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CITY AND COUNTY OF CARDIFF
DINASA SIR CAERDYDD

Employment Conditions Committee: 23 April 2007

Report of the Chief Executive

WORK LIFE BALANCE STRATEGY: PILOT PROPOSALSFOR
REVISED FLEXIBLE WORKING HOURS SCHEME.

Background

1.

Members may recall a report considered by tois)@ittee on 1®ctober 2006 which
provided background to the Work-Life Balance Stggteroject and the partnership
approach working with Chwarae Teg, outlined somelipinary work that was
underway and highlighted some key issues that wdéeadconsidered in the near
future. This report updates Members on further graents and outlines a proposal
to pilot a revised Flexible Working Hours Scheméhm the Council.

2. Work-Life Balance is achieved when an organisasind its employees work together
to identify benefits for both through establishmgnore flexible approach to working
arrangements. This approach supports the ethoSbik-Life Balance is available to
all employees, not just to those who can demomstcdring and/or parental
responsibilities and is effectively reason neutral.

3. Benefits for employers of adopting this approachld@anclude:

* Increased staff loyalty, motivation, engagement @&ntployees feeling more
valued.

* The ability to attract a wider range of candidate®r example older, part
time workers, carers, etc.

* Can be the added incentive required to attract idates in sectors where
recruitment and retention are ongoing issues egabSWorkers.

* Increased productivity.

* Reduced absenteeism and subsequently costs aedoomdth sickness
absence.

» Cements a reputation as an employer of choice.

4, Similarly, the benefits for employees could uu:

» Greater responsibility and a sense of ownershipriboting to a less stressful
work environment.
» Better relations between management and workforce.
* Improved self-esteem, health, concentration andidemce
* Increased loyalty and commitment.
» Time to strike a better balance with life outsiderkv
» Greater control of working lives.
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5. Working in partnership with Chwarae Teg throughiing WLB Strategy has been of
great benefit to the Council, learning from thexperiences of working with other
local authorities in Wales, the successes they hadeelse where and the challenges
they have encountered.

I ssues

6. Since the last report in October, awareness raibeg been ongoing with inputs
provided to various groups, management team mextiBgsiness Improvement
Meetings and reports to Works Council, as necesskng learning from others’
experience is that a clear early understandingn@fptinciples of Work Life Balance
is key to ensuring progress and success in implengetilexible approaches to
working arrangements.

7. A WLB Project Group has been established involwiegresentatives from Human
Resources, Culture Leisure & Parks, Transport $tfugture & Waste, Housing &
Neighbourhood Renewal, Social Care, Trade Unionis@hwarae Teg. The priority
areas of focus included a review of the Councilisrent Flexible Working Hours
Scheme (originally agreed in 1997) and considematibhow Team Based Solutions
could be implemented for groups /teams who areaftd to access the Flexitime
Scheme.

Proposals
Proposed Flexible Working Hours Pilot Scheme

8. Since the development and implementation ofstieeme in 1997, the requirements
of the business and the needs and expectationanpfogees, citizens and the
community has changed e.g. employees are incrépsegguired to work outside the
current bandwidth to meet business needs. The peopbchanges provide a significant
opportunity for the Council to maximise its empley@source while at the same time
offering major benefits to employees by introducimgreased flexibility in the
scheme. The revisions also take into considerasiom)ar schemes operating in other
Local Authorities in Wales and the successes tlaye inad. Consequently, revisions
to the current scheme are proposed as follows:-

Scheme Element Current Proposed
1. Core Hours 9.30-12.00 and Remove
2.00-4.00/3.30
2. Accounting Periods 4 weekly 4 weekly
3. No. of flexi days to 1 x full day or 2 half 16 hours / 2 x full days/ 4 x
be taken in each days half days
accounting period
4. Maximum credit/debit| Credit 10 hours Credit 16 hours
carry over between
accounting periods Debit 10 hours Debit 10 hours
5. Time Recording Clocks and Trust Sheets  Clocks and Trust Sheets
Mechanisms
6. Bandwith 8am — 6pm 7am — 7pm
4.C.131 | Issue 2 Aug-06 Process Owner: Lynne David Authorisation: Lynne David Page 2 of 6




9. The proposal, if approved, is that the pilotiddde applied to all existing employees
on the current system (whether using flexi clockrust sheet arrangements) for a 12
month period. Measures to assess the effectivenfeize revised scheme will be
established and will be monitored on a quarterlyidaia the People and Leadership
Programme Panel and any other forum as necesBaege measures will be further
considered as part of the development of the Imeigation Plan and will include
monitoring of sickness absence levels, recruitnd&metention statistics, volume of
special leave requests, employee and manager fgediechanisms, etc.

