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ABSTRACT

Siemens AG is a global technology company that has
been operating for more than 165 years. The com-
pany is active worldwide, focusing on the areas of
electrification, automation and digitalisation. Siemens
AG is a producer of energy-efficient, resource-saving
technologies, such as offshore wind-turbine construc-
tion, supplying combined cycle turbines for power
generation, providing power transmission solutions as
well as infrastructure solutions and automation, drive
and software solutions for industry. At the end of
September 2014, the company had around 357,000
employees worldwide. It is therefore important to
maintain and further develop a high-quality work
environment for Siemens’ employees. Such work
environments are also critical to be attractive to the
best talents of tomorrow. At Siemens, the new way of
working is about creating a setting that enables
employees to choose the best working environment
based on the tasks at hand, while fostering a spirit of
collaboration and inspiring them to perform at their
Sfullest potential. Employees in the new environment
enjoy a culture of trust, state-of-the-art I'T and inno-
vative office concepts, allowing space for creativity, col-
laboration and personal responsibility.
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A new way of working

THE IDEA BEHIND IT ALL

The issues of sustainability, diversity, health
and wellbeing are destined to play a crucial
role in the future design of working environ-
ments, both in the interest of business success
and in meeting the expectations of employees.
Employers and employees alike are challenged
to come up with new ideas and new ways of
finding the right answers. If Siemens intends
to prevail in the tough competition for the
world’s best and brightest talent, the company
needs to exhibit the outstanding characteristics
of an employer of choice. These include a
corporate culture and unique work profiles, as
well as state-of-the-art technologies that facili-
tate collaboration across national borders and
continents, and space concepts that are opti-
mally suited to fostering the creativity and per-
formance of employees in the interest of
achieving the company’s goals.

The goal of the project was to create trend-
setting work environments in close coopera-
tion with the Siemens business units, to create
long-term conditions worldwide that allow
for both concentrated individual working and
intensive collaboration in teams in an innova-
tive, integrated office concept, without losing
sight of cultural differences. New working
environments, however, are not just an end in
themselves. They pave the way for a leadership
culture shaped by trust, for sharing across
departmental boundaries and for work-life
integration. Yet, supporting employees who
are increasingly social, mobile and collabora-
tive requires sufficient preparation, the full
support of executive management and willing-
ness to support choices about where to work.

FIVE CORE ELEMENTS LEAD TO
SUCCESS

Advance mobile working: Working
wherever, whenever

Mobile working is the new way to work in
this new set-up. It enables employees to
work more autonomously while in the

office, yet also offers the benefits of being
able to work outside the office. Employees
are empowered to choose the most suitable
place for the various tasks to be performed.
Mutual trust as well as suitability of func-
tions, tasks and abilities form the basis of this
set-up, and company policy and legal regula-
tions also must be taken into account.

Enhance work-life integration:
Support in daily life

To promote high levels of employee satis-
faction and motivation, Siemens supports
employees with health and wellbeing mea-
sures and ergonomic office equipment.
Siemens offices that have implemented the
new concept provide employees with opti-
mal workstations and exposure to natural
light (Figure 1). A good spectrum of work-
life integration measures helps employees
achieve work-life balance and promotes a
sustainable corporate culture.

Full use of IT equipment: Online any
time, any place

Powerful information technology (IT) is a
prerequisite for mobile working and non-
concepts. With
of-the-art communication and collaboration
platforms, Siemens ensures that clients, part-
ners and employees reach people rather than
machines.

territorial office state-

Establish an open-office landscape:
Attractive, functional and economical

An open-office structure makes way for
clearly defined functional areas for heads-
down work, concentration, creativity and so
much more. An open office is attractive,
optimised and highly functional, for an effi-
cient and modern use of space (Figure 2).
Transparency and visibility of the open-oftice
landscape ensures performance and interac-
tion by reducing partitioning walls to a mini-
mum, avoiding
rooms, centralising elements like copy/print

individual rooms/small



and archiving and replacing individually
assigned storage with centralised storage.

Define non-territorial usage: Always in
the best place

Non-territorial usage is the general office
standard with the exception of a few work
functions. It is not about assigned worksta-
tions, but the best place for the employee’s
current task. The places of work vary in func-
tionality and ergonomics and thus encourage
results, creativity and health. Workstations are
unassigned and are therefore ‘shared’, but that
does not mean every employee has to look for
a desk when they come in each morning:
every department has a section of the space or
‘neighbourhood’ where teams and depart-
ments regularly reside. And even visitors from
other locations can easily find a working desk,
something that is getting increasingly more
important with people working together on a
project basis. As shown in Table 1, the Siemens
office format offers differentiated workplace
options, ranging from concentrated working
in ‘think tanks’ to more interactive work in
‘meet and talk/café’ areas (Figure 3) or other
meeting points and collaboration spaces.

