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Tricia Dwyer-Morgan:
Okay, we are actually about to start our webinar, and I want to thank everyone for being on our call today.  Thank you for your patience with this process.  


We wanted to let you know that today… My name is Tricia Dwyer-Morgan; I'm with Business and Professional Women's Foundation.  Workplace Design Benefits and Challenges is being co-sponsored by our friends at the US Department of Labor Women's Bureau and B{WW-USA. We also have speakers who are from the Department of Labors Office of Disability Employment Policy, who also assisted us in securing a speaker today.


On the call today, we just want to let everyone know that we will be recording this webinar for educational purposes and a transcript will also be available.  You will hear some beeps on and off.  What we are doing today to make the presentation flow a little bit better and make the recording happen a little bit easier is we have something we call Lecture Mode.  So right now the speakers could be heard but everyone else on the call can't be heard.  When we get ready for our question and answer session we have multiple of ones of those provided throughout today's webinar.  What we are going to do is open up the Q&A and you'll be able to either raise your hand, if you look on the left hand corner of your webinar feature you'll see that there is a little teeny hand.  So you could click on that and your hand will be raised and I will call on you, we will open up Lecture Mode and I will call you.  Or you could actually submit in writing your question by clicking on the little chat sign, which is a little bubble next to the hand.  We're going to ask a number of questions today through polls, to help spark questions as well to help get you into the mode for presenters.  So please be aware on your screen, your actually going to see some questions come up that you will actually be able to answer and it will be interactive.  So that is going to be going on and off all today.  


We want to welcome you again to our webinar, Workplace Design Benefits and Challenges.  Our program today is entitled, "Workplace Design Benefits and Challenges" because today we specifically want to look at productivity in the context of recruiting and utilizing the best and broadest possible pools of employees.   Is the design of your workplace cutting you off from potential employees?  Do you need to have your work force at your work site in order let them be productive? 


Results orientated workplaces are essentially workplaces that have found a way to design flexible work options or alternative work opportunities that make it possible to get the job done without actually prescribing who the worker is or how they should accomplish the work, such as being in the office 9 to 5.  Our speakers will also spend some time offering a strategy for redesigning the work that happens in the work place to expand the pool of potential employees to include often underutilized members of the labor force; that could be working mothers, it could be people with disabilities, it could be people who just simply just are not able to work during the normal 9 to 5 structure; and we are actually going to go over a specific example of work design that expands work opportunities.


So what are the benefits and challenges in these processes to both workers and employees?  Today our guest speakers are: Linda Roundtree, President of Roundtree Consulting, a firm specializing in the design and implementation of work life initiatives, and Lisa Cuozzo

Director of Program Operations for TransCen, Inc, where she also works as a Project Manager for the Maryland Customized Employment Partnership.  


We're actually going to start off today with Lisa and Linda talking about-touching on the following areas, designing work so it opens up the workplace to a broader pool of employees, exploring if and when time in the office is critical to produce productivity and the benefits and challenges of alternative work arrangements.  Outlining the various types flexibility options and benefiting from customized employment, a flexible blend of strategies, services and support designed to increase employment options for job seekers with complex needs.  


Our first presenter today is Linda Roundtree.  Linda is president of Roundtree Consulting, a firm specializing in design and implementation and work life initiatives.  Previously Linda was with American Airlines for 17-years holding various operational and HR management positions.  She is past president of Alliance for Work Life Progress and Child Care Resources and is on faculty with World at Work.   Linda is an advisory board member for (inaudible) Universities Work Life Integration Project focusing development of resources of employers with special needs.  She is the author of numerous tool kits, journal articles and published papers from the aging work force and exceptional care giving.  


We are actually going to go over to Linda now and we're actually going to start with a poll question but I am going to let Linda introduce herself a bit as the pole question goes up.

Linda Roundtree:
Thank you Tricia and I'm really delighted to be here today, and I'm looking forward to presenting with you, and Tricia do you want to take this?

Tricia Dwyer-Morgan:  
Yes, simply people just have to fill out which statement best describes how your organization views workplace flexibility.   We're going to use the information that you provide and Linda is going to incorporate it into her over all discussion.  [Audio silence 11:57 to 12:30] 


I'm going to end the poll and share the results, and I'm going to actually ask everyone who cannot hear on the call today, who cannot hear Linda to please raise your hand while we are looking at the poll results.  


Now what you can see in front of you is the answer to the poll results.  You saw that the majority of you, 50% said you have a flexible workplace culture its just the way you get work done.   It’s quite exciting and unusual, we have flexible work policies in place but haven't communicated them broadly.  Nineteen Percent of you actually say it's under the radar and used primarily to accommodate highly regarded employees.  A significant portion of you 16, flexibility is primarily in place to meet customer demands.  As you roll into what you are talking Linda, and I will now help everyone else on the call.  Thank you  Linda.

Linda Roundtree:
Great, thanks very much Tricia and good morning everyone.  While we are waiting for my presentation to come up online here, I'll tell you a little story.  The other day I was looking for some job postings on the Internet, and its something I do from time to time to see what different organizations have to say about work life and flexibility and their recruitment pitches.  And I always seem to find an interesting ad or two, like the one that highlighted the feature company support for work life balance and flexible schedules, yet under requirements of the job it stated that the applicant be available to work flexible hours including days, evenings,  weekends, holidays, overtime and to work and travel to multiple locations.  How different was this other ad which also touted work life balance and flexibility but read, "Career paths these days often aren't in a straight line especially if you are trying to balance a career with other pursuits?  We off a job that can change with you, to meet your needs as you go through various stages of life.  Work is the mean not the end."  


Two different companies two different approaches to work place flexibility.  And like Tricia mentioned, I thought it was interesting that 50% of you say that this is what flexibly is really is about, it's about just getting the work done.  So lets take a minute-

Tricia Dwyer-Morgan:  
Linda you have control of the presentation.

