Yale School of Medicine

Telecommuting Guidelines

In general, the School of Medicine believes that the administrative work of the School is best served when there can be direct contact among staff at meetings, informal discussions and impromptu conversations.   Collegial interaction among the faculty, students and staff is essential, and the staff can best support the needs of the faculty and students by maintaining certain core hours of operation and availability.   As a result, the expectation is that the vast majority of the staff work time will be spent on campus, where access to others during core hours can be easily accomplished.  The purpose of these guidelines is to identify those typical scenarios when specific, focused work may be in the School’s best interest to be done off-site.

Three typical situations that are appropriate for telecommuting include:

Episodic telecommuting of a few days duration by an individual in order to focus on completion of a project without the standard interruptions common in the workplace.  Intermittent telecommuting may also be used to accommodate an emergency need to be home, such as to care for a sick child, when the employee has a work load that can be accomplished from the remote location.  If no such work is available, the employee should be prepared to request vacation days.  

An employee on a leave of absence is the best individual to manage a limited task or function.  A department’s goals may be best served if a specialized task performed by the employee can be defined and expectations identified, and the employee voluntarily agrees to continue the work.  Such limited work at home during the leave can benefit both the institution and employee, particularly in the case of a childrearing leave or caregiver leave.  In the case of a medical leave, a health care provider’s written statement is required, indicating that the employee can perform the limited work while recuperating.

Recruiting or retaining the best individual to a position may include agreement to allow some specified period of work time, e.g. one day per week, to be accomplished at home.  Individuals should not be allowed to telecommute until the successful completion of the probationary period, or, for a promotion or transfer, until it is clear that the performance standards are being met in the new position.

Telecommuting does not include checking your email from home.

TELECOMMUTING GUIDELINES 

1. A telecommuting agreement is voluntary and mutually acceptable.  No employee can be required to telecommute.   No supervisor can be required to allow an individual to telecommute, nor is telecommuting an employee’s “right.”   

2. The arrangement must be in the best interests of the University. It should benefit the department as well as the employee.  In evaluating benefits to the department, some factors to consider include: 

· Does the nature of the work lend itself to telecommuting? 

· Jobs that entail working alone or working with equipment which can be kept at the alternate work site are often suitable for telecommuting. Examples: writer, editor, analyst, word processor, programmer. 

· Jobs that require physical presence to perform effectively are not suitable for telecommuting. Examples:  supervisor, manager, receptionist, student advisor, food service worker, custodian, maintenance worker.

      -
Jobs that require a high degree of collaboration, iterative conversations to refine the product, and/or group discussion to achieve goals are not suitable for telecommuting.

  -  Employees who telecommute should have a demonstrable history of


independent work, be highly self-directed and motivated, and not need 


constant collaboration with other workers. 

· Is the employee a good candidate for telecommuting?

· Telecommuting during the probationary period is not recommended, because of the need to clarify job responsibilities, establish relationships with co-workers and clients, and assess suitability for continued employment. 

· Employees who have performance problems, or who require close supervision, are not good candidates for telecommuting. 

· Some employees are not comfortable with physical isolation from other employees, or cannot create a home work space that is safe (for them and for University equipment and files) and free from distractions. 

· Sometimes employees who telecommute feel that they are "out of the loop" and are overlooked when it comes to various kinds of workplace opportunities. (For this reason, and others, telecommuting should not normally be done more than two or three days a week.) 

3. The focus in telecommuting arrangements must be on results. The supervisor should communicate in advance what assignments or tasks are appropriate to be performed at the telecommuting site, and what assessment techniques will be used to measure success in meeting performance standards. 

4.  Good telecommuting practices include:

· Requiring that the telecommuter is accessible to on-site workers.  Communications tools may include cell phone, Instant Messenger, teleconferencing, beeper, or a second phone if the telecommuter is using a phone line instead of DSL or cable modem to connect to the network. 

· Ensuring all forms of information (paper, electronic, conversations) are kept secure and confidential:

· Install Antivirus software, update the software & virus definitions weekly, and scan for new viruses at least weekly 

· If connecting to the network via DSL, cable modem or non-University dial-in (e.g., SNET, AOL), use the University’s VPN or Proxy servers

· Use a personal firewall if using DSL or cable modem 

· Disable or restrict file sharing.

5.  The arrangement should specify: 

· Days and hours the employee is expected to be working in the department 

· Hours the employee is expected to be working and reachable at the telecommuting site 

· Methods of contact (such as dedicated phone line, voice mail, modem, fax, beeper, etc.) 

· Times and frequency of contact (in both directions) 

· Estimated duration of Telecommuting arrangement.

