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Fire and Rescue Service Agile Working Framework Model Policy
	

About this document
This document provides a framework for creating an agile workforce through the identification and analysis of different roles.
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The purpose of the Agile Working Framework is to support managers and employees in understanding different and emerging ways of working. It considers how our workforce can work anywhere and at any time in order to collaborate and provide services to our communities without constraints. 
Fundamentally, this is about working practices and goes beyond the location in which people work. It means employees having the freedom and flexibility to work where and when they prefer. 
An agile workforce can adapt its structure and practices and provide a ‘joined-up’ approach across disciplines to meet the needs of our communities. 
By enabling our employees to work in an agile way, we aim to create a more responsive, efficient and effective organisation. This enhances our performance as a workforce so that we can deliver against our service plans. In so doing, we are also able to improve customer satisfaction, sustain the health and well-being of our employees, support inclusion and diversity, and reduce estate and facilities costs. 
Offering flexible, smarter and more agile working is likely to have a positive Impact overall for employees who have a disability. Additionally, offering flexibility of hours and location is more likely than not, to allow disabled employees to have better access to work i.e. be able to apply for, or continue to work in, certain roles within the service.

The agile working may offer greater opportunities to employees who have caring responsibilities or have age related medical conditions (including the Menopause).

Clearly, some jobs offer more scope for agile working than others, but most have some degree of flexibility. This framework defines three core workstyles to help employees consider how they can operate in a more agile way within their current role. 
It may also be useful to refer to your service’s Flexible Working Policy. (Service to add links or signpost to their own intranet.)
Roles and responsibilities
SERVICE
Employees can expect the service to:
Provide opportunities to determine where, when, and how they can do their work
Ensure that all teams, as well as the service as a whole, work in such a way that no one feels excluded or disadvantaged
Trust their judgement and personal organisation to provide the infrastructure for them to work efficiently and effectively
Recognise the impact on the environment when considering how we work, reducing travel wherever possible
Support them to deliver, perform and contribute to the highest standards
Support managers to support their people fairly, consistently and effectively
Provide support in finding solutions if things are not working
Provide support through a well-being offer and easily accessible interventions
Provide appropriate technology and equipment to enable them to work effectively, communicate and collaborate with colleagues and partners
Ensure that health and safety obligations are met, particularly with regard to mental health at work

Services should collect and analyse equality profiling data relating to people working (or applying to work) within the agile working policy framework to ascertain if any disproportionate outcomes (however unintentional) exist for employees. This should be recorded in respect of colleagues who: 

· Apply for agile working.
· Have agile working imposed by a service. 
· Are allowed to work under the Agile Working framework. 
· Are denied the right to work under the Agile Working framework. 
· Have agile working rights removed. 

This information should include the profile of employees by Race, Sex, Disability and Age. 
Employees
The service expects employees to:
Be accountable for their own work and for meeting commitments
· Consider the most appropriate location for the activity being undertaken, the use of physical locations being primarily reserved for collaboration activities such as workshops, conferences, training and team development
Build the trust of others through regular communication and ensure the impact and quality of their work is of a high standard
Be pragmatic and recognise that it is not always possible to work in their preferred way
Pay ongoing attention to all aspects of their own well-being and that of other team members to ensure they get any support they need
Leaders and managers
The service expects leaders and managers to:
Encourage agile and flexible ways of working and, where appropriate, to lead by example and give their team the confidence to do the same
Facilitate agile ways of working for members of their team where possible, while meeting the needs of the service
Value team members for their performance – for example, what they achieve and how
Ensure they have regular one-to-one time with each team member, whether online or face to face; this is good practice at any time, but scheduling regular time to keep in touch becomes even more important when teams may not be working in the same place or at the same time 
Ensure opportunities are available for everyone, including those who are not always present in the office
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This framework applies to all employee groups at all levels and identifies the range of policies in place to support our employees with agile working. Details of service-specific policies can be found in the links provided. (Service to add links or signpost to their own intranet.)
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What is agile working and how is it different?
	The agile road map – structure of different types of working


	Step 1:
Flexible working

	Step 2:
Smarter working
	Step 3:
Agile working

	‘Working anywhere, anytime …’

	‘… and anyhow, …’

	‘… with anyone, on anything.’


	Employees can change their working patterns and start and finish times, and work from home.

Employee wellbeing changes, not the work.

Enabled by flexible working policies often applied at request of employees and subject to line manager agreement.

Residents gain an ad hoc increase of out-of-hours availability of employees. Services become more resilient, with better employee retention and productivity.
	Employees can work in almost any location as their IT becomes more mobile and they rely less on paper.

Managers focus more on results and team working, trusting employees to choose how they work.

Enabled by a focus on business benefits, flexible and mobile working becomes commonplace. Likely to work differently across roles and workspaces.

