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“Mobility is a fact of life – how most people work today. They embrace it because it improves performance. Federal workers are no exception. Mobility helps federal agencies use real estate more effectively, saving money and reducing greenhouse gas emissions.”

Robert A. Peck
Commissioner,
GSA Public Buildings Service




Executive Summary

In response to the June 10, 2010, Presidential Memorandum on Disposing of Unneeded Federal Real Estate, U.S. General Services Administration (GSA) prepared this document  - Space Utilization Guidelines and Recommendations (SUGAR) - to assist other federal agencies in identifying workplace strategies that would reduce their real estate footprint without sacrificing productivity.   It offers suggested alternative workplace approaches that, when implemented properly, will simultaneously cut real estate and building operation expenses, improve the utilization of office space, reduce environmental impacts, and create more effective ways for agency personnel to  working individually and in teams.  Federal agencies are encouraged to contact GSA to investigate how these strategies could be successfully applied for a specific location or through a national workplace program.


Space Utilization Guidelines and Recommendations (SUGAR)


Introduction

When one looks at today’s federal work space, they will likely see remnants from the office of yesterday – a place where paper was processed and stored, and daily tasks were completed in regimented and predictable ways.  While people are able to accomplish today’s work in increasingly mobile and flexible ways, the physical office environment has typically remained static.  This contradiction in flexibility forces many federal employees to adapt to physical office space inefficiencies and utilize a workplace that is not right for them.  The result is often inefficient agency operations or and a real estate portfolio that is larger than needed.

The June 10th Presidential Memorandum on Disposing of Unneeded Federal Real Estate provides the catalyst for federal agencies to reconsider their current office environment and explore alternative ways of working.   However, thoughtful workplace design must not be just a cost cutting initiative.  To be truly effective over the long-term, the federal work space must also optimize return on investment to produce a markedly better workplace.  A workplace, where effective space use (economic);  more efficient resource use (environmental); and powerful social benefits including greater job satisfaction, heightened individual and organizational performance (social) are all achieved.

To assist the federal community in this endeavor GSA offers this brief report. This SUGAR report highlights an array of strategies that federal agencies can implement to support new ways of working.  These strategies are the result of GSA and private sector best practices and were specifically chosen identified to address those outcomes and goals directly associated with the Presidential Memorandum:



	Desired Outcome
	Goal

	Reduce physical space
	Dispose of unneeded real estate

	Increase utilization of space
	Keep what’s needed.  Use it intensively. Populate it densely.  Optimize it for today’s workforce

	Reduce the cost of space
	Operate efficiently; Use Space for people, not “stuff”; Save resources

	Increase flexibility of space
	Accommodate multiple work styles; Reduce the cost of change


	Desired Outcome
	Goal

	
	

	
	

	
	

	
	



The strategies shared in the following pages identify a range of options that look simultaneously at the economic, environmental, and social implications of alternative workplace strategies.   These strategies are:

· Activity Zones
· Hoteling
· Interagency Space Sharing
· Storage Solutions
· Telework
· Virtual Workplaces


Workplace Strategies

Workplace Strategy : Activity Zones

What is it?

The activity zone workplace provides a blend of settings for work, from individual workstations to open meeting areas, focus rooms, and enclosed conference rooms with a variety of collaborative technologies.  Although it may look in many ways like a typical office, it differs in one important way:  people do not have assigned workspaces.  As their activities and needs change across the day, they move to different spaces.  Activity zones are also known as: free address, hot-desking, and first-come-first served. 

When is this strategy most useful? 

· when the work, primarily, occurs in many places within the primary building or outside the building, such as with clients or on travel

· when assigned workstations are utilized only a small portion of the day 

· when the work is largely improvisational, requiring frequent unplanned meetings, conference calls and/or intense individual concentration in short bursts with each activity needing a different type of space  (e.g.,  technology aided collaboration space, quiet rooms, cafes or informal team spaces, formal meeting rooms)

What are the potential benefits of this strategy?

· increased overall utilization of spaces in the office

· support for different styles of working

· cost savings from construction, workplace services, furniture, cabling, equipment room space, real estate holdings

· increased ability to reconfigure space

· increased ability to collaborate in a variety of ways – rapid unplanned meetings, informal gatherings, technologically aided collaborations, formal planned meetings

· decreased individual storage needs

· decreased energy/carbon due to increased use of laptops

· increased employee satisfaction after an adaptation period

What are the constraints of this strategy?

