COMMONWEALTH OF MASSACHUSETTS

 HUMAN RESOURCES DIVISION

ALTERNATIVE WORK OPTIONS PROGRAM 

FLEXTIME PROGRAM INFORMATION PACKET

I.
Introduction 

Flextime is a work scheduling strategy that is part of the Massachusetts Alternative Work Options Program. Alternative Work Options provide Massachusetts state employees with greater flexibility in their work schedules. The options included in the program are: part-time, job-sharing, flextime and staggered work hours.                                                             

Flextime permits employees to set their own daily work patterns within guidelines set by agency management. Arrival and departure times may vary. Employees can make up time missed for a doctor's appointment or other personal business by working longer that day or another day that week. The hours worked each day may vary, but a total of 37.5 hours (40 hours for some positions) must be worked each week. Part-time employees may also vary their hours each day but must fulfill their weekly work hours commitment. Each work unit develops a flextime plan that specifies how flextime will be implemented in the unit.  Flextime plans may also include the option of a compressed workweek, in which employees work 37.5 or 40 hours in four or four-and-a-half days.

II.
History of Flextime In Massachusetts State Government 

Legislation established flextime for Massachusetts state government in 1974. It was created as part of the “flexible hours employment” that was mandated by Chapter 7, section 6F of the Massachusetts General Laws. A copy of the legislation is included in this Information Packet.

Flextime has been expanding gradually among Massachusetts state agencies. There has been a recent trend toward increased flextime program implementation as a result of the changes in the composition of the state workforce.  More working parents, employees who care for elderly or ill parents, working students, and employees with disabilities, all of whom benefit from increased work schedule flexibility, have joined Massachusetts state government. 

A survey in June, 1999 conducted by the Human Resources Division shows that at least 49 state agencies in the Executive Branch had flextime programs, covering at least 7,000 employees; 63 state agencies had staggered work hours programs covering at least 8,000 employees; and 37 state agencies had compressed workweeks covering over 3,400 employees.

Ill.
Structure of Flextime 

Flextime is comprised of three main components: core hours, flexible hours and bandwidth. 

Core hours: Core hours are the times when all employees must be at work, regardless of their individual flextime arrangements. Generally, these are the hours when meetings are likely to be scheduled, because all employees are present. Examples of core hours are 9:00 to 11:30 a.m. and 2:00 to 3:30 p.m. 

Flexible hours: Flexible hours are the times during the working day when employees may choose their arrival and departure times, within the limits established by the flextime plan for their work unit. Examples of flexible hours are 7:00 to 9:00 a.m. and 3:30 to 6:00 p.m. 

Bandwidth: The bandwidth of a flextime plan is the span of time between the earliest an employee may arrive at the office and the latest an employee may leave. The office or worksite is not necessarily open to the public during the entire bandwidth. Typically, the standard business hours of 9:00 a.m. to 5:00 p.m. are maintained for public accessibility to state agency offices. A bandwidth may extend from 7:00 a.m. to 6:00 p.m., for example. 

The following illustrates a typical flextime configuration. It is provided as an example and does not represent the only way to structure a flextime program. 
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Given this flextime model, the following features of the program apply: 

· Employees must first define their “default” schedule, to be used as a planning tool for supervisors to ensure that minimum staffing requirements are met. Then, within the flexible bands, employees may vary starting and departure time without prior notification or approval of the supervisor, as long as the needs of the office are met.

· Employees may choose to work less or more than 7.5 (or 8) hours on any given day, up to a limit established by management; they must work their regular number of hours (37.5 or 40) within the normal workweek. Part-time employees may vary the length of each workday but must fulfill their weekly work hours commitment.

· Employees may take an extended lunch period within the times established by program guidelines (in this model, from 11:30 a.m. to 2:00 p.m.), as long as the required number of hours are worked each week.  Employees must take a minimum of a thirty-minute lunch period daily.

· Everyone must be in the office during core hours (for example, 9:00 to 11:30 a.m. and 2:00 to 3:30 p.m.) to be available for meetings, communication with supervisors, etc. 

· Work can start as early as 7:00 a.m. and continue as late as 6:00 p.m. 

· Management establishes minimum staffing levels for specified periods of the bandwidth (for example, at least 25% of the staff must be in the office by 8:45 a.m. and from 3:00 to 5:00 p.m. every day). 

The compressed workweek is an option within flextime. The four-day model is implemented by eliminating core time on Mondays or Fridays, enabling employees to schedule their work over a period of four days (working Monday through Thursday or Tuesday through Friday, for example).  A four-and-a-half day workweek is accomplished by allowing for arrival as late as 2:00 p.m. on Monday and departure as early as 11:30 a.m. on Friday. 

IV.
Eligibility for Flextime Program Participation
Flextime is a totally voluntary program.  All employees, managers and non-managers, may participate in a flextime program. Work unit productivity must be maintained and appropriate coverage of work responsibilities must be provided at all times. As long as these conditions are met, the only employees who may not be offered the option of participating in a flextime program are those whose presence is critical during standard work hours, or those employees with an identified performance problem.  Once the flextime program is implemented, employees should be excluded from the program if they violate the program requirements.  In addition, the program can be withdrawn by management at any time, as long as employees are given 5 days notice.

Work unit managers retain the right to establish minimum levels of staffing and adequacy of coverage.  Within these levels, individual employees set their own arrival and departure times without a pre-approved schedule. It is recommended that employees be organized into groups of five to ten people who generally work closely together. These work groups will determine among themselves the arrival and departure times of their members, considering the responsibilities and demands of their jobs. 

Each agency or work unit establishes procedures to sanction abuse of the flextime program. “Abuse” is defined as taking advantage of the program, for example by: 

· inaccurately filling out time sheets.

· failing to share duties or cover for other employees as required by the flextime arrangement.

· decreased productivity when staying late or coming in early, indicating that an employee is not working when others are not around.

· habitually working long hours Monday through Thursday and then calling in sick on Friday (this may also be an abuse of sick time). 

Managers have the prerogative of reviewing the overall usage of the flextime program and removing an individual employee or a work unit because of abuse of the program. 

The success of a flextime program is built on mutual trust. Employees must cooperate with each other, and employees and supervisors need to work together to ensure that the program works. 

V.
Time Monitoring Under Flextime 

Generally, a written time sheet is maintained in a central location for each small work group or unit. Employees enter their arrival and departure times and keep a running tally of the hours worked each day to ensure that they work the full number of hours required. Some agencies use mechanical or electronic time monitoring systems (time clocks or computers). 

It is important to distinguish flextime from staggered work hours schedules. A staggered work hours schedule requires employees to adhere to fixed times of arrival and departure, five days a week, although those times may vary from the traditional 8:45 a.m. and 5:00 p.m..  For example, an employee on a staggered work hours schedule may work from 8:00 a.m. to 4:15 p.m. or from 7:30 a.m. to 3:45 p.m.. There is no opportunity to make up missed work time, as is the case under flextime; an employee must use accrued leave for time away from the office. 

In agencies which normally allow overtime pay, each work unit must specify the procedure for scheduling overtime for those employees participating in a flextime program. 

VI.
Advantages of Flextime 

The advantages of flextime became apparent soon after the program was conceptualized in West Germany after World War II. A woman who worked at a factory developed the idea for staggered work hours to help relieve parking lot congestion. The idea caught on and was expanded to what is now known as flextime. It has been extremely popular in Europe since the 1950’s. 

