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The impact of offering more flexible ways of working -monitoring, evaluating and reviewing
Why are you offering more flexible working?

The benefits of introducing or extending flexible working should be weighed against the costs of putting the schemes in place.  Even if the effects can not easily be quantified, they should be recorded in order to help evaluate the outcomes. The flexible working and work/life balance options to be offered should reflect employee demand and business requirements.
If you are clear why you are introducing flexible working then objectives can be more readily decided upon.  Your aims and objectives will of course reflect your starting point - your organisation may be new to the whole idea of flexibility, be building on widespread informal practice or bringing formal policies together into a coherent work/life package of benefits for all employees.    In whichever case, these objectives can form a framework for monitoring and later evaluation and review.  They are relevant for a pilot scheme, a rolling out programme, or just raising awareness of what is already on offer.
Establish a baseline
Most organisations start their evaluation by determining a benchmark against which to assess progress.  If your organisation is currently not making much use of data or there are no procedures that are currently suitable, then this stage may by lengthy and difficult.   However a baseline is important to properly evaluate the effect of offering benefits to employees, and this then forms a basis from which to set targets.  It also a good idea to set some measurable targets at the outset, as your evaluation framework will then tell you how you are progressing both against your benchmark and against targets.  As you get a better feel for how things are progressing you may wish to adjust the way you implement flexible working, or your performance targets. 
Methods of monitoring and review

Some useful measurable indicators of performance are listed below.  You may not wish to use all of these measures, but you should identify those of particular importance to your organisation for inclusion.  Use a range of indicators to give a reasonable picture of how the scheme is operating, both quantitative and qualitative.  Some may already be being collected in some form or other and can be adapted for monitoring and evaluating flexible working and the overall work/life balance of employees.  The more quantitative measures tend to be more useful for long term targets, and the more qualitative, such as focus groups, for pilot schemes.
· Numerical data – number of part-time, term-time, job share contracts
· Numerical data on any other flexible working currently on offer

· Numerical data on the requests for flexible working received particularly under the new regulations

· Numerical data for equality – gender and ethnicity – useful for assessing impact of encouraging flexible working at a senior level, or if any male employees are applying for flexible options
· Sickness absence – particularly short term – useful when introducing flexi-time
· Absenteeism – frequency rate and lost time rate
· Maternity returnees – and whether returning part or full time
· Why new starters applied for the job –  for example what benefits attracted them

· Turnover – separation rate, stability index
· If different patterns of working are being encouraged, such as annualized hours or seasonal hours, then managers may be able to identify cost savings over a period of time
Qualitatively, it is also relatively simple to measure – 
· Staff motivation, morale and work/life balance – for example surveys, questionnaires, focus groups and appraisals

· Impact on productivity and quality – for example assessment by line managers

· Retention – for example exit interviews

For assessing how much more uptake there has been due to an awareness-raising programme – 

· Hits on a particular website or web pages

· Feedback from personnel mangers on increased requests and/or take-up of particular forms of flexible working.

Many higher education institutions have difficulty finding data for such indicators as maternity returnees, general turnover or sickness absence, and new systems may need to be set up.  Some types of data need to be collected over a long period of time both before and after introducing a new variable such as a flexible working option.  Re-structuring also makes an accurate analysis of some statistics from computerized systems difficult to achieve.  Other information may be known by personnel managers but not collated, such as the number of job shares or term time employees in each area, or the numbers of requests received under the new regulations.
Review at department level

As well as evaluating the effect of offering more flexible working and other benefits that aid work/life balance, it is worth encouraging line managers to monitor and review how flexible working is being received and  used in their own areas:
· Establish regular clear communication channels possibly in the form of team or departmental meetings - this helps to ensure that  staff feel supported and that any issues or problems that arise can be aired and tackled
· Identify any issues at an early stage and address them
· Review team department performance of the scheme every 3-6 months at the outset of the scheme

· Review the performance of the overall scheme on an annual basis

· Use the scheme as a selling point when advertising recruiting for new staff.

Homeworking

Introducing a homeworking scheme may need additional means of monitoring and evaluation.  It can be often worthwhile piloting your homeworking scheme. This minimizes disruptions and allows you to evaluate the impact of the scheme and to adjust your future plan accordingly.  A pilot can provide some practical answers to important questions:

· Is more and better quality work being done?

· Which managers are most suited to managing homeworking methods?

· Could changes to any other organisational policies usefully be considered?  

The practical realities of staff and management attitudes to the scheme will become more apparent during the pilot and will enable you to identify the likely success of an organisation wide project.
As well as the general indicators already listed, the following may be particularly useful for monitoring and evaluating a homeworking scheme:

· Travel expenses claimed

· Staff wages paid while traveling
· Change in the amount of time spent traveling to and from work and to meetings

· Parking space switched to other uses or less pressure on existing provision

· Changes in overhead costs the need for office space (£/square metre) and or equipment

· Phone bills

· Cost for new specialist equipment e.g. teleconferencing

· Staff commuting costs
· Where staff join, ask if homeworking policy was a positive or negative factor for them
· Quality of work produced – standard of reports that an individual produces in the office and when working from home
· Effects on external relationships – positive or negative impact on customers or overall organisational image

· Effect on internal relationships – assessing through such systems as appraisal or team meetings whether homeworkers feel part of team/ department/ organisation and conversely how the other team members feel.
Review and re-evaluation of objectives

A review of the objectives and targets should be done after a period, perhaps 6 months and then annually.  Not only can you see how things are progressing, but evaluation creates a closed loop which helps you to deliver constantly improving performance and benefit the work/life balance of staff.

All the monitoring procedures mentioned are of course useful generally to gauge the effectiveness of many areas of working practice not just flexible working and HR may already be making use of some of these.   Ultimately it may be sensible to revisit your objectives and perhaps revise them when you get good information on where things are heading.  However, it’s important to remember that there are many factors that affect work/life balance within a workplace.
Review of communication and publicity

Overall thought should be given to what level of priority flexible working and work/life balance takes within the organisation.  A review of the information given out to managers, employees and potential recruits could become part of the objective setting process.  The review should include availability, relevance, coherency and format, whether paper based or on the internet.  A pure policy approach may be very low key.  A higher profile approach would be represented by positive publicity on a website for staff and potential staff on flexible working and other benefits on offer, and the importance of work/life balance for the institution.
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