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INTRODUCTION
Have you ever tried to imagine what work will be like in 2020? It’s 

not easy, but that is exactly what CoreNet Global’s Corporate Real 

Estate 2020 initiative is all about – envisioning the future of corporate 

real estate (CRE) and the workplace. Corporate Real Estate 2020 is a 

research and leadership development program designed and managed 

by CoreNet Global members to address the business environment of 

the future and to collect and distribute best practices, tools and studies 

to meet future business  needs effectively. A follow up to Corporate 

Real Estate 2000 and CoRE 2010, Corporate Real Estate 2020 brings 

together more than 280 of the industry’s most thought-provoking and 

leading minds, as well as several other professionals from areas out-

side the CRE realm. 

Given today’s climate of protracted economic uncertainty, forecasting 

has never been more challenging. Predictive modeling is often an in-

exact science, yet considering the outcomes of many of the forecasts 

CoreNet Global has made in previous renditions, it can prove to be an 

effective tool for setting expectations. Volatility withstanding, compa-

nies, industries, professions and other types of networks need to set 

a baseline to gauge and anticipate change as best as current indicators 

and history allow. 

This report explores the major trends discovered and studied by the 

Partnering with Key Support Functions team to aid corporate real 

estate executives and professionals in becoming the most effective 

leaders in an increasingly complex business environment.

Corporate Real Estate 
2020 has brought 
together more than

of the industry’s most 
thought-provoking 
and leading minds.
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Corporate Real Estate 2020 began in August 

2011 and continued through May 2012. The 

program was launched at the AT&T headquarters 

in Dallas, where a group of more than 70 senior 

thought leaders convened to discuss the business 

environment in the year 2020 and create an overall 

vision of the future and what the impact on CRE will 

be. From this discussion, it was concluded that the 

research would be carried out by breaking down the 

profession into eight dimensions unique to CRE.

Following the official launch meeting in Dallas, 

each of the eight teams was tasked with defining 

its goals and predictions. Using the overall vision of 

the world in 2020 and its impact on CRE as context, 

each team created a set of Bold Statements. 

The Bold Statements were developed, evaluated 

and finalized throughout the first months of the 

project using recent research findings from a variety 

of resources and topic-specific group discussions. 

The statements, a prediction of where a typical 

CoreNet Global member firm would stand in 2020, 

were based on what the teams “thought” would 

happen, not what they “wanted” to happen, 

reflecting varying degrees of forward thinking.

The predictions were also presented at the CoreNet 

Global Paris, Atlanta and Singapore Summits, where 

members from the across the globe were given a 

chance to provide feedback on the Bold Statements. 

These predictions served as the research questions 

to be validated based on in-depth qualitative 

interviews with CRE leaders and topical content 

experts plus a quantitative survey of CoreNet 

Global’s end-user members across the world. 

Throughout the process, leading organizations and 

industry experts were identified for interviews and 

further research. Telephone and in-person interviews 

that followed a structured interview guide (Appendix 

C) were documented and analyzed for patterns to help 

the teams understand the current views and future 

perspectives of these business leaders. In addition, 

case-study materials were solicited as part of the 

interview process, and some of those real-world 

examples have been incorporated into this report. The 

research teams also used articles, books and reports 

to ground the theories and compare results. 

RESEARCH METHODOLOGY

EIGHT RESEARCH AREAS

Enterprise
Leadership

Service 
Delivery & 
Outsourcing

Sustainability
Location 
Strategy & the 
Role of Place

Technology 
Tools

Partnering 
with Key 
Support 
Functions

Workplace
Portfolio 
Optimization 
& Asset 
Management

Using the overall vision 
of the world in 2020 
and its impact on CRE 
as context, each team 
created a set of Bold 
Statements.
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Interview insights, materials and Summit feedback 

were synthesized on a number of levels. The research 

team met regularly to review the materials collected to 

determine emerging viewpoints and implications. 

The following diagram illustrates the research 

timeline/process. Appendices B and E list the 

Partnering with Key Support Functions team 

members and organizations interviewed.

FIGURE 1.1  |  KEY STEPS IN RESEARCH PROCESS
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In 2004, the CoRE 2010 group predicted the emer-

gence of an Integrated Resource and Infrastructure 

Model (IRIS) in the face of difficult converging 

forces that were testing the very survival of many 

corporations. Industry restructuring, technology 

breakthroughs and continuing waves of globalization 

were cited among the challenges that were pro-

foundly altering the demand equation for corporate 

resources and infrastructure.

Today’s environment is even more complex. Over 

the next 10 years, high-performance corporations 

will place greater demands on their infrastructure and 

services to be competitive, requiring deeper forms of 

collaboration among enterprise support functions.

By 2020, collaborating corporate support func-

tions will form a new strategy-driven “super 

nucleus” entity to enhance overall enterprise 

performance. 

While the composition of the new corporate entity 

will likely be determined by company-specific con-

text, components may include corporate real estate 

(CRE), human resources (HR), information technol-

ogy (IT), finance, purchasing, legal, etc. The super 

nucleus will not be “one size fits all” and will vary 

depending on a company’s organizational structure 

and culture. 

The groundwork has been laid for this new super 

nucleus, but the journey is just beginning for many 

companies. 

For two decades, shared services organizations 

have demonstrated cost savings, efficiencies and 

overall better service, but a 2011 Accenture study 

found that many organizations have only scratched 

the surface of what can be achieved with shared 

services1. The report stated that the model’s full po-

tential has not yet been unlocked as many fledgling 

shared services organizations have not yet contrib-

uted significantly to the enterprise’s overall strategic 

objectives.

For a shared service organization to evolve into a 

super nucleus, a company must move beyond the 

basic infrastructure and service consolidation to 

create a true intersection of collaborating support 

functions that is empowered to drive and develop 

strategy that not only enables the business but im-

pacts all support functions. The super nucleus must 

also play a vital role in ensuring a productive work 

force and an enabled employee.

EXECUTIVE SUMMARY
FOREWORD

1. See the Accenture Research Report “Trends in Shared Services: Unlocking the Full Potential.” (2011). pp.3.

FIGURE 3.1  |  THE SUPER NUCLEUS
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Over the next 10 years, high-performance corporations will demand 

greater efficiencies of their infrastructure and services to be competi-

tive, requiring deeper forms of collaboration among enterprise support 

functions to enable the employee’s productivity.

By 2020, collaborating corporate support functions will form a new 

strategy-driven super nucleus entity to enhance overall enterprise 

performance. This hypothesis is based on the groundwork research 

completed by the CoRE 2010 group eight years ago and the industry 

observations we have documented since then. Further, the feasibility 

of the following four bold statements summarizing our future 

projections have been validated by over 40 interviews with industry 

leaders from the CRE, HR, IT, finance and business strategy and 

operations sectors. 

Bold Statement 1: Formation of a Super Nucleus

The groundwork has been laid for this innovative super nucleus, with 

some companies embracing early stages of collaboration and others 

already enjoying the benefits of highly-advanced, integrated resource 

models. Our report shares insights and experiences of companies 

across the spectrum — from those in the process of building a super 

nucleus to those with mature global models already in place.

By 2020, collaborating 
corporate support 
functions will form 
a new strategy-
driven super nucleus 
entity to enhance 
overall enterprise 
performance.

EXECUTIVE SUMMARY

FIGURE 3.2  |  BOLD STATEMENT 1 SURVEY RESULTS

Roughly two-thirds of survey respondents believe that by 2020, there will be 
a formation of a “Super Nucleus” entity to ensure an enabled employee and a 
productive work force within their organization.

2%

13%

25%

Strongly Disagree Neutral Strongly Agree

44%

16%
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FIGURE 3.3  |  THE SUPER NUCLEUS The benefits of a super nucleus are extensive, ranging from 

increased efficiency and productivity to cost reduction and enhanced 

decision-making capabilities. Our research shows the intersection of 

collaborating support functions will help ensure enabled employees are 

more productive, better equipped and have higher satisfaction levels – 

resulting in significant returns for the corporation. 

Creating the kind of collaboration and integration of key support functions 

to drive toward a super nucleus is often a gradual — and challenging 

process. Top-down leadership and cultural volition are needed to drive this 

type of dramatic change in any corporate environment. 

CRE is already familiar with the super nucleus structure because day-

to-day activities require interaction with other support functions. CRE 

professionals are adept at managing projects that involve collaboration 

and integration throughout the organization. These partnerships lay the 

groundwork for more formal integration in the future.

As the super nucleus evolves, the increased integration of support 

functions is creating more opportunity for the evolution of CRE. As 

such, CRE executives have a unique opportunity to assume new 

leadership roles based on core competency project management skills 

and their valuable experience in integrating HR, IT and other support 

functions for large-scale projects.

There are still many obstacles to navigate, such as internal political 

opposition, the task of trying to integrate so many different functional 

areas, the struggle to overcome traditional silos and limited resources 

devoted to change management.

EXECUTIVE SUMMARY
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Bold Statement 2: Emergence of New Integrated 
Workplace Leadership

As the super nucleus model takes shape in corporations, there will be 

an emergence of an enhanced, central leadership in the organization. 

This need is likely to give rise to a new integrated workplace leader 

or group of leaders. This leader will need to have skill sets that are 

more strategic in nature, a far deeper understanding of the business 

and a more diverse set of experiences — including exposure to other 

support functions.

The CRE leader of the future must have an understanding of the 

various support functions in the super nucleus in order to bridge them 

all together and leverage the collaboration. 

These future leaders will face a dramatically different workplace, as 

technology and mobility will drive the evolution of the office. New 

work space designs and the ability to work anywhere, anytime will 

continue to translate into less space across the portfolio. 

The workplace will become increasingly diverse with multiple 

generations in the office and the younger generation of workers 

Future leaders will 
face a dramatically 
different workplace, 
as technology and 
mobility drive the 
evolution of the office.

EXECUTIVE SUMMARY

FIGURE 3.4  |  BOLD STATEMENT 2 SURVEY RESULTS

Roughly three-fourths of survey respondents believe that by 2020, there will be 
an emergence of new integrated workplace leadership. The skill-sets required 
to lead the new integrated function will be less about tactical real estate and 
facilities administration and more strategic in focus. A diverse set of skill sets 
representing various support functions and a far deeper understanding of the 
business will be must-haves.

3%
6%

21%

Strongly Disagree Neutral Strongly Agree

40%

30%
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will have a significant impact on CRE. The Millennials and younger 

generations will shape the workplace of 2020 with their ideas about 

where and how work gets done. These forces will require CRE to 

adapt to new challenges and exhibit thought leadership in creating the 

workplace of the future.

Some companies in our report shared insight into how they are getting 

ahead of the game by building high-impact agile work initiatives and 

redesigning their workplaces to boost employee performance.

Bold Statement 3: Importance of Joint Objectives 
and Unified Metrics

Joint objectives and unified metrics are crucial for a successful 

transformation and migration to a super nucleus. While a consistent 

set of business process standards across the company helps ensure 

efficiency and better communication, metrics bring an essential 

element of accountability.

Under the leadership of the new entity, support functions will work 

toward a common vision with common objectives and unified 

metrics. These components will support key areas of focus such as 

company culture, attraction and retention of employees, work force 

The workplace will 
become increasingly 
diverse with multiple 
generations in the 
office and the younger 
generation of workers 
will have a significant 
impact on CRE.

EXECUTIVE SUMMARY

FIGURE 3.5  |  BOLD STATEMENT 3 SURVEY RESULTS

Nearly three-fourths of survey respondents believe that by 2020, successfully 
integrated support functions will be characterized by a common vision and joint 
objectives for company culture, innovation framework, company attachment of 
employees, employee efficiency and more. 

2%

8%

22%

Strongly Disagree Neutral Strongly Agree

48%

20%
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productivity and business unit efficiency, in addition to providing tools 

to evaluate investments, business and operational processes and 

customer service.

Many high-performance companies in our report are already using joint 

metrics in innovative and insightful ways.

Bold Statement 4: Continued Importance of Service 
Delivery

The delivery of support function services will be enhanced by greater 

collaboration and integration of support group functions. 

The primary role of the legacy support functions will remain delivery of 

services to the business units. They will continue to leverage external 

providers to deliver their services more efficiently. However, the super 

nucleus will provide the corporation with a central, strategic group for 

service delivery.  

As corporations seek to better align and integrate internal support 

functions, it is reasonable to expect that their service providers will 

EXECUTIVE SUMMARY

FIGURE 3.7  |  BOLD STATEMENT 4 SURVEY RESULTS

Almost 80 percent of survey respondents believe that by 2020, service delivery 
will be of continued importance. While strategy will take on an elevated and 
more integrated role in this new function, the tactical delivery of services (i.e., 
real estate, HR, technology, etc.) will continue to be an important part of the 
support group function. The scope of work managed by the internal “functional” 
teams will continue to shift, placing greater importance on the service provider 
relationship to implement strategy.

1%
3%

17%

Strongly Disagree Neutral Strongly Agree

51%

28%

FIGURE 3.6  |  SERVICE DELIVERY
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look for ways to support this integration. It could drive collaboration 

among CRE, IT, HR and finance service providers. The alignment 

between service providers to support this new function could take on 

a variety of different forms, ranging from project-based initiatives to 

enterprise-wide alliances that mirror the client’s internal structure. 

External service provider alignment and integration will be more 

important and necessary as internal resources are increasingly 

refocused on strategic roles.

Many executives see a natural trend toward relying more heavily on 

external service providers in the future. Some have already adopted 

strategic outsourcing models where they establish strategic partner 

relationships and leverage a comprehensive set of services.