Linda Roundtree:
Okay, great.  Thank you.  Okay, lets take a look at how workplace flexibility design can enhance recruitment and productivity.  Now when we talk about workplace flexibility I imagine that a few things come immediately to your mind.  Such as telecommuting or maybe flextime or 10 hour workdays.  Well I'd like to encourage you to think of a much broader range of flexibility that affects all aspect of organizing when, where and how work gets done.  And that's also an option for every person no mater what job they hold in the organization.  Now this absolutely includes the formal types of flexibility I just mentioned, but it is also about informal and ad hoc arraignments and shifts in the way work is structured throughout the day.  Offering flexibility in career roles and career pace and work location and schedule throughout your career and work load can also be used as a powerful recruitment tool.   


I recently conducted some focus groups with employees age 25 and younger at a Fortune 100 best company.  And unlike their job hopping predecessors they are considering staying with their employer for many years, but only if they can continue to advance in their careers and have options to scale back when they have children or continue to work when they move to Montana to build a home or have more flexible hours when they return to school.


Workplace flexibility is also most effective when it involves the team in finding the new ways to get job done.  And what happens in this process is that flexibility moves beyond being an under the radar accommodation for a few highly regarded employees and it becomes a team directed work redesign effort, often resulting in the elimination of low value and duplicative work.  Flexibility is also a powerful strategic tool for expanding recruitment pools both geographically, and to include people who face barriers into the workplace, which you'll hear more about from Lisa.  


An HR manager recently told me, "We don't get the 10 best people applying for this job, we just get the 10 people who can relocate."  Creating a culture of trust is perhaps the biggest flexibility challenge, and you know when it's there, people feel it and it's evident in how people and projects are managed.  It's an environment where working a flexible schedule doesn't limit your career opportunities.  Where the focus is on expectations and the results you produce as appose to face time.  And it's also an environment where people are recognized more for their consistency of contribution than the round the clock last minute heroics.   


Let’s take a closer look at some examples of the broader range of flexibility.  I've categorized these by how they effect the organization of work, so let's look at this.  There is flexibility built around the scheduling of hours, that includes things like flex time and compressed work weeks and shift change opportunities.  The amount of hours worked is another category with part time and job sharing but also flex year options that might be set up like a teacher's schedule where employees work full time September through June and then they reduce their hours during the summer or they just take those months off.  Vacation options include the opportunity to borrow vacation from the following year or buy an extra week.  Place of work covers the range of telework (sp?) options including working from home, or at a company’s satellite location or community location that might be shared by several employers.  Other employees might be road warriors who just come into the work place and make a reservation for a workspace for the day.  Just like they'd reserve a spot in a hotel, hence the name hotelling (sp?). 


Management of time may be a new way for you to think about workplace flexibility but there is many options here.  Perhaps a certain work group needs to carve out an hour each day that is designated as quiet time when they don't schedule meetings or interrupt each other.  Another option is meeting free time; I think a great example is not conducting meetings from noon on Fridays through noon on Mondays.  


Teleconference planning is a way to schedule meetings and enable employees to adjust their work schedule before and after so that teams around the globe share the pain, and finally organization of career enables people to adapt flexibility differently throughout their career and to take time off to scale back to meet their needs and the organization keeps a valuable employee.


Let’s take a look at some unique ways that companies are using flexibility to enhance recruitment and productivity.  Companies of all sizes meeting the needs of employees in various cycles of life and benefiting employer’s bottom line.  


The business Talent Group is a small company that delivers consulting project and inter-executive talent, and they have built their business model around two employment trends; the desire of business for highly skilled workers for temporary projects, and the intense demand for more job flexibility among these highly skilled workers.  McCats (sp?) and Health Solutions created a great work at home program for a majority of its 600 employees; RNs who provide telephonic disease management services, and the program has resulted in improved retention and lower recruiting and training cost and in addition it saved the company a million dollars due to increased productivity through work and scheduling efficiencies.  


Another company Jet Blue (sp?) is well known for its virtual reservations offices established in employees homes, attracting entry level workers and enabling real estate and scheduling efficiency cost savings.


Dow Corning (sp?) adjusted their compressed work week schedules to meet the needs of employees desiring a shorter work week during the summer when their children were out of school and the rest of the year they revert to shorter work days and a 5 day work week to better align with school schedules. 


Accenture Design of really innovative approach to sabbaticals called future leave; that enables employees to self-fund the sabbaticals then step off their career paths at their discretion.  CVS Pharmacy recruits older workers who have split their time between homes they have in the North and the South enabling them to work from different locations in the US at different times of the year.  And Ernst & Young has very comprehensive program to support employees who have children who have children with special needs that includes a wide range of innovative flexibility along with a parents network and seminars and online message board, comprehensive health care that covers special therapies, and all of this enables these employees to stay productive in the work place.  


So this is just a really quick snap shot of the many different ways that workplace flexibility design can be used to enhance recruitment and productivity.  And if you're thinking that you would like some help creating a more flexible workplace.  I want to take a minute and tell you about the flex options program that the US Department of Labor Women's Bureau has in place.  


Flex options was established to build a national awareness of the benefits of flexibility and to encourage business owners to create a more flexible workplace.  Flex options is unique in that it brings together business owners with other leaders who are interested in designing more flexible workplaces with peer mentors who have been successful creating a culture of flexibility.  The project facilitates the sharing of information between the mentors and the business owners and leaders and best practices through mentoring and teleconferencing discussion groups as well as local and national event with panel presentations and networking opportunities, and resources are also available on flex options website.  


And you will see that the reach is quite broad.  Since 2005 alone flex options has partnered with numerous employers across the US who have designed and enhanced hundreds of flexibility practices potentially impacting hundreds of thousands of employees.  


