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Flexible Working 
9-Day Fortnight Framework – A Guide for managers and Staff
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This guide should be read and applied in conjunction with

the Work-Life Balance Strategy which gives further details regarding the process to follow if implementing such a flexible working arrangement. 
9-Day Fortnight - Framework

What is the 9-day fortnight?

The 9-day fortnight is based on a compressed working week. This new scheme is now in force and allows staff to work nine working days instead of ten over a two week period as long the total number of hours worked over the fortnight meets their contractual working hours. 
The 9-day fortnight gives staff the option to work their fortnightly hours over nine days, taking the tenth day off as a free day. This method of work has been tried and tested and is currently used by Prevention and Safeguarding Services and is becoming increasingly popular. 

Overall Scheme Objectives

· To enhance RBK’s reputation as an Employer of Choice
· To enhance RBK’s ability to recruit and retain staff
· To enable better use of the Council’s resources

· To give staff the opportunity to manage their work/life balance more effectively

· To reduce staff absence

Pilot Study of the 9-day Fortnight in Operation
The Prevention and Safeguarding Services department has piloted the 9- day fortnight in an attempt to allow its staff to take control over their work-life balance. Staff who have taken up the option of using the scheme have condensed their normal working fortnight into nine days, allowing them to take off one day every two weeks.

The scheme was initiated by Duncan Clark, Head of Prevention and Safeguarding Services. Staff were consulted on how they wanted to achieve a flexible working culture in the department. The scheme was developed and piloted as part of a wider set of initiatives to support staff and create an even better place to work. 
After a successful pilot programme, a decision was made to introduce the 9-day fortnight across the department, making it available to all 250 staff.

Duncan Clark, said, "To achieve our business objectives we need the best people. The 9-day fortnight is an initiative that enables staff to utilise their full potential at work by achieving a better relationship between their personal and professional lives and helping our staff by offering an excellent work-life balance."

Who Can Work the 9-day fortnight?

The 9-day fortnight is open to all permanent staff with at least one year’s RBK service and who are covered by the Flexible Working Framework.  
Staff cannot participate in RBK’s Flexible Working Hours Scheme (previously known as ‘flexi-time’) at the same time as the 9-day fortnight scheme.
Staff are not eligible to participate while they are benefiting from post-entry training on a day or part day basis, or while they have a significant and ongoing commitment involving paid time off for public duties.
Staff working less than full-time hours may be eligible to participate if a business case can be made.    For such part-time staff any references in this document to days and hours should be construed as pro-rata, in the same proportion their working time bares to full-time, although the principle of a fortnightly cycle still applies.
How the 9-day Fortnight Works
· Contracted hours will be worked over nine days instead of ten on a repeating cycle.
· The tenth day of the cycle will be a free day – the underlying principle is that credit for the free day must be accrued before it is taken.
· Managers and staff will agree when the cycle will commence. To help with planning service cover it will be beneficial for a chart to be produced and maintained detailing when staff will be working and when will be their free day.

· The member of staff will work nine days every fortnight instead of ten (72 working hours per fortnight for a full-time worker) their hours to be worked as convenient and agreed between 07.30 and 18.30 with flexibility on both sides.   

· Under this scheme there will be no core hours, but instead an expectation that staff will make their manager aware in advance of what times and days they will be working, so that adequate cover is available.   All sections should have cover for the normal working week: 

08.45 to 17.00 Monday to Friday (16.45 on a Friday)

· The maximum number of hours an employee can contribute to the scheme will be 8 hours and 30 minutes per day. However, this can be increased subject to the manager’s consent, if because of sickness, annual leave and bank holidays, the employee would not be able to complete their contracted hours over the nine day cycle (subject to limits on working times as set out below).

· In line with the Working Time Regulations, an employee must not work more than 48 hours in any given week and must take an appropriate break of at least 30 minutes after a period of continuous working of six hours.

