e Total Workplace

Evaluating the New Workplace:

Theory, Tools and Case Studies:
Co-creating the New Federal Workplace

Kevin Kelly, RA
Senior Architect,
GSA Total Workplace

San Francisco, CA.
April 20th, 2016

U.S. General Services Administration



e Total Workplace TOPICS.

1. GSA as Laboratory to study changing work patterns

2. What is the difference between the traditional and
new workplace?

3. The change in Federal Real Estate that GSA Total
Workplace is making: “Starting with seeds, ending
with Redwoods”

4. The DNA of Engagement: GSA Engagement research
methods and tools

5. The dangers of change without engagement and
on-site research

6. Doing it right: Efficiency, effectiveness and
experience at 1 World Trade Center )

U.S. General Services Administration



' U.S. General Services Administration
Total Workplace

 Portfolio:354 Million rentable sq. ft.
e 8,603 owned and leased assets
e Space for over 1,000,000 occupants

Presidential memoranda
Executive orders

OMB (money)

Political Pressure

Scarce resources

Different ways of working
Mobility, and...
it’s the right thing to do

SMART SPACE REDUCTION:
EMPHASIZE QUALITY OVER
QUANTITY TO SUPPORT
WORK !



Presenter
Presentation Notes
The current GSA Workplace Progtram, Total Workplace evolved from a research Program known at Workplace 20|20 that started in 1999. it dealt with increasing support for work in the new digital economy.  By 2010 the mandate to reduce space was introduced, but because we knew how to make a quality 21st century workplace, making it smaller with greater quality was very much in out ken. 


Total Workplace

USFS MATIDHAL WORKPLACE ENGAGEMENT
HATIOKAL WORKPLACE DESIGH GUIDELINES

FIREIT PTITESD 50 AMATN ETILT T

GSA - the “Federal Landlord”:
Laboratory to Engage a Vast
Range of Clients

FIELD OFFICE

* Portfolio:354 Million rentable sq. ft.  [SESCICHE: ’
e 8,603 owned and leased assets e

Space for over 1,000,000 occupants

' DFAS

E CLIENT AGENCIES
USDA
DHS,
USDA
FBI
TSA
US AID
National Park Service
DOS -0BO

A+ US Army,

National Logistics

US NNSA
SSA

NLRB

Peace Corps

% DOE

PBS Regional Offices

PARTNERS
Georgia Tech/ Carnegie Mellon/UC
Berkeley CBE

Gensler/Aecom (DEGW)/Studios/BPS/
NBBJ/Perkins and Will / Business Place
Strategies/HOK/ Interior Architects

REPORT OUT

HUD May 10-12, 2014
Workplace Engagement,
Denver, CO

US Coast Guard
US Courts

S| GSA Central Office

TSA

DOL

DOI BSSE

DOI grand Teton park
USFS

EPA

= USCIS

Census

State Department
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Presenter
Presentation Notes
Lots of clients. Lots of great partners…to manage a monumental portfolio !


% U.S. General Services Administration

the traditional vs the “New” Workplace

Designer
knows best

Co-creation requires
engagement

An iterative discovery process
To get the right fit



Presenter
Presentation Notes
The difference between the old workplace – dictated by experts like Water Gropius and the new workplace which to be “new” must bea result of interaction and co-creation.  The analogy of the opthamalogist examine:  when we get our eyes examined neither the patient nor the doctor knows the final prescription – it has to be arrived at together – not unlike the optimal design for a workplace
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destroying the workplace.
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Presenter
Presentation Notes
DON’T go there! If you don’t engage with staff,  you may end up in the New Yorker or Wash. Post!  These articles which are appearing now are the result of 1) poor design 2)poor or non-existent engagement 3) Lack of d how to support them.  understanding of work patterns (Below) when done correctly, it is clear that the open office is a marked improvement over the traditional cube farm
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Total Workplace

... AND JUST AS WITH PEOPLE, PRESCRIPTIONS CAN
CHANGE OVER TIME- FLEXIBILITY IS KEY

WHAT IS MY ORGANIZATION’S NEW WORKPLACE “PRESCRIPTION” ?