THREE WORK STREAMS FORM THE
BASIS

The new way of working is a concept that
can be applied in any work environment,
even in the absence of a physical move or
reconstruction. At Siemens locations across
the globe, managers are embracing the
mobile work environment and better work/
life integration aspects of the concept to help
employees be more effective, more collabora-
tive and more satisfied. The success of the
Siemens office concept can be attributed to
three key work streams: human resources
(HR), IT and Real Estate.

Working environment

Siemens implements an inspirational, flex-
ible and functional work environment,

which motivates employees, attracts new tal-
ent and creates an excellent, sustainable
working culture. The focus therefore is on
self-determined mobile working, optimised
work-life integration and, last but not least,
trust and mutual respect between manage-
ment and employees.

IT environment

Innovative hardware and software is provided
in order to promote Siemens’ goal of mobile
working and provides the opportunity to
offer clients, partners and employees optimal
communication and collaboration platforms
at any time. This is provided by the various
Siemens real-time collaboration 1T tools, which
are continuously optimised and updated.

Workplace solutions

Employees can choose between diverse
ergonomic and functional workstations to
best suit the accomplishment of their cur-
rent task. In this way the company encour-
ages employees’ health and creativity, while,
at the same time, improving the quality of
their work. Ecological aspects are also taken
into account when implementing the new
concept.

CHANGE MANAGEMENT AND
COMMUNICATION

The global roll-out is realised in projects fol-
lowing three main triggers:

* new office construction;
e consolidation of office locations;
* major moves and refurbishment projects.

As illustrated in Figure 4, the local roll-out
starts with the establishment of a project
organisation with divisions/business units
and partners from HR, IT, Real Estate,
Change Management and Communications.
[t is important to involve the respective HR.

and Communications departments at the
beginning of the process and start a change
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Figure 1 Siemens offices that have implemented the new way of working provide employees with
optimal workstations and exposure to natural light (Siemens Corporation, Iselin, NJ)
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Figure 2 The new way of working open-office layout is attractive, optimised and highly functional,
for an efficient and modern use of space (Siemens Corporation, Iselin, NJ)

management process as early as possible.
Workshops with management, to get their
buy-in, and the active involvement of
employees as early as possible are equally

important.

Change management

The new way of working implies a compre-
hensive change to the Siemens working cul-
ture. The changes implemented as a result of
the new way of working create emotions of
anxiety and resistance, which are normal
reactions in human nature. Change manage-
ment therefore is a building block of the
respective local project. Assisting employees
and their managers through the emotional
changes is key to a successful implementa-
tion and acceptance of the concept. On an
overall level, HR creates the respective
guidelines, tools and training concepts,
while a change manager implements the
change management process. The role of

‘change agent’ is assigned to local employees
to adapt the concept to the local situation.
They are promoters of the project and the
interface to and between management and
users. One of the most effective measures to
help employees understand the new concept
is a showroom set-up. Here, employees and
managers physically see and feel how the
environment will look and function and
develop real enthusiasm for the project.

Communication

The focus for the gradual introduction of the
new way of working at the sites is on
face-to-face and local communication.
Initial employee communication is a first
message from the top about the forthcoming
transformation. Further and frequent mea-
sures such as town-hall meetings, newslet-
ters, intranet sites and blogs take place
subsequently and provide more details about
content, timelines and goals.

Sluitner and Kruklinski
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Table 1:

Siemens’ new way of working features

Feature

Concept

Use

Meeting point

Think tank

Phone box

Meet & talk/café

Lockers

Open meeting areas with unique attributes
that create draw and differentiation from
traditional enclosed conference rooms. Bar
height and table height furniture options to
be used for individual work or collaborative
meetings and discussions.

Think tanks are small enclosed rooms
furnished with simple elements.

Enclosed space for individual use at an
increased privacy level, to provide space for
telephone conversations to be held without
disturbing surrounding workers in the
open-plan area.

Central open meeting place that combines
multiple furniture settings and pantry
facilities to create engaging environments.

A mobile working environment centralises

 The features are designed to clearly define
the boundaries of a space with furniture
rather than walls and doors.

To add variety and support ad-hoc
collaboration.

Think tanks are placed in locations that are
visible from shared seating, so that staft can
easily identity if these spaces are available
for use.

To be used as a quiet room for heads-down
work or concentration, as an alternative to
workbench spaces.

This space also can be used for small
collaborative discussion.

Used for quick phone calls or planned
conference calls.

To create a hub of activity that supports
mobile working and collaboration.
A café area for enjoying lunch or coftee.

e Each individual will have their own

personal storage.

personal locker.
Store all personal belongings out of the way

each day or night.

