MODEL POLICIES PACK – Document 9

WORK-LIFE BALANCE  



(The aim of this policy is to build on statutory entitlements such as the Parental Leave, Dependants’ Leave and the Flexible Working Regulations 2003 (and the 2007 amendments) by developing a process by which all staff, regardless of particular caring commitments for adults or children, may apply for leave and/or flexible working patterns which suit both their own personal needs and the demands of the organisation. In particular, this policy incorporates the formal procedures required by the Flexible Working Regulations. Although these may seem excessively formal, it is important to observe them where there is any possibility of dispute, especially in caring situations where the Regulations do apply. In practice, it should usually be possible to reach agreement through informal discussion and review backed up by written confirmation of decisions reached.
The statutory “right to request” applies to parents or guardians of children under 6 (or disabled children under 18) who have worked for your organisation for at least 26 weeks and have not made a similar request within the past 12 months or to carers who care, or expect to be caring, for a spouse, partner, civil partner or relative or who live at the same address as the person being cared for.)
1. STATEMENT OF INTENT


[Your organisation] recognises the need of its employees to balance their work for the organisation with domestic and other responsibilities, leisure, voluntary activities, public service and (to the extent compatible with their work for [your organisation]) other paid work. 

[Your organisation] recognises the value to the organisation's performance and culture of a staff team whose members receive adequate and appropriate training, both internal and external. Without jeopardising service delivery and the sustainability of the organisation, [your organisation] will encourage and support staff as far as possible in continuing education, accessing training and developing their careers.

[Your organisation] recognises the duty to make reasonable adjustments to work practices to enable people with disabilities to work effectively. [Your organisation] will apply this principle to all employees with particular personal needs.
NB This policy accommodates the Flexible Working Regulations 2003 which give a statutory right to many working parents and carers for adult dependents, to request flexible working arrangements as a permanent variation of contract and to have this request seriously considered. This policy extends that right to all employees of [your organisation]. 
2. ENCOURAGING A CULTURE WHICH SUPPORTS WORK/LIFE BALANCE

2.1 Measures to support work/life balance will include serious consideration of medium term special leave (including, for instance, career breaks, study leave, volunteering leave, compassionate leave), short periods of family leave (see below), flexible working arrangements (see below) and employee support, training and development. 

2.2. [Your organisation] will sympathetically consider job sharing and part-time working, both for prospective and existing employees. (See also PERS Model Policy No 11 on Recruitment and Selection)
2.3 [Your organisation] recognises that encouraging a culture which supports work/life balance means that staff are not expected to work over and above their contractual hours, are expected to take the breaks to which they are entitled and to be disciplined about working to time limits where appropriate. For instance, it is important that meetings are held promptly at the arranged time and are finished on time. [Your organisation] will assess work performance by outputs not by the amount of time spent in the office.

Staff must be conscientious and honest about filling in timesheets, including work which is done at home, and will be trusted. Any abuse of this trust will be treated as a serious disciplinary offence.

2.4 Where there is an expectation of evening or weekend work, [your organisation] will make this clear in the job description. Essential core hours and the option of flexible working around these hours will also be made explicit in the job description. 

2.5 Leave and TOIL entitlements will be honoured in accordance with [your organisation’s] contractual terms as stated in the principal statement of written particulars. Staff must ensure that absence is booked in advance and authorised as appropriate.

2.6 [Your organisation] will be sympathetic to requests for Compassionate Leave and Dependants Leave as stated in the Written Statement of Employment Particulars.

2.7 [Your organisation] will encourage openness about home circumstances which may affect work arrangements and will treat these issues sensitively and confidentially. 

2.8 [Your organisation] will make public its active support of work/life balance principals in recruitment literature and elsewhere. This will assist recruitment and make [your organisation] an ‘employer of choice’.

2.9 [Your organisation] will pursue policies, including a health and safety policy and a sickness policy, which aim to identify and where possible alleviate workplace stress.

2.10 [Your organisation] will attempt to ensure that all organisational decisions are communicated in writing to all staff including those who are part-time and home-based. [Your organisation] will make every effort to ensure that part-time and home-based staff are included in whole-staff events such as staff meetings, training days, social events. 

