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WELCOME BACK!

CHECK YOUR TECH AND INTRODUCE YOURSELF

DOWNLOAD THE TWO HANDOUT DOCUMENTS 
FROM THE EMAIL SENT THIS MORNING
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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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Programme activity 

Virtual 

Workshop 

1
Project 

Kick-off

Virtual 

Workshop 

3
What works 

to drive 

change?

Virtual 

Workshop 

4
Action 

Planning

Virtual 

Workshop  

5
Designing 

flexible 

jobs

Virtual 

Workshop  

6
Sharing our 

success

Change Team 

Kick Off 

meeting

Collect 

baseline 

organisation 

data
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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?



• Understand & hear examples of 

the range of ways to design jobs 

flexibly, including shift-based 

roles 

• Know how to improve people’s 

choice and control over their 

working pattern through flexible 

job design

• Recognise the positive impact flexible job 

design can have on teams’ wellbeing and 

work-life balance

• Recognise the positive impact flexible job 

design can have on an organisation’s ability 

to attract and retain 

• Have the tools and knowledge to support 

others to have proactive, effective 

conversations about flexibility in their teams

Our aims for today 
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• Designing jobs for flexibility

• Speaker examples

• Flexibility for shift based roles and teams

• Having proactive conversations about flex & job design 

• Personal reflection & next steps

Agenda 
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Designing jobs for flexibility
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Business benefits to NHS organisations

❑ Talent retention & attraction

❑ Diversity & inclusion 

❑ Motivation & wellbeing

❑ Matching demand & productivity

❑ Tackling Gender Pay Gap 

❑ Reduce real estate footprint    

and travel impact
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Job design identifies flexible arrangements 

which work

9

Where 

flexibility 

works!! 



10

What do we mean by ‘flexible job design’?

Looking at the current parameters of a role 
and (re)designing it to build in flexibility

This will involve exploring…

Objectives of the role & outputs to achieve them

Where and when work needs to take place

The impact on the team, direct reports & other stakeholders

Balance of different types of work within the role 

e.g., clinical / admin / research / on call



Poll

How good is your 

organisation currently at 

designing jobs to enable 

flexibility?

Use the poll 

on screen to select as 

many responses as apply



Reminder of what we mean by a flexible job

WHERE Remote working; 

home; mobile; other offices

WHEN Flexible start/finish 

times; annualised; compressed; 

shift choice; part-time; job share

HOW Team based rostering; 

project-based work; contract; 

bank; permanent night shifts

12
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Formal vs. Informal flex

Informal Formal

Non-contractual flexible working arrangement Contractual flexible working arrangement

• Swapping shifts/sessions

• Mixing shifts/sessions (e.g., working some long and some 

short)

• Time off in lieu (TOIL)

• Rotating shift/session work between different patterns 

(individuals rotate between different patterns, such as days 

and nights)

• Split shift/session schedules (where an individual’s working 

day is split into two or more parts with a rest period 

between. The rest period does not include paid breaks or 

allocated lunch periods)  

• Flexible hours where start, finish and lunch/break times can 

be variable (usually set around a period of ‘core hours’)

• Working from home for part of the week (where the 

individual has a defined office base but can work at home 

for part of their working week)

• Team based rostering; self rostering; use of e-rostering to 

enable flex preferences to be met

• Part time hours

• Job sharing

• Annualised hours

• Zero-hours contract

• Bank hours contract

• Compressed hours

• Term-time working

• Phased retirement

• Home working (a role in which the individual spends 

all their working week based at home)

• Fixed shifts/sessions 

• Unpaid leave

• Sabbaticals

• Purchase of extra holiday
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A key principle of flexible job design: 

Fixed-volume and variable-volume tasks



Menti-meter survey

Share an example of a 

fixed volume task in 

your current role 

Share an example of a 

variable volume task in 

your current role
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A key principle of flexible job design: 

Substitutability

• Expectations of patients / service users / other 

stakeholders in terms of contact and response 

times

• Parameters for contact when not working

• Ensuring the right expertise and skills mix –

consider specialist duties, qualifications, 

experience

• Impact on continuity of care / service

• Having systems in place to support knowledge 

sharing & handovers 



When are the opportunities to do flexible job design? 
17

Job 
planning 
meetings

Formal 
request

Wellbeing 
conver-
sations

Succession 
& career 
planning

Advertising 
and 

attraction 



The opportunity for talent attraction via flexible 

job design

24% SUPPLY OF 
FLEXIBLE WORKING
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OK

Include a 
statement at 
bottom of job 
adverts, so that 
people know they 
can ask

Better
Include a 
statement at the 
top, welcoming 
applications from 
people who want 
to work flexibly

Best
Specify the types 
of flex you can 
offer for a role in 
the advert and/or 
using NHS jobs 
and TRAC

Using flexible job design to attract
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Sharing from the group

Examples of change team activity –

what’s happening in different 

participating organisations

We’ll also be looking for case studies to 

showcase the work being done & 

quotes as we evaluate the programme



o You are exploring 

opportunities for flexibility 

before advertising a 

porter vacancy 

o What types of flex are 

likely to work in this role?  

