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Jaywalking to Church
In the early 2000’s, my ex-wife Jessica and I lived in Yorba Linda,
California and we attended a large church. Not one of those supermega-churches with stadium seating but a relatively good-sized
church and, like all large churches, they were severely under parked.
And, like many new parents, Jessica and I were often running late.
Our son, Ryan, was just a few months old and getting him fed, ready,
and loaded was a constant struggle.
When we would pull up, the church parking lot was usually full. The
grassy area, which served as overflow, was usually also full. If we
anticipated this to be the case, we would proactively take a few extra
turns and park on an adjacent street. We were not alone. Several
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other folks would do the same thing. Some of them had small
children and some of them didn’t. I often wondered about each
family’s situation. I wondered whether their struggle at home was
similar, or whether they were just procrastinators.
Since we were responsible parents, Jessica and I would take Ryan in
his car carrier and walk up to the intersection to cross the street.
Sometimes, he would be asleep and other times one of us would
carry him while the other carried the seat, the diaper bag, and the
collection of other “travel accessories” that accompanies an infant
child.
Other cars would pull up and park behind our car. Jessica and I would
hear lots of interesting discussions. Some parents would be chiding
their children to hurry while others would be complaining about
being parked too far from the curb. Still, others would exit their
vehicles quietly and in a seemingly orderly and matter-of-fact
fashion.
But what would happen next was the most interesting sight of all.
Each of these other families, both those with and without kids, would
dart across the street in the middle of the block, sometimes forcing
the traffic to come to a stop. They would literally run across four lanes
of traffic. They were “jaywalking to church.”
Now, these were decent people who were devout and faithful. But it
struck me so funny that their best intention to be at church on time
on Sunday morning was facilitated by several acts along the way that
would qualify for absolution in the very establishment they rushed to
attend. From then on, “jaywalking to church” became my pet phrase
describing anything that was done without stopping and looking both
ways (albeit with good intentions).
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I authored this book to be inspirational for everyone. To ask if you are
“jaywalking to church” is asking whether you are missing out on the
good stuff. Maybe you have the best intentions, but not the right
outcomes. Maybe this book can help. I might never get you to use the
crosswalk, but maybe you’ll stop and look both ways first.
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Make the Decision to be Intentional
I turned 50 years old in November of 2014 and decided to immerse
myself fully in life with no regrets (that’s me waving from the hot air
balloon). I told myself that the only regret I wanted to have on this
side of 50 was…waiting until I turned 50.
I left my employer, a large financial services firm where I was the
Global Head of Corporate Real Estate and re-launched Verum
Consulting. Verum was a company I had originally started back in
2008. You remember 2008, right? It was the height of the recession,
and, by all accounts, a bad economy is no time to start a new
business. So, I did.
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And business was actually doing well. I had a couple of clients and
was making decent money. I could have kept the business going and
I believe it would have done well through the recession. However, a
few months after launching the company, I received a job offer that
was just too good to pass up. And, after looking at our dwindling bank
account and the lucrative job offer on the table, my ex-wife Jessica
made the decision that I should take the offer. So, I did.
And life was good. Sort of. I spent the next two years working for that
particular employer and really put my heart and soul into helping
them build something. I traveled around the country and was able to
make some decent headway. But it was nothing close to satisfying.
Nevertheless, I thought I was being very intentional in my mission
and how I was doing my job.
Then I realized I was jaywalking to church.
How? I was being intentional in what I was doing but my original
choice to join the company was not well-intentioned. Sure, I followed
the concern of depleting cash reserves in accepting the offer, but I
was still fully confident in running my own business. I never stopped
to look both ways.
Why did I take the job? Jessica was indeed persuasive, but it was still
my choice, and the risk wasn’t on her, it was on me.
Plus, I had made a list of prerequisites to accepting the offer which
included organizational concerns, the need for a top-down mandate,
and a few other “absolutes” that I absolutely disregarded. I could
have made better choices in the desire for best intentions.
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But I didn’t.
So, let’s forward again to 2015 when I read a quote by noted
photographer and blogger David duChemin that inspired me. It said:
“I am moved more than ever by the awareness of the brevity of life
and that the fulfillment of our dreams and longings aren’t simpl y
things that ‘accidentally’ happen to us. Life is complicated, and at
times feels more like something that happens to us rather than
something we make happen…”
And it was the turning point for me. I realized I needed to live a life
that was 100% intentional. That was the spark I needed to re-launch
Verum Consulting.
So, I did.
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Mary Poppins Management
In the early 2000s, I used to work for a dot com that practiced a “Mary
Poppins” style of management. That is, the senior management team
believed the company was practically perfect in every way. At the
end, the velocity with which that company came hurtling to earth was
astounding. There is no safety in hubris – with or without a magical
umbrella. I’m all for being proud of your team, your product, and your
purpose. Just don’t let it get in the way of your potential.
At another time, I worked for a west-coast client that asked me to
help improve the way they worked by investigating their internal
corporate real estate processes and procedures. I did so by compiling
a report which outlined the 80% of their business processes that were
spot-on and enviable and the 20% where a little tweaking would work
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wonders. Instead of the pat on the back I was expecting, they turned
around and brow beat me for insinuating that they might be less than
perfect. Such is the life of a consultant – you learn quickly to be thickskinned.
It is indeed a balancing act to work with a client to help improve the
way they work – especially if they are sensitive about how they are
perceived by their management. On one hand, they desperately need
the help to avoid being fired. On the other hand, they are apt to get
fired because they desperately need help.
In my industry presentations, I usually speak in praise of dysfunction
because it is my raison d’etre. I speak in praise of it because I’m a
positive person and what I’ve been able to do for others is to help
them improve their business performance. Dysfunction has its
purpose – it keeps you wanting to improve. Perfect people are frozen
in mediocrity. Imperfect people have room to grow.
The question is: Are you practicing a Mary Poppins style of Corporate
Real Estate management? Here’s how you’ll know:
Your service provider turned out to be a glorified temp agency -Take a step back to consider whether outsourcing was simply an
effort to reduce headcount by replacing your staff with the service
provider’s real estate transaction and lease administration people. If
the result of hiring a service provider was just swapping people for
those with a different payroll source, then the service provider is at
best a temp agency. Unless you were absolutely unwilling to train,
groom or promote your people into key positions, then your efforts
to outsource will not pay off. You’d have been better off growing your
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own expertise. Moreover, if without reason, your service provider
has begun replacing your “team” with other people, they are
probably using your account as a training ground for their own
people.
Your purpose for bringing in a service provider was to “set the kids
straight.” -- Let’s say it has been a couple of years since you gave your
business to your current service provider. And let’s assume that the
service provider team is co-located with your team. Is there still a line
between where their team ends and yours begins? Is it easy to see
the differences in the two cultures? If so, you may not have
transitioned the account properly and there may still be lingering
fears and animosity for the whole outsourcing initiative. Perhaps the
sentiment for your team is that outsourcing was
punishment...whether or not you intended it to feel that way. From
my earlier example, if (and be honest), you or your team have brow
beaten the service provider for being too smart, too aggressive, or
too innovative, then I suspect your staff is waiting for the other shoe
to drop or for an opportunity to sabotage the service provider and
make them into scapegoats
Your service provider isn’t improving your business performance -Unless you are indeed practically perfect in every way, your service
provider should be able to unlock value in your corporate real estate
portfolio. They should be able to align your business and your real
estate so that your firm can do the things it wants to do whether
grow, shrink, re-define itself or (you never know), hurtle to earth like
a dot com wannabe. The point is the improvement in business
performance should be real. It should be measurable and
predictable. It should be guaranteed. Is it?
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Switching Corporate Real Estate Service
Providers
Is there delight at the end of the tunnel?
The proverbial “grass is greener” mindset causes many Corporate
Real Estate (CRE) departments to consider launching an RFP process
and switching service providers. For those companies that have
newly outsourced or outsourced for the first time, the feeling can
come well before the relationship has fully matured – usually
sometime within the first two years of a five-year contract. For
companies that have long-term outsourcing relationships, the
decision is usually procurement-led or based on a protracted
degradation (or perceived degradation) of service over time.
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The question is: Does switching service providers have greater
benefits the long run versus keeping the existing relationship? If you
are an end-user, before you make the decision to switch and start
over, consider the following:
Revisit Your Company’s Goals
Remember, the initial decision to outsource was based on several
qualitative and quantitative factors. Surely, you haven’t forgotten the
Request for Proposal (RFP) process and the countless hours poring
over proposals, responses, qualifications, references, scope
documents, etc. Chances are that your desire to switch is based on
only one or two emotional factors. Stop, take a step back and
reassess your decision by checking it against some of the original
measures such as:
Workload – is your service provider handling the workload
adequately? Are they understaffed to handle the load? Overstaffed?
Is there a way to realign the resources without disrupting the
engagement? Sometimes boosting performance is simply a matter of
placing the right resources at the right place and the right time.
Process improvement – has the service provider proposed more
efficient and effective ways of doing business? Have you taken steps
to implement their recommendations, or at least tried to? Would a
third-party critique of the existing process be helpful? If there is a gap
between knowing the right thing to do and actually doing it, then the
problem may be solved by focusing efforts on process rather than
people and bringing in outside help.
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Value-add – are you getting your money’s worth? Today, service
providers can bring transaction resources in-house, and through feesharing and reduced fees, the out-of-pocket costs to a client are nonexistent or extremely limited. Consider whether a different service
provider will make a significant difference to something that is fast
becoming a “commoditized” plug-and-play service. Instead, focus
more on the ancillary services – such as valuation and advisory,
research, lease administration and others. What truly sets a service
provider apart is the ability to extend the client’s reach by responding
quickly and appropriately to their needs. But, as the client, it's
incumbent on you to specify those needs. Service providers are not
mind readers and maybe a re-structured agreement or service model
is all that's required.
Revisit your Outsourcing Philosophy
Perhaps you outsourced your CRE as a defensive move to avoid larger
cuts in staffing because CRE is not your company’s “core business.” If
so, is your service provider really at fault for your current situation or
is it a direct result of the morale in your department? Sometimes
employees in a CRE department feel threatened by the service
provider because their leadership did not present the outsourcing
initiative as a “win-win.” If morale is low, perhaps you can strengthen
the relationship so that the service provider feels part of the client
team and vice versa. Off-site team building workshops can be
beneficial. These workshops can improve communication and
decrease the stress of change. Behavioral assessment tools and
techniques have evolved, and some now provide a multi-lens view
into team dynamics. An improvement that can be put to immediate
use with outcomes that are tangible and can be measured.
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Here are two “hot buttons” – attributes most companies look for in
a service provider. If, during your reassessment, either of these items
is missing or lacking, I agree you’d be wise to consider a switch.
Reputation – Your service provider must have a solid reputation in
the business. Ask for references and follow up with those references
– not only during the RFP and bidding process but regularly. Are new
customers satisfied? What about long-standing customers? With the
number of mergers in our industry, you'd be wise to check in with
references every six months to a year. Make sure they’re delighted
with their outsourcing arrangement. If not, find out why not.
Compare notes to make sure you’re getting what they’re getting.
Which leads to:
Consistency – You’d stop visiting your favorite restaurant if the food
was not consistently up to par. Likewise, make sure your service
provider gives you consistent, reliable service and delivery. The
provider’s employees should have skills that are highly developed
and maintained. They should bring an approach to their delivery
model that is unique and built on solid, leading-edge technology.
Clearly, if the service provider relationship is not reducing your
workload or adding value, by all means consider making changes. But
before you do, make sure you are not just making change for the sake
of change. Like any good relationship, small adjustments can often
lead to big improvements.
Are you thinking about making a change to your real estate service
provider? Wondering if maybe a "tune-up" is all you need? You might
consider having the existing relationship evaluated by a third
party...think of it as "CRE marriage counseling"
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4-D Transaction Management
The term "Transaction Management" is so confusing for most people
that I thought it appropriate to add a little clarity. It seems simple to
me (only because it’s part of my DNA), but many people mistakenly
consider brokerage and transaction management one and the same.
Some have described transaction management as "brokerage on
steroids", others call it "managed brokerage", but each of these
descriptions lacks certain foundational truths. So, what is transaction
management?
First, the overarching textbook definition: transaction management
is a consistent, repeatable, reportable, measurable process to
coordinate multiple transactions in multiple markets and oversee the
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field execution of real estate deals. Let’s look at the four dimensions
of transaction management.
First Dimension: Consistency.
If you are a corporate real estate manager, you already know that
managing brokerage resources from various real estate firms can be
difficult. Now imagine taking all the input from these disparate
resources and trying to make them look uniform. It is next to
impossible. However, it is the job of a real estate service provider's
transaction manager to provide the client with a consistent process.
This requires two things. First, it requires frequent interaction
between the transaction manager and the client to define what’s
needed. More important, providing a consistent process requires the
use of standardized management tools. These tools can include
formal broker-engagement letters, standard listing agreements and
scope-of-services templates, uniform market report formats and
financial analyses. With these tools, the transaction manager can
ensure that the field broker hits the ground running. Moreover, the
transaction manager can then continuously improve the process in
place, making sure it remains viable for the client.
Second Dimension: Coordination.
Accountability for successful transaction management does not lie
solely with the transaction manager. Rather, it requires the
management and oversight of several key contributors including the
client's corporate real estate department, the internal business unit
customer, the client's legal department and field brokerage
resources, among others. No matter how tactically astute a
transaction manager is, it is ultimately the ability to herd the cats that
sets them apart from the also-rans. It is more than a typical project
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management mentality, and in this case, you have to coordinate the
efforts of individuals for whom real estate is akin to visiting the
dentist. I know that some service provider firms give out internal
recognition awards for accomplishments in this area. They know it is
difficult.
Third Dimension: Communication.
Even if you can herd cats, spin plates and chew gum at the same time,
it is the value you bring to the client that will make or break you as a
service provider. However, communicating value has two parts. The
first is measuring your performance against a set of criteria. Most
service providers do this reasonably well and with good reason; their
bonuses are tied to it. Where most service providers miss the mark is
in giving their clients proof of value that they can communicate
upward to their senior management. To be sure, there is a lot of selfpromotion when selling the service but relatively little done on a daily
basis after the account has been won. Without it, the old saying,
“what have you done for me lately?” comes into play.
Fourth Dimension: Time.
And, if you're a corporate real estate manager, the time is yours. To
make effective use of your time, you need to consider the service
provider’s professionalism. Transaction management is about hiring
the right team with the right resources and the ability to free up your
time for more strategic concerns.
When evaluating transaction management services, consider
whether their process will save you time or require you to
micromanage the service provider's efforts. Consider whether the
designation of responsibilities is clear or whether you’ll be called in
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too often to arbitrate a disagreement among the service provider,
the broker, and your own staff. Consider whether the service
provider is willing to live or die by the ability to save you time and
money. Ask them....and let me know what they say.
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Process is Fine, but Execution Delivers
Real Value
I'm a process guy. I write and speak frequently on the subject of
process. My critics (and I have a few) often take these opportunities
to remind me that Corporate Real Estate is not just about process, it’s
also about execution. I usually smile because that means a victory
lunch is soon in order – I’ve never said that process is an end in and
of itself. In fact, if my musings on process don’t get you excited about
execution, then I’m missing my mark. But when someone mentions
execution, I know they’re thinking ahead and that’s exactly where I
want them to focus.
Sure, it’s academic, even self-aggrandizing to stand around at cocktail
parties and discuss achievements in process. However, process
without execution will result in nothing but a nice, detailed workflow
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document to frame and hang on your wall. Conversely, execution
without process is a recipe for disaster. Disaster, in this case, may well
be defined as the Status Quo.
For the sake of argument, let’s assume you are gearing up to
undertake a major project. It may be a corporate real estate
outsourcing initiative, a headquarters relocation, or the creation of a
strategic plan. Here are some guidelines to execution so you can
deliver real value.
Define goals down to the individual level
Grand plans and schemes will do little to instill motivation in your
project team members if they can’t clearly see how their individual
efforts contribute to the overall goal. In fact, they also need to
understand the potential negative impact the "system" would suffer
without their individual commitment. You can be assured that you
have communicated effectively when each member of your team can
assure you, they know what to do – that is, their specific role; how to
do it – that is, their confidence in their ability to carry it out, and a
commitment to actually doing it.
Place the goal in the lap of the workforce
In order for you to execute well, you first need to deliver a call to
action to your ranks. Many Corporate Real Estate leaders will cheerlead a project or initiative with charts and presentations with the
hope that everyone will fall in line and follow. The problem with this
is a lack of transference of ownership. There has been an assumption
made that “do as I say” is enough. In order for transference to take
place, the first step is to delegate the work by identifying and
assigning critical and sub-critical work to your employees. Second,
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you must make performance measurement a function of employee
deliverables, not process. Remember, it’s the destination, not the
map.
Establish an environment where learning can flourish
A true learning system will not let itself revert to inefficiencies. Today,
there is a lot of talk about knowledge management and learning
organizations. A large number of so-called learning reviews are
simply project documentation meetings where the team lists the
good, bad, and ugly after the completion of a project. However,
unless a lesson learned in a previous project is employed on all future
projects, a true learning system does not exist. In order to go the
extra step with learning, it may be wise to address, document and
resolve each process-related problem in a “mini review” when it
arises rather than during a larger learning review once the project has
completed.
Demonstrate management’s information-sharing responsibility
Too often, managers who like to tinker (and I am guilty of this
sometimes) get far too involved in the day-to-day of project
management. While they may believe they are helping the process,
they are usually just complicating matters. The role of management
is to speed up the decision-making process to keep the project
moving towards the goal.
Remember, success of any project or initiative hinges on outstanding
decision-making. It requires having visibility on the business and the
wherewithal to say that once a decision has been made, action will
take place rapidly and with conviction. Keep your own leaders
focused on management and the team focused on execution. Having
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a detailed work process does not guarantee successful execution,but
delegating tasks, transferring ownership and most importantly,
getting out of your team’s way can greatly contribute to execution
excellence.
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The Squeeze is on Again!
Twenty years ago, the corporate real estate industry was on the brink
of change. Back then, a corporation’s real estate staff needed only
hire a commercial real estate broker, arrive at a “fair” deal, and
everyone involved went home happy. Each corporate real estate
manager knew a dozen or two brokers that could basically cover their
assigned region and both sides were fairly comfortable with the
predictability of their business arrangement.
At that time, real estate brokerage was its own value add – each
transaction was evaluated separately, and each broker’s
performance was based on customer satisfaction.
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As outsourcing grew, the focus for corporate real estate departments
changed from customer satisfaction to creating competition in the
brokerage industry. They did this by aggregating brokerage services
through outsourcing arrangements with real estate service provider
firms. The larger service providers became adept at creating
outsourcing structures that allowed them to negotiate internal fee
sharing agreements with their own brokerage teams. Their brokers
were paying the price (or justifiably anteing up, depending on your
perspective). Either way, for the average corporate-focused
commercial real estate broker, the squeeze was on!
Over time, corporate real estate departments got used to the idea
that brokers would give up some of their commissions in exchange
for work. They then began to focus on the money earned by the
service providers through fee sharing and looked for a way to share
in some of it. Service providers were forced to get creative in
designing fee models and began structuring their outsourcing
engagements differently. They began to include performance-based
profit sharing, rebates, discounts, and other fee structures into their
contracts. For most service providers, it became apparent that
outsourcing would only make sense if there was high transaction
volume in the client account. And even if the volume was there,
service providers started to put more “B” teams on client accounts to
improve their margins. Predictably, service quality took a notch
down. Corporations won the cost battle but started to lose the
quality war. And now, for both the broker and the real estate service
provider, the squeeze was on, again!
Fast forward to today where real estate service providers struggle to
establish account profitability, struggle to sell against an industry-
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wide procurement mentality and continue to look to their own
brokers to compensate the service provider team for their work. I
sometimes struggle to understand how the model continues to work.
On the surface, it looks like a symbiotic relationship – the service
provider teams generate real estate strategies that result in
transaction business for their brokers (in essence, "feeding the
beast"). The brokers are the beneficiary of these transactions without
investing any shoe leather in the pursuit. Having received this “gift”
(depending again on your perspective), the brokers willingly offer up
a portion of their fee to the service provider team. The client and
service provider then agree to an end-of-year true up to split profits
in excess of the service provider team’s fully loaded expenses and
based on team performance. Everyone’s happy, right?
Well, when you take a look under the hood, this dilution seems to be
working against the corporate real estate client. The brokers
(whether they are on the "A" team or the "B" team), aren't
incentivized to work hard, only to get the deal done. The service
provider team’s focus is not on delivering value, just on making sure
there is enough volume to cover their fully loaded expenses. And for
the client's corporate real estate manager, with increasing demands
from management to create value, increase quality and lower costs,
the squeeze is really on!
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Towards Optimal Efficiency
For over twenty-five years, the mantra in the real estate service
provider world has been “cost savings.” Most service provider firms
in our industry say they’re experts on delivering real estate solutions
that result in bottom line savings. Whether the savings is related to
occupancy expenses, energy, or operating expenses, their stated goal
is to reduce their clients' real estate spend. However, with any line of
thinking, what starts small often goes to extremes, and what has
transpired in this industry has damaged both client corporate real
estate (CRE) organizations and service providers alike.
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In the zeal to cut costs, CRE organizations made several missteps over
the years. In the 90s they over-outsourced their real estate
departments and dramatically reduced headcount; often losing
institutional knowledge along with the layoffs.
Service providers, in a similarly zealous effort, made
recommendations that reduced short-term spending but neglected
long-term implications especially in the changing economic times and
challenges such as the 1990s recession, turn of the century dot-com
era, and the economic crises between 2008 and 2013 (and still
continuing today...?).
The result was a glut of office space, scope creep on outsourcing
engagements, and a push by corporations to compress service
provider fees. This commoditized the real estate services industry
and made it more difficult for corporations to get what they needed
all along: sound advice.
Instead of looking back at what could have been done differently, I’d
like the industry to look forward about how to think differently about
what cost savings really means. And as usual, I don’t turn to the
readily available commercial real estate publications. Instead, I go
back to the basics and open up my college physics book.
In physics, the optimal performance of any system is a range in which
the system performs best. In corporate real estate, the optimal
efficiency of a corporate real estate department is achieved by
bringing the organization within a set of performance metrics (see
graphic below). However, working against the CRE organization are
certain internal and external factors. External factors, among others,
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may include: the economy, competition, politics, regulatory issues,
and public perception. Internal factors, among others, may include
vacancy, demand for space, attrition, asset value, and the company’s
own business strategy (or lack thereof).

