if you have any questions that aren’t answered here or if you’re just interested in taking a look at what Virginia is doing.  

Q&A 

Q: Did your initiative include telecommunication companies to further develop their fiber optic infrastructure?  Were any incentives offered in terms of tax credits for this by the state?  

A (Karen):  What we found is that so much of the need for broadband is a onesy-twosy kind of need.  We have a separate broadband initiative that deals with trying to spur infrastructure development in unserved areas.  Of course, we’re participating in all the federal funding opportunities that are coming along, but in terms of this specific program, we are not aware of any information, unless Jennifer is, that could be readily traced to saying that somebody got broadband because of this.  

We do not have any state tax incentives currently for broadband deployment.  We have several areas in the state that are covered under funding from the tobacco and unification funds that were generated out of the whole tobacco industry settlement many years ago.  There are areas of the state that have access to funding for broadband build out, but in terms of a state-wide program, we don’t have any broadband build-out-assistance funds and we don’t offer any tax incentives.

A (Jennifer): The way technology has developed within the last few years, what Karen and I are seeing is that it is very expensive to lay cable and you’ll never reach 100% of the population by laying cable.  I have a personal interest in this subject because I live in a very rural community.  The county that I live in is about 70 miles west of Washington, D.C.  We have 7,000 residents and we have more cows than that in the county.  We’re also at the edge of the Blue Ridge Mountains, so topography is a struggle.  

This area in particular struggles with broadband coverage, and we’re seeing that wireless may be the technology – radio frequency wireless – may be the technology that gets us to the last mile.  It’s far less expensive than laying cable, and we have a number of small start-up wireless providers in Rappahannock County and Fauquier County, those are counties that are considered on the fringes of the Northern Virginia suburbs.  

While I don’t think that fiber has been laid as a result of any of the programs that we’ve discussed today, the public demand is really what drives the laying of cable and it drives any type of broadband deployment.  Once you get outside of the major metropolitan areas, it becomes less and less cost effective for the telecommunications companies to dig dirt in the ground.  Wireless may be one of the solutions that we see more and more readily available in the rural environments.  

Q: A lot of people are interested in the grants that you’re able to provide, quite generous grants, to participating organizations.  Is there a dedicated revenue source used to pay for these incentives?  Or is it paid from general program revenues?  How do you get that money?

A (Jennifer):  This is a dedicated funding source in terms of the Innovative Progress fund.  Like I said, it started in 2001 with Governor Gilmore’s administration, and yes, the funds used for Telework Virginia that come from Innovative Progress are dedicated solely for that purpose.  The Congestion Mitigation and Air Quality (CMAQ) funding is something that’s done on an ongoing basis, but that really comprises of a smaller portion of the funding.  These funds do not come from the general state government’s funds.

Q:  Was there any union or collective agreement concerns?  And if there were, how did you negotiate or overcome them?  

A (Karen):  From the state worker’s standpoint, we did not have any collective bargaining contracts, agreements, or anything that we had to negotiate.  Virginia is a right-to-work state, so we’ve had a easy time of it from that standpoint to not have to deal with that as part of the state employee telework initiative.

A (Nick):   We have run into those concerns, and in some cases, what’s happened is management will usually collaborate with the union leaders in hammering out an agreement that would be acceptable to both sides.  In other cases, we’ve had unions come in and say that they would not accept a telework agreement.  In other cases, there have been unions that have come in and demanded a telework agreement.  It varies by company and by organization.  It depends on the business culture and what the business model is at that particular location.

That’s happened not only in private sector sites, but even in some cases because of the federal government agencies that have had union issues with telecommuting, and some non-profits that we’ve had to deal with.

Q:  All three of you have talked about the success in your region.  Can you give us the broader picture?  How does this compare with other regions across the United States or North America?

A (Jennifer):  It’s really difficult to compare results from region to region because you have to look very closely at definitions, how surveys are done, how data is collected, and whether it’s weighted or not.  The surveys done in Virginia and COG use similar criteria, i.e., how we calculate the percentage of people who are teleworking. We use a very strict definition of what a teleworker is.  It’s somebody who would normally get in their vehicle or some other transportation mode and travel to a job site to do their work, and then come back home.

For Telework Virginia purposes, we don’t define telework in terms of the number of days a week, but we do measure it.  For example, we found that in Virginia, the average teleworker does so 1.7 days a week.  When we look at other data, a lot of regions count work-at-home entrepreneurs, small business people who work out of their homes, and even farmers as teleworkers because they only ask the question “Do you ever work at home?”  It’s hard to get a handle on comparisons because the data is so different.  It would be wonderful if we could have some sort of national survey that provides consistent data for all 50 states, but to the best of my knowledge, the closest metric that I’ve been able to find talks about 8% of commuters teleworking nationwide.  

The 2007 State of the Commute put Virginia at about 50% higher than that at 12%, and I’m looking forward to seeing what the 2010 State of the Commute survey tells us in terms of the growth of telework.

A (Nick):  I agree with Jennifer.  It would be pretty difficult.  Although, the U.S. census does ask information about teleworking, it’s not defined clearly.  The reason we have a clear definition on this is because we’ve been challenged by the environmental community to count true teleworkers.  In that case, it doesn’t include people who may work from home in the morning because they’re waiting for a delivery such as new appliance or the furnace repairman, and then suddenly they make a trip into the office later on in the day because they’ve made that trip that they would typically take.  So, you have to exclude them from the calculation.  

We’ve been diligent about making sure that we’re taking the appropriate credit that we need to.  In some cases, we’ve been accused of being too conservative with our numbers.  We’d rather be safe than sorry.  As I mentioned earlier, we do use these numbers in our air quality conformity determination, and if we’re not hitting those marks, then at some point, it could jeopardize our funding for transportation in the region.

A (Jennifer):   I want to point out that partial day teleworkers will not have an impact on air quality, and that’s why they’re not counted.  But something to think about is that that partial day teleworker may have an impact on congestion if they’re working at home in the morning, and then going in at noon. We’re taking them out of the rush hour traffic.  While they may be helping with congestion, like Nick said, they’re not necessarily helping with air quality.  It’s really important to be able to compare apples to apples.  We’re really careful about comparing our region to any others.

Jay Kassirer: Thank you to all three speakers.  We very much appreciate you sharing your expertise with us.  

� Under U.S. environmental law, non-attainment areas are areas considered to have air quality worse than the National Ambient Air Quality Standards as defined by the Clean Air Act Amendments of 1970.





