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STAFF REPORT

MEMO TO: SUTTER COUNTY CHILDREN & FAMILIES COMMISSION

FROM:

MICHELE BLAKE, EXECUTIVE DIRECTOR

SUBJECT: LONG-TERM REMOTE WORK ORGANIZATION

RECOMMENDATION: It is the recommendation of the Executive Director that the Commission
approve permanent remote work to Sutter County Children & Families Commission staff and
authorize the Executive Director to take actions necessary with agencies, subject to approval by
Counsel, Human Resources, Information Technology and Health and Human Services to
implement accurate and productive remote work by the end of December 2020.

BACKGROUND: The COVID-19 pandemic has changed the business practices of Sutter County
Children & Families Commission (SCCFC). SCCFC closed the Butte House Road office to the
public on March 20, 2020 as a public safety mitigation effort and SCCFC staff began remote work.

Overview of Major Events:

3/4: Governor Newsom declares CA State of Emergency

3/12: Governor Newsom signs Executive Order to cancel all non-essential events over
250 people; urges social distancing, and waiving indefinitely public meeting
requirements.

3/13: President Trump declares National Emergency

3/13: Governor Newsom signs Executive Order ensuring funding for schools that close in
response to COVID-19.

3/15: During a press conference, Governor Newsom calls on residents over age 65 to
isolate themselves and for the closure of bars, nightclubs, breweries, etc., and restaurants
to operate at half capacity. LA Mayor Garcetti further announced the closure of in-person
dining, movie theaters, gyms, among other venues through the end of the month.

3/16: Governor Newsom requests emergency legislation to fight COVID-19. Due to the
state of emergency, the 72-hour print rule is waived. A budget package of up to $1 billion
in relief funds passes the legislature. The legislature then agrees to adjourn from March
20 - April 13.
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https://www.gov.ca.gov/2020/03/04/governor-newsom-declares-state-of-emergency-to-help-state-prepare-for-broader-spread-of-covid-19/
https://www.gov.ca.gov/wp-content/uploads/2020/03/3.12.20-EO-N-25-20-COVID-19.pdf
https://www.whitehouse.gov/presidential-actions/proclamation-declaring-national-emergency-concerning-novel-coronavirus-disease-covid-19-outbreak/
https://www.gov.ca.gov/2020/03/13/governor-newsom-signs-executive-order-ensuring-state-funding-for-schools-even-in-event-of-physical-closure/
https://www.sacbee.com/news/coronavirus/article241212146.html
http://cert1.mail-west.com/nmc7rmeGyjrT/gtmyuzja/6horgl1p71eG/tkub/p71eGqvnqeGi/xjp47evkgs32zup?_c=d%7Cze7pzanwmhlzgt%7C17c23ftxir74cwk&_ce=1584477179.0d1f6458c224ed8d3331f09f770b0483
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e 3/17: CDE Releases guidance on helping schools prepare for distance learning, provide
meals, and serve children with special needs, and support to parents seeking child care.

e 3/18: Executive Order Waiving Eligibility Redetermination & Brown Act and Bagley-Keene
Guidance

e 3/18: U.S. Census operations halted until April 1 to slow the spread of COVID-19

e 3/19: Governor Newsom request federal assistance

e 3/19: Governor Newsom issues Executive Order for Californians to stay home
SCCFC business operations and services have continued uninterrupted since March 20, 2020.
Although most services and programs have pivoted efforts to conform to safety measures that
have been placed by public health directives, SCCFC staff have adapted and expanded
programming with new ways to support our community through this pandemic (e.g. essential
supply distribution to hundreds of community providers/parents while being vigilant of health
directives). SCCFC have especially increased communications efforts via social media outlets
and emails/website to confirm our footprint and major resource in the community and to release
opportunities/education to the community in real-time measures. SCCFC staff have provided
services to best assist our children 0-5 and their families during the pandemic - especially families
that have faced significant budget reductions and/or layoffs, and parents that are dealing with
anxiety and fears proficiently while working remotely.