In traditional real estate brokerage, an assumption tends to be that
every optimal transaction creates an optimal portfolio...a sum of the
parts. But a true real estate advisory approach considers the real
estate portfolio as a “system” in which the optimal efficiency of the
whole is paramount, and individual decisions are made with the
system efficiency goal in mind.
This system framework for achieving optimal efficiency is created by
implementing the right combination of outsourced support services,
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CRE organizational design, internal processes and workflow, best
practices, communication, internal customer relationship
management, and both internal and external benchmarking.
The system then looks to define the optimal framework for decisions
by developing space standards, communication and reporting
protocols, financial and business controls, and performance
measures.
Corporate real estate managers must consider their real estate
portfolio a system that should be managed with a “system view” in
order to achieve optimal efficiency. If you’re a CRE thinking about a
new real estate service provider relationship, be sure to ask
questions of your service provider candidates that go beyond the
traditional day-to-day or deal-by-deal approach. Do they view the
portfolio as a system? Would they be willing to put their performance
metrics against portfolio goals in addition to one-off transactional
goals? Exactly how will they create optimal efficiency for you? Sounds
like some good questions to sneak into your next request for
proposal!

www.verumconsulting.com

PAGE 30

Quaere Verum

Vik Bangia

CFO Intervention
I've spent a considerable amount of time during my career defending
and promoting the integration of best practices into my clients’
corporate real estate function. I specifically chose the term
"defending" because there seems to be a strong aversion to change
in many client organizations and because the mindset is that nobody
does it better. I don't mean to be flippant here, but maybe an
intervention is necessary. However, as a consultant, my suggested
target for this intervention may surprise you. It is not the CRE
department head. It's the company's CFO.
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Dear CFO, We hate to see what your real estate is doing to you.
Granted, most CFOs can hold their own when discussing lease
economics and fit-out costs. However, when it comes to operations,
many have not had experience reducing operating costs of a fully
functioning facility. It seems that many CFOs have little grasp of the
actual amount of their capital that is tied up in facilities--whether
fully occupied or underutilized. The problem may be that they tend
to rely on “experts” inside their organization who may not have the
right tools to report information accurately or, worse yet, may be
shading the truth. Another possibility is that once the lease is signed,
save for a market review at the option date, the asset is ignored.
We want you to admit you need help.
As CFO, the first step is to admit your powerlessness and focus your
time and energy on learning how real estate impacts profitability and
to explore the range of best-practice options available from a service
provider. By admitting you need help, you've taken the first step: a
desire to see change. But be careful; in my experience, clients come
at the subject of best practices either expecting a service provider to
sell it or with the attitude that they are best of class already. Both are
dangerous. If service providers offer to sell you best of class, they are
likely selling you a bill of goods. If you feel you're best of class already,
please recognize that the minute those words escaped from your lips,
your best-in-class status was obsolete. Throughout the evaluation
process, keep in mind that best of class is not a destination but a
mindset.
We will support you and see you through this.
That empty, hollow feeling in your gut is your vacant space, and it is
killing you. Identifying and disposing of surplus space must be your
top priority. As your consultant, I feel your pain because I am all too
aware that excess space concerns for most corporations arise in the
down cycles of the economy. As a result, your CRE is faced with the
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unrealistic expectation to dispose of space in the least amount of
time in excess of the current rental rate or well below book value.
That expectation may have even come from you, dear CFO.
Outsourcing some or all of your transaction management and
facilities management can help. But even if that is too drastic a
measure given the political or chaotic circumstance of your
organization, there's still plenty of opportunity to save money and
enhance profitability. Initiatives such as a lighting retrofit, workplace
redesign and alternative location analysis can unlock hidden savings.
In addition to lowering costs, take a look at various process
improvement ideas. Sometimes simply reworking a process such as
your company’s work-order management process or your company's
approval process can save hundreds if not thousands per month.
Empower yourself--one day at a time.
One of the leading costs of doing business is in your real estate. Hire
a consultant who can help you choose the right service provider. Be
sure it's a service provider that can communicate with you and one
that understands how to communicate in your language. As I
mentioned before, they will be there for you with a best-practices
approach - which means that they will continually improve and
modify their delivery to expose you to best-in-class practices.
Through a set of diagnostics, they can help you get healthy. Pick up
the phone - today could be the first day of the rest of your life.
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Lessening Franchisor’s Reputational Risk
When I teach at the Denver-based National Franchise Institute’s
"Growth Strategies" program, I start by telling participants that
successful franchising is based on having a consistent, repeatable,
and predictable process -- one that helps ensure the franchisor
maintains a good reputation and grows a successful network of
franchisees.
Operationally, most franchisors understand this quite well. However,
with respect to real estate, many franchisors, until they reach a
certain size, don’t invest the time and resources into systemizing
their real estate process. This is troubling because one of the largest
contributors to the 30% franchise failure rate comes from poor real
estate decisions made by inexperienced franchisees. And it only takes

www.verumconsulting.com

PAGE 34

Quaere Verum

Vik Bangia

a few of these unfortunate experiences to have a devastating effect
on the franchisor’s reputation.
For franchisors just starting out, the approach to real estate is
typically “one-off” and/or “do-it-yourself” and franchisees perceive
they are on their own with respect to real estate. Many franchisees
make the mistake of hiring a relative or friend to negotiate their
commercial lease simply because their friend is a residential sales
agent and thus, “…knows real estate.” This is a huge mistake and can
doom the franchisee from the start.
Retail leases can be complicated and contain legal terms that could
have serious financial repercussions if not addressed in the
negotiations. Moreover, franchisees operating on a shoestring
budget often forego the use of a reputable real estate attorney for
their leases and a similarly experienced franchise lawyer to review
their Franchise Disclosure Documents (FDDs).
In a typical franchisee real estate project, there are a hundred
questions that can go unanswered or are overlooked. Concerns such
as lease terms and exit strategies, landlord vs. tenant provided
services, percentage rent clauses, customer access to the site,
proximity of competitors, tenant mix/exclusivity in the existing
location, among many others. These factors can impact the
franchisee’s profitability and undermine the relationship between
franchisee and franchisor.
It is incumbent upon the franchisor to provide its franchisees the
systems, processes, and tools they need to start and grow a
profitable business. This includes helping find the most strategic
location for the franchisee and offering a step-by-step set of policies
and parameters.
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By now you might be thinking, “Sounds great, but I’m not a Starbucks
or a McDonald's and I don’t have the finances to hire a robust internal
real estate team.” I hear you, but many franchisors fall into this trap
– believing they can’t afford to provide these services. Yet, someone,
(and often it’s the franchisor’s CEO, COO, or franchise sales team) is
relegated to wearing multiple hats and providing this support
anyway, though not formally.
Even worse, some franchisors abdicate the real estate process
completely and responsibility for site selection, lease negotiation,
legal support, and construction falls completely to the inexperienced
and overwhelmed franchisee. If a systemized real estate approach is
not a fundamental and explicit part of your value proposition, then
you, as the franchisor, are putting your reputation at risk.
Some franchisors recognize this and yet, only make a half-hearted
approach when it comes to real estate. They provide site selection
guidance and engage different outsourced real estate brokers but
provide no consistency to the quality or experience of these
individuals. They further perpetuate this inconsistency by relying on
these same brokers to refer other brokers as their franchise territory
expands. So, what may have started out with a kernel of potential
quickly becomes a hodge-podge of inconsistency until the franchisor
realizes they may actually have been better off under the abdication
scenario!
So, what should a small, but growing franchisor do in the way of
providing its franchisees with real estate services? The approach I
recommend suggests franchisors outline a standardized, end-to-end
process for franchisees that includes selection, lease negotiation,
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legal review, space standards, and project and facilities management.
This should be the same process used for company stores.
Then, I recommend that the franchisor recruit a real estate expert to
oversee the process. This individual need not be a full-time employee
initially until the system is up to critical mass and growing. One metric
for bringing on a full-time resource is when the system is growing at
a rate of 10 new locations per year. Until then, the franchisor can rely
on an experienced consultant or even part-time resource.
If done correctly, the model I’ve outlined is scalable and the internal
department can grow as the franchise network grows. Obviously,
franchisors must avoid legal liability by creating a process that’s
replete with the proper waiver documentation. After all, there is a
difference and a distinction between the company store and
franchise location.
Whether you are a new franchisor or seeking to grow as an
independent, you should develop a systemized approach to real
estate that is scalable, will help you avoid reputational risk from
franchisee dissatisfaction, and will maximize the potential revenue
from each of your franchised locations. Expensive? Not really, and
certainly not as costly as a bad reputation….
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10 Ways to Achieve Outsourcing
Credibility
It's a simple fact that clients like to do business with someone they
trust. In real estate, trust is paramount because real estate is a
relationship business. But a service provider also has to establish
credibility, both on a company-wide basis and down to its individual
employees.
Many providers talk about their relationship-based approach to
account management and about responsiveness and service
capabilities. These are all important but the specific factors that
create the greatest distinctions between firms can be found at the
individual level. Here are 10 guidelines I hold myself accountable for
to maintain credibility with clients. Perhaps it's a good time to check
off how many are also on your personal list.
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1. Be Available. Calling and reaching someone's voicemail is one of
the most annoying experiences I have daily. Have you ever listened
to an out-of-date voicemail or one that doesn't instill confidence that
the person will be responsive? My outgoing voicemail messages
typically indicate that callers can reach me using an alternate means
(i.e.: cell phone or Email) and that I will respond in a timely fashion.
Beware of using a canned, dismissive, or unnatural response.
2. Know Your Client. It is important to ask probing questions that
establish rapport and create positive first impressions with clients.
But aside from knowing the client for business purposes, you'd better
know them on a personal level as well. Otherwise, you're not a
partner, you're a commodity.
3. Know Your Client's Business. Many corporate news items, press
releases and other information can be delivered right to you. This is
a simple but effective way to stay up to date on the latest issues
affecting your client. Sign up and use the tidbits of inside information
to let your client know you care.
4. Know Your Client's Weaknesses. While you're at it, subscribe to
your client's competitors' news services as well. Ask how that news
affects your client or use the information to gauge the competitive
landscape. Chances are your CRE client is too busy to focus on their
competition on a daily basis.
5. Achieve Your Client's Objectives. This is by far the most important
item on my list. It doesn't matter how friendly I am or how solid my
relationship with my client is. If I don't exceed my client's objectives
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consistently, I can be certain he or she is out shopping for a
replacement.
6. Be Involved. Don't be afraid to roll up your sleeves and volunteer
to help your client work through an issue or a problem. And do so
without being asked. Sometimes service providers forget that not
everything has to have a revenue component. Sometimes they forget
that this is a revenue component...and a powerful one. They forget
to plant as well as harvest.
7. Be Creative. I've always disliked the saying "think outside the box"
because it implies the existence of a box. I say just think and think
hard. Forget about the box. One of the most interesting dispositions
I managed involved a land sale that included a deed restriction on the
property requiring a specific use of the property in perpetuity.
Moreover, it included a reversion clause stating that if any of several
property restrictions were violated, the property would revert back
to my company's ownership. That's not thinking outside the box,
that's almost thinking outside reality. I say ‘almost’ because it
worked!
8. Bring Out the Best in Your Client. From the client's perspective,
your success is required on every assignment every time. However,
few service providers expect or spend time concerned that their
clients achieve success independent of their work together. In other
words, one success factor for you to focus on is providing your clients
enough time to achieve their own successes.
9. Be Seamless. The best type of relationship between a service
provider and a client is one where the greater synergies make it
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difficult to discern where one team ends and the other begins.
Emphasizing consistency of process saves vital time and allows the
service provider to assume an ownership role in the client's strategy.
Whether the account is managed by a team of on-site transaction
professionals or by a single point of contact working from a brokerage
office, the client should experience the same quality of service from
beginning to end.
10. Be Unforgettable. Handling frequent, unpredictable, and
challenging customer demands with humility is of great importance.
Confucius cautioned to never forget a kindness. As I often like to say:
Kindness is a virtue that can't be forgotten, no matter how hard you
try. As a corporate real estate leader, (all other things being equal),
I'd always choose the real estate service provider whose virtue was
greater than their pride.
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Some (Dis)assembly Required
Most corporate real estate reorganizations don't reach their planned
business objectives. The textbook goal in restructuring is to establish
new systems, procedures, and controls to improve organizational
efficiency and enhance operating results. That’s fine, but the
preceding sentence is incomplete and should end with the words
"within a new definition of your business." Without disassembling
your organization and redefining your business, CRE departments
usually end up taking what I call the “liposuction route” to
reorganization -- retaining the infrastructure and simply removing
the fat around the edges. What remains is an ailing organization with
a nice-looking org chart.
In a reorganization, if you don't re-define your business, you will
create competition within your employee base to simply "fill a
box" on the org chart rather than fulfill a purpose. Imagine.
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A thoughtful and compassionate approach is to re-define your
business, disassemble the organization into its components and
rebuild the organization. If done properly, the resulting structure fits
the new definition. What is left over will be a leaner and, more
important, a healthier organization.
So how does one go about disassembling? First, agree that a fresh
start is needed and define the new business. Determine (or re -visit)
the fundamental drivers for your mission and vision. Is your vision
clearly defined and does it mirror the overall corporate vision? Once
the drivers have been established or validated, you can begin to craft
a new mission and vision for the CRE organization. This is the crucial
first step and it serves to establish a clear goal of where the
organization needs to be after the changes have taken place. It also
provides the organization with something tangible on which to base
their efforts and contributions.
Next, take apart the current org chart, removing all people,
personalities, and political agendas from each of the boxes.
Concentrate instead on the current functions and workflow-related
tasks performed by your group. Each of your department’s processes
must then be mapped and analyzed in order to identify and eliminate
redundant or overlapping activities and administrative processes.
Establish critical and parallel paths for all of your common and
routine processes. It's particularly important to involve your entire
team in order to achieve consensus on the clear and unambiguous
separation of functions. This step ensures that the focus remains on
the work and not the individual. In this step, be sure to list any nonroutine processes. Often, the mapping process gets bogged down
when the "what-ifs" are brought up much later in the project.
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Let the desired function of the department drive the architecture
of the newly designed organization. Imagine.
Determine if and how each current function fits under the new
definition. This is another area where companies can get into a rut
due to their inability to separate people from process. If done
incorrectly, the reorganization process becomes a witch-hunt. Done
properly, it will result in most employees making positive
contributions to the success of the new organization even if their
function is considered redundant.
The new organization must be able to handle all the new functions
necessary, but it must also be flexible to grow and shrink without
hiring new staff or laying off employees. Workforce planning allows
you to redeploy resources internally to other functions depending on
the workload. For instance, you may shift employees in and out of
your real estate development group to focus on dispositions after a
merger. Once the disposition workload is reduced, employees can be
moved back into their development role. New lines of
communication need to be considered and addressed.
Retaining a strict hierarchical structure and communication
protocol when undergoing a structural change forces the
organization to retain old habits. Imagine.
As you rebuild the team, remember you’ll likely need to adjust what’s
on paper as you move forward. This may require you to pool your
current staff, re-interview where necessary and write new, expanded
job descriptions. After the structure is complete, test fit with your
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current people. This overlay-and-adjust process may go on for a few
weeks. It is important to set a deadline so that employees do not feel
manipulated but encouraged to give it their best.
Reorganization must involve a clean start and a justifiable purpose.
In my experience, when it comes to reorganization, management
tends to insulate itself and isolate their employees, an altogether
unnecessary complication to a generally cosmetic procedure.
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Give the People What They Want
It seems to me corporate clients want certain things from real estate
service providers but haven’t yet been able to clearly articulate these
wants in their Request for Proposals (RFPs).
Interestingly, outside of the RFP process, they’ve been clear. I speak
to several Corporate Real Estate (CRE) leaders, and they
are incredibly aware of their department's gaps and needs. However,
they still struggle to find a way to communicate this to their
purchasing or procurement departments, so these pain points are
actually outlined in the RFPs that are sent to real estate service
providers.
"Guess What I'm Thinking?" is no way to run a Request for
Proposal process.
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What do corporate clients want? Here’s some of what I’ve heard:
Corporate clients want formal reporting, delivered in a timely
fashion that highlights the immediate opportunities in their portfolio
and considers market conditions as well as specific provisions in their
lease documents, such as renewal, extension, or termination
options.
1. Clients want the ability to report live data to their senior
management, in dashboard form, that shows their competitive real
estate position within their industry as well as against internal
benchmarks they set for themselves.
2. Clients want help establishing those internal CRE benchmarks in
the first place.
3. They want more frequent involvement from, and interaction
with, the service provider’s senior leadership in addition to that of
the local account team.
4. Clients want to receive tangible evidence of thought leadership
and best practices through articles, white papers, and industry
involvement. Those that are not involved in professional
organizations such as CoreNet Global feel they don’t know what’s
going on in the industry. Even those that are involved in professional
associations feel limited in the level of meaningful information they
receive.
5. They want the service provider to report on value add – not just
the service provider's value-add, but evidence that will prove
to management that the outsourcing initiative is paying off. More
than ever, CRE leaders are under pressure to justify themselves to
their management.
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6. They want service providers to come to them with innovative
ideas that have impact on a portfolio-wide basis.
7. And, although they don't articulate it as such, clients want
someone to come in and help them analyze their internal processes,
recommend improvements, and measure the success of the service
provider's implementation. Personally, in this regard, I think it's
important that this be an outside party and that service providers
need to be open to allowing that impartiality.
The secrets to creating a better service provider relationship will
not be divulged by the service provider.
When responding to an RFP, service providers would do well to think
in terms of both products and services. Good, tactical service delivery
is important, and so is adopting an account management way of
thinking. Obviously, there is a revenue threshold for which this
approach makes sense, but in example after example, the investment
of a service provider’s time, energy, and effort beyond tactical service
delivery has a remarkable payoff. However, with most real estate
service providers, it’s not an easy thing to consider an account
management approach to be an investment rather than an expense.
And the idea of a third party coming in to provide the client an
annual, ombudsman-style analysis of the relationship is sometimes
seen as a risk or threat.
On the corporate side, it is imperative that Corporate Real Estate
(CRE) leaders help their procurement departments understand and
articulate their needs to the service provider during the RFP process.
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Too often, an RFP question will simply ask providers to “describe your
account management approach.” This is way too open-ended to
result in a meaningful response. Perhaps a better idea is to hold a
facilitated yellow pad session that includes members of the
procurement team and individual service providers. That way,
CREs can know what questions to ask prior to the issuance of an RFP.
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The Four Roles of the Corporate Real
Estate Consultant
Whether you join an agency and work as a contract hire, form your
own independent real estate consulting practice (like me), or join a
consulting firm in the growing corporate services sector, get used to
the idea that you’re likely going to be a consultant sometime in your
career.
However, it's a fact that any company bringing you in as a consultant
will usually regard you as fulfilling one or more of the following roles:
The Hero -- You come into a consulting role with the entire
organization expecting you to rescue them and provide them the
elusive “happily ever after.” Initially, they will talk about wanting to
change but soon they will sit in meetings, arms crossed, expecting
you to change them. As anyone knows, an organization and its
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constituents have to be willing to change the internal behaviors that
got them into the rut in the first place. Unfortunately, no consultant
I’ve come across yet has possessed the magic potion needed to effect
such an overall change.
The Patsy -- You come into this role with the feeling that you’re filling
an important role and adding value. The project assigned to you has
the attention of the highest levels of management. However, as time
progresses, you learn the real and sinister reason for the engagement
is for the project to fail…at your hands. The company needs to hide
their own failure and shortcomings and what more convenient place
than behind the “outsider.” The project might have already been in
trouble, and the client may have been surreptitiously pumping it up
to their management. Once the project is transferred to you or your
firm, the client will slowly start talking about the project’s
insurmountable problems. Because the project was flawed to begin
with, you’ll have no way to fix the problem and they’ll have their
“out.”
The Sage -- This sounds like a nice, comfortable role but it is very
deceiving. As an advisor, you will initially feel a level of success and
accomplishment because the organization enthusiastically accepts
and touts your expertise, recommendations, and advice. They may
even go as far as attempt to mobilize their team to turn your ideas
into reality. But if you stay in the advisor role, you can only get so far.
Without giving you the commitment to implement your ideas, the
organization will not succeed, and the resulting perception will be
that you, as skilled as you are, didn’t actually do anything. If you find
yourself in the Sage role, it is important to clarify the extent of your
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advisory role and, more importantly, get commitments from the
client to implement your recommendations.
The Pariah -- As many consultants will tell you, they sometimes feel
like the stepchild at a family reunion. Accept the fact that whatever
that the client decides they don’t want to do will be delegated to
you. This may include such ludicrous examples as being asked to run
a client’s personal errands or more likely, cleaning up after the client
has abdicated their responsibility. If each assignment from the client
includes an “or else” provision such as a threat to cancel your
contract, you’re likely the pariah.
So, let’s put everything in perspective:
Being a consultant is a survival game. The corporate real estate world
is commoditizing so many functions these days that many of those
roles are outsourced to consultants or service providers. What is still
done in-house by corporations is always being looked at anyway so
there’s no flight to safety there, either.
To survive, first recognize whether or not you’re being squeezed into
any of the roles I mentioned earlier. Start early: When they are
interviewing you for an assignment, interview them back. Ask deep
probing questions to pinpoint any danger signals. Ask to talk with the
person leading the project. Talk to others on the project team. See if
you can get into the psychology of the office environment. Is it a
happy place? A frantic place? Don’t close your eyes to it – even
though that’s sometimes hard to do if you are eager to get the
assignment.
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Second, after you accept the work, be sure to open the lines of
communication with the client early. Establish ground rules, working
hours, conditions, etc. As demands creep up, you will be able to
maintain a polite but firm distance.
Finally, don’t be afraid to say no…to an assignment, to a customer, to
anything that will put you in over your head. In next week's article, I
will discuss how, sometimes by saying no, you’ll actually be better off
for the long run. Doing this properly can help make consulting an
extremely rewarding career choice.
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Overcome the Stigma of Saying “No”
Outsourcing corporate real estate is tricky business. As a corporate
real estate service provider, you want all the business you can get but
you're mindful that your customer's outsourcing initiative is primarily
cost driven. Your competition knows this too, and in the zeal to be
the lowest-cost provider, you could literally price yourself out of
business. You could win and manage dozens of major accounts
without earning a single penny for your efforts. Sounds ludicrous,
right?
Surprisingly, many in our industry operate their business this way
only to lose the account when some future payoff never materializes.
In the service business, it is difficult to overcome the stigma of saying
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no. In the past, saying no guaranteed that you would never hear from
the customer again. Saying no meant that you were not up for the
challenge and that somehow you lacked the right skills or aptitude
for the job.
These days, ‘no’ usually means "not now" instead of "never" -remember to take the long view.
Knowing when to say no is crucial to future success. Paradoxically,
saying no can ultimately win you more business and allow you to
grow your business at a sustained pace without backtracking.
Refusing business is a powerful tactic when used appropriately, and
it can be absolutely necessary depending on the following factors:
The Account Is Uneconomical
Does the account make money for your company? Don't say, “It’s a
loss leader” or “we'll make it up in volume” or provide other lame
excuses. If the account cannot churn out dollars soon after
engagement, forget it. Chances are you'll have another shot at it next
time because your competition won't make money either. Never
accept an account solely on the basis of the client's size or name
recognition.
A Non-Collaborative Corporate Culture
Oh, the confidence we put in our clients' willingness to change. This
is probably where most service providers and corporate real estate
consultants make their biggest mistake. We like to believe that the
client will magically become easier to work for once we have a
contract in place, but there is nothing foolhardier and more
delusional than hubris. Be realistic; determine up front if your
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potential client's work environment is team oriented. Observe how
they treat their other vendors, their employees, and their customers,
and don't expect to be treated differently. If there is a sincere desire
to be collaborative, then expect a progressive -- though not problemfree -- relationship.
It's crucial to understand the company's culture going in. If you
can't get a good read, you may end up filling one of the four
consultant roles mentioned in the last chapter.

Resource Requirements are Beyond Your Ability to Deliver
If you're like most corporate real estate service providers, your
mission is to deliver 100% customer satisfaction. If the scale of the
project requires you to put that goal at risk or push it out of reach,
then you need to decline the business. Otherwise, you're setting
yourself up for failure. Your reputation is dependent on having
delighted customers who will serve as willing references.
If you can't control or manage the account logistically, you
certainly won't be effective adding value operationally.

