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Executive summary 

This report looks at how working in an agile way effects a business. It develops an understanding of what agile working is as well as go through the perceived positive and negatives of implementing the process. It then gives suggestions of what it will take to fully embrace agile working.

In order to get a thorough understanding of the topic a variety of secondary research in the forms of articles and reports were identified with an emphasis on getting real life examples of companies that have implemented agile working. Interviews were conducted to a variety of staff within the People Services section of Carmarthenshire County Council in order to get an understanding of how agile working is currently being used in the Authority.   

Results show that agile working has the potential to help both employees and the organisation as a whole. The research collated shows that if done right there is huge potential for CCC to benefit from rolling out agile working. However, the primary research conducted does show there are steps to take before agile working can become successful at CCC.

The report give a clear understanding of the reasons why working in an agile way will help improve productivity at CCC. It gives an outline what it takes to successfully implement agile working and any barriers that are currently preventing the process being filtered out to all staff.

Recommendations include:

1. Ensuring technology is available that allows staff to work agile.
2. Managers are fully on board to implement agile working.
3. Staff understand the benefit to both the employee and company of working agile.

[bookmark: _GoBack]The limitations of the report are the sample size of the primary research is potentially quite low. In order to get a greater feeling of the current process at CCC it could have been improved by interviewing more staff. Also, the time frame played a part in the fact the interviews were not done face to face but rather sent via e-mail. In some cases the secondary research conducted could be deemed outdated. 
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[bookmark: _Toc520212762]1. Introduction (terms of reference)

Working in an agile way that reduces costs, as well as giving employees a better work life balance, and an increase in job satisfaction is prominent in the today’s business world. As an organisation Carmarthenshire County Council (CCC) has been instructed by the Chief Executive to look at ways to develop new ways of working that are fit for the times. As a result this report will look to critically analyse the affect agile working has on a company. It will look to use existing research that will show what it means to work in an agile way before exploring the pros and cons of agile working. It will then use both primary research in the forms of interviews as well as secondary research from existing data into the topic to give an idea of how best to fully implement an agile workforce that satisfies the needs of the business as well as looking at how it is currently used. From the data collated there will then be recommendations to assist CCC in updating their process when it comes to agile working to ensure the best chance of it being successful.  


[bookmark: _Toc520212763][bookmark: _Toc520212764]2. Literature Review

2.1 What is Agile Working?
In order to be able to analyse the affect agile working has on productivity within CCC, and to look at developing the process to gain maximum advantage there must first be an understanding of what Agile Working is. In an article on The Agile Organisation, Allsopp (2018) gives his take on what Agile Working is and how it has developed. He states that organisations have changed from working in a flexible way which satisfied statutory obligations to being pro-active and working in an agile way in order to move with the times. He goes on to say that the Martini adjective is often used to describe Agile Working with it being, “anytime, anyplace, anywhere.” Allsopp also states that regardless of where an employee works whether it’s at home, in a touchdown area or hot desking by putting trust into staff the main concern should be the value they are adding to the company rather than where they are carrying out their duties. McNestrie (2016) gives an insight into how BT were one of the first companies to fully embrace Agile Working. He states that Agile Working is, “flexible working that is extremely flexible.” He claims BT embraced Agile Working as a result of looking at the old ways of working where an employee had their own desk and deciding that it was outdated. In order to keep up with consumer demand as well as reduce unnecessary communing costs BT conducted research before reinventing their work processes. Jervis (2017) gives further clarification of what Agile Working is and how it differs to flexible working. He states that where flexible working is more around giving employees some scope with what times they work, agile working gives staff full flexibility to plan how, when and where they work. In a research report for the CIPD, Zheltoukhova (2014) looked at how the changing needs of employees has resulted in a need to adapt historic work processes. She concludes that as a result of this there is then a need to work in an agile way that helps develop a better work life balance for staff.  
2.2 Positives to working in an Agile way?
To grasp whether working in an agile way makes business sense for CCC there is a need to understand what positives there are from agile working. Hickman (2014) states that both Lloyds Banking Group and Willis International concluded that working in an agile way profited their companies. Hickman references Lloyd’s director Fiona Cannon as stating that working in an agile way not only reduced workforce costs for her company but also increased sales. Hickman also quotes Willis International HR Director Ian Cutler as saying, ‘agile working has helped the insurance firm operate more efficiently as it broke down siloed working.’ In an article for the Harvard Business Review, Rigby et al (2018) suggest that although changing to an agile way of working should be done in small steps the positives from implementing it are worth the transition. They conclude that working in an agile way helps a company deal better with an ever changing environment. They also claim that it helps to improve financial results as well as improving the satisfaction of both the employees and customers.         
2.3 Negatives to working in an Agile way?  
As well as looking at how working in an agile way benefits a company it is important to understand the negatives. Meves (2016) gives examples of what problems agile working could give an organisation. She states that an employer would need to fully understand the effect on an employee’s contract when authorising an agile workforce. This is because on a contract of employment the work location is stated so if an employee does work from a different locations it could cause problems when it came to issues such as redundancy. She also states that if an employee works in segregation too often it can affect their state of mind which can result in having a serious impact on their mental health in the more serious cases. Price (2018) concurs with Meves that working alone can affect an employee’s health. He quotes Brother UK’s managing director Phil Jones in stating that, “Some people who don’t work in an office can feel very isolated.” As well as this Price claims that staff who don’t spend their working day in an office may not feel a part of the team and will worry that it will affect their career development. Price also suggests that staff would need to be equipped with sufficient WIFI and other technological equipment that allows them to fully complete their role regardless of their work location.  
 2.4 How to go Agile?
Having looked at the positives and negatives of working in an agile way it is imperative that CCC understand what it takes to embrace agile working whilst still delivering an excellent service. Ahlbäck et al (2017) state that one of the main aspects of working in an agile way is by changing the culture within an organisation. They state that it is the responsibility of the leaders to have a clear vision of what they want to get out of working in an agile way and decide how they are going to affect the change by devising a structured plan and timeframe of how they are going to implement it. In order to ensure that agile working is a success Crocker et al (2018) state the emphasis is on a company to identify organisational silos and ensure that they do not have an adverse effect on change. As sections and departments do often develop strong relationships it is important that employees from different areas of the business come together in order to meet the overall business objectives. In an article in The Guardian, Tims (2010) discusses how companies such as Toyota, Sky and BT were forward thinking in their approach to agile working. She sates that by ditching the need for hierarchies and looking at the performance of staff it will aid the business to move with the times and increase productivity. She states that by having a more flexible workforce and detaching from the norm it will allow an organisation to evolve. In an article on the CIPD, Green (2019) discusses the importance of an organisation ensuring that technology is up to standard in designated agile working areas in order for staff to undertake their role effectively. She goes on to suggest that it is important that staff who do work in an agile way are still made to be feel part of the team by ensuring they remain in contact. As well as this she states that there needs to be an understanding that just because a member of staff is not in the office does not take anything away from their contribution to a company and that all staff need to be made aware of this. 