10.  An Implementation Plan is being developed tppsut the roll out of this pilot and

includes:

. Communication /Awareness Raising
o] Briefing sessions for managers
o] Q & A sessions for managers and staff
o] FAQs and Guidelines
o] Core Brief / Newsletter / email to all staff
o] Feedback links
o] FWH Section on WLB Intranet

. Responses to related issues
o] Health and Safety / lone working
0 Impact on IT, access to buildings etc
o] Links with other policies

11. It will be reinforced at various stages of thmplementation of the revised Scheme

through guidelines, FAQ's, briefings, intranet, ,eticat the business needs are of
paramount importance; that the revised scheme dusoffer an automatic
entitlement to avail of two days flexi leave pernttg and that the pilot and working
patterns of employees must be managed by mandgkisg into consideration the
needs of the business.

12. Attached as Appendix A therefore is the prodqaot policy for the revised Flexible
Working Hours Scheme, which clearly outlines mamnaged employees rights and
responsibilities under the scheme. Also attaclse8ippendix B, is a FAQ document,
developed to assist managers and employees inuhegarstanding of the changes to
the scheme, the scope, nature and reason forlttepercise

13. In view of the potential impact of these changed numbers of employees affected, a
major consultation exercise has been undertakese¢ views from a number of
groups. Groups consulted have included: Human RessuDevelopment Group,
Works Council, Trade Unions and Service Area Mansge Teams. The documents
attached have been amended to reflect feedbaekeec

14. Key issues raised during the consultation m®t&ave included:

o How managers will be supported throughout the pibotd general
communication and awareness issues

o The need for managers to look at the current wattems of their staff

0 Managing expectations of staff and ongoing dejivelr efficient services is
paramount.

o Implementing the scheme consistently, includinglidgawith abuse of the
Scheme

o The need to manage the perceptions of those whooarable to access FWH
scheme
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0 Need to establish clear measures by which to askessffectiveness of the
pilot

o Removal of core hours, extending bandwidth andem®ing the amount of
flexi available will require managers to considetiséng service delivery
arrangements.

Team Based Solutions

15. In recognition of likely perceptions of tleosmployees not currently on flexi-time, as
outlined in paragraph 7, another priority area geiddressed by the Project Group is
that of Team Based Solutions. This is an approdet Chwarae Teg used in
Wrexham where teams not able to access flexi cdeNélop and implement, with the
support of their managers, flexible working solascfor their respective teams. In
Wrexham, teams from Parks, Highways, Maintenanesjdential Care Homes, etc.
were able to develop and introduce a level of Bexiworking not previously
considered.

16. In order to trial this approach in Cardiff, unteer teams have been sought via Core
Brief and again at the WLB Awareness Raising sessield with senior managers.
Nominations from teams in Housing and Neighbouchd®enewal, Finance,
Childrens, Adults, Transport, Infrastructure and stéaand Schools and Lifelong
Learning have been received to date. Further wootkhderway to collate information
which will assist the WLB Project Group in develogia framework which can then
be used by volunteer teams. Pilot arrangemenggting service and team needs,
will be discussed, implemented and measured byhB Project Group.

I nvestment for Reform/Benefit to Service User

17.  The implementation of Work-Life Balance willlemce employee motivation and
increase productivity which will in turn benefitiSeee Users.

Council Policies Supported

18.  This policy supports the Cardiff Connectionengg the City element of the
Corporate Plan.

Advice

19.  This report has been prepared in consultatitin relevant Corporate Directors and
reflects their advice. It contains all the inforioat necessary to allow members to
arrive at a reasonable view, taking into accouatftitiowing advice.

L egal Implications

20. The Local Authorities (Executive Arrangemerfg)fctions and
Responsibilities)(Wales) Order 2007 provides tigipointment and Dismissal of
Staff” shall not be an Executive function. Thisisarrowing of the provisions of the
2001 Order as amended. On the face of it this atspan the terms of reference of
this Committee in that it is arguable that thesausdhnow only cover the
responsibilities within the quotation marks. Theuis will be clarified with WAG and
a report put to a forthcoming Constitution Comnattath advice. In the interim the
recommendations in this report may be considereithisyCommittee.
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Financial Implications

21. There are no direct financial implicationseng from this report. Any changes in
working hours arising as a result of the implemgaiteof the pilot scheme will be
managed by service areas from within existing recss.

Human Resour ce Implications

22. Implementation of a Work-Life Balance Strategyl have a positive impact on a
range of HR issues, including employee engagemenwill further support the
Council’'s Commitment to being an employer of chpiceprove relations between
managers and employees and will contribute to abeunof Corporate Health
Standard issues. Specifically, other benefits witlude a contribution to a reduction
in sickness absence, help retain valuable ancedkd@imployees and can help attract a
wider field of candidates.

