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Introduction

The purpose of this document is to specify the policy and procedures relating to flexible working. It applies to all employees within the organisation.

Policy

It is the organisations policy that every employee should have the opportunity to work flexibly as far as possible to enable them to balance their work and other life needs.  This opportunity must be balanced with the needs of the organisation. The ethos of the organisations Work Life Balance (WLB) initiative is that changes to traditional patterns of working need to reflect employees’ needs and the needs of the organisation – it is not about letting employees do what they want to the detriment of the organisation’s work.  However, WLB practices benefit the organisation by increasing employees’ productivity and loyalty. The organisation has reflected this ethos in a change to the law: from April 2003, the Flexible Working (Procedural Requirements) Regulations 2002 entitled employees who are parents of children under 6 (or disabled children under eighteen) to request permanent flexible working to enable them to care for that child.  The Regulations set out qualifying criteria and a procedure, which must be followed by both the employee and the employer.

The nature of the organisations work with young people and its need to raise funds for that work both mean that a number of employees’ jobs include the need to work evenings or weekends. It is also the case that, as with most organisations, there are sometimes deadlines and urgent work that mean some employees need to work longer hours for a while to get that work done.  All employees are expected to agree to reasonable requests to work overtime when it is necessary but will then be able to take time off during normal working hours so that their overall hours worked balance back to their contracted hours. However, it is the organisations policy that employees should not be required to work overtime over a long period and it is the responsibility of managers, and ultimately the Directors and Chief Executive, to monitor their staff’s workloads and to take action where the peaks of an individual’s job are not balanced out by equivalent troughs over a reasonable period of time.  It is therefore the organisations policy to comply with all legislation regarding working hours, largely the Working Time Regulations 1998, which are summarised in Appendix 1. In particular, it is the organisations policy to encourage employees to take a 30-minute break in a normal full working day and to take action where employees are regularly working more than their contracted hours.

The organisation currently has three elements to its flexible working practices:

· A Flexitime system for all employees

· Arrangements to allow employees to take additional time off where they have been required to work significant Overtime, because of a heavy workload or weekend/evening events, which cannot be accommodated within the normal flexitime or shift systems

· A process for handling employee requests for Flexible Working for Parents 

It is the organisations policy to continue to adapt its working practices to reflect employees’ needs as well as to reflect changes in legislation and the organisation’s needs. The Work Life Balance Steering Group if you have one , which is made up of employee representatives, has been empowered by the Chief Executive and Directors to seek employees’ views on other flexible working practices and to assess their feasibility by running pilots. 

· All staff to complete timesheets, which they must sign and give to their line managers to sign at the end of each period and it is the line managers’ responsibility to keep the signed copies for review by the Directors and Chief Executive twice a year.  It is also the line managers’ responsibility to monitor timesheets for their staff to ensure that, whilst busy weeks are covered, quieter weeks balance out employees’ working hours over the month. Timesheets are kept in a book in Reception. For the purposes of the timesheet “Hours Worked” is as defined in Appendix 2 to this document

· Sickness and Special Leave are treated in accordance with the provisions of the Staff Handbook and recorded by using the appropriate column on the timesheet.  If an employee has taken any sick leave, the form for that period must also be copied to Finance.

· All employees should endeavour to make appointments outside their normal working hours and the time taken will only be paid time off if the line manager has expressly approved the absence (in advance, where it was an appointment rather than an emergency) and initialled the timesheet to show approval of the time taken.  In an emergency, the employee must tell the organisation, in writing or verbally, the reason for the absence as soon as reasonably practical and indicate, where possible, the length of absence.  

Flexitime

The details of the flexitime system are as follows:

· Normal working hours are 9a.m. to 5p.m. Monday to Friday. Core hours, when employees are normally expected to be working, are 10a.m. to 3p.m. Employees are allowed to take time off (in addition to lunch breaks) during core or other working hours, subject to prior agreement by their line manager.

· Individuals wishing to work hours other than 9a.m. to 5p.m. in any work period must obtain line management agreement in advance to their proposed working patterns.

· With the agreement of their line manager, employees are able to vary their working hours each week.  At the end of each work period employees add up the actual hours they have worked and compare them with their contractual hours for that period. Any credit/debit can be carried over to the next work period subject to a maximum of 7 hours credit or debit (unless overtime has been expressly approved in advance – see 3.3).  It is the responsibility of all employees and their line managers to work closely together to ensure that employees manage their working hours so that they are within this limit.