Conclusion

This report is presented in the spirit of fostering and shaping industry 

dialogue about the changing nature of work and the new opportunities 

for further integration of corporate support functions, including CRE. 

Based on our research and interviews with a broad range of support 

function professionals and thought leaders, there is strong evidence 

that these organizational alignment shifts described in our bold 

statements are already under way, or anticipated by 2020.

The super nucleus is rich with opportunity for measurable business 

improvements, ranging from cost reduction and increased efficiency 

to enhanced decision-making capabilities. The most important impacts 

will be supporting business unit strategy, boosting efficiency of 

enterprise resources and empowering a more enabled employee. 

CRE leaders have a unique opportunity to begin facilitating 

conversations inside their organizations about the importance of better 

integration between support functions, and to have a voice in how this 

takes shape. 

The super nucleus presents an exciting opportunity for CRE 

professionals to potentially expand their leadership roles and have a 

greater strategic impact in their organizations.

EXECUTIVE SUMMARY

The super nucleus 
presents an exciting 
opportunity for CRE 
professionals to 
potentially expand 
their leadership roles 
and have a greater 
strategic impact in 
their organizations. 
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What is a Nucleus? 

Companies are in varying stages of developing a 

super nucleus framework — ranging from new 

types of informal collaboration to advanced “hard-

lined” organizational structures that have been 

in place for years. There’s also a wide range of 

opinions of how the super nucleus might unfold.

For example, Procter & Gamble (P&G) has a 

highly-evolved integrated resource model known 

as “Global Business Services,” where integrated 

support functions focus on both strategy and 

execution. Formed 12 years ago, it is one of 

the largest, most progressive shared service 

organizations of its kind. 

The composition of the super nucleus will vary by 

organization. Some suggest that only the higher 

level strategic functions like customer relationship 

management (CRM) and planning should be 

included, but not the day-to-day operations/

tactical functions. In other cases, the employee-

facing functions would be part of the super 

nucleus but not the business-facing operations, 

says Aapo Pispa, Head of HR for Central Europe 

for Nokia Corp.

Similarly, IT functions that deal with the 

workplace would be a natural fit for the super 

nucleus, while server farms would not, suggests 

Bryan Berthold, MCR, Director of Corporate 

Services at Altisource Portfolio Solutions. HR 

teams focused on the employee experience 

would reside in the super nucleus, while payroll 

and recruiting would not, he added.

There are also varying opinions on the degree to 

which integration will occur. 

DEGW works with a wide range of industries and 

has seen the emergence of the super nucleus.

“We do see a general movement toward this sort 

of centralized super nucleus,” said Francesca Jack, 

Director of Strategy at DEGW. “But I think different 

industries are moving at different speeds and levels 

of maturity toward that model.” 

Formation of a Super 
Nucleus

BOLD STATEMENT 1

(nū’klē-əs, nyū’-) n., pl., -cle·i (-klē-ī’), or 
-cle·us·es. A central or essential part around 
which other parts are gathered or grouped; a 
control center.

Something regarded as a basis for future 
development and growth; a kernel: a few 
paintings that formed the nucleus of a great 
art collection.

BU	  1	   BU	  2	   BU	  3	   BU	  4	  

CRE IT HR Fin Other 

FIGURE 4.1  |  “Non-Integrated Alignment & Planning” – The 
Point of Departure. Provided by Cassidy Turley

The 
enterprise 
business 
units and 
internal 
customer

Redundant and non-integrated relationship 
management, planning, systems and strategy for 

support functions.
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“Regarding the strategic part of IT, HR and CRE, 

I agree. I realize today that those departments do 

work much closer together than 10 years ago,” said 

Andreas Schwab, Head of CEO Office of Siemens 

AG. “Whether it will be one big department or 

whether other ways of collaboration between those 

departments will come, I’m not sure.”

As a company builds its own version of a super 

nucleus, the support functions will collaborate 

tactically and strategically. The super nucleus 

gradually will be empowered to develop and drive 

strategy that impacts all support functions and 

enables the business. 

“This is a way to drive alignment and drive agenda 

and collaborate with the business divisions at a 

more strategic level versus what type of soft drinks 

to stock,” said Darrell Smith, RE&F Sr. Facilities 

Operations and Energy Manager at Microsoft.

BOLD STATEMENT 1

What is the “Super 
Nucleus”? 
The “Super Nucleus,” a metaphor 
coined by Craig Robinson, MBA, 
President of Corporate Services at 
Cassidy Turley, has been quickly adopted 
by CRE professionals for its fitting 
description of the central and strategic 
integration of a company’s support 
functions. Webster defines nucleus as 
“a central point, group, or mass about 
which gathering, concentration, or 
accretion takes place.” Others, however, 
are reminded of the definition they 

learned in their high school biology class, 
which described the cellular nucleus 
as the “control center” of the cell, 
making possible everything from protein 
synthesis to reproduction. 

Likewise, in a corporate enterprise, 
said Robinson, enterprise support 
functions, like CRE, HR, finance and IT, 
are more effective when fully integrated, 
leveraged and optimized to support 
their internal business units. However, 
corporate silo cultures and organizational 
chiefdoms have made such gains 
difficult, leaving many wondering 

whether a higher level of collaboration is 
possible.

Over the past nine months, we 
studied more than 40 corporations and 
their current level of shared services 
integration – as well as their readiness 
for a more strategic super nucleus. There 
was overwhelming support for the super 
nucleus concept, although the range of 
potential organizational manifestations 
shared by our interviewees are too 
numerous to include in this report. 
That said, almost all acknowledged the 
importance of formalizing a leadership 

FIGURE 4.2  |  Integrated Alignment & Planning – Introducing the Super Nucleus. Provided by Cassidy Turley

BU	  1	   BU	  2	   BU	  3	   BU	  4	  

CRE	   IT	   HR	   Fin	   Other	  

CRE Fin 

HR 

IT 

The enterprise business units and internal 
customer.

The super nucleus is the integrated 
relationship management, planning, 
systems and strategy for support functions. 
It includes CRE, IT, Fin, HR and potentially 
other support functions.

Legacy service delivery support functions 
and infrastructure.



CORPORATE REAL ESTATE 2020 FINAL REPORT: PARTNERING WITH KEY SUPPORT FUNCTIONS

16

function that has the mandate and 
accountability to elevate and integrate 
the strategic planning and coordination 
of shared services. And the success 
of this leadership function would 
be measured using a unified set of 
business success metrics. 

“This anticipated level of BU/ shared ser-
vices alignment and collaboration could 
yield the next generation of strategic 
savings, organizational productivity and 
workplace flexibility we’ve all known was 
possible,” offered Robinson.

But this argument is not new. Almost 10 
years ago, in the CoRE 2010 research 
initiative, we originally explored and 
validated the need for close collabora-
tion between CRE and its fellow support 
functions. We described the phenomena 
as IRIS – short for Integrated Resource 
and Infrastructure Solutions. Since then, 
more than 90 percent of organizations 
surveyed have reported implementing 
various iterations of shared services 
structures (Deloitte). And while these 
organizational advancements have ush-

ered in a new era of efficiency gains, our 
CoreNet research team argues that there 
are even greater benefits to be realized 
by more tightly integrating, planning and 
deploying the resources of a company 
– from the command seat of the super 
nucleus.

Craig Robinson, President, Corpo-
rate Services, Cassidy Turley.

BOLD STATEMENT 1

An Early Adopter of the 
Global Integration Model 
This global company provides an 
excellent example of a highly-evolved 
integrated resource and infrastructure 
model. Known as “Global Business 
Services,” this organization at Procter 
& Gamble (P&G) focuses on both strat-
egy and execution. Global Business 
Services (GBS) has been in place for 12 
years and is one of the largest, most 
progressive shared service organiza-
tions in the world. 

GBS provides more than 170 forms of 
employee and business services, includ-

ing IT, finance, facilities, purchasing and 
more to P&G’s global work force. GBS 
aims to lower costs, while improving 
quality, innovation and productivity — 
across the globe.

“There was never any questioning 
our focus, it was absolutely clear from 
the beginning that as part of GBS, we 
would deliver services globally for scale, 
productivity and savings,” said Lydia 
Jacobs-Horton, Director, Global Facilities 
& Real Estate.

The value of GBS is tremendous — 
from cost savings to productivity and 
employee agility. GBS has saved the 

company more than $900 million and 
cut costs as a percent of sales by one-
third since 2003. It has helped drive 
scale and innovation, while fostering an 
agile work force.

Driving digital capabilities is a strong suit 
of GBS. It has helped employees con-
nect faster and more effectively with 
video collaboration studios that save $4 
in travel costs for every $1 invested. 
P&G has also fostered better delivery 
of business information and timely 
business decisions with a tool called 
Decision Cockpits.

CASE STUDY: The Procter & Gamble Co.

How We Got There
1999-2002
Creation of Shared Services

•	Service consolidation & basic infrastructure
•	Re-site services to central locations

2003-2005
Building a Progressive Business Model

•	Strategic sourcing with external partners
•	Run our services as businesses
•	Business Service and IT integration

2006-2009
Agility, Flexibility  & Change Anticipation

•	Dramatic IT-driven Innovation
•	Ever greater reduction in costs
•	3-fold increase in organization capacity & flow-to-work

2010- ...
GBSe - Running Simpler, Flatter, Faster

•	Focus on key audiences: employees, functions and BUs
•	More dynamic identification of priorities
•	Scaled capabilities to build, operate & deliver GBS services

Source: The Procter & Gamble Co.
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The company’s leadership has won 
quite a few industry awards for being on 
the leading edge with this very success-
ful model. GBS Group President and 
CIO, Filippo Passerini, was recognized 
as InformationWeek’s “Chief of the 
Year” in 2010 and has been inducted 
into the CIO Hall of Fame. In addition, 
the organization has received the NASS-
COM Award (The National Association 
of Software and Services Companies ) 
for “Excellence in IT Usage,” and has 
also been recognized as the “Shared 
Service Employer of the Year,” and 
“The Best Mature Outsourced Services 
Delivery,” to name a few. 

But P&G takes the GBS model to 
another level with a second layer of 

integration. When you “double-click” on 
corporate real estate (CRE), there are 
finance, IT and other key support func-
tions that perform work exclusively for 
CRE, explained Jacobs-Horton.

The model drives efficiency in CRE.

“We are hard-wiring all of the company 
priorities, whether it’s in finance or cul-
ture, back into the CRE strategy, so that 
we can ensure we’re delivering against 
the top initiatives, including going digi-
tal,” said Jacobs-Horton.

Across GBS, there are joint business 
plans with the individual company orga-
nizations, as well as a business plan for 
deliverables to employees under what 
the company calls “digital organization.” 

For example, they recently imple-
mented a “digital workplace” for about 
800 people in the Toronto office, which 
involved creating a new space with an 
enhanced level of connectivity in digital 
tools and providing training on those 
tools. P&G has processes in place to 
measure cost savings and personal 
productivity improvements under the 
digital program.

In addition, the GBS digital environ-
ment is helping support “flex@work.” 
It is a company-wide effort to help 
employees do their work in a way that 
is most comfortable to them, whether 
through more flexible hours or working 
from home. 

CASE STUDY: The Procter & Gamble Co. (continued)
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Significant Advantages of a Super Nu-
cleus

The benefits of a super nucleus are extensive, 

ranging from increased efficiency and productivity 

to cost reduction and enhanced decision-making 

capabilities. 

A 2011 workplace report by Sodexo found that 

today’s model of integration requires companies to 

address the needs of their work force and work-

place in a way that provides the best employee 

experience and the greatest operational value2. The 

report found that the value proposition of integrated 

workplace solutions is tremendous — beyond mon-

etary savings it also boosts performance, productiv-

ity and innovation. 

Challenging economic times have led to an in-

creased focus on costs, and that is driving behavior-

al change that could help companies transform into 

more centralized, efficient and streamlined organiza-

tions, noted one interviewee.

“The efficiency being driven mainly from a cost-

driven direction by the businesses in these hard 

times is actually helping focus on and transform that 

support function and very much move toward a sort 

of super nucleus,” explained one interviewee. “I 

think it’s very interesting that poor economic times 

could have a silver lining of driving this efficiency to 

the organization.”

Robert O’Brien, Vice President LMC Properties & 

Facilities Services, Lockheed Martin noted, “afford-

ability is one of the keys to the confluence of rivers 

driving integration.”

Transparency and collaboration across support func-

tions create many other advantages.

“I think the biggest benefit is better business deci-

2. For a more detailed discussion, see the research report “2012 Workplace Trends.” (2012) Sodexo Group. pp. 10.
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sions,” said Jerry Bernie, MCR, Vice President of 

Global Real Estate Strategy at American Express. 

“The businesses can make more informed deci-

sions about where they are headed in terms of 

workplace and work force strategy. We can make 

sure that the real estate is more of a just-in-time 

provision to them and that we’re better managing 

the capacity and the utilization.”

The super nucleus model also gives CRE executives 

a role in key business decisions.

“If you’re operating like the super nucleus model, 

you have a seat at the table when you’re doing 

strategic business planning for the corporation, and 

you’re a key component in moving the company’s 

vision forward,” said Corey Wong, Director of Corpo-

rate Real Estate at Pacific Gas & Electric (PG&E).

BOLD STATEMENT 1

Enabling Employees to 
Maximize Their Impact at 
Work
A major underlying benefit of the 
super nucleus is that all functional 
groups work together through an 
overlap and intersection of workplace 
improvements, IT tools or HR strate-
gies to better enable employees.

Definitions of an enabled employee 
vary. 

What is an Enabled Employee?

Companies we interviewed had 
various perspectives on the enabled 
employee. 

—“One that feels productive, valued 
and supported.” 