And all the components of this project are offered to you at no cost to you or your organization and there is a wealth of resources listed here that are on the website, and I wanted draw particular attention to the new 37 page flex options guide that provides step by step tools to help you create a more flexible workplace.  So thank you very much for the opportunity to present today and I will turn it back to day to Tricia for another polling question. 

Tricia Dwyer-Morgan:
Thank you so much Linda.  We are actually going to open up the call for about 5 or 10 minutes just to ask a few questions related to just what Linda talked about, there will also be large segment of time at the end that people will be able to ask questions overall about what's going on.  


One of the things we want to find out is, kind of what are the practices or things that are working well for you?  Which one area of work place flexibility as shared in the presentation have you had the most success in your workplace and if you would like to share that, I have some people who have raised their hands.  Jessica Brown (sp?) would you like to share some information about your area of workplace flexibility?

Jessica Brown: 
I'm sorry I had my hand raised because I couldn't... 

Tricia Dwyer-Morgan: 
Oh, because you couldn't hear.  Cynthia Dockens (sp?) did you raise your hand because you couldn't hear or because you would like to share something?  

Cynthia Dockens:
Because I couldn't hear.  

Tricia Dwyer-Morgan:
Okay.  Would anyone, we're having some interesting results; it looks like scheduling of hours seems to be the one area where people are having the most success.  Some of the other areas in terms of management of time, changing places of work, re-organizing the career defiantly are starting to get some hits but not to the same level.  I'm actually going to go ahead, I have nice response and I'm going to go ahead and publish and share the results with you.  As you can see 1% of our participants say that the scheduling of hours gave them the most success.  Amount of hours had 6% and the next highest level was changing the place of work, possibly telecommuting or closer offices.  


Does anyone have something to share about success stories in terms of scheduling of hours with other people on the call?  If you would like to raise you hand you can click the little hand or you can put the chat up.  While we are waiting for someone to share a little bit, I was actually going to ask Linda a question.  Is scheduling of hours generally across the board where most people are looking workplace flexibility?  

Linda Roundtree:
Yes, I think from the poll it's obvious as well from my experience and what I've seen.  It is the easiest and it's also the easiest when your in the first phase of developing flexibilities that is really more employer focused and customer focused so that you adjust schedules to meet those needs, as appose to finding better ways to get the job done and that's why it's more popular, but yes that's what we do find.  

Tricia Dwyer-Morgan:  
Excellent.  Does anybody have anything they would like to share in terms of great practices they found in creating flexible workplaces?  Okay, then I'm going to put us back in lecture mode, you'll hear that voice again and then we're going to move our conversation to our next speaker. 


Well I want to welcome today our second speaker.  Our second presenter is Lisa, and am I pronouncing your name correctly, Lisa Crewso?  Crewso? 

Lisa Crewso:
Crewso, and feel free to quick get that picture off the screen for every bodies benefit.


Tricia Dwyer-Morgan:
Thank you.  It's charming; I think it's charming.  Lisa is director of program operations for Transcend Inc. where she also works as the project manager for the Maryland Customized Employment Partnership.  In 2007 Lisa served as a policy advisor with the US Department of Labor Office of Disability Employment Policy.  With Transcend she has coordinating the organizations efforts in many partnerships including the National Collaborative on Workforce for Disability for Youths, efforts in high school, high tech programs nationwide, and the Montgomery County Partnership of all use and the Region 3 (sp?) Community Rehabilitation Providers Rehabilitation Continuing Education Program at the University of Maryland.  She's a season trainer with expertise in transition from school to career, job development and business partnerships. 


We are actually going to start the conversation today with another poll question.  Lisa is actually going to speak specifically about how designing work using this customized employment ability can actually open up the pool of workers that you have among those people who have disabilities or who may have family members with disabilities.  And I want you to think about this first poll question, actually we maybe thinking that that's a very specialized group of people and so why is that something to consider.  And the reality is, we're going to ask this question while we go along, and the reality is, of course it maybe more people than you think as well as the things that open up the workplace for people with disability, in fact make it just a much more flexible and better work place for all workers, and you can potentially attract quite a few other people.  So we are getting some good votes.  Very good response to this question, I am going to go ahead and share the results at this point of the poll.  Thank you every one for participating.  


And so the percentage that every one thinks is 20%, 36%.  Thirty percent said, 34% said 30%, so lets go back and see what our answer in fact is.  The answer is 30%.  So now I'm actually going to turn the conversation over to Lisa, who is actually going to give an example of how you can actually re-design the workplace for specific groups of people.  

Lisa Crewso:
Thank you Tricia.  Now I don't have--you're going to be-- thank you very much.  

Tricia Dwyer-Morgan: 
Just let me know when you would like me to change the channel.

Lisa Crewso: 
Perfect.  Okay, well thank you very much for having me today.  Good afternoon to everybody on the call.  The topic of the piece of the presentation today that belongs to me as you can see in front of you is customized employment one creative option to support workplace flexibility, and you can go ahead and go to the next.  A bit of history, a lot of people either have heard the term of customized employment or think they know what it is, or not really quite sure what it is.  And customized employment is a flexible blend strategy services and support, which is designed to increased employment options not only for job seekers with disabilities but job seekers with complex needs and this is all done through voluntary negotiation with an employer.  In 2001 the Department of Labors Office of Disability Employment Policy implemented a 5-year initiative to basically build the capacity of the work force system to better serve all customers.  Now the historical part is that ODEP, Office of Disability of Employment Policy, put this initiative together specifically looking at individuals with significant disabilities, but what we found out is that these options work for people who truly just have difficulty in the workplace, complex needs that doesn't allow them to typically take the 9 to 5 job.  


