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Part 1
Strategy Intent

The main priority of the NSW Government is to deliver quality services to the people of NSW.
The Government is firmly of the view that flexible workplace arrangements lead to a diverse,
skilled and motivated workforce capable of delivering quality and efficient services to the
wider community, now and in the future.  By encouraging workplace cultures that support
flexibility, public sector agencies are well placed to meet customer expectations while assisting
employees to balance their work, life and family needs.

This strategy is intended to provide public sector agencies, regardless of their size, with
practical guidance in establishing and sustaining successful flexible workplace arrangements.  It
is underpinned by the Premier’s Department policy framework Managing and Supporting
Attendance at Work.  That policy document provides the framework, practical guidance and
strategies for managing attendance in its broadest sense, covering attendance issues in relation
to sickness, absence resulting from alcohol and other drugs, and stress related illness;
demographic factors such as a mature workforce; and flexible workplace arrangements.

Definitions

For the purposes of this document, flexible workplace arrangements is an 'umbrella' term
referring to the full range of options available to agencies.  These include:

Working hours
q Crown Employees (Public Service Conditions of Employment 1997) Award
      (Clause 11vi)
q Agency negotiated variation in working hours pursuant to Clause 10 of that Award

Recruiting into flexibility
q job redesign, permanent part-time employment, part-time leave without pay

Teleworking and the use of telecentres
q Gosford and Wollongong Telecentres

Local initiatives reflecting agency workplace needs
q shift work and rotational rosters

Workforce planning
q career breaks, mature-aged workers, part-year employment, parental leave

Access to other forms of leave
q Family & Community Services Leave, Personal/Carer's Leave
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Relevant Legislation and Policies

• Public Sector Management Act 1988
• Anti-Discrimination Act 1977
• Managing and Supporting Attendance at Work: Policy Framework 2000
• Personnel Handbook, August 1999
• Flexible Work Practices: Policy and Guidelines 1994 & 1995
• Advancing Flexibility, ODEOPE and Attorney General’s Department 1999
• Success with Flexible Work Practices, ODEOPE 1997
• Policy and Guidelines on Telecentres (to be released)
• Performance Management: Policy and Guidelines 1998
• Dealing with Employee Work-related Concerns and Grievances: Policy and

Guidelines 1996
• Mature Workforce: Policy and Guidelines 1998
• Consultative Arrangements: Policy and Guidelines 1997
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Part 2 Guidelines
Introduction

Two earlier versions of the policy and guidelines on Flexible Work Practices were released in
1994 and 1995 and have been in place in the NSW public sector since that time.

In 1999, the Public Sector Management Office undertook to update the earlier versions by
seeking submissions from public sector agencies, unions and interested parties on issues
impacting on the successful implementation of workplace flexibility, and how these issues
might be addressed in any future guidelines.  As part of that exercise some focus groups were
conducted with public sector agencies, a literature review was completed, and discussions
were held with specialists in the field to consider pertinent issues.

A number of major themes emerged.  These included:

• the wide range of flexible workplace arrangements adopted by agencies since the release of
the earlier guidelines;

• recognition that the successful implementation of flexible workplace arrangements vary
between agencies and work best when they reflect the agency’s individual needs;

• recognition that barriers (real or perceived) to the successful implementation of flexible
workplace arrangements in agencies do exist;

• concern about the lack of flexibility in standard working hours arrangements in some
agencies;

• the type of strategies needed to address identified or perceived barriers, for example
examining the business case for implementing workplace flexibility and developing
appropriate staff training and awareness strategies.

Five-step Framework

A five-step framework has been developed as a result of those findings to further assist
agencies in the successful implementation of flexible workplace arrangements.  The framework
complements the strategies outlined in the 1994 and 1995 versions of this policy and guidelines
and Section 2 of Advancing Flexibility, a joint publication by ODEOPE and Attorney
General’s Department.



4 Public Sector Management Office

STEP 1
CORE BUSINESS LINKS

ü ownership and commitment at senior levels
ü identifying the service delivery drivers
ü recruiting into flexibility
ü working hours agreements

STEP 2
ORGANISATIONAL VALUES

ü embracing ethical practices
ü perceptions & attitudes to workplace flexibility
ü to be an employer of choice

STEP 3
MUTUAL ROLES AND RESPONSIBILITIES OF MANAGERS AND EMPLOYEES

ü transparency and accountability in decision making
ü workplace and employee proposals

STEP 4
TRAINING AND PEOPLE MANAGEMENT

ü training for managers and staff
ü contingency planning
ü performance management

STEP 5
MONITORING PROGRESS

ü changes to organisational structures
ü managing employee movements and changing circumstances
ü regular reviews

STEP 1 CORE BUSINESS LINKS

ü Ownership and commitment at senior levels
Flexible workplace arrangements should be an integral part of an agency’s workforce planning
and management.  As with the majority of business strategies and innovative work practices,
management support and ownership are critical to success. The integration of flexible
workplace arrangements into an agency should be driven as much by the business need for
organisations to meet changing workforce requirements and community expectations, as by
employee demand.

