Flexible Working Policy EIA
Step 1: Scoping the EIA

	Name of the policy/function 
	Flexible Working Policy

	Lead assessor  People Team
	Date process started  April 2010

	
	Date process ended  August 2010

	This EIA is being undertaken because it is:

 FORMCHECKBOX 
 outlined within the equality scheme relevance assessment table 
 FORMCHECKBOX 
 part of a project proposal submission to the programme management board

 FORMCHECKBOX 
 a result of organisation change
 FORMCHECKBOX 
 other – please specify:

	Great Britain (GB)-wide and Scotland and Wales specific policies

All policies that are specific to Wales and Scotland will undergo their own EIAs.  For all GB-wide policies, you will need to ensure that you have considered any impact that might incur as a result of activity taking place in Scotland and Wales. Please ensure that any EIA team established reflects expertise from Scotland and/or Wales colleagues.

	1. A screening assessment was used to identify which of the equality groups the policy is relevant to

	A screening was carried out  FORMCHECKBOX 
(Please tick if applicable)
If a screening was carried out please complete the following:

A screening has identified the policy as having relevance to the following equality groups  (please tick below):

 Age  FORMCHECKBOX 
 Disability  FORMCHECKBOX 
 Race  FORMCHECKBOX 
 Gender   FORMCHECKBOX 
 Sexual orientation  FORMCHECKBOX 
  Religion or belief   FORMCHECKBOX 
 Transgender  FORMCHECKBOX 

Date of screening:       
Date screening signed off and approved by internal equalities team:       


	A screening has not been completed FORMCHECKBOX 
 Please tick if applicable
If a screening has not been completed and your policy area is not obviously focused on one or more particular equality group (such as race and the construction industry, your assessment must consider all of the equality strands.

N.B Assessors of single strand projects must also consider multi- discrimination dimensions. See guidance for further details on assessing impact and multi-discrimination



	2. What are the main aims, purpose and outcomes of the policy? You should be clear about the policy proposal: what do you hope to achieve by it? Who will benefit from it?

	Aims:

The aim of this policy is to ensure that all requests for flexible working are dealt with in a consistent, fair and appropriate manner.

The Commission recognises that employees want to strike a balance between their home and work life and is committed to offering flexible employment practices where possible to support this.  


Purpose and Outcome:
The purpose of this policy is to provide guidelines on how the Commission approaches flexible working, to advise employees on their eligibility to request flexible working and set out the appropriate procedure to follow. 


The policy sets out the approach the Commission will follow to ensure consistency and fairness in treatment for all employees who make a request to work flexibly.  
As the Commission is committed to equality of opportunity for all employees, this policy will help ensure that we do not treat any employee less favourably because they work flexibly or request to work flexibly.  

Who will benefit:

All Commission employees may request flexible working provided they have twelve months service, but certain employees have a statutory right to request flexible working because of their caring responsibilities.  This policy sets out the procedure to follow for all flexible working requests regardless of the reasons. 
This policy is not intended to be used to meet short-term needs for flexible working (for example to cover school holiday arrangements).  



	3. Which aspects/activities of the policy are particularly relevant to equality?

	· training to support implementation of this policy

· communication of this policy
· access to and understanding of the processes within this policy, and;

· monitoring and review of the policy



	4. Gathering the evidence

	List below available data and research that will be used to determine impact on the different equality groups
Your assessment must include equality monitoring data gathered by your directorate. If data is not referenced and a link provided to the source, your EIA will not be signed off by the internal equalities team. 

If you don’t have any equality monitoring data please set out in question 5 below the mechanisms you will put in place to collect this data. 
It is your responsibility to identify the available data and use it within your assessment.

	Research conducted by the EHRC:

Commission workforce monitoring data 2008-2009- relevant findings:

66 per cent of the workforce are female – much higher than the proportion of women in the workforce population as a whole which is around 45 per cent.
83 per cent of our workforce is employed on a full-time basis compared to 17 per cent who are working part time.

23 per cent of females work on a part-time basis compared to 6.5 per cent of males. 

Staff are more likely to work part time if they work within the pay band level 1.

20 per cent of our disabled staff work part time.

We also know that 

· 23 per cent of females work on a part-time basis compared to 6.5 percent of males.

· Female staff working at Bands 4 and above are less likely to be working flexibly.

However the commission has a broad flexi-time system in place which all staff can take advantage off. So many of these staff although not reflected in our part-time data could be working hours that enables them to manage Work/Life commitments. 

