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COPYRIGHT AND DISCLAMER NOTICE
The information contained in this document represents the current view of Microsoft Corporation

on the issues discussed as of the date of publication. Because Microsoft must respond to changing

market conditions, it should not be interpreted to be a commitment on the part of Microsoft, and
Microsoft cannot guarantee the accuracy of any information presented after the date of
publication.

This White Paper is for internal  informational purposes only. MICROSOFT MAKES NO
WARRANTIES, EXPRESS, IMPLIED OR STATUTORY, AS TO THE INFORMATION IN THIS
DOCUMENT.

Complying with all applicable copyright laws is the responsibility of the user. Without li miting
the rights under copyright, no part of this document may be reproduced, stored in or introduced

into a retrieval system, or transmitted in any form or by any means (electronic, mechanical,

photocopying, recording, or otherwise), or for any purpose, without the express written permission

of Microsoft Corporation.

Microsoft may have patents, patent applications, trademarks, copyrights, or other intellectual
property rights covering subject matter in this document. Except as expressly provided in any
written license agreement from Microsoft, the furnishing of this document does not give you any
license to these patents, trademarks, copyrights, or other intellectual property.

© 2009 Microsoft Corporation. All rights reserved.

Microsoft, Outlook, Sha rePoint, Windows, Windows Live, and Windows Vista are either registered
trademarks or trademarks of Microsoft Corporation in the United States and/or other countries.
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EXECUTIVE SUMMARY

The intention of this white paper is to illustrate, explain, and inspire other managers in the New Way of

Working. Created by Microsoft Netherlands, this concept is based on the experigho®soft

Netherlandshas gai ned by 0 pr aitusng Microsgft testinaogy tav@nsfprmeus c h 6
workplace, improve our appeal to new employees as well as increase employee retention rate and

boost saledn fact, we applied our PeopiReady Business mission to our own subsidiary to enable

people and businesses hr oughout the world to realize their ful
Microsoft: Enable People and Businesses Throughout the WirlRealize Their Full Potenéia) .

Transforming the workplace to achieve superior performance is often discusseddbely achieved.
Microsoft Netherlands managed to do both by adopting a New Way of Workingicrosoft Netherlands
changed the traditional office culture and behaviors by taking advantage of Unified Communications,
the Office suite, and other Microsoftdknologies. The project began several years ago to meet the
following goals:
9 Inspire our customers and potential customers to use the latest versions of our technology by
becoming a showcase ourselves. This capability
1 Insgre and connect with business audiences to have credible conversations with sémiet
business leaders within our existing customer base and, most importantly, at potential
customer sites.
91 Create a new central Microsoft office in The Netherlands to put knowledge and
experience into action.
1 Be a premier workplace for all employees while attracfiregnd retainingia diverse talent
base from within the market.

Microsoft Netherlandschieved the following benefits by adopting a New Way of Working initiative:

9 Reduced real estate costs by 30%

91 Increased market reputation

f I ncreased employeesd mobil ity

91 Increased productivity

f Won 0Great place to worké award in 20009

Microsoft Netherlad sthiieeyear exploratory journey toward a New Way of Working has not ended.
Microsoft Netherlandss still learning how to implement and benefit from its knowledge, mistakes, and
experiences. Our achievements have come through discovefiagd deployingi eight crucial steps
necessary to implement a New Way of Working. This HowGuide describes for managers these steps,
their benefits, and the challenges they bring.

This white paper reflects the actual experiencedicrosoft Netherlandslt is not, howeer, limited to
our own knowledge. Rather, it draws on our experience in guiding, coaching, making mistakes with,
and mentoring more than 20 customers toward their own New Way of Working. Our knowledge and
experiencé but especially our mistakBslso tell & that we have more to learn, so this paper is by no
means definitive. We hope that readers will take the information presented here and share their
subsequent experiences with their peessd us Checkwww.microsoft.nl/hnw for updates

MISSION MICROSOFT:ENABLE PEOPLE AND BBINESSES THROUGHOUTHE WORLD TO
REALIZE THEIR FULL BTENTIAL
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Businesses do not garner insights or make decisions. Businesses do not close deals, invent new products, or find

new efficienciesPeople do. Companies excel when they empower their people to drive the business forward.

