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1  INTRODUCTION  
 
1.1  NHS Coventry and Warwickshire Integrated Care Board (‘the ICB’) is committed to providing a range 

of flexible working options for employees in order to maintain a committed and skilled workforce, able 
to deliver high quality, cost effective services in an environment which maximises opportunities for 
employees to balance work and personal commitments.  

 
1.2 The ICB recognises the importance of helping their employees by offering flexible working 

arrangements that enable them to balance their working life with other priorities, including parental 
and other caring responsibilities, life-long learning, charity work, leisure activities and other interests. 
In turn the ICB recognises that staffing levels must at all times remain in line with the demands of the 
service. 

 
1.3 Although the ICB is committed to providing the widest possible range of working patterns for its 

workforce, both management and employees need to be realistic and to recognise that the full range 
of flexible working options will not be appropriate for all jobs across all areas of the organisation. 

1.4  This policy sets out the flexible working arrangements that are available within the ICB and is 
supplemented by further guidance on different options available contained in Appendix 1.  

 
2  PRINCIPLES  
 
2.1  The ICB has an overriding responsibility to deliver timely services. They also have the right to seek 

ways of developing the capacity of their services, improving the capabilities of their employees and 
improving effectiveness.  

 
2.2  The statutory right to apply for flexible working under the Flexible Working Regulations 2014 applies 

to all ICB employees with 26 weeks continuous service. It should be noted that the policy does not 
cover any person engaged to work for the ICB via an agency, or in the capacity of a contractor, student 
or volunteer. Accordingly, this policy allows any employee, after 26 weeks of continuous employment 
with the ICB, the right to apply for a change in their contracted hours of work in line with this policy 
but does not guarantee a change will be agreed.  

 
2.3 All agreed flexible working requests will be subject to a trial period, the length of which will be at the 

line manager’s discretion but will normally be between 3 and 6 months, to establish whether or not 
the new working arrangements meet service needs. 

 
2.4 Requests for flexible working should be received at least 12 weeks before the requested date of their 

commencement to enable any associated arrangements to be made to facilitate the request. 
However, this may be varied by Line Managers where circumstances require an earlier start date. In 
particular, staff on Maternity Leave can apply to return on changed hours or on flexible working 
arrangements, but no time limit is set in that policy for such requests. Flexible working requests may 
also be for a fixed temporary period, at the end of which the individual would revert to the contracted 
hours and working arrangements operating before the flexible working commenced.   

 
2.5 Employees are able to make an application for flexible working no more than once a year.  
 
2.6  All requests will be given full consideration and no reasonable request will be refused. However, in 

certain circumstances the needs of the business may not allow for the request to be granted. If a 
request is denied, a full and detailed reason for the refusal will be given in writing to the employee 
and kept on their personal file.  

 
2.7 Managers will ensure that staff who request flexible working arrangements are aware of the 

implications (if any) on their terms and conditions of employment e.g. salary, annual leave, pension. 
Managers should seek the assistance of a Human Resources representative where necessary.  
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2.8  As far as practicable the ICB may be able to offer flexible working arrangements such as: -  
(Reference: NHS Terms and Conditions of Service section 34) 

 
• Part-Time Working -This is where an employee is contracted to a number of hours that are less than 

the normal hours of work of a comparable full-time employee.  
 

• Increased Contracted Hours – Requests may be received to increase as well as decrease contracted 
hours. It should be noted however that requests to increase contracted hours will be subject to 
available funding and will require executive level agreement where an increase in budget is 
necessary. Consideration must also be given to whether or not other staff may wish to be considered 
to work increased hours in the relevant role, particularly if the increased hours could potentially form 
a new part-time job.     
 

• Voluntary reduced working time – This is where people work reduced hours, with a reduced salary, 
for a temporary fixed period by agreement. 
 

• Job Share - This is normally where two people share the duties and responsibilities of one full-time 
post in a partnership arrangement.  

• Term-Time Working - This is where there is agreement to allow an employee to take their annual 
leave and extended unpaid leave to coincide with the school holidays.  
 

• Flexible Start and Finish Times - This allows employees to vary their actual working hours. This means 
that employees can vary their start and finish times to better fit their domestic responsibilities, travel 
arrangements or for work purposes. This may be agreed in tandem with Flexible Rostering (see 
below).  
 

• Annualised Hours – This is where a person works a specific number of hours each year, with the 
hours being unevenly distributed throughout the year, whilst receiving their pay in 12 equal portions. 
 

• Flexible Rostering – Using periods of work of differing lengths within an agreed overall period in order 
to fulfil contracted hours but meet domestic and/or carer needs. This may include Flexible Start and 
Finish Times (see above). 
 