Working Better  research

Research conducted by the EOC:

Transformation of Work 

Flexible Working Practices 

Working Arrangement Statistics

Transforming Work

Future of Work

Older Workers and Options for Flexible Work

Career Paths of Part Time Workers

Sex and Power

Employment Transitions over the Life Cycle

Supporting Parents and Carers



	5. Evidence gaps 

Do you require further information to gauge the probability and/or extent of impact? 

No: please go on to question 6. 

Yes: please explain how you will fill any evidence gaps. Please be specific. We don’t just want to know what data is missing; we want to know how you will go about collating it, time frames and responsibilities.

	In our 2009/10 workforce diversity monitoring data report we will collate and analyse data relating to the number of staff with caring responsibilities.

	6. Involvement and consultation.
You are required to involve and consult stakeholders during your assessment.

The extent of the consultation will depend on the nature of the policy. All major work programmes and strategies should make arrangements to consult throughout assessment. That includes gathering views on the initial aims of the policy and also on any impact. This should allow an informed view to be given on the options identified, as well as the assessment of impacts. Stakeholders’ views on the most effective methods of addressing unwanted impacts should be considered. Following consultation and involvement it may be necessary to go back to the assessment and revise your findings.

	Please indicate: 

· the consultation that has taken place, who with, when and how

· summary of the feedback

· link to any written record of the consultation so that it can be published alongside this assessment (if this is not provided your assessment cannot be signed off by the internal equalities team), and

· how you will continue to gain stakeholder views once your policy has been implemented.

	Consultation has taken place with the following stakeholders:
· Trade union representatives

· Staff

· Staff groups
· Corporate law
· Internal equalities, and

· HR business partners
· Managers
Key messages from consultation:

Query:
Timeframe for flexible working changes – it was raised that there may be some situations where individuals need to change for a short period, and that requiring applications only once in a 12 month period was quite limiting.  
Action taken:

The policy refers to temporary arrangements which do not require a formal flexible working request and which can be agreed between individuals and line managers.  This is referred to in Section 2 and Section 17

Query:
Clarity was sought on whether the policy applies to everyone as it reads as though it is only covering those with caring responsibilities.

Action taken:

We will ensure that the policy specifies that all employees can request flexible working, although only some are covered by statute
Group of queries relating to flexi-time:

Query regarding where flexi time will be covered 

The policy seems to be very formal when a lot of flexible working is already agreed informally in teams
The process was reported as being too formal, which did not reflect the many and varied short-term and informal ways in which flexible working is already used to meet changing needs of employees. This may be particularly important for employees managing mental health or caring responsibilities. These employees may not need or want to make a formal request for flexible working which impacts on terms and conditions, but simply to manage a particular situation at the time, with the support from their manager, knowing that flexibility is one of the tools available to do this.
Action taken:
Concerns have previously been raised about consistency in the application of flexible working therefore use of the procedure will help to address this.  Informal arrangements can still be agreed in relation to hours worked e.g. within the hours of 7am and 7pm
Query:
There are also of course people who have a legal right to work flexibly where that is necessary to comply with a duty to make reasonable adjustments or to avoid indirect discrimination. Colleagues said it would be helpful to acknowledge this and perhaps also to mention this may include short-term flexible arrangements outside the formal process described here.
Action taken:
Short term temporary changes are referred to under section 2 and section 17.

A  reference to flexible working as a reasonable adjustment under the accessibility section will be included

Query:
Suggestion of having standard refusal reasons to staff are clear on what is being considered
Action taken:
Suggest that broad categories could be included on the request form – the reasons for refusal are detailed in section 11.   

Query:
What happens once a request has been approved i.e. contract changes etc
Action taken:

Details of this won’t be included in the policy but will be linked to the relevant information about this in either the manager’s guide or on the intranet.
Continued engagement :
A feedback prompt has been included in the equality impact assessment statement on all policies. We hope this will encourage staff to provide ongoing feedback that we can use to inform subsequent reviews of this policy.


Step 2: Assessing impact and opportunities to promote equality 

	7. What kind of equality impact can you see being evidenced in respect of the individual equality duties? Please provide as much detail as possible as to how you have reached the conclusions that you make and document them clearly below.

	· A review of our monitoring information is telling us that males are much less likely to request part –time working (a flexible working option). We also know that females requesting to work part time drops off dramatically at level 4 and above. Better promotion of our flexible working options could be used to ensure that all staff requiring this option are informed of their choices and feel comfortable in making the choice to work flexibly. We do not want to inadvertently introduce a ‘glass ceiling’ for female staff.