Strategies, organization, motivation, and leadership all set the stage for business success. But to see results,

businesses also have to give their people the righil$y information, and opportuniti€sbecause success ultimately

comes down to people. Microsoft calls aReadyndBusimnlkests.fdost

INTRODUCTION

Al t hough Microsoftds Dut ch s gréiwthifodalmest 30 ydars,dhe sust ai ned
office space no longer reflected either our aspirations for the workplace or the way technology enables

us to actually work in that space. At roughly the sa
Leadership team deveped the New World of Work concept, which addresses many of the same

chall enges we faced i n The Miedrhesdfatnddss dNesve el relxad ddfo x\
decided to adopt that strategy into a New Way of Working. Our goal was to attract theeation of our

customers by creating a Ocase studydé of our own expe
productivity, drive growth, and enable innovation by helping our employees get the most out of

Mi crosoftdés tools, technologies, and services.

Microsdt Netherlands approached the transition to the New Way of Working as an exploratory journey.
It has beenthreeyears, and our learning experience continues. We launched our journey in a thriving
economic climate where time and money to experiment were ga® come by. In the current economic
climate it may not be easy to imagine or fund exploratory journeys, but they remain relevant because
they prepare organizations for success. As sarnganizations are pressured to maintain selling
momentum while operaing in struggling economies, new offices and new interiors may not be their
first funding choices. But the principles that underlie the Dutch New Way of Working journey remain
relevant because they focus on efficiency, closeness tceth@loyee andcustomer, and the ability to

scale.

Given the current economic climate, this white paper will temper our aspirations with reality. Because of

funding and time constraints, we will suggest a lagsky approach, looking toward an Hhonth or
sometimes even longetransition to a New Way of Working.
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I NSI DE MI CR &8 @6RLD OF WORK

The New World of Work is Microsoftds ongoing analysis of s
political trends that will shape the workplace of tomorroMi cr osof t s current research t heme

A Dynamic Business: This researclexplores external pressures such as demographitsbalizationand
regulations that cause organizations to adapt and over which they have little or no confghamic business
focuses on external factors and how organizations respdndhem through increasing automation, proactive
transparency, and adaptive business models.

A Blended World: This researctexplores employment models, company cultures, international cultures, the
blending of work and home life, and the migration away from a single place where work takes place as nhew
forces that are changing the character of the workplace in an always on, always connected world.

A Strategic IT: As organizations become more dependent on technology, they need to find ways to integrate
information assets, processes, and practices with the heart of the organization, breaking down silos and driving
synergy. This research examines ways to facilitaedtalogue between the business and information
technology functions.

A Insights from Complexity: ~ All areas of business generate increasing amounts of data. It is imperative that
organizations seek ways to make sense of the expanding and ever more permémiiedaries of their world
through collaboration and the application of algorithmic techniques that cut through data to insight. This
research looks at not just how to ask better questions but how to turn insights into action.

Building on Experience

Mostbusiness roadmaps start by asking why. Why are we takifsgaction? AtMicrosoft Netherlands
we started our journey to a New Way of Working because we wanted to grow, inspire customers to
use the latest versiaof our technology, inspire and connect witbusiness audiences, create a new
central Microsoft officen The Netherlandsand be a premier workplace for diverse employees and an
outstanding facilitator of customer relationships, knowing that all of these factors lead to improved sales
over time. Mw that we can look back on our experiences, we know that our strategy can help other
Microsoft subsidiaries in the following ways:

9 Reduce internal operating costs (moves, speaaa telephony)

1 Optimize employee productivity with enabling technologies

9 Build a casestudyfor sustainability (reducedarbon emissions fronraveland office

buildings
q Attract and retain the best people andontinue asan attractive employer
f Demonstrate value to customers by oOpracticing wh

