Implementing flexible working
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Step 1: learn
[bookmark: _Toc221197081]Learn about flexible working and what it looks like in a school context. This includes familiarising yourself with the different types of flexible working. 
Flexible working can be defined as ‘arrangements which allow employees to vary the amount, timing, or location of their work’. 
Types of flexible working include (but are not limited to) the below arrangements: 
Part-time working 
· part time: working less than full-time hours - employees can work full-time but still have flexible work arrangements in place
· job share: 2 or more people doing 1 job and sharing the hours
· phased retirement: gradually reducing working hours and/or responsibilities to transition from full-time work to full-time retirement
Varied hours 
· staggered hours: the employee has different start, finish and break times
· compressed hours: working full-time hours but over fewer days
· annualised hours: working hours spread across the year, which may include some school closure days, or where hours vary across the year to suit the school and employee
In-year flexibility
These types of flexible working are sometimes referred to as ‘informal’ flexibility. 
· personal or family days: days of authorised paid leave during term time to which all employees in a school are entitled
· lieu time: paid time off work for having worked additional hours
· home or remote working: the employee carries out work off site, for example, planning, preparation and assessment time conducted off-site, or leaders carrying out some duties from home 
What flexible working is - Statutory flexible working requests - Acas, can provide further information about flexible working across sectors. 
[bookmark: _Toc221197082]Step 2: explore
[bookmark: _Toc221197083]Collect and analyse data to gain a broad understanding of flexible working in your school/setting/trust. 
Collect data on flexible working amongst your staff and in relation to your recruitment process. This will help you to build an understanding of what is already in place.
Data you might collect includes: 
· types of arrangements already in place, including opportunities for informal flexible working, such as planning, preparation and assessment time off-site
· what is the approach to ad-hoc flexibility, for example, requests for occasional time off to attend important family events, and how do staff feel about this? 
· reasons for flexible working – this enables you to identify whether arrangements are limited to a narrow group and can help you to broaden requests for flexible working, promoting equality and diversity in your school
· staff turnover rates – consider how you can monitor whether staff are leaving because of lack of flexibility. For example, through an exit interview
· how many staff would like to work flexibly and what kind of arrangements they are interested in, including ad-hoc arrangements such as a family or personal day
· how staff feel requests for flexibility are received by leaders 
· what staff perceive the impact of flexible working to be, including of leaders working flexibly
· when recruiting, whether jobs are advertised flexibly, and how successful they are compared to jobs advertised without flexibility
· consult with staff who are working or have worked flexibly
· consult with trade unions to build a picture of the process and gather ideas for improvement
Analyse your data and findings to understand the range of formal and informal flexible working arrangements in your school, where you have role models and how best to use them, what is working well and where you can improve. 
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[bookmark: _Toc221197085]Identify key priorities for implementing flexible working.
It is good practice to adopt a proactive whole-school strategic approach to implementing flexible working. Timewise Consultancy training supports moving from a reactive ‘request-response’ model to a proactive ‘whole-school response’ model. 
Further examples of a whole-school strategic approach include: 
· facilitating an open conversation with staff about what they need or would like. For example, the headteacher could send an annual email asking if anyone wants to discuss their working pattern
· designing a process for managing requests which accommodates the needs of all staff 
· a staff survey that includes questions around working patterns 
· a formal, proactive discussion as part of the annual objective-setting or performance management conversation
· informal conversations initiated by senior leaders and or line manager
· reviewing these arrangements over time
· establishing a staff focus group to explore perceptions of flexible working
Review the characteristics of your flexible working approach and areas for development, then develop a plan for implementation. Discuss and agree this with your staff. You may also wish to discuss this with recognised trade unions.
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Step 4: deliver
[bookmark: _Toc221197087]Implement key priorities.
Considerations for implementation include:
· plan check-in points for you to review progress of your implementation plan (for example, reviewing with your staff and governors or trustees)
· be consistent in your communications about your flexible working approach
· be consistent in the application of your systems and processes for requesting flexible working
· identify and solve problems, make considered adaptations, consulting with staff and recognised trade unions as appropriate
· provide ongoing support
· celebrate flexible working arrangements
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Step 5: sustain
[bookmark: _Toc221197089]Keep communicating with staff about your flexible working approach. This will ensure that your approach is universal, developed and sustained over time.
You could: 
· monitor the quantity of applications approved and rejected
· monitor whether flexible working requests are being made by staff at all levels
· consider opportunities for career progression for those working flexibly (for example, monitoring if part time staff are being promoted)
· survey staff wellbeing
· survey staff understanding and experience of flexible working 
· continue to monitor recruitment and retention data, types of arrangements in place and financial impact
· monitor pupil progress
Remember to monitor diversity data and consider any links to flexible working. Schools and MATs are responsible for reporting on their data through the School Workforce Census across ethnicity, gender, disability and age. Gender pay gap reporting is mandatory for organisations (including MATs) with over 250 employees, but other organisations are invited to report voluntarily. Guidance on gender pay gap reporting can be found here: Gender pay gap reporting: guidance for employers - GOV.UK. 