The SCCFC Executive Director proposed to the Commissioner’s at the June 2020 Commission
Special Meeting to allow for exploration of remote work and with the Commissioner’s support, the
Executive Director next worked in collaboration with Ruth Fernandez, Ed.D., Executive Director
of First 5 Contra Costa and Social Finance to research the pros and cons of long-term remote
work.

Social Finance is a non-profit organization dedicated to mobilizing capital to drive social progress.
Sutter and Contra Costa charged Social Finance to research a remote long-term work policy. The
paper produced by Social Finance is attached to this staff report. The Social Finance paper
solidified, together with short-term SCCFC staff safety requirements and long-term SCCFC
protracted financial balance sheet, that permanent remote work is viable. The work produced by
SCCFC staff remotely has been extremely productive and progressive. The pandemic
accelerated the remote work possibility for SCCFC staff and allowed the option to be considered
for long-term work, especially considering decreased future Proposition 10 revenues. Since
remote work began in March 2020, staff have been supported by the County; however, additional
digital tools will be required for long-term remote work to be efficient and even more productive.
Should the Commission approve this recommendation and upon approval of all partnering
agencies (Counsel, Human Resources, Information Technology, and Health and Human
Services) authorizing steps for SCCFC staff remote work, SCCFC will be a virtual office. The
virtual office arrangement is encouraged to be revisited in a year’s time by Commissioner’s to
evaluate the arrangement.

Some steps to long-term remote work the Executive Director may take include, but not limited to:
o Remote Work Plan Policy and Standards-in-Place development
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https://www.cde.ca.gov/ls/he/hn/guidance.asp
https://www.gov.ca.gov/wp-content/uploads/2020/03/3.17.20-N-29-20-EO.pdf
https://www.census.gov/newsroom/press-releases/2020/operational-update.html
https://www.gov.ca.gov/wp-content/uploads/2020/03/3.19.20-Letter.pdf
https://covid19.ca.gov/img/N-33-20.pdf
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¢ Inventory of Commission Equipment and work with General Services to assist staff in
setting up remote offices

o All necessary digital tools and digital security for staff (may include
computers/monitors/network connection, cellular phones, printer/scanner, hot spots,
headset/webcams)

o Establishment of Commission PO Box, Storage Unit, unified Phone-Line establishment
and Lease arrangements

e Regular notice of effective communication, procurement, task-monitoring standards,
County data safety, and regular staff retreats conducted virtual and/or in-person for
wellbeing and mindful interaction

IMPACT ON COMMISSION RESOURCES: Executive Director will work with Health and Human
Services to explore and seek use of CARES funding for all one-time expenses to achieve remote
work requirements. Additional remote work requirements may come from the current allocated
FY 20-21 Commission budget communications, office expenses & office equipment, and special
departmental expense line items. No anticipated additional costs will be required.

POLICY ACTION REQUESTED: Approval of the Executive Director's recommendation. The
recommendation may alleviate long-term financial plan balances and future fiscal obligations.
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CONTEXT

Since the pandemic began in March 2020, many workers have worked remote. While remote
work was not uncommon prior to this time, this is one of the first opportunities for
organizations to determine the long-term viability of conducting all operations remotely.

There are several trade-offs that organizations must think of before making their operations
remote. These include:

Fiscal implications: do cost savings with remote work outweigh operational costs with
traditional working conditions? Are there new cost implications?

Managing expectations: how do you align policies to meet the needs of organizations and
the wishes of its employees?

Productivity: how will the organization track and measure productivity?

Community presence: will community-based organizations lose an important link to the
community if their organization is remote?

Employee morale: How do you foster a sense of community and promote innovation in a
remote setting?

