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FLEXIBLE WORKING (LOCATION) POLICY

Section One: Policy and procedure overview

1. Policy Statement

Flexible location working presents the opportunity for modern and innovative approaches to the way that work is carried out. It recognises the business case for adopting different models for delivering services to meet customers’ needs. It also recognises and supports the need for staff to maintain a work-life balance, combining caring responsibilities and other personal interests with work.

This policy is concerned with introducing innovative ways of working, with the prime objective of improving service delivery. It will also contribute to the Council’s Property Strategy and Business Continuity programmes.

2. Scope of this policy

This policy will be applicable to all (non-schools) staff.

3. Links to other policies and documents

· Flexible Working (Hours) Policy 

· Flexi-time guidelines

· Corporate Office Property Strategy (COPS) Toolkit

· Health and Safety Code of Practice/Standard

Section Two: General Principles 

1. Introduction

Flexible location working is about looking at services that are being provided and the tasks to be done without being constrained necessarily by a particular location. In many cases, it may be possible to work from different locations and still provide the same level, or even an improved level of service.

There are many jobs that do not need to be carried out entirely on Council premises. Considerable economies can accrue from a flexible approach to work locations. The Council wishes to encourage innovative thinking in identifying roles and work which can be adapted to flexible working arrangements, including working from or at home (see definition at Section 2). Managers and employees are actively encouraged to explore these opportunities for innovation. Flexible working can enhance service delivery but can also result in financial economies which can be invested in service improvement.

Flexible location working should be encouraged as part of a long term working strategy rather than as a time-limited measure. Serious consideration will be given to all requests for flexible location working, regardless of employees’ domestic and care responsibilities. Not every request can be agreed, but where it is likely to provide good results, managers will work out an option that will be beneficial to both the Council and the employee.

2. What is flexible location working?

In its broadest sense, flexible location working means working in such a way that the work can be carried out at varying locations taking advantage of the opportunity that technology presents whilst keeping in touch with the traditional office. This concept is a departure from the traditional fixed desk office environment. Various terms are used to describe the flexibility of the concept, such as tele-working, remote working and mobile working.

Flexible location working is not just about working from or at home but also relates to working from or at different Council buildings or different offices/desk space within those buildings.

Flexible working arrangements demonstrate an equal but different and hopefully better way of working that meets the interests of the Council.

Havering’s definitions for flexible location working are:

	Flexible or hot-desk worker 

Primarily office based and may regularly work away from a desk attending meetings either in buildings or off-site. This may also include occasional working at home.

Typical features:

· does not have a permanent allocated workstation

· part of a hot or shared desking arrangement  

· also have access to touchdown facilities in an office building

· will use their own personal home computing equipment/broadband service for remote access into Council systems via the Council’s Remote Access Portal.




	Mobile worker

Spends most of their time out visiting residents, businesses or conducting on-street/site duties – travels as part of their job function. This may also include occasional working at home.

Typical features:

· does not have an allocated workstation

· part of a hot or shared desking arrangement  

· also have access to touchdown facilities in an office building, depot or similar.

· will use their own personal home computing equipment/broadband service for remote access into Council systems via the the Council’s Remote Access Portal

· occasional working at home is likely to be supported via a 3G/wireless enabled device, such as a tablet/  PDA or through the Council’s Remote Access Portal



	Home or Remote worker

Works away from the office, usually at home and only comes into office for meetings. Fully equipped with the necessary technology and equipment to fully perform their duties remotely.

Typical Features:

· does not have an allocated desk in an office location

· has access to touchdown facilities when visiting office for a short period of time

· may be supplied with Council laptop/docking station



	Fixed office worker

Office based, spends the majority of their working day at a workstation either due to a specific technology or accessibility requirement.

Typical features:

· may have a dedicated workstation

· may be a result of specialist software which cannot be accessed via hot-desk or in a mobile environment

· dedicated desk is used as a hot-desk when worker is absent




Working from home

This is where an employee, either regularly or occasionally, uses their home as a base but visits other sites as part of their working day. Within council roles, this could potentially include social workers, environmental health officers, trading standards officers, building control officers and others that needed to visit a range of locations or service users.

Those working from home would not be expected to spend large amounts of time working at home, but would be expected to be lone working in a variety of locations.  This is most closely linked to the Mobile worker definition above.

Issues that managers will need to consider for such staff would include lone working security measures, communication channels and support mechanisms (lone workers are at higher risk of feeling unsupported than those working in close proximity to their team and line manager).

