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1.0 [bookmark: _Toc503416976] SUMMARY

This report appraises the working activities of a specific organisation and addresses the factors that need to be in place in order to meet the company’s overarching objectives. This report assesses the fundamental needs individuals require within the working environment and investigates areas for change which will allow the business to stay effective.  

The report critically analyses the nature of the organisation in terms of meeting its mission.  Using past research as guidance, the report recommends areas for change that could improve the working environment. These recommendations are focused on retaining a workforce, increasing productivity, and assisting employees in carrying out their day to day tasks. 

The recommendations of this report are a number of cost effective and achievable implementations to meet the company’s objectives and mission whilst ensuring employee well being and thereby increasing productivity.
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2.0 [bookmark: _Toc503416977] INTRODUCTION
In the competitive economical climate companies operate in today, productivity is key to the success or failure of the business. One aspect that is often overlooked by management is the working environment in which the business operates. The ‘working environment’ can be defined at its simplest as ‘a place in which a person carries out work duties’. This simple definition, demonstrates the range and possibilities that can be classed as the working environment. For many people the working environment is restricted to an office within a building however, for others it could be a classroom or even their home. Wherever ones working environment may be, there needs to be an element of adaptability in order to support the individual and ensure their well being is protected. Therefore, it is important to comprehend that the design of a working environment must respond proactively to advancement of the work practices.

This report will appraise the working activities of an organisation and address the factors that must be in place in order to meet the companies overarching objectives. This will assess the requirements of individuals in working environment and investigate areas which allow the business to stay effective. The report will critically analyse the layout of an organisation in terms of meeting its mission by introducing changes that will aim to increase productivity and assist employees in carrying out their responsibilities. The report will propose recommendations for change and innovative improvements for working environment which will assist the organisation in achieving its mission.


[bookmark: _Toc503416978]
3.0 MAIN BODY
[bookmark: _Toc503416979]3.1 THE SELECTED WORK ENVIROMENT AND DRIVERS FOR CHANGE
Celtic Horizons is a building repair and maintenance provider. It employs in excess of 150 staff and is based in South Wales.  The business services over 5000 properties owned by housing associations. The office of Celtic Horizons is the hub of the business and is currently the working environment for 33 member of staff.  The staff have diverse skills that include call takers, surveyors, and project managers.  The company is customer satisfaction driven, it works to key performance indicators (KPI’s) in order to continually improve its service to the client. Its ethos and values are to encourage and promote a close, strong, collaborative working environment where information can be easily shared between departments. Employees are empowered to take responsibility and are given direction when required. Performance is measured and reviewed, success is always recognised within the business.

The main area within the building in which the Celtic Horizons office operates is open plan, it holds 34 work stations with two separate individual director offices, a training room and a canteen facility. At present each of the 33 employees has their own dedicated work space, however the business is in a constant state of growth and this provision is becoming more challenging each day due to the perceived lack of space within the building. Therefore, a decision has been made to make changes to the office so more employees can be accommodated whilst ensuring the well being of existing employees. At present the churn rate at Celtic Horizons is very low however with the increasing office based workforce this cannot continue. 


[bookmark: _Toc503416980]3.2 ORGANISATION CONSIDERATIONS AND PRIORITIES 
There are many factors that needed to be considered before change can be implemented. The main factor is cost and the question: ‘what will the investment achieve?’ Cost is usually the driving factor to everything that is done within business. Therefore, it is essential that there is a clear benefit to any change to the working environment that will present a financial obligation to the company. Once the cost/benefit analysis has concluded in favour of the change other influential factors can be considered. Social factors, such as staff collaboration are incredibly important to the success of change within an organisation. Glew et al., (1995) states that employee involvement in changes within an organisation will positively effect performance and employee well being. Other factors such as:  individual priorities and forward planning are again an important part of change and are an essential component to the success of change. 

