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Workplace Strategy

Today’s workplace leader has 

transformational superpowers; but with 

these powers, comes great responsibility. 

  

New ways of working promise to unlock 

new levels of performance and better 

ways to live. Yet there are challenges 

holding us back. 

In this guide, we’ll delve into those 

challenges and offer a framework for 

figuring out the ‘how’, the ingredients and 

the sequencing, so you can develop a 

strategy that brings about a brighter 

future of work.  

Introducing… a brighter future of work

Jane Young, HubStar

© HubStar                                                                             hubstar.com                                                                                       page i

http://hubstar.com


 

According to Wikipedia, workplace 
strategy is ‘the dynamic alignment of an 
organization’s work patterns with the work 
environment to enable peak performance 
and reduce costs’.  
  
Today’s work patterns include: 
  
 Fully remote 

 Fully face-to-face 

 Trust based hybrid (full autonomy) 

 Expectation based hybrid (expected 
to spend a certain amount of time in 
the office, e.g. at least half of your time 
over a two week period, or at least 2 
days per week) 

 Schedule based hybrid (allocated 
specific time slots to be in the office, 
e.g. week on week off, or Mondays and 
Tuesdays) 

  
As for work environment, it’s clear that most 
offices are no longer fit for purpose. 

Dilbertesque cubicles and open plan areas 
with rows of desks that have been proven 
to damage collaboration and happiness 
are being replaced with more effective 
neighborhood seating, huddle rooms, 
video conferencing suites, focus booths, 
coffee shops and social spaces.  
  
Say you had a ratio of 70% desks and 30% 
collaboration spaces before the pandemic 
– chances are you’ll need to flip that to 
70% collaboration and 30% desks. 
  
The revolution driving this shift is one of 
mass individuality. After decades of 
research proving that flexibility, autonomy 
and activity-based office design are 
optimum for performance, the pandemic 
forced the penny to drop.  

It turns out we’re all human, with unique 
circumstances, roles and preferences; and 
catering to these complex needs can 
unlock new levels of creativity, productivity, 
innovation, wellbeing and results.

Defining Workplace Strategy
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The Evolution of Work

As vehicles for collaboration, modern 
organizations - housed in corporate offices 
- have brought about incredible progress 
in the past two centuries. In the grand 
scheme of human existence, this is 
lightening fast. Yet our current structures 
are creaking at the seams, no longer 
coping with the demands of our 
environment, nor our culture.  

The environment is increasingly competitive 
and fast paced as barriers to doing 
business are lowered, creating intense 
pressure to continuously up our game, 
innovate, execute and squeeze ever 
greater performance out of our assets and 
people.  

Therein lies the balancing act. Our 
workforce is dominated by generations 
who crave purpose and meaning, 
autonomy, connection, egalitarian 
leadership and learning opportunities. 

Employee expectations are higher than 
ever. But so are the commercial targets we 
need to achieve. 

People are typically the cost that weighs 
heaviest on our P&L, followed by 
commercial real estate. To elicit peak 
performance against a backdrop of 
socioeconomic uncertainty, our offices 
need to provide greater value than ever. 
The office of the future is more than just a 
place we go to because we always have;  
it’s a toolkit that delivers measurable 
competitive advantage.  

Get it right and individuals thrive, 
organizational performance soars and 
costs and carbon emissions go down. Get 
it wrong and individuals quit, targets are 
missed and budget spews out of the 
cracks. 

So what’s the key to getting it right?
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Some organizations are focusing on 
creating the workplace of the future, while 
others are prioritizing hard dollar savings 
from portfolio reduction or more efficient 
use of real estate.  
  
Whichever lens you look through, it’s vital to 
track, measure and predict work patterns 
and space utilization so you know precisely 
what’s working and what isn’t. Without 
accurate data, you risk prescribing before 
you diagnose, rather than learning and 
iterating your way to success, even as the 
goal-posts shift. 

One thing we know for sure is the goal-
posts will shift. Not only do change cycles 
– whether in technology, markets or culture 
- accelerate over time in the outside world; 
they also accelerate within the complex 
systems we call our organizations. 
  
We each form part of a rich tapestry of 
human existence, comprised of individuals, 
with circumstances and preferences that 
are perpetually in flux as we forge a path 
through life. We hire people, others leave 
and the landscape keeps on morphing into 
something new. That’s why your workplace 

Getting Your Workplace Strategy Right

The top 3 burning questions facing workplace leaders right now are:

What’s our vision for 
the future of work?

What work patterns 
support this vision?

What spaces do we need to 
support those work patterns?
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strategy needs to be adaptable and 
futureproof. 
  
So let’s cut to the chase. Tracking 
utilization trends is the key to getting your 
strategy right; and hybrid work has 
become the new default, period. There’s an 
inevitability to this, as millennials (now in 
their late twenties to early forties) 
dominate the workforce, bringing new 
expectations of life and work.  

