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Go to www.menti.com and use the code 6109 0535

d Mentimeter

\What's one thing you've done so far in your change
team that you're proud of ?




Creating the right environment

If invited to
ask
guestions
use ‘hand

up’

Ask
guestions
and share
iIdeas in the
Chat space

If you have
technical
Issues alert
us using
Chat
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Programme activity

Virtual Virtual Virtual Virtual Virtual Virtual
Workshop Workshop Workshop Workshop Workshop Workshop
1 2 3 4 5 6

Change Team
Kick Off
meeting

Organisation Change Team Change team
flexibility action action
audit and planning planning

analysis session 1 session 2
Collect incl.

baseline workforce
organisation input if
data desired

Leadership
engagement
session

Agree/sign
off action
plan and start
to implement

Identify areas
for focus

Develop and

refine actions

for plan and
measures
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Our aims for today

e Be able to examine some key
CICEERRETR I EVEREL[SR{S]MYS[@ e Be able to consider the key flex change
organisation’s flexible working topics of leadership, manager capability,

practices flexible hiring and process/policies

WNle [T E BRI RN SRSV Q MM ¢ Have reflected on how actions in these
Future Programme Model areas relate to existing commitments
and plans

we work
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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

NHS
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Progress with data collection —
sharing your experiences _ﬁ.
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Go to www.menti.com and use the code 3034 6828

\What information have you gathered and analysed to o Mentimeter
inform your project direction and actions?

0 0 0 0 0 0 0 0 0
Owerall Dato on part Dataon Data cn ather Cato on Datao on formal Turmoverfexit Staff sunvey Cualitotive
workforce dato time workers remote/hybnd  forms of flexible shiftfroster flexible working data data datavioeg.
workers arrangement patterns requests focus groups




Go to www.menti.com and use the code 3034 6828
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Is there any information you plan to recommend your o Mentimater
organisation starts collecting, as a result of your work so
far?




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

Beccy Baird
Senior Fellow in Health Policy

11
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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.

12
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Findings: barriers

How individuals :
perceive work Needs of organisation Hierarchy of needs

vs needs of individual

Complex team Line management

dynamics competency Concer_ns about
complexity or cost

Career progression
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Findings: solutions

Universal not

segmented Direction setting

Language metaphor

and myth Collective solutions

TheKingsfFund>

o

1
DOA

Role modelling

Shifting perceptions
of line managers

G

Informal
solutions

Culture of trust
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Benefits of flexible working — case for change NHS

Better work-life balance ‘§’

Increased job satisfaction & motivation

Enabling equitable job and career fiexibly
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

T THROUGH FLE
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enefits of flexibility — draft case for change

Draft Template Tool

Appendix: Flexible Working Case for Change: Call to
lThe Case for Change Template tool ACti on

Flexible Working
Case for Change: Call to Action

Flease mobe that this fs a tempiate desigeed fo help Wolr in poor
Irevesdigation amd I buifolng pour case for change for faeibls working. i ks
mal fmfended o cordaln aif the informadion you rght wamt or meed oo
erganisation or feam may wish i aoust the whode, or some of, the femplata
o best S0 your Beeds. This may Include aoding, rersaving or mpdating the
evidemss and feformaiion condainad dn the famplate. The faxt bn b ko
desigmed to promat you in inking trough your own ofganisd tonal’ e
EnprodciL Yo may wand o Sseek inpur from wowr HR for eguivaiend aed
Trade Unian representaives when developing your caoe for change

Find the full template on the resource library
for the programme

Word format, so you can edit and adapt

1. Exacutive summary

00 placed an unprecsdentad spotight on the NHS wokionce, with ine Sovwd-19 pandemic
bringing o the forefront the compassion, dedealios and seflessness of those woking Inthe
MHE. It has shown o our NHE people readily adapl ther ways of wordng and ofien place ther
owwn health and welbeing afier that of cthars

