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Work Environment Programme

PURPOSE OF REPORT
1. This report is for scrutiny purposes       

2. The aims and objectives of bringing this report to committee are to: 

a) Provide the committee with an outline of the progress achieved to date and the anticipated benefits of the Work Environment Programme (WEP)

b)  Provide information on the re-organisation of Endeavour House.

c) Provide an update concerning the progress with centralisation of County Property

Action Recommended  

	3. To agree that reasonable progress is being made to realise the ongoing benefits of the Work Environment Programme


reason for recommendation

4. The County Council has a responsibility to provide leadership for and with the community and engage in effective partnerships.  The Council’s priorities in “A Better Way for Suffolk” include a commitment to ‘How we deliver - a better way’.  

5. The Work Environment Programme provides a process for reviewing existing office accommodation set against operational need, and for delivering a cost effective solution to future office needs as part of a support package (Property, Technology and Human Resources) for staff and services.

6. The Work Environment Programme exists to facilitate:
a) Flexible and appropriate working styles in appropriate locations 

b) To meet the needs of the organisation, partners and the people of Suffolk 

c) Effective, efficient, service delivery and value for money

Alternative Options  
7. The resources, Finance & Performance Committee could decide to review existing office estate on a case-by-case basis without the overall strategic context of WEP.

THE FOLLOWING QUESTIONS, WHICH FOCUS ON THE MAIN ISSUES FOR SCRUTINY, ARE RELEVANT TO THE COMMITTEE’S DISCUSSIONS:

8. What is the Work Environment Programme and its objectives?

9. What projects are currently in progress or have been completed to date?

10. What benefits have been realised from those projects that have been completed or are near completion?

REORGANISATION OF PROPERTY

11. From 1 April 2006 the Property Division has brought most operational property assets (other than schools) into corporate management. Working arrangements, (e.g. integrated change control will improve centralised procurement) are being put in place aimed at improving the management of the property portfolio.

12. This new corporate approach will improve the performance of the council’s operational property portfolio. In particular the approx 220 sites and buildings that are used for service delivery and for “back office” accommodation, specialist properties, such as managed workspace schemes, waste sites and smaller countryside sites will continue to be managed by service Directorates.

13. Fire service properties and sites providing residential and day services to the elderly will be reviewed later in the year following key decisions on future service strategy in Public Protection and Adult & Community Directorates.

14. The Corporate Property Strategy and Asset Management Plan will provide the strategic direction for asset management. The current edition is being reviewed and will be reported to Cabinet in December 2006 to reflect the administration’s new 4 year plan and priorities within (“A Better Way for Suffolk”).

15. At the core of the property strategy is an accommodation model based on corporately managed sites offering support for flexible ways of working. The model is being developed by the Work Environment Programme. Asset management will play a key role in implementing the proposals for new area offices and supporting sites, and in managing the re-shaped property portfolio.

16. With regard to offices, the move to centrally managed, rather than service orientated, premises will further enable better and more cost effective use of premises. When combined with the introduction of new technology and new ways of working this should enable a significant reduction in both the number and total floor area of SCC offices. 

17. By bringing these crucial support elements together the programme will help achieve the County Council’s desire to move to flexible and appropriate working styles, in appropriate locations, to meet the needs of the organisation, partners and the people of Suffolk, so facilitating effective, value for money, service delivery. Associated cultural change, structural and service development is required across the organisation.

WORK ENVIRONMENT PROGRAM OBJECTIVES

18. The Work Environment Programme (WEP) was created to propose, support and                     develop new ways of working across the Council by bringing together property solutions, ICT and new technologies and HR terms and conditions

19. The WEP is based on the principle that staff should be supported having regard to their relationship to customers (as set out in the “pyramid” – diagram 1 below).  This is a generic, countywide approach.
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20. With regard to property the needs of the pyramid categories have been identified as shown below (diagram 2):
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a) Customers come to us – facilities are required in the heart of the community served with particularly good public transport and pedestrian links. There is deemed to be potential for rationalisation, co-location and partnership working at these locations.

b) Staff who travel to customers need to minimise the time they spend travelling in order to maximise the time spent with customers.  Good road transport links are critical to this.  To satisfy this requirement an area office and oasis strategy was proposed and supported by CMT in 2005. This was later explained in Cabinet paper CO6/5 

c) The democratic policy and strategy elements are best provided in a single HQ complex, which supports a single organisation-wide approach in support of functions where a customer relationship is broadly through the wider democratic process.