ü Recruiting into flexibility
Designing positions that take account of the need for flexibility in working arrangements is a
good way for agencies to respond.  Flexible workplace arrangements are about improving
employees’ productivity through creative approaches to job design. By working constructively
with employees, both workplace outcomes and personal needs can be met.

As part of the process of recruiting into flexibility, agencies need to articulate the business
drivers and benefits in the first instance.  This is a crucial step in the planning process.

ü Working hours agreements
An agency’s negotiated flexible working hours agreement offers an opportunity for increased
workplace flexibility.  The integration of workplace arrangements and flexible working hours is
the key to balancing organisational and employee needs to produce quality services.
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SUGGESTED STRATEGIES

Ø Agencies may use tools such as staff surveys, focus groups or risk management approaches
to examine discrete workplaces.  Indicators relating to attendance, turnover, high volume
and high pressure environments may provide useful data for determining employee and
agency needs.

Ø A communication strategy both informing and providing feedback in the development and
implementation phases of flexible workplace arrangements is essential.  The information
obtained will assist agencies to determine appropriate training needs and identify issues that
need to be addressed.  Case studies provided in Appendix A provide some innovative
solutions for agencies to consider.

STEP 2 ORGANISATIONAL VALUES

ü Embracing ethical practices
Access to flexible workplace arrangements must be equitable and the process transparent.
Workplace arrangements must reflect an agency’s values and foster an environment in which
ethical behaviour is understood, observed and monitored.

ü Perceptions and attitudes to workplace flexibility
Ownership and responsibility for the joint design of flexible workplace arrangements rest with
staff and managers alike.  It is important for managers to engender a spirit of cooperation to
enable a realistic assessment of the workability of any proposed workplace arrangements, in
terms of service delivery outcomes as well as staff needs.  Consultation is essential in this
regard.

SUGGESTED STRATEGIES

Ø Agency Values need to be reflected in each of the major processes of identification, design,
implementation and review of workplace flexibility.  Sources of information that may assist
agencies to review this issue include the code of conduct and corporate planning
documents.

STEP 3 MUTUAL ROLES AND RESPONSIBILITIES

Accountability and transparency of the decision making process are crucial in the development
and implementation of flexible workplace arrangements.  Agencies should refer to the
Premier’s Department Consultative Arrangements: Policy and Guidelines, 1997 in this regard.

ü Transparency and accountability in decision making
Existing mechanisms like an agency’s Joint Consultative Committee (JCC) or an EEO
management committee may be useful in developing, implementing or reviewing proposed
flexible workplace arrangements.  Agencies are expected to consult with relevant stakeholders
including unions.

The JCC, for example, may provide the forum for managers and staff to address concerns and
establish training needs associated with the implementation of flexible workplace arrangements.
Through discussion, the meeting of both organisational and individual needs may be balanced
successfully.
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Human Resource Managers can also be a pivotal link within an agency, being able to provide
advice and assistance not only to line managers but also to employees to develop strategies or
solutions for greater workplace flexibility.

Additionally agencies should consider using existing grievance mechanisms or other processes
to deal with disputes relating to workplace flexibility.  It is envisaged, however, that the use of
these mechanisms will be minimal if the proposed processes outlined above are used.  Agencies
should have in place an effective grievance mechanism that is easily accessed and transparent in
its process for use by all employees.

ü Workplace and employee proposals
Workplace negotiated arrangements should be accessible to all staff.  In making decisions
about the proposed arrangements, agencies need to take account of both the:

• business drivers and the employee’s circumstances; and
• proposed outcomes and benefits relating to the request.

An independent mechanism as outlined previously would be useful in reviewing proposals for
workplace flexibility to ensure due consideration, transparency and accountability in decision
making.

Approved applications and agreements need to be documented to take account of issues such
as duration, performance outcomes, resourcing and review mechanisms.  For example, the
Teleworking Checklist1 may assist agencies in developing their own documented agreements.
It should be noted that different workplace arrangements will require different levels of detail.

SUGGESTED STRATEGIES

Ø Use existing internal mechanisms (eg JCC) to assist in developing, implementing and or
reviewing proposals for flexible workplace arrangements.

Ø Decide on content of negotiated workplace agreements using the Teleworking Checklist as
a model.

Ø Keep records of workplace initiatives and applications received (approved & declined) to
assist with monitoring and evaluation processes.

STEP 4 TRAINING AND PEOPLE MANAGEMENT

ü Training for managers and staff
It is important for managers and staff to understand the spirit and intent of the concepts behind
workplace flexibility.  Training in these concepts should be provided in terms of developing
flexible arrangements as well as in problem solving the practical issues involved in
implementation.

