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Corporate Services and
Infrastructure Services

POLICY & RESOURCES COMMITTEE – 18 APRIL 2013
workSPACE – UPDATE ON IMPLEMENTATION
1.

Recommendations
It is recommended that the Committee:
1.1

Acknowledge that the initial three year implementation plan for
Worksmart is complete;

1.2

Note that the future combined projects of Worksmart and
workSPACE will align to form the ‘Smarter Working’ workstream of
the Business Transformation Programme Board;

1.3

Agree to the implementation of the next phase of workSPACE as
outlined in paragraphs 2.9 – 2.12; and

1.4

Agree to receive a report at the June 2013 meeting of this committee
on the activity of all workstreams under the Business
Transformation Programme Board.

2.

Discussion

2.1

The purpose of this report is to update the Committee on the Worksmart project
following completion of the three year implementation plan which was reduced
from the originally anticipated five years, and to address the Internal Audit
recommendations on the Worksmart initiative as presented to this Committee in
November 2012.

2.2

Since the approval to proceed with the project was granted on 14 January 2010,
the council has developed additional transformational projects, approved by this
Committee and governed by the Business Transformation Programme Board
(BTPB) under three separate work streams of Working Smarter, Supporting
Employees and Customer Services. An update report from the BTPB on the
projects under all three workstreams will be presented to this Committee for
consideration on 13 June 2013 and in the future all projects governed by the
BTPB will be reported in this combined format which reflects the strategic
interdependency of the three workstreams.

2.3

The original Worksmart business case was based upon 1,780 staff changing the
way they worked and incorporated technology and property infrastructure costs
required to support these changes. In January 2010 this Committee agreed,
that the council would introduce flexible working on a voluntary basis in order to
assist in modernising the way staff worked; therefore, the business case could
not be prepared on identifying actual costs and savings but was prepared based
on the best information available at that time. In the January 2010 report, a
concern was raised as to whether the projected financial savings relative to the
project expenditure would be achieved; therefore, the project team has been
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prudent in spending financial resources originally identified for the project. The
numbers of participants that have changed ‘where’ they work by amending their
‘profile’ and ‘when’ they work by changing their ‘pattern’ have exceeded the
target and are summarised in Appendix 1.
2.4

The project set out to capture the measurement of seven benefits as part of
implementing Worksmart, six of those benefits were identified as cash savings
which were consolidated into office accommodation, business mileage and
productivity savings as summarised in Appendix 1. The seventh benefit was a
reduction in employee commuting mileage, for which there was a target to
reduce by 30% over three years, which has been fully achieved within two years
of implementation. The potential costs and savings identified were prepared on
the basis of British Telecom’s experience and it has been recognised these were
ambitious targets when the council’s ICT infrastructure and service delivery
methods were not fully in place to support flexible working. At the time the
Worksmart business case was prepared, the council’s office rationalisation
strategy was still under development. In order to achieve the office
accommodation savings, a combined approach between flexible working and
office rationalisation was required due to interdependencies and the
workSPACE Strategy was approved by this Committee in September 2011.

2.5

The under-spend against the original business case identified in Appendix 1
predominantly relates to investment in ICT tools and applications. With the
commencement of the service review within ICT in 2011, a decision was made
not to prematurely invest in these tools until the review was completed. As the
review is now complete, a decision has been made to deploy alternative tools,
which will be delivered via ICT. Other costs identified to support network
infrastructure and property have now been transferred from the business case
and form part of the workSPACE costs.

2.6

Although the spend and savings profile has not been achieved as originally
outlined, Worksmart has helped to change the culture of the council and staff
have embraced more flexible and efficient ways of working. The changes to the
way staff work have enabled, during the first year of implementing workSPACE,
the release of nine offices leased by the council with a combined running cost of
£145,958 per annum. An additional four offices owned by the council have also
been vacated with a combined running cost of £77,457 per annum and the office
at 10 Commerce Street, Fraserburgh was sold to a partner agency for a capital
receipt of £200,000. The office accommodation savings (which will incorporate
annual running costs and potential capital receipts) will now be reported under
the combined banner of workSPACE as the working smarter stream, noted in
section 2.2. The staff who are based within the buildings covered by the
workSPACE strategy will become flexible workers (where their job role allows - it
is expected there will continue to be some fixed workers) as part of the
implementation process which is a change in direction from voluntary uptake.
The project team will continue to support voluntary applications and also
applications from those employees who have a statutory right to have requests
for flexible working considered.

