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For the first time in over 4 decades in the U.S., there are more jobs than workers to fill them.1 
The west, including California, is the second highest region in job creation. In order to compete 
for labor in such a market, organizations will need to become competitive. Offering flexible 
workplace practices is one such strategy.  
 
Flexible workplace practices such as telecommuting and starting the workday at off-peak or 
staggered hours offer many benefits to both employees and organizations. Firms that offer 
flexible workplace practices look more attractive to potential workers and these practices also 
allow firms to seek talent regardless of geography. When workers have control over their 

schedule and can save time by eliminating the commute, they are more satisfied and 
productive.  

Organizations can reduce costs through reduced employer turnover, reduced absenteeism, 
improved productivity, and more affordable housing costs to name a few.  

Telecommuting, whether it is adopted full-time or one or two days a week, has many 
community benefits such as reducing congestion and emissions. It enhances local trip making, 
strengthening communities. This is particularly important as peak-hour travel is spreading 
further into the day across metropolitan regions.  

We still see low rates of telecommuting relative to commuting to work because many managers 
are reticent to allow their employees to work remotely. Managers fear these practices although 
there is ample evidence that the benefits of employing flexible workplace practices greatly 
outweigh their drawbacks.  

One only needs to be reminded of the Los Angeles Olympics in 1984 to know that our 
communities are capable of implementing flexible workplace policies on a large scale. During 
the Olympics, organizations worked to implement telecommuting and flexible start times while 
trucking companies changed delivery schedules and the city provided an extensive network of 
shuttles. The integration of these strategies vastly changed the LA traffic landscape- LA’s streets 
and freeways were congestion free.2 The Los Angeles 1984 Olympics shows us that when 

The 1984 Los Angeles Olympics reminds us that when organizations and cities make a concerted 
effort to implement flexible workplace practices, the streets of LA can be eased of traffic.  
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organizations and cities work together toward common goals, cities can realize true livable 
communities.  

This report will be organized as follows. It will begin with a discussion on definitions of flexible 
workplace practices followed by a presentation of trends in the US, Los Angeles, and the South 
Bay. The rest of the report will discuss the benefits and obstacles to flexible workplace 
implementation and the resources available. 

Flexible Workplace Practices  
A review internet and academic literature reveals a variety of 
terminology used to define flexible workplace practices. Historically, 
flexible workplace practices were mainly discussed in terms of 
telecommuting— work that was done from home eliminating the 
commute. With the dawn of digitalization, flexible work has become 
more prevalent and new terminology has cropped up such as 
teleworking (working remote from the workplace, either at home or 
a location near home), mobile work, agile work and distributed work.   
 
Co-working (using a shared worksite such as WeWork) has gained 
considerable traction in the past few years.  Coworking offices such 
as WeWork -- spaces where people can rent desks and have available 
meeting rooms and printers -- are attractive settings for the self-

employed as well as for organizations 
that are willing to let their employees work remotely but are not 
comfortable with their employees working in isolation. Coworking 
sites are growing in popularity and the percent of spaces have 
increased by 700% within the past few years.3 When technology 
such as Telepresence becomes more ubiquitous, collaboration 
can be as real as a face-to-face conversation, rendering shared-
office workspaces, and flexible workplace practices in general, 
increasingly attractive. 
 
While in the past technology posed a problem for remote work, 
today modern-day technologies and platforms including cloud 
technology, make remote work more feasible than ever. Still, 
formal telecommuting programs and telecommuting uptake is 

not commonplace even though most workers surveyed wish to telecommute (between 80% 
and 90%).4;5  The practices, however, are on the rise.  
 
Telecommuting Trends in the US and Los Angeles 
Flexible workplace practices have grown every year over the past decade. The US has seen a 14- 
percentage point increase in workers allowed the option to work from home within the past 

Co-working 
Resources 

Coworking.com 

Spaces: 
WeWork 
Worksnug 
Sharedesk 
Regus Coworking 
NextSpace 
Civic Hall 
 

Flexible Workplace 
Nomenclature  

Telecommuting 
Telework 
Work at Home 
CoWorking 
Flexible Start Times 
Distributed Work 
Mobile Work 
Remote Work 
Agile Working 

 

http://coworking.com/
https://www.wework.com/l/los-angeles--CA?utm_campaign=1412748687&utm_term=kwd-41732130773&utm_source=ads-google&utm_medium=cpc&gclid=EAIaIQobChMI_biIlaTR2wIVBYdpCh0XBgCiEAAYASAAEgJDZPD_BwE&gclsrc=aw.ds&dclid=CNSw1Jak0dsCFdHHwAod7R4Bmw
http://worksnug.com/
https://www.sharedesk.net/
https://www.regus.com/office-space
http://nextspace.us/
https://civichall.org/
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decade (14% in 2009 to 28% in 2017).6 The increase is more staggering in Los Angeles, where 
16% of workers had the option in 2009 and around 40% have the option in 2017. 

Cities and counties invest heavily in transit, but more people are use telecommuting as a means 
of commuting over taking transit to work within the past few years. In the US, around 14% of 
workers telecommute as a mode to work while only around 3% take transit. From 2000 to 
2014, 13% of new commuters worked at home and the share of home workers has increased 
from 3.2 to 4.5% with the largest gainers being in the South and the West, outpacing the 
growth in employment.7 In LA, telecommuting as a mode is even larger, around 19%, in 2017.  

