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The way we work has changed
Flexible working is no longer something 
being tried by a few, progressive 
companies. World events have pushed 
us all to try new arrangements – 
whether that’s remote working, 
staggered hours or a hybrid home/office 
set-up. And many employees are 
thriving as a result.

But while the individual benefits of But while the individual benefits of 
flexible working are well documented, 
employers can’t just let staff choose 
their own hours and location. There still 
needs to be some level of control – or 
increasing flexibility can do more harm 
than good. 

To make flexi-time work successfully long-term, there are many practical 
challenges for employers to consider. For example: 

• How can colleagues work together on tasks when they’re operating
different hours? 

• How do you manage staff movements without restricting them? 

• How can teams collaborate properly when they’re no longer sitting
face-to-face? 

• How do you factor-in staff on different contract terms, such as those• How do you factor-in staff on different contract terms, such as those
working part-time?

• How does flexible working impact employee entitlements like annual
leave? 

To answer these questions and more, WhosOffice has created a 
straightforward 7-step strategy for øexible working success. Keep 
reading to discover the örst step… 
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Step 1: Treat every working day as a shift
Some sectors – like retail, hospitality, healthcare and transport/logistics – 
are already well-versed in flexible hours, as many staff operate in shift 
patterns. Other industries are more accustomed to the traditional 
Monday-Friday, 9-5 set-up. 

Whether your core hours are static or not, every working day is essentially Whether your core hours are static or not, every working day is essentially 
a shift. And when you think of your business this way, a flexible working 
set-up becomes much easier to manage; it’s just moving the standard 
working day to a different start and finish point. 

Even if your company has some staff working shifts, there may be other Even if your company has some staff working shifts, there may be other 
team members operating fixed hours. By considering these employees as 
shift workers too, you can coordinate everyone’s schedule on the same 
terms and increase overall flexibility. 

Top tip: planning staff workload in hours rather than days can help 
your business to introduce greater flexibility. Not only can start and 
finish times differ if schedules are planned by the hour, but working 

days no longer need to be equal in length. 
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Step 2: Know who needs to work (and when) 
to keep things flowing 
While adopting a shift-based approach encourages 
a flexible working culture, employers still need to 
make sure increased staff movements don’t 
compromise your productivity or customer service.

The secret to an agile set-up is creating minimum 
requirements for each day or shift. For example: 

• How many people do you need in each
department to cover key tasks? department to cover key tasks? 

• Can everyone work remotely, or do you need a 
certain number of people in the office or to run 
the plant/factory/hospital/out in the field? 

• Are people with specialist skills/certifications 
needed to cover advanced or high-risk tasks? 

• Are there any contractual obligations that need
to be considered? For example, not to be considered? For example, not 
over-allocating hours to part-time staff 

• Have you assigned enough managerial personnel
to approve workload and make sure operations
are running smoothly? 

• Are there sufficient first aid trained staff on duty
every shift? 

Outlining how many people are required each shift, at what level of 
seniority, makes it easier to manage flexible working requests. And it also 
takes the guess work out of shift planning to prevent over-staffing, 
streamlining your operational overheads. 

Top tip: planning shifts using an online scheduling tool enables you 
to set rules on daily staffing requirements. The system will highlight 
when these rules are broken. Once you’ve built shift plans within 
your requirements, you can turn these into optimised ‘click and drop’ 

templates to reduce future shift planning admin.   
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Step 3: Make sure you’ve got the right skills 
mix 

One way to manage flexible working better is to document every 
employee’s core skills, training and certifications in a central record. This 
way, you have a complete list of capabilities to select from when putting 
together future shift plans. 

And if you’re running an online system, you can create rules that highlight And if you’re running an online system, you can create rules that highlight 
when mandatory skills or experience levels haven’t been met in your 
upcoming schedule – to fill any staffing gaps.