[bookmark: _Toc503416981]3.3 PRACTICAL ISSUES AND STAGES OF IMPLEMENTATION
It has long been established that the way in which an organisation chooses to manage its psychical space affects work place dynamics (Porras & Robertson, 1992; Gustafsson, 2002). Therefore, staff inclusion and involvement should commence at the earliest possible stage. The implementation will start with a quantitative spatial analysis. This process looks at the utilisation of space and aims to address the questions: How often are desks and meeting rooms being used? And, which areas of the office are being used most? It will also aim to identify employees who have too much space and other employees who have too little. 

This process will survey employees to identify what the company was doing right and where improvements could be made. This involvement allows employees to contribute to the design in order to make the work environment more comfortable for its users. It also allows employees to feel they are part of a system that values their opinion.   Whilst employment involvement often has the objective of allowing employees to feel valued it is of particular importance in this situation as the overall aim is to improve or sustain productivity during and after the transition period.  Leaman (1990) supports this notion by suggesting that there is a link between the comfort of an office environment and the productivity of its occupants.  
Leaman, (1995) also found that people who are unhappy with temperature, air quality, lighting and noise conditions in their offices are more likely to say that this affects their productivity at work. This can be avoided by including staff in providing ideas for change. Oseland & Bartlett, (1999) support this theory and identified that employee’s perception of control over their working environment had a positive impact on productivity. Therefore, an employee survey is key to understanding the needs of staff.

A strong design brief will be needed. This should include the vision for the new office; goals, aims, and business needs as well as the company’s mission, ethos and values.  The next step is to carry out a work place appraisal. This will calculate growth projections in order to identify if certain departments will need more space in the future. A strong team will need to be assembled to see the change through, this will usually incorporate a project champion. Research suggests that a significant factor in the successfulness of many projects’ is the project champion (Pinto & Slevin, 1989; Becker et al., 1994). After this stage, the company can begin to discuss cost and plans to remain within budget.

When designing the layout, it is important to identify the practicalities of the office and understand what ideas and proposals work well. If a proposal has a financial consequence, then it must serve a purpose. Deciding where teams will work where and where certain activities will take place is essential if space is to be maximised. Other considerations include the legal requirements. These will include: The Workplace (Health, Safety and Welfare) Regulations, Building Regulations Part B Fire Safety Volume 2, Part L – Conservation of Fuel and Power, Part M Access to and use of Buildings, and Part E (Resistance to sound). The Regulatory Reform (Fire Safety) Order and the Equality Act of 2010) will also need to be complied with. 

The final stage will be office specification. This will allow the user to define the type of fixtures and fittings they require. There are many products available that can reduce energy consumption and therefore save on cost to the company.
[bookmark: _Toc503416982] 3.4 ORGANISATIONAL, CULTURAL, BUILDING AND TECHNOLOGY CONSIDERATIONS 
In order for a business to stay competitive it must have the correct working environment in place. Advancements in technology and architectural design man that the working environment is continually evolving. This provides possibilities to manipulate offices in order to meet the demands of the business. Therefore, the considerations proposed for this project are realistic, achievable, work within the company’s’ budget, and can deliver results.

[bookmark: _Toc503416983]3.4.1 WORKSPACE DESIGN AND SPACE PLANNING
It is important that the working environment is fit for purpose and takes into account organisational and cultural considerations. Duffy (1992) suggests that it is reasonable to design buildings to allow all behaviours and cultures to coexist. However, Marmot and Eley, (1995) indicate this expectation is unlikely to be possible within todays working environment and individual allowances should not be based on status but, by the individual needs. Therefore, a balance must be achieved in which the design of the office will satisfy the majority of employees and not be determined by the position which individuals hold within the company. The way in which the work place design will need to be established will ultimately depend on how each department uses the space allocated to them. It will need to identify how much space each department requires in order to complete its tasks effectively. There are a number of different patterns that can be used within the office in order to meet individual needs as well as business requirements. 
[image: ]Figure.1 shows the four major types of work place patterns that could be incorporated into the working environment at Celtic Horizons. Each workplace pattern allows its user to interact with the environment in a different way. For example, the Cell workplace pattern allows for its user to have high autonomy and low interaction with other users. Cabe (2005)