The Account Is Tech-Phobic
If your company advocates the full-scale use of technology, why
accept an account where the mention of technology sends chills
down management's spine? Again, don't expect the client to adopt
new technology if they haven't already committed to doing so.

www.verumconsulting.com

PAGE 56

Quaere Verum

Vik Bangia

One way to help you see outsourcing from a new perspective is by
remembering that your services are in demand. Of course, you must
still create proposals, market your services, and win business, but
these days of industry-wide consolidation, it's likely you're already on
the list rather than begging for an invitation.
Because of industry consolidation, the Corporate Real Estate
Executive’s need for choice is opening up doors that were once
closed to smaller, boutique and niche players.
Saying no is probably the best way to show your potential customer
that you have the integrity not to sell out to get their business. Some
customers will be shocked at being turned down, especially those
who are used to having their way and systematically work through
service provider after service provider by making it uneconomical for
each provider to continue. Saying no creates an environment that will
have your competition wondering why you are refusing a customer's
business. But, used tactfully, no can mean no regrets.
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Break With Tradition!
Remember those New Year's resolutions you made effective on
January 1? How's that working out for you? Some people, despite
their repeated failure to keep any of their resolutions, still make
them, year after year. After all, it's tradition!
Some traditions are good, albeit quirky like Christmas Eve Taco Night,
Taco Tuesdays and "no-shave" Saturdays (okay, those are just mine,
and I guess I really like tacos). Some traditions are downright
confounding, like some people's New Year's resolutions. Not
surprisingly, I'm going to outline a few traditions in the corporate real
estate world.
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I know of a few corporate real estate departments with long-standing
traditions that are apt to get them into trouble soon. See if any of
these hypothetical extreme cases strike a chord with you.
"Our company has traditionally owned all our real estate." For
publicly traded companies, real estate ownership can signal one of
three things. First, pure ownership of real estate signals that the
company's assets are nothing but liabilities-in-waiting. When a
corporation decides to divest its owned facilities, it's usually when
they're empty, obsolete or both. Second, it says the company does
not value its real estate or does not have real estate in its strategic
plan. To investors, it means the acquisition and disposition of the
company's real estate is based on reactive rather than proactive
decisions. Finally, exclusive ownership means that a (potentially
significant) source of funds is locked up and unavailable for
investment in growing the company's core business. All of these
perceptions and signals can impact a company's stock price, but more
important, they can invite a takeover attempt--especially if the real
estate holdings are significant and can be divested for a cash infusion
soon after a merger.
"Our company traditionally leases all our real estate." An exclusively
leased portfolio provides its own set of negative market signals. The
main message is that the company has a riskier debt-to-capital ratio
than its industry peers and is a cash user rather than a cash producer.
This is especially true where the length of the lease term (usually
more than seven years) makes the decision to lease versus own
problematic and suspect. It signals poor financial management when
a portfolio contains too many long-term leases where ownership
would have been a better choice. The message from investors is: If
you can't manage your own money, I'm not going to let you manage
mine.
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“We traditionally handle all our real estate transactions in-house.”
Within a mature and stable company, a fully in-house corporate real
estate department can serve a worthwhile, albeit reactive, function.
For these firms, the occasional lease acquisition or disposition isn't
going to alter the scenery much. However, most businesses these
days are market-driven, and the business environment is both fastmoving and different in every market. If you are one of the
remaining CRE managers who still has a full in-house staff, you better
be prepared for change, because it's coming.
I've heard arguments that keeping real estate fully in-house is more
efficient, but I don't buy it. A CRE manager is responsible for
optimizing the company's portfolio and its cost effectiveness while
juggling and managing various legal, technical, and financial aspects
of the job.
It's a rare manager who can maintain any semblance of in-house
control of these functions let alone execute efficiently with them.
If your Corporate Real Estate department is fully in-house, please
consider the point I'm making. There is a difference between
honoring traditions and clinging to them. Revisit your strategy and
consider what you are doing that keeps you from experiencing
healthy growth (growth that involves change).
Which traditions are you keeping because you think you must or are
clinging to or simply haven't bothered to analyze critically? Success
in business involves growth, not staying in one place. There are
enough CRE casualties to prove that. Perhaps it's time to think of
some new traditions.
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That Delicate Balance
Corporate real estate managers are forever trying to achieve a
balance between workload and headcount. Because real estate is
such a dynamic business, most CRE organizations run lean and mean
as opposed to being over-resourced. When transitioning an account
to a service provider, clients can make the mistake of assessing their
workload inadequately, sometimes with tragic results. The reason for
this is that historically they've planned staffing based on a reactive
model rather than a proactive one.
When you engage a full-service real estate firm, chances are the
service provider's workload will be greater than it was for your
internal staff.
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One of the initial benefits of engaging a service provider is receiving
a full review of your portfolio. This review usually unlocks hidden
opportunities that often require additional resources to carry out.
Moreover, if a provider runs as lean as many CRE departments, they
will not be able to integrate a strategic plan because there is no
flexibility to look at the bigger picture. Caution: If all you want in an
outsource solution is to replace your resources, you'd be better off
engaging a temporary or contract-hire employment agency.
In a true outsourcing solution, service providers assess and predict
future workload and tie it to a proper account-resource plan using a
proven portfolio-planning methodology. I believe that accurately
planning the resources for the account is the most critical human
resource component in a transition. Whether the team servicing the
account is located at the client's facility or is managed from the
service provider's office, the account structure should provide
flexibility to respond to changes in work volume. Accountmanagement teams should be flexible in both resource allocation
and depth in order to mobilize in the face of workload changes. One
way is to maintain a perpetual project forecast to predict needed
changes in service volume.
Accurately planning and projecting the human resources needs
for a client's outsourcing initiative is probably the most
critical component in the real estate account transition process.
From an operational standpoint, a minimum 12-month forecast of
projected workload levels is necessary to help ensure that the
account team is not caught unaware. By accurately projecting future
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workload, the service provider and the client can customize the
account service model, bringing in just-in-time, temporary or fulltime resources when most appropriate. By recognizing hidden
opportunities early, the account team can pre-load support before
reaching a crisis point.
While I'm a stickler when it comes to purposefully measuring
workload for Verum Consulting's clients, I'm fully aware that the
cyclical nature of transaction management often requires extra,
unplanned resources, sometimes for a short duration. Instead of
planning for one need and reacting to another, we've developed an
approach that allows service providers serving my clients to quickly
ramp-up in ancillary recruitment as soon as the need is identified.
Similar to a SWAT team, the service providers can provide my clients
just-in-time resources for any discipline from land use planning to
project management. These teams, once engaged, can quickly assess,
and handle the client's needs and disband once the project is
completed. Requiring the service providers to have these resources
at the ready prevents future consternation when the organization
finds itself in an up-cycle of activity.
Service providers should guarantee just-in-time resources as a
special part of a performance management plan that kicks in when
there are spikes in workload.

www.verumconsulting.com

PAGE 63

Quaere Verum

Vik Bangia

The Heavy Hand
Let’s role play...I’ll be the consultant managing a team of outsourced
real estate transaction experts and you are the corporate real estate
manager. You’ve just received an email request for services from one
of your business unit managers asking for a new 30,000 sf office in
Anytown, USA. (By the way, I love Anytown. The market is both
landlord and tenant favorable, rents go whichever way I want them,
just by asking. It's the perfect location for every scenario I can
imagine).
When you call the local business unit manager, she confesses the
need is real but the 30,000 figure was arbitrary. You immediately
engage me and my team to validate the requirement. We swing into
action, but it’s not to evaluate whether the square footage requested
is accurate. We start by making sure there’s a business case for the
Anytown requirement in the first place. Determining the exact space
needs is actually the sixth item in our process.
We run through a formal validation and let’s assume that there is
indeed a driver and justification for new space (remember, we can
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make this assumption because this is Anytown). We then perform a
thorough needs analysis and determine that your business
unit requires roughly 19,000 sf. Based on the type and function of the
particular business unit's operations, my team suggests that they can
locate in a Class "B" suburban concrete tilt-up as long as there is
nearby freeway access. And Anytown just happens to have lots of
freeways!
Even without the formal green light to proceed, we call on the
professionals in our broker network to conduct a preliminary site
search. We find several locations in Anytown that require little in
tenant improvements and are offering incentives such as 3 months
free rent...or 6, whatever we decide. We run the numbers and
present an excellent package of options to you. You are incredibly
happy, and as your real estate consultant, Verum Consulting advises
you that despite the economics, timing and open communication will
be critical to the project's success.
Because you represent the corporation’s heavy hand, you willingly
engage and recite the company policy to the end user. The policy
says the company has exclusively engaged me and Verum
Consulting as the intermediary to oversee the brokerage resources
on the ground in Anytown (and every town). They must follow our
guidance, adhere to your corporate space standards, etc. all to
ensure that the Corporate Real Estate management (i.e.: you) makes
the right decision every time.
STOP! I hate to interrupt a pleasant daydream, but this is where the
project can go extremely well or horribly wrong. For everything to go
well is for the Corporate Real Estate manager to use his or her
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relationship management and diplomacy skills (which should be
impeccable if they’ve been reading my columns!). When done well,
the business unit manager is brought on board, the Corporate Real
Estate manager sets policy, and my company in conjunction with the
service provider team executes the ‘right’ transaction that helps align
the end user’s business and its real estate.
Good Relationship Management skills are akin to the balance
pole used by tightrope walkers
For everything to go horribly wrong, frankly, happens too often.
Corporate Real Estate managers will tell you they walk a tightrope in
almost every real estate transaction – balancing between pleasing
the business unit end user, the regional management and two sets of
senior management including their own boss. To use too heavy a
hand is to push one of these vested parties to the extreme, resulting
in potentially career limiting fallout. No wonder why service
providers often feel stuck in the middle. They don’t have the
authority to exercise any heavy-handedness of their own, they
sometimes feel relegated to order-taker status. Where’s the value in
that?

Turn the policy (and not the person) into the heavy hand
My suggestion is to turn the policy (and not the person) into the
heavy hand. If the policy dictates the protocol, the Corporate Real
Estate manager saves face, the real estate service provider can do
their job and the business unit management knows the boundaries.
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All the emotion is taken out of the process, and everyone lives to see
the dawn…from the window of a 19,000-sf class "B" suburban
concrete tilt-up that overlooks the freeway.
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When Everything is Urgent
In Steven Covey's successful book, The Seven Habits of Highly
Successful People, the author outlines a four-quadrant method of
time management that divides tasks into categories such as Urgent
and Important, Not Urgent but Important, Urgent but Not Important,
and Not Urgent and Not Important.
Like many of you, I had to live by these principles only to discover that
the other side was working hard to create confusion by labeling
everything either urgent or important or both. That meant I had to
work harder to sift through the dissonance and determine what was
really urgent and important before I could begin to prioritize. If you
have experienced similar confusion, here are a few things to
consider. By the way, better time management is always high on my
list of personal growth initiatives.
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1) Read the email, but then pick up the phone. It is incredibly easy
to send someone an email that requests completion of a task and sets
an arbitrary deadline. We all do it. Multiply that request by 200 and
you get an idea of how overwhelming these daily email requests can
be. To preserve any semblance of sanity, I try to negotiate deadlines
if possible and employ all my skills of diplomacy in the meantime. I
always approach each request in the spirit of my willingness to assist
(which is true), but in light of my packed schedule (also true).
I indicate that I understand how important the project is to the
individual making the request and that I want to assist in a manner
that gives mutual satisfaction of a job well done. More often than
not, I can arrive at a compromise that works for both the party
requesting and for me. I make it a point of conducting this negotiation
by phone--not voicemail and certainly not via email. Picking up the
phone also allows you to communicate better your situation and
creates an environment for greater empathy, something that can be
lost or easily miscommunicated in an email.
2) Respond to your inner conflict. This is the devil I personally face
regularly. By nature, I am an accommodating person. It was relatively
easy and manageable to handle every request back when the number
of "pings" I was receiving on a daily basis was a reasonable integer.
However, over the years, the requests increased in magnitude and
complexity. Undeterred, I tried to accommodate the requests and
keep up the pace. The situation grew overwhelming until I found that
after several 1am and 2am revelations that I wasn't really making any
headway.
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Sound familiar? It happens to the best of us. To some, it results in
total burnout, to others it plays out through serious health
consequences. The solution is to respond to the conflict you feel. If
accepting a task causes you to feel great consternation or anxiety,
then it is important for you to first resolve that conflict with yourself
before responding to the request. Is there something you can do in
your schedule to accommodate the request without making a martyr
of yourself? Can you solicit help? If there are options, consider them
and re-prioritize. If there are no options, approach both the person
making the request and your boss with the situation. If you are part
of a good, healthy, supportive team, there will be a solution.
3) Elevate yourself to "partner" status, no matter who assigns the
task. As corporate real estate professionals, we know that requests
come to most of us from both peers and management. In either case,
the secret to maintaining a healthy perspective on the issue of
prioritization is to become a partner in the process, no matter your
position in the organization.
The first step to becoming a partner is visualizing yourself in that role.
The second step is developing and shaping that partner image in
order to put yourself squarely in that role. The third step is actually
exercising the role, approaching every request as if from a partner. If
it takes affixing a post-it note that says Partner next to your phone,
do it. The important thing is to avoid the slippery slope where your
role is trivialized. This is probably not intentional on the part of your
team or your management but will help you hit the brakes if you
sense it happening.
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Remember, burnout would probably be Number One on the list if
Covey had written The Seven Bad Habits of Highly Successful People.
A bad habit, yes, but a good wake up call.
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Millennials Need Significance in the
Workplace
My first corporate job was an entry-level computer programmer
position for Union Oil Company, aka Unocal (now part of Chevron). A
month after landing the job, I had a chance to de-brief with my boss
on his interview and selection process. As a new entrant into the IT
world, I knew that my computer programming skills and
qualifications were probably not as solid as the other candidates
vying for the position. Still, I got the job...and I was curious to know
why my boss picked me.
He told me that despite my weaker resume, he chose me over 20
other candidates. He said I stood out because the questions I asked
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in the interview process were quite different from those asked by the
other candidates. I recall those interviews clearly. I asked my
potential new boss to explain how the Information Technology group
fit in the overall organization. I asked where and to whom IT
reported. I wanted to know the strategic importance of IT to the
company’s infrastructure – after all this was an oil company, not a
technology company. I spent considerably less time in the interview
asking about the specifics of the job itself. What I needed to
determine for myself was whether the job was going to provide me a
feeling of significance. After all, I was looking at an IT role as a starting
point for my career, not a destination.
When hiring millennials, the manager must show the candidate
that the position is a starting point, not a destination.
I actually took the job because the answers my future boss gave me
stood out as well. First of all, I was encouraged that IT reported up to
a leader that was well-respected in the company and, ultimately, to
the CFO. My boss was a newly minted MBA, and his way of thinking
was broader than the usual technical managers I had come across.
He spoke about strategy, and politics of the countries in which
we had interest (Myanmar, Afghanistan -- and keep in mind this was
the early 90s with the State Law and Order Restoration Council SLORC and Taliban in power, respectively). We talked about the
company's negative press around California environmental issues, of
corporate raiders like T. Boone Pickens as well as the company’s rich
100-year history. Through the interview process, I also determined
that the company was lagging behind its competition in technology,
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so the early years of my career were a time of great security, activity,
and opportunity.
"Connectedness" is of huge importance to millennials
As the technology infrastructure stabilized in the mid-90s, the
company began to shift its thinking and large functions within IT
began to be outsourced. Because my role was never relegated to
purely day-to-day programming work, I wasn’t stuck in a dead-end
job or pushed out as a result of the various outsourcing initiatives.
Instead, my sense of significance in the workplace had empowered
me to build deep relationships within and across the company early
on. When the time was right, I found I had several opportunities to
move from IT to other areas within the company. I chose a move to
the Corporate Real Estate department, and I’ve been in the
Corporate Real Estate field in one form or another ever since.
Fast forward 25 years...my consulting firm, Verum Consulting is now
in the position of helping Corporate Real Estate clients interview their
new internal candidates, build teams, design their work
environments, and create better outsourcing relationships. What’s
striking is that today’s workers spend close to forty percent of their
waking hours working and most people still desire to achieve greater
significance in the workplace. The difference is that today’s younger
generation is more apt to tell you they need significance and it's no
doubt they will leave if they aren’t getting it. The question is whether
corporations are providing it...or if they even know how.
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Today’s younger generation employee is more apt to tell you they
need significance and are more apt to leave if they aren’t getting
it. Oh, and either way, they'll likely leverage social media to tell
everyone they know!
Here are a few ways you can tell if you’re providing your employees
significance in your workplace:
There is a fit between people and their work. A popular saying goes
“do what you love, and you’ll never work a day in your life.”
Significance in the workplace means employees will get out of bed
every morning to come to work and the motivating factor is not the
paycheck, or the fear of losing their job. The motivating factor is that
their work gives them satisfaction. And if their work gives them
satisfaction in this context, they will naturally achieve a work/life
balance that will prevent burnout and apathy. Wouldn't it be great if
your workplace was replete with employees with this attitude?

“The Story that means the most to me will not be acted but lived. I
don’t want to watch Indiana Jones. I want to be Indiana Jones”
- David duChemin
The job is not the career. Imagine concentric circles surrounding an
employee. An employee’s job is the center circle. Obviously, the work
needs to get done. But surrounding circles include assignments and
opportunities to improve the job, grow the overall business, develop
people and cultures, build infrastructure, etc. The more the
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employee is involved in the concentric circles surrounding their job,
the more significance the employee will feel.
The work environment says: innovate! Finally, the work
environment must be liberating. Employees must have the freedom
to generate new ideas, to move within the office physically and
positionally and to build and create. If you are having trouble
retaining employees, you better focus on designing the physical
environment that set your employees free. It’s the only way to keep
them around.
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Think of Corporate Real Estate as an
Infraservice
In the area of corporate real estate outsourcing, smart service
provider firms understand that the purpose behind their engagement
is more than just doing what they’ve been told. To understand exactly
what comprises a good outsourcing plan depends on the specific
needs and challenges of the client’s organization, and that’s often
difficult to discern. In most cases, it follows naturally with the size of
the company. To get to that level of understanding, real estate has to
be considered an infraservice by both the client and the service
provider. I define “infraservice” as a service that is key to the entire
corporate infrastructure from Human Resources to IT, Operations,
and Finance.
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As a general rule, smaller organizations from mom-and-pop sized
companies to burgeoning start-ups (Nano-caps) to micro-cap firms
are burdened with resource scarcity, limited cash flow, and survival
issues. The outsourcing solutions to smaller firms are best delivered
through the use of just-in-time and variable resources, financial
portfolio optimization services, and a view towards freeing the
company to focus on its core business. These firms can be from less
than $50 million to $300 million in market capitalization.
Conversely, medium sized companies, such as those in the Russell
3000, are typically burdened by limited access to capital, recruiting
and retention challenges, an overwhelmed infrastructure,
unpredictable processes (due in part to their inherent
entrepreneurial spirit), and the fact that real estate is not a core
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competency that has been built into the organization. These firms
benefit from highly consultative partnership models that deliver
tactical services along with financial management skills and business
controls. Small and Mid-Cap companies are defined as firms with
market capitalization ranging from $300M to $2 billion and $2billion
to $10 billion, respectively.
Big companies, such as those in the Fortune 1000, (also defined as
those with market caps above $10 billion and extending to the
hundreds of billions) have entirely different issues. They are
challenged by multiple business lines with varying levels of
profitability (if they are profitable at all), underperforming assets,
bureaucracies, long-term liabilities, and lack of speed or mobility. In
addition to a strong consultative skill set, the service provider has to
be willing to step into the fray of organizational politics and
competing business unit agendas. The challenge here is that most
service providers working for Fortune 1000 companies are relegated
to a commodity role because the bigger the organization gets in
complexity, the more the purchasing or procurement department
exerts its authority on decision making. This lends itself to service
models that are based on price and not performance.
Even more challenging for big corporations working in this mode is
that there are fewer and fewer alternatives available to engage only
one service provider. And service providers working in this mode
cannot see real estate as an infraservice while they are engaged as a
commodity. A dilemma indeed, but one that bodes well for those
firms that are nimble and can provide resources beyond those that
think only transactionally.
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No matter the size of the company, the real estate service provider’s
role is to think like an infraservice provider and input the corporate
requirements for HR, Operations, Finance, and IT into the strategic
decision for the company.
Question yourself. As a corporate real estate manager, does your real
estate service provider team approach their role as an infraservice?
Have they understood your unique needs based upon the size of your
organization? Are they trying to go beyond the tactical day-to-day
service delivery and get into all aspects of your business? Do you
consider them the “go to” team for questions ranging from leasing to
organizational design to M&A due diligence? Do they approach their
role as a business consultant as well as a real estate expert? If the
answer to any of these questions is no, consider the fact that your
real estate service provider may have already put themselves in a
commodity role. If so, you’re not getting good value for your money
(but you probably already knew that). Take this as an opportunity to
bring in experts who can show you how rethinking the service
provider relationship can enhance your relevance to your company’s
senior management.
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Relationship, Trust, and Safety beats
price...every time!
Ah yes, the integrated real estate services presentation opportunity.
Otherwise known as that great big gap where excellence in point
solutions meets a potential customer with multiple needs. For many
real estate brokers, the zeal to "close the deal" is sometimes what
kills a potential larger opportunity. These days, the structure and
format of the integrated services sales opportunity has changed
dramatically from similar meetings 10 or 20 years ago. However, if
the integrated services sales approach is handled appropriately, the
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results can be outstanding and local market brokers can benefit from
learning how to talk to a client about a multi-market business
opportunity. It is definitely an art!
For many real estate brokers, the zeal to "close the deal" can kill a
potential larger opportunity.
First, it’s important to understand the client's needs, and the best
way to understand their needs is by understanding what they are
usually not. Despite some of the positioning, for most clients, it's not
transactions, not savings, and not even expertise. Rather it is three
things: relationship, trust, and safety.
Relationship -- The prospective client wants to know and needs to be
shown that any potential service provider intends to be in the
relationship for the long haul. That’s difficult to do when the pursuit
is being led by a broker who may only be looking at short-term or
near-term local portfolio opportunities, but there are a number of
tools and techniques that can help.
One such relationship building tool is called the discovery. The
discovery is a method for arriving at a common understanding of the
prospect’s problem and situation. In order for the service provider to
present an integrated solution that makes sense to the prospect and
gets their buy-in, there must be a mutual agreement as to the defined
need. Otherwise, the service provider is left guessing, and the
prospect is left wanting. When the service provider offers to perform
an in-depth discovery, they are showing the prospect that they will
gain a deep understanding of the prospect’s business goals,
challenges, and constraints before they propose a solution.
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This is different from a "yellow pad" session. The goal of a discovery
is not to arrive at a solution, but rather define a scope of work whose
solutions will allow each integrated service to provide a direct
benefit. It is undesirable to separate the prospect from the sales
process; the discovery process fully engages the prospect in
developing their own vision for an ideal solution. Throughout the
process, the service provider must express candor, humility,
concern—and even regret—for the historical failure of the real estate
industry to understand its clients’ needs.
Wait a minute! Regret?
Believe it or not, yes! One former colleague based in Denver amazed
me with this technique. He opened a discovery meeting with a
prospect's CRE leader in California by expressing regret that the client
was inundated by brokers calling about a surplus asset in the Denver
area. He lamented that some of those calls may have indeed come
from the brokers in his office. Doing this, he immediately established
he was on the prospect's side with respect to something many CRE's
experience daily...the dreaded cold call. Immediately, the prospect's
arms unfolded, and my colleague began talking about the prospect's
industry and some of the industry pressures that no doubt were
weighing heavily.
Remember, with integrated services, the sale is not made as a
snapshot in time. Service providers need to know that things change,
needs change, and the prospect’s business will change and, as a
result, must promise to treat the relationship as an unfolding story.
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Remember, with integrated services, the sale is not made as a
snapshot in time.
Trust -- Service providers must learn not to allow the stages of the
decision process to be rushed. What was once called a “baby close ,”
is now positioned as an “offer to reconvene” well after the prospect
has said everything they want to say. Why? Because afte r an
integrated services meeting, there’s an awful lot to digest for the
prospect, and there is an overwhelming need to achieve clarity,
which requires time. By putting themselves in the prospect’s shoes,
and by offering the needed time to decide, the service provider can
show empathy and set themselves apart as confident and trusting in
the prospect’s discernment.
Competence is not just in performing the work; it’s also in handling
the crises. That’s what the prospect needs to believe about the
service provider – the fact that they will be there when it counts.
Safety -- What constitutes a safe choice? Size? Financial Stability?
Reputation? I would argue safety is fluid and relative considering the
number of consolidations in the industry. Instead, look at safety as
one of the core fundamentals of ethics, integrity, and business
philosophy. When these characteristics are embodied by people
across the firm and lived out explicitly, then, and only then can a
prospect define the safe choice in a real estate service provider.
In an integrated services opportunity, the prospect’s objectives can
seem incompatible, and service providers usually mishandle the
opportunity by either narrowly focusing on one area of expertise or
overwhelming the prospect with more than they need. However, the
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discovery process is one tool of many that, when used appropriately,
can make all the difference.
The Discovery Process can blend tactical, problem-specific solution
selling and a relationship-based sales process.
What do you value in an integrated service provider? If you are a
service provider, what discovery process do you use?
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Visible Strength, Transparent Weakness
When I was working for a short-lived dotcom, a group of our senior
managers--myself included--were having a pre-meeting lunch in
Atlanta. I looked around and remarked how our group, and the
company in general, was a “mini-U.N.” We had quite a diverse table:
The CEO was of Greek heritage; the COO was from Korea. Others at
the table were from India, China, France, Russia and even New
Jersey! Now, that's diversity!
Contrast this with many corporate real estate departments and the
real estate industry in general and you'll notice that 15 years on, the
workforce is still lacking in both racial and gender diversity -especially in senior leadership roles. Granted, we have come an
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exceptionally long way, but what is the difference between my dotcom experience and the real estate industry today? My opinion is
taken directly from the movie Field of Dreams and the phrase: "If you
build it, they will come." I don't have a solution...not even much
direct guidance. What I have, however, is an illustration.
Diversity can be gender, race, and even skillsets
In 1996, prior to the dot-com boom, Margaret Wheatley and Myron
Kellner-Rogers authored a book entitled, “A Simpler Way” in which
they described in an interesting and poetic way how organizations
will self-evolve.
When we were building that dot-com business, I don't think we gave
much thought to diversity, affirmative action, quotas, or anything like
that. We simply created a business where everyone who came could
bring everything they wanted to contribute. To be sure, we did want
the best and brightest, but we also wanted the unabashed and the
controversial and the artistic and the nebbish. We just didn't need to
define it that way. When we built it, they came, they selforganized, AND they were diverse.
Self-organized teams will gravitate to their natural strengths
I read somewhere that teamwork is not just about creating visible
strength but also about creating transparent weakness. When you
hold a mirror up to your team, a well-conceived diversity initiative
should accomplish both. Our dot-com team had visible strength; each
team member knew their strengths and put those forward. No one in
the programming or application-development groups was interested
in making client presentations or in business development. No one
on the sales or marketing side of the business worried much about
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operations. The organization evolved naturally. Everyone migratedto
and expanded into their role. And, because we consciously hired for
that, what we ended up with was naturally diverse in both gender
and race.
Weaknesses in that dot-com organization were made transparent,
discounting, of course, our inability to manage our venture capital
funded budget! (That's a whole other article). Organizationally, each
individual's weaknesses were supported by others in the group. What
became an unspoken rule was that no one was left hanging. For
instance, if someone fumbled in a presentation, someone else picked
up the slack. I believe this was a result of diversity of skillset;
everyone was truly able to recognize, value and support each other’s'
contributions.
Self-organized teams will supplement the weaknesses of others
What does this mean for the still somewhat entrenched corporate
and commercial real estate industry and today's environment? Put
simply, you can't (and shouldn't) mandate or force diversity uponany
industry. What you can do is make the opportunities available, the
environment open, the structure supportive and possibilities endless.
That way, real estate can become the field of choice as well as a field
of dreams for all people. If you build it, they will come. And here on
2016, the ones that are coming --- the Millennials, the Gen X, Y, and
soon, Gen Z --- are coming into a world where racial and gender
diversity is no longer a "thing"...it's an expectation. Are you ready?

