Loughborough University Flexi-time Scheme Pilot Evaluation

In summary, this briefing paper will analyse the results of the flexi-time scheme pilot carried out at the University between September and December 2002.  It will also give an introduction and background to flexi-time schemes in general and will highlight the need to comply with government legislation being introduced in April 2003.  The following papers are also attached:

· Appendix A - Results of the evaluation for employees and managers shown in graph form

· Appendix B – sample of the evaluation questionnaire sent to employees

· Appendix C – sample of the evaluation questionnaire sent to employers

What is a flexi-time scheme?

Flexi-time is the term used to describe a system where an employee contracts to work a total number of hours and is then permitted to attend work flexibly within a framework laid down by the employer, the University choose earliest and latest, start and finish times of 7.00 am – 7.00 pm with core hours being 10.00 am – 12.00 pm and 2.00 pm – 4.00 pm (core hours is the period during which employees must be at work (unless they are on annual leave, sickness etc)) .

Many employees and employers can benefit from a flexible working scheme.  The scheme can be used whether staff are working full-time, part-time,  term-time only or job share.


The scheme offers many advantages eg.  aids recruitment and retention and assists with meeting equal opportunities principles, both of which are highlighted as key areas in the recent HR Strategy. 

A statutory requirement introduced from 6 April 2003, gives employees with children or dependants under the age of 6 (18 years for disabled children) a right to request to work flexibly and the onus is on employers to consider the request seriously, employers will only be able to refuse on specified grounds, by adhering to strict procedures and timescales.  By introducing a flexible working scheme, the University will be seen as a proactive, forward-thinking employer whilst remaining competitive with other local organisations.

Which departments took part in the pilot?

The following departments were asked to take part in the scheme:

· Media Services

· Sports Development Centre

· Estates Services

· Personnel Services

· Registry Services – Student Records & Exams

· School of Sport and Exercise Sciences

· Wolfson School of Mechanical and Manufacturing Engineering

· Registrar’s Office

· The Vice-Chancellor’s Office

· Research Office

After a meeting with all the departments, Estates Services decided it would not be possible at this time to introduce a scheme without further investigation.  External Relations also asked if they could be involved in the pilot.  The pilot was introduced to ALC, Secretarial, Clerical and Ancillary staff.  Not all staff within the departments above took part (fig 1) and it would be fair to say, that it was not received favourably by some of the Heads of Department in the first instance.  However, employees within the specified departments were optimistic and as highlighted in the attached graphs, the scheme has been extremely successful.  As highlighted in figure 1 only 1 member of staff from SDC took part in the pilot, this was due to staff within the department agreeing that their working arrangements were already flexible and that by taking part in the scheme would formalise this.  

	DEPT
	Total

	Academic Registry
	10

	External Relations
	13

	Mailroom only
	5

	Personnel Services
	11

	Registrar's Office
	2

	Research Office
	9

	Sports Development Centre
	1

	SSES
	2

	VC's Office
	2

	Wolfson School
	18

	(blank)
	2

	Grand Total
	75


 


Figure 2 shows the responses of staff who have taken part in the flexi-time scheme pilot, 28% were ALC grades, 68% Secretarial, Clerical and Ancillary grades, 1.3% technical and 2.6% remained anonymous.



Analysis of the Employee evaluation:

The total number of staff eligible to take part in the pilot are 196 (figures correct as at 1 May 2003).    The attached graphs (Appendix A) are based on a total of 75 responses.  The evaluation questionnaires were sent to employees through their manager/supervisor (Appendix B) 75 responses were received.

