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Impact of Activity-Based Working (ABW) on Auckland commercial spaces 

Activity-based working (ABW) is the panoptic term used to describe an alternative way of working that 
combines the three pillars of an organisation: people, place and technology to achieve a working environment 
that is representative of the business and its culture (Ross, 2010). 

Activity-based working achieves this primarily by incorporating flexible workspaces, breakout rooms and “fun” 
environs.  These workspaces (also known as areas) are assigned and managed based on a specific activity for 
example a breakout room would imply an informal or social area. Workspaces may also be made up for those 
persons working on a specific project, in a specific team or a particular area of business (administration for 
example as opposed to information technology where needs can be different). Activity-based working is 
sometimes also referred to as an alternative working strategy (AWS). Open plan offices and hot-desking are 
components which can be used in an activity-based working environment however they themselves do not 
constitute activity-based working. 

As businesses look to gain efficiency in both people and processes ABW will increasingly be seen as a way to 
achieve this and therefore the impact of ABW will also become of importance. This is analysed through the 
key themes below: 

Space utilization and associated costs and benefits: 

One of the main areas is in regards to space utilization and the associated costs and benefits of ABW in real 
estate terms. Real estate is generally considered the second highest cost for businesses (Appel-Meulenbroek, 
2010; Brown, 2008); therefore the way in which businesses utilize this asset determines the efficiency and the 
potential for efficiency factor. Space utilization models (also known as space planning) are critical to achieving 
an efficient workplace that functionally supports and enhances business processes whether they be 
automated or human driven. ABW exploits a combination of workspace models (i.e. cellular office space, open 
plan office space etc.) to deliver a functional environment that is purposeful for an activity. 

Effect on business processes: 

Since activity-based working brings together numerous functions of the office including people, workplace and 
technology a concerted impact is made on business/automated and human driven processes (i.e. filing). 
Therefore, ABW can also be considered an integrated real estate strategy; it gives businesses the opportunity 
to combine people and processes and minimise waste. Hence, the impact on business and business processes 
is a key theme. 

Effect on business infrastructure and the facilitation of ABW 

Implementing, managing and providing for ABW are key to its success. This theme analyses what type of assets 
need to be put in place to facilitate ABW as well as addressing any concerns. The role of technology in ABW is 
described succinctly by Kamperman (as cited in Barrett, 2013) as being the leading proponent in bringing 
people together and sharing knowledge and resources. This comment was made on the recent completion of 
ASB’s Tauranga Regional office which switched to activity based working with technology playing a key role in 
the success of this office. Paoli, Arge, and Blakstad (2013) also maintain that technology gives the freedom to 
work flexibly and is an integral part of the office solution leading to the creating of business value. 

Changes to employee collaboration, interactivity, communication and patterns of work 

One of the larger changes in brought about by ABW is the evolution of leadership and personal responsibility 
across all levels and hierarchies. ABW organisational culture promotes a trust-based leadership in contrast to 
the traditional concept of control and line-of-sight management (IndesignLive, 2010). Patterns of work, 
employee behaviour and culture are noteworthy in the implementation and success of ABW. With regard to 
management, sub-cultures have the potential to develop in an open plan office largely due to the ratio of 
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people to a manager resulting in a power imbalance adversely effecting management of the office and its staff. 
Certain types of leadership are more efficient in certain office types (Danielsson et al., 2013). Trust based 
leadership and output based performance measurement also gives rise to remote working (teleworking) and 
flexible working which Johns and Gratton (2013) considered to be the first wave of virtual freelancers allowing 
businesses to tap into those that were unable to work the 9 to 5 hours. A flexible workforce means that a 
business could be more agile and adaptable and be better positioned to respond to changes in the market. 
With trust and participative leadership being at the centre of organisational culture and management in an 
ABW environment this empowers people to perform at their best. However, there needs to be clear 
requirements with regards to output and performance. 

Although open plan offices are used in the belief that they facilitate and enhance communication and 
interaction in contrast to the traditional variant (cellular) office. There appears to exist a trade-off between 
privacy and communication where the beneficial effects of communication are reduced due to the negative 
effect of noise and distraction (collectively referred to in literature as concentration) (Kim & de Dear, 2013). 
Rashid, Kampschroer, Wineman, and Zimring (2006) highlight that there is a significant lack of research 
involving the behavioural (such as co-presence and collaboration etc.) aspects in an office and its relationship 
to the spatial layout of an office. They, furthermore, confirm that there has been no consistent technique in 
observing behaviour in an office. As such this insight and feedback of employee behaviour, collaboration and 
patterns of work can further our understanding of the impact of an activity-based working environment on 
these human modules. This gives us the opportunity to highlight areas where we are able to enhance this to 
create business value and improve productivity. 