(Nominate a feedbacker)

Breakout

© Timewise 2021
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PORTER

o What types of flex are 

likely to work, and not 

work, in this role?  

FEEDBACK 

Share your ideas

© Timewise 2021
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Flexibility

AfC job 
grading

Job planning

Establishment 
control

E-rostering 
audits / KPIs

Organisational processes which can influence

flexible job design
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Sharing examples – enabling flexibility

through job design
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Speaker
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Dr Tara Rampal
Consultant Anaesthetist, Princess Royal 

University Hospital

Clinical & Strategy Director, Kent & Medway 

Prehab

Founder, Phase-B CIC



Q&A
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Speakers

28

Carla Beechey

People Director

Lucy MacKracken

Head of HR

West Midlands Ambulance 

Service



Flexibility for shift based roles and teams
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Factors influencing the experience of ‘flexibility’ 

in shift based roles: Shift-Life Balance
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Taking a team based approach to designing 

flexible jobs



Learnings from other front line 

industries: 

Designing work differently

©Copyright Timewise 2020
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Building flexibility into Construction roles

Designing work 

differently by:

• ‘Job & finish’ 

• ‘Pods’ with rotating flexi 

day to reduce extreme 

hours

• Weekly team stand ups 

to agree pattern of 

cover



Building flexibility into Retail roles

Designing work 

differently by:

• Skeleton rota for duty shifts 

with self rostering alongside

• Removing ‘invisible 

barriers’ re: weekends, 

nights, cover across 

sections, ‘early finishes’

• ‘Lead team’ approach to 

increase input into rota



Having proactive conversations 

about flexibility & job design
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Ensuring jobs are designed for flexibility will help embed 

successful flex
Upskilling people within your organisation on 
the principles of flexible job design will help 
them: 

✓ Start from a point of ‘yes’ to explore what’s 
possible

✓ Listen, accommodate and respond with 
balance and compassion

✓ Work with staff to develop a solution that 
meets their needs and that of the service 
and patients

✓ Adapt the way individuals and teams work 
to accommodate different types of flex

✓ Make all team members feel that they are 
making a valuable contribution



©Copyright Timewise 2020

Line Manager guide contains job design considerations 

for flexible work



©Copyright Timewise 2020

Booklet contains a more detailed job design 

tool for building flexibility in to a role



Personal reflection 

& next steps
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• Understand & hear examples of 

the range of ways to design jobs 

flexibly, including shift-based 

roles 

• Know how to improve people’s 

choice and control over their 

working pattern through flexible 

job design

• Recognise the positive impact flexible job 

design can have on teams’ wellbeing and 

work-life balance

• Recognise the positive impact flexible job 

design can have on an organisation’s ability 

to attract and retain 

• Have the tools and knowledge to support 

others to have proactive, effective 

conversations about flexibility in their teams

Recap our aims for today 
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Reflection time

Personal
reflection

41

What have I learnt?

What am I taking away 

to apply in my 

organisation? 

If happy to share, type in chat 

now



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

resource-library/

Visit here for all materials relating to the programme 

including the Line Manager and Employee guides.

This module’s resources include: 

• Booklet containing: 

- Flexible Working Job Design tool 

- Agenda for internal change team meeting

- Further reading on flexible job design

- List of additional resources for e-rostering

• Recording & slides from today 

• Recording of case study interview with West Midlands 

Ambulance Service on flexible working in their Trust

Your resource library for further support
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Next steps 

Everyone: 

❑Please, please, please - complete the post-programme 
evaluation survey – we had 375 responses to the pre-
programme survey and we need just as many to enable the 
evaluation of the programme. This will be sent out early Feb.

❑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/
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Next steps 

Change team leaders:

❑Work with your team to ensure learnings about flexible job design 
are incorporated into your action plan (agenda in booklet)

❑Update your Senior Responsible Officer & attend final Group Clinic 

❑Engage leaders and get sign off of your plan (leadership session 
slides)

❑Let us know if you would like to be featured as a case study 
organisation for the programme so we can amplify and 
showcase your work – it will require a short interview to find out 
how you’ve used the programme to develop your action plan: 

❑Via your Clinic Lead or weworkflexibly@nhs.net
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Next steps 

External Evaluation:

UCL Consultants

Reports in March and October

Questionnaire

- Interviews

- Case studies
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NHS Flex for the Future 

Virtual 

Workshop 

1
Project 

Kick-off

Virtual 

Workshop 

2
Where are 

you now?

Virtual 

Workshop 

3
What works 

to drive 

change?

Virtual 

Workshop 

4
Action 

Planning

Virtual 

Workshop  

5
Designing 

flexible 

jobs

Virtual 

Workshop  

6
Sharing our 

success

Group 

Clinics 
for  

Change Team 

Leaders

Access to online resources via Resource Library

Completing Programme Activity 

L
a
u

n
c
h

 W
e
b

in
a
r

Group

Clinics 
for  

Change Team 

Leaders

Group

Clinics 
for  

Change Team 

Leaders

Group

Clinics 
for  

Change Team 

Leaders

Group

Clinics 
for  

Change Team 

Leaders
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Thank you

Melissa.buntine@timewise.co.uk

weworkflexibly@nhs.net
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