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ABSTRACT

This mixed methods study analyzes data before and during the COVID-19
pandemic with two purposes: first, to explore how changes to the amount of telework
permitted at AMIC impact employee perceptions of productivity and workplace
satisfaction, and second, to assess the relationship between available quantitative
productivity measurements and AMIC employee perceptions of productivity. To provide
context for the study, this research reviews the literature for current and historical data on
pandemic planning, telework, productivity, and satisfaction for federal employees. Next,
the research sorts and analyzes survey data to understand AMIC employees’ perceptions
of productivity and satisfaction. Finally, this study compares quantitative measures of
productivity to survey findings to identify both common findings as well as points where
they diverge. This analysis determines whether perceptions of productivity and
satisfaction at AMIC have changed in relation to the amount of telework allowed and
whether quantitative productivity measures align with those perceptions. As a result of
the analysis, this study found overall perceptions of productivity and satisfaction at
AMIC related positively to increased telework, and overall quantitative productivity

measures remained the same or improved as feelings of productivity at AMIC increased.
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I. INTRODUCTION

A. BACKGROUND

In May 2006, under the leadership of President George W. Bush, the United States
government’s Homeland Security Council (HSC) published the National Strategy for
Pandemic Influenza Implementation Plan, which included specific guidance to allocate
resources as needed, including information technology infrastructure, to support employee
telecommuting during a pandemic (Homeland Security Council [HSC], 2006). Based on
that strategy, in August 2006, the Department of Defense (DOD) released the Department
of Defense Implementation Plan for Pandemic Influenza, establishing that a viable
continuity of operations plan (COOP) includes “planning that carefully considers the use
of laptops, high-speed telecommunications links, Personal Digital Assistants (PDAs), and
other systems that enable employees to perform essential functions while teleworking”

(Department of Defense [DOD], 2006, p. 75).

The planning initially established for pandemic influenza proved useful for the
DOD’s response to the novel coronavirus disease by providing a baseline expectation for
telework preparedness during a pandemic. On March 17, 2020, in response to COVID-19,
the Acting Director of the Office of Management and Budget (OMB) released a
memorandum for the heads of department and agencies to “maximize telework across the
nation for the Federal workforce (including mandatory telework, if necessary), while
maintaining mission-critical workforce needs” (Vought, 2020, p. 2). The Air Force
Acquisition Management and Integration Center’s (AMIC) leadership and workforce
quickly adopted these requirements for the safety of their acquisition workforce, shifting

from their pre-pandemic telework policy to 100% telework for non-essential employees.

AMIC leadership has faced ongoing decision-making challenges related to
increased teleworking after the start of the COVID-19 pandemic in March 2020. AMIC
employee telework policy pre-pandemic allowed employees to telework on a situational
basis, with telework only authorized for special circumstances such as inclement weather,

personal appointments, and special projects (Air Force Acquisition Management and
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Integration Center [AMIC], 2019). The pandemic forced the majority of AMIC employees
to accomplish 100% of their work in an at home telework environment. In July 2021, once
more information was known about COVID-19, AMIC introduced new guidance related
to telework in the form of a beta test, which permitted employees to telework eight days

per pay period (AMIC, 2021c¢).

Given the ongoing changes described, as the scientific community builds its
research-based knowledge surrounding COVID-19, a more nuanced application of
pandemic safety has emerged. Major changes to the work environment, spurred by
pandemic-induced telework, present the challenge of determining how organizations will
support flexibility for workplace arrangements post-pandemic. For leaders, it also raises
the question of whether employees are as productive in their job or as satisfied with their

job when they telework as compared to completing their work from the office.

B. RESEARCH QUESTIONS

After the DOD and the Department of the Air Force (DAF) transitioned to an era
of maximum telework in response to the COVID-19 pandemic, AMIC shifted from its pre-
pandemic telework policy that allowed up to 30% telework per pay period on a situational
basis, to 100% telework for all non-essential employees. In July 2021, the policy shifted to
a beta test allowing 80% telework for AMIC employees (AMIC, 2019, 2021c). The initial

shift to full-time telework in response to the pandemic was unprecedented.