[bookmark: _Toc520212765]3. Methodology 

In order to answer the question on agile working it was decided that various secondary research in the forms of reports, journal articles and research projects on agile working would be utilised. As well as this primary research would be conducted in the forms of interview questions being sent to a selected batch of staff via e-mail. In order to get a wide range of data from all areas of people services it was decided that at least one member of staff from each team within the section would be interviewed. Each member interviewed was asked in person if they were happy to answer the questions and given a brief outline of the project before being sent the questions. It was hoped staff could have been asked the questions on a one to one basis however with time constraints and work commitments it was decided that the best way to be able to get the information as quickly as possible from a diverse employee selection was to send the questions via e-mail (Appendix 1). Other research modules were considered such as a questionnaire but it was deemed that in order to get a clear grasp of staffs dealings with agile working it would need more qualitative data. As a result a focus group was also considered however it was thought that staff may not give a true reflection on their experiences with others present so it was concluded that interview questions (Appendix 2) were the best route to take. 
[bookmark: _Toc520212766][bookmark: _Toc520212767]4. Findings/Discussion
A clear barrier to implementing agile working at CCC is technology. All of the employees interviewed stated that they had some kind of problems when working agile, whether it was connecting to a network or not having the correct equipment to be able to do their job. However, it does seem that the staff who have not worked in one of the agile working touch down bases do have a misconception of what facilities that are available. This is evident from one of the interviews when an employee stated, ‘there is no phone facility on the laptops so when working agile you are unable to make calls unless you use your personal mobile.’ This is not the case as each agile working area has phones you can log into and screens you can connect your laptop to. The main issue which is evident from nearly 50% of the interviews is the fact that there simply aren’t enough phones and screens. This means if the areas are full then staff would then need to work off their laptop. Another barrier which is clearly evident from the interviews conducted is that some managers are not willing to fully embrace agile working. Although all staff in people services are classed as ‘agile workers’ it’s evident that not all staff are allowed to work from different locations. This then results in a bad feeling towards staff who do work agile which is documented from one of the interviews where they state a barrier to agile working is a, ‘perception from some staff that it’s a perk, whereas it’s an environment for improved productivity and staff retention.’ From the research there is distinctive evidence that staff who have worked agile or work agile on a regular basis look at it in a very positive light. Not only do they clearly state that it saves a great deal of travel time and mileage costs but it allows staff to provide a better service which is stated in an interview when an employee says agile working allows, ‘Far more productive than working from a fixed base.’ A concern of staff working agile is that if there are too many staff working outside the main office base it can result in staff left in the office having to take on any general queries which adds to work loads. This is evident in an interview where an employee states, ‘I have found that as the person who is generally in the office, I tend to get the generic queries/calls from the public/questions from the team which can feel like an added workload.’ Also, the fact that if staff don’t come into the office and see each other regular it is suggested in a few of the interviews that it has affected morale. One of the main themes to come from the interviews is that there doesn’t seem to be an overall shared view on what agile working actually is. Although staff do clearly state that working agile is working from another location many don’t seem to understand that it’s designed to help both the organisation and the employee. It seems that staff have been given a view on agile working with four staff interviewed stating that agile working was, ‘not home working.’ As seen from the secondary research in particular Allsopp (2018) the ability to work agile is to be able to work, ‘anytime, anyplace, anywhere.’ This would then include working from home if facilities such as WiFi were available.