Workforce becomes more mobile and better able to work in the community and use civic buildings in the county. Savings on property, paper and travel make services more sustainable and help the environment.
	Staff work across a number of (often multi-disciplinary) teams, with more opportunity to use all their skills at work. They can more easily see the impact of their work on service users and the community.

Work is organised around outcomes, life journeys and service experience. Teams can self-organise and be more innovative, working collaboratively with employees, partners and residents.

New digital technologies change the work we do by enabling agility throughout the council's structures, working practices, resources and services.

Residents receive a more joined-up service that better understands and meets their needs. Services are more adaptable and preventative, improving community and resident outcomes.


What does this mean in practice?
Consideration will be given to the statutory right to request flexible working, but a clear distinction will be made between flexible, smarter and agile working. 
Formal flexible working requests will result in a change in terms and conditions, and can include:
A change to the number of working hours per week 
A change of location
A change in how an employee’s working hours are worked (start and finish time, compressed hours, annualised hours)
We will pay particular attention to how adopting agile working will improve the service’s resilience and influence an outcome-focused culture which has trust, accountability and responsibility at its core.
A key outcome will be to achieve an improved work–life balance for the service’s workforce, the extent of which will be determined by the role and associated requirements.
Any new working arrangements will need to adhere to our normal legal duties, including those under the Health and Safety at Work etc Act 1974  and the UK data protection legislations. 

In managing and delivering our resources, we will adhere to the ethical standards and legal requirements outlined in the Equality Act 2010 as well as the NFCC national Core Code of Ethics for Fire and Rescue Services in England.
Agile working can be undertaken on an informal basis without a contractual change and in agreement with the service, where the main location or hours worked do not change. 
Who can be agile?
Most jobs offer some scope for agile working although the degree of flexibility varies from job to job. This framework defines three resulting core workstyles. These workstyles help managers and their employees consider how they can operate more flexibly within their current role, while ensuring a fair and consistent approach. They also help in planning building occupancy and workplace design requirements. Employees will fall into one or more of the following workstyles.
Venue-based work
These are employees whose work is predominantly tied to a particular location or type of venue. In some cases, they provide a service from a specific place but not necessarily from a specific desk. In other cases, they need access to certain specialist resources that are only available at certain locations. Examples of connected/venue-centric workers include: 
Firefighter 
Receptionist 
Control Room Operator
Community-based work 
The majority of work undertaken by these employees is done directly with residents, organisations or physical objects/things within the community. They take their work tools with them when out in the community, but they may also need access to venues for certain activities. Examples of community-centric workers include:
Education Officer 
Business Safety Officer 
Fire Prevention/Protection Officer
Community Risk Intelligence Officer
Information-based work
These are employees whose roles predominantly concern working with information and/or digital content. They work where they are most effective, which can be remotely from a variety of locations, including head office, home or any other suitable location. They use videoconferencing to ensure they can engage effectively with colleagues and partners. They have a team base to enable them to come together with their colleagues on a regular basis or when required. Examples of information-centric workers include:
Human Resources Adviser 
Business Analyst 
Executive or Personal Assistant 
Corporate Leadership Team
Flexibility
Not all roles will fit easily into one category, and it is for managers to discuss with individuals their work requirements and how these can be achieved most effectively.
There will be some colleagues whose personal circumstances will impact on how they can work. Reasonable adjustments will be needed in some cases.
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There are no set rules for working in an agile way and no ‘one-size-fits-all’ approach. 
Agile working is more than just working from home or in the office; it is also about how and where we work most effectively.
Agile working is about bringing people, processes, connectivity and technology together to find the most appropriate and effective way of working for everyone.
The principle is to focus on activity and outcomes. Employees should have the flexibility to ensure their work is completed on time and to high standards regardless of location. Agile working therefore goes hand in hand with accountability.
The overarching principle is that we prioritise outcomes over locations and work flexibly wherever it is appropriate to do so but continue to collaborate and come into workplaces where it adds value.
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The following elements will also need to be considered when applying agile working:
Health and safety
Information security/data protection
Well-being
Use of and access to technology
Performance management
Travel and expenses
Contractual considerations
Communications/workplace etiquette
Promotion of inclusion, equality and diversity, including vulnerable groups
Places of work
Working Time Regulations
Flexible working processes/systems
Team dynamics
Home-working - lack of privacy or a dedicated home working area due to overcrowding, especially within a house of multiple occupancy
Home-working – insurance, mortgage and tenancy 
Employees who are neurodiverse, often experience change more adversely – preferring fixed routines and working arrangements.