Trade Union Comments

23. In addition to usual consultation arrangemehes \Works Council on 14 March, 2007
received a joint presentation outlining details tble Flexible Working Hours
proposals. The Trade Unions support this iivegaand are reassured Work-Life
Balance will be accessible to all and that requeslisbe dealt with on a ‘reason
neutral’ basis. The working examples from othemlaauthorities have reinforced to
the Trade Unions that Work-Life Balance is not oler office based employees
with childcare or caring responsibilities. The seopf Work-Life balance is much
wider and this has been welcomed by the Trade Wnidhey broadly welcomed
proposals for those on flexi but urged that othen-office based employees be
offered some form of flexible working where praatite.

24.  They acknowledged that , in relation to pra@p®dgor the revised Flexible Working
Houses Scheme, the key change was removal ohocors and commented that they
would not wish to see this diluted or changedrip way. They felt proposals should
be applied across all Service Areas and that trgimind support for managers in
implementation was crucial. A range of practicaplitations were raised including
health and safety, earlier access to buildingsksliwith car parking, overtime
arrangements, monitoring criteria, etc.

RECOMMENDATIONS

25. It is recommended that:-

(1) The pilot proposal for implementation of revised Ming Hours Scheme be
agreed.

(i) The proposed revised scheme and FAQ , attachedpapendlices A and B
respectively , be agreed.

(i) A progress report on the effectiveness of the pabodrcise be considered at a
future meeting of this Committee.

(iv)  An update report be submitted to a future meetintpis Committee on progress
with Team Based Flexible Working Solutions
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BYRON DAVIES
CHIEF EXECUTIVE

Appendices Attached:
Appendix A : The Proposed Pilot Policy for FlexiMéorking Hours Scheme

Appendix B : FAQs
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CARDIFF COUNCIL

PILOT - FLEXIBLE WORKING HOURS (FWH) SCHEME

Purpose

1.

Scope

The FWH Pilot Scheme is one of Cardiff Council’'s Work-Life
Balance policies being developed and piloted under the Work-Life
Balance Strategy. The review of the Flexitime Scheme is in
response to the increasing expectations of employees, Cardiff
citizens and communities and the changing nature of how we live
and work. The pilot aims to provide significant additional flexibility
for employees, to enable them to better balance their work and
home commitments. It further aims to provide flexibility in service
delivery for the benefit of internal and external customers.

The pilot scheme will apply to all employees currently on the FWH
Scheme regardless of whether they are full-time, part-time or job
share positions, (i.e. those on the flexi automated system or trust
sheet system.) Those who are recruited into posts, in the coming
financial year, identified as being compatible with the Scheme, will
also have access to the pilot scheme. Teaching and other
associated school employees are not covered by this policy.

The pilot will commence at the start of the 4-week accounting
period on... TBC.

Key Principles

4.

5.

6.

VERSION .06

In line with the Council’'s commitment to the Work-Life Balance
Strategy, the Council recognises that increased flexibility with
regards to individuals working hours, carries benefits to employees
and the Council as a whole.

The scheme will be applied on a basis which enables quality
services to be delivered and meets the needs of service users, the
organisation and employees.

The success of the pilot requires effective communication, co-

operation and reasonableness between managers and
employees.
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7. Managers need to take into account the needs of service users,
the organisation and other employees; and ensure that a quality
service is maintained at all times.

8. Employees can choose their hours of work in accordance with the
scheme subject to the agreement of their line manager, who will
take into account the business needs of the Service Area.

9. Employees are expected, when arranging their times of work, to
have regard to their current personal workload and the overall
pattern of work in their Service Area. There may be a need to
work specified times to meet the exigencies of the service.

10.Employees must recognise that the increased flexibility offered
under the revised scheme is not an automatic entitlement and at
all times the provision of a quality service is paramount.

11.1t is recognised that no, one scheme, will cover all circumstances
and eventualities. Therefore, the Council's expectation is that
managers will consider sympathetically the Work-Life Balance
needs and requests of all employees.

Responsibilities and Rights of Management
12. These include the following:

a. To ensure that the working hours of employees meet the
needs of service users, the organisation and employees
and that individual's working patterns do not have a
detrimental affect on their colleagues.

b. To familiarise themselves with this policy, in particular their
responsibilities and how to deal with abuse of the scheme.

c. To operate the scheme fairly and reasonably with no
detrimental effect on overall efficiency or service.

d. To ensure the scheme is effectively implemented.

e. To ensure employees fully understand the scheme and
their rights and responsibilities in relation to its
implementation.

f. To ensure that hours worked, in excess of 37 hours per
week, will only be worked when work is available and meets
the needs of service users and/or the organisation.