It is often argued that ability to work at home is dependent on the type of job. However, this is 
becoming less relevant in the modern economy, as most jobs, even the purely physical jobs, 
have a component that can be completed virtually. Data from the Bureau of Labor Statistics 
show that for all occupations, even those requiring physical presence, some portion is worked 
at home. It is estimated that 50% of workers have at least some part of their job that can be 
worked remote from the workplace and 20-25% with some frequency.8 That said, workers in 
managerial and professional occupations were more likely than workers in other occupations to 
do some or all of their work at home (around 36% vs. 22% and below for other occupations).9 

Table 1. Average Hours Worked at Home per Week and Percent of Workforce 

Occupation Average Hours Worked at 
Home per Week (2003-2007) 

Percent of 
Workforce (2012) 

Management, Computer and Mathematical 
Occupations, Education, Personal Care and 
Services, Farming, Fishing and Forestry 

7.1 hours and above 17.3% 

Business and Financial, Life, Physical and Social 
Science, Community and Social Services, Legal, 
Arts, Design and Entertainment, Sales 

4.1 through 7.0 hours 20% 

Architecture and Engineering, Healthcare, 
Protective Services, Food Preparation, Building and 
Grounds Cleaning and Maintenance, Office and 
Administrative Support, Construction, Installation 
and Maintenance, Production, Transportation  

.5 through 4.0 hours 62% 

      Source: U.S. Bureau of Labor Statistics 

 
Independent Work 
Flexible work takes either takes place as a formal or informal agreement within an organization 
or through freelancers, contractors and the self-employed, referred to as independent work.   

Independent workers are characterized by a high degree of autonomy and control, payment by 
task, assignment or sales that are of short-term duration.10 Independent workers range from 
people seeking autonomy to those that are seeking extra income.   

Self-employment has been systematically dropping in the US for decades, although some types 
are increasing.11 The decline is due to the emptying and consolidation of American farms, an 
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increase in the number of doctors who join hospitals or groups of physicians, the declining field 
of law and contractors, and real-estate agents whose work follows economic cycles.12  

Non-traditional work arrangements are not well-surveyed through the Bureau of Labor 
Statistics and many types of independent work are 
excluded. Smaller 
surveys conducted by 
the private sector such 
as Upwork have shown 
that freelancing is on 
the rise and that up to 

36% of the workforce engages in some form of freelancing.13 The 
largest categories of freelancers are those who have multiple jobs 
such as part-time work and work on the side through Airbnb and 
Uber/Lyft or freelance coding.14 Other self-employed workers on 
the rise are financial advisors, editors, web developers, fitness and 
mental health counselors, dietitians, nutritionists, scientists, human 
resource specialists, computer and information systems managers, 
technical writers, and market research analysts.15 

Telecommuting Trends in the South Bay 
Trends in the South Bay follow those of Los Angeles and the US. Work at home is increasing as a 
mode of transportation while public transit use is declining.  

Table 2. South Bay Cities’ Mean Travel Time to Work in Minutes 

Cities 2009 2010 2011 2012 2013 2014 2015 2016 Change 09-16 
Carson 25.8 25.6 26.9 27.2 26.4 26.2 26.9 27.1 1.3 
El Segundo 21.2 21.5 21.6 21.5 22.0 22.8 22.9 23.8 2.6 
Gardena 25.5 26.0 26.0 26.4 26.2 27.0 27.0 27.1 1.6 
Hawthorne 28.2 28.9 28.2 27.6 27.6 28.5 27.8 28.4 0.2 
Hermosa Beach 30.4 28.8 29.5 29.3 29.9 29.9 31.7 32.2 1.8 
Inglewood 29.0 28.2 28.0 28.7 28.5 29.0 30.1 30.5 1.5 
Lawndale 25.3 25.5 25.5 25.5 24.1 24.3 24.7 26.1 0.8 
Lomita 25.5 25.4 25.2 25.9 26.0 25.1 25.7 25.6 0.1 
Manhattan Beach 29.0 28.1 27.7 27.5 28.2 28.4 29.2 29.9 0.9 
Palos Verdes Estates 33.8 35.3 36.3 37.4 35.0 34.7 35.4 35.2 1.4 
Rancho Palos Verdes 33.0 32.5 32.9 31.8 32.2 31.6 32.1 32.7 -0.3 
Redondo Beach 27.4 27.2 27.6 27.3 28.0 27.5 28.1 28.4 1 
Rolling Hills 28.2 28.9 28.9 29.7 30.5 31.7 34.9 36.8 8.6 
Rolling Hills Estates 30.9 30.1 28.3 28.4 29.1 28.9 29.1 31.1 0.2 
Torrance 26.0 26.4 26.4 25.8 25.8 26.4 27.1 27.8 1.8 
South Bay Total 27.4 27.3 27.4 27.3 27.3 27.5 28.0 28.5 1.1 

Source: Authors’ calculations based on American Community Survey 5-year estimates. 

Website Recruitment 

Flexjobs.com 
People Per Hour 
Indeed (work at home) 
Amazon Virtual Locations 
Upwork 
Freelancer.com 
Thumbtack 
E-work 
Remote.co 

 

Independent work refers to the self-employed, 
freelancers, temp workers and excludes the self-
employed with long-term contracts.  

https://remote.co/
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Flexible workplace practices continue to be an important strategy for dealing with expanding 
commutes and congestion related to work. Table 2 above shows that from 2011 to 2016, travel 
time to work has systematically increased for residents of each South Bay city, with the 
exception of Rancho Palos Verdes. However, Rancho Palos Verdes and the rest of the Peninsula 
have the highest overall commute times of 33 and 34 minutes. The average commute time in 
the South Bay is close to 30 minutes and has grown by over 1 minute since 2011.  