What’s more, the business case is too 
compelling to ignore. It’s estimated that 
companies will save $11,000 per year for 
every employee who works remotely half of 
the time. Not to mention the risk of 
haemorrhaging talent if you refuse to go 
with the flexible flow. It’s hard for any CEO 
to ignore stats like this one from McKinsey: 
40% of employees are thinking about 
quitting their job in the next 3-6 months. 
Yikes.   
  
Yes, there are exceptions to the hybrid rule. 
But instead of optimizing for averages and 
trying to figure out what balance of remote 
vs in-office work is the best fit for your 
people, as if their needs are static, what if 
you asked a different question? 
  
What if you asked:  

How can we personalize work based on 
the evolving needs of individuals and their 
teams? 

Mass personalization demands 
adaptability and automation. As a 
workplace innovator, to fulfil your mission of 
improving lives and competitive 
advantage by aligning work patterns and 
places, how the heck do you make the 
necessary decisions if the needs of 
individuals are a soupy mess of perpetual 
change? 
  
This is where things get interesting. Let’s 
take a leaf out of futurists’ book and think 
short and long-term simultaneously. Rather 
than working to a long-term, unreliable, 
linear plan that you’ll file in a drawer when 
it’s (instantly) out of date, let’s hatch a plan 
that adapts as you gain greater certainty 
over time, based on data and evidence. In 
other words, instead of thinking about 
timelines, let’s think about cones.

Tactics Strategy Vision
More      

      
      

 Data, evidence, certa
inty      

      
      

 Less 

Time
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Shaping Your Vision
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Change is easier when you know where 
you’re going and why it’s worth it.  
  
That’s why it’s vital to set a vision for the 
future of work at your organization. Without 
this, your workplace strategy is rudderless 
and the leaders in your organization won’t 
be able to make decisions in alignment 
with a common endgame, resulting in…  

Elon Musk’s vision for the future of work at 
Tesla is full time, face-to-face 
collaboration. He believes this is how they’ll 
make the best products in the world. 
  
Jeremy Stoppelman’s vision for the future of 
work at Yelp is fully remote. He believes this 
is the future and affords them greater 
access to talent. 
  
Ryan Roslansky’s vision for the future of 
work at LinkedIn is based on trust: trusting 
people to work however and wherever 
works best for them. He believes they don’t 
have all the answers so the strategy should 
evolve. 
  
Which work pattern you choose is an 
output of your answer this core question: 
How much autonomy are you willing to 
give your people? 

Economic losers will be organizations that are slow to change or adapt—ones who hedge their 

bets or pretend to embrace hybrid or remote-first work but who don’t actually put the systems, 

policies and resources in place that are needed to make it successful. Organizations who 

embrace a human-centered approach to designing their workplaces, schedules and in-person 

collaboration requirements are going to be best positioned to thrive over the next 20 years.  

- Wendy Ryan, CEO, Kadabra

this instead of this
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The answer to this depends on: 

The worldview of your 

leadership 
  
Some business decision-makers are 
fundamentally against remote work, so 
autonomy isn’t an option. Others are 
skeptical. A Work Trends Index report from 
Microsoft (September 2022) showed that 
‘productivity paranoia’ is rampant, with a 
huge disparity in perceptions between 
employer and employee. 87% of employees 
say they’re productive, with some people 
burning themselves out in an attempt to 
prove it, while only 12% of leaders have full 
confidence that their team is productive. 
Productivity paranoia goes hand in hand 
with pressure: the greater the pressure to 
deliver results, the higher the risk of 
paranoia and micromanaging behaviors 
that further erode trust. 

The strength of your culture 

In systemically weak cultures, where 
collective behaviours are not conducive to 
performance and trust is low, remote work 
is a scary thought. Tackling this goes 
beyond workplace strategy and may 
require fundamental change in the 
organization’s ‘operating system’, alongside 
initiatives to improve leadership alignment, 
strategic clarity and interaction quality. 

The power of your brand  

Elon is unlikely to have trouble with 
recruitment any time soon, while for many 
organizations, a full time face-to-face 
mandate would cause a mass exodus.  

The expectations of your 

target talent 

In-demand talent can pick and choose 
where they work, typically self-manage 
and are more likely to have high autonomy 
expectations. If you want these folks on 
your team, you’ll need to meet their 
expectations (unless you’re exempt due to 
elite brand power, like Elon). According to 
researchers, the top 5% of your talent 
produces 400% more impact than your 
average performers, so you might want to 
keep them sweet.

Employees 
report they are 

productive at work 

Leaders 
say they have full confidence 

their team is productive 

87% 12%

http://hubstar.com
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Not only do you need to set clear 
expectations and policies for existing 
employees, but you also need to let every 
new hire know exactly how much 
autonomy they have to determine where 
and when they work. Just ask any 
executive search firm and they’ll tell you 
the first question candidates ask is, “Is this 
job remote?”. 
  
