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If invited to 
ask 

questions
use ‘hand 

up’

Ask 
questions 
and share 

ideas in the 
Chat space 

Introduce 
yourself if 
you speak 

If you have 
technical 

issues alert 
us using 

Chat

Creating the right environment
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Organisation 

flexibility 

audit and 

analysis

incl. 

workforce 

input if 

desired

Change Team 

action 

planning 

session 1

Identify areas 

for focus 

Change team 

action 

planning 

session 2

Develop and 

refine actions 

for plan and 

measures

Leadership 

engagement 

session

Agree/sign 

off action 

plan and start 

to implement
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Virtual 

Workshop 

2
Where are 

you now?



• Be able to examine some key 

areas to achieve change for your 

organisation’s flexible working 

practices  

• Understand the NHS Flex for the 

Future Programme Model 

• Be able to consider the key flex change 

topics of leadership, manager capability, 

flexible hiring and process/policies

• Have reflected on how actions in these 

areas relate to existing commitments 

and plans 

Our aims for today 
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• Progress with data collection – sharing your experiences

• Barriers & Enablers to Flexible Working

• NHS Flex for the Future Programme Model 

• What works to drive change?

• The Case for Change & NHS Cost Calculator

• Baseline data for this cohort

• Personal reflection & next steps

Agenda 
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Progress with data collection –

sharing your experiences
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© The King's Fund 2020© The King's Fund 2021

Cultural barriers and solutions related to 
the implementation of flexible working: 
review of the literature

Beccy Baird
Senior Fellow in Health Policy 
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© The King's Fund 2020

button and the text turns red 

© The King's Fund 2021

Research Questions

The project consisted of a rapid literature review focussing on the following two key research questions:

What are the typical barriers (eg cultural, practical) to implementation of flexible working on 
the ground relevant to the NHS?

What does the evidence from health and wider sectors suggest are the best ways of overcoming 
these?

NB: The review was tightly limited to these specific questions rather than wider considerations such as 
the benefits or cost-effectiveness of flexible working to the NHS. These been covered extensively by other 
research.
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© The King's Fund 2020

button and the text turns red 

© The King's Fund 2021

Findings: barriers

How individuals 
perceive work

Gender norms Needs of organisation 
vs needs of individual

Hierarchy of needs

Career progression
Complex team 

dynamics
Line management 

competency Concerns about 
complexity or cost
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© The King's Fund 2020

button and the text turns red 

© The King's Fund 2021

Findings: solutions

Universal not 
segmented

Direction setting Role modelling
Informal 
solutions

Language metaphor 
and myth

Collective solutions
Shifting perceptions 

of line managers
Culture of trust
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Q&A

with 

Beccy Baird 
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NHS Flex for the 

Future

Programme Model
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Benefits of flexible working – case for change

• Better work-life balance

• Increased job satisfaction & motivation

• Enabling equitable job and career 

opportunities and supporting a reduction in 

the Gender Pay Gap

• Attracting and retaining high quality 

candidates and a diverse workforce 

• Reductions in stress and absenteeism 

• Reductions in carbon footprint

• Decreased financial burden

Which leads to more engaged staff and better 

patient experience
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Benefits of flexibility – draft case for change

Draft Template Tool 

Flexible Working Case for Change: Call to 

Action

• Find the full template on the resource library 

for the programme

• Word format, so you can edit and adapt



NHS Flex for the Future Framework

Leadership & 
culture of  

trust

Flexible 
working  
policy & 
process

Manager 
capability & 

support

Employer 
brand & 
talent 

acquisition

Inclusive 
career paths 

& 
progression

Social 
responsibility 
& advocacy

Role model

Set direction

Communicate 

flex as part of 

org’n identity

Clear, up to 

date and 

accessible 

Based on staff 

input & org’n

data

Collaborate with other NHS organisations to enhance flexible working opportunities

Understand 

job design & 

flex options

Believe in the 

value of flex 

Flex from day 

one, built into 

recruitment

Reward, 

development & 

performance 

enable senior 

level flex

Lead the way 

for other 

NHS 

employers & 

supply chain 

partners

Invest in technological solutions to improve rostering & enable remote working 

Review & evaluate arrangements so we can continuously improve

19



20

Where to focus – action planning

Change Team – Initial Action Planning 

session 

Reflection and analysis tool 

• Section 3 of the workshop booklet – find it in 

the resource library

• First stage of action planning – hold a team 

meeting (suggested agenda provided in 

Section 4 of the booklet) 

• Work through the tool as a change team to 

assess current level of maturity and decide 

which framework areas to focus upon



Leadership 

& culture of  

trust
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Organisational culture 
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Leadership 

