
SHRM Foundation’s  
Effective Practice Guidelines Series 
Leveraging Workplace Flexibility  
for Engagement and Productivity 

EPG

Sponsored by

SuccessFactors



This publication is designed to provide accurate and authoritative information regarding the subject matter covered. Neither the publisher 

nor the author is engaged in rendering legal or other professional service. If legal advice or other expert assistance is required, the services 

of a competent, licensed professional should be sought. Any federal and state laws discussed in this book are subject to frequent revision 

and interpretation by amendments or judicial revisions that may significantly affect employer or employee rights and obligations. Readers are 

encouraged to seek legal counsel regarding specific policies and practices in their organizations.

This book is published by the SHRM Foundation, an affiliate of the Society for Human Resource Management (SHRM©). The interpretations, 

conclusions and recommendations in this book are those of the author and do not necessarily represent those of the SHRM Foundation.

©2014 SHRM Foundation. All rights reserved. Printed in the United States of America.

This publication may not be reproduced, stored in a retrieval system or transmitted in whole or in part, in any form or by any means, electronic, 

mechanical, photocopying, recording or otherwise, without the prior written permission of the SHRM Foundation, 1800 Duke Street, 

Alexandria, VA  22314.

Selection of report topics, treatment of issues, interpretation and other editorial decisions for the Effective Practice Guidelines series are 

handled by SHRM Foundation staff and the report authors. Report sponsors may review the content prior to publication and provide input 

along with other reviewers; however, the SHRM Foundation retains final editorial control over the reports. Editorial decisions are based solely 

on the defined scope of the report, the accuracy of the information and the value it will provide to the readers. 

The SHRM Foundation does not explicitly or by implication endorse or make any representations or warranties of any kind regarding its 

sponsors or the products, services or claims made by its sponsors. The SHRM Foundation does not assume any responsibility or liability for the 

acts, omissions, products or services offered by its sponsors.

14-0003

Leveraging Workplace Flexibility for Engagement and Productivity

For more information, contact the SHRM Foundation at (703) 535-6020. Online at www.shrmfoundation.org



iii Foreword

v Acknowledgments

vii About the Authors

2  The Business Case for Flexibility

  4 Benefits of Workplace Flexibility for Organizations

  5 Benefits of Workplace Flexibility for Employees

8 Making Workplace Flexibility a Reality: HR’s Role

  8 The Flexibility Spectrum

  9 Types of Workplace Flexibility

15 Successfully Implementing Workplace Flexibility

  15 Defining Roles

  19 Workplace Flexibility Metrics and Measurement Tools

20 Challenges of Workplace Flexibility

  21 Potential Negative Outcomes of Flexibility 

23 Conclusion: Mainstreaming Flexibility

25  Appendix A: Overview of Benefits and Challenges of Workplace 
Flexibility

27  Appendix B: Prevalence and Recent Trends in Workplace  
Flexibility

31  Appendix C: Trends in Telework by Type of Employer

33  Appendix D: Flexibility Metrics

35  Appendix E: Workplace Flexibility Legal Trends

37 References

43 Sources and Suggested Readings

Table of Contents





iii

Leveraging Workplace Flexibility for Engagement and Productivity

Workplace flexibility is a mutually beneficial arrangement between employees and employers in 
which both parties agree on when, where and how work gets done. At present, the availability of 
well-thought-out policies in this area is uneven. The Evolution of Work and the Worker, a recent 
report published by the SHRM Foundation and written by the Economist Intelligence Unit, 
describes how the nature of work continues to evolve due to changing workforce demographics 
and the globalization of business. Accordingly, offering flexible work arrangements will be 
increasingly important to attract and engage a global and demographically diverse workforce.

Studies show that in the United States, telecommuting increased 80 percent from 2005 to 
2012. And a 2012 poll by global research company Ipsos found that one out of five employees 
(17 percent) globally who could be connected online to their workplace reported that they 
telecommute on a “frequent basis.” India reported the highest proportion of teleworkers, at 56 
percent. Workplace flexibility is truly a growing global practice. 

Unfortunately, many organizations still face challenges in implementing workplace flexibility 
due to the perception that it is primarily an employee benefit. In fact, as this report will show, 
workplace flexibility is also a management tool to enhance productivity. When implemented 
correctly, both employees’ needs for work/life support and a firm’s needs for efficiency and 
productivity can be met.

This is the 18th report in the SHRM Foundation’s Effective Practice Guidelines series. Created 
in 2004 for busy HR professionals, the series integrates research findings with expert opinion 
on how to conduct effective HR practice. It provides the tools to successfully practice evidence-
based management. Each report also includes a “Suggested Readings” section as a convenient 
reference tool. Other recent reports include Shaping an Ethical Workplace Culture, Promoting 
Employee Well-Being and Building a High-Performance Culture. To ensure the material is both 
research-based and practical, the reports are written by subject-matter experts and then peer-
reviewed by both academics and HR professionals. 

SHRM Foundation educational resources are now used in hundreds of college classrooms 
worldwide. A major funder of original, rigorous HR research, the SHRM Foundation also awards 
multiple scholarships annually to support education and professional certification. And all this 
good work is made possible by the generous support of donors like you. 

We encourage you to learn more. Please visit shrmfoundation.org to download other 
complimentary resources and to find out how you can get involved with the SHRM Foundation. 

Mark Schmit, Ph.D., SPHR

Executive Director

SHRM Foundation
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The whole topic [workplace flexibility] has a lot to do with productivity. The more flexible we make 
the work environment, the more we can provide workers with what they need to manage their lives 
and their jobs. We end up with higher productivity. It is great for the economy and the companies.1

– Brenda Barnes, CEO, Sara Lee Corporation 
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Workplace flexibility has advantages for both employers and 
employees. In a recent Society for Human Resource Management 
(SHRM) survey, 91 percent of HR professionals agreed that flexible 
work arrangements positively influence employee engagement, 
job satisfaction and retention. Yet some U.S. employers have been 
slow to implement flexibility policies. While progressive employers 
are recognized on Working Mother and Fortune magazine’s Best 
Companies lists for their flexible workplaces, the availability of 
well-thought-out policies continues to be uneven across industries, 
occupations and employers.2 

One challenge HR professionals face in implementing these 
policies is the belief that workplace flexibility is primarily an 
employee benefit, not a management tool to enhance productivity. 
In fact, workplace flexibility works best when implemented to 
address both employees’ needs for work/life support and a firm’s 
needs for efficiency and productivity. This report will address both 
sides of that equation.3

For organizations that may be hesitant to try flexible work 
arrangements, this report presents research showing how flexibility 
increases productivity. For those seeking guidance in how to 
implement more workplace flexibility, this publication provides an 
overview of options to try, along with tips and practical strategies for 
successful implementation. It will also examine the benefits, metrics 
and links to business outcomes, as well as define the roles and 
responsibilities of HR, supervisors and employees in the process.

The focus here is on U.S. workplaces, which are more likely to 
implement employer-driven flexibility policies. In other industrialized 
countries, there are more public flexibility supports, such as 
mandated paid parental leave and the statutory right to request a 
flexible schedule.4

LEVERAGING WORKPLACE 
FLEXIBILITY FOR ENGAGEMENT 
AND PRODUCTIVITY 
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The changing nature of work and 
the workforce is driving the need for 
more innovative and effective work 
arrangements in all sectors of the 
economy. Organizations that want to 
attract and retain high-performing 
employees understand the benefits of 
using workplace flexibility to increase 
employee efficiency and productivity. 

Recent national surveys show that 
three-fourths of U.S. employers allow 
some employees to adjust the times 
they start or stop work, and almost 
two-thirds allow some employees to 
work from home occasionally. Studies 
also show that employees of all ages, 
family backgrounds and jobs value 
work/life flexibility.6 It is soon expected 
to become the “new normal” for 
conducting business.

More executives and managers recognize 
that workplace flexibility is critical for 
managing talent, maximizing productivity 
and achieving strategic goals. The latest 
research shows that many employers 
use workplace flexibility as a means 
of improving the bottom line as well as 
supporting employees’ efforts to manage 
their work and family demands. Experts 

predict that workplace flexibility is likely to 
become a competitive business practice.7

THE BUSINESS CASE 
FOR FLEXIBILITY

Research and practical experience 
suggest there are many benefits to 
workplace flexibility for organizations. 
Some benefits, such as employee 
attraction and retention, are applicable to 
all types of flexibility, whereas others are 
unique to a specific type. For example, 
telecommuting helps employers save on 
real estate expenses.8

Workplace flexibility may support long-
term strategic business objectives, 

including cost savings resulting from 
reductions in turnover, absenteeism and 
workplace accidents. Some forms of 
flexibility, such as telework, enable work 
to continue uninterrupted during times 
of bad weather, flu season or other 
disruptions. 

Flexibility has been linked to 
positive employee outcomes such 
as decreased stress and improved 
health and well-being, which have 
corresponding impacts on rates of 
absenteeism and overall health care 
costs. Often employees who have the 
opportunity to make use of workplace 
flexibility show increased commitment 
and engagement and improved 

NSF’s Career-Life Balance Initiative

As part of an initiative to support high-level science, technology, 
engineering and math (STEM) workers at universities, the National 
Science Foundation (NSF) recently began a 10-year Career-Life Balance 
Initiative. The goal is to expand family-friendly, flexible work practices for 
scientists nationwide to attract, retain and advance the best researchers 
in STEM fields. At the launch event at the White House in September 
2011, participant Gina Schmalzle said, “There were representatives there 
from industry, academia, and government all echoing the same message, 
that these policies are good for everyone and they’re especially good for 
our economy in a time when we can’t afford to miss out on the talent of 
women or of anybody.”5 

Defining Workplace Flexibility

Workplace flexibility is a mutually beneficial arrangement between employees and employers in which both parties 
agree on when, where and how the employee will work to meet the organization’s needs. Flexibility can be formal 
and officially approved through HR policies, or informal and available on a discretionary basis. It may include:

 ● Policies and practices governing the time, scheduling and location of employees’ work.

 ● Alternative work arrangements and HR policies such as flextime, telework, leaves and part-time work that an 
entire work unit or a subgroup of employees uses.

 ● Changes to job design and job autonomy that permit employees more control of when and where they work.

 ● Informal practices such as occasionally or regularly using flextime to come in late or leave early or to work from 
home with supervisor permission.

 ● Mobile work, such as working at a client’s workplace.

 ● Using technology to communicate and work outside the confines of the primary worksite.



3

Leveraging Workplace Flexibility for Engagement and Productivity

Benefits of Workplace Flexibility

Customer Service
• Customer Retention
• Extended Service Hours
• Higher Quality 
• Engaged Employees

Corporate Social 
Responsibility

• Workforce Readiness
• Volunteer Programs
• Sustainability
• Healthy Citizens

Wellness
• Lower Healthcare Costs
• Better Habits/Routines
• Home When Sick

Business Continuity
• Disaster Planning
• Technical Outages
• Inclement Weather

Organizational Effectiveness
• Diversified Talent Pool
• Effective Scheduling
• Team Performance
• Employer Branding

Productivity
• Job Performance
• Innovation
• Shareholder Value

Talent Management
• Attract (Recruit)
• Retain (Turnover)
• Engage (Longevity)
• Develop (Career Mobility)

Diversity Inclusion
• Gender
• Caregiver Status
• Generational Issues
• Disabilities
• Religious Observance
• Military

Real Estate
• Reduced Office Space
• Smaller Parking Lots
• Fewer Buildings
• Less Parking/Transit Subsidies

Workplace  
Flexibility

Strategic Flexibility Map
@ 2011 Life Meets Work Inc.

Community

 ■ Employers are better able to attract and retain quality employees. 
 ■ Businesses may see potential cost savings, as well as possible reduced turnover.
 ■ Organizations are better able to address challenges of the globalization of business.

 ■ Productivity is likely to increase.  
 ■ Workplace accidents may decrease. 

 ■ Employees have greater control over where, when and how their work gets done. 
 ■ Workers are less likely to miss work (due to illness, nonwork demands).
 ■ Reports of improved well-being may increase.

 ■   Employees can be involved in community, school and family events taking place 
during traditional work and commuting hours.

Organization

Job/ 
Co-workers

Employees
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performance—outcomes that ultimately 
help their employers.9  

In addition to these clear benefits 
to employers, this report suggests 
that there is also a business case for 
workplace flexibility in improving the 
community by enabling employees to 
participate more freely in volunteer 
activities and engage more with family 
and friends. Workplace flexibility 
helps develop future generations 
of employees by providing current 
workers with more control as they 
seek to meet the demands of work and 
family life. The figures on previous page 
provide an overview of the benefits of 
workplace flexibility and its potential 
for enhancing business and strategic 
outcomes.10

Benefits of Workplace 
Flexibility for Organizations
Flexible work options are more likely 
to be successful when an organization 
encourages managers and employees 
to view flexibility as a mutually 
beneficial business process for 
determining the best approach to how, 
where and when work is done. When 
workplace flexibility is implemented 
well, both employees and employers 
benefit, as productivity is maintained 
and employees are able to manage 
work and nonwork demands more 
easily. 

Job satisfaction
Often, more flexibility leads to higher 
employee job satisfaction, reduced 
turnover and other long-term benefits. 
In many cases, flexibility can be used 
as a strategic business tool to maintain 
a productive workforce.11 

Expanding availability to clients
Flexibility can be used to strategically 
expand availability to clients by allowing 

employees to work nontraditional 
hours. But it is critical that employees 
not feel stressed or burned out 
because they perceive that flexibility 
means they are working all the time.12 

Attraction and retention 
Research shows that flexibility 
initiatives are a significant predictor 
of applicant attraction and talent 
retention. In a competitive market, 
an organization offering workplace 
flexibility can brand and distinguish 
itself as an “employer of choice.” 
Employers offering the option to work 
at a distance from the primary office 
location can fill positions with the most 
qualified candidates, regardless of 
location. A full-time employee needing 
to reduce his or her hours could opt to 
stay with the employer if the possibility 
of working part time or job-sharing 
were made available. Or an employee 
whose spouse is offered a position in 
another state may agree to continue 
working for his or her current employer 
if that employer allows the employee to 
work from a distance.13 

Employee loyalty, engagement 
and improved performance
Offering flexible work options allows 
employees to have some control over 
where and when work gets done and 
to make decisions based on how they 
will work most productively. Employees 
may feel more loyal to an employer that 
offers them a chance to better manage 
their work and personal lives; this is 

known in the research literature as a 
“positive social exchange relationship.” 
Such exchanges enable productivity 
to increase if employees feel more 
engaged at work.14

Reduced negative outcomes
Flexibility tends to reduce negative 
outcomes, such as: 

 ■ Missed work due to illness.
 ■ Distractions due to nonwork 

demands. 
 ■ Occurrence of accidents. 
 ■ Unnecessary turnover from 

employees who cannot meet 
nonwork obligations.15

Cost savings and return 
on investment
Some flexible work arrangements may 
result in cost savings to employers. 
For example, if employees are working 
at a distance full time, real estate and 
utilities costs decline because less 
office space is needed. The ability to 
retain quality employees by offering 
workplace flexibility saves money 
otherwise spent to recruit, hire and 
train replacements. Decreased stress 
and improved health lead to less 
absenteeism, fewer accidents, and 
decreased workers’ compensation and 
health care costs. 