www.verumconsulting.com

PAGE 88

Quaere Verum

Vik Bangia

The Virtual Collapse of Corporate
Culture
Virtual-office advocates may be onto something when it comes to
reducing occupancy expenses and creating a mobile workforce. By
aggressively creating a virtual office environment, many companies
could easily shave 50% or more off their overall office space needs.
However, they may be in for a shock when it comes to one of the
long-term effects of an immediate (but silent) casualty of the virtual
office: the company’s corporate culture.
You see, corporate culture is largely invisible, but its existence and
importance are generally acknowledged. To paraphrase Yogi Berra,
you know it when you know it. If you are used to being in an office

www.verumconsulting.com

PAGE 89

Quaere Verum

Vik Bangia

environment, you are no doubt familiar with the odd, disconnected
feeling when you have to travel for an extended period. That’s
precisely the feeling of longing for the corporate culture.
Paraphrasing Yogi Berra regarding corporate culture...you know it
when you know it!
Similarly, the worker who offices from home, or the road, rarely gets
to feel like part of a team. Think of the other things that the employee
will miss: Face-to-face interaction with his boss and co-workers; ideageneration opportunities; and absorption of company information
through the grapevine.
Even the office Football Pool is on the list of casualties. Social
interaction is vitally important to employees. This regular, informal
contact with others can make the job more tolerable and actually
serve to keep people motivated, enthusiastic and creative. As any
field-office worker will tell you, being away from the corporate center
can be a little frightening. Being in the office and being connected,
one can understand, adapt, and capitalize on the corporate political
climate. Also, a communal corporate environment allows for
constructive feedback, celebration of success and a feeling of
belonging.
Even so, knowledge of these realities apparently hasn’t stopped the
wheels of progress. Companies continue to explore alternatives to
reduce their overall space needs. Most have moved from private
office to open plans. And the most aggressive companies are moving
to virtual offices or co-work environments.
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To some, the office arrangement doesn’t matter. Says one CRE
executive: "I don’t know the folks on the other half of this floor. They
report up to another division. We all pretty much keep to our own
little work group. I could get just as much done form home."
So why is the virtual office trend catching on? Aside from cost, it can
be a challenge to bring employees into certain markets. In metro Los
Angeles, for instance, many employers face challenges because
employees refuse to spend several hours a day commuting from their
homes in south Orange County or west Simi Valley. They have a point:
commuting wastes productive time and virtual officing in this
scenario can add to their quality of life.
These are some pros and cons to virtual officing but consider the
ultimate cost. For the employer, the virtual office creates
communication and administration problems. Management
becomes more of a challenge. Accountability and productivity can
suffer because no one is minding the store. Finally, lack of structure
can cause leaks in information; a deflating morale; dwindling profits;
and ultimately, the collapse of your corporate culture as you know it.
Are you willing to take the risk? And, if so, what are you doing to
preserve the core?
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Have Some Compassion!
A few years ago, I gave a presentation on communication to a group
of senior corporate real estate managers. This particular company
was constantly reorganizing and restructuring itself. Because of the
unstable environment, many people were understandably concerned
for their jobs.
During my presentation, I mentioned the issue of compassionate
management and was surprised how poorly my message was
received. I'm being kind to myself when I say I was nearly kicked out
of the room. These managers were looking for an external patch for
their internal problems rather than a true solution. I did not make a
positive impact on them because I found it inconceivable to separate
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the concept of communication from that of compassion. I stood my
ground and they stood theirs. The presentation flopped.
Since then, I've made a similar presentation to other management
groups and (thankfully) the reviews were more favorable.
The translation of compassion comes from the Latin, "with passion"
or to suffer with one, to feel pity, to have understanding. A lack of
compassionate leadership can result in a high level of absenteeism, a
high turnover rate and low morale.
Obviously, the more people you must replace, the more you will pay
for training. The overall loss in productivity can be substantial. This
cost ultimately affects the company's bottom line, bringing about the
need for more reorganizations and restructurings. A vicious cycle,
indeed.
In a bid for self-improvement, I tried to investigate the reasons why
my presentation did not go over with that particular group. Contrary
to the feedback I received, compassion is not a sign of weakness.
Rather, it is a sign of unique inner strength so subtle that it often
creates the wrong perception.
Imagine a circle with an opening at the top. As you go clockwise from
weakness to strength, the point at which your strength is greatest is
close to the point of greatest weakness. For many, it is difficult to tell
the difference.
How do you recognize a compassionate management style?
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Compassionate managers understand the motivating force of a
well-communicated challenge. Employees want to succeed, and
they want to be recognized for their successes. If they accept the
challenge, know the importance of their role in the project and
understand the rewards for success, their self-motivation will be off
the chart.
Compassionate managers generate momentum by getting
everyone facing the same direction together. How? By building
teams where everyone is accountable to themselves, to their
teammates and to the task at hand. No one wants to be the weakest
link.
Compassionate managers instill fire. The challenge has been
defined, the team is built, and momentum is generated. The
compassionate leader keeps the fire stoked by constantly reinforcing
the group's mission and purpose.
Compassionate managers know and appreciate the humanness in
themselves and their employees. They treat everyone with respect
and understanding. They remember that people's jobs are a subset
of their lives. An accountant is not just an accountant. He may also
be a father, a bicyclist, a model train enthusiast, and a musician. An
engineer is not just an engineer. She may also be a snowboarder, a
singer, a playwright, and a pilot. Having respect for people's lives
outside work will make them more productive in the office.
Compassionate managers develop awareness and appreciation of
other styles and harness the positive energy from those styles. For
example, pounding your fist and raising your voice is effective--but
only for a short time. You won't get very far if this is your only
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management style. However, employed in the right fashion and at
the appropriate time, this method can be used effectively. I know
several compassionate fathers who use it quite well with their kids
when the situation warrants it.
Perhaps I should have tried that method on my audience of less-thanreceptive CRE managers.
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How to Polish Your Presentations to the
Company Brass
It is time for your next corporate real estate presentation to senior
management, which means you are either filled with eager
anticipation or trembling with fear--or perhaps a little of both. Some
people live for days like this, and others would rather visit a dentist.
I will assume you have the presentation skills and fortitude necessary
to stand alone under the boardroom spotlight. Here are a few tips to
make the situation even more bearable if not downright delightful.
OK, delightful may be a stretch.
As you walk into the boardroom, remember these two basic facts
about your senior management team: They are short on time and
even shorter on attention span. If you forget everything else, these
two facts will spare you a great deal of embarrassment.
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If you want a successful presentation, remember to use a minimum
number of slides, and clearly identify the issue. Personally, I try to
limit my management presentations to six slides or less depicting:
Introduction/Issue; Alternatives; Proposed Solution; Ongoing
Strategy; Contingencies/Mitigation Measures; and Appeal for
Concurrence.
Remember, your slides aren't delivering the presentation, you are!
When presenting the introduction slide, don't take too long to lead
up to the issue and don't dance around it. Once the issue has been
stated, highlight the alternatives that were considered and propose
a clear solution.
It is important to project an air of authority and expertise as you
suggest a plan of attack. By taking ownership of the solution, you will
show management that you've done your homework. After all, you
are proposing a plan you have to buy into and carry out with
confidence. If your real estate department is not a core part of your
company's business, try to modify your approach and speak the
language of your senior management. It may be possible to present
the request in terms of the company's core business. For example, if
your company makes widgets, you might express lease expenses in
terms of equivalent sales of widgets per year. If the difference is
significant, stating it in real estate terms or dollars will not have as
great an impact as stating it in widgets.
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Translate Corporate Real Estate "speak" into the language of your
company's core business.
In any event, your senior management wants to see a sound, rational
approach that shows the overall impact of the decision you are asking
them to make. They also want a brief comparison against
alternatives, so they feel they are not giving concurrence to a
decision made in a vacuum.
A word of caution, there are a few landmines in the boardroom. How
do you avoid them? First, never lie. If a project or proposal has risks,
state them. Let your senior management know that you've analyzed
the risks and have mitigation measures in place. Never make a
presentation where you simply provide options from which to select.
If you do, you may not get another invitation to make a presentation.
Keep your presentation simple and avoid adding meaningless
graphics, sounds or other ‘sizzle.’
Make a statement. Tell the truth. And keep it simple.
It is especially important to mention how your proposal will create
efficiencies or solve a logistical problem for the company. Even if it is
obvious, make sure you mention it.
No matter what the proposal, use definitive statements rather than
open-ended questions. Remember senior management looks to you
as the expert, so act like one. It may feel like you're telling them what
to do (and you probably are) but believe me they will respect you far
more than someone less direct.
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Negotiating Psychology
If you want to learn techniques that purport to give you the edge in
negotiation, you can select from a number of sources in the popular
press. There are seminars, videos and scores of books dedicated to
the subject of "winning" at negotiation. Some of these resources are
incredibly good. But consider this: if both sides have read the same
books and attended the same seminars, it follows that no real edge
exists--only better negotiators.
Based on the seminars you've attended and the books you've read,
do you feel you have a greater edge negotiating today than you did
five years ago? If you're honest, the answer is sometimes yes and
sometimes no. If you're really honest, the answer is that you have the
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edge only if you take it from the other party…and keep it. Just like a
chess player, the advantage comes from capitalizing on
the opponent's mistake or misjudgment.

Let's put this in the context of negotiating a real estate lease. I often
find that your best leverage in negotiation exists before you sit down
to discuss terms and conditions (i.e.: play chess with the Landlord).
Once you're actually negotiating a contract, you're limited to
incremental improvements to your position that has evolved from
the RFP to the LOI to the actual negotiation session. You're essentially
bartering and no matter how you slice it, the result feels suspiciously
like compromise...or stalemate! Before you select a particular office
building, owner, or location, consider adding some psychology to
your approach.
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Establish Rapport and Build Common Ground. Neuro-Linguistic
Programming is an esoteric subject and, if you're unfamiliar, you can
research more fully on the Internet or in classrooms. I was fortunate
enough to take a class on this subject a few years ago. Part of the
class was a study of communication with two themes that are
applicable to this discussion on negotiation: 1) The body says more
than the mouth and 2) People communicate in the manner they want
reflected back to them.
In a negotiation, the body says more than the mouth.
Learn to recognize the language the other party hears.
I encourage you to do some research on NLP and try incorporating
into your negotiations techniques such as pacing, leading, and
mirroring as well as communication styles such as auditory, visual, or
kinesthetic. When these techniques are used in face-to-face
communication, they are surprisingly effective. NLP lets you set the
stage for a productive negotiation but remember that while it is
important to appear open and friendly, don't lose sight of the goal.
Smile, be attentive, maintain good eye contact but negotiate as
though you're your life depended on it. This isn't a job interview.
Stay Physically Behind the Deal. Imagine that a transaction (or any
object of value being negotiated) can fit in the palm of your hand.
Now imagine yourself talking to a prospective owner about leasing
space in a particular office building. In your mental picture, where are
your hands? Are you holding the potential transaction out in front of
you or are you hiding it and playing 20 Questions?
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Believe it or not, how you visualized the transaction will actually
impact the way you communicate about it. Smart negotiators will
keep the transaction out in front of them because they know the
edge created by letting the other party make the first move.
Remember, as a corporate tenant at the very beginning of the lease
process, you have full and absolute control. Your goal should be to
maintain that control throughout the process. Don't give it up in the
early stages by failing to create competition for your business on the
part of various owners.
Stay emotionally detached. I don't know how many times my client's
reaction during a site visit has impacted creating the leverage I
needed to negotiate a good lease deal. Early in the process, coach
your user groups to feign disinterest in each and every space they
tour. Remind them to reserve open discussion for a private meeting
after the visits. Get and maintain the edge by making sure the other
parties never think they have you before they actually do.
There are many ways to stay emotionally detached. An odd,
yet interesting one that a colleague shared with me is to place calls
to owners only on their office line and only after normal business
hours. Then, when leaving a message, leave just a cell phone number.
You are sending the message that a) the transaction isn't important
enough to you to handle during normal business hours; b) you are
accessible; and c) the next move always belongs to the owner.
Yes, it might sound sneaky, but negotiation "by the book" is effective
only if the other party hasn't read the book.
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Move Up, Not Out!
When I started my career, my first corporate promotion moved me
into an entirely new area of the company. I went from a position as a
computer programmer in the information technology group of
Unocal to a planning analyst in Unocal's real estate division. It was
hardly a "next step." In my case, I felt sure the IT career path would
be narrower than any other option available.
Since it was my first promotion opportunity, I accepted it without
really thinking. I knew I just really wanted to get out of programming.
I took a leap of faith into an area where I had neither previous
experience nor any knowledge of what led to my being considered
for the position. Luckily, I found corporate real estate to my liking,
and it ended up becoming my career choice.
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The move also helped me develop a strategy that I've employed in
evaluating future promotions and their effects on my career. I had
the good fortune to be promoted five more times with that particular
company over my 9 years there. I even turned down one promotion
along the way. Here are some tips, based on my own experience, on
how to make solid career-advancement choices, especially if you're a
younger employee starting out on your career or a mid-career worker
evaluating options.

Talk to someone you trust...you!
The first person from whom to seek advice is yourself: Are you
prepared to take on the new role? Do you want it? How bad? Does it
feel right? How right does it feel? You must first be comfortable that
you are the right person for the job and that the job is the right fit for
you. After taking it under advisement and making your own personal
decision, begin to widen the circle to include others you trust. Start
with those who will also be impacted, such as a spouse or significant
other. Also talk to family, friends, and other business associates. Be
careful to treat it as a confidential issue; do not discuss it with those
who may be put off such as co-workers or subordinates.
Too often, people lose sight of the fact they are in control of their
career and career choices.
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Who or what is behind the promotion?
Is the promotion being offered to you because you are next in line or
have seniority, or is there a guiding hand, a mentor if you will,
creating the opportunity? Sometimes promotions resulting from the
need to fill a vacuum are not good opportunities. If you're filling a
vacated role, try to find out why the role is vacant. Was the person
fired? Did they resign? If so, why? Were they a scapegoat? If the
vacancy is legitimate, and if someone influential is recommending
you for the position, it usually means something good. Remember:
It's nice to have friends in high places.

What does the position entail?
Are you going to fill a defined role, or will you have the latitude to
create your own job description? A good promotion comes with an
evolving rather than static role. The more the position allows you to
be innovative, the better the position will be. Make a point of seeing
the job description and asking a lot of questions. In fact, try and have
the job description modified (or ask to help modify it) to include
initiatives that you would like to see through if you get the job. This
accomplishes two things. It lets you see the extent of the position's
value to the company, and it helps you understand the dynamics of
the role with its management. Compare the position's visibility to the
one you're currently in. Determine whether it is a lead or follow
position. Investigate the position's potential for making positive
change. Remember: Change is good but leading change is even
better.
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Where is the position located?
This may sound funny but if the promotion involves relocation,
determine if the new location is a good place to be unemployed in
the future. If the position is located in a business unit that may be
sold, spun off or downsized, consider whether or not you want to be
the new kid in town. It can be career suicide to accept a field position
and be away from the nerve center of the corporation. For some
companies, moving people around gives the company the ability to
promote star performers quietly and with little political fallout. At a
former firm, some workers were sent to the field as analysts only to
return as senior managers. Still, others were sent to field or regional
offices and let go soon after they were finished unpacking.
Remember: The last to hire is usually the first to fire.