VERSION .06 C:\Documents and Settings\c031296\Local Settings\Temporary I nternet
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g. To take proactive steps to ensure that there is effective
monitoring of the operation of the scheme.

h. To follow the disciplinary procedure in the event of any
misconduct in the operation of the scheme.

i. To ensure that when the operation of full flexible working
hours is not practicable, every effort is made to providing
maximum flexibility, in accordance with the needs of service
users, the organisation and employees.

J. To feedback any issues arising during the implementation of
the scheme to the Work - Life Balance Project group and to
provide data for the monitoring and evaluation of the pilot
as required.

Responsibilities and Rights of Employees

13.

VERSION .06

These include the following:

To negotiate and agree with their manager, the implementation
of this pilot scheme, in relation to their working hours and/ or
patterns.

To negotiate and agree with their manager requests for time off
under the Flexi Working Hours Scheme, prior to taking leave.

To recognise that there is no automatic entitlement of two days /
16 hours leave, per accounting period, and that at all times
managers must take into account the business needs of the
Service Area when making the decision to approve requests.

To be flexible in working with colleagues to ensure that the
needs of service users, the organisation and other employees
are achieved.

To comply with the requirements of the pilot FWH scheme and
not to abuse the scheme.

To work the hours when work is available and which meets the
needs of service users and the organisation.

To bring to the attention of Management any difficulties or
problems in the operation of the scheme.
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To co-operate with management in the effective implementation
and monitoring of the pilot scheme.

To implement the Grievance Procedure in the event of a
disagreement with management over the operation of the
scheme.

To act flexibly if it is not possible to operate the full flexible
working hours scheme.

To be aware of their rights and responsibilities under the
Working Time Regulations. In particular, the guidance in relation
to the maximum number of hours to be worked in any one day /
week and their entittlement to “in work rest breaks”. (A Code of
Guidance on the Working Time Regulations is available on CIS
1.CM.067.)

To provide feedback to the Work - Life Balance Project Group
as required.

FWH Scheme

is management's responsibility to address all abuse of the FWH

Scheme. If employees fail to follow the rules of the scheme,
managers have the right to remove individuals from the scheme
and/or deal with cases under the Council's Disciplinary Policy and
Procedure.

15. Where abuse of the scheme involves the deliberate attempt to
falsify flexible hours worked or clocking someone else in;
managers will commence the disciplinary process against the
employee/s concerned.

Review of the pilot FWH Scheme

16. The FWH scheme will be reviewed on a quarterly basis throughout
the 1 year pilot period.

Working Hours

17. A quality service will be provided to service users from 8.30 a.m.
to 5 p.m. (4.30 p.m. Friday) including lunch periods.

VERSION .06
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18. Line Managers normally will ensure that adequate cover is
provided throughout the day, including at lunch times.

19. Accordingly working hours of employees must be co-ordinated so
that a quality service is provided throughout this time.

20. Employees may be required to work specified times on any day
subject to the operational requirements of the Service Area.

Start Time * 7.00am — This is the earliest time the working day
can commence

Lunch Times / Breaks

In Work Time Lunch times no longer specified under pilot scheme
as core hours are removed. However full-time and
part-time employees must take a minimum of 30
minutes break after any 6 consecutive hours worked.
There is no maximum limit to the duration of a break
as those hours will not count as work time.

All breaks taken during working hours, regardless of
length of time, will be taken only with manager’s
consent.

Finish Time * 7.00pm — This is the latest time the working day will
finish, unless prior alternative arrangements have
been made with employees member and manager.

The bandwidth of 7.00am to 7.00pm applies Monday
through Friday inclusive.

Carry Over 16 hours credit or 10 hours debit to the following 4
weeks only.

Flexi leave 16 Hours, 2 days or 4 half days per 4 week

by agreement accounting period,

e * Where flexible working arrangements have
been operating outside of these hours prior to
the pilot, these will continue, providing the
needs of the Service Area are continuing to be
met.

Maximum hours to be worked per week
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21. Employees and managers should be mindful of the Working Time
Regulations guidelines suggesting that no employee should
consistently work more than 10 hours in any one day.

22. The maximum number of hours to be worked per week is 48
hours, except for employees under the aged of 18 years for whom
the maximum is 40 hours. Code of Guidance Working Time
Regulations (1.CM.067)

23. Employees and managers are required to arrange their hours of
work having regard to their personal workload, supervisory

responsibilities and the overall pattern of work in their department /
Service Area.