Criminal Investigation, EPA USDA N GSA |
ew

.
Old GSA : : SSA : Central Office |
I

I
|
|

Large workstations

Functional breakrooms
Lzrge private offices
Lzrge conference room

SEDENTARY /
PAPER-BASED
a31g9vN3
ADOTONHD3IL
/ 31190\

I PR |VATE“M E”I S PACE Credit: Emily Golembiewski 8


Presenter
Presentation Notes
The GSA methodology, which the agency developed with academic and private sector partners “prescribes” the proper mix of “me” and “we” space for the mission intended.  For instance,the old GSA CO which housed about 2300 workers in a very traditional way was to the left of the scale, but the new GSA space which is designed to serve about 4300 people in a non-assigned desking arrangement with reservations made digitally is all the way to the right. Secure tenants that do grand jury work, for instance are all the way to the left.  
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The landscape of the traditional rederal workplace

U.S. General Services Administration

GROUP “WE” SPACE
Focus booths

Team rooms

Small offices w/glass
Meeting tables

Smaller workstations
Touchdown space

7 m e S S .

P |VATE“ME" SPACE Credit: Emily Golembi ieweski

Herman Miller Research: Herman Miller Research:
Private office un occupied workstations are un- occupied

/7% of the time 30 -60% of the time


Presenter
Presentation Notes
Some fairly shocking facts:  the office as palazzo compared to the office as tenement in a New York Federal Building.  Aso illustrates the problem of having large private areas that people fill up with junk but which allows no space for collaborative work. 
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GROUP “WE” SEACE‘

Focus booths

Team rooms

Small offices w/g|a51
Meeting tables
Smaller workstation]
Touchdown space I

PRIVATE“ME” SPACE Credit: Emily Golembiewski !

~ The landscape of the €W workplace.

U.S. General Services Administration



Presenter
Presentation Notes
the area given over to individual workstations is declining shared space is growing as a proportion of the space budget
    comfort due to visual cues and proper acoustic design    right-sized allows variety of work settings 
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GROUP “WE"” SPACE
Focus booths

Team rooms

Small offices w/glass
luleehng tables

vorkstation

Large workstations
Functional breakrooms
| arce nrivate nffices

GSA TOTAL WORKPLACE METHODOLOGY: “PRESCRIPTION”

AFTER AN ACTUAL ENGAGEMENT, 299,
_ 32% FUNCTIONAL SPACE PROPORTIONS
CHANGE ,
20%5
1%5{ 0%

L o
I Office Workstation [llMeeting Space Support Circulation


Presenter
Presentation Notes
An actual in-depth example of an agency workplace results.  It had given up much of their collaborative support space to large workstations.  After the “eye examination” GSA concluded that they would be better served with a mild reduction in proportions of enclosed offices, but a twelvefold increase in the proportion of space alloted to collaborative support.


r
Lost opportunity in
a great puilding

en

Terrible
acoustics/wayfinding a
lighting

The Yates Building Analyss showedthe needfor lessless “me”and more"we" space
A
GSA USFS Headquarters

A B
| m
| m -
| W
| W~
-
GROUP “WE” SPACE
Focus booths
Team rooms
Small offices w/glass
Meeting tables
Smaller workstations
Touchdown space
PR'UATE”ME” SPJ":"«.CE Credit: Emily Golembiswski
i-_ -‘ . .
i .-
ﬁ’i{il = | =
et (- b |
» (W1l = S&collaboration spaces
E] - 8 private offices 6 x 6
s workstations



Presenter
Presentation Notes
Before and after Yates building then and now:  What a better prescription looks like.   In the concept plan for Regional offices in the National engagement for the same (USFS)  agency, look at the very generous amount of collaborative space (bottom) that is allotted in the recommended plan.  Notice also how these various size and type of  collaborative space divide work station areas to avoid a sense of “ sea of workstations” and instead introduce neighborhoods 
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Total Workplace
GSA as a Laboratory to Develop “Prescribing” Tools

GSA Sound _——
Matters: http://gsa.gov/portal/mediald/172515/fileName/GSA
Sound Matters (Dec 2011) 508

SOUND MATTERS

How to achieve acoustic comfort in the contemporary offica

Produced by GSA Public Buildings Service

J L‘ December 2011

5
5

SUSTAINABILITY MATTERS
WORKPLACE MATTERS
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Presentation Notes
We have developed and are continuing to develop tools for both the Government and the private sector to use.  For instance the “ short and sweet” GSA Sound Matters ws developed ot address the No. 1  complaint about open space:  Poor acoustic comfort but we also found that one of the main components of acoustic discomfort, high partitions, was largely responsible for dissatisfaction in the other two main areas of concern ( see pie chart).  Currently the Agencyu is working on publications like this for lighting, HVAC, change management etc.  

http://gsa.gov/portal/mediaId/172515/fileName/GSA_Sound_Matters_(Dec_2011)_508
http://gsa.gov/portal/mediaId/172515/fileName/GSA_Sound_Matters_(Dec_2011)_508

