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The ‘NHS People Plan’ and ‘Our NHS People Promise’  
have highlighted the commitment of the NHS to offering  
flexible working.

One NHS Finance reflects this commitment within our updated Finance Director Declaration 
which asks the leaders of our finance teams to pledge their commitment to flexible working 
through the statement,

There is huge support for flexible working. It has been proven to contribute to improvements in 
staff wellbeing, and attract and retain a more diverse workforce, linking through to the ambitions 
set out within the One NHS Finance Equality, Diversity and Inclusivity strategy. 

Flexible working is a tool we can utilise to simultaneously improve the service we offer to 
stakeholders whilst also improving the attractiveness of our role, benefitting current and future 
potential colleagues. By thinking ‘flexible first’ finance leaders are challenged to consider how 
best to make flexible working a success for not only an individual but also their wider team and 
stakeholders, ensuring that all benefit. This resource looks specifically at encouraging flexible 
working within all NHS finance teams providing a guide that covers:

• What is flexible working?

• Benefits for the individual and the finance team

• Case study examples of working arrangements

We hope that you find this useful and that we can reach a position where we are all designing 
teams and recruiting to roles where our first thought has been about how the role can be 
delivered flexibly and we collectively harness the benefits of flexible working for all.

FLEXIBLE WORKING 
IN NHS FINANCE
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THE SECTIONS IN THIS GUIDE INCLUDE:

“Fostering an inclusive culture that takes a positive 
approach to flexible working in all roles across my team”

https://onenhsfinance.nhs.uk/wp-content/uploads/2021/11/NHS-Finance-EDI-Action-Plan-Spread-2.pdf
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01 – WHAT IS FLEXIBLE WORKING?
Always refer to your organisational policy, which may helpfully 
include forms for you to complete that cover all of the following. 

Every employee at any time can make a request for flexible 
working.

In the NHS we describe flexible working as “An arrangement 
which supports an individual to have greater choice in when, 
where and how they work”.

When: Flexible start/finish times, annualised, compressed, 
shift choice, part-time

Where: Remote working, home, mobile, other offices

How: Job-sharing, job-splitting, project-based, contract, bank

The NHS People Plan and the Our NHS People Promise has 
highlighted the commitment to offering flexible working.

“As set out in the NHS People Plan, the NHS 
needs to be bold and commit to offering 
more flexible, varied roles and opportunities 
for different types of flexible working. We 
believe all our NHS people should be offered 
the chance to work flexibly, regardless of 
role, grade, reason or circumstance.

We know it’s not always immediately 
easy to accommodate individual work 
preferences, but becoming a more flexible, 
modern employer in line with other 
sectors, gives us the opportunity to retain 
our existing people and attract new talent 
to work with us.

Flexible working is about more than just 
retention. It can unlock new opportunities 
and contribute to people’s mental health, 
wellbeing and engagement with their 
role, and we know that in the NHS more 
engaged staff leads to better patient care.”

(NHS England – Looking After  
Our People – Retention)

In the statement that “we work flexibly”, commitments have 
been made around flexible working with the aim to achieve 
a culture where flexibility is the way we work in the NHS.

Although in employment law, flexible working can only be 
requested after 26 weeks of employment and a request 
can only be made every 12 months, the NHS People Plan 
went further, and the NHS Staff Council approved changes 
to the Agenda for Change Terms and Conditions from 13th 
September 2021 to state the following:

The new Section 33 (Balancing work and personal 
life) of the NHS TCS handbook will provide for:

•  a contractual right to request flexible working from 
day one of employment

 •  no limit on the number of requests and the right 
to make them regardless of the reason

•  new requirements for centralised oversight of 
processes to ensure greater consistency of access 
to flexible working including an escalation stage for 
circumstances where a line manager is not initially 
able to agree a request

•  expectation that employers will promote flexibility 
options at the point of recruitment and through 
regular staff engagement through one-to-ones, 
health and well-being conversations, appraisals and 
team discussions. 

(NHS Employers)
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“YOUR LINE MANAGER SHOULD 
HAVE REGULAR CONVERSATIONS 
WITH YOU, INCLUDING IN ONE-
TO-ONE CONVERSATIONS AND 
WITHIN YOUR TEAM, ABOUT 
WORKING FLEXIBLY WITHOUT 
WAITING FOR YOU TO MAKE A 
FORMAL REQUEST.”

