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ABSTRACT

The workplace is simultaneously functioning as a site of personal productivity and
social interaction. As such, the contemporary work environment demands a
multiple functioning architectural space, for which our current understandings of
process, program and even building type are insufficient. As organizations become
increasingly complex and their competitive environments less stable, progressively
higher demands are placed on work environments. In an attempt to reframe some
of our current workplace design challenges, this thesis looks to neighboring fields of
research: organizational management, urban design and planning and the field of
environmental psychology. This work looks to discover a more empirical
understanding of success and failures in office design approaches, new modes of
investigation, and new approaches to communication within an architectural
intervention. Some of these hybrid components will then be deployed for making
recommendations on the reconfiguration of an office of fifty educational consultants
located in Boston, MA. This sample implementation is then used to evaluate the
relative usefulness of tools for different purposes within the analysis and design
process.
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chapter 001 introduction

Corporate organizations are a unique client type for architecture. Unlike
other architectural projects which may assume a predominantly well focused,
coalesced if not singular client entity, corporate organizations are complex
compilations of individual needs and
interests. Corporate organizations are
characterized by their strategies for
seeking competitive advantage within
their own industries, and by their scale
and complexity. They are for the most
part diverse, competitive and often
rapidly changing. These characteristics

make can make standard approaches to

Figure 1

architecture ineffectual at either
aligning with their strategic direction or at analyzing their complex social and spatial
characteristics. Contemporary architecture practice has been reasonably well
adapted to accommodate the increasing size and variety of building projects. The
standard approaches to architecture are found lacking when either the
organizational complexity is high or the environmental instability high. The solution
to workplace design, therefore, requires the integration of a broader set of fields, a
larger range of architectural considerations than typically used.

The types of buildings around which architects have traditionally focused
their skills and interests tend to be those of stable institutions like museums,
churches, schools and hospitals. As companies are challenged by rapidly changing
competitive environments, the prospect of a building’s permanence may be more
daunting than exhilarating. With building lifetimes calculated at thirty to a hundred
years and even interiors considered to change only every seven to ten years,
architecture’s challenge to address the rapidity of organizational change is

apparent.
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Regarding business objectives, there are quite often many ways to achieve
the same outcome. It is often a matter of the particular culture or context within
which these activities or work occur that makes the difference. In the context of a
less diverse, competitive or rapidly changing environment the architectural
programming logic of ‘what do you do’ might be sufficient. Now, rather than
following assumptions about building type, building a bank for
bankers or a law office for lawyers, architects must think in
the context of their clients. Functional similarities between
projects of a common building type, for example an office
building, do not apply.

The speed of change within modern industries

demands that individual businesses adopt their own unique

competitive strategy. These strategies establish the

Figure 2

guidelines for larger sets of decisions throughout the
organization. This often means the prioritizing of one direction or activity over
another. Strategies are then in some sense the way that businesses choose to deal
with change. In order to make a successful partner to business, architecture must
recognize these unique strategies and use their framework to guide design.
Meanwhile, the increasing complexity of organizations demands new ways of
collecting and manipulating data within the design process. The typical
programming skills of the architect do not work in the case of the more complicated
organization. Unless, as seen in many of the successful
case, there is a dominant architecture advocate among the
leadership of the organization the more complex structures
of organization obfuscate an architects understanding of
the client. Architectural design works well when a singular
client identity has a clear idea and direction regarding their

architectural intentions. From multi-headed client side to

Figure 3

multi-tasked, multi-resource design side the idealized
single client and single architect just-hitting it off is a long gone possibility.
Increasingly, with the democratization and decentralization of corporate structures

it is no longer possible to expect that an architecture project could follow such a
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model. Nor is this necessarily the goal. While the urban design process provides a
way to mediate between a variety of contributors, it often works against endorsing
any particular or individual perspective. Workplace design on the other hand may
have as its goal the promotion of a particular corporate culture or identity while it
must also establish a means of accommodating multiple interests. By considering
the architectural and urban scale investigations, a new hybrid tool by which to
accomplish design for organizations operating at this intermediated scale.

A review of some of the ways in which leaders in the growing field of
workplace design have approached the challenge of complex organizations reveals
two major directions: one focusing on work style typologies while the other focuses
on process architecture. Some have focused on ways to vary the physical
workspace based on the types of tasks and communications of that space. Others
have advanced means of communication between a design team and the future
occupants of their spaces. Both directions in the field have made significant
contributions to understanding the processes by which multiply functional designs
may be achieved. In many cases the important role of strategy within the
organization has remained unidentified.

There is not a shortage of designs, or even good designs, rather there is a
shortage of ways to compare options on the basis of their potential correspondence
to the organizations strategic objectives. The key to achieving strategic solutions
with longer range lies in the capability to prioritize, to focus efforts based on a
limited set of resources. Programming and goal setting must be focused on both
aligning and reinforcing the strategic model of the organization, so that a space
may be created that supports this. Assessing the relation between an architecture
project and this set of priorities is only achievable through an investigation of the
strategic objectives of the organization. The challenge of achieving strategic
business objectives through design requires an expanded architectural toolkit.

In order meet this challenge it is necessary to augment the standard
architectural investigation, to include ways of assessing complexity and
accommodating change. An exploration of design fields which have excelled
despite these constraints includes that of urban design where a multitude of

constituents must be coordinated and compromises made between them. Urban
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designs and plans often establish a basic framework designating general values and
recommendations for areas of long and short term change. In this case the design
is a guideline, and approach or a plan for infrastructure which can serve multiple
constituents in a variety of ways. Other fields including industrial design use rapid
feedback between user and designer to increase their ability to respond to change.
Both establish design processes in which the details of usage are investigated and
observed in order to create lasting solutions and opportunities for future flexibility.
Despite a growing body of work in corporate design, two factors continue to
be a challenge to standard architectural practices: environmental instability, the
rapidity of change within industries, and the increasing complexity of client
organizations. This paper recommends means of dealing with this challenge. First
investigating a series of architectural precedents where a corporate strategy can be
seen as integral to the design, then by exploring the methods and process of urban
design and planning alongside architectural design and sociological investigations.
Together, these approaches are then used to explore the current situation and

future options for an office of fifty educational consultants.
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chapter 002 themes among precedents

In historic and contemporary contexts architecture is considered to function
or operate as symbol, statement and means of communication. Architecture has
been used by individuals and nations to express power, control, wealth, status and
values. Space is a constant source of information about attitudes and expectations,
informing individual and collective behavior. Spatial experiences demand, control
and persuade group and individual interactions. Within a corporate organization
space may be allocated to one group or revoked from another. Space is not merely
accommodation; it can provide or prohibit one’s means of production. It is where
one has an opportunity to hold a conversation, concentrate or create. In these
ways it becomes apparent that space design has the power to make substantial
contributions to the strategic directions of a variety of organizations.

The usefulness of architecture to achieve business strategy appears to be
held primarily as anecdotal information by both architects and the individuals who
have hired them. This situation makes
it difficult to establish factual or
reconcilable measures of the impact of
space design on business.

The history of strategic human
resources indicates that there is a long
road from recognizing a trend to
creating verifiable evidence that a
certain practice will affect a business, its
capabilities and profits. The history of

Figure 4

human resources profession also
demonstrates that the efforts of research, the vision of enlightened leadership and
the remodelling of key corporate strategies could eventually lead to a greatly
advanced understanding. This could then be translated into generally held
knowledge and rules of thumb (like costs to hire, fire, and retrain employees).

Therefore, an exploration of both the positive and negative value of space design
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decisions may help us better understand the relationship between a business’
objectives and the use of space to help achieve these.

Moving from anecdotal to at least published material required the exploration
of tens of books and hundreds of magazine articles.' Through this survey of
architectural and business press, a subset of articles was found to include anecdotal
and qualitative descriptions of the impact of projects suggesting their potential
relationship to business agenda, and occasionally to a broader business strategy.
When announce, these features were stated to be either the goals or the results of
a design and construction project; in no case were these claims proven with data.
From this survey a set of six themes was developed which describe the intersection
of architecture and business objective: external identity and branding, internal
identity and employee attraction, virtual and distributed work, internal and cross
functional communication, productivity and creativity, spatial efficiency and
performance.

