Got Mobile Employees? Now What?
[bookmark: _GoBack]Effective performance management is important to the success
 of a mobile workforce

To assist in the transition and ensure the success of mobile employees, there needs to be a well thought-out process and plan in place. Similar to in-office workers, mobile employees require clear expectations, frequent check-ins and constructive feedback to be successful. The following information lays out some high-level steps for managers to use to successfully manage a more mobile workforce.
Importance of trust
The trust between managers and employees is key. For an employee to be given the option of being mobile, the issue is whether there are sufficient examples in the employee’s performance to indicate the person is willing and able to do what is expected in their position. If an employee works effectively in the office, there is a greater chance they will work effectively in a mobile setting.
Ensuring a clear understanding of responsibilities is also important. 
Managing by results
It is the supervisor’s responsibility to effectively and equitably manage the performance of all employees, both on-site and mobile. Clear and consistent performance management principles should guide managers as they work with employees to create mobility options, including telework. The focus should be on the final product, not necessarily on the process used to develop it. Performance management involves two different objectives: stating attainable work goals and standards as well as reviewing performance and giving feedback.
To specify attainable work goals, these questions must be answered:
· What must be done?
· Why must it be done?
· How well must it be done?
· By when must it be done?
· What constitutes a job that is complete?
Be clear with employees on methods to assess their performance. Keep these four tried-and-true feedback guidelines in mind:
1. Be specific about what the person did. Subjective comments such as “this is sloppy work” are vague and unhelpful.
2. Limit feedback to priority work products. Begin with the changes that will account for the most improvement and most value. Remember to provide positive feedback when work is done well.
3. Provide timely feedback.
4. Give positive and negative feedback.
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There are many tools to assist in communicating performance expectations. A Performance Development Plan is a good template for annual reviews, but frequent check-ins and updates are helpful.

Developing work plans and task schedules
When giving assignments to employees, regardless of their location, clearly define what needs to be accomplished and the accompanying schedule.
A structured work plan greatly reduces the chance that the employee will go off course. Works plans also give the manager an opportunity to coach and develop the employee by involving them in the process of plan development. In addition, a work plan makes it easier to assess performance.
Structured work plans can involve:
· Office objectives to meet
· Tasks to be accomplished
· Products to be developed
· Time frame for completing tasks
· Schedule for accomplishing interim milestones (for longer-term assignments)
· Who else needs to be involved and what resources may be needed
· Criteria or standards for evaluating performance
Work plans should complement performance management processes and procedures, not replace them. 

Measuring productivity
The complex nature of much office work makes it hard to measure productivity. But that shouldn’t stop managers from developing measures. Regardless of where they work, all employees should produce the same amount of work/number of products. Thus having measurements is essential. If there are no solid performance measures in place for staff, then enabling mobility could be a great opportunity for managers to begin developing them. You can measure productivity by establishing specific objectives for your employees to meet, both individually and as a group. You then measure the group’s performance, and the performances of individual employees, according to how well they meet these objectives.
Components of productivity measures for workers include:
· Quality of work produced
· Quantity of work produced
· Timeliness of work products submitted
· Timely and appropriate communication with managers and coworkers
· Timely and appropriate responses to email, phone calls and requests from managers and coworkers
· Written or verbal progress reports or reviews

You can measure productivity for workers with consistent short check-ins, typically referred to as huddles. These can be in person or virtual. Daily huddles bring staff together to keep coworkers up to date on work activities and enable them to address issues as they occur. This frequent communication between a supervisor and subordinates places accountability on all members of a team.

Email is another method to assess productivity for mobile employees. An email sent at the beginning of an employee’s shift could outline their daily activities/objectives. Email at the end of the shift could summarize tasks completed, unexpected items, tasks not completed and areas where additional assistance might be required.

Some of these tools may work for a particular team but not your team. Most tools are permanent solutions but some maybe implemented on a temporary basis. The trick is to use what will benefit your team.

Evaluating/revisiting expectations
Although performance evaluations are typically undertaken on a limited basis, more frequently conducted evaluations based upon changing workloads/assignments are recommended. If an employee is not performing up to expectations, responding in a constructive and timely manner is indicated. Focus the conversation with the employee on possible solutions and expected results to alleviate the problem.

Solutions may include one or a combination of:
· Better-defined expectations
· Setting a time frame for the employee to demonstrate an improvement
· Resolving other circumstances that may have contributed to the unsatisfactory performance
· Rescinding the mobile arrangement
If a mobile employee is no longer successful in their arrangement due to a performance issue, then the agreement can be canceled in accordance with agency policy. These cancellations require proper notice to the employee and should occur only after reasonable attempts have been made to resolve the issue(s).

Supervisor Self-Assessment – Managing Mobile Staff
Supervisors will want to consider the effect of managing mobile employees on their supervisory and communication styles. Some supervisors require more interaction with staff members while others prefer to let employees pursue their work with little direct supervision.
Either style can work in a mobile arrangement if plans and procedures are established to respond to these style issues. While there is no “one best style” of management for supervising mobile employees, it is important to include work style considerations as you transition. Your sensitivity and patience during everyone’s adjustment (including yours) to a new arrangement will contribute to its success.
Answer the following questions to assess your own supervisory style and expectations. In providing answers, consider what, if any, actions you should take to ensure that your style and expectations promote mobility for employees.

1. How much autonomy do your employees current have, whether they are mobile working or not? How much autonomy do they want?

