
This is a tool to help you to lead a team-based conversation to enhance the way you work together. 
It focuses on analysing the work to be done, and talking through different ways of working such as 
flexible arrangements and connecting from dispersed locations to deliver on team goals. It’s all about 
putting people at the heart, whilst we work for the greater good and put the customer at the centre.

How to use this tool:
There are three parts to the process: getting ready, creating a plan as a team, and reviewing  
as a team.

 • Access the Flexible Playbook to read the latest information and advice, in preparation  
for using this tool.

 • Review the steps proposed in this guide to help you complete the tool on the following  
page. Use the two templates (digitally in this editable file or printed) in full or adapt it  
to suit your needs.

 • Access the 5 Ways of Leading Playbook for related tools, such as the Team Map.

Timing:
 • Allow 90 minutes for creating the How we work map (30 minutes for each section).

Setting up for this conversation:
Before you use this tool, there are a couple of things to do to set this conversation up and prepare:

 • Decide whether to run this as one 90-minute conversation, or as several discussions with your team.  
There are some additional questions suggested if you would like to explore a deeper discussion.

 • Ask each team member to prepare for the conversation by thinking of these two questions in 
advance: What’s important to me at work? What’s important to me at home and in my personal life?

 • Prepare and check your mindset. To lead this conversation, it’s important to be curious, open and 
courageous. It’s natural to feel concerned about trying different ways of working, however there are 
proven benefits to discussing and empowering the team to do so. For more information on why this 
is important, see the Flexible Working site.
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How we work: Leader conversation guide

Following the development 
of our how we work map, this 
conversation is for us to review 
our initial trials and solutions 
and reflect on what went well 
and what didn’t.
Allow 30-60 minutes for this 
conversation.

Talk through these key 
questions:
1. What has gone well and 

been successful?

2. What hasn’t gone to plan? 
Why?

3. Has anything changed  
since we developed our  
how we work map?

4. What can we learn from 
other teams?

5. What do we need to do 
differently or update in  
our Map?

Capture the outcomes of the 
discussion in the final section  
of the how we work map. Plan your 
next review, either as part of a 
regular team meeting or as a 
standalone discussion.

Testing and 
review

Challenge yourselves as a  
team to agree on one idea that  
has worked really well for you,  

and share this idea with  
another team.

How we work conversation
Ready: Have you prepared what you need for this conversation? 
Curious: As you begin this conversation, are you ready to be open, curious and courageous, as well as caring and empowering for your team?

Develop our team rhythms, 
solutions and behaviours3

This section is about designing our team solutions to help 
us achieve our flexible working goals given the nature of 
our work and our overall team outcomes.
Discuss each question below. Use the idea cards that  
match the question category to prompt ideas, solutions  
and experiments and select ones that you want to use in 
your plan.
Capture the ideas and solutions in the how we work map.

1. Operating rhythms: What meetings and operating 
rhythm do we want to put in place?

2. Communications: How will we communicate with  
each other, and with other teams? What do we need  
to put in place to create visibility?

3. Team wellbeing and connection: What will we do  
to maintain our team’s wellbeing and connection to  
each other?

4. In order to make this work for us:
 • What support do we need from our organisation  

(e.g.. technology, training)? What’s available to us?

 • What are some of the risks and how can we  
mitigate them?

 • Which 3-5 behaviours from the 5 Ways of Leading 
will be critical to making this work?

Following the development of the  
how we work map
Assign an owner to set up each item and a timeframe  
for completion.
This Map will evolve as the team works through different 
ideas and experiments. Schedule a Review conversation  
for 4-6 weeks after the first discussion.

Analyse the nature 
of our work2

This section is about analysing the work that we do 
as a team and determining whether it can be done 
flexibly, or it needs to be done face-to-face.

1. What are the main work activities that we need  
to do as a team?
 • For example, answer customer queries
 • List out the top ones - no more than 5

2. Use the Work Activity Analysis Tool template to 
analyse each work activity you listed in turn. For 
each activity, use dot stickers or individually mark 
where you think that activity sits on each scale.

3. Which elements of our work needs to be done 
face-to-face and which do we have flexibility over?

4. Capture the main points in the how we  
work map.

Go deeper - questions for further discussion:
1. What’s most important to the team in how we  

work together?

2. What do we each individually value and what 
motivates us to work at our best?

3. What could flexible working mean for this team?
 • Referring to the different types listed in the  

box, what could apply to this team?

4. What are our immovable constraints as a  
team? (e.g. employment contract requirements, 
technology, work demands).

Flexible working is broader than you might think. 
It can include being flexible in:
When: bid rostering, flex time, flexible rostering
Where: working remotely, from other offices, or 
from home 
How: compressed week, job share, part-time, shift 
swapping, split shifts

The purpose of this section is to define the key 
outcomes that our team needs to deliver, our 
individual and team working preferences and  
our constraints.

Talk through these key questions and 
capture in the how we work map:
1. What do we need to deliver as a team? 

 • List out the key outcomes and deliverables 
that the team is responsible for

2. What’s important to each of us individually?
 • Taking it in turns, each team member shares 

something about what’s important to them,  
in their work and personal lives.

3. Given what we each value, how would we ideally 
like to work if we didn’t have any restrictions?

4. What could go wrong with us working 
differently? 
 • Capture fears and challenges on post-it notes
 • Prioritise the top 3 challenges that we need  

to develop solutions for

5. What are our team goals for how we work?

Set goals for 
how we work1
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How we work map

1

What we need to deliver as a team

e.g. requires face-to-face contact or is constrained  
by a location/time frame/system

e.g. from a different location or at different time

 
What we need to solve for

 
for how we work

Analyse the nature 
of our work2

Develop our team rhythms, 
solutions and behaviours3

Note: this map can be edited digitally or printed according to what works best for your team

Set goals for 
how we work



Work activity analysis tool

For each work activity that you have identified, where does it sit on the below scales?  Vote individually and discuss as a team.

1 32 4 5

Work may not be flexible/may require face-to-face

High level of 
Face-to-face 

interaction with 
customers

Low  level of 
Face-to-face 
interaction with 
customers

Work is location 
dependent

Work can be 
done anywhere

High level of 
input needed 
from team(s)

Low level of 
input needed 
from team(s)

Work is mostly 
reactive/ad-hoc

Work is mostly 
planned/cyclical

Requires special 
technology or 

equipment

Doesn't 
require special 
technology or 
equipment
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