2.7

The business mileage savings have been tracked and are reported in Appendix
1. The cash savings target was set based on the employees that completed the
Worksmart survey back in August 2009 and these were not necessarily the
employees that voluntarily adopted flexible working. Technology changes
anticipated in the original business plan have only been deployed for around 100
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users resulting in staff continuing to use paper based files and face-to-face
meetings. Until these technology changes are in place, as outlined in section
2.5, larger cash savings cannot be realised. A further expectation was that fleet
vehicle cost savings could also be achieved through staff working differently and
this will now be captured through the Depot Strategy.
2.8

Productivity savings were anticipated through staff having access to
collaboration tools, paperless files, web and audio conferencing and changing
the way they work. Although web conferencing is available, the project team is
still challenging the culture within the council to change the way meetings are
held. The technology to support flexible working will be rolled out across the
council as outlined under section 2.5. There is a perception that productivity has
increased through a survey of managers conducted in December 2011 with 74%
of those managers indicating that productivity has increased since their staff
adopted flexible working, whereas 23% indicated productivity remained the
same. The project team is working together with HR&OD to prepare a survey
that will be distributed to new starts within three months of starting employment
with the council to seek feedback on the recruitment, induction processes and
will also include questions around flexible working and if that impacted on their
decision to take up the job role.

2.9

Worksmart has delivered a range of benefits to Aberdeenshire Council over the
last three years, supporting employees, changing culture and contributing to the
challenging savings targets set. However, it is clear that further work is still
required, to continue to support employees experiencing changes in their
working environment.

2.10

The Worksmart team will continue to support the workSPACE Strategy over the
next five years to ensure office accommodation is efficiently utilised and that
staff embrace different ways of working in order to achieve this.

2.11

The team will support the delivery of the Depot Strategy over the next four years
by enabling staff to work remotely where appropriate. The Depot Strategy will be
presented to this Committee in June 2013 by Infrastructure Services.

2.12

The team will also continue to support all council staff to change the way they
currently work and embrace new technology in order to work in a more efficient
manner. This includes helping to change the mindset of staff to embrace
working practice changes ensuing from the many different projects to be rolled
out by the Business Transformation Programme Board. The Worksmart team
will support these employees as they adopt these changes working in
conjunction with learning and development, in addition to continually working
with teams that have already adopted flexible working to ensure that newly
available technology is fully embraced and embedded in their work culture.

2.13

The Monitoring Officer and Head of Finance within Corporate Services have
been consulted in the preparation of this report and any observations received
have been incorporated.

3.
3.1

Equalities, Staffing and Financial Implications
An equality impact assessment has been carried out as part of the development
of the proposals set out above. It is included as Appendix 3 and there are no
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negative impacts noted because the purpose of the Worksmart policy is to
support employees and managers to work in environment that provides flexible
working and ensure that all of the identified impacts on protected groups are
positive ones.
3.2

The Worksmart programme has been successful in changing staff attitudes
towards flexible working and the required future technology will now be
contained within the ICT service plan.

3.3

The annual cost for the project team to deliver the services outlined in sections
2.9 – 2.12 is estimated to be £352,000, as detailed in Appendix 2. These costs
will initially be covered from the Invest to Save fund. The funding of the project
costs will form part of the budget process in June. It is anticipated that savings in
annual running costs of approximately £952,000 as outlined in the report to this
Committee in September 2011, will be realised through workSPACE. The
reconfigurations currently being undertaken within Woodhill House have the
potential to release a wing that can be made available to a third party to lease at
approximately £500,000 per annum.

3.4

Once the technology tools are rolled out to staff as noted in section 2.5, the
project team will work with teams to identify target business mileage reductions
that can be made through those teams embracing the tools to work differently.
These targets will be provided to this Committee as part of a future update on
the Smarter Working stream as part of the Business Transformation Programme
Board update reports.

3.5

The workSPACE capital programme will see investment of £19.5 million over the
next 5 years.

Christine Gore
Director of Corporate Services
Report by Helen Strachan
Worksmart Team Manager
27 March 2013

Stephen Archer
Director of Infrastructure Services
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Appendix 1
Worksmart statistics
Participant numbers as at 31 March 2013

Chief Executive’s Service

57

Worksmart
Pattern
Participants
1

Corporate Services

600

49

E,L&L (Non-Teaching)

82

93

Housing & Social Work

642

213

Infrastructure Services

417

116

1,798

472

Worksmart Profile
Participants

Service

Total

The original target set was 1,780 employees to change their profile by 31 March 2013.

Worksmart project costs:

Employee set up
ICT Applications
set up
Property set up
Communications
on going
Communications
set up
Project resource
costs
Cost of capital

Actual spend to
31 March 2013
£’000
365

Costs per
Business Plan*
£’000
2,680

0

1,300

0

300

35

1,340

31

810

758

1,560
700
610

Contingency
Total cost

Under spend
£’000

1,189

* As presented to P&R Committee in April 2011.