This set of six categories represents the ways in which architecture has been
used to work towards accomplishing goals which are sometimes considered strictly
business objectives. In the practice of architecture, an understanding of these
themes may be used both to explain the potential of architecture and then to focus
the limited resources of a client organization. In this way the themes may be used
as an outline for thinking strategically about the goals of architecture relative to
business objectives. The following is a brief description of each theme, focusing on

how it may be used, considered and pursued.?

! This categorization of ways in which architecture operates within business objectives was
originally proposed by and researched with the workingSPACES research group. Further
information on each theme, including methods of the investigation may be found at
http://workingspaces.org/paper/theme.htm. The data table showing projects included
appears in Appendix A.

2 This section is intended to establish a standardized terminology for each theme and
therefore describes only what is meant by each theme especially as based on initial research
by workingSPACES. A discussion of the stakeholders associated with each, along with
questions and diagnostics which might be considered for each appears in Appendix B.
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external identity and branding:

the use of design for developing and
controlling a distinct visual identity
associated with a company, its
products and services, including
efforts in marketing and client

communications. This theme is

Figure 5

demonstrated by companies such as
Walt Disney, McDonald’s, and Starbucks where this concept is implemented as a
method of strengthening corporate identity while providing benefits to both
customers and employees. Metrics or indicators of success and failure for this
theme include brand recognition, market share, marketing budget, number of

customers or clients, and consistency of image.

internal identity and employee attraction: the use of design to attract the
right individuals and to inculcate them to a way of functioning in a particular
environment through the explicit denotation of corporate goals and agenda, to
strengthen or promote a broad corporate culture, to maximize employee
satisfaction or morale. This may also
include the retention of key employees
or alignment of individuals within a
broader context. Some effective
examples include The Gap, UK Inland
Revenue and REI where design is

focused on the physical health and

Figure 6

personal needs of employees. These
projects use both visual and physical references to promote corporate culture and
attract the right employees. Metrics of success may include employee retention,

reduction of churn, high corporate morale, and low occurrences of sick leave.
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Information Technology is one of the
strongest and most frequent reasons
offered by clients for needing to
reconfigure space.? IT consultants
either internally or externally are almost
always included on a workplace

reconfiguration team. Virtual and

Figure 7

distributed work includes virtual and
global communications as well as the faci'litating and integrating of this with local or
onsite work. It may be described as the use of design to support the integration of
information communication technology (ICT) into business practice, or to increase
the flexibility of location in staff work styles especially as this may relate to a
potential diminishment of employee culture or strains on corporate knowledge
management. This may also include physical facilities for increased telecommuting,
advanced telecommunications and the development of non-territorial work spaces.
Companies including British Airways and Cisco Systems have completely
reconfigured their physical environments in order to accommodate virtual work
space. The spaces are open and flexible allowing access and promoting movement.
Metrics may include reduced transportation expenses, increase of conference calls,

increase phone/email usage.

internal and cross functional
communication: the use of design to
orchestrate interactions between
individuals who must work together in
order to accomplish a common goal,
includes local communications, team,

product or divisional coordination and

Figure 8

knowledge management, especially when

? Duffy, Francis. The Responsible Workplace: The Redesign of Work and Offices.
Oxford, UK: Butterworth, 1993.
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considering an onsite work group. Companies seen as pursuing this include Gillette,
Corning Glass and Astrazenica all of whom have used visual openness, as well as
variety in work spaces and use patterns to facilitate cross functional and intra-office
communication. Metrics include product development time, speed to market,

career longevity and communication across disciplines.

productivity and creativity: the use

of space to provide the maximum useful

facility for productive staff, to promote
creative thought, facilitate productive
work habits. From marketing firms, to
software companies and consulting

offices, space has been used to enhance

Figure 9

the intellectual and creative stimulation
of employees. Sample companies may include LL Bean and IDEO who have invested
in creative environments which are rich in visual and physical resources so that
ideas are not abandoned for lack of a means to take the next step. Useful metrics
include an assessment of increased revenue per employee, employee confidence,

creative product development, sources of employee motivation.
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spatial efficiency and performance:
includes goals for the maximum or
multiple uses of space where size, price
and use of space are considered.* This
theme may be defined as the use of
design to optimize spatial performance

through efficient planning and multiple

Figure 10

uses. This may include using space
layout as well as physical and technical elements of a building to cut waste in
business practice. Though usually considered a constraint, when pursued creatively
these can be positive driving forces behind a design. Companies like Taco Bell and
Amazon.com have used space as a medium through which to deliver the highest
value to their customers; Taco Bell by allocating 2/3rds of floor space to dining and
Amazon by creating the most efficient warehouses to deliver products faster than
competitors. Metrics include productivity, cost of production, product per unit area,
occupation of space per person per unit time.

These themes have the potential to play several roles in the programming
and design process. Initially both the themes and the example projects which they
represent are helpful in broadening the conception of how architecture may be
useful to business; the ways it may be used strategically rather than just tactically.
Also, a useful checklist for determining the individuals whose contributions should
by sought by a design committee may be created by considering the fields of
interest and stakeholders within a corporate organization which are represented by
the themes: marketing, human resources, recruiting, information technology,
knowledge management, functional and project managers, facilities managers.
Finally, the themes may be useful in exploring and focusing the strategic directions
of a project. They may begin to inform approaches to design, and means of

measuring success or failure in achieving those goals.

* For additional discussion on the relationship between HR Blueprints and work space
typologies, as well as optimization through alignment of these, see workingSPACES web
site. Physical Implications from Organizational Blueprints.
http://workingspaces.org/paper/bluep.htm
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chapter 003 design process

Both in research and in practice, process can often be a useful method of
dealing with complexity whether this is the architectural process, the urban design
process or even the scientific process. The scientific method is defined as set
of “principles and procedures for the systematic pursuit of
knowledge involving the recognition and formulation of a
problem, the collection of data through observation and
experiment and the formulation and testing of hypotheses.”
The empirical approach of the scientific method shows the
value of using process to control complexity. The rigor of
such a process also facilitates learning, from keeping
records to measuring results; future work is given a way by
which to improve. In these ways, process may be seen to
incorporate two significant benefits: that of moderating

complexity through organization, and that of learning and

Figure 11

improving for future work.
Through the steps of schematic design, design development, construction
documents, bidding and negotiation, and construction administration, the standard
architectural process functions well to define the financial and professional
responsibilities of different individuals in order to accomplish large projects.® In this
way it is a method of dealing with complexity, however, its focus is construction
rather than client. The architecture process is devised for use when a single
architectural solution or program has already been defined. It is not a sufficient
process for dealing with the complexities of workplace design, nor does it include a
means of learning or research. Architecture needs another model in order to

achieve design for organizations.

> Lewis, Roger K. Architect? A Candid Guide to the Profession. Cambridge, MA: The MIT
Press, 1991. Text also includes a discussion of the deliverables at each stage.
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In order to achieve these

'scguémét5C'. : benefits, an investigation needs to
aogesign e s

e match the assumptions which are being
A tested. Architecture, research and the

- design

dausiapment. scientific process are not currently a
working set. However, with an
~ constuction i - i
L Bmens increasing attention to process,
S 7 research and to rigorously testing each
i “fv“‘:.‘ - it i i i
e aa hypothesis, it is possible for architecture
- negotiation . . .
o to include a process which arrives at
: o
/= such data driven solutions. ® While the
- _construction ¥ N .
~ administration 3 scientific process provides a model for
i

research and learning, the urban design
process provides a precedent for a different style of practice, for integrating
political, social and financial components directly into the design process as it is

explored and investigated.

urban design and office planning

The urban design model presents a possible resource for exploring ways in
which architects might deal with the unique challenges of workplace design;
complexity of client and instability of environment. Several features of urban
design recommend its usefulness for these purposes. While the investigation of
themes in architecture and strategy is useful for grappling with the variability and
changing competitive environment, urban design offers a model for mediating the
complexity of client organizations. Urban design and planning often includes a
process of researching situations, developing and evaluating solutions, briefing
clients and then forming consensus around a particular decision or path. In order
to solicit a multitude of inputs, instill a sense of legitimacy in decisions, and to
achieve consensus, urban design is often a participatory process.

