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1. INTRODUCTION 

As an organisation we are changing all the time, constantly seeking ways to become 

more efficient, enabling us to provide a first class service. We need to ensure we 

have skilled and effective people working at the right time, in the right place on the 

right issues whilst creating an environment that supports work/life balance, providing 

flexibility in the way employees work. The Worksmart framework supports employees 

and managers working in this environment, and this guide provides information on 

some of the ways in which you can explore working more flexibly. 

The key message that this guide aims to promote is that, where specific conditions are 
met, working smarter may offer benefits to the employer and employee, helping the 
Council to achieve its objectives.  

All employees are encouraged to read the information in this guide and consider how 
your ways of working could be adapted to offer you a better work/life balance, subject to 
the overriding need to maintain or improve service provision.  

Managers should consider whether Worksmart could provide benefits to the Service 

such as property or travel cost savings; improved efficiency, recruitment, retention or 

customer service; or reduced sickness absence or environmental impact. Where these 

are identified, the affected employees should be consulted, and Worksmart promoted. 

2. WORKSMART 

Worksmart offers employees and managers an opportunity to review their working 

profile and/or their working pattern. Different roles may present different Worksmart 

opportunities. 

Working Profiles  

Worksmart offers the employee the option of changing their working profile to one of 

the four different work ‘profiles’:  

• Fixed  

• Flexible  

• Home  

• Mobile  

All employees will fall into one of these profiles; however, employees may change the 

way they work within their chosen profile.  
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Working Patterns 

Worksmart offers the option of changing the working pattern of the employee, e.g. 

the periods during which work is done, the days on which work is done, and/or the 

number of hours worked per week. These include:  

• Annualised hours  

• Compressed hours  

• Day and time of day changes  

• Flexitime  

• Part time working  

• Self rostering  

• Term time working  

It is of course possible to combine different forms, e.g. a mobile working profile with a 

flexitime working pattern. 

When an employee changes their working pattern or work location, steps must be 

undertaken to ensure they retain access to learning and development opportunities. 

This could range from ensuring they receive notifications of any opportunities that 

may be available; to consideration of ways in which learning and development events 

may be undertaken e.g. webinars, online training courses, the times and locations of 

learning and development events etc. Further details on any of these, or other, 

options can be obtained from the Learning and Development Team within 

HR&OD.  

Other important factors which should be taken into consideration include:  

• Health & Safety Display Screen Equipment (DSE)  

• Lone Working  

• ICT – use of technology to support Worksmart  

• Information Security  
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3. RIGHT TO APPLY FOR WORKSMART 

The Worksmart policy allows any employee of the Council within the Scope of the 

policy to apply for Worksmart. From 30 June 2014 the statutory right to request 

flexible working has been extended to cover all employees as long as they have 26 

weeks continuous service and have not made a worksmart request in the last 12 

months. 

4. EXPECTATIONS OF MANAGERS AND EMPLOYEES 

Managers are expected to:  

• Foster a culture of trust in working relationships.  

• Discuss Worksmart proposals frankly, openly and honestly with employees, to 

reach mutual understanding and beneficial solutions.  

• Give due consideration to Worksmart requests and seek to accommodate 

employees where possible, subject to service provision requirements.  

• Keep Worksmart arrangements under review and ensure that they continue to 

provide benefits.  

• Advise employees of any difficulties arising from their Worksmart arrangements, 

so that these can be addressed.  

• Confirm any changes to Worksmart arrangements in writing, with a copy to Human 

Resources.  
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Employees are expected to:  

• Co-operate with management to facilitate a culture of trust.  

• Discuss Worksmart proposals frankly, openly and honestly with management, to 

reach mutual understanding and beneficial solutions.  

• Consider the impact of their preferred working pattern on service provision, 

personal and team performance.  

• Advise their manager of any difficulties arising from their Worksmart arrangement, 

so that these can be addressed.  

• Accept that Worksmart arrangements may require to be amended/withdrawn 

subject to the needs of the Service, and following full discussion and notice.  

5. APPLYING FOR WORKSMART 

Employees are encouraged to discuss Worksmart requests informally with their 

manager in the first instance.  