• Compressed Hours – This option compresses the standard working full time week of 37.5 hours into 
4 days each week, or for specific weeks in a combination with ‘normal’ 5 day working weeks. It should 
be noted that the opening and closing times of work premises, as well as specific service coverage 
times, can affect the feasibility of this option.  

 
 
2.9 Training and support will be provided as necessary to all Line Managers in the implementation and 

application of this policy.  
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3 RESPONSIBILITIES 
 
3.1 Line Manager Responsibilities 
 

• Ensuring that all staff are aware of this policy and how to apply for flexible working arrangements. 
They have a responsibility to promote and implement employment practices in accordance with this 
policy which support staff wellbeing and enable a healthy work/life balance to be maintained. 

 
• Accepting applications for flexible working from their staff and for carefully considering individual 

requests whilst balancing the need to deliver safe and effective services. 
 

• Ensuring that any refusal of a request for flexible working is objectively justified based on sound 
organisational and service need. 

 
• Providing written responses to all requests for flexible working and where the request is refused for 

providing objectively justifiable reasons, giving clear, demonstrable operational reasons why the 
request is not practical.  
 

• Ensuring that any request for change of an employment contract, for whatever reason, is requested 
formally using the application form (Appendix 2), a copy of which should be placed on the employee’s 
personal file. 

 
 
3.2 Employee Responsibilities 
 

• Ensuring they are aware of the options open to them around flexible working and be aware of how to 
request flexible working arrangements should they wish to do so. 

 
• Ensuring they are aware that flexible working is not an absolute right, and decisions regarding the 

application of flexible working agreements must be made based on service needs. 
 

• Ensuring they are aware that they can only make one request during any 12 month period.  
 
3.3  Human Resources Responsibilities 
 

• Ensuring that the ICB has robust HR policies and procedures in place which are legally compliant 
and adhere to the principles of fairness, equality and diversity.  

 
• Monitoring all rejected applications for flexible working on an annual basis and for providing advice 

and guidance on the application and implementation of this policy.  
 

• Advising the ICB of any non-compliance with this policy for consideration of further action. 
 

4 PROCEDURE  

4.1 An employee has the right to be accompanied by their trade union representative or a work colleague 
at every stage of this procedure. 

 
4.2 A request to change the contracted hours of work must be made by the employee by completing the 

Application for Flexible Working (Appendix 2). The application must:-  
 

• be dated and submitted 12 weeks before the proposed start date, (which must be stated in the 
request), or make it clear why this lead time is too long, and therefore request an earlier start date;  

• state whether a previous application has been made and, if so, the date on which it was made;  



NHS Coventry and Warwickshire Integrated Care Board, Flexible Working Policy, 1 July 2022 V1.0 
Review Date: April 2024 
 

Page 7 of 16 

 

• include the reason the request is being made;  
• include details of the proposed change, and proposed start date, and an explanation of the 

employee’s view of the effect on the ICB’s business and how this may be dealt with;  
• relate to hours, times or place of work;  

 
4.3 The line manager will acknowledge the request and will arrange a meeting with the employee to 

discuss the application, to be held no later than 28 days after the date of application.  
 
4.4 Where an instance of flexible working is proposed, the appropriate manager will need to give 

consideration to a number of factors including (but not limited to) the following: 

• the cost of the proposed arrangement 
• the effect of the proposed arrangement on other staff 
• the level of supervision that the post-holder requires  
• the structure of the department and staff resources 
• other issues specific to the individual's department 
• an analysis of the tasks specific to the role, including their frequency and duration 
• an analysis of the workload of the role 
• whether the request is for a temporary or permanent change 
• if there are examples of similar working arrangements elsewhere in the ICB, particularly involving staff 

in similar roles 
• If the employee is returning from a period of absence, was their workload re-distributed during the 

absence? 
 
4.5  A decision will be made within 14 days of the meeting and the employee notified in writing, with the 

fully completed Application Form signed and dated by the manager attached. The notification will 
either:-  

 
• accept the request and establish a start date, the length of trial period, and any other action or  
• confirm a compromise agreed at the meeting or  
• reject the request, detailing all of the facts and demonstrating the business rationale behind the 

decision, and include details of the appeals process  
 
4.6  Should the application be approved, the commencement date for the trial period and its length should 

be confirmed and a Change Form completed where a change in contracted hours forms part of the 
agreement.  