— “Somebody who has the tools and 
things at their disposal be productive, 
the support that they need to get things 
done, questions answered, resources, 

and in that process, I think is valued as 
an instrumental part of an organization.” 

— “An enabled employee, in my mind, 
would have access to the right environ-
ment which won’t always be the same 
place.”

 — “The simplest definition of an 
enabled employee is one that has the 
appropriate delegated authorities to per-
form their role and has the appropriate 
tools to do so. That technology could 
be processors, it could be location or it 
could be whole raft of things.”

Scott Peltin, Co-Founder and Chief 
Performance Officer of TIGNUM, says 
companies should build facilities that 
support five key areas of employee 
enablement: mindset, nutrition, move-
ment, recovery and preparation for key 
events.

TIGNUM specializes in engineering 
“Sustainable High Human Perfor-
mance” strategies for critical leaders 
and their teams so they can deliver 
the most impact. They help executives 
make real behavioral changes to be their 
best.

“Even the most talented people need 
energy, stamina, mental agility and 
resilience to be their best,” said Peltin. 
“Without these things they are just 
untapped potential and they will never 
maximize their impact.” 

In his book Sink, Float or Swim, Peltin 
highlighted one simple rule: “Take away 
everything that de-energizes employ-
ees,” he said. He also added that com-

panies should remove obstacles and 
give people freedom to produce results.

An enabled employee requires quiet 
spaces to disengage (or even power 
nap) so they can be as energized at 5 
p.m. as they were at 9 a.m. The human 
brain performs its best (with focus and 
creativity) when the work facility and 
culture support oscillation. Oscillation 
is the regular alternating cycle of work 
and rest. It is achieved by infusing short 
intermittent recovery/regeneration 
activities throughout the workday.

These kinds of investments generate a 
significant return, say experts.

This is especially important in the 
knowledge-based economy, where 
sharing of information and ideas 
becomes increasingly important in in-
novation, said Dr. Simon J. Lutterbie, 
Director of Research at the iOpener 
Institute.

The iOpener Institute, a consultancy 
devoted to providing practical solutions 
to common and complex work force 
issues, uses an evidence-based system 
called the “Science of Happiness at 
Work.

“We use happiness at work as an inte-
grated metric for employee motivation 
across all departments of a company,” 
said Lutterbie. “That serves as an indi-
cator of how motivated, how happy and 
how dedicated your employees are.”

“The idea behind happiness at work 
is that if you are a company that says, 
‘Our employees are our greatest asset,’ 
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Project-based Collaboration is a
Good Start

Collaborating on major projects builds partnerships 

and lays the groundwork for more formal integra-

tion in the future. In many organizations, CRE is 

already familiar with the super nucleus structure 

because day-to-day activities require interaction 

with other support functions. CRE professionals 

are adept at managing projects that involve collab-

oration and integration throughout the organization. 

“It becomes formalized when it comes down to a 

project that’s very specific like moving corporate 

headquarters,” said John Hampton, Senior Vice 

President of Solutions Development at Jones 

Lang LaSalle (JLL). “Everyone needs to get in 

the room and plan their piece of the puzzle and 

integrate it along the timeline that’s necessary to 

achieve that objective. That absolutely happens 

and will continue to happen.” 

Real estate is a natural hub for project-based col-

laboration, from workplace redesign opportunities 

to corporate relocations. This scenario could be 

unfolding at Siemens.

“I could certainly see HR, CRE, IT from a stra-

tegic aspect moving closer together, and that’s 

already happening with big projects like our new 

headquarters being planned in Munich,” Siemens’ 

Schwab explained. “How should people work 

together? Which office environment is used? They 

are all aspects of HR, CRE, and IT.”

This natural progression makes sense, according 

to Jim Ware, a former Harvard Business School 

Professor who has spent his career helping cli-

ents interpret the changing nature of work and the 

workplace.

“I’m a big believer in organizations evolving 

through experience as opposed to formal change,” 

said Ware, founder and executive director of The 

Future of Work...unlimited, a research and adviso-

ry firm based in Berkeley, California. “Sometimes 

formal change initiatives are needed to overcome 

years of stagnation, but there is no question that 

continual adaptation and agility are more effec-

tive—and much easier in the long run.” 

At eBay, there is intense collaboration around de-

sign construction projects. A weekly global meet-

ing draws participants from various parts of the 
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it actually gives you an opportunity to 
leverage that asset and maximize the 
return,” said Lutterbie. “I think it will 
increasingly become a strategic impera-
tive for companies.”

“Engaged and enabled employees are 
those that understand what their role is, 
and what the parameters are for their 
role, and have a clear understanding of 
the business plan,” said Garry Pellett, 
Head of Properties, Products & Opera-
tions of Bank of New Zealand (BNZ). 
“When they get out of bed in the morn-
ing, they’re quite happy to come to work 

because they know what they’re going 
to do, they understand what they need 
to do and they understand why they’re 
doing it and are happy to do so.” 

The intersection of collaborating sup-
port functions also will help ensure an 
enabled employee and a productive work 
force. And this means happier employ-
ees, said Thomas (Tom) Willow, Senior 
Director of Worldwide Field OPS, W/R 
Exec & Field at NetApp.

NetApp specializes in storage systems 
and software that store, manage, 

protect and retain data. The Sunnyvale, 
Calif.-based company was ranked #6 in 
FORTUNE magazine’s “100 Best Com-
panies to Work For” list for 2012. This is 
the fourth consecutive year NetApp was 
ranked in the top 10 and sixth consecu-
tive year it was ranked in the top 15.

“Part of the reason we think we continu-
ally score high is our culture of collabora-
tion,” said Willow, who has been at the 
company for eight years. “If everybody 
just worked in silos and did their own 
thing and didn’t have common goals 
then nothing would get done.”
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Project-Based Integration, 
An Industry Proven Model
Red Hat, a leading provider of Linux 
and open source technology, is a prime 
example of a company with strong 
project-based integration.  

Red Hat has both informal and formal 
collaboration across departments, 
including a 12-step and workplace 
strategy program that goes from the 
inception of a business case to a 
post-occupancy evaluation. Real estate 
decisions are made with insight from 
across the company by working with 
business leaders and seeking em-
ployee input, explained Simon George, 
Senior Manager of Facilities & Real 
Estate at Red Hat.

“We have a process where we can 
actually touch every single person who 
is going to be in that space — from 
in-depth focus groups to having associ-
ates complete the ‘’projectworkplace’ 
strategy survey,” he said. “We work 
very closely to truly to understand how 
the space should be put together.”

Red Hat is using a project-based super 
nucleus approach for its corporate reloca-
tion to a new headquarters in Raleigh, 
N.C. The company, which has about 
4,700 employees globally, will house 
about 1,000 people at its new office 
building when it opens in Summer 2013.

The super nucleus approach was es-
sential for this large relocation project, 
said George.

So many different aspects of the busi-
ness were involved at the strategic level 
— real estate, IT, HR, finance, legal, com-
munications and more,” he said. “The 
super nucleus is already happening at 
Red Hat, and it’s only going to continue 
to be expanded going forward as proj-
ects get larger and more complex.”

At a tactical level, the whole company 
has taken part in the project because 
Red Hat reaches out to every business 
unit and employee to understand their 
needs.

For Red Hat’s HQ project, they created 
the GET team (Growth and Expansion 
Team), which consists of about 50 Red 
Hat associates who were chosen 
based upon their general interest in 

CASE STUDY: Red Hat

organization such as IT, HR corporate risk, finance, 

accounting policy, taxation and much more.

“We have a one-hour global projects meeting every 

Thursday where the key constituents attend and that’s 

a forum where we just go around the world with the 

projects,” said Russell Phimister, Senior Director of 

Global Workplace Services at eBay Inc.   

Maximilian d’Huc, HR Strategy at Siemens AG, 

has seen an increase in collaboration between the 

various support functions, because large, multi-year 

projects often involve all those departments in a 

significant way. 

“So, in our world, it’s really HR, IT, CRE and fi-

nance. Over the past five to 10 years, I’ve seen a 

marked increase in numerous projects where this 

strong collaboration is key and critical,” said d’Huc. 

“It’s really more project-based.”

For example, Siemens is in the midst of a multi-year 

project to implement a new working environment 

called Siemens Office, according to d’Huc. The 

project is a balance of new office set-ups, changing 

office landscapes, high-performing IT, VOIP solu-

tions and more. There is also a large HR component 

focused on working environment, flexible working 

agreements and work-life balance activities.

“I would say real estate is still definitely pushing the 

agenda of workplace change,” said DEGW’s Jack.

According to Jack, HR often helps sell workplace 

initiatives to senior leadership, and IT helps en-

able these programs. However, these departments 

aren’t always on the same page.

“We try to encourage those stakeholder groups to 

come together much quicker at the beginning of a 

project to share their vision and their aspiration on 

projects prior to actually getting involved with the 

organization itself,” said Jack. “Because often you 

find there is disconnect.”
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Red Hat culture, being thought lead-
ers within their departments or being 
good communicators. The GET Team 
meets once a month to get the latest 
project update from the core team, 
and then goes back to their depart-
ments and provides information about 
the project and get employee feed-
back. In turn, they share that feed-
back at their next monthly meeting to 
ensure employee voices are heard and 
everyone is engaged in the project as 
a whole. 

Part of the challenge is interpreting what 
various departments want in the new 
space, as engineering, finance, legal and 
marketing all have different preferences.

“Brand and marketing want open, 
collaborative workspace, whereas 
finance and legal want closed-door 
offices,” said George. “We need to be 
able to match and meet the needs of all 
those people.”

Red Hat is collaborating with outside 
partners, IA and Herman Miller Inc., 
to create an office design that meets 

and hopefully exceeds the end users’ 
requirements.

Communications are also a key element 
of collaboration at Red Hat. And the 
stakes are high for a huge project like the 
headquarters relocation.

“If we don’t get that communication 
piece right, then the associates may not 
understand what you’re doing and why 
you’re trying to do it, and they may think 
you’re taking things away from them,” 
said George.

Leveraging Program 
Managers To Drive 
Functional Integration
Royal Dutch Shell - The global energy 
giant offers a prime example of project-
based integration. Shell embarked 
on its “Connect” Program about two 
years ago with a cross-functional team 
and top-down support from its CEO 
and board. 

Through the Connect program, hu-
man resources (HR), real estate and 
information technology (IT) have come 
together for the first time to align and 
integrate on workplace projects. Col-
lectively, the program was responsible 
for delivering updated and aligned 
workplace-related policies, processes, 
services, standards and templates for 
use by HR, real estate and IT profes-
sionals.

Connect links people, place and tech-
nology to create a vibrant, energetic, 
engaging and productive work environ-
ment — making Shell a great place to 
work. 

From a people perspective, the Con-
nect program had a dual purpose: The 
first was to provide change manage-
ment support for workplace projects; 
the second centered around improving 
employee engagement across the physi-
cal and virtual workplaces by establishing 
the office and industrial worksite as the 
preferred work location. A global ‘Work-
ing in Shell’ philosophy articulates Shell’s 
values and beliefs underpinning its 
approach to virtual and home-working. It 
recognizes the increasing “virtualization” 
of work and the strength of regular face-
to-face contact. Shell’s aspirations for 
connecting its corporate community are 
articulated in a Leadership Charter, which 
encourages leaders to play a proactive 
role across organizational hierarchies in 
developing and maintaining their local 
corporate Shell community. In addition, 
the Connect Tracker tool uses the Shell 
People Survey to help countries and/or 
sites review the working environment 
and monitor the impact of workplace 
change on a longer term basis.

At the heart of the place element is the 
desire to bring a more aligned approach 
to office developments across Shell to 
support the essence of Shell’s brand 
and improve office utilization and oc-
cupancy. It’s about driving consistency 
across Shell offices to support flexibility 
and cultural change, and enable a true 
feeling of a single enterprise. It’s also 
about aligning with the people and 
technology elements to deliver a truly 
holistic approach to workplace change, 
making sure that the investment is 
worth the prize: Shell offices meeting 
the changing needs of staff, attracting 
them to the office and strengthening 
the corporate Shell community, globally. 

The technology component of the 
Connect program is aimed at improving 
levels of staff productivity, flexibility and 
mobility via a suite of virtual working 
products and services. These prod-
ucts and services are underpinned by 
a set of virtual working behaviors that 
help galvanize the physical and virtual 
workplaces, so that the sense of Shell 
community extends seamlessly across 
the two. The products and services 
are aligned to worker type definitions 
(e.g. anchored versus mobile) to ensure 
staff entitlements for IT equipment are 

CASE STUDY: Red Hat (continued)
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aligned with real estate guidelines for 
office fit-outs. 

A focus on the role of leaders in creating 
the social fabric of Shell completes the 
picture of the Connect philosophy. The 
Connect Leadership Charter highlights 
the responsibility of today’s leaders in 
coaching and mentoring Shell’s future 
leaders, stressing the importance of 
face-to-face time in the office. Time 
spent in the office aids collaboration, 
learning and sharing and, ultimately 
knowledge transfer. Hence, Shell regards 
investment in the physical workplace as 
central to ensuring Shell is a great place 
to work.

The central Connect program team also 
worked with “pathfinder” projects in 
Kuala Lumpur, Calgary, Houston and Lon-
don to test the new approach and learn 
from live implementations of the policies 
and standards. The pathfinders are now 
major workplace projects and include 
both new builds and refurbishments. 
They have their own project governance 
structures but have worked closely with 
the Connect program functional leads 
in HR, RE and IT to ensure the latest 
standards and direction are adopted. The 
Connect program manager oversees the 
work and reports to an executive vice 

president – via a cross-functional execu-
tive steering team – who serves as the 
decision executive for the program.