[image: ] Figure.2 shows the layout for each pattern and how they work within the office environment. The recommendation for Celtic Horizon is to incorporate the Den pattern. The den workplace pattern will enable departments to be separate within the open plan system but also allow employees within each department to communicate effectively. In order for Celtic Horizons to achieve its mission employees must be able communicate effectively.  Therefore, the enablement of group processing by way of the Den workplace pattern is the better option for this workplace. For further reference a best practice guide for the specification of offices taken from the British council for Offices can be found in the appendices. This will provide the best practice information on areas such as individual space, lighting levels, noise levels, and comfort.Steiner (2005)


[bookmark: _Toc503416984]3.4.2 FLEXIBLE WORKING
Flexible working is now becoming common practice for many companies. It offers the employee the freedom to work from different locations without having to be located in an office. Through the advancements in technology such as, readily available internet connections, internet servers and video calling many employees are choosing to work away from the busy office environment. This consideration expands the working environment in which company operates without incurring a financial burden. Massey, (2007) states places never intended to be offices, such as coffee shops, libraries and airport lobbies have emerged as increasingly popular places to get work done.

[bookmark: _Toc503416985]3.4.3 REDUCTION OF INDIVIDUAL SPACE
Space at Celtic Horizons is limited the proposal must make greater use of the space that is available. The current office holds desks that are 1800mm in length, it is proposed that the desk sizes are reduced to allow more desks to be incorporated within the office. By decreasing the sizes of the desks it is estimated that the number of desks will increase from 34 to 46 which will increase the desk usage capacity by 35%. The space that each individual will be permitted will need to comply with regulation 10 of the workplace, (health safety and welfare) regulations 1992. This proposal is likely to temporary disrupt the work place culture due to unwanted change from the employees. However, this is likely to be a temporary disruption.  Gustafsson, (2002) suggests reconfiguring office space can lead to a more effective use of space however, it will take time for staff to adjust to the new ways of working and fully utilise the facilities to the full.

[bookmark: _Toc503416986]3.4.4 DESK SHARING
An alternative to the reduction of individual space will be the concept of desk sharing. With this system there may be no reduction of desk sizes however desks will no longer be allocated to individual employees. The concept of desk sharing has becoming far more common in recent years and Kim et al., (2016) suggests this can be attributed to the belief, that by incorporating desk sharing there is a tangible economic benefit guaranteed, by reducing the amount of office space per person. Research by (Kim et al., 2016) also suggested that there are no adverse effects on comfort or productivity due the the implementation of desk sharing. However, research conducted by (Hirst, 2011) into the unintended consequences of hot-desking identified that the practice of movement itself generates additional work and a sense of marginalisation for the individuals who are required to desk share.  There are clearly arguments for and against the concept of desk sharing and this decision would need to suit the needs of the business.

[bookmark: _Toc503416987]3.4.5 DESK ALLOCATION VIA SENSOR DATA
Should the concept of desk sharing be employed, the allocation of desk space can be allocated randomly through using Bluetooth Beacons and Sensor Data. When an employee enters the building the beacon system will send a message to the employee’s phone stating which work station there have been allocated and work station will be prepared for the individual. Research carried out by (Cooper et al., 2017) found that this method not only worked very successfully but also outweighed the cost of occupancy detection. Such systems are highly adaptable and can be relocated to other premises. 

[bookmark: _Toc503416988]3.4.6 RELAXATION AND QUIET WORKING AREAS
Recent research conducted by Belk, (2017) has shown that the most important areas of improvement for employees is the availability of relaxation and quiet working areas. The research with a sample of over 4,000 participants showed that 58% of high performance employees need more private spaces for problem solving, and 62% of high performance employees find their office environment “too distracting.” Therefore, providing a quiet workplace away from the main office is likely to be highly beneficial to the highest achieving employees. 