It may be that you’re in a holding pattern, 
using one or more ways of working as a 
stopgap while you figure out your vision. 
That’s fine, so long as you make clear to 
employees where they stand today – and 
whether there’s grounds to hope for a 
better (more autonomous) tomorrow. 
  
Given it’s the new default, chances are 
you’re shooting for some flavor of hybrid. 

You may have no idea what that will look 
like, because there’s a high degree of 
uncertainty around what will and won’t 
work, which differs by company.  

That uncertainty can only be eliminated by 
tracking employee work preferences and 
habits; quantifying demand for space 
based on usage patterns; assessing the 
quantity, quality and performance of 
spaces - and all the other tactics we’ll 
cover later in this guide.  
  
What’s important in the face of all this 
uncertainty is that your vision paints an 
honest, emotive picture of the endgame, 
so people can tell whether your 
organization is the sort of system they want 
to be part of – whether it aligns with their 
life vision, now and in the future.
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Shaping Your Strategy

The whole point of any strategy is to 
describe goals and priorities and how you’ll 
mobilize resources to get from your current 
reality to your desired outcome. 
  
So the first question is, what is your highest 
priority goal? What is your desired 
outcome? 
  
 Is it right-sizing your portfolio and 

reducing costs?  

 Is it accelerating your return-to-office 
strategy?   

 Is it optimizing space to improve 
employee experience by creating the 
office of the future?  

Your answer may simply be ‘yes’. Many 
organizations are striving to do all of the 
above. 
  
We could talk about models like ‘hub and 
spoke’, where you have a central HQ for 
collaboration and training, while teams 
work in satellite offices in cheaper 
locations; or the use of co-working spaces 
as a half-way house between the dreaded 
commute and the loneliness of remote 
work; or sharing premises with companies 
in complimentary sectors, akin to retailers in 
shopping malls…  
  
Likewise we could talk about subletting 
and repurposing spaces, getting out of 
leases, selling buildings, replacing big 
buildings with smaller ones…  
  
But that’s putting the cart firmly before the 
horse. 
  
In order to make decisions around work 
patterns and places, first you need to 
quantify actual space demand and 
identify the types of spaces people prefer. 
Without reliable utilization data, you’re 
making decisions in the dark. These 
decisions can be worth millions, or even 
billions – because the dials you’re turning 
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impact not just corporate real estate costs, 
but the viability of your organization. As 
Satya Nadella, Chairman and CEO of 
Microsoft put it, “Thriving employees are 
what will give organizations a competitive 
advantage in today’s dynamic economic 
environment.” 
  
Those who dive into decision-making blind, 
without understanding the true picture of 

utilization across your spaces and places, 
are likely to follow rabbits in the headlights 
who fail to make any decisions at all, into 
the abyss.  

Meanwhile your nimble, data-enabled 
competitors will pull ahead of the pack, 
empowered not only by insights, but by the 
ability to optimize occupancy, learn and 
adapt. 

© HubStar                                                                             hubstar.com                                                                                     page 9

http://hubstar.com


 

The Top 3 Workplace Strategy Pitfalls
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There are three common pitfalls to be 
aware of when developing your strategy: 

#1 - The Occupancy / 

Experience Loop 
  
You want people to return to the office to 
reap all the benefits of collaboration, 
learning and social connection, but when 

they arrive, their experience disappoints. 
The space is too crowded or a ghost town, 
their work friends are nowhere to be seen 
and the desk or room they wanted isn’t 
available. As a result they vow never to 
return. Meanwhile you’re trying to learn 
which spaces and places would provide an 
awesome experience vs what’s waste or a 
detractor… but how can you do that if 
nobody wants to come in? 

The answer lies in enticing people to come 
into the office by leveraging the number 
one thing that matters to them: people; by 
optimising occupancy (see pitfall #2) to 
avoid tumbleweed / ghost town scenarios; 

and by adopting agile space planning by 
leveraging utilization data to test and 
adapt spaces according to what works. 
We’ll explain how to achieve this later in 
the ‘tactics’ section of this guide.

Level of 
Occupancy

Quality of 
Experience

http://hubstar.com
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#2 - Utilization peaks, troughs 

& epic waste 
  
You want to right-size your portfolio and 
optimize your spaces, but occupancy is 
typically uneven. As Sarah Hayes from 
KPMG puts it, “There’s often a degree of 
magnetism around being in the office on 
certain days of the week. So you won’t be 
able to free up as much space as you 
might think. People might only come in two 
to three days, but they could well be the 
same days. That means nothing changes 
in terms of office space needed unless you 
put strict rules in place. Not every 

organization will want to force that on their 
people.” 