· 67% of staff stated that the scheme had improved their time management at work, including 14% of whom stated it had greatly improved

· 39% of staff stated that their department became more efficient during the pilot, including 6% of whom stated it had greatly improved, 59% stated that it remained unaffected

· 76% stated that the scheme had improved they way they felt toward their work, including 22% stating it had greatly improved

· 61% stated that it had improved the control they had over their work, including 24% of whom stated it had greatly improved, 39% stated it had remained unaffected

· 65% stated communication and morale had improved during the pilot, including 14% stating it had greatly improved

· 50% stated that individual workload stress levels had improved during the pilot, 12% of whom stating it had greatly improved, 49% stated no change

· 52% stated that departmental workload stress levels had improved during the pilot, 7% of whom stating it had greatly improved, 44% stated no change

· 30% of employees stated that their manager/supervisor were very enthusiastic about implementing the scheme, 43% stated their manager/supervisor was keen to implement the scheme, whilst 27% went along with it

· 100% of staff stated that they could trust their colleagues regarding timekeeping with 99% stating that they felt their manager could trust them and their colleagues regarding timekeeping

· 80% of staff who have taken part in the pilot state they would be disappointed if the scheme was not implemented University-wide, 61% of whom would be very disappointed

· 88% of staff used the spreadsheet time-keeping system

· 78% felt that the instructions to complete the sheet were easy to understand

· When asked which other work-life balance schemes would you like to see made available to University employees the response was:

· 47% compressed hours

· 12% annualised hours

· 25% seasonal hours

· 16% remote/home/teleworking


(a description of each scheme can be found at the end of Appendix A)
Analysis of the Employer evaluation:

12 managers/supervisors took part in the pilot to monitor their departments and 10 responded to the flexi-time scheme evaluation questionnaire (Appendix C).  

· 80% of managers/supervisors personally took part in the scheme eg. completing flexi-time forms themselves

· When asked how had the scheme affected their department the following responses were given:

· Quality of customer service – 70% unaffected, 30% improved

· Office cover – 20% improved, 50% unaffected, 30% reduced

· Staff Morale – 10% greatly improved, 90% improved

· Staff productivity – 10% greatly improved, 30% improved, 40% unaffected, 20% reduced

· Retention of staff – 20% improved, 80% unaffected

· Team-working – 10% greatly improved, 40% improved, 50% unaffected

· Communication – 40% improved, 60% unaffected

· Arrangement of meetings – 10% improved, 60% unaffected, 30% reduced

· 80% of managers had significant input in implementing the scheme

· 100% of managers stated they could definitely trust their team in relation to time-keeping, 70% of whom could most definitely trust their staff

· 50% stated no operational difficulties were experienced with the other 50% producing comments

· 60% stated no reservations with implementing the scheme University-wide

· 60% stated no changes needed to be made to the scheme prior to implementation

· 50% of managers stated they would be disappointed if the scheme was not introduced University-wide, 40% of whom stated they would be very disappointed, 30% remained neutral with the other 20% being pleased if the scheme was not introduced.

Summary of analysis

Overall the scheme has been received very well, other departments are keen to take part in the scheme and have informally been trailing it in their own areas with the consent of their managers/HoDs. Any additional feedback that has been provided by employees or managers will be analysed separately.  Comments include the appropriateness of the scheme being available to ALC staff, the core hours being different for departments who have staff working out of office hours, overtime calculations and teething troubles with the part-time time-recording spreadsheet. 

Recommendations

This paper would recommend that the flexi-time scheme is introduced University-wide where possible, to all ALC, Secretarial, Clerical and Ancillary staff with immediate effective.  The scheme should be introduced into the University as a privilege to employees and not a right, under individual circumstances the scheme may be withdrawn from an employee.  There are however, certain categories of staff for whom the scheme will be unworkable for eg. Receptionists solely responsible for their working area, which has to be open to customers throughout the day, Fitness Instructors working set shift patterns etc.  

In relation to the Technical staff group, further consultation is currently taking place regarding how a scheme might be introduced this group of staff.

As a future initiative the University should investigate and research further work-life balance schemes and pilot them in the same way.

Figure 1 - Number of evaluation questionnaires returned from employees participating in the pilot








Figure 2  - Employees participating in the pilot by grade
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