The urban landscape is benefited by the development shared resources for

the use by the group at large. The office, like the urban environment is

® Hamid, Shirvani. The Urban Design Process. New York: Van Nostrand, 1985. (p 116)
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heterogeneous, with each individual using both privately and collectively held
spaces in order to move through their daily activities and responsibilities. Each
individual has a limited amount of control over a larger picture. An office, like the
city is an aggregate of many actions and decisions over time. Planning decisions
affect different individuals in different ways but work towards constant
improvement for the whole. Furthermore, the office is an environment composed
of overly closely juxtaposed public, private and interstitial spaces creating a
potentially volatile compilation of individuals. They can grow unsupervised into wild
beasts of unplanned places, or evolve organically into well functioning
democratically driven systems.

In order to evaluate and facilitate these functions, a typical urban design
investigation might include a diverse set of investigations. A typical analysis might
include observations and mapping of the following situations:

Vf Traffic patterns - including pedestrian
el crossings and intersections, and rates of
flow

Infrastructure studies - service and

65 Feet Wide
[ 105-110 Feet Wide

B special Building

network analysis showing access to

. public services including parks,

wH transportation or shopping

“ 4 Cultural and functional adjacencies -
including zoning or and business improvement districts

General maps - political boundaries, demographic conditions, location of significant
elements.

Given the need for workplace design to consider a complicated set of systems
similar to that which occurs in the urban environment, suggests that some of these
investigations could be translated or scaled down for use as architectural
investigations of the workplace. In order to address the broad complexity of client
organizations this methodology will have to include the mapping of both physical
and social characteristics. The communication patterns, social structures and the
physical pressures which comprise everyday performance in a particular

environment will need to be mapped as they are in urban studies.
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planning for changing environment

In addition to presenting an approach to understanding the complex
functionality of organizations urban design and planning may also hold clues about
ways to consider the lifespan of a project beyond that of building construction and
occupation. Urban design has dealt with the discrepancy of lifetimes occurring in
the social, political and built worlds. Urban lifetimes are considered in hundreds
and even thousands of years. Urban planning, therefore, has been forced to
consider the flexibility of the environment, where one building or even a region may
be replaced over time, and that the individuals holding power may similarly change.

Increasingly, in workplace design the architect may play a role in
organizational change acting as catalyst for a larger shift. In this case the architect

B = Fond S becomes consultant and advisor to a
| ' much further reaching project than the
initial re-imaging of a physical space.
In these cases it is necessary to
consider, in planning terms, how spaces
& will be used over time, what are the
= : methods of change, and what

Lé, components of the system are more or
less static. Urban design and urban
planning use methods such as design guidelines, master planning and phased work
in order to provide both direction and flexibility within a particular design.
Successful urban design may be identified as that which provides the flexibility for
continued change while providing the infrastructure for each individual to achieve
the best possible results within their immediate context.

In order to address both the complexity of the organization and to attempt to
consider the impact of design on future directions and corporate strategy,
architecture and the practice of space design must ask a deeper set of questions in
order to help achieve the goals of client organizations within the design process and
product. Using the small and intimate scale of interviews common to architecture

practice, along side the site observations of urban design and the objective testing
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and measurement of a scientific process offers great potential. Workplace planning
must consider the increasingly divergent rates of change between organizations and
the physical spaces they occupy and help to design systems by which to manage
the different rates of change between buildings and corporate organizations. In
these ways workplace planning may benefit from the adoption of such methods; by
being explicit about the more and less flexible parts of the design, by considering
the physical space as the infrastructure for work activities which may change over
time, by establishing protocol for the usage of space and providing explicit methods
by which individuals may contribute to changing their own environments. Finally,
achieving architecture for both complexity and change will require a unique hybrid

of known tools.
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chapter 004 tool development
Since the organization occupies a scale and level of complexity which lies
between the intimate questionnaire of architecture and the demographic analysis of
urban design and planning there must be a similarly intermediate level of
investigation which is created by a hybrid of methods from the two fields. This
project is a rigorous pursuit of a ~ ey
strategy for defining parts of this in- - F :f'gfjé:f;{“

AT STAlR

between scale. The creation of a new
vision, a new type of hybrid space
comes from a process of existing
conventions recombined. Borrowing

from both the micro and macro scales

of design this set of tools has evolved

from a series of explorations and

Figure 15

@ UPPER LEVEL HAND RAIL DETAIL

SCALE: NT®

observations. The reference set

includes the approaches and achievements of precedent architectural works
(themes), types of site analysis common to architectural and urban design practices
(mapping), observational, survey and network studies more prominent in
anthropological work, as well as strategic and process analysis used by business
consultants. Each of these is imbedded in a process which is derived most
significantly from that of urban design. The following strategy for workplace design
is @ combination individual investigations embedded in a process which suggests
the order in which they be carried out. In order that this may be a methodology for
both research and practice, it is necessary to document aspects which are more or
less successful. Throughout this process the roles of research and design must be
explored simultaneously, learning from one another.

A new model for investigation uses combined conventions to come to
increasingly well integrated solutions. Some of these include maps form urban

design, social and network analysis surveys, workplace satisfaction surveys,

page 23



interviews, organizational charts, program planning from urban design.” While
management conventions include metrics and data collection to assess
performance, social or anthropological conventions including the collection of data

from observations, surveys and interviews.

representation for strategic thinking

The evolution of a working hybrid is not just about borrowing and mixing
tools of observation and analysis, it is also a critical investigation of the means of
representation which are used in order to communicate between architect or
workplace consultant and client. While standard architectural drawing and design
formats do not communicate with client at a strategic level, exploring ways of doing
so might also begin the process of educating a client to understand the relationship
between physical space and the plan as an information diagram or form of
communication suggesting a way of gaining information. Conventional architectural
representation is designed to communicate the features and characteristics of a
building design so that it may be built, produced, assembled by a group of
construction professionals, trades people, and installation engineers. This focus on
assembly rather than expression of meaning or use has impaired abilities to
communicate strategically with client. In order to begin to improve
communications this drawing set must be augmented. Multilingual demonstrations
are required in order for the architect to communicate with the client in a way that
facilitates strategic rather than tactical decision making. The information must be
presented in a way that is both comparative, showing the outcomes of various
decisions, and must relate to the goals pursued. The ability to show trade offs or
explain options requires a type of communication which is not ordinarily part of the
architectural language. They are, however, certainly within the capabilities of such
graphically minded professionals.

” These tools are a combination of my own invention and derived from the work of both
generalist practice and that of specific individuals. Key contributors include Frank Duffy
(architect and workplace consultant), Karen Stephenson (sociologist and network mapping,
Mathematical models of human systems Network mapping- scientific measures of culture),
Hixson (work process consultants, A&E), Perkins and Will (architects), Approaching Urban
Design (urban designers), studio work with John de Monchaux.
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It is among the challenges of the workplace designer to be constantly
integrating their own investigations with a means of communication which helps
clients to think about their architecture options more strategically. In order to
maintain a focus on the client’s broader business agenda, architects must

simultaneously speak multiple languages of design, value and outcome.

measurement for learning process

In some of the same ways that representation of ideas and standards of
comparison can be critical to thinking strategically, measurement can be seen as
the critical factor in developing a process which is both useful in mediating
complexity and a method for learning and improving. The use of measurement
provides a verifiable process, facilitates learning, goal setting, benchmarking and
objective comparisons from other fields of inquiry. Measurement also facilitates
tightening the relationship between architecture’s hypothesis and testing, providing
a means of feedback within the process and allowing for modifications and
improvements. For example, if physical space is a means of communication, one
must begin the conversing with the client by collecting data to determine what is
currently being communicated, then use the existing space to diagnose messages.

In the process of space planning and workplace consulting the people factor
has been measured to various degrees. Architects are familiar with ways of
measuring space, while managers are more comfortable with ways of measuring
people’s performance. A better understanding of their impacts on one another,
however, requires a hybrid approach to measurement. It is necessary first to
become familiar with the measures used in each other’s fields, and then to consider
spatial measures and people measures in a variety of pairings to explore the
managerial repercussions of space. In this way the design process may be about
the design both of space and means to measure its effectiveness.

