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Introduction 

Flexible working can mean different things to different people. It can include working on 
different days, working different shift patterns, working in different teams or working in 
different locations. This guidance document sets out the most common forms of flexible 
working and provides information for managers and staff on these arrangements.  
 
BENEFITS OF FLEXIBLE WORKING 

 
At ASPH we acknowledge that staff are increasingly seeking flexible ways of working for a 
broad range of reasons, such as to accommodate caring responsibilities, childcare, studying, 
volunteering, hobbies or social activities. We believe that offering and advertising flexible 
working opportunities is one of the ways that we can attract and retain a diverse workforce 
and is an important way of demonstrating to staff that they are valued as individuals.  
 

Benefits to the Trust Benefits to the employee 

Increased recruitment 
 

Improved job satisfaction 

Larger talent pool of potential employees 
 

Higher level of engagement 

Widened participation and improved diversity 
of the workforce 
 

Improved health and wellbeing 

Reduced costs where full-time cover is not 
required 
 

A better work-life balance 

Loyal and committed employees 
 

Reduced travel time 

Reduced sickness absence 
 

Support to manage caring responsibilities 

 
APPLICATIONS FOR FLEXIBLE WORKING  
 

Staff wishing to apply for flexible working, and mangers receiving applications, should read 
the Trust’s Flexible Working Policy which sets out the process for applications. The policy 
also sets out an employee’s rights in relation to Flexible Working and management 
obligations and responsibilities.  
 
FEEDBACK  
 

This guidance is intended to be a dynamic document which can be developed in partnership 
with clinicians, managers staff and staffside to ensure that remains relevant and up to date. 
If you would like to feedback on the document or be involved in future development, please 
get in touch via your HR Business Partner or contact Lucy Purdy, Assistant Director of HR 
on Lucy.Purdy@nhs.net  
 
SHARE YOUR GOOD PRACTICE 

If you work flexibly or have flexible workers in your team, others may benefit from hearing of 
your example. If you would be willing to share your experience or are happy to provide a 
short case study example, please get in touch. 

mailto:Lucy.Purdy@nhs.net
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Guidance on Types of Flexible working 

PERMANENT OR TEMPORARY REDUCTION OF HOURS 

DEFINITION  

 
An arrangement which enables employees to work reduced hours on a permanent or 
temporary basis. This might include part-time working, job sharing and term time working.  
The employee would be able to reduce their working hours from the hours initially contracted 
to work (subject to Application process). Salary would be pro rata to the Full Time Equivalent 
(FTE) salary and would involve a variation to their contract of employment.  
 
POINTS FOR CONSIDERATION  

 

 It may be possible to find other team members who wish to increase their hours 
either for a permanent or temporary period.  

 Alternatively, the remaining hours could be advertised as a part time post position or, 
where the number of hours being reduced is considerable, it may be appropriate to 
consider a job share arrangement. 

 Changes to the employee’s terms and conditions are permanent unless stated 
otherwise. There is therefore no automatic right to revert to the original hours worked. 

 
IMPACT ON PAY AND BENEFITS  

 
Salary and all pay related benefits are reduced pro rata to the full time entitlement. 
Employees may wish to assess the impact that a reduction of hours will have on their 
pension.  
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Guidance on Flexible working 

PERMANENT OR TEMPORARY INCREASE IN HOURS 

DEFINITION  

 
An arrangement which enables employees to work increased hours on a permanent or 
temporary basis. The employee would be able to increase their working hours from the 
hours initially contracted to work. Salary would be increased on a pro rata to the Full Time 
Equivalent (FTE) salary and would involve a variation to their contract of employment.  
 
POINTS FOR CONSIDERATION  

 

 It may be possible to find other team members who wish to decrease their hours 
either for a permanent or temporary period.  

 Changes to the employee’s terms and conditions are permanent unless stated 
otherwise. There is therefore no automatic right to revert to the original hours worked. 

 
IMPACT ON PAY AND BENEFITS  

 
Salary and all pay related benefits are increased pro rata to the full time entitlement or up to 
the full time entitlement. 
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Guidance on Flexible working 

FLEXI TIME 

DEFINITION 

  
An agreement where normal working hours are varied to suit an individual’s needs, whilst 
working the full time contracted hours for the post over the week. For example working from 
10am - 6pm rather than from 9am - 5pm. Working hours may be flexed on a permanent or 
temporary basis, throughout the week or just on one or two days of the week. This type of 
arrangement allows for greater coverage of the working day by the department and provides 
flexibility for the individual.  
 
POINTS FOR CONSIDERATION  
 

 Agreement with the line manager must be sought in advance and actual timings need 
to be defined to ensure that service needs are not compromised.  

 Minimum break times must be taken during the working day according to Trust policy 
and relevant legislation.  

 There may be health and safety or security issues which need to be considered when 
working outside of the ‘normal’ hours. 

 
IMPACT ON PAY AND BENEFITS  

 
Pay and benefits are not affected on the basis that the full contracted hours for the job are 

worked over the course of the week. 

