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Understanding how flexible and
Inclusive job design can minimise
unconscious bias



The Importance of
Flexible & Inclusive
Job Design
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Flexible & Inclusive Job Design - Top Tips

Design inclusive requirements, minimise essential criteria

n Connect inclusive requirements to inclusive assessment

n Determine flexible working patterns that work for the role

n Use inclusive & gender friendly communications

Standardise. Connect. Train. Support.
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The FAIR Project

Fair and Inclusive Recruitment

ELE S

Effective voice
Opportunity
Security
Fulfilment
Respect

To reduce employment inequalities,
discrimination and barriers

Draw from the broadest possible talent pool

Talented employees are open to new
experiences and ideas

Improve employment opportunities and
progression —and how this can be embedded

Knowledge, skills, policies and practices are
improved

More inclusive working environment is created
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0 The FAIR Project

o
o
— Fair and Inclusive Recruitment

Objective: Open up employment opportunities to groups currently locked out of the
employment market by removing barriers in the recruitment process and embedding
flexible and inclusive job design

Aims to address:

* The market deficit of flexible hiring in Scotland by making jobs more

flexible and unlocking opportunities for those women and older workers
for whom full time isn’t an option

* Bias and inequalities in current recruitment and job design practices that
lead to the exclusion of certain groups and reduce access to fair work

* How new practices can be embedded and scaled in business-as-usual
activities going forward
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(¥) The FAIR Project

Fair and Inclusive Recruitment

January — February 2019 _

Recruitment Process

Review

Recruitment
process review with
a D&l lens

Recruitment &
demographic D&
data analytics

Review of Role
Mapper job design
platform

February - March 2019 >

Flexible &
Inclusive Job
Assessment

Identifying roles to
select for pilot

Reviewing flexible
working patterns
that work for roles

Reviewing
inclusivity of role
requirements

Create new flexible
job designs

March - June 2019

Adjust recruitment
process for pilot

Create new ‘flexible
and inclusive’ job
adverts

Run training for
managers in pilot

Recruitment
campaign to target
candidate pools

Target

Outcomes

Increase in diversity
of hires (support

gender pay gap)

Increased access to
talent for hard-to-fill
roles

Piloting a new job
design and
recruitment
approach
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The Role Mapper

A cloud-based job design tool

Design, connect and scale
consistent inclusive and flexible
jobs and recruitment process
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The Role Mapper

Role Mapper Platform

125%+ | 10

Female Applications . Faster Processing




The Role Mapper

®




andardised Process

@ Create a Job EXPORT

Job Details

Job: Digital Product... Job Details

Job ID: 603

Status: Draft

Job Title*

Digital Product Owner

Department™
Digital and Technology
Job Purpose”

To make life easier for our customers to do business with us. To be
responsible for developing the vision, strategy and roadmap for a digital
product and collaborating with people across the business to ensure the
product’s roadmap is delivered.




nclusive Requirements

@ Create a Job

Job Details

Job: Digital Product... Requirements Status Draf
Job ID: 6037f04ceTaad588

Requirements

To own and define a vision, strategy for a particular digital product that meets the needs of customers —to n

Please complete all fields in relation fo the above requirement.
. Skills and Capabilities kSl U R
Bias Flags s Challenging &
Inclusion : Reducing

prompts Skil2 Essential Criteria

Add New

Knowledge and Experience Esserial  Desirable

Knovidedge 1
Knovdedge 2

Add New




Nature of the Job Assessment

Location Dependency

ymentfechnology that cannot be
; (such as files [ printed documents)

3 . How often does the role holder need to be present in the office (or at plenary or commitiee) to
receive or conduct work related to this responsibility?

Availability and
responsiveness

1. Is the flow of work r ding this responsibility unpredi {i.e. the role holder does not
have visibility of what is coming and when)?

e ipteraction with colleagues, customers

2 How often will there he instances where the role holder iz required to act immediately / within
: required to act within the same

4 . How often will there be instances where the role holder is required to act within the same
working week regarding this responsibility 7

WO rkfl ow va ri ati o n who also carry out this responsibility

2 . Are there people in the immediate team (or wider office) who don't camy out this responsibility
as part of their current role but have the expertise to do so7




exible Working Algorithm

@ Create a Job

@ Create a Job 4 b 4

Job Details Nature of Job Flexible Working

L ] L ] L] L ] L ]
Job: Digital Product... Flexible Working Status: Draft

Job Details Responsibilites Requirements Nature of Job Flexible Working
Job ID: 8037f04ceTaad58s

Job: Digital Product... Flexible Working 1. Remote Working

Patterns. Considerations

Authorised
Remote Working »
Up to 1 day working remotely/rom home [ o]

. Flexible Hours

. Reduced Time mousisays 1. Remote Working

. Reduced Time weets/years
Considerations
Job share / Job split

Considerations
It is easy for this role to be worked on a remote working basis, however, due to the high
degree of interaction with colleagues, direct reports, line management and stakeholders,

it not advised for this role to be worked on a pure remote working basis.

