
 

  



  



ENABLING A MOBILE WORKFORCE: How to Implement Effective Teleworking at 
US Department of Energy National Laboratories 

iii 

 
 

 
Enabling a Mobile Workforce 
HOW TO IMPLEMENT EFFECTIVE TELEWORKING AT  
US DEPARTMENT OF ENERGY NATIONAL LABORATORIES 
 
 
A Guidebook and Toolkit 
 
 
 
 
 
May 2017 

 

 

 

 

 

  



 

 

 

 

DOCUMENT AVAILABILITY 

Reports produced after January 1, 1996, are generally available free via US Department of Energy 
(DOE) SciTech Connect. 
 
 Website http://www.osti.gov/scitech/ 
 
Reports produced before January 1, 1996, may be purchased by members of the public from the 
following source: 
 
 National Technical Information Service 
 5285 Port Royal Road 
 Springfield, VA 22161 
 Telephone 703-605-6000 (1-800-553-6847) 
 TDD 703-487-4639 
 Fax 703-605-6900 
 E-mail info@ntis.gov 
 Website http://www.ntis.gov/help/ordermethods.aspx 
 
Reports are available to DOE employees, DOE contractors, Energy Technology Data Exchange 
representatives, and International Nuclear Information System representatives from the following 
source: 
 
 Office of Scientific and Technical Information 
 PO Box 62 
 Oak Ridge, TN 37831 
 Telephone 865-576-8401 
 Fax 865-576-5728 
 E-mail reports@osti.gov 
 Website http://www.osti.gov/contact.html 

 

This report was prepared as an account of work sponsored by an 
agency of the United States Government. Neither the United States 
Government nor any agency thereof, nor any of their employees, 
makes any warranty, express or implied, or assumes any legal liability 
or responsibility for the accuracy, completeness, or usefulness of any 
information, apparatus, product, or process disclosed, or represents 
that its use would not infringe privately owned rights. Reference herein 
to any specific commercial product, process, or service by trade name, 
trademark, manufacturer, or otherwise, does not necessarily constitute 
or imply its endorsement, recommendation, or favoring by the United 
States Government or any agency thereof. The views and opinions of 
authors expressed herein do not necessarily state or reflect those of 
the United States Government or any agency thereof. 

 

http://www.osti.gov/scitech/
http://www.ntis.gov/help/ordermethods.aspx
http://www.osti.gov/contact.html


ENABLING A MOBILE WORKFORCE: How to Implement Effective Teleworking at 
US Department of Energy National Laboratories 

v 

 

Table of Contents   
Acknowledgments ....................................................................................................................................... vii 

List of Acronyms ........................................................................................................................................... ix 

Overview ....................................................................................................................................................... 1 

Telework Implementation Plan ..................................................................................................................... 3 
Define Your Policy ..................................................................................................................................... 4 
Develop Your Infrastructure ..................................................................................................................... 5 
Collect and Report Your Data.................................................................................................................... 7 

Employee Communication Strategy ........................................................................................................... 11 
Create Awareness ................................................................................................................................... 12 
Build Interest ........................................................................................................................................... 13 
Maintain Engagement ............................................................................................................................. 14 

Progress at Partnering National Laboratories ............................................................................................ 17 
Brookhaven National Laboratory ............................................................................................................ 17 
Idaho National Laboratory ...................................................................................................................... 17 
National Energy Technology Laboratory ................................................................................................. 17 
National Renewable Energy Laboratory ................................................................................................. 18 
Oak Ridge National Laboratory ............................................................................................................... 18 
Pacific Northwest National Laboratory ................................................................................................... 19 
Summary ................................................................................................................................................. 19 

Telework Toolkit ......................................................................................................................................... 21 
Sample Telework Policies / Procedures .................................................................................................. 23 

INL’s Laboratory-wide Telework Procedure ....................................................................................... 23 
NREL’s Telework Procedure ................................................................................................................ 27 

Sample Telework Guides ......................................................................................................................... 28 
PNNL’s Telework Guide for Staff......................................................................................................... 28 
PNNL’s Telework Guide for Managers ................................................................................................ 31 

Sample Candidate Assessments for Teleworking ................................................................................... 36 
NREL’s Candidate Assessment for Teleworking .................................................................................. 36 

Sample Home Office Safety Guidelines .................................................................................................. 37 
INL’s Self-Certification Safety Checklist for Telecommuting Location and Inspection Sheet ............. 37 
NREL’s Teleworking/Home Office Safety Guidelines .......................................................................... 38 

Sample Telework Agreements ................................................................................................................ 39 
INL’s Telework Agreement .................................................................................................................. 39 
NREL’s Telework Agreement............................................................................................................... 40 
ORNL’s Telework Agreement .............................................................................................................. 41 
PNNL’s Telework Agreement .............................................................................................................. 42 

Sample Telework Training Modules ........................................................................................................ 43 
PNNL’s Telework Training for Staff ..................................................................................................... 43 
PNNL’s Telework Training for Managers ............................................................................................ 50 

Sample Equipment Requirement Checklist............................................................................................. 57 
INL’s Equipment Requirements Self-Certification Checklist ............................................................... 57 



vi Table of Contents 
  

 
Sample Timekeeping Procedures ............................................................................................................ 58 

NREL’s Timekeeping Procedure .......................................................................................................... 58 
Sample Commuter Surveys ..................................................................................................................... 59 

INL’s Commute Survey ........................................................................................................................ 59 
Sample Promotional Material ................................................................................................................. 60 

PNNL’s Telework Fact Sheet ............................................................................................................... 60 
Sample Telework Website Layouts ......................................................................................................... 61 

NREL’s Telecommuting Website ......................................................................................................... 61 
PNNL’s Teleworking Community Website .......................................................................................... 61 
 

 



ENABLING A MOBILE WORKFORCE: How to Implement Effective Teleworking at 
US Department of Energy National Laboratories 

vii 

 

Acknowledgments 
On behalf of the US Department of Energy’s Sustainability Performance Office, Oak Ridge National 
Laboratory (ORNL) compiled this report of best practices for implementing effective teleworking at DOE 
National Laboratories. Teleworking reduces emissions associated with traditional commuting practices 
and contributes to sustainability efforts required by Executive Order 13693, among other benefits such 
as reduced employee commuting costs and local traffic congestion. Numerous parties assisted ORNL in 
the collection of data and provided valuable insights, as referenced throughout the report, including 
inputs to the supplemental Telework Toolkit, complete with sample resources proven to help plan, 
implement, and maintain a lab-wide telework option. Contributors to this report are as follows. 