· initial technology investments – laptops, smart phones, wireless, increased number of electrical outlets

· investment in paper reduction and digitizing documents

· employee resistance - change management and coaching may be required to assure successful adaptation 


Workplace Strategy : Hoteling

What is it?

Hoteling is a workspace solution that provides a reservation based system to share desks or offices.  It is also known as on-demand space.  Under hoteling a workstation or office is not assigned to a specific person but is reserved in advance through a concierge or an on-line reservation system for a period of time ranging from hours to days.  

Hoteling was born out of numerous studies in the 1990s that showed how often traditional, assigned workspaces were unoccupied.  In many cases desks were only occupied between 35% to 50% of the time.   Recent research by GSA in federal offices continues to show similar results with people spending approximately 30-40% of their time at assigned workstations.

When is this strategy most useful? 

· when the work primarily occurs in many places within the primary building or outside the building, such as with clients or on travel

· when workforce productivity is aided by access to a variety of workspace types such as quiet areas, workrooms, conference rooms and collaborative space

· when a significant numbers of employees travel or work remotely such as  teleworkers 


What are the potential benefits of this strategy?

· delinks the consumption of space from the number of employees by moving away from the “one person = one desk” model ; adding additional employees may not require an investment in  additional space or furniture

· increased overall space utilization (represented by a higher density of people in the space on a daily basis) 

· decreased overall space requirements 

· decreased need to heat, cool and light empty or underutilized space

· improved performance by providing ready access to appropriate types of workspace (e.g. quiet areas and collaborative space)

· increased workplace flexibility and scalability


What are the constraints of this strategy?
· not suited to operations that require the majority of employees to be in the workspace the majority of the time 

· technology investment in a reservation system.  

· employee resistance - change management and coaching may be required to assure successful adaptation 

· requires alternative storage  arrangements to accommodate the materials formerly kept in assigned desks and offices. 

· measuring actual occupancy and utilization of reserved spaces important for optimizing the mix of spaces


Workplace Strategy : Interagency Space Sharing / Consolidation 

What is it?

Interagency space sharing and consolidation refers to the use of a single workspace to serve multiple organizations or federal agencies.  Interagency workspace sharing intensifies office workspace use by consolidating operations and combining organizations under the same roof. 

While rarely used in the United States, interagency space sharing directly addresses the need to focus attention on better use of resources, especially the need to more intensely use existing space. Whether an organization is reducing real estate footprint, real estate costs, or making work-life easier for mobile employees, an interagency space sharing/consolidation strategy is a flexible cost-effective workplace strategy for federal organizations to consider. 

When is this strategy most useful?

· when organizations with similar missions can co-locate to achieve more efficient operations

· when small organizations can combine resources to achieve large savings

· when large organizations with committed leases can take advantage of shared space and amenities to increase their space use efficiency

· when employees are widely dispersed and a more conveniently located shared workspace is a viable option 

What are the potential benefits of this strategy?

· decreased real estate costs, while making best use of existing assets

· cost sharing/savings from construction, workplace services, real estate holdings

· cost savings from shared amenities and services (e.g. printers, conference rooms, cafes, IT support etc.)

· long-term cost savings with consolidation and more efficient facilities

· more efficient facilities at a lower cost to individual agencies since more intense use of existing space reduced the operational costs per person.

· develops and strengthens interagency ties and core expertise

· enhanced operational relationships

· opportunities for dynamic partnerships – whether through collaboration, information sharing, alignment or integration

What are the constraints of this strategy?

· integrating information technology from different agencies while maintaining network security and bandwidth 

· negotiating budgets for shared operations

· maintaining key organizational identity and independence 

· differences in location factors – some may be suboptimal

· learning and modeling new work process innovations may be required

· space may need to be reconfigured to maximize consolidation opportunities  - need to identify smart configurations to leverage synergies

· limitations of lease agreements and/or authorities that govern space sharing for leased and possibly owned properties.


Workplace Strategy : Storage Solutions as a Space Saving Strategy

What is it?