 
4.7 Arrangements must be made by the line manager for the review of the new working pattern, which 

should be undertaken jointly with the employee at least annually. The review period(s) must be 
specified in the Application Form (Appendix 2) by the line manager where a flexible working request 
is agreed.  

 
4.8  Applications for flexible working arrangements will be refused only for one or more of the following 

reasons:  
• the burden of additional costs;  
• detrimental effect on ability to meet customer demand;  
• inability to reorganise work among existing staff;  
• inability to recruit additional staff;  
• detrimental impact on quality;  
• detrimental impact on performance;  
• insufficiency of work during the periods the employee proposes to work;  
• planned structural changes.  
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4.9   If the proposal is refused, the employee may appeal in line with Section 7 of this policy. Should a 
request for Flexible Working be rejected the employee will not normally be able to make another 
application for a period of 12 months from the date of the original request. 

 
4.10 Employees should confirm in writing to their Line Manager if they want to withdraw their application. 

If an application is withdrawn, the employee may not make another application for 12 months. 
 
5         DATA PROTECTION 
 
5.1 In applying this policy, the ICB will have due regard for the Data Protection Act 2018 and the 

requirement to process personal data fairly and lawfully and in accordance with the data protection 
principles. Data Subject Rights and freedoms will be respected, and measures will be in place to 
enable employees to exercise those rights. Appropriate technical and organisational measures will 
be designed and implemented to ensure an appropriate level of security is applied to the processing 
of personal information.  Employees will have access to a Data Protection Officer for advice in 
relation to the processing of their personal information and data protection issues. 

 
 
6 EQUALITY STATEMENT 
 
6.1 In applying this policy, the ICB will have due regard for the need to eliminate unlawful discrimination, 

promote equality of opportunity, and provide for good relations between people of diverse groups, in 
particular on the grounds of the following characteristics protected by the Equality Act (2010); age, 
disability, gender, gender reassignment, marriage and civil partnership, pregnancy and maternity, 
race, religion or belief, and sexual orientation, in addition to offending background, trade union 
membership, or any other personal characteristic.  

7 MONITORING & REVIEW 

7.1 The policy and procedure will be reviewed periodically by Human Resources in conjunction with the 
ICB Board. Where review is necessary due to legislative change, this will happen immediately.  

 
8  APPEAL PROCEDURE 
 
8.1  The employee must submit their appeal in writing within 14 days of them being informed of the 

decision  
 
8.2  The appeal will be acknowledged in writing and an appeal meeting arranged 
 
8.3 The appeal meeting must take place within 14 days of the notice of the appeal and will be heard by 

the line manager of the manager who made the original decision, or someone at an equivalent level.  
 
8.4 The employee has the right to be accompanied by their trade union representative or a work colleague 

at this meeting 
 
8.5 The decision on the appeal must be given within a further 14 days and will be final. 



 
 
 
Appendix 1: Flexible working options 

Job-sharing 
DESCRIPTION BENEFITS TO EMPLOYEE BENEFITS TO EMPLOYER RISKS VARIATIONS 
• An arrangement 

whereby two part-time 
employees share the 
responsibilities of one 
(normally full-time) 
position. 

• In a 'shared 
responsibility' 
arrangement the 
individuals both carry 
out all the duties of the 
job, simply picking up 
the work where the 
other one left off, while 
in a 'divided 
responsibility' 
arrangement the duties 
of the position are 
divided between the two 
individuals, with each 
being able to provide 
cover for the other 
where necessary. 

 

• Permits more time for 
caring responsibilities or 
other commitments. 

• The employee works at 
regular, defined times, 
permitting arrangements 
in his/her free time to be 
made in advance. 

• Can allow the employee 
to adjust to increased 
leisure time in the run-
up to retirement. 

• Can permit an 
employee to continue 
with the security of 
regular employment 
while at the same time 
working on a self-
employed basis. 

 

• Two individuals are 
likely to bring increased 
skills and expertise to 
the position. 

• Peak periods of demand 
can be covered by 
hours when the two 
individuals work 
simultaneously. 

• Sick leave and annual 
leave can be covered. 

• Overtime or agency cost 
savings may be made. 

 

• Increased costs may 
result from dual 
benefits, training, 
overlap time and 
equipment where it 
cannot be shared. 

• The arrangement will 
only be successful if 
regular communication 
and handovers take 
place between the 
individuals. 

• Account must be taken 
of what happens if one 
individual leaves. 

• Demands on line 
managers increase with 
two individuals to 
manage in place of one. 

• One individual's 
prolonged sickness or 
other absence or 
conduct issues will 
impact on the other 
individual in the 
arrangement. 

