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Managing Employee Performance 

Telecommuting Policy

Managing employee performance requires supervisors to answer three main questions:

· What expectations do I have for the employee while she telecommutes?

· How will I determine if the employee is meeting expectations?

· How will I provide feedback to the employee?  

Expectations

In setting expectations for employees who are telecommuting, follow the same approach you would in any other supervisory situation. Ensure that the standards are specific, measurable, accepted by you and the employee, and are realistic. Review the employee’s current performance standards and determine if they are relevant for the telecommuting environment. If not, modify them so they are salient to the situation. Following is an example of a modified performance standard for an employee who is telecommuting.

Current standard:

Oversees the production of the divisional newsletter. Ensures timely and efficient production schedules.
Revised Standard:

Oversees the production of the divisional newsletter. Schedules a phone conference with appropriate parties to ensure tasks are clarified and on schedule. Ensures timely and efficient production schedules.

The above standard was changed to ensure that communication would occur between the employee and coworkers. Such communication may happen naturally in the office environment, however, by indicating the expectation for a verbal conversation ensures that the communication occurs.
Supervisors who need assistance with developing or revising standards may contact their HR Consultant for guidance.

Assessment

Performance should be assessed against the expectations that are set forth in the Telecommuting Agreement and related work plans. Because telecommuting does not lend itself to in-person observation, supervisors should also focus on results-based assessment.  One way to accomplish this is to have the employee turn in a work log documenting the work completed on days the employee is telecommuting, or to submit specific work products. 
Another method is to set up regular discussions during which the supervisor and employee can review completed items as well as the status of items in progress.  In doing so, the supervisor should ask specific questions of the employee regarding a particular assignment or task. For example, if the employee is expected to consider a new model for implementing a program based upon current literature; don’t ask the employee “What do you think?” Such a question is vague and may not allow the supervisor to determined the employee’s understanding of what was read, or if it was read at all.  Instead ask, “What did you think about the suggested model on assessment in the Varuca article?” or “What specific concepts have you come across that you think we can use in our planning?” Such pointed questions will require the employee to elaborate, thus giving you adequate information to assess his or her performance.
Feedback

Regardless of how work is documented, regular feedback is vital to the success of the telecommuting arrangement.  This is especially true when problems arise.  Problems should be addressed and resolved quickly before they escalate to the detriment of the telecommuting arrangement.  

Give feedback just as you would with any employee.  It should be direct and offer examples of where the employee is meeting, or failing to meet, expectations.  Feedback should also give the employee an opportunity to seek clarification.  In addition to feedback at regular intervals, departments should continue to carry out applicable annual performance appraisals that may fall during the telecommuting time frame.  Such performance reviews must be conducted in person.
For additional information on writing communicating, and assessing performance standards, visit uhr.rutgers.edu/comp/PerfStand.htm





For additional information on providing performance feedback, visit uhr.rutgers.edu/comp/perfplan.htm
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