Working at home

This is where an employee, either regularly or occasionally, undertakes their work function at their home – this would normally be expected to be IT-based office type work, making use of the organisation’s remote access function. This is most closely linked to the Home or Remote worker definition above.

It is important for managers to recognise that if an employee’s home is used for work purposes under this policy, it becomes a workplace, and there are duties on the organisation to ensure that the employee is not put at any additional risk by working at home. This would include giving consideration to lone working and security issues, first aid, electrical safety, slips, trips and falls. Where employees are expected to assess, monitor and control such risks themselves, it is important that managers have ensured that the employees are suitably trained to undertake this. Employees would also need to ensure that by working at home they would not compromise their home insurance for example. 

3. What are the benefits of flexible location working?

There are obvious benefits in flexible location working for both the employer and the employee:

For the employer the benefits may be to:

· use as a recruitment tool to attract the best talent – attracting a wider field in recruitment;

· improve retention of skilled and valued employees;

· reduce the cost of office accommodation;

· provide quality service by the efficient use of employees’ time;

· increase morale, commitment and loyalty;

· reduce staff car parking needs.

For the employee these may be to:

· avoid/reduce difficult journeys;

· savings in commuting times and expenses;

· schedule working time more flexibly;

· combine caring and work responsibilities;

· better work/life balance;

· greater output leading to job satisfaction;

· reduced interruptions that are part of the office environment.

There are also environmental benefits – reducing traffic gridlock and emissions from vehicles – providing a cleaner and healthier environment and may also encompass a stronger local economy, where businesses choose to invest. 

4. When will flexible location working be considered?

The Council will introduce flexible location working only in suitable job-types. 

Employees should also be able to apply for flexible location working even where this is not the norm in their work group. Each request should be considered on its merits. 

Employees are also able to make a request to work flexible hours full details can be found in the Council’s Flexible Working (Hours) Policy.

5. The critical elements to consider

The manager’s role is critical in considering the following elements:

· the job; 

· the person;

· the team;

· the location (which could include the employees home);
· network issues/equipment.

The job

‘Back-office’ functions (e.g. some project work/computer-based work) lend themselves to flexible location working more easily than some front-line activities. Jobs that provide services directly to the community may also be suitable for flexible location working (including some working from or at home) such as jobs carried out by trading standards officers and social workers.

The intention is to imaginatively explore the options and not be limited by the need to mix the location, e.g. home and office or street-based and office.  

The person

Irrespective of where work is carried out, the successful performance of any job requires the right skills and attributes. Flexible location working will on the one hand require the manager to draw on their ability to forward-plan the work/objectives and on the other hand require the employee to be self-organised without immediate access to supervisory direction. Performance management using the Personal Development Review (PDR) process, which outlines the agreed key objectives is probably the most effective method of management.

Employees working from flexible locations are still subject to the same performance measures, processes and objectives that apply to their colleagues. To ensure that this is applied fairly and consistently, it may be helpful to break down the duties and tasks of the job / or look at agreed outputs as defined pieces of work. 

All employees have a duty to notify their manager if they are unable to attend work due to sickness absence in line with the Council’s Managing Sickness Absence Policy. 

Flexible location working should be planned and agreed in advance. 

Every effort will be made by managers to support staff in these ways of working. However, if staff do not adapt to flexible location working then consideration will have to be given to returning them to standard working.

Managers and employees will need to consider the appropriate levels of support and contact. The requirement to provide appropriate levels of supervision remains regardless of the location of the employee – clearly direct supervision is more difficult for those working remotely, so there needs to be consideration given as to how this is achieved (telephone contact, regular one-to-ones, weekly team meetings, use of Lync Communicator etc).

The person will be relied upon to take care of their own welfare while working remotely, including first aid for example. An employee does not need to be a qualified first aider to self-administer, but would need to have access to appropriate levels of first aid equipment (which for one person in a low risk environment would be minimal and likely to be in the average home anyway).

There would need to be pre-agreed means of communication so that line managers would be aware of the welfare of the employee, without this being onerous on either.

Managers will also need to give consideration to any additional training that may be required to ensure that those working at home can do so effectively and safely.

The team

Where flexible location working applies to the whole team, the Manager would need to consider how the team’s functions and identity can be maintained in a flexible working arrangement so that consistency and standards are maintained.