An organization should conduct a thorough cost-benefit analysis — including both the hard
costs and the non-easily quantifiable costs (staff morale) — before identifying the appropriate
path forward.
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» PERSPECTIVES FROM THE FIELD
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» UNDERSTANDING THE TRADE-OFFS OF A REMOTE ORGANIZATION

Experts consulted had experience at private non-profit and for-profit
institutions

° Mark Whitehouse, Global Director of Human Resources at Ravenswood Solutions

° Cara Walker, Director of Human Resources and Organizational Development at Public
Health Solutions

* Clarence White, Chief Information Officer at The Salvation Army
* Cindi Berns, Development Director at Teen Line
° Fraun Gray, Talent Acquisition Team Lead at Randstad Professionals US LP

* Paul Spence, VP of Development at City Gospel Mission
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» OPPORTUNITIES AND CHALLENGES OF A REMOTE ORGANIZATION (1/2)

° Make sure everyone is aware of the change. Your website should reflect that your
employees work remote and detail your continued engagement in the community. Touch
base with your key contacts well-before the change happens. Make sure the community
knows that, “we might not be in a physical place, but we are still here.”

° While workers may be remote, the organization should not be. It's important to re-
double your efforts to connect with clients and partners when you do not have a brick-
and-mortar location— attend community events, meet partners for coffee, etc.

° Invest in your communications department. There needs to be a strategy behind
communications — if you do it too much, it may discourage people from engaging.

° Transparency and honestly up-front is most important. This might be the first-time an
organization has re-considered its work location policies. Admitting that it will be a work-
in-progress will build credibility with your staff.

° To start, air on the side of more dialogue, less policies. Get a sense from your staff about
what they would like to see regarding important policy components — working hours,
daily check-ins, work remote expenses, etc.

° Productivity is not just “showing up” — it is setting and meeting goals. Rather than using
Work with your technological functions to track your employees’ behavior (e.g., VPN, keystrokes), work
team to set with your employees to set goals —and find ways to support them in meeting those
goals to goals.
measure ° Not everything is “billable”. Building trust and relationships with a community takes time

productivity and “out-of-the-box” approaches. Judge your employees on the results — not based on
how many emails they send or phone calls they make.
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» OPPORTUNITIES AND CHALLENGES OF A REMOTE ORGANIZATION (2/2)

° In-person sessions breed innovation and build camaraderie. When people are together
tackling a problem, it creates a positive energy. People can build trust with their
colleagues, learn their non-verbal cues. “What two people come up with separately
doesn’t equal what they would come up with collaboratively. Ping ponging of ideas is
really important.”

° Employees will be wary of micromanaging. They may not be used to leadership
checking-in with them all the time and will feel that it reflects their performance.

° There need to be clear people structures in place. This will allow employees to feel like
. . they are part of a team, not just working. Create a Teams or Slack channel where
...which will employees can check-in and share both professional and personal updates.

require more * Leadership will need to check-in with employees frequently. Don’t hesitate to check-in,
effort on even if it’s just a hello. But don’t be overbearing — get a sense of how often your
leadership’s employees want to check-in (via Slack, Teams, etc.) and keep on top of it.

part ° Find out what works best for your employees. With a typical 9-5 structure, there is not
much room for flexibility. If the work permits it, consider allowing employees to make
their own schedule if they are meeting their goals.

° Initially there may appear to be drastic cost savings. Removing some fixed costs (e.g.,
physical infrastructure) will result in near-term cost savings.

There are
hidden costs
that you might
not foresee

° There will be more extensive IT costs and continued “office” costs. Employees may need
laptops, mobile hotspots, printers, document authorization services, supplies, etc.

° But you can redirect some potential savings to employee supports. Investing in an
employee assistance program will allow you to support your employees personal and
professional needs.
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» COSTS AND BENEFITS OF REMOTE WORK
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P COSTS & BENEFITS OF REMOTEWORK

The vast increase in employees working from home has resulted in a
significant increase in review and analysis of remote work trends.

The deck herein will examine some of the costs and benefits of
remote work across the fields of:
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=
EMPLOYER BENEFITS & COSTS =

* Inresearch broadly across sectors, teleworkers are found to be more productive
9 than non-remote working counterparts.!
é * Due toincreased flexibility, employers often see the benefit of lower attrition
é among remote workers.’
e * On average, employers see reductions in unplanned absenteeism due to less
Q/ exposure to sick and employees and other community and working conditions, as
0 well as an increase in employees working when sick.”
* Given the need for less office capacity, employers can also save on office space and
utilities — resulting in lower fixed costs.’

