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At JLL, our relationships with 
clients start with a two-way 
dialogue. Clients convey the vision 
and goals for their business, and 
we work together with them to 
help find ways to use real estate 
to achieve those ambitions. 

Over the past year or so, the 
conversations we have been  
having with our clients have been 
dominated by how the world of work 
is changing. Relationships between 
organizations and the people 
they serve, employ and partner 
with are evolving, and technology 
innovations are reshaping how and 
where work gets done. Our clients 
are looking for ways to understand, 
anticipate and plan for these 

seismic shifts. I find myself highly 
energized by these discussions—as 
do my team members at JLL. 

The landscape of real estate has 
evolved. Real estate once was about 
acquiring and managing buildings. 
Now, real estate has become a 
strategic lever for transformation, 
enabling organizations to achieve 
broader business agendas. 

JLL is fortunate to have sightlines 
into organizations of all shapes, 
sizes, locations and cultures that 
give us a robust view of trends and 
exceptions. So, as this discourse 
grows and intensifies, we took action 
and developed a JLL proprietary 
model—the Future of Work. 

The Future of Work represents JLL’s 
outlook on the changing world of 
work and its impact on the next 
generation of corporate real estate. 
It is a product of a year-long effort 
led by a JLL global, cross-functional 
team that co-created the model 
with our Client Advisory Board and 
other progressive real estate client 
leaders from around the world 
across a broad range of industries. 
The insights were then pressure-
tested against third-party experts, 
associations and publications.

The themes that surfaced during this 
process are forward-looking and are 
relevant to today’s organizational 
challenges and tomorrow’s 
ambitions to meet the future of 

work. We believe corporate real 
estate teams play a critical role in 
addressing this shifting landscape.  

Our hope is that this report will 
spark new conversations. Our 
intent is to keep the discussion 
going, as we embark and invest in 
research around these key themes 
to evolve our vision for the future 
of work. This is just the beginning. I 
invite you to join the conversation 
and become one of the forces that 
shapes our collective future… a 
world where ambitions thrive.
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Where Ambition Thrives
Architecture reflects culture.  
As values and lifestyles change, 
building styles in cities, suburbs 
and even farms evolve to meet 
a new generation of needs. 
Established cities are a visible 
archeology of cultural shifts as 
modern buildings, built with new 
methods, stand side-by-side with 
treasured relics from a different age.

Less obvious—but no less 
important—are the cultural shifts 
happening inside the buildings. 
People continue to change the way 
they inhabit and use space to work 
and live. Rows of offices gave way 
to cubicles, which are now being 
replaced by more open spaces 
that encourage free movement, 
collaboration and innovation. 
Manufacturing is adjusting to the 
use of automation and robotics and 
is changing space to accommodate 

the new roles people play in the 
equation. Hospitals and campuses 
also continue to find ways to meet 
the needs of the patients or students 
they serve. This shifting approach to 
work is being fueled by economic, 
societal and technological 
evolutions and revolutions:

• The multi-generational 
workforce expects a flexible, 
human experience. 

• The wealth of data—generated by 
people, products, processes and 
even the buildings themselves—is 
driving digitization into every 
aspect of an organization. 

• The hyper-competitive 
environment, converging 
industries and short product 
life cycles are factors forcing 
organizations to innovate and 
transform continuously.

• The economic and political 
uncertainties are placing a 
premium on costs, investments 
and performance.

Organizations are familiar with 
periods of change. The difference 
now is that these disruptions 
and uncertainties are unlikely 
to stop. In fact, organizations 
across all industries are 
dealing with disruptions and 
uncertainties by recognizing 
that this is the new status quo. 

These factors are challenging 
executives to expand from 
their unwavering focus on 
operational excellence and 
financial performance—two 
foundational criteria upon 
which real estate, and much of 
business and public services have 
traditionally been judged—and 
look for new ways to compete, as 
well as achieve their ambitions. 
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Disruption & Uncertainty
The New Status Quo
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Disruption and uncertainty  
often emerge from a steady calm, 
followed by a storm of profound 
change. The basic proposition 
is usually both simple and 
powerful. Yet, who will manage 
this disruption and uncertainty?

Complex and intertwined issues are 
pulling together real estate, finance, 
HR and IT executives, as well as 
leaders from other disciplines and 
the C-suite, in an effort to address 
these disruptive and uncertain forces 
affecting the world of work—all while 
focusing the organization on its core 
strategy. None of these issues can be 
tackled alone as each touches upon 
the people, process, technology 
and place where they intersect. The 
days of siloed, fragmented solutions 
are gone, especially for real estate.

A Fourth Industrial Revolution, 
driven by rapid technology 
innovation, is infusing digital into 
every aspect of society. A new 
world order is challenging the 
historic dominance of traditional 
corporate leaders. The bottom 
half of the figure to the right shows 
the top six companies in the S&P 
500 by market capitalization in 
2006 and 2016. Microsoft was the 
only technology company in 2006. 
Today’s reality, shown on the top 
half, reveals only one organization 
that is not a technology company in 
2016—and even ExxonMobil points 
to innovation and technology as 
key to its growth and success. 

1

1 Yahoo Finance, Forbes, JLL Research, 2016.
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44%
Changing work environments and  

flexible working arrangements

23%
Rise of the middle class in 

emerging markets

12%
Crowdsourcing, the sharing economy 

and peer-to-peer platforms

Disruption & Uncertainty

Executives will look toward the future of work 
as an agile and adaptable model for achieving 
ambitions in an environment where stability 
is an illusion or, worse, a sign of stagnation. 

Drivers of change in the workplace: rated as top trends with impact being felt today2

Most executives know that, while 
today’s disruptive and uncertain 
forces are formidable and must 
be addressed, they will quickly 
give way to new realities. Instead 
of dealing with changes as they 
happen, tomorrow’s successful 
executive teams will take a visionary 
approach. Executives will look 

toward the future of work as an agile 
and adaptable model for achieving 
ambitions in an environment 
where stability is an illusion or, 
worse, a sign of stagnation. 