There has been considerable research on the implementation of flextime programs in this country. Among the documented benefits of flextime to management are: 

· virtual elimination of tardiness, since employees who come in later than usual simply make up the time during the week (with the exception of missed core time, which cannot be made up). 

· reduction in paid absences and idle time on the job, resulting in more actual labor from the same number of hours. 

· better organization of work, since meetings, visits and telephone calls are scheduled during core hours, resulting in the ability to tackle work that requires concentration during the quieter periods of the day.

· better managerial practices resulting from the need to delegate work and schedule subordinates' time more effectively, given that they will be working independently during parts of the day. 

· the possibility of enhanced organizational effectiveness resulting from improved labor-management relations, greater employee participation in management, and new organizational development strategies.

Employees typically report improved productivity and morale as a result of flextime programs. Among the benefits to employees are: 

· Increased control over part of the work environment, resulting in improved satisfaction and productivity. 

· The ability to adjust the work schedule to one's individual “biological clock”, taking advantage of peak productivity periods. 

· More efficient and flexible transportation usage, including reduction of rush hour travel and increased use of public transportation during non-peak hours.

· Better accommodation of work and personal needs, including caring for young children, sick relatives, or participating in educational programs. 

The use of flextime also appears to be growing.  According to the U. S. Bureau of Labor Statistics,  27.6% of the nation’s 1999 work force has a flexible schedule, up from 15% in 1991.  The 1996 Mercer Work/Life and Diversity Initiatives Benchmarking Survey, covering 800 organizations and 7 million employees, showed that 94% of the organizations surveyed offered flexible scheduling and 76% of those organizations rated flexible scheduling as the most important work/life program in recruiting.  A 1998 Hewitt Associates survey demonstrated that 79% of 1,020 employers offered flextime and 29% offered compressed workweeks.  At least 48 states surveyed by HRD in 1999 offered flextime programs, and a 1997 report on work/life programs in the federal government showed 34% of federal employees participating in flextime programs.

VII.
Establishing a Flextime Program
Any worksite, unit, or agency may develop and implement a flextime program. Employees, supervisors, and representatives of the collective bargaining units of affected employees may work together to develop a flextime plan for the work unit. This flextime plan is submitted to the Human Resources Division for review and approval.  A discussion of the proposed flextime policy with the union(s) representing the employees involved is also required prior to implementation. The flextime program can then be implemented, evaluated and modified as necessary based on the work unit's experience. 

A Flextime Program Planning Checklist has been included in this Information Packet to assist managers or employees who are interested in developing a flextime program. 

More information and assistance are available from: 

Policy Unit

Human Resources Division

One Ashburton Place, Room 301

Boston, Massachusetts   02108
Telephone: 617-878-9710

VIII.
Definitions of Alternative Work Options
Part-Time: A part-time employee is scheduled to work at least half-time but less than full-time. 

Job-Sharing: Job-sharing enables two (or more) employees to share the responsibilities assigned to one specified position.

Flextime: Flextime permits employees to establish variable arrival and departure times within guidelines established by agency management.   Compressed workweeks are a form of flextime enabling employees to work four or four-and-one-half day workweeks.

Staggered Work Hours: This scheduling option enables employees to establish fixed arrival and departure times other than the standard 8:45 a.m. and 5:00 p.m.

IX.
Additional Information and Supplemental Materials Available From HRD
The following materials are available to supplement this Information Packet:

· Massachusetts General Laws Chapter 7, section 6F

· Flextime Regulations

· Flextime Program Planning Checklist 

· Common Questions About Flextime 

· Sample Flextime Guidelines I, II and III 

· Sample Letter to Union Presidents Regarding Flextime Plan 

· Sample Letter to Managers Introducing Flextime 

· Sample Letter to Employees Introducing Flextime 

· Sample Form for Managers' Evaluation of Flextime Pilot Program

· Sample Form for Employees' Evaluation of Flextime Pilot Program

·  Flextime Plan Approval Request Form

GENERAL LAWS OF MASSACHUSETTS

Chapter 7, Section 6F: Coordinator of flexible hours employment within human resources division; plans or programs; report. 

Section 6F There shall be a coordinator of flexible hours employment within the human resources division who shall work on the development, implementation and oversight of plans for the utilization, within all executive agencies, of persons who choose to be employed for a reduced number of hours per week and for the recruitment of such persons for civil service and non-civil service employment. All state agencies shall report to the coordinator the progress of implementation of any flexible hours plan in such agency. Such reports shall be filed on a semi-annual basis, beginning six months from the effective date of such program. Such reports shall include: 

(1) The number of regular part-time employees currently employed and the percentage of the full-time workforce represented by this number; 

(2) The agency policy for full-time employees who wish to convert to part-time status; 

(3) Agency plans to increase the number and scope and grade range of part-time employees during the next reporting period; 

(4) Extent of flextime programs in the agency. 

The coordinator shall recommend to said department such action, including the submission of legislation and the making of rules, as shall be necessary from time to time in order to implement a plan or plans for flexible hours employment and in order to secure for flexible hours employees the normal advantages of their positions, including without limitation vacation time, sick leave, maternity leave, bonuses, advancement, seniority, length of service credit, benefits and participation in benefit plans or programs. The coordinator shall make an annual report to the personnel administrator containing information as to the activities of the program during the preceding year. Such report shall be a public record, and copies of it shall be furnished to the governor and to the state library. 

(Chapter 500, Acts of 1974; amended by 1981, 767,S.6, approved, with emergency preamble, January 4, 1982.) 

REGULATIONS GOVERNING FLEXTIME HOURS PROGRAMS FOR STATE EMPLOYEES

Part I - GENERAL PROVISIONS

1.1
Purpose

These regulations are adopted to allow state employees flexibility in determining their hours of work. 

1.2
Applicability 

These regulations are applicable to all offices, departments, divisions, boards, agencies, 

authorities, or commissions of the Commonwealth. 

1.3
Authority

These regulations are adopted pursuant to Massachusetts General Laws Chapter 7, Section 6F (Chapter 500 of the Acts of 1974) and Massachusetts General Laws Chapter 149, Sections 30A, 30B and 100.

1.4
Delegation of Authority 

The Personnel Administrator (Chief Human Resources Officer) may authorize an employee of the Human Resources Division to exercise any power or perform any duty of the Chief Human Resources Officer authorized by these regulations. 

1.5
Severability 

If any provision of these regulations or the application thereof is held to be invalid, such invalidity shall not affect other provisions of these regulations or the applications thereof not specifically held invalid.  The provisions of these regulations and the various applications thereof are severable.

Part 2 - DEFINITIONS

2.1
Meaning of Words 

Words and phrases as used in these regulations shall have meanings ascribed in this part unless the text otherwise provides. 

2.2 
Approved Flexible Hours Program

“Approved Flexible Hours Program," means a flexible hours program which meets the standards required by these regulations and has been approved by the Chief Human Resources Officer. 

2.3
Commonwealth 

“Commonwealth”, means the Commonwealth of Massachusetts.

2.4
Department

“Department”, means any office, department, division, board, agency, authority or commission of the Commonwealth.

2.5
Core Time 

“Core Time”, means the hours an employee is required to work each day pursuant to an approved flexible hours program. 

