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INTRODUCTION

Increasingly, major corporations and government agencies are realizing the strategic value of their office space as a tool for maintaining a competitive edge.  They are developing workspace that better supports their organization's mission and strategic plan, serves the needs and work practices of its employees, can be quickly and inexpensively reconfigured to accommodate change, is comfortable, efficient, and technologically advanced, and justifies its cost through the benefits gained.  These corporations and agencies are embarking on an adventure called the "Integrated Workplace," a collaborative, multidisciplinary process that unites real property and strategic business plans, and responds to all the project stakeholders: workers and managers, and communications, information technology, human resources, and finance professionals.

The Office of Governmentwide Policy study entitled The Integrated Workplace:  A Comprehensive Approach to Developing Workspace describes how the work environment has a profound effect on the people using it.  The workspace affects the health, comfort, and ultimately, the productivity of those using it.  How it is developed can greatly affect the cost of managing the space, and can play an important role in attracting and retaining high-quality people.

The Integrated Workplace process is a more inclusive workplace design approach that focuses on integrating business strategies, user needs, and space planning into one effective strategy for defining and providing workspace to better meet the current and future needs of an organization.  It is also a process that does not lend itself to the "one size fits all" approach of traditional space standards, but is tailored to the specific needs of each group within an organization, looking at what is best suited to the tasks at hand.

The basic elements of the Integrated Workplace are the People who use it, the Space that houses them, and the technology Tools that support their work.  These three elements must be considered as an interactive whole in order to provide high-performance workspace.

Flexibility  - to accommodate individual work styles and future organizational change - is one of the most important elements of any workspace.  In today's buildings, flexibility may mean under-floor access to all workspace services, maximum user control of the work environment, mobile furniture and technology, and building utilities that are everywhere, reconfigurable, and expandable.

The "office of the future" can, in fact, be built today through an integrated design and construction process that yields flexible space.  The real challenge for the Federal Government will be in determining how to accomplish this.  It will require high-level support, customer demand for affordable, high-quality space, and better assessment and accommodation of workplace requirements.  The challenges are great and the stakes are high. The future of the Federal Government, to a great extent, depends on the quality of the new people that can be attracted to public service.  One critical component of that future will be high quality, high performance workspace.  The challenge and rewards of more productive office space can be as close as your next project.  Welcome to the exciting and challenging world of the Integrated Workplace.
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USING THIS PLANNING GUIDE

The Integrated Workplace (IW) process is more than a codification of good design practice.  Its focus on business and work processes to define not only the physical space characteristics but also overall workplace strategies makes it a more comprehensive, strategic approach to design.  While the Integrated Workplace process can be accommodated within most project budgets, it may require more commitment, additional effort, and new skills within the organization and the project team to define, develop, and communicate the workplace needs and translate them into workplace strategies and physical space.

This workplace-planning guide is a companion to our 1999 publication entitled The Integrated Workplace:  A Comprehensive Approach to Developing Workspace.  It includes questions that will help you in developing a more comprehensive workplace strategy that is effective for your organization.  The guide is organized by the typical project development phases – planning, implementation, and post-occupancy management.  The process itself and results may vary based on the organization's specific needs.  Therefore, this guide is not presented as a procedural checklist, but more as a series of questions to initiate a dialog on workplace issues.  There are often no "right" answers, but perhaps correct paths.  So feel free to add, delete, and improvise on the format where appropriate.

Defining the motivation and goals - the "why" of the project - in business terms is the first basic step.  If you have not prepared a business plan that establishes clear goals and tactical strategies to achieve them, you should do so.  Without it, you will not have the proper foundation on which to define and support your office space needs.  This guide's focus is on creating productive workspaces.  In order to succeed, it is imperative that you have an understanding of your long-term business goals.

Once you have defined your organizational needs, you should develop an implementation plan to identify the work strategies and physical space needed to meet them.  You will need to carefully choose a project team and define roles for each of the members, including a steering committee comprised of people representing all spectrums of your organization.  As with any new process, the Integrated Workplace design approach requires the leadership of highly skilled, knowledgeable professionals, chosen either from your staff or from outside consultants. In either case, the project team needs to have the right mix of skills, experience, and commitment if your Integrated Workplace project is to succeed.  The questions listed below, while intended for use by the organization and project team to raise important issues, should also be used to help evaluate the skills and experience of the professionals under consideration for the project.