The health and cane sysiem & accustomed o aperating Inoan ncreasingly urbubend ersironmaent,
acopierabed by advances inlechnology and inncvation. We have rghily used these drivers bo
Poacus om the expeienoe and quality of cane for our pafeenis and sersioe wsers, madmise our
performance and create real value with finke funding. We recognise thal to keep doing s wel
wae niad o confinue o pracice and share couragecus and compassionale adership and care
for our pecpke. The rapid nesponse bo the pandemic has shown us just how fexbie and
adaptable we can be, and now (s e e o see hal step change eoognised in ol working
armangemaents. The woking amangenenis thal we havwe historcaly had ane no longer maeting
the expeciaticns or needs of indiduals, and in some cases, our palients and senioe users and
thez service Rsall

Wiz want I be better &t endorsing and adopling rew and difenent ways of woking and we want
o respond fasier o ihe neads of our peoplke in nomial Hmes, just as our people showed what's
possibie for senvioes duning the global emargency. The MHS Peogles Flan (20200 s clear that
fexbhe working is @ change thal se must Duld on after Covid19. And now S The Tme
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NHS Flex for the Future Framework 19

Employer Inclusive

Flexible

Leadership & : Manager Social
culture of ‘S’ghrg/ng capability & btrglgcrl]t& careeépaths responsibility
trust process SU[PTEIi acquisition progression & advocacy
Role model Clear, up to Understand Flex from day Reward, Lead the way
Set direction date and job design & one, built into development & for other
Communicate accessible flex options recruitment performance NHS
flex as part of Based on staff Believe in the enable senior employers &
org’n identity input & org’n value of flex level flex supply chain
T data T T partners

Collaborate with other NHS organisations to enhance flexible working opportunities

Invest in technological solutions to improve rostering & enable remote working

Review & evaluate arrangements so we can continuously improve
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Where to focus — action planning

B-3 Change Team - Initial Action Planning

ety

3. Deciding where to focus sSession
Consider each area of the Programme Model (with any relevant data) and use the Table below = = ch.t
to rank where you think your organisation sits in terms of its level of maturity for each of the Ref | eCt I O n an d an al yS I S tO O I ﬂ9X|bly

elements within the NHS Flex for the Future programme model. 1 is low and 5 is high, with a
definition at each end to explain the indicators of maturity. The scores will help you to reflect on

your pricrities for acfion — you may decide to do more in areas where you are already strong, or
focus on areas where you assess the curmrent level of maturity as lower.

Section 3 of the workshop booklet — find it in

as acost;itis imitedto a champion flexible working and set

minority of the workforce, so direction, and challenge those who do .

that services can be not embrace flexibility.

maintained. Flexibility is seen as a key part of the e reSO u rce I rary

organisation’s culture.

Flexible working policy & process

Full-time is the default for jobs. 2|3 | 4|5 |Prmoactive, well developed set of

=

First stage of action planning — hold a team

Flexible working is flexible working options that meet the

‘accommodated’ but is often needs of the organisation and its

regarded as difficult, or unfair people. Set out in a clear and up to . . .

to colleagues date policy with correspending t t d d d d

Lack of clear policy or guidance and examples. Policy is I I I e e I n g S u g g eS e ag e n a p rOVI e I n
guidance, organisation position informed by staff input and

Section 4 of the booklet)

Manager capability & support

Managers get by and do what 1|2 |3 |45 |Managers understand job design and

is necessary. Flexibility is flexible options, believe in the value of Work th rou h the tOO| aS a Chan e rr] to
regarded as something that flex and have proper training and good

they pay lip-service fo and as a understanding of how to lead flexible
cost; it is limited to a minority teams.

(ot g e e assess current level of maturity and decide

Managers lack understanding features in regular, effective wellbeing

and capability to manage conversations between managers and =

S s which framework areas to focus upon
demands.

timewise

TALENT THROUGH FLEXIBILITY




Leadership
y & culture of




Organisational culture
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Leadership

23

“A leader doesn't just get
the message across;
they are the message”

Warren Bennis
Founding Chairman of
The Leadership Institute

NHS
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timewise
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Go to www.menti.com and use the code 8871 1408

\Where would you rank your organisation’s
leadership and culture re: flex?