What is the reporting and political environment?
Be wary of accepting a promotion to work for someone with whom
you clearly don't get along. If your new boss se ems OK, try to
understand how others--superiors as well as subordinates--view him
or her. If your new boss is well-liked and respected, there's a good
chance that you'll be protected by the politics of the position. If your
new boss tends to upset others or to get into trouble, be careful that
you are not used as a human shield or as a scapegoat for that person's
actions. I realize that this can be difficult to gauge since some
promotions or re-assignments involve a brand-new boss or location.
The next best strategy is to know where you can go or who can get
you out of a bad situation if you realize afterwards that it was a
mistake. Remember: Know your boss. Don't be judged guilty by
association.
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My advice to younger workers, especially millennials, is that the
coveted promotion can sometimes be a trap. In hindsight, I'm
thankful I turned down the promotion opportunity that I mentioned
earlier. It would have been a trap. I would have been working for an
ill-fated division in the California desert, miles from civilization. Soon
after I turned down the offer, the division laid off a large number of
workers. In my gut, I know I made the right choice to stay put.
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Feelin' Groovy? No? This might help...
There is a certain truth to Simon and Garfunkel's lyrics from the
59th Street Bridge Song:
"Slow down, you move too fast. You got to make the morning
last...just kicking down the cobblestones, looking for fun and
feelin' groovy!"
Unfortunately, for many of us, morning time is a frantic, chaotic
scene of alarm clocks, getting the kids ready for school, dealing
with traffic, managing calendars and appointments, and stressing
out about everything that remains unaccomplished from the
previous day, weekend, week, or month.
And yet, we continue to push ourselves harder believing that the
only way to keep up is to keep moving, faster and faster. ("One step
ahead of the shoeshine, two steps away from the county line. Just
trying to keep my customers satisfied." - Simon and Garfunkel).
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How strange then, when we discover one way to accomplish more
in life is to slow down. It is counterintuitive. It is uncomfortable. It
is risky. Or at least we think so.
Like many of you, I have lived a life of deadlines and focused a lot
of my work efforts on pleasing others. My other centeredness
came back to haunt me. So much so, that my health and well-being
took a hit.
I penned an article (you will find it in my first book, Quaere Verum:
Volume I) titled "When Everything is Urgent." In that article, I
wrote about ways to be more productive with your day, but I
neglected to talk about a new habit I've cultivated to keep my own
life in perspective — one that allows me to enjoy every day with
more energy and greater purpose. I wanted to share that with you
here in the first chapter of Quaere Verum: Volume II.
Now, several of my friends are into morning yoga, meditation or
have a daily appointment with weights or a treadmill. I support any
of these methods for health and fitness because I also have my
regular gym appointments. The challenge for me is making that trip
to the gym a daily habit. And, while the physical workout is great,
for me, the mental clutter and dissonance still exists afterwards
and is as messy as my gym locker.
But one simple thing I have begun to incorporate into my morning
and evening routine has worked best to allow me to get more done
and stay upbeat (and feeling groovy), despite everything life throws
at me.
I wake up early. My alarm is set for 5:05am every single day
including weekends. I get out of bed and brew an extra-large cup
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of coffee. I go over to the couch and sit. I grab a notepad and write
down something I want to accomplish immediately and is totally
unrelated to my work. It may be to read an article, maybe even
write one (like this one). It may be to step outside and take a
photograph of the birds in my bird feeder, or the squirrels, or the
rabbit usually found grazing below the feeder. It may be to send a
note to a friend. Whatever it is, it must be spontaneous and
something I can easily accomplish before 6am, or even before I
brew that second, extra-large cup of coffee.
This accomplishment, in the quiet of the early morning, reinforces
two things: a) it reminds me that I am separate from my work and,
b) it reminds me to celebrate success.
I get an amazing rush of energy having done this and, all of a
sudden, I can see my way clear to taking on the day. From there, I
make a list of things I want to (not will…but want to) accomplish
during the workday.
Then, late in the evening (another Paul Simon reference, by the
way), before I go to sleep, I spend the last half hour reflecting on
the one thing I accomplished during the workday and about which
I am most proud. I write down the accomplishment and why I am
especially proud of it.
I may have only completed 4 of the 20 items on the list, or I may
have tackled them all. It is not important how many things got
done. The important thing is that things came off my list and I
learned something from everything I accomplished. I want to
capture exactly what it was about my day that made me a better
person than I was the day before.
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Then having satisfied myself of my forward progression in life, I
express gratitude for the opportunity given to me by the
experiences of the day and I ask for another day so I can do it again.
I do this by quiet prayer. Even if you are not religious or spiritual,
gratitude is super easy to cultivate. Simply stop and say "thank you"
out loud. That’s it. No need for a ceremony.
At this point, the final verse of that Simon and Garfunkel song pops
into my head:
"I got no deeds to do. No promises to keep. I am dappled and
drowsy and ready to sleep. Let the morning time drop all its
petals on me. Life, I love you. All is groovy!"
It is a simple, yet effective exercise and one I highly recommend for
bookending your day. I would love to hear your experience and
how you tackle the "busyness" of life. Are you feelin' groovy?
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Specialize in Yourself
I recently refreshed my professional speaking bio and completed
some paperwork for a public speaking opportunity. On a form they
asked me to complete prior to the engagement, I puzzled over how
to fill in "specialty" because I have always considered myself a
generalist, sometimes zealously so.
In the corporate world, generalists can survive reorganizations and
take on new and exciting challenges. A generalist typically has
breadth of knowledge and experience as well as flexibility to adapt
to changing surroundings. Most generalists are less fearful of
change; they are usually resourceful and adept at the bob-andweave techniques necessary to avoid a corporation’s internal
political punches. Finally, generalists, especially those with a
consultative background, are often called upon to fulfill a variety of
roles, including involvement in corporate HR, PR, marketing, and
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sales initiatives. They are the ideal "go to" resources. That describes
me fairly well.
Over the past few weeks, I've come to realize that while it is fine
(and necessary) to be a generalist in practice, specialization is also
key when it comes to marketing and self-promotion -- you must
know what you do and do it better than anyone else. And as I have
subsequently discovered, one good way to specialize in yourself is
by creating and living by a personal marketing plan.
Fresh from just such an exercise, I offer the following suggestions,
but keep in mind that my personal process has been summarized
for this article format. My actual journey was much more detailed
and introspective. To get a more in-depth “how-to” tips and
techniques, I suggest you research some widely available books
and seminars on the subject.
The first step is to define your business "self." It is particularly
important to know your personal drivers and motivating factors. By
knowing what you want and how you wish to be perceived, you can
make progress in creating that identity. Begin by answering the
following questions:
"I want to be known as (the best/an expert) in _______________"
"People will mention my name when think of ________________"
"I'm really good at ______________________________________"
"_____________ is what differentiates me from others in my field.
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Next, refine your answers into a personal mission statement. This
serves as a roadmap. You can post your personal mission in your
office or as your screensaver -- anywhere you can regularly "check
in" to see if you are on track. Here is a generic example:
"To be recognized as the top personal coach and career
counselor in the Phoenix, AZ marketplace. To have instant
name recognition based on excellent community standing,
word-of-mouth referrals, 20 years of experience, and a growing
list of satisfied clients from the Fortune 500. To have an intense
focus on customer follow-up that sets me apart from my peers."
Two close friends of mine have careers that ended up vastly
different from their education, skill sets, and desires. It is not that
uncommon. However, for these particular individuals, I believe this
happened because they failed to self-promote. Although their
careers have been rewarding, in the absence of any self-promotion,
their management defined and labeled them as they saw fit. They
were promoted into new positions their management believed
would be best for them.
If you do not define yourself for your management, your
management will define you as they see you. How well do you think
that works in corporate America? Here is my personal example:
I was already in a leadership role in the company where the two
individuals referenced above worked. When their names would
come up in conversation amongst our management team, they
were never lauded for their leadership skills or business acumen.
Instead, they were described as "detail-oriented", "tech-savvy",
and "top-notch talent" that should “move up in place.” While these
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descriptors were technically accurate, they did not reflect these
individuals' actual goals or individual career aspirations.
Why the apparent disconnect? It is difficult to achieve your
personal goals if you do not communicate them appropriately.
Many people I met during my career tended to limit the discussion
of career goals to their yearly performance appraisals. How many
times did you re-visit last year's performance appraisal with your
boss? How about with the boss above your boss? How many
companies rely solely, if at all, on performance appraisals when
promoting from within?
Discussing your career goals with management should be a
continuous effort – formal during the annual review process, and
informal during day-to-day efforts on the job.
Do not rely on one-off opportunities for self-promotion. If you can
create a good personal mission statement and begin to promote
yourself as the embodiment of that mission, you will notice that
others will see you that way as well. You are broadcasting a
message to everyone you meet, every day. When was the last time
you took a close look at the message you are sending?
When you start living your personal mission statement, you will
actually begin to make conscious and unconscious modifications to
your image, your manner, and your approach. You will also align
your image to the career goals you want to promote and thereby
make it easier for others -- management and customers -- to think
of you as that person.
It is great to specialize in a function or have an area of expertise.
But it is much more important to specialize in yourself.
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Debunking CRE Outsourcing Myths
In uncertain economic times like these, corporate real estate
outsourcing can get a bad rap. When times are good, outsourcing is
considered an innovative way to create partnerships and streamline
processes. However, in challenging times, outsourcing is often seen
as the proverbial rug pulled out from under hard working, faithful
CRE employees.
I teach the Master of Corporate Real Estate (MCR) class in Real Estate
Outsourcing -- a course that's part of CoreNet Global's professional
development programs. In the program, we present the pros and
cons of CRE outsourcing and discuss how to create an RFP, evaluate,
and select service providers, structure contracts, and deploy
performance management and governance programs for a healthy
outsourcing relationship. Over the years, I have heard a few class
participants voice some strong anti-outsourcing sentiment, so I want
to take the opportunity to debunk a few CRE outsourcing myths.
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Myth #1: "Corporate real estate outsourcing has no real benefits; it
is corporate gamesmanship to jump on the company’s larger
outsourcing bandwagon. Companies should outsource only where
it makes sense – functions like payroll and human resources."
CRE outsourcing does provide tangible benefits, such as portfolio
cost-management, expanded resource and research capabilities,
process improvement and overhead reduction. However, I
understand this sentiment and it is often voiced when CRE
outsourcing is part of a company-wide cost-reduction initiative.
While CRE is not a "back-office" process in the truest sense, it does
share some of the same qualities that make HR, IT, and accounting
prime outsourcing candidates:
•
•

The function is not the company's core business
Service providers for these functions are extremely
competent; and
• The cost savings are immediately apparent
Myth #2: "We’ve been through this before. Most service providers
have no idea what we want and can’t grasp what we do.”
Many companies that have tried outsourcing and failed did not
undertake a preliminary needs analysis. Depending on the situation,
the right delivery model for your corporate real estate outsourcing
needs is decided by studying what functions to outsource and
evaluating the capabilities and alternatives available in the market.
Unless you have an exceptionally good handle on your own business
processes and shortcomings (and most CRE organizations do not),
you cannot define what you expect from an outsourcing. A needsanalysis can identify opportunities, and service providers are expert
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at taking a well-defined operation and creating incremental, yet farreaching improvements to your business. A good RFP consultant can
help create and validate the scope of services and design the RFP that
will serve as a road map to get you exactly where you need to go. As
Yogi Berra once quipped, "If you don't know where you're going, any
road will get you there." And at Verum Consulting, we like to say, "We
provide sound business strategies for the road ahead."
Myth #3: "Outsourcing is just a fancy word for layoff. We're a cost
center...that’s the real reason management is always threatening
to outsource this department.”
Sadly, this describes the reality behind public opinion on all kinds of
outsourcing initiatives, not just corporate real estate. However,
outsourcing today is vastly different than it was in the mid-1990s.
Today, CRE outsourcing is about creating partnerships and alliances - not division. If your management is using outsourcing as a threat,
then they are really missing the point.
Myth #4: "Service providers are all the same."
With all the mergers in the real estate service provider industry, this
is becoming truer, in a sense. But, regardless, service providers are
not all the same. They all do have the same intent -- that is, to provide
best-in-class real estate services to their clients and to help them
succeed. However, each provider approaches that goal differently
and with varying levels of success. Some try and help by taking over
all the tactical work across a number of services, allowing the client
to be more strategic and proactive. Others serve primarily as
strategic advisors and coordinate only the tactical work upon
request. Others want nothing but the opportunity to provide tenant
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representation or brokerage services and let you handle everything
else.
Again, if you have defined your requirements extensively (that is,
beyond one-off tenant representation and brokerage services), you
will clearly notice the differences between providers.
Myth #5: "We don’t need to outsource; we run the tightest CRE ship
in the industry.”
Not for long. The industry is maturing rapidly with technology, best
practices, and process improvement. I will join Yogi Berra with my
own stylized Berra-esque quote: "If you aren’t ahead of the game,
you’re not even in it."
By selecting the right service provider, you will have the latest
process-management tools, benchmarking studies, and performance
specifications in the industry. Just make sure you know what NOT to
outsource. Many of the myths of outsourcing were borne out of poor
decisions made during an outsourcing initiative. And overoutsourcing has been a severe deterrent to innovation.
Myth #6: "Service providers nickel-and-dime everything, and by the
time it’s over, outsourcing is actually costing us more than keeping
things in-house."
A good service provider will approach every engagement with a
service contract that clearly spells out the complete scope of services
-- including costs and resources. But it is imperative that both parties
agree on the contents of the agreement.
Remember, it’s always more expensive to buy a la carte, and in order
to take advantage of the economies of scale, you need to make sure
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everything you want or expect from the outsourcing relationship is
clearly spelled out in the contract. The real value is in asking for the
highest level of integration your provider has to offer -- and then
holding the service provider accountable to deliver it.
Myth # 7 - Control
Probably the biggest unspoken myth of outsourcing is that CRE
organizations will lose control of their operation. In fact, quite the
opposite is true. Control in the CRE function exists at the strategic
level. If your CRE team is not working with your customers in strategic
planning of their real estate, then you do not have any control to
begin with. So, what have you got to lose?
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CRE + Procurement = Success*
(*your mileage may vary)

An interesting and challenging shift has taken place in the RFP portion
of the outsourcing process. Instead of dealing directly with the
corporate real estate department, consultants and service providers
must also interface with the client’s internal procurement
department. It has become commonplace for the procurement team
to be involved (if not in the lead) in most real estate outsourcing
initiatives, and for the most part this has become less of a problem
over the past decade.
However, it remains an issue for both service providers and
outsourcing consultants when the corporate real estate
management team abdicates its role as it relates to outsourcing. In
fact, it can be downright confounding to be completely cut off from
the CRE group, especially when there has been a long-term, trusted
relationship in place for years. I understand that the decision whether
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or not to involve procurement in the outsourcing process may not
belong to the CRE director, however, the two groups can approach
outsourcing together in a unified approach that will serve the
company and preserve what has become a highly personal,
relationship-based association.
A unified approach to outsourcing between CRE and
Procurement sends a message that relationships matter.
Historically, the job of procurement has been to manage contracts
and purchase necessary goods and services for the corporation. But
when it comes to outsourcing corporate real estate services in
particular, I see a few problems with procurement-led initiatives.
First, some procurement groups still cannot buck the "compliance"
mindset. Many procurement professionals are accustomed to
soliciting and making decisions based on low-bid (rather than
qualifications-based) alternatives. However, when a price-only
measure-and-evaluation methodology is used, it usually has to
adhere to a specified standard or benchmark. This model is unwieldy
and lends itself better to commodity purchases.
Commodity goods (such as office supplies or other standard items)
can be purchased electronically with relatively little human
involvement. Moreover, this type of procurement does not require
much involvement by the business unit staff who are the happy
beneficiaries of a lower price on purchased goods. In this case, the
procurement department simply adheres to a quality/price guideline,
complies with a set of standards, and acts accordingly. Unfortunately,
this does not work for outsourcing professional services such as that
of a real estate service provider or a firm like mine that, ironically, is
being engaged to help the procurement process.
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Ironically, firms like mine are typically hired by the very
procurement departments that are wary of us.
Don't worry...we won't bite!
Even if your procurement department has overcome the compliance
mindset, procurement of specialty goods and/or professional
services requires its own specific set of guidelines. It asks for a greater
level of involvement with the business since people in each business
unit will have the required expertise needed for the purchase. This is
especially important in corporate real estate because these services
require a highly analytical methodology.
Outsourcing CRE services usually involves pre-qualification, RFQ/RFP
management, and ultimately, selection based on input from CRE
management. Once the CRE team has had a chance to provide its
input, procurement’s compliance team can contractually directly
manage the ongoing relationship. Any time you have a variable
application or flexible cost service requirement, you are wise to use
a qualification-based selection process. The good news is that
procurement departments realize this, and the level of collaboration
is higher than with commodity-based purchases.
The most troubling challenge for me is the incidence of inadequate
client-side collaboration in the procurement of consulting and
professional services. While you would expect this type of process to
have the greatest level of CRE involvement, in some cases the
opposite seems to be true. Granted, any service acquisition affecting
the entire company should allow for the involvement of
procurement, but CRE leaders should attempt to use procurement
mainly for pre-qualification. If they must be involved to a greater
extent, CRE should try to have them value the purely objective
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measures in the RFP responses but leave the final (and subjective)
decision to the CRE team. After all, CRE has to work on a day-to-day
basis with the service provider. If CRE cannot stay directly involved,
at least build the procurement group’s skill set in in professional
services. That is solved best by educating them.
A half-day training session on Real Estate Outsourcing principals
goes a long way to educate both CRE and Procurement teams in
setting realistic expectations.
Unfortunately, many CRE departments do not focus on education but
try and strong arm the process...with disastrous results -- especially
is both groups report to the same executive leader. Do not attempt
to disintermediate the procurement team. Instead, become their
advocate. Build a relationship – one that all parties will be happy with
come contract renewal time. To do this, you need to establish clear,
unambiguous roles and responsibilities up-front. You also need to be
realistic with the desired outcome(s).
When my team runs an RFP process, we explain to all parties that a
tried and true methodology should involve, at a minimum, the
opportunity for CRE to discuss directly with the service provider any
issues and questions; joint Procurement/CRE attendance at all faceto-face meetings with the service provider; and a final say on the
selection (as long as CRE and the service provider fulfill all the
requirements posed by procurement for process and qualification).
I fully understand the importance and relevance of the procurement
department in CRE outsourcing, but real estate is a relationship
business, and the service nature of the business depends on keeping
personal relationships, trust, and integrity intact. Neither of these are
commodities.
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The CRE Outsourcing Customer
Experience Model
Real estate outsourcing, (properly delivered), has benefits that
corporations of all sizes can enjoy. Much of my focus in my work with
clients has been on the parenthetical phrase above, “properly
delivered.” This delivery can be in the form of service provider
performance, or it can be in service providers matching the
marketing-speak to the actual service and of cost-savings.
But instead of being critical, let us shift gears and talk about what I
see some members of the real estate service provider community is
doing that is bringing customer experience front and center into their
outsourcing pursuits. This, to me is the embodiment of the “Third
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Force” – an old but still relevant concept from the 1992 Ferguson &
Morris book Computer Wars. How is that for an obscure reference?
When that book first came out, I was a computer programmer
working for Unocal Corporation in Los Angeles and writing database
applications for various internal departments of the company. One of
those departments happened to be the company’s real estate
division and, within a year, I had transferred into that group and
started my career in Corporate Real Estate.
But I digress. This book accurately predicted nimble, mid-sized
enterprises would take market share away from IBM which, at the
time, had missed its chance to capitalize on the burgeoning PC
market by missing the “P” in PC – that, ultimately, all business is
personal. The authors foretold how firms like IBM, if they remained
committed to mega-projects and mega-clients, would eventually
become commodities, and relegated to that niche business.
Interestingly, I think a similar trend is happening in the world of real
estate outsourcing. Not so much that larger firms are being relegated
to niche business but that they are more often looked at as a
commodity.
With the right marketing, and if service providers can show they offer
both high value and truly personalized service, they can:
•
•
•