Each of these elements is discussed in greater detail below.
Health and safety
A health and safety risk assessment should be made in respect of any location from which an employee works regularly. In particular, the working area should meet the minimum requirements of the Health and Safety (Display Screen) Regulations 1992. When the employee works from an office location, this is likely to have been completed already, but if they work from home, for example, a separate risk assessment should be completed by the employee, including assessment of:
Adequate heating, lighting and ventilation
Workplace ergonomics
Electrics, cabling and trip hazards
Requirements under the Working Time Regulations
Lifting and carrying equipment
Security, including data security
Safety of third parties, including family members
Safety for employees who would need to work from an office, rather than from home, due to adverse domestic circumstances
Consideration should be given to security, safety and health when travelling between different sites. 
The same safety concerns regarding personal security and service property apply to agile working (for example, using portable equipment while driving or the risk of theft). 
When an employee is travelling on work business, it is good practice to ensure someone at work knows where they are going and when they have returned safely.
To minimise the risk of theft, employees should ensure that equipment (such as a laptop bag) is not left unattended and is preferably placed out of sight (for example, locked in a car boot).
If the risk assessment has highlighted the need for additional provisions or if there is a contractual change in the employee’s working base, the service will provide shared-use desks and chairs that meet the minimum requirements under The Health and Safety (Display Screen Equipment) Regulations 1992.
If an employee requires adaptations, for example, a specific specialised desk or chair for medical reasons, they should discuss this with their manager so that individual arrangements can be made in relation to health needs and workstyles. This should be done with the advice and involvement of the Occupational Health service.
(Service to add link to DSE assessment.)
Information security/data protection 
(Service to add link to Information Security Policy.)
All employees are responsible for the security of the information and data they work with and should comply with all relevant legislations, whether working at a service location or alternative locations such as at home. It is important that employees understand, and are trained in, good information management and security practice, so that:
Confidential or sensitive conversations or work are not carried out in any public areas
Other individuals (including family members) do not have any access to personal data, and especially sensitive personal data, either on paper or in electronic form
All printed or other paper records are safely locked away when not in use
Confidential waste is disposed of in the normal way in accordance with the service’s confidential waste procedure
Information and data are handled correctly and not used for personal benefit or gain or in breach of the relevant legislations
Each service will be different and further guidance may be found in the relevant policies, such as the service’s Data Protection Policy. 
The service will need to match devices to users based on how technology can best support the activities of the employee’s work. Any introduction of new technology/software is likely to result in a requirement for training and support. The service should conduct a training needs analysis to enhance the overall work efficiency and capabilities of employees.
Well-being
Agile working arrangements may support improved well-being by providing employees with more autonomy around their schedules. Nevertheless, it is important also to consider the impact on work–life balance and managing the boundaries between work and home.
Anticipated benefits of agile working include:
Increased engagement, motivation and productivity 
Increased service resilience
Increased work–life balance
However, employees may be worried about issues such as:
Isolation
Loss of personal space in the office
Time management difficulties
Loss of team spirit or team effectiveness
Dealing with technology and lack of support when working remotely
Intrusion of work into home life
Performance management
Loss of opportunities for career progression or training
A lack of privacy or a dedicated home working area
It is the responsibility of managers, particularly those with dispersed teams, to identify problems and resolve them before they become major issues. Regular scheduled time and conversations are important in maintaining relationships and should help to identify well-being and/or performance problems. However, individual team members should remember to look out for one another.
It is important to:
Provide training and support to employees on managing work–life balance while working in an agile way
Offer training on digital well-being and healthy habits in relation to technology use, including helping employees to mindfully disconnect
Equip managers to have appropriate well-being conversations
Provide ongoing mental health support and information for all employees
Ensure that managers are aware of potential signs and symptoms of poor well-being or mental health in their employees, as these may be less evident when employees are working more flexibly, in terms of both routine and locationConsider training well-being champions who can provide employees with support and signpost them to appropriate well-being interventions or services
The NFCC Well-being Strategy outlines the core priorities of our immediate approach to supporting agile working.
Use of and access to technology
Technology plays a critical role in agile working by enabling ease of connectivity between people, whether they are in the office or working remotely. The pace of technological change can benefit employees, teams and organisations but can also create issues if poorly managed.
The service should:
Support employees in fully using available technology in a way that supports health and well-being
Review systems and equipment available in offices and provided to individuals to assess whether it will appropriately support agile forms of working
Provide a mix of recommended tools (with implementation support) to enable agile meetings and collaboration
Put in place appropriate security measures to ensure system and data integrity
Consider what other equipment will support effective and healthy remote working, such as office furniture or mobile devices, and how its provision will be managed by the service (for example, the ordering process or expense policy)
Performance management
The most effective way to manage employees with different workstyles is by focusing on outcomes, contribution and value.
Managers should ensure they have processes in place to:
Set clear, specific, measurable objectives
Agree reasonable and manageable deadlines
Apply standards and procedures to maintain quality
Coach their employees to maintain and improve on performance levels
Ensure one-to-one time is booked with all team members on a regular basis to discuss performance and update objectives
The service/organisation should also ensure support is in place to ensure managers are able to confidently:
Respond to requests for agile working in the context of the workstyle for the employee’s role
Develop skills to ensure effective communication, performance management, team and relationship building and collaboration in agile teams
Ensure inclusion and diversity, effective induction and employee engagement with a distributed team
Use performance management systems and processes which are fit for purpose for those working in different workstyles
Note that all employees have a legal right to request flexible working. This framework provides guidance on the general principles around agile working. However, if a statutory request is made, managers will need to consider the legal requirements for dealing with such a request and the need for contractual adjustments. Managers should seek assistance from Human Resources when a statutory request is made.
Travel and expenses
Consideration should be given to the service’s position on subsistence and travel expenses. Agile working brings direct benefits for employees through a reduction in time spent travelling, as well as related costs. 
Contractual considerations
The principle of agile working is that employees can split their time between differing working locations depending on their circumstances, the needs of the business and the agreement of the service. 
Agile working can be undertaken on an informal basis, without a contractual change. It can also be undertaken more formally, with a contractual change – for example, if the contractual location changes or where the contract does not contain a mobility clause allowing the employee to work elsewhere as reasonably required. 
Agile working agreements will be formally noted and reviewed on an agreed periodic basis and it should not be assumed that arrangements are permanent. If an employee wishes to formalise arrangements, they must make a flexible working request.
It is important to note that if employees make a formal request for flexible working through a Flexible Working Policy (and the request is accepted), this will amount to a formal change to their terms and conditions of employment. 
Communications/workplace etiquette
Effective communication is at the heart of successful teamwork and should be seen as the responsibility of everyone in the team. It is important to develop protocols for communication and reporting in order to work effectively and maintain team cohesion.
Teams should be encouraged and supported to establish their own principles for communication. This may include how often to meet physically; what options exist for collaborative work, for example, through meetings; and how to ensure that communication is inclusive of everyone. Other considerations include greater sharing of schedules with colleagues and managers, and updates about work in progress.
Long or back-to-back online meetings can be tiring. Employees should be encouraged to take responsibility for their diary management, ensuring breaks are built into their day to allow them to manage their workload.
Promotion of inclusion, equality and diversity, including vulnerable groups 
Developing inclusive working practices is critical to successful agile working. This means that there should be ongoing access to development and career conversations for all employees and a fair allocation of work and opportunities.
Managers should consider:
Raising awareness of other forms of flexible working that may be suitable for employees who are unable to work in an agile way due to their workstyle
Taking steps to ensure equality of experience between employees in the office and employees at home
Being aware of potential conflict and taking steps to ensure this is dealt with quickly and effectively
Places of work
It is important to acknowledge that there are different places to work other than at home or in the office. Fire and rescue services have an estate which may provide opportunities to work at various locations, such as fire stations and training facilities which can potentially be utilised as places to work. Identified opportunities should be explored, risk-assessed and adapted as necessary to enhance agile working. The provision of alternative places to work may:
Reduce employee isolation
Increase collaboration
Reduce travel and expenses claimed
Present new opportunities and developments in terms of the transfer of skill sets and mentoring
Working Time Regulations
It is essential to employee well-being that managers understand the limit on weekly hours and their rights to breaks and rest periods as set out in the Working Time Regulations 1998. Managers should communicate this knowledge and work with their team to ensure good working practices are embedded. This will help employees manage their time and work–life balance and prevent our people from overworking. (Service to add link to Working Time Regulations Policy.)
Flexible working processes/systems
Consideration will need to be given to the service’s current systems and processes for identifying attendance and absence. It may be necessary to implement new systems or adapt current systems and processes to ensure efficient and effective monitoring of employee well-being, resourcing and other matters. 
Team dynamics
Working from different locations can have an impact on team dynamics, so it is critical that inclusive working practices are developed to ensure that everyone is treated equally and fairly.
Managers could consider:
Rotations to ensure minimum numbers in one location
Regular (in-person or virtual) team catch-ups 
Equitable allocation of work
Short-term or temporary measures to pilot new ways of working
Home-working – insurance, mortgage and tenancy
(Service to add link to relevant policies.)
Generally, as part of the conditions of any home-working agreement, the employee should inform their own household insurer of the arrangement and ensure that damage to work equipment or claims from any third party would be covered. 
Employees should also inform their mortgage provider to ensure there are no implications that would prevent them from home-working. 
Any employee who is renting a property should refer to the terms of their tenancy agreement and, where applicable, seek consent from the landlord or housing provider to work from home and take any required or appropriate action.
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Flexible working toolkit | CIPD 
Developing effective virtual teams | CIPD 
Work Smarter to Live Better | CIPD and Microsoft 
Hybrid working: Guidance for people professionals | CIPD
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