Most workplace leaders believe Sarah is 
right and they’re stuck with a choice 
between sucking up obscene levels of 
underutilization, shrinking their space and 
risking overcrowding, or causing revolt by 
putting strict rules in place to even out 
occupancy. 

Luckily, that needn’t be the case.  

Read on to discover the tactics workplace 
innovators can use to not only measure, 
but optimize office occupancy.

http://hubstar.com
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#3 - Crude Measurement, 

sensor overload & messy data 
  
Given the name of the workplace strategy 
game is the dynamic alignment of your 
work patterns with your work environment, 
to enable peak performance and reduce 
costs, success is wholly dependent on your 
ability to accurately track, analyze and 
predict who wants to use what and when.  
  
The most common source of utilization 
data is badge swipes, but this doesn’t 
provide anywhere near the level of 
accuracy you need to create and manage 
a high-ROI workplace. Visual observation is 
another old classic, where people walk 
around with clipboards or tablets manually 
monitoring occupancy. These techniques 
have, in some cases, led to overcrowding 
and health and safety risks due to 
shedding real estate based on ‘snapshots’ 
of occupancy, without understanding 
trends and patterns over time. These 
mistakes are difficult to recover from, as 
there’s literally no room for back-pedalling. 
  
At the other end of the scale, some 
organizations are wasting millions by over-
prescribing sensors, under the false 
assumption that costly hardware is the 
only way to measure utilization. As a result, 
their strategies stall while they wait for 

long-winded installations; then they’re 
saddled with expensive maintenance, the 
complexity of aggregating data from 
multiple sensor vendors or being saddled 
with one vendor, rudimentary analytics and 
a set-up that’s far from future-proof.  

Sensors have their place, but you don’t 

need sensors in every place. 
  
Utilization data needs to enable strategic 
decisions at various levels, from a 
helicopter view at portfolio level - 
examining buildings, floors and zones to 
inform right-sizing and identify 
consolidation opportunities - down to a 
worm’s eye view of individual rooms and 
desks, to inform space optimization based 
on actual usage. What’s more, all of this 
data – potentially billions of lines of code – 
needs to be brought together into a single 
source of truth, across geographies, 
regardless of the data source; without the 
need for complex data management nor 
multiple analytics tools. 
  
This means your strategy needs to lay out 
exactly which measurement techniques 
you’ll use for each use case, from 
categorizing buildings – e.g. ‘definitely 
keep’, ‘possibly consolidate’, ‘definitely shed’ 
- to figuring out whether you need more 
small conference rooms, fewer big ones 
and some new focus booths.

http://hubstar.com


 

Modern workplace strategies hinge on your 
ability to quantify demand for space 
based on actual usage patterns.  
  
To avoid falling victim to pitfall #3, if you 
don’t already have sensors installed, get 

started with sensorless measurement at 
portfolio, floor and zone level. Sensors can 
come later, when you want a more 
granular view of, say, occupancy in every 
conference room. 
  
That way you can get an accurate picture 
of utilization within weeks, not months. This 
rapid time-to-value is significant not just in 
terms of time and cost, but in terms of 
collecting data that’ll allow you to spot 
patterns and trends in occupancy.   
  
If you’d like to learn more about how to 
combine measurement techniques to get 

Getting Down to Tactics

Tactics Strategy Vision
More      

      
     D

ata, evidence, certa
inty      

      
     L

ess 

Time
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So you have a vision, you’ve defined your 
goals and you know what pitfalls to avoid… 
next comes action.  

What specific tactics do you need to 
implement and in what order, to get to 
your desired outcome? 
  
The more flexibility and autonomy you offer 
your people, the greater the variability in 
workplace demand, so let’s begin with the 
need to quantify that demand. 

Quantify Demand & 
Analyze Employee 

Preferences

1

http://hubstar.com
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an accurate view of utilization in the most 
cost-effective way possible click here.  
  

Analyze trends  
  
This is where advanced utilization analytics 
come into play. If you’ve been tracking 
demand and usage for some time, at this 
point you’ll start to spot patterns, such as 
low use of specific spaces on certain days 
of the week. You’ll also be able to gauge 
whether occupancy has reached an 
equilibrium across your buildings. If 
occupancy is rising in a particular building 
or area, there’s added risk around 
decisions to shut down or shrink those 
spaces. If occupancy is falling, this may 
indicate a disappointing experience that’s 
causing people to avoid going back, 
meriting further investigation and 
prioritization of space redesign. 
  
By visualizing data on floor plans you can 
explore where people are going and what 
they’re using throughout the day, whether 
in real time or by looking at patterns based 

on historical data – e.g. by day of week, or 
looking at the peaks over the past six 
months. 
  
If you spot a trend, such as occupancy 
going down in a particular place, consider 
surveying employees to figure out where 
the problem lies. 
  