Charge a premium price
Create a new kind of experience
Realize sustainable competitive advantages with services in
specific markets.
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All these advantages that are based on long-term interests of clients.
And these long-term interests can be transformed into long-lasting
relationships.
Today – few larger service providers would make this list though my
checks with certain colleagues in the industry seem to indicate that
they are working towards that end, and a few are applying guerilla
and niche marketing techniques to build and solidify their platform,
brand, and team. However, instead of charging a premium price, they
are competing on price. And the experience? Well, let’s just say I
know about their customer’s dissatisfaction firsthand.
What does that mean for the Corporate Real Estate manager looking
to outsource?
First, it makes the price issue stand out. As larger firms begin to
compete on price, they ultimately have to sacrifice quality. Smaller
firms can bring their senior resources to the pitch meeting and to
every single meeting after that. Larger firms will have to pull the old
bait and switch technique. They may not like to use or hear that term,
and they may be able to hold off doing it for a time, but ultimately,
they will be forced to bring in less experienced resources or will be
forced to raise their fees.
Second, the ability to differentiate among larger firms will boil down
to size which really is not a motivational factor if there is no
consistency. Already the industry push back among disaffected
clients of larger service providers is “so what?” After all, smaller
service providers already use the field professionals of larger
providers in markets where they do not have a presence.
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Finally, it creates a clear choice and in a new real estate consultancy
model, creating a new experience is the single best way to win and
retain business. In many cases, switching between larger providers is
(to use a colleague’s quote) “…the same wine in a different bottle.”
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Cost Savings, Then What?
Corporate Real Estate service providers can be an interesting bunch
to hang around. They are likable and friendly, but they are full of
contradictions. So, too, is their marketing information. One US-based
real estate services company website touts the firm’s ability to save
its clients between 10-15% in real estate costs. Further down on the
same page, the firm’s message is that they "focus on fulfilling longterm versus short-term needs...." Eventually, however, the ability to
create cost savings dwindles so cost savings alone is simply a shortterm solution.
If you approach clients with a message focused solely on cost savings,
you will soon hear a chorus of “What have you done for me lately?”
We have all been there and it is what keeps so many firms like Verum
Consulting in business. Eventually, the client is going to send out an
RFP and want to switch service providers. I feel no risk in drafting this
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article because I am always happy to share my ingredients for a
solution...just not my recipe! Here’s what I mean:
I envision cost savings like pulling back the power band on a slingshot
or enabling you to step on a car’s accelerator. It is the result of the
action that matters. Service providers simply have to do a better job
of communicating the business benefit of their cost savings.
Wait a minute, you say, cost savings is its own benefit! Well, yes, I will
agree but only insofar as you are focused on short term needs. But
corporate real estate clients today need real estate solutions that do
more for them than just lower costs. In the prior article, I mentioned
that corporate real estate outsourcing, properly delivered, is fast
becoming the norm in the industry. What does “properly delivered”
mean with respect to cost savings? In other words, what should cost
savings do for the client? Here are two important illustrations.
Cost savings should instill in the client a desire to plan better.
Perspective is everything, isn’t it? Tell me you have reduced my
operating expenses and I will ask you to do it again next year. If you
succeed, you are a hero (and so am I). If not, you are fired! However,
if you show me how better planning could make me a hero everyday
by keeping my real estate portfolio running lean and mean, I will hire
you for life. Remember, if I am a corporate real estate manager, my
main desire is to present a professional image and to earn the respect
of my superiors (increasingly, the C-Suite) for my pragmatism. I want
to hire a service provider as long they are efficient and make me look
smart. If you save me a lot of money, I may look smart for hiring you,
but it will also beg the question from my superiors of how I let the
costs get out of control in the first place. Not a good thing!
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Cost savings should accelerate business performance. Service
providers should be prepared to discuss cost savings in terms of the
freedom it gives clients and their businesses. Clients should feel
confident to take business risks knowing that the real estate
component of any new business venture is not adding a challenging
complexity to the decision if it needs to be retracted or if the client’s
business changes. No one understands this concept more than the
multitude of small, high-growth companies who, for years, created
more real estate capacity than they needed with a “build it and they
will come” mentality. The race against time between subleasing this
excess space and going broke drove many smaller businesses to the
ground over the past two decades.
Intuitive, you say? If so, then why do so many real estate service
providers and their websites continue to fail to make the connection
between a company’s real estate and its business performance? And
why do so many service providers tout cost savings for their clients?
I wonder if it is because they may well have helped create the cost
inflation for their clients in the first place. What’s your take?
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Measuring Corporate Real Estate
Performance
Corporate real estate departments go to great lengths to measure
performance. Every year around this time we revise last year's client
surveys, revisit key performance indicators, promise to use industry
benchmarks and struggle to define individual performance goals. But
performance measurement can be very subjective, especially if you
are relying on a client survey as your only means to measure
customer satisfaction. And if too much time has passed between the
project and the evaluation, your results will not reflect reality, only
someone's fuzzy recollection.
Individual performance measurement can be just as inexact.
Individual goals are usually discussed only twice a year--once when
created and again during the performance review. A lot can change
in that time period. Here are some hints for conducting successful
CRE performance reviews.
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Customer Service Does Not Equal Customer Satisfaction - If you use
questionnaires, it is easy to ask questions that equate customer
service with customer satisfaction. If you have made this mistake,
prepare to be surprised with the response.
Service is more a function of internal processes rather than external
feedback. Thus, CRE departments sometimes equate being lean and
efficient with providing their customers a high level of satisfaction.
To measure customer satisfaction, you must rely largely on the
business unit customer's perception, not your own. Ask your clients
if they perceive you as a service provider or as a partner. A customer's
satisfaction level can depend on the extent to which they feel part of
your team and the process.
Ask your customer if they would hire you if your department were an
outside firm. Ask if they would give you repeat business or refer you
to others.
It might be helpful to send out questionnaires at the end of individual
projects rather than at year-end. Most people cannot remember
what they had for breakfast, let alone details of a project that ended
six months ago. Make the questionnaires brief and ask only pertinent
questions such as: How happy was the customer with the project's
end result, the team, and the approach. What went right, what went
wrong and what could be handled differently?
Measure Customer Service in Terms of Your Internal Process - If you
want to measure customer service, do so in terms of quality. Is your
department on a par with the outside real estate consulting and
brokerage firms that provide CRE services? Is there anything your
department could or should be doing as a value-added service?
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Measure the efficiency of your processes. Are you loaded down with
bureaucratic internal processes or is your organization agile? Are you
focused on doing things right or doing the right things? An outside
consultant's best practices audit might serve you well in this
evaluation.
Evaluate Individual Performance as well as Goal Attainment - The
dilemma in creating individual performance goals in CRE is that you
have to make commitments even when the future is uncertain. In the
performance-review process, you have little choice but to measure
your performance against the goals you established.
To make it easier on yourself and your employees, try evaluating
performance within the context of a changing environment. Clients
can change their real estate requirement, and business units can be
downsized, merged, or sold. Management can make…well,
management decisions.
Consider what should happen to real estate performance goals when
there are factors out of your control. What if a property sale falls out
of escrow or there is a lawsuit?
To measure performance appropriately and fairly, I implement
different types of goals that are weighted appropriately: the
individual's stated goals, all-or-nothing goals, cost-reduction targets,
liability avoidance goals, continuing education, innovation, and
creativity and 360-degree feedback. Creating several types of goals
prevents reliance on a changing market. Midyear (or more frequent)
reviews may help both the manager and employee modify or adjust
goals accordingly.
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Measure Performance Improvement Year-Over-Year - Nearly all
human beings strive to better themselves. Take advantage of this
basic human desire and evaluate your employees on how much they
have progressed in their professional approach to their job.
Obviously, no employer wants an employee whose performance
degrades over time. But, if your organization supports a learning,
personal growth-oriented environment, you should see and be able
to measure (through peer reviews and other methods) your
employees' performance improvement in each successive evaluation
period.
Finally, know that CRE performance measurement is a shared
concern. Given the variables, there is no easy solution to the complex
problem of measuring employee performance in our industry.
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A Broker Package Can Save The Day
For the typical corporate real estate client, the task of managing a
real estate service-provider relationship can be overwhelming. Many
CRE managers feel a loss of control once the day-to-day service
delivery responsibility is turned over to the service provider. This
transition can be made easier if CRE organizations require their
service providers to implement a set of account-management tools.
Most service firms already have a set of tools that fit into every phase
of a client's project, from inception to closeout. For new account
transitions, I have found one of the easiest and most useful of these
is what I call the "broker package", although the components of such
a package can and do vary by company. And while it would not be fair
for me to specifically list all the components of the package I
recommend, at a minimum, it should contain the following:
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Clean Lines of Responsibility. One purpose of a broker package is to
define clearly which duties are the responsibility of the service
provider, the field broker, and the client. In typical cases, the broker's
duties include gathering local-market knowledge, market analysis
and reports and preparing marketing materials and other collateral.
For the service provider’s account team, the roles usually fall to
analysis of alternatives, timely reporting, overseeing negotiation with
sellers or building owners, coordination of document execution and
legal review. That and, of course, making sure their brokers are
upholding their responsibilities.
For the client, the role is typically to provide strategic direction and
oversight, secure necessary executive-management approvals, and
issue directives in the event of non-compliance or conflict of interest.
The Necessary Documents. A checklist often accompanies the broker
package, listing the documents contained in the package. The
package can contain letters of authorization for the broker; copies of
all existing lease documents (if applicable); standard RFP and LOI
templates; standard client-lease language or riders; and a standard
lease-abstract template. The goal is to give the field brokers all the
information they need to start, manage, and complete the project
while reducing back-and-forth communications typical of any new
project ramp-up. It also ensures future projects become systemized
since all new projects will use the same standard documents.
The Right Start. But perhaps the most important component of the
broker package is not a physical component at all. It is the creation of
an environment of trust between the service provider and the client
that ensures the client there is a process in place governing how the
field is engaged in a project and how progress is communicated. After
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all, what more does a CRE manager need than the assurance that his
or her service provider has matters well in hand?
A broker package can give a corporate real estate client assurance
that there is a consistent, centrally coordinated process in place to
handle their real estate-transaction requirements. It sets the stage to
clarify roles and responsibilities, open lines of communication,
establish protocols for dispute resolution and give the client the
assurance that the project is in control. The process itself is flexible
enough to be modified in the event local customs or practices,
market conditions or other unusual issues dictate but, for the most
part, the package is universally applicable.
When interviewing candidate firms for real estate outsourcing, I
always ask to see a sample of their broker package (or whatever they
happen to call it) in their response to the RFP. What you see from the
provider up front will give you an idea of how well-managed the
process will be down the road.
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CRE Statistics are 64% boring and 36%
meaningless
Statistics in corporate real estate service provider presentations do
not carry the punch they once did. After sitting through over two
decades of real estate service provider presentations (both as a
service provider, a potential client, and now as an outsourcing
consultant), I find discussions of a service provider’s size, strength
and leadership position are meaningless and boring. My clients feel
the same way: They say, “Tell me something I don't know!”; “Don't
give me facts about you when I need solutions about me!”; and my
favorite, “Could we wrap this up? I’m late to a dentist appointment!”
If you are a service provider, it is likely that your reputation got you
in the door in the first place. So why bother making a moot point?
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Statistics are not inherently bad, but they should not dominate the
service provider’s presentation. Moreover, service providers need
not use statistics unless they plan to address exactly what that
particular statistic means for the client. It becomes too easy to miss
the point--the emotional aspect of the presentation or sales pitch. It
does not take a client nodding off during your presentation to tell you
that you are not making the right impact. Sometimes the clues are
much more subtle.
Let the client get behind the wheel. Consider for a moment the carbuying experience. While you might decide on a certain make or
model based on statistics such as safety, fuel efficiency, warranty,
price and features, your actual decision is made when you get behind
the wheel and experience the drive itself. It is this experience that
shapes your decision more than any other. Few people I know will
buy a car from a catalog.
Similarly, when evaluating a corporate real estate outsourcing
solution, it is not difficult to determine the right players are for a
client’s desired scope of work. In most cases, the short list of solution
providers is quite narrow. The factor that should actually separate
the competing firms is whether or not they can make a prospective
client feel comfortable behind the wheel. If you are a CRE leader
considering hiring a real estate service provider, here are three things
to look for and what to ask yourself during the selection process and
prior to issuing the RFP:
Who's the Boss? During the pre-RFP meetings and presentations, you
should sense that the scales are tipped firmly in your favor and that
you, the client, are the one in control. The service providers should
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treat you and your staff with appropriate respect and deference. Too
often, service providers give off a know-it-all attitude during their
presentations. Granted, these are usually highly intelligent people
with innovative ideas and perspectives on solving your problems, but
the fact remains that empathy and a service-oriented attitude wins
more business than a speech can.
Where's the Beef? Back in my dot-com days, we used to sell
“vaporware,” slang for software that presents well but may or may
not exist in the manner presented. It may need to be tested and
debugged, or it may still be early in development. Our demos were
top-notch, impressive, and slick but the product was vaporware. As I
often say, we were lucky we ran out of money before we had a
customer…the lawsuit would have put us out of business. The point
here is this: ask the various service providers to provide real-world
case studies and examples of true innovation and creativity and tell
them you want references that you can call, or even better yet, meet
in person. Good real estate service companies can prove their mettle.
If you feel that you are being sold vaporware, you probably are…I
should know.
How ‘bout Them Red Sox? It might seem like idle chatter and small
talk but there is no better way to gain an understanding of each
other's issues and concerns than to build trust and have regular and
frequent conversations. Even if the topic is light and lighthearted,
keep the lines of communication open. It will lead to more
meaningful discussions and disclosure of deeper issues, especially if
you bring in a consultant that specializes in creating better
relationships between clients and their service providers.
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Build rapport early and maintain a consistent level of client
engagement. If you bring in a good outsourcing consulting team, at
the end of the RFP/selection process, the vetting process will be
thorough and the only question remaining will be whether you are
comfortable spending the day (or the next 5 years) with the people
making up the proposed service provider team. If the group is all
work and no play, you may become a dull organization indeed. In any
event, your gut is always a good judge of character. If you don't get
the warm-and-fuzzies, keep looking.
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Practice Makes Perfect with Best
Practices
Imagine that your favorite Hollywood movie star just won an Oscar
for Best Actor in a leading role. Would you expect this actor to stop
performing because he or she has been voted “the best”? Hardly.
They are well aware there will be a new crop of actors vying for the
same title next year. Moreover, they know their loyal fans are
awaiting their next role and expecting it to be even better. So, they
continue to hone their craft, improving the nuances of acting.
So, too, if you want to be a corporate real estate star with best
practices. Best Practices are good only as long as they are done well,
used frequently, and improved upon continuously. In my experience,
no single real estate service provider has it right when it comes to
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best practices. And even those who have incorporated best practices
in some area of their business cannot etch those practices in stone.
Some corporate real estate managers think that best practices apply
only to the specific process for acquisition/disposition or
management of real estate and are confused about how to
implement an overall best-practices program in their shop. Their
question is: if the process is working well--how can it be improved?
And why should it?
To answer this question, take a look at the supporting functions in
the real estate department and how they interrelate with the
department's core function. Here are just a few of the areas in which
best practices can be incorporated in your CRE organization:
Knowledge Management. What is your CRE department doing to
ensure that institutional knowledge remains in the organization
regardless of employee turnover? How are you using this knowledge
to gain a competitive advantage? Is there a formal learning-review
process after the conclusion of every major real estate project?
Workflow Mapping. How aware are you of the steps involved in your
organization’s day- to-day operations? Do they exist in written form?
Do these steps make logical sense? Are they free from redundancies
and do they allow for flexibility? Are these steps mirrored in your
transaction-management system?
Continuous Process Improvement. What steps have you taken to
avoid the trap of complacency in your business process? How are
suggested improvements handled? Is there a free flow of ideas?
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Technology Integration. To what extent does technology add to the
department’s productivity. Is there someone in the organization
responsible for addressing new technology? Do your CRE technology
systems communicate with accounting, facilities, etc.?
Metrics and Measurement. What does success in your organization
look like? Can you measure it? What are some of the tools for
measuring employee performance? Are these measurements the
same year after year, or do they vary?
Mentoring/Coaching. How are younger, less experienced employees
brought up in your organization? Do you have a formal succession
plan?
Customer Satisfaction. How do your internal customers rate your
performance on supporting their real estate requirements? How
much time do you spend (after completing a project) obtaining
feedback from your customers? And what is the process?
The above list is by no means exhaustive, but if you start to
investigate these processes as a group, chances are you will begin to
see the opportunities for improvement in your acquisition and
disposition workflow and management of real estate as well. In fact,
once you begin this process of introspection, you will realize the
connections between these areas is where the greatest opportunity
for improvement lies. Whether or not their role landed them an
Oscar, a good Hollywood actor looks at every aspect of their
performance in an effort to improve.
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I often use a list of best-practice elements I have formalized over the
years when transitioning new client accounts. I want to make sure I
give my clients the benefit of the best practices that have been
developed with other corporate clients. There are currently more
than 100 best practices elements on my list - and the list grows and
evolves every year. But, just like the best practice categories in the
article above, the final list I use depends on my client’s specific
environment and needs. If your service provider thinks all best
practices are the same or there is a formulaic approach to
implementation, they are indeed a bad actor.
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Keeping Project Scope in Check
You have probably been on one. Maybe you have even been at the
controls of one. The question is: Were you able to get off in time? I
am speaking of the runaway train called scope creep. Whether it is
the client or the service provider, scope creep is difficult to manage.
For the client, scope usually gets out of control when no one is
watching the budget. For service providers, scope creep can be a
result of the client’s changing business needs. Either way, it is best to
know who is driving the train--and who should be.
Plan Your Work. The single largest contributor to scope creep is the
lack of a good plan. Unfortunately, most people realize this only in
hindsight.
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In the zeal to start tenant improvements, many clients opt for the
plan-as-you-go method. Other client teams are poorly designed with
no single point of accountability. Because so many so-called client
teams are really committees, decisions are last-minute and without
contingency planning. Sometimes a commitment is made by the
service provider to the client before the project is even underway,
and the service provider has to cut corners to live up to the promises
they made.
In the outsourcing business, the plan is analogous to the service
contract. Anything and everything not contained in the contract is
subject to negotiation or, worse yet, the client's interpretation. If a
contract is silent on a particular service, does that mean that the
service is included or excluded? Good question! Perhaps the contract
itself should state explicitly that nothing is included unless expressly
provided for in writing. In each of the above instances, a realistic plan
(or contract) and a well-organized project team on both sides of the
project would have prevented the project scope from going out of
control.
Identify Your Goal. For both parties, I recommend visualizing the
project from start to finish and gaining consensus on how the end
result should look and feel. Make sure all the members of the team
have bought in to the project and especially understand their specific
role. Not sure? Try asking. It is amazing to me how many leaders
assume their team has accepted or agreed to a plan only to realize
otherwise at some critical milestone in the project.
It is wise to continue to check in with your project team regularly (by
listening, not talking) to verify that they still understand where the
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project is going and how to get there. Some managers are good at
listening when the project is kicking off but then shut down the
feedback mechanism once the project is underway.
The Budget Issue. The second largest concern in managing project
scope is budget. Often, managers feel overconfident about their
budgets' adequacy and sufficiency to handle overages. In fact, you
may not even know you are helping create the environment for scope
creep because the changes start out innocently. But once that door
is opened and you are willing to make a change "…just this once", the
project's scope can spiral out of control.
Soon you will find yourself on the trailing end trying to jockey the
budget on to justify the cost overruns on the leading end. Or, if you're
the outsourced provider, the freebies you gave away in order to
create good will can destroy the ability to develop the revenuegenerating services you sought in the first place.
Work Your Plan. Generally, scope creep should be controllable
especially if you are meticulous about planning, gaining consensus,
budgeting, and project management. However, if you find that you
still cannot stop the runaway train without derailing the project, it is
better just to ride out the project experience without burning any
valuable relationships. Even a bad corporate real estate project will
eventually end. You should try to use the experience to your benefit
because there will be another train coming along in six minutes.
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A New Definition of Value
I was in Chicago teaching a CoreNet Global class in Real Estate
Outsourcing. Eavesdropping my way around the room during one of
the class breakout sessions, I learned that corporate real estate
professionals are still looking for the Holy Grail when it comes to
serving their internal customers better.
Today's CRE manager knows well that he or she must cultivate
internal relationships. During the class, I spoke with several students
(employees of both end users and service providers) that have made
great strides in this area. But, while relationships are getting better,
what is missing according to the class participants is a change of
mindset. The consensus is more needs to be done to erase the divide
that separates the corporate real estate department and their
internal customer.
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Effective delivery of corporate real estate services, whether by an inhouse team or a service provider, involves a transformation of
mindset to achieve success. As CRE evolves from being reactive to
more responsive and as service providers move from being tactical to
strategic, at Verum Consulting, we find the greatest need for both
groups is to focus on improving the relationship with the ultimate
benefactor of the work -- the client’s internal customer.
Do not forget that the client's internal customer is also a customer.
I asked a select group of service providers their perception of how (or
whether) their clients had improved internal customer relationships
since hiring their respective service provider firms. Successful
approaches generally came through organization, process, webbased applications, and compensation and delivery models.
The options in my informal survey were:
1. YES. My client has moved from a “task manager” to a “business
partner” relationship with their internal customer using one or more
of these successful approaches to building relationships.
2. SORT OF. My client has made or continues to make progress
getting entrenched with the end-user's business and strategy, but the
client cannot seem to let go of the deal-maker mentality.
3. NO. My client would not recognize good end-user customer
relationship management if it walked up and bit them.
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I heard a lot of “Number Two.” On one hand, it was frustrating for me
to hear that many service providers had not cracked the code –
especially because I believe this is where service providers can help
clients the most. Their objectivity and their subject matter expertise
about client relationships can save the day. The problem is that most
service providers have not made the resource investment into hiring
change management practitioners. They need to bring in people that
can change the client dynamic from a control-oriented environment
toward a collaborative mindset where achieving a common purpose
is the overriding goal. And this means people must shift from an "I"
mentality to a "We" mentality.
Language is important: If the client says "Vendor" versus "Partner",
it reflects the underlying sentiment about the relationship.
Thankfully, some forward-thinking service providers have decided
that they cannot provide the level of attention their clients demand
strictly on their own and have decided to work with one or more
consulting partners to help. Some corporate real estate clients have
likewise used outside consultants to help them keep their real estate
teams in-house and intact by providing training and then shifting
their people to a CRM role. These companies have develope d, built,
and managed a set of capability-focused relationships that allow
them to collaborate innovatively with their customers.
Any organization with the flexibility and adaptability to transform an
evolving strategic vision rapidly into concrete and appropriate action
has a powerful competitive advantage. In our consulting work at
Verum, we are working with clients (and certain service providers)
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along a number of dimensions to ensure they have recognition as a
strategic business partner to their internal customer and their clients.
Our services allow corporate real estate to replace all or a portion of
what a traditional in-house real estate manager would do, and this
approach is not without some conflict: On one hand, a commandand-control mindset can stifle innovation, creativity, and individual
responsibility. On the other hand, the wrong level of outsourcing (too
much or too little) can set up a supplier-vendor or commodity
mindset. To combat this, we focus on a best-practices accountmanagement approach that we believe renders partnermanagement a moot point.
The appropriate level of outsourcing requires objectivity and a deep
understanding of the client's corporate culture.
The greater the level of outsourcing, the less command-and-control
is necessary, and outsourcing gives greater flexibility for the client to
pursue relationship-management and strategy. This model allows
CRE to ask, “what is possible?” rather than “what is the problem?”
and allows CRE to employ action over analysis. In short, it helps
change the mindset that CRE is a collaborator rather than an
adversary.
It also puts CRE into a leadership role or at the very minimum a
partner role with its client and creates a new, neo-classic definition
of value.
Obviously, there have been successes and there have been
challenges for corporate real estate in becoming more customer
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intimate. If you are a CRE, you are no doubt aware that these models
are evolving. Whether you use in-house or third-party resources, an
increasing number of companies are starting to realize that they need
to define value-add from the client's perspective in addition to the
classic business definition of value. That means using all the
resources and techniques available to build those relationships.
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The Incredible Disappearing Loyalty
Trick
Significant, parallel, and somewhat confusing change is taking place
in the corporate real estate industry and the economy at large and
these factors are affecting the real estate outsourcing business. Key
among these issues is worker loyalty. We are all aware that the
human growth process begins at the cellular level. Aging and decline
begin at the cellular level. Moreover, diseases such as cancer take
hold at the cellular level -- especially during stages such as aging and
decline. The reason I am making these biological references is that I
believe employee loyalty has eroded over the past 20 years for these
very same reasons. Loyalty to me is and has always been a function
of what is taking place at the most basic, or "cellular" level in the
organization. How then, to boost worker loyalty?
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Think Short-Term Locally, Act Long-Term Globally. The root cause of
eroding employee loyalty lies in planning. The planning cycles for
most corporations have been accelerated down below five years and,
in most cases, two years or less. Obviously, the rate of change in a
competitive, globally expanding environment coupled with a myopic
shareholder-value focus validates this short-term thinking. But as
cycles got shorter, so did the tenure of many would-be loyal
employees. The reason is that the company lost focus of the
employees in favor of Wall Street investors. But ask yourself: Does
only one of these groups qualify as a stakeholder?
Now, I am not arguing against shorter planning cycles. What I am
advocating is that these cycles should be considered and packaged as
intermediate steps in a long-range plan, and employees should be
wedded to that plan. If your employees cannot see past the next
cycle, they are not apt to stick around a whole lot longer than that.
Treat Individual Cells Like Organs. Management does not make the
wheels turn; it can only navigate. The hardworking employees turn
the wheels and thus must be considered the most valuable asset in
the company. Many of today's CEOs are celebrities rather than
leaders, spokespeople rather than representatives. In the post-Enron
world, it leaves one to wonder if anything they say is true. But truth
resides at the staff level. If employees are treated like owners, if what
they say and do is rewarded and revered, then the system works.
Give them a function, a purpose, a name, and they will rise to the
occasion. Treat them like just another cell, with function and purpose
but no significance, and they are apt to succumb to cancer. And in
this case, the cancer is one that destroys loyalty.
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Do Not Disturb...I Mean, Yes, Please Disturb the Resident. In the
Wizard of Oz (one of my favorite movies), the qualities each character
wanted to possess were already resident within. Similarly, I think that
most employees have an innate yearning to be loyal because deep
down they are loyal; they just do not know it. But I think an
opportunity exists to embed the desire to be loyal in the least of
these. The solution is simple: make it part of your company's vision.
Top vision statement on my personal list? “To create an environment
that attracts and retains the best talent in the industry.” Draft it, craft
it, then live it.
Do I Contradict Myself? Very Well, Then. The declining loyalty issue
plays into my consulting narrative because employee turnover,
declining performance and loss of focus are key factors in many
corporate real estate outsourcing decisions. However, you would
think that I would be ambivalent on the loss of company loyalty
because it often inures to the benefit of the service provider.
To be frank, it is a double-edged sword. Which service provider wants
to take on an account where the client cannot keep its organization
together? And what service provider wants to install a new account
manager every six months? The ideal situation is when my client's
employees, loyal to their company, integrate well with the service
provider team, loyal to theirs. Only then will both teams be healthy
and "cancer-free."
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Benchmarking Time
I am repeatedly asked by my clients and prospects to provide my
opinion on the latest benchmarking studies and other comparative
real estate data. I tell them I often wonder exactly what factors
ensure the quality and validity of whatever metric is being
benchmarked. If poorly constructed, a benchmarking study runs the
risk of creating its own rules to justify its goals or purpose.
For instance, if your industry is rife with poor space-planning in the
midst of exponential growth, your leadership may well feel their 400sf office is "a bit snug", and you may actually have the historical
"data" to back it up.
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The counterargument exists for those companies trying to justify
shrinking executive space for no other reason than reliance on some
benchmark study that created a metric impossible to match. You can
coin a word like densification, but it still feels like a loss.
Remember that good benchmarks must enhance company
performance, facilitate learning AND lower costs. These are not
mutually exclusive. But in the world of wanton corporate costcutting, many companies are accomplishing only the latter, and that
at an enormous price.
Good benchmarks must enhance company performance, facilitate
learning AND lower costs.
So, here are a few considerations for the next time you request or
receive a benchmarking study that has you either sighing with relief
or gasping for air:
1) Many benchmarking studies will target an industry but will not
always address company culture within the industry.
The data from this type of study is quite valid but there is still a risk
component if you rely too heavily on the results. For example, if
Company A has a highly mobile workforce, incorporating hoteling, for
instance, and is compared to Company B with its traditional private
office/open space layout, the benchmarks will be incongruent,
although both firms may be in the same industry. They may even be
equally successful. Take for example the comparison of a longstanding pharmaceutical company like Pfizer with any of a number of
burgeoning pharmaceutical start-ups.

www.verumconsulting.com

PAGE 159

Quaere Verum

Vik Bangia

2) It is easy to forget that a benchmarking study is a snapshot in
time that commits static numbers to a dynamic business.
Hopefully, any company that orders and relies on a corporate real
estate benchmarking study understands that the companies cited in
the report likely have moved well beyond the data shown. You are,
in essence, comparing yourself to a historical benchmark the minute
you receive a benchmarking study. Ask yourself exactly how valid is a
plan that measures against data when only one company involved in
the plan is operating in real time.
Keep in mind that a benchmarking report is a snapshot in time...and
possibly obsolete the minute it is published.
3) A self-analysis and improvement plan for benchmarks taken
from your own historical company data is a worthwhile
initiative.
However, without any external information, the results can be
erroneously interpreted as being best-in-class. Actually, they are
best-in-class...but the class is ridiculously small. While it is easy to
reward performance against an internally created goal, say reduction
of employees per square foot, the effect may be lost when making
comparisons to the external environment. Nevertheless, striving to
meet both internal and external targets is a good idea, especially in
reporting to management on a change management initiative.
4) Improvement in the performance of your process or, better
put, your ability to execute your process resulting from better
collection of data, is both an extremely difficult and extremely
valuable concept.
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What if you could chart actual progress along the following lines and
tie them back to your corporate real estate strategy? Company
factors such as: competitive gains in terms of cost reduction;
competitive gains in terms of the efficiency of your distribution
network; gains in balance sheet strength; and improvement in
workforce productivity. Historically, these measures have been a
stretch for most CRE departments to accomplish. However,
advancements in technology can now marry operational
performance and real estate decision-making.
Then again, if this is not appealing to you, I guess you can still attempt
to cut costs by reducing the boss' cubicle size. Good luck with that!
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Looking for a Few Good RFPs
As a consultant, I advise clients on the real estate service provider
engagement process, and I design Requests for Proposal (RFPs) for
multi-market real estate outsourcing services. Some clients request
single services such as transaction management and others seek
integrated services that encompass transaction management plus
facilities management, project management, lease administration
workplace strategy and strategic consulting. I have seen a few good
RFPs and some bad--really bad--RFPs.
I am always excited about the opportunity to do this type of work
because I can help clients build an awareness of the pitfalls of the RFP
process, something that will stay with them in the future. Here are
some guidelines to consider when you are thinking of issuing an RFP
for real estate-related services.