[bookmark: _Toc503416989]3.4.7 SMART LIGHTING
Sustainability and energy efficiency has become a major driver in the quest for low carbon technology. With the advancements in technology more companies are pushing innovative ideas in and attempt to make work life more flexible. However, some sustainable measures can be expensive and not offer value for money. One such area is the invention of smart lighting. This new type of lighting system includes sensors for monitoring the environment, computing devices that control the illumination based on the input from the sensors, such that energy consumption is reduced while providing the required illumination (Fernandez, 2014). These systems can now monitor and control areas such as temperature and CO2 levels as well as providing low cost low energy lighting. Furthermore, smart lighting according to Sung and Lin, (2013) can allow individuals to control the intensity of smart light from their smart phones. Fernandez, (2014) further suggested that the retrofit of smart lighting to existing building requires minimal disruption to the existing infrastructure of the lighting system. As established by research from Oseland & Bartlett, (1999) this system would give more control to individuals within the workplace, which can lead to better productivity.



[bookmark: _Toc503416990]3.4.8 THE GREEN OFFICE
Research by Nieuwenhuis et al, (2014) was undertaken to investigate the impact of “green offices” on staff perceptions of air quality, concentration, workplace satisfaction, and productivity levels. The research concluded that the presence of plants in the office dramatically improved workplace satisfaction, self-reported levels of concentration, and perceived air quality and increased productivity by 15%.

[bookmark: _Toc503416991]3.5 METRICS USED FOR MEASUREMENT OF PROPOSED PLAN
Much of the metrics used for measurement of a proposed plan will have been conducted and established at the stages of implementation. This would involve the space utilisation analysis etc. From the data obtained at that stage further data can be collected to determine the effectiveness of the implementation. The metrics commonly applied to measure property performance are typically quantitative in nature and concentrate on operating costs of various elements within the facility (Warren,2003). However, this is seen as limited in outlook and lacking breadth of vision. There is agreement that a new approach is needed in which facilities management can utilise benchmark measures of work place quality in order to attract and retain the best people to boost productivity (Bon et al., 1994; Brackertz et al., 2002). The plan for measuring the success of the implementation in this instance will include productivity and employee satisfaction. Productivity can be established by way of KPI’s which can be compared pre and post implementation. Employee surveys can also be carried out to establish the successfulness of the implementation. Further metrics for measurement will involve work place absents and staff retention.



[bookmark: _Toc503416992]4.0 CONCLUSION
Workplace design will be mandatory in order to meet the company objectives. The main recommendations for change within Celtic Horizons is first to reduce the desk sizes and implement a desk sharing policy. Kim et al., (2016) suggests that there is no adverse effect on performance by the introduction of desk sharing however, there is scepticism regarding this conclusion and the Hirst, (2011) indicates that resistance, is far more likely to be the result of desk sharing. However, in order to meet the company mission statement, Celtic Horizons will need to carefully balance its objectives with the needs and well being of its employees. Research has been conducted into the resistance to change (Powell, & Posner, 1977; Armenakis, & Bedeian, 1999; Boohene, & Williams, 2012) and a common proposal to overcome resistance is staff participation and inclusion. Therefore, one of the main recommendations of this report is staff involvement. Change in an organisation is not always welcome and can sometimes be very difficult however, staff involvement in the change can improve the acceptance of change with little effect on productivity. The introduction of flexible working will also allow staff to feel they have more freedom which will lessen the impact of change. By implementing reduced desk sizes and desk sharing there will be no need to implement desk allocation via sensor data. This added expenditure will not yield sufficient benefit to a company of Celtic Horizons’ size. 

It is also recommended that the company introduces quiet working areas away from the open plan office and installs smart lighting systems. To achieve quiet working areas this would involve removing director offices and turning these rooms into quiet hot desking rooms. The cost would be minimal however, could give staff the opportunity to enhance their performance when a quiet space to concentrate is needed. 

Smart lighting can present a number of benefits to the company such as reduced energy consumption. The concept gives individuals more control of the working environment and, as identified by (Leeman, 1995; and Oseland & Bartlett, 1999), can have a positive impact on productivity. The introduction of a green working environment is also recommended. Implementation has negligible costs and the impact on productivity and air quality as found by Nieuwenhuis et al, (2014) provides excellent justification for the implementation of a green office.

The recommendations of this research focus on providing a balance between achieving the company’s objectives and ensuring the well being of its staff whilst acknowledging that productivity is a major factor but is not the only factor. Therefore, all recommendations are achievable and financially viable for Celtic Horizons.
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British Council for Offices (BCO) Best Practice Specification
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