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INTRODUCTION AND SUMMARY OF THE 
BREADTH AND DEPTH OF THE GROUP’S WORK 

 

Prior to the COVID-19 pandemic, Bowdoin had no formal hybrid, remote, or flexible work 

policies, although a small number of employees had approval for alternative work arrangements. 

When the COVID-19 pandemic forced the College to close its campus in March 2020, Bowdoin 

moved quickly to a fully remote work model and remained primarily remote until August 2020, 

when many student-facing and operational staff returned to working on campus. From August 

2020 through July 2021, many non-student-facing and operational staff continued to work 

remotely, with a planned return to on-campus work for August. 

In July, President Rose sent a message to the community announcing that the College would 

allow some remote work to continue for the fall as a “placeholder” structure while the hybrid 

work group developed its recommendations for a long-term plan. The decisions about what 

hybrid work options would be available to staff were left to senior officers based on the ideas 

described above and the operational needs of each unit.  

The hybrid work group was asked to look carefully at whether a hybrid work model would be 

valuable and feasible for Bowdoin going forward. The group’s analysis was informed by a 

survey of staff and examined a variety of factors, including eligibility among positions, equity, 

professional development, cultural implications, attracting talent, and technology needs. 

  

https://www.bowdoin.edu/president/writings-and-addresses/messages-to-the-community/2021/jul-8.html
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• Rebecca Banks – Academic Affairs 

• Mary Baumgartner – Communications (joined in August 2021) 

• Jim Caton – Communications 

• Jeff Doring – Information Technology 

• Carmen Greenlee – Library 

• Eduardo Pazos – Student Affairs, Diversity, and Inclusion 

• Amber Scott – Development and Alumni Relations 

• Lynne Toussaint – Controller’s Office 

Note: We are also grateful for the contributions of Bryce Ervin (Admissions), Stephanie 

Patterson (Student Affairs), and Brian Robinson (Human Resources) who left the College prior 

to the completion of the final report. 

The definitions below are used for this report: 

• Hybrid work: Any work arrangement that includes a combination of working at an on-

campus location and an off-campus location, including: 

o a set number of specific days each week designated for on-campus work; 

o a set number of days per month available for remote work; or 

o on-campus workdays that are determined by the need to be on campus with no 
set number or day(s) designated. 

• Remote work: Work that is performed almost entirely off campus by an employee who 

may or may not live within commuting distance from Bowdoin. 
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• Flextime: An approved, regular work schedule that includes hours that are different from 

the standard Bowdoin workday for that function, most commonly altering the start and/or 

end time of the workday.  

The hybrid work group used a variety of inputs to understand how other organizations are 

approaching more flexible work models and what the experiences and perspectives are of 

Bowdoin’s staff on hybrid, remote, and flextime work, specifically: 

• What kinds of work arrangements have been explored or implemented at other 

institutions of higher education? 

• What kinds of work arrangements are being offered by businesses locally and nationally 

that Bowdoin might compete with for talent? 

• The experiences of Bowdoin staff with hybrid and remote work arrangements since 

March 2020. 

• The experiences of Bowdoin students with Bowdoin staff working remotely or in a hybrid 

work arrangement since March 2020. 

 A list of consulted resources, although not exhaustive, is included in the appendix. 

The work group used the following guiding principles to develop its recommendations for 

remote, hybrid, and flextime work options: 

• the College is intentionally designed to provide our students with intense personal 

learning and broadly defined educational experiences with substantial amounts of human 

contact across everything we do (the power of this model has been strongly reinforced by 

the pandemic);  

• we value and count on community, collegiality, collaboration, and engagement with the 

life of the College from every employee, and 
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• flexibility in work arrangements should enhance productivity, be equitable (but not 

necessarily equal), and support overall employee well-being. 