This mixed methods study will analyze data before and during the COVID-19
pandemic with two purposes: first, to explore how changes to the amount of telework
permitted at AMIC impact employee perceptions of productivity and workplace
satisfaction, and second, to assess the relationship between available quantitative
productivity measurements and AMIC employee perceptions of productivity. This research

will provide context and recommendations for AMIC decisions related to telework in the

future.
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1. Primary Question

What are AMIC employees’ perceptions regarding the role of teleworking in their

productivity and satisfaction?

2. Secondary Question

What is the relationship between available quantitative productivity data and AMIC

employees’ perceptions of productivity?

C. METHODOLOGY

To provide context for the study, this research uses current and historical data and
literature related to pandemic planning, telework, productivity, and satisfaction for federal
employees. The study also uses qualitative and quantitative survey and workload data from

AMIC focused on the following dates:
e Baseline, pre-pandemic, March 2019 — March 2020
e Pandemic, March 2020 — July 2021
e AMIC telework beta test, July 2021 — March 2022

First, the study documents changes to the amount of telework permitted at AMIC
during the COVID-19 pandemic and identifies and assesses the drivers of those changes.
Next, the research uses the Office of Personnel Management’s (OPM) Federal Telework
Logic Model (FTLM) to guide the evaluation of the inputs, outputs, and outcomes-impacts
surrounding telework changes at AMIC (Office of Personnel Management [OPM], 2021c¢).
The research sorts and analyzes the survey data to understand AMIC employees’
perceptions of their productivity and satisfaction as it relates to the amount of telework
allowed. Finally, quantitative data on AMIC employee productivity is weighed against
survey findings to identify both common outcomes as well as points where they diverge.
This data is used to determine whether perceptions of productivity and satisfaction at
AMIC have changed in relation to the amount of telework allowed and whether quantitative

productivity measures align with those perceptions.

ACQUISITION RESEARCH PROGRAM
w/ DEPARTMENT OF DEFENSE MANAGEMENT
NAVAL POSTGRADUATE SCHOOL



D. REPORT ORGANIZATION

This report is organized into the following chapters:

Chapter I establishes the background and research questions for this project,
while providing an overview of the study’s methodology.

Chapter Il reviews literature related to pandemic planning, federal telework,
telework in the Air Force, telework at AMIC, and establishes appropriate
research-based definitions for productivity and satisfaction.

Chapter III provides the detailed methodology and data sources used for this
project and presents the OPM’s FTLM, which is used as a conceptual model
for analysis.

Chapter IV analyzes the data and presents the findings.

Chapter V presents research conclusions, recommendations, limitations,

and areas for future research.

E. SUMMARY

Chapter I provided the background for the use of telework in a pandemic situation

and identified challenges that the COVID-19 pandemic has presented to AMIC leadership.

These challenges, in turn, established the purpose for this study and corresponding research

questions. A brief overview of the methodology used to assess this case is presented. The

following chapter will present a review of existing literature on pandemic planning and

applicable telework history with a focus on employee productivity and satisfaction to

provide useful context for this study.
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II. LITERATURE REVIEW

A. INTRODUCTION

This chapter focuses on a review of literature related to pandemic planning and
telework in the federal government, Air Force, and AMIC. The literature review also
establishes definitions of both productivity and satisfaction used for the purposes of this
study. The review of the applicable literature is foundational to understanding the context
of decisions made in relation to telework at AMIC. This chapter starts with a review of the
government’s pandemic influenza planning and the adaptation of that planning to the
COVID-19 pandemic. Next, the literature review explores publications and experiences
related to telework in the federal government, the Air Force, and at AMIC. Lastly, the
chapter reviews research on productivity and satisfaction to establish definitions used to

organize this study.

B. PANDEMIC PLANNING

While history will forever remember the 2020 COVID-19 pandemic as an
unprecedented experience across the globe, national pandemic planning is nothing new. In
1977, a working group which included the Center for Disease Control (CDC), the National
Institutes of Health (NIH), and the Food and Drug Administration (FDA), was tasked with
preparing “a contingency plan to address all aspects of preparation for the next influenza
pandemic” (Department of Health, Education, and Welfare [HEW], 1978, p. 1). The
Interagency Work Group on Pandemic Influenza published the first Plan for Pandemic
Influenza in 1978, and different iterations and updates were adapted throughout the 1980s
and 1990s (Iskander et al., 2013). In 2006, the Homeland Security Council published the
National Strategy for Pandemic Influenza Implementation Plan, with the first explicit
mention of the use of telework and flexible work hours as a response mechanism related to
social distancing in a pandemic (HSC, 2006). This strategy led the DOD to release its own
implementation plan in August 2006, detailing specific guidance for continuity of
operations and continuity of government (COG). This document provides specific