2.6 
Human Resources Division

"Human Resources Division" as established by Massachusetts General Laws Chapter 7, section 4A. 

2.7
Flexible Hours Employee 

“Flexible Hours Employee”, means an employee of the Commonwealth who is voluntarily participating in an approved flexible hours program. 

2.8
Flexible Hours Program 

“Flexible Hours Program,” means a department plan for the scheduling of work hours which allows individual employees to modify the standard work day and to determine their own hours of work, subject to departmental limitations. 

2.9
Gray Book 

“Gray Book," means Rules and Regulations Governing Classification and Pay Plan of the Commonwealth.

2.10
Personnel Administrator

“Personnel Administrator”, means the Chief Human Resources Officer as established by Massachusetts General Law Chapter 7, section 4A. 

2.11
Provisional Overtime 

“Provisional Overtime,” means hours an employee works beyond scheduled hours at the request of the department. 

2.12
Red Book

“Red Book”, means “Rules and Regulations Governing Leave and Other Benefits for Managers and Confidential Employees”.

2.13
Scheduled Hours 

“Scheduled Hours,” means times chosen by a flexible hours employee, subject to any limitations of the flexible hours program, to work the regular number of hours required by the department. 

Part 3 - STANDARDS OF APPROVAL OF FLEXIBLE HOURS PROGRAMS

3.1
General

In order for flexible hours programs to be approved by the Chief Human Resources Officer, they must meet the minimum requirements set forth below. 

3.2
Voluntary Participation 

Participation in flexible hours programs by individual employees must be completely voluntary. Employees shall have the option of ending their participation in accordance with section 3.4 of these regulations provided that the department is furnished with a notice of not less than five (5) working days. 

3.3
Employee Consultation

The flexible hours program should be developed in consultation with the employees of the department. 

3.4
Notice 

Any flexible hours program must include a provision for the department to give not less than five (5) working days notice of the program's discontinuance or of the exclusion of certain job titles from the program, and for a flexible hours employee to give not less than five (5) working days notice of his/her withdrawal from the program. 
3.5
Statement of Limitations

Flexible hours programs must state with specificity any and all limitations which regulate an employee's work schedule such as the hours during which an employee must be present, the right of supervisors to require the attendance of employees at meetings and any rules concerning the number of hours worked each day. 

3.6
Work Beyond Scheduled Hours 

Flexible hours programs must provide the specific procedures by which flexible hours employees can be requested to work beyond their scheduled hours and must state specifically that flexible hours employees shall not work beyond their scheduled hours unless they have received a written request authorizing such work. 

3.7
Office Hours 

Departments which deal with the public must, at a minimum, be open to the public during the hours of 9:00 am. to 5:00 p.m. , pursuant to M.G.L. C. 30,  s. 24.

3.8     Lunch Period

No employee shall be permitted to work for more than six hours during a calendar day without an interval of at least thirty minutes for a meal period, pursuant to M.G.L. C. 149, s. 100.

3.9 
Time Requirement for Approval of Program 

Departments must submit their written flexible hours program to the Chief Human Resources Officer for approval not less than three (3) weeks prior to the effective date of the program. 

3.10
Posting 

Approved flexible hours programs must be posted in conspicuous places throughout the 

department. 

Part 4 - RELATIONSHIP OF FLEXIBLE HOURS REGULATIONS TO OTHER RULES AND REGULATIONS OF THE HUMAN RESOURCES DIVISION AND COLLECTIVE BARGAINING CONTRACTS

4.1
General Rule 

Flexible hours employees shall continue to be subject to and enjoy the benefits of the rules and regulations of the Human Resources Division as set forth in the Red Book and Gray Book, or of the provisions of the applicable collective bargaining agreements; provided, however, that when the Flexible Hours Regulations specifically exempt such flexible hours employees from or amend or conflict with the provisions of the Red Book, the Gray Book or collective bargaining agreements , the provisions of the Flexible Hours Regulations shall control.

4.2
Exemption 

Flexible hours employees are hereby exempted from those provisions of Massachusetts General Laws Chapter 149, section 30A, which require an eight (8) hour tour of duty in ten (10) consecutive hours in any work day and restrict work to five (5) tours of duty in any one (1) workweek and from those provisions of Red Book Rule 10.01 and Gray Book Rule 16, except if otherwise exempt by statute. Flexible hours employees are not exempt from the provisions of Massachusetts General Laws Chapter 149, section 30A, or the relevant provisions of collective bargaining agreements, which require, except in the case of part-time employment, not more than thirty-seven and one-half (37.5) hours for those who work a thirty-seven and one-half hour workweek nor more than forty (40) hours for those who work a forty hour workweek, of work each week. 

4.3
Benefits and Charges 

For the purpose of ascertaining the benefits to which flexible hours employees are entitled, including vacation, sick leave, and holidays, the word 'day' as used in the relevant sections of the Red Book, Gray Book and collective bargaining agreements shall mean seven and one-half (7.5) hours for flexible hours employees who work a thirty-seven and one-half (37.5) hour week and eight (8) hours for flexible hours employees who work a forty (40) hour week.

Except on the last workday of the workweek, flexible hours employees who utilize accrued leave or who are on leave of absence with pay or absent without pay shall be charged on the basis of a seven and one-half (7.5) or eight (8) hour day as indicated above. On the last workday of the workweek, charges shall be the difference between the total hours worked, excluding provisional overtime credit, and thirty-seven and one-half (37.5) hours or forty (40) hours, or the core time whichever is greater.

4.4
Holidays 

In any workweek in which a holiday occurs on a day that the department has determined a flexible hours employee may choose for his/her scheduled hours, any flexible hours employee  who (1) fails to work the day immediately preceding that holiday or immediately following that holiday and (2) is on a leave of absence without pay or absent without pay during the workweek in which such a day falls, shall not be paid for that holiday. Notwithstanding any other provision of these regulations to the contrary, an employee who is on leave without pay or absent without pay for any part of the core time immediately preceding a holiday or immediately following a holiday shall not be paid for the holiday.

Part 5 - WORK SCHEDULES AND COMPENSATION  FOR FLEXIBLE HOURS EMPLOYEES

5.1
Hours Per Day 

The number of hours that a flexible hours employee works on any day and the time that such work begins and ends shall be decided by the flexible hours employee, subject to the limitations of the flexible hours program. 

5.2
Hours Per Week 

Unless given provisional overtime authorization, a flexible hours employee must limit the total of scheduled hours in any one work-week to thirty-seven and one-half (37.5) for those who work a thirty-seven and one -half (37.5) hour workweek, and to forty (40) hours for those who work a forty (40) hour workweek.

5.3
Procedure for Requesting Extension of Hours

A departmental request that any flexible hours employee work beyond scheduled hours shall be made by presenting the employee with a written request signed by a department employee empowered to authorize overtime and stating the number of hours to be worked. 

5.4
Provisional Overtime Credit

Flexible hours employees who are requested by department representatives to work beyond their scheduled hours shall be given provisional overtime credit for each hour or fraction thereof so worked during a workweek.

5.5
Provisional Overtime - Reduction of Scheduled Hours

Flexible hours employees who are requested and agree to work beyond their scheduled hours shall not be required to shorten their scheduled hours during a workweek in order to avoid the payment of overtime.  Flexible hours employees may, however, incorporate provisional overtime hours into their scheduled hours during the same workweek if they elect to do so. 