5. Conclusions 

The research shows that in order to fully implement an agile workforce at CCC there are areas of the current process that need to be adapted. Although when used it shows that agile working has had a positive impact on the organisation as well as staff that have been practising it there still seems to be a stigma around the benefits of working agile and whether or not it should be rolled out to all staff. There are clear differential views from different teams/managers when it comes to agile working which need to be discussed and addressed before agile working can be fully embraced by CCC. It is evident that some managers are reluctant to embrace change and put full trust in their staff when it comes to agile working. The evidence from the report does show that agile working although in its infancy is going to be the way companies work in the future and so as the largest employer in the county Carmarthenshire County Council will need to adapt their working practices to evolve with the times and new way of operating. 



[bookmark: _Toc520212768]6. Recommendations for change
1. Ensure that all agile working areas are fully equipped with a sufficient amount of telephones and screens in order to meet the demand of staff wanting to use them.
1. Managers of all teams in People Services to meet up and discuss the positives and negatives of Agile working before filtering down to teams of the vision going forward.
1. Ensure that all staff understand that regardless of where someone is working they are still a part of the team with the primary focus of delivering an excellent service. 
[bookmark: _Toc520212769]Limitations
 
As agile working is relatively new to the working environment and with the business world moving at such a fast pace any evidence collated from more than a year or two ago could be deemed at outdated. As well as this the sample size from the primary research was relatively small. Although at least one member of staff within the People Services section was interviewed as part of the project it could be claimed there wasn’t enough staff interviewed to give a better understanding of the current situation with agile working in Carmarthenshire County Council. Giving the opportunity to delve deeper into the project goal there is potential to interview staff from the whole organisation which would perhaps give a different light on the feeling of agile working in the Authority.  
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Appendices (if used)

Appendix 1
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Appendix 2

Agile Working Interviews
As part of my CIPD course I am conducting a research project which aims to critically analyse the affect working in an agile way has on productivity, and how it can be developed in order that the needs of the service are continued to be met. I aim to put together the information from this primary research to draw out some conclusions on how the current practice is working and also identify recommendations that could help to improve the process. 
Role in Organisation:  HR Advisor 
1. What is your definition of agile working? – working in a way that enables you to work away from a fixed workstation to better suit the needs of the organisation/service and benefits the work-life balance of the individual 

2. Please give details of when you have worked in an agile way? – I tend to work from home at the start or end of the day if I have an early or late meeting in a school. Agile working enables me to access my laptop whilst out in meetings, as long as the network connection allows it! I have also worked from other CCC locations before and after meetings, although I’m not always sure where the agile working rooms/spaces are. 

3. Please give details of any problems you have encountered whilst working agile? – I tend to work with schools and often accessing the network is difficult. Some schools require you to have a password to access their wifi and not all a willing to provide it. Not all work locations have any/sufficient agile working spaces/rooms. The vast majority of the schools I work with are rural and if I wanted to work agilely before or after a meeting, I would be unable to do so due to geographical location. 

Since the team have been working agilely, I have found that as the person who is generally in the office, I tend to get the generic queries/calls from the public/questions from the team which can feel like an added workload. Whilst the rest of the HR Advisors take their own calls, the general queries still tend to come through to the office. 
Personally, as the team are in and out so often, I don’t always feel part of a team and feel like my areas of work are my responsibility and mine alone. The colleague/camaraderie element of work has diminished. 
As someone who is often office-based, it can be very frustrating packing up your ‘desk’ at the end of the day when you know you’ll be back sat in exactly the same position by 9am the following morning. 
4. In your opinion what are the barriers from fully implementing an agile workforce? – When working with schools, geography and a lack of agile work stations are a barrier. Most corporate departments are based in the larger towns and agile working is therefore easier for the Advisors working with those areas. Access to information is also a problem – learning to work without certain paperwork is a challenge, but not one that can’t be overcome. Until the council becomes paperless, agile working will always be difficult due to access to the documents in the office etc. 

5. What benefits have you experienced by working in an agile way? – It can be beneficial in reducing travel time etc to and from the office before and after meetings, as I don’t need to come into the office first. 

6. What improvements to the current process do you think could help develop the service provided? – For me personally, it would be to share out the rural schools to give me more opportunity to work in an agile way. For the service, we need to move towards a paper-less office, or we will never be able to work in a truly agile way. More home working for those who have less opportunity to work from other locations. 
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