guidance related to a pandemic, stating:
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Unlike other catastrophic events, a pandemic will not be geographically or
temporally bounded, and will not affect directly the physical infrastructure
of an organization. These facts lead to unique planning considerations.
Institutional planning efforts should build upon existing continuity of
operations planning by the organization, but be expanded to address the
following questions:

e How will the department protect the health and safety of its employees,
especially those critical to mission essential functions?

e What are the department’s essential functions and services, and how
will these be maintained in the event of significant and sustained
absenteeism?

e How will the department support the Federal response to a pandemic,
and States and communities?

e How, when and what will the department communicate to its
stakeholders during a pandemic? (DOD, 2006, p. 71)

The DOD’s implementation plan also describes components of viable COOP
capabilities related to managing increased absences. Specific concerns were that a
pandemic could bring extended absenteeism because of personal illness, could increase
time off because of the need to care for family members, or could require additional time
off to decrease the likelihood of exposure to the virus (DOD, 2006). The DOD describes
several additional elements of a viable COOP which include planning to ensure the
performance of essential functions to aid in national recovery as well as delegating
authority to ensure decision makers are in place in the event of increased absenteeism
during a pandemic wave. The DOD also recommends making succession plans in the event
decision makers are inaccessible. Another key element of the plan describes the need to
establish alternate operating facilities, including consideration for social distancing through
the use of telework. A final consideration endorses preparing for the use of interoperable
systems allowing employees the ability to perform essential job functions while
teleworking (DOD, 2006).

A recent article assessing existing pandemic planning in relation to the response to
the COVID-19 pandemic found that “expectations, policies, and procedures focused on
addressing influenza pandemics shaped responses to COVID-19” (Kirlin, 2020, p. 467).
Preparedness for pandemic influenza failed to translate entirely to preparedness for the

unexpected COVID-19 pandemic, in part because the novel coronavirus was both more
6
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complex and more deadly than former virus spreading events (Kirlin, 2020). Nonetheless,
the similarities between pandemic influenza guidance related to telework and the actions
taken by the DOD in response to COVID-19 are evident, thus laying the groundwork for

this study’s review of telework literature.

C. FEDERAL TELEWORK AND COVID-19

On March 17, 2020, in response to COVID-19, the Acting Director of the OMB
released a memorandum for the heads of departments and agencies stating, “The Federal
Government, in partnership with state and local governments and the private sector, is
adopting a concerted near-term operations posture that will appropriately align critical
resources to slow down the transmission of COVID-19, while also ensuring that
Government operations continue” (Vought, 2020, p. 1 ). This posture included actions such
as adjusting non-mission-critical services to alleviate capacity for critical services,
maximizing telework, extending telework ability to government contractors where
feasible, and adjusting policy to prevent federal employees and contractors infected with
COVID-19 from accessing federal facilities (Vought, 2020). Reducing face-to-face
interaction where possible was necessary to maintain essential government operations

while allowing for greater social distancing.

The history of federal telework reveals that prior to the execution of many federal
emergency plans in response to COVID-19, there was a gradual establishment of and
increase in the use of telework across federal agencies dating back to the 1990s, including
its use in relation to emergency preparedness (OPM, n.d.-c). OPM maintains the official
website of the federal government’s telework program, providing details on the history,
legislation, studies, and resources related to telework in the federal government (OPM,
n.d.-b). OPM defines telework as “a work arrangement that allows an employee to perform
work, during any part of regular, paid hours, at an approved alternative worksite” (OPM,
n.d.-a, para. 1) and states that telework is “an important tool for achieving a resilient and
results-oriented workforce” (OPM, n.d.-a, para. 1). President Barack Obama signed the key
piece of legislation related to flexible workforce management into law on December 9,

2010. The Telework Enhancement Act of 2010 (the Act) applies to all federal agencies,
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established the requirement for all executive agencies to incorporate telework into their
COOQOP plans, and established the OPM as a source of guidance related to telework policy
(Telework Enhancement Act, 2010). A requirement of the Act was that within 18 months
of enactment, and then every 12 months thereafter, OPM would submit a report to Congress
outlining progress for each executive agency. The report was to detail participation,
methods for gathering telework data, and an assessment of each agency’s progress and
goals including the impact of telework on, as the Act states, “emergency readiness, energy
use, recruitment and retention, performance, productivity, and employee attitudes and

opinions regarding telework™ (Telework Enhancement Act, 2010, p. 3170).