GSA Workplace Scorecard Spatial Performance Measurement Tool
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SAME SPACE: (Next page)
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RIGHT
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Presentation Notes
GSA realized early on that decision makers are often motivated by scores (The old you can’t manage it if you can’t measure it dictum of Peter Drucker) .  Therefore we organized an score card around the 7 key elements of a productive workplace.  This measures the ability of the FACILITY to support 21st century work.  Showing the difference between what you have know ( above) compared to what you could have if the recommendations were followed is very convincing.  The spider diagrams at left show the greater extent to which the after space “fills up possiblke improvement with regard to the seven h”Hallmarks of an effective workplace” 


B

Balanced Scorecard Organizational Performance Measurement Tool

* Efficiency
* COSt, resource

o Effectiveness
* People,
* Productivity

Employee
Experience

* [dentity,
 Human factors



Presenter
Presentation Notes
In conttrast to slide before, this tool looks at specific actions that overlap the “DNA of an efrfectve engagement, Efficiency, Effectiveness and Enhanced experience with Balanced score card organizational measures.  The idea is that even a workplace that scores high on the GSA Workplace scorecard fdor facilities can still not perform well if the organization’s goals are not well aligned. 
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GSA Process for Deploying Tools to Inform Design (POE May Follow)

Workforce Analysis
Activities

Leader Interviews

Employee Surveys

Employee Focus
Group

Findings

Direction of Agency/
Exterior Drivers

Work Patterns/ What
elements work / What
doesn’t work

Verify survey results/
engage with staff / feed
results back to leadership

Outcome

Direction to
designers and to
offerors to
achieve good
“fit”...

16


Presenter
Presentation Notes
Evidence based design and engagement leads to better outcomes and greater satisfaction with outcome.  Buying a house on the way home analogy.  
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From Seed to Redwood: THE VALUE OF PILOTS

BEFORE AFTER
PILOT PILOT
* $2,000,000 yr.
P2 . e — + $990,000 yr
) . Research: Found Gray space was “given rent savings
Ve.ry onv organization’s  work back” and backfiled. o 24 year
utilization pattern a miss-match Plan  much  more payback
in space provided pleasant and functional

270 usf/pp LR 106_psf/ pp



Presenter
Presentation Notes
How a pilot project improved the utilization of space dramatically, along with the reported performance of the space,  to save taxpayers almost  amillion dollars a year for a space reduction of 11,000 usf in the expensive downtown DC market.  This spurred a look at the entire DC DHS region (next slide) 
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SEED TO REDWOOD: THE VALUE OF A SUCCESSFU L PILOT

REGIONAL
PILOT National Capital Region(NCR): 24,000 surveys GIO
MODEL sent to employees of 10 components in DHS ! MODEL
TAYLORED TO 10
HALF-FLOOR

AGENCIES WHICH ALL
GIVEBACK WORK DIFFERENTLY

Imagine if...

we reduced our current Planning USF/pp for DHS NCR:

om219 USF/pp ‘ to 154 usr/pp

Assuming no — g _,, = 1)
growth in peop|E, 2 - 1 Open Teom area 4.5 erson) [l arge Mecting (1328 Person) [l Bresk Area
DHS NCR would
T .
be able to save Million SF $7SIOOOIOOO yr'
rent sawngs T rent savings in NCR

e 2+ year payback
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Presentation Notes
Self explanatory 


)
Pilot 24,000 surveys to 10 DHS Agencies Regional After study, adopted as the basis for the DHS National
: Model National space policy in November of 2014 Standard

D L From Pilot, to Regional
Pexforwmance

Eetsgmeg 1 coo Guidelines to National

A
TITwnspi ra_‘\'lom

PR Guidelines -25%

JUCC&SS

Achievewment

T Space reduction minimum

From sub- agency pilot,
to National Guidelines to
1700 offices of the USDA
Nation-wide -25- 50%

NATIDNAL

SPACE & DESIGN GUIDE

LA kel space re duction



Presenter
Presentation Notes
Finally this methodology was used to develop approved design guidelines for the DHS sub-agencies nation-wide.  10 sub- agencies have standard tailored to the nature of their work

But they weren’t the only  one:  A pilot for National Agricultural Statistics Service (NASS) which reduced the number of offices from 43 to 13 set the stage for GSA’s engagement with USDA and lead again to a massive transformation of a huge agencies guideliens.  USDA’s were approved on Dec 7, 2015. 