* Employees report a reduction in social interaction — including less time to
brainstorm and collaborate with colleagues.!

* Household distractions, challenges in accessing technology and required
documents, and lacking appropriate equipment (space, desk, chair, etc.) can also
impair productivity, and employee morale — potentially resulting in a less effective
workspace.!

* Many of the studies conducted have been in industries in which “productivity” is
more measurable—productivity would likely be highly personal and dependent
on industry and company workstyle.

* Ambiguity in state regulation and taxation.®

Footnotes herein refer to references tab per Slide 17 . SOCIAL 9
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U
EMPLOYEE BENEFITS & COSTS E

* Some employees enjoy additional work-life balance and
flexibility to do work on their time (which can allow for time to

B take care of kids and spend time with family)?
* Reductions in time and money spent
E commuting and working from the office, as C
N well as time “getting ready” can also lead to * Employees may feel the
improved work-life balance and lower stress? effects of social isolation -
E. Overall, employees tend causing employees to feel
F to feel more “trusted by isolated & lonely at times! S
employers” in a work » Employees may have trouble establishing a T
I from home environment, work-life balance, as there are fewer S
T leading to more boundaries between work and home, and may
empowerment’ be further displaced by household distractions!?
S * Employees may experience increased costs related to having a “home

office” including increased electricity and internet costs, as well as other
equipment (ergonomic chairs, monitors, desks, etc.) that may need to be
purchased?

Footnotes herein refer to references tab per Slide 17 . SOCIAL 10
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» DEEP DIVE: REMOTE WORKING &WELL-BEING
Researchers continue to attempt to define whether in fact remote work is
beneficial for well being of employees, focusing on certain key research

factors’

ooo
ooo
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One study has reviewed the well-being benefits of remote work and been able to

define the effect on much of the worker’s affective state, social, and professional life.

There is less information regarding cognitive functioning, and psychosomatic conditions.

As such, it is not particularly clear which way this scale tilts!

More
flexibility
around work
location

Job
autonomy

Overwork to
reciprocate
permitted

flexibility

More effective
communication

Exchanging

emails during
non-working

hours

Feelings of
guilt
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https://pure.coventry.ac.uk/ws/portalfiles/portal/21773783/Binder7.pdf
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» COMMUNITY BENEFITS it @

Overall, there are many aspects of remote work which have significant impacts
on the environmental footprint’

Lower greenhouse gas emissions and oil consumption, and
improved air quality

Decreased traffic incidents and road rage

SN

Opportunity to revitalize cities and conduct highway
maintenance

Improved emergency responsiveness and decreased human
congestion

3

Opportunity for more productivity among non-commuters

Footnotes herein refer to references tab per Slide 17 . SOCIAL 12
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» FINANCIAL IMPLICATIONS OF REMOTE WORK
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» CALCULATING SAVINGS FROM REMOTE WORK
The Remote Work ROI Calculator V0.95 from Global Workplace Analytics is
one off-the-shelf tool that may inform the financial ROl of remote work

Customize Your Data

To customize the employer and employee results to your specific situation

Enter your values at the right, and see the new results on the employer and employee panel

Miles per gallon

Employer Assumptions

Increase in productivity on remote work days (%)

Likely reducticn in real estate (%)

Reduced absenteeism (%)

Reduced turnover (%)

Annual per person occupancy costs

Annual % voluntary turnover for those that don’t work remotely
Benefits as a % of salary

Cost of turnover as a % of salary

Annual per persen absent days/year for those that don’t work remotely

Employee Assumptions
Parking, tolls, transit costs ($/day)
Food and beverage purchases ($/day)

Other costs such as eldercare, child care, pet care (5/day)

Cost per mile driven (not including gas) per AAA

15%
20%
31%
10%
12,000
7%
30%
75%
10

3.00
7.50
2.00
30
0.47

S per gallon of gas

Enter your numbers on the right and see the results below.