1) A good RFP does not start with an RFP; it starts with a good
scope of services.
It is relatively easy to find a sample RFP document on-line or get one
from a real estate colleague and blindly slap your own logo on it.
However, it is painfully apparent to service providers when this has
been done. Often, service providers are forced to provide what they
consider an uneven response to a client's poorly constructed RFP. I
remember seeing one interesting question that asked if the service
provider would indemnify the client company in case their real estate
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transaction managers spilled “hazardous materials” or caused an
environmental release. To this day I wonder if that included spilling
coffee or dropping a toner cartridge.
Much like the typical RFP sent to building owners during a leaseacquisition project, an RFP for integrated real estate services should
anticipate the contract that will undergird the relationship. Questions
should state clearly whether the service provider will agree to
providing services (i.e.: check yes or no) and how those services will
be compensated. If this is not handled explicitly in the RFP, contract
negotiations with the selected provider will suffer.
An RFP should be as close to an LOI as possible. Otherwise, the
perception is 'bait and switch' - something that is not really pleasant
for either side to experience.
2) A good RFP contains a realistic schedule.
Too many RFPs that CRE’s send to service providers do not give the
service provider team enough time to respond. All too often, the
client ends up granting an extension to the entire field of RFP
respondents because they all face the same dilemma. Each service
provider needs ample time to respond and similarly, the client needs
ample time to review and analyze responses and make decisions.
When I work with clients to prepare an RFP, I provide both siders
realistic schedules and timeframes. Clients are usually surprised by
how quickly the time passes.
If you think you have an ideal RFP schedule nailed down, add a few
weeks. You can thank me later.
3) A good RFP is not best served by using an eProcurement site.
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Suffice to say that eProcurement sites do not allow the service
provider to demonstrate creativity. Instead, they focus on adhering
to space and size limitations of the site instead of formulating and
communicating an appropriate response. It also takes the human
element out of the equation. Unless you are looking specifically for a
commodity-oriented product or service, my advice is to stick with a
more personal approach…one that I can gladly help structure.
Do you hate filling out forms? Then why turn your RFP process into a
giant one?
4) A good RFP allows an apples-to-apples comparison of service
providers.
When I help clients prepare an RFP, I offer them use of a detailed
matrix from which to evaluate all providers. The questions are multidimensional, both objective and subjective, and geared away from
purely price-oriented elimination typical of the procurement process.
Apples to apples still allows for variety.
5) A good RFP will narrow the potential providers down to a short
list, ideally to just two.
If your RFP is written well, and responses are analyzed properly, you
will end up with two providers: The one you really want and the one
who had some innovative ideas and could do a good job if hired.
Rarely does the third or fourth on the list come from behind to win
the business. And rarely should you keep a “dark horse” provider
alive if you know that there is a large gap between second and third
place. It is not respectful to either the client or the providers unless
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you plan to issue a second round of follow-up questions applicable to
all parties.
Be respectful of the service providers bidding for your business. If
they do not have a legitimate chance to win, do them a favor and
eliminate them early.
Obviously, I cannot disclose my exact process of building an RFP here,
but feel free to contact me if you want more information. Simply put,
if you are interested in outsourcing your real estate, you better know
what you want; otherwise, you will get what you get. Yogi Berra could
not have said it better.
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Corporate Real Estate IS Rocket Science!
My favorite overused phrase in Corporate Real Estate is the term
“rocket science.” Used to describe everything from supply chain to
communication skills, the phrase is echoed at nearly every client
meeting, educational session, keynote, or industry event I attend.
Even more amusing is hearing someone double up on the vernacular
by saying something like: “Bottom line, it’s not rocket science,” or “At
the end of the day, it’s not rocket science.” Corporate Buzzword
Bingo, anyone?
On a recent weather-delayed trip home to Minneapolis, I got to
thinking, what if Corporate Real Estate really was rocket science? Or
better yet, was there a way I could describe the Corporate Real Estate
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services business as rocket science? I wanted to have an impressive
and witty comeback the next time I heard the phrase at an industry
event. So, considering the flight delay, I pulled up a chair at the
airport lounge, ordered an Old Fashioned, and decided to build a
Corporate Services rocket.
A rocket needs a propellant. I would describe propellants in
corporate services as the strategies that service providers must
employ for success. They may be solid attributes, meaning that are
deeply rooted in the client’s business strategy. They may also be
liquid attributes, meaning they are flexible and adaptive to changes
in that strategy. In either case, for my model rocket, there is no onesize-fits-all strategy. Your rocket must be custom built for each client.
OK, I thought…maybe I am on to something. So, as they called
another delay to my flight, I ordered a second Old Fashioned (to
increase my flexibility and adaptability) at the airport lounge.
Rockets need thrust. It is fine to design and deploy the right strategy,
but service providers must demonstrate immediacy and urgency of
action. Thrust refers to that sense of urgency. Service also providers
need to be about risk and reward and the message is clear – both are
time sensitive. Corporate Real Estate managers must understand the
repercussions of moving too slowly – market ramifications, interest
rate effects and human resource impacts. Service providers should
understand the ramifications and help accelerate the corporate
services rocket by better decision support systems and market
research.
Rockets Need Balance. Finally, a corporate services rocket must find
the right weight balance to maintain orbit. In Corporate Real Estate
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terms, weight could be described as staffing/workload balance, the
equilibrium between process and bureaucracy, and the proper
integration of a service provider.
I would venture to say that any good service provider will take the
propellant or fuel produced by a client’s well-constructed real estate
strategy and add the necessary oxidant or catalyst necessary to
execute that strategy, no matter the balance. However, to really take
off, the client would be well-advised to engage a consulting firm like
Verum Consulting to help validate and test the proposed real estate
strategy and help establish the right balance of the above elements
before execution.
If you are looking to launch an initiative for your Corporate Real
Estate department, consider lightening the payload, balancing the
weight, increase the sense of immediacy, and selecting a real estate
service provider that will serve as an oxidizer or catalyst – one that
best understands how to align real estate needs to improve business
performance. In other words, a rocket scientist.
I believe it is the dawn of an era of balancing risk and reward in
engaging corporate real estate services. The question is, do you want
a rocket or a zeppelin?
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Don’t Make CRE Performance
Management Punitive!
Creating an ideal structure for today's performance-based real estate
service provider contracts is complex. To understand the situation
many corporate real estate and corporate procurement departments
find themselves in today, it is helpful to look at the evolution of
procurement's role in corporate real estate over the past 30 years.
When outsourcing of real estate services took hold in the mid-1990s,
my company's performance management and resulting metrics were
evaluated using one of three options: "success", "fail" or "deferred."
That way, as the client, if I decided to make changes to the goals, the
service provider was off the hook. This also mirrored the way many
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other corporate performance programs were designed as well. After
all, no employee should be penalized if the company decided to
change direction....and for the most part, in the Fortune 500 world of
the mid-90's, slow and steady was the pace.
As most of us painfully recall, the mid-1990s also brought a rapid
change as technology, email, the internet and a spate of mergers and
acquisitions took hold. Suddenly, goal setting inside corporations
became problematic as, more often than not, management was
checking the "deferred" box during annual performance reviews
given the rapid rate of change.
Corporate HR organizations responded with pay-for-performance
schemes designed to contain several triggering events to keep
employees motivated. You may remember programs such as this:
If the company achieved its target for net income, the first trigger was
hit and activated a significant portion of the bonus pool.
Then if your division achieved its numbers, a second trigger was hit
unlocking the bonus pool that combined the corporate and divisional
bonus (also a reasonably significant portion).
From there, bonus continued to funnel down: business unit,
departmental, workgroup, and ultimately to the individual.
Beyond the divisional goals, bonus amounts and percentages may
have been levered depending on where you sat in the organization.
Core Business functions usually got more, back office or shared
services roles, usually less. This led to an overwhelming
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administrative burden as well as claims of "sandbagging" and other
bad behaviors.
For corporate real estate service providers, however, there was a
disconnect - after all, despite the broader application of real estate
services, the specific performance role of these players was firmly
inside a departmental unit (i.e.: corporate real estate). Why should
the real estate service provider's incentive have anything to do with
the company's net income targets? After all, they were not company
employees...and they were performing! And for the corporate real
estate department, things were about to change as well.
Enter the procurement department... (cue the theme from "Jaws")

When procurement entered the picture, the trend was to put the
service provider's fees at risk tied specifically to the corporate real
estate department's goals. The only way that procurement knew how
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to do this was to use a commodity model and base the goal on one
component and one component only...price.
This is itself is not bad in concept and has stood the test of time but,
in practice, it initially served as a huge disincentive. Throughout the
remainder of the 1990s, corporate real estate departments became
obsessed with cost control and procurement departments started to
look at measurement as a way to criticize the overall pricing structure
of real estate outsourcing contracts. Plus, the only direction this went
was down. There was no upside potential for outperformance. That
set up many service providers to fail. Rather, it set up a short-term
mindset that resulted in service provider contracts having to go
through a more frequent re-bidding process which, in turn set up
service providers to fail.
The decrease in service provider morale led to a tendency to give up
if success was an "all or nothing" proposition. At the time, I worked
for CBRE and authored a critical article called "Amateur
Procurement." Thankfully, most procurement departments have
matured since I wrote that article and a few have actually forgiven
me!
Today, I prefer a balanced scorecard approach so the outsource
provider can "fail with dignity" but also allows both parties to course
correct in mid-stream and continue on, hopeful. It is incumbent on
the corporate client to provide incentives for outperformance such
that the metrics and measurements for service providers become a
tool of inspiration.
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As a consultant, I work closely with my CRE clients' procurement
departments to create the right atmosphere for collaborative,
transparent, and inspirational performance management criteria. My
firm, Verum Consulting, is not an "extension" of the procurement
department. Rather, we are an extension of the client's Human
Resources department. Our goal is not cost savings at the expense of
the relationship. Our goal is relationship that continuously delivers
cost savings. A nuance apparent to most clients, until now, only in
retrospect.
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Should You Buy or Build CRE Leadership?
Imagine that several of the star performers in your current corporate
real estate organization leave abruptly. Maybe you do not have to
imagine...maybe this accurately describes your current reality. And
maybe you suspect that others in your organization are secretly
dusting off their resumes. However, because you are thinly staffed
already, you have been too busy to prepare a formal
organization/succession plan and you are getting nervous. As each
day goes by, your leadership vacuum becomes more apparent.
What now? You publish ads and begin a lengthy interview process.
But each person you interview somehow falls short of your
expectations. You begin to feel that the person you are looking for
just cannot be found. A needle in a haystack in a field full of haystacks.
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Your mind floods with doubt. Have you over-analyzed the job
requirement? Are you looking for someone super-human? Could this
situation have been prevented in the first place? An impending
merger, cash flow problems and a robust job market are explicit
reasons for an exodus of employees. It also may be the reason why
you hesitated in proactively managing your team. However, even
without these factors, some employee turnaround is a natural part
of business. And the underlying issue is usually a lack of management
attention on employee retention. You can keep your CRE
organization intact and retain your top performers either by buying
them or building them. Which option gives you a better outcome?
The Buy vs. Build Decision. Buy-Versus-Build is a common phrase in
the computer software industry, used when evaluating whether to
buy an off-the-shelf software package or have a system custom built.
When seeking leadership, you have similar options. One option is to
bring in talent from the outside -- hiring CREs that have developed
their leadership talents in one or more organizations. Often, they can
integrate seamlessly within your organization without creating
conflict and offer excellent forward-thinking leadership.
Or you can tap into your existing talent pool and develop executives
for leadership from the ground up. It means targeting the right
individual or individuals within your organization, developing their
skills, defining growth objectives, creating new opportunities, and
coaching. Most managers see "buy" as the easier route and tend to
recruit leaders from the outside. The downside of this is how an
external recruiting decision affects the morale of your existing team.
What to do then about the talent you already have in-house?
To make executives out of staffers, you must challenge them and
involve them in high-visibility projects. Ask for formal feedback from
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other senior executives as to the candidates' performance in a variety
of projects. Obviously, there must be constant attention paid to these
individuals because they know their potential as well. Lose focus, and
a competitor will snap them up. Nurture them, and they will stick
around. When conditions warrant, they can easily move into a
leadership position.
Employees do not leave a company; they leave its management. The
corollary is that good leaders can grow better leaders.
Advantages of Building Talent. The build option is the better choice
of the two, especially if your company values longevity. When
evaluated side-by-side with an outside hire, both individuals may
possess the same skills and aptitude, but in practice, the internal
candidate will be more successful for a number of reasons. First,
employees in your current organization are much more resourceful
than you may know. Their ability to move within the organization and
use internal relationships and contacts is a skill that can take years to
perfect. A new hire must establish credibility, and even then, he or
she will not know the nuances to getting people to share information.
Second, your current staff is dedicated but undiscovered. Think about
it. When was the last time you evaluated your team’s ability to move
from their current roles into a leadership position? If you answered
six months or more, you have likely overlooked someone who may
be updating his or her resume as you read this.
Understanding Bench Strength. Given that the cost to replace an
employee can be up to three times the employee’s annual salary,
skill-development is a good defensive strategy against workplace
mutiny. Bench strength is defined as the level of preparedness of
your staff to respond to adverse changes in the competitive
environment. It is the ability to accommodate turnover in your
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organization without losing the momentum you have created. When
you understand bench strength and the necessity to have an internal
team ready to assume leadership, you have unlocked the secret to a
strong CRE organization.
A Caveat. Sometimes, despite the level of talent in your organization,
there is a skill gap that cannot be overcome in a short timeframe. This
may become known after the loss of a senior leader or an evaluation
of your CRE team after outsourcing a part of your real estate to a
service provider. When that happens, it is a wise move to bring in
some help.
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Weaving a Web or Hanging by a Thread?
In my Corporate Real Estate speaking engagements across the globe,
I’ve stated that the biggest threat to the individual commercial real
estate professional isn’t the competing broker down the street, nor
is it brokers who are part of the industry’s big three brokerage
houses. I believe the biggest threat to the boutique broker is that
they do not sell a platform. They are hanging by a thread…a thread I
feel is in immediate danger of being cut.
Many commercial real estate brokers will tell you that they built their
business by building personal relationships–relationships many
believe are bulletproof. In an ideal world, if the broker's relationship
with the client is solid, the client would probably never use someone
else to help them with real estate transactions. But things in this
industry are becoming unequal rather quickly. Let me explain.
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Corporate Real Estate clients today are looking for more than just
transactional brokerage services. Several of the brokers attending my
talks said their mid-sized corporate clients are now looking to them
for lease administration, lease auditing, strategic planning and even
project or facilities management services.
The dilemma is most of their firms either a) are not equipped to
provide these services or, b) can provide them, but will not because
the client is not large enough to do it cost-effectively. The bigger
dilemma is that despite the sometime decades-long personal
relationships in place, brokers are in danger of losing clients if they
cannot provide a platform. Many brokers that I spoke with after my
presentations expressed their frustration with this and sought advice.
My company, Verum Consulting, does not directly offer clients an
integrated platform as a solution. Instead, we formed OutsourceUSA,
a network of 12 highly motivated, entrepreneurial-minded corporate
real estate service firms that are leaders in their respective niche
areas and whose services do not conflict or overlap. Services include
lease administration/lease auditing, property tax appeals, facilities
maintenance, retail site selection and GIS mapping, and others. The
primary goal of establishing this network is to give each of the
individual member firm’s clients access to the resources of a select
group of services in one location.
The network does not offer corporate commercial brokerage, so a
secondary goal is to work with individual brokers struggling to
maintain their client relationships. They will now be able to support
their client with additional services that this network can provide
(check out www.outsourceUSA.com).
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Whether you are a broker with a boutique firm or a major brokerage,
here are a few observations to help you consider whether you are
hanging by a thread or weaving a web.
As an illustration from the individual consumer side, consider what
insurance companies are doing by entering the financial services
business. Insurance companies have discovered that it is relatively
easy for customers to switch companies for a single service such as
car insurance. Many auto insurance companies today can provide
multiple lines of business. What if you could have your homeowner’s
insurance, life insurance, stock investments and your 529 college
fund investments with one company? Switching just became much
more difficult. This same thing is happening in banking, and even
retail where the service and repair of consumer goods is built into the
sales channel.
For a similar illustration from the corporate services perspective,
consider how many star brokers leave a large brokerage firm and take
existing client relationships with them. In some cases, a significant
loss is felt throughout the firm. But, if their client is also using the firm
for lease administration, project management or facilities
management, the broker relationship alone may not be strong
enough for the client to follow the broker to his or her new home.
Well, you say, that sounds like good news for the company, but not
so good news for the broker. Is there an upside for the broker?
Well, just like the insurance company example above, when the client
knows that their broker can provide the entire spectrum of
outsourced real estate services, they are less likely to shop around.
The relationship changes from a risky single thread to a nice strong
web. To be fair, layering in a corporate services platform means rethinking brokerage compensation, structure, and approach but the
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fact is that the corporate real estate client is evolving, and the power
of consumerism is alive and well in commercial real estate.
For some brokers, selling a corporate services platform will be a big
challenge to their sense of autonomy and control. Others, however,
will get it immediately and see the long-term benefits.
The first question for my colleagues in the brokerage world is: are you
ready to embrace corporate services? From the overwhelmingly
positive broker response I have received during my speaking events
this year, it appears so. The second question to my broker friends is
whether their firms are going to provide it. Again, from the broker
feedback I have received, it appears not. Hence, I see a great
opportunity to fill the gap.
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Staying Parallel
The real estate service provider world sure does talk a lot about
alignment. If you read the industry’s marketing material, you will
notice the concept of aligning real estate and business goals is of
paramount importance. You would also think that every large service
provider drank the same Kool-Aid. But marketing material aside, the
concept of real estate alignment with business strategy is extremely
important. However, alignment means different things to different
people. To me, alignment is certainly not a periodic fix as it is in the
automotive repair industry. I believe alignment is a process – and one
that must be managed to be effective. Otherwise, it is just clever
marketing spin.
Since a corporation’s cost of occupancy is its largest fixed operating
cost, real estate alignment means two things: driving down costs in
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existing facility operations and planning ahead to minimize the initial
costs for new occupancy. I have always held that the success of initial
space planning and the accuracy of future growth projections will do
much to drive down and stabilize long-term real estate costs.
However, when I think of alignment, I think of a picture of two parallel
lines. If these two lines illustrate the alignment between real estate
and the business and the length of the lines illustrates time, then any
small diversion in either the real estate or business direction today
can create a huge gap three, five, or seven years out. Obviously, a
failure to implement a good real estate strategic plan today will result
in poor decision making. The more transactions made outside the
context of the client’s entire portfolio, the poorer the decisions that
will be made and the more misaligned the client’s portfolio will be in
the future.
Small diversions in business direction today can have huge
consequences in the future. Corporate Real Estate managers need to
check alignment frequently because it is easier to expand and/or
contract incrementally than it is to sublease or otherwise dispose of
excess space. On the flip side, you lose any leverage if you are forced
into decisions during expansion. Often, CRE managers will lease
space reactively and end up wildly misaligned especially in decentralized environments. One client I worked with underwent
several mergers and found themselves with eight leases of varying
sizes in one relatively small city. They knew of their problem, but they
did not know how to resolve it. My job was to help them get their
real estate back parallel with their business.
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If you are in the real estate services business, what are some ways
you can help your clients stay parallel? If you are a CRE executive,
what data and information can you provide to your service provider
to make sure your portfolio stays aligned to your business no matter
whether your business is growing, shrinking or in constant flux? I
have some suggestions no matter which side you are on.
A good strategy will help keep alignment in check. First, most CRE
clients need to lean heavily on their service providers to develop a
better understanding of their current occupancy. A true
understanding – true costs, true limitations, true opportunities. For
instance, they might ask their service provider(s) how many other
similar buildings are in the area. Which companies have tenancy in
these buildings and what is the vacancy rate, absorption, and
likelihood of change? If the client needs to consolidate their facilities,
which facilities should be retained? What impact does age, condition,
or location play in the decision process? Can the service provider give
an opinion on the attractiveness of the existing location versus others
in the market? And, if the client decides to consider a relocation or
consolidation, what will be the financial impact? Is this worth the
trouble? What is the payback period and what is the long-term
savings? Will there be labor issues?
For the service provider, the questions are about the client’s
business. What factors are affecting the company’s growth? What is
the future strategy? Is this company growing, shrinking, remaining
stable or a mix of these? What are some future headcount
projections? Who is the competition? Is future change externally or
internally driven? To what extent by the company’s competition and
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to what extent by its customers? What is the company’s appetite for
change?
If you are not asking hard questions, you are not seeking the truth.
To effect proper real estate alignment, you need to ask many
questions. The “Verum” in Verum Consulting is Latin for truth and the
tag line, “Quaere Verum” means “seek the truth.” It's what we do
every day because we believe the answers to the difficult and
challenging pre-alignment questions are simpler (and less
embarrassing) to answer than trying to answer, "Why did my
business suddenly end up in the ditch?”
Thus, I believe that the third element of Corporate Real Estate
alignment (and the first thing to address) is the alignment of your
team.
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How to Manage “Stormy” CRE-Business
Unit Relationships
My frequent readers will notice that I write a lot about preparing for
change. Some people might think I am one of those guys carrying
around a "The End is Near" sign. But really, I am quite positive about
change. In fact, I am an optimist, not a doom and gloom sort of
person. I just want my clients and colleagues to be prepared because
the corporate real estate forecast calls for some heavy weather
(when does it not?). And my sounding the storm warning sirens is out
of genuine care and concern, not panic. One way for CREs to ride out
the stormy internal relationships is by developing really focused
customer relationship management skills with their customers.
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The corporate real estate definition of customer relationship
management (CRM) is not the familiar definition of CRM as a
technology solution placed between a company and its end-user
customer and leveraged via its sales force. No, in this version of CRM,
centralized corporate real estate departments build internal
relationships with the business units they support by assigning a
dedicated, liaison role to one of its members. The role of this internal
relationship manager is to be an advocate for the interests of the
company’s business units while maintaining strict alignment to the
corporation’s overall goals and CRE's policies.
These dedicated resources are full-time and assigned exclusively to
better understand the business of the business. This sounds like an
elementary function, but many corporate real estate departments
get it wrong. Under a CRM model, true alignment can occur only
when corporate real estate groups fully understand and become
advocates for their company’s lines of business. I tried to delve into
why things spin out of control with CRM when poorly implementsand
came up with the following main hypothesis:
At issue is the age-old balance of efficiency vs. control. Customerrelationship managers must achieve the best of both worlds: a
centralized corporate real estate structure that is credible and
flexible and can create policy and set standards into which the
business units buy. In addition, relationship managers must be willing
to empower some level of decentralized management in the planning
process either by establishing a good relationship with a centralized
function or embedding CRMs into the business units.
So, with that premise, if you are planning to implement a relationship
management model with your internal customer, where do you draw
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the line and how do you create that balance? Here are a few dos and
don’ts:
DO: Make sure the relationship manager’s role is a full-time job and
separate from formalized planning and portfolio-management
positions. Often, initiatives fail because CRM becomes back-burnered
or ignored due to other, conflicting requirements.
DON’T: Select "deal junkies" types for the relationship-manager role
(you know who they are). If you do, the perception from your internal
customers will likely be that these individuals will focus on the deal
and not the strategy. The relationship managers must be able to
establish credibility and have a genuine comfort level walking in
senior management circles. They need to be broadly focused.
DO: Allow at least a year for the process to work and for issues to be
resolved. Most CRM failures are a result of either ignoring the people
issues or an inadequate time allotment. Remember, the “R” in CRM
is for relationship, and relationships take time.
DO: Learn to communicate in the language of the business unit.
Relationship managers must be prepared to explain the impact of a
pending decision in terms the business unit can understand. For
example, if the manager is comparing leases, determine the
additional number of widgets the company would have to sell
monthly to break even. Show how a single change in portfolio
expense translates to earnings per share. These types of
communication skills are invaluable.
DO: Articulate the linkage between the relationship managers, the
strategy, the execution and each and every success--every time.
Clients are forever asking “what have you done for me lately.” A good
CRM initiative allows you to show them.
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A quote attributed to Lao Tse says that when a truly effective leader
accomplishes something extraordinary, his or her constituency
believes it happened naturally. This seeming effortlessness exhibited
by some leaders is something I admire greatly because for me (and
most of us in the business of corporate real estate), success is not
without toil and angst.
By implementing a well-thought-out CRM strategy, most corporate
real estate departments can play a key role in managing change,
taking lessons learned from others who have implemented
(successfully or unsuccessfully) a CRM system and from those who
found a way to keep centralized control without losing a sense of
regional autonomy. If done correctly, your business unit managers
and senior leadership are more apt to say it happened naturally.
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The Corporate Real Estate
Entrepreneurial Spectrum
Mention the word "entrepreneur" and most people think of a
visionary business leader with innovative ideas and the ambition and
talent to turn those ideas into reality. The dictionary definition of
entrepreneur is one who organizes, manages, and assumes the risk
of a business or enterprise. Given these definitions, what is an
entrepreneurial organization? It is certainly not an organization made
up of individual entrepreneurs--which might sound fleet-footed and
cutting-edge, but in actuality is productivity nightmare. Here is how
to tell whether you have created a true entrepreneurial corporate
real estate organization or a multi-headed, entrepreneurial monster.
A true entrepreneurial CRE organization is fluid and flexible. In an
entrepreneurial organization, each manager is given a level of
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accountability and authority plus the latitude to respond to changes
in standard operating procedure. Individuals in an entrepreneurial
organization are accommodating and the level of cooperation and
support is high--especially at times of greatest need. An
entrepreneurial CRE organization has members that fill each role
and/or engages an outside service organization that fills the role. All
aspects of the spectrum are covered.
Contrast that with an organization made up entirely of
entrepreneurs. This type of organization is dangerous and
disorganized. Each individual manager runs a mini-empire and has a
my-way-or-the-highway attitude. Resources are not shared, and
standard operating procedures are non-existent. The individuals in
this organization may be talented, driven, and innovative, but they
will not be successful in a collaborative environment. Instead, it will
be a cancerous, self-engulfing organization that deludes the word
entrepreneurial. If there is a service provider in the mix, chances they
are not living up to their potential either.
Service providers should gauge the cultural "fit" with a prospective
client before deciding whether or not to pursue the business. Your
CRE organization is likely to fall somewhere in the middle. Even so, it
is easy to slip from a collaborative to a competitive environment.
Here is a simple quiz to recognize some of the warning signals:
1) Does your CRE organization have an established, documented
workflow process for all types of real estate acquisitions,
dispositions, expirations, terminations, etc.?
Yes or No
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2) If yes, what percentage of time are the steps in your workflow
followed without variance?
100%
80-99%
Less than 80%
3) If a process must be modified or varied, how many levels of
management approval are required to accommodate the change?
Zero or One
Two or more
We cannot work outside the established process
4) In general, what is the level of teamwork and cooperation in
your organization?
We all support each other and do whatever it takes to get
the job done
Cross-functional support is negotiated and usually
accommodated with little or no resistance by individual
managers
No one works outside of his or her own job description
If your organization has a documented process in place, please use it,
even if it is not perfect. Unless you are operating within a process
framework more than 80% of the time, you are operating in an
uncontrolled environment. Some people like to believe an
uncontrolled environment is entrepreneurial, but nothing could be
further from the truth. You can always fix a damaged process, (BTW,
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I know a great consultant who can help!) but the absence of a
detailed process results in a lack of accountability and lots of
heartache.
A detailed, well-documented process increases accountability
without impacting creativity. Responsiveness is key to good business
practice in corporate real estate. The first level of management
overseeing any project should have the expressed authority to make
any non-material changes to the process. Having to negotiate more
than one level of management to approve a process change means
either the process is broken or the mistrust within the organization is
far too high.
Most organizations rely on a command-and-control structure that
works well for normal day-to-day operations. But any such system
can break down under stress unless the organization can become a
coalition--a group of people united for a common cause. An
organization that can come together as a coalition has the
entrepreneurial spirit.
The greater the latitude for managerial decision-making, the more
involved the CRE staff becomes. While an uncontrolled environment
may feel like an entrepreneurial one, it is important to know the
difference. All too soon, the resulting disorganization can become an
accepted (and defended) way of being. As one self-described
entrepreneurial CRE manager said to me, “Yeah, we’re a little
dysfunctional...but in a good way.” Come again?
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CRE Outsourcing: Cracking the Walls of
Resistance
Outsourcing and process re-engineering initiatives usually go handin-hand in corporate real estate. Whether you are a consultant like
me, or part of a real estate service provider team, you are likely to
hear your Corporate Real Estate clients utter the following seemingly
innocent statements.
"If it ain't broke, don't fix it"
This is a typical comment from those resistant to change. Usually, it
comes from the more seasoned individuals in the client organization.
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The attitude stems from a lack of buy-in, a history of exposure to lessthan-successful initiatives or downright cynicism.
Surprisingly however, the people saying this usually have a strong
and innate desire to be helpful, but their past contributions have
been neglected or unappreciated by their organizations. To address
this type of individual, here are a few tips:
Let them know that a process does not have to be broken to need
attention; even the most inefficient CRE departments still function.
Sometimes processes become strained, sprained, twisted, or
fractured. Even these ailments are serious enough to address.
Stress that you are not there to "fix" things, only to improve them.
Let them know how important their contribution is and be sure to ask
for their input.
"Let's leave things the way they are…for now"
Though it may appear so, "status quo" is not always a cop-out.
Certain inefficiencies in the CRE process benefit by being addressed
later in the transition to a new service provider. Remember that a
process that you deem inefficient probably took the client years to
develop. You can expect a strong defense of its preservation.
Understand that the underlying reason for this is fear. These
processes serve as a security blanket for those people who use them
daily. And they will fight the change or delay it as long as possible.
Here are a few ideas to address the "status quo" type.
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As an experiment, try asking this person to teach you the current
process, step-by-step. I will bet you will initially see resistance. Their
underlying fear is that your knowledge of the process (and how to fix
it) will possibly threaten their job. They fear you will poke holes in the
process at every turn. With these folks, just listen and take good
notes. Then give it a few days.
Once the short time period has passed, make some small
recommendations--take baby steps, if you will. These individuals
need a lot of handholding and encouragement, but once you prove
that you are not a threat, you will gain their trust. Once you have their
trust, they may actually begin to see the flaws in their own processes,
policies, and behaviors.
Make sure to commend them for their input. Then, watch out...you
may have just spawned a process improvement zealot!
"Yes! Yes! Yes! (No!)"
I call these people "parentheticals" -- the type of people most likely
to jeopardize an outsourcing initiative. These are people who have
the uncanny ability to smile and play along but never really commit.
They are the hardest for most consultants and advisors to figure out
and the hardest with whom to develop rapport.
The danger with parentheticals is that they can fool you into
exhausting your resources and wasting your time (and theirs). When
you have gone past the point of no return, they may change their
minds, leaving you in an embarrassing position.
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In all my years in the industry, I have not come across a foolproof way
to deal with parentheticals except for continually "checking in" with
them and having them commit and re-commit to their position. Email
sometimes works for this purpose--allowing you to state your
position clearly and to establish a paper trail showing their
concurrence. I once worked with someone who never liked to go “on
record” with any sort of solid commitment. I am surprised that
individual never ran for political office!
Here is my one-step advice for dealing with parentheticals:
1) Good luck!