US Department of Energy 
Emily Stoddart Conrad, Sustainability Performance Office 
Christina Rambo, Sustainability Performance Office  
 
Oak Ridge National Laboratory 
Teresa Nichols, Co-Lead, Sustainable Campus Initiative  
Amanda Ahl, Research Intern, Sustainable Campus Initiative  
 
Partnering DOE National Laboratories 
Sadie Bender, Economist, Pacific Northwest National Laboratory  
Cheri Hall, Telework Coordinator, National Energy Technology Laboratory 
Christopher Ischay, Manager, Sustainable INL Program, Idaho National Laboratory  
Mike Moran, Jr., Facility Energy Specialist, Pacific Northwest National Laboratory 
Lissa Myers, Transportation Manager, National Renewable Energy Laboratory 
Frank Rukavina, Sustainability Director, National Renewable Energy Laboratory 
Jeffrey Williams, ESH Engineer, Brookhaven National Laboratory 
 
Other Contributors 
Karen Sikes, CSRA Inc. 
 

For additional information, contact the DOE Sustainability Performance Office, 
sustainability@hq.doe.gov, 202-586-8645.  

mailto:sustainability@hq.doe.gov


 

 

 

 

 

 

 

 

 

 

 

  



ENABLING A MOBILE WORKFORCE: How to Implement Effective Teleworking at 
US Department of Energy National Laboratories 

ix 

 

List of Acronyms 
BNL  Brookhaven National Laboratory 
DOE  US Department of Energy 
EO  Executive Order 
FAQ  Frequently asked questions 
FEMP  Federal Energy Management Program 
FY  Fiscal year 
GHG  Greenhouse gas 
HR  Human Resources 
INL  Idaho National Laboratory 
IT  Information Technology 
NETL  National Energy Technology Laboratory 
NREL  National Renewable Energy Laboratory 
ORNL  Oak Ridge National Laboratory 
PNNL  Pacific Northwest National Laboratory 

SSP  Site Sustainability Plan  



x Table of Contents 
 

 

  



ENABLING A MOBILE WORKFORCE: How to Implement Effective Teleworking at 
US Department of Energy National Laboratories 

1 

 

Overview 
Teleworking, also known as telecommuting, has grown in popularity 
in today’s workforce, evolving from an employment perk to a 
business imperative. Facilitated by improved mobile connectivity 
and ease of remote access, employees and organizations are 
increasingly embracing teleworking due to numerous benefits, 
including:  
 

 Improved Job Satisfaction. Improved job satisfaction is 
shown to be attainable through telework options. A 2007 
study from Pennsylvania State University indicates that 
teleworking can increase perceived autonomy, job 
satisfaction, and performance as well as reduce work-life 
conflict and any stress related to roles and expectations. In addition, this study found no 
incurred detriment to workplace relations and communication.1 Furthermore, teleworkers can 
save time, avoid stress, and reduce costs associated with traditional commuting. 
 

 Increased Productivity. A multitude of telework studies quantify the real benefits for employees 
and employers. For instance, a 2014 study from Stanford University shows that teleworking as a 
modern management practice can in fact increase productivity levels, contrary to the traditional 
belief that working from home leads to increased distractions and a lack of time management. 
In fact, employees often find that their telework location offers fewer distractions, thus 
enhancing creative thought. This study found that a 13% increase in performance is achievable 
with teleworking, through an increase in hours worked as well as productivity during these 
hours.2 Furthermore, employees set up to telework experience less overall down time since they 
have the ability to work on snow days, during sick leave, and outside traditional working hours. 
 

 More Stable Workforce. In addition to employees, distinct benefits for supervising managers 
and the organization as a whole are also important to be communicated. For instance, the 
aforementioned 2014 Stanford University study indicates that based on a series of case studies 
and surveys of various companies, reduced turnover and absenteeism levels as well as higher 
profitability are a positive result of teleworking. This assumes that supervisors are well trained 
and capable of managing teleworkers. Studies also show that telework options serve as effective 
recruitment and retention tools,3 as well as offer more employment opportunities for untapped 
labor forces (e.g., disabled, part-time, retired, long distance).4   

 

 Improved Environmental Sustainability. Greenhouse gas (GHG) emissions mitigated through 
telework also help National Laboratories contribute to the US Department of Energy’s (DOE) 

                                                           
1
 Gajendran, Ravi S.; Harrison, David A. (2007). “The Good, the Bad, and the Unknown About Telecommuting: Meta-Analysis of 

Psychological Mediators and Individual Consequences,” Journal of Applied Psychology, 92(6), 1524–1541. 
2
 Bloom, Nicholas; Liang, James; Roberts, John; Ying, Zhichun Jenny (2014). “Does working from home work? Evidence from a 

Chinese experiment,” The Quarterly Journal of Economics, 130 (1), 165–218. 
3
 Telework.gov 

4
 Smart Travel Options - ORNL Commute Report: Survey Results and Recommendations, Oak Ridge National Laboratory, April 

2010. 

What is Telework? 

Telework is a work 

arrangement that allows an 

employee to perform work, 

during any part of regular, 

paid hours, at an approved 

alternative worksite (e.g., 

home, telework center)  

Source: Telework.gov 
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percent reduction targets for Scope 3 GHG emissions set forth in Executive Order (EO) 13693. 
This EO, entitled “Planning for Federal Sustainability in the Next Decade,” defines Scope 3 
emissions as those from sources not owned or directly controlled by a Federal agency but 
related to agency activities such as vendor supply chains, delivery and transportation services, 
and employee travel and commuting. Specifically, DOE aims to reduce Scope 3 emissions to 25% 
below 2008 levels by 2025. Furthermore, fewer miles traveled translates to decreased traffic 
congestion and air pollution, benefiting the community. 