  
  
  

Identify consolidation 

opportunities  
  
Albeit that many organization aren’t 
looking to reduce their real estate portfolio, 
many are – and others want to make more 
efficient use of what they’ve got. That’s 

Optimizing spaces for collaboration, serendipitous encounters that spur innovation, social connection, or 
anything else is pointless if there’s a high probability the entire building or floor you’re investing in is likely to 
be scrapped. That’s why it makes sense to get a helicopter view of actual occupancy of your buildings, floors 
and zones, before worrying about whether you should have twenty desks here or ten huddle rooms there.

Pro Tip

Set up alerts based on real-time utilization, e.g. 
if you get to within 10% of capacity, trigger a 
notification to your team so they can dive into 
real-time data, free up overspill spaces or take 
some other preventative action

Pro Tip

http://hubstar.com
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why it’s essential to identify areas for 
potential savings. 
  
Perhaps you have leases coming up for 
renewal on buildings that are massively 
underutilized, so it’s a no-brainer to let 
them go. Perhaps some buildings are 
trending upwards so you’re going to 
monitor occupancy for a while longer 
before making a decision. 

By dividing your portfolio into different 
‘buckets’, you can provide options for 
further discussion and identify areas for 
potential savings.  

The ability to walk into the boardroom with 
this information expands your sphere of 
influence as a workplace innovator, as your 
capabilities click into a higher gear, armed 
with trustworthy data. 

Tracking planned vs actual occupancy trends can help bolster confidence in the utilization data you're 
using to make decisions, by showing the gap between what you thought was going to happen vs what 
actually happened. This is particularly useful for spotting problems or unexpected successes as you 
implement your return-to-office strategy or design changes. To see an example of these pattern deviations 
in action click here

Pro Tip

As well as building-level savings, you may 
want to consolidate floors. Based on peak 
demand, do you need all your floors?   

You may have the option to sublet them, or 
shed them if your lease is up for renewal.  

If that isn’t an option, you can shut them 
off incrementally.  

Say occupancy is always low on Fridays, 
for instance, you could opt to shut down an 
entire floor on Fridays, then use intelligent 
scheduling to funnel people into floors 1 
and 2, saving on excess costs like heating, 
cooling and lighting.  

Optimizing occupancy and floors at this 
level improves employee experience and 
supports return-to-office success by 
providing a consistent experience, rather 
than risking commute regret when people 
show up to an empty office.

Utilization data can be handy for more than 
just spaces – for example we work with 
organizations who use it to predict how much 
food they should order for the cafeteria

Pro Tip

http://hubstar.com
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Always rely on actuals  

Research around remote and hybrid 
working, office occupancy, employee 
wellbeing and other ‘future of work’ topics 
has exploded since the pandemic began. 

The insights from this research are valuable 
and fascinating, yet workplace leaders 
need to beware of decision-making based 
on survey results and third party data. 

The charts below illustrate this risk.  

Pre-pandemic 
Relatively flat utilization

Post-pandemic 
Variable utilization by day of week 

The chart on the left shows actual 
utilization by day of week, measured by 
HubStar across global offices before the 
pandemic. This is the relatively flat pattern 
on which workplace leaders have based 
the design of current utilization models and 
optimization practices up until now. 

Meanwhile the chart on the right shows 
how this pattern has morphed into mid-
week highs. Interestingly, many third party 
reports that workplace leaders are eagerly 
consuming to inform their strategy show 

Thursday peaks, while our actuals show 
higher peaks on Tuesdays.  

Likewise, we’re often led to believe that 
Fridays and Mondays are similarly low, yet 
our actuals reveal Fridays are markedly 
lower. 

They key to quantifying and analyzing 
employee preferences is to measure 
actuals across your spaces and places; 
and avoid making false assumptions 
based on surveys that garner opinions, 
rather than facts. 

http://hubstar.com


 

Now that you have an accurate picture of 
utilization at portfolio, floor and zone level, 
it’s time to zoom in to a more granular view. 
Chances are your spaces aren’t optimized 
as well as they could be to elicit 
individuals’ and teams’ best work, nor 
create a connected culture that boosts 
wellbeing and creativity.  
  
For most workplace leaders, it’s time to 
craft new work experiences based on 
detailed utilization data. 
  
This is where sensors and other data 
sources like scheduling come into play. By 
understanding in detail which rooms, desks 
and areas are being used 
and by whom – while 
protecting privacy – you 
can start to envision new 
configurations and ratios 
to improve employee 
experience. 
  
For decades, ‘agile’ has 
been creeping to the 
forefront as the ultimate 
way to manage projects 

or processes that require trial and error. 
Agile began in software, when engineers 
realized that long, linear projects were risky, 
because you could lock yourself in a room 
for years only to find that the thing you’ve 
been building doesn’t delight customers 
the way you assumed it would. Instead, the 
trick is to release something early and 
often; to test, learn and iterate. 
  
Agile space planning is being made 
possible by a combination of three 
technologies: intelligent space scheduling, 
integrated space planning and utilization 
analytics. 
  