We will go to the next Slide.  So the results of customized employment, the results would be where either tasks are carved from an existing job, tasked are restructured from one or more existing jobs or tasked are created to meet a specific need that an employer has, which then ultimately comes out into a customized job description.  The reason that we discuss or talk about customized employment is because there is a lot of people in the Country, all throughout the Country, who really have a difficult time applying for, what I call off the rack jobs or off the rack positions.  Meaning if you think about going to go into Macy's you can just pull something off the rack and it fits.  The traditional job does not necessarily fit with every ones work life, with every ones skills and capabilities, and with every ones need for flexibility in the workplace; this maybe due to either lack of skills, or lack of training, it maybe due lack of experience or stamina or truly other life circumstances.  One of things that Linda talked about very briefly was the need of parents of young people with disabilities and the need for their workplaces to be flexed, so that they can be the best parent they can be; while also being the best employee that they can be.  


Then we will go to the next.  So since 2001 with all of the information that we have been getting on the customized employment projects throughout the Country, what we've learned is that by customizing employment situations and job descriptions for people with complex needs, but this is-I want to also emphasize that this also with a focus on the workplace and business needs first an foremost, that retention rates greatly improved, and the bottom line is that a little creativity goes a long way.  If you think about the fact that there's not one recruitment strategy that works for every employer, often time's job descriptions when they were original conceived don't necessarily capture the true needs of the business.  It's kind of like a-this initial wish list.  By identifying genuine and often unmet needs, customized employment has the capacity and the capability to number one improve productivity so that incumbent staff and incumbent workers can truly accomplish more of their global job duties during the work day and also number two, provide a much more efficient business operation by promoting productivity and retention.   


Next Slide please.   So if we view customized employment as a flex option strategy, and Linda also talked about this; the typical flex options that most people think about when you think about flexibility in the workplace would be flexible work sites, which would be such as telecommuting, flex time or flexible scheduling and flexible staffing.  People might do some job sharing or hiring temporary people to do some work, but some additional flex options in the form of customize employment would include job carving and task reassignment.  Job carving is where, and a lot of people heard that term, its where an existing job description may be modified and contain one or more but not all of the tasks from an original job description.  But what I really want to focus on is task reassignment, which is the next Slide.


Some job tasks of incumbent workers in this, in task reassignment are assigned to a new employee.  This allows the incumbent worker to focus on the critical functions of his or her job, which would be their primary job responsibilities and complete more of the essential work of the job.  So think about you on your job and how many times you say, Oh if I just had an assistant for a half of an hour this could get done, and then I could really do the work that I'm getting paid to do.  Task reassignment typically takes the form of job creation and a new job disruption is negotiated based on the current and unmet workplace needs.  And I am going to give you a couple quick examples.  We were working with a group of paralegals and this was down at the Department of Veterans Affairs downtown in Washington, DC.  Now paralegals were getting paid $28.00 an hour plus to do the work of a paralegal, which is a certified job and they all have the qualifications to do it.  A huge part of their day was spend going down to the doc room, getting the files, getting the files prepared to then come back to their offices and then do what they do, the paralegal work that they need to do.  Then more of their time was spend going back and filing these files.  So what we did was, the Department of Veteran Affairs is work with them on creating a position that would actually get the files prepared for the paralegal.  Now this is a job that allot of people were able to do and it certainly didn't pay someone $28.00 an hour, because obviously the paralegal is getting paid a greater sum of money to do work that is critical to their jobs; not that the other work is not important because it absolutely is, and the more that work happened consistently the more successful they were on their jobs.  So we were able to work with the Department of Veterans Affairs to create a position specifically as a paralegal assistant; someone or more than one person that would take care, that would get the notes about what files to pull, that would get the file in order and would get the files to the paralegal so that they could spend the time on the job doing the work they were getting paid for.  


And another example, we worked with a dentist office who actually created a position for someone that would only be responsible for pulling patient charts to start the day, refilling yesterdays charts, labeling reminder cards, taking them to the post office, making bank deposits, escorting patients to the appropriate room for dental work.  By doing this the front desk staff was able to truly provide better customer service to the dental patients coming into the office because they didn't have to be pulled away from the front desk or from the critical parts of their job to do these other very needed pieces of the job, but their main focus was customer service.  Actually we had a young man in this position and he did such a great job that the dentist actually taught him how to start doing the suctioning so he could be of more benefit to the dental operation.  


Next Slide please.  So the question people say is why?  Why would you customize employment?  Customized employment at the select option strategy saves a company time and money; specifically by some of the examples I was giving.  It allows for a much broader diversification of the workforce for a lot of larger companies that have diversity and corporate responsibility initiatives.  This is a fabulous way to incorporate a cadre (sp?) of people that may not have the technical skills to do a great piece of the job but truly have the skills to do maybe a supportive piece of the job that allows then other people within the organization to get more of their work done more efficiently.  And it truly, truly creates a much more welcoming and highly inclusive environment.  A lot of employers say that they have diversity initiatives and they don't always think of that disability, in addition, as a diversity initiative.  


And the last Slide.  So when we think about work, and this is one of my favorite lines, given the choice, and we think about people I work in a One Stop Career Center, I'm the Director of Operations here, and we get people that come in all the time that either are reentering the workforce, or just are having a difficult time getting into the workforce.  And truth be told given the choice between work and idleness, people will most always choose work.  And customized employment is just one example of a way to get more people with more diverse skills and more diversity into the workplace.  


And I think if I'm not mistaken we will be ending with another polling question.  

Tricia Dwyer-Morgan: 
Yes we will.  Thank you so much Lisa.  That was (inaudible) and we will be actually going to a number of different of poll question just to spark discussion.  I'm actually going to open up the call now to everyone, normally we don't have a lot of time to ask questions, but this one we thought people would really have some questions and would have some [audio gap] to share.   