Because of the requirements of the Act, OPM has amassed extensive research and
data on telework in the federal government, and more recently has added data obtained
throughout the COVID-19 pandemic. OPM’s newly released 2021 Guide to Telework and

Remote Work in the Federal Government states:

The COVID-19 pandemic forced even more adoption of telework and
sparked a nationwide focus on telework as an important tool for safely and
efficiently delivering mission-critical services in the public and private
sectors during both short- and long-term emergencies. We know the
benefits of telework for organizations and employers. A robust and well-
practiced telework program improves employee performance and
engagement and supports mission productivity and efficiency. Telework
can serve as a critical workplace flexibility that enables agencies to meet
mission-critical needs of the organization. And it can help Federal workers
balance work and personal responsibilities and make use of beneficial work
environments, thereby enhancing employee satisfaction and wellbeing,
aiding retention, and serving as a draw to potential applicants. We also have
an imperative to plan for a variety of contingencies, be them severe weather
events, public health emergencies, and more. It’s critical that the Federal
government — and our workforce — remain flexible, resilient, and ready to
continue our critical work on behalf of the American public, no matter the
challenge. And as we saw during the past twenty months, never was the
need for this increased flexibility and resiliency more important. (OPM,
2021a,p. 1)

A comparison between OPM’s most recent results and their first yearly report to
Congress and first yearly Federal Employee Viewpoint Survey (FEVS) released after the
Act in 2012 reveals an 86% to 93% increase to agencies incorporating telework into their

COOP (OPM, 2012b, 2021c), a 29% to 90% increase to eligible employees teleworking
8
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(OPM, 2021c), and a 73% to 79% increase in positive satisfaction with telework (OPM,
2012a, 2020a).

A February 2022 report from the Government Accountability Office (GAO) also
supports the sharp increase in the number of eligible employees teleworking because of the
COVID-19 pandemic. In this report, the GAO collected and analyzed data provided by 24
federal agencies and found the amount of telework used increased significantly amongst
them all (Government Accountability Office [GAO], 2022). The GAO analyzed data
compiled from various systems across differing agencies which limited comparability.
Because of this diversity of data sources, the GAO chose to report the data using ranges.
The GAO report states that “the data, with the appropriate discussion of limitations, were
sufficiently reliable for describing agencies’ use of telework during the pandemic” (GAO,
2022, p. 3). The Department of Defense reported telework hours as a percentage of total
work hours increased from “about less than 5% pre-pandemic to “about 30 to 50%” during
the pandemic (GAO, 2022, p. 9). The percentage of DOD employees teleworking pre-
pandemic was less than 25%, early pandemic percentages rose to about 50-75%, and
during the pandemic the percentages hovered at 25-50% (GAO, 2022, p. 12). The GAO
report also notes longstanding data issues related to the reliability of government-wide data
provided by agencies, and more specifically, highlighted ways in which OPM could
improve their own data collection related to telework across agencies to improve oversight

(GAO, 2022).

This review of the history and recent reports on federal telework establishes that
the use of telework has increased since the implementation of the Act in 2010 with a more
substantial increase in response to the COVID-19 pandemic. It also highlights OPM’s
research that a well-practiced telework program positively impacts employee performance

and productivity, while boosting employee satisfaction and wellbeing.

D. TELEWORK IN THE AIR FORCE AND COVID-19

The Air Force has seen similar increases to the use of telework. The OPM yearly
report to Congress shows the percentage of eligible Air Force employees teleworking

averaged about 22% between fiscal years 2016 and 2019 (OPM, 2017, 2019, 2020b,
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2021b). In fiscal year 2020, in light of the COVID-19 pandemic, the percentage nearly
tripled, showing that 65% of eligible Air Force employees participated in telework (OPM,
2021c).