It is important however for the role holder to have some face to face communication with




Job Description

Best Practice,
Customisable Template

Summary Flexible
Working Options




Job Advert

() The Role Mapper

Skills And Capabilities

Company Culture Statement

Flexible Working Statement

Rewards and Benefits

Best Practice,
Customisable Template

Inclusive Copy Writing
Guidance & Tutorials




Assessment Template

Best Practice,
Customisable Template




Guidelines, Tutorials, Webinars

The importance of Job
Descriptions in driving Diversity
& Inclusion

Understanding and managing
biases in the JD creation and
Assessment
process

The business case for

designing inclusive role

requirements and
how to do it

How to design compelling and
inclusive job advertisements

et ey

How to ensure an inclusive
and bias-free selection and
assessment process

Pop up guidelines —_——

—



f

Segments of Work:
Responsibilities,
Activities &
Outcomes

We review:

What you need to do in
the job

What you need to deliver
in the job

How the job breaks down
into “segments of work”
and key outcomes

What the USPs are for the
role to feed into the
advert creation

Inclusive
Requirements &
Assessment
Criteria

We review:

 Skills, capabilities and
experience needed to be
successful in the job
The essential criteria and
challenge the “norms”
about what talent looks
like or where it could
come from

Nature of the Job
Assessment &
Flexible Working
Patterns

We review:
* The nature of the job

(location, work-flow,
availability,
responsiveness, control)
Where, when and how the
job needs to be
undertaken

The flexible working
options that will work for
the job

O Piloting a new approach to Job Design:
Flexible & inclusive job design approach

Creation of
Inclusive Job &
Recruitment
Documentation

We create:
Job design detail
Flexible working patterns
Job description
Job advert (copy written
using inclusive language)
Application form
Interview assessment
template
A list of operational
considerations
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O Roles and flexible working considerations

Considerations for selecting roles and flexible working patterns for

the pilot

Criteria for Selecting Roles

Low take up of part-time
working / demand for part-time
working

Reasonable recruitment
activity within time period (c 30
roles)

Positive impact on
employee/candidate
population

Conductor, Ticket Examiner,
Skilled Engineer
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#
® Roles agreed — the data to support

o
—
—J
-
Pilot Roles Population Recruitment Working Pattern
(Mar18-Mar19)

M F M F FT PT

68% 32% 75% 25% 78% 22%

0.5% 91% 9% 100% 0%

99.5%

Ticket Examiner

Engineer (Skilled)
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O Roles and flexible working considerations

Considerations for selecting roles and flexible working patterns for

the pilot

Criteria for Selecting Roles

* Low take up of part-time
working / demand for part-time
working

« Reasonable recruitment
activity within time period (c 30
roles)

« Positive impact on
employee/candidate
population

 Conductor, Ticket Examiner,
Skilled Engineer

Criteria for Flexible Working

 Precedent that exists and works
well but not formally offered for
new roles

* Flexible working option exists in
our policy

« Works within existing diagrams
and rosters

 Positive (or neutral) effect on
existing workforce

 Clear benefits for women and
older workers

« Attractive for both internal
employees and external
candidates
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G) Feasible flexible working patterns and
= those agreed

Role Mapper Nature of the Job

Assessment.
Flexible working patterns
identified as feasible -

Reduced Time — hours,
days, weeks, months

Job Share
Remote Working

Flexible Hours

Conductor/
Ticket Examiner
Job-Share

One role in standard
roster carried out by two
people

Normal roster/shift
pattern/working hours

Each person works 2
days a week out of 4 but

Flexibility required in
days and shifts
according to timetable

Holidays shared by 2
people equally, taken at
the same time

0,

Skilled Engineer
Job-Share

One role in standard
roster carried out by two
people

Normal roster/shift
pattern/working hours

Each person works
either 2 or 3 days a week
out of 5 but

Flexibility required in
days and shifts
according to timetable

Holidays shared by 2
people equally, taken at
the same time

Bright\\Works



Existing job shares - improved metrics

Reported absences from all existing
job shares reduced considerably

when moved from FT

One colleague reduced absence
from 122 days to just 4 and one

colleague reduced from 42 to 0

No late on duty or customer
complaints for job share colleagues

@ BrightWorks
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For .
each pilot role

scotRail ~ Conducto’

b Sharel\’-u\\-t'\me

1.1ob petails

Job #

Job Title Conductor

bility d k‘mgdec'\s‘\ons?

pusiness function operations Grade rive on raki! S| ity an m
you pas jonate about making ife easier for customers?