So I'm actually going to conduct another question on what's the total number of people of working age; ages 16 to 64 with disabilities?  And what we want people to think about here, and we hope sparks a discussion is the fact that we tend to think-actually we already did this one, I'm sorry I'm ending the poll.  That was the wrong one.  I am going to go to the next one.  There we go.  What we want you think about when you are looking at what's the percentage of people with disabilities of working age who are employed is to think about this is a pool of people that you can reach out to, and it's just one example that redesigning and rethinking about how work gets done can open up to you.  Because if you have a more flexible workplace-and Linda and Lisa please add into this as you agree or disagree with me-as you have-or Michael (sp?) whose on the call-as you have more people, more opportunities and more ways for work to get done you actually open it up to grad students, to people who could only work night shifts because of parenting issues or taking care of an ill relative; there's a whole host of groups of people that potentially this can open it up to.  Is that correct?

Lisa Crewso:
Absolutely, and one of the things that we found out with the customized implement project across the Country is that these strategies truly did work for the majority of the population.  So many people have issues outside of the job that they need to take of but the job obviously is very important.  So it can be a huge and wide opening door.  

Tricia Dwyer-Morgan: 
And as you can see, people felt that our winning percentages were (inaudible) percent and 47% of people with disabilities are in fact employed.  And on the power point presentations that you'll be able to access on the website afterward, it actually has all of these question and the answers to this series right here, but I'm going to go ahead and read it out, and the answer is in fact 37.5% of people disabilities who are in the working age range who are unemployed, so in fact who are employed.  So in fact there is close to 60% of a number of million of people who ever our first answer was who are available, in a sense, for work.  So you are probably looking at something like 16 or 17 million people that you have access to. 

Lisa Crewso: 
And Department of Labor can correct me if I'm wrong because I don't have statistics in front of me, but if we looked at to say 37.5% of people in the workforce with disabilities are employed, again, which as you said is over 60% unemployed, its over 80% of people without disabilities that are employed.  So it's a huge disparity.

Tricia Dwyer-Morgan: 
Yes, very much so.  And what's interesting is if you create these work environments and design options people who may be afraid [audio gap] in terms of like you said, things at home-and Linda may want to speak to this how may be afraid to speak of about things at home that may making them prefer a flexible work environment if it already exits-It's not as frightening for them to be a part of.  

Linda Roundtree:
Hi, this is Linda and I apologize because I'm having some technical difficulty working from my home office and I have dropped off several times.  We are also having some weather up here in the Northwest, which might be impacting so I apologize.  I dropped off on that conversation (inaudible).  I think I know what you are talking about so I wanted to jump in for a minute, but I think the really cool thing about workplace flexibility is giving employers an opportunity to get the best talent in the door regardless of where people live and gaining more diversity in that way and with the special needs that you were just touching on, and I heard the tail end of that.  So parents of kids who have special needs like myself, knowing that a company has this type of flexibility and I have opportunities to take time off in the middle of the day when I need to meet with school or things like that.  And that I don't have to disclose in the workplace, which sometimes is difficult the personal situation that I have at home, that absolutely is great, and I would look to an employer that offers those options as oppose to others.

Tricia Dwyer-Morgan: 
We had-our most recent question is, per the US office the personnel management of the 1.2 million employees who are eligible for telework, how many do fill at least once a month?  And our respondents selected the correct answer; in fact it is 10% who are eligible who actually make use of telework.  And I'm going to ask if there is anyone who'd like to raise their hands or click on the chat bubble who'd like to share an example of teleworking in their community that works or didn't work, or some sort of aspect of workplace design.  Or if on the call you just have question about workplace design, there's something happening or not happening in your company that you'd like some advice around, we have some great people on the call who can give you some information right now.  


Guy Plangin (sp?) would you like to ask a question?

Guy Plangin:    
No thanks.  I was just going to respond about the telecommunications.  

Tricia Dwyer-Morgan: 
Excellent.

Guy Plangin:  
My tongue's not working.  During my height of my busy season during tax season I have a gal who comes in to help me out, and I got to tell you something, I could not live without her.  So to make it easy for her, very often I switch the phones over so she could be home, she can take care of things at home, she could answer the phone, she can do many, many things from home that she does not have to come into the office to handle for me.  And it makes her life easier and it makes my life easier because I would sure would hate to loose her because I couldn't give her some flex time or give her the opportunity to be able to stay home and work from home.  

Tricia Dwyer-Morgan: 
I think that's a very good point.  It allows us to have access to people with talent that we might not ordinarily be able to employ or who might not ordinarily be able to work with us.  


I'm actually going to ask a question that I hope sparks people because I think these-there is a question about what are the barriers that are keeping workplace flexibility from happening in your company.  So let's see what everyone says about that.  What is the biggest barrier within your organization to creating a more flexible workplace?  While people thing about that I'm actually going to ask Linda and Lisa.  We talked about people with disability or people who are-can be capable and getting them more involved in the work place.  What are the groups does expanding work design allow us access to or is it just groups of people or is it more types of things people want to do-types of people who may be more motivated or more entrepreneurial we may have access to.  What is rethinking how work gets done do for an employer?

Lisa Crewso: 
Well, I can start with that.  Regarding the groups of people, I guess I can answer that more.  What we have seen, and I'm not sure of how many people on the call are familiar with the One Stop Career Centers system, but there are over 3000 One Stop Career Centers throughout the Country and they work with a verity of partners to insure that business have their needs met and job seekers obviously can find work that meets their needs.  When you think about workplace flexibility and you thing about customized employment and you think about just opening the door to a variety of different populations, some of those may be-its an older model but people may think of it as welfare to work that is one, reentry programs across the Country, meaning people coming out of the prison system and needing a chance to get back into the workforce, that's another.  Veterans and veterans with disabilities is huge and that another group of people.  Older workers, there is such a wide variety of individuals who could truly benefit of customized and a flexible arrangement.  And I think that once employers-a lot of times I think a lot of employers are afraid of something that doesn't necessarily follow a norm, but once they've tried something once and see that it works it's almost as if they created themselves.  So just in terms of giving something a try and allowing for someone or groups of people outside of "traditional" truly makes a huge benefit.  