According to GlobalWorkplaceAnalytics.com, 50% of the total US workforce holds positions that allow 
for at least some level of teleworking, and approximately 20–25% of the workforce have chosen to 
telework at some level. These percentages are fairly consistent with telework statistics for Federal 
employees, with approximately 44% of positions allowing telework and 31% of employees choosing to 
telework, as shown in the figure below. Of the total US workforce, 80–90% of employees have expressed 
interest in teleworking, specifying 2 to 3 days weekly as ideal for maintaining the proper mix of 
concentrative and collaborative work. This source also states that at the close of 2014, 3.7 million 
employees (2.8% of the US workforce) were working from home more than half of the time, and 
teleworking growth (5.6%) outpaced employee population growth (1.9%) from 2013 to 2014. 
 
Teleworking is deemed a viable option for National Laboratories when work can be performed away 
from the lab with at least the same level of efficiency and quality as when it is performed at the lab and 
continues to meet the needs of stakeholders, both internal and external. To help labs achieve this level 
of viability, best practices for implementing or improving telework programs at National Laboratories 
that will maximize the above benefits to both employees and employers are presented in this report. 
Pertinent information on each step of the process is described in the following chapters, and sample 
documents are provided in the accompanying Telework Toolkit. 
 

Results from the 2015 Federal Employee Viewpoint Survey (Source: Telework.gov) 
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Telework Implementation Plan 
Before initiating a telework option, a National Laboratory should prepare and implement a 
straightforward, methodical plan that aligns well with its workforce and culture. While this process can 
seem quite overwhelming in the beginning, it can be simplified if first broken down into key areas and 
then into individual steps. This chapter provides a high-level telework roadmap with best practices for 
not only facilitating telework implementation, but also for growing participation and maintaining 
engagement among staff. Each section provides step-by-step guidance for the three key areas of 
telework implementation – “Define Your Policy,” “Develop Your Infrastructure,” and “Collect and Report 
Your Data.” Numerous references to the Telework Toolkit are made throughout this chapter, guiding 
readers to helpful sample documents already in use by National Laboratories with existing telework 
options. 

 

  

Successful implementation of a telework option is based on three key steps 
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Telework Goals should 

be SMART: 

 Specific 

 Measurable 

 Attainable 

 Realistic 

 Time specific and timely 

Source: Telework.gov 

 

DEFINE YOUR POLICY 
A telework policy provides the foundation for determining candidate eligibility and establishing long-
term success. Goal setting and monitoring activities will help labs assess whether the policy is effectively 
contributing towards their overall mission and the welfare of their staff.  

 Telework Committee. The first step towards creating a telework option at a National Laboratory is 
to engage appropriate stakeholders and establish a telework advisory committee to 
o Define the scope of the program, i.e., the telework policy/procedure (sample Telework 

Policy/Procedures are located in the Telework Toolkit); 
o Leverage resources needed to implement all aspects of an effective telework option; and 
o Remain engaged in measures taken to continuously improve the telework option.  

 
Multiple departments across the lab will play a critical role 
in the program’s success, so their participation is needed 
from day one. Support from senior leadership is crucial, 
which will require a clear explanation of how the benefits 
to the lab outweigh the costs, both qualitatively and 
quantitatively. Representatives from Human Resources 
(HR), information technology (IT), finance/payroll, 
facilities, legal, training, and department heads will also 
provide valuable insight for creating a clear and consistent 
policy that can be seamlessly integrated into the entire 
lab’s normal operations. Inviting one or more employees 
who represent the interests of future teleworkers to join 
the committee may also add value. Before National 
Laboratories pursue a telework option, it is important that leadership commit adequate resources, 
both financial and non-financial, that ensure its successful rollout. 

Designate a Telework Coordinator to oversee the team’s activities and act as the point of contact 
for the entire program. This “champion” should have ample time to dedicate to the 
implementation, promotion, organization, maintenance, and reporting of the telework program. 
This individual would ideally have a proven track record of starting new programs. 

 Target Setting and Monitoring. Set specific, measurable, attainable, and time-bound goals that 
are relevant to the lab’s mission prior to rollout. Specific metrics may include energy use, 
recruitment and retention, productivity, and participant satisfaction. When setting goals, define a 
clearly articulated path and timeline for meeting them, the purpose of accomplishing each goal, 
the responsibilities of each party, the resources needed, and the proposed timeframe for 
completion. The Telework Enhancement Act of 2010 requires Federal Executive agencies (e.g., 
DOE) to set and assess telework participation goals and is a preferred guidance tool for such 
benchmarking.  

Progress toward goals should be measured regularly to identify areas for improvement and 
address them more quickly. Furthermore, accurate monitoring will serve as a foundation for 
measuring the value of teleworking efforts in terms of sustainability metrics. Sources of data for 
evaluating telework goals may include commuter surveys, focus groups, interviews, time and 
attendance systems, utility and building/office space data, and transit subsidy data. 
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DEVELOP YOUR INFRASTRUCTURE 
Once lab leadership has given the “green light” and a telework committee has been established, the 
necessary groundwork can be laid for offering an effective telework option at any National Laboratory. 
An official kickoff should not commence until all of the following resources/processes are in place and 
have undergone extensive review by the committee. 
 

 Telework Guide. For managers and staff who are fairly new to the telework concept, a step-by-
step guide is an effective way to help individuals determine whether teleworking is a viable 
option. Not only do such guides define the program and set general expectations, they also often 
contain handy checklists and unique tips that create a simple, straightforward process and 
personalize the experience for the individual. Sample telework guides for staff and managers are 
located in the Telework Toolkit.  

 

 Participant Selection Criteria. All National Laboratory employees are welcome to apply to their 
lab’s voluntary telework program, but managers will ultimately decide which employees are 
eligible candidates for teleworking. To help in this decision-making process, managers should 
consider completing an optional Candidate Assessment for Teleworking form (sample located in 
Telework Toolkit) to determine if the telework option would be mutually beneficial to the 
employee and the lab. Key considerations when making this decision include job tasks and 
location (e.g., center/office vs. laboratory) as well as the employee’s level of performance and 
length of employment.  