 

RESEARCH SUMMARY 
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 On-Campus Staff 
Hybrid/Remote 
Staff Supervisors All Staff 

Anticipate 
Benefits 

85% 99% 96% 99% 

 Biggest Benefit Improved parking 
(40%) 

Work and life 
balance (21%) 

Enhanced 
staff morale 
(23%) 

Talent 
recruitment 
(20%) 

2nd Biggest 
Benefit 

 

Fewer office 
distractions (13%) 

More likely to 
use 
collaboration 
tools (17%)  

Talent 
recruitment 
(23%) 

Staff 
diversity 
(19%) 

3rd Biggest 
Benefit 

Less office space 
to maintain (10%) 

Shorter 
commuting 
time (17%) 

Staff diversity 
(21%) 

Enhanced 
staff morale 
(19%) 

Anticipate 
Challenges 

86% 88% 97% 98% 

Biggest Challenge Fewer 1:1 
conversations 
(21%) 

Tech/equipment 
issues (17%) 

Fewer 
informal 
conversations 
(15%) 

Questions of 
“fairness” 
(24%) 

2nd Biggest 
Challenge 

No opportunity to 
work 
remotely/equity 
(18%) 

Less 
collaboration 
(15%) 

Managing 
staff, who 
can/can’t 
work 
hybrid/remote 
(12%) 

Balancing 
expectations 
of various 
staff groups 
(23%) 

3rd biggest 
challenge 

More effort required 
to perform duties 
(11%) 

Equity (11%) Performance 
management 
(11%) 

Preserving 
sense of 
community 
(21%) 
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Additional Learnings 
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• Some of the additional benefits of a hybrid work option shared through survey comments 

include: 

o Improved health and wellness and work/life balance 

o Environmental benefits  

o Fewer distractions/better ability to focus 

o More flexibility to meet with students and hold programs outside of the traditional 

workday 

• Some of the additional challenges of a hybrid work option shared through survey 

comments: 

o Maintaining campus culture 

o Interdepartmental interaction and relationships 

o Hybrid meetings 
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o Equity 

o Less opportunity for career growth 

o Additional costs of being completely operational from home (increase in cell 

phone and internet service fees, appropriate chair, lighting, etc.)  

• The most common suggestions for things the College should continue doing post-

pandemic: 

o Greater flexibility with working arrangements (location, hours) 

o Frequent, open, and transparent communications 

o Campus-wide use of Teams, and the use of Teams and Zoom for meetings that 

involve people from various areas of campus 

o Virtual events and more streamed/recorded public lectures 

o More campus-wide gatherings for faculty and staff (e.g., summer picnic) 

• The most common themes for “one piece of advice” shared were: 

o pay attention to equity; 

o be flexible; 

o stay focused on employee mental health and wellness; and 

o trust employees to do their work well and make good choices. 
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RECOMMENDATION 

The hybrid work group strongly recommends that Bowdoin adopt a 
formal policy that supports hybrid, remote, and flextime work 
options for staff. 
 

• Hybrid/remote learnings and successes since March 2022   

o Bowdoin staff overwhelmingly reported that, based on their experiences from 

March 2020 through mid-August 2021, they believe a hybrid work model will 

deliver benefits to the College without sacrificing the efficiency or effectiveness of 

their work—including managers and staff who were required to work on campus 

during that time. 

o Three-quarters of staff who worked remotely reported that their working location 

worked well and that they were able to maintain strong connections with 

colleagues and communicate effectively, and a further 24 percent reported that 

their working location worked somewhat well. 

• Employee morale  

o Bowdoin staff have appreciated the College’s work flexibility and have reported 

greater job satisfaction, better work/life balance, and higher productivity with 

flexible work arrangements. 

• Employee retention and recruitment  

o Thirty-four percent of staff reported that they would look for work elsewhere if 

Bowdoin doesn’t continue to offer remote, hybrid, or flextime work options. Based 

on the overwhelming number of employers offering hybrid, remote, and flextime 

work options, the work group believes that this will become a critical employee 

retention issue in the coming months and years.  
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o The current challenges around housing availability and affordability in Brunswick 

and the surrounding area make hybrid/remote particularly appealing/helpful for 

staff recruitment. 

o Anecdotally, the College’s lack of a formal hybrid, remote, or flextime option/policy 

has impacted prospective job candidates from considering Bowdoin. 