Tricia Dwyer-Morgan:
Excellent.  I think we can also now look at the results of our latest poll, and a fear of loosing control when you can’t see people working seems to have won out in terms of controls or biggest barriers within organizations.  Lisa and Linda, in your experience with working with employers or groups who actually offer telecommuting or different [audio gap] flexibility had actually been a problem with this or what is the solutions that they came up with to minimize that as a challenge.  And we are hearing some background noise from some folks, so if you'd like to hit either star-6 or your own mute button to help with that, that would be great.  

Lisa Crewso:
If you are the one cackling in the background.  

Tricia Dwyer-Morgan: 
That's right.  So is that a barrier and how are groups dealing with that in terms of dealing with having control over people who are working or not working on site.

Linda Roundtree:
This is Linda, do you want me take that Lisa.  

Lisa Crewso:
Sure, please.

Linda Roundtree:
Okay, I wasn't surprised all to see the 60% because this is perhaps the universal concern regardless of organization, of industry, across the board, around the globe, is the fear of losing control and what I've seen be effective in the flex options project and clients that I work with is when companies can step back and really focus on setting expectations, because so often as managers I don't think we have enough of those conversations with employees about what is expected in their job.  What are the outcomes, what are the goals and what are the specific deliverables.  And so what happens when you do that is that the focus becomes what work is accomplished and in theory you don't really care how it gets accomplished as long as the job is done, and that's what people is measured on and that's also linked to how you reward people so I think we have to stop rewarding people who just do the last minute heroics like I mentioned when I talked and reward people for more consistency of contribution an meeting those expectations along the way.  

Tricia Dwyer-Morgan: 
And I'm going to through in here-we have a question from one of the-our participants that touches on this.  We hear that-we've heard a lot about sometimes data going gone-going missing, people take it home on their laptops.  How are company handling sensitive information, such as social security numbers or customer information when they allow employees to work at home, and I think that sort of flows into this trust issue of feeling comfortable when people aren't right where your used to having or within the controls of you company.  Linda or Lisa?

Linda Roundtree:
Well I think this is a really-this is Linda.  I think this is a great question because it absolutely comes up in a variety of organizations especially with, like health care organizations that I've worked with.  And what companies are doing a variety of different things, and I guess at this point I we're talking about teleworking.  So if someone is working from their home, one of the most important things is to set up the expectations of that so things like locked files, having a computer that is provided by the employer so that other information isn't on it and the other people in the family don't us it, setting up VPNs (sp?) and other networks that have security systems around it.  There is a lot of really good technology out there for protecting work and encrypting it and having those systems in place and that is absolutely important.  And then I think we have to realize that there frankly just are some jobs where it doesn't make sense to transport highly sensitive material outside of the workplace and other kinds of flexibility to be looked at.

Tricia Dwyer-Morgan: 
Is this a costly process?  We have a question about accommodations but even just in terms of work design when you are thinking about these security issues.  Is it a costly process?  Does it break even in the end?  What are the benefits in terms of, sort of the bottom lines to employers? 

Lisa Crewso:
This is Lisa and I would just guess and Linda probably knows probably knows more than I do in terms of this subject but that would absolutely depend on the organization.  Every organization obviously, you have non-profits, you have fore-profits, you have a million dollars and less than that.  So I think that if the work is getting done then the cost of benefits far outweighs anything else.  And as Linda said, I think there are some, you know not every single job out there is going to be able to flexed in a way that someone may like it to be but that is a discussion that I feel people should be having openly with their organizations and with management to be able to discuss to see if it is a possibility.   

Linda Roundtree:
This is Linda.  Lisa is absolutely right and to add to that what I've seen is in particular any organization regardless of size will find real estate and productivity savings, every body does from teleworking that defiantly offsets, you know the expense.  Company's especially larger public companies have systems already in place that protect information.  But there is so much technology out there and the cost of that, yes it is expensive but the other benefits outweigh that cost, and in the end I think what companies are finding is that it definitely is a bottom-line benefit to fit the bill on some of that, if you will.  

Tricia Dwyer-Morgan: 
I also have one of our participants who is able to speak a little bit as well on security issues and the cost in terms of what they are doing, and then I also have a couple of other great questions from participants as well.  So I have a first call on Shirley Clark (sp?) could you speak a little bit about-share a little bit about what you have learned around how companies are dealing with their security issues and answer the cost factors?

Shirley Clark:
Yes.  I think there are as was said before there are differences based on the company.  But there are also some technologies available today that aren't that costly depending on the size of the organization that can be employed.  And there are things such as thin (sp?) client servers that you put actually on top of a main server so information can come to you computer at home but you can't actually access anything that what you are working on.  There are different ways to control that and there is a couple of companies out there that do that and you can look into that, like Cytrics (sp?) is one; very successful.  The other think that you can control with that, when people are talking about sensitive information, is that you actually have the ability to put controls into that type of information to where there is no print function available so that sensitive information can be worked on, on screen and not be printed.  Of course it doesn't stop somebody from taking a piece of paper and writing it down and you can never cover all of those angles other than have agreements and insurance that there are a lot of-I would call medium cost opportunities out there to employ some security measures.  

Tricia Dwyer-Morgan: 
Excellent.  Thank you.  And I'm going to answer this question-actually this poll question and then I'm going to go to a couple of questions on our call that actually flow out of it a little bit.  For every dollar an employer puts into making accommodation or work design change what to say they make it back in benefits.  Apparently it is more than three times the amount.  Its $3.60 for every dollar spent on accommodation is returned to employers and benefits.  This is from the final report job accommodation network funded by the US Department of Labor Office of Disability Employment Policy.  


And in speaking about the kinds of things that keep us from doing this cost is one of those issues but culture is as well.  One of our participants points out that the low percentage that we saw of group's telecommuting in our own little poll shows that perhaps that there are cultural changes that are critical aspect of redesigning work.  She said that there are large employers in her area who have HR policies that allow part-time telecommuting but now employers are using them because they are culturally accepted.  How does a organization go about tackling these culture change hurtles, especially if you're-and when you think about that-if you are bringing whole groups of employees as well there is multiple cultural clashes that could be occurring.  How do groups handle this?  

