
KEY RECOMMENDATIONS
• Adopt a co-design approach with staff involvement.

• Run representative, honest and open focus groups. 

• Scope what your organisation and people are able to change.

• Detail the changes required – for your organisation, people and resources.

• Create a hybrid working blueprint and get people’s feedback.

• Trial hybrid working in practice and review it periodically over time.

HOW TO CREATE A 
CULTURE OF INCLUSION 
WHEN HYBRID WORKING

Co-design is “… when an individual influences the support and services received, or when groups of 
people get together to influence the way that services are designed, commissioned, and delivered.”

Care Act 2014 statutory guidance.

WHO IS THIS FOR?
Primary audience: 
Small businesses,  
Voluntary sector

Secondary audience: 
Larger organisations,  
Public sector

Roles: 
CEO, COO, MD, managers,  
leaders, HR, wellbeing leads 
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Benefits for employers include: 
• reducing office space overheads
• more motivated employees.

of senior business 
leaders would mandate 
all employees to return 
to the office full-time6 

of the UK’s biggest 
employers said they do not 
plan to bring their workforce 
back to the office full-time 

19% 50O
N
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CONTEXT: WORKING IN A POST-PANDEMIC WORLD
The Covid-19 pandemic has changed how organisations and their staff think about work. 

Much of the research before the pandemic looked at how businesses/charities could embrace ‘remote’ or ‘tele’ 
working. But there is a combination of remote and office work that became common during the pandemic, and 
could benefit more working environments in the future, called ‘hybrid’ working. This blended approach, combining 
time at the office and away from it, may offer some advantages for both organisations and their people. But how 
do you design a work culture that incorporates elements of both in a way that’s fair to your organisation and your 
employees, maximising outcomes for both? How do you gain the benefits that hybrid working can offer, without 
losing cohesion and creativity along the way? 

Hybrid working offers an opportunity to re-imagine the workplace and work culture. 

Benefits for employees include: 
• flexibility with time and location
• enhanced work-life balance. 

 

EMPLOYEES WANT  A 
POSITIVE CULTURE

were considering 
hybrid or  
remote work3of employees want flexible 

remote work options1 

sought in-person 
interaction with 
their teams4 

of people wanted 
the option to 
work from home5 

50%70%

65%

57%

MORE THAN

MORE THAN

18% 
fully remote

39% 
some of the time

EMPLOYERS VALUE THE POTENTIAL OF HYBRID WORKING TOO

of people said they 
were more likely to 
prioritise health and 
wellbeing over work2 

50%
MORE THAN

EMPLOYEES WANT TO  LOOK 
AFTER THEIR  HEALTH  
AND WELLBEING 

EMPLOYEES   
WANT FLEXIBILITY 
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Employers adapted rapidly to the ‘shocks’ of the pandemic in order to stay in business. They dealt with 
challenges as they arose, without a clear strategy or plan in place to navigate the transition to a longer-term 
hybrid work culture. 

But you do need a plan. Without one you may struggle to:
• recruit and retain staff 
• ensure a fair and inclusive workplace
• meet your organisation’s goals and outcomes sustainably and effectively. 

There are practical challenges around technology, infrastructure and ‘culture shift’ needed. Organisations are 
trying to cultivate new and creative ways to communicate and collaborate. This means fostering sustainable 
engagement between team members.

So, what does this mean for SMEs in particular?
There has been heightened stress, compassion fatigue and burnout as a result of charities’ and frontline 
organisations’ intensified duties during the pandemic10. 

While a majority of large private as well as public sector organisations 
are making hybrid working models the norm11, small business, 
charities and frontline organisations may not have access to this type 
and extent of resources – although most are looking to embrace 
flexible working12. 

An unplanned approach to transitioning an already overwhelmed 
workforce could pose threats to individuals as well as an 
organisation’s health and wellbeing.

EARLY 2021 MID-2021 2022

4 in 5 employees believed 
that their employers were not 
adequately prepared to make 
a sustainable transition to a 
hybrid model of work7.

3 in 5 employees find their 
companies’ policies and 
technologies inadequate to 
enable flexible work9.

of UK employees did not 
have flexible working 
arrangements in their 
current roles8.

In 2021  
68% of charities 
were preparing 
to adopt a hybrid 
model of work13.

Benefits for employers include: 
• reducing office space overheads
• more motivated employees.

Using the guidelines in this document will:
• support small-and-medium enterprises (SMEs) and the voluntary/third sector in developing  

a template for a flexible and hybrid culture of work.
• offer a tried and tested approach to co-designing a hybrid workplace culture that is fair,  

equitable and addresses the needs of the workforce.
• make work more accessible, more inclusive, and more enriching to our lives.
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WHY ADOPT A CO-DESIGN APPROACH?
Co-designing the processes, policies and culture change with all members of the workforce will help you 
embed an enriched culture of work without introducing new inequalities. Co-design responds to the unique 
and diverse needs of the workforce, and creates individual accountability and participation in the culture 
change process. 

Employees are prioritising their health, wellbeing, and autonomy around how they work in a post-pandemic 
world. Actively seeking their participation in every step of the transition process will help in: 

• understanding what the barriers, challenges and gaps are
• identifying potential solutions
• trialing any new policies and practices that are developed
• supporting organisational resilience – your ability to respond to further shocks.

In their practical guidance to hybrid working, the Chartered Institute of Personnel and Development (CIPD) 
recommends including input from the workforce on both the organisational considerations and potential 
benefits to workers from the start of the process of transition14.