 

 

 
 

 Telework Agreement. Once a manager has approved an employee’s telework request, both 
parties should be required to sign a telework agreement, which lays out the lab’s policy and sets 
the terms for working at an alternative location. Contents often include guidelines for: 

Job traits that align / do not align well with telework (Source: PNNL)  
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 Maintaining a designated workspace that 
is free of safety hazards and non-work-
related distractions, as well as being 
ergonomically correct (samples of Home 
Office Safety Guidelines and Inspection 
Forms are located in the Telework 
Toolkit); 

 Location and anticipated frequency of 
teleworking;  

 Time and attendance reporting; 

 Accessibility expectations (e.g., phone 
and email) during agreed-upon work 
hours; 

 Transparency (e.g., accurate Outlook 
calendars, consistent availability through 
Skype for Business); 

 Appropriate administrative, technical, 
and physical safeguards to ensure 
security and confidentiality of records for 
staff who possess or remotely access 
sensitive information;  

 Liability associated with job-related 
injuries property damage at the home 
workplace; and 

 Acknowledgment of possible geographic-based municipal taxes.  
 

Inform candidates that teleworking is an employee privilege and not an entitlement, is voluntary, 
and may be terminated or modified at any time. In most cases, staff must be available to attend 
periodic business meetings, training sessions, and other activities on campus when requested by 
their supervisor. Signed copies of this agreement should be provided to the employee, manager, 
Payroll, and HR. Sample Telework Agreements are located in the Telework Toolkit.  

 

 Telework Training. Training modules tailored specifically to teleworkers and managers should be 
required in preparation for the remote work experience. Addendums to the training may be 
necessary to update teleworkers on recent policy changes. Annual refresher courses could also be 
useful. Furthermore, efforts should be made to educate non-teleworkers on how thoughtful 
interaction with their teleworking colleagues could contribute to team success and effect change. 
Two sample telework training sessions (one for managers and one for staff) are located in the 
Telework Toolkit. Telework.gov, managed by the US Office of Personnel Management, also offers 
online training for federal employees entitled “Telework 101 for Employees” and “Telework 101 
for Managers” in its Manager’s Corner. Some National Laboratories have chosen to engage 
outside IT consultants with expertise in designing similar training modules to maximize 
effectiveness. 

 
Telework training may also include refresher courses for commonly used collaborative tools to 
optimize remote work with colleagues. For example, Blue Jeans videoconferencing has been 
introduced at multiple National Laboratories for one-on-one and group virtual meetings in which 

ORNL’s Telework Agreement offers a clear 

and concise arrangement between staff and 

supervisors 
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participants can share desktop screens and 
presentations. Dropbox™ and MS SharePoint 
servers are also valuable tools that allow team 
members in different locations to store and 
share files on a single website.  

 

 Alternate Worksite Setup. Guidelines should be 
established to ensure that teleworkers have 
access to the equipment and IT support they 
need to be productive. For National 
Laboratories, the nature of the work will guide 
decisions as to what equipment and office 
supplies need to be provided (e.g., telephones, 
voice mail, printers, and monitors). These 
decisions are made on a case-by-case basis and 
should be clearly communicated in the 
Telework Agreement. The use of government-
owned computers and telecommunication 
equipment, including software, is often 
permitted in a teleworker’s alternate worksite, 
upon completion of proper paperwork (e.g., 
property removal pass). Also, IT should communicate with the teleworker shortly after the 
Telework Agreement has been signed to ensure secure and reliable remote access to the network, 
phone lines, etc.  Sample Telework Equipment Requirements Self-Certification Checklist are 
located in the Telework Toolkit.  
 

 Integration with Accounting Systems. By reporting alternative commuting practices, employees 
assist the lab in tracking progress toward sustainability goals, and reliable data collection provides 
a strong foundation for quantifying emissions. Hence, it is important to design and implement a 
quick and consistent way to log alternative commutes (e.g., telework, biking, carpooling, transit, 
walk) that can be integrated into the employee timekeeping system. Otherwise, labs run the risk 
of understating their participation levels and not getting full credit toward their sustainability 
metrics. A sample alternative commute timekeeping procedure is located in the Telework Toolkit. 

 

COLLECT AND REPORT YOUR DATA 
Once a telework option has been rolled out and data has been collected for a designated period of time, 
the telework committee can begin evaluating its impact on Scope 3 GHG emissions and reporting the 
progress to DOE. In addition to dependable timekeeping procedures, commuter surveys offer a robust 
source of concrete Scope 3 GHG emissions data needed to accurately calculate GHG emissions savings 
from teleworking, assuming high response rates can be achieved. Labs can also use these commuter 
surveys to solicit feedback from employees on their level of satisfaction with existing commuting 
options, including telework, and what changes they would like to see in the future. Additionally, 
utilization of office space and facilities can be estimated through commuter surveys. 

 Survey Selection. When searching for the appropriate survey, National Laboratory leadership 
should consider their desired outputs (e.g., current commuter-related GHG emissions, employee 
commute satisfaction levels) and select a survey that accommodates feedback for the desired 

Telework best practices should extend beyond 

teleworkers to all staff to optimize daily team 

operations (Source: PNNL) 
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outputs of highest priority.  Typically, these surveys are administered on an annual, biannual, or 
triannual basis. An example of one National Laboratory’s commuting survey is provided in the 
Telework Toolkit. 

 

 Survey Development. To specifically evaluate the benefits of teleworking, labs need to determine 
how much vehicle fuel and associated GHG emissions their employees are saving by working at an 
alternative worksite. Therefore, compiling an appropriate set of questions needed for properly 
calculating cost savings is critical. Frequently used survey questions prompt employees to list the 
following: 

 Five-digit zip code of primary workplace and home / alternate worksite; 

 Employee status (e.g., government employee, contractor, other); 

 Weekly work schedule (days and times); 

 Daily commute methods of transportation during typical week;  

 Daily commute miles during typical week; 

 Primary commuting method (e.g., car, mass transit, motorcycle, bicycling); 

 Teleworking frequency; 

 Mood during commutes during typical work week; 

 Typical commute arrival and departure times and lengths; 

 Satisfaction levels of commute options; 

 Interest and/or satisfaction levels of alternative commute options; and 

 Vehicle characteristics (e.g., year, make/model, fuel type). 

National Laboratories should also weigh options related to statistical sampling techniques. In 
other words, if the lab prefers to reduce the time burden of its workforce, it may choose to 
sample only a percentage of its workforce through either agency-wide or stratified sampling.  