• Increase staff diversity  

o The opportunity to broaden talent searches beyond candidates willing to relocate 

to Maine should make it less challenging to increase the diversity of candidate 

pools for open positions. 

• Environmental benefits 

o Commuting to the office for fewer days contributes to fewer cars on the road—

meaning a decrease in greenhouse gas emissions and a reduction in fossil fuel 

consumption.  

Specific recommendations 

Survey responses made clear that the staff believes the College needs to adopt an institutional 

policy for allowing hybrid, remote, and flextime work arrangements rather than relying on the 

discretion of individual managers or departments.  

Additionally, while the original scope of consideration for the remote work group was defined as 

hybrid work only, survey feedback and suggestions provided by the community about flexible 

work options were clear that remote and flextime should be included. The work group was 

unanimous that they would be remiss if they did not include recommendations for remote and 

flextime options in their report. 
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To support the College’s commitment to equity in determining the suitability for specific roles for 

hybrid, remote, and flextime work options, the work group recommends transparency about 

hybrid, remote, and flextime work options available and that a standard rubric be used across 

the College (i.e., a standard set of criteria for identifying if a job is suitable for a hybrid or remote 

work option). Factors to consider include: 

• Can the responsibilities and job functions for the position be performed remotely without 

diminishing the quality of the work or disrupting the productivity of a division (this includes 

ensuring that there is sufficient in-person coverage in public or student-facing offices)? 

• Can the position be effectively supervised remotely? 

• Does the position have a minimal or flexible need for specialized materials or equipment 

that are only available at the College work location?  

• Does the position have job functions that require significant in-person interaction, or can 

necessary interactions be scheduled for specific days?  

• Can the confidentiality, privacy, and security of the work be maintained without 

compromise while working remotely?   

In addition to a role being determined suitable for hybrid, remote, or flextime options, the 

individual staff member must demonstrate that they can meet the requirements of the job 

working in a hybrid, remote, or flextime arrangement. 

The following approvals are recommended for individual employees to adopt a hybrid, remote, 

or flextime working arrangement for a role that has been determined to be suitable: 
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• Hybrid: department head approval, direct manager approval 

• Remote: senior officer approval, department head approval, direct manager approval, 

vice president for human resources consultation 

• Flextime: senior officer approval, department head approval, direct manager approval 

All staff working in a hybrid, remote, or flextime arrangement must have documented 

agreements in place that outline the performance and workplace expectations, including topics 

such as: 

• How many days the employee is expected to be on campus, and if it is a set or flexible 

schedule  

• What hours the employee is expected to be working and available for meetings, calls, 

etc. 

• A commitment to transparency about the specific days and hours an employee is working 

and where they are working—this could include a requirement that employees use a 

College-wide tool such as Teams to share that information 

• Any additional times that employees may need to be on campus outside of the regular 

schedule or work hours  

• Any equipment and tools necessary in a hybrid or remote work environment for an 

employee to successfully execute their job functions (broadband, laptop, etc.) 

• A process and agreement for reimbursement of travel expenses related to trips to 

campus for fully remote employees 

• Any implications related to workers’ compensation, payroll taxes (state and local income, 

unemployment), state revenue and unemployment registrations, wage and hour 

compliance, leave requirements, benefits offerings, use of college equipment, insurance, 

business travel expenses, maintaining a safe environment, cybersecurity, and 

confidentiality, etc. 
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The work group recognizes that hybrid, remote, and flextime work arrangements add complexity 

to Bowdoin’s workplace in many areas, and it will require additional resources and expertise to: 

• Establish the specific criteria for determining whether jobs are suitable for hybrid, remote, 

or flextime work options;  