These tools for analysis and communication are an attempt to make visible
the multitude of architectural decisions which taken all together are part of the
ways in which space may be created in order to shape culture of an organization.
An objective understanding of the characteristics of space, displayed in a way as to

be useful within a conversation between architect and client especially as necessary
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to consider strategic use of space in relation to business objectives.® Using both a
new process and the hybrid tool set provides a position from which to begin
improving our workplace consulting capabilities. The process demands a committed
relationship between the architect and client, integrated leadership and exceptional
communications. Each step demands two parallel processes, one lead by the
architect and the other lead by the client, evolving through the use of graphical
communications. Each phase of this process includes client responsibilities,
architect responsibilities, data and deliverables as well as recommendations for
communication. This is a preliminary set of tools, and if used rigorously may be

able to grow in both legitimacy and depth of field.

phase one: data collection

The first step is one of data collection and investigation by both the
client and architect.® This may include the creation of new materials for the
purpose of the project; however, for the most part it is an organized assembly of
existing documents from a mix of sources. In as much as an architecture project
might usually begin with precedent building studies, a strategic business
assessment begins with an understanding of the organizations background, their
history and positioning within a competitive environment. This may be done
through business press and by discussions with the company. Data collection about
the organization may include a discussion of corporate hierarchy and organizational
structure through organizational charts, individual job descriptions, review of any
programming already done, any data required in order to be able complete a basic
strategic assessment. Other materials and information should to be determined and
requested upon initial assessment. Whenever possible the translation of these into

graphical format can improve communications.

8 This is an outline of best practice based on interviews, discussions and reports by
workplace consultants including conversations held between September 2003 and January
2004 with Karen Stevenson, Frank Duffy, Cam Roberts, Michael Pearce, Barry Austin, Jim
Prendergast and Robert Luchetti. Some of the tools owe more or less of their logic and
inspiration to one particular field of study, architecture, urban design, environmental
psychology. When the design of a test or study is based on the logic of a particular
precedent investigation this is explained in the text.

% In urban design this is referred to as a survey of the existing natural, built and
socioeconomic conditions.
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The client is responsible for self reflection, assembling the appropriate
advisory team and creating a list of interviewees. In addition to a preliminary
discussion of the project, the architect may also want to provide client with
strategic guidelines for selecting team members. The key to selection of a team to
develop design ideas is that it must be indicative of the goals which one wishes to
achieve in the design process. Discussion between the two also includes an
introduction to the potentials and possibilities of architecture. The themes may be
considered at this point in order to get broad representation onboard.

Once a baseline of understanding has been reached and an outline of
documents has been exchanged, interviews serve as the starting point for a
strategic investigation. Interviews were held with nine forum employees over a
span of roughly three weeks. From this series of interviews a set of corporate goals
and challenges creates the framework for all future investigations. This process is
also helps to prioritizing features designated for further investigation. Interviews
may be tailored to the size and type of organization as well as to the individuals
who are being interviewed. (Theme/stakeholders may be used as a checklist to
assure contributions from each department.) Questions should cover categories
including individual and group work styles, corporate vision, descriptions of culture,
goals and desires for the workplace.
This type of client data collection may
include an investigation of the following
system features:

How is information relayed within the
organization?
How are individuals achievements

assessed?

Figure 16

How is work evaluated or supervised?

What are the professional commitments between individuals?

This preliminary data collection is an opportunity the architect to survey
existing space and uses, including an explicit discussion of what space says to both

internal and external environment, both observational data may be used to show
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how individuals are currently using space while surveys can explore how they would
prefer to use space given the opportunity. Presentation of these findings will
include maps, space description surveys translated onto plans and the like. The
following studies are developed primarily from urban design and could be
considered strategic sketches. They are means by which an architect might
demonstrate abilities to the client while simultaneously exploring characteristics of

the existing space; they are ways of seeing space and organization in a single term.

Figure ground drawings, which in urban design usage are “produced by shading in
the buildings in plan form in black, thereby revealing the public and semi public
realms as white” may be used in several ways.'® Unlike a typical
furniture plan, a figure ground drawing
of an office floor is more suggestive of
the space experienced while moving
through hallways and corridors. This
type of drawing may also be used to
show the portion of floor area
designated for individual versus group

use. Floor wide percentages of public

Figure 17

and private space may be shown both
graphically and numerically. This type of density or land utilization may also
indicate groups with different work styles or prioritizations of group activities. In
urban design terms, this sort of land utilization study is “a measure of how land in
an area is divided between public and private use. Since most land in public
ownership is open space in the form of circulation of pedestrians and traffic, parks
and other public open spaces.”*' A figure ground drawing showing structural and
building systems indicates the portions of the building which are available for

configuration or reconfiguration.

10 Roberts, Marion and Clara Greed. Approaching Urban Design: The Design Process.
England: Pearson Education Limited, 2001.
1 Ibid.
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As in urban design a hierarchy of circulation paths may be seen to order the spaces
of work. Recognizing these with indications like primary, secondary and tertiary
circulation systems may be useful in understanding relationships between and
within groups. Whether a group of introverts or extroverts, a covertly located
information technology group, or unique locations for programmatic elements and
functional and working groups a brief
study of where they are located may
often show a great deal about priorities

within the organization.

Navigational components from nodes

and paths to landmarks and routes may

Figﬂre 18

_ : be mapped a cross the workplace.
When considered at an urban design scale, nodes are referred to as a point of
interchange “a point to or from which an observer might be traveling and which
provides an event on the journey.” It is characteristically a major junction or
interchange. It can also be a meeting of paths. Landmarks are places that it must
be entered. In workplace design terms this map might include a CEQO’s office, a
café space, more and less preferable hallways, a particularly loud group on the

floor, or a special meeting room.
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Depth and permeability describe the degree to which movement is possible or
permitted between outside and inside of
spaces or between sections of urban
areas. In urban design terms this
includes lines of sight, publicly
accessible corridors, and is limited by a
busy street or a disconnected street
grid. The sense of permeability may be
constructed through physical access or

paths, visual access at the scale of
corridors and connections whether these promote or limit their use. In an office
space the same kinds of relationships are established by the way spaces are treated
and the organization of partitions and office furnishings. A sense of accessibility
might be created through lighting, while the location of a bookshelf or filing cabinet
could create significant limitations.

In addition to the observations made about the configuration of space, data
may also be collected on the activities and behaviors of people occupying these
spaces. A variety of inventories may be taken; assessing occupancy rates, use of
space for storage or meetings, sources of noise or other sorts of disruption, popular
or unpopular corridors. These observations can help to corroborate or to refute

hypothesis about how people are using or affected by the spaces around them.

Before the conclusion of phase one, all data and preliminary assessments
should be summarized and reported back to the client organization and assessed
for clues about new paths, directions or to recommend additional areas of

investigation.

page 30



phase two: data analysis
The second step is an opportunity to

analyze the collected data, when done

graphically this data may also be a part

of the communication between architect

and client, furthermore it may also

establish a baseline by which to begin

design. This period of identifying

Figure 20

potential opportunities and limitations

may include conducting interviews or
surveys regarding expectations, existing conditions and diagnostic of patterns
identified in phase one. The reporting of collected data in an intelligible and
engaging format is then the first step in communicating about new possibilities and
design agenda to a client. Reports to Forum have included both summaries of
interview data and that of observational data. The preparation of these reports is
an exercise in the display of multiple sets of data and a means by which it may
eventually be possible for Forum to better know their own space needs and the

implications of the many decisions involved in a corporate relocation.

building diagnostics

As mentioned previously mapping may be used to explore possibilities for
example a figure-ground drawing showing structural and building systems indicates
the portions of the building which are available for configuration/reconfiguration.
The particular investigations carried out at this point will depend on the client’s site
and whether or not this is a predetermined factor (or if the goal is to identify a set
of spatial preferences for use in selecting a site). An investigation of the maximum
capability of the space based on the given exterior or building shell conditions may
include much more than square footage. It could include such valuations as; linear
feet of window access, depth of building relative to ceiling height ratio, percentage
of internal spaces with opportunities for view or the need for a particular hallway
configuration. Communicating these alternate measures to a client advances the

conversation in regard to understanding a building’s potential. Maps and
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investigations similar to those used in step one may be repeated in order to

investigation options for new space alternatives.

spatial adjacency studies

Studies of social relations when seating or housing where assigned by government

Figure 21

organizational diagnostics

and institutional authorities, have
indicated that the physical proximity
between individuals effects friendships,
political views, and courses of action.
An understanding of this has significant
impact on achieving (architectural and
managerial) results especially in the
areas of corporate culture and
knowledge management as discussed

above.