Increased customer 
service availability
Employees who work alternative 
hours or work from home have 

Deloitte has quantified flexibility’s cost savings by calculating the turnover 
expense for those professionals who said they would have left the firm 
had they not had a flexible arrangement. Based on this calculation, the 
firm determined that it saved an estimated $41.5 million in turnover-related 
costs in 2003 alone.

Source: Corporate Voices for Working Families and WFD Consulting. (2011). Business impacts of 
flexibility: An imperative for expansion. Washington, DC: Corporate Voices for Working Families.
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access to their home offices during 
nontraditional work hours and are 
available to customers for a broader 
range of hours each day. These 
employees can mix and match their 
hours, so they will be available when 
the organization actually needs them 
most. This flexibility is helpful to firms 
that provide services to customers 
in different time zones or customers 
that may need support during 
nontraditional hours.

In this scenario, however, there is 
always a risk of work time creeping 
into personal time. Employees and 
managers should watch for “work 
creep” to avoid stress and burnout. 
Setting formal boundaries so that 
there is a clear distinction between 
working hours and nonworking hours 
is important.

Increased ability to meet the 
demands of globalization 
The globalization of business also 
requires employees to be accessible 
outside traditional work hours. 
Conference calls often take place 
across time zones, early in the 
morning or late at night. Rather 
than participating in these early 
morning or late night calls from the 
primary worksite, many employees 
prefer to be at home. This type of 
flexibility meets business needs and 
takes into consideration employees’ 
personal responsibilities. Businesses 
can support this type of flexibility 
by providing access to necessary 
documents through a secure 
connection from offsite locations and 
access to call-in numbers and webinar 
technology that can be used from any 
location. 

Benefits of Workplace 
Flexibility for Employees

Improved work/life fit
Workplace flexibility can be a strong 
motivator for employees. They are more 
likely to join and stay with an employer 
because flexibility makes it easier to 
manage their personal life and meet job 
requirements. Workplace flexibility can 
reduce work/family conflict and increase 
work/life fit. Some of the positive outcomes 
include:

 ■ Improved well-being.
 ■ Better health.
 ■ Increased job satisfaction.
 ■ Improved objective performance.
 ■ Lower stress.
 ■ Reduced turnover intentions. 
 ■ Lower work interference with family.
 ■ Reduced absenteeism.16

Less time commuting
Employees who work from home or flex 
their hours may reduce their commuting 
time, save money on related expenses and 
also avoid the stresses of commuting. One 
can make the case that employees who 
do not commute can work during the time 
formerly devoted to commuting, but this 
should not be a mandated component of a 
flexible work arrangement.

Less time commuting will also benefit the 
environment by putting fewer cars on the 
road, and benefit employees by inflicting 
less wear and tear on vehicles. 

The time saved by not commuting may 
certainly be devoted to nonwork activities 
that would otherwise be more difficult 
to complete. Workplace flexibility offers 
opportunities for employees to be involved 
in community, school and family events that 
take place during traditional working or 
commuting time.17

Corporate Voices and WFD Consulting’s in-depth study of five 
organizations that implemented flexibility for their hourly and nonexempt 
workers showed that employee commitment was 55 percent higher for 
employees who have the flexibility they need, compared to those who do 
not. The study also found that stress and burnout are 57 percent lower 
when employees have flexibility. 

Source: Corporate Voices for Working Families and WFD Consulting. (2009). Innovative workplace 
flexibility options for hourly workers. Washington, DC: Corporate Voices for Working Families.

AstraZeneca conducted a flexibility survey of the company’s Delaware-
based headquarters and R&D employees; 96 percent of respondents 
said that flexibility influenced their decision to stay at the company, 73 
percent said that flexibility was “very important” in that decision, and an 
additional 23 percent said that it was “somewhat important.”

Source: Corporate Voices for Working Families and WFD Consulting. (2011). Business impacts of 
flexibility: An imperative for expansion. Washington, DC: Corporate Voices for Working Families.



6

Leveraging Workplace Flexibility for Engagement and Productivity

CASE STUDY

The WorkSmart Initiative:
Implementing Workplace 
Flexibility as a Win-Win 
Business Strategy
Northern Trust is a large global bank 
with locations spanning the globe 
from Chicago to London to Singapore. 
Rising real estate costs, office space 
expansion in urban locations, and 
the need to work across many global 
time zones, expand office space, 
and manage employees’ growing 
commutes and requests for flexible 
working led the company to pilot the 
WorkSmart initiative. After conducting 
risk assessments and ensuring work 
processes could be replicated just as 
effectively at home as at the office, 
the program began with 33 Chicago-
area employees in one work unit. For 
this group of employees the program 
was an across-the-board, team-level, 
mandated change. 

Unlike some telework programs 
that may be initiated by a single 
employee request or one manager’s 
flexible style, under WorkSmart whole 
workgroups undergo risk analysis of 
business process replication before 
migrating to the new environment. 
The evaluation includes examination 
of the feasibility of jobs being 
performed as well at home as in the 
office. This approach to flexibility is 
becoming the norm in the financial 
services industry. 

Kristen Keniry, a VP and workplace 
and technology strategist at Northern 
Trust, explains:

WorkSmart is a formal approach 
to flexible work that supports 
the strategy and benefits of 
decentralization, business 
continuity, alternative workplaces, 
management by results and 
evolving workplace technology. 
WorkSmart enables improved 
work/life balance, increased 
productivity and reduced long-term 
operating expenses. WorkSmart is 
not a 100 percent work-at-home 
program. It emphasizes output-
based management over face time.

Having worked with many groups 
in the industry and a number 
of employers, Keniry notes that 
sometimes there is initial resistance 
by managers and employees that 
resembles a “J curve.” Initial decrease 
in enthusiasm or business outcomes 
occurs before improvement. She adds:

Moving to flexible working is 
change management. When you 
change the way people work, 
you are changing the space they 
work in, the way they see each 
other, and when they work. We 
are now working with a different 
world. We have partners and 
clients in other parts of the 
country or world, and we are 
constantly managing across 
time zones. We are integrating 

Under a 90-day performance-monitoring period, Northern Trust financial services company conducted seven 
surveys every two weeks to effectively assess the WorkSmart migration experiences. Some sample statements 
used to survey employees are:

 ● The client experience is not affected by my schedule.
 ● My personal productivity is not impacted by the location in which I work.
 ● I received information and communication to do my job effectively.
 ● The technology I need and use is adequate to do my job. 

Source: Kristen T Keniry, Vice President, Workplace & Technology Strategist, Northern Trust

Our company for some time has offered alternative work options 
such as flexible hours, home working and job sharing, supported 
by established HR policies. Most recently, we began trialing the 
WorkSmart initiative, which recognizes the changing nature of work 
and the workplace. Employers are now looking to attract and retain 
talent from multiple generations: Baby Boomers, Generation X, 
and Millennials. Our WorkSmart program is an answer to the new 
work demands of collaboration and mobility, providing tools and 
workspace to support these relatively modern trends. The initiative 
allows partners the flexibility to work where they are most productive 
rather than necessarily tying them to a traditional office cube.

– Martin Clarke, Global Head, 
Corporate Services Group, Northern Trust
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I truly appreciate having the ability to work from home and the flexibility to change the days each week 
in order to meet the demands of work and family life. I am better able to focus on work and be a better 
employee when my mind is not distracted by competing needs. Through the use of instant messaging, email, 
and online presentation tools, I am able to interact with both staff and clients alike from virtually anywhere. 
This program, among many others, has enabled me to stay at Northern Trust for 19 years, through many life 
stages. It has been mutually beneficial.

– Jennifer Gaertner, Manager, 
Investment Compliance, Northern Trust

The Rules of Working Smart

Managers will create a Charter to specify requirements 
and communication protocols beyond those outlined in the 
program. The Charter will govern how the team will work in the 
WorkSmart program.

Team Chapters should cover the following topics: 
 ● Communication protocols, such as:

 ● Use of Lync when not in the office to enable instant 
communication. 

 ● How to denote today’s location. 
 ● Information security.  

 ● Manager interaction/communication preferences, such as:

 ● When to be in the office and times to be available and 
online. 

 ● Which meetings should teams attend in person? 
 ● Is on-site coverage necessary on certain days? 
 ● Is there a limit to the number of days teams may work 

remotely? 
 ● Expectations: 

 ● If the help desk cannot resolve technical issues in a  
timely manner, workers need to come into the office. 

 ● If a worker decides to discontinue participation in the 
program, it may take some time to secure a dedicated 
workspace on site. An interim solution will be provided, 
as needed. 

 ● Emphasis will be on output-based management instead  
of time-based management, or management by sight.

Source: Kristen T. Keniry, Vice President, Workplace & Technology Strategist,  
Northern Trust

technology strategy with real estate, 
customer, and employee strategies. It 
is a multi-faceted win-win. 

Under WorkSmart, teams agree that 
individuals will have the discretion to 
work where they are the most productive. 
Managers and teams develop a charter 
to set protocols. The only requirement is 
that individuals on each team must agree 
to work at least one day in the office and 
one day at home on a regular basis each 
week. No one worker becomes isolated 
by being at home 100 percent of the 
time, and no one has to be in the office 
five days a week. 

The organization gives each employee 
a laptop computer with an integrated 
“soft phone.” This allows the laptop to be 
used for voice communication, reducing 
cellphone costs. 

WorkSmart was so successful that 
Northern Trust is now expanding it to 
other workgroups in the United States 
and abroad.

Here is a sample of the guiding principles 
used in the manager and team charters.
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MAKING WORKPLACE 
FLEXIBILITY A REALITY: 
HR’S ROLE

Human resource professionals help 
organizations improve workforce 
engagement and productivity. 
Workplace flexibility can be an 
integral component of these efforts. 
HR support for implementation and 
effective use of workplace flexibility 
includes:

 ■ Showing how workplace flexibility 
can engage and reward employees 
while also improving business 
outcomes.

 ■ Encouraging senior management 
and supervisor support for 
workplace flexibility.

 ■ Supporting workplace flexibility 
not just as a series of specific 
programs or policies, but also as a 
strategic business decision. 

 ■ Educating and training employees, 
teams and managers on how 
to implement flexible work 
arrangements to improve job 
performance.

 ■ Conducting needs assessments 
to select and adapt flexibility 
policies that best fit workforce and 
business needs.

 ■ Serving as consultants and fine-
tuning policies to ensure effective 
implementation.

 ■ Identifying and tracking workforce 
metrics related to the effective use 
of flexibility.

 ■ Ensuring systematic adherence to 
regulations governing leaves, comp 
time, breaks and work scheduling 
across locations.

 ■ Overseeing the pilot of a workplace 
flexibility initiative and then 
collecting feedback and modifying 
the initiative as needed.

 ■ Setting a tone of positive 
organizational change 
management. 

Flexibility policies are evolving 
in today’s workplaces, and many 
managers and employees are 
experimenting with new ways of 
working. When implemented so that 
both employer and employee goals 
are met, workplace flexibility policies 
and practices can help an organization 
become more global, virtual and 
24/7 customer-driven; increase 
engagement; and adapt to workforce 
diversity. 

The Flexibility Spectrum
The meaning of workplace flexibility 
differs from organization to 
organization. Before implementing or 
improving policies, HR professionals 
may want to evaluate their firm’s 
current flexibility approach. WFD 
Consulting (formerly Work/Family 
Directions) developed a Flexibility 
Spectrum to allow organizations to 
evaluate themselves. At one end 
of the continuum are organizations 
that view workplace flexibility as an 
“accommodation” for high performers 
or those with more acceptable or 
“legitimate” reasons to work flexibly. 
Unfortunately, if flexibility is viewed 
mainly as an individual accommodation, 
workers may be stigmatized for using 
it. At the other end of the spectrum are 
organizations that have fully integrated 
working flexibly into their culture, so 
that it has become a valued tool for 
achieving business objectives.18

Organizations use the Flexibility 
Spectrum to identify where they are 
and to start discussions of how they 
can improve and reach their goals. 
With training, organizations of any size 
can offer some variation of flexibility. 

Workplace Flexibility Spectrum

Individual 
Accommodations

Special arrangements 
or “deals” granted on 
a case-by-case basis 
and often kept secret.

Policies and programs 
exist, but flexibility is 
used only in “pockets” 
across the organization.

Widespread use of 
formal and informal 
flexibility to meet 
business and 
individual needs.

A results-driven culture 
where flexible work 
practices are utilized as a 
management strategy to 
achieve business results.

Policies and 
Programs in Place

Flexibility Has  
Many Faces

New Ways  
of Working

© WFD Consulting
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Types of Workplace Flexibility
Organizations offer several forms 
of flexibility, some of which, such 
as Family and Medical Leave Act 
(FMLA) leave, are legally mandated. 
Following is an overview of the major 
types of workplace flexibility and how 
each aligns with business needs, 
occupations and workforces.19  

There are four primary categories of 
workplace flexibility:

 ■ Time.
 ■ Location and connectivity.
 ■ Amount of work.
 ■ Continuity and time off.

Flexibility in time
Flexibility in time of work allows 
employees some degree of choice 
regarding how total weekly hours 
are distributed to manage nonwork 
demands. Options include flextime, 
compressed workweeks, flexible 
shifts, part-year and seasonal 
schedules, and flexible breaks during 
the workday. 

Flextime 
An employee with a flextime schedule 
has alternative start and end times, 
but total weekly or daily hours worked 
are the same as those for other 
regular full-time employees. Flextime 
schedules can be set up formally for 
a workgroup or unit or established 
informally with supervisor discretion.

The most common flextime 
arrangement is one in which 
employees are able to choose the 
times they arrive at and leave the 
central worksite as long as they 
are onsite for a core band of hours, 
such as 10 a.m. to 3 p.m.20 Some 
arrangements allow employees to 
“bank time” or vary the length of 
workdays to reserve future time off.21  

Tips for HR
When an employee or manager 
adopts a flextime schedule, be sure to 
provide support regarding:

 ✔ How department or office 
coverage will be maintained. 

 ✔ How effective channels 
of communication will be 
established and maintained.

 ✔ How work hours will be tracked.

 ✔ How performance will be 
measured.

 ✔ How tasks will be specified 
during times when a supervisor 
or manager is absent. 

Compressed workweeks 
Compressed workweeks compress 
full-time job responsibilities into fewer 
than five days per week or fewer than 
10 days in two weeks. For example, 
over the course of a two-week period, 
an employee might work an extra hour 
per day Monday through Friday of 
one week and an extra hour per day 
Monday through Thursday of a second 
week to have every other Friday off. 
This is often referred to as a 9/80 
schedule. 22  

A compressed workweek should 
not negatively affect business, and 
schedules should be coordinated 
among employees. In some cases, 
whole teams may agree on a 
compressed workweek during 
slower business seasons. If an entire 
organization or all employees in one 
location take the same day off, there 
may be cost savings for the firm, such 
as using less electricity.