It is not just organizations that are 
changing; the workforce itself has 
become diverse and complex.  

An increasingly liquid workforce,  
the significant rise in alternative 
work arrangements and the 
emergence of a middle class in 
developing countries are all factors 
that are changing the role of the 
workplace in people’s lives.

2 World Economic Forum Future of Jobs Report, 2016. 
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Disruption & Uncertainty
In addition, automation is replacing many of the jobs we know today, or at least parts of them. A study entitled  

“The Future of Employment: How Susceptible Are Jobs to Computerization?” measured the probability that certain 
job types would be computerized by 2030. This is different from the first wave of automation that hit manufacturing 
several decades ago as they now center on white-collar jobs, service jobs and knowledge jobs.

3 Rand-Princeton Contingent Worker Survey, Katz and Krueger, 2016. 4 The Future of Employment: How Susceptible are Jobs to Computerization?, Frey and Osbourne, September 2013.
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Disruption & Uncertainty

Many flavors of uncertainty Operating in an uncertain world

Geopolitical 
surprises

Real-time
metrics

Environmental
risks Diversification

Financial
volatility Flexibility

Security
threats

Resilience 
and agility

With geopolitical uncertainty, market and economic volatility, and an increasing focus on environmental and 
security risks—both physical and cyber—a traditional approach to strategy, decision making and operations 

will not be sufficient. Executives must also focus on flexibility, diversification, resilience and finding real-
time metrics so they can knowledgably act and adapt quickly as opportunities and risks are identified. 
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JLL’s Unique Perspective
Future of Work
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With people and properties all 
over the world and a full suite 
of consulting, technology and 
outsourcing services, JLL has  
both a front-row seat and an 
aerial view of how organizations 
and industries work best. We 
are both keen observers and 
active participants in the effort 
to understand the future of work 
and the role that real estate 
could, should and does play.

We make it our mission to help our 
clients achieve their ambitions. Our 
Future of Work model represents 
our outlook on the changing world 
of work and its effects on the next 
generation of corporate real estate. 

JLL’s vision is built for environments 
that are prone to disruption and 
uncertainty—whether it is a large 
global corporation, small start-
up, public institution, hospital 
system or laboratory. It reflects 
the need for solutions that address 

complexities, including the demands 
of increasing regulation, slimmer 
margins, sophisticated customers 
and employees, competitive 
pressures, diverse talent pools 
and pervasive technology. Such 
demands require executives to pay 
attention to several fronts at once. 
While some real estate executives 
have begun to broaden their scope 
of focus, the evolving workplace 
will require everyone to be aware 
and involved in bringing together 
people, process and technology.

One essential reason to adopt a 
broad view is that nothing occurs in 
isolation anymore. As organizations 
place a premium on creating an 
engaging workplace as part of 
the war for talent, that focus on 
the human experience inevitably 
requires innovation, touches upon 
digital capabilities and has an 
impact on financial performance 
as well as operational excellence.

Success in the new working era 
will be defined by those who 
can embrace uncertainty, turn 
disruption into opportunity 
and elevate the dialogue to  
the C-suite to ensure clear  
and collective action. 

Determining how and where  
people will work has massive 
impacts on productivity, employee 
engagement, competitiveness 
and an organization’s 
brand and reputation.

The JLL Future of Work model 
comprises five interrelated  
dimensions. How these dimensions 
are addressed—and which 
priority each is given—will vary 
by organization and by industry. 
Yet all five are vital to running 
a thriving organization.
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Human Experience
Enhance user experience through  

engagement, empowerment and fulfillment.

Financial Performance
Manage spending to enable growth and  

enhance return on investment (ROI).

Continuous Innovation
Combine new thinking, solutions and  
processes to drive value creation and  
accelerate transformation.

Operational Excellence
Optimize enterprise resources and service 
delivery to increase productivity, mitigate risks 
and ensure high performance.

Digital Drive
Harness digitization and rich data to enhance 
people and enterprise performance.

Our Future of Work model is grounded in the reality that real estate’s potential to help an  
organization achieve its ambitions is bigger than it has ever been—and it is only the beginning. 
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“The Future of Work framework shows the  
interplay between more tactical day-to-day  
elements and strategic opportunities for  
continued evolution and improvement.”

Vice President, Enterprise Real Estate Services
UnitedHealth Group

Restor Johnson
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REACTIVE
Means responding to and recovering from 
waves of change as they roll through the 
marketplace and organization.

ACTIVE
Means being a willing participant in 
minimizing risks and preparing for a quick 
shift based on the prevailing forces. 

PROACTIVE
Means finding ways to ride the waves to a 
new reality—aligning parts of the business to 
envision where the disruption may lead and 
charting a course for that destination.

Appetite for Action
While real estate executives may 
be powerless to slow down or stop 
the disruption and uncertainty 
in any dimension, they do have 
options on how to use it to 
propel concrete actions that 
can benefit an organization. 

When a big weather event is 
predicted, people tend to respond 
in one of three ways. The first group 

“rides it out,” hunkering down with 
basic preparation and supplies and 
waiting until the storm passes. The 

second group secures its property to 
minimize risk before seeking safety 
in a place where they can monitor 
the situation and start planning 
for recovery. The third group sees 
the storm as an opportunity and 
starts to act before the first clouds 
gather. This group is stocking up 
on supplies for potential resale, 
investing in lumber futures and 
preparing to buy some distressed 
real estate. The storm hits all three 
groups of people at the same 
time with the same intensity, but 

their responses determine how 
well they survive—or thrive.

Real estate executives can take 
the same approach to disruption 
and uncertainty across the five 
interrelated dimensions, choosing 
when to be reactive, active  
and proactive.

Deciding to be reactive,  
active or proactive is not  
a one-time choice. 