“The Connect program is a really great 
example of cross-functional working, 
in terms of creating alignment across 
vastly different, yet related functions,” 
said Jane Muir-Sands, Shell’s Workplace 
Architect and Connect program Manager.

Support from the senior leadership 
team and an overall appetite for positive 
changes were vital to the program’s suc-
cess, explained Muir-Sands.

“There was growing recognition that 
the culture or the DNA of Shell was 
changing and of the value that a program 
like Connect could bring to supporting 
organizational and cultural change,” said 
Muir-Sands. 

The program connects people both 
virtually and in the physical workplace, 
with colleagues, partners, customers 
and suppliers. This is no small endeavor 
since Shell has around 90,000 full-time 
employees active in more than 90 coun-
tries. 

The program also aims to instill the 
Shell brand and values throughout the 
work environment. On a tactical level, it 

established new design standards and 
guidance that apply to any new Shell 
office space around the world to help 
drive consistency and support flexibility 
and cultural change. There are 16 chap-
ters on topics ranging from sustainable 
design and security to change manage-
ment. All project teams must be trained 
and certified using the new online train-
ing prior to starting work. 

“Shell is taking a similar collaborative 
approach to another undertaking,” said 
Jeri Ballard, Vice President of Real Estate 
Strategy and Portfolio for Shell. Twice a 
year, the company does major portfolio 
reviews to set the tone for the year and 
prepare for the following year by identify-
ing big projects on the horizon.

“This involves a wide group of people 
from the different parts of real estate, 
but also from IT, health, safety, security 
and the environment and other groups,” 
said Ballard. “Together, we go through 
all the potential projects coming up and 
talk about what the opportunities are. 
This process will also help us deter-
mine where we can further extend the 
reach of Connect and its principles and 
philosophy.”

CASE STUDY: Shell Oil (continued)

Making It Happen

Collaboration and integration of key support 

functions via a super nucleus will not happen 

overnight. Top-down leadership and change 

management are needed to drive this type of 

change in any corporate environment. 

So, what will it take and when will it happen? An 

important first step is changing legacy silo mindsets 

across the company.

“When they stop thinking about how much they 

save in real estate costs and the operational 

day-to-day tasks and begin thinking strategically 

about which real estate properties are assets 

to the business,” said Hampton of JLL, “they 

start thinking about, ‘Okay, how do I position this 

piece of puzzle well for business to do well?’ For 

example, a bank is trying to open up new branch 

offices; how can I do that more effectively so 

that we can hit our targets in terms of revenue 

generation?” 

For a super nucleus model to succeed, in most 

cases, it will start at a project level with senior 

leadership buy-in as a company’s top leadership 
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must help move the initiative along and firmly 

believe in it.

“There has to be a cultural will to do it,” said an 

interviewee. “There has to be the context ... to 

remove the silos.”

Compensation can also be a key motivator. Reward 

recognition systems and remuneration should set 

up to recognize collaboration and integration, noted 

one interviewee. 

“If you’re rewarding people differently in different 

areas of the organization, that doesn’t help you,” 

that same interviewee explained. “Making sure you 

know business plans tie with each other — I think 

those are the key things to help drive behavioral 

changes.”

To fully leverage the value of a shared services 

initiative, the power of organizational culture 

cannot be ignored and there must be change 

management efforts in communication, training 

and executive alignment3. A recent Deloitte survey 

found that when asked how they would have 

improved their shared services journey, 59 percent 

of respondents said they would have increased 

change management.

Communication is a critical part of change 

management at Red Hat, where the company takes 

a proactive approach to messaging.

“If you can control the message, then I think 

that’s half the battle,” said George of Red Hat. 

“If you don’t control the message, then you are 

being reactionary, and you are set at a complete 

disadvantage as associates form their own opinions 

about what is going on.”

Challenges Lie Ahead

In the corporate landscape, there are still many 

obstacles to navigate during the transformation to a 

super nucleus structure.

“I think the idea is absolutely right,” said Michael 

Joroff, Senior Lecturer at MIT. “What I find 

surprising is how slow change has happened.”

Obstacles have stalled the development of a super 

nucleus in many organizations, but not in others.

“There are organizations that seem to be moving 

much faster and have a better grasp of where the 

future is going,” said Peter Russell, Director of Pan 

Europe HR Network. “These tend to be the most 

futuristic, the ones using technology a lot more.”

Challenges may include internal political opposition, 

the task of trying to integrate across so many 

different functional areas, the sheer size of a super 

nucleus within an organization, limited internal 

capabilities for driving change, a stubborn supplier 

base and much more.

“I think each of the silos gets so embedded or 

so involved in their day-to-day tactical delivery of 

services, within their world that it’s hard for them to 

allow time to step back and work on the integration 
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3. 2011 Global Shared Services Survey Results. Deloitte Consulting LLP, pp. 9.

For a super nucleus model to 
succeed, in most cases, it will start at 
a project level with senior leadership 
buy-in as a company’s top leadership 
must help move the initiative along 
and firmly believe in it.
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across the functions,” said George Kreitem, Vice 

President of Americas, Real Estate & Workplace 

Services at salesforce.com. “It tends to be right 

now more reactive and more coming together to 

solve problems, rather than coming together to 

solve for the future. So, I think it’s really kind of a 

mindset shift that’s required.”

Changing mindsets can be more difficult when 

support functions are deeply entrenched and an 

organizational model of silos has been in place for 

many years. 

“People get worried that the change may bring about 

transformation in their jobs or it might mean they lose 

their job, so they tend to stick in,” added Russell of 

Pan Europe HR Network. “For effective organizational 

transformation, I think you have to get buy-in of the 

organization and the staff very, very early.” 

Other problems include divisional tensions 

and functional tensions, as well as territorial 

disagreements. Integration sometimes means the 

loss of power or shifting responsibilities from one 

department to another.

Encouraging collaboration or organizational 

transformation of any kind requires the right 

communication. 

“Bringing out these exciting messages across the 

businesses to really embrace and adopt is one of 

the key challenges,” said an interviewee. “You don’t 

want to be pushy. You do want to pull, and I think 

it’s finding that right balance.”

The feasibility of creating an integrated support 

function or super nucleus may depend on a 

company’s size, said Kreitem.

“I can see this happening more in a larger 

organization than I can a smaller one,” Kreitem 

explained. “I can see where some of these much 

larger organizations that have 10 times, or some 

even 100 times the size of a smaller company’s 

employee base or portfolio, could definitely justify a 

separate organization that focuses solely on this.”

JLL’s Hampton agrees. He believes larger, more 

sophisticated organizations will tend to invest a little 

bit more in creating these alignments.

“I think it’s still situational based upon what the 

organization is driving toward, as well as what the 

company values in terms of what the real estate 

assets are and the footprint that they have,” said 

Hampton of JLL.

Corporate Real Estate’s Evolution in 
the Workplace

The role of CRE is changing, and the increased 

integration of support functions is creating even 

more opportunity for evolution.

“In the past 10 years, CRE was more or less 

renting buildings. Today, it’s a different business, 

a completely different business,” said Schwab of 

Siemens. “That change has happened, and it will 

further happen.”

Smith of Microsoft has also seen the profession 

change tremendously in the past 10 to 15 years.

“Real Estate traditionally has been focused in the 

back-of-office — go find a space, fill cubicles and 

satisfy the demand. It has gone from reactionary to 

becoming this trusted leader,” said Smith.

“Real estate leaders have gone from being 

transactional to being a valued business partner, 

and from being order takers to solution providers,” 

said O’Brien of Lockheed Martin. 

BOLD STATEMENT 1
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The emergence of the super nucleus gives CRE 

executives a major leadership opportunity — if they 

choose to take it. There will be more strategic vision 

about how the workplace works for the business — 

regardless of functional area of expertise, according 

to Altisource’s Berthold. 

“Rather than functional silos of HR, IT and all those 

specific roles, I think companies will be looking for 

an enabler and an integrator to do that for them,” 

Berthold explained. “The opportunity for our 

industry [CRE] is that it’s all core to us.”

CRE executives have another advantage in that 

many are used to creating and managing programs 

and projects at a strategic level, according to Paul 

Carder, Managing Director of Occupiers Journal 

Limited.

“To develop a building is one of the most complex 

things that you can do, and you do need to pull 

together a huge amount of different stakeholders and 

activities to get that achieved,” said Carder. “Through 

the nature of being able to do that, I think CRE could 

be a natural leader in the workplace bringing HR and 

IT and perhaps other functions together.”

With this enhanced role, comes additional 

responsibility. 

“There’s going to be a lot more pressure on CRE 

to perform more aggressively, to find different 

ways to reduce the cost of the footprint or the 

operating cost, the consumables or electricity and 

to steer the business better in a more dynamic and 

unpredictable work environment,” said Peter Nicoll, 

Head of Property for Vodafone NZ.

But there is still work to be done as the profession 

is trying to advance its role in the corporation.

“We want to evolve and be a better enabler and be 

a better collaboration partnership with the business 

divisions,” said Smith of Microsoft.

One of the big challenges is that CRE professionals 

are often inundated with day-to-day, tactical real 

estate activities.

“We want to evolve up the food chain and have 

a seat at the table, but it’s a constant challenge 

and balancing act to carve out that time when 

you’re consistently being pulled down at the 

tactical level because of fire drills that are occurring 

everywhere,” said Bernie of American Express.

In this challenging environment, CRE executives 

themselves are evolving — but they must continue 

to transform to play a greater role in the shared 

services organization of the future. There are 

paradigm changes from mergers & acquisitions to 

project-based cultures that mean their customers’ 

needs are changing even faster. The deck may be 

stacked against them, said Jim Barlow, a Strategy 

& Technology Consultant in Accenture’s Real Estate 

Solutions practice.

“There is greater inertia against CRE becoming 

part of shared services,” he said. “IT, HR and 

finance have already found synergies, but in 

many organizations CRE is a new entrant in the 

boardroom.”

Another problem is that the skill set for CRE may 

not be as broad as the skill set required for other 

corporate departments. And, increasingly, the 

In this challenging environment, CRE 
executives themselves are evolving – 
but they must continue to transform 
to play a greater role in the shared 
services organization of the future.
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heads of certain real estate departments continue 

to come from various backgrounds. 

“CRE staffs are often not as able to become 

bottom-line business people,” Barlow said. “HR 

experts can often progress more easily and play 

a role in the board room based on their broad skill 

sets, but there is a breakdown where fewer CRE 

experts are able to do that.”

PG&E’s Wong, who began his career as an industrial 

engineer and has a background in manufacturing, 

says CRE executives need to build their business and 

financial acumen beyond their department.

“You can’t be just a real estate guy,” said Wong. 

“You have to really be a student of the business 

and know what drives your company’s bottom line. 

If you don’t know all the basic fundamentals of 

business, then you’ll never have an appreciation for 

what the cross-functional team needs to do.”

Industry veterans agree that CRE is evolving 

from a very specialized skill set to a broader, 

business leadership skill set. Barlow said CRE 

is adapting, but “has not come to the table 

really so far.” 

Many believe CRE can — and should — play an 

increasingly important role in the strategic business 

decisions.

“Because of the flexible nature of the work force, 

you’ve got to have IT, HR and CRE really well in 

tune,” said Nicoll of Vodafone NZ. “CRE has to take 

a strong lead.”

A Collaborative Business 
Partner in a Shared Services 
Environment
Pacific Gas & Electric (PG&E) illustrates 
how an organization can successfully 
transform from traditional silos to 
integrated support functions with CRE 
adding value by helping set the strategic 
direction of the company.

At PG&E, CRE reports into a shared 
services organization that is governed 
by an officer of the company. One of 
the largest combination natural gas and 
electric utilities in the U.S., PG&E has 
integrated support functions that work 
together ensuring corporate efficiency 
and effective collaboration.  

The company made this change about 
a decade ago. Corey Wong, Director of 
Corporate Real Estate at PG&E, views 
the synergistic shared services model 
as essential to doing business.

“If you are going to be an effective real 
estate organization, you have to have 
the HR relationship and IT integration,” 
he said. “The language of the business 
is finance, so you have to have finance 
integrated into your model.”

Wong came to the company about five 
years ago after spending 10 years at 
Sun Microsystems, which had a highly 
sophisticated model for integration. 
During his tenure at PG&E, he has 
helped reorganize the CRE function 
to create a push system versus a pull 
system in regard to client relationship 
management. This facilitates CRE 
having a seat at the table as a 
collaborative business partner instead of 
simply being an order-taker.

CRE also undertook a significant re-
leveraging exercise or outsourcing 
where it created a strategic partner 
relationship in scope of services. 
PG&E leverages out a comprehensive 

set of services — tactical, facilities, 
management operations and more.

These changes have allowed CRE to 
play a more collaborative and active role 
in the business.

“You have a seat at the table when 
you’re doing strategic business planning 
for the corporation, and you’re a key 
component in moving the company’s 
vision forward,” said Wong.

This model is the key to CRE becoming 
a more collaborative business partner 
and “getting a seat in the front of 
the bus” to help drive the company’s 
strategic direction, he added. “But it 
can’t happen overnight.”

“You have to establish credibility 
at a tactical level first,” said Wong. 
“You have to be really good at all the 
mundane, baseline things first. You 
can’t have bad janitorial service and 
expect to earn a seat at the table.”

CASE STUDY: Pacific Gas & Electric
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A Look Ahead

The future holds an even greater emphasis on 

integration and the super nucleus structure will 

become increasingly essential to an organization’s 

competitiveness. More and more companies will 

adopt this successful model.