Accounting Period

24. The total number of contracted hours in any one accounting period
for a full time employee is 148 hours (37 x 4 weeks).

25. A Standard Working Week for the purpose of the FWH Scheme

week 37 hours
day is 7 hours 24 minutes
half day 3 hours 42 minutes

Carrying Over of Balances

26. The maximum number of hours which may be carried forward to
the next 4 week accounting period only:

Credit 16 hours
Debit 10 hours

27. Employees will not carry over a debit balance larger than 10
hours. Any un-worked hours in excess of 10 hours will be
regarded as unpaid absence and may result in deduction of
salary. The persistent accumulation of debit hours in excess of 10
hours, in addition to loss of salary, may also result in the
commencement of the disciplinary process.

28. Managers must monitor debits on a four weekly (accounting
period) basis and where necessary instigate the disciplinary
procedure.
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For employees who need to make up their hours and where
sufficient work is available, a Chief Officer may authorise flexible
arrangements e.g. offsetting time against annual leave.

Flexible Leave

30.

Credit hours accumulated during the accounting period may be
taken as flexible leave (max. 16 Hours, 4x 1/2 days, 2 full day, per
accounting period), subject to manager's approval and the
needs of the Service Area. Applications for flexi leave must be
made on the appropriate form and approved by the line manager
in advance,(see para.38.)

Authorised Absences

Special Leave

31.

32.

Overtime

33.

34.

VERSION .06

Subject to prior approval, time off for dentist, doctors, opticians etc
appointments is allowed under Special Leave Scheme.
Employees are encouraged to arrange all non-urgent
appointments at a time which causes least disruption to the
service provision. In circumstances where employees attend
medical/dental appointments, actual hours worked together with
the time for the appointment will be credited, subject to a
maximum of the standard working day for that employee, (e.g.
7.24 or 3.42 etc)

However, in cases where an employee returns to work and works
hours in excess of their standard working day, the manager may
accredit this to the employee providing there was sufficient work
for them to attend to.

Overtime must be kept separate from flexitime and overtime
claims will be processed through the appropriate procedures i.e.
submitting claims at the end of the month.

Without exception, all overtime must be authorised beforehand.
Overtime claims will be submitted at the end of the month.
Overtime payments will be made for hours worked outside office
opening hours, provided that normally 148 contracted hours will be
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worked/credited for the period. Hours worked as authorised
overtime will not count as a credit under the FWH Scheme.

Recording of Attendance
35. The following arrangements will apply:

* Employees are required to record their attendances and
absences accurately and promptly in accordance with the
procedures approved. Persistent failure to do so will be
treated as abuse of the scheme and may result in removal
from the scheme and / or the initiation of the disciplinary
procedure.

* Employees are individually responsible for the accurate
recording of their working hours and under no circumstances
whatsoever will someone record hours worked on behalf of
someone else.

* Smoking breaks must be recorded, and time deducted from
working hours.

* All entries / adjustments made must be certified by the line
manager who will be satisfied that the reasons and time are
valid.

Leaving the Organisation

36. During the last accounting period (or part period) of service with
the Council an employee may continue to work FWH on the clear
understanding that they work the full contracted hours. Failure to
work contracted hours will result in an adjustment to final salary.

37. When employees leave the Council they will ensure that:
(@) credit/debit balances are eliminated by the last working day;
(b) they work their total contracted hours appropriate to whatever

stage of the accounting period is reached.

Monitoring of Scheme Operation

38. Although employees have responsibilities to comply with the
requirements of the scheme, the overriding responsibility for the

VERSION .06 C:\Documents and Settings\c031296\Local Settings\Temporary I nternet
Files\OLK5E\1 CM 107 Flexible Working Hours Scheme V 06 - final version (2).doc



: e
hwarae .Qé
€ Fairplay 3N

39.

CARDIFF

CAERDYDD

operation of the scheme lies with line management, who must
monitor hours of work on a four weekly basis as per accounting
periods. Managers will need to identify those employees carrying
forward, or in danger of carrying forward, more than 10 hours debit
or 16 hours credit, and take appropriate action.

Having identified the relevant employees, line managers will need
to address various issues, (which may involve an interview with
the individual(s) concerned):

() Where an individual has accrued excess debit hours there
will be a need to:

(a) bring the matter to their attention in order that it may
be remedied as quickly as possible (See Abuse of the
FWH Scheme below)

(b) establish whether the deficit is due to any work,
personal or domestic problem and offer support as
appropriate

(i) Where an individual has accrued excess credit hours they
should be made aware of the requirements of the scheme. It
may also be appropriate for line managers to consider
whether this indicates a problem with any aspect of the
workload or particular task(s).