 Survey Deployment. An informative email campaign before, during, and after survey deployment 
may be warranted to inform employees of survey objectives, the schedule (typically Monday 
through Friday), and participation rate and to remind non-respondents, thereby boosting 
response rates. Also, survey tracking tools allow survey administrators to keep live track of 
participation rates. National Laboratories should also consider leveraging commuter survey 
schedules to collect data for campus-wide competitions. Such data could be filtered based on 
specific programs/divisions, buildings, etc., and would not require a second round of surveys. 
 

 Survey Results. Using the questions above, the survey administrator can calculate the average 
distance that each individual travels during a workday and by which commute method (e.g., single 
passenger, carpool/vanpool, bicycling, public transit), and then multiply the distance traveled by 
the number of workdays in a year. The individual results can then be added to calculate total GHG 
emissions associated with staff commuting. Or, if a sample population is used, the results are 
extrapolated to represent an entire agency population. Non-respondents are typically assumed to 
be single-passenger drivers.  

 

 Reporting Findings. In their annual Site Sustainability Plans (SSP), National Laboratories report 
progress toward meeting DOE sustainability goals set forth in EO 13693. With respect to Scope 3 
GHG emissions, this means a reduction of 25% below fiscal year (FY) 2008 levels by FY 2025. 
Information from these SSPs, in addition to commuter survey data, is used by DOE when compiling 
its Annual Greenhouse Gas and Sustainability Data Report for FEMP. The SSPs also detail planned 
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activities for upcoming years intended to make further strides in campus sustainability. These 
include Scope 3 GHG emission reductions and, therefore, telework. Key telework data points in 
the SSP may include: 

 The number of employees with established formal telework agreements or on 
compressed work week schedules, 

 A comparison of Scope 3 GHG emissions from employee commutes for the current FY 
and the FY 2008 baseline and the resulting percent change, and 

 Planned feature upgrades to improve the accuracy of telework tracking methods.   
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Employee Communication Strategy 
With a telework option established, focus should shift to increasing and maintaining employee 
participation. An effective strategic communication plan that clearly conveys the benefits of telework 
and offers a straightforward process is essential for ensuring a healthy level of participation. 
Furthermore, despite the distance, telework employees should still feel like a part of the lab community 
to maintain a sense of involvement. Employee communications can be achieved using a three-pronged 
approach—“Create Awareness,” “Build Interest,” and “Maintain Engagement”—which is of upmost 
importance for successful long-term, high-impact teleworking programs. 

A communication strategy for employee engagement, as illustrated below, is designed to steadily 
increase teleworking at the National Laboratories. This strategy depends on making employees aware of 
the benefits of teleworking, presenting a straightforward process, and encouraging active participation.  

 

 

Communication of 
benefits for both 
employees and 

supervisors 

Clarification of 
straightforward process 

Involvement in telework 
program and its 

development  

TELEWORKING ADOPTION THROUGH EMPLOYEE ENGAGEMENT STRATEGY 

Aware Interested Engaged 

Communication strategy for attaining employee engagement in telework programs 
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CREATE AWARENESS  
Clearly communicating the opportunities 
and benefits of teleworking is the first 
step towards building awareness and 
garnering interest among employees. 
New and innovative management 
practices in the workplace, such as 
teleworking options, should be 
introduced to managers and staff alike. 
To do so, a progressive approach is 
needed for raising awareness and 
interest and ultimately driving behavioral 
change.  A series of communication 
channels for awareness-building follows, 
ranging from written material to verbal 
information sharing. Through these 
channels, the benefits of teleworking can be clearly conveyed, including flexibility, improved work-life 
balance, being a connected employee, and contributing to GHG emissions reduction.  

 Message to Staff. Prior to its launch, choose an 
appropriate communications avenue for lab leadership 
to alert staff of the exciting news. Without revealing 
too many details, this is an opportunity for the 
telework committee to share the overall vision for 
teleworking at the lab and why staff should take note. 
Whether disseminated as an email to the staff from 
the telework advocate or committee or as a teaser in 
the weekly news update, this message will pique staff 
interest. 

 

 Promotional Material. Building awareness requires 
successful outreach programs using a variety of 
communication channels. Marketing and promotional 
print media, like Fact Sheets and brochures, are critical 
for information-sharing and can even be included in 
new-hire packets. Strategically-placed posters in high-
traffic areas at the workplace are also effective 
attention-grabbers. Several National Laboratories have 
also opted to highlight the benefits of their telework 
options in internal laboratory newsletters. Placing 
electronic screen messages on lab home pages and in 
staff emails is a cost-effective way to disseminate 
information as well.  Samples of these and other 
promotional materials for telework are located in the 
Telework Toolkit. 

 
Increase visibility of telework 

option with features in lab-wide 

newsletters (Source: NREL) 

Maximize awareness of telework options through 

promotional outreach material (Source: ORNL) 



ENABLING A MOBILE WORKFORCE: How to Implement Effective Teleworking at 
US Department of Energy National Laboratories 

13 

 

 Discussion Forums. Verbal communication channels offer a powerful means of sharing 
information among employees, leveraging social influence to grow acceptance and thereby 
adoption of telework. These include word of mouth by managers and staff as well as new-
employee orientation sessions. Telework webinars and workshops also provide opportunities for 
potential teleworkers to openly address questions or concerns that will help them decide if 
telework is appropriate for them. Such sessions also allow current teleworkers to share details of 
their experiences firsthand.  

 

BUILD INTEREST 
It is important to create and grow employee interest in teleworking to ensure a higher likelihood of its 
large-scale adoption. Interactive discussion forums as well as centralized information sources are key 
tools in addressing concerns and describing the benefits of teleworking.  

 Addressing Questions and Concerns. In order to move from awareness to interest, it is important 
to address any concerns or questions employees and supervisors may have early on in the 
communication strategy. According to ORNL’s latest commuter survey results, some of the largest 
barriers to telework that often create a reluctance to participate on the part of employees include:  

 A perceived lack of supervisor permission and support; 

 The need for proper equipment and high-speed connections at home or other approved 
alternate worksite; 

 Concern that the loss of “face time” with their peers and superiors would impact their 
careers; and  

 The need to be in a lab environment close to their work, which might prohibit them from 
participating in a telework arrangement. 