· All employees must complete timesheets, which they must sign and give to their line managers to sign at the end of each period and it is the line managers’ responsibility to monitor timesheets for their staff and keep the signed copies for review by the Managers and Chief Executive twice a year
· Sickness and Special Leave are treated in accordance with the provisions of the Staff Handbook and recorded by using the appropriate column on the timesheet.  If an employee has taken any sick leave, the form for that period must also be copied to Finance.

· All employees are allowed time for medical appointments or to deal with emergencies relating to their dependants whether they will have to “lose time” i.e. it will be paid time off or not will be at the discretion of the manager and will be recorded on the timesheet as an adjustment to the actual hours worked.  However, all employees should endeavour to make appointments outside their normal working hours and adjustments may only be made if the manager has approved the absence (in advance, where it was an appointment rather than an emergency) and signed the timesheet to show approval of the adjustment.  In an emergency, the employee must tell the organisation, in writing or verbally, the reason for the absence as soon as reasonably practical and indicate, where possible, the length of absence.  Adjustments will not be agreed for any other reason.

Overtime

Where an individual is required to work significant overtime, because of a heavy workload or weekend/evening events that s/he is required to attend, and cannot take the time off within that work period to reduce the excess hours to 7, s/he may be able to carry forward up to 21 hours instead of 7.  Alternatively, an individual may work fewer hours in the work period before the overtime is required and make it up in the next period through the overtime. The conditions of this are:

· time spent at events that an employee attends voluntarily does not count as work (see Appendix 2 to this document for the definition of “voluntarily”)

· the overtime must be authorised in advance by the line manager

· an individual must not seek  to build up flexitime in a work period when s/he knows that overtime will be required in that same period – in discussing working patterns for the period an individual and a line manager must take account of any known/likely overtime requirements and should minimise the additional hours worked.  

· the individual and the line manager should agree when the individual will take off the additional hours and should endeavour to reduce the credit to 7 as soon as possible.  This should normally be within two work periods after the period in which the hours were worked.  An individual must not seek to build up flexitime in any work period when s/he has carried forward additional hours - in discussing working patterns for the period an individual and a line manager must take account of any existing additional hours that have been carried forward.  Where an individual’s workload means that s/he would be required to do more overtime when s/he has already carried forward additional hours, the line manager must discuss the workload problem with the appropriate Director with a view to avoiding additional overtime.

Flexible Working for Parents

If an individual with children feels that the Shift Working or Flexitime system (as appropriate) does not give him/her sufficient flexibility to care for the child/children, s/he may request a permanent change to his/her contract of employment provided that s/he:

· is an employee

· has a child under 6 (under 18 if the child is disabled)

· has worked continuously for 26 weeks at the date on which the request is made

· has not made another request under this right in the previous 12 months

The employee is entitled to request a change to any one or more of the following: the number of hours worked; the times s/he is required to work; and the place of work.

The Regulations set out the required procedure, which is given below.  Details of how it operates at the organisation are given after each part of the procedure in italics:

· the employee’s request must be in writing and dated. It should be made to the employee’s Director, but it would be sensible if the employee had discussed the request with his/her line manager in advance.  The request should clearly state the change requested, the date the employee would like the change to take effect and the employee’s views on how the change will affect his/her work and the organisation.  The more detail the request contains, the easier it will be for the organisation to respond promptly to it.  The employee might wish to refer to Appendix 3, in order to ensure his/her request addresses these concerns at the beginning.
· the employer must, within 28 days, arrange to meet with the employee to discuss the request, or agree the contract variation in writing. The Director who receives the request will discuss it with the Corporate Services Executive, who will copy it to the other Directors and the Chief Executive with their initial thoughts on the impact on the organisation of the requested change. If a Directors’ meeting is due within the timescales, the request will be discussed then, otherwise the Chief Executive and the other Directors will give their views to the Corporate Services Executive. The Corporate Service executive will arrange the meeting with the employee if a meeting is necessary.
· The employee has the right to be accompanied at the meeting to discuss the request – the person accompanying the employee must be a fellow worker, employed by the same employer. The employee’s Director and the Corporate Services Executive will attend the meeting with the employee.  The aim of the meeting will be to explore the employee’s request and how the changes would work in practice, with a view to agreeing to it unless there are good business reasons for not doing so.

· the employer must notify the employee of its decision within 14 days of the date of the meeting.   An employer may refuse a request if it can establish good business reasons for doing so, but must do so in writing and must explain its reasons fully.  The decision will be in writing and will explain the organisations reasons for agreeing or refusing the request.
· the employee has the right to appeal the decision within 14 days of being notified of a decision to refuse the request.  The employee has the same right to be accompanied at the appeal as at the discussion meeting.  The employee should make the appeal in writing to the Chief Executive.  The Chief Executive and Corporate Services Executive will meet with the employee to discuss the employee’s request and the Chief Executive will write to the employee with his/her decision after the meeting.
Review  

This procedure should be reviewed when there are changes in relevant legislation or when new working practices have been piloted and approved.  In the absence of any such changes, it should be reviewed at least annually.      