Granting of Flexible Leave

40.The following arrangements will apply.

VERSION .06

(i) Flexible leave is not an automatic entitlement available to
employees with credit hours, and in all cases an application for
leave must be submitted to the line manager.

(i) Applications must normally be made in advance unless
circumstances prevent this, in which case some discretion should
be applied.

(i) Granting of flexible leave will normally be dependant on the
individual having accrued sufficient credit hours. However, some
discretion should be employed in cases of requests to meet a
specific need, where the hours may be 're-paid’ in the next
accounting period.
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(iv) The criterion for granting of a request for flexible leave is
again that of operational requirements. Normally if the individual
would be granted annual leave then the request for flexible leave
should be agreed.

Abuse of the FWH Scheme

41.

42.

43.

44,

45.

46.

Abuse of the FWH Scheme is a disciplinary matter which is
management's responsibility to address. If employees fail to
follow the rules of the scheme then management should consider
their removal from the scheme as an option. This would entail
reverting to a 'standard’ working day. The following procedures
should be followed in cases where employees accrue more than
10 hours debit in the accounting period:

The matter should be brought to the attention of the individual and
the cause of the deficit discussed. |If it relates to a specific
problem appropriate support should be offered to deal with both
the problem and the deficit.

Where there is not an acceptable explanation for the deficit the
individual should be instructed to make up the deficit in the next
accounting period, and advised of the steps management may
take if the matter is not resolved.

If by the end of the next accounting period the deficit is not down
to 10 hours or less the excess should be deducted from any
annual leave allowance, or from pay if there is no leave left.

Where an individual presents a persistent or re-occurring problem
in terms of not working sufficient contractual hours management
should not allow this to continue, and the individual should be
excluded from the FWH scheme either permanently or for a set
period. Any further infringement of contractual attendance times
by the individual will be dealt with under the disciplinary procedure.

Fraudulent abuse of the Scheme is gross misconduct and will be
dealt with under the Council's Discipline procedure.

Related Documentation

5.C.027 — Location of Flexitime Terminals

VERSION .06
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4.C.093 — Flexi Adjustment Form
5.C.026 — Guidance for Employees on Using the Time Recording Equipment
5.C.034 — Frequently Asked Questions
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CARDIFF COUNCIL

PILOTING THE REVISED FLEXITIME SCHEME

FREQUENTLY ASKED QUESTIONS

Q1. Why has the Flexitime Scheme been revised?

The FWH Pilot Scheme is one of Cardiff Council’'s Work-Life Balance

policies being developed and piloted under the Work-Life Balance Strategy.
The review of the Flexitime Scheme is in response to the increasing
expectations of employees, Cardiff citizens and communities and the
changing nature of how we live and work. The pilot aims to provide significant
additional flexibility for employees, to enable them to better balance their
work and home commitments. It further aims to provide flexibility in service
delivery for the benefit of internal and external customers.

Q2. What are the main changes in the pilot scheme?
The key changes are:

» Extension of Bandwidth: 7am to 7pm
* Core hours: there are no set core hours in the revised scheme

» Compensatory / Flexi leave: increased to up maximum of 16 Hours, 4x
1/2 days, 2 full day, in any 4 week accounting period

» Credit carry over: increased to 16 hours credit in any 4 week accounting
period

* Debit carry over: remains at 10 hours debit in any 4 week accounting
period

» Accounting period: remains at 4 weeks
* To be piloted for 12 months with formal quarterly reviews.

Q3. Who can patrticipate in the pilot scheme?

The pilot scheme will apply to all employees currently on the FWH Scheme
regardless of whether they are full-time, part-time or job share positions, (i.e.
those on the flexi automated system or trust sheet system.) Those who are
recruited into posts, in the coming financial year, identified as being
compatible with the Scheme, will also have access to the pilot scheme.
Teaching and other associated school employees are not covered by the
Flexi Scheme policy.
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Q4. Can employees not currently on flexitime take p  art in the pilot?

The requirements of certain posts may limit or preclude some employees
from participating in the scheme. Employees should check with their line
managers if they are eligible for flexitime working. It is recognised that no,
one scheme, will cover all circumstances and eventualities. Therefore, the
Council's expectation is that managers will consider sympathetically the
Work-Life Balance needs and requests of all employees.

Q5. Are part-timers included?
Yes, they have the same rights as full time employees within the scheme.

Q6. What are the benefits to managers?
Benefits to managers of flexible working include:

* Retaining experienced people
* Spending less time and money on recruiting, selecting and training new
employees

» Having a more flexible workforce to respond to ‘peaks and troughs’ of
work

» Employees feeling greater loyalty and motivation because they have more
control over their working life

* More effective teams as a result of better communication and mutual co-
operation.