With the exception of 2012, most South Bay Cities’ workforces have grown over the past 7 
years. The total South Bay workforce has grown by 2.3% between 2009 and 2016.  

Cities that have seen an overall decline in the workforce include Hermosa Beach, Manhattan 
Beach and the Peninsula. Cities that have seen no growth include El Segundo, Rancho Palos 
Verdes, and Redondo Beach. This is likely due to the high cost of housing.  

Table 3. South Bay Cities’ Total Workforce 

Cities 2009 2010 2011 2012 2013 2014 2015 2016 
Carson 41,004 40,889 40,596 40,792 39,858 39,411 40,685 41,847 
El Segundo 9,202 9,311 9,066 9,007 8,880 8,873 9,209 9,058 
Gardena 25,268 25,402 25,651 25,941 26,195 26,302 26,582 26,967 
Hawthorne 37,259 38,124 37,508 37,873 38,525 38,923 39,714 40,101 
Hermosa Beach 12,482 12,434 12,117 11,676 11,590 11,443 11,186 11,431 
Inglewood 48,812 47,298 46,085 46,680 45,509 46,755 47,559 48,738 
Lawndale 13,623 13,921 14,340 14,264 14,703 15,139 15,586 16,546 
Lomita 10,222 9,865 9,904 10,088 10,294 10,616 10,725 10,688 
Manhattan Beach 17,333 16,860 17,155 17,201 17,492 17,095 16,790 16,859 
Palos Verdes Estates 5,426 5,224 5,320 5,170 5,347 5,438 5,394 5,341 
Rancho Palos Verdes 16,696 17,158 17,142 17,510 17,498 17,560 17,608 17,530 
Redondo Beach 37,868 37,199 36,378 36,950 36,170 36,443 36,567 36,445 
Rolling Hills 738 780 781 795 721 691 696 626 
Rolling Hills Estates 3,262 3,338 3,491 3,323 3,290 3,262 3,263 3,202 
Torrance 68,173 70,251 70,126 69,847 69,240 69,264 69,560 70,015 
South Bay Total 347,368 348,054 345,660 347,117 345,312 347,215 351,124 355,394 
Total % Change  .2% -.7% .4% -.5% .6% 1.1% 1.2% 

Source: Authors’ calculations based on American Community Survey 5-year estimates. 

Work at Home (WAH) has grown faster than the workforce (11% vs. 2%) as can be seen in Table 
4 below and table 3 above. The South Bay workforce has increased and declined, increasing at a 
maximum of 1.2% in 2006. The percentage of the workforce that works from home has 
increased yearly from 4.6% to 5.1%. This means that telecommuting as a mode has grown 
faster than the workforce. Additional people telecommuting are shifting from traditional modes 
of commuting, they are not just additions to the workforce. 
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The census only asks about the main mode of commuting; therefore, Work at Home statistics 
reveal those who work at home full-time and does not capture those who occasionally 
telecommuting— the percentages would be higher. 

Table 4. Percent of workers working at home  

Cities 2009 2010 2011 2012 2013 2014 2015 2016 
Carson 2.9 2.8 3.0 3.3 3.6 3.0 2.8 2.5 
El Segundo 6.6 6.7 7.3 6.7 6.1 5.0 6.2 5.4 
Gardena 2.8 2.8 2.3 1.4 1.2 1.4 1.6 2.0 
Hawthorne 3.0 2.8 2.6 2.9 2.7 2.7 2.4 2.1 
Hermosa Beach 6.6 8.0 8.5 8.4 9.3 10.4 11.0 9.2 
Inglewood 3.2 2.9 3.1 3.4 4.2 4.6 4.8 4.9 
Lawndale 3.2 2.9 2.3 2.9 2.5 3.3 2.9 3.0 
Lomita 4.0 4.5 4.9 5.7 6.0 5.1 5.4 4.5 
Manhattan Beach 8.6 8.7 9.1 9.5 9.4 10.3 10.4 10.2 
Palos Verdes Estates 8.4 8.4 8.3 9.4 11.1 11.3 11.9 12.0 
Rancho Palos Verdes 7.3 6.8 6.6 6.8 8.2 8.9 9.5 9.7 
Redondo Beach 6.8 6.8 7.4 6.5 7.3 7.8 7.6 7.9 
Rolling Hills 9.1 9.7 10.9 11.4 11.2 11.0 13.2 11.3 
Rolling Hills Estates 9.0 7.0 7.7 9.8 9.1 9.9 8.7 9.8 
Torrance 4.2 4.6 4.3 4.2 4.5 4.6 4.6 4.8 
South Bay Total 4.6 4.6 4.6 4.6 5.0 5.1 5.1 5.1 

                      Source: Authors’ calculations based on American Community Survey 5-year estimates. 