2.11 [Your organisation] recognises that an effective work/life balance has financial costs as well as benefits and will attempt to ensure that contingency funds to pay for cover during staff absence are maintained in the budget.

3. FAMILY/SPECIAL LEAVE
(This section is based on the statutory provision for Parental Leave. See Section 4 of the PERS Model Policy No 5, Parental Leave and Pay. However the statutory provision is largely unworkable, not only because it is unpaid but also because of the restrictions and requirements of the scheme. This model extends the basic right to all employees and suggests a more flexible and realistic arrangement. You may choose to include paid elements to the leave or not, depending on your organisation’s resources. If you have holiday entitlement which is more generous than the statutory requirement, you may wish to combine holiday and special leave arrangements. We also suggest extending the “right to request” provisions to all time off for family reasons, corresponding to the right to request flexible working patterns.)
3.1 [Your organisation] will attempt to offer responsive solutions to maternity, paternity and other family and carer leave requests and options.

3.2 [Your organisation] will make every effort to allow [paid/unpaid] time off for family reasons (eg child care, adult care, personal commitments) provided this does not compromise or conflict with the needs of [your organisation]. The right to request such leave does not depend on length of service and applies equally to employees who do not have ongoing formal caring responsibilities. (This improves on the statutory requirements which only give eligibility for Parental Leave after one year’s service) 
3.3 Leave may be taken in as small or as long periods as are necessary (eg an hour to attend a school concert/assembly, a half day to attend a hospital appointment or a week to care for a sick relative) (This improves on the statutory arrangements for Parental Leave which only allow time off to be taken (or credited) in blocks of one week)
3.4 Requests for special family leave should be made with as much notice as possible in order to facilitate the ongoing work of [your organisation]. Where work commitments make it impractical to grant a request, it may be refused. However, [your organisation] will consider all requests seriously, even those made at short notice. (This improves on the statutory arrangements which require 21 days notice of a request for Parental Leave)
3.5 Requests for special family leave may be made as often as necessary. However in the interests of fairness to all staff, agreement to such requests may take into account the number and duration of previous absences. (This  improves on the statutory arrangements which only allow one request per year for either Parental Leave or for flexible working patterns)
3.6 Requests for special/family leave should be made to the line manager in the first instance. In cases of doubt the line manager may refer the request to the Chief Officer and/or to the Board of [your organisation]. Leave should be recorded and the line manager should signify agreement by initialling the appropriate time sheets/holiday forms.

4. FLEXIBLE WORKING ARRANGEMENTS

4.1 Possible ways of making work more flexible might include:

· Agreeing flexible working hours, probably within certain fixed parameters eg core hours with flexible start and finish times beyond these hours

· Agreeing compressed hours eg nine day fortnight, four day week

· Favourable consideration of requests for ‘special leave’ whether one-off or regular for eg children’s school events, religious holidays, political activities, family celebrations, sporting events, study opportunities

· Giving consideration to saving accrued holiday and hours, or working on an ‘annual/monthly hours’ basis, to enable less frequent but longer paid absence from work, such as term-time only working arrangements

· Considering unpaid leave to accommodate family and other personal commitments

· Working partly from home – eg to write reports, funding applications etc. [Employees may borrow [your organisation’s] laptop computer by prior arrangement.] Office presence should be sufficient to maintain contact with colleagues as well as communicating with the office through telephone and email. Time sheets must be completed stating the nature of the tasks and the time taken.

· Giving consideration to a reduction or an increase of contractual working hours on a medium or long term basis.

4.2 Any changes to the contractual terms should be confirmed in writing, along with a statement of whether the change is temporary or permanent, and if temporary, how long the arrangement is likely to last. Review dates should be agreed and recorded where appropriate.

4.3 Requests to change working arrangements should not normally be made until an employee has completed their probationary period.

4.4 Time limits can be extended with the agreement of both the parties but the director must record any agreed decision to extend time limits.