“A leader doesn’t just get 

the message across; 

they are the message” 

Warren Bennis
Founding Chairman of 

The Leadership Institute
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Flexible 

working  

policy & 

process
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Draft Flexible Working Policy & Principles
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Tools, technology and collaboration



Manager 

capability & 

support
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Equipping managers to find where flexibility works

Where 

flexibility 

works!! 
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Health and well-being
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NHS Flex for the Future Framework

Leadership & 
culture of  

trust

Flexible 
working  
policy & 
process

Manager 
capability & 

support

Employer 
brand & 
talent 

acquisition

Inclusive 
career paths 

& 
progression

Social 
responsibility 
& advocacy

Role model

Set direction

Communicate 

flex as part of 

org’n identity

Clear, up to 

date and 

accessible 

Based on staff 
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job design & 
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performance 

enable senior 

level flex

Lead the way 

for other 

NHS 

employers & 

supply chain 

partners

Invest in technological solutions to improve rostering & enable remote working 

Review & evaluate arrangements so we can continuously improve
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Employer brand

and talent acquisition
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Attracting, retaining and developing talent 
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Current UK Government 
consultation: Day one 
entitlement to request

NHS People Plan: Enhanced Day 
One contractual right to request

NHS Jobs: option to select to 
advertise with different types 
of flexibility

Flexibility from Day One...



Inclusive 

career paths 

& 

progression
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Equality, diversity and inclusion



Social 

responsibility 

& advocacy
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What works to drive change?
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40Actions to bring 
about change

Drive 
leadership 

action:
Share the 

business case. 
Walk the talk. 

Find role models

Upskill line 
managers:
Move from 
reactive to 
proactive

Pilot new 
approaches: 
Test out what 
will work and 
share best 

practice with 
others

Open to 
flexibility?
Talk about it 

with 
candidates.  

Ask ‘why not’ 
rather than 

‘why’

Story tell and 
myth bust: 

Challenge 
assumptions



Driving Change in Flexible Working

Denise Drieu

Programme Director – Team Jersey
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Embedding a more flexible approach to how 
we work.

Denise Drieu, Programme Director Culture 

23rd November 2021
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Government of Jersey
We deliver central, local 
government functions and 
public services to islanders. 

Including Health and 
Community services

+ 7000 employees

Employed across 9  functional 
departments

Plus States of Jersey - 5 smaller 
non executive departments  

43



Why we are investing in  flexible working… 

Our People Strategy

OUR
FUTURE

We will work 

together to build a 

view of the future 

of work for our 

people and our 

Island and deliver a 

plan to get there.

We will be 

able to 

work 

flexibly

Engagement Survey 

83.25% 
‘flexibility in my working practise such 

as how, when and where I work is 

important.’

Diversity and Inclusion

25% Gender 

Pay Gap 

Flex provides more people 

access to work.
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Our starting point

©Copyright Timewise 2020
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Our approach 

Corporate

Define organisational 
vision & high level 
principles

Create and implement 
corporate action plan to :

- Build awareness

- Provide guidance 

- Deliver training 

- Celebrate role models

- Measure

Pilots

We are running 4 pilots :

1 x Front line, customer       
facing

2 x Back office

1 x strategy and 
implementation team 

Inform our enablers

Policy

Guidance 

Terms and conditions 
changes

Expand pilots to other 
areas

Flex Positive Steering Group
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Lessons learnt

• Create a business case 

• Senior stakeholders  

• Not one size fits all – promote a team approach 

• Pilots to prove the concept

• Listen and respond

• Engage staff representatives and unions
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Questions
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The case for change & NHS Cost 

Calculator tool

49
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Benefits of flexible working – case for change

• Better work-life balance

• Increased job satisfaction & motivation

• Enabling equitable job and career 

opportunities and supporting a reduction in 

the Gender Pay Gap

• Attracting and retaining high quality 

candidates and a diverse workforce 

• Reductions in stress and absenteeism 

• Reductions in carbon footprint 

Which leads to more engaged staff and better 

patient experience



Cost Calculator 51



Staff Group Leaving Reason

Nursing and Midwifery Registered Death in Service

Nursing and Midwifery Registered Dismissal - Some Other Substantial Reason

Nursing and Midwifery Registered End of Fixed Term Contract

Nursing and Midwifery Registered Flexi Retirement

Nursing and Midwifery Registered Has Not Worked

Nursing and Midwifery Registered Retirement - Ill Health

Nursing and Midwifery Registered Retirement Age

Nursing and Midwifery Registered Voluntary Early Retirement - with Actuarial Reduction