At Unilever, integration will soar to new levels, 

predicts Ken Manke, Vice President of Workplace 

Services at Unilever. Not just within the super 

nucleus construct where CRE, HR, IT, finance, and 

other supporting functions align and integrate to 

improve workplaces and ways of working. In the 

global business services context, Unilever’s next 

frontier will be an even broader process conversion, 

applying scalable skills in end-to-end process 

management, service management and continuous 

improvement to core business areas like R&D, 

marketing, supply chain, marketing and more.

“The key for us is absolutely integration,” said 

Manke. “It’s integration across our enterprise and 

it’s integration with the different business functions 

that we work with and we provide services into.”

Of course, there were some 
challenges along the way during these 
transformations at PG&E. Change does 
not happen overnight at a 100-year-
old utility company that is steeped 
in tradition, highly regulated by the 
government and largely unionized.

“It takes more time, more socialization 

and a lot more selling. You have to get 
the union to agree part and parcel to 
whatever changes you want to make,” 
said Wong. “If we can do it here, you 
can do it anywhere.”

Today the company has a collaborative 
environment and even has an integrated 
compensation program that ties a 

portion of executive bonuses to certain 
joint metrics.

“We’re a very metrics and measures 
and benchmarks-driven company,” he 
said. “If you can’t measure it and see it, 
you can never hit it.”

CASE STUDY: Pacific Gas & Electric (continued)

BOLD STATEMENT 1

The future holds an even greater 
emphasis on integration and 
the super nucleus structure will 
become increasingly essential to an 
organization’s competitiveness.
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As the super nucleus model takes shape in 

corporations, there will be an emergence of new 

integrated workplace leadership. This leader 

or group of leaders will need to have skill sets 

that are more strategic in nature, a far deeper 

understanding of the business and a more diverse 

set of experiences — including exposure to other 

support functions.

The CRE leader of the future must have an 

understanding of the various support functions 

in the super nucleus to bridge them all together 

and leverage the collaboration, as well as a deep 

understanding and acceptance of the corporation’s 

business. 

“For the employee branding and 

branding within the organization, 

I think it would be better to have 

a generalist type of leader,” said 

Nokia’s Pispa.

The leader needs to be 

an integrator with a broad 

understanding of the business, 

noted one interviewee. “If 

somebody came into this with 30 

years of real estate experience 

with one very narrow aspect of 

say design or something similar, 

they would be challenged to 

deliver what it takes to provide 

business solutions that cut across so many 

different areas,” said another interviewee. “You 

want people with broader skill sets to be able to 

pull these things together.”

Tactical delivery will likely be of diminished 

importance for the executives leading the super 

nucleus. 

A joint survey with CoreNet Global and CBRE 

found that respondents anticipate increased 

importance of strategic and “soft” skills, when 

asked what are the skill sets needed to be 

successful and those that will grow in importance 

(See Figure 4.3).

“It’s going to be someone that has a CRM that can 

go up the food chain, down the food chain of the 

business division, can be in front of the presidents, 

the CEO and have this presence to articulate the 

business and be able to set strategies,” said Smith 

of Microsoft.

The role would require thought leadership, strong 

communication skills at the highest of levels, orga-

Emergence of New 
Integrated Workplace 
Leadership

BOLD STATEMENT 2

FIGURE 4.3  |  Source: CORENET & CBRE SURVEY RESULTS: The Evolution of 
Corporate Real Estate, June 2009
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nizational depth and knowledge as well as budget-

ary and financial acumen.

The successful candidate must also have strong 

leadership and vision, said Hampton of JLL.

“You must have a visionary in your organization to 

articulate the value of what this integrated function 

can and will do differently than what it does today,” he 

added. “I believe that’s the key ingredient that gets this 

moving forward.”

Those characteristics are essential when it comes to 

getting the project off the ground, earning buy-in of the 

senior executive team and building support among the 

employees, said Hampton.

Opinions vary as to where this leader would come from 

in the corporation.

The leader would not have to be from finance or CRE, 

but would need to be flexible and have a solid under-

standing of the business, as well as strong leadership, 

basic analytical skills and a strategic outlook, according to 

Seema Tyagi, Area Portfolio Manager of Microsoft India.

Some suggest it may be not one, single leader, but 

rather a small team of leaders. 

Adam Hoy, Global Real Estate Director at Unilever, 

envisions large global companies building an internal 

structure of professionals from a broad set of skills who 

understand the business requirements and then work 

with outsource providers to find the best solutions.

“It’s not one leader,” he said. “It’s kind of a whole army 

of those folks that have those types of skills that can 

produce business solutions to our clients.”

But some believe there won’t need to be a super 

nucleus leader.

“It’s a weird role,” said Bernie of American Express. 

“We need to teach people how to play in the sandbox 

together, and we need to often times be a referee in 

the middle.”

The Playing Field Is Changing 

These future leaders will face a dramatically different 

workplace.

As technology and mobility drive the evolution of office 

space, they are creating a new corporate landscape. 

New work space designs and the ability to work any-

where, anytime often translate into less space across 

the portfolio. 

“One of the biggest things happening every year is 

that there is less need for traditional office space,” said 

Carder of Occupiers Journal.

Yet the office remains critically important. Gensler’s 

“2008 Workplace Survey” found that effective work-

place design directly correlates to improved business 

performance. The study definitively connects profit and 

revenue growth, employee engagement and strong 

corporate brand to a well-designed workplace that sup-

ports employees working in a knowledge economy4. 

Some companies are getting ahead of the game 

by redesigning their workplaces to boost employee 

performance. Pharmaceutical company Lilly recently 

overhauled its headquarters by redesigning 470,000 

square feet (43664.428 sq. m.) for 3,300 employees 

with less assigned space and more versatile, open 

and collaborative spaces5.

BOLD STATEMENT 2

4. See “2008 Workplace Survey” (2008). Gensler (a global architecture, design, planning and consulting firm). pp. 9.5 
5. Laing, A. et al. (September 2011) High-Performance Office Space. Harvard Business Review. pp. 32-33.
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Integrated Team Launches 
Agile Workplace
Unilever is redefining the workplace with 
a major corporate initiative known as 
“Agile Working.” 

The core idea behind Agile Working is 
that you may work flexibly – anytime 
and anywhere – as long as the needs of 
the business are being met. The effort 
to enable employees to successfully 
do their jobs with agility and flexibility 
had been informally under way since 
2009, but it needed a greater level 
of operational guidance and clear 
messaging. 

“We have been successful in many 
geographies in our Agile Working 
program, but in late 2011 we decided we 
needed to take our efforts to the next 
level,” said Ken Manke, Vice President of 
Workplace Services at Unilever. “So, we 
are strengthening our approach across 
Agile Working, really bringing together 
in not just strategy but execution of the 

three key work streams of technology, 
practices and workplace.” 

The company is using a super nucleus 
type of model for this initiative, explained 
Manke. A handful of leaders from HR, IT 
and workplace teamed up for the effort. 
They report to a steering committee 
that includes the company’s Chief HR 
Officer, Chief Information Officer, Chief 
Enterprise Support Officer and two other 
senior executives in HR and finance.

The way the group is structured — with 
executives from different corporate 
functions that have a strong passion for 
Agile Working — allows it to align at a 
strategic and working level, according 
to Manke. This has already proven 
successful with several new offices in 
locations such as Singapore, London, 
Bangalore, Moscow and Switzerland. 

The team is striving for globally consistent 
ways to ensure employees are engaged 
and enabled to do their jobs and to ensure 
the right messages are getting out that 
Unilever is a great place to work.

Now the message to employees is 
clear: “We want you to have a choice 
about how and when you work and be 
measured by your output,” said Michelle 
Pattison, Agile Workplace Director.

Technology has proven a key element 
in enabling employees. For example, 
Unilever made the decision to invest and 
promote the use of telepresence, where 
coverage has increased to 27 countries. 

“We are focusing now on really 
expanding this video framework to more 
than double our geography coverage 
and more than triple our video unit base 
at a site level,” noted Manke. “This 
will be done by leveraging existing 
equipment that is not being fully utilized, 
in a global booking solution where any 
combination of devices can be used. 
This will not only better enable for 
greater video collaboration, but will help 
in our sustainability efforts in reducing 
travel and thus our carbon footprint,” he 
added. 

CASE STUDY: Unilever

Next Generation Makes Waves in 
Workplace

The workplace will become increasingly diverse 

with multiple generations in the office and 

the younger generation of workers will have a 

significant impact on CRE.

The Millennials and younger generations will shape 

the workplace of 2020 with their ideas about where 

and how work gets done. 

“They don’t want the corner office, they frankly 

don’t even want a closed-door office,” said Simon 

George, Senior Manager of Facilities & Real Estate 

at Red Hat. “They want the ability to work while 

sitting in a comfy leather chair and collaborating 

BOLD STATEMENT 2

“They don’t want the corner office, 
they frankly don’t even want a 
closed-door office,” said Simon 
George, Red Hat. “They want 
the ability to work while sitting 
in a comfy leather chair and 
collaborating with their co-workers 
while listening to their iPods and 
chatting on Instant Messenger. And 
hopefully, they’ve got a latte in their 
hand while they’re at it.” 
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with their co-workers while listening to their iPods 

and chatting on Instant Messenger. And hopefully, 

they’ve got a latte in their hand while they’re at it.” 

As demographics continue to change, the challenge 

for CRE will be to design the right environment that 

allows each generation to work together.6

The workplace will become increasingly diverse 

with multiple generations in the office and 

the younger generation of workers will have a 

significant impact on CRE.

The Millennials and younger generations will shape 

the workplace of 2020 with their ideas about where 

and how work gets done.

“In fact, the Millennials are changing the rules 

of engagement by their demands for technology 

and fluidity in the workplace,” noted O’Brien of 

Lockheed Martin.

These demographic shifts will heavily influence 

corporate recruiting by 2020 — if not much sooner. 

Many companies have been experiencing the 

influence of the younger generation in recent years. 

They often attract these young workers by offering 

open, collaborative work spaces and a variety of 

choices in work locations. For example, a typical 

office may have open collaboration areas, team 

rooms, war rooms and individual spaces for working 

alone quietly. 

This design enhances productivity and allows 

employees to work together in different ways each day.

Agility Transcends Generations

Not everyone is rushing to cater to the younger 

generation and their requests in the workplace.

“I think that we will see an evolution of people’s 

attitudes about the workplace, but I don’t think 

CRE at the Frontline of 
Workplace Change
This leading-edge company provides a 
great example of how the role of CRE is 
evolving. As a technology-driven company 
experiencing tremendously rapid growth, 
eBay has been on the frontline of 
dramatic changes in the workplace.

“Perhaps the biggest transformational 
change going on at the moment is how 
we use our space and the space we 
provide to the businesses,” said Russell 
Phimister, Senior Director of Global 
Workplace Services at eBay Inc.

eBay’s appetite for acquisitions has 
been one of the biggest drivers of 
change. The company, which bought 

14 companies last year alone, often 
acquires start-ups that have work 
environments very different from a 
typical corporate office.

“These companies often like the idea 
of ‘hey, give us 30 desks and 40 people 
are going to work from this area.’”  
They like that freedom to just gather 
around benches and tables and interact, 
but at the same time collaborative areas 
for informal working and adequate 
parking are key,” explained Phimister. 

Young talent is the other driving force 
of workplace change. The younger 
generations have dramatically different 
ideas about work environment, and 
eBay is evolving the workplace to 
meet these expectations, providing 

more choices of collaborative, wireless 
supported, informal working areas to 
supplement the open desking.

“We don’t attract talent to eBay and 
then say, ‘By the way, we like to work 
as we did 15 years ago and you can 
have a nice high-sided cube,’” said 
Phimister. “Some would not stay long; 
we provide a modern progressive and 
open work environment.”

Over the last two years, eBay has 
launched some innovative ideas in the 
evolving workplace to assist recruiting 
and retention following a detailed 
evaluation of the workplace, employee 
needs and expectations – the feedback 
has been very positive with the roll out 
of the new workplace environment.

CASE STUDY: eBay Inc.
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6. “Occupier Insight: Transformational Change” (2011) Cushman & Wakefield, New York, New York. pp. 4.
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it’s necessarily a generational thing,” said Nicoll of 

Vodafone NZ. “You need to have a very straight 

conversation rather than pandering to the Millennials, 

the Baby Boomers and Generation X, Y, Z.”

The idea of workplace agility was around long before 

the Millennials came to the office. One of the most 

unprecedented examples occurred after the terrorist 

attacks of September 11, 2001. Just days after the 

tragedy, companies in lower Manhattan began the 

daunting task of trying to resume operations while 

coping with so much grief and distress.7

Companies with destroyed offices began working 

out of hotel rooms, employees’ homes and borrowed 

offices, while turning to teleconferencing and the 

Internet to do business. Six days after the attacks, 

trading resumed on Wall Street, just blocks from 

Ground Zero. This impressive rebound illustrated a 

key finding about the workplace, according to the 

Gartner and MIT report.

“A workplace that is distributed and connected, 

and that facilitates work anytime and anyplace in a 

face-to-face or virtual environment, is a prerequisite 

of organizational success and survival,” said the 

report. “Workplace agility involves both infrastructure 

flexibility and a commanding focus on the work itself.”

More than a decade after September 11th, it is clear 

that agility and mobility are here to stay. Virtualization 

affects the organization of work, business processes, 

production and service delivery.8 The majority of 

modern enterprises have been virtualized to some 

degree in a transformation of work arrangement and 

organizational structure.9

However, companies will continue to recognize the 

value of employees spending time together — even 

if the office layout looks different.