Alternative storage solutions strategies remove the majority of objects from a building floor and capture the newly released space for other purposes, such as additional personnel.  Office-related storage, shared files, contract files and reference materials from individually owned personal storage cabinets are gathered in central locations, interior spaces, offsite locations or disposed of altogether.   Moving toward mingled storage solutions (which can also be paired with  consolidated printer/fax areas) can facilitate positive cultural change as impacted employees learn how to share office resources.  

Storage solutions can be combined with a paper-to-electronic document conversion strategy.  Storage solutions also work best when paired with document management protocols that help people search, store and find resources when they need them.  While some storage options, such as high-density storage or facilities managed by third parties, require investment in furniture or service contracts, most options can be planned and executed in-house.   

When is this strategy most useful?
 
· when teams share documents and reference materials 

· when different teams utilize the same types of documents or materials (e.g., contract files, scientific samples)

· when paired with both assigned and free-address workstations (shared storage is actually required for the latter) 

· when the work does not depend on immediate access to paper documents. 



What are the potential benefits of this strategy?

· increased use of prime space for personnel

· decreased rent when combined with high-density filing solutions 

· supports access to shared files

· decreased paper use over time and cuts down on redundancy 

· enhanced ability to reconfigure space 

· increased ability to share desks and space when all workstations are not occupied by documents or materials 

· accommodates a variety of individual and team storage needs, unconstrained by workstation or office size

· decreased floor load stress when heavy files are moved to areas of building better able to support their weight, usually interior spaces away from windows—where people usually sit

· increased interaction between staff when retrieving stored items
 
· increased employee satisfaction after an adaptation period


What are the constraints of this strategy?

· initial technology investments   – scanners, document management protocols

· investment in paper reduction and digitizing documents

· change management and coaching to assure successful adaptation


Workplace Strategy : Telework

What is it?

Telework, also known as telecommuting or flexiplace, is a work arrangement in which an employee performs officially assigned duties at an alternative worksite, such as the employee’s home or other sites (such as telework centers), on a regular and recurring basis that result in a reduction or elimination of the employee’s commute.  Telework also includes long-distance work arrangements, in which employees work most or all of the time from a different geographic area. It is important to note that unless telework is paired with other strategies that reduce, repurpose and release surplus space no cost savings may be achieved by this strategy.

Occupations and/or functions that require actual physical presence for the full work week are not good candidates for telework, especially those for which there is no technology or procedure change that can substitute for physical presence. These include hands-on jobs such as operating machinery, guard duty, and manual labor in manufacturing and construction. 

When is the strategy most useful or applicable?

· broadly applicable to most organizations 

· can be used to support most work situations and environments – advances in IT and network security allow even  those who work with classified materials to do so remotely

What are the potential benefits of this strategy?

· decreased overall office space if shared space arrangements are implemented as part of the telework program. 

· reduced energy-related costs due to increased flexibility and reduced space needs

· reduced carbon emissions from reduced commuting 

· improved COOP capacity when people can work effectively away from the office

· reduced costs of administrative leave for work stoppage situations

· reduced employee stress, improved overall satisfaction, and more effective work

· improved ability to recruit and retain a high quality workforce 


What are the constraints of this strategy?

· need to manage by results, not by presence. This requires clear expectations for work and how it will be evaluated. 

· need for training, mentoring and support associated with technologies, communication practices, and work processes. 

· adequate and secure technological infrastructure that allows teleworkers to access all tools and information required to perform their work.  

· may require behavioral and cultural change support

· may enable real estate savings by reducing the demand for space but can only effect change when the unused space created is repurposed or released

Workplace Strategy  : Virtual Workplace
What is it?

Virtual offices or virtual workplaces are work environments in which employees work cooperatively from different locations using a computer network in lieu of any single building or other single central physical location. A virtual workplace is typically a collaborative communications medium such as a computer network, where workers gather electronically to collaborate and carry out work activities. The actual physical locations of the employees working in a virtual workplace can be temporary or permanent and can be anywhere such as their homes, satellite offices, hotel rooms, corporate offices (shared work space), airports, coffee shops, airplanes, or automobiles. 

The virtual office differs from alternative officing and long distance telework in that the virtual workplace has no ‘main office’ physical structure’.  The terminology ‘virtual workplace’ as used in this guide should not be confused with ‘virtual offices’ referring to facilities such as temporary executive suites that are rented for specific periods of time as needed. 