"I'm on board 100%. How can I help?"
It is great to hear a client this and even better if it's sincere. If the
client clearly has the end in mind, can communicate it verbally, and
stands behind the words, then you have a greater chance of success.
This type of person will be your strongest advocates.
Even when you have a team of people who are 100% on board, the
road to success will not be easy; you may agree on the goal but not
the path and you will encounter resistance. A good discovery process
will align the team and will help you gain a level of commitment from
each team member. As a result, your life as a consultant or service
provider will be much easier.
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If you are reading this and you're an end user, proactively engaging a
facilitator during an outsourcing transition can be the best money
you've ever spent simply because you may not even recognize the
walls of resistance in your own organization.
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Corporate Real Estate Must Train to
Retain
Let us talk frankly about training -- something I personally consider
the best and cheapest method of corporate real estate organizational
survival and a key to better employee retention. Sadly, corporatesponsored training programs are one of the most ignored ways to
keep employees engaged. And CRE departments notoriously
disregard their benefits.
If you are in CRE management, one issue I guarantee you will face
increasingly over the next decade is employee turnover, especially as
baby boomers retire and millennials are hired in.
Millennials (ages 19 to 35) now outnumber Baby Boomers (ages 52
to 70) 75.4 million to 74.9 million. And Gen-X will achieve that
milestone in 2028. These groups have a whole new set of workplace
needs and behaviors, and they also pose many recruiting challenges.
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Add to that, a recent Deloitte survey that said only 28 percent of
millennials feel their current organization is making full use of their
skills.
An older article by the Hay Group called “The Retention Dilemma,”
said, in effect, that employee satisfaction with career growth;
training opportunities; and coaching/counseling made the biggest
difference between workers who were loyal to the company and
those who left. The study went on to say that, as a rule, each manager
or professional who leaves a company costs the equivalent of 18
months’ salary to replace.
Training on the other hand, is relatively cheap. For example, setting
an annual training budget equivalent to 3% of a mid-level employee’s
salary would do wonders to help retain employees. Sounds like a nobrainer, doesn’t it?
Well, then consider this: In the excellent 2003 book “Impending
Crisis: Too many Jobs, Too Few People,” three futurists and
organizational-specialists concluded that the annual turnover rate for
middle-performing individuals was reduced by half (and almost 60%
for top performers) when an organization was committed to training
and development. Moreover, training and development was shown
to be related to the employee retention rate.
In other words, “if you don’t train, you will not retain.”
The reason I bring all this to your attention is this: Your competitors
are watching. Your real estate service providers are watching. Both
would love to have your excellent real estate and facilities-
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management employees and they know one day they will get an
opportunity to recruit them away from you. Sure, it is easier to
swallow if it is the service provider that hires them after becoming
your outsourced CRE and Facilities partner. But, if you have not been
investing in training, it will be harder to swallow when these
employees do a far better job when employed by the service provider
than when they were yours. Why?
Nothing has really changed - they may sit in the same seats, they may
do the same work, their compensation and benefits may substantially
similar. Only now that they work for the service provider, they are
provided career growth and training opportunities that will give them
tremendous job satisfaction. And if it costs the service provider 3% of
the employee’s salary, guess what? That 3% is probably being billed
back to you anyway. Ouch!
As a CRE manager, here is what you can do with regards to training:
Skill Assessment and Improvement. Make skill assessments part of
your annual performance-appraisal process. Highlight areas for
improvement and make it incumbent upon the employee to manage
their own training and development (albeit with the company’s
training resources and money). Set targets and evaluate employees
on the basis of their achieving their own training goals. Tie future
training opportunities and budget to employees who are motivated.
The employees that cannot or will not attain their own goals will
obviously find their own way to the door.
Industry Affiliation. Establish industry affiliations with those CRE
organizations that are core to your business, whether retail,
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industrial, office or facility related. Creating affiliations and
purchasing training in bulk can lower your overall cost and maximize
your individual training dollar. Plus, the industry linkage assures that
you are learning from and giving to other forward-thinking real estate
professionals and firms. As a career-long member of CoreNet Global
and a former member of its global Board of Directors, I can personally
vouch for the effectiveness of CoreNet’s training programs as well as
the networking and growth opportunities that the association
provides.
Do not discount the benefits of active participation in industry
groups. But, keep in mind, the ROI is solely determined by your level
of effort.
Internal cross-training. Short on cash? Boss a tightwad? The final
defensive training strategy involves cross-training: making sure
everyone can do everyone else’s job. Teach your lease administrators
to negotiate leases; teach your CRE managers to abstract leases
(good luck with that one, by the way); teach your facilities managers
how to evaluate lease vs. own decisions. Even though this method is
not the best deterrent to employee turnover, having a good, crossfunctional team will ensure that employees exiting your firm leave
dents rather than craters in an otherwise stable organization chart.
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Who’s Mining the Store?
A storehouse of valuable anecdotal and historical information is
available within most companies, but few people take the time or put
the necessary resources in place to tap into the most informationrich knowledge base of the company...its long-tenured employees.
Most "war stories" are not written down or captured in electronic
form...so mining for those nuggets is getting harder. When an
employee goes, his or her stories go, too. That is not solely the loss
of a raconteur. It is the loss of valuable information of how one
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person was able (or unable) to put out fires, address a concern, or
how they saw company dynamics change during a potentially
challenging time.
Some argue that these stories are mostly legend anyway and not of
much use or value. I disagree. Sure, one can learn a great deal from
historical paper files but adding the historical context and
understanding of past efforts can help round out the discussion.
Consider an interesting case study from many years ago when I was
assigned to work on a building disposition project in Anchorage,
Alaska.
I received four boxes of historical files on the property that contained
everything from market reports to spreadsheets and pro-forma
analyses (the property was considered for sale but had never actually
been marketed). Typically, any new project manager like me would
scour the files for useful information in order to create a project plan
based on empirical and market information.
Even though I had all this data, I spent most of my time poring over
handwritten scraps of paper and memos written by employees
whose comments and insights probably went ignored at the time.
Fortunately, several of these employees were still with the company.
I took the initiative to chase down every individual I could find whose
name appeared on those notes and get his or her feedback from their
time associated with the project.
Each person I spoke with was more than happy to divulge (albeit with
their own particular spin), their history, experience and/or familiarity
with the building disposition initiative including the nuances, run-ins,
and challenges with whatever management regime was in power at
the time.
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Interestingly, I found a folded piece of paper at the bottom of a box
with the name of an individual who was assigned to work on the
project six years earlier. On this sheet were a handful of bullet items
and a matrix of manger names showing individuals he intended to
meet with, and in which order. It was basically a map showing his
step-by-step plan to socialize his proposal to gain the consensus to
ultimately present it to leadership for approval.
It was this individual who gave me the nugget of information I was
mining for. At the time, he worked with a field manager who had
since been elevated to vice president and general manager and was
now the key decision maker. I learned this VP's hot buttons aboutthe
building and learned of his own strong desire to sell and lease back
the building six years earlier.
EUREKA - I found it! The prospect of selling and leasing back the
building just found its strongest advocate. And, based on the
historical information I now had, I was able to write a compelling
business case and sale-leaseback recommendation that spoke
directly to the leader's own sentiments -- opinions I learned he
carried and maintained over the six-year period since the initial
project. I easily received approval to proceed.
Unfortunately, my story does not end on a happy note. Despite a
valiant effort did not successfully sell or enter into a sale -leaseback
of the building. Our timing in the market was extremely poor.
However, I did receive a nice compliment from that leader on my
business case presentation and praise for my investigative efforts and
process in a memo he wrote to my boss. Funny, that memo is
probably a folded piece of paper, sitting at the bottom of a box in my
storage room somewhere. One day, I will have to go mining for it!
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Despite the outcome, my point (and the lesson) still holds true -- and
that is to illustrate how this type of anecdotal information, still largely
ignored when developing a strategy, can help you in many ways in
the creation of compelling business cases and in furthering internal
projects. In my Alaska example, nothing in the boxes of "official" files
would have told me the history or given me the necessary context to
move the project forward.
Success, in my case, came from a handwritten note at the bottom of
the box that led me to the individual whose personal story and
observations made all the difference. So, the lesson is this: do not
ignore the storehouse of information that exists in your company Go
mining...while there's still gold left to discover!
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Hunting the Headhunter
Since I have my own consulting practice, I am not in the job market.
However, because of my background in Corporate Real Estate (CRE),
I still receive a couple of calls from recruiters every month trying to
gauge my interest in CRE leadership opportunities that pop up from
time to time.
Recruiters that call are often external, meaning that they are not
direct employees of their client company. They are in a recruiting
role, but more often than not, they are also in a sales position…and
that is a fine line to walk. The opportunities they describe
occasionally sound appealing, and our conversations always end on
a nice note. Even though I am not really interested, I do like to have
a little fun with the headhunters.
The recruiters that call me are often challenged by my bias (which I
do not mask very well) and their own bias (which I tend to call out
very quickly). Their bias is that they do not really know their client’s
corporate culture. They are, for all practical purposes, an
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outsourced service provider to their client’s organization. Their main
contact is typically someone in their client’s Human Resources
department, not within CRE. As recruiters, they generally have
limited insight to the actual job, save for what is on the piece of
paper. Sometimes, it feels like they have been coached on what to
say when dealing with potential candidates. They certainly know the
questions they will be asking me, but they do not necessarily know
the questions I will be asking them. This is where it gets fun!
Many of the job descriptions for the CRE leadership roles outline the
"ideal candidate" profile -- someone who is: innovative, strategic,
forward-thinking, and dynamic. My bias when talking to recruiters is
that I see past these job description soundbytes, and I am not afraid
of asking some pointed questions. For example, exactly why does
the vacancy exist? To whom does the job report? Did that individual
himself or herself write (or have significant input) on the job
description? The questioning can end up sounding like a scene in a
courtroom drama. “You want the truth? You can't handle the truth!”
In one of my most recent interactions with a headhunter, I asked the
individual to define “innovative” – specifically, what is the
prospective employer willing to do that will put the Corporate Real
Estate team in the lead role to implement change. What does
“strategic” mean for the company? I did not get a good answer, but
I did notice they went on the defensive. It was almost like they
thought I should be salivating at the opportunity, not questioning it.
Strategic. A nice word…but it means different things to different
people. In some cases, strategic simply means a noteworthy,
visionary CRE leader who serves as the face of a tactical
organization. It may be someone who is good at promoting big
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initiatives while masking the rather mundane, routine, or tactical
work of the corporate real estate department. In other cases,
strategic means exactly what it should – that the leader is in lockstep
with the C-Suite and the company's operations leadership: driving
change, looking several steps ahead, and mapping out how to get
the organization there expertly and efficiently.
More often than not, this is the point in the conversation where I
really trip up the recruiter. As a CoreNet member for almost 25
years, I am usually familiar with the individual that vacated the
position. I typically know about the particular company’s struggles
and challenges – sometimes in conversation directly with that
former CRE leader or his or her staff. I may even know some of the
senior leadership, their style of leadership (good or bad), and the
company's personal and cultural capacity for change. So, when a
recruiter tells me the company is looking for a “change agent” and
tells me in the same breath that this is a “career position", I silently
scream an expletive regarding the digestive process of a steer.
Here is the bottom line. If you are a Corporate Real Estate expert
and you take a CRE leadership position specifically to be a change
agent, chances are you will leave the company in a short period. Two
reasons: either the employer will not accept change, or they will. If
they will not accept change, you will likely make the decision to
leave the employer. If they will accept change, (and you are good at
making change) chances are you will be asked to leave once the
employer becomes uncomfortable with the rate of change. A tenure
of 2-4 years is typical for the most successful change agents I know.
So, a word of advice to the headhunters out there. I do not doubt
your skill and expertise in recruiting. You have obviously earned the
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role if you are working at the executive recruiting level. But please,
clearly, and honestly articulate what the client really wants.
If they are looking for someone to plug in to the system and move
things along nicely with no fallout and no hurt feelings, there’s an
unlimited number of CRE leadership candidates to choose from that
would love nothing more than a safe harbor in which to moor the
ship. However, if the client wants a real, honest-to-goodness change
agent leading Corporate Real Estate, and if that is the primary
requirement, you need to guarantee three things:
•

First, the support for change must be from the top (CEO,
CFO, etc.).
• Second, that support must be unequivocal and unwavering.
• And finally, the C-Suite leader to whom CRE reports needs
to be willing to step in and defend the changes CRE will
bring, because change is messy.
If these three items cannot be assured, the opposite outcome is all
but guaranteed because it means the person to whom CRE reports
is weak, ineffective, or unwilling to give CRE the mantle to execute
change. Change, ironically, that may have been, directed by that
same leader.
Headhunters ought to market these “change agent” positions as 2
to 4-year roles (or better yet, consulting engagements) because, in
my personal opinion, two things are true, especially in CRE
leadership. If you’ve been in the position a long time, you’re either
not making the kind of change you need (no one can sustainably
make change for decades), or you are predominantly in a functional
caretaker role managing occasional waves of change. And if that is
the case, who better to come in and assist you than someone who
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can make change, elevate you to hero status, and then conveniently
step away?
That would certainly have a large impact on hunting season!
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Life Lessons from the Breakfast Table
THANK YOU for reading my book. I hope you found it worthwhile.
I’ll leave you with a little levity. It turns out you can learn a lot from
your breakfast. I discovered 24 of them.
Five life lessons I learned from a jelly donut:
1.
2.
3.
4.
5.

The best things in life are at the center.
Keep napkins handy, life can get messy.
If you wait too long, someone will steal your donut.
Keep your eyes on your own donut.
Do not be tempted by the double-stuffed Oreos, they are
trouble!
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Six Life lessons I learned from coffee:
1. Love does exist.
2. You can be both strong and nurturing...so be both.
3. There’s no guilt in a second cup (and only a tiny bit in the
third).
4. Chances are, you'll slip up and make an occasional
decaf...forgive yourself and move on.
5. Life is several sips, not one gulp...be patient.
6. Jelly donut was right, the double stuffed Oreos ARE trouble!
Five life lessons I learned from eggs:
1. Scrambled, fried, hard boiled or poached -- no matter our
present condition, we are all still eggs...let's learn to respect
that about each other.
2. Our shells are fragile like our egos...handle with care.
3. Your chicken misses you...call her.
4. Life just gives you the ingredients for happiness...if you want
life to be cake, you better get cracking!
5. Do these things and Omelet you have as many double stuffed
Oreos as you want!
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Four life lessons learned from a bowl of cereal:
1. The secret to a satisfying life is learning to stay crunchy in
milk.
2. The toy surprise is at the bottom of the box...don't give up
the search too soon.
3. There's a fruit loop, or a grape nut, or a corn flake in every
family...don't judge, it might be you!
4. The double stuffed Oreos are fine, it's the Pop Tarts that are
trouble!
Four life lessons I learned from bacon:
1. Bacon is the best thing ever, until you discover sex. But, trust
me, bacon makes a comeback!
2. Many things can kill you...none more slowly or more
wonderfully than bacon.
3. When pigs fly...I will be in a duck blind with a pig call and a
shotgun.
4. Be nice to everyone you meet...they might love bacon, too!
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