To apply for Worksmart, complete the online application form. Further details about 

the application process and the form itself are available on the Worksmart website. 

Applications will be considered by the employee’s supervisor/manager/head teacher, 

who will either agree to the application in writing within 28 days, confirming the 

details of the arrangement, or will meet with the employee within 28 days to discuss 

the request. The employee may be accompanied at this meeting by another 

employee. The line manager will write to the employee within 14 days of any meeting 

advising whether his/her request has been accepted or refused, confirming the 

details of the arrangement or providing the reason(s) for refusal.  

Requests may only be refused on the following grounds: 

• Detrimental effect on the ability to meet customer demand  

• Detrimental impact on performance  

• Detrimental impact on quality  

• Burden of additional costs  

• Inability to re-organise work among existing employees  

• Inability to recruit additional employees  
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• Insufficiency of work during the period the employee proposes to work  

• Planned structural changes (e.g. where a review is about to commence)  

In the case of a disabled employee, Worksmart may constitute a ‘reasonable 

adjustment’ that must be made by law in order to prevent a provision, criterion or 

practice applied by the employer, or a physical feature of the premises occupied by 

the employer, from placing a disabled person at a substantial disadvantage in 

comparison with non-disabled people. Advice on adjustments that may assist 

disabled employees may be sought from Occupational Health and/or a Disability 

Employment Advisor (Jobcentre Plus).  

Worksmart arrangements may be subject to a trial period (see below).  

Should an employee’s request be rejected, the employee may appeal, in writing, to 

his/ her Head of Service, within 14 calendar days of being advised of the rejection. A 

hearing will be convened within 14 calendar days of the appeal being received, and a 

decision (and the reasons for it) given in writing within 14 calendar days of the date of 

the hearing. This decision is final and there is no further right of appeal. The 

employee may be accompanied by a work colleague or Trade Union representative 

at the hearing, which will be chaired by the Head of Service or his/her nominated 

representative.  

Where a Worksmart request is made by a Head of Service, Area Manager or 

Director, the responsibility for agreeing to or rejecting the equest will rest with his/her 

direct line manager. Any appeal will be heard by an agreed third party. 

6. PROPOSALS OF WORKSMART FROM MANAGEMENT 

Managers who identify potential benefits from Worksmart should discuss the 

proposals with the team. Any additional or amended proposals produced by the team 

should be given consideration. Once all management and employee ideas have been 

fully discussed, management will offer Worksmart to the team if/ as appropriate.  

Where a change in profile is involved, the manager should use the online application 

process to ensure the involvement of the Worksmart team in considering ICT 

equipment requirements.  

Offers may be subject to a trial period (see below).  

Employees are not obliged to take up offers of Worksmart made under this policy. 
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7. FACTORS FOR CONSIDERATION 

The following factors should be considered by employees applying for Worksmart, and 

by managers reviewing applications or offering Worksmart arrangements. It is unlikely 

that every factor will apply to every situation. 

Customer Factors (including other teams/sections, and partners) 

Can service provision be maintained/ improved by implementing Worksmart? Is 

demand tied to certain hours of the day? 

Job/Location Factors 

Can all of the duties be performed effectively from the location/in the working pattern 

envisaged? Are there information security issues? Is access to specialist 

information/equipment/reference materials or significant face-to-face contact with 

colleagues or customers required? Is access to premises available at the proposed 

times, if needed? 

Cost/Saving Factors 

Including those associated with ICT equipment, travel time/expenses, workplace 

properties. 

Team Factors 

Including morale; productivity; whether sufficient team members are available at all 

times; effect on potential for other team members to implement Worksmart in the 

future. 

Employee Factors 

Including satisfaction, motivation, commitment, morale and productivity; initiative; 

time/workload management; communication and supervision arrangements; social 

isolation; reduction in travel time/costs; requirement for on-the-job training; health & 

safety issues that may apply to the employee such as lone working, working pattern and 

length of work periods/rest breaks, suitability of workstation. 
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Environmental Factors 

Reductions in energy consumption, carbon footprint (e.g. though reduced travel).  

The above factors are considered further in the application process. 

8. TRIAL PERIODS 

Worksmart arrangements that are offered by management, or that have been 

requested by the employee, may be subject to a trial period to ensure that the 

arrangement has no negative effects on the employee, the team or service provision.  