U.S. General Services Administration

% Total Workplace

DNA OF WORKPLACE ENGAGEMENT

WHAT WILL MAKE THE
ORGANIZATION MORE:

WHAT WILL MAKE THE
ORGANIZATION MORE:

EFFICIENT:

making the most of space

EFFECTIVE

making the most of people
through space
(performance/ productivity)

ENHANCE

WORKER
EXPERIENCE

getting the most from the
brand/ communicating a
message

Credit: DEGW 20


Presenter
Presentation Notes
What all engagements whether for 3000 or 30 have in common:  It’s just the scale of the tools that are different. 
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making the most of space

Translation of work
pattern to layout
template
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http://www.gsa.gov/HTML WSL/Pages/Introduction Main.html|



Presenter
Presentation Notes
Determining what people need based upon the group is primarily interactive or concentrative and whether workers are at their desk, in the building but not at their desk or are work primarily offsite as a way to tailor work place needs.  Notice how different , for instance,  the workplace for a group that is primarily working exteriorly ( at far right) is compare to those primarily deskbound ( far left) 


rrEFFECTI"m"E

making the most of people
through space

(performance/ productivity)

WHAT DO YOU LIKE
IN YOUR CURRENT
LOCATION?

WHAT DO YOU HATE
IN YOUR CURRENT
LOCATION?

WHAT DO YOU WISH
YOU HAD IN YOUR
CURRENT LOCATION?

ACCGSS tO Large WlndOWS, private space, n

individual workspace, open cubicles large, divisible conference room, conference

rooms, vtc., team room, equipment, cube space , cubical size, communal meeting space,
natural light, not feeling crowded personal files in proximity to my space, room for plants,

artWO I'k, hlgh cubicle walls, kitchen , access to public transit, access

to restaurants , additional monitors, social aspect of office , book shelves, earthquake safety precautions,
modern building, ease of access, walkabiliity, bike room/locker, space for filing boxes, copy/mailroom, waiting
function of reception room adjacent to conference room, bike room,

Some files and filing system, , high partitions, | m m Ova ble,
inflexible, outdated, Harsh lighting

fu rn itu re/CU b i CI eS bad overhead lighting,

aCOUSt|CS/n0|Se , heavy laptops, drab carpeting, walls, outdated supplies,
records and unused stuff, under-shelf lights, tethered phone equipment | clutter, sit-

only computer stations, single computer screen, Lack of agency branding bland color,
windowless/airless team room, no shared expectations for use and maintenance of shared

space and resources. break room.. cold air blowina on staff.

More meeting/collaborative space, better records filing system , personal storage space Better task

Lighting at desk “ floating” computer monitor, more small work rooms,, controllable soft
music (?) water feature for sound control, sound proof meting rooms, better acoustics,

more space for private discussions, cordless phones, better sto rage

near desk, Better supply cabinet, color, more art, Another disk scanner, Inviting breakrm.

better technology, protocols on use of space, offices with walls,

Stand up desk, treadmill station, sofa, comfortable seating, quiet space, softer lighting, storage
area, innovative desk design, dry erase board in office , dishwasher in break room, additional
work space for isolated concentrated workers, technology-empowereed meeting room, ear buds

with phone pieces, better HYAC, soundproof meeting space, 2 focus rooms , better sized
breakroom, Furniture on rollers to increase flexibility, sound attenuation at conference room

Blue tooth and ear-buds for laptops More access to light/windows places for quiet phone call

More vtc in collaboration spaces


Presenter
Presentation Notes
Identifying what people like, what they hate and what they wish they had is the basis of an effect program going forward.  This is arrived at in focus groups.  The larger the font, the more times the issue was raised in the various groups. 
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THE TOOL IS USED TO SHOW
HOW THE SCHEMATIC DESIGN
RESPONDS POINT BY POINT TO

WHAT THE CLIENT HAD
WANTED WHAT A CONCEPT !

Better access to window er
Chairs/Better  kitc Better
positions of v /Bike Parking
Break room [Cleanliness of space

[Color/ Docking Stations/
Doors/Concentration Area

Electronic Storage /Ergonomic
Chairs/Fitness opportunities/Flow
[finterior  offices*/Light  from
outside/ nference rooms

(variety)/ More Dua

/More laptops /More opportunity
for mobility/More Texture/Phone
rooms/ Shared Light/ Shorter File
Cabinets Shower/ Sit-Stand /Small
meeting spaces .Space just for
copy-printers  fTechnology in
Conference Rooms ,u"TemperaturE
Control/ Training Space /Variety of
lighting solutions/ White Noise
Wireless/VOIP
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Presenter
Presentation Notes
When a concept plan is developed, the focus groups own desires are shown along with the plan to show how the groups were heard and how the design responds! 