Where (on agreement with the manager) the employee chooses to work some hours during 

premium rate time (e.g. evenings or weekends) this does not attract enhanced pay. 
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Guidance on Flexible working 

JOB SHARING 
 
DEFINITION  

 
Job Sharing is a way of working in which two (or more) people share a ‘whole’ or ‘full time’ 
job. Job sharing allows for full week cover and enables roles to be shared that are not 
suitable to be carried out on a part-time basis. Broadly there are two types: 
 

 A ‘pure’ job share arrangement where one job is done by two or more people with the 
same level of capability and expertise and a single set of performance measures. In 
this arrangement the job holders are interchangeable.  

 

 A ‘hybrid’ job share, where one job is done by two or more people with 
complementary, rather than the same, capabilities and expertise. There is a single 
set of accountabilities with some shared and some divided responsibility, allocated 
according to capability and expertise. This is quite a common arrangement for more 
senior job share arrangements. 

 
In both instances, each job share partner should be sufficiently well informed to be able to 
pick up responsibilities and actions when the other is absent. 
 
POINTS FOR CONSIDERATION  

 

 If you have a current employee looking to reduce their hours, would a job share 
arrangement be suitable? 

 If, at interview, you have a successful candidate who would like to work part time, 
consider appointing on a part-time basis and re-advertising the remaining hours. 

 If the role requires a broad range of skills, would two or more people provide those 
skills between them?  

 Some job share partners mutually agree with management to increase hours of work 
to cover annual leave or other absence. Would the service benefit from this and if so 
do you have budget to cover the additional hours? 

 Consider what arrangements will be needed for handover  

 If the job sharers manage a team, how will this be split between them? 

 How will clients or patients be split between them? 

 What will they have joint accountability for and what will they have individual 
accountability for? 

 What performance measures will be individual and what measures will be shared? 

 
IMPACT ON PAY & BENEFITS  

 
Job share partners receive salary and all pay related benefits on a pro rata basis depending 
on the number of hours they are contracted to work.  
 
Note that job-sharers should be on the same salary scale, although incremental dates and 
salary points may vary depending on individuals’ previous experience and service.  
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IMPACT ON TERMS AND CONDITIONS TERMS  
 
Each job share partner will have an individual statement of main terms and conditions of 
employment. This statement will include the name of the job share partner and the 
procedures which apply if one partner resigns or is dismissed (see below).  
 
A written agreement should be produced at the time of agreement to a job share outlining 
how the job share will work in practice.  
 
ARRANGEMENTS WHEN ONE JOB SHARING PARTNER LEAVES 

 
Partnerships can end when one partner wants to change their working pattern or leaves the 
job for any reason. Line managers should clearly define and agree with both partners from 
the start, in writing, what procedure will be adopted if one job sharing partner leaves; 
particularly what will happen if a new partner cannot be found. Managers should offer the 
hours to the remaining job sharing partner, but refrain from putting any pressure on them to 
work more hours than their contract provides, whether temporarily or permanently. If the 
remaining job sharer does not wish to work the full time hours, the vacant job share should 
be advertised in accordance with the normal recruitment procedures ensuring that the advert 
is clear that it is a job-share.  
 
If no job share partner can be recruited to and the work cannot be organised differently to 
allow the remaining partner to continue working on a part time basis, the manager should 
explore opportunities to find suitable alternative employment for the remaining employee in 
consultation with their HR Business Partner.   
 
If no suitable alternative employment is available, the manager may have to issue the 
employee with notice of termination of employment on the grounds that the post cannot be 
adequately filled on a part time basis due to service needs. This would not be a redundancy 
dismissal as the requirement for the work to be done has neither diminished nor 
disappeared. This would constitute dismissal on the grounds of “Some Other Substantial 
Reason”. In these circumstances, the manager must be fully able to demonstrate, with 
evidence, that the service needs are such that the post can only be filled on a full time basis 
and that attempts to find a job share partner have been unsuccessful. 
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Guidance on Flexible working 

TERM TIME ONLY 

DEFINITION  

 
An employee on a term time contract of employment is typically contracted to work for a total 
of 39 weeks per annum enabling the employee not to work throughout the 13 weeks school 
holidays per year (as determined by the Local Education Authority). Alternatively it is also 
possible to agree a 38 weeks’ per annum contract should the employee not work during the 
additional 5 in service training days per annum.  
 
POINTS FOR CONSIDERATION  

 

 Consideration should be given to how the service might adapt to lengthy periods of 
absence at peak times for annual leave requests 

 In some teams it is possible to find staff who wish to mirror a term time working 
pattern i.e. an employee who wants to work more hours in the school holidays  

 Employees’ working hours and rest breaks must comply with the Working Time 
Directive and NHS Terms and Conditions of Service. 

 All annual leave and the majority of bank holidays (with the exception of May Day) 
are taken in the holiday period and accounted for in the salary calculation below.  

 Annual leave will not be granted during the working period. However, if the employee 
occasionally needs to take adhoc leave during the working period (to attend an 
appointment for example), the manager and employee may agree a time off in lieu 
arrangement where the hours are worked at a later date or unpaid leave may be 
granted.  