Q7. When will the pilot start?
TBC

Q8. How long will the pilot last?
The revised scheme will be piloted for 12 months with quarterly evaluations.

Q9. How are you going to measure whether or not the pilot has been a
success?

We will be asking employees and line managers for feedback as well as
looking at any changes in performance and attendance levels.
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Q10. Do security issues need to be considered?

Q11.

Q12.

Yes, this is an important area especially in small teams where there are
unlikely to be many people around. Managers will need to carry out a risk
assessment and put in place appropriate working practices to ensure safety
of employees and the public.

The revised scheme seems to give employees a  lot more freedom, what
happens if employees abuse the scheme?

If employees fail to follow the rules of the scheme, managers have the right to
remove individuals from the scheme and/or deal with cases under the
Council's Disciplinary Policy and Procedure.

How will time be recorded?

Existing methods of recording time will be maintained whether you swipe or
hold a Trustcard. For those who use the Trustcard system of recording time,
a new corporate spreadsheet is available via CIS and the intranet. If you
have any query regarding time recording, please contact your Service Area
Flexi Operator.

Getting started

Q13.

Q14.

As a manager, do | need to involve my employee  s?

Yes. You need to discuss the revised scheme as soon as possible with your
team to look at how it will work in their area so that you and your team are
able to benefit from increased flexibility and equally to ensure that you and
your team continue to meet (or exceed) your service objectives.

As a manager how do | go about introducing the pilot in my team/area?

You need to discuss and agree with employees how the revised scheme is
going to operate. Some of the areas you need to consider are:

* any previous arrangements agreed within your team and Service Area

» arrangements for opening and closing hours (e.g. building, security
etc)

» identification of safety issues that need to be address, i.e. lone working

DRAFT VERSION .5 C:\Documents and Setting8c031296\Local Settings\Temporary Internet
Files\OLK5E\WLB PilotFlexi FAQ 0 5 - final version.doc

Page 3 of 8



hwarae —Q
ff":_l"'_i:' Fevir play (/

CARDIFF
CAERDYDD

agreeing alternative times with employees if the 7am — 7pm bandwidth
is not operationally possible

agreeing minimum employeesing levels during the day with employees
so that operational needs can be met

ensuring that the working hours of employees meet the needs of
service users, the organisation and employees and that individual's
working patterns do not have a detrimental affect on their colleagues.
the need to take proactive steps to ensure that there is effective
monitoring of the operation of the scheme

identifying and agreeing with employees any protocols, i.e. who (if
anyone) gives permission for employees to leave the office throughout
the day

any ICT considerations, especially at the beginning and end of the day
will cleaning/caretaking employees be able to operate satisfactorily
Building/work area opening and closing times

how your team can provide feedback

ensure employees fully understand the scheme and their rights and
responsibilities in relation to its implementation

Q15. Do I have to change my normal working hours du e to the

implementation of the new pilot scheme?

The working day

Q16. Will there be any change to normal opening hou  rs?

Q17.

No, not at this stage, but it will be looked at as part of the evaluation of the

During the pilot the bandwidth runs from 7amt o 7pm — how does this
affect my employees and 1?

Not all employees will be able to come in at 7.00am or leave at 7.00pm or will
want to change their current working patterns. It will depend on whether there
is work available, the business needs of the Service Area and also the
arrangements in place for opening up and closing offices/ buildings.
Managers will need to discuss these issues with employees.
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Q18.

Q109.

Q20.

Q21.

Q22.

Q23.

Will there be any change in the provision of | T systems?

No, there will be no change in the availability or support of IT systems
currently in operation. The ICT Helpdesk will be open from 8.00 am to 5.30
Monday -Thursday (5.00 p.m. on Fridays).

Why aren’t there any core hours as inthe ol d scheme?

Removing the core hours will provide increased flexibility for employees and
support service delivery and Council business.

Can a member of my employees come in at 7am, leave at 8.30am to take
the children to school, come back at 9am, workto 3 ~ pm then go and pick
the children up and come back to work at 4pm?

Yes. However, such arrangements must be agreed by you and the
employees member in advance and fit in with operational requirements.
Furthermore, colleagues should not suffer a detriment as a result of an
individuals work hours / pattern.

What is the maximum number of hours that my em  ployees or | can work
in a day?

You need to be mindful of your employees and your own general well being
in relation to how many hours are worked in a day. As a guideline no
employee should, consistently work more than 10 hour in any one day. A
Code of Guidance on the Working Time Regulations is available on CIS
(1.CM.067.)

Is there a minimum number of hours that mustb e worked in a day?