Tips for HR
When an employee or team adopts 
a compressed workweek, be sure to 
provide support regarding:

 ✔ How office coverage will be 
maintained.

 ✔ How schedules will be 
coordinated.

 ✔ How effective channels 
of communication will be 
maintained.

 ✔ How tasks to be completed 
during times when supervisors 
or managers are absent will be 
specified.

 ✔ How equity will be maintained by 
measuring work accomplished 
rather than hours worked to 
avoid conflicts.

 ✔ How performance will be 
evaluated. 

 ✔ How negative perceptions of 
flexibility will be handled. 

Flextime Options
 ● An employee works 40 hours per 
week, is present each day during 
core hours, but adjusts his arrival 
and departure times as he wishes 
on a daily basis.

 ● An exempt employee works 40 
hours per week with no core 
hours. She may vary start/
end times on a weekly or daily 
schedule or set a standard 
schedule such as 7 a.m. to 3 
p.m. on Tuesday and Thursday, 
and 9 a.m. to 5 p.m. on Monday, 
Wednesday and Friday. She 
may work extra hours one day 
to make up for fewer hours 
worked another day or end the 
workweek early every Friday after 
participating in Thursday night 
meetings to better serve clients 
in a different time zone.

Source: Adapted from Workplace flexibility 2010. 
Washington, DC: Georgetown University Law 
Center.
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Flexible shift work
Flexible shift work involves work that 
is outside of standard work hours and 
frequently includes working at night. 
Several types of schedules, when 
implemented effectively, can keep 
operations going 24/7 and expand 
workers’ availability to meet client 
demands and increase productivity.23  

Before moving forward with a flexible 
shift work plan, consider that there may 
be downsides in terms of employee 
health. Employees who work shift 
schedules can experience difficulty 
sleeping, fatigue, accidents and 
injuries, gastrointestinal and metabolic 
disorders, cardiovascular disorders, 
and psychological disorders.24 Some 
initiatives have been shown to mitigate 
some of these negative effects, 
but employees are still more likely 
to experience long-term negative 
effects from this type of schedule than 
from other types of work schedules. 
Of course, flexible shift work has 
advantages, too. Designing shift 
schedules in which employees have 
some control can enable them to 

trade shifts or work a shared or more 
predictable schedule when employees 
need to do so. 

Part-year or seasonal 
work schedules
In some industries and professions, 
busy times and slow times of the year 
are predictable, so it may be beneficial 
for both employees and organizations 
to maintain part-year or seasonal work 
schedules. In this case, flexibility occurs 
over the course of a year, rather than 
over the course of a week or a day. For 
example, a tax accountant will work many 
more hours during the busy tax season 
and may then be able to work fewer 
hours during the summer months. The 
firm benefits from this flexibility, and so 
does the employee.

Self-scheduled breaks 
Nonexempt employees by definition 
work on an hourly basis, are eligible for 
overtime, and are required to take work 
and meal breaks in accordance with 
federal and state employment laws. A 
manager who just considers coverage 
needs and workflow patterns sometimes 
overlooks the needs and preferences of 
the employees when scheduling breaks. 

The option of self-scheduled breaks 
offers more employee control as 
managers let teams of workers 
determine who will take which break 
time. Managers must set expectations 
and identify how scheduling needs 
should be addressed so that the same 
employees are not always covering the 
least desirable times. This option allows 
an employee to time his or her break 
to coincide with a daily phone call to 
an elderly relative or to address other 
nonwork needs.25 

Flexibility in location 
and connectivity
Flexibility in location, or “flexplace,” 
allows employees to conduct their work 

tasks away from the main worksite, 
communicating with the organization 
and clients electronically.26 This can 
be beneficial for both employers and 
employees in many ways, including: 

 ■ Saving fuel and time by avoiding the 
commute to and from work. 

 ■ Spending less money on business 
attire by working in casual clothing.

 ■ Increasing employees’ availability for 
nonwork demands.

 ■ Increasing employees’ availability for 
client demands, including working at 
the client’s location.

 ■ Hiring and retaining quality 
employees who do not live near the 
central worksite.

 ■ Expanding the firm’s market to 
new areas away from the central 
worksite.27 

Many types of telework
Telework policies vary in terms of how 
often employees are allowed to work 
away from the main worksite. Some 
arrangements follow an as-needed 
schedule or allow for offsite work only a 
few days a month; other policies allow 
offsite work several days each week.

To ensure success, HR practitioners 
must design and assess policies 
carefully, understanding that there 
will be variation based on employee, 
organization and client needs.28 Both 
employees and supervisors should 
clarify their expectations. 

Telework arrangements can take several 
forms:

 ■ Home-based telework.
 ■ Satellite offices or neighborhood 

work centers, in which several 
employees work from a single 
location, away from the main 
worksite, that is convenient for 
employees and/or customers.

 ■ Remote work, typically quite far from 
the main worksite.

Flexible Shift Work Options
 ● A husband and wife enter 
into an arrangement to 
ensure their shifts are 
staggered so they can meet 
family obligations. 

 ● An employee enters into an 
arrangement ensuring that 
he will not have to work an 
evening or overnight shift.

 ● An employee trades a shift 
with a cross-trained co-
worker so she can have time 
off.

Source: Adapted from Workplace flexibility 
2010. Washington, DC: Georgetown 
University Law Center.
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 ■ Hoteling, in which employers assign 
office space on an as-needed basis 
to employees who frequently work 
offsite. 29 

Tips for HR
When adopting a telework arrangement 
for individuals or work teams, be sure to 
discuss and evaluate:

 ✔ How work will get done and how 
meetings and joint projects will 
be handled.

 ✔ How communication with 
co-workers, supervisors and 
managers will continue within 
core hours.

 ✔ How much time will be spent in 
the office and when.

 ✔ What equipment and technical 
support will be needed and who 
will provide it.

 ✔ How the arrangement will be 
supervised and evaluated in 
comparison with onsite workers 
to ensure equity.

 ✔ Which employees or teams 
should be available during core 
work hours.

Formal and informal teleworking 
Telework policies may be formally 
established, as those discussed above, 
or informal. Informal teleworking can 

be problematic because it often leads 
employees to believe there is no clear 
boundary between work and home, 
making it impossible to “turn work off.” 
Smartphones, laptops and other mobile 
devices that make employees available 
24/7 add to the problem. Offering an 
informal telework policy that employees 
do not perceive as providing enough 
control of their schedules can do more 
harm than good and may not lead to 
the positive outcomes the organization 
wants.30 

Supplemental teleworking
Some telework policies are 
implemented as a way to supplement 
work done at the main site, rather than 
to offer flexibility or schedule control for 
employees. Supplemental teleworking 
can have long-term negative effects if 
it leads employees to put in too many 
hours on the job. This is of particular 
concern for salaried employees who are 
not eligible for overtime pay and may 
see telework as institutionalized unpaid 
overtime. Overworked employees are 
more likely to make mistakes, have 
negative feelings toward employers, 
experience high levels of stress and feel 
as if they can never take a weekend off 
or enjoy a vacation.31 

Tips for HR
Work with employees on these 
questions when considering flexibility: 

 ✔ Are you self-directed and 
comfortable working without close 
supervision?

 ✔ Do you manage your time well?

 ✔ Are you comfortable working 
alone for long periods of time?

 ✔ Can you effectively manage 
work interactions with co-
workers, clients, supervisors and 
subordinates working flexibly or 
virtually?

Challenges of Telework

One of the primary challenges for professionals is the risk of overwork 
and burnout when working flexibly. One study at IBM found employees 
worked an extra day a week when they telecommuted. During an economic 
downturn, teleworkers may feel increased pressure to always be available 
and working. 

Although organizations may appreciate additional hours worked, quality 
of work may suffer from overwork and role conflicts. More hours do not 
necessarily mean greater productivity, and turnover of talent will occur if 
people believe they do not have the ability to take time away from e-mail 
or work during personal time. Employees working remotely should develop 
a means to signal when they are not available. Often teleworkers list 
their status in an instant messaging program. And managers should be 
trained to monitor telework and other flexibility policies to ensure they are 
implemented properly.  

Avoiding worker isolation, teaching managers how to manage based on 
results rather than on face time and developing protocols to maintain 
confidentiality of company information are other challenges associated with 
telework. 

When designing and implementing telework programs, it is critical to 
conduct a business analysis to determine whether and how much of a 
job can be performed as well at home as in the office and how this will 
influence the success of the policy. 

Sources: Kossek, E., Ruderman, M., Braddy, P., & Hannum, K. (2012). Work-nonwork boundary 
management profiles: A person-centered approach, Journal of Vocational Behavior, 81, 112-128. 
Kossek, E., Lautsch, B., & Eaton, S. (2006). Telecommuting, control, and boundary management: 
Correlates of policy use and practice, job control, and work-family effectiveness. Journal of 
Vocational Behavior, 68, 347-367. Hill, J., Hawkins, A., Ferris, M., & Weitzman, M. (2001). Finding 
an extra day a week: The positive influence of perceived job flexibility on work and family life 
balance. Family Relations, 50(1), 49-58. 
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Using flextime and 
flexplace together
Human resource professionals, 
employees and managers should 
recognize that many telework policies 
include elements of flexibility in both time 
and place. Although telework is typically 
thought of as offering flexibility over 
where employees conduct their work, 
many teleworkers may also have greater 
ability to choose when they conduct their 
work. For example, teleworkers may more 
easily work during evenings or weekends. 
Recognizing these distinctions is critical to 
successfully designing and implementing 
telework policies. 

Core hours of availability should be 
clarified, but not allowing flextime for 
employees who telework may defeat 
some benefits of flexible working. 
Employees who can exercise some 
control over both time and place of work 
may be able to coordinate work and 
nonwork demands more efficiently. For 
example, an employee may conduct a 
business call with a client in another 
time zone at 7 a.m., then help his or her 
children prepare for school and return to 
work at 8:30 a.m. 

Task/team-based flexibility 
Task/team-based flexibility focuses less 
on time, place or pace of work and more 
on distribution among employees. Task 
flexibility allows employees to cross-train 
and shuffle responsibilities in ways that 
ensure that work is always being done, 
even though different people are doing it. 
Although everyone does an equal share 
of labor, the work can be broken down in 
numerous ways. 

Flexibility in amount of work
Flexibility in amount of work includes 
part-time, transitional part-time and 
reduced-load work and job-sharing. 
Another example is seasonal and part-
year work, as previously discussed. 

Part-time work
Part-time work includes schedules such 
as regular three-day workweeks and 
working 20 hours per week, setting a 
new schedule each week.32 Part-time 
work conducted as an employer strategy 
to avoid offering health care benefits 
or paying for meal breaks would not be 
considered an example of the mutually 
beneficial workplace flexibility covered 
in this report. Part-time jobs with too 
few hours to qualify for certain benefits 
may require people to work two or more 
jobs to provide for themselves and 
their families and can be detrimental to 
health and economic well-being. Some 
employees work part time because 
they cannot find a full-time job and are 
underemployed. Others prefer a part-
time workload.

Tips for HR
When an employee, manager or work 
unit moves to a part-time schedule, 
discuss these issues: 

 ✔ What work will be accomplished in 
the employee’s reduced hours.

 ✔ How the rest of the employee’s 
work will be handled.

 ✔ How the employee’s performance 
will be evaluated.

 ✔ The impact on the employee’s 
future in terms of career 
advancement and future workload.

Transitional part-time work
Transitional part-time work is a growing 
trend. In some cases employees 
gradually return to work after a major 
life event such as childbirth, adoption, 
surgery or a family death, but eventually 
work full-time again. Transitional part-
time work can be used to support 
educational advancement while 
maintaining a career or help retain 
valuable older workers at the end of a 
career as they phase into retirement.

Organizations may use transitional and 
part-time staffing to attract and retain 
talent, save on labor costs, and manage 
peaks in work demands. 

One growing trend is for greater 
predictability in work schedules for 
employees whose hours can fluctuate 
with customer demand. Employers 
provide advance notice of work 
schedules with few major changes once 
assigned, thereby giving employees a 
greater sense of schedule control. The 
goal is to minimize the negative impact 
of schedule fluctuations.33 

Reduced-load work
Reduced-load work, defined as working 
less than what is expected of a standard 
full-time position, with commensurate 
reduction in pay,34 is another trend 
in flexibility. Reduced-load work is 
common for many employees, including 
higher-level technical and professional 

A Transitional Work Solution at Fidelity Investments

Fidelity Investments, a global financial services firm with more than 
54,000 employees, adopted a Retirement Services Staffing Model in 2007. 
This transitional staffing model manages ebbs and flows in customer 
demands. Rather than hiring full-time employees for a call center and having 
them underused during slower periods, Fidelity staffs these jobs with part-
time workers during peak hours. These employees are parents, students and 
older workers who want challenging work and part-time hours. 

Source: Boston College Center for Aging. Executive case studies. Boston, MA. 
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managers, physicians, and lawyers. 
For many of these jobs, “full time” can 
be 60 or 70 hours per week. A sales 
professional requesting a 75 percent 
load would serve 15 clients instead 
of the normal 20 and receive only 75 
percent of his or her normal salary. 

Organizations see many benefits 
from reduced-load work, including 
the retention of talent, cost savings 
and higher productivity. Employees 
often come to work with more energy 
than full-time workers, and jobs can 
be customized to match their talents. 
The downside is the potential for 
employees to receive part-time pay for 
full-time work if workers and managers 
do not fully reduce hours and 
workloads. And sometimes employees 
are stigmatized and have difficulty 
getting back on the career track after 
reducing their workload.35 The financial 
strain of salary reductions may also 
cause problems for employees on 
reduced-load tracks. 

Employees with reduced workloads can 
still be given high-profile assignments 
and projects. A reduction in hours and 
workload does not necessarily mean 
the employee’s career advancement 
slows. One study found that reduced-
load employees receive pay increases, 
promotions and awards because they 
pursue innovative ways of customizing 
their workloads to their talents.36

Job-sharing
Job-sharing occurs when two workers 
share the responsibilities of a full-
time job, each working on a part-time 
basis. One benefit of job-sharing for 
employers is that it can be easy to 
manage because a full-time position’s 
responsibilities are kept intact. Two 
half-time employees sometimes bring 
more energy and synergistic talents 
than one full-time worker doing 

the same job. Job-sharing can be 
challenging, however, as workers need 
to carefully coordinate their tasks. If 
one person quits or gets promoted, 
finding a replacement can take time.

Tips for HR
When an employee, manager or team 
adopts a job-sharing arrangement, be 
sure to discuss these issues:

 ✔ Implications for pay and benefits.

 ✔ Division of responsibilities between 
partners.

 ✔ Hours of work for each partner, 
including possible overlap.

 ✔ How job-sharers will communicate 
with each other, their supervisor, 
co-workers and clients.

 ✔ How each partner will be 
evaluated, both individually and as 
a team.

 ✔ What happens when a job-share 
partner leaves.

 ✔ What happens if the trial job-share 
arrangement does not work.

Flexibility in work continuity  
and time off
Flexibility in work continuity and time 
off can include leaves and sabbaticals, 
implementation of the FMLA, vacation 
and sick time, comp time, and career 
flexibility.