Telework webinars and workshops can provide employees and managers opportunities to ask 
questions, address initial concerns, and provide input. Additionally, a direct line of contact with 
the lab’s Telework Advocate gives employees a subject matter expert to further address 
questions. 

 Centralized Resource Center. A centralized source of information for telework, such as a telework 
website or within a laboratory’s sustainability website, that provides a user friendly and 
straightforward process will further attract interest in and promote the teleworking option. 
Important information such as what is required in preparation for teleworking, how to be 
successful during teleworking, frequently asked questions (FAQs), and how to provide feedback 
and suggest changes to the teleworking program should appear here. Print media should be 
designed to provide employees with all the information they need to decide whether telework is a 
viable option. Required forms for enrollment—and instructions for submitting them—should also 
be clearly located on this website. Finally, links to informational webinars and required training, as 
well as ways to contact an expert when needed, should also be included. The website should offer 
both clear as well as interactive discussions and support channels. Sample organizational layouts 
for telework websites are provided below and located in the Telework Toolkit. 
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MAINTAIN ENGAGEMENT 
Once awareness and interest in teleworking are established, maintaining engagement of employees to 
avoid feelings of isolation and diminished social interaction is critical to sustaining the program.   

 Helpful Tips. Sharing of tips on how to be a successful teleworker and continue to be a connected 
and productive employee, despite the remote location, should include key failure and success 
factors. Tips for staff on teleworking at Pacific Northwest National Laboratory (PNNL) are shown 
on page 15. Similarly, training aids and tips for managers on how to supervise teleworkers are 
equally important to a successful telework program. It is important to dispel the notion that 
occasional telework inhibits employees from staying connected and being part of their work 
community.  

 

 Outreach Activities. In addition to information-sharing, active immersion of employees in the 
telework program can further foster employee engagement as well as facilitate program 
improvements through suggestions and feedback. This can be achieved by holding friendly 
competitions between divisions of the laboratory related to teleworking practices, based on 
monetary savings and/or commuting GHG emissions reductions attributable to teleworking. For 
example, ORNL encourages staff to participate in quarterly Smart Trips Commuter Challenges, 
hosted by the Knoxville Regional Transportation Planning Organization, where they can win gift 
cards to local restaurants and shops.  

 
 
 

Forms 
•Quick Start Checklist 

•Telework Agreement 

•Candidate Assessment 

•Home Office Safety Guidelines 

Expert Support 
•Remote Access  Support 

•HR/Payroll Suport 

•FAQs 

Print Media 
•Fact Sheets 

•Brochures 

•Newsletter Articles 

•Staff/Manager Guides to Telework 

•Tips for Teleworkers 

Web-based Resources 
•Informational Webinars 

•Training 

•Telework Dashboard / Progress Tracker 

•Collaboration Tools   

Telework/Sustainability  
Website Organization 

National Laboratory telework website content suggestions 
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In addition, an annual Laboratory Telework Week can be a useful tool for further involving employees 
and promoting the telework option. The week can be structured such that teleworking practices 
submitted by employees are collected at the end of the week to provide a good overview of lab 
teleworking performance. The data can also be used to calculate monetary savings and tons of 
pollutants avoided. This week can also include informatory seminars/webinars and include the 
competitions among individual employees and/or divisions of the lab.  

  

Local transport organizations, like 

Knoxville’s Smart Trips, promote 

commuting alternatives to driving 

alone, including telework, to ease 

traffic congestion and improve 

regional air quality. By logging their 

commute behavior, participants are 

eligible for quarterly Commuter 

Rewards, including gift cards to 

area restaurants and shops, as well 

as merchandise. 

Helpful tips for PNNL teleworking staff 
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ORNL recognizes past winners of the 

Smart Trips Commuter Challenge  

 

 Share Survey Results. By taking the time to 
participate in the telework option and/or commuter 
surveys, employees demonstrate a vested interest in 
new and improved commuting options at the lab, so 
National Laboratories should keep them informed of 
the latest trends and how their behaviors compare 
to the lab average. Use internal newsletters and lab-
wide email to share survey results. Also, explain how 
survey conclusions have led to plans for improving 
the telework policy. 

 

 Celebrate Progress toward Goals. Labs should 
regularly share telework program strides with 
managers and teleworkers alike by reporting 
progress towards telework goals on such media as 
the laboratory’s telework or sustainability websites. 
In doing so, teleworkers take pride in their individual 
and team’s contributions and are encouraged to 
share their experiences with colleagues. When 
appropriate, leading divisions or project teams should be recognized for their exemplary telework 
efforts.  

 

 Solicit Feedback. The best ideas for improving a telework system are likely to originate from those 
who utilize it on a regular basis, so encourage them to voice their opinions. Set up a system of 
workshops or focus groups to enable the solicitation of constructive feedback, both from 
teleworkers and their supervising managers, for informed, continuous improvement of the 
laboratory’s teleworking program. Issues to be tackled can include:  

 Expectations and abilities to meet them, 

 Challenges being faced, 

 Opportunities for improvement, and 

 Positive effects experienced as a result of teleworking.   

 

“Teleworking is a wonderful opportunity to reduce our transportation-related pollution effects 

on our environment, but have you ever thought about how it can reduce the effects of “office 

pollution” on your productivity? What is office pollution? For me it’s the well-meaning ‘drop 

by’ of co-workers, or just noisy passersby that interrupt my ability to focus on the task at 

hand. That’s not to say that I never want well-intentioned visits, but some tasks require your 

undivided attention, and the flexibility to perform those tasks from the quiet setting of a home 

office are just the right fix—for both productivity and the environment.”  

        -- Feedback from an ORNL Teleworker 
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Progress at Partnering National Laboratories  
Multiple National Laboratories have been proactive in adopting telework options in recent years, 
especially following the enactment of the Telework Enhancement Act of 2010 that outlines telework 
requirements at Federal Agencies in efforts to meet mission objectives. These include achieving DOE’s 
Scope 3 GHG emissions reduction goal to 25% below 2008 levels by 2025, as well as delivering on the 
employee benefits mentioned in the Overview. The following highlights demonstrate how embracing 
the telework option is paying off for some National Laboratories and how much more untapped 
telework potential still exists.  
 