The location

The location could range from a desk in another Council office in the Borough to actually working at completely different Council.  Where the location is the employees home, the provision of a dedicated office is not essential. However, the manager would have to make sure that work can be done safely and that equipment and information can be safely and securely stored. This would include ensuring that equipment used (including workstations, chairs and IT equipment) were appropriate for the tasks undertaken and duration of tasks.

Where work is carried out at home under this policy, the home would be deemed a workplace, and as such would place requirements on the employer to ensure its safety. The checklist at Appendix A gives employees the ability to establish the situation for working at home, but it will remain the responsibility of the manager to ensure that adequate safety arrangements are in place.

It should be noted that working at home is not a substitute for childcare or other forms of care, and will not be appropriate if children or the dependent person requiring constant or regular supervision are under the sole responsibility of the employee.  This does not mean that people who have children or dependents cannot work at home as there are many patterns of working which may be appropriate.

Network issues/equipment

Network security and internet connectivity will be vital to make this work: Off-site computers must have the appropriate level of security for the work done. In most cases the internet service provider can provide acceptable levels of security via virus protection and firewalls. However, for work of high-level confidentiality it may in addition be necessary for the employee to have encryption software on their off-site computer.

The other issue is that off-site, employees using their own equipment and broadband connections will not have access to the Council’s IT support. They will have to rely on their own service provider. Employees may, as appropriate, be provided with Council owned equipment (e.g. laptops, mobile phones, etc) and network connections and be supported by the Council’s IT Organisation.

The manager would need to discuss the equipment needs of the job to enable employees to work effectively off-site. In relation to IT equipment there are forms for employees and managers to complete. In the event of IT/Network failure, employees would be expected to work from a Council site until the situation was resolved.

6. Costs of implementation

Any of the costs associated with flexible location working must be quantified by the line manager. The Council will not fund the cost of light, heat, power, home insurance etc for employees to work at home.

Section Three: Working at home

1. Benefits

Working at home may be considered where this meets the needs of the Council, its customers and employees.

Working at home, as part of an agreed flexible working arrangement, can provide a range of benefits for the Council and its employees, including:

· Reduced costs / accommodation needs

· Reduced travelling for employees

· Greater flexibility as to the hours times worked (“work-life balance”)

· Greater flexibility to cover emergencies e.g. transport disruptions

· Increased productivity

2. Key principles

The key principles that will help enable a successful outcome are to:

· Consider the needs of your internal and external customers;

· Involve all employees when reviewing how work is organised;

· Be open to new ideas and give these a chance to succeed;

· Think about what support is needed and take advice;

· Review the situation if arrangements do not work as expected.

3. Regular patterns of working at home

It is important to consider the potential impact that regular patterns of working at home has on the service and other employees e.g. maintaining cover and taking leave etc. and the following principles will also apply:

· They are subject to the needs of the service and will be reviewed regularly, (not agreed on an open ended basis)

· These will be subject to an initial pilot period to ensure there is no adverse impact on service delivery or to other employees

· Employees are not required to work at home and do so on a voluntary basis (they will not be paid for electricity / telephone etc)

· Employees must be sure that they can provide a safe and secure working environment at home and this will need to be confirmed by their line manager

Examples of the situations when regular patterns of working at home may normally be considered include:

· As part of an agreed flexible working arrangement when moving into open plan / shared work accommodation

· To complete specific pieces of work (to meet urgent deadlines)

· As a reasonable adjustment for disabled staff or those that have temporary mobility issues (e.g. a broken leg)

· As part of a phased return to work from long-term sickness (to meet the ‘Statement of Fitness for Work from the Department of Work and Pensions)

· During office moves

· There is a disruption to public transport (bad weather)

· Other disruptions to public services (pandemic flu)

· As part of an agreed flexible working arrangement (dependent on the job role) e.g. under the statutory right to request flexible working

This list is not exhaustive.

It should be noted that regular patterns of working at home are not a substitute for childcare or other forms of care, and will not be appropriate if children or the dependent person requiring constant or regular supervision are under the sole responsibility of the employee during working hours.  This does not mean that people who have children or dependents cannot work at home as there are many patterns of working which may be appropriate.

4. Planning

Working regularly at home is different to other forms of flexible location working as it is reliant on the information technology available and a different approach to managing work, monitoring performance and maintaining relationships with colleagues.

The main consideration is how regular patterns of working at home impacts on service delivery and team working and it may not be suitable for some areas / job roles. 

Working regularly at home is on a voluntary basis only and is subject to regular (annual) review.