No. However, any substantial reduction in your contracted hours must fit in
with operational requirements and be agreed by your line manager
beforehand.

Can | still work Overtime in the new scheme?

Yes, however, overtime must be kept separate from flexitime and overtime
claims will be processed through the appropriate procedures i.e. submitting
claims at the end of the month.

Without exception, all overtime must be authorised beforehand. Overtime
claims will be submitted at the end of the month. Overtime payments will be
made for hours worked outside office opening hours. Hours worked as
authorised overtime will not count as a credit under the FWH Scheme.

DRAFT VERSION .5 C:\Documents and Setting®c031296\Local Settings\Temporary Internet
Files\OLK5E\WLB PilotFlexi FAQ 0 5 - final version.doc

Page 5 of 8



_ o
hwarae é
€g Fuirplay N
CARDIFF
CAERDYDD

Q24.

Q25.

What if a member of employees works outside th e new bandwidth?

It is appreciated that there may be occasions when the service needs
employees to work outside the bandwidth. This should be agreed between
the employees member and line manager before hand.

Where flexible working arrangements have been operating outside of these
hours prior to the pilot, these will continue, providing the needs of the Service
Area are continuing to be met.

Am | automatically entitled to take two days flexi leave per accounting
period if | have worked sufficient hours?

No, requests for leave must be discussed and agreed with your line manager
who will take into account the needs of your Service Area before approving
such requests.

Time off

Q26.

Q27.

Q28.

If employees have enough credit, can they take  flexi leave when they
like?

No. As with all leave it has to agreed in advance with their line manager and
is subject to the requirements of the business.

What happens if employees are 10 hours in defi  cit, can they still take
flexi leave?

Granting of flexible leave will normally be dependant on the individual having
accrued sufficient credit hours. However, some discretion should be
employed in cases of requests to meet a specific need, where the hours may
be 're-paid’ in the next settlement period.

Employees should be made aware that the persistent accumulation of debit
hours in excess of 10 hours, in addition to loss of salary, may also result in
the commencement of the disciplinary process.

Can employees still take a flexi day or a half ~ day flexi?

Yes, under the pilot scheme you can now request 2 full days, 4 x 1/2 days or
a maximum of 16 hours per settlement period, subject to line manager
approval and the needs of the Service Area.
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Q29.

Q30.

Q31.

Q32.

Breaks

Q33.

| have got a new fridge being delivered at 11a m; can | leave work then
return after?

Yes. Once again this is subject to the requirements of the business and has
to be with the agreement of your line manager. This will be unpaid time away
from your workplace and therefore you will not be accredited these hours.

Can | claim for the time spent at the Doctors/  Dentists?

Subject to prior approval, time off for dentist, doctor, hospital appointments
etc, is allowed under the Special Leave Scheme. Employees are
encouraged to arrange all non-urgent appointments a  t a time which
causes least disruption to the service provision. In circumstances where
employees attend medical/dental appointments under the Special Leave
Scheme, actual hours worked together with the time for the appointment will
be credited, subject to a maximum of the standard working day for that
employee (e.g. 7.24 or 3.42.)

My child has had an accident in school and I h  ave to leave work early to
take him to see our GP for an emergency appointment . Will | get a flexi
credit or do | apply for Special Leave?

Paid time off to deal with certain unexpected emergencies is available to
employees under the Special Leave Scheme (1.CM.081). This example
constitutes an emergency, you are therefore able to apply for Special Leave
and have your hours credited to your clock, to a maximum of your standard
working day (e.g. 7.24 or 3.42.)

My mother’'s home carer arrives at 10am and I'd  like to be there to pass
on information about my mother’s care. Can | do thi s?

Yes, as there are no longer any core hours. Once again this is subject to the
requirements of the business and has to be with the agreement of your line
manager beforehand.

Must employees take a break?

Yes, if employees (full time or part time), are contracted to work for over 6
hours then they must take a break of at least 30 minutes after 6 hours.
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The Working Time Regulations state that ‘in general’ a worker is entitled to
an unpaid uninterrupted break of 20 minutes when daily working time is more
than six hours.

Q34. Do employees have to take lunch breaks between 12 noon and 2pm?
No, not necessarily, as there are no core hours during the period of the pilot.

Evaluating the pilot scheme

Q35. How will the pilot scheme be evaluated atth e quarterly reviews and at
the end of the 12-month pilot?

We will be asking line managers and employees for feedback and monitoring
improved attendance, labour turnover, retention levels, sickness absence etc.

Q36. Who do | contact if | still have a query regar  ding the new Pilot Flexi
scheme?
You should contact your Service Area Flexi Operator.
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