2. Do you have performance expectations in place for your employees, regardless of whether they are mobile working? How will you respond if positive or negative changes occur in employee performance, morale or collaboration?

3. How will you keep mobile workers connected to your workplace culture and informed about what is happening in the office?

4. Considering the nature of your employees’ work, what is the maximum amount of time you would want them to mobile work?

5. How will you manage perceptions of fairness if some employees, but not all, are allowed to mobile work? Is this a concern?

6. How will you supervise employees that are in different locations? What changes do you think you will need to make to your supervisory style?
(Adapted from Maryland’s Department of Budget and Management www.dbm.maryland.gov/employees/telework/Pages/TeleworkHome.aspx.)

Management Behaviors


	
· Do trust your employees.
· Do be certain that you and your employees complete any program surveys or feedback forms.
· Do use your mobile arrangements to optimize your management skills.

· Do manage by results.
· Do try being mobile yourself when you have the opportunity. It offers insight to benefits and challenges.
· Do try to see things from the employee’s perspective.
· Do keep your mobile staff in mind when setting program goals.

· Do delegate work fairly in daily activities. Keep an eye out for mobile workers who feel isolated.

· Do encourage communication between a coworkers and customers and mobile workers.
	
	
· Don’t make curfew checks.
· Don’t check on mobile employees every hour for status updates.

· Don’t ignore or neglect your mobile employees.

· Don’t set up unrealistic deadlines.
· Don’t ignore problems.
· Don’t set unreachable goals.
· Don’t expect perfection; adjustments are inevitable.

· Don’t allow one unsuccessful experience effect the program’s reputation.

· Don’t expect everyone to be successful at mobile work.

· Don’t talk about mobile employees like they are off work. Mobile workers are working and available and responsive.


(Adapted from Telework Virginia http://www.teleworkva.org/.)

Manager Responsibilities
1. Supervisor self-assessment: All supervisors should review a self-assessment of the behaviors noted above.

2. Agency’s telework policy: If you will be supervising teleworkers, you need to be familiar with your agency’s telework policy and applicable collective bargaining agreements. This helps ensure that all telework agreements are in compliance with requirements and regulations. If an employee is interested in telework, you should refer them to the policy so they have an opportunity to review it.

3. Clear expectations: Similar to office-based workers, employees who telework, require clear expectations.

4. Clearly discuss what is expected of your teleworkers in terms of work procedures. As with any kind of work arrangement, ensure a mutual understanding of work assignments, expected products and required time frames. Telework removes some opportunities for casual communication encounters where work goals and progress can be discussed “on the fly.” Those casual meetings should be replaced by more deliberate discussions, which may require planning in advance.

5. Equitable expectations/performance standards: Although teleworking may allow employees to be more efficient because they are working with fewer distractions, there should not be a change in the quantity of work you assign, changes in your expectations or changes in performance standards. Telework does not change an employee’s job responsibilities. It simply changes where the work is done.

6. Performance management: Performance management techniques create a results-oriented approach that help managers to make a smooth and easy transition to managing teleworkers. Performance standards for employees do not change whether they are on-site or off-site.

7. Communication: Establish effective communication methods for staying in touch with teleworkers and for enabling/encouraging them to stay in touch with coworkers and customers. Effective communication is key. Communication with a teleworker is typically a mix of face-to-face conversations, live phone calls, voicemail, email, and audio or web conferencing. Ensure your staff has access to agency-approved technology to facilitate and maintain effective and convenient communication among your teleworkers, their in-office peers and customers. Remember that no manager has total access to their staff all the time even if they all work in the office.

8. Feedback loop: Check in monthly or more frequently to discuss what works and what doesn’t work. Consider asking your employee questions like:
a. What’s one thing you’re excited about?
b. What’s one thing you are worried about?
c. What’s one thing I (supervisor) can do better to help you with your job?
d. What’s one thing you (employee) can do to improve at your job?

9. Performance problems: If your staff, either mobile or in-office, begins having performance problems, they need to be addressed. When an employee exhibits performance problems, it may not be caused by teleworking. Communicate clearly on unsatisfactory work results and develop methods, in concert with the employee, to meet performance expectations. It’s important to clarify procedures for discussing performance problems upfront and for suspending or stopping teleworking.

Bottom line: communicate expectations, establish standards, review frequently and be equitable.

Employee Responsibilities
1. Clearly discuss what is expected of your employees in terms of work procedures. As with any kind of work arrangement, ensure there is a mutual understanding of work assignments, expected products and required time frames. Although the supervisor is ultimately responsible for the functioning of the work group, the employee should keep their supervisor up to date on their schedule, making contact when mobile and the status of all pending work. Employees who would like to be mobile should be prepared to report to their supervisors on any projects, issues or successes.

2. Performance Management: Performance standards for employees do not change whether they are on-site or off-site.

3. Feedback loop: Feedback loops involve supervisors checking in monthly or more frequently with employees to discuss what works and what doesn’t work. Consider asking your employee questions like:
a. What’s one thing you're excited about?
b. What’s one thing you are worried about?
c. What’s one thing I (supervisor) can do better to help you with your job?
d. What’s one thing you (employee) can do to improve at your job?

4. Establish good habits: Coach employees to consider using the following good working habits:
a. Plan tasks at least a day ahead of time.
b. Communicate regularly with supervisor and office staff.
c. Stick to all deadlines.
d. Maintain or increase performance level.
e. Attend all department and group meetings.
f. Keep supervisor informed of progress.
g. If being mobile is not working out, talk to your supervisor.
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