Table 5. Percent of workers using transit to work 

Cities 2009 2010 2011 2012 2013 2014 2015 2016 Change 09-16 
Carson 2.9 3.1 3.4 3.3 3.1 3.1 3.0 3.4 0.5 
El Segundo 1.8 1.7 1.7 1.3 1.2 1.5 1.6 1.6 -0.2 
Gardena 3.3 4.3 4.2 4.4 3.9 4.8 4.1 4.6 1.3 
Hawthorne 7.1 7.9 7.2 6.8 7.3 7.6 7.7 7.3 0.2 
Hermosa Beach 1.3 1.1 1.2 1.1 1.5 1.2 0.9 0.8 -0.5 
Inglewood 7.2 7.6 7.5 7.9 7.6 7.8 7.9 7.3 0.1 
Lawndale 3.5 3.4 4.5 4.4 4.5 3.8 4.6 3.9 0.4 
Lomita 2.0 1.9 2.3 2.9 3.6 4.1 4.2 3.4 1.4 
Manhattan Beach 0.6 0.4 0.6 1.2 1.5 1.8 1.8 1.5 0.9 
Palos Verdes Estates 1.2 0.9 0.9 0.5 0.3 0.0 0.1 0.3 -0.9 
Rancho Palos Verdes 0.9 1.1 1.4 1.4 1.6 1.3 1.3 1.1 0.2 
Redondo Beach 1.9 1.8 1.4 1.4 1.3 1.5 1.6 1.4 -0.5 
Rolling Hills 0.4 0.4 0.4 0.4 0.4 0.6 0.4 0.5 0.1 
Rolling Hills Estates 1.4 1.5 0.5 0.3 0.5 0.2 0.1 0.8 -0.6 
Torrance 1.9 2.0 2.3 2.3 2.5 2.0 2.1 2.1 0.2 
South Bay Total 3.3 3.5 3.6 3.6 3.7 3.7 3.7 3.6 0.3 

Source: Authors’ calculations based on American Community Survey 5-year estimates. 
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Percent of full-time telecommuters has increased steadily since 2011. In fact, as shown when 
comparing Tables 4 and 5, Work at Home has outpaced public transit as a commute mode in 
the South Bay, and public transit use has steadily declined. The cities with the highest rates of 
telecommuting are the Peninsula and Beach cities. This correlates with various studies that 
show the wealthier are more likely to telecommute.16  

Table 6 below uses data from the 2012 California Household Travel Survey. This survey differs 
from the census as it asks in-depth questions about work patters and travel behavior. The data 
in Table 6 show the percentage of residents and workers that are allowed flexibility in their 
work times. Sample sizes are small for the CHTS, so caution should be taken in interpreting the 
results for individual cities.  

Close to half of workers and residents in the South Bay are offered some flexibility in the 
workplace. More South Bay residents work for organizations that offer flexibility than 
organizations allow for them in the South Bay. In other words, residents are offered more 
flexibility (from organizations outside of the South Bay) than workers who work in the South 
Bay.  

Table 6. South Bay Residents and Workers allowed flexibility in start times 

 

Source: California Household Travel Survey, CHTS 2012 

 

Table 7 shows CHTS results concerning second jobs. Within the South Bay, 7% of the workforce 
has a second job and roughly 20% of these jobs are conducted at home while 23% are not at a 
fixed workplace, such as Uber or Lyft. Almost half of the second jobs are either at home or not 
at a fixed location. LA has much larger percentages of all these categories. 

 

Flexible Programs
Workers Residents Workers Residents Workers

HARBOR CITY 50% 38% 50% 15% 100%
HERMOSA BEACH 44% 33% 33% 45% 13%
LOMITA 57% 36% 29% 32% 14%
HAWTHORNE 38% 47% 20% 19% 21%
INGLEWOOD 46% 48% 16% 16% 17%
MANHATTAN BEACH 39% 54% 13% 30% 26%
TORRANCE 48% 43% 13% 15% 21%
GARDENA 36% 45% 12% 23% 21%
REDONDO BEACH 63% 56% 11% 14% 54%
EL SEGUNDO 64% 41% 11% 26% 45%
CARSON 54% 36% 8% 11% 25%
WILMINGTON 44% 46% 6% 14% 6%
PALOS VERDES PENINSULA 25% 36% 0% 40% 0%
RANCHO PALOS VERDES 50% 42% 0% 26% 25%
LAWNDALE 22% 50% 0% 9% 25%
SOUTH BAY TOTAL 52% 45% 12% 20% 30%
LOS ANGELES 47% 43% 13% 21% 22%

Some Flexibility Total Flexibility
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Table 7: Percent of South Bay Residents with a second job. CHTS 2012. 

 

 

Table 8 below shows the occupations in Los Angeles that have the largest percentage of 
workers allowed to work at home. The highest category is workers in education, training and 
library, likely due to the large concentration of universities and colleges in the area. Healthcare 
in general tends to be a top field that allows for flexible work. Other occupation such as 
entertainment and computer-related jobs also tend to be high in flexible workplace practices.   

Table 8. Los Angeles Occupations by Percentage Allowed to Work at Home, CHTS 2012 

OCCUPATIONS Work from Home 
EDUCATION, TRAINING, AND LIBRARY OCCUPATIONS 11.2% 
HEALTHCARE PRACTITIONERS AND TECHNICAL OCCUPATIONS 11.0% 
ARTS, DESIGN, ENTERTAINMENT, SPORTS, AND MEDIA OCCUPATIONS 10.9% 
COMPUTER AND MATHEMATICAL OCCUPATIONS 7.0% 
TRANSPORTATION AND MATERIAL MOVING OCCUPATIONS 5.8% 
FOOD PREPARATION AND SERVING RELATED OCCUPATIONS 4.8% 
MANAGEMENT OCCUPATIONS 4.5% 
SALES AND RELATED OCCUPATIONS 4.4% 
INSTALLATION, MAINTENANCE, AND REPAIR OCCUPATIONS 4.2% 
PRODUCTION OCCUPATIONS 3.9% 
OFFICE AND ADMINISTRATIVE SUPPORT OCCUPATIONS 2.9% 
CONSTRUCTION AND EXTRACTION OCCUPATIONS 2.7% 
LEGAL OCCUPATIONS 2.3% 
BUSINESS AND FINANCIAL OPERATIONS OCCUPATIONS 1.9% 
ARCHITECTURE AND ENGINEERING OCCUPATIONS 1.1% 

