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 What is the Report About? (Executive Summary) 
 
1. This report outlines the future direction of travel for New Ways of Working 

across the Council. 
 

Recommendations of the Executive Director 
 
2. That Cabinet notes the report and endorses the overall direction of travel.  

 
 That Cabinet records that the work programme may require decisions of Cabinet 

as the work progresses.  
 
 Background to the Proposals 
 
3. As a result of Better places for Work the Council was already embracing more 

agile working approaches, including home working. COVID has accelerated this 
change and given a unifying focus for change, now and in the future. ‘New Ways 
of Working’ is about how we use the learning from COVID to keep momentum for 
change and align with the strategies and ambitions for Cumbria. 

 
4. In April 2010, Cumbria County Council had 9,622 Council based employees 

with a high number of office buildings, hierarchical structures, and many 
traditional administration processes. Workspaces were very traditional and 
made up of many smaller separate offices, with very little homeworking or open 
plan spaces.  

 
5. The Better Places for Work programme, which was rolled out over a number 

of years started to address this, changing the culture, and seeing a reduction in 
traditional workspaces and an increase to open place workspaces, increased 
welfare facilities and supported homeworking. 

 
6. Now we are a much smaller more efficient workforce with 6,065 Council based 

employees, fewer layers of management, a reduced Council estate and 
improved and more efficient processes with digital, customer focused solutions.  

 
 
 
 



7. The outbreak of COVID fast-tracked a change in our ways of working with 
many staff having no option other than to work from home.  For homeworkers 
there was an almost seamless transition of thousands of employees from the 
office to the home for a long and sustained period. This was supported by new 
and innovative ICT solutions, equipment and infrastructure. 

 
8. A significant number of staff had no other option, due to their customer facing 

roles,  but to continue to work out of key buildings such as care homes, 
highways depots and other council buildings, and again significant work was 
undertaken to ensure that these buildings were safe places for them to work 
from. 

 
9. There were also changes to the Council’s decision-making processes.  

Regulations permitting formal committees i.e. those that are statutorily required 
to be held in person with access available for the press and public, to be held as 
virtual meetings, was introduced in April 2021 and the constitution amended to 
reflect this. This legislation was time limited and has now ended and as a result 
Council Committees have started to take place on a face-to-face basis, where 
statutorily required.  The Government is considering whether further legislation 
should be introduced to allow for a greater degree of flexibility around this. 

 
10. During COVID the Council successfully rolled out the use of MS Teams to all 

members, providing them with additional equipment and training to ensure that 
they could remain connected. 

 
11. COVID has significantly accelerated the Council’s ambitions for more agile 

working arrangements for both officers and members and as a result there has 
been an evolution of the workstyles and workspaces originally introduced under 
the Better Places for Work programme.  

 
12. The initial emergency response phase saw new workstyles clearly categorised 

for officers so that each employee knew how they were expected to work during 
the pandemic. These were:  
 

 At a workplace or in the community  

 Touchdown space required 

 Can productively work from home  

 Personal need dictates need to be in the office. 

 

13. Throughout the pandemic our spaces have continued to adapt to be COVID 
secure workplaces to ensure that those who need access to our buildings, can 
do so in a safe way.  

 
14. In March 2021, the Council Management Team (CMT) sponsored a strategic 

organisational transformation programme, ‘New Ways of Working 
programme’ with an objective for the first phase to step up and out of national 
restrictions safely whilst consciously: 

 

 creating a better way of working and acknowledging that one size 
does not fit all 



 acknowledging that connectivity and alignment across organisational 
boundaries will lead to better outcomes and overall success  

 investing in real time learning across the organisation creating 
innovation.  

 
15. This programme design, particularly with a focus on people and working across 

organisational boundaries, will encourage and enable the necessary cultural 
changes. 
 
New ways of working for the workforce 

 
Through the programme a ‘Blended Workforce’ model has been designed in 
partnership with staff and their Trade Union representatives, enabling effective 
service delivery with maximum choice and flexibility for employees in line with 
our service and customer needs.  Conversations, decisions and recording 
regarding individual workstyles was completed by 24 September in readiness 
for our new Blended Workforce Model to be implemented 1 October.  
 
The workstyles are: 
 
Workstyle 1: Place-based 

 
Staff who are based within a specific building or office where their work activity 
or personal circumstances require it. 
Current itrent data indicates this is 44% of the workforce 
 
Workstyle 2: On the go 
 
Staff who work largely within the community who also need a building or base. 
Current itrent data indicates this is 32% of the workforce 
 
Workstyle 3: Anywhere 
 
Staff who can work flexibly between various office locations or their home. 
As a result of New Ways of Working, there will be an increase in collaborative 
workspace, creative team spaces and touchdown facilities for on the go 
workers. Premises will become predominantly a space to collaborate and 
network, with more space for teams to collaborate and to work.  
Current itrent data indicates this is 24% of the workforce 
 
Transitional Plan  
 
The initial transition plan was published 21 June 2021 and can be found at 
Appendix 1 and an infographic illustrating the communication and engagement 
undertaken with officers and members that has shaped the development of the 
model and progression through lifting of national restrictions, is at Appendix 2.  
 