21. The office elements of the above strategy are dependent upon the parallel developments of new ways of working and appropriate technological support. 

22. The area office/oasis strategy envisages three area offices across the County provided on a “hub and spoke” basis (Diagrams 3 & 4 as shown below).  The hubs will be the area offices (Public Service Village (PSV) in Bury St Edmunds, Waveney Campus Project (WCP) in Lowestoft and an Ipswich area office) supported by smaller oasis suites (spokes).
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23. The strategic business case for Public Service Village (PSV) in Bury St Edmunds (partnership project with St Edmundsbury Borough Council) was proposed and supported by Cabinet Paper CO6/5 (10.01.06).  The strategic business case for Waveney Campus Project (WCP) (joint programme with Waveney District Council and Cefas (Centre for Environment, Fisheries and Aquaculture Science) was submitted and approved by Cabinet Paper CO6/39 (25.04.06) with cabinet update Paper CO6/67 (05.09.06). Each of the area offices will be supported by a number of oasis suites allowing mobile staff to work in a location that is convenient for them and their service and this is recognised in the strategic business cases.

24. A strategic business case for the Ipswich area office is currently being prepared ready for submission to cabinet on 28 November 2006.

25. A number of smaller, localised reviews (e.g. at Stowmarket and Saxmundham) are taking place in preparation for delivery of Oasis’ which are ensuring existing assets are fully utilised pending major changes.

26. The strategic business cases for both PSV and WCP assume a desk to staff ratio averaged across area offices and oasis of 7:10.

ENDEAVOUR HOUSE – BACKGROUND
27. The acquisition, and move to, Endeavour House was considered by Scrutiny Committee (paper no CP04/28). The current paper therefore focuses on the management of Endeavour House occupation post 2004. Since the initial move to Endeavour House in Spring 2004 usage of the building has been monitored and there have been significant developments to the structure of the organisation, notably the creation of Children and Young People’s and Adults and Community Services Directorates.  In response to this proposals have been formulated and are currently being delivered to update the occupation of the building.  There are three principles behind this reorganisation  

a) Maintaining the Endeavour House principles of occupation. (This identifies the primary location for HQ staff at Endeavour House)

b) The service benefits of co-locating staff who work closely together.  This includes changes arising from the formation of CYP and ACS and the reintegration of the Connexions service into the County Council.

c) A need to ensure that use of the Endeavour House asset is fully utilised.

28. An important concept behind the move to Endeavour House was that the building and its operation would be under a single facilities management control.  This enabled the operation to be streamlined and provide a more consistent service to its occupiers.  Associated facility savings could be realised to the central management of procurement of services and products.

29. Whilst acknowledging that there has been significant change associated with the move to Endeavour House there have been limitations to the levels of that change.  These include:

a) An existing ICT legacy that has limited the implementation of fully flexible working across the building.

b) Limitations on the degree of cultural change and the timetable for implementation of new ways of working. 

30. The initial move to Endeavour House achieved an average staff to desk ratio approaching 8:10.This was considered to be the best ratio that could realistically be achieved as a first step in the move away from one person one desk.

31. In September 2005 an audit of Endeavour House was undertaken.  This work provided a valuable opportunity to re-assess the building and its occupants against a number of criteria:

a) Revisit the original 2004 themes on which the building was stacked and ensure that they are fit for purpose for the future.

b) Ensure the building was being well utilised and therefore maximising associated efficiencies.

32. This independent assessment of the building confirmed that the building was under-utilised and there was scope for improvement.