 

 

of Total Workers Work at Home No Fixed Workplace Not at Worksite
INGLEWOOD 12% 0% 67% 67%
TORRANCE 11% 40% 10% 50%
RANCHO PALOS VERDES 11% 67% 0% 67%
GARDENA 8% 18% 18% 35%
MANHATTAN BEACH 7% 50% 0% 50%
HERMOSA BEACH 7% 0% 44% 44%
PALOS VERDES PENINSULA 6% 0% 33% 33%
HARBOR CITY 6% 0% 50% 50%
WILMINGTON 6% 25% 0% 25%
CARSON 4% 0% 0% 0%
HAWTHORNE 4% 0% 50% 50%
LOMITA 4% 0% 100% 100%
LAWNDALE 3% 0% 0% 0%
EL SEGUNDO 3% 0% 33% 33%
REDONDO BEACH 0% 0% 0% 0%
SOUTH BAY TOTAL 7% 19% 23% 42%
LOS ANGELES 7% 26% 32% 58%

Residents with a second job (percents)
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Benefits and Obstacles of Flexible Work 
It has been demonstrated thoroughly, either through studies or anecdotally, that flexible 
workplace practices offer many benefits to organizations and their workers.  

Flexible workplace practices increase an individual’s quality of life by allowing them to have 
more control over their schedule and independence with respect to work. A satisfied and less 
distracted employee works more productively and is less likely to find another job. This virtuous 
cycle increases an organization’s productivity and decreases costs associated with employee 
turnover, productivity, and office space. 

Flexible workplace practices also allow companies to create different models of work to secure 
the best talent regardless of geography. This borderless access to talent is critical to a firm’s 
ability to compete. This can be an especially important strategy for small and medium-sized 
businesses with lack of resources.17Not only is the economy at an all-time high for job creation, 
it is estimated that there will be a shortage in workers with college and graduate degrees for 
both the US and France by 2020 and globally by 2030.18 

The following covers the various benefits of flexible workplace practices. 

Productivity and Competitive Advantage 
Only a small percentage of employees (13%) surveyed worldwide are engaged at work.19 
According to a US Gallup poll, more than 60% of the workforce is ‘not engaged’ and another 
24% are actively disengaged.20 Dissatisfied employees are less productive and more likely to 
quit. Poor employee well-being can reduce engagement and morale, increase overtime and 
turnover, and require overstaffing. Alternatively, workers who have the option to telework are 
very satisfied in their jobs compared to those who are office bound.21 Control over schedule, 
time, and work results in higher work satisfaction increasing productivity, well-being, and 
creativity. 22 Employees with higher levels of well-being not only cost their employers less, they 
are more productive and engaged with their work.23 Studies have shown that they are less 
likely to switch jobs.24  

Desire for independence and control is seen in employee surveys, where majorities indicate 
they would choose the ability to work at home over a pay raise, even taking a pay cut for the 
option.25 A survey of MIT employees revealed that job flexibility was critical to satisfaction and 
quality of life.26 Women allowed to work at home after childbirth experienced fewer symptoms 
of depression.27  

Home environments can also provide distraction-free atmospheres increasing an employee’s 
output. Many workers utilize their days at home to catch up on substantial projects that benefit 
from continuous concentration. Flexible work allows people to schedule an appointment or run 
errands without losing a full day of work and reduces unscheduled absences (people that call in 
sick are often attending to other needs). Telework has shown to decrease absenteeism.28   
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Younger generations of workers are demanding more flexibility in their lifestyles. Telework is 
seen as the top recruitment strategy for groups aged 25 and younger, and groups aged 26-40.29 
Employers cite that the main reasons for offering telework options are to increase employee 
morale and recruit and retain employees.30 Flexibility in the workplace engenders competitive 
advantage, and empirical research has demonstrated that there is a link between firm 
performance and the adoption of flexible work practices.31 

Flexible workplace practices have proven to be effective in experimental studies. Researchers at 
Stanford University conducted a before/after study with a Chinese travel website Ctrip.32 
Employees were assigned to work at home and others remained at the workplace, a call center. 
For those who worked from home, performance increased 13% (people working from home 
completed 13.5% more calls and Ctrip got an extra workday a week from them). These 
individuals quit at half the rate of those remaining in the office, their sick days plummeted, and 
they reported significant higher job satisfaction. Ctrip saved $1,900 per employee for 9 months 
in furniture and space. Because of the successes, Ctrip decided to offer the work at home 
option to all employees, half of them which opted in. Overall performance increased to 22%.  

 

 
Flexible Workplace Program Productivity Success Stories 

 
• Due to flexible programs, Alpine Access remote agents close 30% more sales than traditional 

agents, customer complaints have decreased by 90% and employee turnover decreased by 
88%.33 

• British Telecom has 15,000 home workers out of 92,000. They find homeworkers to be 20% 
more productive. They also experienced a 64% reduction in absenteeism.34  

• 95% of AT&T employees and managers agree or strongly agree that they are more productive 
when working at home.35 

• Hennepin County (MN) Human resources and Public Health Department—reported a 9% 
increase in processed cases and a 77% decrease in unprocessed in-basket items after 
adoption of flexible work.36  

• During the first year of the program the US Air Force’s Central Adjudication Facility where 
95% of the employees teleworked, saw a 55% increase in productivity.37  

• The city of Ottawa during a year-long telework pilot found that case closing time went from 
90 days to 15.38 

• Fairview Health Services, a regional healthcare network, was able to reduce overtime by 50% 
through flexible workplace initiatives.39  

• The US Patent and Trademark Office’s productivity increased 10% through telework.40  
• Through its flexible work program, Best Buy’s average productivity increased 35%, British 

Telecom estimates a 20% increase and Dow Chemical a 32.5% increase.41 
• American Express telecommuters handled 26% more calls and produced 43% more business 

than their office-based counterparts.42 
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Continuity of Operations.  
The federal government has been a promoter of flexible workplace practices as a method to 
increase administration resiliency in the face of weather storms or other calamites. As such, it 
has initiated mandates and legislation to increase telework practices throughout federal 
agencies.  