Lisa Crewso:
My first response-this is Lisa, would be from the top down.  Often times there are-they're maybe policies written but people are fearful to either be the first one or to make the suggestion, but if it's a top down form of leadership and form of displaying of flexibility that is much more-people are much more likely to jump on the ban wagon, and you know it may not work for everyone, but certainly try it and see that you can be as productive if not more productive.

Tricia Dwyer-Morgan: 
And somebody actually follows up with that who talks about-talking about culture trust as you rethink and redesign in groups who, sort of struggle with that culture clash-you talk about bringing in-you know what need to happen first is bringing the higher level people or the higher management to actually sort of be champions in a sense, but how do you make that flow down into the next level so mid managers could actually be a part of this culture change?  

Linda Roundtree:
This is Linda.  I think that one of the key-I think there is many, many components to this and a lot of this we've dealt with in the flex options guide that I mentioned that you guys can get from the flex options website for free.  But along with what Lisa said with the top down support modeling is really involving-I think there is a couple things-really involving the team in creating these kinds of arrangements, piloting different programs and proving that they will work and finding a way to get the middle managers onboard, and by that I mean going out and asking them what their issues are and what the barriers are to different types of flexibility whether its teleworking or other and finding out right up front what the concerns are and then addressing a process for implementing for flexibility that touches on all of those concerns and addresses that in your process and your forms and, you know how that bares out.  And then a third thing I'd like to mention is that a way to push this down really is having the right tools for people especially with teleworking.  So for instance things like collaborative tools that allow people that are working from home to be as visible as their other colleges and to still have the ability to chat or to collaborate with documents online and those types of things to keep their visibility up.  

Tricia Dwyer-Morgan: 
Excellent.  We looked at in terms of an originations primary motivation to create more flexibility work cultures, and according to those who are on our call today, in their organization enhancing and play engagement and productivity are the top motivators.  And then next is tied between meeting employee request and meeting and meeting business needs.  What are those things Lisa and Linda that you see seem to be motivating employers, not only start programs, but I have to ask this question.  Its easy to start something, its easy to write a policy, its easy to do that sort of early championing work in doing stuff, but keeping it going and adapting it year after year based on all the changes, that takes a level of commitment that's really hard to do.  What is it that motivates companies in those situations-to keep it up, to keep doing this, not only getting started but keeping the progress going?

Lisa Crewso:
Well I think when they get you know-Linda mentioned the bottom-line and when they get the results back in droves of more work getting done, money being saved, what ever it is, I think it becomes much less of a champion effort.  It maybe in the beginning as we said, culture shifts and culture changes, but I think once it starts to be seen and documented that this is working, I don't think you have to champion the effort anymore.  I think it just becomes part of the process.  

Linda Roundtree:
And attaching to what Lisa just said, I think that a few other things provide motivation like being recognized as an employer of choice, the ability to get any best talent, so like if you need an engineer to do a certain job you are able as a company to hire the best engineer-the Tiger Woods of the industry to work for you because you have this great culture in place-just really great attention to and keeping people engaged and work; lots of motivation. 

Lisa Crewso:
And that's true if you can show that retention in your work place far outweighs-number wise, retention from a similar-not that your-I mean all work places compete, but if you could show retention is improving then that is going to be another reason.

Tricia Dwyer-Morgan: 
Excellent.

Lisa Crewso:
Or another motivator I should say.

Tricia Dwyer-Morgan: 
Do we have any additional question either on the chat bubble or if someone wants to raise their hand and ask a question verbally from our presenters-I mean from our participants?


Okay, I am going to ask our presenters do either of you have a question for each other or for the participants on the call before I take it to our wrap up?

Linda Roundtree:
Well Tricia, this is Linda.  I just wanted to give folks a website because there seems to be a lot of interest of teleworking and one of the folks who is just a key top expert in this field is Gil Gordon (sp?) and I know he would happy for me to share his website and there are lots of free recourses on his site and it is www.gilgordon.com so that a great place to go to learn more about telework.  

Lisa Crewso:
And I would follow that up to say if anyone is interested in more information regarding customized employment and that is a flexibility workplace option to go to www.dol.gov/odep and click on the workforce link.

Tricia Dwyer-Morgan: 
Excellent.  And this is Tricia from BPW (sp?)  Foundation so if your interested overall in this topic or on the materials from this webinar you can at least, of course go to www.bpwfoundation.org and click out our audio prompt for information as well as our raywalt (sp?) online resource center.  Actually at this point going to turn over to Michael Williams' (sp?) who represents our co-sponsoring organization, the US Department of Labor Women's Bureau.  Michael would you like to provide sort of a wrap-up and the big take a way's from this webinar?   

Michael Williams:
Okay, thank you very much Trish.  I would just like to say that well from this webinar, this is what I've gathered.  It's a very important topic and one of the key things I want people to remember about workplace flexibility is, its not a reward for being a good worker, it's a management tool.  Its there help the job get done in a better way and once you implement workplace flexibility, what ever type its, the rewards will be there for the company.  Many options are available to managers when they are incorporating workplace design.  You know you always have the who, the what, the how, the where and in this case the who is the employee whose allows for flexibility-any employee whose job allows for flexibility.  The what, is workplace design or workplace flexibility.  The how could be anything as simple as flex time or part time work, compressed work schedules or anything along that line.  The where, can be in the office itself, in the home, in a satellite location.  And what I think is the most important is the why, and the why is because it's a better way of getting the job done.  You know the old saying there is more than one way to skin a cat, and with workplace flexibility there is plenty of ways to get the job done.  


