FSA TIME and ATTENDANCE STUDY

OF ALTERNATIVE WORK SCHEDULE (AWS) 

AND FLEXI-PLACE

EXECUTIVE OVERVIEW


The study group was tasked by senior leadership with examining the impact of Time and Attendance options (specifically, compressed schedules (AWS) and Flexiplace), on the FSA workload.  The group analyzed the impact that AWS and Flexiplace agreements have on FSA managers' ability to succeed in accomplishing the FY03 Performance Plan action items.   

The group reviewed existing Office of Personnel Management (OPM) and ED rules/regulations, documented current practices and their perceived impact on workload, and identified perceived problems with the current state.  
The group first surveyed all enterprise heads to determine the current state.  The “As Is” chart contains the consolidated data, documenting the number of FSA employees who currently have AWS and Flexiplace agreements in place.  Data was requested and received from all enterprise areas.   The chart is based upon responses from the 13 senior managers reflected on the current FSA organization chart.    


After carefully reviewing the appropriate ED Personnel Manual Instruction (PMI) documents, the group determined that existing guidelines provide managers sufficient authority to manage the Performance risks that AWS and Flexiplace pose.


ED Personnel Manual Instruction (PMI) 610-3, dated 09/27/96, establishes authority as well as procedures for Alternative Work Schedules for Non-Bargaining Unit Employees.    Under Part II, “Policy”, it clearly states that “supervisors should approve employees’ requests for specific AWS to the extent that they do not compromise the efficiency of ED operations, increase costs, reduce productivity, or diminish the level of service to the public (italics added in this and next three paragraphs).”  Part V, “Responsibilities”, specifies responsibilities for senior officers, supervisors and employees. “Senior officers are responsible for administering AWS within their organizations to ensure that flexible and compressed schedules do not interfere with mission accomplishment.  Supervisors are responsible for ensuring adequate coverage between the hours of 8:00 a.m. and 4:30 p.m.; ensuring the accuracy of time and attendance reports; …; ensuring accountability and productivity of employees; …; and notifying employees as far in advance as possible when it is necessary to suspend or change their work schedules because of operational needs or interference with the Department’s mission.”  PMI 610-3 can be read in its entirety at “http://connected.ed.gov/Documents/wp_pmi_610-3.doc”.


The Collective Bargaining Agreement (CBA), dated 02/23/95, addresses the AWS procedures for bargaining unit employees in Article 40.  Section 40.06 “Establishing the Schedule”, paragraph (c) states that “the supervisor will consider such things as 1) workload, 2) the work unit’s ability to efficiently and effectively accomplish its functions, including service to both internal and external customers, 3) the needs of the unit’s employees, and 4) the requirement to ensure cognizant supervision to the same extent it is required for overtime.”   Further, Section 40.10 (d) “Supervisor-initiated changes”, specifies that “supervisors may have to temporarily change employees’ compressed schedules or require change to accommodate training, travel schedules, pressing work needs, etc.  Employees on gliding schedules and flexitour may have to make comparable, temporary changes in their actual reporting times.”  


CBA Section 40.14 specifies that the employer may periodically assess the impact of alternative work scheduling on such factors as 1) productivity of the Department, 2) the level of services furnished to the public, and 3) the cost of Department operations.  Article 40 is available in its entirety at “http://connected.ed.gov/documents/wp_work_CBA.doc”.


ED PMI 368-1, dated 08/30/95, likewise establishes authority as well as procedures for Flexiplace (alternative workplace arrangements).  In general, Flexiplace is a model workplace initiative put into place “to attract and retain employees in critical positions, increase Department flexibility, reduce commutes and help employees meet work and family concerns.  In addition, the Flexiplace program is a vehicle to facilitate cost reductions and improve work operations and customer service by increasing employee morale and productivity…”.  Part IV, “Policy”, stipulates, “participation in the Flexiplace program is a benefit, not a right”, and that “an employee’s participation…shall not adversely affect the Performance of other employees, nor shall put a burden on staff remaining in the office.  An equitable distribution of work must be maintained and methods should be instituted to ensure that employees working in the office do not have to handle the Flexiplace employee’s work.”


Under ED PMI 368-1, approving officials (heads of the Principle Offices or their designees) shall “approve all positions suitable for the Flexiplace program.”   When Flexiplace is worked on an “as-needed” basis, employees and supervisors must agree on the specific task(s) and the time necessary to complete it(them) during the employee’s day off-site, and the length of time each temporary Flexiplace arrangement should last.”  PMI 368-1 can be read in its entirety at “http://connected.ed.gov/Documents/pol_wp_pmi_368-1P1.doc”.


OPM has encouraged agencies to use human capital flexibilities to help tailor their personnel approaches to accomplish their unique missions.  OPM also has strongly supported the use of family-friendly programs, indicating that they can help to attract and retain quality employees, boost morale and reduce unscheduled leave.  As part of the Secretary’s “culture of accountability”, employees must perform at a high level to “earn” these benefits.    

GAO ‘s Report (GAO-03-2) on “Human Capital: Effective Use of Flexibilities Can Assist Agencies in Managing Their Workforces”, dated December 2002, cited flexible work schedules as being among the effective flexibilities most cited by agency managers and supervisors, HR officials and union representatives.  The report also related that “although some supervisors told us that such schedules can be a challenge to manage, these supervisors stated that this scheduling flexibility increases employee morale, strongly motivates employees, and allows employees to be more flexible in accomplishing job responsibilities.  The report can be accessed in its entirety at “http://www.gao.gov/”.

HR Flexibilities are one of the sub-items (under “Talent”) on OPM’s Human Capital Plan, created in response to the President’s Management Agenda.  As such, progress in this area is among the items measured on the OMB scorecard.  It is critical that FSA align itself with government-wide and Department policy by demonstrating a commitment to support employees through the use of Flexi-tour (AWS) and Flexi-place options.  Encouraging the use of these flexibilities promotes employee satisfaction and reduces absenteeism, as well as demonstrates the managers’ trust and faith in their employees.   

SIGNIFICANT FINDINGS:  After considering the percentages of FSA employees who are currently working AWS and/or Flexiplace, as well as the responses from senior managers to the questionnaire, the group did not find that either AWS or Flexiplace poses a risk to accomplishing the Performance Plan action items.   According to the responses received to the questionnaire, the majority of managers don’t see AWS or Flexiplace as a problem.  There were a certain number of responses which expressed concern or negativity, but this may have more to do with the nature of the work those supervisors are managing.  Managers currently have the authority to manage AWS and Flexiplace to ensure their office is covered during hours of operation.

RECOMMENDATIONS: The group recommended that FSA managers annually re-evaluate work schedules to ensure workload demands are met, and new managers should review work schedules upon assuming the position to ensure that they are still appropriate.  Managers should be given the opportunity to “refresh” or improve their understanding of current guidelines, in whatever manner is appropriate for that organization.   Some managers expressed the desire for training in dealing with HR issues.  They should be provided with whatever resources they need in order to better understand how to use these policies to FSA’s best advantage on the Performance Plan action items.  Anne Teresa of FSA U will review current training curricula to ensure AWS and Flexiplace training fully meets the needs of FSA managers.
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