 

• A position could be split 
between more than two 
people. 
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Part-time working 
DESCRIPTION BENEFITS TO 

EMPLOYEE 
BENEFITS TO 
EMPLOYER 

RISKS VARIATIONS 

• The employee is 
contracted to work fewer 
than the standard number 
of contractual hours per 
year for the type of work 
in question. 

 

• Employee can fit paid 
work around childcare 
and other commitments. 

• Can allow the employee 
to adjust to increased 
leisure time in the run-up 
to retirement. 

• Can permit an employee 
to continue with the 
security of regular 
employment while at the 
same time working on a 
self-employed basis. 

 

• Periods of peak demand in 
production or service can 
be targeted. 

• Can be used to retain the 
skills of female employees 
after maternity leave.  

• Overtime rates will be 
payable only when the 
employee has worked 
beyond the normal full-
time contractual hours for 
the position. 
 

 

• Reduced pay may not 
make it feasible for all 
employees. 

• There must be no less 
favourable treatment of 
part-time workers in 
relation to pay and other 
benefits. 

• A reduction in hours 
worked may be a 
reasonable adjustment 
permitting a disabled 
individual to do or 
continue in a job. 

• There is enormous 
variation in part-time 
working patterns. 
Examples are later start or 
earlier finish times, 
afternoons or mornings 
only, and fewer working 
days in the week. 
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Annualised hours 
DESCRIPTION BENEFITS TO 

EMPLOYEE 
BENEFITS TO 
EMPLOYER 

RISKS VARIATIONS 

• A system whereby the 
employee's contractual 
working hours are 
expressed as the total 
number of hours to be 
worked over the year, 
allowing flexible working 
patterns to be worked 
throughout this period. 

• Usually, the hours are 
divided into rostered 
hours, which are set, 
and reserve hours, 
when the employee can 
be called into work as 
demand dictates (and to 
cover unplanned work 
and employee 
absence). Payment is 
usually in 12 equal 
instalments (although 
some arrangements 
permit pay for the work 
actually done in the 
period to which the 
payment relates). 

 

• The set hours that an 
employee is rostered to 
work will usually be 
known well in advance. 

• Offers regular salary 
level throughout the 
year even though hours 
of work vary. 
 

• Particularly suitable 
where there are 
predictable 
fluctuations in 
activity level for 
different teams over 
different periods, or 
where the situation 
is less predictable 
but workload is likely 
to be heavy at points 
throughout the year 
and light at others. 

• Greater flexibility to 
match staffing to the 
demands of work. 

• The working hours 
necessary to 
produce an effective 
customer 
relationship can be 
guaranteed. 

• Reduced overtime 
payments. 

• Improved 
productivity. 

• A reduction in the 
cost of employing 
temporary or bank 
staff. 

 

• Employees can be called in 
at short notice so may find 
they have less freedom in 
planning their leisure hours. 

• Long hours at particular 
times of the year in 
industries with seasonal 
demand can result in 
increased stress and 
absence, and difficulties for 
employees with caring 
responsibilities. 

• The employer could pay for 
hours not actually used. 

• Communication may be 
difficult where a roster 
means individuals are away 
from work for long periods 
at a time. 

• Demands on administrative 
time and resources high. 

• This option is appropriate 
for teams rather than 
individuals in managing 
peaks and troughs in 
demand for a 
product/service. 

• Agreements on overtime 
and what happens to 
reserve hours not used 
throughout the year would 
be needed. 

• This is a complex option; 

• Some systems work 
over a three- or six-
month period rather 
than a full year. 

• See also: term time 
working 
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adopting an annualised 
hours system requires 
careful planning and 
communication and will 
usually require union 
agreement and a lengthy 
period of employee 
consultation. 

• Averaged pay will affect the 
calculation of maternity and 
other benefits. 

 
 

Compressed hours 
DESCRIPTION BENEFITS TO 

EMPLOYEE 
BENEFITS TO 
EMPLOYER 

RISKS VARIATIONS 

• A system that permits 
employees to work their 
total number of 
contractual hours over 
fewer working days. 
Usually, a five-day week 
is compressed into four 
days or four and a half 
days, or a 10-day 
fortnight into nine days 

 

• An extra day per 
week/fortnight is freed 
up for the employee to 
pursue a hobby or 
further education or 
spend time with 
dependents. 

• No reduction in pay. 
 

• Quiet periods of work 
can be used more 
effectively if the 
employee's time off is 
arranged to coincide 
with them. 

• Staff cover can be 
extended beyond 
normal hours on days 
worked. 

 

• Working long hours can 
cause fatigue and affect 
performance.  