Integration of “fun” work environments 

The integration of fun in the work environment is a new aspect that has surfaced partly independently and 
partly in conjunction with ABW. It signifies a greater desertion from the traditional office and the scientific 
management principles (manufacturing based ideologies in comparison to information based working) of what 
a work environment should include/be. From a management perspective; “fun” in its general definition is 
frowned upon and can be classed as distraction, time wasting and in property perspective; additional costs 
due to more allowances. However, like ABW, companies are now realizing the value gained from employing 
fun in the workplace exemplified through increases in staff retention, motivation, better social dynamics and 
increase in brand (values) conveyance. Fun in the workplace is delivered through social science (such as 
activities, team building etc.) and through the workplace (such as provision of game areas or gaming devices). 
This is a feature that is often over-looked in interior fit-outs and is largely dependent on the (organisational) 
culture and demographics of a company. However, the integration of fun and other informal/social areas in a 
workspace can also form part of ABW and in some cases is used to retain and attract the best talent 
(Armstrong, 2013) whilst developing a more interconnected social and working atmosphere.
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Themes that were realised through the literature matrix consisted of two main areas which highlighted the relationship between property/business management and human performance/psychology. Largely financial benefits and 
flexibility ensued from adopting an ABW environment in property management terms (Kaczmarczyk, 2005). In terms of human performance/psychology a new paradigm of trust rather than control (over employees) was noted which 
resulted in better communication and team work which contributed to improved organisational culture (Haynes, 2007b) (Jones Lang LaSalle, 2012) (Ross, 2010) .  

Reference Space utilization and associated 
costs and benefits 

Effect on business processes Business Infrastructure and 
facilitation of ABW 

Changes to employee working 
behaviour, collaboration, 
patterns of work 

Integration of “fun” work 
environments 

Appel-Meulenbroek, R., Groenen, P., 
& Janssen, I. (2011). An end-
user's perspective on activity-
based office concepts. Journal 
of Corporate Real Estate, 
13(2), 122-135. 
https://doi/10.1108/1463001
1111136830 

 

Conducted case study on four 
different types of organisations: 

• Municipality (“D”) 
• Municipality (“M”) 
• Housing association 
• Energy and Petrochemical 

company 

Identified the precursor to activity-
based working with a concept 
during the 1980’s known as 
ConCon-office. This stands for 
Communication and Concentration 
and allowed people to use different 
types of office settings for different 
types of tasks. 
A case study showed that activity-
based working was not used as 
intended and calls for an in-depth 
review of the concept. 

“Misusage is often the consequence 
of undesirable levels of stimuli from 
the indoor climate caused by critical 
design failure, for example a lack of 
soundproofing. Misuse and 
opposition to change can be 
resolved with activity user 
involvement in the design 
process...extensive training and 
coaching programs…should be part 
of the implementation proves for 
new office concepts”  (p. 133) 
 

 
 

An effect noted that to achieve fun 
environments, props might be used. 
However they may been seen as 
leading to a fun environment they 
may be unpractical and a waste of 
space. This type of effect leads us to 
the motto of form follows function 
as opposed to function follow form.  
Open places like kitchens and dining 
areas are best for information talk 
and interaction. “Their ambiance is 
highly valued” (p. 132) 

Armstrong, T. (2013). Using activity-
based working to attract and 
retain the best talent. Keeping 
Good Companies (14447614), 
65(7), 439-442. 

An important point noted in this 
article is that they are off the view 
that hygiene is improved 
significantly with regard to fewer 
piles of papers and that 
workstations are not concealed and 
therefore no potential to store dust 
and dead insects. Example given of 
“people are now free to move to 
another work setting if a neighbour 
is coughing incessantly and 
potentially spreading flu, whereas in 
the past, people were restricted to 
a particular location.” (p. 441) 
Has a potential to reduce lease 
costs and leasing space by around 
20% and therefore a significant 
decrease in ecological footprint. 

Describes change in management 
structure as well and how each 
employee takes responsibility and 
ownership of their actions and 
performance: “A traditional 
workplace is like a classroom where 
a team manager is like a teacher 
who supervises their team. An ABW 
workplace must be like an executive 
lounge, where people are able to 
move around freely to collaborate 
with colleagues and use facilities 
that best suit their tasks. In ABW, 
the team manager adopts a CEO 
style of management whereby they 
meet individually with each team 
member and agree on work 
priorities. Each team member takes 
responsibility for their own work 
and must be accountable to their 
team manager.” (p. 440) 

ABW facilitates paper reduction and 
furthers sustainability initiatives 
through this. 
 
 

Noted that there needs to be a 
comprehensive change 
management plan to ensure that 
change is managed so that 
employees know that they are 
being involved in the process and it 
is not being thrust on them during 
the transition and/induction. 
“Change management must begin 
well in advance of the transition to 
the new workplace, but the 
program must be carefully devised 
to maintain interest throughout the 
transition phase, including a period 
of reinforcement to ensure the 
change is permanently embedded 
in the corporate culture” (p. 440) 
Also noted that teams should have 
“home zones” so that teams are 
associated with a space and develop 
an identity. 
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Reference Space utilization and associated 
costs and benefits 

Effect on business processes Business Infrastructure and 
facilitation of ABW 

Changes to employee working 
behaviour, collaboration, 
patterns of work 

Integration of “fun” work 
environments 

Barrett, M. (2013, Sep/Nov). Keeping 
active. Interior(9), 72-73. 