Establishing open and accessible methods of communication to keep all stakeholders informed throughout the process is critical to project acceptance and success.  As you progress though the design, it is crucial that both initial decisions and project revisions be weighed against your original goals and requirements to assure you end up with what you need.  Once the project is finished, you should evaluate the results and capture any lessons learned that can inform future projects.  You must also monitor conditions and make changes to assure the highest performance from your new space.

Finally, before jumping into the project with this guide in hand, we suggest the principal project stakeholders become more familiar with the Integrated Workplace process, and that they read the full report referenced above.
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PROJECT PHASES

Getting It Together: The Planning Phase

In this phase, your organization should examine its mission, the reasons for the project, and the expected outcomes against which you can measure project success as you develop strategic space requirements.  The questions below will help you consider how you do business today and how you would like to be doing business in the future.  Most importantly, they will help you think about how space and technology can support making your business plans a reality.

Even if your organization cannot implement changes in your work processes and space configuration at one time, it is important to incorporate these Integrated Workplace principles in your strategic planning.  This way, as work process, space, and technology changes occur over time, they can be evaluated for consistency with your long-term goals, and funded accordingly.

Implementation strategies you may wish to consider for this phase include team meetings, group workshops, process analyses, surveys, studies, and interactive presentations.  Project team skills required for this phase include strategic business planning, facility programming, workshop facilitating, organizational design and behavior, and space planning.

People Considerations

Successful change requires expertise in human performance and its relationship to the strategy, technology, and process-related elements of your organization. It also requires a range of approaches and methodologies encompassing all aspects of a transformation - from changing workforce behavior to establishing new leadership teams. Your human resources and organizational management experts will help you focus on staff and core business issues, examining such critical processes as organizational culture, information technology, logistics, customer relations, finance, administration, and change management.  They will help you identify barriers and opportunities in your office and help manage its transformation.

Before you even start to discuss what kind of space you need, you need to understand why change is needed. Try to define your organization and its work processes by asking questions like the following:

Who are we?
· What is our organization's history, how do we define ourselves today, and where do we need to be in the future? 

· Who are the people who work in our organization and what is important to them?  What is there motivation for working here?  What best defines the organization and the way we work?  What is important for attracting and retaining the best people?

· What is our rate of staff turnover?  How often do people move within the organization (called the churn rate)?  What are the reasons people move or leave?  How do we compare to other organizations?
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· How well will our staff accept and adapt to workplace changes such as the use of alternative office strategies and new technologies?

· How do people work together and communicate in our organization? 

· Is there union representation?  If so, how will we involve them in defining the new workplace?

What do we do?
· What are our organization's mission and our goals?  Has our mission and business case changed, and how will this affect us in the future?

· Who are our customers?  Are they internal, external, or both?

How should we manage change?
· Have we established methods and benchmarks to measure performance?  Are we currently meeting our goals?

· How can we improve our organization's performance?  Are special measures needed to assist people in meeting current or changing business needs?

Do we need new space?

· Is new office space one of the critical components needed to maintain or improve our organization's performance?  Are there other, more important factors (such as business processes, organizational structure, work strategies, and workplace culture) that should be addressed prior to, or in conjunction with, developing new space?

· What are the major goals of this workspace project?  Are they to support current business needs, help initiate and support fundamental organizational change, attract and retain employees, consolidate operations, provide better customer service, create a new image, help achieve or maintain a competitive edge, etc.?

· Will this project provide direct financial benefits such as lower reconfiguration costs, space savings, etc.?

· Will new space help increase staff performance?  Improve employee satisfaction?

· Will this change provide the amenities important to our valued employees? 

· Are there critical, business-driven time constraints for the project?

What type of people do we need to develop a new workplace?

· Who should be on the project team?  What type of expertise is needed to determine this organization's people and work process needs?  Consider people with expertise in design (architects, interior designers, space planners, engineers), facility management, human resources, finance, marketing, information technology, and communications.  Don't forget representation from the space occupants themselves.

· Do we have in-house staff who can guide this effort?  List them and define their duties.

· Do we need outside assistance for this project?  Identify the types of skills needed that cannot be provided by in-house staff.

· Do we have team expertise in translating organizational strategies and work practices into programmatic requirements?  In helping people cope with change?  In determining our data and communications needs?
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· What procurement strategies are most appropriate to satisfy the project’s objectives, schedule, and budget, and do we have the right procurement specialists involved?