The Air Force AF/AL1 is responsible for carrying out the manpower, personnel, and
services functions for the Department of the Air Force (Department of the Air Force [DAF],
2019). Historically, AF/A1 has released telework fact sheets to provide information,
guidance, and clarifications on telework in the Air Force. Most recently in May 2021,
AF/A1 published the Air Force Telework and Remote Work Guide providing updated
guidance considering lessons learned during the COVID-19 pandemic period
(Headquarters Air Force AF/A1, 2021). One noted change in language from AF/A1’s June
2011 Telework Fact Sheet to their May 2021 Telework and Remote Work Guide is the
greater flexibility in determining eligibility for telework. The June 2011 fact sheet notes
certain positions as being “not eligible” (Headquarters Air Force AF/A1PC, 2011, p. 2) for
telework, while the May 2021 guide states those same positions are “not typically suitable
for tele/remote work™ (Headquarters Air Force AF/A1, 2021, p. 4). The latest Air Force
guide also provides examples of the types of work most suited for telework. These
examples include job tasks such as reading or drafting reports, accomplishing online
training, participating in virtual meetings, reviewing documents and studies, preparing
written correspondence, providing services where face to face interaction is not required,
or similar tasks that do not require physical presence at a worksite (Headquarters Air Force

AF/A1, 2021).

One example of an Air Force center taking advantage of the flexibilities provided
by the COVID-19 pandemic is Colonel Kevin Mantovani, Vice Commander of the Air
Force Installation and Mission Support Center (AFIMSC) at Joint Base San Antonio.
During a January 2022 FCW Workshop titled “Telework — Hybrid and Forever?” Colonel
Mantovani discussed the Office of the Future (O2F) initiative at AFIMSC. He mentions
that like all other businesses in government and industry, AFIMSC has largely been in a
telework status since spring of 2020 (Mantovani, 2022). Colonel Mantovani starts with a
description of the type of work performed by the 3,900 AFIMSC staff. He mentions that at
AFIMSC headquarters, most staff work in cubicles, providing engineering infrastructure,

10

ACQUISITION RESEARCH PROGRAM
w/ DEPARTMENT OF DEFENSE MANAGEMENT
NAVAL POSTGRADUATE SCHOOL



contracting and acquisition, base services, finance, chaplain corps, logistics,
communication, and public affairs related work. The nature of the work accomplished at
AFIMSC fits the Air Force’s 2021 guide describing the types of jobs that work well for
telework (Headquarters Air Force AF/A1, 2021). Colonel Mantovani mentions the nature
of the work as being one of several key factors for success. The others include leadership
buy-in to support a hybrid model, the infrastructure and floorplan to support restructuring
of space to include shared cubicles and group meeting space, technology to support
mobility (e.g., laptops, computer screens, docking stations), and a positive culture focused
on collaboration (Mantovani, 2022). Since the implementation of O2F, AFIMSC has
reduced its physical footprint by 40%, has improved its ability to attract and retain talent,
and has maximized flexibility allowing telework, hybrid, and permanent office space
solutions (Mantovani, 2022). Colonel Mantovani concludes that the AFIMSC is trying to
take the lead in the Air Force by providing an example and experimenting with the Office
of the Future to allow the workforce to be better than it was pre-pandemic (Mantovani,

2022).

A recent article, published by the Air Force on May 18, 2021, discusses the updated
guidance related to the use of telework. John Fedrigo, the acting assistant secretary of the
Air Force for manpower and reserve affairs states, “the pandemic has shown we can be
successful using telework in many areas of our mission, and it helps bridge our current
force structure to the force we need in the future” (Secretary of the Air Force Public Affairs,
2021, para. 3). Lt. Gen. Brian Kelly, the Air Force deputy chief of staff for manpower,
personnel, and services mentions some of the benefits to flexible work arrangements,
saying,

with remote work, we can now attract someone with the specialized skills

we need and not require them to relocate when it makes sense for the

mission, the individual and a member’s development. We recognize the

value these flexible work arrangements can have, in some circumstances, to

enhance work-life balance and maximize organizational productivity.
(Secretary of the Air Force Public Affairs, 2021, para. 5)
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Even more recently, General Charles Q. Brown, Jr., the Air Force Chief of Staff, released
updated CSAF Action Orders with one action item calling on leaders across the Air Force
to:
Assess lessons from USAF response to COVID-19 pandemic. Eliminate or
re-prioritize low-value activities or processes not critical to Service function
and mission success. Where feasible, propose modifications to military and
civilian mission execution processes to leverage expanded telework and

collaborative IT tools. Capture best practices to maximize effectiveness,
efficiency, and minimize redundancy. (Brown, 2022, p. 5)