• Establish a formal process for reviewing decisions about the suitability of individual jobs 

and the kind of flexibility offered for hybrid, remote, or flextime work options (e.g., number 

of days required to be on campus, workday hours); 

• Develop recommendations and programming for onboarding new hybrid, remote, and 

flextime employees, including how much and what should be done on campus; 

• Work with divisions and individual managers to document work agreements; 

• Identify and socialize best practices for successful hybrid, remote, and flextime work; 

• Consider state-by-state tax and employment law implications of employees’ hybrid and/or 

remote work locations;  

• Develop and offer robust manager training on how to successfully lead hybrid, remote, 

and flextime individuals and teams;  

• Identify and offer professional development opportunities specifically for hybrid, remote, 

and flextime staff; and 

• Develop and champion the new hybrid, remote, and flextime work culture and initiatives. 

Hybrid, remote, and flextime work arrangements are still new to the College, and the work group 

strongly recommends that the College create an open and transparent process to allow for 

regular review and updating of policies to ensure they are supporting the needs of the College 
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and having a positive impact on employee satisfaction, retention, equity, and support efforts to 

diversify our workforce.  

• A task force consisting of representatives from BAS, SSAC, and students could be 

established to review hybrid, remote, and flextime work policies annually and recommend 

any changes needed to better support the guiding principles.  

• In addition to annual reviews, the College should field an annual staff survey—with a set 

of supervisor-specific questions—to assess what is working and what isn’t working with 

hybrid, remote, and flextime work arrangements.  

THINGS NOT ADDRESSED 

• What is the impact on office space needed and recommendations for dedicated space on 

campus vs. hoteling for staff not on campus full time and how to make decisions about 

office space equitably. 

• Should the College mandate a common day each week or month that all employees are 

required to work on campus to allow for community-wide activities and events (e.g., 

picnics, celebrations). 

• How can we assess the potential impact and implications of a reduced in-person 

workforce on the businesses and opportunities for economic development in Brunswick. 

• How to manage specific circumstances that advantage remote employees or on-campus 

employees—such as weather emergencies, where remote employees are still expected 

to work but most on-campus employees receive a paid day off. 

• What specific professional development and training programs are needed to support 

managers supervising hybrid, remote, and flextime staff. 
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  Consulted Resources 

Reports and Policies from Institutions of Higher Education 

Amherst College, Guidelines for Remote Work Arrangements 

Bates College, Working Remotely 

Boston University, Remote Work Guidelines 

Brown University, Alternative Work Assignments Policy 

Carleton College, FlexWork at Carleton 

Colby College, Remote Work Request Form 

Columbia University, Flexible Work Arrangements 

Cornell University, Remote Work 

Duke University, Remote Work, Managers 

Georgetown University, Telework Policy 

Harvard University, Flexwork at Harvard 

Kenyon College, Remote Work Policy 

University of Iowa, Future of Work Report 

University of Michigan, Remote Work Options 

University of Utah, Telecommuting Guidelines 

Virginia Tech University, Flexible Work Options 

https://www.amherst.edu/system/files/GuidelinesForRemoteWorkArrangements-Supervisors%2526DepartmentChairs-0316%25281%2529.pdf
https://www.bates.edu/hr/working-remotely-2/#:~:text=Bates%20College%20offers%20a%20residential,person%2C%20living%20and%20learning%20environment.&text=Therefore%2C%20with%20the%20expectation%20that,staff%2C%20on%20a%20pilot%20basis.
https://www.bu.edu/hr/documents/BU_Remote_Work_Guidelines.pdf
https://policy.brown.edu/policy/work-assignments
https://www.carleton.edu/human-resources/flexwork-at-carleton/
https://www.colby.edu/humanresources/wp-content/uploads/sites/170/2021/04/Remote-Work-Request-Form-FINAL.pdf
https://humanresources.columbia.edu/content/flexible-work-arrangements
https://hr.cornell.edu/benefits-pay/pay/flexible-work/remote-work
https://remotework.duke.edu/managers
https://hr.georgetown.edu/telework/
https://hr.harvard.edu/flexwork
https://www.kenyon.edu/offices-and-services/office-of-human-resources/policies-handbooks/staff-handbook-2/employment-policies/remote-work-policy/
https://hr.uiowa.edu/sites/hr.uiowa.edu/files/2021-06/FoW%20Combined%20Report%20FINAL2.3.pdf
https://hr.umich.edu/benefits-wellness/work-life/flexible-work-options
https://www.hr.utah.edu/forms/lib/telecommuting-guidelines.pdf
https://www.hr.vt.edu/resources0/telework-information.html
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Wellesley College, Future of Work Initiative 