Long-term breaks 
and sabbaticals
An employee may take an extended 
absence from his or her job for a variety 
of reasons, including military service, 
educational or family activities, travel, or 
helping with a family business. Although 
employers may support extended 
leaves so that their employees can 
come back refreshed and energized 
or with improved skills, they must be 
able to meet business needs during the 
employees’ absence. 

Legal mandates: Family 
and Medical Leave Act and 
Americans with Disabilities Act
In the United States, employees 
may be entitled to some change in 
work schedule or other arrangement 
under the FMLA or Americans with 
Disabilities Act (ADA). 

The FMLA entitles eligible employees 
of covered employers (usually those 
with 50 or more employees) to 
take unpaid, job-protected leave 
for specified family and medical 
reasons with a continuation of group 
health insurance coverage under the 
same terms and conditions as if the 
employee had not taken leave.37 The 
FMLA also provides for leave related to 
certain military deployments of family 
members. Employees may also take up 
to 26 weeks of FMLA leave in a single 
12-month period to care for a covered 
service member with a serious injury or 
illness.38

Job-Sharing Options
 ● One employee works Tuesday/
Thursday, and the other 
employee works Monday/
Wednesday/Friday. Together 
with their manager, they 
determine how to allocate 
tasks to align with their 
strengths.

 ● Two employees split one 
position 60/40 and share 
the salary accordingly. They 
overlap a few hours each week 
to ensure coordination. 

 ● Two workers have unrelated 
part-time assignments but 
share the same budget line.

Source: Adapted from Workplace flexibility 
2010. Washington, DC: Georgetown 
University Law Center.



14

Leveraging Workplace Flexibility for Engagement and Productivity

FMLA is sometimes implemented as a 
form of short-term workplace flexibility. 
To do this, employees take FMLA 
leave intermittently, in separate blocks 
of time for a single qualifying reason 
(e.g., medical appointments, care for 
an ill dependent) or on a reduced-work 
schedule.39 

For employees with disabilities, the 
ADA provides workplace flexibility 
by requiring employers to provide 
reasonable accommodations that 
enable employees to perform their 
jobs. This may include a change in the 
work environment or in the way things 
are customarily done that allows an 
individual with a disability to enjoy equal 
employment opportunities.40

Vacation time 
In the United States employers are 
not required to offer vacation time—
paid or unpaid. When workloads 
are demanding year-round, many 
employees find it difficult to schedule 
vacations. At least one-third of workers 
do not use all of their vacation time 
due to pressures at work and social 
pressure to be highly involved in their 
jobs.41 

How employers allow use of vacation 
time may reflect their perspective 
on workplace flexibility. Allowing 
employees to accrue and use vacation 
in hourly increments permits an 
employee to take several hours off to 
go to an appointment, attend a child’s 
sporting event or take time off for other 
personal reasons, without using an 
entire vacation day. A current trend is 
to offer paid time-off banks in which 
vacation, personal time off and sick 
time are integrated into one package.

Paid sick time and leaves
Some workplaces offer paid sick time 
as a matter of workplace policy, and 

some U.S. jurisdictions have passed 
legislation that requires access to paid 
sick days for workers. Paid sick leave 
advocates suggest that providing paid 
sick time can reduce turnover, increase 
productivity and reduce the spread of 
illness in the workplace.42 Currently 
there is great variation in terms of 
what is offered to workers—how much 
sick time is available, if it covers family 
members or just employees and if it 
can be taken in hourly increments or 
only by the day. 

Comp time  
(compensatory time off)
As defined by the U.S. Government 
Office of Personnel Management, 
comp time is time off with pay in lieu of 
overtime pay for regularly scheduled, 
irregular or occasional overtime work.43 
The government has implemented 
guidelines for comp time that may be 
approved in lieu of overtime pay for 
irregular or occasional overtime work 
for employees deemed both exempt 
and nonexempt under the Fair Labor 
Standards Act (FLSA).44 

Organizations should clarify how they will 
handle situations that result in overtime 
hours without additional financial 
compensation. HR, in conjunction with 
legal counsel, must establish guidelines 
that are clearly communicated to both 
managers and employees. The issue 
of how unused comp time is treated 
at the time of an employee’s voluntary 
or involuntary termination should be 
included in the guidelines, in addition to 
clearly defined expectations regarding 
the number of extra hours an employee 
may be asked to work.

Career flexibility 
Many careers do not involve a 
hierarchical progression in one 
organization or occupation. Increasingly, 

employees leave the workforce at 
some point in their careers with 
the expectation that they will return 
in the future. Career flexibility is 
often combined with other types of 
flexibility. In one example, Deloitte, 
an international consulting firm, was 
experiencing high turnover of talent, 
especially among women who wanted 
some career flexibility to vary their time 
at work via career breaks and altering 
workloads, locations, scheduling and 
the pace of work. Deloitte implemented 
a program called Mass Career 
Customization—a successful initiative 
that allows employees to increase and 
decrease the intensity of their career 
trajectory at different times in their 
lives. The program has been rolled out 
to thousands of employees globally.45

Challenges for hourly workers 
Hourly employees face the same 
demands outside of the workplace as 
do salaried workers and typically have 
lower pay and fewer resources at their 
disposal. These workers tend to have 
more restrictions on their schedules 
and work locations and fewer benefits. 
Altering the number of hours these 
employees work is generally not an 
option because it will directly affect 
their income, and the types of tasks 
they perform do not lend themselves to 
typical versions of workplace flexibility. 
For example, a waiter cannot have 
flexibility over the location of his or 
her work. A member of a production 
team cannot unilaterally choose when 
to start or stop his or her workday 
because completing an assignment 
is determined, in part, by the team 
working together. 

Best Advice: Focus on Results,  
not Face Time
Many employers use face time as a 
proxy for productivity. University of 
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Minnesota researchers examined 
how increasing control over work 
time influences worker and employer 
outcomes.46 Change initiatives 
developed to move workgroups to 
a no-face-time work environment 
focused on results were implemented 
with employees in a white-collar 
corporate workforce. Workgroups and 
supervisors were trained to move away 
from the traditional long hours spent at 
work and toward an emphasis on the 
quality of the work accomplished; this 
put employees in control of the time and 
timing of their work.47 

Besides moving away from traditional 
approaches to when and where work is 
done, a focus on results and time use 
destigmatization are ways of increasing 
control over work time. In the University 
of Minnesota study, control over work 
hours led to greater perceptions of 
schedule control, less work-family 
conflict and fewer employees leaving 
the company.48 Increasing sleep 
time on nights before workdays, 
encouraging employees to go to 
the doctor when they are sick and 
increasing exercise frequency were 
also found to be related to increased 
control over work time.49 This study 
indicates many benefits associated 
with changing the culture to move 
away from face time. 

SUCCESSFULLY 
IMPLEMENTING WORKPLACE 
FLEXIBILITY

This section, along with the figure on 
the next page, offers guidelines for 
successfully implementing workplace 
flexibility.50  It is critical to systematically 
evaluate its effectiveness and fine-
tune practices, similar to any other HR 
policy. 

Defining Roles
It is important to ensure that HR 
professionals, employees, managers 
and leadership all clearly understand 
their roles and responsibilities in 
adapting and implementing flexibility in 
the workplace.

HR professionals’ roles as 
change agents and facilitators
Human resource professionals 
play an important role in supporting 
the successful implementation of 
workplace flexibility. They should 
be available to educate employees 
and managers, answer questions, 
and coach as needed. In some 
organizations, HR is required to 
review and sign off on all flexible 
work arrangements, those approved 
and those denied by managers. The 
HR role includes ensuring some level 
of consistency in implementation of 
flexible work practices and adherence 

to policies and procedures. Good 
oversight by HR professionals will help 
prevent abuse of workplace flexibility 
and identify cases of favoritism and 
inconsistencies among managers or 
departments. 

In a successful flexible workplace, 
HR also has training responsibilities. 
Training is a key piece of 
implementation, especially for 
managers and employees who are not 
fully supportive of workplace flexibility. 
Training should address myths about 
workplace flexibility and allow concerns 
to be aired and addressed. Employees, 
managers and teams should 
understand workplace flexibility policies 
and expectations. Training reinforces 
guidelines and policies and creates 
positive work cultures.

Roles and responsibilities 
of employees 
In many cases, when an organization 
first moves toward flexibility, the 
arrangement is initiated by an employee 
who outlines how his or her work will 
be accomplished. Some employers ask 
for formal proposals, particularly when 
they have not yet moved to a group-
oriented flexibility culture. Proposals 
vary by employer; some are standard 
forms, whereas others are more like 
memos. Purdue University has a 
memo template that employees must 

Flexibility can mean a variety of things to different associates. Having a supervisor listen, ask the right 
questions, and encourage associates to make good choices for their personal as well as professional life can 
make a big difference in associate engagement. By being flexible, Spartan is able to attract, recruit and retain 
top talent. This ultimately makes us a top performing organization.

– Heather Baldwin, 
Director of Human Resources, 

Spartan Stores
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use when requesting a flexible work 
arrangement.51 It requires the employee 
to address the following: 

 ■ Description of proposed 
arrangement, including the 
current work schedule and the 
proposed work schedule and 
how the employee will fulfill job 
responsibilities under the proposed 
changes.

Example: Work 8 a.m.-6 p.m. 
Monday through Thursday and 9 
a.m.-1 p.m. from home on Fridays 
(compressed workweek and 
telework).

 ■ Evidence of consideration of 
the department’s needs and job 
expectations.

Example: I’m responsible for data 
analysis, work that is performed 

independently with little interaction 
with colleagues, so I can do my work 
without any problem during hours 
others are not in the office. 

Example: Most of the meetings I 
participate in are on the phone, 
so working from home on Fridays 
should not be an issue.

Example: Fridays are meeting-free 
days in our department, so ending 
my workday at 1 p.m. will not 
interfere with department meetings. 

 ■ Identification of potential benefits of 
the arrangement. 

Example: Because I will be working 
later Monday through Thursday, I will 
be more available to our clients in 
earlier time zones. 

 ■ Opportunities for improved cost-
effectiveness, productivity and 
customer satisfaction resulting from 
a flexible work arrangement.

Example: I will be able to attend 
to some personal obligations on 
Friday afternoons; as a result, when 
I’m working, I will be able to focus 
on work and not try to arrange 
appointments for my elderly mother 
during my work hours. 

 ■ Description of aspects of the job that 
make the flexible option feasible.

Example: I accomplish almost all 
of my job tasks independently, and 
therefore, my hours do not need to 
match hours of my colleagues or my 
supervisor. 

 ■ Explanation of ways this 
arrangement meets the needs 
of the organization, supervisor, 
colleagues and customers.

Example: I will be as productive, 
if not more productive, in this 
arrangement because it will allow 
me to meet my personal obligations 
more easily. I will make myself 
available in case of emergency on 
Friday afternoons. If I know several 
weeks in advance, I can adjust my 
schedule so I am in the office all day 
on Friday if I am able to work from 
home until 1 p.m. on another day 
that week. 

At Purdue, the employee is also required 
to address opportunities for enhanced 
communication and management of 
work and discuss ideas for measuring 
productivity and satisfaction with one’s 
supervisor. The template requires 
that employees address how they 
will accommodate holidays and peak 
productivity time. This type of formalized 
arrangement is helpful when flexibility is 
first introduced to an organization and 
has not yet moved to a results-driven 

Successfully Implementing Workplace Flexibility

Employees, 
Teams, Clients, 

Managers

Job 
Requirements

Manager and 
Employee 

Cooperation

Managers, 
Employees,  
Co-workers

Employees, 
Clients, 

Managers

Consider the 
impact of a new 
arrangement on 

all parties

Some jobs are 
better suited for 
specific types of 
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ahead for it
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to establish 
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measurable 
objectives

Necessary to 
navigate changes 
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effectiveness

To ensure flex is 
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parties’ needs, seek input 
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Effects of 
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work culture that accepts new ways  
of working. 

Over the long term, employers that 
move toward team- and job-based 
flexibility cultures and results-oriented 
performance measurement and 
communication may be most likely 
to reap the benefits of workplace 
flexibility. Very formal, individual 
approaches to flexibility may not 
sustain a flexibility culture. In other 
words, flexibility must be flexible 
and viewed as one of many ways of 
working effectively.

Tips for HR
When an individual or department 
adopts a flexible work arrangement, 
consider these questions and issues:

 ✔ What is the new way of working 
being proposed, and can work 
requirements be met equally 
well under a flexible schedule as 
before the change?

 ✔ Are there any possible 
challenges of the arrangement, 
and how will these potential 
consequences be addressed? 

 ✔ What are the measures of 
performance effectiveness and 
success?

 ✔ How will security and technical 
issues be addressed?

 ✔ Consider the effects of the 
flexible work arrangement on:

 ● The team, co-workers and 
manager(s). 

 ● Customers or clients, both 
within the organization and 
outside.

 ● Job requirements and 
business objectives.

 ● The employee and his or  
her well-being.

Roles and responsibilities 
of managers 
Managers play an important role in the 
successful implementation of a flexible 
work arrangement. They need to be 
familiar with the organization’s policies 
and procedures and be culturally 
supportive of flexibility in the workplace. 
If a manager has reservations about 
flexible work policies, he or she should 
discuss them with a more senior 
manager or an HR professional so that 
employees are set up for success and 
have the necessary support. 

When a manager and HR professional 
review the feasibility of implementing 
a flexible work arrangement or 
continuing one, the primary question 
should be whether business needs are 
being met. If job objectives can be met, 
then the flexible arrangement should 
be supported. 

Family-supportive  
supervisory behaviors 
Spartan Grocery Stores provides a 
case study of effective implementation 
of workplace flexibility. Using simple 
tools, department heads in the grocery 
stores were trained to apply “family-
supportive supervisory behaviors” 
(FSSBs), including emotional 
support, instrumental support, role 
modeling behaviors and creative 
work-family management. Workers 
reported greater job satisfaction 
and fewer intentions to leave the 
job, and indicated that the increased 
flexibility led to greater commitment. 
The Spartan Grocery Stores study 
shows that when employees believe 
their managers support family needs, 
they have lower levels of work-family 
conflict and improved engagement.52

Performance evaluation
Performance management issues 
are often magnified when flexible 
work arrangements are involved. 

If employees have been evaluated 
based on results and not on face time, 
then where and when their work is 
accomplished should not be an issue. 
A manager’s habit of “sticking her head 
into someone’s office” may need to 
be modified to include communicating 
a last-minute issue, opportunity or 
question by e-mail or phone. 

Communication strategies
To support effective communication 
and teamwork, managers should 
encourage new work habits for 
employees working flexibly. For 
example, employees working 
nontraditional hours or part time should 
include their hours in their e-mail 
signature and update their outgoing 
voicemail message regularly to inform 
others of their availability. During 
meetings in which some participants 
are in the same room and others are 
on the phone, it may be helpful to write 
names of people on the phone on a 
flip chart, so those in the room do not 
forget to ask their colleagues for input. 
When scheduling meetings, managers 
must be aware of team members’ 
schedules to find times that work 
for all involved. Investing in webinar 
technology may contribute to more 
effective meetings so that everyone 
involved will be viewing the material 
simultaneously. 