As the architect works to identify the physical opportunities and limitations,

including a thorough building investigation, the client may work to explore some of

their own opportunities and limitations. The first part of a strategic analysis of an

organization is an investigation of their industry and their own environment. Each

Figure 22

company or organization is constantly
operating within a unique external
environment. The organization also has
a set of means by which it may chose to
organize or position itself. During this
phase preliminary data analysis may
use the themes as a filter to determine
the areas which merit a deeper

investigation, including

recommendations for further data collection. Tools for this investigation may

include problem goal triangles, strategy (space reflection) and the theme filter.
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The use of surveys in this process plays two significant roles. Surveys are
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communicating with the entire audience

on the topic of the space design or

Figure 23

relocation before a survey can be
administered. Survey data can then be
used to make decisions throughout the design processes, as well as a means of
establishing an understanding of successes and failures afterwards. (With
increasingly interactive ways of surveying a group of people this is becoming an
ever more powerful tool and should be used more in architecture.)

phase three: formulating of goals and objectives

After the framework of desires and intentions is established and the physical
condition of the office is generally understood, there is an opportunity to begin goal
setting. This is a critical juncture for leadership as it suggests a need to decide
whether the process will be one that is democratic and involves a large portion of
the company or if the process will be led by a small number of individuals within the
corporation who are given the authority to proceed on behalf of the group at large.
Either approach is legitimate as long as the options and impacts have been weighed
and that the decisions are in line with the broader management style. In either
case the roll of communication and deciding on a clear communication strategy to
keep everyone informed is critical.

Now that enough investigation has been done in order to understand the
basic components of the client organization and its strategic direction and the
general requirements and characteristics of the proposed building or location
assessed, design intentions may begin to be evolved. However, a project cannot
proceed without commitment to goals and statements in some form. An agreed

upon way of soliciting information, responding to challenges. This is about clearly
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delineating the goals and strategy of the project, it forms the guiding principles for
the remainder of the project from weighing options to
evaluating success.

Leadership is critical from day one but plays a
major roll at this point. Furthermore it is difficult if not
pointless for the architect/consultant to continue beyond
this point without clear leadership established and an
understanding of the ways in which project information
will be both communicated and collected. It is arguably
of equal validity to have a project which is lead by an

individual, team of representatives or all inclusive. The

Figure 24

choice between these three, however, is of critical
significance to the style and execution of the design project and must be considered
strategically and intentionally.

Executive level consensus building develops a method for future decision
making and prioritization. This formulation of goals and objectives includes explicit
value statements delineation of values by which future solutions may be evaluated.
Leadership is the first filter for
refining these observations and
collected data into goals and
objectives. This step is critical for
leadership and can barely be

accomplished without it. Begin a

Feel that we |

process of soliciting contributions +ill

I C

Figure 25

regarding the process in a way that
is concomitant with leadership desires and directions.

Business concept value statements may follow the formats similar to the
following: “we want to appear. . . to have a reduced hierarchy and flattened
structure,” “we hope to be more be innovative and flexible,” “we want to enable
dynamic reactive, to support frothy knowledge.” These statements provide a basis
for metaphor development which helps to make connections between physical

features and conceptual components. This is a process of exploring the
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components of the intersection between the new business path being explored and
the architecture which will facilitate this. These may even be translated into
architectural concept models or translational objects. With the illustration of goals
in concept cards such ideograms can help communicate the architecture and
business goals broadly through the organization.

Metaphor development provides a means of communicating and exploring
goals, creating an object of commitment and a language for translation.?
& Metaphors are used to discuss
qualitative measures of space (rather
than quantitative) and as a way of
aligning agreement around solutions.
The metaphor is a translation of
strategic into architectural goals. * The
process of metaphor development has
two benefits; one is that of making the
translation from strategic goals to that
of describing the characteristics of
space that support this.

The second benefit is that by

Figure 26

identifying types of space, and
communicating this with future users, the benefits of such intervention are
reinforced. A significant portion of the way in which people understand and
interpret space is through the sum-total of all previously experienced spaces. Since
people create internal typologies which help them identify types of spaces based on
their form and contents, the design of space and the components used are always
significant. These understandings also have a direct impact on the social norms
and behaviours that people are inclined to act out in these spaces. There are two
significant impacts of this work for architecture and business. First, in
understanding the clues which space provides for influencing behaviour we are

better able to design spaces in which a particular behaviour is expected. Secondly,

12 Bonnes, Mirilia, Terence Lee, and Marino Bonaiuto (eds). Psychological Theories for
Environmental Issues. Burlington, VT: Ashgate, 2003.
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by knowing the sets of assumptions which people make based upon spatial and
physical clues, we can better align our corporate messages with our spatial
messages. In these ways the power to orchestrate corporate culture through space
designs becomes apparent.

An understanding of this schema phenomenon is also critical within the
design process. Because of the depth of these schemas in each persons
understanding of space, the use of metaphor during the design process is critical to
the acceptance, adoption and appropriate use of new spaces. For example, if the
metaphor of library is used in the design discussions of a new office space. Then
this becomes not only a useful design reference but also a way for employees to
begin understanding how to use the space and adopt it as their own, library.
Otherwise the visual clues of library may seem out of place in the office
environment and despite the designer’s best efforts, the use of space is out of

synch with its intentions.

phase four: program and design
Establishing project contents and their relationship to successful outcome is
the stage similar to traditional
architectural programming. This step
considers the actual spaces and the
activities they have the potential to
contain. It calls into use the original
value statements in order to assist in
make decisions about alternatives and
trade offs. It is in this part of the

Figure 27

process that the design group is able to
understand the impacts on the end product which are influenced by decisions which
have to be made in order to work within the limits of scarce resources. Therefore,

this step may include the use of financial estimating and a discussion of cost benefit

for the various recommended interventions (resources limited in regard to both

3 1hid.
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square footage and financial out lay). This step may also include general notions
about trade off alternatives including percentages of open space, public space, etc.

% Open offices

Atria / transparency

Café/cafeteria/public spaces

Evaluate alternative solutions includes vetting, need to consider established
goals against quantitative measures understood here for the first time because they
are embedded in trade offs. Need for prioritization and option sets.
Framework for choice making (options survey)- after some options have been
developed, serves also to inform broader audience of trade offs.
Uses tools to compare possible solutions in conventional terms and by new means

of objective analysis.

design development
Once goals have been set, the means of communicating about them and
recommendations for how decisions will be made has been established; program
development may begin. This may be done by the designer with little impact from
the client team, it could be lead by the designer during a charrette with the client
team or with multiple focus groups, or it could be nearly entirely client driven. The
location of any organization or design project on this continuum is a matter of the
style and preferences of the client group as well as that of their designers.
Architects, urban designers and planners concerned with the involvement of
the end user in the design of their spaces have explored extensively the options for
making this a participatory process. Some would argue that the optimum solution
would be for the user to be involved in this part of the process through workshops.
However, it is necessary to anticipate this step when originally deciding who to
include in the design process. It is most important that the appropriate team is
assembled to work with the architect in translating the metaphorical and strategic
goals into a program which suits the organization and provides an appropriate
amount of flexibility. In some cases it would be appropriate for this to include
every member of the organization, while in other situations the strategic needs of

the organization are best met by having only a single member of the design team.
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What is important is not the number of participants, but that the decision is made
consciously.

Similar to the schematic design phase of traditional architecture practice the
next step includes the elaboration of each concept into workable solutions. Though
designs for this may be primarily prepared by the architect, is necessary to
continue developing qualitative and metaphorical descriptors alongside quantitative
goals and measures of success. Strategies may be based on assessment of
preferences and outcomes of survey work. This is also a critical moment within the
organization to begin promoting the new program and design. As various designs
are elaborated, the design team may also work to consider protocol which will be
part of how the space is used and evolves over time. A design workshop at this
stage could promote metaphors and translation into work environment including
discussions of measurements for success, if and then scenario planning, thereby

drafting policy and design solutions simultaneously.

phase five: documenting and testing

The conclusion of this process will then result in a final report to the client in
the form of a planning document which becomes their own tool in leading the
design process. Translation of solutions into policies, plans, guidelines and
programs is an explicit means of implementing the program which has been
evolved. This may be the architectural build out of an office, the relocation of a few
individuals, a planning document for the relocation of an entire office, or a proposal
for changing the use protocol at a particular location. In addition to explicit
recommendations for the implementation of the project, the briefing booklet should
also discuss how the successes of the project are to be measured and by whom. As
well as ways in which the design may be amended in the future.