Article covers the interview of Luc 
Kamperman of Veldhoen + 
Company. The firm behind the 
implementation of an activity-based 
working system across ASB’s offices. 
Case study used of ASB Tauranga 
Regional office. 
Benefits of ABW that were noted 
were: 

• Higher satisfaction with 
environment and job 

• A rise in productivity 
• Improved collaboration 
• Reduction of travel time 
• Reduction in operational 

real estate costs 

On the future of ABW “This could 
also mean that we will see a new 
hybrid form of satellite offices or 
communal offices. These hubs will 
support people who can’t or don’t 
want to work from home in an 
isolated manner…to commute into 
the city and lose two hours a day. In 
that sense ASB’s regional centres 
could accommodate this need.” (p. 
73) 

Luc Kamperman states that 
connectedness will be key to the 
future of ABW. ICT will be a leading 
proponent bringing people together 
and sharing knowledge and 
resources.  

Stresses that cultural change is 
extremely importance for the 
success of ABW. 
Luc Kamperman on the evolvement 
of ABW states: “The ABW 
philosophy itself, which is 
empowering people by providing 
freedom of choice in where, when 
and how and with whom to work, 
has not changed.” (p. 72) 

 

Becker, F. (2002). Improving 
organisational performance 
by exploiting workplace 
flexibility. Journal of Facilities 
Management, 1(2), 154-162. 
https://doi/10.1108/1472596
0310807890 

 

Reviewed case studies that concern 
the implementation and move to 
flexible workspaces by smaller 
companies such as Buzzsaw (now a 
subsidiary of Autodesk) and have 
provided 6 value for money 
strategies which include: 

• Minimal renovation 
• Iconic branding 
• Targeted spending 
• Open-plan designs 
• Aesthetics of flexibility 
• Diversify the workplace 

portfolio 
“The cheapest, and perhaps the 
most flexible, office is the non-
office. The less office space 
required, and the longer the same 
office can be used (and 
accommodate change) without 
having to reconfigure it, the more 
flexible and less expensive it is” (p. 
157) 
“The underlying principle is eco-
diversity: developing a diverse 
portfolio of real estate and design 
and furniture options that can be 
deployed as necessary, without 
assuming that any one of them is 
‘the answer’ for the whole company 
or for even after” (p. 162) 

   The example of physio balls in the 
below quote reflects that to create 
a “fun” environment it does not 
need to be expensive nor involve 
expert designers but really its 
everyday objects that are not 
expensive. It may be compared to 
one’s home where one may be 
informal. “In the work areas, the 
Google ‘brand’ is achieved with 
brightly coloured physio balls lying 
around to kick or sit on” (p. 156) 
“Google conveys that it is a fun and 
imaginative firm that invests its 
scarce resources where it has the 
most pay-off” (p. 156) 
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Reference Space utilization and associated 
costs and benefits 

Effect on business processes Business Infrastructure and 
facilitation of ABW 

Changes to employee working 
behaviour, collaboration, 
patterns of work 

Integration of “fun” work 
environments 

Brennan, A., Chugh, J. S., & Kline, T. 
(2002). Traditional versus 
open office design: a 
longitudinal field study. 
Environment and Behavior, 
34(3), 279-299. 
https://doi/10.1177/0013916
502034003001 

 

Case study of 20 participants 
before, during and after the 
transition from traditional (cellular) 
to open plan/activity based working 
environment. Surveyed employees 
showed that employees appeared 
to be negatively affected by the 
change in office layout with 
“increases of physical stress, 
decreased team member relations, 
and lower perceived job 
performance” (p. 293) 

    

Chilton, J. J., & Baldry, D. (1997). The 
effects of integrated 
workplace strategies on 
commercial office space. 
Facilities, 15(7), 187-194. 
https://doi/10.1108/0263277
9710168227 

 

 
 
 

“An integrated workplace can be 
described as a unified system which 
creatively combines the nature of 
the physical settings and teams of 
people who understand business 
objectives, work processes, human 
resource management, information 
technology and information use, 
communications, change 
management and space planning” 
(p. 188) 
Case study conducted found that 
“the ability to implement the IWS 
(integrated working strategy) was 
affected by cultural norms and the 
business environment which 
needed to be taken into account 
during the office planning phase of 
the project” (p. 188) 

 
 
 

Case study conducted during 
change from cellular office to 
activity-based office found general 
level of satisfaction in the new 
working environment to be 33% 
with 37% believing that the new 
working environment had no real 
changes. 
80% of occupants were dissatisfied 
or very dissatisfied with acoustic 
levels in the new working 
environment. 
Respondents also mentioned that 
they “felt there was more of a 
“family atmosphere” and, as both 
social and work issues were 
discussed, a greater sense of 
community was achieved” (p. 192) 

 
 
 

Gibson, V. (2003). Flexible working 
needs flexible space?: 
Towards an alternative 
workplace strategy. Journal of 
Property Investment & 
Finance, 21(1), 12-22. 
https://doi/10.1108/1463578
0310468275 

 

Addresses the question whether 
flexible working requires flexible 
property to function using property 
and management literature. 
Flexibility (property) is broken down 
into three types: 

• Contractual flexibility –short 
term leasing, break clauses 
and service office space 

• Physical flexibility –space 
can be used in range of 
physical configurations 

• Function flexibility –space 
can be used to undertake a 
range of business functions 

“Alternative workplace strategies 
are built on the idea that there are 
three linked dimensions of an office 
environment where it is located; 
the internal configuration of that 
space and how the space is assigned 
and managed” (p. 18) 
This is another key principle of 
activity-based working which is the 
management and assignment of 
space which is based on the activity 
such as a service area for 
photocopiers and the like and not 
for example a general environment 
where any activity may take place 