MORE FLEXIBLEWORKENVIRONMENTS

Employers are enabling more flexible work environmebistransforming not onlythe physical office environment

but the virtual environmenusingtechnologies that bring people together whether thegre working in traditional

office environmentsppen office settings, satellite offices, home officesemote locations. According to research by

Microsoft andCoreNet Global, deading corporate real estateassociation, 74% of companies surveyed have an

Alternatve Workplace program in place. Peaplssues arehe main drive of these programa8 attractingand

retaining talentand improving productivity and workife balanceThe second reason is reducing
s i z i ncgodm ptaheey eState portfolio. The current economic landscapadselerating the trends toware

more mobile workforce anda smallenffice footprint for many corporationdn fact, 61% of companies repoan

increa® in Alternative Workplace commitments to support current economic conditions.

7 © 2009 Microsoft Corporation. All rights reserved.

Microsoft



Source: Microsoftand®€r e Net Gl obal , 0The FuApul20®d of the Workplace Stud
People, Place, and Technology
Microsoft Netherland8 s approach to the New Way of Working is ba
place in three areas: people, place, and technology. Like tharic rings, these themes are
interrelated, and success depends on understanding and optimizing the overlap among tfese
Figure 1, o0Peopl e, Pl ace, and Technol ogyd). Il ndeed,
Way of Working usually lies inr@ or more of these three key areas.
PEOPLE, PLACE, AND TECHNOLOGY People should be at the heart of your
enterprise (see text box,
Microsoft: Enable People and
PLACE PEOPLE Businesses Throughout the World to
Realize Their Full Potent.

¥ Lower real estate
costs

= Reduce carbon
footprint

¥ Reduce travel and
training costs

administration costs

¥ Increase individual
and team
productivity

W Attract and retain
the right people

¥ Reduce sick leave

and the costs of
non-productivity

TECHNOLOGY
Reduce IT and

Reduce
communications

culture an organization creates should
empower its people with freedom and
accountability. This culture should be
enabled by the inspiration, attitudes,
and examples of everyone from senior
leadership to frortine managers to
individual employees. But people do
not work in isolationthey work in
teams. As suchgrganizationsare often
looking for new ways to attract and
retain the best people, improve

088 workforce productivity, and address

social capital issues such as work/life
balance and gross organizational
alignment. Social capitéibcuses on

¥ Reduce travel and
training costs

improvements to the working

environment in terms of management philosophy and practice. These factors also help set expectations
for how meetings are conducted, how conflicts within teams whose members have never met are
resolved, and how peoplean be motivated, nurtured, and empowered.

Place

The physical work environment is not only the central office location, because work is no longer tied to
the office alone. People now work from home, while in transit, or at customer seganizationsare

usually trying to understand how an existing office location can best be used or looking for a way to
maximize the effectiveness of a move to a new office location. The cost per square meter of space, the
capability of a space to meet the needs of tocated in it, and the integration of technology into that
space are important elements.

8 © 2009 Microsoft Corporation. All rights reserved.

Microsoft



THE OFFICE SQUEEZE

Microsoft Netherlands needed to address a shortage of office space. At the time, the leased floor area per person
was 16.4 square meters (17&guare feet) and only 25 percent of employees shared desks. Rather than simply move
to a larger location, the project team developed an office plan to accommodate more employees but use less space.

The new building, which opened in April 2008, has no agsed desks and requires only 8.82 square meters (95
square feet) per person. Each employee can work anywhere in the office by using a laptop, headset, Webcam, or
Windows basedSmartphoneand connecting to the network either wirelessly or by plugging inaidesk. Meeting
rooms contain RoundTable devices for videoconferencing.

Microsoft has saved more than $640,000 per year in this one location, and we anticipate generating similar savings
in additional locations as other office leases are renewed.