A study conducted in New Zealand found that telework allowed for successful continuity of 
operations in the 2010-2011 earthquake series in Christchurch, New Zealand.43  

Costs 
Through flexible workplace practices, organizations can reduce costs associated with office 
space, maintenance, employee turnover, and scalability. In addition to lowering real estate 
costs, additional savings come from reductions in energy usage, parking lots leases, furniture, 
supplies, maintenance, security, janitorial services, insurance, taxes, common area expenses, 
and other related costs. Part-time telecommuting could save employers over $10,000 per year 

and cumulative benefits to US companies could exceed $400 billion a year.44 

The US Labor Department estimates that the average cost to replace an employee is 1/3 the 
annual salary of a new hire.45 Turnover costs are associated with recruitment, training and lost 
expertise. The cost of replacing an employee extends far beyond the recruiting process; it 
includes separation costs, temporary replacement costs, training costs, and lost productivity. A 
lost employee can also lead to lost customers, co-workers, and corporate intelligence. 

Digital business models lower transaction costs because organizations can benefit from 
scalability focusing on core operations (what they do best) and hiring independent workers 
when they need them. For example, hiring writers and 
designers when needed. It also allows businesses to scale 
up or down depending on need and add or reduce staff as 
needed rather than overstaff, a critical need to startups.  

Workers save costs with flexible workplace practices 
including costs related to housing, parking, commuting, 
and food and clothing for the workplace.  A study in the 
Dublin area found that for workers who telecommuted, there was a substantial savings in time 
and cost of travel.46   

 

 

The average cost of unused space is $25 or more per 
square foot. 

(Building Owners and Manager Association (2015). Office experience exchange report.) 

Global Workplace Analytics:  
Employer and Employee Savings 

Calculator 

http://globalworkplaceanalytics.com/re
sources 
 



12 
 

 
 

Flexible Workplace Program Cost Success Stories 
 
 

• 40% of IBM workforce operates without a dedicated office space. IBM saves $450 million a 
year in reduced facility infrastructure and associated initiatives.47 

• Deloitte LLP offers most of its employers the ability to telework as many as five days a week. 
It was able to reduce office space and energy costs by 30%.48 

• The US Patent and Trademark office was able to increase its workforce from 6,000 to 10,000 
without increasing office space saving them $19.8 million in real estate costs.49 

• Under its telecommuting program, McKesson Health Solutions saved them $1 million/year in 
real estate costs.50 

• Unilever reduced its office space by 36% and saved 40% on leases and maintenance through 
its agile working program.51  

 
 

Transportation and Emissions 
Reducing time, congestion, and emissions related to commuting is increasingly important in the 
US, Los Angeles and the South Bay. Transportation is the number one polluting sector in the US 
and the second highest average household expense after housing.52 The average Californian 
drives 36 miles per day and while the average driver is driving a few miles less overall, there is 
more driving each year in California due to increasing populations.53 Transportation is the 
largest source of Greenhouse Gas Emissions in California.54 

Flexible workplace practices are an easy solution to reducing commutes. Many employees 
would take another job to reduce the commute.55 

Community Benefits 
Flexible workplace practices offer many benefits to the community by providing work 
opportunities to the disabled, the retired, and women. About 12% of the workforce is disabled 
and flexible workplace practices offer inexpensive compliance with ADA. Only 75% of women 
aged 25-54 work as opposed to 90% of men and many retirees want to continue working but 
keep the flexibility to enjoy their retirement.  

For communities, flexible workplace practices reduce the outbound migration of talent and 
promote inbound talent migration. Flexible workplace practices raise the standard of living in 
disadvantaged areas, reduce unemployment and underemployment, leverage the investment 

Sun Microsystems reported that 24,000 US employees participating in the Open Work Program 
avoided producing 32,000 metric tons of CO2 by driving less often to and from work.  

Global Analytics (2107). Advantages of Agile Work Strategies for Companies 
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in broadband technologies, and improve the quality of life for residents. Those that work at 
home are engaged in more activities closer to home and community.56 Other macroeconomic 
benefits include increased productivity by allowing people in specialize in what they do best 
and what makes them feel engaged.  

Benefits Employee Employer Community 
Increases Productivity       
Environmental stewardship promotion       
Quality of life     
Eliminates or reduces commuting time     
Lowers transportation costs     
Increases geographical labor market      
Increases retiree retention      
Decreases overtime      
Improved customer service      
Increases employee engagement      
Lowers relocation costs      
Reduces traffic accidents      
Increases housing opportunities      
Top recruitment strategy for younger generations     
Companies can downsize space or lease unused space     
Reduced employee turnover     
Reduced transaction costs     
Increased scalability      
Can reduce salaries or pay raises     
Organization marketability and increased competition      
Reduces absenteeism     
Can help uncover management weaknesses     
Reduced need for overstaffing to accommodate peak loads     
Ensures continuity of operations       
Reduces outbound migration of talent     
Reduces pollution      
Increased labor force participation and hours     
Provides work opportunities for military dependents     
Increases digital government     
Increases competitiveness of government sector     
Raises standard of living in disadvantaged areas     
Reduces unemployment and underemployment     
Promotes inbound talent migration without adding population     
Leverages investments in broadband technology     
Improves quality of life and revitalizes communities     
Reduces congestion and emissions related to commuting       
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Even though the benefits are vast and well-documented, flexible workplace practices are still 
not common place. One of the commonly stated reasons for the lack of uptake is that managers 
have a difficult time implementing or are unwillingly to implement the practices. The following 
provides a case study from the Federal Government.   