9,300

8,111
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Benefits – cash savings

Office
Accommodation
Business mileage

Actual savings
to 31 March
2013
£’000
200

Potential Benefits
per Business
Plan to 2012/13 *
£’000
1,510

Potential Benefits
per Business Plan
to later years * ^
£’000
4,290

202

1,080

0

0

2,820

0

402

5,410

4,290

Productivity
Total

* As presented to P&R Committee in April 2011

^ Later years are capital receipts only, as noted in the April 2011 report to P&R Committee

The potential savings from the reduction in the office estate were estimated based on
expectations of reducing workstations by 20%. These will be revised as part of the
workSPACE Strategy.
Commuting Mileage savings
The following results are collated from approximately 28% of the Worksmart
participants who provided details of the commuting miles saved by working from other
locations closer to home or from the home. Due to the focus on workSPACE,
resources were diverted from this task based on a report to Management Team in
March 2012.
Financial year:
2009/10 (quarter ended 31 March)

Savings (miles)
11,700

Savings (kgCo2)
2,122

2010/11

195,319

49,140

2011/12 (nine months ended 31 Dec)

204,730

51,116

Total to 31 December 2011

411,749

102,378

Business Mileage savings
The business mileage savings are based on Worksmart participants’ travel claims
submitted to Payroll. The travel payments for each quarter are compared against the
previous year.
Financial year:
2010/11

Savings (£)
£46,231

2011/12

£64,188

2012/13

£91,703

Total to 31 March 2013

£202,122
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Appendix 2
Future Worksmart Costs:
Cost for resources for the on going support of the workSPACE Strategy;

workSPACE Project Manager

Annual Salary
(including on costs)
£
57,000

Worksmart Team Manager

57,000

Worksmart Coordinator (x2)

95,000

ICT Project Leader

48,000

Project Assistants (x2) for 24 month fixed term

60,000

Records Management Assistant for 24 month fixed term

30,000

Technology for project team

5,000

Total

352,000
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EQUALITY IMPACT ASSESSMENT
Stage 1: Title and aims of the activity (“activity” is an umbrella term covering policies,
procedures, guidance and decisions).
Service

Corporate Services

Section

Customer Communication & Improvement

Title of the activity etc.

workSPACE (Inc. Worksmart)

Aims of the activity

Author(s) & Title(s)

The initial three year implementation plan for Worksmart is complete
and the project team are now planning phase 2. As an organisation we
are changing all the time, constantly seeking ways to become more
efficient, enabling us to provide a first class service. We need to ensure
we have skilled and effective people working at the right time, in the
right place on the right issues whilst creating an environment that
supports work/life balance, providing flexibility in the way employees
work. The Worksmart framework supports employees and
managers working in this environment. Worksmart offers employees
and managers an opportunity to review their working profile and/or
their working pattern. Different roles may present different Worksmart
opportunities. The Worksmart policy is inclusive of all employees
(except staff that are covered by teachers terms and conditions) and
offers council employees fours work profiles and eight working patterns
to choose from that can support a better work/life balance.
Helen Strachan, Worksmart Team Manager

St

Stage 2: List the evidence that has been used in this assessment.
Internal data
(customer satisfaction
surveys; equality
monitoring data;
customer complaints).

Internal consultation
with staff and other
services affected.

Iken\General Secretarial\

All council employees were invited to complete a survey (both
electronic and paper versions were distributed) around flexible working
in August 2009 and the feedback contained was considered when
preparing the Worksmart Policy.
Continuous staff engagement during the implementation process and
solutions considered for any issues or concerns raised by staff.

External consultation
(partner organisations,
community groups,
and councils.

External data (census,
available statistics).

Other (general
information as
appropriate).

Iken\General Secretarial\

13other
Consultations have taken place to gain an understandingItem:
of how
Page: 9
councils have implemented flexible working with:
Barnsley Metropolitan Borough Council
Powys Council
Aberdeen City Council
The Moray Council
Fife Council
Renfewshire Council
Improvement Service Scotland
NHS Grampian
Community Health partnership
Public Sector Nomand (Scotland)
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Stage 3: Evidence Gaps.
Are there any gaps in
the information you
currently hold?

No

Stage 4: Measures to fill the evidence gaps.
What measures will be
taken to fill the
information gaps
before the activity is
implemented? These
should be included in
the action plan at the
back of this form.