Agencies should also foster in their supervisors and managers a capacity to manage diverse and
flexible workplaces.  Effective performance management systems should be able to assist
agencies to identify the learning needs of supervisors and managers.

                                               
1 The checklist is part of a proposed Teleworking Module being finalised between the PSMO and PSA at the
time of printing this document.
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ü Contingency planning
Where flexible workplace arrangements are in place it is important that managers and work
teams plan ahead to ensure that organisational systems have enough flexibility to cope in
unforeseen or urgent situations.  Situations where staff are absent due to any reason require
some form of contingency planning – this should not of itself be used to decline applications
for workplace flexibility.  It is the responsibility of managers to develop their own skills in
contingency planning, if this is an impediment to workplace flexibility.

ü Performance management
Clear performance agreements are important for the success of employees on flexible
workplace arrangements.  Agreement on expected outcomes, standards of work, service
delivery and performance indicators are critical for success.  Performance agreements are also
an effective tool for identifying learning needs, and rely on good organisational
communication.  Employees working within flexible workplace arrangements have the same
rights to access training, support, communication networks and feedback on performance as
those working under standard arrangements.

Performance expectations should reflect the role of the position and the circumstances relating
to the workplace arrangements.  Any flexible workplace arrangement should be documented
and address such issues as duration, type and extent of the flexible workplace arrangement,
communication and performance management links.

The model Teleworking Checklist covers a range of considerations including performance
management, occupational health and safety and relevant workplace arrangements, conditions
and equipment.  These considerations may also inform other flexible workplace agreements.

SUGGESTED STRATEGIES

Ø Develop training and awareness programs for managers and staff that support workplace
flexibility, for example issues could include business drivers, benefits, managing attendance,
working with flexibility.  The training and awareness program should complement earlier
strategies relating to an agency’s development and implementation process, as outlined
under core business links.

Ø Use performance management systems in the successful implementation of workplace
flexibility.

STEP 5 MONITORING PROGRESS

In order to determine the effectiveness and equity of flexible workplace arrangements it is
important to monitor and evaluate them regularly.

ü Changing circumstances
In addition, agencies need to establish mechanisms that cater for changing circumstances
whether they be due to changes in organisational structures, employee movements or
circumstances.  This aspect is particularly important as unmet expectations can hamper
workplace productivity when matters are not dealt with.

SUGGESTED STRATEGIES

Ø Monitoring and evaluation mechanisms need to be established at the time of development
and/or implementation.  Agencies would need to go back to the initial planning data to
look at targets and objectives of their particular plan.
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Case Study 2:

Career Break Option – Deferred Salary Scheme

Organisation
NSW Department of Education and Training

Workplace Arrangement
The NSW Department of Education and
Training introduced the Deferred Salary
Scheme in 1996 to provide school teachers
with the opportunity to gain skills and
experiences otherwise not available to them.

The scheme allows teaching staff to defer
twenty percent of their salary for four years,
and be paid the deferred salary in the fifth
year.  In this year, teachers may pursue
professional development, industry
experience, post-graduate study,
employment in overseas education systems
or other activities.

Permanent full-time and permanent part-
time teachers are eligible to apply for the
scheme.  The Department continues to pay
superannuation contributions for teachers
and the deferred salary leave year also
counts as service for accrual of long service
leave, sick leave, transfer points and salary
increments.

Participants have a right of return to their
previous school following the deferred salary
leave year.  While permanent teachers are
taking the deferred salary leave year, casual
teachers gain increased work opportunities in
government schools.

Examples of Good Practice
Isabel, a principal at a primary school in the
state’s central west says that while she loves
teaching, the demands of her job are
difficult to sustain over a long period.
Isabel intends to use her deferred salary
leave year to do something completely
unrelated to teaching.  She will probably
pursue an idea to work in a friend's business
in Queensland to gain a completely different
perspective on life.

Thomas, with twelve years teaching
experience in primary schools, will spend
his deferred salary leave year pursuing a
range of interests, including concentrating
on his writing or engaging in study.  For
Thomas, a real bonus of the scheme is
having right of return to his school.

The Deferred Salary Scheme is also ideal
when teachers are considering their
retirement.  Elaine is an Assistant Principal
at a primary school in Sydney’s west with
thirty-nine years of service.

 felt at a cross-roads in my life as I was
quite undecided over when I should

retire.  I had no clear cut off point to leave
my work.  The scheme offers me a year’s
leave on 4/5ths of my usual salary to think
about what I want to do with the rest of
my life.  It also gives me a defined
stopping point and the option of coming
back to teaching if I want to.

• Similar innovative workplace arrangements may be suitable for other
agencies to adopt or alter to meet their needs.  One example might be the
purchase of additional leave to cover the entire school holiday period.

I