Flexibility (working) is broken down 
into three types: 

• Contractual flexibility –staff 
employed on range of 
contracts, including 
outsourcing 

• Time flexibility –staff 
working at time which suits 
them and employer 

• Locational flexibility  -staff 
work in most appropriate 
location 

“The development of alternative 
workplace strategies seeks to 
provide more appropriate office 
space for organisations by 

Notes a key driver of moving to 
activity-based/flexible office spaces 
is the ability of the workforce to be 
dispersed therefore reducing costs. 
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Reference Space utilization and associated 
costs and benefits 

Effect on business processes Business Infrastructure and 
facilitation of ABW 

Changes to employee working 
behaviour, collaboration, 
patterns of work 

Integration of “fun” work 
environments 

“A one dimensional approach (i.e. 
all office space will be open plan) is 
inclined to fail to meet the range of 
needs any workforce is likely to 
have” (p. 18). The paper is 
important in noting the above 
quote because this is the principle 
of activity-based working where 
workspaces are based on the 
activity itself and not a one-size fits 
all solution. An open plan office 
maybe appropriate for an activity 
itself such as a call centre or general 
working area however it does not 
satisfy the various requirements to 
become an entire workspace 
solution or space utilization model. 

(although this in itself may form an 
activity or area for working). 

recognising that there are three 
linked dimensions: place, space and 
use. Corporate property and 
facilities managers need to 
understand what staff actually do 
inside an office, and the nature of 
the work process in general, if they 
are to provide appropriate 
workplaces” (p. 20) 

Gilleard, J. D., & Rees, D. R. (1998). 
Alternative workplace 
strategies in Hong Kong. 
Facilities, 16(5), 133-137. 
https://doi/10.1108/0263277
9810211803 

 

 Found that alternative workplace 
strategies are in their formative 
stage in Hong Kong. 
“For example, workplace redesign, 
particularly flexible work schedules, 
is already the most favoured AES 
(Alternative Employment Strategy) 
strategy. Currently almost one-in-
three organisations have adopted 
flexible work schedules in an 
attempt to overcome problems 
related to Hong Kong’s crowded 
transportation system….to improve 
worker productivity and 
satisfaction” (p. 136). Positive 
benefit noted regarding the 
transportation system and the time 
spent getting to work and getting 
back home. From the viewpoint of 
the business this is unproductive 
time. 

“However, as companies 
increasingly move away from the 
now standard desktop workstation 
configuration toward a greater use 
of laptops and notebooks it is likely 
that telecommunications 
technology will be highly 
influential.” (p. 137). Smartphones 
also have an increasing role to play 
within the business 
communications area with email 
and potentially company files and 
programs being easily accessible 
from smartphones. 

“Hence in order to improve worker 
productivity (and possibly worker 
satisfaction) a more radical 
approach to AWS is required. As 
one facility manager said “I do not 
think that the case for AWS has very 
much to do with property at all. If 
anything it has to do with need for 
less property. I don’t care about the 
costs of running the building –I just 
don’t want it at all. The real driver is 
staff. It is (about staff) efficiency” 
(p. 135) 

 

Gilleard, J. D., & Tam, K. S. N. (2002). 
Appropriate workplace 
strategies in Hong Kong. 
Facilities, 20(3), 113-118. 
https://doi/10.1108/0263277
0210423858 

 

Conducted a post office occupancy 
evaluation survey which found that 
employee consultation is critical for 
a successful transition to activity 
based working. 

 “Technology may be the enabler, 
but it is the employees who 
determine whether the change has 
been successful or not.” (p. 118). 
This is an aspect that can often be 
overlooked. Whilst people may be 
given the tools to do their job 
better, they also need to be 
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Reference Space utilization and associated 
costs and benefits 

Effect on business processes Business Infrastructure and 
facilitation of ABW 

Changes to employee working 
behaviour, collaboration, 
patterns of work 

Integration of “fun” work 
environments 

inducted and trained into using 
those tools in the best way. 

Haynes, B. P. (2007). An evaluation of 
office productivity 
measurement. Journal of 
Corporate Real Estate, 9(3), 
144-155. 
https://doi/10.1108/1463001
0710845730 

“Since, people and property are 
usually organisation’s most valuable 
assets; any strategy proposal must 
integrate the two if asset 
optimisation is to be achieved. 
Therefore, it cannot be understated 
that integral to any real estate 
strategy must be consideration for 
workplace productivity.” (p. 153) 

  “…evaluations have revealed the 
office environment to be more 
complex, with the productivity of its 
occupants being dependent not 
only on the physical environment, 
but also the social environment. 
The addition of the social context 
has subsequently meat that the 
definition as to what constitutes 
office productivity has remained ill 
defined. Whilst no one approach 
has gained universal 
acceptance…self-assessed measure 
of productivity is better than no 
measure of productivity.” (p. 153) 

 

Haynes, B. P. (2007b). Office 
productivity: a shift from cost 
reduction to human 
contribution. Facilities, 25(11), 
452-462. 
https://doi/10.1108/0263277
0710822562 

 