· Effective implementation of this policy requires Managers to understand the principles of this policy and their responsibilities when they are considering a request for flexible working. Managers have a responsibility to ensure that they manage and support all staff fairly. Managers who fail to develop this understanding and/or attend training to help them to do this could result in this policy being implemented unfairly. This could have a detrimental effect on all staff and in particular those with 
· Caring responsibilities 
· Childcare responsibilities
· Individuals with disabilities requiring flexible working as a reasonable adjustment, including staff with mental health challenges 
· If there is also an issue around religion and belief, if staff member's requests for different working hours, are to fit around issues related to religious belief (e.g. - Jewish staff needing to leave work earlier on Fridays during Winter).
· Female staff are more likely to be impacted negatively if this policy is poorly implemented as they are historically believed to take on the majority of caring responsibilities.
· Poor communication of this policy could impact negatively on some staff groups. For example if the policy is not available in alternative formats, staff with disabilities could be impacted in a negative way.

· Poor processes and monitoring of this policy could result in a failure to identify staff groups not being treated fairly in the approval process and also in accessing their right to request flexible working.


	8. What can you do further to maximise opportunities to further promote equality and ensure equitable outcomes for different communities and groups?

	Provide high quality and effective training to managers on the new ways of working, to ensure that all members of staff are fully aware of the different options available to them, which could lead to more appropriate ways of working being taken up by Commission staff across all the equality strands.  

The workforce diversity report could be used to identify members of staff that do not work flexibly, and if there are any equality strands which are disproportional, they can be targeted to take up flexible ways of working.




Step 3: Strengthening your policy 

	9. What will you do to remove any negative impact identified and further promote equality? Please document the actions required to strengthen your policy in the table below.

	As a result of this assessment, to ensure that the policy is correctly implemented and that it achieves a positive impact, the Commission has: 

· Revised the policy as it has been developed, considering and acting on the feedback it has received- See above

· Introduced a prompt for staff to provide feedback on this policy 

The Commission will take action regarding the following: 

Training


· Undertake training for all managers through the implementation of the learning and development strategy for 2010-2012.

· Have an intranet based advice / good practice guide for managers.
· Monitor attendance of any training 
Accessibility

· A glossary will be created to support staff to understand and clarify the meaning of terms used within policy documents.
· Wherever possible reasonable adjustments will be put in place to support full participation in the policies procedures and practices. Staff will be expected to adhere to our reasonable adjustments guidelines and where there is uncertainty, the national accessibility officer should be consulted. Many staff with disabilities will use flexible working as a reasonable adjustment that will enable them to work and manage  
Communication


· A communication plan will be implemented ensuring Managers feel confident and have the knowledge to use the guidelines and policies, and staff are clear about what the policies mean for them personally.  Staff involved in the communication process will be required to give regard to our reasonable adjustments policy, including:
· Alternative formats of policies will be sent to those that need it

· Email – appropriate font size and accessible documents will be used to ensure no one is excluded
· Monitoring

· Regularly monitor both the implementation and outcomes of the Flexible Working policy by equality group. This analysis will be reported to the Senior Management Team.
This policy will be reviewed in twelve months time when it will be clearer what the actual impact of this policy has been and how actions implemented as a result of this assessment have supported the successful implementation of this policy.


	Action planning

	Action(s)
	Timescales
	Responsible lead
	Outcome expected

	Plan to implement a number of briefing sessions or training on flexible working in the next 6 months

	April 2010
	People Directorate 
	Managers and staff understand their individual roles and responsibilities when requesting and granting flexible working.

	Implement  reasonable adjustments guidance for managers


	April 2010
	People Directorate
	Managers and staff understand their individual accountabilities when reasonable adjustments are required in the workplace. 
Staff with disabilities feel supported and are able to carry out their working role effectively.

	Implement communication plan
	April 2010
	Internal Comms

People Directorate
	Improved consultative and involvement of staff

	Introduce collation of reasonable adjustments data to monitor fair implementation of this policy
	Immediately
	People Directorate
	Ability to assess how the policy is being implemented and address any notable disparities 


Step 4: Monitoring and review

	10. What monitoring mechanisms do you have in place to assess the actual impact of your policy?

	The Commission has just undertaken a data validation exercise and this will be used to underpin further data collection that will take place to assess the impact of People policies introduced over the next twelve months. 

The following data will be gathered by equality group to monitor the actual impact of this policy, including

· Requests for flexible working 
· Agreement to request for flexible working
· Refusal of a request for flexible working 
This data will be collated and used at the next review which is planned for April 2011. If for any reason there are concerns regarding the implementation of this policy the review date can be brought forward.
Collation and analysis will be the responsibility of the People directorate. 


	Please provide a review date to complete an update on this assessment. 
	Date of next review: April 2011