Many studies have documented the value and 

importance of traditional work spaces amidst the 

virtualization of work. Finding the right balance 

between the traditional and the virtual work spaces 

is a challenge for modern companies.10

One interviewee commented that the office of the 

future will continue to evolve and become more flexible.

“The old prediction that the office would become 

irrelevant in the future is not going to be the case,” 

noted another interviewee. “It’s certainly going to 

still have a place. People will still need that face-to-

face time to really build relationships and become 

affiliated with an organization.” 

Some CRE professionals predict even more options 

for flexibility in the workplace, as well as smaller 

satellite offices.

These changes and many more will continue to 

reshape the workplace of 2020. 

The rapidly changing environment requires 

organizations to be flexible and it demands that CRE 

adapt to the ever-changing landscape to support the 

businesses they serve.11

BOLD STATEMENT 2

8.  Joroff, M. and Bell, M. (2001). “The Agile Workplace: Supporting People and Their Work.” A Research effort of Gartner, MIT and 22 industry sponsors. pp. 20.
9.  Joroff, M. and Bell, M. (2001). “The Agile Workplace: Supporting People and Their Work.” A Research effort of Gartner, MIT and 22 industry sponsors. pp. 5.
     For a more detailed discussion, see Ortner, W. and Stary, C. (1999). “Virtualization of Organizations: Consequences for Workflow Modeling.” Proceeding of the    
     32nd Hawaii International Conference on System Sciences, HICSS-32 Conference, IEEE..
10.  Ashuri, B. and Roper, K. “Workspace Decision-Making in the Era of Transformation.” The Georgia Institute of Technology, Atlanta, Georgia. Section 2.0.
11. See “Occupier Insight: Transformational Change” (2011) Cushman & Wakefield, New York, New York. pp. 6.

“Agility is the ability to respond quickly 
and effectively to rapid change and high 
uncertainty. Because change and uncertainty 
are always with us, agility is a constant 
objective — a moving target.”
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Joint objectives and unified metrics are crucial for a 

successful transformation to a super nucleus. While 

a consistent set of business process standards 

across the company helps ensure efficiency and 

better communication, metrics bring an essential 

element of accountability.

One of the challenges is that at many companies, 

joint metrics are still in their infancy. It takes 

research, time and resources to develop consistent 

objectives and productivity measures across a 

company, explained Nicola Gillen, Director of 

Strategy at DEGW.

“I think this is actually a challenge that we should 

be pushing back to the industry. It’s an important 

topic that currently receives little investment from 

corporates to drive it forward,” said Gillen, who has 

worked in the U.S., Europe and Asia.

Under the leadership of the new entity, support 

functions will work toward a common vision with 

common objectives and unified metrics. These 

components will support key areas of focus like 

company culture, attraction and retention of 

employees, work force productivity and business 

Importance of Joint 
Objectives and Unified 
Metrics

BOLD STATEMENT 3

Unified Success Metrics
Support functions have historically 
used service level agreements and 
functional key performance indicators 
(KPIs) to measure success. In the 
world of CRE, as an example, many still 
refer to metrics like cost savings per 
square foot, facilities budget variances 
or project schedule completion, to 
evaluate performance. Likewise, HR 
and IT departments have their own list 
of functional metrics. 

These traditional service metrics fall 
short in two important areas. First, they 
fail to reflect the language and metrics 
of the businesses for which they were 
intended. And second, shared services 
metrics for CRE, HR, IT and finance, for 
example, are rarely shared. 

The super nucleus will require both 
unified metrics for success and metrics 
that reflect the nature of the business 
units. If the total cost of supporting an 
employee includes real estate, benefits 
and technology expenses, it would seem 
reasonable that reducing the total support 
cost for an employee be the shared goal 

of all support functions. Business unit 
leaders, in addition to expecting strategic 
alignment with their support functions, 
would also expect establish and monitor 
performance targets for categories like 
efficiency, risk, expense management and 
employee satisfaction. The creation of 
service business metrics would not mean 

the discontinuation of functional metrics 
– but simply the expansion and unification 
of the language used by shared services 
teams to describe success. 

Craig Robinson, President, 
Corporate Services, Cassidy Turley.

FIGURE 4.4  |  Emergence of Joint Objectives and Unified Metrics. 
Provided by Cassidy Turley
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unit efficiency, in addition to providing tools to 

evaluate investments, business and operational 

processes and customer service. Operating savings 

will be described using terms familiar to the 

business – not to real estate, technology and other 

support professionals.

It’s important to establish unified metrics between 

the various groups (CRE, IT, HR, legal, finance, 

communications, etc.) to help measure overall 

performance of the corporate infrastructure. Key 

metrics include total cost of human resource 

effectiveness, employee engagement, churn rates 

of high performers, recruitment costs and more.

As the integrated support function becomes more 

sophisticated, there will be a greater number of 

metrics available, said Lutterbie of the iOpener 

Institute.

“The leadership of a company will have an up-to-

date – perhaps even minute-by-minute if they need 

it – understanding of a huge number of factors 

about our work force, wherever they are in the 

world, including not only their location and their 

standard performance outcomes, but also things 

like their happiness at work, their social capital, 

etc.,” said Lutterbie.

In addition, the individual metrics that different 

departments use will become more and more 

interrelated. HR metrics, such as happiness at work 

and employee turnover, will become more closely 

related to financial metrics like efficiency and cost 

of sales, Lutterbie noted.

“As we’re enhancing our metrics, we’re building 

global business metrics,” said Microsoft’s Smith. 

“They’re not going to be 200 metrics, it can be 

a few core metrics tracked across the portfolio. 

It’s something that we can track consistently, and 

leverage technology and provide reliable data.”

Red Hat is another company with joint metrics. The 

technology company has various objectives and 

goals within departments that tie back to overall 

corporate goals, explained George of Red Hat.

Procter & Gamble has joint objectives and unified 

metrics across the various support functions. The 

company deploys a global business plan and those 

metrics cascade down throughout the organization, 

explains William (Will) Esterly, III, MCR, SLCR, 

Asia Real Estate Portfolio Manager, GBS – Global 

Facilities & Real Estate.

“A big tool is our workplace effectiveness survey,” 

he said. “This crosses HR, IT and real estate. Each 

function looks at this number as an effectiveness 

metric that all have the opportunity to positively 

impact.”

Some organizations are using “global engagement 

surveys” to measure collaboration. These 

organizations are discovering interesting results by 

slicing data to reveal where dissatisfaction begins 

between different organizations, regions, corporate 

functions, business functions and more. 

Looking ahead to 2020, the golden ticket will be 

using metrics to gauge how the organization is 

enhancing productivity, commented one interviewee.

BOLD STATEMENT 3

It’s important to establish unified 
metrics between the various 
groups (CRE, IT, HR, legal, finance, 
communications, etc.) to help 
measure overall performance of 
the corporate infrastructure.
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“Your personal performance and reward has to 

be both informally and formally driven in a very 

clear direction toward common goals,” that same 

interviewee explained. “Rewards and remuneration 

have to be set up to recognize that collaboration and 

integration.”

Another key to having successful joint metrics 

is ensuring an enabled work force, said Nicoll of 

Vodafone.

“You can’t make it fly if you don’t have enabled 

staff,” according to Nicoll. “If you have fantastic IT 

equipment and a really good working environment, 

but have HR policies and procedures that actually 

constrain people from doing the job as effectively 

and efficiently as possible, it’ll be a failure.”

Vodafone uses a combination of unified metrics, 

ranging from the time it takes to provision an IT 

device to how engaged employees are. Each is 

clear and very well-defined, said Nicoll.

 

BOLD STATEMENT 3

Some organizations are using 
“global engagement surveys” to 
measure collaboration. These 
organizations are discovering 
interesting results by slicing data to 
reveal where dissatisfaction begins 
between different organizations, 
regions, corporate functions, 
business functions and more. 
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Service delivery will be enhanced by the greater 

collaboration and integration of support group 

functions. 

The primary role of the legacy support functions will 

remain delivery of services to the business units, 

like the management of facilities, employee benefits 

and technology devices. They will continue to 

leverage external providers to deliver their services 

more efficiently. However, the super nucleus will 

provide the corporation with a central, strategic 

group for service delivery. 

“Outsourcing is a massive force for bringing 

change,” said Marcus Bowen, M.Sc., MBA, 

MRICS, BMIFM, Director of CASP-R, management 

consulting firm specializing in commercial real 

estate across Asia. “It has been the change driver 

behind a lot of businesses that decide to restructure 

their organization.”

As corporations seek to better align and integrate 

internal support functions, it’s reasonable to expect 

that service providers will look for ways to support 

this integration. It could drive collaboration among 

CRE, IT, HR and finance service providers. The 

alignment between service providers to support 

this new function could take on a variety of different 

forms, ranging from project-based initiatives to 

enterprise-wide alliances that mirror the client’s 

internal structure.

Shared service organizations striving for 

high performance are preparing their service 

management framework to be able to meet 

the demands associated with assuming a more 

strategic role.12

“Over the last 15 to 20 years, what you’ve seen is 

enormous capability building into the delivery side,” 

said Joroff of MIT. “If you don’t deliver well, you’re 

not going to have a job.” 

Shared services organizations that have proven 

successful are continuously looking for ways to 

improve the services they offer, while recognizing 

that some self-promotion is critical to earning the 

trust of key stakeholders.13

There also has been increased emphasis on exactly 

how services can be delivered most effectively in 

the corporation. For example, Unilever’s Global Real 

Estate department has placed a greater focus on 

what the service is that’s being delivered and the 

scope of the service. This naturally leads to analysis 

on whether the work is best done in-house or 

whether it should be outsourced.

“I would say there is probably more outsourcing, 

but it’s not for the sake of outsourcing,” said 

Unilever’s Hoy. “It’s just after you take a real hard 

look at one, what the service offer is going to 

be and then two, you take a look at how you are 

most economically going to provide service to the 

business, often times it comes down to outsourcing 

that task.”

Another rising trend in service delivery is the 

growth of Global Business Service organizations. 

Many organizations are refining their shared service 

delivery model by moving away from decentralized 

Continued Importance 
of Service Delivery 

BOLD STATEMENT 4

12. See the Accenture Research Report “Trends in Shared Services: Unlocking the Full Potential.” (2011) pp. 3.
13. See the Accenture Research Report “Trends in Shared Services: Unlocking the Full Potential.” (2011) pp. 4.
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shared service centers toward regional centers and/or 

to a “global hub and spoke model.”14

Here’s how it works in integrated business services. 

The global hub performs routine activities in a 

standardized way at a few low-cost locations, and then 

the regional business services centers (the spokes) 

leverage the regional shared services organizations 

and talent to move up the value chain, tackling more 

advanced services that require specialized 

skills.15 

More Outsourcing Ahead 

Many executives see a natural trend toward 

relying more heavily on external service 

providers in the future. Companies are 

proactively blending shared services and 

outsourcing to create the most cost-effective 

and flexible service delivery model for their 

companies.16

This may present a new challenge for some 

CRE departments.

“In fact, it’s a full-time and important job to manage 

them for positive outcomes — you have to be really 

clear about KPIs and service levels and hold them 

accountable,” said Bernie of American Express. 

“You have to actually manage your service providers 

for success because if you don’t take an active role 

creating a productive and partnering environment, you’re 

probably not going to be happy with the outcome.”

14. 2011 Global Shared Services Survey Results. Deloitte Consulting LLP, pp. 7.
15. See the Accenture Research Report “Trends in Shared Services: Unlocking the Full Potential.” (2011) pp. 13. 
16. 2011 Global Shared Services Survey Results. Deloitte Consulting LLP, pp. 8.

FIGURE 4.5  |  Service Provider Alignment

The benefits of the super nucleus – inte-
grated strategy, planning and business unit 
alignment -- are only realized if the down-
stream execution is also integrated. As a 
result, we anticipate service providers will 
follow suit, potentially aligning with other 
support function service providers. Examples 
of inter-service provider collaboration can be 
found in many workplace transformations, 
where CRE service providers already partner 
with IT and HR consultants to produce holis-
tic workplace solutions. 

Consistent with the range of super 
nucleus iterations, said Craig Robinson 
of Cassidy Turley, the nature of this 
collaboration could also vary widely. 
CRE, IT and HR providers could col-
laborate around discrete projects, work 
streams or on a more consistent and 
joint venture basis. The industry has for 
many years speculated that established 
outsourcing providers (i.e., of IT and HR 
functions) might over time expand their 
service offering to include CRE out-

sourcing services – or vice versa. There 
are a handful of firms, like Accenture, 
that already offer business process out-
sourcing services across a broad range 
of support functions.

Regardless of where on the spectrum 
the integration between service provid-
ers of various support functions fall, it is 
reasonable to expect that coordinated 
collaboration would be required to en-
sure the super nucleus success.

CASE STUDY: The Service Provider Effect

BOLD STATEMENT 4
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Driving Global Service 
Provider Integration
Microsoft Corp.’s “Integrator” 
model illustrates how companies 
can enhance CRE efficiency and 
effectiveness by outsourcing 
operations management and 
oversight, and focusing internal 
team capacity on client relationship 
management to understanding 
business unit strategies and define 
how we can provide real estate 
solutions that support those 
strategies. 

The model evolved after many years of 
hiring global service providers in areas 
like project management or transaction 
management, explained Robert Kaplan, 
Director of Global Resources for Real 
Estate and Facilities at Microsoft Corp. 
Microsoft found that while those global 
service providers were excellent in many 
locations, none was perfect in all 108 
countries where Microsoft has a presence.