0 0 0 0 0
1. we belleve Zwe Z we support It 4 welead by 5. flex Is a key
flex Is a cost accommodate reactively exomple part of our
flex culture

24
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Flexible
working
policy &
process




Draft Flexible Working Policy

& Principles

. NHS

The WHE Deah Flanibde Wocking Prise g s

D IPAD Pt 80 POy 1D Feduad! 10 W fealdy BoM day e o
emgicymert Pacbie wofng Soporturiied Ahould 0e ofessd ot af Mager © & Seeer
I Dabd OF 1 Grede W T RAets e WG N work Sealy

NGE ol A0h a0 BT A vty Beuilie WOANg SOty ANE My ROt feodtete &
fanitin worting e gemet ol e e Regueum Yo Sabie wokng we Tareione
B e L e

Job roien 0 B AT anvd prevacy sare v dangrad and advetiaed N ways et promcte
Pa sl facbie apprrireie wintag cppi i ales el gt s SAtng
comvaraations sbout Rerlie worting Fom sdeat Brouch 10 anch Mage of an Indvioues
woreng e

AS ety N Pasiie wofieg sheAd be coradesd o mivibaal et Vecages
SPGB Gt Yy P e Db a0 A MGG A W T D A e Oteted
Parntteraton onder P L oeity A 0070 [ararmgias meght sihate (R reats 0
SRUITETE 10 Wppor 8 Caabled mamber of st 3omacre Wi 8 hasth tondton or B
P WGy Ty |

IO MANERES BT NAME SO IDGETer 10 Gepore T Sacbie wodung cptona et
rw peafabie and 3aat 8 practionl BTRAGETAnt WY SEDots e rdvdun shde

o Proncng Te Sesl Sperences 10f DAL Merdice LR e Semiies a0d Cases

o Nartarrg safe. hoh quaity afonnt servioes

* Mammainng T soncdfe tarcs of colesgees

Thone ofd Rave o0 agreed Suvitie wading setem shauld sof ba bastnd ary s
Fovtnrally W Serms oF Dy ralet SERURON N DOOmitas ohd T Sidaadvas whG S0 Aot
heen # tavbie woring srvangamant Ary adhaivects kn poy a0 Barafity Whoul be pro-
10hed Byerel Pe ROl wirbirng reidel Yo Phal 1ie

Marmpary ok 55 sayng res S 8 feulie mi g e esl wlare i Py Gan
Cvganamons L B WS BSOS BEE] 10 COMSO W T Tea
ratiely sind Baidiie e MAe s W] Vel O R e wirh ey Gptin s V)
KAty mhat works et

Marapes recognae Tat Mpaaton erabing one faalie NONNg YePuelt 10 e Made N 8
12:m0r 8 panad may 1ot Shanys Be 0 harmony with e changes fekong clece & 0
NS L S 0 et ol e Tha appe © o I ey faste
SONNG BTG SN0 De 8 coleboraive ore Detweer ndvidusi and P
Panager 1 an ndheauals M reguest B Rolie w0rng B Secved. Pe nSvauel
WA B MppOried 10 feview Tt recuant a0d SOMSE MteTASvE BTENgemerts
m‘v‘nmm Tha 00pr3eth WouA muerine rege sted

- 3 e Sa Tmant et sght cavy By whasn
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e P D welter >y
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Tools, technology and collaboration INHS

timewl
TALENT THROUGH FLEXIBILITY




~ Manager
rﬂ capability &
] support
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Equipping managers to find where flexibility works

~
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Health and well-being

T
of ‘7

%

-

30

NHS
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= O
timewise NHS
TALENT THROUGH FLEXIBILITY
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NHS Flex for the Future Framework

Flexible Employer Inclusive

Leadership & : Manager Social
culture of \lévg“rlé;ng capability & btrglrécrl]t& careeépaths responsibility
LSt process St acquisition progression & advocacy
Role model Clear, up to Understand Flex from day Reward, Lead the way
Set direction date and job design & one, built into development & for other
Communicate accessible flex options recruitment performance NHS
flex as part of Based on staff Believe in the enable senior employers &
org’n identity input & org value of flex level flex supply chain
T data T T partners

Collaborate with other NHS organisations to enhance flexible working opportunities

Invest in technological solutions to improve rostering & enable remote working

B-3

We work
flexibly

Review & evaluate arrangements so we can continuously improve
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We e
compassionate
wtinclusive

Employer brand

and talent acquisition

Wae e
safe o
healthy

N o™ Nave
a voice that
counts
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Attracting, retaining and developing talent SINHS

timewl
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Flexibility from Day One...