This review outlined the Air Force’s increased use of telework in response to
COVID-19, resulting in greater flexibility to telework guidance. As a direct result, many
organizations are incorporating flexibilities introduced by the pandemic into their
workplace. This literature review focused on perceived benefits across the Air Force,
including mission improvements, improving work-life balance, and maximizing

productivity in organizations where telework is well suited.

E. TELEWORK AT THE ACQUISITION MANAGEMENT AND
INTEGRATION CENTER AND COVID-19

A review of literature specific to AMIC and its mission shows the organization is
as an acquisition and management integration center comprised of a combined active duty
and civilian team with a vast range of expertise related to acquisition and program
management (AMIC, 2021a). The team of AMIC professionals provide service acquisition
solutions to Air Force Major Command, Air Combat Command (ACC), with cradle to
grave contract and program management (AMIC, 2021a). AMIC’s Strategic Management
Plan states, “the AMIC Mission is to deliver responsive, cost-effective, mission-focused
acquisition solutions to maximize joint warfighter effectiveness” (AMIC, 2021a, p. 2).
AMIC leadership boasts a culture of “people first, mission always,” and pledges to “[arm]
AMIC personnel with the tools and equipment, and quality of life” required to support the
AMIC and ACC mission (AMIC, 2021a, p. 3).

Prior to the pandemic, a review of policy shows AMIC allowed up to 24 hours of
telework per pay period on an ad hoc/situational basis only, providing examples such as

“weather, home repair or similar appointments, special projects, etc.” (AMIC, 2019, p. 3).
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Because of the administrative nature of contracting, the job series saw quick and effective

implementation of telework in response to the COVID-19 pandemic. A review of personal

email communication between March 11, 2020, and March 24, 2020, highlights the ever-

changing nature of an unfolding pandemic:

Email dated March 11, 2020: From ACC Civilian Personnel, Employee
Management Relations to employees of the 688" Cyber Wing.
Communication attaching a memorandum dated March 8, 2020, signed by
The Under Secretary of Defense, Personnel and Readiness. Provides
updated guidance with a temporary waiver of policy through December 31,
2020, allowing civilians to telework during an emergency with a child or
other persons requiring care or supervision present at home. This memo
allowed local commanders to utilize the waiver upon declaration of a COOP

for a pandemic health crisis (K. Bunton, email to author, March 11, 2020).

Email dated March 19, 2020, 4:17 PM: From leadership at AMIC
Detachment 2, Operating Location C (DET 2 OL-C) to all personnel of DET
2 OL-C. Communication highlighting guidance from the Wing Commander
to maintain 50% presence to sustain mission capabilities, noting that
leadership would assess unique circumstances requesting 100% telework on

a case-by-case basis (D. Romo-Garza, email to author, March 19, 2020).

Email dated March 19, 2020, 5:13 PM: From leadership at AMIC DET 2
OL-C to all personnel of DET 2 OL-C. Communication noting that all
employees will continue to operate at 50% telework with updated safety
guidelines to ensure the safety of the unit. The communication notes a
process for requesting to telework more frequently than the approved 50%
based on unique or special situations (D. Romo-Garza, email to author,

March 19, 2020).

Email dated March 22, 2020: From leadership at AMIC DET 2 OL-C to all
personnel of DET 2 OL-C. Communication highlighting resiliency through
the COVID-19 pandemic noting several key items including the safety of
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team members being the top priority, encouraging the team to not allow
COVID-19 to degrade our unit’s capabilities, and highlighting this was the
time to demonstrate commitment to the Air Force’s core values (D. Romo-

Garza, email to author, March 22, 2020).

e Email dated March 24, 2020: From leadership at AMIC DET 2 OL-C to all
personnel of DET 2 OL-C. Communication noting that based on high-risk
guidelines established by the CDC, the operating location would implement
key and essential personnel measures effective March 24, 2020. This plan
required non-essential personnel to shift to 100% telework until further

notice to ensure the safety of the group (D. Romo-Garza, email to author,

March 24, 2020).