Like Linda mentioned earlier the Women's Bureau, who I work for, has a flex options project that was implemented-we started in 19-well I not 19-2003 and as a result nearly a half million employees now have access to some type of flexible work arrangement that didn't exist in their companies three to four years ago.  So we are very proud of that accomplishment and we'd like to see more flexible arrangements in more companies.  And I would also like to reinforce something else Linda mentions that that is the flex options how-to guide.  Its listed on the flex options website which is www.we-inc.org and its free, you can download it, there is no charge and it gives you good information on how to implement flexible workplace arrangements in your organization or in your company.  Now as far a customized employment is concerned Lisa gave a great presentation about what customized employment was, and I will be perfectly honest with you.  When I first heard the term-customized employment I wasn't quite sure what it was my self, but from talking to the people in the office of disability employment policy and listening to Lisa's presentation, I think I have a pretty good idea what we are talking about here.  And customized employment to me, its more personalized approach, its taking one individual and-you can correct me Lisa if I'm wrong-but it sounds like take maybe one individual or one individual job at a time, and you break that job down maybe into steps or into duties and responsibilities and find out exactly what can be taken out of that job that may free up somebody to do the main case workload, like she mentioned the paralegal example.  That was a perfect example where they broke down that job into maybe three or four steps and they took out the gathering of files and took that away from the paralegals and gave that to another person and it made the work flow a lot easier.  It brings up maybe two or three things that stuck my mind when you are talking about customized employment, your talking about job carving-I would like to mention that.  You are taking an existing job and modifying it so it works for better for the employee-

Lisa Crewso:
And for the organization. 

Michael Williams:
Right, right and she also mentioned task reassignment which usually results in job creation and like I mentioned earlier you break a job down into separate parts and then you can assign certain functions of that job to certain people so your higher paid employees are the people who are doing the main or the most important part of that job can spend the majority of their time doing that particular work, but anyway, In conclusion I would just like to ask Lisa and/or Linda, I there maybe one point they would like to leave with the audience today in addition to what I may have said?  If you don't that's fine, but if you have one point that you'd like to leave with the audience feel free. 

Lisa Crewso:
My one point is always just to think outside the box and-you know there is always-there is so many originations that are doing wonderful things and that's great and that shouldn't be changed, but there is sometimes always to do things that are differently, more effectively, and sometimes we have to step outside of what has traditionally happened and think about creativity.  And that always my big push is just to be creative as possible.

Linda Roundtree:
And I really like what you just said Lisa because that was what I was thinking about as well and really taking the step back to think about workplace flexibility as more than just flexible scheduling and working from home and getting your teams together and sitting down with them and saying, you know every single person here in the room can have some type of flexibility and maybe it's just carving out that one hour where the group agrees not to interrupt each other and you have some creative think time,  Or maybe its blocking out time where you don't have meetings.  It may just be some simple things like that, that mean the world to employees and just better ways of getting the job done and having more productivity and all of those great things that benefit the employers as well.  

Tricia Dwyer-Morgan: 
I am actually going to put a star-5 on here; we were having some background noise.  Thank you.  I'm sorry, Linda do you want to finish up?

Linda Roundtree: 
No, I was finished so we are good.

Tricia Dwyer-Morgan:
Okay good.  Well Michael did you have anything else that you wanted to add?

Michael Williams:
Well the only one last thing and Lisa mentioned about thinking outside the box and I would like to put a little p.s. to that, a little post script, when it comes to thinking outside of the box.  I think as far as customized employment is concerned I guess the question I would ask is, why would there have to be a box at all?

Lisa Crewso:
Well I'm glad you said that because usually I say, you know we tell people to think outside the box, but as far as I'm concerned there is no box anymore. 

Michael Williams:
Right, right. To me from everything I've heard, from everything that you've said customized employment is taking creativity or job creativity to its limits-to its extreme limits in doing whatever has to be done to make the job workable for that particular employee.  Well any I'd like to thank everybody and I would like to turn this back over to Tricia.

Tricia Dwyer-Morgan: 
Hi, thank you so much Michael.  First I want to thank all of the speakers on call Lisa and Linda and Michael and all of the people of at Department of Labor, the Women's bureau and the Office of Disability Employment Policy. and RE (sp?) Inc. who worked with us to put together this great presentation today.  


I'm going to take a quick moment to thank everyone participating on the call and then also to let you know we have up coming webinars.  This is not our last one for the year.  We have one more for 2007; Benefits, does one size fit all?  We are going to have Jody Lynn Epstein (sp?) of the Center of Law and Social Policy and a representative from the Metropolitan Washington Work Live Coalition to talk about every work place has workers with different needs.  What benefits do fit everyone?  Are there benefits that one size fits all or is that even possible any more?  Especially from our call today when we are talking about customized work environments so thinking about that and getting some great information from speakers on the call.  


And out first webinar of 2008 is already scheduled and its actually about working with a coalition or collaboration or even just your own organization.  Thinking about strategic plans for public policy developments related to, and were going to think about it in the context of workplace flexibility.  It isn't just about in your local communities there may be opportunities to have conversations with you local governments around telecommuting support or tax benefits or tax credits.  How can you think about that?  How can you incorporate that into the work that you are already doing?  And we have on January 23; we are going to have Marsha Abiner (sp?) Director of Public Policy for the Minnesota council of non-profits to help think about that process of developing your own strategic plan for what you could do to incorporate public policy into your communities plan.  And again I just want to say thank you for everyone for being on the call today.  Thank you for an amazing speakers and thanks for everyone for participating in the polls, it made it quite fun today.  Take care and everything that you have heard and have seen on the webinar will be available on our website.  


Next week we have a transcript and a recording coming.  All of the presentations will be available but if you would like it earlier than that you can e-mail me at foundation@bpwfoundation.org.  That's foundation@bpwfoundation.org and I would be happy to e-mail you the presentations as well.  Take care, everyone.   

It may just be some simple things like that, that mean the world to employees and just better ways of getting the job done and having more productivity and 