Policy reviewed August 2010 and reviewed every three years

Appendix 1

Brief Summary of the Working Time Regulations 1998

· Employers must take all reasonable steps to ensure that workers are not required to work more than an average of 48 hours for each seven-day period, but workers may agree in writing to work beyond the limit, by signing an opt-out.  A young worker (between school leaving-age and 18) may not normally work more than 8 hours a day and 40 hours a week and no opt-out is available.

· Workers aged 18 and over are entitled to an uninterrupted 20-minute break if their actual working day is more than 6 hours.  The break must be during, rather than at the beginning or end of, the day and should be away from the individual’s workstation. It may be paid or unpaid.  The entitlement can be modified or removed by a collective or workforce agreement, but not otherwise, although there are some exceptions to the rules.  The employer has to ensure the worker can take the break but does not have to make them take it. A worker aged 16 or 17 is entitled to a 30-minute rest break if the daily working time is more than 4 ½ hours and the exceptions that apply to adult workers don’t apply.

· Additional breaks may be necessary for Health and Safety reasons if the worker is engaged in monotonous tasks or computer work.

· Workers aged 18 and over are entitled to a daily rest period of 11 consecutive hours between each working day and a weekly rest period of 24 consecutive hours in each seven-day period (or two 24-hour periods in each 14-day period). Again there are exceptions and collective/workforce agreements can modify these rights.  Workers aged 16 and 17 are entitled to a 12-hour rest break in each 24-hour period they work – this doesn’t have to be consecutive. They are normally entitled to 48 hours weekly rest in each seven-day period.  

For further details see the DTI’s document “Workers and Employers: Your Guide to the Working Time Regulations” available on www.dti.gov.uk/er
Appendix 2

Definitions

Dependants

A dependant is a spouse, parent, son or daughter; or anyone (other than a tenant, lodger, boarder or live-in employee) who lives with the employee.  It could also be someone such as a neighbour or more distant relative who “reasonably relies” on the employee.

Emergencies

An emergency is a sudden or unexpected event or the aftermath of it.  For example, an employee may require time off to:

· Deal with a dependant giving birth, falling ill, being injured or assaulted

· Arrange longer-term care for a dependant who is ill or injured

· Deal with the death of a dependant

· Deal with an unexpected disruption or breakdown of care arrangements for a dependant

· Deal with an unexpected incident involving the employee’s child during school hours

The provision is intended to cover sudden or unexpected events.  So, if a child is ill, the employee would be entitled to a day or two to take it to the doctor and arrange childcare but not to two weeks off to look after the child.  Where the time taken is within the 26 hours adjustment allowance described in the procedure, it will count as working hours.  Where the time required is not covered by the allowance, or by any Special Leave granted, the employee would have to take leave or make up the time by working additional hours.

Hours Worked 

Working time for the purposes of the organisation Shift Working or Flexitime systems is recorded in blocks of 15 minutes to the nearest 15 minutes e.g. 5 minutes is 0, 8 minutes is 15. (Note: the Working Time Regulations exclude travel outside normal working hours from the definition of working time, but the organisation includes it).

It includes:

· Time spent working, including working lunches

· Job-related training

· Time travelling to work in a location other than one’s normal place of work, which is in excess of one’s normal travel time to one’s normal place of work

It excludes:

· Breaks where no work is done

· Travel to and from home and one’s normal place of work

· Training that is not job-related

· Time spent at organisation events that employees are attending voluntarily

Voluntary attendance at organisation events

Voluntary attendance is attendance that is not required by the employee’s Job Description.  

Appendix 3

Flexible Working for Parents

An employer is entitled to refuse a request by an employee for flexible working for parents if it has a good business reason for doing so.  Examples of business reasons include:

· burden of additional cost

· detrimental effect on ability to meet customer demand

· inability to reorganise work amongst existing staff

· inability to recruit additional staff

· detrimental impact on quality

· detrimental impact on performance

· insufficiency of work during the period the employee wishes to work

· planned structural changes

If the employer fails to comply with the required procedure, the employee may make a complaint to the Employment Tribunal.  A defence of justification for business reasons would require the employer to show a real need to impose the existing provisions and practice and that this need has been balanced against the impact on the employee of refusing the request.

Policy reviewed August 2010 and reviewed every three years
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