@-ENHANCE U.S. General Services Administration
WORKER
EXPERIENCE

getting the most from the . .
.. | Of the 35 images shown to staff in focus groups,

here are the TOP 3 “ WINNERS” of look and feel that
the staff chose ...



Presenter
Presentation Notes
Groups are shown approximately 35 images and they vote on the ones that they believe reflect the values and look that they have jointly agreed to as their vision of their future space.  It is particularly effective from change management point of view to contrast this vision with the typically far less than ideal situation they have now. 
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A PROJECT THAT GETS THE DNA RIGHT

Efficiency, effectiveness and enhanced experience come together



Presenter
Presentation Notes
A project which used the methodology and which embodies the DNA of an engagement and allow a presciption that seems to work well


B
e Total Workplace

One World Trade Center:
Promises Made

After the 911 attacks,

the Federal government to
return the to the World Trade Center
site.

One World Trade Center:
Promises Kept:

« Reduce combined agencies’ footprint

« Improve the combined agencies’
utilization by 130 usf per person
of Federal
Agencies
its own space by

U.S. General Services Administration

GSATeases 6 flosts for ag
GSA itself on 5% ar

=~

e


Presenter
Presentation Notes
Speaks for itself:  Drastic space reduction was mandated as was the return to the WTC site. 


-GSA Workplace: Entry
A lesson in (crowding)

prceptin o / g

“there is nothing good nor ill but thinking makes it so”

-Shakespeare

-



Presenter
Presentation Notes
Designer: Richard Kronick, Gerner Kronick + Valcarcel

GKV Architects 
This space is a lesson in perception:  tighter workstations contrast nicely with very generous open space at corners and view corridors to make the sensation of crowding evaporate, espcially with the great level of acoustic comfort that GSA, using Sound Matters insisted on.  


- YES, 1 World Trade GSA...is BEAUTIFUL

\ |
Zoning: Circulation and congregating
outside the conference rooms kept away

from concentrating workers: Much quieter
!



Presenter
Presentation Notes
The use of wood is very calming as is the soft color throughout.  Biophilia was consciousness part of the concept. 


Beautiful... and SMART

GSA insisted on :
== o= sophisticated soumndmz
High sound-absorption ceiling

Low panels

Developer hired and acoustical
engineer


Presenter
Presentation Notes
Acoustics were key. 


(2
GSA

Next Steps...

1. More “Matters” :
HVAC, Security, change
management, lighting
etc.

2. Wellness- physical and
psychological

3. Virtual reality and
other visualization

tools

4. MORE SURVEYS?

kevin.kelly@gsa.gov

“Living well is the best revenge”- oscar wilde
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Presentation Notes
An example of the “breathing room at a corner
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Joplin, MO. SSA Field offi

Des Moines, IA. SSA Field Office

USED GSA Total Workplace

DID NOT USE Total Workj

ale of Two Cities: WHY | WISH WE DID MORE SURVEYS!

BEFORE AFTER

|
COPE an-5ite suraey - 200707 _S54_JPL I COPE on -5 5urvey - 200808 _55A_JPL
7. Arg youn satlsfied with the indoor environment Bn poor work stalion a4 whole? I 27, A you satierled with (P indoor environnmend In pour wiork siation a5 whoke?

"W I

LR R I
> 1 ! WHY
2 o I TS WTE BOTHER?
o) i iDL BRE o I i 2 o
© |
o Th &
< vy Umsatet SipSty Nestrl Somew satistae I #"e_ Uit Sgitly MmArs Smewts e ery

Umatafs ety Leusshls Tatianfes aatifs  cherp  bmadlfs t sy et

.|q.3 -.t::w‘w iy oy 5.1[:‘.?-1 ] l—v—, I hn.-;-f " Jrr:-r v-—_:_;w: ‘p-;d
E il : maid
----—————-——————-—————F——————-—————-———————————--——-

Satisfaction with indoor mfronmental condition as a whole

_____
- -

Mean 0.93

50% — v

@
3
]
s
¥
i
I
lr
ﬂ
LY

-
-
—————————

ts
1

% responden

Inhibits Very Muchleutral Very Supportive

; 29%
Inkibits Very Muchleutral Very Suppaortive
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Methodology
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Presentation Notes
I would wish that we did more pre and post surveys.  This shows a compelling argument using SSA field offices built about the same time and about the same size.  The one below which shows remarkable improvement in satisfaction used the GSA methodology.  The one above shows a slight almost non existent improvement in satisfaction and makes one question the cost of relocation that only “flatlines” y\the “before condition” in the build out!
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