5.6
Rate of Pay for Provisional Overtime 

Flexible hours employees who have provisional overtime credit and who work a thirty-seven and one-half (37.5) hour workweek shall be paid at their regular hourly rate for every hour or fraction thereof of provisional overtime worked beyond thirty-seven and one-half (37.5) hours up to and including forty (40) hours and shall be paid at one and one-half (1.5) times their regular hourly rate for every hour or fraction thereof worked beyond forty (40) hours. Flexible hours employees who work a forty (40) hour workweek and who have provisional overtime credit shall be paid at one and one-half (1.5) times their regular hourly rate for every hour or fraction thereof of provisional overtime worked beyond forty (40) hours. 

5.7
Exceptions

Sections 5.4, 5.5, and 5.6 shall not apply to employees specifically exempted from the provisions of Massachusetts General Laws, Chapter 149, section 30B. 

Part 6 - EMPLOYEE RESPONSIBILITY

Employees who choose to participate in a flexible hours program shall be responsible for meeting all of the requirements of the program. Failure to meet these requirements may result in the exclusion of an employee from the flexible hours program.

Part 7 - EXCLUSION

These regulations shall not apply to employees who have otherwise been exempted from the provisions of Massachusetts General Laws Chapter 149, section 30A by either the Chief Human Resources Officer or by the provisions of a collective bargaining contract for the purpose of working a forty (40) hours week in less than five days.
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Flextime Program Planning Checklist

This checklist is designed to assist you as you develop a flextime program. A pilot program is recommended and typically runs for three to six months, during which it is periodically monitored. As a result of the pilot program, the flextime plan can be modified to best meet the needs of employees, managers, and the agency. 

Flextime Planning Step 






Check When Completed
Pilot Program

1. Identify individual responsible for flextime program, for example, the Human Resources Director 


2. Establish an advisory group to develop flextime program 





3. Contact HRD for technical assistance with flextime program development 



4. Identify the Divisions, Bureaus, units or work groups that will be included in the flextime program 











5. Identify the number, job titles and collective bargaining units of employees who

will be involved 











6. Develop program procedures and guidelines including: 


a. Program components:

Bandwidth:

From ____ to ____

Core Hours:

From ____ to ____

Lunch Period span 
From ____ to ____









b. Minimum staffing levels (no. or % of employees):

From official start time to start of core hours:
_____

During lunch period span:



_____

From end of core time to official closing time:
_____

c. Record-keeping procedure (time sheet) for time worked by flextime employees

d. Schedule for periodic program reviews during the pilot period




Flextime Program Planning Checklist (cont’d)

7. Solicit input from affected unions on proposed flextime plan:





a. Write to the president of each affected collective bargaining unit*

b. Enclose copy of proposed flextime plan

c. Reach agreement on an acceptable flextime plan

8. Communicate flextime program procedures to all affected employees and

supervisors*


9. Consider implementation of HRD Flextime Training Module for affected employees

10.
Implement pilot flextime program

--------------------------------------------------------------------------------------------------------------------

Final Program


1. Develop final program procedures based on review of pilot program (sample evaluation form available*)

2. Communicate final flextime program procedures to all affected employees and supervisors

3. Provide flextime training sessions for affected employees (HRD module available)

4. Complete and submit Flexible Hours Plan Approval Request Form* to HRD (mandatory)

5. Implement final flextime plan

6. Schedule review of final program at intervals of at least every six months

 
(sample evaluation form available*)

*Sample materials available from HRD

Please note that this planning checklist is for internal use only.  A Flexible Hours Plan Approval Request Form does need to be submitted to HRD for approval.  Assistance is available from HRD in the completion of each step described above.
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COMMON QUESTIONS ABOUT FLEXTIME

1.
What is flextime? 

Flextime is a work scheduling strategy that is part of the Massachusetts Alternative Work Options Program. 

Flextime permits employees to establish their own daily work patterns within guidelines set by agency management. Arrival and departure times may vary. Employees can make up time missed for a doctor's appointment or other personal business by working longer that day or another day that week. The hours worked each day may vary, but a total of 37.5 hours (40 hours for some positions) must be worked each week. Part-time employees may vary their hours each day but must fulfill their total weekly scheduled work hours commitments.  Each work unit develops a flextime plan that specifies how flextime will be implemented in the unit. 

2.
What are the components of flextime? 

Core hours: core hours are the times when all employees must be at work, regardless of their individual flextime schedules. Generally, these are the hours when meetings are likely to be scheduled, because all employees are present. Examples of core hours are 9:00 to 11:30 a.m. and 2:00 to 3:30 p.m. 

Flexible hours: flexible hours are the times during the working day during which employees may choose their arrival and departure times, within the limits established by the flextime plan for their work unit. Examples of flexible hours are arrival between 7:00 and 9:00 a.m. and departure between 3:30 and 6:00 p.m. 

Bandwidth: the bandwidth of a flextime plan is the span of time between the earliest an employee may arrive at work and the latest an employee may leave. The office or worksite is not necessarily open to the public during the entire bandwidth. A bandwidth may extend from 7:00 a.m. to 6:00 p.m., for example. 

3.
Who may participate in flextime? 

All employees, managers and non-managers may participate in a flextime program. Work unit productivity must be maintained and appropriate coverage of work responsibilities must be provided at all times. As long as these conditions are met, the only employees who should not be offered the option of participating in a flextime program are those with an identified performance problem for which there is an action pending. A manager may also exclude employees whose presence is critical during standard work hours. 

4.
What are the minimum requirements for a flextime program? 

Work unit managers are responsible for establishing the flextime rules regarding minimum levels of staffing and adequacy of coverage. For example, if all twelve employees in a work unit came in at 7:00 a.m. and left at 3:30 p.m., the office would be uncovered in the late afternoon.  Managers review the overall use of the flextime plan and modify it as necessary. 

5.
Does flextime require a pre-approved schedule? 

No. Each employee arranges his or her daily work hours within the limits of the work unit's flextime plan. However, it is recommended that employees be organized into groups of five to ten people who generally work closely together. These work groups will determine among themselves the arrival and departure times of their members, considering the responsibilities and demands of their jobs. The office must be adequately covered at all times; the level of coverage necessary is determined by management. 

6.
How is time monitored? 

Generally, a written time sheet is maintained in a central location for each work group or unit. Employees enter their arrival and departure times and keep a running tally of the hours worked each day, to ensure that they work the full 37.5 (or 40) hours a week required.  Part-time employees keep track of their hours to ensure they meet their full weekly time commitments. 

7.
Is flextime the same as staggered hours? 

No. A staggered hours work schedule requires employees to adhere to fixed times of arrival and departure, although those times may vary from the traditional 8:45 a.m. and 5:00 p.m.  For example, an employee on a staggered work hours schedule may work from 8:00 a.m. to 4:15 p.m. or from 7:30 a.m. to 3:45 p.m. There is no opportunity to make up missed work time; an employee must use accrued leave for time away from the office. 

8.
What are the advantages of flextime? 

Improved employee morale and work unit productivity are the most positive results of a flextime program. Tardiness is virtually eliminated. Employees report that it is much easier for them to combine work and home responsibilities when they are able to schedule their time more flexibly. Avoiding traffic is another major benefit. And, for those offices that serve the public, it is possible to extend service hours because of the availability of staff later in the evening. 