Toward the end of March 2020, all divisions began to posture themselves for maximized
telework, shifting to 100% telework for all non-essential personnel across AMIC.
Employees remained in a position of maximized telework for the safety of the workforce

through July 2021.

Effective July 5, 2021, after almost a year and a half with non-essential personnel
teleworking at 100%, AMIC introduced a beta test, permitting employees to remain
teleworking up to 64 hours per pay period (AMIC, 2021c). The goal of the beta test was
for “AMIC [to] embark upon a more robust telework/remote work beta-test period
incorporating lessons learned from COVID-19 pandemic” and “to continuously evaluate
the efficiency and effectiveness of this new operational model during the beta-test period
and make refinements as necessary to improve mission effectiveness and mission-partner
support” (AMIC, 2021c, p. 1). As part of the beta test, all AMIC employees would begin

working in their respective offices at least two days per pay period.

AMIC wanted to objectively assess the new operational model in this beta test. In
an email, sent to the division in February 2022, the AMIC Director looked at the objectives
set before the beta test: first, he noted success in increasing the safety of AMIC personnel
by mitigating challenges of the pandemic, but second, he mentioned the continued need for

data to evaluate AMIC’s effectiveness supporting the mission under the expanded telework
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posture (T. Applegate, email to author, February 11, 2022). The changes to the amount of
telework allowed at AMIC would require evaluation to determine any impacts to mission
requirements and workforce effectiveness, and to also assess workforce productivity and

satisfaction.

This review outlined AMIC’s increased use of telework in response to COVID-19,
and its shift to a telework beta test in July 2021. The changes to the amount of telework
allowed at AMIC establishes the need for objective evaluation of the success of this new

operational model.

F. DEFINING PRODUCTIVITY AND SATISFACTION

This literature review shows that across all levels of the federal government, the
COVID-19 pandemic has brought some level of change to the previous understanding of
“business as usual.” Increases to the amount of telework supported by government
agencies, including AMIC, highlights the need to determine whether teleworking
employees are still meeting mission requirements. Existing telework research mentions
productivity, job satisfaction, and connections between the two as items positively related
to effective implementation of telework programs (Gajendran & Harrison, 2007; Harker

Martin & MacDonnell, 2012).

To sort and assess AMIC’s survey data effectively, research-based definitions for
productivity and satisfaction are necessary. Existing research describes productivity and
satisfaction broadly and in diverse ways depending on the context in which the research
applies their use. Telework assessment models in research literature, including the FTLM
used for this study, mention productivity and satisfaction as focus areas for assessing the

outcomes and impacts of telework programs (Campbell & McDonald, 2007; OPM, 2021c¢).

1. Productivity

OPM’s FTLM states that agencies should “adopt location-independent ways of
measuring performance and productivity” (OPM, 2021c, p. 41). In the private-sector,
existing economics research, and supported by the Bureau of Labor Statistics, productivity

is most often defined as a ratio related to an organization’s outputs and inputs: productivity
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= units of output / units of input (Bureau of Labor Statistics [BLS], n.d.; Somani, 2021).
Productivity is more difficult to measure in the public-sector, and AMIC faces the same
concern. Somani’s report confirms that “many public good and services are relatively
complex, requiring multiple (often immeasurable) inputs from multiple individuals and
sources” (Somani, 2021, p. 8). AMIC contract execution sees input from end users,
contracting officers, contract administrators, program managers, policy experts, lawyers,
finance, and more, which makes clear measurements of inputs and outputs difficult.
Research finds that productivity in the federal workforce is often closely related to the
existence of cohesive employee teams and how employees are treated in the workplace
(Jung & Lee, 2015). In the context of telework, a 2015 study on working from home in a

call center environment showed a sharp 21-28% rise in productivity (Bloom et al., 2015).

A review of productivity research in 2016 found that several of the top factors
affecting productivity were related to what an organization provides their employees.
These items included (1) encouragement, motivation, rewards, and recognition, (2) training
courses and improvement options, (3) tools and equipment to raise productivity, (4)
positive management involvement, (5) encouragement and effective communication, and
(6) good working conditions (Kumar et al., 2016). With such a range of factors contributing
to either productivity or feelings of productivity, a combination of assessment factors may
provide better understanding of overall productivity. Somani’s 2021 research recommends
capturing both productivity and performance via a combination of macro- and micro-
approaches. Macro approaches are defined by his report as “those that can only provide
aggregate information — at the level of an organization, sector, or the whole public service”
(Somani, 2021, p. 10) and micro approaches are defined by his report as “those that can

extend down to individual employees, tasks, and processes” (Somani, 2021, p. 10).