Average round-trip commute in miles

Average round-trip commute in minutes

Benefits to an employee

Annual days saved by not commuting:

Annual savings on automebile, food, and other costs:

Less extra home energy costs for computer, heating, cooling, lights, etc.:

Annual savings per employee:

Employee Benefits

How much could your employees benefit from remote work?

30
35

2.00

7
$1,450
$-124

$1,326

“The Remote Work ROI Calculator V0.95,” Global Workplace Analytics

° Before calculating any of the employee
benefits or employer benefits, the user
needs to customize their assumptions to get
a more accurate range of benefits.

* Social Finance has requested more
information from Global Workplace
Analytics to further understand the formulas
that create the benefits, as well as the
assumptions that underly each for formula.

Employer Benefits

How much could your organization benefit from remote work?

Enter your numbers on the right and see the results below.

Mumber of employees that will work remotely 500
Mumber of remote days/week 2
50,000

Average annual wage of the remote worker

Benefits to the organization
Increase in productivity: $1,850,000
Reduction in real estate costs: $170,625
Reduction in absenteeism: $403,000
Reduction in turnover: $170,625
Total Annual Employer Impact: $3,723,625

That is ivalent to 57 add I I

That is the to 114,573 additional employee hours per year.
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https://globalworkplaceanalytics.com/the-remote-work-roi-calculator-v0-95

» BEST PRACTICES IN REMOTEWORK
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» BEST PRACTICES IN REMOTEWORK POLICIES
Some best practices to institute in remote work policies include:?

Employees have the choice Employees have tools/tech &
(rather than being required) receive proper training in
to work from home tech use

@}
~ %)

Senior leaders remain Employees are measured
committed to training, a culture and evaluators based on
of trust, and management by results

results n.

@ =]
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» RESOURCES

References to resources herein are indicated by footnotes in preceding
materials

Working from home: The benefits and the cost

Top 5 Benefits of Remote Work for Companies

NBER Working Papers | Does Working from Home Work? Evidence from a Chinese
Based Experiment

Global Work from Home Experience Survey Report

Telework in the 21st Century

The Future of Workplace Experience -- Tying it to Business Qutcomes

Bottom Line on Telework in the US

The ROl of Well Being

Systematic reviewing remote e-workers' well-being at work: a multidimensional
approach
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https://2qean3b1jjd1s87812ool5ji-wpengine.netdna-ssl.com/wp-content/uploads/2018/04/Working-from-Home_The-Benefits-and-the-Cost_McCrindle-Research.pdf
https://www.forbes.com/sites/laurelfarrer/2020/02/12/top-5-benefits-of-remote-work-for-companies/#151998c216c8
https://www.nber.org/papers/w18871.pdf
https://globalworkplaceanalytics.com/wp-content/uploads/edd/2020/05/Global-Work-from-Home-Experience-Survey-Report-FINAL.pdf
https://globalworkplaceanalytics.com/wp-content/uploads/edd/2020/05/Telework-in-the-21st-Century-Lister-and-Harnish.pdf
https://globalworkplaceanalytics.com/wp-content/uploads/edd/2019/12/Lister-Moritz-FMJ-Dec-2019.2.pdf
https://globalworkplaceanalytics.com/wp-content/uploads/edd/2015/07/Bottom-Line-on-Telework-in-the-US_Redacted.pdf
https://globalworkplaceanalytics.com/wp-content/uploads/edd/2018/07/The-ROI-of-Well-Being-Lister.pdf
https://pure.coventry.ac.uk/ws/portalfiles/portal/21773783/Binder7.pdf

	Staff Report - Remote Work
	STAFF REPORT
	MEMO TO: SUTTER COUNTY CHILDREN & FAMILIES COMMISSION
	FROM: MICHELE BLAKE, EXECUTIVE DIRECTOR

	Social Finance Remote Work Benefits and Costs[1][1]