9.
How is flextime established? 

A work unit that is interested in establishing a flextime program should develop a flextime plan after obtaining input from managers, affected employees, and representatives of the bargaining units to which affected employees belong. This plan is submitted to the Human Resources Division for approval.  Assistance in developing a flextime plan is available from the Human Resources Division. 

10.
Can an individual employee be removed from a flextime program? 

Yes. Each agency or work unit establishes a procedure to sanction abuse of flextime. “Abuse” is defined as taking advantage of the program, for example by: 

· inaccurately filling out the timesheet 

· failing to share duties or cover for other employees as required by the flextime arrangement                                             

· decreased productivity when staying late or coming in early, indicating that the employee is not working when others are not around 

· habitually working long hours Monday through Thursday and then calling in sick on Friday (this may also be an abuse of sick time). 

11.
How widely is flextime used in Massachusetts state government? 

According to a 1999 survey conducted by HRD, there are at least 7,000 state employees in 49 agencies in the Executive Branch who are participating in flextime plans; at least 8,000 employees in 63 agencies participating in staggered work hours programs; and 3,400 employees participating in compressed workweek programs in 37 agencies.

12.
Is flextime a new idea? 

No. Flextime was established by legislation for Massachusetts state government in 1974. The idea originated in the 1940’s in West Germany, where it was started by a woman who thought staggered work hours could relieve parking lot traffic jams at the factory where she worked. The program was such a success that it was expanded to what we now know as flextime and quickly spread throughout Europe. 

The use of flextime also appears to be growing.  According to the U. S. Bureau of Labor Statistics,  27.6% of the nation’s 1999 work force has a flexible schedule, up from 15% in 1991.  The 1996 Mercer Work/Life and Diversity Initiatives Benchmarking Survey, covering 800 organizations and 7 million employees, showed that 94% of them offered flexible scheduling and 76% of those companies rated flexible scheduling as the most important work/life program in recruiting.  A 1998 Hewitt Associates survey demonstrated that 79% of 1020 employers offered flextime and 29% offered compressed workweeks.  At least 48 states surveyed by HRD in 1999 offered flextime programs, and a 1997 report on work/life programs in the federal government showed 34% of federal employees participating in flextime programs.

13.
Where can I get more information? 

Information about flextime is available from the Commonwealth of Massachusetts Human Resources Division, Policy Unit at 617-878-9710.  

SAMPLE GUIDELINES  I

The following is an actual flextime program implemented by a State Hospital

STATE HOSPITAL

 FLEXTIME 

POLICY AND PROCEDURES

Participation

· The flextime program offered at [State Hospital] is voluntary and available to departments with certain clerical, administrative and professional staff designated by the Appointing Authority.  Any employee that wishes to participate must notify their supervisor utilizing the attached Flextime Enrollment Request, and must remain in the program for one month.  If an employee chooses to withdraw from the program, they must submit a Flextime Withdrawal Notice (attached) to their supervisor no less than 5 business days before they withdraw.

· The program will be available to those employees working, at a minimum, 7.5 hours per day and 37.5 hours per week.

Scheduling

· Any employee who participates in the program must establish a default schedule for the hours that they anticipate working normally.  That schedule must be provided to their supervisor in writing no less than five (5) business days before they begin participating in the program.  That schedule will not compromise the employee’s ability to participate in the program, but will serve as a planning tool for both supervisors and employees in determining office coverage requirements.

· Employees participating in the program may choose to work more than 7.5/8 hours in one day and less than 7.5/8 hours on another day as long as the Department’s minimum staffing requirements are maintained in accordance with the [State Hospital] Flextime Schedule (attached) and the employee works their 37.5/8 hours per week.

· The [State Hospital] Flextime Schedule requires all employees to work during the following core hour periods:

9:30 am to 11:30 am (Monday through Friday)

2:00 pm to 3:30 pm (Monday, Tuesday, Thursday and Friday)

The [State Hospital] Flextime Schedule also establishes that Departments maintain the following minimum staffing requirements during certain bandwidths:

By 8:00 am each day – 25% of department staff

By 8:30 am each day – 50% of department staff

Monday, Tuesday, Thursday and Friday:

From 11:30 am until 2:00 pm – 50% of department staff

From 3:30 pm until 4:30 pm – 50% of department staff

From 4:30 pm until 5:00 pm – 25% of department staff

Wednesday:

From 11:30 am until 4:30 pm – 50% of department staff

From 4:30 pm until 5:00 pm – 25% of department staff

· All Administrative Offices must be operational between the hours of 8:00 am to 5:00 pm, Monday through Friday.

· Unless given provisional overtime authorization, any employee participating in the program must limit the total scheduled hours in any one week to thirty-seven and one-half (37.5) if they work a thirty-seven and one-half hour workweek, or forty (40) hours, if they work a forty hour workweek.

· Any flextime hours employee requested to perform overtime must receive a written request signed by a department employee empowered to authorize overtime stating the number of hours to be worked.

Timekeeping

· All flextime participants are required to maintain a timesheet that notes all times of arrival and departure from work (including lunch periods).  That timesheet will be reviewed and signed by the employee’s supervisor weekly.

· All sick leave, vacation time, holidays or other absences authorized or unauthorized for employees participating in the program shall be charged daily on a seven and one-half (7.5) hour basis for a thirty-seven and one-half hour workweek and eight (8) hour basis for a forty (40) hour workweek.

Employee Responsibilities

· Employees who participate in the program are required to utilize, at a minimum, one-half hour unpaid time for lunch each day which should be scheduled at the midpoint of the employees shift.

· Employees who participate in the program shall be responsible for adhering to flextime policies and procedures.  Failure to meet these requirements may result in the exclusion of an employee from the flexible hours program.

Flextime Enrollment Request

I _________________________________ request to participate in the



(name)

Flextime Program commencing on _________________.  I understand







(date)

that I must stay in the program for one (1) month and thereafter if I wish to withdraw, I 

must notify my supervisor five (5) days in advance.








________________________









Employee’s Signature








________________________








Supervisor’s Signature

Flextime Withdrawal Request

I _______________________ request to withdraw from the Flextime Program



(name)

effective _________________.  My work schedule will revert to Monday through 


(date)

Friday,______________ a.m. to ___________________ p.m.



(time)



(time)

______________________









Employee’s Signature








________________________







Supervisor’s Signature

STATE HOSPITAL

 FLEXTIME 

POLICY AND PROCEDURES

Flextime Hours 

Monday, Tuesday, Thursday & Friday 
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Wednesday 

[image: image2.wmf]
7:30 
  8:00
   8:30
       9:00
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     11:30
2:00
 3:30
     4:30
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SAMPLE GUIDELINES II

The following is an actual flextime program implemented by an Executive Office

PROPOSED FLEXTIME POLICY 

Flextime, a popular variable work schedule, is an optional program available to employees of the [Executive Office of    ]. This is an arrangement where fixed arrivals and departures are replaced by a workweek composed of two types of time, "coretime" and "flexible hours".  Coretime is that time during which all employees must be present or they will be charged personal, sick or vacation leave. Flexible hours are those hours during which employees may choose their time of arrival and departure within limits consistent with appropriate office coverage. 