Sometimes a face-to-face conversation 
is appropriate, especially when 
there is a significant chance for 
misunderstandings, such as during 
discussions of emotionally charged 
or complex topics. For example, a 
performance review may be more 
effective in person. 

Technology support
A discussion about technology should 
be part of evaluating and setting 
up a flexible work arrangement. 
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Using Workplace Flexibility: Tips for Managers
 ● Keep an open mind, experiment and evaluate how the 
arrangement is working; do not rush to make a yes or no 
decision. 

 ● If you are uncertain about workplace flexibility or concerned 
about managing someone working flexibly, try to put your 
assumptions aside and look at the evidence.

 ● Be clear about the business objectives that must be met by 
individuals and teams. 

 ● Do not ask why a person is seeking a flexible work 
arrangement; ask whether the work can be done and 
whether the employee will be able to be just as effective 
working flexibly as not.

 ● If the flexible work arrangement needs to be revised, identify 
areas that require additional information or modifications. 

 ● Remember that you play a key role in successful 
implementation.

 ● Recognize that employees and teams may have different 
working styles and preferred hours.

 ● Trust that your team is managing its work responsibly, and 
empower your team to meet business objectives.

 ● Help your employees think about all the components of 
working flexibly, so they are more likely to succeed.

 ● Share best practices, so employees can learn from the 
experiences of others.

 ● When considering supervision of employees working 
different hours than you work or at a different location, 
think about how much of each employee’s time/work 
you actually personally observe when he or she is in the 
office during traditional working hours and how much is 
already conducted via e-mail and other information and 
communications technology (ICT) options.

 ● When appropriate, hold meetings by phone rather than in 
person.

 ● Establish core hours for your team if everyone needs to 
overlap for several hours each day.

 ● Set reasonable deadlines, so you do not force employees to 
abandon their flexible arrangement.

 ● Schedule regular check-ins, allowing both you and the 
employee working flexibly to touch base and to discuss how 
the arrangement is going. 

Coordinating technology support may pose 
some challenges, but taking the time to 
collect information about employees’ needs 
and to identify the best ways to meet these 
needs will pay off in the long run. This 
includes discussions about phones, laptops 
and document security.

Roles and responsibilities of 
leadership and senior management 
Leaders and senior managers play important 
roles in implementing workplace flexibility. 
They should model flexibility in their own 
work lives, either formally or informally. For 
example, if a senior manager and his team 
travel and get back late on a Thursday night, 
perhaps he should encourage working from 
home on Friday. Seeing a senior manager 
stay late on Monday and Tuesday, then leave 
early for her daughter’s soccer game on 
Wednesday afternoon sends a message to 
all employees that personal and family needs 
are supported. However, if a senior manager 
leaves early, but others on his team are not 
permitted to do so, this may reinforce status 
differences, undermining efforts to create a 
culture supportive of informal flexibility. 

How senior leaders interact with employees 
working flexibly sets the tone for the level of 
acceptance by others inside and outside the 
organization. Comments such as “Leaving 
early?” made to someone working a flextime 
schedule may be interpreted as criticism. 
Senior management can send a message of 
support by promoting those working flexibly. 
For example, some employees who job-share 
have been promoted as a pair. 

As always, results and meeting business 
objectives should be the basis for 
evaluating employees’ performance. This 
includes evaluating the performance of 
managers supervising those on flexible 
work arrangements. How supportive 
are managers? How willing are they to 
help employees identify the best flexible 
work arrangement or a combination of 
arrangements? How supportive are they 
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of their employees’ lives outside of 
work? Are they respectful of work/life 
boundaries?

Workplace Flexibility Metrics 
and Measurement Tools
Measurement tools are essential for HR 
professionals to measure, assess and 
monitor the effectiveness of workplace 
flexibility programs. Before adopting 
policies, it is wise to do an assessment 
of employee needs. You may collect 
some metrics through written surveys, 
focus groups or interviews, asking 
managers and employees about their 
use of flexible work options and their 
experiences with colleagues working 
flexibly. You may make comparisons 
between employees who do and do 
not use workplace flexibility and look 
at employee populations for whom 
workplace flexibility is available, 
even if those employees are not 
using the options. Measures often 
include surveys with validated scales 
measuring employee commitment, job 
satisfaction, and stress and burnout. 

Data regarding the availability of 
flexibility and its importance in 
employees’ decisions to join and 
remain with an organization can be 
informative. Asking employees and 
managers about their perceptions of 
flexibility is also valuable. Be sure to 
include employees using flexible work 
arrangements and those not using 
flexibility to provide a more complete 
picture of the workforce. Organizations 
need to know if the flexibility offered 
gives employees the control they desire. 

Analyzing specific personnel data may 
also provide important information 
regarding the business case for 
flexibility. Useful data might include 
measures of productivity, client 
satisfaction, absenteeism, coverage for 
client service, turnover and information 
gathered from exit interviews. 

Evaluation tools and metrics are crucial 
for establishing the business case for 
flexibility and implementing policies 
and practices that are rewarding 
for the employees as well as for 
the firm. Feedback from employees 
and customers, in addition to job 
performance, helps organizations 
improve workplace policies and 
practices and consider possible 
additional options as appropriate. 

When evaluating workplace 
flexibility policies and practices, 
HR professionals should carefully 
consider the needs of the organization 

and employees, as well as what a 
successful program should accomplish. 
Pre- and post-measures help 
determine if any changes in the desired 
outcomes occur after a new policy or 
program is implemented. Metrics may 
include: 

 ■ A work environment  
assessment, measuring: 

 ● Job stressors.
 ● Burnout.
 ● Work overload.
 ● Employee intentions to quit. 
 ● Job satisfaction.
 ● Subjective performance (a 

Case Study: Informal Flexibility and Co-worker  
Support in Portland, Oregon

The City of Portland’s Water Bureau has been concerned about work/life fit and 
safety for its field crews for some time. Workdays typically revolve around fairly 
inflexible structured hours of 6:45 a.m. to 4:15 p.m. Mondays through Thursdays, 
and 6:45 a.m. to 3:15 p.m. on Fridays, with every other Friday off. Field crew 
workers have managed to gain workplace flexibility by negotiating within their 
teams. “When workers need to take time off for family, health, or nonwork related 
responsibilities, the flexibility comes within the work group,” says former safety 
manager Eric Fullan. 

There are no formal workplace flexibility policies on the books, but these workers 
did not report high levels of work/life conflict in a recent survey because they 
believe that there is extensive support within the workgroup. Workers routinely 
cover for one another and say they are “family.” Many have worked together for 
more than 10 years. 

However, the survey also found a fair amount of work inefficiencies that led 
to a National Institute for Occupational Safety and Health (NIOSH) project 
with Portland State University and the Oregon Healthy Workforce Center. As 
part of the project, WFD Consulting was hired to introduce and adapt its Team 
Effectiveness Process.™ The research team also introduced family-supportive 
and safety-supportive supervisor training to improve informal work/life fit and 
safety among the field workers.    

WFD Consulting’s Team Effectiveness Process is an example of a tool that helps 
teams improve innovation, flexibility, communication and effectiveness in day-to-
day work. Through this process, teams identify inefficiencies and practices that 
contribute to low-value work, address excessive workloads and enhance work/life 
effectiveness. They develop practical solutions that can improve individual, team and 
business performance. These team discussions and resulting action plans are likely 
to include both formal and informal flexible work practices. They provide opportunities 
for the workgroup to express concerns about how work is done and what could be 
done differently or more efficiently. 
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supervisor’s perceptions of a 
subordinate’s job performance).

 ● Objective performance (reliable 
measures of an employee’s 
actual work outputs).

 ● Interest in and need for different 
types of workplace flexibility. 

 ■ Outcomes of workplace 
flexibility policies and practices:

 ● Policy Adoption and 
Perceptions of Flexibility 
measures the extent to which 
a policy is perceived as flexible 
and related to family supportive 
behaviors. 

 ● Use of Workplace Flexibility: 
Employees may not take 
advantage of policies that are 
offered. Measure actual use to 
assess needs and effectiveness. 
Remember that not all 
employees need all flex options 
all the time. Actual use should 
be compared to the pool of 
employees for whom policies are 
currently relevant. For example, 
paternity leave use is measured 
based on the number of recent 

fathers, not all men or all men 
with children.

 ● Psychological Job Control 
measures personal freedom to 
control how, where and when 
one’s job is conducted. 

 ● Family-Supportive Supervisor 
Behaviors (FSSB) measure 
behaviors of supervisors that 
support families. Four categories 
are used: emotional support, 
instrumental support, role 
modeling behaviors and creative 
work-family management. 

 ● Work Climate for Family and 
Nonwork Roles measures the 
extent to which an organization’s 
climate is conducive to sharing 
family concerns or personal 
needs.53 

CHALLENGES OF 
WORKPLACE FLEXIBILITY

Workplace flexibility has many potential 
benefits—but also potential challenges 
in implementation. HR professionals will 
be expected to monitor these challenges 
and help create solutions.

Challenge: Employees and teams may 
adopt a flexible arrangement, but the 
arrangement interferes with meeting 
business objectives.

Recommendations: HR professionals 
should review the arrangement and help 
create clear expectations and metrics 
to ensure both business and personal 
needs are met. Manager, employee and 
team training should reinforce that work 
can be done effectively on a flexible 
arrangement.

Challenge: A manager’s uncertainty 
about workplace flexibility results in his 
or her unit denying requests or treating 
employees on flexible arrangements 
negatively.

Recommendations: HR professionals 
should provide manager training, 
allowing managers to express concerns 
and collaborate on solutions, and then 
present the business case as part of 
group or one-on-one training. Piloting 
workplace flexibility, measuring the 
results and sharing success stories of 
business needs being met may help 
managers be more supportive.

Five Tips for Achieving a Better Work-Family Fit

 ✔ Train managers and supervisors to be more supportive of work and family. Managers and supervisors 
who support employees’ needs attract and retain workers who report better health, improved job 
satisfaction and more loyalty to the company.

 ✔ Give workers more control over their work hours. Increased control over when, where and how work 
gets done correlates with improved health behaviors.

 ✔ Create resource guides for employees and their families. For example, create a list of day camps for 
children of various ages and contact information for elder care resources.

 ✔ Be a role model. Take some time off to exercise or be with family and friends to show employees this 
should be a priority.

 ✔ Encourage and support flexible schedules. Help employees come up with creative solutions for working 
flexibly.

Source: Adapted from Hammer, L. B. (2012). Employer support for work and family balance reduces safety health risks. TWH™ in Action!, 1(2).
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Challenge: An employee may not 
want to request a flexible arrangement 
for fear of future career repercussions.

Recommendations: HR professionals 
can influence how workplace flexibility 
is perceived, reinforcing flexibility 
as a business tool. As workplace 
flexibility becomes more integrated in 
the organization, fear should subside. 
Share stories of employees on flexible 
arrangements being promoted to allay 
some of the fears, or share examples of 
how flexibility can help productivity.

Challenge: A manager may assume 
that someone on a flexible work 
arrangement would not be interested 
in a different job opportunity or 
promotion that did not have flexibility, 
so the manager does not consider the 
employee on a flexible arrangement 
for new opportunities. 

Recommendations: Flexible work 
arrangements provide opportunities for 
HR to reinforce with supervisors the 
importance of managing performance 
based on results, not face time. Manager 
training should include reminders of the 
need to consider employees on flexible 
arrangements for promotions. It is 
always better to ask the employee than 
to assume the answer. 

Challenge: An employee thinks he or 
she can use a telework arrangement 
in lieu of securing child or elder care. 

Recommendations: An organization’s 
workplace flexibility policy should 
include a statement clearly establishing 
that flexibility is not a substitute for 
regular dependent care if it interferes 
with an employee’s or team’s ability 
to do the job. A discussion should 
take place if an employee is not as 
productive when working from home. 

Challenge: Co-workers resent an 
employee’s flexible work arrangement 
and therefore subtly do or say things 
to undermine its success.

Recommendations: HR training 
must include not only employees who 
are using flexible work arrangements, 
but also their co-workers so that 
everyone has a common understanding 
of expectations. Managers and HR 
professionals should work with teams 
to come to a consensus regarding 
expectations. If a flexible arrangement 
is working and the employee and teams 
are productive, co-workers’ resentment 
should subside. If workplace flexibility is 
available to everyone, rather than only 
to a few favored employees, there is 
less reason to be resentful. 

Potential Negative 
Outcomes of Flexibility 
In addition to all the positive outcomes 
discussed above, there are potentially 
negative outcomes associated with 
workplace flexibility if employees 
or employers abuse the policies. 
Organizations must assess the 
effectiveness of policies and practices 
and develop strategies for overcoming 
obstacles across different workgroups.

Potential negative outcomes that 
could create barriers to successful 
implementation include:

 ■ Stratified workforce schedules 
of “haves and have-nots.” In many 
cases there are discrepancies in 
access to and use of workplace 
flexibility policies between exempt 
salaried employees and lower-
wage hourly employees. In some 
situations, managers use flexibility 
as a way of manipulating an hourly 
employee’s work schedule to 
meet management’s needs for 
flexible scheduling. For example, 
one management practice used 
to avoid overtime and paying 
employee benefits is to use part-
time workers to fill shifts during 
high-demand hours. Managers may 
also use flexibility to piece together 
coverage, manipulating employees’ 

What prevents employees from using workplace flexibility policies and keeps organizations  
from realizing the full benefits of flexibility?

 ● Face-time culture.

 ● Excessive workloads.

 ● Manager uncertainty.

 ● Customer demands.

 ● Fear of negative consequences. 
Source: Adapted from Corporate Voices for Working Families and WFD Consulting. (2011). Impacts of flexibility: An imperative for expansion. Washington, DC: 
Corporate Voices for Working Families. 
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schedules without consideration 
of their needs. This is particularly 
detrimental to working parents 
who need consistent schedules to 
make adequate arrangements for 
child care. Some labor unions are 
skeptical of words like “flexibility” 
because they are concerned about 
these potential downsides.

 ■ Work intensification. Sometimes 
an employee is working part time 
and being paid for part-time work, 
but is expected to complete close 
to a full-time workload. Such work 
intensification is seen frequently in 
professional reduced-load jobs.

 ■ Favoritism. Sometimes managers 
limit access to workplace flexibility 
to the strongest performers 
(“superstars”). Some managers 
use control of schedules to punish 
employees. 

 ■ Lack of integration. Employees 
working flexibly may not be 
integrated well with the team or 
with the organization’s workflow. 

 ■ Limited technology and 
resources. Some firms lack the 
resources, such as communications 
tools or scheduling software, 
needed to support flexibility in a 
global workforce facing cultural, 
legal and formal barriers to 

workplace flexibility. Collaboration 
and strong communication are 
especially key when a team is 
working from different locations. 