Member New Ways of Working principles 

 
16. These have been shaped in response to the New Ways of Working survey 

completed by 38 members and through Member Development Group.  
Principles have been agreed with group leaders: 



 

 Where appropriate, virtual meetings will be continued, members to be 
supported by tools to assess need and appropriateness, when 
deciding on medium to be used 

 Informal meetings should take place using MS Teams where 
possible/appropriate 

 Meetings/interactions between LSOs and Members will take place on 
a more flexible basis (remotely, locations other than group offices etc). 

 Meetings/interactions between officers and Members should take 
place using the most suitable medium. The attached meetings matrix 
is designed to support reaching a decision on this 

 
17. The full council diary has been stepped up from 1 September 2021. With all 

meetings taking place face to face where statute requires.  
 

18. This has involved utilisation of alternative venues to maintain some COVID 
secure measures despite the lifting of national restrictions in line with the 
guidance from Public Health England and Health and Safety.   
 

19. Implementation of the transition plan based on key principles will realise 
significant benefits for the workforce and the organisation.  
 
Benefits Realisation 

 
20. The Blended Workforce model aligns with the Workforce Plan 2018-22 and will 

realise the following key benefits: 
 

i. Promote employee health, safety and wellbeing leading to a happy, 
healthy and well workforce 

 
ii. Improve connectivity and employee engagement, strengthening the 

‘one team’ approach and further reducing siloed working  
 

iii. Build on skills and behaviours ensuring the highest standards, skills 
and an empowered workforce are achieved.  

 
21. The accompanying digital transformation will also provide wide reaching 

benefits for the workforce through providing:  
 

 An equitable platform for participation utilising the functionality of tools 
such as MS Teams  

 Improved infection prevention and control as more people work 
virtually limiting social interaction and spread of the virus / other colds 
etc 

 Increased participation and inclusion in local, regional and national 
forums without travel and associated cost.  

 Data and intelligence on an engagement model, providing real time 
intelligence to inform decision making 

 Expansion of opportunities for e-learning and remote training 

 Greater connectivity and opportunities for upskilling.  
 



22. Customers have been and will remain at the heart of everything we do. For 
Customers the New Ways of Working programme will: 
 

 Provide appropriate face to face contact for customers  

 Support and enable continued channel shift to enable self-service 
where possible 

 Support communities to thrive 

 Ensure statutory obligations are delivered. 
 

23. Data evidences, that services have not been negatively impacted by the 
direction to work from home in response to COVID: 
 

 An additional 3293 (4% increase) calls were received (Jul-Dec 2020); 
with no additional staff resource the call abandon rate only rose by 
1%. 

 Blue badge service Improved performance working from home Slightly 
higher abandon rate 0.02% but with a 100% increase in calls taken; an 
increase of over 10% was seen in the issuing of blue badges during 
the mandated working from home period.  

 ICT service desk Improved performance working from home lower 
abandon rate and 20% increase in calls  

 
24. In addition to the benefits for the workforce and customer there are wider 

benefits that the New Ways of Working Programme can contribute to:  
 

 Carbon reduction through lower utility usage and reduced commuting  

 Increased air quality from lower levels of travel  

 Greater digital usage at home has reduced printing of paper for 
meetings with agendas and supporting documents now used more 
digitally, with ability to ‘present screen’ to share documents.  

 Continue the benefits of reduced mileage costs - during the 2020/21 
financial year of the pandemic we saw a 53% reduction equating to a 
cost reduction of £1.3 million  

 Cost savings in lower building usage.  
 

Collaboration 
 

25. The New Ways of Working Programme has engaged and collaborated 
nationally with other local authorities. Essex County Council, in partnership with 
Hot Spots Movement, conducted research on the Future Ways of Working for 
Local Government, which Cumbria County Council contributed to. Three main 
recommendations were made for the sector from this research: 
 

i. Leverage and sustain the great adaptability and agility that we and our 
people have demonstrated.  

ii. Be intentional in how we re-design work, building on plans already in 
place and acknowledging the diversity of our workforce.  

iii. Be purposeful in how we communicate and interact, retaining the 
lessons from the past year.  

 



26. These recommendations build on the work to date for the New Ways of Working 
Programme and will inform how we take forward and deliver the subsequent 
phases of the programme.  

 
 Options Considered and Risks Identified 

 
Option (a) 

 

 Revert to pre-COVID ways of working  
 

 Risks identified include not being able to realise strategic intent and 
ambitions for Cumbria County Council.  

 
 Option (b)  
 

 Develop the New Ways of Working and take Blended Workforce Model 
forward. 
 

Option (c) 
 

 Develop alternative model with emphasis placed on remote working  
 

 This does not align with whole of County Council workforce and business 
needs. 

 
Option B rationale /Key benefits  
 
Develop the New Ways of Working and take Blended Workforce Model 
forward. 

 
27. The adoption of New Ways of Working provides safe, productive, and enjoyable 

jobs and lives for the workforce, elected members and customers 
 

Financial – What Resources will be needed and how will it be Funded? 
 