Technology

Technologies enable tangible and practical improvements in the way people work, from
communicating to participating in meetings to capturing knowledge and information. As such,
organizationsdiscuss how to best realize the full potential of neaftwareproducts or how to teach
employees the best way to integrate new technologies, tools, and services into their work routines.
Technology also helpsrganizationsmanage travel budget constraints and address environmental and
sustainability issues.

Everyorganizationfaces a combination of people, place, and technology issues in addition to social
capital pressures. Attacking only one pressure point is not enough. New Way of Working
transformations are achieved and benefits are realized by balanttegrelationships among these

issues. Relocation, for example, is always about more than just physically moving people and property.
Similarly, reorganizations are about more than shuffling names on an organization chart. And when it
comes to technologythe adoption curve only starts when the new application or service is deployed.

Even fororganizationthat areneither contemplating a new buildingnor reinventing their interior
design a New Way of Working transition remains a relevant journey. It slilow both your employees
and your customers how people, place, and technology issues combine to create more transparent,
more effective, more attractive, and more productive work experiences.

Mi crosoft Netherlandsd New ¥&angexmefiencevlicrodoft ng t akes t he
Netherlandshas gained and presents them as an eigstep Guided Roadmap, complete with clear
guidance, timelines, roles and responsibilities, best practices, and expected results. Those steps are:

. Secure executive support th a business case

. Create an internal vision and goals for the New Way of Working

. Assemble a New Way of Working stakeholder¥am and plan

. Transform the physical environment

Embrace changes in work culture among managers and employees

. Create excitement and momentum with communication and involvement

N o oA wN R

. Leverage technology to enable change

This list makes the New Way of Working transition appear sequential. In truth, however, the journey is

9 © 2009 Microsoft Corporation. All rights reserved.
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much more iterative and the associatédsks are much more interdependent. To shorten the timeline
for an overall New Way of Working project, a Omaster
should be implemented inparallesd e Fi gure 2, 0T dReoplegPlacer@P ar al | el Vi ew

Technology ) .

TAKING A PARALLEL VIEW OF PEOPLE, PLACE, AND TECHNOLOGY

DRIVE BUSINESS

W Marcom, PR,
& tours

W Customer pilots

= Evidence

= Scaling marketing
& sales

¥ Train partners

PLACE PEOPLE

EXECUTIVE SUPPORT VISION AND GOALS ORGANIZE TEAM

= Top down ¥ Determine vision B V-team
leadership u Set goals u Stakeholder
commitment ¥ Determine ¥ Reporting

W Business case measurements requirements
development = Virtual meeting

environment

TECHNOLOGY

10 © 2009 Microsoft Corporation. All rights reserved.
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SUCCESS FACTOR 1: SEURE EXECUTIVE SUPH WITH A BUSINESS GSE

Although the most important executive sponsoras seniodevel (Cx0), it is also essential to engage
other business leads such as those from the marketisgestinance, Human Resources, Facilities, et
ceteras.

These sponsors will be engaged if you tie the New Way of Working concept to a tangible scorecard
goals (KPIBecause the New Way of Working is a transformational approach to the market, it needs to
be well considered and articulated in clear business terms that include goals, needs (specific resources
such as budget and headcount), and approximate timelines, in addition to milestones and the approach
to pilots and scalability.

The following are example of goals:
9 CostSavings
Boost sales
Improveappeal to new employees
Increase employee retention
increase relevance and the thougheadership

= =4 -4 =4

CRITICAL SUCCESS FATORS

A Secure executive leadership and support

A Establish crodsinctional alignment

A Create animplementation plan

A Engageinternal employeesho are highly motivated &ave selling skills
A Set project budget

SUCCESS FACTOR 2: CEATE AN INTERNAL VISON AND GOALS FOR THE
NEW WAY OF WORKING

When starting a New Way of Working initiative it isportant to define a vision that supports and is

aligned with the broader mission, vision, and strategy of the organization. For Micrdhisftoverall

mi ssion, vision, and str at egystenisg todhe SuureiTHiseydrgyi n Dani el
will simplify the acceptance of the New Way of Working initiative by connecting its relative value to the

organi zationds objectives.