Williams College, Remote Work Policy 

Reports and Newsletters from Consulting Groups 

Microsoft: The New Future of Work 

PwC: Future of Work 

IBM: What Employees Expect in 2021 

EAB: Untethering the Admin Workforce 

Gartner: 7 Myths Standing Between You and the Hybrid Future of Work 

McKinsey & Company: It’s Time for Leaders to Get Real About Hybrid 

Built In: Going Hybrid? How to Create an Effective Work-at-Home Policy 

Focus Groups and Interviews 

Interview with Maureen Lafferty, HR Director – Talent, LLBean, August 27, 2021 

Interview with Melissa Hudson Howard ’05, Senior Manager, Deloitte Consulting, July 6, 2021 

Interview with Graham Buck, Applications Deployment/Integration Analyst, Bowdoin Information 

Technology, July 26, 2021 

Interview with Sherrie Braxton, Senior Director for Digital Information, Bowdoin Information 

Technology, July 26, 2021 

Interview with Chloe Qian, Research Analyst, Bowdoin Institutional Research, July 26, 2021 

Student Focus Group, August 19, 2021 

  

https://www.wellesley.edu/hr/newflexwork
https://handbooks.williams.edu/staff/employment-payroll/employment/telecommuting-policy/
https://www.microsoft.com/en-us/research/project/the-new-future-of-work/
https://www.pwc.com/us/en/library/pulse-survey/future-of-work.html
https://www.ibm.com/thought-leadership/institute-business-value/report/employee-expectations-2021
https://eab.com/wp-content/uploads/2020/10/Untethering-Admin-Workforce-CBO-roundtable-12.3.20.pptx
https://eab.com/wp-content/uploads/2020/10/Untethering-Admin-Workforce-CBO-roundtable-12.3.20.pptx
https://emtemp.gcom.cloud/ngw/globalassets/en/insights/documents/future-of-work_ebook.pdf
https://emtemp.gcom.cloud/ngw/globalassets/en/insights/documents/future-of-work_ebook.pdf
https://www.mckinsey.com/business-functions/people-and-organizational-performance/our-insights/its-time-for-leaders-to-get-real-about-hybrid
https://www.mckinsey.com/business-functions/people-and-organizational-performance/our-insights/its-time-for-leaders-to-get-real-about-hybrid
file://///Volumes/KINGSTON/Choudhury,%20Prithwiraj%20(Raj).%20%22Our%20Work-from-Anywhere%20Future.%22%20Harvard%20Business%20Review,%20Nov,%202020,%201,%20https:/login.ezproxy.bowdoin.edu/login?url=https://www.proquest.com/magazines/our-work-anywhere-future/docview/2466368260/se-2?accountid=9681.
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Articles 

Castellanos, Sara. "Less Meeting, More Meditation; Finding the Right (Remote) Work-Life 

Balance Takes Work, CIOs Find." Wall Street Journal (Online), Dec 21, 2020. 

https://www.proquest.com/docview/2471410294?accountid=9681 

Choudhury, Prithwiraj (Raj). “Our work-from-anywhere future“ Harvard Business Review, Nov. 1, 

2020. 

https://login.ezproxy.bowdoin.edu/login?url=https://www.proquest.com/magazines/our-

work-anywhere-future/docview/2466368260/se-2?accountid=9681. 