Space Considerations

Once you have verified the need for new workspace, your design and construction experts will help you evaluate the physical space changes needed to support your new operation.  Their services, depending on the scale of your project, can include feasibility studies, master planning, site selection, environmental impact engineering, interior design, architecture, engineering, construction management, contracting, leasing, operations and maintenance, and property management.

Consider what attributes of the physical work settings will best suit your organization in achieving your mission and goals.  Ask yourselves:

What sort of information do we need to make decisions?

· Do we have a strategic business plan that can be used as the basis for setting workplace goals?

· Do we have a process to translate business goals into programmatic requirements?

· Are there any mandated requirements for this project, such as codes, standards, requirements, or procedures?  If so, identify and list them.

· What sustainable (green) requirements apply to this project?  Identify and list them, and decide how they will be implemented.

· Do we have baseline data to use for benchmarking the effects of the new workspace? 

· Do we need special tools to assist in data collection and analysis (e.g. questionnaires, space survey and analysis tools, design analysis tools, etc.)?

Where does our operation need to be located and why?

· Should it be located in an urban, suburban, or rural location?

· Should the location(s) be near our staff's homes?  Near our customers?  Near public transportation?

· What workplace features will serve our workforce needs and support work site strategies such as mobility, telework, communication, etc.?

What type of space requirements will meet our current and future needs?

· Does the current space present barriers to accomplishing critical work tasks?

· How do we work - individually, in teams (short-term, long-term, or multiple teams), or a mixture of both?  Do we work locally, remotely, both?

· What combination of privacy or openness will work best for us?

· What individuals and groups should be adjacent to each other?

· How can our space be best distributed to accommodate our needs?  How much should be centrally located or provided in remote locations such as satellite offices or homes?  Is "virtual workspace" a possibility?
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What are our security needs?

· What level of security is needed for our office?

· Do we have special security requirements?

· How will our security be provided and what role will the office space play in the security program?

· How will security measures affect our image and how we work?

Technology Considerations

Your technology experts will help you identify appropriate tools for your workplace with network consulting and analysis, LAN/WAN engineering and design, systems integration and installation, network administration and help desk services, systems procurement, and software engineering.

As you think about how you would like to work in the future and consider the environment which best suits that style of work, imagine how information technologies will be integrated into the new office and how they will work together.  Ask yourselves:

What technology do we need?

· What technology tools do we need to accomplish our work and carry out our mission?  What type of communications and data technology is available, and what can best serve the needs of the organization and individual users to maximize performance?  Consider traditional, leading edge, and bleeding edge technology, then decide, based on life-cycle analysis, what will best support current and future work practices.

· What is the maximum amount of flexibility we can afford?  It will be needed to deal with inevitable changes down the road.  If you can provide technology infrastructure that can be easily modified, you can reduce the cost of installing redundant systems and wiring at initial build-out to fund more flexible systems.

· Is your technology part of a comprehensive systems design approach?  Consider the interaction of all systems to determine the most cost effective and reliable alternatives.

How can technology support all the ways you will be working?

· Where will employees be working?  In centralized office space, remote locations, or both?

· What types of data and communications technology are suited to your needs?

· What type and level of technical support will you need for your technology (manuals, training, help desk, on-staff people, seat management, etc.)?
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GETTING IT DONE:  The Implementation Phase

Once you have identified the major goals of your Integrated Workplace project and have considered some of the spaces and technologies needed to reshape your office, you can proceed with design development and construction of your new office space. Implementation strategies for this phase may include data collection, site visits, planning meetings, design workshops, staff interviews, work process analyses, change management counseling, space mock-ups, and project communication, such as newsletters and web sites.  Project team skills may include space planning, architectural design, engineering, project management, facility management, information and communications technology, marketing, finance, organizational management, meeting facilitation, communications, building construction, and move coordination.

Keeping in mind your strategic plan, the workplace goals you have established during the planning phase, and where you think your organization should be in the future, think about the following:

People Considerations

Who are the project leaders and stakeholders?

· Who is the project champion?  Define this person's role.

· Who is the project leader?  Define this person's responsibilities.

· Do we have the right expertise represented on the project team?  Are all stakeholder interests represented?