This document represents understanding of their own desires and intentions,
the trade offs that may be required to achieve these, a process for making these
decisions, a way of reporting back to stakeholders, a means of determining their
own successes and failures through post occupancy evaluations, and finally a way
to approach continuous improvements in their own build world. So that the design
project becomes a living entity within the organization the final report should also
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include metrics for evaluation, feedback and possibly a means of amending the

document.
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chapter 005 the forum challenge

The goals of this study are three-fold. The project began as an observational
investigation; to see how a company would go about relocating themselves. The
plan was to follow the process of a standard program, design, build, and move from
the client’s side. (In a September 2003 meeting forum agreed to participate in this
study.) However, it didn’t seem fair
that Forum should just stumble down
the less advisable path, for the sake of
observing a 'typical situation.” So an
agreement was made to both observe
and report on our findings at standard
intervals. Therefore, the second goal is
about working with Forum to help them
understand what the architectural
implications of their own needs and

desires might be. To help them

Figure 28

broaden their understanding of how
architecture might be useful within the context of their already begun attempts at
redefining their own position, more to advise on possibilities and implications than
on design directions or solutions. The third portion of this study is evolving a new
methodology for the investigation and design of office environments. This
exploration adopts urban design as precedent and uses the physical and social
context of Forum’s offices as a backdrop for the testing of various methods.
Forum’s space is used as a field of exploration in which hypotheses about people,
organizations, and their use of space may be made and tested.

From this display of information about their own space and work, Forum may
then be better prepared to guide their own relocation efforts. In September 2003,
The Forum Corporation agreed to share their experiences over the course of their
upcoming relocation. Forum’s CEO had already established a group of individuals
to discuss future possibilities for the new space. They also drafted a program based

on the space standards of their holding company. This project observes the physical

page 40



space of Forum, the challenges they have experienced in communicating with their
employees and the data they have chosen to share with their architects.

Whenever possible, the basic process explained above, and many of the tools
are based on ideas and intersections revealed at Forum. The areas in which Forum
has been challenged or when events or communications were carried out in an
unsuccessful manner create important indicators for (improvements needed in) the
architectural intervention process. Overall it has been extremely helpful to have
the luxury of observation in this case. As when an architect is constantly focused
on the development of various iterations of a design, the actual communication of
what for or why is often lost.

background

The Forum Corporation (Forum) is an educational consulting firm. As an
educational consulting firm they provide large corporate clients with advice on
running internal learning programs. Forum’s work focuses on several levels of this
including research and development of course material, publication of research on
related topics, consulting on educational programs, delivery of courses and

associated software. The Forum website explains some of their key functions:

“The Forum Corporation is a global leader in workplace learning. For more
than three decades, Forum has helped Fortune 1000 clients address their
most important business challenges with learning solutions.

“Driving growth and profitability, minimizing employee turnover, developing
leaders at all levels, increasing sales force productivity, or improving
customer satisfaction and retention, Forum aligns your people with your
strategy to deliver tangible business results.

“Our research-based content provides learning solutions that meet the
unigue needs of our clients, with off-the-shelf speed and efficiency. Forum
consultants are recognized experts in developing leadership talent, from
delivering a Branded Customer Experience, world-class sales to customer
service teams.”

Forum has been in operation for over thirty years. Originally they were a
privately held company. At on time, most of the employees in the company

participated in ownership. Forum was extremely successful and about ten years
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ago the company went public, its shares were sold on the open stock market and
many of the original employee owners were well rewarded for their hard work.

Unfortunately, the forum culture and its work were not scaleable and for
other reasons the public venture was not successful. Forum was then acquired by a
UK publishing company called Pearson. Though in some ways well aligned because
of their similar interest in education, the merge was not successful and Forum
floundered under new ownership. (Interactive Media Corporation also part of this
deal?) After roughly three years under Pearson, Forum was then acquired by IIR.

IIR is a holding company primarily dedicated to turning around faltering
companies. Since their ownership, Forum has suffered through two recent rounds
of lay offs in January and March of 2003. Forum and IIR have practically opposite
cultures, but there is a possibility that Forum could learn enough about metrics and
finances from IIR that they could turn a profit and deliver the exceptional service to
which they are dedicated. However, there is a huge project of
employee moral boosting ahead to make up for the injuries
of recent cuts and continued salary freeze.

Forum has several offices in the United States as
well as European and Asian divisions. US offices are
located in New York, Chicago, and San Francisco. In
addition to these regional offices, many Forum employees
work from home, teams of forum employees are located at
their client site, and an entire wing of the organization,

called Res-net who are responsible for delivery of the

Figure 29

product are also at home workers.

The Boston office of Forum is located in a large black
glass building at 53 State Street called 1 Exchange Place. It is very important to
Forum to be in this type of an office building with other companies who they
perceive to be at an equivalent status as their own; both the designation of class-A
space, and the list of companies on the entry register are significant to their sense
of status.

Forum enjoys the location close to the State Street T-stop which is

convenient to Logan Airport for clients and near South Station for easy employee
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commuting. Furthermore, Forum employees enjoy the excitement of shopping and
eateries in their down town location. There is some suggestion that employees
would not bother coming into the office if it were not in such an extremely central
location. Also there is potential for individuals who are generally tele-commuters to
stop in for social reasons while in town for other reasons.

At the time of our initial discussions with Forum, CEO and VP had already
visited and viewed several available spaces in the Boston financial district. In
consultation with their corporate realtor, they had sent out requests for proposal
(RFP’s) to the owners of the spaces which they were interested in leasing. For most
of the properties which Forum was considering, architectural services would be part
of the fit-out provided by the property owner/manager. In this type of case
architects are contracted by the property owner/manager to draft construction
documents for the future tenant based on their physical needs. The property owner
then recovers their costs for the interior upgrade and the associated architectural
services by including it in the price of the lease. In this way the future tenant pays
for the design and services over the course of their lease, but maintains relatively
little control during the design and construction of the space. The future tenant, in
this case Forum, is responsible for determining their own future space needs and
communicating them to the architect. The architect, working for building owner
rather than future occupant, has no incentive to complicate matters by asking too
many questions. Therefore, the primary communication between architect and
future tenant is in the form of numerical spread sheets indicating the square
footage required for the working spaces of various members of staff by department,
and the sum totals of square footage requirements for public spaces from
conference rooms and copy centers, to lobbies and cafes.

When we began discussions with Forum, they were in the process of
developing an architectural program, using a spread sheet provided by their holding
company. This gave them a goal of programming based on a maximum of 250

square feet per person which they were then at liberty to use how they wanted.
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initial presentation and interviews

After an initial discussion of the state of affairs at Forum the basic framework
of using architectural precedents and strategic themes to guide a design project
was presented to the design advisory group which Forum had already assembled.
This group included Forum CEO, Vice President, Human Resources Manager, IT
Manager and two regional directors. For the most part, The Forum Corporation
chose to include on the design team, those individuals who are highest on the local
corporate hierarchy. Some individuals were giving positions on the board to
appease their nervousness about the move or in deference to their rank within the

organization. It did not appear that the

group was selected based on its

strategic significance within the
company.

At the conclusion of this meeting
Forum agreed to participate in a series
of interviews regarding the strategy and

direction for the new space. The

concept of the themes was used to

identify individuals to interview. In

Figure 30

addition to the initial members of the
relocation committee, interviews were also conducted with the recruiting manager,

the director of marketing, and a member of client communications.*

*» What is the general nature of the work you do? And with whom do you
communicate regularly in this process?

= What is your current vision of the company? now, new, next? What do
you see as the challenges, risks, and opportunities?

= What elements of the current company either culture or work
environment would you like to reinforce, or discard during the move?
What new features need to be built or created?