5. PROCEDURE FOR MAKING THE REQUEST

5.1 The employee wishing to have a proposal for medium or long-term flexible working considered by [your organisation] should write to the director stating:

· the working pattern which they wish to adopt;

· the date they wish to start the new pattern if accepted;

· any possible operational or financial implications for [your organisation] that they can envisage with suggestions as to how these could be accommodated. 

(See Personnel Form 12 at the end of this pack to facilitate this process).

5.2 Unless there are particular reasons to the contrary, the employee or the director should hold a preliminary meeting or meetings at which the process can be explained and the possibilities can be informally considered.

5.3 Within 28 days of receiving a formal written request, the director should arrange a formal meeting at which the proposal can be discussed or, if the original proposal is not acceptable, alternatives examined. The purpose of the meeting will be to hold a constructive discussion of the practicalities involved in granting the request or in considering alternatives. 

5.4 The employee may request that a named companion also attends the meeting. The director has the right to refuse this request on reasonable grounds but should be prepared to allow the attendance of an alternative companion who would be acceptable to both parties. 

5.5 The director may consult with the employment sub committee and other employees potentially affected by the request at any stage of negotiation. 

5.6 In considering the request, the employee and the director will consider:

1.  What are the necessary requirements of the job which the employee is employed to do, in terms of hours worked and location of work?

2. Will the job which the employee is required to do in their job description get done?

3. How will the organisation’s service delivery commitments be maintained?

4. How will client contact and colleague contact, especially where the employee is a member of a team, be maintained?

5. How will the work be managed?

6. What are the budget and resource implications and availability? (eg alternative staff cover, purchase/loan of laptop computer)

5.7 The director may decide to refuse or postpone the request for one or more of the following reasons, amongst others:

1. 
the burden of additional costs

2.
detrimental effect on ability to meet customer demand

3. 
inability to reorganise work among existing staff

4.
inability to recruit additional staff

5.
detrimental impact on quality

6. 
detrimental impact on performance/targets

7. 
insufficiency of work during the periods the employee proposes to work

8.
planned structural changes.

(These are valid ‘business reasons’ for refusal to grant flexible hours to a qualifying parent under the Flexible Working Regulations 2003; there may be other business reasons relevant to [your organisation]).

5.8 Within 14 days of the meeting the director must write to the employee and either:

· accept the proposal with a start date, or
· propose alternative, modified arrangements saying why the original proposal is unacceptable and describing the appeal procedure, or
· set out the objective business grounds for the refusal, saying how these grounds apply in the circumstances, and describing the appeal procedure.

6. APPEALING A DECISION

6.1 The employee can appeal the director’s decision within 14 days of the written notification. Appeals should be made in writing to the employment sub-committee, who will hear the appeal within 28 days. The decision of the appeal panel must be notified in writing within 14 days of the appeal hearing. 

6.2 Grounds for appeal might include the failure of the director to follow the correct procedure, the refusal of the request on insufficient business reasons or the incorrectness of the facts on which the refusal was based.

6.3 The employee making the appeal may request that a named companion also attends the appeal meeting. The panel has the right to refuse this request on reasonable grounds but should be prepared to allow the attendance of an alternative companion who would be acceptable to both parties. 

6.4 Where there is a clash of interests, especially where the working routines or work load of other members of staff are significantly affected, those members of staff will have a right to make a statement to the appeals panel.

See Personnel Form 12 at the end of this pack for a formal request to work flexibly. This form is taken from the DTI model and is based on the statutory right to request flexible work in certain defined situations (Flexible Working Regulations 2003); you may wish to adapt this to reflect the more comprehensive policy suggested above.

Related policies

Equality and Diversity policy

Health and Safety policy

Parental Leave and Pay

Absence Management policy

Performance Management policy

More information

www.workingfamilies.org.uk

www.dti.gov.uk/employment/workandfamilies/flexible-working/index.html

www.direct.gov.uk/en/Employment/Employees/WorkingHoursAndTimeOff
Acas advisory booklet: http://www.acas.org.uk/index.aspx?articleid=1283
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