Compares two paradigms –one 
based around control and the other 
around enabling and trust. The 
latter is reflecting of an activity 
based working environment: 
“…office productivity improvement 
can be summarised by two main 
contrasting approaches. The first 
adopts a control paradigm and aims 
to achieve greater efficiency. This 
approach usually centres on 
reductions in either cost or space 
provision. The second approach 
adopts an enabling paradigm and 
aims to achieve greater 
effectiveness. This approach centres 
on occupier being provided with an 
office environment that enables 
them to increase their productivity. 
It is proposed that in today’s office 
environments it is the enabling 
paradigm that is most appropriate” 
(p. 460) 
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Reference Space utilization and associated 
costs and benefits 

Effect on business processes Business Infrastructure and 
facilitation of ABW 

Changes to employee working 
behaviour, collaboration, 
patterns of work 

Integration of “fun” work 
environments 

Haynes, B. P. (2008a). An evaluation 
of the impact of the office 
environment on productivity. 
Facilities, 26(5), 178-195. 
https://doi/10.1108/0263277
0810864970 

 

Research also found that multi-
activity environments do not 
constitute the need for greater 
amount of real estate space 

  Conducted studies based on four 
types of workers: 

• Individual process work 
(those that spend less than 
60% of their time with their 
colleagues) 

• Concentrated study work 
(those that spend less than 
60% of their time in the 
office) 

• Transactional knowledge 
work (those that spend 
more than 60% of their time 
in the office) 

• Group process workers 
(those that spend more 
than 60% of their time with 
colleagues) 

Behavioural components for Group 
workers have the greatest effect on 
office productivity. 
Research also found that interaction 
and distraction had the most 
positive and negative effect on 
perceived productivity. 
 

 

Haynes, B. P. (2008b). Impact of 
workplace connectivity on 
office productivity. Journal of 
Corporate Real Estate, 10(4), 
286-302. 
https://doi/10.1108/1463001
0810925145 

 

Looked at how the “office 
occupier’s perspective of how well 
the office environment matches 
their work processes” (p. 14) in 
relation to a definition of 
productivity. 
Conducted case study which looked 
at transactional workers and 
concentrated workers. 

 
 
 
 

 
 
 
 

Transactional workers (flexible) 
reported more positive results than 
other workers such as concentrated 
(not flexible) workers. This could be 
reflective of the flexibility and 
ability to manage resources better 
than the concentrated worker.   
 

 
 
 
 

Hua, Y., Loftness, V., Kraut, R., & 
Powell, K. M. (2010). 
Workplace collaborative 
space layout typology and 
occupant perception of 
collaboration environment. 
Environment and Planning B: 
Planning and Design, 37(3), 
429-448. 
https://doi/10.1068/b35011 

 

More floor space allowed for 
service related activities (such as 
printing) as these could be 
considered noise generating 
activities and could be moved away 
from working areas. 

“Dedicated locations not only 
provide an opportunity for better 
enclosure and technically superior 
services, but they also recognize 
these important functional spaces 
as attractive interaction and 
collaboration nodes” (p. 445). 
Dedicated workspaces mean that 
employees can do one thing at one 
time without being distracted. 
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Reference Space utilization and associated 
costs and benefits 

Effect on business processes Business Infrastructure and 
facilitation of ABW 

Changes to employee working 
behaviour, collaboration, 
patterns of work 

Integration of “fun” work 
environments 

Jones Lang LaSalle. (2012). Activity 
based working. 16. Retrieved 
from 
http://www.jll.com.au/austra
lia/en-au/Documents/jll-au-
activity-based-working-
2012.pdf 

 

Responses based on own 
experience in implementing activity 
based working across 3,600 square 
metres. 
Costs savings not a major aspect of 
changing to activity based working. 
However it is the “way people work 
and live their life, enabled by 
technology and connectivity” (p. 3). 
This essentially points to the overall 
business culture and how that 
becomes a key component of 
implementing and managing 
activity-based working. 

Drivers for activity based working 
includes its ability to “business 
growth and objectives, creates 
brand differentiation and drive 
talent retention”  (p. 3) 
Performance over presence is an 
aspect mentioned in this article 
where success should be focussed 
on performance. The authors 
confirm that activity-based working 
works best with knowledge workers 
with diverse work styles.  
“...the most crucial component of 
an Activity based working change 
management strategy is moving to 
a trust-based leadership model 
whereby leaders manage by 
outcome rather than line-of-sight” 
(p. 12) 

Heavy investment may be required 
in the form of back-end 
infrastructure to support the 
working environment for example 
wireless internet, soft phones, and 
booking systems. 

Activity based working can result in 
a more transportable and resilient 
workforce. 
 
Organisations that have 
implemented activity based working 
“had success metrics shaped around 
the key areas of customer 
satisfaction, people or human 
performance and financial 
performance” (p. 8)  
Employees need to be well versed 
in the technological systems 
otherwise they will not be used at 
their full potential. 

 
 

Kaczmarczyk, S. (2005). Financial 
impact of alternative 
workplace strategies. Journal 
of Facilities Management, 
3(2), 117-124. 
https://doi/10.1108/1472596
0510808446 

 

“Broadly speaking, the impact 
ranges from additional cost at low 
levels of alternative workplace 
strategy implementation to 
potentially huge facilities costs 
savings at the most aggressive 
levels of implementation.” (p. 124) 
“Alternative workplace strategies 
are tools that must be considered in 
the context of how an 
organisation’s real estate or 
workplace strategy relates to and 
supports the overall agency or 
business strategic plan” (p. 124) 

Uses the Cost Per Person Model by 
the US General Services 
Administration to benchmark the 
monetary cost per 
person/employee. 
 