BROOKHAVEN NATIONAL LABORATORY 
Brookhaven National Laboratory (BNL) has increasingly integrated teleworking into work protocol, 
Laboratory policies, and timekeeping systems in its pursuit to improve metrics for teleworking. In 
FY 2015, discussions were carried out between the Fiscal Services staff and Environmental Protection 
Division team to establish how the Laboratory’s time-keeping system can be used to record the days and 
hours teleworked by employees under BNL’s Flexible Work Arrangement procedures. In addition, 
telework, as part of the Flexible Work Schedule program, is also recognized as a contributor to work-life 
balance and an enabler of staff to reach their personal goals.  
 
In 2008, BNL formalized flexible work agreements so employees and supervisors could discuss and agree 
upon acceptable work schedules and locations, resulting in greater flexibility as well as increased 
recruitment and retention levels. In FY 2014, BNL further enhanced its policies concerning flexible work 
agreements to promote increased use and set guidelines for unplanned events, such as severe weather. 

 
IDAHO NATIONAL LABORATORY 
In its latest SSP, Idaho National Laboratory (INL) emphasizes the importance of telework as an 
opportunity to promote efficiency and flexibility as well as improve employee attraction and retention. 
While still in the early stages of implementation, INL has taken some key steps toward establishing 
telework as an option for staff conducting unclassified work efforts. For example, a Laboratory-wide 
procedure was revised in 2014, which details the purpose, applicability, instructions, and process 
requirements for staff interested in telework. A telework agreement also exists, where the employee 
and manager agree to specific arrangements. Finally, a “Self-Certification Safety Checklist for 
Telecommuting Workplace” must be completed by the employee. 

Currently, telework hours are not collected by payroll; instead telework agreements are kept on file to 
determine total number of participants at any given time. Additionally, staff are asked to specify 
telework participation in INL’s annual commute survey. No formal training is required, but prospective 
teleworkers must read and follow INL’s Laboratory-wide procedure on telework. In FY 2016, INL had 41 
full-time and 28 part-time employees participating in the official telework program. Future INL telework 
efforts include an expanded employee awareness campaign and in-depth manager training. 

NATIONAL ENERGY TECHNOLOGY LABORATORY 
Telework is included in the National Energy Technology Laboratory’s (NETL) 2013 agreement with the 
American Federation of Government Employees, American Federation of Labor, and Congress of 
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Industrial Organizations. NETL recognizes the need for continued advancement of “modern and 
progressive work practices” in order to enable employee performance improvement as well as 
successful operations. Telework is acknowledged in this report as a “situation in which an employee is 
performing assigned duties at a location other than the official duty station.” This is a voluntary activity 
that necessitates managerial approval. In addition, the location is to be an assigned alternative duty 
station, such as the employee’s house or a government or private telework center.  
 
Telework is recognized for its benefits in enabling employee flexibility and in reducing total weekly travel 
hours. Reduced transportation time, which can instead be used for work purposes, is especially 
considered for those with long commutes to and from NETL. In FY 2015, a total of 43 people or 8% of the 
workforce participated in teleworking on a regular basis (at least once a week). In FY 2016, 55 people or 
10% of the workforce participated in teleworking on a regular basis; 34 teleworked once a week, and 21 
teleworked twice a week. Looking toward the future, NETL is in the process of actively working on 
establishing concrete telework goals and strategies. In collaboration with union bargaining units, 
teleworking is being made more available and visible to employees, in addition to postings and 
announcements, as well as engagement of supervisors. 
 

NATIONAL RENEWABLE ENERGY LABORATORY 
Among its flexible work strategy options ranging from alternative work hours to off-campus satellite 
offices, teleworking has the highest impact on GHG reduction at the National Renewable Energy 
Laboratory (NREL). The key purpose of NREL’s telework option is to support its position as a 
sustainability-driven organization, decrease the Laboratory’s carbon footprint, and minimize traffic 
impacts to the community. A number of additional benefits of teleworking are recognized by NREL, 
including attaining and retaining employees, improving employee morale, increasing productivity, 
expanding the candidate pool, accommodating disabled employees, supporting a work-life balance, and 
reducing stress. As a voluntary initiative and not an entitlement, it is also stressed that only those 
individuals well suited for teleworking should proceed in adoption of this option.  
 
NREL emphasizes these alternative work schedules, including telework, are influenced by cultural and 
behavioral change, rather than solely policy change, and that employees and managers alike must be 
receptive to new ways of working. A change at NREL can clearly be seen. For example, in the FY 2014 
NREL commuter survey, teleworking was shown to have increased by 6% from FY 2007, with 27% of 
respondents stating that they telework at least once per week and 57% stating that they telework but 
less frequently than once a week. In FY 2016, approximately 19% of NREL staff teleworked at least one 
day per week.  
 

OAK RIDGE NATIONAL LABORATORY 
Findings from the ORNL Commute Report: Survey and Recommendations, published in 2010, indicated 
that a large majority (89%) of staff commuted to work through single-occupant gasoline vehicles, and it 
recommended an aggressive strategy to combat this and its consequential Scope 3 GHG emissions. As a 
result, the Laboratory introduced a telework policy in 2012, recognized as a way to enable commute-
related emissions reduction, as well as provide additional benefits to both employees and employers 
alike. For employees, these benefits include improved employee morale, work-life balance, flexibility, 
and productivity, as well as decreased stress. For the supervisors and Laboratory at large, benefits 
include improved corporate citizenship, decreased absenteeism, a more mobile workforce, modernized 
management practices, and also attraction and retention of talented staff.  
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ORNL intends to continue promoting and engaging with employees for increased teleworking to enable 
a more mobile workforce as well as contribute to its Scope 3 GHG emissions reduction strategies. 
ORNL’s Sustainable Campus Initiative captures data from ORNL’s HR and IT organizations in order to 
understand the current state of teleworking at the Laboratory and has plans to more accurately track 
telework time (e.g., promoting an update now available in the timekeeping system). In FY 2016, 32 staff 
(or approximately 1% of the ORNL workforce) teleworked on a regular basis under formal telework 
agreements, meaning that they worked one or more days per week from home or other approved 
alternate worksite. ORNL plans to distribute a formal Laboratory-wide commuter survey in FY 2017.  
 