Success story: Systematic Print 

Systematic Print in Lincolnshire introduced Systematic Print in Lincolnshire introduced 
a flexible working policy in 2019, allowing 
staff to work compressed hours and take an 
extra day off each fortnight. But it needed 
to ensure that this set-up wouldn’t 
compromise customer service. 

The company has been using online The company has been using online 
software to log information on each 
employee, which it can use to make 
informed decisions about which flexi-days 
each staff member can take off. 

Flexible working isn’t just about optimising head count. As we touched on 
in step two, finding the right mix of skills for each shift is essential to 
company productivity. But few businesses capture this information in a 
cohesive manner. 

“We’re standardising information, improving communication, and 
capturing people’s work patterns. Data that has historically not 
been easy to share,” says Systematic’s Operations Manager, Jacqui 

Vear.
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Top tip: save your flexible working policy somewhere central, so staff 
can access it whenever they need. This will reduce the number of 
inappropriate flexible working requests your senior team receive, 

streamlining employee admin.

Step 4: Set clear guidelines for every 
employee 
The reality of flexible working is that some jobs are more adaptable than 
others – and not everyone will want to work flexibly. Formally documenting 
what each staff member can and cannot do gets rid of any ‘grey areas’ and 
helps every person in your workforce to know where you stand. 

In addition to covering who is and isn’t eligible to submit a flexible working 
request, your policy should include standard guidelines around just how 
flexible you’re willing to be. For example:

• Does flexibility include location as well as time? i.e. can employees work• Does flexibility include location as well as time? i.e. can employees work
remotely whenever they choose, or are there a minimum number of days
they should attend their physical workplace? 

• Are there any limits on how many hours staff can work per week? You
may be impacted by legislation – e.g. the Working Time Directive and
industry-specific limits for certain job roles (like HGV drivers)

• Can employees work beyond their contracted hours, and will they be
eligible to earn overtime or accrue flexi-time/time off in lieu for theseeligible to earn overtime or accrue flexi-time/time off in lieu for these
additional hours? 

• Can staff flex their hours week-to-week, or are they required to stick to a
core shift pattern once it’s been optimised to fit their individual
requirements and contract terms?

Transparent terms of working ensure your flexi-time structure is as fair as Transparent terms of working ensure your flexi-time structure is as fair as 
possible and can help you to positively manage change across your 
business. 
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Step 5: Give everyone eyes on the schedule 
Most employees need to work with others to do their job effectively. 
Naturally, this is harder to achieve if you’re working different hours, in 
different locations – which is one of the things that puts employers off 
introducing an agile working approach. However, this challenge is easily 
overcome. 

When staff can’t just look up from their desk to see who’s available to When staff can’t just look up from their desk to see who’s available to 
answer their question or sign off a task, introducing an online shift plan 
can provide this same level of visibility. 

A digital shift planner goes beyond just helping employees to answer A digital shift planner goes beyond just helping employees to answer 
individual questions; it allows your teams to work closely even when 
they aren’t face-too-face. For example, they can use the shift planner to 
schedule group meetings, allocate tasks and set deadlines based on 
real-time availability. In a much more accurate, dynamic way than 
running shift plans through a spreadsheet. 

Top tip: the more information you capture on staff movements, the 
easier collaboration becomes. Recording whether someone is 

working from home, at an external meeting, on leave or off sick will 
help colleagues know when it’s appropriate to contact them.
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Step 6: Don’t forget annual leave! 
One of the more complex flexible working challenges is calculating and 
managing staff holiday. When people are on different contract terms and 
working irregular hours, it’s easy for calendar clashes to occur – or 
requests to be missed by managers and HR. 
 