Instead of making office design decisions 
based on a hunch, or on unreliable data 
and out-of-date floor plans, it’s about 
working from a single set of always-up-to-
date floor plans; measuring actual 
occupancy and predicting occupancy 
based on historical trends; and influencing 
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Shift Towards Agile 
Space Optimization

2
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It’s all very well to measure occupancy as 
your people return to the office, or start to 
use newly architected spaces; but what if 
you could move beyond that, to optimising 
it? 
  
Intelligent scheduling goes beyond 
traditional room and desk booking 
technology, by leveraging artificial 

intelligence to enable mass personalization 
of employee experience, driven by each 
individual employee. 
  
In other words, rather than putting the 
onus on the employee to figure out how to 
plan their agenda and book the 
workstation, meeting room, catering for 
their meeting, parking space and anything 
else they need for a productive day in the 
office; intelligent scheduling assists 
employees by creating their ideal schedule 
and suggesting which facilities they reserve 
based on their habits and preferences. 
  
As a workplace leader, you can configure 
the options that are available to 
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occupancy and trouble-shooting using 
intelligent scheduling. 
  
Some organizations, for example, rushed to 
install kitchens with free food to entice 
employees back into the office, only to 
discover nobody used them and 
subsequently had to rip them out. 
  
This kind of experiment is valid, but the 
emphasis is on experiment. A limited, 
minimum viable test to explore whether 
kitchens will be used and serve as an 

attractor is clearly preferable to spending 
a giant wad of budget kitting out multiple 
buildings with kitchens that turn out to be 
a flop. 
  
Agile space planning not only avoids 
wasting time and budget, but also avoids 
false assumptions about what’s working 
and what isn’t that delay corrective action 
and stall your efforts to deliver an 
employee experience that attracts and 
retains talent; or even better, turns top 
talent into evangelists. 

Optimize Occupancy via 
Intelligent Scheduling

3

http://hubstar.com
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employees in order to optimize occupancy. 
This can happen on the fly, based on the 
utilization data you’re seeing in your 
utilization analytics platform. 
  
For example if you’ve decided to shut 
down floor 3 on Fridays, you can leverage 
intelligent scheduling to funnel employees 
into floors 1 and 2, by making floor 3 
unavailable. 
  
By combining this capability with utilization 
threshold alerts, you can get notified when 
you’re about to go over capacity, use 
intelligent scheduling to make new spaces 
available, then direct employees towards 
those spaces. 
  
This ability to optimize occupancy provides 
business agility that has been impossible 
up until now.   

Trouble-shoot using intelligent 

scheduling 
  
Intelligent scheduling enables you to spot 
problem areas, such as ‘no-shows’, when 

people book rooms, spaces or desks then 
fail to show up. 

  

Sometimes these no-shows can happen 
due to a forgotten recurring booking, 
leaving a premium room empty for hours 
every week.  

  

No-shows were estimated to waste 
30-50% of collaboration space even 
before the pandemic.  

By identifying precisely where no-shows 
are happening you can take corrective 
action to free up underutilized spaces. 

  

Another trouble-shooting capability you’ll 
have when you implement intelligent 
scheduling and/or sensors is freeing up 
wasted capacity.  

If you have a bunch of large conference 
rooms that seat twenty or thirty people, 
but employees are booking meetings that 
only have five or six attendees, it’s clear 
there’s significant waste.

By scoring your spaces based on parameters like capacity vs attendance and time booked vs time used, 
this ‘utilization score’ can grade each space to help you prioritize corrective action and spot low hanging 
fruit to instantly boost utilization and employee experience. To see this in action click here.

Pro Tip

http://hubstar.com
https://hubstar.com/hybrid-work-solution/
https://hubstar.com/hybrid-work-solution/#request-demo
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Occupancy management – 

smoothing out the peaks 

This is the typical occupancy pattern in a 
hybrid workplace: 

When developing your space plans, you 
always need to work to the peak. You 
might do this by looking at a long dataset 

of utilization over six or twelve months, by 
day of the week. In the example above, 

your high watermark is on Tuesdays. This 
may give you little or no wiggleroom for 
reducing your portfolio or shutting down 
underutilized floors. 
  
By using intelligent scheduling to even out 
occupancy, you can bring the peaks down 
towards the average, unlocking a 
significant volume of underutilized space. 

Typical hybrid occupancy pattern

The impact of optimizing occupancy

Potential savings

The hard dollar savings locked up in this 
dotted line area are significant, affording 
you options to factor into your strategy. By 
looking at actual occupancy across all the 
buildings in your portfolio, you can 
potentially reduce the supply or 

consolidate to realize high-impact savings. 
Not only that, but by smoothing out the 
peaks and troughs, you provide an office 
‘buzz’ that delivers a predictable 
experience: neither too crowded nor too 
quiet.

http://hubstar.com


 

Entice People Back Into 
the Office

4

According to Microsoft’s Work Trend Index 
research, 82% of business decision makers 
are concerned about getting people back 
into the office; and 70% say that ensuring 
cohesion and social connections within 
teams has been a challenge due to the 
shift to hybrid.  
  