PACIFIC NORTHWEST NATIONAL LABORATORY 
With an expressed commitment to establishing an environmentally, socially, and economically sound 
organization, the Pacific Northwest National Laboratory (PNNL) states that integrating flexible workplace 
options is important in enabling a more attractive workplace for current as well as future employees. 
Teleworking was initially introduced at PNNL in order to reduce its GHG emissions attributable to 
commuting and business travel by 13% from FY 2008 levels by FY 2020 and 25% by FY 2025. In addition 
to emissions reduction, teleworking has also increasingly been shown to give a number of benefits, 
including productivity, decreased stress, an improved work-life balance, job satisfaction, and higher 
retention rates.  
 
PNNL’s teleworking goal is to have 20% of staff teleworking once a week by FY 2020 and 40% by FY 
2025. In FY 2015, 5% of staff teleworked at least once a week, and 15% had signed official telework 
agreements. In FY 2016, 15% of staff had telework agreements, and 5.6% teleworked once a week on a 
regular basis. Total telework days for FY 2016 were 52,781 for the entire organization. As part of PNNL’s 
Scope 3 GHG emissions reduction goals, telework training modules will be updated in order to more 
effectively equip employees and managers for teleworking and engage the PNNL community as a whole 
on the subject. PNNL’s telework option is designed to enable “regular telework,” for which staff can 
operate fully in an alternative workplace, as if he/she were in the office, attending meetings, answering 
phone calls, and being as accessible as usual. This is done on a set schedule. “Situational telework,” in 
contrast, is an option utilized as needed and not under a set schedule. 
 

SUMMARY 
The following is an overview of teleworking at six National Laboratories—BNL,  INL, NETL, NREL, ORNL, 
and PNNL—summarizing why teleworking was introduced, benefits recognized by the Laboratories, the 
status of teleworking, and future targets. All Laboratories give Scope 3 GHG emission reductions as a key 
factor behind the introduction of teleworking, with a positive impact on work-life balance as a main 
resulting benefit. Employee attainment, retention, productivity, and work morale are all benefits that 
are also acknowledged at large. In FY 2015, the Laboratories investigated had a rate of 1–19% of 
employees teleworking at least once a week, with all Laboratories expressing targets to promote and 
increase teleworking. 
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Telework Progress at Partnering National Laboratories 
 Why teleworking? Current status Related targets* 

BNL 

Progress in Scope 3 GHG emissions 
reduction due to decreased 
commute-related emissions 

Options are being evaluated to 
accurately tally the number of 
employees teleworking and 
their teleworking frequency. 

Continue promotions for increased 
teleworking 

INL 

Opportunity to promote efficiency 
and flexibility as well as improve 
employee attraction and retention 

In FY 2016, 41 full-time and 28 
part-time employees 
participated in the official 
telework program. 

Enhanced employee and manager 
awareness; continue annual 
commute survey 

NETL 

As a modern and progressive work 
practice, to enable employee 
performance improvement as well 
as successful operations 

In FY 2016, 10% of all 
employees telework at least 
once a week.   

Continue promotions for increased 
teleworking 

NREL 

To support NREL’s position as a 
sustainability-driven organization, 
decrease the Laboratory’s carbon 
footprint and minimize traffic 
impacts to the community 

In FY 2016, approximately 19% 
of NREL employees teleworked 
at least one day per week, and 
approximately 25% of NREL 
employees work an alternative 
work schedule. 

Continue promotions for increased 
teleworking to reduce Scope 3 
emissions 

ORNL 

To aid in the reduction of Scope 3 
GHG emissions and enhance 
employee and organizational 
benefits 

In FY 2016, 32 (~1%) 
teleworking agreements were 
in the system and 103 (~4%) 
employees were on alternate 
work schedules. 

Enhanced promotion for increased 
teleworking, improve tracking 
system, and conduct new 
commuter survey 

PNNL 

To enhance flexibility and promote 
a healthy work-life balance. Also an 
opportunity to reduce Scope 3 GHG 
emissions 

In FY 2016, 15% of employees 
had telework agreements, and 
5.6% teleworked at least once 
per week.   

20% staff teleworking once a week 
by FY 2020  

* In addition to EO 13693 Scope 3 GHG emissions reduction targets 
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Telework Toolkit 
 

 Sample Telework Policies/Procedures  

 Sample Telework Guides 

 Sample Candidate Assessments for Telework 

 Sample Home Office Safety Guidelines 

 Sample Telework Agreements 

 Sample Telework Training Modules 

 Sample Timekeeping Procedures 

 Sample Commuting Surveys 

 Sample Promotional Material 

 Sample Telework Website Layouts 
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SAMPLE TELEWORK POLICIES / PROCEDURES  

INL’s Laboratory-wide Telework Procedure 
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NREL’s Telework Procedure 
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SAMPLE TELEWORK GUIDES 

PNNL’s Telework Guide for Staff 
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PNNL’s Telework Guide for Managers 
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SAMPLE CANDIDATE ASSESSMENTS FOR TELEWORKING 

NREL’s Candidate Assessment for Teleworking 

  



ENABLING A MOBILE WORKFORCE: How to Implement Effective Teleworking at 
US Department of Energy National Laboratories 

37 

 

SAMPLE HOME OFFICE SAFETY GUIDELINES  

INL’s Self-Certification Safety Checklist for Telecommuting Location and Inspection Sheet 
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NREL’s Teleworking/Home Office Safety Guidelines 
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SAMPLE TELEWORK AGREEMENTS 

INL’s Telework Agreement 
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NREL’s Telework Agreement 
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ORNL’s Telework Agreement 
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PNNL’s Telework Agreement 
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SAMPLE TELEWORK TRAINING MODULES 

PNNL’s Telework Training for Staff 
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PNNL’s Telework Training for Managers 
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SAMPLE EQUIPMENT REQUIREMENT CHECKLIST 

INL’s Equipment Requirements Self-Certification Checklist 
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SAMPLE TIMEKEEPING PROCEDURES 

NREL’s Timekeeping Procedure 
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SAMPLE COMMUTER SURVEYS 

INL’s Commute Survey 
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SAMPLE PROMOTIONAL MATERIAL  

PNNL’s Telework Fact Sheet  
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SAMPLE TELEWORK WEBSITE LAYOUTS 

NREL’s Telecommuting Website 

 

PNNL’s Teleworking Community Website 

 