So the company recently made 
the decision to shift to a “local 
best-in-class provider” model, and 
consequently has engaged with 
many different service providers for 
everything from facilities management 

to transaction management, Kaplan 
said. “We have created stables of 
best in class providers rather than 
trying to ask a single provider to be 
everything for us in every location,” 
he explained.

But Microsoft needed a partner 
to integrate all those different 
service providers and drive controls, 
consistent processes and best 
practices, while managing the 
procurement, contracting and 
reporting. This is where the integrator 
came into play.

In the fall of 2011, following a global 
selection process, Microsoft hired 
CBRE to be the global integrator to 
manage all the tier-one vendors. This 
means that CBRE is accountable 
for putting in place a governance 
structure that includes sourcing, 
selecting and contracting with 
providers, driving globally consistent 
reporting, managing vendors and 
handling everything that goes with 
portfolio planning, optimization, 
delivery, operations and more. By 
reducing the amount of time spent 
on vendor management, the model 
is driving the evolution of Microsoft’s 
internal CRE team.

“It has shifted importance to client 
relationship management, and 
providing “trusted leadership” around 
real estate solutions for our business 
units,” said Kaplan. “We focus on 
really understanding their business 
needs at a much higher level, then, 
we work to develop workplace and 
service solutions that support those 
business needs.”

“It allows the real estate team to 
focus on strategic decisions, really 
partner with the business, and not 
just be running around on the fire 
drills that occur in normal operations,” 
explained Microsoft’s Darrell Smith, 
RE&F Sr. Facilities, Operations and 
Energy Manager.

It makes sense for the global 
technology leader to focus on its core 
business. 

“At its core, Microsoft is not a real 
estate company, it is a technology 
company,” Smith said. “So how do 
you move to core? You make sure 
that your time is focused primarily on 
business needs and outsource the real 
estate or facility operational delivery. 
That’s where we’re migrating to.”

CASE STUDY: Microsoft Corp.

BOLD STATEMENT 4

Many companies have successfully found that right 

balance. For example, P&G has one global provider that 

handles its global real estate work and the end-to-end 

work for the company’s office and tech center portfolio, 

said Lydia Jacobs-Horton, Director, Global Facilities & 

Real Estate at P&G.

Tactical Versus “Strategical”

More companies are choosing to shift their CRE 

resources toward strategy, while outsourcing 

tactical, daily tasks. 

“It’s about finding that balance there — how much 

of the secret sauce are you going to give away?” 

said NetApp’s Willow. “You are probably going to 

keep some sort of high-level, visionary, strategic 

platform within.”

As the service provider relationship becomes 

stronger, providers may be entrusted with more 

strategic matters. The scope of work managed by 

the internal functional teams will continue to shift, 

placing greater importance on the service provider 

relationship to implement strategy.
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Strategic outsourcing moves from a 

focus on individual tasks or services 

to actually transferring parts of 

a company’s intellectually-based 

systems.17 It aims to produce more 

valuable, flexible and integrated 

services than internal resources can 

provide, while helping an enterprise 

stay current and achieving coordination 

and value gains across different 

departments.18

For now, the trend of increased out-

sourcing tactical delivery will help 

further the evolution of CRE’s role in 

the corporation, as it allows the CRE 

professional to shift focus to strategy. 

“By reducing time spent on mundane, 

daily tasks, CRE professionals can elevate their work 

to another level. They can focus on understanding 

strategically where the business is going and plan 

how to align resources within CRE to address that 

direction,” explained JLL’s Hampton.

“You’ll have the time to back away from the task-

based model where you are just keeping the lights 

on, the carpet clean, the building operating and open-

ing other buildings from time to time,” said Hampton. 

Those time-consuming tasks and transactions often 

take away from the ability to focus on the broader 

business strategy and find new ways to add value to 

the corporation.

“We are just inundated with the day-to-day real estate 

activities, but much of the commoditized stuff can 

be done by highly qualified third parties which frees 

us up to be more strategic” said Bernie of American 

Express. “This is a transformation of CRE where we 

have a tremendous opportunity to impact the bottom 

line and make the experience better for employees.”

Our research and interviews showed this approach 

is being embraced by CRE executives.

“Ideally, I’d like to see the internal role of the 

CRE continue to become much more strategic 

and really be able to push out the day-to-day 

delivery to the outside partners,” said Kreitem 

of salesforce.com. “But I don’t think you can 

say, ‘Here’s the line: These people need to be 

really strategic and these people just need to 

be tactical.’ Everybody needs to be thinking 

strategically and needs to be aware of what the 

strategy is and how to feed into the strategy.” 

This evolution is important to the future of CRE. 

BOLD STATEMENT 4

FIGURE 4.6  |  Top REFM Outsourcing Drivers 

Source: KPMG 2011 Real Estate & Facilities Management Outsourcing 
Pulse Survey

Source: KPMG 2011 Real Estate & Facilities Management Outsourcing Pulse Survey

17. & 18. Joroff, M. and Bell, M. (2001). “The Agile Workplace: Supporting People and Their Work.” A Research effort of Gartner, MIT and 22   
 industry sponsors. pp. 37.
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“There are plenty of people in CRE who genuinely 

say, ‘Yes, I started my career in CRE, but I get it. 

I need to learn about the business, management, 

IT and workplace strategy,’” said CASP-R’s 

Bowen. “They understand that and they’ve 

started to read different books.”

But part of the problem is that many CRE 

professionals don’t take the initiative 

to continue their education with MBAs, 

professional development or even business 

books on topics like workplace psychology, said 

Bowen.

“Real estate professionals will have to be 

truly aligned to where the business strategy is 

going,” said JLL’s Hampton. 

“As the integrated support function evolves 

along with CRE’s role, it will differ more and 

more from today’s shared service model, 

will have an emphasis on productivity and 

will spend less time focusing around the 

service it delivers and more time to focus 

on the contribution back to the business. 

Therefore, the shared services 

model should center on the 

productivity and the impact of 

the workplace,” said Hampton.

BOLD STATEMENT 4

FIGURE 4.7  |  OUTSOURCING CONTINUUM GRAPHIC

“Real estate professionals will have
to be truly aligned to where the
business strategy is going.”
-- John Hampton 
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Through extensive research and interviews, we have determined that 

shared services departments are working toward greater integration 

within the enterprise. At this juncture, the collaboration among support 

functions ranges from periodic project-based teaming to full integration 

across the enterprise. More than 80 percent of the companies we 

interviewed support the hypothesis and four main concepts presented 

within this report:

1. Formation of a Super Nucleus

2. Emergence of New Integrated Workplace Leadership

3. Importance of Joint Objectives and Unified Metrics

4. Continued Importance of Service Delivery

By 2020, collaborating corporate support functions will form a new 

strategy-driven “super nucleus” entity to enhance overall enterprise 

performance. It is believed that the pace and level of integration 

will increase because of the benefits, which include enhanced 

strategic business unit alignment, savings and resource efficiency. 

The measurement and communication of these benefits will likely 

require unified business metrics for CRE, HR, IT and finance alike. This 

migration from the traditional functional metrics (KPIs) to those that 

CONCLUSION

More than

of the companies we 
interviewed support 
the hypothesis and 
four main concepts 
presented within this 
report.

FIGURE 5.1  |  Integrated Alignment & Planning – Introducing the Super Nucleus

BU	  1	   BU	  2	   BU	  3	   BU	  4	  

CRE	   IT	   HR	   Fin	   Other	  

CRE Fin 

HR 

IT 

The enterprise business units and internal 
customer.

The super nucleus is the integrated 
relationship management, planning, systems 
and strategy for support functions. It includes 
CRE, IT, Fin, HR and potentially other support 
functions.

Legacy service delivery support functions and 
infrastructure.
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clearly communicate the business implications of support function 

activities represents a powerful benefit to the enterprise. The super 

nucleus, in its unified delivery of services, will also give a unique 

advantage to strategic workplace initiatives that seek to capitalize on 

the Millennials’ appetite for mobility and technological prowess. And 

examples of integrated approaches to workplace solutions and the 

benefits are well documented.

While the project-based role of CRE in delivering workplace solutions 

remains clear, there is little consensus around the potential broader 

role of CRE leaders (and those in other support functions, for that 

matter) in a super nucleus context. This ambiguity is due in part 

to the many possible configurations of the super nucleus and the 

required skill sets for leadership. Regardless, it has been established 

that the industry is trending toward a more strategic role for CRE 

in the corporation. CRE leaders are increasingly being called upon 

to demonstrate greater leadership inside the organization – with 

enterprise workplace, sustainability and affordability initiatives being 

the most recent examples. By expanding their current skill sets and 

becoming more broad-based in their knowledge of their core business 

and other support functions, CRE leaders, who are adept at managing 

integrated project teams, could be well positioned to fill the leadership 

requirements of the super nucleus. The question remains, of course, 

whether other functional disciplines are just as qualified for this new 

unique role.

For CRE (and other support functions) to assume more strategic 

roles inside the organization, they will continue to leverage external 

service providers. Understanding that service delivery remains the 

chief responsibility of the support functions, service providers will 

continue to be an important resource for tactical and strategic delivery 

of services to the organization. The super nucleus could even place 

pressure on service providers (of CRE, HR, IT, etc.) to become more 

interdisciplinary – mirroring the organizations they serve.

Looking across the corporate landscape, there are still many obstacles 

to navigate before the benefits of a super nucleus structure can be 

realized. These challenges may include internal political opposition, 

the daunting task of integrating systems and processes across diverse 

functional areas, and the investment implications for launching and 

By expanding their 
current skill sets 
and becoming more 
broad-based in 
their knowledge of 
their core business 
and other support 
functions, CRE leaders, 
who are adept at 
managing integrated 
project teams, could 
be well positioned 
to fill the leadership 
requirements of the 
super nucleus.

CONCLUSION
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supporting a properly resourced super nucleus function with this 

mandate. Other challenges range from limited focus on change 

management, an inflexible supplier base and much more.  

But despite a number of challenges facing the super nucleus concept, 

the benefits are clear and compelling enough to suggest that we 

will see various iterations of integration emerge over the next ten 

years. And if CRE leaders do not take the initiative to deepen their 

understanding of the business units they support and the other service 

functions, it’s likely someone else will — seizing the opportunity for 

greater leadership in the organization. So for the CRE leader, now is 

the time to start the journey toward being the “workplace leader of the 

future” by taking the initiative, enhancing your understanding of your 

organization’s business objectives and starting the conversation about 

the benefits of a super nucleus in your company.

Despite a number 
of challenges facing 
the super nucleus 
concept, the benefits 
are clear and 
compelling enough to 
suggest that we will 
see various iterations 
of integration emerge 
over the next ten 
years.

CONCLUSION

FIGURE 5.2  | The Continuum
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Enterprise Leadership

Mark Schleyer, AT&T

Michael Creamer, Cushman & Wakefield

Location Strategy and the Role of Place

Mary Jane Olhasso, MCR, SLCR, County of San Bernardino

Partnering with Key Support Functions

Craig Robinson, MBA, Cassidy Turley

Portfolio Optimization & Asset Management

Jack Burns, Cresa

Keith Keppler, Cresa

Russ Howell, MBA, Jones Lang LaSalle

Service Delivery & Outsourcing

Blake Layda, Jones Lang LaSalle

Scott Bumpas, Cresa

Lisa Huls-Fry, Cassidy Turley

Sustainability

Leigh Stringer, HOK

Technology Tools

Larry Sweeney, AT&T

Robin Ellerthorpe, HOK

Workplace

Anne Nathe, Johnson Controls, Inc.

Chris Mach, MCR, AT&T

Cindy Beavers, Steelcase Inc.

Margaret Gilchrist Serrato, PhD, MBA, AIA, ASID, LEED AP, Herman Miller

Michael Leone, Regus

Patricia Roberts, Jones Lang LaSalle

Rob Wright, Johnson Controls, Inc.

