


Planning your team’s future way of working


Purpose and goals

Whatever a team’s way of working, it is made up of the cultural, physical and technological arrangements that underpin its activities.  These arrangements must deliver the purpose and goals of the team in line with the University’s strategy.

Use this template to help think through the decisions that will need to be made, some of which do not have either/or answers but involve a balance of benefits and risks, and the interaction of these three components.
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1. Purpose, activities and roles – what people do
Purpose

	University values: delivering quality and excellence, whilst being quick to listen and learn




Revisit what your team or service exists to do. Hopefully this has been focused by the pandemic, as most teams have had to prioritise sharply, but it’s worth making sure you have a common goal in sight.
What are your key success indicators?


	“Our team / department is delivering its service when:… “








Activities



What are the main practices that your people are engaged in, that deliver the service required?  How have they been carried out during the last year, and are there options for enhancing them by different practices in future?

	Activities
	Pre-Covid delivery
	Options for future

	e.g. Enquiry response
	Open office, reception desk, personal emails
	Online triage, enquiry management systems, rotas

	
	
	

	
	
	




Roles 

Analyse the attendance requirements of roles in your team, and discuss preferences and needs with individuals concerned.

	Type of role
(Proportion of contracted hours needed on premises)
	Number of staff 
	Notes: e.g.
1) How does this tally with staff preferences?
2) How does required attendance vary through time? (e.g. core hours, specific days, annual variation)

	High presence (>80%)

	
	

	Medium presence (60-80%)

	
	

	Low presence (40-60%)

	
	




Stakeholder / service user engagement

Ways of working obviously affect stakeholders as well as your team, so ensure you engage and consult them as part of the design. Consider discussing:

· What outcomes (in your work) are you looking for when we provide a service to you?
· What do you understand about what we need from you, in order to provide a service?
· How do your needs vary over the course of a year?
· How is that service currently delivered, and what options are there for doing it differently that may improve quality and help us deliver the University’s priorities?

These questions are intended to focus your minds on why a service exists and what organisational success looks like, rather than simply meeting the preferences of any given stakeholder.




2. Culture and behaviours – how people go about their work

	University values:  fostering inclusion, equality, diversity, and accessibility where the unique value of each individual is recognised as we build a community of trust and care by treating each other with respect





You will need to consider how business needs are balanced with individual needs and preferences. How will you ensure that all voices are heard, both as you plan your future way of working, and when new arrangements are in place?  

Some people may not be able to have the attendance pattern they would prefer, or may feel that their requests have not been considered equitably with colleagues. There should be an opportunity for supportive but adult conversations about how teams will work, and why, both individually and in groups.  

People have diverse needs to enable them to flourish and do their best work. For some, regular social connection is essential. For others, too much noise and bustle is uncomfortable and tiring, possibly even stressful. Try to provide environments in which all these needs are understood and accommodated to the greatest extent possible.

Some colleagues with disabilities may have specific needs related to accessibility that may favour working remotely or working on campus: ensure these are fully taken into account and understood.

Communication and attendance

Balance service delivery with use of space with personal needs and preferences.
What common values do we talk about? How do we want to see those in action?  

Things to consider, possibly incorporating into a “team charter”:

1) Are there “core hours” when people should be available for meetings, or shall we organise things more flexibly? How will we communicate with each other and share information if we’re not all in the same place or working at the same time?
2) People may choose to work at different times of day to suit their other responsibilities; should we set limits on when emails are sent to avoid an “always on” culture? How would this affect people’s ability to work flexibly? 
3) Are there days when a whole team will be on campus? What will you do with that time? 
4) What will be our mechanism for keeping up to date with things? Regular team meetings?  Online platforms? How will we use Teams to ensure everyone is included in communications? What are our calendar conventions and privacy settings? 
5) How will we decide who is in the office on which days? Would a rota be helpful?  How do we share information about who is going to be where?

It is also useful to think afresh about what you do with time spent on campus, rather than recreating what happened in a full-time attendance world. For example, it seems obvious to do regular 1:1s in person, but maybe they can still be online if that’s effective, and on-campus time can be used for more collective work and informal learning and connection.

Managing performance

The essentials of leadership and management do not change with the sorts of shifts we’re experiencing in the workplace. The essence of performance management – and staff engagement - is to set clear expectations about what is required, and give people freedom to do their work, supporting where necessary and giving feedback about how things are going. Managers therefore need to manage performance in terms of outcomes and outputs, and staff need to ensure they are clear about what is being expected.  This may need more purposeful and regular conversations than when everyone is working within sight of each other.