6.  Telecommuting must comply with University policies.  The agreement should be a letter signed by both the supervisor and the telecommuter (sample attached). A copy must be given to the employee; the original should be kept in the employee’s file.  See:  http://www.yale.edu/ and http://info.med.yale.edu/finops/management/polandproc.html 

7.  The agreement letter should include statements that: 

· The employee is responsible for required equipment and supplies 

· In the event that it is appropriate for University-owned equipment and materials to be used, the employee should agree not to use, or allow others to use, such equipment for purposes other than University business; the University is entitled to reasonable access to its equipment and materials. 

· The employee should ensure equipment and materials are covered by their own homeowner’s insurance.

· On-going expenses, such as phone lines, are considered among the normal costs (such as professional wardrobe, briefcases, etc.) of maintaining a career and should be funded by the employee.  (University funding of these expenses should only be considered if the supervisor can prove the expenses are a critical part of the job requirements unrelated to the telecommuting agreement.  For example, a systems administrator who was required to have instant 24 hours per day, 7 days per week access to systems job would have a critical need for home access to the network, but an administrator who chose to work at home to avoid interruptions or to answer email at night and on weekends would not.  If a supervisor wishes to provide funding, we require written sign-off from a superior.)

· The employee agrees to maintain a safe work environment, and the employee agrees to hold the University harmless for injury to self or others at the telecommuting location. 

· Management retains the right to modify the agreement on a temporary basis as a result of business necessity (for example, the employee may be required to come to campus on a particular day), or as a result of an employee request supported by the supervisor. 

· The arrangement is voluntary, and may be terminated at any time by either party, with specified notice. 

8.       Departments that have telecommuting employees with University-owned laptop computers should consider enrolling in the STOP program; a national registry for the lifetime of the laptop that makes resale of the items impossible if stolen.  The program is offered from an outside vendor, and the cost to enroll each laptop is one-time fee of $20.  Departments and individuals can contact Security Programs at 737-5728.  Although enrollment in the STOP program does not affect the University property insurance policy, personal property owned by Yale University is covered by the University property insurance policy.  If the property is lost, stolen or damaged beyond repair, reimbursement, less a $1,000.00 deductible, is made to replace the original property with a like kind and quality property.

9.  Questions should be directed to your Human Resources representative. 

Sample letter from supervisor to employee

Dear *****:

I write to confirm our mutual understanding of the conditions under which we have agreed you will telecommute.  During the period ____ to _____,  (or From **/**/** until terminated by either party) you will be responsible for the work associated with the project/task of  ______________________.  This includes:

1. _______________________________________________,

2. _______________________________________________, 

3. _______________________________________________, and 

4. _______________________________________________.

As we have agreed, you will be available for phone calls and email exchanges during the hours of _____-_____ on ____________. (or …you will respond to all phone messages, emails and faxes by no later than the next morning, whether still telecommuting or at the office.)

It is understood that you will comply with all University policies and procedures.  Confidentiality of University documents is your responsibility, and you will take all appropriate measures to ensure that confidentiality is maintained.  You will provide

___________(equipment) and ensure a safe, secure environment for yourself, others in your home and University documents and information.

We have agreed that telecommuting is an opportunity for both you and the department to benefit.  However, circumstances may make it untenable to continue this arrangement.  Either party can terminate this arrangement by providing _______ days notice. 

____________________________


____________________________

Supervisor’s signature




Employee’s signature

Date:






Date:

Attachment:  Written medical provider documentation concurring that the employee can physically perform the work for up to X hours per week (if a medical leave of absence).

SAFETY CHECKLIST FOR TELECOMMUTERS 

The following checklist is recommended for use by each telecommuter in organizing an alternate work site. The telecommuter should review this checklist prior to the start of telecommuting.  The safe set-up and on-going maintenance of the telecommuting site is the employee’s responsibility.  

Ergonomics


Desk, chair, computer, and other equipment are of appropriate design and arranged to eliminate strain on all parts of the body. See:  http://www.yale.edu/ergo/cw.htm 

Work Site


Telecommuter has a clearly defined workspace that is kept clean and orderly.


The work area is adequately illuminated with lighting directed toward the side or behind the line of vision, not in front or above it.


Exits are free of obstructions.


Supplies and equipment (both departmental and employee-owned) are in good condition.


The area is well ventilated and heated.


Storage is organized to minimize risks of fire and spontaneous combustion.


All extension cords have grounding conductors.


Exposed or frayed wiring and cords are repaired or replaced immediately upon detection.


Electrical enclosures (switches, outlets, receptacles, junction boxes) have tight-fitting covers or plates.


Surge protectors are used for computers, fax machines, and printers.


Computer components are kept out of direct sunlight and away from heaters.
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