• Where service cover 
has been extended by 
longer hours on days 
worked, what will 
happen if the employee 
wishes to cease the 
arrangement? 

• If a number of 
employees in a team 
request compressed 
hours, a rota may be 
needed to ensure 
fairness, as some days 
(usually Monday and 
Friday) will be more 
popular for time off. 
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Term-time working 
DESCRIPTION BENEFITS TO EMPLOYEE BENEFITS TO EMPLOYER RISKS VARIATIONS 
• The employee works 

under a permanent 
contract but takes a 
combination of all of 
their annual leave 
entitlement and unpaid 
leave during the school 
holidays. 

• Salary is usually paid in 
12 equal monthly 
instalments but reduced 
to take account of the 
unpaid leave element. 
The contract specifies 
that no annual leave 
should be taken outside 
school holidays i.e. 
during term time. 

 

• The problem of finding 
childcare during school 
holidays is removed, 
and the employee can 
spend more time with 
their children during this 
time. 

• Offers regular salary 
level throughout the 
year. 

 

• The recruitment and 
retention of individuals 
whose childcare 
responsibilities might 
otherwise keep them 
out of the employment 
market is made 
possible. This is 
particularly valuable in 
areas where recruitment 
is hard, and as a means 
of attracting women 
back to work. 

 

• Other employees may 
not be able to take their 
annual leave during 
school holidays. 

• The reduction in pay 
could act as a 
disincentive. 

• Averaged pay affects 
the calculation of 
maternity and other 
benefits. 

• A long break from 
employment can be 
disruptive to the service 
provided. If the 
employee has unique 
skills needed 
consistently throughout 
the year, this system 
may be unsuitable. 

 

• Longer hours could be 
worked during term time 
and shorter hours 
during the school 
holidays to make up full-
time hours. 
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Voluntary reduced working time  
DESCRIPTION BENEFITS TO 

EMPLOYEE 
BENEFITS TO 
EMPLOYER 

RISKS VARIATIONS 

• The employee works 
reduced hours for an 
agreed period of time, 
with a return to previous 
hours at the end of the 
period. 

• Salary, pension, holiday 
and other benefits are 
pro rata during this time. 

 

• A temporary reduction 
in hours allows an 
employee to 
accommodate a specific 
event e.g., a course of 
study or a relative’s 
illness, but to return to 
the security of a full-time 
position. 

 

• The employee's skills 
are retained on a 
reduced basis at a point 
when they might 
otherwise have been 
lost completely and 
regained on a full-time 
basis when the agreed 
period comes to an end. 

• This can enable an 
employee recovering 
from an illness or 
adjusting to an 
impairment to return to 
work on an extended 
phased basis if needed, 
beyond the 4 week 
maximum period 
provided in the Sickness 
Management policy.  

 • Although the variation in 
hours is usually 
temporary it may also 
be permanent. 

• Employees could also 
volunteer to increase 
their hours. 

 

 
 
 
 
 
 
 
 



Appendix 2: Application for flexible working 
Section A: To be completed by Employee 
 

Assignment No  

Surname  Forename(s)  

Position Title  Department  

 

Please select as 
appropriate: 

 I have 26 weeks or more continuous service with the NHS ICB 

 I have less than 26 weeks continuous service with the NHS ICB 

  

Date of Application  

Date of last Application (if 
applicable) 

 

  

Please outline your current working pattern: (days/hours/times worked)  

 

Please outline your requested working pattern:  (days/hours/times worked)  

 

Desired Start Date:  

Change Type:  Temporary, please state 
duration: 

 

  Permanent * 

 

*Please note that the change in your working pattern will be a permanent 
change to your terms and conditions of employment and you have no right 
in law to revert to your previous working pattern, unless otherwise agreed. 

Please outline the reasoning behind your request: 

 

Please explain how approving request may affect the service/department  and how potential 
concerns could be overcome: 
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EMPLOYEE SIGNATURE  
 
 

DATE  

EMPLOYEE NAME 
(PRINTED) 

 

 
Section B: To be completed by Line Manager 
 

Please select as 
appropriate: 

 Request approved as outlined above 

 Request declined but a compromise has been approved (see 
details below) 

 Request declined (see justification below) 

Please outline what has been agreed (including review dates)/justification for decline.  

 

 

LINE MANAGER 
SIGNATURE 

 DATE  

LINE MANAGER NAME 
(PRINTED) 

 

LINE MANAGER TEL NO  
 
Note to Manager: If applicable, please complete the ICB change form and forward this to Finance for 
processing. 

Return original to employee and place a copy of the form in personal file 
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