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Managing Contractual Overtime 
This guide explains how to manage short term resource requirements using contractual overtime. It should be used if you have insufficient volunteers to deliver service when we have peaks in demand. You’ll find details of how we’ll manage - and support - team members when there is a need to implement contractual overtime. There are also some process flowcharts and a sample resourcing staircase - highlighting the steps that must be taken prior to considering using contractual overtime - and the authorisation levels required.
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1. Managing Contractual Overtime

1.1. What does the agreement mean?
When customer requirements dictate, team members can be asked to work additional hours as overtime.  You can see the relevant extract of the agreement – on which this guide has been based – in appendix 2.1. 
If contractual overtime is required, team members may be required to work up to 12 hours per week. This will be determined by business need and is not guaranteed. If a team member has already volunteered and worked overtime in that week they can still be required to work a level of contractual overtime. In these instances how overtime is allocated should be based on ensuring all team members contribute equally and there is no breach the European Working Time Directive (WTR).
*Compliance to the (WTR) will be centrally managed to make sure we don’t breach the maximum hours or required breaks under the regulations.
1.2. When would we consider contractual overtime?

Although not an exhaustive list, the types of occasion when contractual overtime might be needed are; when we have insufficient volunteers to meet peaks in service demand due to adverse weather, higher-than-forecast volumes of work, vandalism or increased activity as a result of our customers running promotions or special offers that impact our workstack. 
Overtime also carries a cost, so all other aspects of the resource staircase should be exhausted first. You will be advised when contractual overtime is required - please do not take any action until you have received notification to.

In addition to the Resource Staircase, you should discuss contractual overtime with your team members in advance of requiring it. 

1.3. What needs to happen before I consider using contractual   overtime?
We will only consider contractual overtime once the appropriate steps – as illustrated in appendix 2.2 – have been taken. Also, we will always seek volunteers first, consult the CWU and get the appropriate level of authority before considering it.
When contacting the CWU it is important to provide the assurance that volunteers will be/have been sought in advance across as wide a patch as practical and usually this will be at SOM patch level and if geography allows at GM level.

1.4. How should I select people to carry out contractual overtime?
If a resourcing gap remains and insufficient volunteers can be found, contractual overtime will be allocated fairly, based on skills and geography. You will be responsible for making sure that each team member will work a fair share of contractual overtime. A team member’s performance rating will not be taken into account when allocating contractual overtime. 
Team members who have a Performance Improvement Plan will still be required to share contractual overtime. Team members who have a personal and domestic (P&D) roster are also not excluded from working contractual overtime, however the nature of their personal and domestic needs should be considered sympathetically and respected where the P&D shows that the team member is unable to work contractual overtime at the time needed e.g. a P&D where a team member does not work a Saturday because of caring responsibilities that team member would not be able to work contractual overtime on a Saturday but could be required to work contractual overtime during the week. 

If certain people in a team are being required to work contractual overtime more than others, you should consider the skill mix in the team. It would be unfair if it was only multi skilled team members who were required to work contractual overtime.
Inappropriate behaviour or excessive challenge is not acceptable.

1.5. How much notice do we need to give for contractual overtime?
Where overtime can be pre-planned, team members will be given as much notice as possible but with a minimum of 24 hours. Exceptionally, if we have an unexpected spike in demand - when overtime cannot be pre planned - it may not be possible to give 24 hours notice.
1.6. What do I do if someone refuses to work contractual overtime?
If a team member declines or refuses to work overtime, consideration should be given to the following:

· Is there a regular pattern to declines /refusals, e.g. weekends or evenings?

· How frequent are the declines /refusals?

· Are declines /refusals for overtime, agile working or both?

· Does the decline support the recorded 1:1 discussion /post roster visibility discussions?

· Does the team member realise that working outside normal hours on overtime is part of the Contract of Employment?

· Do the declines /refusals fit in with a P&D arrangement?

· Would the reason for decline /refusal be reason for a P&D (personal and domestic) if it was for during scheduled working hours?

Other considerations

· If the team member was scheduled to work and swapped or traded attendance with a colleague, as their manager you should be aware of this and may decide not to ask them to work contractual overtime, or to only ask them as a last option

· If the reason for the decline /refusal is that the individual will be financially impacted, e.g. they have bought tickets for an event or booked to go away for the weekend, there is no process to reimburse them for any loss. You should take this into account as potentially reasonable grounds not to work overtime. If a trend appears, this may influence future decision.  

There will be occasions when team members are unable to work overtime and you must treat requests to be excluded fairly and sensitively. You should be pragmatic and exercise judgment as to how you deal with such cases on an individual basis. We do not have a pre agreed number of declines /refusals a person can make or any ‘allowance’ – all cases need to be considered on their individual merit. Neither you nor the individual should seek to compare their situation with others – each case will be different due to differing personal circumstances.
It is fundamental that you do not ask inappropriate or intrusive questions. If unsure as to what constitutes an inappropriate or intrusive question further advice can be obtained from the HR Business Partners. 

Where, after the considering that above, an individual refuses to work contractual overtime without good reason they may be subject to the disciplinary procedure for failing to comply with their contractual commitments. Advice should be obtained from the HR Business Partners prior to commencing action under the disciplinary procedure. 
1.7. How do I track/record requests and outcomes? 
Recording acceptances and declines is your responsibility. In Service Management, records should be kept on WFM, in other parts of Service Delivery you should keep local records. 
Key points to note:

· Make sure distribution of contractual overtime is fair and would stand up to challenge

· Monitor trends for declines, including reasons

· If a team member accepts that they have to work overtime on a previously rostered day off, and subsequently reports absent for duty, this should be recorded in the same was as decline/refusals and NOT recorded on INFORMe as an absence 

· It is recommended that managers /resource leads keep a list of who has been required to work contractual overtime and selects names from the list in order, skills and geography permitting, and also takes account of P&Ds. This tracking/monitoring information will be made available to the CWU as requested.

1.8. What if demand changes and overtime is no longer required?
You need to be as sure as possible of the resource requirement prior to mandating team members to work when they are scheduled off. For example, if insufficient volunteers are found on a Thursday for overtime on the following Saturday, team members can be required to attend. If on Friday the decision is made to cancel the overtime, any team member who had been required to attend and no longer is, will have this credited  to them, i.e. they will go to the bottom of the list for the next time contractual overtime is required. It is expected that this may only happen rarely and all efforts will be made to make sure this is not common practice. 

We will not cancel contractual overtime on the day.

Appendix 2.1 Relevant Extracts from the Flexible Attendance Patterns Framework Agreement 
Overtime

6.1 Overtime - When customer requirements dictate, and on the day flexible working cannot accommodate these requirements, team members can be required to work additional hours as overtime. The CWU at the appropriate level will be consulted and volunteers will be sought in the first instance. In these circumstances overtime maybe up to 12 hours per week. This will be determined by business need and is not guaranteed overtime. Where overtime can be pre-planned, then individuals will be given as much notice as possible with a minimum of 24 hours and volunteers will be sought. Overtime will be allocated in a non discriminatory manner subject to skill, geography and business demand.  


Appendix 2.2: Process flowchart for Contractual Overtime
Please Note – this process flowchart refers to a Formwize tracking process. This needs to be refined and will not be used until further notice. Please keep local records of who accepts and declines until then. 
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Appendix 2.3: Example Resourcing Staircase
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