Department Location

HR contact

Manage’ Name

urpose

Welcome the Cand'\date tothe \nterview and congratu\ate them for getting 1o this stage

excep\\ona\ \eve I I
- valid tickets: e are \ookin fo! ple who are up fo a challe! e and € St
. \ntroduce all parties
ormat of the 'mter\/’\ew will be Eocussed on s'\tuat'\ona\ type quest'\ons

To prov'\de an opera\‘\or\a\\y safe enV! \¢ de\\\lenr\g an
ppmpﬂa\

i) ironment:
custome‘s while ensuring they all wave! with the & e
Explain hat the

ps@ conduc\m you will play akey fro eart of our railways ensuring our Cus!
10 afely
Know\edge of the Rrole and the Organ‘\sat‘\on

nt-Aine role at the hee
ravel where they want 1 Qo S el with valid tickets and expener\ce the very pest service evy

mile of thelt mnmey

1) we'd like T w about any prev'\ous work exper'\ence thatyou think is re\e\lant 1o this role

kno' 0
as well as what your current (or most recent\ role
Wwhat prev'\ou work exX erience o0 you nhave at you think 1S re\e\lant 1o this role?
Wwhat i your current role? (of if not working = hat was your most recent role?)

ities

‘Responsiiltie®

at attracts youto the role ofa Conductor?

Tocarny O ired aperation®! and . camyost operaion?! responsioilites 1othe comPeENeE andard,
Co defi Jouse 42 0F esruauring

all requl" e
safewrespcns\b\\mesowaln cpecified f0r nductor, & efined in 12V n with us
. i ception? servi
i\di ilway ' ¢ had Can ou tell mewhat

ament
. Amfor maximum p\m:&ua\\w of service ensuring right ime departure 2
e nd v 3 f sed on BY! the Best .
ow ab ut ScotRa' 4 what researc ave You done priof 10 coming o your

. opena close 400
" proectthe’ and thelines an e Y

ai ergend
" asewt gnaling 304 *ions conto! © gaininforme" on dis

\ine proble™
. pssstthe ariver with emergenc procedures
" Checkwd™ terminatn® " ations to €U o passenge™® prope

ehind
uncoupting of engine and coaches uri"e emergen

oiities o the ompetence S
ed in €12V o9 of restructuri*®

o delive exception?! customer senViee o ® or,
omer’ . .
. pawolthe!™ v and provide (nformation and assistan
 and joureY nformation V¢ regutar PV

n e
. heppEnee joining an¢ Slighting particuler gisabled and mobility
stomers: ! g those Wit ggoee o includ

amps
rovide custom” nformatio” proactively™ (rain tiMes: gestination
on, ticket options: assistance
st custome™ suring imes & gisruption’
an obile hones: when r€

nd take e’

stions

Jppropriate
e(suave\wv\hvahd oeror

s o excess f2re>:
\ssue the appropricte cket for an ndividual € omer's siwatio




(#) Changes made to recruitment process and
= communications

Flexible &
Inclusive Job
Assessment

Recruitment Process External

Changes Communication

e |Internal and * New assessment * Internal launch of *  Promote roles
external candidates template linked pilot including externally via
see same job ad and directly to inclusive flexible working social media
to be treated the job design, stories channels as well as
same way removing * Internal Q&A and on website

subjectivity guidance notes for

* Hiring managers to
for employees,

receive interview * Standardised

training including process for internal managers and

focus on inclusion and external hiring managers
candidates
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(D Successful outcomes and planned next steps

Successful outcomes

3 pilot job roles with flexible,
inclusive and standardised job
design, job ads and assessments
ready for recruitment

Breakdown of perceived barriers to
job share with key stakeholders
involved so.roles can work

A number of internal job share
requests approved during pilot

Stories collected of successful
flexible working

Locations identified for Conductor
recruitment campaign

Planned next steps

 Launch internal and external
recruitment campaign for
Conductors in chosen locations
with job share option

« All hiring managers involved in
pilot to receive new interview skills
training

» Next skilled engineer role
available to be offered with job
share option
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Project Learnings...

Work within existing structures to move forward quickly

While identifying and highlighting the structural changes required to
deliver future best practice

Build principles to help make choices
Look for successful precedent
Look for latent demand

It is then easier than you think to create flexible and more inclusive
roles

Look for the good stories

Engage widely — project team
Understand wider stakeholders — unions
Be patient.. wait for the right window
Prepare for the unpredictable
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Q&A
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Actions to take away
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Thanks
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Contact Detalls

Sara Hill sarahill@brightworksconsultancy.com
Lucy Carter lucycarter@brightworksconsultancy.com

Neil Archibald neil.archibald@scotrail.co.uk
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