Each dimension of the model may 
warrant a different level of response 
based on the amount and timing of 
the disruption and the organization’s 
willingness and readiness to change. 
The needs of each dimension may 
shift over time, requiring an active 
response for a while and then 
prompting a proactive gear. The 
model merely offers a framework 
to help all C-suite executives build a 
real estate vision and strategy that 
will help their organizations achieve  
their ambitions.

12
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JLL Future of Work

“My team and I are excited about using this Future of 
Work model to support a strategy for modernizing 
our administrative space. We are innovators when 
it comes to our clinical space; now it is time to 
turn our attention to the 25,000 people that work 
outside our medical facilities to provide them with 
a more productive environment.”

Terry Wood 
Vice President, Corporate Real Estate
Kaiser Permanente
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Future of Work Decoding the Five Dimensions of the 
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Each of the five dimensions of 
the Future of Work model is both 
a channel for disruption and an 
opportunity for transformation. The 
war for talent is still on the agenda. 
Millennials and post-millennials 
are changing expectations for what 
happens in the workplace, which 
makes it a challenge to create 
space that accommodates several 
generations. On the flip side, the 
opportunity exists to reshape the 
workplace to attract and target this 
new mix of talent across generations. 

Data-driven enterprises are opening 
up a whole new world of work. As 
more data becomes available, 

organizations have greater  
insight but often without a 
strategy or framework for 
making the best use of it. Yet, 
the opportunity presented by 
advanced and predictive analytics 
and technologies can take an 
organization to new altitudes 
of insight and intelligence. 

Organizations are driven to  
innovate. But, with shorter cycle 
times and the ever-increasing pace 
of technological change, sometimes 
their approach to innovation is 
barely keeping up. At the same time, 
inside those same organizations, 
there is hidden and embedded 

innovative ideas that are ready 
to be drawn out and unleashed 
through an innovation platform. 

Performance is at the core of 
organizational priorities. As an 
organization progresses quickly, 
operational excellence becomes 
a moving target, and financial 
performance, the inevitable 
barometer of success, is often 
in the middle of a tug-of-war 
between quarterly results and 
long-term change. And yet, 
focusing on the metrics that 
matter can unlock new levels of 
transparency and productivity.
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Human Experience
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People are at the heart of every 
enterprise—from the visionaries 
who bring their ideas to life, to the 
countless employees every day who 
keep the vision alive and growing. 
The tremendous value organizations 
place on their people is stretching 
into real estate, as executives realize 
it is not enough to give people 
a job and a place to work—you 
need to create a space where they 
want to be. Human experience is a 
key differentiator for how people 
engage with an organization—both 
strategically and operationally.

More and more, the office is 
competing with off-site workplaces 
when it comes to where people want 
to be. Recent JLL research showed 
that 54 percent of people work at 
home more than five days a month, 
and 33.6 percent work regularly from 
other places such as internet cafes, 
public libraries or co-working spaces. 
Just over half of survey respondents, 
52 percent, indicated that they feel 

completely effective at work, with 
the remaining 48 percent seeking 
ways to feel more effective in the 
workplace. By 2030, 30 percent of 
corporate portfolios will comprise 
flexible space, including co−working, 
incubator and accelerator space.5

A place of work is more 
than just a property. It is an 
environment that can help 
individuals and organizations 
achieve what we call their  

“lifeworking ambitions.”

Our society is searching for more 
authenticity in the way people live 
and work. The workplace needs 
to be more agile to embrace a 
liquid workforce, one that is highly 
flexible, mobile, commands work-life 
balance and promotes wellness. 

For Whirlpool Corporation, creating 
a space where employees want to 
be is a critical part of its effort to 
create a winning workplace. The 

company recently executed a 
major change at its headquarters to 
strengthen the connection people 
have with the workplace and the 
overall brand, and plans to roll out 
similar changes globally. Part of the 
effort included making sure people 
in the office stay connected to 
Whirlpool Corporation’s consumers. 

“We are trying to create both visual 
and digitized connections for 
our employees with consumers,” 
explained Lee Utke, Senior Director 
of Global Corporate Real Estate for 
Whirlpool Corporation. “For example, 
our employees are able to listen 
to service calls from their desks so 
that they can witness firsthand what 
a consumer experiences. It helps 
employees better understand how 
Whirlpool Corporation responds 
to its consumers and how they can 
create more enjoyable experiences.”

To achieve a compelling human 
experience, the imperative is to 
prioritize people first through 

engagement, empowerment 
and fulfillment at work.

“We decided to give people choices,” 
said Paul Rogers, Vice President 
& Head of Asia Pacific Worldwide 
Real Estate and Facilities at 
GlaxoSmithKline. “We give people 
variety and flexibility, so they don’t 
have to work at a desk. Part of 
our strategy was getting people 
to move, getting them to bump 
into each other and connect. The 
key is in how you give the variety 
and choices. Different work 
styles need different things.”

“Agility gives you control, because 
you choose where you want to work, 
appropriate for the task at hand,” 
added James Woodburn, Regional 
Director, Head of Real Estate Asia 
Pacific for WPP. “When people 
understand agility, and when they 
realize they are getting a better 
mixture of benefits in the office, and 
variety, it clicks; that’s giving them 
control, and heightens engagement.”

Enhance user experience through engagement, empowerment and fulfillment.

5 Lifeworking, Powered by Human Experience, Dr. Puybaraud, JLL Research, April 2017.
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REACTIVE
Recognize that an organization’s 
workplace should mirror its 
culture and vision for its people

ACTIVE
Align and shape an environment 
that reflects the organization’s 
beliefs and promotes behaviors 
that align with its vision

PROACTIVE
Use the workplace as a competitive 
advantage to gain passionate, 
top talent who serve as loyal 
ambassadors for its company  
culture and brand

Human Experience

16

Integrated resources as a common 
model for all resources. Today, 
HR, IT and real estate are starting 
to collaborate to offer a unified 
service model to employees. 
Tomorrow, organizations will 
be seamless and transparent 
to employees as they navigate 
through the work environment.