 

   

Kim, J., & de Dear, R. (2013). 
Workspace satisfaction: The 
privacy-communication trade-
off in open-plan offices. 
Journal of Environmental 
Psychology, 36(0), 18-26. 
http://dx.doi.org/10.1016/j.je
nvp.2013.06.007 

 

Article conducted a study on key 
Indoor Environmental Quality 
factors (IEQ) centred on thermal 
comfort, air quality, lighting, 
acoustic quality, office layout, office 
furnishing, cleanliness and 
maintenance and overall 
satisfaction in an open plan 
workspace. Survey found most 
dissatisfaction with sound and 
visual privacy (60%). This is a key 
aspect as ABW is inherently based 
on the open plan office and 
therefore the disadvantages could 

  Study showed that positive impact 
of ease of communication and 
interaction failed to offset the 
“decrements by negative impacts of 
noise and privacy” (p. 25) 
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also carry through. Author noted 
that the classification of the survey 
respondents was based on their 
(respondent’s) perception therefore 
“didn’t capture some additional 
factors that might have had an 
effect on occupants’ spatial 
perception, such as spatial density, 
number of people sharing, and 
proximity to window.” (p. 25) 

Levin, A. C. (2005). Changing the role 
of workplace design within 
the business organisation: A 
model for linking workplace 
design solutions to business 
strategies. Journal of Facilities 
Management, 3(4), 299-311. 
https://doi/10.1108/1472596
0510630489 

“As long as decisions concerning 
workplace design strategies are 
made out of context of the other 
organisational resources, the 
workplace will fail to live up to its 
potential. The workplace needs to 
become part of the business model. 
As a pivotal component of the 
business architecture as other more 
traditional organisational 
resources.” (p. 311) 

    

Millward, L. J., Haslam, S. A., & 
Postmes, T. (2007). Putting 
employees in their place: the 
impact of hot desking on 
organizational and team 
identification. Organization 
Science, 18(4), 547-559.  

 

 “Regarding the focus of 
identification, it was found that 
desk assignment advantaged team 
identity over organisational 
identity…” (p. 556) 

 Conducted study into a major 
international financial and business 
consultancy which introduced 
activity based working to some of 
their offices with 2,974 employees 
located over three buildings. 
“Employees assigned to desks 
reported placing more value on 
face-to face engagement than those 
without assigned desks, and this 
was fundamental to their higher 
identification with team than with 
the organisation. By contrast those 
without assigned desks reported 
valuing electronic engagement 
more, which was fundamental to 
their higher organisational than 
team identification” (p. 554) 
“it is apparent that contrary to 
popular assumption, externalising 
strategies like hot desking do not 
necessarily marginalize or alienate 
employees” (p. 554) 
Employees should be involved in 
the decision and implementation 
process. 
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Morgan, A., & Anthony, S. (2008). 
Creating a high-performance 
workplace: a review of issues 
and opportunities. Journal of 
Corporate Real Estate, 10(1), 
27-39. doi: 
10.1108/14630010810881649 

 

 
 
 
 
 

Noted change in performance 
criteria that organisations should 
meet which include: 
 

• Effective 
• Efficient 
• Productive 
• Flexible 
• Creative 

 
Research indicated three drivers for 
alternative work place 
strategies/drivers for change: 

• Enhanced flexibility and the 
ability to adapt to changes 
in the workplace 

• Developing organisational 
culture by connecting 
people and enhancing 
communication 

• Enhancing the brand or 
image of the business to 
attract both customers and 
staff  

 
 
 
 
 

Conducted literature review notes 
that user satisfaction has become a 
sort of productivity measurement 
however this does not necessarily 
mean that it increases. 
Positive changes found during case 
study include improved creativity, 
teamwork and better time and 
resource management. Flexible 
working also allows employees to 
better manage their work/life 
balance. 
Key lesson during transition  from 
traditional to activity-based working 
is that “…employees need to know 
what to expect, how they are going 
to be affected and how they will be 
able to participate in the shaping 
their future” (p. 36) 

 
 
 
 
 

Paoli, D. D., Arge, K., & Blakstad, S. H. 
(2013). Creating business 
value with open space flexible 
offices. Journal of Corporate 
Real Estate, 15(3), 181-193. 
doi: 10.1108/JCRE-11-2012-
0028 

 

Case study illustrated that real 
estate management should be seen 
as a tool to create business value 
through the combination of work 
place design, work modes, 
communication technology and 
organization management (HR and 
similar aspects) (known as modified 
work place model). Previously, 
organisation management (HR and 
similar aspects) was not considered 
in conjunction with the original 
workplace model.  
Case study also revealed an overall 
paradigm shift in workplace thinking 
especially around the area of a 
participative/democratic leadership 
style in opposition to the traditional 
autocratic.  