All employees interested in participating in this program must complete the Flextime form (Form 3, Appendix C) and receive approval from their Supervisor and the Secretary. All employees participating in the program must work 37.5 hours per week, although employees cannot work beyond their weekly scheduled hours unless they have received written authorization. Flextime employees may work more than 7.5 hours on one day and less than 7.5 hours on another day.  Flextime participants may vary their arrivals and departures within certain bandwidths without prior approval from their Supervisors. 

1.
CORETIME/BANDWIDTHS 

Core hours at [Executive Office] are: 

MONDAY

9:45 to 11:45 and 
2:00 to 4:00 

TUESDAY




2:00 to 4:00

WEDNESDAY
9:45 to 11:45 and 
2:00 to 4:00

THURSDAY

9:45 to 11:45

FRIDAY 

9:45 to 11:45 and 
2:00 to 4:00

Employees may begin their workday as early as 8:00 AM and work as late as 7:00 PM.  Some [ Executive Office ] employees are occasionally required to work evenings.  On a case by case basis, and with supervisory approval, the bandwidth of working hours for these individuals can be from 8:00 AM until 11:00 PM.  This should allow these employees to schedule evening meetings within their normal weekly flextime schedule as long as the total weekly hours do not exceed 37.5 hours.

2.
COVERAGE 

Each unit of the office must have at least 25% coverage at all times.   Flextime employees must cooperate with supervisors to ensure that adequate coverage during office hours, 8:45 to 5:00, is maintained. 

3.
TIME RECORDS 

For a Flextime Program to function effectively an accurate means of keeping track of time must be maintained. [Executive Office] time sheets are an important record for all employees but they are a critical document for the flextime participant. Arrival and departures must be recorded as they occur. Failure to record weekly hours appropriately will result in termination from the Flextime Program.

4. LUNCH PERIODS

Employees who work at least six hours in one day are required to take a lunch break at at least thirty minutes during the mid-day bandwidth of 11:45 AM to 2:00 PM.  Lunches cannot be taken during coretime hours.  Employees who fail to take the required lunch break  will have thirty minutes deducted from daily time.

5.
SICK LEAVE

Flextime employees who call in sick on Monday through Thursday will have the option of making up all the non-core hours for the day during the remainder of that week.  Flextime employees who call in sick on Friday will be charged the difference between the hours worked and 37.5 hours or Friday's coretime hours, whichever is greater.   The maximum amount of sick leave that can be credited on a Friday is 10.5 hours. 

Employees who report in for a work day and then leave because of illness or to make a medical appointment must use sick leave or personal leave to cover any coretime hours missed.  Flextime employees who wish to use both regular hours and sick leave in a day cannot have more than 10.5 hours credited for that day. 

6.
VACATION OR PERSONAL LEAVE

Flextime employees can credit up to 7.5 hours of vacation and personal leave per day.  Flextime employees who wish to use both regular hours and leave time in one day cannot have more than 10.5 hours credited for that day.  Please refer to the [Executive Office] Vacation Policy for a detailed description of the rules governing vacation and personal leave.

7.
 FLEXTIME COMMITTEE 

A Flextime Committee will be established to assist in the implementation of the [Executive Office] Flextime Program.  The Committee will be chaired by the Secretary with a representative from the Policy, Program, and Legal Units, the Massachusetts [   ] Center and the [   ] Unit. The Director of Administrative Services will be an ex-officio member of the Flextime Committee.  This group will meet as required to effectively monitor and evaluate implementation of the program. 

8.
LATENESS 

Flextime employees who sign in after 9:45 a.m. are late for coretime.  Employees who arrive after 9:45 a.m. will be considered absent without leave and will be docked for the missing coretime.  Employees who are absent without leave may request personal or vacation leave to cover the time absent.

9.
 INFRACTIONS OF FLEXTIME RULES 

Flextime employees who are not present during coretime or who fail to work a 37.5 hour week will be subject to the following guidelines:

Third Offense:
Employees will receive a memo from the Flextime Committee notifying them of the infraction. 

Fifth Offense:
Employees will receive another memo warning them that they are in danger of being removed from the Flextime Program

Sixth Offense:
Employees will be suspended from the Flextime Program. 

Every six months the Flextime Committee will clear all previous offenses and begin new flextime records for all employees.  New records will not be established for employees who have been removed from the Flextime Program.

10. TERMINATION FROM THE FLEXTIME PROGRAM 

Flextime employees who wish to end their participation in the Flextime Program may do so by notifying their Supervisor in writing at least five days before they intend to resume a set schedule. 

Employees who have been removed from the Flextime Program because of repeated infractions may request to be reinstated in the Program.  The decision to reinstate employees will be made by both the employees' supervisors and the Flextime Committee.

Should the [Executive Office] decide to cancel the Flextime Program, all employees will receive written notice at least five working days before the program is cancelled.

[Executive Office]

FLEXTIME APPROVAL FORM

NAME: ______________________________________________________________

PROPOSED ARRIVAL/DEPARTURE TIMES, FOR PLANNING PURPOSES ONLY:



Mon

Tues

Wed

Thur

Fri
ARRIVAL  __________________________________________________________

DEPARTURE: _______________________________________________________

EMPLOYEE'S SIGNATURE: ____________________________________________

DATE: ______________________________________________________________

SUPERVISOR'S SIGNATURE: __________________________________________

DATE: ______________________________________________________________

SECRETARY'S SIGNATURE: ___________________________________________

DATE: ______________________________________________________________

SAMPLE GUIDELINES III:  COMPRESSED WORKWEEK PILOT 

The following is an actual four-day workweek pilot in one unit of a small agency

EXPANDED FLEXTIME PROGRAM FOR THE DIVISION OF MANAGEMENT SERVICES

Effective July 14, 1989 - September 30, 1989 the Division of Management Services will be offering an expanded flextime program on a pilot basis. The purpose of this 

pilot program is to help reduce the usage of sick leave and give added flexibility to employees' schedules. It will be available to management and non-management employees. 

The expansion of the current program will allow for employees to elect to work extended days and eliminate core time for a selected day during the week, by adjusting their hours. The intent of this is to allow for employees to schedule doctor and dental visits, as well as other personal business matters during the week without having to utilize sick and other accrued leave time. The employee would complete the attached CORETIME ADJUSTMENT FORM and give it to his or her supervisor no later than the Wednesday before the week requested. This must be approved by both the supervisor and next reporting manager. The Bureau Director receives a copy. In the case of managerial employees all requests must be approved by the Bureau Director and then a copy must be sent to the Deputy Commissioner for Management Services. Any employee who wants to seek approval for leave during what has been known as core time must complete the Coretime Adjustment Form. 

If an employee chooses to work four days at 9 hours and 22 minutes long (this does not include the mandatory 30 minute lunch break) then the employee may select one day out of the five in the workweek that would be a day off. 

If an employee calls in sick on a day that he/she is scheduled to work 9 hours, 22 minutes, and the time cannot be made up during the regular work hours (8:00 am - 6:00 pm) later in the week, then the employee will be charged 9 hours and 22 minutes sick leave. 

Any time a holiday falls on a day the employee would normally work, the employee is given credit for 7 1/2 hours, not 9 hours and 22 minutes.  The employee may then choose one of several ways to make up the additional time: he/she may work longer hours for the 3 remaining days of that week's schedule, he/she may come in on the 5th day to work a few hours, he/she may charge the time to personal or vacation leave. 

Because this option is a pilot through September 30, 1989, a questionnaire will be given to each person participating to help in the evaluation of the effectiveness in the expanded flextime program. 