Predictive technologies to 
anticipate and refine needs based 
on information collected. Imagine 
a parking garage that recognizes 
your car and sends an elevator to 
the floor where you parked. The 
elevator automatically goes to the 
floor you prefer, where you receive 
a notice on your phone that your 
workspace is ready for you, with 
the lighting and temperature set 
to your preferences. These are the 
types of employee experiences that 
will engage and retain employees.

High-touch experiences for 
pervasive, hyper-personalized 
and totally flexible services. One 
company installed lockers to receive 
deliveries for employees. When 
a delivery arrives, the employee 
receives a text or email providing 
the locker number and temporary 
combination. Once the delivery 
is retrieved, the code is reset and 
the locker is listed as available. 
Self-service, as well as concierge 
options, helps employees feel 
safe, cared for and supported.

Creating memorable experiences 
within real estate is a key differentiator 
for how people engage with 
an organization. For those that 
claim to put people first, actively 
factoring the human experience 
into the workplace is essential.

Within the next three to five years, the gold standard for human 
experience within real estate will incorporate:
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Digital Drive
Technology is advancing at an 
exponential pace, delivering 
innovations that will fundamentally 
transform the lives of consumers 
and operations of businesses. 
Artificial intelligence, the Internet of 
Things, neuromorphic computing 
and other technologies will enable 
companies to reinvent their business 
models and unlock new sources of 
growth. To successfully navigate the 
changes that will take place over the 
next decade, organizations must 
understand how their workplace and 
real estate can help them future-
proof their businesses in a more 
volatile competitive environment.

In 2010, Domino’s stock price was 
US$8.76 per share when Patrick 
Doyle took over as CEO. Today, it is 
trading around US$180 per share. 
The pizza chain changed both its 
recipe for pizza and its business, 

setting out to become a technology 
company first and a pizza delivery 
company second. Its new core 
mission is to be “the recognized 
world leader… in digital ordering 
and delivery platforms.” Of the 
800 people working at Domino’s 
headquarters, more than 400 work 
in software and analytics. These are 
radical, deep-rooted changes in a 
traditional, slow-to-change business. 
Domino’s has focused its innovation 
efforts on both the ordering and 
delivery sides of the equation. More 
than half of all U.S. Domino’s orders 
are made online, and more than half 
of those through mobile. Customers 
can also order on a website, with an 
app or even by texting or tweeting a 
pizza emoji. For delivery, Domino’s 
has worked with Chevrolet to 
customize a car that has room for 
one driver and 80 pizzas in warmers. 

The company is also looking at 
delivery with robotics and drones.6

When college students can order a 
pizza by texting an emoji, it is safe 
to say that digital has penetrated 
nearly every industry imaginable. 
But there is a big difference 
between having a digital solution 
and being a digital company.

Pharmaceutical and healthcare 
company Merck is actively working 
to integrate technology into the 
workplace, and encountering 
some of the challenges of an 
early adopter. “For us to create a 
better environment, we need to 
understand how the business works 
and what it needs. Then we need to 
marry that up with data in terms of 
what people are using or not using 
in terms of space,” explained John 
Wilkinson, Executive Director, Global 

Real Estate Services at Merck. 
“We are experimenting with sensors 
but it is really early. Some of the 
challenge sits with technology and 
the lack of a solid platform, but 
some of it is also tied to addressing 
privacy of data and ensuring that 
everyone is comfortable from a 
compliance standpoint in terms of 
the data that is being collected.”

The digital drive mandate aims to 
harness digitization and rich data 
to enhance performance. By 2020:

• 80 percent of the world’s adult 
population will own a smartphone7 

• 5G deployments will address 
burgeoning data demand8

• There will be 32 billion 
connected devices9

• Nearly 10 times the data stored 
in 2013 (4.4 zettabytes) will 
be stored (40 zettabytes)10 

Harness digitization and rich data to enhance people and enterprise performance.

6 How Domino’s Reinvented Itself, Bill Taylor, Harvard Business Review, November 2016; 7 Smart Phones, Planet of the Phones, The Economist, February 26, 2015;  
8 Mobile Visual Networking Index, Cisco, February 2017; 9  IDC Digital Universe Study, 2013 ; 10 IDC Digital Universe Study, 2013.
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REACTIVE
Invest in a variety of proven 
applications that serve core 
enterprise functions

ACTIVE
Connect across digital 
platforms that extract 
business intelligence

PROACTIVE
Harvest predictive, artificial 
intelligence to inform complex 
decision making

Digital Drive

This immense wealth of collective 
data will have highly personal 
potential. In the not-too-distant 
future, this scenario will be 
possible: Your cell phone wakes 
you up a half hour early because it 
is raining outside and you should 
get on the road sooner to stay on 
schedule. That same phone will 
downsize the conference room 
to accommodate a smaller group 
because of the rain. Coffee will be 
ready for six people instead of 12, 
and the new conference room’s 
temperature will be reduced to 68 
degrees per your preference. All 
this will happen just as you are 
getting out of bed. Predictive and 
advanced analytics will give way 
to new levels of performance.

In addition to interactive solutions, 
real estate can also deploy shy 
technology, which operates in the 
background and collects information 
that can feed into facilities 
management or other real estate 
functions. Tracking how people 
move around a workspace through 
their ID badges could provide 

valuable insight into areas that are 
underused or places with higher 
traffic. This could be helpful not 
just in managing building resources, 
but also in communicating to 
employees—posting messages 
and video monitors where they 
are most likely to be seen.

A powerful digital strategy is 
a necessary but not sufficient 
condition for success in the digital 
age. Truly digital organizations 
adopt operating models that 
are adaptable and agile.