Measures:

Timescale:

Stage 5: Are there potential impacts on protected groups? Please complete for each protected
group by inserting “yes” in the applicable box/boxes below.
Positive
Age – Younger

Negative

Neutral
Yes

Age – Older

Yes

Disability

Yes

Race – (includes
Gypsy Travellers)

Yes

Religion or Belief

Yes

Gender – male/female

Yes

Pregnancy and
maternity

Yes

Sexual orientation –
(includes Lesbian/
Gay/Bisexual)

Yes

Gender reassignment –
(includes Transgender)

Yes

Marriage and Civil
Partnership

Yes

Iken\General Secretarial\

Unknown

Stage 6: What are the positive and negative impacts?
Positive
(describe the impact for each of
the protected characteristics
affected)

Impacts.
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Negative
(describe the impact for each of
the protected characteristics
affected)

Flexible working opportunities will
benefit women (and men) that
have childcare responsibilities and
enable them to balance these.
This would also apply to staff that
have other dependants they have
a responsibility for.
Please detail the
potential positive
and/or negative
impacts on those with
protected
characteristics you
have highlighted
above. Detail the
impacts and describe
those affected.

For older staff the opportunitues to
change their working pattern to
enable them to reduce their hours
might suit their needs.
The benefits for disabled staff to
ensure they can work in a way that
best suits their needs.
The benefits for women what may
wish to change their working
pattern when they return to work
after maternity leave.

Stage 7: Have any of the affected groups been consulted?
If yes, please give
details of how this was
done and what the
results were. If no,
how have you ensured
that you can make an
informed decision
about mitigating
steps?

The affected groups were not specifically consulted but feedback was
sought from all council staff in August 2009 about flexible working;
therefore, they had an opportunity to provide feedback. The benefits
that the Worksmart policy offers should be a positive impact on these
affected groups.

Stage 8: What mitigating steps will be taken to remove or reduce negative impacts?
These
should be
included in
any action
plan at the
back of this
form.

Mitigating Steps

Iken\General Secretarial\

Timescale
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Stage 9: What steps can be taken to promote good relations between various groups?

These should be
included in the action
plan.

Iken\General Secretarial\

All employees apply to adopt a working practice through the on line
application process, which is considered by their line manager. There is
an opportunity to make an appeal against a decision - any employee
who is not satisified that his/her application is being dealt with in
accordance with the Worksmart Policy may appeal against any
decision taken. Appeals are made in writing and are considered by the
appropriate Head of Service.
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Stage 10: How does the policy/activity create opportunities for advancing equality of
opportunity?
The Worksmart policy will enable staff that may not otherwise have considered a job role with
the council due to committements outside of work to apply for job posts or to continue an
existing job role by adopting flexible working practices.

Stage 11: What equality monitoring arrangements will be put in place?
These should be
included in any action
plan (for example
customer satisfaction
questionnaires).

The service is committed to continuous improvement.
The project team meet with individuals after the application has been
approved to provide support to the employees.

Stage 12: What is the outcome of the Assessment?
1

No negative impacts have been identified –please explain.

There are no negative impacts because the purpose of the policy is to
support employees and managers to work in environment that provides
flexible working and that all of the identified impacts on protected groups are
positive ones.
2

Negative Impacts have been identified, these can be mitigated please explain.
* Please fill in Stage 13 if this option is chosen.

3

The activity will have negative impacts which cannot be
mitigated fully – please explain.
* Please fill in Stage 13 if this option is chosen

Please complete
the appropriate
box/boxes

* Stage 13: Set out the justification that the activity can and should go ahead despite the
negative impact.

Iken\General Secretarial\
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Stage 14: Sign off and authorisation.
1) Service and
Team
2) Title of
Policy/Activity

(if appropriate)

Sign off and authorisation.

Name:
3) Authors:
I/We have
completed the
equality
impact
assessment
for this policy/
activity.

4) Consultation
with Service
Manager
5) Authorisation
by Director or
Head of
Service

Helen Strachan

Position: Worksmart Team
Manager
Date:

25/03/2013

Name:
Position:
Date:
Signature:

Signature:
Name:

Name:

Position:

Position:

Date:

Date:

Signature:

Signature:

Name:
Date:

Mark Baker
25/03/2013

Name:
Kate Bond
Position: Head of Service
Customer Communication &
Improvement
Date:

Name:
Position:
Date:

6) If the EIA relates to a matter that has to go before a Committee,
Committee report author sends the Committee Report and this
form, and any supporting assessment documents, to the Officers
responsible for monitoring and the Committee Officer of the
relevant Committee. e.g. Social Work and Housing Committee.

Date:
01/04/2013

7) EIA author sends a copy of the finalised form to: eia@abdnshire

Date:

(Equalities team to complete)
Has the completed form been published on the website?

Iken\General Secretarial\

YES/NO

Date:

Iken\General Secretarial\

Gathering
Feedback

Action

Action Plan

May 2013

Start

On Going

Complete
Helen Strachan

Lead Officer
Continuous Improvement

Expected Outcome

Resource Implications

8
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