The New Way of Working vision should state all of its values as they impact people, place, and
technology issues.t&rt by defining the toplevel goals for the initiative and then extend the definition to
include both shortterm and longterm goals. It is important to include lorgrm goals, because they set

1 Rasmus, Daniel W. and Rob Salkowiitz. st eni ng t o the Futur e: Rdhygfthe MidosoftExeautivg body 6s Bus
Leadership Series. Hoboken, N.J.: John Wiley & Sons. 2009.
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a context and provide a means of gauging forward movemenbrg-term goals also shape the vision of

t he

i ni ti aifnotthe deneye Bedause theaNew Way of Working requires learning and

feedback and because it will remain active even after initial investments, the organization will be able to
adapt o future changes and opportunities. That capability to adapt is, itself, one of the goals of the New

Way of Working.

Based onMicrosoft Netherland8 s

= =4 -4 A

experiences,

t he

Reduce internal operating cos{moves, spaceand telephony)

Optimize employee productivity with enabling technologies

Build a live case for Green IT or sustainability (reduced travel)

Attract and retain the best people and become an attractive employer

At Microsoft Netherlandsthe executive sponsor (general manager), the New Way of Working team,

and an outside

gui ding

advi

SOor

NINE GUIDING AMBITIONS OF THE
MICROSOFT WORKSTYLE
Enables our 1. Offers our employees the freedom to be
employees to themselves with the Microsoft Community.
realize their 2. Provides an inspiring environment that
potential creates a sense of belonging and encourages
collaboration, creativity, and mutual trust.
3. Encourages our employees to share knowledge
and expertise.
4. Enables our staff to work anywhere, anytime,
and with any tool.
Enables our 5. Practice what we preach.
clients to 6. Inspire clients to put technology to work.
realize their 7. Attract and invite clients to live the Microsoft
potential experience.
Enables 8. Provides efficient use of facilities, high
Microsoft performance, and productivity.
to realize its 9. Accommodates sustainable growth.
potential

for mul
ambg uri o ndk,6 Jd Miereiensaf the Midrosaft Wévkstyte)t .

ated the wunmeét 0s

SUCCESS FACTOR 3:
ASSEMBLE YOUR NEW
WAY OF WORKING
STAKEHOLDER V¥ TEAM
AND PLAN

Step one secures an executive
sponsor with enough credibility,
influence, and the necessary skills
to get commitment from alkenior
level executiveand the rest of the
organizaion. It is important to have
this executive continue as the
sponsor in the formation and
management of the ieam. The
other members of the New Way of
Working stakeholder Meam should
be selected based on their function
or skills that are needed to
implement the initiative, along with
their personal interest in and passion

for the journey. The team can consist solelyirternakemployees or it can be enriched with

complementary external members.

At Microsoft Netherlandsthe general manager was responsible for coordinating the overall New Way

of Working project. This role was not a ftilli me

j ob;

al |

t he

(seePlanning for the Broader Rollout: Forming Siltams from the Yeam, below).
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responsibilities, is

Thestakeholder Meam as used within Microsoft Netherlands al ong wi t h

NEW WAY OF WORKING V-TEAM ROLES
AND RESPONSIBILITIES

ROLE

General Manager (overall)

Real Estate & Facilities
(place)

Human Resources (people)

Microsoft IT
(technology)

Public Relations/
Communications Manager
(communication)

Training & Readiness Lead
(overall)

Business Marketing
Organization (marketing)

Solution Sales
Professionals
(technology & sales)

Microsoft Services Strategy
& Information Worker
Consultants (technology)

Account Technical
Unit (sales)

‘ RESPONSIBILITY

Act as the executive sponsor, the public
spokesperson, and the customer meetings lead