· Staff will be responsible for their own timekeeping, for maintaining accurate written records of their working hours and keeping these available for inspection when required, and are expected to work the committed hours to ensure high service standards are maintained.
· Except in the case of sickness absence, each cycle is self-contained and any deficit/credit cannot be carried forward.   The right to a Free Day lapses if it is not taken during any given fortnightly cycle (that is, more than one Free Day cannot be taken in any given fortnightly cycle).
· Application of the scheme is discretionary and, in the event of any abuse (such as failure to accrue sufficient hours), the Council reserves the right to withdraw any individual from the scheme

What are Free Days?

The free day is the tenth day of the cycle.  Normally this will follow a pattern agreed between the member of staff and their manager, taking into account the cover needed within the team and the working hours of other colleagues but it is recognised that both staff and managers still need flexibility to allow for adequate cover for absent colleagues, service needs, home emergencies, emergency child care etc. 
How Do Holidays and Other Leave Affect the 9-Day Fortnight?

When recording working times, any time off for annual leave, Bank or concessionary holidays dependency or special leave should be credited as a normal working day (7. hours 12 minutes for full time staff).

For this reason, whenever there is a holiday in a fortnightly cycle there will be additional hours to be made up (because more than 7 hours 12 minutes would otherwise have been worked on such days).     For most staff working compressed weeks, this difference in time can be made up over the fortnightly cycle by working slightly longer days but in some instances, this may mean working for all/part of what would otherwise have been a rota day.

If a public holiday falls on a planned Free Day, the Free Day should be rearranged for another day in the cycle.
How Does Sickness Absence Affect the 9-Day Fortnight?
If a participating member of staff is absent on sick leave at any time during the fortnightly cycle, they must still complete the required 72 hours in order to benefit from a Free Day in that cycle. Any time off for sickness should be recorded as a normal working day (7 hours 12 minutes for full time staff).

If surplus hours have been accrued in a ten-day cycle, but ,owing to sickness absence, the amount is less than the 7 hours 12 minutes required for a Free Day, then the surplus hours can exceptionally be carried forward to the next cycle.

If full contracted hours have not been accrued during a ten day cycle, then the shortfall must be made up before another Free Day can be taken.
It is the expectation that routine medical, dental appointments will be arranged to coincide with the Free Day.   Such appointments are not normally eligible to be taken as Sick Leave so any working time lost on their account will need to be made up. 
Criteria for Considering Requests for 9-day Fortnight

In agreeing to take up the option of 9-day fortnight, line managers and staff have an obligation to assure themselves that a request to take up the option will not affect business effectiveness. Examples of aspects to consider are:
· Will there be sufficient coverage of any absence by other members of the team?

· Will there be a detrimental impact on quality, performance or ability to meet customer/stakeholder demand on account of exercising flexibility?
· Can workload be temporarily reorganised amongst existing staff without detriment to themselves?

Useful tips

A pilot of the 9-day fortnight (for a period of three months) can be undertaken by those staff/managers that are unsure of how it will work within their team. 

It may be useful for staff to keep a log of any aspects (positive or negative) which occur during the pilot, such as the impact on home life, any problems encountered in working a longer day and any difficulties in taking rota days. 
This will serve as a reasonable evaluation of the scheme and will enable other staff and managers to decide whether it is an appropriate method to be adopted by them/their teams.

Interpretation of the rules of the scheme
Any questions on the operation of the scheme should be addressed in the first instance to your line manager. If further clarification is required, please contact HR Helpdesk.
Case Studies

Below are some case studies from staff already working the 9-day fortnight. The case studies highlight the benefits of using the scheme for both an employee as well as RBK. These case studies may be of use when considering the 9-day fortnight as a flexible working option.



Case Study 1 - Robert Simpson








Case Study 1 – Mrs B – Personal Assistant





Mrs B found the 8:45 start challenging, to avoid rush hour commutes, Mrs B decided to start work early. 





Mrs B says “the scheme works very well; it has allowed me to spend more time with my family. Prior to the introduction of the scheme, the option of flexi-working was generally not recognised.