CORETIME ADJUSTMENT FORM

______________________________________________________________________

Name 

WEEK OF _____________________________________________



Month


Day


Year

HOURS TO BE WORKED: 

DATE 

_______

Monday :

_____

__________

_____


__________ 




   In

Minutes for

Out


Total Hours






Lunch

_______

Tuesday: 

_____

__________

_____


__________ 




   In

Minutes for

Out


Total Hours






Lunch

_______

_____

__________

_____


__________ 

Wednesday:

   In

Minutes for

Out


Total Hours






Lunch 

_______

_____

__________

_____


__________ 

Thursday:

   In

Minutes for

Out


Total Hours






Lunch 

_______

_____

__________

_____


__________ 

Friday:

   In

Minutes for

Out


Total Hours






Lunch 

TOTAL HOURS WORKED FOR WEEK: _____________________________________

___________________________________
________________________________

Supervisor's signature/date 



Manager’s signature/date

Cc: 
Bureau Director (for non-management employees)

Deputy Commissioner (for managers) 

This form must be submitted to your supervisor by Wednesday of the week prior to the request. Manager must submit this form with attendance sheets at the end of the week. 

Sample Letter to Union Presidents Regarding Flextime Plan

[Note: This letter, or a similar one, should be sent to the Presidents of each collective bargaining unit that represents employees who will be affected by the proposed flextime plan.] 

Dear _______________:

The [name of work group, area, or unit involved in the proposed plan] at [name of agency] is considering the implementation of a flextime program.

As a result of our meetings and discussions, the advisory committee which has been exploring the flextime program has developed a proposed flextime plan (attached). We hope that this plan will lead to a flextime program that is successful for both management and employees. 

The committee welcomes your input.  Please feel free to comment in writing or to call me to set up a time to discuss the proposed plan with me in person. I can be reached at               ____________.   If I have not heard from you by ____________, we will assume that the proposed plan meets with your approval. 

Thank you for your consideration. 

Sincerely, 

_______________________________

Flextime Advisory Committee 

Encl.

Sample Letter to Managers Introducing Flextime

Dear Manager: 

We are pleased to announce that we have developed a flextime plan for the employees of [name of unit, bureau, division, or whole agency]. The attached plan is the result of extensive discussion and planning. The members of the Flextime Advisory Committee,  [name of Agency Head], and the unions representing the employees affected by this plan are all in agreement with it. 

Flextime has proven to be a very successful scheduling strategy for over 7,000 Executive Branch employees in over 49 agencies and worksites, as well as in the private sector. Among the many benefits of flextime implementation that have been documented are: 

· virtual elimination of tardiness 

· reduced use of short-term sick leave 

· potential for increased productivity 

· improved morale 

· reduced staff turnover 

· cost-free recruitment strategy 

Flextime program logistics 

Managers are responsible for the timely and professional completion of work in their area (bureau, division, etc.). Therefore, managers establish the procedures and limitations of the flextime program in their areas, in accordance with the overall flextime plan. 

Managers should meet with the employees in each work area (no more than 5 to 10 people) to review the guidelines for flextime implementation in that area.  Among the issues to be addressed are: 

· public posting of sign-in sheets 

· daily and weekly minimum coverage levels 

· back-up system to ensure adequate coverage in all circumstances (illness or unexpected absence of work group members, for example) 

Planning and organizing work under flextime

Because flextime is a change in how people schedule their work time, some of the “fine-tuning” that accompanies such changes may be necessary for both managers and employees when the program first starts. Since employees on flextime typically work more independently (that is, they may work at certain times of the day without immediate supervision), managers may need to plan and organize work a little differently. For example, you may need to change the way you communicate an important notice (through a memo that circulates to all employees rather than individual conversations) or the way you schedule meetings (to be sure they take place during 

core time). Your expectations for when work will be completed will need to reflect the flextime arrangements of your staff and you. For example, if you need something by “close of business today," you need to consider if the employee you're asking to do the work planned to leave at 3:30.) 

Usually, after flextime has been in place for a while, these changes become part of the routine of the unit. As managers and employees work out these new patterns of work assignment and completion, a new level of mutual trust and respect often evolves. The success of flextime relies on the development of this kind of professionalism. The ultimate test of the success of flextime implementation is the volume and quality of work produced. Often, work units report that productivity and quality of work increase with the introduction of flextime. 

Exclusion and removal from flextime 

A manager may deny participation in the flextime program to a particular position or work area, but only with justification.  For example, employees who work in the field are not good candidates for flextime, since they are not able to return to the office for core hours.  Managers may exclude employees whose presence they feel is critical during standard working hours. An employee with an identified performance problem for which there is an action pending may be deemed ineligible for flextime participation. 

In order to ensure that work is completed in a timely and professional manner, managers need to establish procedures for removing an employee or a work area from participation in flextime if the program is being abused. 

Summary 

Common sense should prevail when agency needs appear to conflict with the structure of the flextime plan in place. 

Communication among employees and managers is essential to the success of flextime. If everyone understands the changes that are required of them, flextime should prove to be a helpful, successful program for everyone. 

If you have any questions about the attached plan, please contact _______ at _______. 

We appreciate your interest in and support of this innovative program. 

Sincerely, 

Flextime Advisory Committee 

encl.

Sample Letter to Employees Introducing Flextime

Dear Employee: 

We are pleased to announce that we have developed a flextime plan for the employees of [name of unit, bureau, or whole agency]. The attached plan is the result of extensive discussion and planning. The members of the Flextime Advisory Committee, [name of agency head],  and the unions representing the employees affected by this plan, are all in agreement with it. 

To help you understand more about flextime, a copy of a packet entitled “Common Questions About Flextime” developed by the Human Resources Division is also attached.  It explains how the program works.

Flextime benefits

Flextime has proven to be a successful scheduling strategy for over 7,000 Massachusetts state employees in 49 state agencies, as well as in the private sector. Among the many benefits that employees who use flextime report are: 

· a greater sense of control over their work lives

· the ability to schedule various personal appointments without using sick, personal or vacation time (variable arrival and departure times enable employees to schedule appointments at times other than core hours) 

· tardiness is virtually eliminated (unless core time is missed) 

Flextime enables employees to meet unplanned demands on their time, both personal and job-related. Most employees tend to arrive at and leave work at about the same time every day. However, when the train is late or when your supervisor asks that you stay until 5:30 on a particular day to help get an important mailing out, flextime allows for the time to be made up (to the state in the first example and to you in the second example). 

Flextime program logistics 

Your supervisor or manager will work with each small work group (no more than 5 to 10 people) to establish the procedures and limitations of the flextime program in that work area, in accordance with the overall flextime plan. Your supervisor will meet with you to review the guidelines for flextime implementation in your area.  Among the issues to be addressed are: 

· public posting of sign-in sheets 

· daily and weekly minimum coverage levels

· a back-up system to make sure the area is always covered, even if someone is ill or unexpectedly absent

Planning and organizing work under flextime

Implementation of flextime may require some changes to be made by supervisors and employees in the way work is accomplished in your area.  At certain times of the day, employees may be working alone or under the supervision of someone to whom they usually do not report.  But employees are expected to continue their work at a consistent level of quality in order to meet the work area's timelines and productivity goals. To accommodate these new working patterns, work may be planned and organized a little differently at the beginning of the program. 