Provide workplace advantage design, lead local
tours, and handle public relations/executive
engagement with RE press and peers

Hold change management workshops and
ensure compliance with local HR policies for
flex time or activity-based working

Ensure Unified Communications technology
rollout and training

Provide internal and external communications
plan

Ensure internal and partner training delivery

Provide BPIO marketing, executive
engagement, and lead generation

Provide Unified Communications subject matter
expertise and deliver the New Way of Working
pitch

Deliver the IMPACT model to customers while
providing internal support

Get trained, facilitate customer meetings, and
drive Enterprise Agreements

out | i fTeamh Rales andRegponsitalites ,

Accordng t o
possibilities
Wor ki ng,
t he
up, 0

right
said

Theo Rinsema,

owe
answer
Ri

and
tal ked to
66 Thi s
nsema,

gener al
e xMiozosoft Nethsriarelslecidedte éxploeiamNewsWapald Wh e n

a eastamd mbleenofaiedpeds sppos en
r e a | Hy<gteptand see wHere @e endh e
foll owi

member 6s
O0New Way

each

Although the list of roles and
responsibilitiepresented in Figure 5
is comprehensive, it is not exhaustive.
As such, you may want to
complement your New Way of
Working team with other functions
that reflectspecificequirements.
Also, not all members will be
involved from the beginning. For
instance the marketing and sales
roledi especially the lead rol@only
need to be involved minimallt first.
Youjustneed to secure their buyin
and have them target pilot
customers. The remainder of the
marketing and sales resources
however, will be involved fom the
beginning. They will be able to
immediately integrate the
technology into their work, enhance
their work approaches through
cultural change engagement, ad
promote the initiative to thenarket
and customers.

Once the New Way of Working

stakeholde Vteam is complete, the

next step is to select a title for the

initiative. This title should reflect the
organizationds values, b
remember, and act as a rally point

for the project.Microsoft

Netherlandsc h o s e Ad@BeP R

People Ready.

manager at Microsoft

uni t t o

the project teamds own

- Team

The Involvement of External P artners in the New Way of Working Stakeholder V

The involvement of external partners is inevitable; most companies, including Microsoft, do not have
expertise in areas such as interior design, building offices, and cultural change. Additionally, the

13 © 2009 Microsoft Corporation. All rights reserved.
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involvement of external parties can be useful as the New Way of Working team creates an internal
vision and goals for the project.

It is important to select external partners who have a vision and approach that is in line with the New
Way of Working andthe destination the internal team has set for the journey. If partners have specific
expertise, they can advise on specifics.

Al so, think about what the partnersd roles wildl be b
the team expect partner® participate in ongoing interactions (as a workplace strategy consultant or a
change management consultant)? I f so, partnersd trac

along with their perception in the marketplace and their ability to erggawith senioHevel executives.
Involving consulting firms that specialize in etwdend approaches for implementing new wdding

concepts can be beneficidbo. These firms view projects holistically and understand the synergies
among people, place, andechnology issues.

14 © 2009 Microsoft Corporation. All rights reserved.
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Planning for the Broader Rollout: Forming Sub - Teams from the V - Team

At this point in a New Way of Working journey it is important to deepe@rvolvement in theinitiative to

include those people charged with organizational change modgldetermining how best to implement

the latest technologies and the specific goals and constraints around space. These decisions will separate
the Vteam into three or four sukeams, depending on whether issues of place are a part of the process.
Different members of the Meam with specific skillsets will lead each seam.

Figure 6, o0Phase 1 I mplementation Team Rol.es, Member

It is important to realize that leading or participating in a gemwill take time, especially for that
teambs owners. Of course, the time required at
But once the initiative nears the deadlingarticipation can be a hatime job. AtMicrosoft Netherlands

we made the mistake of not providing our team owners with dedicated time for the New Way of
Working initiative. As a result, the associated tasks were simply added to their existing workloads.
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