Forward-thinking real estate teams 
will be looking for ways to use: 

Internet of Things (IoT) and 
technologies as a systemic 
integration to support individual 
preferences. By 2020, more than 50 
percent of internet traffic could come 
from IoT sensors, as the number 
of connected devices grows to 34 
billion.11 In that same timeframe, 
the virtual and augmented reality 
market is poised to grow more than 
six fold, with retailers already using 
the technology to help consumers 

Robotic process and automation 
to drive human-to-machine 
enterprise collaboration. By 
automating predictable tasks, 
organizations can refocus their most 
valuable asset—their people—to 
more strategic, engaging activities. 
Human beings remain a key element 
of the robotic workplace, as people 
bring critical judgment and ethics to 
the table that robots cannot. In the 
new world, it is robotics, powered by 
ultimate human decision making.

Changes inspired and executed 
by digital technologies will 
fundamentally transform 
the expectations and 
operations of real estate. 

Operations will collide with 
technologies and data will 
define real estate. 

Integrated and intelligent 
technology networks will drive 
new levels of human, operational 
and financial performance. 

One essential reason to have a broad view is that nothing occurs in isolation anymore. 

pick out furniture, clothes and 
cosmetics that suit them best.12 The 
bespoke work experience described 
above is powered by the IoT and 
back-end processes that can collect 
a person’s preferences and build 
them into an immersive experience. 

Artificial intelligence (AI) and 
predictive capabilities powered 
by intelligent data. Leveraging the 
advancements in AI may sound like 
a daunting proposition, but Harry 
Armstrong, Senior Researcher on 
the Futures Team at Nesta says that 
while there are a wide variety of 
ways AI will impact the workplace, 
it is important to realize that in 
most instances it will be used as a 
tool to supplement human work 
rather than as a replacement 
for human workers. AI personal 
assistants, image recognition and 
algorithm-based decision making 
are already changing many areas— 
from business to government—but 
the investment in talent that 
know how to master and leverage 
intelligent data will be critical.

11 How the Internet of Things Market Will Grow, Business Insider, July 2016;  
12 Virtual and Augmented Reality Become Realistic Revenue Generators, Deborah Weinswig, Forbes, October 2016.
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Continuous Innovation
Innovation can take on many 
shapes and forms—and ideally, 
should continually move forward. As 
organizations explore innovations in 
processes, products and services, 
technology and human interaction, 
having an environment that can 
foster creativity and progress is vital.

Combine new thinking, solutions and processes to drive value creation and accelerate transformation.

“At Merck we recognize we do not have all the expertise 
internally so we need to leverage thinking and talent 
from the outside to help us in taking the future or work 
effort forward. It is about continuous improvement 
and we need to measure and demonstrate value from 
the changes we are making and get better at it.” 

John Wilkinson, Executive Director,  
Global Real Estate Services, Merck

For some organizations, creativity 
and progress is hardwired into the 
culture. Continuous innovation 
is a core metric, where change 
agents are valued along with the 
people who promote them in 
the organization. In the context 
of real estate, organizations 

must be proactive in announcing 
innovative ideas to avoid people 
filling the void themselves. 

There is ample opportunity for 
innovation in real estate. LinkedIn 
worked with an architect to 
incorporate research on the five 
senses into its redesign of several 
European offices. The research 
guided space design by showing 
how appealing to each of the five 
senses can affect a person’s ability 
to work toward different outcomes, 
from individual concentration to 
group collaboration. Using this 
research as a base, the architect 
took a different approach to each 
city, building out the Milan office 
around typical Italian locales such 
as a garden, a cellar, a theater and 
a tailor shop. In Paris, the office is 
built as a “worksphere ecosystem” 
to incorporate values such as 
collaboration, transformation and 

the importance of the individual, 
along with classic French traits 
like passion, pride and love.13 

Unlike LinkedIn, Royal Bank of 
Canada (RBC) does not consider 
itself a technology company 
but rather a technology bank. 
Nonetheless, RBC’s commitment 
to continuous innovation requires 
reconfiguring space as work habits 
change. “Three years ago, the bank 
transformed spaces to be very open 
and collaborative, and it made a 
great impact on our employees. 
Now we are converting to agile 
space,” said Nadeem Shabbar, 
Global Head of Corporate Real 
Estate. “The changes we made three 
years ago have enabled us to shift 
in terms of space configurations 
and new amenities, with a lot more 
workplace technology that enables 
our people to collaborate on the 
spot. There are whiteboard walls 

13 LinkedIn Designs New Workplaces for the Five Senses, Steelcase blog by Rebecca Charbauski, January 4, 2017.
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REACTIVE
Engage select innovation 
partners who cross-collaborate 
on multiple projects to design 
solutions to current workplace 
and enterprise needs 

ACTIVE
Establish innovation initiatives 
to foster a high degree of open 
collaboration and co-creation 
across a diverse network of 
partners to design solutions 
around anticipated workplace and 
enterprise needs 

PROACTIVE
Drive a comprehensive innovation 
strategy supported by a disciplined 
platform to harness disruption and 
promote hyper-collaboration in and 
outside the organization

Continuous Innovation

partners can yield new ideas 
that can harness disruption. 

Advanced technologies 
increase experimentation and 
product innovation. Innovative 
organizations are adopting a  

“fail fast and fail early” model for 
developing products and services. 
While real estate is typically based 
on the longer-term view, innovations 
like 3-D modeling and virtual reality 
can help test the value of new ideas. 

Networked solutions and open 
innovation drive entirely new 
services and products. The 
rise of the digital ecosystem 
and success of open-source 
innovation demonstrate the 
wisdom of crowds. Why innovate 
alone when partners can spark 
new ideas and possibilities?