When is the strategy most useful or applicable?

· organizations in which all of the work can be handled remotely

· organizations in which all or most of the employees are amenable to full time telework. 

· situations where there is an international or other geographically widely dispersed customer service or collaboration need


What are the potential benefits of this strategy?

Virtual workplaces can help an organization achieve nearly all of the benefits cited for telework (see above).  Because there is no physical plant or infrastructure, the virtual workplace strategy yields the maximum savings in the following areas:

· reduced physical space and associated cost savings 

· reduced energy related costs
 
· increased return on investment in technology

· labor pool, recruiting and retention costs and capability, especially for high demand talent

· reduced travel costs associated with capability of establishing a geographically distributed office in which meetings and other collaboration are handled on-line (via technology as opposed to physical travel)


What are the constraints of this strategy?

In addition to the constraints cited for telework in this guidance, possible virtual workplace constraints include:

· critical need to ensure the adequacy of the technology infrastructure, especially telecommunications

· critical need to ensure effective communications practices as well as opportunities for interpersonal communication, both formal and informal

· since there is no physical ‘front office’, it is important to ensure the handling of administrative functions as well as basic needs such as office supplies and procurement. This means that the administrative function must be well trained and capable for remote servicing of staff.

· management of a virtual workplace must have the capability and procedures for handling typical management and human resources issues remotely.


Putting these Strategies to Work

· Think expansively: What strategy combinations work for you now? In two years? Long term?  Consider how operational and life-cycle cost reductions augment initial investments to achieve desired outcomes.  

· Think Creatively: Engage in discussion about practical strategies that apply to your particular space and address the way your organization works.

· Experiment and Innovate: What new kinds of support space can we design to move beyond the “cube”?  How can strategies can be combined, tweaked and implemented over time depending upon what an organization wishes to do and the resources available?

· Build a Performance Management Culture: Discover how to produce, evaluate and manage work (a common foundation for implementing successful remote work strategies)

· Propel success: Set stretch goals to maximize the impact that significant commitment to workspace change can bring.

· Prepare to Give: When taking something away from the workforce (e.g. private offices or dedicated desk or cube) consider giving something for example amenity areas such as lounge or café spaces and amenities such as water coolers or coffee machines.

· Consult Workplace Experts: There is no single, correct workspace solution. A tailored space solution is socially and environmentally prudent and economically sound.

Continuing Efforts
The strategies outlined here will become common practice when shared through stories, examples, and personal contacts that make them real. To this end GSA and the SUGAR team are currently working on the following initiatives:

Return on Investment (ROI) Analysis
This is a tool to clarify the relationship between the cost, time required and potential impact of alternative workplace strategies. When complete, this document will provide more detailed information and links to examples from specific private and public sector organizations associated with this set of alternative workplace strategies. These guidelines will hyper-link to public and private sector case studies and research results that address strategies and implementation options, specifically how to support behavioral and cultural changes that will improve the likelihood of sustained success.	

Work Pattern Analytic Approach
Creating an “optimal” size or number of workstations, support rooms or storage spaces is a process intimately related to an agency’s requirements and best determined through an in-depth consultation with workplace experts. GSA will share a working paper that clarifies this approach as a starting point for customer engagement.

Industry Surveys
GSA PBS is benchmarking workplace strategies with our private sector counterparts who are contemplating or have experienced significant changes in their workplace strategy. We asked them a few in-depth questions to understand this effort better. The survey results will be shared in future supplemental material.
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Conclusion

Alternative workplace strategies aim to optimize the workplace by simultaneously cutting costs, improving space utilization, limiting environmental impacts, and ultimately, creating more effective ways of working.  

Executed thoughtfully and boldly, efforts to rationalize and reduce federal real estate costs will not only achieve economic outcomes but dovetail with prominent government effectiveness initiatives such as waste and energy reduction, document management protocols, talent recruitment and retention, even performance management and superior productivity.
  
The workplace strategies outlined in this SUGAR report are intended to be thought-provoking and begin a conversation on how to transform the federal workplace, for the better.  GSA will continue its efforts to provide useful information to the federal community on this topic.   Further, GSA stands ready to help interested federal agencies discover a future workplace that is very different from the “office of yesterday”.
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