Their concerns are well-founded. Many 
organizations flung open their doors, then 
nobody showed up. Why? Because 
employees (73% of those surveyed) say they 
need a more compelling reason to schlep 
back to the office than just company 
expectations. 
  
So what compelling reason should you 
offer? 

  
The answer is clear: social connection. 

People care about people. 
  
When asked what would motivate them to 
come into the office, here’s what 
employees said: 

 85% would be motivated to go into the 
office to rebuild team bonds. 

 84% would be motivated to go into the 
office if they could socialize with co-
workers. 

 74% would go to the office more 
frequently if they knew their “work 
friends” were there. 

 73% would go to the office more 
frequently if they knew their direct 
team members would be there. 

  
Work happens wherever you are, but the 
feeling of connectedness that elevates 
work doesn’t. When we ask ourselves, 
“What’s the point of having an office?”, this 
is the point: we can come together to 
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bond as a team, socialize, build friendships 
and collaborate. In other words, the office 
can provide your people with a feeling of 
connectedness and belonging that’s 
energizing and inspiring. 
  
That way they’re more likely to do great 
work and stick around.  

Lack of belonging and not feeling valued 
by your manager or organization are the 
top reasons why people quit, according to 
McKinsey (January 2022). 

Research by BetterUp paints a similar 
picture, revealing that people with a low 
sense of belonging have a 313% stronger 
intention to quit and 176% likelihood of 
seriously job seeking, while 53% of those 
surveyed said they’d choose stronger ties 
with colleagues even if it meant a pay cut 
or slower career advancement.  
  
The connection crisis is real; and all the 
Slack channels, virtual coffee mornings and 
pizza parties in the world aren’t going to 
solve it. 

don’t look forward to 
working because of 

co-workers

53% 43% 38%
don’t feel a sense 
of connection to 

co-workers

don’t trust their 
co-workers

Employees don’t feel connected

BetterUp’s research on 3,000+ US workers reveals a growing connection crisis across the workforce

http://hubstar.com
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Those low in social connection experience:

Anxiety + Depression

Burnout

Stress

+158%

+109%

+77%

Without connection to their peers, individuals and teams lose their ability to 
innovate and effectively adapt to changing needs and working conditions

The benefits of connection

When workers strengthen the skills and mindsets needed to built better 
workplace relationships, they benefit and so do their teams

Greater goal attainment

Boost in wellbeing

More positive relationships

More professional growth

34% 59%

36% 92%

If your workplace strategy doesn’t 
demonstrate to people that showing up 
fulfils more than an arbitrary desire to see 
butts in seats, it’s likely to be met with “hell 
no we won’t go.” 

Roll on the heavy-handed mandates to 
force them back. Cue the great 
resignation, increased presenteeism and 
absenteeism, silent quitting and other 
leading indicators of a slow and painful 

http://hubstar.com
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death spiral as competitive advantage 
erodes.  

Instead, we need to entice people into the 
office by making it easier for them to 
connect with their favorite work friends and 
collaborators. Then, when they show up, we 
need to provide frictionless access to their 
favorite spaces, places and amenities. 
Finally, we need to  ensure that these 
spaces and places are neither awkwardly 
over-crowded nor spookily sparse. 
  
How do we do all that at once? 
  
The answer, once again, lies in intelligent 
scheduling.  
  
For years, organizations have used 
scheduling tools for meeting room and 
desk booking. Today, as we’ve established, 
more advanced solutions like Smartway2 
go beyond traditional booking, to offer 
mass personalization of your employee 
experience.  
  
AI-assisted scheduling not only helps 
people plan their ideal day – it helps them 
connect with their friends and 
collaborators based on when they’re 
planning to be in the office. This not only 
entices people into the office, but also 
radically increases their chances of having 
a positive experience when they arrive. In 
turn, having a positive experience – feeling 
productive and connected – means 

they’re more likely to return, time and time 
again. 
  
There’s a viral effect at play when people 
start to experience this superior way to 
plan and conduct their day, with 
connection at its core. The more people 
come into the office and have a great day, 
the more people come into the office and 
have a great day. 
  