Flex From 1st

Flexable working. A day-one right to request. For everyone.

CIPP

35

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

We work
flexibly



Inclusive
career paths
&

progression




Equality, diversity and inclusion SINHS
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We work

flexibly

Social
responsibility
& advocacy
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What works to drive change? §
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Actions to bring m
about change
Share the
business case.
Walk the talk.
Find role models
ﬁ::i*bly
Challenge Isﬂez\(/:(tai\il‘reotrg
assumptions '
proactive
Talk vsi?f?m I Test out what
_ will work and
candidates.
‘ , share best
Ask ‘why not practice with o
ratbvc\e/;] ;f]an others tAlmerse




dinHs

We work
flexibly

Driving Change in Flexible Working

Denise Drieu
Programme Director — Team Jersey

We work
flexibly
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Government of

JERSEY

FLEX

POSITIVE

EMPLOYER
timewise

Embedding a more flexible approach to how

we work.

Denise Drieu, Programme Director Culture

23rd November 2021




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




OUR
FUTURE

We will work

together to build a We W| ” be

view of the future

of work for our ab I e to

people and our

Island and deliver a WO I‘k
lan to get there. .
Pento gt flexibly

Engagement Survey

83.25%

‘flexibility in my working practise such
as how, when and where | work is
important.’

Our People Strategy Awelmbeijngj

Diversity and Inclusion

25%0 concer

Pay Gap

Flex provides more people
access to work.

COVID-19 UPDATE

'ﬁ' Gouvérnément d'lered




Our starting point &

Welcome
and support
requests

Accommodate
it when
requested

Tolerate
it when
requested

Encourage
and celebrate
flex

Working
patterns
& policy

Employer
brand

Inclusive
career Advocacy
paths

Manager
capability

Leadership

©Copyright Timewise 2020




Our approach e

Corporate

Define organisational
vision & high level

principles We are running 4 pilots : Inform our enablers
Create and implement 1 x Front line, customer :
corporate action planto: facing Policy
- Build awareness 2 x Back office Guidance
- Provide guidance 1 x strategy and Terms and conditions
- Deliver training implementation team changes
| del Expand pilots to other
- Celebrate role models areas

- Measure




Lessons learnt

* Create a business case

« Senior stakeholders

* Not one size fits all — promote a team approach
* Pilots to prove the concept

e Listen and respond

« Engage staff representatives and unions




Questions




dinHs

The case for change & NHS Cost
Calculator tool _ﬁ.

We work
flexibly

timewl
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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

50

NHS
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Cost Calculator

= o B W

10
1

112

14
15

17

18
19
20
21
22
23
24
25
26
27
28
29
30
31
32
33
34
35

‘Potential Cost Savings from improvement to retention due to flexible working or other initiatives

Background

We have created a simple Cost Calculator to help organisations identify potential cost savings from improving access to Flexible working.

Access to flexible working by default from day 1 is a key commitment in the People Plan. Flexible working is an increasingly important aspect of any organisation's retention strategy; a recent report by the Behavioural Insights Team
found that access to flexible working was one of the top three benefits that retained staff within the NHS. Access to high-guality flexible working can therefore increase an organisation's ability to attract and retain diverse talent.

The cost calculator can be used as part of data gathering to support flexible working implementation, to help make the case for change.

The calculator has sheets for different staff groups. You will need workforce data and to identify a target estimate for improving staff turnover for each staff group, potential savings will then be generated with all information feeding
into an organisational summary.

A blank sheet is also included, for organisations to use to calculate potential cost savings from different retention initiatives. It contains the same formula but does not link into the summary.

Data required

As well as headcount and turnover rates for each staff group, the sheet asks for an average bank and agency cost and for the average budget available (additional costs will then be calculated for average bank and agency spend
which exceeds the budget). The calculator uses an estimate of a 12 week period for a replacement to be recruited and start and a two week period for their induction. As bank and agency costs vary they will need to be inserted at a
local level for each staff group.

The sheet also asks for any additional non-cash releasing costs to administer each leaver and starter.

Project costs associated with flexible working retention work are also taken into account, giving overall potential target savings after the investment in these costs.

A step by step guide to what to insert into each cell is given on the next page.