Finding efficient ways to coordinate staff leave takes the admin pressure Finding efficient ways to coordinate staff leave takes the admin pressure 
off senior staff, while making sure that employees get the holiday they 
want. Many companies choose to manage annual leave via an online 
system, as it allows them to:

• Cut down on paperwork/email traffic and record approved leave in a
central location 

• Set rules for how many people across the company/in each department
can book the same days off, to avoid staffing shortagescan book the same days off, to avoid staffing shortages

• Block out dates that can’t be booked as annual leave e.g. public holidays,
training days, busy trading periods

• Track flexi-time/time off in lieu alongside paid holiday, to understand
each employee’s total leave entitlement 

• Accurately calculate remaining leave allocations based on how many days
staff have already taken or booked off in future 

• Give employees access to their own record and a read-only version of the• Give employees access to their own record and a read-only version of the
holiday calendar, so they can check their entitlement and make sure there
are no calendar clashes before requesting time off 
• Set rules around annual leave carry-over to
prevent staff building up an unrealistic amount
of time off year-to-year 

• Create minimum notice periods for booking
time off to avoid last-minute requests 

Outlining staff holiday and flexi-time information in an annual leave policy 
ensures time off is booked fairly and consistently across your company. 

Top tip: Integrating staff leave data with your shift plans will ensure 
you don’t schedule staff to work when they’re on holiday – and you 

can identify any staffing gaps that need to be filled. 



Step 7: Put critical data directly into people’s 
hands 

A successful flexible working strategy doesn’t just involve clear decisions from 
the top-down; information needs to be communicated effectively to every 
employee. 

“Using mobile-friendly software has saved lots of admin time. It has also saved 
us money and is environmentally friendly as we no longer have to print rotas or 
holiday request forms as they can access all of this via the mobile app,” says 

Practice Manager, Deborah Revell. 

Providing clear, easily accessible data on 
when each team member is working, who’s 
working at the same time as them, and 
where those colleagues are going to be 
based, gives people critical information 
needed to do their job effectively. And the 
simplest way to share these insights is via 
their laptop, tablet or smartphone. 

Mobile staff management tools are already Mobile staff management tools are already 
being widely used by professionals with 
field-based jobs such as engineers, retail 
workers and medical staff. However, every 
professional can benefit from having 
scheduling data at their fingertips – and 
we’re going to see a broader range of 
companies using smartphone-based 
software moving forward. 

Success story: The Cedars Surgery

Busy GP surgery, The Cedars Surgery in 
Deal, Kent, is already using a mobile shift 
management system to coordinate staff 
movements. 
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Successful shift planning starts here 
Giving employees greater flexibility can improve their productivity, value 
and loyalty to your company. And now that all UK workers have the right to 
request flexible working from day one in their role, the flexible working 
movement is gathering even more momentum.   

But agile working is only a long-term success if it’s managed effectively. But agile working is only a long-term success if it’s managed effectively. 
Flexibility shouldn’t mean a free for all! And employers need both a clear 
strategy and the right digital software to put an adaptable infrastructure in 
place without compromising on control. 

We understand this challenge first-hand, because WhosOffice is already 
helping companies across the UK to increase their flexibility through 
stronger shift planning. 

Whether you’re a 9-5 business or you’re already operating in shifts, our Whether you’re a 9-5 business or you’re already operating in shifts, our 
scheduling software will give you the visibility to plan ahead and create 
clear rules for who works, when. To build the optimum set-up not just for 
each team member individually, but for your business as a whole.  

We’d love to set your company up for the new way of working. To try 
WhosOffice for free, visit https://www.whosoffice.com/demo-request 



WhosOffice: smart scheduling software  
WhosOffice online shift planning software empowers people to work at 
their best, to run your business more profitably. 

Our dynamic shift planning tools enable senior personnel to see who is 
scheduled to work at-a-glance and react to last minute changes. Staffing 
levels can be constantly optimised, with the ability to plan rosters by 
demand, competency, skill and seniority, and build team schedules in 
minutes. 

Easy-to-use management and communication tools coordinate every Easy-to-use management and communication tools coordinate every 
aspect of the workforce, including built-in leave management software, 
to synchronise holiday requests, TOIL, meetings and sick leave with 
work schedules.

The WhosOffice platform is available online or via smartphone app, with 
customised access to features and functions, according to management 
level.

Book your free WhosOffice trial at 
https://www.whosoffice.com/demo-request.