Therefore, if your employment is covered by the NHS Terms 
and Conditions of Service Handbook then you can:

• Request flexible working from day one of employment. 

•  Make as many requests as you like, there is no limit on the 
number of requests you can make. 

•  Make requests and have them considered, regardless of the 
reason. 

Also, the employer should keep a central overview of how the 
organisation is handling requests so they can check everyone is 
being treated fairly. 

If a solution can’t be found straight away, there is a further 
stage to check for other suitable options that could be 
considered, perhaps in another team or setting. This requires 
thinking beyond the current role and getting support to 
explore all possible options. 

The guidance goes further to state “Your line manager should 
have regular conversations with you, including in one-to-one 
conversations and within your team, about working flexibly 
without waiting for you to make a formal request”, ensuring 
that flexible working isn’t only considered at recruitment.

FLEXIBLE WORKING OPTIONS INCLUDE:
•  Flexi time: Choosing when to work (usually there are core 

hours when you have to work).

•  Annualised hours: Hours are worked out over a year but with 
some flexibility (there are often some set shifts or hours).

•  Term-time working: Working 39 weeks a year in line with the 
school calendar.

•  Compressed hours: Working your agreed hours over fewer, 
but longer, days.

•  Staggered hours: Different starting, break and finishing times 
for employees in the same workplace.

•  Job sharing: Sharing a job designed for one person with 
someone else by sharing the hours.

•  Job splitting: 2 individuals share a role, and lead on different 
parts of the role.

•  Working from home: Work some or all of the role at home 
with cost and time savings on travel time.

•  Hybrid working: Splitting time between the workplace and 
working remotely.

•  Part time: Working fewer than 37.5 hours per week, in any 
agreed pattern across the week.

•  Average hours working patterns: a set number of hours 
to be averaged out over an agreed reference period e.g., 
annualised; bi-annualised; quarterly; monthly

•  Phased retirement: Since the phase out of the default 
retirement age in April 2012, employees can now decide 
what age they wish to stop working. This means they 
can reduce their hours and work part time on a phased 
retirement.

•  Zero-hours Contract: An individual has no guarantee of a 
minimum number of hours, so they can be called upon as 
and when required and paid just for the hours they work.

•  Career breaks: Career breaks, or sabbaticals, are extended 
periods of leave - normally unpaid - of up to five years or 
more.

Under employment law, the employer is required to deal with 
requests in a reasonable manner.

If it is deemed that an employer did not handle a request 
in a reasonable manner, the employee can take them to an 
employment tribunal. The NHS approach is a step further 
in that we are required to think flexible first and to be more 
explorative in reaching mutually workable outcomes.

All requests for flexible working can be put into place on a trial 
basis initially. It is also worth noting that anything that does not 
affect the contract of the individual could be put into place on 
an informal basis. Therefore, a request to start later or finish 
earlier could be agreed with the team and put into place. A 
request to work from home one day a week could be agreed 

without a formal contract change. Annual leave could also be 
used to test out a part-time working arrangement.

However, anything that affects the individual’s contract will 
require a formal contract amendment, which includes a 
change to the predominant place of work, changes to overall 
hours worked and any changes to pay.

You also need to be aware that anything that changes the 
number of hours worked to less than full time will also have a 
pro-rata effect on the following:

• Pay awards/salary increases

• Death in-service Benefits

• NHS Pension Scheme benefits

• Redundancy Pay

• Annual Leave

Always refer to your local organisational policy for flexible 
working and if there are any contradictions, please discuss 
with your Line Manager to gain clarity. Speak with your payroll 
department to fully understand the impact that any change 
will have on your pay and any pay related benefits.
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02 – BENEFITS FOR THE INDIVIDUAL 
AND THE FINANCE TEAM
NHS England state that Flexible Working brings many benefits to the 
organisation as follows:

As shown above, 97% of managers said the quantity of work 
either stayed the same or increased with studies suggesting 
that the productivity of flexible workers can increase by up 
to 30%, and 93% of managers said that the quality of work 
improved or stayed the same.