· Who makes the final decisions?  Identify major areas of responsibility and who has authority for them.

· Who will be moving to the new space?  How will they be kept informed of project progress and changes?

· At what points in the design process are critical employee issues resolved, and by whom?

What information and training is needed by those using the new space and technology tools? 

· Are we providing ways to help people cope with and embrace the new ways of working?

· Will the project be implemented single or multiple phases?  Discuss the implications of each alternative.  With major workplace changes, using pilot projects to test outcomes before general implementation may be prudent.

· What employees/customers will work in or be serviced in the new workplaces?

· Have the types of work processes and tasks the new workplace must accommodate been identified? 

· How can you best use the space? Will people be performing different tasks in different areas?  Perhaps more shared space can be used, with specific areas for specific tasks?
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· Do you wish to encourage people to work more collaboratively?  How can the workspace foster teamwork and knowledge sharing?

· How should you promote this plan to your organization to ensure success?

· What are the time-critical issues (if any) that will help determine the schedule for our Integrated Workplace project?

Space Considerations

· Is there an overriding design scheme for the space?  How will it express our mission and culture?

· Will the spaces provided support the processes and tasks you have previously defined?

· Have all the Hallmarks of the Productive Workplace been addressed? (See Appendix A for a description of the Hallmarks).

· What space elements will best serve our business practices, space configuration, and flexibility requirements?  Consider furniture and building systems (structure, HVAC, power, data, communications, lighting, and security).

· Does workstation size and configuration support your requirements, including work tasks, ergonomics, equipment, materials, storage, accessibility, etc.? 

· How are security issues being addressed in the space design?

· How are noise and privacy requirements being addressed?  (Finishes, divider heights and acoustic properties, sound masking, room dividers, isolated meeting rooms and privacy spaces, etc.)

· To what extent can the occupants control their heating, cooling and ventilation?  Are zones small enough to provide proper control and future flexibility?  Can individual controls be provided at each workstation?

· Does the lighting design provide maximum user control, minimize glare, take best advantage of natural light, and minimize energy use?

· Will mock-ups be useful in getting user feedback and consensus for the new workplace design?

· Are sustainable design requirements being addressed to the maximum extent possible?

How can we provide flexibility to accommodate future change in a way that maximizes efficiency and productivity?

· What is the most flexibility we can afford?  What are the best ways to achieve this (e.g. use access floor, plug and play technology, freestanding furniture)?

· Will the workspace fully support individual configuration preferences and different space layouts?  Can the individual workstation components, the furniture in the space, the phone and computer cabling, lighting fixtures, and ventilation controls and diffusers be quickly changed to accommodate space reconfiguration?  Will churn costs be reduced?
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· Are all workplace components being considered as an integrated design solution rather than an amalgamation of separate systems?  What cost and operating efficiencies can be gained through an integrated systems approach?  Are decisions being based on life-cycle costs?

· What are the least number of workstation prototypes that will serve our purposes?  Is a universal space planning approach appropriate?

· Will your new office space support at least three unique space configurations without requiring major alterations, costs, or time delays?  Ask your designers to show you how it can.

Technology Considerations 

· What technology will best support the way we are or should be working, and will the furniture, office space, and building systems accommodate it?

· Do we have any special or unique technology needs?

· Have we asked the staff what type of technology they need and ascertained what training they will need? 

· Do we need to accommodate alternative workplace strategies (such as hotelling, telework, or virtual offices), and how does this affect the central office workspace?

· What communication capabilities do we need - telephones, e-mail, LAN, WAN, internet services, etc.?

· Is there enough infrastructure flexibility to accommodate unknown, future office technology needs without major space disruptions?

· Can our needs be met using off-the-shelf rather than custom systems?

Performance Measurement Considerations

· Have we established the criteria for determining workplace success and develop performance measures to track progress and achievement? Some measurements of workplace effectiveness to consider include: productivity (turnover, absenteeism, self-assessment, correspondence volume, time-tracking devices, customer demand, downtime, staff surveys), churn, operating and maintenance costs, cost per person, cost per square foot (or square meter), cost per square foot (or square meter) per person, and customer satisfaction surveys.

· Do we have benchmark data specific to our measurement needs to serve as a baseline for judging future performance?