The length of the trial period will depend on the circumstances but will not normally 

exceed six months. The arrangement will be reviewed during and at the end of the 

trial period. Amendments may be made to the arrangement during the trial period, 

either:  

• if the employee requests a change and the manager agrees or  

• if the manager determines that a change is necessary due to negative effects on 

the employee, team or service provision.  

The trial period may be terminated by the employee at any stage and for any reason, 

or by management if there are negative effects on the employee, the team or service 

provision. One month’s notice should normally be given.  

The arrangements for the trial period, and any changes made, should be confirmed 

to the employee in writing.  

If, at the end of the trial period, it is agreed that the Worksmart arrangement should 

continue, then the details will be confirmed to the employee in writing.  

All changes to working hours/patterns under Worksmart (apart from flexitime, shift 

swapping and self rostering) and changes of base (move to home working profile) 

need to be reflected in the employee’s contract (EMIS employee form required). 

If during or at the end of the trial period the Worksmart request is refused, then the 

employee may appeal as above. Withdrawal of the arrangement being trialled, or 

amendment to an arrangement that the employee does not wish to accept, will both be 

considered refusals of the employee’s original request. 
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9. REVIEW OF WORKSMART ARRANGEMENTS 

Worksmart arrangements will be granted subject to annual review (except for 

changes to hours), however changes will only be made for the ‘reasons for refusal’ 

shown above.  

Should it be considered necessary to amend or withdraw a Worksmart arrangement, 

for instance if duties or if service provision requirements change such that the 

arrangement is no longer suitable, or if monitoring and evaluation shows that the 

expected benefits are not realised, the situation will be discussed fully with the 

employee. One month’s notice will generally be given of any change/withdrawal. The 

employee may appeal as above. 

Poor work performance may result in action being taken under the Council’s Work 
Performance Ability procedure and may result in the amendment or withdrawal of the 
agreement.  

Any suspected abuse of a flexible working arrangement may result in action under the 
Council’s Disciplinary procedure, and may lead to the amendment or withdrawal of the 
arrangement.  

An employee who wishes to amend or withdraw from his/her Worksmart arrangement 

should make a further application to change his/her working arrangement. There is no 

automatic right to revert to a previous arrangement. 

10. ALLOWANCES  

Time Based Allowances 

An employee may have a request granted under this policy (or take up an offer from 

management) to change to working in a period or pattern for which an enhancement 

that she/he does not currently receive (e.g. night work and weekend work) is usually 

paid under the terms and conditions applying to his/her employee group. Such 

enhancements will not be paid as a result of changes made under this policy.  

For instance, an employee who currently works Monday to Friday only and has a 

request to work Saturday mornings instead of Tuesday afternoons approved will not 

become entitled to a weekend work pay enhancement.  

Worksmart offers employees many benefits but does not give the opportunity to 

increase salary. Only where a requirement (e.g. to work at weekends) is set by 

management will any time based enhancements be paid. 
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Telephone/Broadband Costs 

The Council will not pay for the instalment or rental of phone lines or for broadband 

access for employees working from home, except for employees working under the 

homeworker profile.  

Where Council equipment is not provided, employees working from home should 

submit evidence of the cost of business phone calls made from their own landline or 

mobile phone for reimbursement. 

Travel 

Mileage allowance will be paid in accordance with the Travel and Subsistence Policy. 

11. MONITORING AND EVALUATION 

Where the Council is investing in technology to assist teams/individuals to adopt one 

of the Worksmart Profiles it is expected that cashable benefits will be realised to off-

set this investment. The Worksmart Project Board have identified benefits that each 

team/individual participating in a Worksmart profile will be expected to achieve, 

details of which are available on the Worksmart website. The onus will be on the 

team/individual to collate the information and monitor the progress on achieving the 

set targets and work with the Worksmart team in ensuring this information is 

appropriately gathered and timeously reported to the Management Team.  

It should be noted that if the expected cashable benefits are not realised then the 

organisation may revisit whether investing in new technology is a viable option and 

may withdraw from supporting the Worksmart Initiative where investment is required. 
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