Innovation will take advantage of 
hyper-collaboration and leverage 
advanced technologies, incubators, 
disruptors and new partnerships, 
combined with leading practices, 
to produce advanced technology-
based solutions that drive 
product and human performance 
while delivering a high ROI.

everywhere, so an individual could 
be walking down the hallway and 
run into a colleague, and they can 
sketch ideas and take a picture of 
the whiteboard to refer to later. It is 
about enabling real-time interaction, 
application and innovation. We 
have enlisted JLL to help us with 
anthropology studies, looking at the 
behavior of our people in this new 
agile space versus the previous work 
environment. It is very exciting.”

Continuous innovation 
requires advanced thinking 
and execution across the value 
chain to maintain competitive 
edge and embrace disruption. 
Accelerating transformation 
is not a solo endeavor. 

In the coming years, organizations 
that are leading in continuous 
innovation will be those 
that recognize: 

Cross-collaboration with alliance 
partners drives innovative 
thinking. The source of an idea 
is less important than its value. 
Working closely with trusted 
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Operational Excellence
No matter what other innovations, 
disruptions or changes are going on, 
achieving operational excellence 
is essential for real estate teams. 
Other C-suite executives are often 
quick to point out that real estate 
is a cost center, so wringing out 
every last drop of efficiency is 
key to maintaining credibility.

JLL has worked with a company 
to apply machine learning to 
lease administration. Rather than 
having a human read through 
each lease, a machine “reads” 
the lease and abstracts it for 
human review. This enhances 
productivity and reduces errors.

We also worked with a client to 
undergo a rooftop study of its 
many retail and corporate facilities 
to help build a capital budget. 
Rather than sending workers 
up on ladders to take notes, we 

Optimize enterprise resources and service delivery to increase productivity, 
mitigate risks and ensure high performance.

deployed drones and operators to 
survey each rooftop more quickly, 
safely and cost effectively. The 
time and resource savings added 
up to US$3,000 per rooftop.

A European financial services 
institution is working to build the 
future of work by drawing on all 
aspects of the JLL model. Their  
Head of Global Service Delivery 
explained, “We need data to apply 
 the right algorithms to make 
predictions for the future,” and  

“data helps me better understand 
the needs of our people. Real 
estate is an expensive asset, and 
if you have low utilization it is not 
a good combination. Utilization 
is the holy grail of real estate and 
has the potential to deliver double-
digit savings going forward. If you 
look at other industries that have 
expensive assets, like airlines, they 
focus on putting planes in the air 

that are 100 percent utilized. We 
often face workspaces that have 
50 to 60 percent utilization. The 
biggest challenge is a disconnect 
between the focus on cost and 
the need for investment. Features 
that benefited employees were 
slowed down and, with depreciation 
running out, we are reaching a cost 
point that is artificially low. Now, 
we are focusing on the employee 
experience because we need to 
attract the right talent into the 
bank—and that is harder than it 
was in the past. We have to make 
an even greater investment in 
talent going forward, while being 
under pressure to manage costs.”

When it comes to operational 
excellence, the priority is 
flawless execution and seamless 
integration through platform 
transformation and efficiency. 
Operational excellence is not just 
a manual, it is also a set of rules:

• Set global expectations 

• Define common language 

• Share successful practices 
and behaviors

• Map accountabilities from 
the top to the front line

• Promote continuous 
improvement 

Collaboration among several 
functions can reveal new 
opportunities to improve 
operational excellence as  
well as drive efficiency and  
cost savings.

Operational excellence is an area 
where real estate, IT and HR can join 
forces to improve how people and 
resources effectively use space. For 
example, if most of its staff works 
outside the office some or all of the 
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REACTIVE
Integrate real estate  
with IT and HR and other 
enterprise functions to  
increase collaboration,  
optimize productivity and 
improve economies of  
scale and efficiency

ACTIVE
Design and operate 
integrated business services 
(IBS)—IT + HR + CRE—to align 
with strategic priorities

PROACTIVE
Use IBS to harness cutting edge, 
predictive technologies to gain 
greater transparency, anticipate 
outcomes and mitigate risks 
before they arise 

Operational Excellence
to that human core experience, 
which leads to innovation. It is all 
about enhancing our people’s skill 
sets to the new paradigm around 
what we need to realize our vision. 
We are recruiting change agents 
with design thinking in their DNA, 
who are very technology savvy. We 
will shift the CRE execution to our 
service providers so we can focus on 
being more visionary and strategic 
when it comes to our business.”

With rapid-fire changes throughout 
the rest of the organization, real 
estate must remain nimble 
enough to change its ability to 
deliver excellence to an evolving 
operation. Some tools for the 
savvy executive include:

Integrated business services to 
improve enterprise efficiency 
and effectiveness. From shared 
services to outsourcing, there are 
opportunities to find economies 
of scale and put best practices 
into use—whether they come from 
inside or outside the organization.

Predictive data and analytics 
to drive better outcomes and 

mitigate risks. As smart buildings 
collect more data on how and when 
people use space, the data can turn 
into insights that can drive energy 
savings and occupancy planning.

Algorithmic businesses to 
perform operational imperatives. 
Algorithms will be key to unlocking 
the digital era, driving new 
levels of automated processes 
and improved performance. As 
Senior Vice President at Gartner, 
Peter Sondergaard, explains: 

“Algorithms define action” and “by 
2020, smart agents will facilitate 
40 percent of interactions.”14

Leading operational  
practices will anticipate  
and meet the changing 
needs of the organization, 
increasingly with the help 
of automation, robotics and 
artificial intelligence. 

High-quality service delivery 
will ensure that people and 
assets are protected and that 
physical operations are effectively 
managed and fully optimized.

time, how can the organization 
accommodate people using their 
own devices, which would drive 
down investment in laptops and 
other hardware? Or if people 
are using conference calls and 
videoconferencing more frequently, 
could conference rooms be 
reallocated to collaborative spaces 
or reconfigured to better meet 
people’s needs? Collaboration 
among several functions can reveal 
new opportunities to improve 
operational excellence, as well as 
drive efficiency and cost savings.