· What is the process for identifying and modifying the workplace in response to new needs after the initial work is done?
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GETTING FEEDBACK: The Management Phase

How will you know if your new workspace is performing well?  You must develop information on how the workplace operates and, either quantitatively or intuitively, evaluate its affect on the organization.  Implementation strategies for this phase may include satisfaction surveys, behavioral studies, data collection and analysis, user interviews, focus groups, electronic bulletin boards, and inter-office web sites.  Project team skills useful for this phase include organizational management, business consulting, behavioral science, statistics, change management, space planning, counseling, facilitating, facility management, and project management.

How do we make the best use of the workspace to maximize performance? 
· Have we developed space use protocols with consensus from all occupants?

· Have we provided the space users with a "Workspace Users Manual" that might include:

· Ergonomic guidelines; use of office tools such as computer hardware and software, furniture, phones, voice mail, the LAN, etc.

· Workplace protocols, such as phone "etiquette,” acceptable noise levels, rules for impromptu gatherings, use of shared facilities, workstation privacy, common hours, housekeeping, and gathering feedback.

· What type of orientation program will assist our staff in becoming familiar and comfortable with new work processes, new technology, and with their new workspaces?  Will special training will be required?

· Have we reviewed the criteria for success established at the start of the project and developed methods for measuring project performance?  Ideally, using benchmark data from similar organizations will provide you with comparative data and indicate useful performance measures. 

How do we monitor and evaluate workplace performance?

Monitoring is the act of continuous observation of specific factors, such as customer satisfaction and worker morale, to see if they are the way you want them to be. Evaluation is cyclical analysis of information to determine whether certain expectations were met. Implicit with monitoring and evaluation is providing responses to address important issues.  Based on the performance criteria you developed in the planning phase of the project, ask yourselves: 

· Who is collecting and analyzing measurement data?

· Have all project requirements been successfully addressed in the final workplace design?  To what extent are our organization’s goals supported by this project?

· How effective has the change in work practices and space use been communicated to all staff?

· What are other outcomes (good or bad) of the project beyond those originally considered or specified?

· Are there business or space needs that have not yet been addressed?

· How can we deal most effectively with either perceived or real project deficiencies?
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· What changes are required now or in the future to best serve the performance of our mission and work practices? (Ask this at least annually.)
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IN CONCLUSION

We hope this guide will be of value as you start to think about developing your new workplace.  Applied systematically, this approach will allow you to develop workspaces that go beyond simply meeting minimal requirements (or worse, not meeting them at all), to providing you with a powerful, strategic tool for achieving success.

For further information on the Integrated Workplace and other real property issues, you can visit the GSA web site at www.gsa.gov and search on the term “Integrated Workplace,” or call the Office of Real Property on 202-501-0856.  Our publication The Integrated Workplace:  A Comprehensive Approach to Developing Workspace is available through the web site or in hard copy upon request.  We encourage you to contact us if you wish to discuss workplace issues or share information and experiences about your workplace projects.  We can also post information about your Integrated Workplace projects on our web site.

In order to better serve your needs, we encourage you to provide us feedback on this publication by either sending in the survey form on the last page, or sending e-mail to rob.obenreder@gsa.gov.

Good luck in your new workplace adventure!  Let us know how it turns out.
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APPENDIX A

Hallmarks of the Productive Workplace

Spatial Equity:  The workplace is designed to meet the functional needs of the users by accommodating the tasks to be undertaken without compromising individual access to privacy, daylight, outside views, and aesthetics.  

Healthy:  The workplace is housed in a healthy environment with access to air, light, and water, and is free of harmful contaminants and excessive noise.

Flexible:  The workplace configuration adapts to typical organizational and work process changes but can also be readily restructured to accommodate major functional changes.  

Comfortable:  The workplace allows workers to adjust thermal, lighting, acoustic, and furniture systems to meet personal and team comfort levels.

Technological Connectivity:  Workplaces on-site (e.g. team space, conference/multimedia space, hoteling space) and off-site (e.g., telecommute center, home office) allow easy communication among distributed coworkers while allowing simultaneous access to data.

Reliability:  The workplace is supported by state-of-the-art HVAC, lighting, power, security, and telecommunication systems/equipment that require minimal maintenance downtime and are designed with back-up capabilities to insure minimal loss of service.

Sense of Place:  The workplace has a unique character, with an appropriate image and identity, enabling a sense of pride, purpose, and dedication for both the individual and the workplace community.
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