I enjoy working a 9-day fortnight as it has allowed me to take the 10th working day off every two weeks to spend an extended weekend with my husband – that way I am saving my annual leave holidays. 





Due to the fast paced nature of my work I tend to juggle 4-5 jobs a day, with short bursts of attention to each. The longer working period gives me flexibility to do this easily and take the necessary breaks in between. 





There are other advantages, the scheme has allowed me to take more control over time off and be more effective both at home and at work”.





The benefits of having this scheme to the team and RBK include:


keeping a valued employee who has other life commitments


A flexible solution for retaining employees


Being competitive in the market


Be an ‘Employer of Choice’. 











Case Study 2 – Mr A – Team Manager





A wanted to take up the option of working flexibly as he wanted to spend more time with his family and friends and pursing leisure activities.





A says “I wanted to take up the option of 9-day fortnight as I wanted to have a perfect work-life balance. 





The 9-day fortnight has allowed me to take the 10th working day off every two weeks to spend an extra day to have quality time to myself and with my family.





The scheme has really helped me to retain a good team – and it has supported team members with childcare, supporting elderly family members and to get ‘things done’. The scheme also helps to reduce sickness levels. 





There are other advantages, the scheme has allowed me to be more organised at work and at home, avoided having to move to a different borough and I now have more time to relax”.





The benefits of having this scheme to the team and RBK include:


The scheme has enabled better time management-using the scheme has helped employees to achieve a balance of work and personal issues.


Relaxed and happier employees are more productive


Image as an employer is raised for employees





Case Study 3 - J – Administrative Officer





J wanted to take up the option of using 9-day fortnight as her workload was increasing, because of this she was working late. J wanted the flexibility to take time off to compensate the extra hours she was working at the office.





J says “It is nice to know that if you are working late, you get something back and that time isn’t lost. I wanted a better work-life balance. Being happy at work is essential to achieving a better work-life balance and flexible working makes this possible.





There are other advantages; the scheme has allowed me to take more control of my workload, less stressed due to flexibility of hours and opportunities to fit other commitments and activities in with work.





The benefits of having this scheme to the team and RBK include:


Employees are more effective in their role


Employees will be less stressed as they will be getting the time off after working long hours


Relaxed and happier employees will be more productive


In such a diverse workforce, people’s circumstances and lifestyles are varied; employees have the freedom to adapt their way of working to achieve a work-life balance that suits them and their employer”.














Case Study 4 – M – Strategic Manager 





M wanted to take up the option of using 9-day fortnight as his family lives in the North and he wanted to spend more time with them.  The scheme has allowed M to have stronger links with his family and friends. 





M says “It is nice to know that if you are putting in the hours, you are getting the time off as well. I can now support my family on Doctors appointments on week days. 





There are other advantages; the scheme has allowed me to have a better balance at work and at home. It is also beneficial for my family and friends as I get to spend more time with them. Finally, I feel more refreshed and revitalised after my day off”.





The benefits of having this scheme to the team and RBK include:


Employees in the team are more productive


Employees are more organised. 


Gives RBK good publicity as an ‘Employer of Choice’. 





































































































Case Study 5– C- Strategic Manager





C took up the option of using 9-day fortnight as she was working late everyday and wanted to have a perfect work-life balance. 





C says “I am happy to use this scheme as it helps me to be more organised and helps me to plan my work and home life better.





When I am busy, I stay beyond my normal hours to make sure that everything is completed and up-to-date, and I know that I will be credited for this extra work. 





The 9-day fortnight has allowed me to schedule work across longer portions of the day as well as the ability to schedule work during quite times to accomplish more. 





There are other advantages; the scheme has allowed me to have a better balance at work and at home. I get to spend more time with my family and friends. I feel more refreshed and revitalised after my day off”.





The benefits of having this scheme to the team and RBK include:


Employees in the team are more productive


Employees are more organised. 


Gives RBK good publicity as an ‘Employer of Choice’. 
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