Usually, after flextime has been in place for a while, these changes become part of the routine of the unit. Employees often report that they appreciate the new level of responsibility which flextime affords them.  As managers and employees work out these new patterns of work assignment and completion, a new level of mutual trust and respect tends to evolve. The success of flextime relies on the development of this kind of professionalism. 

Common sense should prevail when agency needs appear to conflict with the structure of the flextime plan.  Your manager is responsible for the timely and professional completion of the work in his or her area, and will modify the flextime program as necessary to ensure that the volume and quality of work accomplished remain the same.

Removal and exclusion from flextime 

Managers can remove individual employees or work groups from the flextime program if they are found to be abusing (taking advantage of) the program.  Abuse includes inaccurately completing timesheets, failing to share duties or provide backup as agreed, not working up to capacity when unsupervised, and demonstrating certain patterns of absence.  Managers can also exclude employees from flextime because their presence is felt to be critical during standard working hours.  An employee with an identified performance problem for which there is an action pending may be deemed ineligible for flextime participation.

Summary 

Communication among employees and managers is essential to the success of flextime. If everyone understands the changes that are required of them, flextime should prove to be a helpful, successful program for everyone. 

If you have any questions about the attached plan, please contact _______ at _______.

We appreciate your interest in and support of this innovative program. 

Sincerely, 

Flextime Advisory Committee 

encl.

SAMPLE

MANAGERS' EVALUATION OF PILOT FLEXTIME PROGRAM

[Name of agency, division, bureau or worksite] has been conducting a pilot flextime program since [date of pilot program implementation]. The Flextime Advisory Committee is interested in your feedback about the program. The responses to this evaluation will be used to modify the flextime procedures as necessary to make the program more effective. Please answer these questions and return the completed questionnaire to [appropriate person or location] by [date]. 

Your responses will be treated confidentially.  If there are specific issues which you would like a member of the Committee to follow up on, please fill in your name and office phone at the bottom of the form. Thank you for your time and your support of our flextime program. 

*


*


*


*


* 

1. How many employees are in the work area you manage? 

2. How many employees are participating in the flextime program? 

If everyone is not participating, list reasons for exclusion from flextime: 

3. Describe any problems you have encountered with coverage under flextime:

Describe any problems you have encountered with employee attitudes under flextime: 

4. Describe any successful strategies for dealing with problems resulting from flextime implementation:

5. Is your perception that your employees appreciate this benefit? What feedback suggested this?

6. Has tardiness been eliminated in your work area? 

7. Has the productivity level of your work area been maintained since flextime was implemented? 

Has productivity increased?   Explain.

8. Have you had to remove any individuals from flextime program participation due to abuse of the program? 

9. Have you reviewed your work area's flextime program? 

How often are reviews scheduled? 

When did the reviews begin? 

10. Any additional comments or questions about the flextime program: 

Your name (optional):

______________________

Office phone:



________________

SAMPLE

EMPLOYEES' EVALUATION OF PILOT FLEXTIME PROGRAM

[Name of agency, division, bureau or worksite] has been conducting a pilot flextime program since [date of pilot program implementation]. The Flextime Advisory Committee is interested in your feedback about the program. The responses to this evaluation will be used to modify the flextime procedures as necessary to make the program more effective. Please answer these questions and return the completed questionnaire to [appropriate person or location] by [date]. 

Your responses will be treated confidentially.  If there are specific issues which you would like a member of the Committee to follow up on, please fill in your name and office phone at the bottom of the form. Thank you for your time and your support of our flextime program. 

1. How many employees are there in your immediate work group (that is, using the same sign-in sheet)? 

2. Do you enjoy participating in flextime? 

3. Do you usually arrive at work about the same time every day? 

4. Which of these professional benefits have you gotten from your flextime participation? (Please check all that apply and then comment or add your own.) 

____more work accomplished during early morning/late afternoon “quiet time”

____eliminating work backlog 

____increased perception of respect and appreciation

____less time spent on phone with family members

Others, comments: 

5. Which of these personal benefits have you gotten from your flextime participation? (Please check all that apply and then comment or add your own) 

____increased ability to meet family/personal needs (such as attending school ____conferences, waiting for home repairs, scheduling car service, etc.) 

____ability to go to the doctor or dentist without using sick leave 

____less stress about arriving at work late due to commuting problems

____increased use of public transportation during off-peak hours 

____time to pursue other interests such as an exercise or educational program 

Others, comments: 

6. Have you encountered any work scheduling, communication or coverage problems that you feel were due to flextime?  Explain. 

How did you resolve these problems? 

7. Do you have any suggestions for improving flextime in your work area? 

8. Would you recommend flextime programs for other employees and agencies in state government?

9. Do you have any additional comments or suggestions? 

Your name (optional):
_____________________________

Office phone:


_______________

FLEXIBLE HOURS PLAN APPROVAL REQUEST

Send to: 

Policy Unit




Human Resources Division




One Ashburton Place, Room 301




Boston, Massachusetts   02108

Agencies must submit a separate request form for each collective bargaining unit, and one for managers/confidential employees.

______________________________________________________________________

Agency                      

Secretariat   


               Bargaining Unit #







  



Or Mgt/Confidential ______________________________________________________________________

Division/Bureau/Unit

______________________________________________________________________

Address

______________________________________________________________________

Flexible Hours Contact Person




Telephone

​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​​

1. All represented unions must have the opportunity to take part in the planning of your flextime plan.  Have they been involved in organizing the plan you are submitting? _____ 

2. How many employees are participating? 
____________

3. List the individuals serving on the committee which formed your flextime plan, including union presidents, staff or field representatives, or their designees:_________________________________________________________________________________________________________________________________

4. What is the bandwidth for your plan:

From: _________  To: _________Monday through Friday

5. What are the core hours for your plan:

Morning:
From: ___________  To: ____________

Afternoon:
From ___________   To: ____________

6. What is the lunch break span for your plan: From: ________  To: __________

Note that the law requires that employers provide at least 30 minutes for a lunch break.

7. What is the minimum percent or number of employees required to be present:

From the start of the work day (example, 8:45 A.M.) to the start of core hours:_______

During lunch break: ________

From the end of core hours to the end of the work day (example, 5:00 P.M.): _______ 

8. Is adequate supervision present during the entire length of the bandwidth? ________ 

9. What are the different types of employees enrolled in your plan (example, clerical, technical, etc)? _______________________________________________________ ____________________________________________________________________

10. What type of record keeping does your plan call for (example, sign-in sheets)? 

__________________________________________________________________________________________________________________________________________

11. Do you have special procedures for overtime (any time worked beyond 40 hours, with prior approval by, or a written request from, management)? 

__________________________________________________________________________________________________________________________________________

12. Are there any limitations on the plan (example, are there any individuals whose job responsibilities demand they be present only during standard office hours)? 

_______________________________________________________________________________________________________________________________________________________________________________________________________________

I hereby certify that all provisions of the Regulations Governing Flexible Hours Programs for state employees will be observed in the implementation of this proposed plan.

Approved by_________________________________________  Date _____________

Human Resources Division Approval

Signature ___________________________________________  Date _____________



Director, Policy

Signature ___________________________________________  Date _____________



Director, Office of Employee Relations

Signature ___________________________________________  Date _____________



Chief Human Resources Officer
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