 
IMPACT ON PAY AND BENEFITS  
 
Payment is based on the number of hours contracted to work each week and weeks worked 
over the year plus a payment for annual leave and bank holiday entitlement. An example of 
the FTE calculation is given below. Once an FTE is calculated, the salary payments will be 
averaged out and paid equally over 12 months.  
 
CALCULATION OF HOURS AND WHOLE TIME EQUIVALENT (WTE) FOR TERM TIME 
ONLY STAFF  

 
In order to calculate how much a term time employee should be paid, their whole time 
equivalent, or FTE, should be calculated as follows:  
 
A standard calendar year is defined as 52.14 weeks, which is multiplied by the full time 
hours per week 37.5. 
 
52.14 weeks x 37.5 hours = 1955.25 hours per annum  

 
Annual leave and bank holidays are subtracted from the above hours to get the total number 
of actual hours worked per year by a full time person:  
 
1955.25 − (27 + 8) x 7.5 hours = 1955.25 − 262.5  
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= 1692.75 hours per annum actually worked by a full 
time employee with less than 5 years’ service where 
there are 8 bank holidays within the leave year  
 

A term-time employee’s actual hours are then expressed as a proportion of a full time 
person’s hours in order to obtain the WTE.  
 
Example  
 
A term-time employee works 37.5 hours per week for 38 weeks per year (this may be 
extended to take account of differing term time weeks). They do take one bank holiday in 
term-time (May Day) so this needs to be deducted from the total hours worked calculation, 
so 7.5 hours will be deducted for May Day.  
 
Total hours worked are as follows:  
 
(37.5 hours x 38 weeks) − 7.5 hours = 1425 − 7.5 = 1417.5  

 
This is then divided by the number of hours worked by a full time employee to calculate the 
whole time equivalent.  
 
WTE = 1417.5 / 1692.75 = 0.84  

 
(Average hours worked per week = 37.5 x 0.84 = 31.5)  

 
A recovery clause will be added to term time only employees’ terms and conditions to ensure 

that any overpayment is recovered if individuals leave the organisation part way through the 

year. 
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Guidance on Flexible working 

PHASED RETURN TO WORK 

DEFINITION  

 
A phased return to work may be required after a period of extended leave e.g. maternity 
leave, career break or illness. Normal hours of work are reduced on a temporary basis 
before returning to work at the full contracted hours.  
 
POINTS FOR CONSIDERATION  

 

 It may be necessary to investigate the possibility of a reduction of normal hours or 
lighter duties within another department if it is not possible to accommodate these in 
the original department.  

 

 A phased return to work may be considered as a reasonable adjustment for a 
disabled employee. Managers should seek advice from the HR and Occupational 
Health teams. See the Trust’s Management Guidance on Reasonable Adjustments 
and the Trust’s Sickness Absence Policy.  

 

IMPACT ON PAY AND BENEFITS 

After Sick Leave  

 
For employees returning after a period of sick leave, arrangements for pay and benefits will 

be as per the Trust’s Sickness Absence Policy.  

All other employees will receive pay and benefits pro rata based on the hours worked.  
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Guidance on Flexible working 

ANNUALISED HOURS 
 
DEFINITION  

 
In an annualised hours system an employee works a certain number of hours over the whole 
year, but with flexibility about when those hours are worked. Normally, a period of regular 
hours or shifts forms the core of the arrangement, with the remaining time left unallocated 
and used on an 'as needed' basis. 
 
POINTS FOR CONSIDERATION 

  

 Minimum staffing and skill mix required throughout the daily work cycle and provision 
for unforeseen events.  

 Sometimes the employee and manager may agree that the employee may be called 
upon at short notice, perhaps to cover colleagues or according to a surge in demand, 
to work the unallocated time. 

 A limit needs to be set on how much time owing or time owed can be accumulated.  

 A system for keeping track of hours worked must be agreed. For example a monthly 
timesheet which shows:  

o total contracted annual hours  
o schedule of hours worked that month  
o total hours worked  
o total hours remaining  
o leave due/taken  

 
CALCULATING HOURS  

 
An annualised hours’ scheme is based on a calculation of the hours to be worked in each 
year in total less annual leave and bank holiday entitlement. The year must be clearly 
defined e.g. April to March.  
 

EXAMPLE 

A standard calendar year is defined as 52.14 weeks, which is multiplied by the full time 
hours per week 37.5. 
 
52.14 weeks x 37.5 hours = 1955.25 hours per annum  

 
Annual leave and bank holidays are subtracted from the above hours to get the total number 
of actual hours worked per year by a full time person:  
 
1955.25 − (27 + 8) x 7.5 hours = 1955.25 − 262.5  
 

= 1692.75 hours per annum actually worked by a full 

time employee with less than 5 years’ service where 
there are 8 bank holidays within the leave year  
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IMPACT ON PAY AND BENEFITS 

If staff do not work full time hours, pay and benefits are reduced pro rata based on the hours 

contracted.  
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Guidance on Flexible working 

REMOTE WORKING 
 
DEFINITION  

 
An arrangement whereby the employee works from a location other than the traditional place 
of work. This may be home or elsewhere. 
 
Remote Working is covered in the Trust’s “Enabling Remote Working Guide”. Please 

see this Guide for further information.  