Lessons from the Feds 
The federal government has been vigorously promoting telework for decades. Telework has 
been encouraged through laws passed by Congress and Presidential Administration mandates 
such as the Telework Enhancement Act signed by the Obama Administration.  See 
https://www.telework.gov for information. 

One of the reasons telework is emphasized in the federal government is that it increases 
administration resiliency in the face of weather storms or other calamities. It also provides work 
opportunities for military dependents, increases digital government, and is a hiring practice to 
compete with the private sector in securing talent. Federal leaders want the federal 
government to be a world class employer, employer of choice, and top performing 
organization.  

An increasing percentage of federal workers are becoming eligible to telework and more are 
participating. According to the table below, telework grew from 14% to 22% from 2012 to 2016 
– an 8%-point increase. 37 of 85 agencies participated in programs in 2016, a 10% increase in 
programs from the year before. The program increase was due to desires to avoid disruptions, 
decrease commutes and continue operations. The majority of the telework was occasional at 

“The nature of work has changed, and we have to change with it if we expect to compete for talent. 
The problem is, too many in government see this as just another push for telework when in reality 
what we are talking about is an entire work-place change, one that will not succeed unless cultural 
change and training issues are addressed head on.” 

Dr. Kim Wells, OPM’s Lead Research Psychologist 
Federal Telework Obstacles and Opportunities (2013), pg. 11 

“The public sector is the employer of choice for a shrinking number of graduates, even for students 
graduating with graduate degrees in public policy and administration. The situation will not change by 
tweaking hiring policies or investing a few more dollars in recruiting. To become a choice employer 
among this emerging workforce, the public sector must appeal to a population insistent upon a sociable, 
flexible, purposeful, and technologically savvy work environment. Certain perceptions of government 
work, if not reversed, pose a major obstacle to attracting Gen Y into the government. The image of the 
government as a slow-moving, bureaucratic monolith, juxtaposed against a fast-moving, anti-
bureaucratic Gen Y, poses a significant problem.” 

Global Director of Deloitte Public Sector Research 
Global workplace analytics (2013), The Bottom Line on Telework for the Thurston Region State and Local Government, pg. 17  

https://www.telework.gov/
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close to 50% of the teleworkers working remotely 1 to 2 days a week. Some federal offices such 
as the Patent and Trademark Office, The General Service Administration and the Treasury 
Department have adopted strong telecommuting programs.  

 

Years Percent of Employees Eligible Percent Participation (eligible; all) 
2011 33%  
2012 47% 14%; 29% 
2015 42% 20%; 46% 
2016 44% 22%; 51% 

Source: United States Office of Personnel Management (2016) “Status of Telework in the Federal Government” Report to 
Congress FY 2016 

 

Most federal survey respondents see telework as positively associated with stress, morale, 
retention, productivity and the environment.57 Several studies have shown that telework 
increases job satisfaction in federal agencies.58 

In addressing hurdles, the federal surveys indicate that managers are the biggest obstacle to 
telework implementation along with a lack of organizational support and culture. Few federal 
managers allow telework and the majority would not consider it.59 Managers often resist 
managing via a results-based system and prefer a ‘watch over the shoulder’ system as they are 
afraid to lose sight of their employees. Many federal managers stated that their employees 
already don’t produce and fear they would produce even less outside of the office.  

Managerial focus often lies on those who are not performing, which is a problem of the 
individual not a factor of telecommuting. Managerial resistance comes from the inability to 
address low performance rather than develop a culture rewarding high performance.  

“Telework can help uncover management weaknesses.” 
Sharon Wall, Regional Commissioner, GSA Federal Acquisition Service, New England Region 

 
“Telework is a way to take the pulse of the management environment of an organization. It 
highlights very basic things such as trust, communication, collaboration. It’s an excellent way to 
surface the critical issues for organization change/reinvention.” 

Martha Johnson, former GSA Administrator 
Federal Telework Obstacles and Opportunities (2013), pg. 5 

The Department of Labor was able to reduce the average of 230 commuting days per employee to 
196.3 for their 15,851 employees 

US OPM (2016). “Status of Telework in the Federal Government” Report to Congress 
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Professor Patricia Mokhatarian at Georgia Tech, a telework expert, identifies manager 
retraining as the first step in the adoption process. The key to long-term success lies in training 
managers effective communication, how to set measurable goals, monitoring progress, and 
making mid-course corrections.  

Studies of private organizations have shown that having a formal teleworking stimulates 
favorable managerial behaviors. Also, when telework is presented as a productivity enhancer 
rather than a personal-life enhancer, managers are more willing to adopt practices.60  

Resources are provided at the end of the document. 

 
Other Obstacles: 
The main obstacle detailed in the literature is managerial resistance and the lack of a formal 
organizational telework policy and culture.  

Other obstacles include isolation, lack of socialization, lack of suitable space, career fears (out 
of sight, out of mind), co-worker envy, necessary infrastructure, and collaboration difficulties. 

