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INTRODUCTION

There is an outstanding request from the Budget and Performance Panel for a briefing on
the homeworking pilot. A full review of the pilot will form part of the information presented
to Council later this year when they consider the long-term accommodation options for the
Council. This note provides some of the background to the pilot and lessons to date.

BACKGROUND

Following Council's consideration of long-term accommodation options in 2006, it was
agreed to review the likely demand for operational space and, specifically, to examine the
potential for increased homeworking and hot-desking. On average, each office-based
member of staff accounts for 10m2 of space so any reduction in the overall space
requirements can have a significant impact on how the Council is able to rationalise its
future accommaodation provision.

THE PILOT PROJECT

The focus of the pilot project was Services based in Palatine Hall with the exception of
Licensing who were, at the time of starting the pilot, establishing themselves as a new
Service. The two main Services to have engaged with the work have been Planning and
Building Control, and Economic Development and Tourism. There was no specific budget
to carry out the pilot so all proposals had to be accommodated with existing resources.

FORMAT

The pilot was open to all staff on a voluntary basis, which meant there was a maximum
potential uptake of 89 posts. All staff were briefed on the pilot and those willing to take
their interest further were encouraged to make a written expression of interest to their



Service Head. In addition to this self-selection process, which resulted in 20 expressions
of interest, Service Heads were required to consider the impact that the requests would
have on the Service were they to be granted. If the fit for the individual and the Service
was acceptable, staff were then required to carry out a health and safety risk assessment
of any workplace they proposed to use at home, with the proviso that the Council's health
and safety team carry out a further inspection should the self-assessment show up any
anomalies. Subject to these agreements being in place, a simple agreement between
employee and the Council, specifying how the arrangement would operate and detailing
responsibilities on both sides, was developed to be signed by both the employee and the
Council as employer.

TAKE-UP

From the total staff pool of 89, nine members of staff have pursued the pilot scheme,
representing a take-up of 10%. Of those staff on the pilot, none is homeworking full time,
with most operating an average two days per week away from their traditional office base.
The majority of the uptake has been from senior officers who have more direct control over
their workload and some ability to prioritise when elements of work are scheduled.

CORPORATE SUPPORT

In addition to those Services directly involved, a number of central services have been
pivotal in helping the pilot progress and contributing to the lessons learnt. Human
Resources, Information Technology, Property Services and Environmental Health have all
made a contribution to he pilot despite having a number of competing corporate and
service priorities.

COST OF THE PILOT

There was no specific budget for the project but it was recognised that there was a cost to
enabling staff to work remotely from their office base. The Council already has experience
of delivering remote IT access through the provision made for Councillors. The provision
for the staff pilot was based on experience to date with elected Members. An appropriate
figure per member of staff to participate in the pilot has been £2,000-£3,000 and there have
also been a number of central or overhead costs. A broad cost breakdown is contained in
the table below to give an indication of the cost per employee of establishing homeworking.
Balanced against the cost would need to be any projected saving and revenue by a
requirement for less office space. It also needs to be noted that with a small number of
staff support costs for issues such as IT have been contained within existing resources, a
longer experiment of homeworking would require a more detailed financial projection. The
pilot has also been run on the basis that the individual volunteers would meet any costs in
terms of the home/office environment in exchange for a more flexible and self-directed
working pattern. This approach also recognises that volunteers may benefit from less
home-to-work travel cost as well as a better work/life balance.

Additional Costs of Establishing the Pilot

IT equipment and telephony £2,000 per person

Upgrade to central IT system £8,500 in total

Home/office environment Provided by volunteer but provision for
£500 per volunteer to meet exceptional
costs

KEY LESSONS



A full evaluation of the pilot, including feedback from the volunteers, will take place by the
end of 2007 but from the operation so far, a number of key points have emerged, which
are :

. Homeworking has significant potential to benefit large organisations in terms of
reduced overheads and can be beneficial for staff in terms of work/life balance

. If implemented on a large scale, the project could have a significant positive impact
in reducing commuting and the demand for commuter parking. A number of
Councils are starting to investigate the potential for remote working and the private
sector has some notable examples of success, with BT being cited nationally as a
success story

. The need for cultural change in the organisation to drive forward a project at a
meaningful scale is paramount. Changing working patterns and styles is a major
challenge for staff and managers, and requires real and lasting organisational
commitment

. If the Council wishes to pursue more homeworking and hot-desking, it needs to
provide sufficient staff and financial resources to implement the project as an
"invest to save" initiative. The scale of the initiative would be appropriate for the
Council LAMP process but would need to be given some corporate priority,
meaning it would either be growth or require a re-prioritisation of other work

HOT-DESKING

In addition to remote working, hot-desking or desk sharing can offer significant potential to
share space without necessarily radically altering work patterns. Property Services
volunteered to institute hot-desking as part of the overall pilot scheme. As a starting point,
a survey was carried out over several weeks to check hourly how many desks were vacant.
The survey demonstrated that for over 50% of the working week, at least three work
stations were unoccupied (this equates to 25% of the Service total). This gave the impetus
to institute desk sharing. The Service has continued to operate hot-desking and, as with
homeworking, there are a number of key lessons for the Authority :

. Instituting effective change requires the whole Service to commit to the scheme. In
Property Services, the Head of Service gave up his office and operates in the same
way as his staff

o A key principle is that desk spaces are de-personalised and de-cluttered. Staff
have to be certain that they can use any available space and any available PC or
phone without worrying that they may be occupying someone's personal space

. Work stations, chairs and screens need to be capable of adjustment to meet the
needs of all members of staff

. Telephony needs to be flexible to allow staff to use any phone as their own while
they are using a particular work station. The Council is due to procure a new
telephony system and if the Council wishes to pursue homeworking and
hot-desking, it will be crucial that the new system is flexible enough to facilitate new
ways of working

SUMMARY



Both the homeworking and hot-desking pilots will be more fully reported on as part of the
Council's consideration of long-term accommodation options later this year. What is clear
from the work to date is :

o The achieve a change in working practice requires a major commitment to cultural
change in the organisation and from senior levels

. If the Council wishes to pursue homeworking and hot-desking, it does have
potential to reduce space demands and impact positively on commuting as well as
having benefits for staff

. To implement a major project will require the issue to be given sufficient corporate
priority and appropriate investment with the objective of realising savings in the
future

. Reliable and flexible ICT and telephony systems are critical to making the system of

homeworking and hot-desking effective and in getting staff acceptance of new ways
of working