Nursing and Midwifery Registered Voluntary Resignation - Adult Dependants

Nursing and Midwifery Registered Voluntary Resignation - Better Reward Package

Nursing and Midwifery Registered Voluntary Resignation - Child Dependants

Nursing and Midwifery Registered Voluntary Resignation - Health

Nursing and Midwifery Registered Voluntary Resignation - Incompatible Working Relationships

Nursing and Midwifery Registered Voluntary Resignation - Lack of Opportunities

Nursing and Midwifery Registered Voluntary Resignation - Other/Not Known

Nursing and Midwifery Registered Voluntary Resignation - Promotion

Nursing and Midwifery Registered Voluntary Resignation - Relocation

Nursing and Midwifery Registered Voluntary Resignation - To undertake further education or training

Nursing and Midwifery Registered Voluntary Resignation - Work Life Balance

Reason for leaving – considering what to 

include
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Baseline data for this cohort
53

Lowest Average Highest

Sample 

(# orgs)

% staff satisfaction with flex (Q5h in staff survey) 20% 51.1% 73.1% 76

% of vacancies advertised as open to flex 0% 41.6% 100% 56

% of all staff working PT 16.9% 39% 68% 77

& of Band 7+ staff working PT 0% 27% 47% 78

% of Consultants/GPs working PT 0% 26% 100% 64

% of leavers citing flexibility or Work Life Balance as 

reasons for leaving 0.5% 14% 40% 70

% of total headcount who work flexibly 0% 40% 100% 24

% of  band 7 and above who work flexibly 0% 27.1% 100% 24

% of consultants (or GPs) who work flexibly 0% 20% 100% 17

% of formal FW requests converted to FW patterns 0.1% 84% 100% 23



Baseline data for this cohort
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Personal reflection & next steps
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• Be able to examine the key areas 

to achieve change for your 

organisation’s flexible working 

practices  

• Understand the NHS Flex for the 

Future Programme Model 

• Be able to consider the key flex change 

topics of leadership, manager capability, 

flexible hiring and process/policies

• Have reflected on how actions in these 

areas relate to existing commitments 

and plans 

Recap our aims for today 
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Role-model: e.g. ‘Leave loudly’,  
response times out of hours
Call out behaviours and decisions 
that are inconsistent with a flexible 
culture

57

Frame issues positively
Understand & talk about the 
business case & how it links 
with organisational priorities
Provide regular updates, 
celebrate progress 

Make flex a regular agenda item
Champion flex upwards as well as 
sideways & down
If involved in recruitment & 
promotion, build in flex & remove 
bias from talent discussions

Hold yourself and others to account for 
building a flexible workplace
Build progress on flexibility into 
performance management – at 
whatever level you can influence -
setting business, team, personal targets

What I say

How I 
act

What I prioritise

What I 
measure

Adapted from “The Leadership Shadow” developed by Pine Street 

My 
Leadership 

Shadow

The Leadership Shadow & flexible working 



Reflection time

What is your 
Leadership Shadow 
challenge? 

Share in the Chat if 
you’re happy to
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What I say

How I 
act

What I prioritise

What I 
measure

My 
Leadership 

Shadow



https://timewise.co.uk/nhs-flex-for-the-future-programme-

resource-library/

Visit here for all materials relating to the programme 

including: 

• Booklet for each workshop containing key content and links 

for further information and reading 

• Tools that we refer to during the workshops

• Copies of the workshop recordings and slides

These will all be uploaded each month shortly before the 

workshop

NHS England & NHS Improvement site:

https://www.england.nhs.uk/looking-after-our-people/the-

programme-and-resources/we-work-flexibly/

@Timewise_UK

Your resource library for further support
59
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Next steps 

Everyone: 

❑Tell us what you thought of today using the post-workshop feedback 
survey

❑Access the resource library to review materials and share with any 
team members unable to attend live today: 
https://timewise.co.uk/nhs-flex-for-the-future-programme-
resource-library/

❑Attend an Initial Action Planning session with your change team to 
agree which are the priority areas of focus for your organisation (to 
be worked into your Action Plan)
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Next steps 

Change team leaders:

❑Update your Senior Responsible Officer, talk to them about how you 
will jointly make the case for change within your organisation and 
consider how to use the Leadership Engagement Session Slide 
template provided

❑Attend third Group Clinic for your region

❑Arrange and lead an Initial Action Planning session with your internal 
change team (session plan provided in booklet), to: 

❑Agree what your data is telling you so far (qualitative and quantitative) 

❑Consider and prioritise what you believe will work to drive change in your 
organisation – use the tool in the booklet to consider each of the framework 
areas and agree which ones to focus on
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Thank you

https://timewise.co.uk/power-list/

Melissa.buntine@timewise.co.uk

weworkflexibly@nhs.net
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