Review

Managers should regularly review with staff how work is organised and the cover required at peak periods, as well as the arrangements for emergencies such as transport disruptions etc. (These should be set down in writing and included with the induction for new employees).

Employees need to know in advance when working at home may be considered e.g. what work can be done at home and IT needs etc. 

Job roles / work

The most suitable roles where regular patterns of working at or from home may normally be considered include those which:

· Work independently have a high level of self-management and do not require close supervision

· Work out of the office / workplace each day (at meetings, site visits, with customers or working at other locations)

· Do not require constant access to files, IT databases or other confidential information.

5. Implementation

Managing employees working away from the workplace requires a different approach with performance measured by outcomes rather than attendance.

Employees working at home are still subject to the same performance measures, processes and objectives that apply to their colleagues. To ensure that this is applied fairly and consistently, it may be helpful to break down the duties and tasks of the job / or look at output as defined pieces of work.

Practical considerations

There are a number of practical considerations that managers and employees need to consider and must be agreed from the outset, including the:

· Work to be undertaken and timescales for completion

· Sharing of calendars and keeping diaries up to date (electronic where applicable)

· Arrangements for maintaining contact with the manager / colleagues and attendance for: 

· team meetings

· 1 to 1’s / supervision

· training or development

· out visiting residents, businesses or conducting on-street/site duties 

· Times where the employee can be contacted at home, which may be different to normal office hours, (and times they cannot be contacted)

· Employee’s responsibility for complying with IT security and data protection requirements, and e-mail and internet usage guidelines

· Employee’s responsibility for completing and returning the  ‘Safety Self Assessment for Working from home – Appendix A
· Employee’s responsibility to check and ensure they are ‘covered’ on their household insurance for working from home

· Employee’s responsibility for reporting illness / accidents. If an employee falls sick or has an accident when working at home they must notify their manager in the usual way in line with the Council’s sickness absence processes and on line accident reporting process

· Manager’s responsibility for ensuring that significant health and safety risks are adequately assessed and controlled. The employee self assessment at Appendix A will assist managers with this responsibility, but will not replace it.

· Arrangements when regular patterns of working at home may be suspended / cancelled.

· Employee is aware that the arrangement is based on their normal working day in terms of hours.  The terms of the Council’s Flexi-Time Scheme will still apply and hours worked will be recorded in the usual way.

The arrangement should be confirmed in writing and subject to a pilot period after which the manager should review the outcome with the employee. 

Pilot period

It is important to be clear from the outset as to the purpose and arrangements i.e.:

· Duration of the pilot period

· Arrangements being piloted

· Regular contact arrangements

· Any equipment to be provided ( e.g. a work lap-top / phone etc )

· Arrangements for reviewing the outcome and measuring “success”

The timescale should be sufficient to give the arrangements a fair chance to succeed e.g. 4 – 6 weeks, but must not be left ‘open ended’ so they become accepted practice by default.  Alternatively, if it is clear that the arrangements are not working or need adjusting, then this needs to be addressed promptly and should not be left to end of the pilot period.

Managers must review the outcome during regular one to one’s (including any impact on the service and colleagues), with the employee before agreeing any arrangements, which will be for a fixed period only.

Monitoring

Regular working at home arrangements should only be agreed for a fixed period of up to 12 months, after which period they must be reviewed.

Any extension beyond 12 months will need the approval of the Head of Service.

Section Four: More Information

For more information please contact the Human Resource Service via Internal Shared Services on 01708 43 3333.
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Appendix A - Safety Self Assessment for working from home
Appendix A: Safety self assessment for working at home

We all have a responsibility to take care of our own safety as well as that of others. This questionnaire, aims to help you review your safety arrangements when working at home. It’s useful to review safety periodically but especially when a change is planned or when a problem arises. Even at home other people such as visitors or tradesmen can come into areas where you may be working so it’s helpful to know they’ll be safe too.

Please complete this form and return the master copy to your manager or supervisor where it will be held with your 1-1 notes but keep a copy of the completed assessment as it is useful to refer back to see what changes and improvements may have been made.

	Employee Name
	Date Completed
	Line Manager Name
	Date Completed

	
	
	
	


	Consider any medical conditions or symptoms that might adversely affect you whilst using display screen equipment (for example, pregnancy, photosensitive epilepsy, aching or tingling in the joints, back ache). Check out any sensory or physical discomfort with your doctor if it gives you any cause for concern.

	Furniture and Equipment
	Employee action proposed
	Manager action required
	Suitable for tasks and duration?)