Like each dimension in the model, 
assigning the right team to drive 
excellence is critical. RBC is actively 
retraining and reshaping its real 
estate team to find the right mix of 
skills and natural tendencies that 
will help the company embrace the 
Future of Work. “We are reshaping 
the organization and technology to 
align with the strategic imperatives. 
We are re-skilling our people,” says 
Shabbar. “For example, they are 
spending an entire day learning 
about design thinking to get back 

14  Gartner Symposium/IT Expo, October, 2015.
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Financial Performance
Financial performance in real estate 
is usually measured in basic terms. 
Are we getting the best deal on 
our lease? Are we minimizing costs 
while maximizing occupancy? 

While these are valid standards 
by which to measure real estate 
financial performance, they may 
undersell the potential value the 
function brings to the organization 
overall. The single greatest 
instrument of change in today’s 
business world is the advancement 
of mathematical algorithms to help 
drive more meaningful metrics. 
For example, what impact does 
the workplace have on employee 
productivity? What effect does 
the work environment have on 
employee retention? How can 
savings around recruiting and 
training that occur with a stable 
workforce be factored in? 

Manage spending to enable growth and enhance return on investment. 

At HSBC, technology is both 
enabling and driving a different 
set of metrics. “We have become 
much more data rich,” said Jane 
Martin, Global Head of Corporate 
Real Estate, HSBC. “As we have 
outsourced to service providers and 
brought in technology alongside, 
we are focused on ensuring the 
right data is available in an instant, 
real-time, accessible fashion. We 
have a long way to go, but the data 
helps us understand how people use 
our space and it drives how we do 
things differently with our workspace. 
This has allowed us to think more 
flexibly about the financials as 
well as how people operate.”

Of the five dimensions, this 
one has the highest visibility 
and expectations—and may 
be the toughest to change. 

The imperative in financial 
performance is to align 
investments and metrics  
to ambitions and drive  
cost performance.

For Kaiser Permanente, keeping 
costs down is imperative to being 
able to deliver quality, affordable 
healthcare. “We have a mandate 
to provide affordable care to as 
many communities as we can, and 
anything we spend has an impact 
on our ability to do that,” said Terry 
Wood, Vice President, Corporate  
Real Estate, Kaiser Permanente.  

“We are looking at centralizing 
much of our administration to drive 
operational efficiencies that will, in 
turn, finance our plan to modernize 
our administration facilities. We 
have to be able to show the value 

and get creative about how to free 
up capital. We are getting close.”

Incorporating financial performance 
into the Future of Work involves 
some shifting of mind-sets as well. 
For example, many organizations 
focus on capital costs more than 
operational costs, with the emphasis 
on keeping capital costs as low 
as possible. When renovating, a 
focus on capital costs might 
drive decisions around materials 
or energy costs that, ultimately, 
lead to higher operating costs. 
Combining capital and operating 
considerations into life cycle costs 
provides a better balance of short- 
and long-term priorities and drives 
toward better overall decisions.



2424

REACTIVE
Recognize that real estate 
plays an important role in the 
enterprise; focus on proving ROI 
to the organization 

ACTIVE
Use real estate as an 
essential asset to enhance 
brand, culture and workforce 
productivity; optimizing  
ROI is the goal, not merely 
cost reduction

PROACTIVE
Employ real estate as a growth 
lever, not just a cost lever, and 
a human-centered workplace 
as a competitive differentiator 
to drive high performance, 
productivity and experience

Financial Performance

Areas to consider when looking 
to the future of financial 
performance in real estate:

Workplace investments 
to provide high value and 
ROI to the enterprise. The 
increasing importance of the 
workplace is causing leaders to 
reconsider real estate as a “must 
have” and start looking at it 
as a strategic differentiator. 

Cost management to optimize 
utilization and manage risk. 
There is no getting away from 
cost management—it is the reality 
of real estate. But it might be 
better managed and understood 
with more sophisticated tools 
to analyze performance.

Metrics that matter to ensure 
desired performance outcomes 
and drive ROI measures. Real 
estate has the potential to contribute 
to an organization’s goals and 
strategies. Participating in strategy 
discussions can lead to a more 
integrated and valuable function.

Financial management will be 
supported by transparency and 
leading practices to balance ongoing 
cost with strategic, high-performing, 
value-driven investments. Today, 
a mathematical approach is the 
most cost-effective and efficient 
way to handle and learn from 
volumes of data. With this, we 
also need to adjust and refine 
our measurement systems. 

JLL Future of Work
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JLL Future of Work

Nearly 15 years ago, Procter 
& Gamble (P&G) signed a 
comprehensive outsourcing 
agreement with JLL that changed 
the corporate real estate and 
facilities management landscape 
for both companies. Since that time, 
P&G has continued to innovate and 
reinvent its approach to its facilities 
around the world. 

One consistent driver of P&G’s 
evolution is a shift in thinking. Rather 
than just thinking about corporate 
real estate as physical assets that 
need to be acquired, built and 
managed to minimize cost and 
maximize efficiency, P&G sees real 
estate as an opportunity to engage 
with employees.

“How does a focus on employee 
engagement steer how we build it, 
how people interact with each other, 
and, more important, how people 
react to the workplace?” asked Jim 

Pazzaglia, Director—Global Facilities 
& Real Estate and Delivery, Procter & 
Gamble. “Does it cause unintended 
collisions and bring together 
people from disparate parts of the 
organization to create vibrancy and 
dynamism in the workplace that 
leads to the right outcomes?”

While creating physical space for 
optimal employee engagement is 
vital to the success of a corporate 
real estate team, P&G does not  
stop there.

Technology is considered an 
intrinsic aspect of the overall 
employee experience. 