Russ McFadden, AT&T

Steve Hargis, MCR, LEED AP, HOK

APPENDIX A
CORPORATE REAL ESTATE 2020 TEAM LEADERS AND SPONSORS
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Accenture
Jim Barlow, Strategy & Technology Consultant

Altisource Portfolio Solutions
Bryan Berthold, MCR, Director, Corporate 
Services

American Express
Jerry Bernie, MCR, SLCR, VP Global Real Estate 
Strategy

AT&T
Russ McFadden, VP Portfolio Management & 
Transactions

Larry Sweeney, Executive Director-Evolving 
Technologies

Australia & New Zealand Bank (ANZ) 
Kate Langan, Group GM Property

Bank of New Zealand (BNZ) 
Garry Pellett, Head of Properties, Products & 
Operations 

CASP-R Limited 
Marcus Bowen, M.Sc., MBA, MCR, MRICS, 
BMIFM, Director

DEGW 
Nicola Gillen, Director of Strategy

Francesca Jack, Director of Strategy

eBay Inc. 
Russell Phimister, Senior Director, Global 
Workplace Services

Future of Work
Jim Ware, Executive Director

Georgia Institute of Technology
Baabak Ashuri, PhD, Director, Economics of the 
Sustainable Built Environment (ESBE) Lab
Assistant Professor and Chair Integrated Project 
Delivery Systems, School of Building Construction

Hilton Worldwide
Pierce DeGross, III, MCR, Vice President Global 
Workplace Services

iOpener Institute
Dr. Simon J. Lutterbie, Director of Research

Jones Lang LaSalle
John Hampton, Senior Vice President, Solutions 
Development

Lockheed Martin Corporation
Robert O’Brien, MCR, Vice President Corporate 
Properties and Facilities Services

McCarthy Consulting
John McCarthy, SLCR, Real Estate Consultant

Massachusetts Institute of Technology (MIT) 
Michael Joroff, Senior Lecturer

Microsoft
Robert Kaplan, Director Global Resources,
Real Estate and Facilities 

Darrell Smith, RE&F Sr. Facilities Operations and 
Energy Manager

Seema Tyagi, India Area Portfolio Manager

Nokia Corp.
Aapo Pispa, Head of HR Central Europe

Nokia Siemens Networks
Helen Kaufert-Leyland, Head of Design & 
Development

Corporate real estate and workplace leaders who were 

interviewed as part of the study Partnering with Key 

Support Functions included:

APPENDIX B
PROFESSIONAL LEADERS INTERVIEWED
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The Occupiers Journal
Paul Carder, B.Sc., MRICS, Founder/Managing 
Director

Procter and Gamble
William (Will) Esterly, III, MCR, SLCR, Asia Real 
Estate Portfolio Manager, GBS - Global Facilities & 
Real Estate 

Lydia Jacobs-Horton, Director, Facilities & Real 
Estate

Pacific Gas & Electric
Corey Wong, Director of Corporate Real Estate

Pan Europe HR Network MRC, CPM
Peter Russell, Director

Red Hat Inc.
Simon George, Sr. Manager, Facilities & Real 
Estate

Shell Oil Company
Jeri Ballard, Vice President, Real Estate Strategy 
& Portfolio

Jane Muir-Sands, Global Workplace Architect

Siemens AG
Maximilian d’Huc, HR Strategy

Andreas Schwab, CEO Office

TIGNUM 
Scott Peltin, Cofounder and Chief Performance 
Officer

Unilever
Adam Hoy, Global Real Estate Director

Ken Manke, Vice President of Workplace 
Services

Verint Systems
Laurie Swift, M.Sc., Director Facilities

Vodafone NZ 
Peter Nicoll, Head of Property

salesforce.com
George Kreitem, Vice President of Americas,
Real Estate & Workplace Services

Zurich Financial Services
Barry Varcoe, Global Head of Corporate Real 
Estate & Facilities Management

APPENDIX B
PROFESSIONAL LEADERS INTERVIEWED
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The purpose of this document is to assist the 

research teams in setting up the interview 

by providing consistent information on the 

background of the project, research areas, 

purpose of the interview, timeline, deliverables 

and expectations. Some of the people being 

interviewed may be very familiar with the 

project, while others may not. Reviewing this 

information prior to the formal interview can 

help to ensure that all interviews are conducted 

in a consistent manner and the people being 

interviewed have a clear understanding of the 

overall project and their role in the process.

Background

CoreNet Global is the world’s leading association 

for corporate real estate (CRE) and workplace 

professionals, service providers and economic 

developers.  Nearly 7,000 members, who include 

70% of the Fortune 100 and nearly half of the Forbes 

Global 2000, meet locally, globally and virtually to 

develop networks, share knowledge, learn and thrive 

professionally.

Program Description

Corporate Real Estate 2020 is a research and 

leadership development program designed and 

managed by CoreNet Global to address the business 

environment in the future and to collect, package 

and distribute state-of-the-art best practices, tools, 

models and case studies to help our members 

prepare to meet future business needs.

To achieve this objective, we are interviewing a 

number of senior industry leaders to validate a 

new vision for the industry and develop a series of 

transition strategies to assist CRE organizations in 

transforming themselves to meet the challenges 

ahead as the economy changes and new business 

models evolve.

There are three major steps in the overall process as 

indicated below:

•	 Vision Validation

•	 Development of Research Areas

•	 Transformation of the Industry

New Vision for the Industry

Using materials collected throughout our discovery 

process and at our Launch Meeting we developed a 

draft vision for the industry that has been preliminar-

ily validated by the research team. This vision will 

continue to change as our research proceeds and 

new information is obtained.

Research Areas

Based on the vision of the future we have also 

developed a number of key Research Areas to assist 

our members in migrating from their current real 

estate practices to the new skills and strategies 

needed to survive and grow over the next two to five 

years. These include strategies for the following areas:

EIGHT RESEARCH AREAS

Enterprise
Leadership

Location 
Strategy & the 
Role of Place

Partnering 
with Key 
Support 
Functions

Service 
Delivery & 
Outsourcing

Sustainability

Technology 
Tools

Workplace
Portfolio 
Optimization 
& Asset 
Management

APPENDIX C
PARTNERING WITH KEY SUPPORT FUNCTIONS INTERVIEW GUIDE
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Research Process

There are numerous steps in the overall research 

process including the development of a research 

premise, goal and hypotheses for each of the 

above research areas – which are, in turn, validated 

through one-on-one interviews with industry 

leaders and experts, industry surveys and other 

techniques.

Deliverables

Deliverables from this project will include research 

reports; web-based white papers; executive 

development seminars; workshops and panels 

at Summits; material and speakers for chapter 

programs; articles in THE LEADER, industry and 

business press; and topics and speakers for other 

learning events.

Timeline

Corporate Real Estate 2020 was officially launched 

in August in Dallas where the research teams first 

met to define and validate the vision and refine their 

thinking on the Research Areas.  Based on that 

meeting our goal is to complete the interview process 

over the next several weeks and start producing 

programs, reports and other materials by the CoreNet 

Global Summit in San Diego in April 2012.  

Intellectual Property

Before we begin, I also want to explain the 

intellectual property guidelines for Corporate Real 

Estate 2020.

Please do not share any confidential or proprietary 

information with any member of the research team.  

If we use any specific information or materials from 

this interview that refer to you or your Company, 

we will offer you the opportunity to review that 

information prior to publication.

Purpose of the Interview

The purpose of this interview is to capture your 

knowledge and thoughts on Partnering with Key 

Support Functions in 2020.

Do you have any questions before we get started?

Interview length approximately 1 hour

Validate the correct spelling of your name and 

official title:

Name:

Title:

Company:

Date of Interview:

Background Information

Note:  Interviewers are encouraged to review the 

Annual Report and 10K form for the firm prior to the 

interview.
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1. What is the primary industry classification for your organization? (check one)

o Energy

o Engineering / construction

o Financial Services / Insurance

o Food / Beverage

o Healthcare

o Heavy Manufacturing

o High Tech Manufacturing

o Pharmaceuticals

o Retail / Wholesale

o Telecom

o Transportation

o Other (please specify) 

____________________________________________

2. What is your role?

3. Where is your organization based? 

4. What is the approximate number of employees in your organization?  Please specify ___________  or 

check one of the following:

o Less than 5,000

o Equal to or more than 10,000 but less than 25,000

o Equal to or more than 25,000 but less than 100,000

o Equal to or more than 100,000

5. Are your employees only based in the same location as the organization’s base or other countries? If so, 

which countries? 
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2020 Context – Partnering with Key Support Functions: 

•	 In 2004, the CoreNet 2010 planning group predicted the 

emergence of an Integrated Resource and Infrastructure 

Model (IRIS). 

•	 According to a 2011 Deloitte Consulting Study, over 90% 

of organizations have reported implementing various 

iterations of shared services structures.

•	 Over the next 10 years, high performance corporations 

will place even greater demands on their infrastructure 

and services to be competitive, requiring deeper forms of 

collaboration between enterprise support functions.

What are we solving for?

•	 Do we foresee an enhanced organization above and beyond what’s already there?

•	 What are the support groups that will comprise this new integrated function? 

•	 What will determine whether or not the organization is a hard or dotted line?

•	 What are the skill sets that will be required to lead this new function?

Research Questions
Context on your organization and how it relates to Partnering with Key Support Functions

1. Describe how your CRE group is organized and its reporting structure. 

2. What are other key support functions in your organization and how are they organized (i.e. hard line or 

dotted line) and what is their reporting structure? 

3. Do the support functions collaborate either formally or informally? And how? 

4. If there is not yet a formal integration, are there plans under way to change that in the future? 

5. How deep is the level of integration (i.e. organizationally, platform, technology, metrics)? Is there staff 

dedicated to the integration of other support functions?

6. What are the transformational changes happening in the industry or your company that are driving 

integration and will most impact your business by 2020? 

7. Do you foresee more or less integration with the various support functions over the next ten years? 
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8. How would define an “enabled employee”?

9. How do you define workplace? 

Please respond to each of the following research hypotheses regarding Partnering 
(Integration) with Key Support Functions in 2020. Do you agree? Disagree? What are your 

thoughts?

1. Formation Of A “Super Nucleus”

•	 By 2020, collaborating corporate support 

functions will form a new strategy-driven “super 

nucleus” entity to enhance overall enterprise 

performance.  

•	 While the composition of the new corporate entity 

will likely be determined by company-specific 

context, components may include CRE, HR, IT, 

finance, purchasing, legal, etc.

•	 High performance companies will know how to 

bring these functions together on a day-to-day 

and strategic basis. This function will not be a 

“one size fits all”  and will vary depending on a 

company’s organizational structure and culture. 

Follow Up Questions:

•	 Do you believe this super nucleus formation (integrated support entity) will occur by 2020 in your 

organization? If not, how do you see integration happening in your organization? 

•	 If you believe this super nucleus will occur, what shared services department do you envision in 

this integration (CRE, HR, IT, finance, legal, security, marketing, communications, risk management, 

transportation, other.)? Where would you draw the line of what’s included in the integrated support entity 

vs. what’s outside in the silos?

•	 What do you believe would be the benefits (i.e. cost savings, efficiency) in establishing this entity? 

•	 Who would be the biggest advocate of this type of integration? 

•	 What would be your first steps, if you were trying to establish an integrated support function in your 

company? 
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•	 What would you call this entity?

•	 Do you believe the role of CRE will be stronger or weaker in an integrated support entity? 

•	 How would this entity be different than today’s shared services model? Is it possible there could be a 

new entity all together? 

•	 What level of integration of the established support functions do you expect by 2020?

•	 What integration obstacles do you foresee? Why might this not happen?

2. Emergence of New Integrated Workplace Leadership

•	 The skill sets required to be a leader in this new integrated workplace entity will be more strategic in 

nature and benefit from a more diverse set of experiences, including exposure to other support functions 

and a far deeper understanding of the business. 

Follow Up Questions:

•	 Do you believe the current skill sets in your CRE department can lead to a broader integrated support 

function? If so, how? If not, why?

•	 What type of influence will the incoming generation of workers (i.e. Generation X, Millennials) have in 

your organization by 2020? 

•	 What will be the specific skill sets future CRE leaders will have to master by 2020? How will the future 

role of CRE be different than it is today?

•	 Do you believe there will be an integrated support function leader by 2020? If so, what will be the 

required skills sets? 

3. Importance of Joint Objectives and Unified Metrics

•	 Under the leadership of the new entity, support functions will work toward a common vision with 

common objectives and unified metrics. These components will support key initiatives like company 

culture, attraction and retention of employees, work force productivity and business unit efficiency, in 

addition to providing tools to evaluate investments, business and operational processes, and customer 

service. 

Follow Up Questions:

•	 Does your organization currently have any joint objectives and unified metrics across the various support 

functions? If so, please explain.

•	 If not, is there pressure within the organization for this to occur, and do you believe this is even feasible?
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•	 What integration obstacles would you foresee in 

developing joint objectives and unified metrics?

4. Continued Importance of Service Delivery

•	 Delivery of services to the business units will 

continue to be the primary role of the legacy 

support functions, but strategy, including 

BU relationship management, planning and 

innovation, will be elevated and integrated within 

this new support group entity. 

•	 Service provider alignment and integration will 

be more important and necessary as internal 

resources are increasingly refocused on strategic 

roles.

Follow Up Questions:

•	 How will the role of CRE and other functions evolve over time? How will your organization balance the 

need to provide greater services on a daily basis with the trend toward delivering a more strategic focus?

•	 Will you outsource more? 

•	 How will the internal CRE role change? 
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The Partnering with Key Support Functions 

team tested four Bold Statements, or research 

hypotheses, through interviews with senior 

executives, Summit education sessions and 

the results of the Corporate Real Estate 2020 

end-user survey. All four Bold Statements 

were supported by a strong majority of survey 

respondents.  Although the team elevated its 

focus beyond the interviews and survey to 

examine the emerging findings from other 2020 

teams – and more importantly, what implications 

these findings held for corporate real estate/

workplace executives – a summary of results to 

the specific hypotheses is provided below:

1. Formation of a “Super Nucleus” - 

Collaborating corporate support functions 

will form a new strategy-driven “super 

nucleus” function to enhance overall 

enterprise performance. 

Finding: Roughly two-thirds of survey respondents 

believe that by 2020 there would be a formation 

of a “Super Nucleus” entity to ensure an enabled 

employee and a productive work force within their 

organization.

2. Emergence of New Integrated Workplace 

Leadership - The skill-sets required to 

lead this new integrated function will be 

more strategic in nature and benefit from a 

more diverse set of experiences, including 

exposure to other support functions and a 

far deeper understanding of the business.

Finding: Roughly three-fourths of survey 

respondents believe that by 2020 there will be an 

emergence of new integrated workplace leadership.

3. Importance of Joint Objectives and Unified 

Metrics - Under the leadership of the new 

entity, support functions will work toward a 

common vision with common objectives and 

unified metrics. 

Finding: Nearly three-fourths of survey respondents 

believe that by 2020, successfully integrated support 

functions will be characterized by a common vision 

and joint objectives for company culture, innovation 

framework, company attachment of employees, 

employee efficiency and more. 

4. Continued Importance of Service Delivery - 

Delivery of services to the business units will 

continue to be the primary role of the legacy 

support functions, but strategy, including 

BU relationship management, planning and 

innovation, will be elevated and integrated 

within this new support group function.

Finding: Almost 80 percent of survey respondents 

believe that by 2020 service delivery will be of 

continued importance.
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