With no significant impact on quantity and quality of work, 
studies have shown that organisations can also increase their 
staff retention rates, improve workforce happiness and by 
advertising roles with flexible working opportunities, found 
that they attract a wider pool of talent to choose from when 
it comes to recruiting. Some of those candidates might be 
exceptionally talented and a real asset to the organisation and 
might not have applied if flexible working was not on offer.

Furthermore, it demonstrates that the organisation cares 
about the wellbeing of their staff and can help to keep talented 

staff within the organisation whose personal circumstances 
might have changed and who would leave if they couldn’t 
move to a more flexible working pattern.

The impact on increasing diversity within the team is also 
widely noted. A CIPD survey of the UK Workforce found that 
4% of employees say they have left a job in the last year 
specifically due to a lack of flexible working and 9% have 
changed their careers/profession due to a lack of flexible 
working options within the sector. Women (12%) are more 
likely than men (7%) to say they have changed their careers/
professions for this reason.

Therefore, not only can flexible working help to recruit from a 
wider pool of talent, it also enables the organisation to retain a 
diverse workforce.
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There are many benefits for the employee, including the 
following as cited by CIPD: 

•  Positive impact on health and wellbeing. CIPD found that 
“Flexible working adds to a sense of wellbeing” and can be 
effectively used as a way of supporting employees with their 
physical and mental health.

•  Allows employees to fit work around family and personal 
commitments. 

•  Relieves added stress while allowing employees to juggle 
both private and work responsibilities successfully. 
Individuals find that they can do the things that are both 
equally as important to them, helping individuals to stay in 
work who might have otherwise had to leave.

•  Gives employees greater control over their own working 
schedule.

•  Positive impact on attitudes and relationships as greater 
control and choice over their work generated positive 
feelings about their job and organisation. CIPD cite that, “As a 
manager, being open to flexible working also reassures your 
team members that you trust them”.

•  Can help reduce commute times and avoid disruption on 
public transport, providing a general improvement in work-
life balance.

•  Flexibility for life’s emergencies. Flexible working gives 
employees ad hoc flexibility to deal with emergencies when 
they arise, for example: “flexible working allows me to deal 
with unavoidable emergencies … for example, when my 
children are sick.” 

•  Flexibility for life’s interests and commitments. Employees 
felt flexible working allowed them time to engage in interests 
outside of work: “flexible working allows me more time to 
socialise and become accustomed to life as a semi-retired 
person without feeling overwhelmed by having too much 
time.”

There are also benefits to the wider team of implementing 
flexible working. This may include:

•  Exposure to colleagues/tasks that you would not normally be 
involved with as you provide cross cover.

•  Reduction in number of tasks that are a single point of 
failure, as more members of the team are trained to carry 
out tasks.

•  Being able to provide a service for a longer period beyond 
the typical 9 to 5, if there are team members with different 
working patterns that extend the working day cover.

•  Development opportunities allowing for progression of staff 
within the team.

•  Retainment of skills, knowledge and experience within the 
team.

•  Able to flex up and down as a team to meet with monthly 
and annual pressure points within the finance reporting 
cycle.

•  Diverse team with different experiences and opinions, less 
likely to have ‘group think’.

• Happy team – happy workplace.

Even with all of the benefits cited, within NHS Finance there 
may be roles that have traditionally been seen as non-flexible, 
and a belief that it just can’t work for certain employees. This 
can lead to a feeling of resentment and unfairness, particularly 
if it is those working at higher bands that are perceived to have 
more opportunity to work flexibly.

Dr Charlotte Gascoigne writing for CIPD suggests that looking 
at the following as a team may help to dispel these myths 
around flexible working:

•  differentiate the tasks that team members perform at 
specific hours from those that can be delivered outside these 
hours

•  think about how tasks can be shared or covered at the team 
level as well as within jobs

•  take a team-based approach to designing the work, co-
ordinate patterns of availability between team members to 
cover the required, specific time slots

•  look to develop the skills to provide cross cover. Supply 
training to support teams to gain the skills and knowledge to 
be able to fill in and substitute for one another

•  build an understanding of everyone’s preferred working 
patterns and regularly have the conversation to see if the 
preference has changed

If there are busier and quieter times of the day/month/year, as 
a team you could look to see if the preferred working patterns 
of individual team members can provide cover that mirrors 
that demand.