* What are different metrics for determining success or failure? At Forum
and in your department? What are the critical tasks for your group?

=  What is the composition of the company, including their work styles? In
what ways do you see this changing?

* The only segment of Forum not represented in this was sales.
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= How would you develop a process for soliciting input regarding the move?
=  How will you know that Forum has been successful in creating a new
home for itself?

results from interviews

Interviews with Forum employees revealed an intense culture which could
largely be described as one of a commitment organization. Individuals operate on
a code of closely held beliefs called the Forum Code. At one time, this code was so
strongly held that one could often overhear colleagues reminding one another, and
pointing out ‘code violations.”*> For many years the most important business
agenda at Forum was exceptional product delivery, committed relationships with
client organizations, and an almost unquestioned since of how far one would go for
a client. Between internal support of peers and external commitment to client, the
task of making money was overshadowed. This inattention to finances was made
worse when the company went from private to public, was reacquired, and then
transferred to a holding company.

Forum is not well. The past year has seen a nearly 60% reduction in staff
and more than one CEO. Their current CEO has been brought in from the old-
school Forum team. His placement at the head of the organization is part of a
strategy to rebuild forum culture and morale. The radical reduction in staff has left
Forum wasting away on a very empty floor of a rather expensive building. Forum
needs to move quickly both to avoid the expense of so much extra space and the
psychological strain of an office full of difficult memories. The forum corporation
currently occupies the entire 3rd floor (32,00sf) of One Exchange place in Boston.
Due to a combination of serious cutbacks and an extensive number of employees
who work remotely, there are only 49 regular occupants of a floor designed for
nearly 150. Because of the large portion of commuters the current occupants of
the Forum office are actually representative of a much larger group of individuals
who use the office as a hub or network centerpiece. In addition, a large portion of
Forum’s delivery system (Res-net) exists entirely out of the office. Making the
situation even more fragmented, many individuals have either direct reports or

immediate supervisors who work in other office locations or at home. Forum faces
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a critical moment as they have an
opportunity to, rebuild themselves and
to restructure their culture as part of

this relocation.

reporting on data collection

After establishing a general

picture of Forum, including their

overall work styles and corporate

personality, the next task was to

begin analyzing the interview

responses in order to establish a
baseline for thinking strategically
about Forum’s changing workplace.
The first work of assessing the
interviews was to determine the current challenges at Forum. Responses were
broad, but in the end seemed to be focused around the task of rebuilding corporate
culture, advancing capabilities and knowledge
base, and promoting themselves in the market
place. Some quotes from the interviews
included the following: “rebuild ourselves,
make a difference and be profitable,” “after
several years of suffering, we need to rebuild
the quality of day-to-day life,” “we had the
market brain share, we still have a number
one brand but we need to rebuild our
knowledge and capabilities in order to succeed,” “strengthen sales and expand our
areas of expertise. . . if this works we are going to need to be able to staff the
projects that we sell.”

The second tabulation of interview responses was aimed at establishing a
design agenda and clarifying architectural intentions. Forum interviewees were

rather enthusiastic in their responses about what they were looking for in a new

5 From interview with Kate Haney, Forum Corporation.
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space. However, it was difficult to filter these out from the interviews because,
when individuals where asked directly about what they were looking for from a new
space, they often answered with descriptions of their personal needs. In addition to
the basic programmatic components which they had identified with the spread
sheet recommended to them by IIR, they had also identified some additional
elements which could contribute positively to the way they work. The responses
below are tabulated from the full set of interviews. When similar responses were
repeated by several individuals, numbers following the entries indicate multiple of
repetition.

e a place with buzz. . . a place to see and feel forum. . . more color. . .
less drab. . .freshness. . . for our clients and ourselves (4)
spaces to spread out and get work done (4)
a nice place to eat. . . good for gathering. . . a fun common area (3)
lots of daylight for everyone, a clean, bright, professional space (3)
meeting and collaboration spaces. . . with tack-able walls and windows so
that you wouldn’t mind spending the day in there (3)
e single sized offices or all cubes to promote peer to peer and flat
hierarchy (2)
co-location of teams marketing, capabilities, sales & pubs (2)
we need storage in order to maintain a cleaner, client ready, look(2)

Headeount by Department

Some individuals were more publicly ' Hesonut Cutwn Offces
Deparyment 4 Lange  Smal Lage  Smad

mined in their descriptions of the types — " . .

of spaces which Forum needed, in the Capabity :: : ; 1 :
Publicatons L] 5 1

end a mix of public and private spaces Execuve 2 1 1
Recaption 0 0

could be identified. It can be seen f;"'“ , ¢ " '

rather immediately that these are not 'J.,.n. o ' :
Mawetag 3 2 1

the types of responses which are 0 f"" 2 2
- 0

.. 7 U Triwiey 0
elicited by the square footage allocation E : " '
and spread sheets which are used to 2 e = T ——

communicate their spatial needs to their architect. The spread sheet approach to
programming seemed to eliminate the opportunity to propose ideas which they had
actually already had. There was not any place on the form for discussing their
ideas about collaboration spaces, day lighting, or client accessibility, much less for
being able to evaluate the usefulness of any of these spaces in relation to their

other goals and objectives.
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The third area of investigation from the interviews was in establishing an
understanding of the ways in which Forum would judge their own success or
failure, and that of their architects, at the end of the project. Again these
responses were assessed by reviewing all of the interviews. Most of these
qguotes were in response to the final question “how will you know that Forum has
been successful in creating a new home for itself?” however, some are taken
from elsewhere in the interview.

e a place we are proud of

* people see the new-Forum in our
space

e people walk in and say ‘wow I
really like this place’

e everyone to think ‘what a great
cube, I love my cube’

e if after 6 months no one is still

™ complaining.

v e we want to feel that we really

= have moved

i e if people still come into the office,

to be stimulated, not just to do their

work
reduced disruption, as smooth a transition as possible
if we can afford to have cost of living and merit raises

These replies are some of the broadest, showing a desire both to create a space
which is accepted and adopted by the group at large but also to remain in budget.
Other goals are seen in making a space which is reflective of a changed identity;
this corresponds well with the ideas expressed regarding the overall design agenda.
Three significant discontinuities were seen upon summation of the interviews.
The, first already discussed, being the difference between the design agenda
communicated in interviews and that which was conveyed in the programming
documents presented to the architect. The second was that when interviewees
were asked about any recommendations which they had for soliciting broad input
on the upcoming relocation the general consensus was that the relocation
committee did not want to ask any questions if they could not deliver on the
answers. Therefore, despite the stated goal of broad acceptance for the new

design, Forum remained hesitant to involve any more internal people in the design
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process. The third conclusion was arrived at upon comparison of gaps between
stated design goals and the corporate challenges. Though valuable on their own,
the goals of buzz, fun spaces for all, tack able walls and collocation of groups did
not seem to address the current corporate challenges identified in section one. At
this point, the themes were used as a filter to consider the areas where Forum’s
relocation project could be leveraged to impact on corporate challenges currently
faced. The following areas were identified and presented to Forum during a
reporting session.

+ Client Focus
- Demonstrating forum capabilities to market and potential clients
- Efficient staffing, on the fly re-scoping and re-pricing of projects
* Culture
- Developing a hybrid of new and old forum culture to provide highest
quality service and maintain profitability
- Promoting the Forum culture to out-of-office employees
+ Knowledge Management
- Transmitting knowledge of capabilities to new and out of office staff
- Developing new capabilities and regaining lost forum knowledge

planning an approach

Feedback after the presentation of the material listed above was extremely
positive. Members of the Forum relocation committee were extremely sensitive to
the numbers of interviewees who considered Forum a non hierarchical peer-to-peer
working environment and believed that given the logical limitations of the building,
that daylight for all should be a driving factor. Individual members expressed their
desire to reconsider the architectural program, including more open spaces and
fewer private offices. During the meeting, Forum CEO even began coming up with
his own metaphors for the types of space which might be part of the new offices.
However, no one recommended sharing the actual findings with their architect.
Rather, they were happy to translate their thoughts into a revised summary of
office sizes and workstation counts.