2. Satisfaction

Paul Spector, in his 1997 book titled Job Satisfaction: Application, Assessment,
Causes, and Consequences, says, “job satisfaction is simply how people feel about their
jobs and different aspects of their jobs. It is the extent to which people like (satisfaction)

or dislike (dissatisfaction) their jobs” (p. 2). Research also finds that employees in federal
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agencies who share and understand the goals of their organization often have improved
intrinsic and extrinsic motivation. These factors produce positive organizational outcomes,
including improved job satisfaction (Kim & Park, 2014). Research looking at data reported
in the Survey of Federal Government Employees collected by OPM in the early 1990s
found that certain job characteristics and organizational characteristics have a significant
impact on job satisfaction. Findings show that satisfaction with pay, growth opportunities,
task understanding, skill utilization, commitment to the organization, and relationships
with supervisors and co-workers all affected job satisfaction (Ting, 1997). A more recent
review of determinants of job satisfaction looked at ten variables including overall
satisfaction, workplace participation, intrinsic satisfaction, employee development,
recognition for good work, organizational justice, pay satisfaction, relationships with
coworkers, diversity management, and relationships with supervisors (Lee et al., 2020, p.
349). While this research intended to compare elements across racial and gender
differences, results were statistically similar across all participants. The researchers found
that all factors other than supervisor relationship related positively to job satisfaction and
conclude, “participation and intrinsic motivation are the top two factors, while diversity
management and relationships with coworkers and supervisors are the bottom three

factors” (Lee et al., 2020, p. 354).

G. SUMMARY

This chapter provided a review of all literature relevant to the purpose of the study.
The review established that pandemic planning in the federal government dates to the late
1970s and shaped the response to the COVID-19 pandemic. It also reviewed telework in
the federal government and the Air Force, finding steady increases in the use of telework
since 2010, with a sharp increase in the use of telework in response to the COVID-19
pandemic. Research revealed that both the federal government and Air Force are supportive
of more expansive telework plans, where feasible. A review of AMIC, its mission set, its
response to the pandemic, and policy related to the amount of telework allowed highlighted
the need for a more robust assessment via a telework beta test. This chapter also reviewed
the existing research related to productivity and job satisfaction. The recommendation to

use a combination of macro- and micro-level measures to capture a more holistic
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understanding of an organization’s productivity provides a basis for determining the
qualitative productivity measures used in this study. This research also revealed that
employee feelings of productivity are underscored by what an employee feels they can
provide to the organization’s mission (output) based on their feelings about what their
organization provides to them (inputs). A review of the determinants of job satisfaction

showed positive relationships with both intrinsic and extrinsic motivators.

In short, this understanding of both productivity and job satisfaction will provide a
basis for sorting and assessing AMIC’s survey results. This review of existing literature

provides a fundamental understanding of the relevant factors moving forward in this study.
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III. METHODOLOGY

A. INTRODUCTION

This chapter provides details on the methodology used for this study, including the
organization of data, approach to assessing it, and sources. The framework for this research
is based on OPM’s FTLM, represented in Figure 1. The FTLM is a model developed by
OPM in 2011 “to guide evaluation of the overall change initiative pursued under the
Telework Enhancement Act” (OPM, 2021c, p. 40). While there are several theoretical
frameworks related to telework, the FTLM provides a methodical approach to assessing
the inputs, outputs, and results of telework implementation in a way that is specific to the

setting of the federal government.

Inputs Outcomes-Impact
Investments Short Term Intermediate Long Term

*Policy Agency/TMO *Agency/ Agency/TMO || Agency/TM
«Performance -le_svelopﬂmplement Telework *Telework -ItEtmpltgyee *Reduced
policy , Managing program attraction, operations
;2?:,?1& ment *Provide fsuntabie Officer available to retention, costs
+Training ?:iﬂ?ger mpioyes eligible engagement *Improved
rESOUCas .E"a&% aflective se