 ■ Increased health risks or 
accidents. Certain forms of 
flexibility, such as compressed 
workweek schedules, are 
associated with health risks. 
Increases in number of hours 
worked per day may lead to more 
physical strains and burnout.
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CONCLUSION: MAINSTREAMING FLEXIBILITY

In recent decades, organizational 
norms and values have shifted 
toward increased flexibility in time, 
place and the ways that work gets 
done, leading to many innovative 
strategies. These changes have 
led to increased productivity and 
effectiveness for both employees 
and employers. The goal of this 
report is to help organizations better 
understand workplace flexibility and 
to support moving flexibility from 
the “organizational margins to the 
mainstream.”54 

Workplace flexibility is increasingly 
being seen as an integral part of a 
new results-driven culture. Continued 
analysis is needed to learn more 
about the specific ways workplace 
flexibility can support organizational 
effectiveness. Regardless of how 
flexibility is implemented in an 
organization or industry, over the 
long run, most leading organizations 
are expected to create policies 
that reflect the shift of workplace 
flexibility into the mainstream. 

Therefore, organizations that do 
not explore options for flexible 
work may fall behind and find it 
more difficult to attract and retain 
the best employees. Providing 
more workplace flexibility can 
help you create a supportive work 
environment in which both employers 
and employees will thrive.  



Evaluation tools and metrics are crucial for establishing the business case for flexibility and for 
implementing policies and practices rewarding to both the employees and the firm.
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APPENDIX A: OVERVIEW OF 
BENEFITS AND CHALLENGES 
OF WORKPLACE FLEXIBILITY55 

Types of 
Flexibility

Types of 
Policies/ 
Practices

Benefits Challenges

Employee Organization Employee Organization

Time 
Schedules

Flextime  ● Available for 
nonwork demands 
during regular work 
hours

 ● Greater perceptions 
of control

 ● Reduction of 
overtime

 ● Lower absenteeism

 ● May not meet all 
nonwork demands 
(100% flexibility

 ● Coordinating 
employee 
schedules

 ● Clients’ needs
 ● Implementation 
costs

Compressed 
workweeks

 ● More days “off” per 
period

 ● Time for meeting 
nonwork demands

 ● Lower overhead 
costs

 ● Not always “flexible” 
(degree of choice in 
day off)

 ● Longer workdays can 
lead to burnout

 ● Coordinating 
employee 
schedules

 ● Clients’ needs
 ● Implementation 
costs

Flex shift 
work/ workday 
schedules

 ● Can be available 
during “traditional” 
work hours for other 
nonwork demands

 ● Can expand 
availability to clients

 ● Can increase hours 
of productivity/ work

 ● Fatigue
 ● Metabolic & 
cardiovascular 
disorders

 ● Work-family conflict 

 ● Accidents & 
injuries

 ● Difficult to fill/
schedule all shifts

Self-scheduled 
breaks

 ● Greater control over 
schedule

 ● Employees may be 
more productive

 ● Co-workers may want 
the same breaks

 ● Coverage needs 
must still be met

Part year/
seasonal 

 ● Employees are able 
to work less during 
slower times of the 
year

 ● Organizations are 
able to hire from 
a larger pool of 
candidates

 ● Working less than a 
full year may result in 
lower compensation

 ● More paperwork 
because of hiring 
people every year 
or season

Weekend/ 
evening/night 
work

 ● Employees can 
better manage 
their nonwork 
responsibilities, or 
work a second job

 ● Organizations 
needing 24/7 
coverage have a 
greater pool of 
candidates

 ● Dependent care may 
be more difficult to 
find in the evenings 
or nights

 ● Managers who 
work during the 
days may not 
be available to 
supervise evening 
or night employees

(Continued on next page)
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Place Telework; home 
based

 ● Can live farther from 
central worksite

 ● Reduces commute 
to/from work

 ● Comfort/clothing

 ● Less overhead costs 
at central worksite

 ● Can attract/ retain 
employees who 
live away from main 
worksite

 ● Communicating 
with colleagues/ 
supervisor

 ● May not have 
flexibility in time

 ● Pressure to be 
available during 
standard work hours 
(visibility/face time)

 ● Facilitating 
communication

 ● Not all work can be 
taken offsite

 ● Typically requires 
providing employee 
with technology

Remote work  ● Can live great 
distance from 
central worksite

 ● Enlarges pool of 
workers

 ● Employees can be 
located closer to 
customers

 ● Communicating 
with colleagues/ 
supervisor

 ● Facilitating 
communication & 
long-term goals

 ● Typically requires 
providing employee 
with technology

Hoteling  ● Indirectly, the 
real estate cost 
savings benefits all 
employees

 ● Reduces office 
costs

 ● Feelings of isolation 
when removed from 
team members

 ● Can be difficult to 
coordinate teams/
foster commitment

Amount of 
work

Job-sharing  ● Lower role overload
 ● Less work-family 
conflict

 ● Can retain trained/
quality employees 
who otherwise 
could not maintain 
workload

 ● Reduced turnover 
costs

 ● Role identification 
may be unclear

 ● Each employee is 
dependent on the 
other

 ● Increased 
expenses resulting 
from number of 
employees (e.g., 
benefits)

Reduced load 
or customized 
work/part-time 
work

 ● Less work-family 
conflict

 ● Can retain trained/
quality employees 
who otherwise 
could not maintain 
workload

 ● Reduced turnover 
costs

 ● Decrease in 
compensation

 ● Need to be careful 
not to try to do 
full-time workload in 
fewer hours

 ● More employees 
to manage and 
possibly higher 
overall benefits 
expenses

Continuity 
of work

Long-term 
breaks/
sabbaticals, 
career flexibility

 ● Less chance 
of burnout; 
opportunity to 
reenergize

 ● Long-term retention 
of quality employees

 ● Loss of pay for a 
period of time

 ● Work must be 
covered while 
employee is on 
break

FMLA  ● Able to attend 
to self or family 
member who is ill

 ● Retention of 
employees who 
might otherwise 
leave the 
organization

 ● Compensation 
impacts

 ● Work must be 
covered while 
employee is taking 
leave

Comp time  ● Extra time off 
in exchange for 
working extra hours 
when needed

 ● No additional 
financial 
repercussions while 
having employees 
work extra hours 
when needed

 ● If employee continues 
to be very busy, he 
or she may not get to 
use his or her comp 
time.

 ● At some point, 
employees will use 
comp time and 
therefore not be 
working

Types of 
Flexibility

Types of 
Policies/ 
Practices

Benefits Challenges

Employee Organization Employee Organization
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No national U.S. government survey comprehensively captures 
workplace flexibility, although the Bureau of Labor Statistics has a 
National Compensation Survey that is beginning to track access to 
flexplace, particularly telework. Several national surveys are available 
based on different samples, and each has a slightly different workplace 
flexibility focus, providing some helpful insights.56

WorldatWork conducts annual surveys of respondents primarily in 
managerial or higher-level positions in the central location of a company 
across the globe. Its 2011 survey of 537 employers asked what types of 
flexibility arrangements are offered to all or some employees. The more 
commonly offered (and used) forms of workplace flexibility are part-time 
schedules, flextime and teleworking on an ad-hoc basis. Another notable 
finding of the survey was that once a firm offers one form of flexibility, it 
typically follows up by offering a number of other flexible arrangements 
(on average six). Availability varies by sector with large, private, publicly 
traded and nonprofit organizations offering the greatest flexibility. 

WorldatWork surveys also show that men and women around the 
world seek workplace flexibility as a solution to managing work/life 
challenges in relatively equal proportions. Flexibility in beginning/ending 
work time was the preferred work/life solution (35 percent for women, 
34 percent for men), compared with compressed workweeks (15 
percent, 14 percent respectively) and telework (14 percent, 15 percent 
respectively).58 More highly educated employees as well as managers/
professionals typically have greater access to all types of workplace 
flexibility than do less educated employees, and nonmanagers.

Families and Work Institute conducted an in-depth survey of 
employers’ workplace flexibility programs, policies and practices in 
2012.59 

  

 

APPENDIX B: PREVALENCE 
AND RECENT TRENDS IN 
WORKPLACE FLEXIBILITY 
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WorldatWork 2011 Prevalence of Flexibility Programs57

Part time schedules

■  We offer this program to all/some employees (%)

■  We do not offer this program to any employee (%)

Flextime

Telework ad hoc basis

Telework regular monthly basis

Telework regular weekly basis

Combination of programs

Compressed workweek

Shift flexibility

Telework full-time (every work day)

Job share

84

84

83

58

57

52

52

27

37

44

16

16

17

42

43

48

48

73

63

56
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Type of Flexibility

Type of Flexibility Some 
employees are 
allowed to…(%)

All/most 
employees are 
allowed to…(%)

Flextime/place

Periodically change start/quit time (within some range of 
hours)

77 27

Change starting/quitting times on daily basis 39 9

Compress workweek (for at least some part of year) 36 7

Work some regular paid hours at home occasionally 63 6

Work some regular paid hours at home on a regular basis 33 2

Control over time at work

Have control over when to take breaks 93 62

Have choice/control over shifts 36 7

Reduced time/time off

Work part year (reduced time on annual basis) 18 2

Take time off during the workday to attend to important 
family/personal needs without loss of pay

87 55

Caregiving leaves

Return to work gradually after childbirth/adoption 73 44

Flex careers

Take sabbaticals/leaves (paid or unpaid) and return to a 
comparable job

29 9

Note: The percentages above do not add to 100% because some response categories are omitted. 

Source: Adapted from Matos, K. & Galinsky, E. (2012). 2012 national study of employers. New York, NY: Families and Work Institute. 
Retrieved from http://familiesandwork.org/site/research/reports/NSE_2012.pdf



Studies show that employees of all ages, family backgrounds and jobs value work/life flexibility. 
This is soon expected to become the “new normal” for conducting business.
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Based on a special analysis of the latest American Community Survey 
data (2011 data based on surveys conducted in 2010 to 2011) done 
by the Telework Research Network, 2.5 percent of the U.S. employee 
workforce (3.1 million people, not including the self-employed or 
unpaid volunteers) considers home their primary place of work. One 
of the biggest supporters of telework is the U.S. federal government, 
which passed the Telework Enhancement Act of 201061 to ensure 
that continuity of operations and essential government functions are 
maintained during emergencies, promote cost savings from reductions 
in organizational and transit costs and environmental impacts, and 
enhance the work/life fit of workers.

APPENDIX C: TRENDS IN  
TELEWORK BY TYPE OF EMPLOYER60 

Trends in Telework by Type of Employer

0
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APPENDIX D: FLEXIBILITY METRICS62

 

Categories  Flexibility Metrics 

Financial  ● Reduce regretted turnover rate
 ● Increase shareholder value
 ● Increase sales 

Provide reasonable return on investment (ROI) 

Operations  ● Increase productivity 
Increase efficiency

 ● Reduce (specific) costs 

Customers  ● Improve customer satisfaction
 ● Retain the best (most profitable) customers 

Employees  ● Recruit and retain the best talent
 ● Improve employee engagement 

Society  ● Advance progress on a pressing societal need
 ● Provide stewardship for the environment



Flexible work options are more likely to be successful when an organization encourages 
managers and employees to view flexibility as a mutually beneficial business process for 
determining the best approach to how, where and when work is done.
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In an article by Littler Mendelson and FlexPaths,63 legal 
considerations are discussed, with an emphasis on the importance 
of establishing flexible work practices that are and continue to 
be legally compliant, just as other human resource and personnel 
policies and practices are. There are several areas of particular 
importance related to the different types of workplace flexibility. 
Legal implications are complex and vary, so consulting with experts 
is advised. 

With telework, organizations have to be mindful of how time spent 
traveling from a home office to an employer’s location is treated (i.e., 
whether travel time is treated as work time). At the beginning of a 
flexible work arrangement, clarify what qualifies as compensable 
travel time. 

Regarding safety issues, when an employee is working in a home 
office, the Occupational Safety and Health Administration (OSHA) 
will not conduct inspections of employees’ home offices. OSHA will 
not hold employers liable for employees’ home offices and does not 
expect employers to inspect the home offices of their employees. 

Two other issues for teleworkers and their employers involve how 
employees handle confidential and private information and taxes. In 
cases of employees working in a different state from their employer, 
there are two specific considerations: a) the proper state in which to 
report and pay unemployment insurance taxes, and b) state income 
tax withholding.

Part-time work schedules present additional legal considerations. 

APPENDIX E: WORKPLACE 
FLEXIBILITY LEGAL TRENDS
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Laws vary from state to state and may change periodically. 
For example, in states where daily overtime is required, an 
employee who works less than full time may still be entitled 
to overtime pay if the employee works more than eight 
hours in a given day. As a general rule, an employee’s use 
of workplace flexibility should not influence the individual’s 
eligibility for participation in an employer-provided employee 
benefits plans and arrangements. One exception to this 
rule, however, is with respect to part-time, seasonal and 
temporary workers. An employer must decide whether to 
provide certain employee benefits to these workers.

Among the several key recommendations the article 
presents are the following: 

 ■ The organization’s legal counsel and HR department 
should work together closely, so that after legally 
compliant policies and protocols are established, 
they are communicated, understood and followed 
consistently across the organization. 

 ■ Managers, employees, leaders and work teams should 
be trained as new policies and protocols are rolled out, 
and they should have ongoing guidance—through live or 
online training, or other means. 

 ■ Methods and mechanisms should be established for 
accurately and efficiently tracking access to and use of 
flexible work options among employee subgroups and 
work units to identify discrimination issues and areas 
that need improvement and to measure success.

 



37

Leveraging Workplace Flexibility for Engagement and Productivity

1. Barnes, B. (March 31, 2013). Interview on Bloomberg TV. Retrieved 
from http://www.bloomberg.com/video/58618264-sara-lee-s-
barnes-interview-on-u-s-consumers.html 

2. Society for Human Resource Management. (2010). SHRM 
executive roundtable on workplace flexibility. Alexandria, VA: 
Author. Kossek, E. E., Baltes, B. B., & Matthews, R. A. (2011). How 
work-family research can finally have an impact in the workplace. 
Industrial and Organizational Psychology: Perspectives on Science 
and Practice, 4, 352-369. Best companies. Working Mother. 
Retrieved from http://www.workingmother.com/best-companies. 
100 best companies to work for. Fortune. Retrieved from http://
money.cnn.com/magazines/fortune/best-companies/. Matos, 
K., & Galinsky, E. (2012). 2012 National study of employers. New 
York, NY: Families and Work Institute. Retrieved fromhttp://
familiesandwork.org/site/research/reports/NSE_2012.pdf 

3. Kossek, E. E. (2006). Work and family in America: Growing tensions 
between employment policy and a changing workforce: A thirty 
year perspective. Chapter commissioned by SHRM Foundation and 
University of California Center for Organizational Effectiveness for 
the 30th anniversary of the State of Work in America. In E. Lawler 
& J. O’Toole (Eds.) America at work: Choices and challenges (pp. 
53-72). New York, NY: Palgrave MacMillan. Richman, A., Johnson, 
A. & Noble, K. (2011). Business impacts of flexibility: An imperative 
for expansion. Washington, DC: Corporate Voices.