33. A core piece of evidence was the interrogation of data arising from the use of the security barriers to enter and exit the building.  The data from a representative period of two weeks in September 2005 was identified and analysed. This study suggested that although there were (1100) people based at Endeavour House there were only in the region of 630 staff in the building at peak times of occupation.  This compared with provision of 950 workstations.  Whilst ICT legacy issues prevent full mobility within the building and fully effective and efficient use of the building would preclude all desks being used at any one time, there was clearly scope to increase the number of staff based at the building.

34. A strategy for reorganising the occupation of Endeavour House was prepared in consultation with service representatives which included the following elements:

a) Move Fire HQ into the building.

Service benefits – strategic and policy benefits in co-locating staff with   other County Council HQ functions, 

Savings of running costs of Fire HQ building and eventual capital receipt subject to PFI project. This equates to £50k savings identified in the 2006/7 budget.
b) Closure of Orchard House, St Helens Street, Ipswich
Service benefits – strategic advantage of co-locating Connexions HQ staff with other County Council HQ functions, particularly CYP. 

Savings, running costs plus rent (part from end September 2006, part from end March 2007). This equates to (gross*) rent, rates and utility savings of £ 7,350 in 2006/7 and £ 44,200 pa thereafter. 

c) Move staff from Barrack Square, Martlesham into Endeavour House.

Service benefits – co-location with corporate procurement team, 

Savings - reduced running costs at Barrack Square, contribution towards eventual exit from Barrack Square with associated rent savings (other occupiers to be relocated to Needham Market and St Edmund House – target to clear Barrack Square by December 2006). The running costs of Barrack Square equate to £187,600 p.a. (gross*) approximately 37.5% is released by moves to Endeavour House, 12.5% by moves to St Edmund House 25% by moves to   MSDC offices at Needham Market and 25% yet to be decided (either St Edmund House or Endeavour House) 

d) Accommodate 33 additional staff from other buildings 

These are a mixture of new recruits to the County Council and staff from a range of other County Council buildings (21 of whom are ACS staff from Saxmundham, Gt Whip St, Kerrison, Bury, Whitehouse, Lowestoft and St Edmund House) moving into Endeavour House in support of the new Directorate.  

Service benefits – service support and co-location.

Costs of moving staff, and associated works, will be netted off initial savings. 

35. To achieve the above it was necessary to reorganise and consolidate staff already in Endeavour House to create space for incomers and to reflect changes in organisational structure. This is a complex process, which has, or will, affect most occupiers of the building and there are dependencies particularly around the provision of ICT support.  The majority of these moves have now been completed:

a) Fire HQ were moved in April 2006.

b) Procurement staff from Barrack Square were moved in July 2006.

c) Connexions staff from Orchard House were moved in September 2006.

d) ACS staff have been moved and incorporated on an ad-hoc basis.

36. This brings the total number of staff based at Endeavour House to 1369 on 996 workstations (originally approx 1100 on 950 desks)

37. Remaining moves should be completed by the end of October 2006.  These moves provide an average desk to staff ratio approaching 7:10 and this is considered to be maximum utilisation within the limitations of the existing culture and ICT infrastructure.  Future changes may facilitate more staff being based at Endeavour House with associated reduction in use of other buildings.

38. An upgraded version of the WinPak security system is planned/on order, this will enable much easier and more detailed interrogation entry and exit data from Endeavour House, thus enabling on-going measurement of use and changes in use supporting targeted and timely, corrective action. Discussions are in hand with Partner organisations with a view to agreeing that this system can be installed and used at, new area offices.

	Sources of further information

d) “A Better Way for Suffolk” Suffolk County Council Strategic Framework, September 2006

e)  C06/5 Work Environment Programme  - progress report, 10 January 2006

f) C06/39 Work Environment Programme – progress report, 25 April 2006

g) CO6/67 Work Environment Programme - Waveney Campus progress report, 5 September 2006

h) CPO4/28 Outturn on Endeavour House, 13 October 2004
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