Contrast this with traditional scheduling, 
with long-winded resource-hunting, cat 
herding meeting arrangements and 
disconnected processes for ordering extras 
like a catered lunch or particular room 
layout; not to mention a disappointing 
experience on arrival, due to choosing the 
wrong desk, fighting over rooms, or seeing 
no sign of your work friends. 

http://hubstar.com
https://smartway2.com/
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Instead, intelligent scheduling leaves it to 
the technology to do the heavy lifting by 
suggesting ideal meetups, spaces, places 
and amenities based on individual 
preferences and habits; then visualizes 

booking options on floor plans and offers 
information that helps the individual make 
the optimum choice that’s likely to result in 
the best possible experience. 

http://hubstar.com


 

Conclusion

As we boldly go into the future of work that 
we’re responsible for creating, workplace 
innovators are in a unique position to 
improve not only their own lives, but those 
of their colleagues, customers and wider 
ecosystem.  
  
Done right, your workplace strategy can 
take you further towards that People vision 
while affording you the opportunity to put 

a bigger dent in the bottom line than any 
other move that’s under discussion at the 
boardroom table. 
  
The combination of passion, purpose and 
performance that the working world is 
lacking won’t be found in mission 
statements nor corporate values. In fact 
these artefacts are often held up as Dilbert 
fodder; ironic representations of the dread 
and drudgery that characterize 
organizational life for the 85% of 
disengaged workers [according to Gallup, 
2022] and the millions of people rendered 
apathetic, resentful and ill from stress and 
burnout. 
  
According to Frederic Laloux, author of 
Reinventing Organizations, life at the top of 
the hierarchy isn’t much better. “Behind the 
façade and the bravado,” he says, “the 
lives of powerful corporate leaders are 
ones of quiet suffering too. Their frantic 
activity is often a poor cover up for a deep 
inner sense of emptiness. The power 
games, the politics, and the infighting end 
up taking their toll on everybody. At both 
the top and the bottom, organizations are 
more often than not playfields for 
unfulfilling pursuits of our egos, inhospitable 
to the deeper yearning of our souls.” 
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The deeper yearning of our souls is tightly 
coupled with our workplaces. To create 
change, you need to shape the path 
towards a better future. This means 
tweaking the environment. When the 
situation changes, the behavior changes - 
so change the situation. 
  
It’s also worth bearing in mind that people 
assume they’ll be more satisfied working 
remotely, but the data tells a different story. 
  
Malcolm Gladwell set the internet ablaze 
recently when he stated that “It’s not in 
your best interests to work from home. 
Offices really do matter.” 
  
The backlash against his seemingly 
hypocritical remarks came from a place of 
defensiveness: he threatened our 
autonomy, as workers. 

This raises a significant conflict between 
what we think we want and what we 
actually want. 

  

Autonomy, competence and relatedness 
have been identified by researchers as the 
three psychological nutrients required for 
optimal human functioning.  

This research gave rise to Dan Pink’s 
famous book, Drive, which relabelled them 
‘autonomy’, ‘mastery’ and ‘purpose’ – the 
key factors in human motivation. 

  
Autonomy is the agency to do things on 
your own terms – the opposite of 
micromanagement. Competence is the 
need to feel capable and to learn. 
Relatedness is the need for connection 
and belonging. 

Autonomy Competence Relatedness

3 basic psychological needs

http://hubstar.com
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Our brains get conflicted when we 
consider remote vs in-office work because 
Autonomy is in conflict with Competence 
and Relatedness. 
  
Researchers at the University of Chicago 
and University of Berkley discovered that 
people wrongly assume they’ll benefit from 
solitude when actually they benefit from 
connection. They explored this by recruiting 
public transport users and splitting them 
into three groups. The first group was 
instructed not to engage with anyone and 
focus on the day ahead. The second 
group was told to do what they normally 
do, which was typically not speaking to 
others. The third group was asked to make 
a connection with someone else on the 
train and get to know something about a 
stranger. People reported the most positive 
experience in the connection condition, 
whether they were the initiator or receiver, 
regardless of whether they were introverts 
or extroverts. People wrongly predicted 

that engaging with others would be 
unpleasant – awkward, time-consuming, 
met with rejection, or not worthwhile.  
  
We think we’ll be more satisfied working 
remotely in our pyjamas with our cat on our 
lap, but a big part of us knows we need 
the social learning opportunities and the 
connection that face-to-face provides. 
  
“This is the crux of the whole debate 
between remote versus in-person,” says 
Ryan Jenkins, author of Connectable. “Your 
brain wants autonomy. Your soul needs 
connection.” 
  
So, workplace innovator, who can provide 
our souls with new levels of connection, 
that nourish and evolve our mental models, 
ushering in a new era of work? 
  
Well, if not you, who?  
  
If not now, when? 

Can we help?

HubStar can help you achieve everything outlined in this guide 

and more. Book a demo now.  

Our space optimization platform future-proofs your workplace 

strategy with next-gen insights. Get advanced utilization 

analytics (with or without sensors) and a single source of truth.  

Combine with our intelligent scheduling and agile space 

planning solutions to unlock competitive advantage by 

creating a high performance workplace of the future.

http://hubstar.com
https://hubstar.com/hybrid-work-solution/#request-demo