Sense of belonging and community

The sense of community, formed and rooted on our campus, is one of the greatest assets the University has. We must do everything we can to ensure people still feel connected to, and part of, the University.  It’s particularly important for new starters to learn about their colleagues and how to go about their work, which is normally easiest when people are together in the same room. 

What can you do to build and maintain a connection among team members and the University? Some options:
a) Regular social moments, in person and virtual
b) Whole-team get togethers
c) A culture of care in the department: be concerned about how your colleagues are doing.
d) Planned activities with other areas of the University, for example guest slots at team meetings, informal meetings with stakeholders.
e) Sharing news and insights form working with other parts of the University.

Managing change

People have experienced a lot of change in their lives over the last 15 months, and your team may have different expectations and enthusiasm for moving to another way of working. For someone who has occupied the same desk, next to the same people, for many years, may find it uncomfortable to think of working in a different space with different people. Others may be desperate to innovate.  Don’t expect everyone to adapt at the same rate, and don’t expect too much too quickly.


Care and wellbeing

With less in-person time, we are more likely to miss or not talk about the things that may be troubling people.  Purposefully design-in the things you used to take for granted: noticing people’s moods, dealing quickly with conflict, being available for each other for quick informal learning.

3. Physical space – where people work
What kinds of space do you need for your activities, and how much of those spaces do you need?  

University premises

	Options 

	Things to consider

	Desks – clear and available to all
	What technology should be in place?
How many are bookable?
If there are bookable spaces, what limits are on individuals’ ability to book? (e.g. how far ahead, how many hours per week).


	Meeting / collaboration space
	What will it be used for? 
How much furniture and what sort?
Does it need tables / IT? 


	Allocated space (e.g. individual desks, team areas)
	Does anyone need specific facilities or technology, for accessibility or other needs?


	“Quiet zones”
	What will be the conventions about quietness? To some people it means silent working like in the library, to others it is limiting chatter most of the time but allowing considerate conversations

	Confidential areas
	What needs to be confidential? How do you assess the limits of confidentiality? (Individual, team, department.)
Is it a requirement because of stakeholder needs? (e.g. people in difficulty needing a sensitive conversation).

	Social space
	




How can you use current rooms, furniture and equipment to provide the spaces you need? 

Hybrid working may reduce footfall and therefore release office space for a change of use, e.g. meeting rooms, collaboration space.

Remote working

Many colleagues have adapted space at home to be able to work. If they are going to continue, it’s a good time to assess equipment, health and safety requirements.

We all need to understand that everyone’s home situation is different. Some have children and other caring responsibilities, some have a long way to travel, others are not able to find effective workspace at home.  Not everyone is comfortable sharing these details in public, but teams must be given an opportunity to discuss what they can expect from each other, with the clear underlying messages that not everyone will be in the same position, but all should be working to perform their role and deliver the team’s goals.

Ensure all colleagues complete a workstation assessment and risk assessment for home working. 


4. Technology – what people use to do their work

What equipment will be needed for a hybrid worker? The basic choice is laptop vs. fixed base stations, but what are the requirements for screens and other peripherals? 

Is there a requirement for minimum home internet performance, so that remote-working colleagues could be involved in all types of online engagement? Or would it be OK if someone with poor internet at home used remote working time for self-contained, focused tasks?  

In the office, it’s best to provide all with head sets to avoid sound problems, both in terms of disturbance and “echo” caused by having open microphones in the same room as speakers. If there are medical reasons why someone can’t use a headset, what options are available? 




	Hybrid meetings: handle with care

When a team or workforce is dispersed, modern technology permits meetings with some physical and some virtual participants, but they ae not suitable for every situation.  We will learn more about hybrid meetings over the coming months but here are some early tips:

1) Consider how much participation will be required. For an exchange of information, or a small group, a hybrid meeting may work fine, but for more involved debate and discussion, with difficult decisions to make, it is very hard to ensure everyone has equal opportunity to participate.
2) Is the technology adequate? Think from the viewpoint of the remote participants. Will they be able to hear and see what they need to? How will they be seen and heard in the physical meeting space? Ensure your camera, display, microphones and speakers / headphones are fit for this purpose and well set up. The built-in devices on a laptop are unlikely to do the job.
3) Think about having an entirely online meeting, even if some participants could be in the same room. This avoids those in the room having more power and presence than the remote participants.  In any case, ensure that all the business in the meeting is concluded on time; do not continue after the remote participants have signed off, or those in the room have left.
4) Have a good chair or facilitator, who can manage the process of the meeting and work to ensure fair participation.







5. Summary of key conclusions and actions


1. To deliver our service in 2021/22, our basic operating model will be:

2. Our stakeholders’ experience will look and feel like:

3. Our team experience will look and feel like:

4. We will adapt as we go along, but in any case will reassess our model in the following ways:
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