4. Hammer, L. B., Cullen, J. C., & Shafiro, M. (2006). Work-family best 
practices. In F. Jones, R. Burke, & M. Westman (Eds.) Work-life 
balance: A psychological perspective (pp. 261-275). East Sussex, 
England: Psychology Press. Kossek, E. E., & Ollier-Malaterre, 
A. (In press). Work-family policies: Linking national contexts, 
organizational practice and people for multi-level change. In S. 
Poelmans, J. Greenhaus, & M. Las Heras, (Eds.) New frontiers 
in work-family research: A vision for the future in a global world. 
Basingstoke, England: Palgrave Macmillan. Kossek, E. E., & 
Distelberg, B. (2009). Work and family employment policy for a 
transformed work force: Trends and themes. In N. Crouter & A. 

REFERENCES



38

Leveraging Workplace Flexibility for Engagement and Productivity

Boot (Eds.), Work-life policies (pp. 
1-51). Washington, DC: Urban 
Institute Press.

5. Wick, N. (September 28, 2011). Two 
from UW visit White House as NSF 
announces new work-life balance 
initiative. UW Today. Retrieved 
from http://www.washington.
edu/news/2011/09/28/two-
from-uw-visit-white-house-as-nsf-
announces-new-work-life-balance-
initiative/

6. Matos, K., & Galinsky, E. (2012). 
2012 National study of employers. 
New York, NY: Families and Work 
Institute. Retrieved from http://
familiesandwork.org/site/research/
reports/NSE_2012.pdf

7. Shockley, K. M., & Allen, T. D. 
(2012). Motives for flexible work 
arrangement use. Community, 
Work, & Family, 15, 217-231. 
Society for Human Resource 
Management. (2010). SHRM 
executive roundtable on workplace 
flexibility. Alexandria, VA: SHRM 
Foundation. Kossek, E. E., & 
Distelberg, B. (2009). Work and 
family employment policy for a 
transformed work force: Trends and 
themes. In N. Crouter & A. Boot 
(Eds.), Work-life policies (pp. 1-51). 
Washington, DC: Urban Institute 
Press.

8. Kossek, E. E. (February 28, 2013). 
Allow Yahoo workers to work at 
home. CNN Opinion. Retrieved from 
http://www.cnn.com/2013/02/27/
opinion/kossek-yahoo-mayer. 
Kossek, E. E., & Hannum, K. (June 
29, 2011). How flexibility can boost 
employee productivity. Forbes. 
Retrieved from http://www.forbes.
com/sites/ccl/2011/06/29/
flexibility-can-boost-employee-
productivity. Lister, K., & Harnish, 
T. (2011). The state of telework in 
the U.S.: How individuals, business, 
and government benefit. Retrieved 

from http://www.workshifting.com/
downloads/downloads/Telework-
Trends-US.pdf

9. Kossek, E. E., & Michel, J. (2011). 
Flexible work scheduling. In 
S. Zedeck (Ed.), Handbook of 
industrial-organizational psychology 
(Vol. 1, pp. 535-572). Washington, 
DC: American Psychological 
Association. 

10. Matos, K., & Galinsky, E. (2012). 
2012 National study of employers. 
New York, NY: Families and Work 
Institute, 17. Retrieved from http://
familiesandwork.org/site/research/
reports/NSE_2012.pdf

11. Kossek, E. E., & Michel, J. (2011). 
Flexible work scheduling. In 
S. Zedeck (Ed.), Handbook of 
industrial-organizational psychology 
(Vol. 1, pp. 535-572). Washington, 
DC: American Psychological 
Association. 

12. Ibid.

13. Uggersleve, K., Fassina, N., & 
Kraichy, D. (2012). Recruiting 
through the stages: A meta-
analytic test of predictors of 
applicant attraction at different 
stages of the recruiting process. 
Personnel Psychology, 65, 597-
660. Konrad, A. M., & Mangel, R. 
(2000). The impact of work-life 
programs on firm productivity. 
Strategic Management Journal, 21, 
1225-1237. Drago, R., & Golden, 
L. (2006). The role of economics in 
work-family research. In M. Pitt-
Catsouphes, E. E. Kossek, & S. 
Sweet (Eds.), The work and family 
handbook (pp. 267-282). Mahwah, 
NJ: Erlbaum.

14. Roehling, P. V., Roehling, M. V., & 
Moen, P. (2001). The relationship 
between work-life policies and 
practices and employee loyalty: A 
life course perspective. Journal of 

Family and Economic Issues, 22, 
141-170.

15. Kurland, N. B., & Bailey, D. E. 
(1999). Telework: The advantages 
and challenges of working here, 
there, anywhere, and anytime. 
Organizational Dynamics, 28, 
53-68. Martín-Fernández, S., de 
los Ríos, I., Cazorla, A., & Martínez-
Falero, E. (2009). Pilot study on 
the influence of stress caused by 
the need to combine work and 
family on occupational accidents 
in working women. Safety Science, 
47, 192-198. Cullen, J. C., & 
Hammer, L. B. (2007). Developing 
and testing a theoretical model 
linking work-family conflict to 
employee safety. Journal of 
Occupational Health Psychology, 
12, 266-278.

16. Grover, S. L., & Crooker, K. 
J. (1995). Who appreciates 
family-responsive human 
resource policies: The impact 
of family-friendly policies on the 
organizational attachment of 
parents and nonparents. Personnel 
Psychology, 48, 271-288. Kossek, 
E. E., & Michel, J. (2011). Flexible 
work scheduling. In S. Zedeck 
(Ed.), Handbook of industrial-
organizational psychology (Vol. 
1, pp. 535-572). Washington, 
DC: American Psychological 
Association. Amstad, F., Meier, L., 
Fasel, U., Elfering, A., & Semmer, 
N. (2011). A meta-analysis of 
work-family conflict and various 
outcomes with a special emphasis 
on cross-domain versus matching 
domain relations. Journal of 
Occupational Health Psychology, 
16, 151-169. Hammer, L. B., Cullen, 
J. C., Neal, M. B., Sinclair, R. R., & 
Shafiro, M. (2005). The longitudinal 
effects of work-family conflict and 
positive spillover on depressive 
symptoms among dual-earner 
couples. Journal of Occupational 



39

Leveraging Workplace Flexibility for Engagement and Productivity

Health Psychology, 10, 138-154. 
Butler, A. B., Grzywacz, J. G., Ettner, 
S. L., & Liu, B. (2009). Workplace 
flexibility, self-reported health, 
and health care utilization. Work 
Stress, 23, 45-59. Steenbergen, 
E., & Ellemers, N. (2009). Is 
managing the work-family interface 
worthwhile? Benefits for employee 
health and performance. Journal 
of Organizational Behavior, 30, 
617-642. Eby, L. T., Casper, W. 
J., Lockwood, A. Bordeaux, C., 
& Brinley, A. (2005). Work and 
family research in IO/OB: Content 
analysis and review of the literature 
(1980-2002). Journal of Vocational 
Behavior, 66, 124-197. Baltes, B. 
B., Briggs, T. E., Huff, J. W., Wright, 
J. A., & Neuman, G. A. (1999). 
Flexible and compressed workweek 
schedules: A meta-analysis of their 
effects on work-related criteria. 
Journal of Applied Psychology, 
84, 496-513. Clark, S. C. (2002). 
Employees sense of community, 
sense of control, and work/
family conflict in Native American 
organizations. Journal of Vocational 
Behavior, 61, 92-108. Grandey, A. 
A., & Cropanzano, R. (1999). The 
conservation of resources model 
applied to work-family conflict 
and strain. Journal of Vocational 
Behavior, 54, 350-370. Gajendran, 
R. S., & Harrison, D. A. (2007). The 
good, the bad, and the unknown 
about telecommuting: Meta-
analysis of psychological mediators 
and individual consequences. 
Journal of Applied Psychology, 92.

17.  Bookman, A. (2004). Starting in 
our own backyards: How working 
families can build community and 
survive the new economy. New 
York, NY: Routledge. Swisher, R., 
Sweet, S., & Moen, P. (2004). The 
family friendly neighborhood and 
its life course fit for dual earner 
couples. Journal of Marriage and the 

Family, 66, 281-292. Voydanoff, P. 
(2001). Incorporating community 
into work-family research: A review 
of basic relationships. Human 
Relations, 54, 1609-1637.

18. WFD Consulting. Flexible 
working solutions. Retrieved from 
http://www.wfd.com/services/
workarrange.html

19. Much of the content in this 
section is adapted from Kossek, 
E. E., & Michel, J. (2011). Flexible 
work scheduling. In S. Zedeck 
(Ed.), Handbook of industrial-
organizational psychology (Vol. 
1, pp. 535-572). Washington, 
DC: American Psychological 
Association.

20. Baltes, B. B., Briggs, T. E., Huff, J. 
W., Wright, J. A., & Neuman, G. A. 
(1999). Flexible and compressed 
workweek schedules: A meta-
analysis of their effects on work-
related criteria. Journal of Applied 
Psychology, 84, 496-513.

21. Christensen, K. E., & Staines, G. L. 
(1990). Flextime: A viable solution 
to work/family conflict? Journal of 
Family Issues, 11, 455-476.

22. Kossek, E. E., & Michel, J. (2011).

23. Smith, C. S., Folkard, S., Tucker, P., & 
Evans, M. S. (2010). Work schedules, 
health and safety. In L. E. Tetrick 
& J. C. Quick (Eds.), Handbook of 
occupational health psychology 
(pp. 185-204). Washington, 
DC: American Psychological 
Association. Van Amelsvoort, L. G., 
Jansen, N. W., Swaen, G. M., Van 
Den Brandt, P. A., & Kant, I. (2004). 
Direction of shift rotation among 
three-shift workers in relation to 
psychological health and work-
family conflict. Scandinavian Journal 
of Work, Environment & Health, 30, 
149-156.

24. Griffin, R. M. Coping with excessive 
sleepiness. WebMD. Retrieved from 
http://www.webmd.com/sleep-
disorders/excessive-sleepiness-10/
shift-work

25. Gajendran, R. S., & Harrison, D. A. 
(2007). The good, the bad, and the 
unknown about telecommuting: 
Meta-analysis of psychological 
mediators and individual 
consequences. Journal of Applied 
Psychology, 92.

26. Kossek, E. E., & Michel, J. (2011). 
Flexible work scheduling. In 
S. Zedeck (Ed.), Handbook of 
industrial-organizational psychology 
(Vol. 1, pp. 535-572). Washington, 
DC: American Psychological 
Association.

27. Gajendran, R. S., & Harrison, D. A. 
(2007). The good, the bad, and the 
unknown about telecommuting: 
Meta-analysis of psychological 
mediators and individual 
consequences. Journal of Applied 
Psychology, 92.

28. Kurland, N. B., & Bailey, D. E. 
(1999). Telework: The advantages 
and challenges of working here, 
there, anywhere, and anytime. 
Organizational Dynamics, 28, 53-
68. 

29. Valenduc, G., & Vendramin, P. 
(2001). Telework: From distance 
working to new forms of flexible 
work organization. Transfer: 
European Review of Labour and 
Research, 7, 244-257. Vendramin, 
P., Valenduc, G., Rolland, I., 
Richardson, R., Gillespie, A., Belt, 
V., & Neri, S. (2000). Flexible work 
practices and communication 
technology. Retrieved from http://
cordis.europa.eu/documents/
documentlibrary/70601511EN6.pdf



40

Leveraging Workplace Flexibility for Engagement and Productivity

30. Kossek, E. E., & Distelberg, 
B. (2009). Work and family 
employment policy for a transformed 
work force: Trends and themes. In 
N. Crouter & A. Boot (Eds.), Work-
life policies (pp. 1-51). Washington, 
DC: Urban Institute Press.

31. Ibid.

32. Workplace Flexibility 2010. (2010). 
Retrieved from http://www.
workplaceflexibility2010.org/

33. Lambert, S., & Henley, J. (2013, 
July 2). Working paper presented at 
the International Work and Family 
Conference, IESE, Barcelona, 
Spain.

34. Lee, M., MacDermid, S., & 
Buck, M. (2000). Organizational 
paradigms of reduced-load work: 
Accommodation, elaboration, 
and transformation. Academy of 
Management Journal, 43, 1211-26.

35. Kossek, E. E., & Lee, M. (2008). 
Implementing a reduced-workload 
arrangement to retain high talent: 
A case study. Journal of Managerial 
Psychology, 11, 49-64.

36. Kossek, E. E., Ollier-Malaterre, A., 
Lee, M. D., Hall, D. T., & Pichler, S. 
Line managers’ experiences with 
reduced-load work for professionals 
in open and restrictive organizational 
contexts (Working Paper). 
Lafayette, IN: Purdue University.

37. U.S. Department of Labor, Wage 
and Hour Division. Family and 
Medical Leave Act. Retrieved from 
http://www.dol.gov/whd/fmla/

38. Ibid.

39. Ibid.

40. Georgetown University Law 
School. Workplace Flexibility 
2010. Americans with Disabilities 
Act. Retrieved from http://
workplaceflexibility2010.org/index.
php/laws_impacting_flexibility/ADA

41. Thigpen, D. (2005, August 7). 
Biz briefs: Vanishing vacation. 
Time. Retrieved from http://
www.time.com/time/magazine/
article/0,9171,1090928,00.html

42. Lovell, V. (2005). Valuing good 
health: An estimate of costs and 
savings for the Healthy Families 
Act. Washington, DC: Institute for 
Women’s Policy Research.

43. U.S. Office of Personnel 
Management. Fact sheet: 
Compensatory time off. Retrieved 
from http://www.opm.gov/
policy-data-oversight/pay-leave/
pay-administration/fact-sheets/
compensatory-time-off/

44. Ibid.

45. Benko, C., & Weisberg, A. (2007). 
Mass Career Customization: 
Aligning the workforce with today’s 
nontraditional workers. Boston, MA: 
Harvard Business School Press.

46. Kelly, E. L., & Moen, P. (2007). 
Rethinking the clockwork of work: 
Why schedule control may pay off 
at work and at home. Advances in 
Developing Human Resources, 9, 
487-506.

47. Moen, P., Kelly, E. L., & Chermack, 
K. (2009). Learning from a natural 
experiment: Studying a corporate 
work-time policy initiative. In A. 
C. Crouter & A. Booth (Eds.), 
Work-life policies that make a real 
difference for individuals, families, 
and organizations (pp. 97-131). 
Washington, DC: Urban Institute 
Press.

48. Ibid.

49. Kelly, E. L., Moen, P., & Tranby, 
E. (2011). Changing workplaces 
to reduce work-family conflict: 
Schedule control in a white-collar 
organization. American Sociological 
Review, 76, 265-290.

50. Corporate Voices for Working 
Families and WFD Consulting. 
(2010). Guide for implementing 
flexibility with an hourly and 
nonexempt workforce. Washington, 
DC: Corporate Voices for Working 
Families.