Info -|_| Medical & Dental Admin & Estates Nursing, Midwifery & Health V3 ‘_| Healthcare Assistant & Others 2 |_| Others |_|

51
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Reason for leaving — considering what to >
iInclude

Death in Service

Dismissal - Some Other Substantial Reason "f"Ie ;;;bly

End of Fixed Term Contract

Flexi Retirement

Has Not Worked

Retirement - Il Health

Retirement Age

Voluntary Early Retirement - with Actuarial Reduction

Voluntary Resignation - Adult Dependants

Voluntary Resignation - Better Reward Package

Voluntary Resignation - Child Dependants

Voluntary Resignation - Health

Voluntary Resignation - Incompatible Working Relationships

Voluntary Resignation - Lack of Opportunities

Voluntary Resignation - Other/Not Known

Voluntary Resignation - Promotion

Voluntary Resignation - Relocation

Voluntary Resignation - To undertake further education or training timewise

Voluntary Resignation - Work Life Balance TALENT THROUGH FLEXIBILITY




Baseline data for this cohort

53

Sample

Lowest Average Highest (# 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

NHS

We waork

flexibly

l- O
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Baseline data for this cohort

AinHs

100.0%
90.0% _§V
80.0% .
70.0%
60.0%
50.0%
40.0% \

30.0%
10.0%
0.0% : : -
% vacancies with flex % Band 7+ staff working PT % leavers citing flex/WLB
Satisfaction with flex (Q5h) % of all staff working PT % of Consultants/GPs PT

TALENT THROUGH FuoesuTy

® [ owest ® Average ® Highest
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Recap our aims for today

e Be able to examine the key areas
to achieve change for your e Be able to consider the key flex change
organisation’s flexible working topics of leadership, manager capability,
practices flexible hiring and process/policies

WNle [T E BRI RN SRSV Q MM ¢ Have reflected on how actions in these
Future Programme Model areas relate to existing commitments
and plans

NHS

B-

we work
flexibly
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The Leadership Shadow & flexible working NHS

O Frame issues positively
O Understand & talk about the .
bgsmess case & how 'J_[ I|r.1I.<s ‘ O Role-model: e.g. ‘Leave loudly’,
with organisational priorities .
8 Provid | dat response times out of hours
r(I)Vt; etregu ar updates, O Call out behaviours and decisions Hoxibly
celebratle progress that are inconsistent with a flexible

culture

My
Leadership
Shadow

Make flex a regular agenda item
Champion flex upwards as well as
sideways & down

O Hold yourself and others to account for
building a flexible workplace What | prioritise

O Build progress on flexibility into If involved in recruitment &

erformance management — at . o
P & _ | promotion, build in flex & remove
whatever level you can influence - o : . .

bias from talent discussions

. . ~ o
setting business, team, personal targets tmewise

TALENT THROUGH FLEXIBILITY

Adapted from “The Leadership Shadow” developed by Pine Street



Reflection time > [lZlEi

What Is your =
Leadership Shadow
challenge? oy

act

Shadow

Share In the Chat If
yOu,re happy tO What | prioritise

TTTTTTTTTTTTTTTTTTTTTTTT




Your resource library for further support

b 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://Iwww.england.nhs.uk/looking-after-our-people/the-
programme-and-resources/we-work-flexibly/

@Timewise UK

NHS

We work
flexibly

timewise
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https://timewise.co.uk/nhs-flex-for-the-future-programme-resource-library/
https://www.england.nhs.uk/looking-after-our-people/the-programme-and-resources/we-work-flexibly/

60

Next steps

Everyone:

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

QAccess 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/

QAttend 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)

NHS

B-

We work
flexibly

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

Next steps .

Change team leaders:

QUpdate 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

QAttend third Group Clinic for your region

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

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

Q 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

We work
flexibly



NHS Flex for the Future

Virtual Virtual Virtual Virtual Virtual Virtual
Workshop Workshop Workshop Workshop Workshop Workshop

1 2 3 4 5 §)

Drop-In Drop-In Drop-In
Clinics Clinics Clinics

Launch Webinar

Access to online resources via Resource Library

Completing Programme Activity
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Thank you
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https://timewise.co.uk/power-list/

Melissa.buntine@timewise.co.uk

weworkflexibly@nhs.net
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