A co-design process is an iterative feedback loop that begins and ends with the participation of employees.  
A sample co-design loop: 

Survey
feedback

In-depth 
discussions to 
explore gaps

Exploring 
potential 
solutions

Co-designing 
solutions

Trialling a 
hybrid work 

policy

Adopting a thoughtful, collective response to the changing context of work can make work more 
accessible, more inclusive, and more enriching.
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PUT IT INTO PRACTICE  
How to adopt a co-design approach to hybrid working

 PHASE 1: SURVEY FEEDBACK

Method: There are several ways of scoping your organisation’s unique needs and preferences. The most 
resource-efficient way is using a survey to get large-scale feedback. Anonymising the responses can be an 
effective way of ensuring honest feedback.

Sample questions can be found here.  

Remember that the cultural shift to accommodate hybrid work could prove overwhelming for staff as well as 
your organisation. Physical workspaces must not be removed completely15. Even if you’ve already taken this step, 
it is worth taking these steps to make it work better for everyone. 

Purpose: Think of your work culture as a spectrum, and use the survey to help gauge where on the spectrum the 
preferences your staff and your organisation’s capacity for change lie.

 PHASE 2: IN-DEPTH, FACILITATED DISCUSSIONS 

Method: Use the survey results as key discussion points for a more focused, in-depth dialogue with a small sub-
section of the workforce: a focus group. Ensure adequate representation from all levels of the management and 
staff (and volunteers, if you have them).

We recommend:
• between 10 and 12 participants in each discussion 

to ensure everyone has a chance to voice their 
perspective.

• a duration of 60-90 minutes to cover key discussion 
points, while engaging with all participants equally.

• multiple discussions depending on the size of your 
organisation as well as your team’s appetite for 
participation. 

An iterative approach achieves both depth and focus. 
Make sure you share and use insights from previous 
discussions.

A section of a sample discussion guide is available here.

Ensure these discussions are a safe space for employees with wide-ranging roles and responsibilities to air any 
concerns about a transition to hybrid working. Using an external facilitator at this stage could help streamline 
the discussion to make it fair, equitable, honest and authentic. 

Remote work O�ce-based work

Hybrid work

Discussion
guide

revision

Checking
and feedback

from the
workforce

Discussion
to gain
insight
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Purpose: You’ll gain insight into diverse perspectives through open and active dialogue between staff. Dig 
deeper into issues that are important from an operational perspective, while employees can elaborate on any 
concerns, roadblocks or gaps.

 PHASE 3: IDENTIFY POTENTIAL SOLUTIONS 

Method: This phase involves the following steps:

1. Revisit your organisation’s purpose and goals 

• Are there any changes to the services offered, responsibilities to funders/investors, or other organisational 
goals and output? 

• What changes need to be implemented in the short-term? 

• What are the long-term goals of the organisation in the context of work culture?

2. Re-examining the individual roles and responsibilities of staff

• What changes or constraints to how different staff operate 
and the duties or roles they perform will result from a 
change in work culture? 

• How can your organisation take on board team/individual 
reassessment of their working environment, role and 
priorities?

3. Reassessing or re-allocating your organisation’s resources

• What is realistically and pragmatically possible within the 
constraints of capital, funds, time and human resources?

• How and when can additional resources be mobilised to 
meet the demands of transition to hybrid work?

Invite feedback from the workforce to determine the overlap 
between what is needed and what is possible.

Purpose: Execute this process carefully to formulate a roadmap or blueprint for a formal hybrid work policy.  
This means a set of explicit operating principles that is transparent and implementable. This should be:

• flexible
• adaptable
• amendable to feedback from the workforce
• explicit, yet not prescriptive
• what is realistically feasible.

Workforce 
needs, 

concerns, 
preferences

Draft hybrid 
work blueprint

Feasible and 
practical 

way forward
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 PHASE 4: CO-DESIGN SOLUTIONS
 
Method: In this phase, run a further round of facilitated, in-depth discussions with the workforce using the same 
structure and format as in phase 2. As in phase 2, the discussions will end when you have full engagement. You can 
then further revise, refine, and develop your organisation’s hybrid work policy.

Purpose: This phase will ensure your draft blueprint has the workforce’s perspective of how well their needs are 
being met.

 PHASE 5: TRIAL A HYBRID WORK POLICY OR PRACTICE
 
Method: Once a process, practice or service is sufficiently refined and developed, trial it with a small team. In a 
frontline organisation, it may be prudent to trial short-term policy changes or practices with staff who don’t have 
frontline roles or responsibilities. Refine it before rolling out across your organisation. Remember that this is unique 
to your organisation; not a one size fits all approach.

Build in opportunities for review, feedback and revision within the trial process. This will help you recover from a 
potentially failed process or change. It’s also useful as a regular way to connect with and invite feedback from the 
workforce on a variety of issues not restricted to hybrid work. 

Purpose: A hybrid work policy is not a static document, but a live and constantly evolving practice. 

Remember:
• Culture change is a slow process.
• Funds and other resources often determine the speed and intensity of a transformation. 
• It is not possible to incorporate every view and desire into the strategy or culture.
• Create expectations of adjustments over time to ensure that the workforce feels supported and engaged.
• Build in periodic reviews and amendments to close the feedback loop. 

Develop the 
hybrid work 

policy

Invite feedback 
from workforce

Incorporate 
changes + 

amendments

Implement the 
policy/changes

Periodic 
review & 

amendment
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