A NEW WAY OF WORKING AROUND
THE WORLD

More than 55,000 employees worldwide are
already working in the new office environ-
ment. Results from the physical transforma-
tion in refurbished locations include improved
space usage, increased organisational effi-
ciency, minimised adjacent areas and the
achievement of more open and transparent
communication between different employees
and managers and departments/teams. This
might not work everywhere around the
world and, although it is definitely possible to
realise the new way of working in locations
in different countries or regions like Germany,
Europe, the Americas or Asia-Australia, it is
important to take into consideration different
cultures and country-specific requirements.
‘A country-specific implementation is vital.

What works best in one country can even be
prohibited in another’, said Harald Waitl, a
Siemens real estate expert in UAE. In Dubai,
for example, implementing the concept con-
sistently was challenging in light of local
labour laws. In Moscow, one challenge to
cope with was the climate. Therefore, an
appropriate wardrobe and locker system was
necessary for storing employees’ winter
clothing. As another example, in the offices
in Seoul, it was very important to take into
consideration the characteristic project con-
cern of the main local Siemens division by
implementing a highly modular design con-
cept that allows a maximum of flexibility.

By now, the authors can say that the con-
cept can be and has been implemented
worldwide. Many employees have already
embraced the new concept and brought it to
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Figure 3 Meet and talk/café area: A central open meeting place that combines multiple furniture
settings and pantry facilities to create engaging environments (Siemens Corporation, Iselin, NJ)

lite. They appreciate the creative space and
flexibility it ofters and informal sharing and
constructive collaboration have improved
demonstrably. While the Siemens office
concept now has been thriving for over four
years, it is a constantly evolving programme,
with valuable lessons learned along the way.
The company has adjusted desk-sharing
ratios as needed, continued to find ways to
improve IT, change management and com-
munications, and avoided taking a ‘one-size-
fits-all” approach to implementation.

Siemens embraces the new way of
working in Iselin, NJ, USA

The roll-out of Siemens’ new way of working
programme is in full swing at more than 80
Siemens locations throughout the globe, and
employees have been thriving in their new
open-office environments worldwide. In
November 2013, Siemens employees at the
Leadership in Energy and Environmental
Design (LEED®) Gold-certified Iselin, New
Jersey location moved into a new space that
fully incorporates the Siemens NewWow
office concept. Siemens Iselin employees

transitioned into the new environment in
phases and about 550 employees on three
floors of the building were functioning in the
new office format. By successfully implement-
ing the new way of working, Siemens was able
to consolidate approximately 23,000m? of
space to 11,000m?, essentially by converting
8.0 floors to 4.5 floors through desk sharing
and mobile working.

With the new approach, Siemens is also
embracing a culture of trust and openness.
The new way of working is about change:

* in the way people are managed;

* in the way resources are managed; and

* in the way that the company presents itself
to the best and brightest talent in the mar-
ket today.

At first encounter, it sounds like the per-
fect environment for the internet generation.
Yet everybody benefits from the new way of
working, from millennials to baby boomers.
For instance, Jim Lukach, an Iselin employee
for over 15 years and Siemens Corporation’s
Manager of Online Communications, was
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Change management
An integral part of the local project

Local project organisation

IT

IT

environment

Figure 4 Local change management project organisation

surprised and delighted at how remote work- The only minor drawback he pointed out
ing has led to an improved work/life balance  is that employees do not get the buzz of an
for staft: office when working on their own at home,
especially when it comes to creating content
‘It’s definitely a positive change for alongside their peers. But he is one of the
people. It’s nice to not worry about a many that have learned to balance in-office
long commute every day. That time collaboration time with remote working.
can be used for other things. Work- In addition, the new building layout is
wise, you're still connected to people popular with employees. ‘There are so
via email, etc. It doesn’t matter where many great spaces to meet, work, and eat
you are; the workplace can really be lunch during the day that even though
anywhere and Siemens realizes that’ we're able to work remotely whenever we
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need to, we're finding that employees are
electing to come into the office more and
more because it’s such a pleasant atmo-
sphere’, said Lukach.

Through the new way of working,
Siemens now operates in a culture of trust
— allowing its employees to work remotely
and to be mobile inside the office so that
individuals can work in the way that works
best for them and cross-functional teams can
form organically — which allows for
increased  productivity and  employee
satisfaction.

TESTIMONIAL

‘Siemens Office is more than just an
open communicative office concept. It
is about creating a natural and social
environment and a working culture in
which employees feel comfortable and
that allows them to work in a flexible
way. Furthermore it increases our
attractiveness as an employer’, Janina
Kugel, Member of the Managing
Board and Head of Human R esources,
Siemens AG.
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