Finally, lets utilise the ICT investment that was made during the 
pandemic. Finance teams showed their ability to work flexibly 
during the pandemic, lets ensure we retain the benefit of 
that experience whilst also regaining the benefit of working in 
person together in hybrid working models. 
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03 – WHAT NEXT?  
CASE STUDY EXAMPLES
If this has inspired you to look into flexible working options for yourself, your team 
and colleagues then a good starting point is the NHS England and NHS Improvement, 
Timewise and NHS Staff Council toolkits around flexible working. There is a toolkit for 
Line Managers and a toolkit for individuals.

The Line Manager toolkit guides managers through flexing the 
when, where and how of job design, matching the requests 
of individuals with the requirements of service delivery. It 
also includes a ‘Team Talk Template’ to help with approaching 
flexible working with the team as a whole, in line with the 
ambition of flexible working across all roles within the team.

The toolkit for individuals walks employees through 
considering their options, provides guidance on how to 
have a conversation with your Line Manager about working 
flexibly and then provides tips as to how to make the working 
arrangement successful. There is also included a tool to help 
individuals to define their ideal work-life balance.

Specifically within finance, there are many examples 
of individuals and teams working with flexible working 
arrangements, whether that be flexi-time, compressed hours, 
job share, part time working. Here are some examples from 
colleagues working within NHS Finance.

Rebecca Edwards – Head of 
Commercial Delivery, DSFS – 
flexible working to balance 
childcare commitments

Nisha Mistry – Assistant 
Director of Finance, NHS 
England, Midl ands Team – 
flexible working to balance 
childcare commitments

Adam Henley – Finance 
Analyst, Kettering General 
Hospital NHS FT – flexible 
working to balance 
commitments outside of work

Kate Ross – Business Manager 
to Group CFO, Barts Health NHS 
Trust – flexible working to balance 
educational commitments outside 
of work and utilising cover from 
outside of the finance team

EXAMPLES OF INDIVIDUALS WORKING FLEXIBLY IN PART-TIME AND COMPRESSED HOURS ROLES

https://www.england.nhs.uk/wp-content/uploads/2022/06/flexible-working-toolkit-for-line-managers.pdf
https://www.england.nhs.uk/wp-content/uploads/2022/06/flexible-working-toolkit-for-individuals.pdf
https://onenhsfinance.nhs.uk/wp-content/uploads/2022/07/Rebecca-Edwards-Flexible-Working-QA.pdf
https://onenhsfinance.nhs.uk/wp-content/uploads/2022/07/Rebecca-Edwards-Flexible-Working-QA.pdf
https://onenhsfinance.nhs.uk/wp-content/uploads/2022/07/Rebecca-Edwards-Flexible-Working-QA.pdf
https://onenhsfinance.nhs.uk/wp-content/uploads/2022/07/Rebecca-Edwards-Flexible-Working-QA.pdf
https://onenhsfinance.nhs.uk/wp-content/uploads/2022/08/Nisha-Mistry-Flexible-Working-QA.pdf
https://onenhsfinance.nhs.uk/wp-content/uploads/2022/08/Nisha-Mistry-Flexible-Working-QA.pdf
https://onenhsfinance.nhs.uk/wp-content/uploads/2022/08/Nisha-Mistry-Flexible-Working-QA.pdf
https://onenhsfinance.nhs.uk/wp-content/uploads/2022/08/Nisha-Mistry-Flexible-Working-QA.pdf
https://onenhsfinance.nhs.uk/wp-content/uploads/2022/08/Nisha-Mistry-Flexible-Working-QA.pdf
https://youtu.be/cCizxIws2Yo
https://youtu.be/cCizxIws2Yo
https://youtu.be/cCizxIws2Yo
https://youtu.be/cCizxIws2Yo
https://youtu.be/cCizxIws2Yo
https://onenhsfinance.nhs.uk/wp-content/uploads/2022/11/Kate-Ross-Flexible-Working-QA-KR.pdf
https://onenhsfinance.nhs.uk/wp-content/uploads/2022/11/Kate-Ross-Flexible-Working-QA-KR.pdf
https://onenhsfinance.nhs.uk/wp-content/uploads/2022/11/Kate-Ross-Flexible-Working-QA-KR.pdf
https://onenhsfinance.nhs.uk/wp-content/uploads/2022/11/Kate-Ross-Flexible-Working-QA-KR.pdf
https://onenhsfinance.nhs.uk/wp-content/uploads/2022/11/Kate-Ross-Flexible-Working-QA-KR.pdf
https://onenhsfinance.nhs.uk/wp-content/uploads/2022/11/Kate-Ross-Flexible-Working-QA-KR.pdf
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We hope that this resource is the start of your journey to 
thinking flexible first when designing job roles, and considering 
flexible options for all of the team now, rather than when an 
individual formal request is made.