Consequences/points for real estate 
from the Telenor working strategy 
are:  

• “The concept of real estate 
management should be 
redefined in order to be 
seen as a tool to create 
business value” (p. 190) 

• “Real estate should be 
linked to business strategy 
in order for alternative 
offices to produce business 
value” (p. 190) 

• “The implementation of 
new office design leads real 
estate to be integrated with 
human resource 
management and IT 
management.” (p. 190) 

This is indicative of an overall 
strategy to further integrate 
organisational culture into the work 
environment and for employees to 

“Technology gives the freedom to 
work flexibly and is important for 
the office solution to create 
business value” (p. 187) 

Case study highlights that control of 
employees and their working 
processes has been replaced with 
trust and independence (to a point). 
Ownership of task is now up to the 
employee to manage and meet the 
deadline with guidance from 
managers. This leads to greater 
business value due to the employee 
taking greater ownership of the task 
and making it their own therefore 
putting much more effort into it. 
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take ownership of this and drive the 
change that is required/needed. It is 
apparent that employees need to 
make the space their own and to 
their way of working.  

Pitt, M., & Bennett, J. (2008). 
Workforce ownership of 
space in a space sharing 
environment. Journal of 
Facilities Management, 6(4), 
290-302. doi: 
10.1108/14725960810908154 

 

“Observations at the Manchester 
office (of Drivers Jonas LLP) have 
revealed that the human 
requirement of status, privacy and 
identity have largely influenced and 
directed how space has been 
planned. 
Paper concludes that privacy can be 
maintained by having different 
types of areas from open spaces to 
breakout spaces and thus one can 
maintain their privacy and 
productivity. Case study of Drivers 
Jonas shows this. 

Paper investigates whether a 
balance can be achieved between 
“commercial requirements of 
flexibility , in terms of office design 
while at the same time ensuring 
that human needs of privacy, 
identity, status and personal control 
are not compromised” (p. 209) 

Through the use of intranet and 
internal social sites, employees can 
get to know each other better as 
well as share knowledge. The paper 
noted that some companies are 
using the company intranet to 
create staff profiles and job roles. 

Literature reviewed links employees 
to Hawthorne effect and Maslow’s 
hierarchy of needs. Noted that 
psychological implications of games 
in the workplace has not been 
researched thoroughly. 
 
 

Drivers Jonas achieved a 
comfortable and cordial 
environment through the use of 
colourful artwork, perimeter 
fenestration (windows) and glass 
partitioning.  
Also noted that games such as mini-
golf help re-focus the mind and 
provide a break from tedious tasks. 
This works in conjunction with the 
colourful environment which helps 
achieve an almost non-working 
environment and therefore could 
result in improved employee 
motivation and productivity.  

Rashid, M., Kampschroer, K., 
Wineman, J., & Zimring, C. 
(2006). Spatial layout and 
face-to-face interaction in 
offices? A study of the 
mechanisms of spatial effects 
on face-to-face interaction. 
Environment and Planning B: 
Planning and Design, 33(6), 
825-844.  

Studied four types of office layouts 
most based on the open plan and 
activity-based however with areas 
of cellular; found that “people 
prefer to interact in individual 
workplaces” (p. 842) 
Highlighted that even with good 
“…design intentions, face-to-face 
interactions did not occur in a 
predictable manner.” (p. 842) 

    

Ross, P. (2010). Activity Based 
Working -The Hybrid 
Organisation: Buildings. 16. 
Retrieved from 
http://www.theanywhereorg
anisation.com/white-
papers/activity-based-
working/ 

 

Activity based working can be 
defined as a hybrid between people 
and space in this literature.  
 

Microsoft Netherlands used as a 
case study: “the approach was 
called ‘2bPR’ (to be people ready) 
and was built on the three 
foundations of people; place and 
technology…Sales at the Dutch 
subsidiary have increased 51% or 
more. Customers have come into 
the building to see new ways of 
working –over 22,000 if - and real 
estate costs have been reduced by 
30%...” (p. 13) 

Regards three pillars of an 
organisation as people, place and 
technology. 
“One of the biggest changes has 
been the removal of paper from the 
workplace. People now print on 
average only one page a day –a 
huge reduction from an average of 
80 pages, per person per day” (p. 
13). A reduction of paper has 
positive benefits including being 
sustainable; better risk and data 
management (due to paperwork 
not getting lost or taken) and a 
decrease in stationery costs. 
“All too often IT departments have 
struggled to get the right level of 

“One of the most dramatic changes 
is an acceptance of management by 
results rather than supervision –
outputs rather than inputs” (p. 7) 
“A circle of trust approach is used to 
successfully to allow a different 
paradigm” (in activity based 
working) (p. 8) 
Macquarie Group’s change to 
activity based working: “One of the 
surprising findings from post-
occupancy is that the use of lifts has 
reduced by 50% as people choose 
to walk up the central stairs 
between floors.” (p. 12). This also 
relates to the increased mobility 
that people have and this may have 

“The buildings provided (in an 
activity based work setting) will be 
thin –housing less complex 
infrastructure that, in turn, requires 
less cooling and power, and so 
creates not just a sustainable future 
but a place that is attractive, 
energised and connected –the 
social networked office.” (p. 3) 
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investment in base infrastructure 
required to achieve activity based 
working. Rather than cutting costs 
in IT, a migration to activity based 
working required investment often 
with higher project costs” (p. 15) 
 
 

translated to them being motivated 
to use the stairs rather than the lift. 
This could also point to a greater 
sense of productivity whereas 
taking the stairs people may 
perceive themselves to be 
productive in terms of time and 
health whilst waiting for the lift can 
be seen as the opposite. 