51. Purdue University. Flexible 
work proposal. Retrieved from 
http://www.purdue.edu/hr/pdf/
FlexibleWorkProposal.pdf

52. Hammer, L. B., Kossek, E. E., 
Bodner, T., Anger, K., & Zimmerman, 
K. (2011). Clarifying work-family 
intervention processes: The roles 
of work-family conflict and family 
supportive supervisor behaviors. 
Journal of Applied Psychology, 
96, (1), 134-150. Hammer, 
L., Kossek, E. E., Yragui, N., 
Bodner, T., & Hansen, G. (2009). 
Development and validation of a 
multi-dimensional scale of family 
supportive supervisor behaviors, 
(FSSB). Journal of Management, 
35, 837-856. Kossek, E. E., Pichler, 
S., Bodner, T., & Hammer, L. 
(2011). Workplace social support 
and work-family conflict: A meta-
analysis clarifying the influence of 
general and work-family specific 
supervisor and organizational 
support. Personnel Psychology, 64, 
289-313. Kossek, E. E., & Hammer, 
L. (2008). Work/life training 
for supervisors gets big results. 
Harvard Business Review, 36.

53. Allen, T. D. (2001). Family-
supportive work environments: The 
role of organizational perceptions. 
Journal of Vocational Behavior, 58, 
414-435. Lapierre, L. M., & Allen, T. 
D. (2006). Work-supportive family, 
family-supportive supervision, 
use of organizational benefits, 
and problem-focused coping: 
Implications for work-family 
conflict and employee well-being. 
Journal of Occupational Health 
Psychology, 11, 169-181. Kossek, 



41

Leveraging Workplace Flexibility for Engagement and Productivity

E. E., Lautsch, B., & Eaton, S. 
(2006). Telecommuting, control, 
and boundary management: 
Correlates of policy use and 
practice, job control, and work-
family effectiveness. Journal of 
Vocational Behavior, 68, 347-
367. Hammer, L. B., Kossek, E. 
E., Bodner, T., & Crain, T. (2013). 
Measurement development and 
validation of the family supportive 
supervisor behavior short-form 
(FSSB-SF). Journal of Occupational 
Health Psychology, 18(3), 285-296. 
Kossek, E. E., Colquitt, J. A., & Noe, 
R. A. (2001). Caregiving decisions, 
well-being, and performance: The 
effects of place and provider as 
a function of dependent type and 
work-family climates. Academy of 
Management Journal, 44, 29-44.

54. Kossek, E. E., Lewis, S., & Hammer, 
L. (2010). Work-Life initiatives and 
organizational change: Overcoming 
mixed messages to move from the 
margin to the mainstream, Human 
Relations, 63, 1-17.

55. Kossek, E. E., & Michel, J. (2011). 
Flexible work scheduling. In 
S. Zedeck (Ed.), Handbook of 
industrial-organizational psychology 
(Vol. 1, pp. 535-572). Washington, 
DC: American Psychological 
Association.

56. U.S. Department of Labor , Bureau 
of Labor Statistics. National 
compensation survey: Glossary of 
employee benefit terms. Retrieved 
from http://www.bls.gov/ncs/ebs/
glossary20102011.htm

57. WorldatWork. (2011). Survey on 
workplace flexibility. Retrieved from 
http://www.worldatwork.org/waw/
adimLink?id=48160

58. Linkow, P., Civian, J., & Lingle, 
K. M. (2011). Men and work-life 
integration: A global study. Retrieved 
from http://www.worldatwork.org/
waw/adimLink?id=51556

59. Matos, K. & Galinsky, E. (2012). 
2012 National study of employers. 
New York, NY: Families and Work 
Institute. Retrieved from http://
familiesandwork.org/site/research/
reports/NSE_2012.pdf

60. Global Workplace Analytics, 
& The Telework Research 
Network. (2012). How many 
employees telecommute? 
Retrieved from http://www.
globalworkplaceanalytics.com/
telecommuting-statistics

61. Telework Enhancement Act of 
2010. Retrieved from http://
www.gpo.gov/fdsys/pkg/
PLAW-111publ292/pdf/PLAW-
111publ292.pdf 

62. Boston College Center for Work & 
Family. Building the business case 
for work-life programs (Executive 
briefing series). Retrieved from 
http://www.bc.edu/content/dam/
files/centers/cwf/research/pdf/
BCCWF_Business_Case_EBS.pdf 

63. Littler Mendelson, & FlexPaths. 
(2011). Mitigate or litigate: Flexible 
working and legal exposure. New 
York, NY: Littler Mendelson.



42



43

Leveraging Workplace Flexibility for Engagement and Productivity

Allen, T. A., Johnson, R. C., Kiburz, K. M., & Shockley, K. M. (2012). 
Work-family conflict and flexible work arrangements: Deconstructing 
flexibility. Personnel Psychology, 80, 1-32. 

Berg, P., Kossek, E. E., Misra, K., & Belman, D. (In press). Do unions 
matter for work-life flexibility policy access and use? Industrial and 
Labor Relations Review.

Friede, A., Kossek, E. E., Lee, M., & MacDermid, S. (2008). Human 
resource manager insights on creating and sustaining successful 
reduced-load work arrangements. Human Resource Management, 47, 
707-727.

Hammer, L. B. (2012). Employer support for work and family balance 
reduces safety health risks. Total Worker Health, 1.

Hammer, L. B., & Barbera, K. M. (1997). Towards an integration 
of alternative work schedules and human resource systems: 
Recommendations for research and practice. Human Resource 
Planning, 20, 28-36.

Hammer, L. B., Kossek, E. E., Zimmerman, K., & Daniels, R. (2007). 
Clarifying the construct of family supportive supervisory behaviors 
(FSSB): A multilevel perspective. In P. L. Perrewe & D. C. Ganster 
(Eds.), Research in occupational stress and well-being (pp. 171-211). 
Amsterdam, The Netherlands: Elsevier Ltd.

Hammer, L. B., & Van Dyck, S. E. (In press). Organizational policies 
and practices supportive of work-life integration. In D. Major & R. 
Burke (Eds.), Handbook of work-life integration of professionals: 
Challenges and opportunities. Cheltenham, England: Edward Elgar.

Hammer, L. B., & Zimmerman, K. L. (2011). Quality of work life. 
In S. Zedeck (Ed.), APA handbook of industrial and organizational 
psychology (Vol. 3, pp. 399-431). Washington, DC: American 
Psychological Association.

SOURCES AND  
SUGGESTED READINGS



44

Leveraging Workplace Flexibility for Engagement and Productivity

Keeney, J., Boyd, E. M., Sinha, R., 
Westring, A. J., Ryan, A. M. (In press). 
From “work-family” to “work-life”: 
Broadening our conceptualization and 
measurement. Journal of Vocational 
Behavior. 

King, R. B., Karuntzos, G. T., Casper, L. 
M., Moen, P., Davis, K. D., Berkman, L., 
. . . Kossek, E. E. (2012). Work-family 
balance issues and work-leave policies. 
In R. J. Gatchel & I. Z. Schultz (Eds.), 
Handbook of occupational health and 
wellness (pp. 323-339). New York, NY: 
Springer.

Kossek, E. E. (2005). Workplace 
policies and practices to support work 
and families. In S. Bianchi, L. Casper, & 
R. King (Eds.), Work, family, health, and 
well-being (pp. 97-116). Mahwah, NJ: 
Erlbaum.

Kossek, E. E. (2006). Work and family 
in America: Growing tensions between 
employment policy and a changing 
workforce. A thirty-year perspective. 
Commissioned chapter by the SHRM 
Foundation and the University of 
California Center for Organizational 
Effectiveness for the 30th anniversary 
of the State of Work in America. In E. 
Lawlor and J. O’Toole (Eds.), America at 
work: Choices and challenges (pp. 53-
72). New York, NY: Palgrave MacMillan.

Kossek, E. E., Baltes, B. B., & Matthews, 
R. A. (2011) How work-family research 
can finally have an impact in the 
workplace. Industrial and Organizational 
Psychology: Perspectives on Science 
and Practice, 4, 352-369.

Kossek, E. E., Barber, A. E., & Winters, 
D. (1999). Using flexible schedules in 
the managerial world: The power of 
peers. Human Resource Management 
Journal, 38, 36-46.

Kossek, E. E., & Distelberg, B. (2009). 
Work and family employment policy 
for a transformed work force: Trends 
and themes. In N. Crouter & A. Booth 
(Eds.), Work-life policies (pp. 1-51). 
Washington, DC: Urban Institute Press.

Kossek, E. E., Hammer, L., Kelly, E., 
& Moen, P. (In press). Designing 
organizational work, family and health 
change initiatives. Organizational 
Dynamics. 

Kossek, E. E., Kalliath, T., & Kalliath, P. 
(2012). Achieving employee wellbeing 
in a changing work environment: 
An expert commentary on current 
scholarship. International Journal of 
Manpower, 33, 738-753.

Kossek, E. E., & Lautsch, B. (2008). 
CEO of me: Creating a life that works 
in the flexible job age. Philadelphia: 
Wharton School Publishing.

Kossek, E. E., & Lautsch, B. (2012). 
Work-family boundary management 
styles in organizations: A cross-level 
model. Organizational Psychology 
Review, 2, 152-171. 

Kossek, E. E., & Lee, M. (2008). 
Implementing a reduced-workload 
arrangement to retain high talent: 
A case study. Journal of Managerial 
Psychology, 11, 49-64.

Kossek, E. E., Lee, M. D., & Hall, D. T. 
(2007). Making flexible schedules work 
for everyone. Harvard Management 
Update, 12. Reprinted as a Harvard 
Business Press Case.

Kossek, E. E., Lewis, S., & Hammer, 
L. B. (2010). Work-life initiatives and 
organizational change: Overcoming 
mixed messages to move from the 
margin to the mainstream. Human 
Relations, 63, 3-19. Article selected 
for reprint in M. Baird, R. Cooper, E. 
Bradon, & R. Lansbury (Eds.), Industrial 
relations. London, England: Sage.

Kossek, E. E., & Michel, J. Flexible 
work scheduling. (2011). In Sheldon 
Zedeck (Ed.), Handbook of industrial-
organizational psychology (Vol. 1, pp. 
535-572). Washington, DC: American 
Psychological Association. 

Kossek, E. E., & Misra, K. (2008). 
Nonwork influences on work 
motivation. In R. Kanfer, G. Chen, & 
R. Pritchard (Eds.), Work motivation: 
Past, present, and future (SIOP 
organizational frontiers series, pp. 471-
500). Mahwah, NJ: Erlbaum.

Kossek, E. E., & Ollier-Malaterre, A. 
(2013). Work-family policies: Linking 
national contexts, organizational 
practice and people for multi-level 
change. In S. Poelmans, J. Greenhaus, 
& M. Las Heras (Eds.), Expanding the 
boundaries of work-family research: 
A vision for the future (pp. 3-31). 
Basingstoke, England: Palgrave 
Macmillan. 

Kossek, E. E., Pichler, S., Bodner, T., & 
Hammer, L. (2011). Workplace social 
support and work-family conflict: A 
meta-analysis clarifying the influence 
of general and work-family specific 
supervisor and organizational support. 
Personnel Psychology, 64, 289-313.



45

Leveraging Workplace Flexibility for Engagement and Productivity

Kossek, E. E., & Ruderman, M. 
(2012). Work-family flexibility and 
the employment relationship. In L. M. 
Shore, J. Coyle-Shapiro, & L. E. Tetrick 
(Eds.), Understanding the employee-
organization relationship: Advances in 
theory and practice (pp. 223-253). New 
York, NY: Taylor and Francis.

Kossek, E. E., Ruderman, M., Braddy, 
P., Hannum, K. (2012). Work-nonwork 
boundary management profiles: A 
person-centered approach. Journal of 
Vocational Behavior, 81, 112-128.

Kossek, E. E., Valcour, M., & Lirio, P. 
(In press). The sustainable workforce: 
Organizational strategies for promoting 
work-life balance and well-being. In 
C. Cooper & P. Chen (Eds.), Wellbeing 
in the workplace: From stress to 
happiness Oxford, England: Wiley-
Blackwell. 

Kossek, E. E., & Van Dyne. L. (2008). 
Face time matters: A cross level model 
of how work life flexibility influences 
work performance of individuals 
and groups. In D. Lero, K. Korabick, 
& D. Whitehead (Eds.), Work family 
handbook (pp. 305-330). Amsterdam, 
The Netherlands: Elsevier.

Lautsch, B., & Kossek, E. E. (2009). 
Supervisory approaches and 
paradoxes in managing telecommuting 
implementation. Human Relations, 62, 
795-827.

Lautsch, B., & Kossek, E. E. (2011). 
Managing a blended workforce: 
Supervising telecommuters and 
nontelecommuters. Organizational 
Dynamics, 40, 10-17.

Lirio, P., Lee, M., Williams, M. Haugen, 
M., & Kossek, E. E. (2008). The 
inclusion challenge with reduced-load 
professionals: The role of the manager. 
Human Resource Management, 47, 
443-461. 

Neal, M. B., & Hammer, L. B. (2009). 
Dual-earner couples in the sandwiched 
generation: Effects of coping strategies 
over time. The Psychologist-Manager 
Journal, 12, 205-234.

Ryan, A., & Kossek, E. E. (2008). 
Work-life policy implementation: 
Breaking down or creating barriers 
to inclusiveness. Human Resource 
Management, 47, 295-310.

The Economist Intelligence Unit (2014). 
A report outlining key trends likely 
to affect the workplace in the next 
5-10 years. Evolution of Work and the 
Worker. Available from futurehrtrends.
eiu.com

U.S. Office of Personnel Management. 
(n.d.). Fact sheet: Compensatory time 
off. Retrieved from http://www.opm.
gov/policy-data-oversight/pay-leave/
pay-administration/fact-sheets/
compensatory-time-off/

Van Dyne, L. Kossek, E. E., & Lobel, 
S. (2007). Less need to be there: 
Cross level effects of work practices 
that support work-life flexibility and 
enhance group processes and group-
level OCB. Human Relations, 60, 
1123-1153. 

WFD Consulting. (2010). Tips for 
creating a flexible work environment. 
Retrieved from http://www.
corporatevoices.org/system/files/m_
creating_flexibility_tips.pdf 









Set your own pace.

HCM tools for moving forward – 
without going back to Square One.

Bring out the best in your workforce with SuccessFactors — the talent management 
suite with no gaps and no compromises. Top-rated by the industry’s most respected 
analysts for a complete suite that includes learning, recruiting, and integrates with 
your back-office systems.

Start anywhere. 
          Go everywhere.

www.successfactors.com/HRMagazine2014



About the SHRM Foundation

At the SHRM Foundation, we are a catalyst for thought leadership. We help predict where the workforce is headed 

because we’ve been studying its evolution for over 40 years.  Our mission is to offer unmatched human capital 

knowledge for the benefit of professional organization leaders with a total focus on studying and reporting the 

management practices that work.  Supporting the Foundation is a chance to contribute to an ongoing study about 

the direction of human resources in society. The Foundation is governed by a volunteer board of directors, comprising 

distinguished HR academic and practice leaders. Contributions to the SHRM Foundation are tax-deductible. The 

SHRM Foundation is a 501(c)(3) nonprofit affiliate of the Society for Human Resource Management (SHRM). For 

more information, contact the SHRM Foundation at (703) 535-6020. Online at www.shrmfoundation.org.