If you need further convincing, it will help to evidence the 
following within the One NHS Finance Towards Excellence 
accreditation of your finance team:

Level 1       There is evidence that work / life balance is 
recognised and encouraged

Level 2      Where appropriate, there is evidence to 
demonstrate that work / life balance issues are 
being addressed and resolved

As a team you may choose to evidence this within the 
accreditation process by:

•  Sharing agendas demonstrating that flexible working is 
discussed regularly with the team

•  Monitoring of number of individuals working with flexible 
working patterns (possibly tracking through the bi-annual 
SDN and HFMA finance census)

•  Recording the number of formal flexible working requests 
received each year, and the percentage that are approved

•  Documenting action taken to address work / life balance 
issues within the team

•  Monitoring the team scores on the annual People Survey in 
relation to Q6 as follows:

 b.  My organisation is committed to helping me 
balance my work and home life. 

 c.  I achieve a good balance between my work life and 
my home life. 

 d.  I can approach my immediate manager to talk 
openly about flexible working. 

We hope that this resource has helped to re-emphasise the 
importance that One NHS Finance place on flexible working, 
in line with the NHS People Promise, with the aim that 
flexibility is the way that we work within NHS Finance.

EXAMPLES OF TEAMS WORKING FLEXIBLY

Alex Gilder – Deputy Director 
of Finance, The Royal 
Orthopaedic Hospital NHS FT

Flexible working arrangements 
within the team

Robert Jones and Agnes 
Hunt Orthopaedic Hospital 
NHS FT finance team 

Flexible working as a team

Oxford University Hospitals NHS FT finance team

Part-time working arrangements within a team

NHS England – London Team 

Examples of compressed hours and hybrid working 
arrangements to manage limited office space

https://onenhsfinance.nhs.uk/wp-content/uploads/2022/11/Alex-Gilder-short-case-study-flexible-working.pdf
https://onenhsfinance.nhs.uk/wp-content/uploads/2022/11/Alex-Gilder-short-case-study-flexible-working.pdf
https://onenhsfinance.nhs.uk/wp-content/uploads/2022/11/Alex-Gilder-short-case-study-flexible-working.pdf
https://onenhsfinance.nhs.uk/wp-content/uploads/2022/11/Alex-Gilder-short-case-study-flexible-working.pdf
https://onenhsfinance.nhs.uk/wp-content/uploads/2022/11/Alex-Gilder-short-case-study-flexible-working.pdf
https://onenhsfinance.nhs.uk/wp-content/uploads/2022/11/RJAH-flexible-working-case-study.pdf
https://onenhsfinance.nhs.uk/wp-content/uploads/2022/11/RJAH-flexible-working-case-study.pdf
https://onenhsfinance.nhs.uk/wp-content/uploads/2022/11/RJAH-flexible-working-case-study.pdf
https://onenhsfinance.nhs.uk/wp-content/uploads/2022/11/RJAH-flexible-working-case-study.pdf
https://onenhsfinance.nhs.uk/wp-content/uploads/2022/11/OUH-flexible-working-QA.pdf
https://onenhsfinance.nhs.uk/wp-content/uploads/2022/11/OUH-flexible-working-QA.pdf
https://youtu.be/QsRJEoEXChE
https://youtu.be/QsRJEoEXChE
https://youtu.be/QsRJEoEXChE


FURTHER INFORMATION

Website: FinanceAcademy.nhs.uk

Email: finance.academy@nhs.net

LinkedIn: One NHS Finance

Twitter: @OneNHSFinance

One NHS Finance brings together the Future-Focused Finance, National Finance Academy, and the Finance 
Innovation Forum programmes and networks to make sure that everyone working in NHS Finance has 
access to skills, knowledge, methods, and opportunities to influence and enhance patient services.

The one-stop-shop to access inclusive and comprehensive training and development opportunities.