28. The recommendation included within this report is for Cabinet to endorse the 

overall direction of travel in respect of the New Ways of Working programme and 
acknowledge the need for future decision making as the programme progresses.  

 
There are no immediate additional financial resources required as a 
consequence of approving this recommendation, as staff time in progressing 
the programme is funded from existing budgets.  

 
The implementation of the changes required to enable New Ways of Working to 
progress will however require investment. Financial modelling and forecasting of 
the scale of this investment will be required to ensure fully informed decisions can 
be taken. Examples of financial costs to be considered include:  

 

 ICT investment in hardware, software, licences and infrastructure to 
ensure flexible working can be supported reliably;  

 reconfiguration of workspaces to ensure they meet the requirements of 
New Ways of Working;  



 impact of changes to employee contracts; and 

 digital automation of processes will require initial investment.  
 

Whilst there are costs associated with New Ways of Working, there are also 
expected to be direct and indirect, cashable and non-cashable, financial savings 
related to the programme. Further work is required to model and forecast the 
potential savings which could be achieved.  

 
Benefits realisation to ensure financial savings are identified and realised will 
therefore be vital, given the nature of some of the savings which could be 
achieved. Examples of savings which could be generated include:  
 

 reduced expenses payments including mileage;  

 reduced buildings costs (maintenance, cleaning, utilities, rent etc.);  

 potential to generate capital receipts as less office space and parking 
required;  

 increased workforce productivity; and 

 reduced absenteeism and staff turnover.  
 
 Legal Aspects – What needs to be considered? 
 
29. Cabinet is authorised by paragraphs 2.1 (h) to consider and review reports on 

the council’s performance and (p) to have responsibility for Health and Safety of 
the Council as an employer of Part 2B of the Council’s Constitution to consider 
this report.  There are no legal implications arising from a decision “to note”. 

 
30. In terms of the position as employer at this stage, there are no legal 

implications, but as the project moves towards full implementation then there 
will need to be a process followed to give effect to changes to employee’s 
contracts of employment where required. 

 
Health and Safety Aspects – What needs to be considered? 

 
31. The County Council has a responsibility under the Health & Safety at Work Act 

1974 and associated Management of Health & Safety at Work Regulations to 
ensure as far as is reasonably practicable that there are arrangements in place 
to ensure a healthy and safe working environment in everything it does. 

 
32. The content of the New Ways of Working Programme and associated Delivery 

Plan has a strong focus on health, safety and wellbeing management and all 
activities must follow the commitments outlined in the Council’s Annual 
Corporate Health and Safety Policy Statement being debated separately on the 
agenda for this Cabinet meeting.  Activities within the programme will require 
additional support for safe working from home as well as any amendments to 
the Council property portfolio following strong Health, Safety and Wellbeing 
governance arrangements in place.  

 

33. Updated COVID 19 risk assessments have been developed.  
 

 
 



 Council Plan Priority – How do the Proposals Contribute to the Delivery of 
the Council’s Stated Outcomes? (Outcomes - People in Cumbria are 
Healthy and Safe, Places in Cumbria are well connected and thriving, the 
Economy in Cumbria is growing and benefits everyone) 

 

34. Implementation of the New Ways of Working programme will contribute to the 
following Council Outcomes:  
 

 People in Cumbria are Healthy and Safe 

 Places in Cumbria are well connected and thriving 
 

 What is the Impact of the Decision on Health Inequalities and Equality and 
Diversity Issues? 

 

35. The tailored approach of the New Ways of Working Blended Workforce model 
will result in increased inclusivity. A full Equality Impact Assessment is planned 
in the next steps of the programme.   

 
Appendices  
 
Appendix 1 – New Ways of Working Transitional Plan 
Appendix 2 – New Ways of Working in Numbers  
 
Key Facts 
 
Electoral Division(s): All 
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Yes Yes No N/A Yes N/A N/A 
 
 

Approved by the relevant Cabinet Member/s on 29 September 2021  
 
Previous relevant Council or Executive decisions 
 
None 
 
Consideration by Overview & Scrutiny 
 
Scrutiny Management Board, 8 March 2021, considered and accepted a report and 
the recommendations contained within from the Post Covid Ways of Working Task and 
Finish Group. It was recommended that a comprehensive, organisation-wide Post 
Covid Ways of Working Strategic plan centred around the below principles be 
implemented. This has been realised through the New Ways of Working Programme.   
 
 
 



Principles: 
 

 Ensuring staff health and well-being is central to future ways of working  

 Reviewing staff contracts and terms and conditions in light of the 
pandemic and its impacts  

 Putting in place further support and training for Members around new 
ways of working  

 Building an understanding of the impact on our customers of different 
ways of working  

 An in-depth review of the impact changes to Council working practices 
have on the equality of access for individuals and teams to engage with 
colleagues, obtain support and deliver priorities  

 Completing a review of existing policies to ensure they support new ways 
of working 

 
Scrutiny Management Board, 25 June 2021 received an update on the New Ways of 
Working Programme. Of particular interest to the Board was the impact on the 
customer. The Board were also assured and satisfied that the programme was 
meeting the recommendations and principles from the Post Covid Ways of Working 
Task and Finish Group.  
 
Background Papers 
 
None 
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