Cutter, Chip. "A Year into Remote Work, no One Knows when to Stop Working Anymore;   

Workers are Exhausted from Nonstop Working from Home; Many Managers Want to Get 

Everyone Off the Treadmill and Breathing again." Wall Street Journal (Online), Mar 26, 

2021.  https://www.proquest.com/docview/2505272625?accountid=9681. 

Dizik, Alina. "Work from Home (A Special Report) --- When Working from Home, What Exactly is 

a Sick Day? Many People Aren't Taking Time Off, Forcing Companies to Adjust." Wall 

Street Journal, Mar 22, 2021, Eastern edition. 

https://www.proquest.com/docview/2503371976?accountid=9681. 

Ellis, Lindsay. “At Some Colleges Remote Work Could be Here to Stay.” The Chronicle of 

Higher Education, May 5, 2021. https://www.chronicle.com/article/at-some-colleges-

remote-work-could-be-here-to-stay 

Ellis, Lindsay. “Considering Work-From-Anywhere Policies for College Employees? Answer 

These 5 Questions First.” The Chronicle of Higher Education, May 19, 2021. 

https://www.chronicle.com/article/considering-work-from-anywhere-policies-for-college-

employees-answer-these-5-questions-first 

Goldman, Alison. “Hitting reset: 5 ways the pandemic could benefit working moms in the long 

term.”  Washington Post, June 18, 2021, NA. Gale Academic OneFile (accessed July 5, 

2021). https://link.gale.com/apps/doc/A665480860/AONE?u=brun62796&sid=bookmark-

AONE&xid=ee4c1faa.  

Jacobs, Emma. 2020. “Remote work: How are you feeling?” FT.Com, 

https://www.proquest.com/docview/2473411181?accountid=9681. 

https://www.proquest.com/docview/2471410294?accountid=9681
https://login.ezproxy.bowdoin.edu/login?url=https://www.proquest.com/magazines/our-work-anywhere-future/docview/2466368260/se-2?accountid=9681.
https://login.ezproxy.bowdoin.edu/login?url=https://www.proquest.com/magazines/our-work-anywhere-future/docview/2466368260/se-2?accountid=9681.
https://www.proquest.com/docview/2505272625?accountid=9681.
https://www.proquest.com/docview/2503371976?accountid=9681.
https://www.chronicle.com/article/at-some-colleges-remote-work-could-be-here-to-stay
https://www.chronicle.com/article/at-some-colleges-remote-work-could-be-here-to-stay
https://www.chronicle.com/article/considering-work-from-anywhere-policies-for-college-employees-answer-these-5-questions-first
https://www.chronicle.com/article/considering-work-from-anywhere-policies-for-college-employees-answer-these-5-questions-first
https://link.gale.com/apps/doc/A665480860/AONE?u=brun62796&sid=bookmark-AONE&xid=ee4c1faa
https://link.gale.com/apps/doc/A665480860/AONE?u=brun62796&sid=bookmark-AONE&xid=ee4c1faa
https://www.proquest.com/docview/2473411181?accountid=9681
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2021. https://www.washingtonpost.com/opinions/2021/05/21/i-dont-want-go-back-office-

im-not-alone/ 

Pohle, Allison. "How to Improve Your Work-Life Balance." Wall Street Journal (Online), Mar 31, 
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any semblance of work-life balance." The Business Insider, September 9, 2020, NA. Gale 

OneFile: News (accessed July 6, 

2021).https://go.gale.com/ps/i.do?p=STND&u=brun62796&id=GALE%7CA634867172&v

=2.1&it=r&sid=summon 
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https://www.proquest.com/docview/2427314594?accountid=9681 

Van der Voort, Job. 2020. “Remote work in 2021: 4 considerations for employers.” BenefitsPRO, 

https://www.proquest.com/docview/2471077664?accountid=9681. 
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