	1.1
	Does the chair you are using have adjustment for seat height, backrest height and angle? Important if you are sitting working for long periods of time.
	Yes/No
	
	
	Yes/No

	1.2
	If your chair is adjustable do you know how to adjust the seat for comfort and height etc?
	Yes/No
	
	
	Yes/No

	1.3
	Have you considered using a footrest to assist comfort when sitting in front of the screen?
	Yes/No
	
	
	Yes/No

	1.4
	Would a document holder be useful?
	Yes/No
	
	
	Yes/No

	1.5
	Is there legroom to allow a range of comfortable positions to be adopted?
	Yes/No
	
	
	Yes/No

	1.6
	Are the work surfaces large enough to allow free positioning of any DSE equipment and paperwork?
	Yes/No
	
	
	Yes/No

	1.7
	Is the keyboard adjustable for slant/tilt?
	Yes/No
	
	
	Yes/No

	1.8
	Can the screen and keyboard be moved independently?
	Yes/No
	
	
	Yes/No

	1.9
	Do all the screens have angle adjustment?
	Yes/No
	
	
	Yes/No

	1.10
	Is there adequate space in front of the keyboard, for wrist support  
	Yes/No
	
	
	Yes/No

	1.11
	Are there sufficient electrical sockets to run equipment without use or overloading of gang sockets?
	Yes/No
	
	
	Yes/No

	1.12
	Are electrical leads and telephone wires safely routed away from where you or others could trip over them?
	Yes/No
	
	
	Yes/No


	Visual Environment
	Employee action proposed
	Manager action required
	Suitable for tasks and duration?

	2.1
	Does your screen have adjustments for contrast and brightness?
	Yes/No
	
	
	Yes/No

	2.2
	Is the screen free from reflections?
	Yes/No
	
	
	Yes/No

	2.3
	Is the work area (desk/table and screen area) free from glare?
	Yes/No
	
	
	Yes/No

	2.4
	Is the screen kept clean?
	Yes/No
	
	
	Yes/No

	2.5
	Are the images on the screen clearly defined, stable and flicker free?
	Yes/No
	
	
	Yes/No

	2.6
	Is there adequate lighting in the work area?
	Yes/No
	
	
	Yes/No


	Other Environmental Factors
	Employee action proposed
	Manager action required
	Suitable for tasks and duration?

	3.1
	Is the work area quiet enough to concentrate on work?
	Yes/No
	
	
	Yes/No

	3.2
	Is the humidity level acceptable?
	Yes/No
	
	
	Yes/No

	3.3
	Is the room temperature comfortable to work in?
	Yes/No
	
	
	Yes/No

	3.4
	Has consideration been given to safe disposal of waste paper, ink cartridges, batteries, etc?
	Yes/No
	
	
	Yes/No

	3.5
	Do you have a smoke or heat detector fitted in your home?
	Yes/No
	
	
	Yes/No

	3.6
	Do you have arrangements in place for dealing with emergencies? (Including contacting the emergency services, evacuating if necessary, contacting the office)
	Yes/No
	
	
	Yes/No


	Work Organisation
	Employee action proposed
	Manager action required
	Suitable for tasks and duration?

	4.1
	Are other tasks used to break up DSE work activities?
	Yes/No
	
	
	Yes/No

	4.2
	Are there breaks away from DSE  work?
	Yes/No
	
	
	Yes/No

	4.3
	Are the software applications easy to use?
	Yes/No
	
	
	Yes/No


	Training and Information
	Employee action proposed
	Manager action required
	Suitable for tasks and duration?

	5.1
	Have you received appropriate training and information to enable safe use of Display Screen equipment?
	Yes/No
	
	
	Yes/No

	5.2
	Are you aware of the physical and other effects of working with display screen equipment? 
	Yes/No
	
	
	Yes/No

	5.3
	Are you aware of the Council’s eye test arrangements?
	Yes/No
	
	
	Yes/No

	5.4
	Have you undertaken the e-learning DSE course? (Contact Corporate Health & Safety if you are not currently registered for health & safety e-learning or have forgotten your password)
	Yes/No
	
	
	Yes/No


	Other
	Employee action proposed
	Manager action required
	Suitable for tasks and duration?

	6.1
	If you use a mobile phone do you use a hands free kit or switch the phone off whilst driving?
	Yes/No
	
	
	Yes/No

	6.2
	Is there anything you could do to take greater care of your personal safety e.g. when visitors call?
	Yes/No
	
	
	Yes/No
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