“Rather than organizing work around the needs of the task, in most American companies the work 
gets organized by means of the cultural expectations surrounding time…somehow one must always 
be at work, even when the job may not require it.” 
 

Lotte Bailyn, MIT Professor of Management and Co-Director of the MIT Workplace Center 
Bailyn, L; Drago, R.; Kochan, T. (2001). “Integrating work and family life: A holistic approach.” Report. Sloan Work-Family 

Policy Network. MIT Sloan School of Management, Cambridge, Mass 

Case Study: LA County 

Taken from an interview with Evelyn Gutierrez, former manager of LA County’s Telecommute Program: 
 
In 1989, Mike Antonovich, Supervisor LA County 5th district, wanted to explore reducing travel through 
telecommuting because many county employees were located all over the county. A countywide departmental 
program was developed. The program started out with 78 participants and today has over 5,000.  
 
The main barriers to implementation included management. The program developed management training that 
focused on productivity and documentation of outcomes rather than ‘widgets’. It was stressed that presence 
doesn’t equate with productivity. The program also devised incentives in the form of county purchases.  
 
LA County’s telecommute program has substantially reduced miles driven for work and sick days. Employee 
morale and productivity increased along with program adoption.  
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Factors such as information undersupply, autonomy and isolation can increase telework 
burden.61 

 

62

 

Telework Training Resources 

The following is a list of publicly available telework resources including manager training 
materials, courses, and webinars. 

Federal Government 
The federal government has made several legislative commitments to implement telework across 
federal agencies. The US Office of Personnel Management (OPM) hosts a website of resources 
to help federal managers and employees understand and implement telework.  

Telework.gov 

Materials offered include courses for employees to determine whether or not telework is the right 
fit and strategies for teleworking efficiently. Also offered are courses and webcasts for 
management training that promote the benefits of telework and walk managers through the 
process of developing a program. 

Obstacles
Isolation and lack of socialization Employee
Career fears (being out of sight) Employee
Co-worker envy for those that can't telework Employee
Inability to visually monitor employee Employer
Security issues Employer
Suitable Infrastructure to access company systems Employer
Lack of technical resources or office space in the home Employee, Employer
Not a replacement for daycare Employee, Employer
Difficulty in collaborating Employee, Employer
Lack of organizational culture Employee, Employer
Manager resistance Employee, Employer
Need for managers to learn how to manage by results Employee, Employer
Management mistrust Employee, Employer

“When organizations commit to preparing and training their managers and employees for remote work, they not only 
experience a higher satisfaction with the initiative, but they get everyone on board faster. We’ve seen some organizations 
increase the overall employee satisfaction more than 25% when they receive training versus when they don’t.” 

Kate North, e-work 
 Lister, K. and Harnish, T. (2013) “Federal Telework Obstacles and Opportunities.” Global Workplace Analytics 

https://www.telework.gov/


18 
 

Federal Government Telework Training Materials 

The Federal Government’s ‘One-Stop’ Human Resources Career Development Center provides a 
training and resource center for human resource practitioners and agency managers regarding 
work-life in the Federal government.  

Work-Life Studio 

General Services Agency 
The General Services Agency (GSA) an independent agency that provides assistance to the 
federal government including disaster recovery products and services. The GAS offers telework 
resources including guidance documents and management courses.  
 

GSA Resources for Managing Teleworkers 

Minnesota’s e-workplace 
E-workplace is a program to help introduce Twin Cities metro area employers to telework and its 
benefits. Free training resources are available including a Telework Toolkit. 

Eworkplace-MN and  Telework Toolkit 

Results-Based Management Resources 
 

A typical preoccupation of managers is that if they ‘can’t see’ their employees, the employees 
won’t produce work. Results-Based Management focuses on measuring an employee’s 
contribution by the work-products generated rather than the time spent at work. This provides 
many benefits to employees in terms of autonomy, control over time and better time-
management. The following are a few resources on Results-Based Management. 
 
Global Workplace Analytics 
White paper titled “The Key to Unlocking Talent and Increasing Productivity” (2010). The 
document provides an argument for shifting management styles to results-based, methods of 
implementation, and case studies. 

Global Analytics Results-Based Management White Paper 

 

“Rather than organizing work around the needs of the task, in most American companies the work gets organized by 
means of the cultural expectations surrounding time…somehow one must always be at work, even when the job may 
not require it.” 

Lotte Bailyn, MIT Professor of Management and Co-Director of the MIT Workplace Center 
Bailyn, L; Drago, R.; Kochan, T. (2001). “Integrating work and family life: A holistic approach.” Report. Sloan Work-Family Policy Network. MIT 

Sloan School of Management, Cambridge, Mass 

https://www.telework.gov/training-resources/
https://hru.gov/Studio_Work-Life/Studio_Work-Life.aspx
https://www.gsa.gov/governmentwide-initiatives/telework/telework-initiatives-at-gsa/resources-for-managing-teleworkers
https://www.eworkplace-mn.com/
https://www.eworkplace-mn.com/employer-resources/telework-toolkit-for-employers/
http://www.focusintl.com/RBM008-Results-Based-Management.pdf
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UN Habitat 
Un habitat provides a results-based management handbook. 
 

UN Habitat Results-Based Management Handbook 

 
E-work 
E-work hosts webinars on measuring and mapping collaborative performance, implementing 
change, and measuring impacts 
 

E-work results-based management webinars 

 

 

  

      

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

https://unhabitat.org/?rbm-handbook=part-1-overview-of-rbm
https://e-work.com/webinars/
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