On the matter of including more people in the design process, Forum
remained hesitant, the major factor being that of not wanting to make any
promises about who would get what in the new space. Although the themes and

their constituents could be used to establish an appropriate group or team with
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whom to develop design ideas, there was no restructuring of the design advisory
team base on the interviews results. The active members remained: Forum CEO
participated but relied on the Director of Human Resource and the VP who actively
sought input from the IT manager. The two regional directors seemed to be
involved just enough to ensure their own spaces were satisfactory and the group
rarely communicated with other individuals.

At the conclusion of phase one, Forum revised their architectural program
and planned to communicate this to their architects, who would begin drafting a
layout as soon as Forum confirmed their choice between two floors in a nearby
office building. The only other additional piece of information from the interviews
which was communicated to the architect was the desire for several

adjacencies to be included in the floor

uman Resures, ““mﬂ gt i, configuration: marketing and
i, : pore | DSy
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T capabilitie=s
Marketing : £ “;we k¥
_ client Technologies et
“ormation Technoo?”

publications. This information transfer
was initiated by a query from the

architect during a programming

Figure 35

meeting. If the architects were acting
as workplace consultants this would be an appropriate time to begin considering
metaphor development, moving from the architectural goals defined and the
strategic agenda of client focus, culture development and knowledge management
into preliminary programming. The items which have been identified as goals and
for which a means of achievement seems accessible, could be developed as
concepts and options with the client these might include group discussions or
design sessions on what buzz, democratizing daylight, flat hierarchy, proximity, and
field office mean to Forum employees. The items which had not previously been
identified, but appeared through the use of the theme filter, may be recommended
for further survey and data collection.

In this case additional studies of Forum'’s current working environment
especially as related to the characteristics of people’s usage of space were
recommended. Forum agreed to an observational study of their workspace and an
internal network survey of the staff based in the Boston offices. The analysis of

which would focus on Forum'’s accessibility to client (via spatial depth studies and
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mapping a project path), their physical and organizational culture (through
observations & network survey), and their means of communicating knowledge and

providing connectivity (space-network survey).

physical assessment

Given the nearly 60% vacancy rate of individual workspaces on the floor and
the mass of excess space available to all Forum employees, there is a wealth of
information available from observations. People’s personal preferences as well as
the cultures of individual groups are bourn out in the ways in which they have
chosen to organize themselves. There are clues about personal and cultural
relationships, as well as spatial needs. There is valuable programming information
available to the careful observer. In the absence of any other occupants, certain
areas have been taken over for both public and private uses, from group workspace
to personal filling. There is also the possibility of gleaning more generalizable
information about individual preferences through an analysis of where individuals

have chosen to settle.

n.b. At the conclusion of this report, data regarding the observational studies at
Forum, as well as the network surveys were still being processed. This report
provides a reasonably clear description of the features of the first phase of the
recommended workplace design process. The author will continue to study and
report on Forum’s experience in order to improve understandings of the process

and its uses.
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chapter 006 conclusion: reflections and directions

There is an almost in finite list of options and possibilities for survey options
and observations. However, it is only through the regularized inclusion of social
studies and business metrics in the assessment of architectural projects that we will
be able to disentangle these factors. If architects make a conscious effort to do so,
we could be continually expanding our capabilities and continue to gain a greater
understanding of our own impact. The above described processes and tools are not
so much systems for approaching design. Rather, in practice they serve two critical
roles. First by moving from the qualitative to the quantitative, comparing sensible
characteristics of space and how we occupy it, with rigorous descriptions of their
physical characteristics we may be able to come up with some understanding of
their correspondence. Secondly, they work to expand the topics of conversation
and understanding that may be communicated between architect and client. This
exploration of tools for commutating about options, comparing alternatives and
evaluating successes and failures is an exciting task.

However, if architecture and business do not develop the means to
communicate about what is most important; projects are doomed to miss their
potential strategic accomplishments. This requires a great deal of work in order to
avoid using the default approach. For example, during a planning session at
Forum, the architects were concerned with geometric relationships between
Forum’s work groups, and asked the question. Members of the relocation team
explained that there were several groups who shared information. Since the matter
of adjacencies was one of the few bits of information shared with the architects,
these connections became priorities, by default. Later on, Forum realized that
reducing the apparent hierarchy between groups was more important to their
strategic goals, than the adjacencies. Here, it becomes apparent that a large part
of the work ahead is in expanding the spatial vocabulary necessary to establish
useful priorities. Giving Forum a new set of terms meant the ability to consider
other priorities and to begin weighing options.

Future researchers are encouraged to read broadly in anthropology, social

science and organizational behavior. Exploring not only what architects see as
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building’s reception, but how these are interpreted by the rest of the world,
analyzing architecture projects as they appear in the popular and business press.
Researchers and practitioners alike must develop an advanced understanding of
corporate organizations and their own points of self evaluation so as to better

assess the contributions of architectural accomplishments.
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Appendix (A) Theme measures and metrics

01. external identity and client communications

External identity and branding may be seen in the use of design for
developing and controlling a distinct visual identity associated with a
company, its products and services, including efforts in marketing and client
communications. This theme is demonstrated by companies as a method of
strengthening corporate identity and may include benefits to both customers
and the general public. Within the set of example cases, this theme can be
seen to be operating at two scales, one focused on current and future clients
the other on a more general public image. This second, more global
sensibility is often seen in the desire to satisfy neighbors or other civic
constituents.

Internal advocates or stakeholders include professionals in both
marketing and sales. Therefore, their metrics may be useful in determining
successful architectural interventions. These metrics include brand
recognition, market share, marketing budget, number of customers or
clients, location and intensity of exposure, visibility within target market,
time and location appropriate image presentation, continuity of image
including visual connectivity and recognition of elements from stationery to
building fagade, image correspondence with type and quality of products and
services, professional and industry reputation.

Current readings on marketing (MKT) tell us that two significant
aspects of investigation should include, image continuity and branded
customer experience, and access to market needs. For image continuity it is
important for all of the various components of the client interface to match or
coordinate. This coordination through several medium is often a challenge,
and must also be well aligned with the company’s internal values, intentions
and policies. The second important component of modern marketing is the
idea of a branded customer experience: the continuity of brand during a
service experience or at points of face to face interaction. The design of this
experience demands attention, regardless of whether your customer
interaction is over the phone, at a booth at the mall, or in your own office.

In case there is any opportunity forpggg ggteraction with your brand, the



customer’s experience must be considered. For example, Fidelity
Investments has decided that any building which has the Fidelity name on it
must offer customers a remote banking opportunity. This has meant that
some of Fidelity’s buildings around town do not have any sign of their
occupancy, in order to protect the clarity of the branded experience. A third
component of marketing is the ability to present to potential customers the
benefits of working with or purchasing something from your firm. This often
means a level of physical or apparent openness which might not otherwise be
pursued, both so the customer can see in and so that your development can
see out.

strategic assessment interview questions

o Describe a recent marketing campaign or effort.

e In what ways does your company communicate with current and
future clients? How could this be improved?

e What are your (internal) sources of information for developing
marketing materials? What are your external sources for feeding
back client needs to your development teams? How could this be
improved?

e By what means do you interact directly with your clients? Do clients
come and visit your space? Or do you go to theirs?

¢ What are your greatest challenges as marketing manager?

e How do you see this changing in order to reach future markets?

e What message do you think your current space is communicating to
employees? To customers? Future, current?

e Please describe your company in the way which you would like it to
be perceived from the outside? By clients, by the general public?

formal investigations

After assessing the needs and desires of a company in relation to their own
marketing agenda, the following architectural analysis might be use full. In
the case of an office renovation a company might consider investigating
some of the flowing relationships between spatial characteristics and their
external identity.
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[A] A space syntax analysis
may be used to explore how
the depth of space within the
office is leveraged in order to
provide the best possible
experience to a visiting
customer. Use this analysis to
optimize the visitor
experience, whether this is in
the path to the executive
conference room or through a
great-clients gallery.

[B] An assessment of the
first few points of contact
which a new or existing
customer has with an
organization. These first few
moments set the tone for
future interactions with client
or customer. Content should
be immediately accessible
within six clicks. A parallel
study of several different

ZZ formats of interaction, allows
for a diagn05|s of any gaps in the experience. Also by comparing, for
example, a web experience with an office visit, the co<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>