“We talk a lot in our team about 
IT-enabling capabilities being a 
disruptor and a motivation to keep 
innovating,” continued Pazzaglia, 
whose Facilities & Real Estate 
team comes from a diverse set of 

functional disciplines beyond just 
real estate. “We remain current via 
industry real estate forums and 
are deliberately curious about 
nontraditional corporate real estate 
outlets. We proactively engage with 
our business units to understand 
how work is done to ensure we 
enable vibrant and productive 
work spaces in support of P&G’s 
overall business goals.” People 
are at the heart of P&G’s approach 
to both physical space and the 
ability to integrate technology 
into it. They also present one of 
the organization’s most pervasive 
challenges—change management.

“Our experience has taught us to tell 
‘the story’ starting with the benefits 
in context of the business goals 
and driving cost efficiencies versus 
what might be taken away. We 
strive to enroll business units early 
on in a project so that leadership 

engages with their organizations 
on what to expect. We gauge 
employee satisfaction pre- and 
post-engagement to ensure that 
once the initial change wears off, 
that we keep the environment fresh 
and vibrant.” P&G will continue to 
help define and realize the future 
of work with a relentless focus on 
the human experience, continuous 
innovation, digital drive and the 
ability to consistency deliver 
operational excellence and sound 
financial performance.

25

Case Study
Procter & Gamble (P&G)
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Future of WorkBuilding the

Transforming
business models 

and strategies

Evolving
traditional ways 

of working

Changing
how people engage 

and interact

The Future of Work reflects our 
ambitions to embrace disruptions 
and drive innovation through our 
service offerings to meet tomorrow’s 
expectations and performance 
requirements. Real estate executives 
are accustomed to dealing with 
complexity and drawing disparate 
parts of the organization into 
a cohesive portfolio. Here are 
some steps to get started.

Align to the business
Real estate has always been a 
vital partner in executing an 
organization’s strategy. As the 
Future of Work becomes reality, 
the opportunity shifts from 
planning to shaping. A team with 
diverse skills and perspectives—
combined with the advanced 
capabilities enabled by innovation 
and technology—gives real estate a 
chance to be a significant  

contributor to achieving ambitions 
and the overall delivery of outcomes. 
But to do so, the team needs to 
know what those ambitions are. 
Real estate executives should be 
involved with strategy discussions 
early on rather than waiting to be 
handed the strategy to carry out.

Put people first
At its heart, real estate is about 
creating spaces for people to 
achieve their personal and 
professional ambitions and 
to contribute toward their 
organization achieving its goals. 
Real estate executives should start 
by investing in their own teams. As 
the real estate function becomes 
more entwined with technology 
and people, the skills needed to 
navigate the new world are changing 
drastically. The best teams  
comprise a broad range of skills  

in finance, procurement, human 
resources and technology. In 
addition to cognitive skills, they 
also need to possess curiosity and 
empathy, which enables them to 
listen to, understand and strive  
to meet the needs of their  
internal customers.   

Build a coalition
Earning a seat at the strategy 
table involves demonstrating 
value to key influencers 
both inside and outside the 
organization. Strong alliance 
partnerships can help to drive 
performance and cost savings that 
can confer credibility. Even more 
important are the relationships 
formed by an executive with internal 
stakeholders—from leaders in 
finance, human resources and IT, to 
the people occupying the space. 
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Building the Future of Work

This involves effective 
communication and the ability 
to identify and work with change 
agents who can help socialize 
and execute transformation.

Become technology savvy
In the same way that real estate  
can morph from executing strategy 
to helping shape it, technology 
has the potential to drive change 
rather than merely enable it. 
Technologies such as automation, 
artificial intelligence, machine 
learning and drones can change 
the human equation in areas like 
workplace design and facility 
management; and business 
intelligence and analytics can help 
inform and drive better decisions 
within real estate and beyond. Real 
estate executives should be tuned 
into the technology horizon and 
look for ways to leverage new tools 
to their organization’s advantage. 
With the emergence of “as-a-service” 

models and service providers, 
the cost to experiment with and 
implement new technologies 
is considerably reduced.

Place a premium  
on adaptability
If disruption and uncertainty are 
inevitable and change is unavoidable, 
then the best strategy is to build a 
team and operating environment 
that can quickly adapt to evolving 
conditions. Once again, technology 
innovations make it possible to be 
asset-light, which can mean the team 
is unencumbered by outdated tools 
and systems. Business Intelligence 
and analytics can help to anticipate 
trends, model potential changes 
and make better, more timely 
decisions. Those tools, combined 
with a finger on the pulse of the 
organization’s needs and future 
direction, will help real estate teams 
figure out how and when to adapt.
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The Future Is Now 
The future belongs to those who 
can harness disruption and manage 
uncertainty. The primary purpose 
of the Future of Work model is to:

• Introduce leading practices to help 
real estate leaders understand, 
prepare and elevate the dialogue 
across their organizations 
on the future of work.

• Engage executive  
management to take action, 
drive performance and achieve 
their organization’s ambitions.

The model was created to stretch 
our clients’ thinking and bring to 
life their ambitions through our 
services, products and people. 
Our co-creation process, fueled 

by extensive research involving 
major clients, has enabled us to 
develop a future-state vision. 

The focus of this report—and the 
driving need for a Future of Work 
model—is based on the idea that 
disruption and uncertainty are the 
new status quo. In real estate, as in 
other parts of the business world, 
much of the disruption is being 
fueled by technology, people and 
innovation. Increasingly, data and 
analytics are defining real estate, 
and organizations are looking for 
new and different ways to offer 
workplace as a service. Societal 
shifts are placing people even more 
firmly at the heart of the workplace, 

but operational and financial 
performance are still top of mind. 

The JLL model for the Future of 
Work is intended to bring clarity 
and offer guidance on how real 
estate executives can prepare 
for a steady stream of disruption 
and uncertainty. We believe one 
key is expanding the scope of 
real estate and demonstrating 
the powerful role it can play in 
helping an organization achieve its 
ambitions. As real estate executives 
find new ways to align their 
priorities with the organization’s 
objectives, as well as future 
trends, they will find themselves 
changing their own landscape, 
both internally and externally.
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