Steiner, J. (2006). The art of space 
management: Planning 
flexible workspaces for 
people. Journal of Facilities 
Management, 4(1), 6-22. doi: 
10.1108/14725960610644195 

 

Noted trends in previously 
conducted surveys centring on 
people, location, management and 
work-style and technology moving 
towards working environment, 
individual work stations, group 
workspaces and technology. 
Studied Sun Microsystems’ iWork 
vision using the principles of a 
flexible office, work from home, 
drop in centres and group 
collaborative workspaces. Sun 
Microsystems has reportedly saved 
4,000 with operation costs being 
cut by USD $71 million in 2002 with 
estimate of USD $180 million as the 
programme is rolled out worldwide 
and USD $2.8 million in power 
savings. 

“Good space planning and design 
will stem from business trends that 
influence work-style, such as 
knowledge-sharing, collaborative 
work, a flattened hierarchy, 
employee church, increased 
mobility and technology innovations 
and tools. These key influencing 
factors need to perfectly 
synchronise with best work practice 
to achieve success, and work 
process has become the major 
factor influencing workplace design 
today” (p. 20) 
 
 

Mentions knowledge management 
and how this can become a 
company asset which can be 
furthered and enhanced through 
collaborative working, 
communication due to flexible 
workspaces and the technology 
available (such as instant 
messengers and team sites)  
Increased costs and scope for 
facility managers as their job 
includes managing a dispersed 
workforce as well as dealing with 
more complex business 
infrastructure. 
Pushing of ICT technologies with 
regards to communication can 
erode the human factor which is 
also of importance in today’s 
workplace. 

Article noted that people have 
started to become more knowledge 
based –that is an individual using 
their own power, ideas and 
information.  
The alteration of work styles are 
workspaces can lead to employees 
not having an identity. 

 

Tucker, M., & Smith, A. (2008). User 
perceptions in workplace 
productivity and strategic FM 
delivery. Facilities, 26(5), 196-
212. doi: 
10.1108/02632770810864989 

 

   Reviewed current literature 
regarding workplace environment 
and strategic facility management 
delivery and concluded that user 
perception is a significant aspect of 
facilities management and failure to 
incorporate this could lead to 
business process failure. Authors in 
this article also note that employees 
are vital to the implementation and 
success of strategic facility 
management delivery such as 
activity-based working. 
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van Meel, J., & Vos, P. (2001). Funky 
offices: Reflections on office 
design in the ‘new economy’. 
Journal of Corporate Real 
Estate, 3(4), 322-334. 
https://doi/10.1108/1463001
0110811661 

 

    “Since the 1950’s, corporate culture 
has been expressed in glass, steel 
and concrete. High-rise office blocks 
with shiny facades, fast elevators 
and air-conditioning became the 
stereotypical expression of business 
life” (p. 326) 
 
The paper noted that funky offices 
were generally the norm in smaller 
business especially those involved 
in the creative and multi-media 
industries. It’s possible that this is 
representative of the younger 
workforce demographic working for 
these types of companies. 
 
“Work is transformed into play, and 
workplaces are transformed into 
playgrounds” (p. 331) 
 
“Ultimately ‘fun’ and ‘creativity’ are 
really about spontaneity, and 
spontaneity is tough to 
management. Unlike buildings and 
interiors, it is not something that 
can be designed. Therefore, 
creative office design works only 
when people want it to.” (p. 332). 
Again people are a critical success 
factor regarding the success of 
initiatives such as ABW and “fun” 
environments”. 

van der Voordt, T.J.M. (2004). Costs 
and benefits of flexible 
workspaces: work in progress 
in The Netherlands. Facilities, 
22(9), 240-246. doi: 
10.1108/02632770410555959 

 

Breaks down costs into monetary 
and non-monetary categories and 
notes that costs can be incurred 
both directly and indirectly together 
with facilitation and 
implementation costs of a flexible 
workspace.  
Also notes that there is potential for 
fewer working area bases (desks), 
reduced floor space and lower 
materials and energy use with 
potential to translate into lower 
monetary costs. 
Monetary benefits discussed as 
lower use of resources as well as 

Productivity could be reduced due 
to employees not using system or 
being unorganised  (i.e. wasted 
hours) 
 
 

Main concerns of users being: 
• Distraction by noise 
• Lack of privacy 
• Lack of space 
• Poor working IT-helpdesk 

(p. 244) 
Noted that costs of providing 
business infrastructure and 
implementation of the flexible 
workspace can be equal to the 
potential costs savings. 

Conducted research indicated 
“communication did not change 
very much, according to the users” 
(p. 244) 
 
Case study conducted in a 
government office indicated that 
perceived productivity dropped 
from 7.5% to 6.5% (on a ten-point 
scale) with the older generation 
reacting more adversely than 
younger generation. 43% preferred 
traditional office space compared to 
35% that preferred activity-based 
working (flexible workspaces) 

Found that flexible (and activity-
based) offices can result in 
increased social office dynamics 
leading to more cohesive office 
communities (and teams). 
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calculation of Economic Value 
Added and Cash value added. Case 
study 1 highlighted that costs per 
employee were 32% lower than 
traditional office space. Case study 
2 resulted in being 17% lower per 
employee that traditional office 
space.  
Non-monetary benefits noted as 
creating better office dynamics and 
improving professional and brand 
appearance. 

 

 


