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Presenter
Presentation Notes
I’d like to tell you about the journey we have undertaken at the City of Edmonton. It started with the move towards technology enhanced collaboration and a move to a brand new downtown tower in Canada’s largest sports mixed-use district with the end goal to transform the way 13,000 people work to better serve citizens as one city. Sounds simple right?

And what I hope to leave you with is an understanding of how technology can be leveraged to drive workplace change and make your organization more agile in all aspects. 

A major challenge that most large-scale organizations continually grapple with, is do I start with the technology or the people change? Which comes first? Based on my experience, I would encourage all organizations to start with the people.

But let’s get back to the cell phone to set some technological context. 

If there was a single word I’d focus on it is transformation - growth, changing, a revision from the way we have done things. And let me tell you. It hasn’t been easy. 
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Today, the smartphone in your pocket has more computing power than all of NASA had when it put the first men on the moon in 1969. But it isn’t the technology that we celebrate today, rather it is the achievement. Think about it in more micro terms. I don’t celebrate that this phone has 32 gigabytes of internal solid state storage (click).







Presenter
Presentation Notes
Rather, I leverage that capacity to do work on the go, spend thousands of dollars, approve overtime, connect with consultants digitally face to face all across North America and the list goes on. Truly, we weren’t waiting for 10mb or 32 gb, we were waiting for a transformation that starts and ends with people.

Technology is not a means to an end but the beginning of a cultural transformation. This is how we have treated all of the different streams of technology in our Civic Accommodation Project and we have achieved phenomenal success. Today I am going to tell you about our journey, where we started from and where we are going along with some of the real road bumps along the way. 

First let me start with one of the major catalysts for why the City of Edmonton embarked on such a technological transformation. Edmonton Tower. 



Today, the majority of Edmonton Administration is in three buildings downtown, with 2300 employees located here in Edmonton Tower, comprising approximately 3500 downtown staff.

From a technology perspective, we started with some really good goals, like transition from Microsoft office to Google enterprise cloud. Check - good one. Increase video conferencing to reduce travel time between buildings. Awesome. Remove all land lines and implement soft phones and mobiles only. Pretty cutting edge for most organizations let alone a municipality. But we kind of stumbled out of the gate. 

One of the reasons is because, although our goals were good, we were looking at the things - the technology - the fancy shiny stuff, when we should have been looking at people. It is people that actually move the cultural needle. It is people that leverage technologies to improve collaboration, improve communication, and enhance customer service.

So although we may of stumbled, we didn’t fall. We embraced a network model that supported people through change and rather than isolating technology as an island, we leveraged it as an integrated tool of how we work. Now that may sound a bit trite or commonplace but let me tell you it is actually profound. So let me break it down for you. 

Once we realized that Civic Accommodation Transformation wasn’t about moving boxes or implementing the latest and greatest technology, we were on the path to success. This came through the revelation that we were on a cultural mission to change how the City of Edmonton works. All 12,000 employees. And to be successful in such a wild endeavour required real collaboration and integration between departments. 

The heaviest lifting was done through what we call the three-legged stool: HR, IT and Real Estate. We actually co-wrote and co-presented policy - something that has last corporate impacts. We worked together to improve one another’s projects - prop them up - because of the collective momentum that ultimately benefited each department and ultimately the City. For example, IT was having some trouble with people saying they needed Microsoft products when the corporate direction was Google products. It was personal preference. So Real Estate engaged IT to figure out a way to consider how we can sustainably achieve change and what we came up with was Workplace Profiles. We had to think about real estate and tech differently. We looked at real estate as a tool of how to do your job well, and tech as a tool of how to do your job well. We tied both of these back to the function of the employee, had leadership approve the classification of the function through consultation with their teams, and boom, you’ve got 12,000 workplace profiles that are tied to the position not the person or the preference. This was a huge win. Like actually massive. But let’s not forget about HR. Now to be honest, HR is often the toughest audience. But HR is often more open than you may think. So for example, we found out that we had some people data issues - there were three different systems that housed three different components of people information. The good thing was the systems talked to each other, but it was a bit clumsy. So with the newfound success of the Workplace Profiles, we were able to leverage our influence and have HR jump on at a new level transferring all people data into one specific database. But that is only the beginning. Now we are working on having the Workplace Profiles be part of job postings so that when people apply to join the City of Edmonton, they understand how that role will function spatially, and technologically. 

We should have been looking at what we wanted to improve organizationally, like communication and collaboration,  to better understand ho





Wouldn’t it be great if you could learn through osmosis how to use a new piece of technology simple by touching it, holding it? Just pick up an iphone and go yep, I know everything there is about this thing and I will leverage it to its fullest capacity to make my life better. Now isn’t that what we often do in our corporate environment for our employees - all the promises of technology to increase output and decrease inputs. Yet, we experience resistance and even hostility. But why is it
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Edmonton Tower is the city’s first major centralized office tower since the 1957 City Hall and Administration building was demolished in 1998, making way for a brand new City Hall and a decentralized administration model.





27 Stories 
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Edmonton Tower is the first tower which was completed in Ice District and we begin moving in November 2016. In total we will be moving 3,500 people in the downtown. 



27 Stories 
600K sq.ft 
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The City of Edmonton is the major tenant taking just over 66% of the space.



27 Stories 
600K sq.ft 
CoE 66% 
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Other tenants include financial institutions and hospitality services. 



27 Stories 
600K sq.ft 
CoE 66% 
LEED Gold 
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Both the base building of the tower and the interior will achieve LEED Gold which is a first for our organization when it comes to administration space. 
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You may have heard me mention Ice District. This is not the new nickname for Winter in Edmonton. This is the largest sports mixed-use development in Canada with 2.8 billion dollars of investment currently under development. A massive undertaking, transformation Edmonton’s downtown. 

Ice District will be home to the tallest commercial tower west of Toronto with the 66 storey Stantec Tower, a new hotel, residential towers, a community ice rink, casino and a large plaza. And, one of the biggest draws is Rogers place in the foreground which is home to the Edmonton Oilers.
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Keep for when the Oilers advance. 
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But you can’t talk about technology without the word change. And we know the looks we get when we start telling staff things are going to change...

So you can stop getting looks like this...click
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Replace this with a tech shot
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Meeting Room Technology 

Legend 
Size Denotes  
Overall  
Technology  
Usage 

Presenter
Presentation Notes
Now that you have seen Edmonton Tower from the exterior, I’d like to show you Edmonton Tower from the interior and how we have integrated technology throughout the floor. 
18 unique spaces all with technology to support the users. 
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And to do this, we had to engage the right groups. 

To help mitigate some of the potential issues that we knew we would encounter, we made sure to align three key teams: IT, Real Estate, and Human Resources. What is really cool is that all of these stakeholders were keen to work together to embrace the end goal is redefining how we work. But before we get into the details, I need to explain where we have come from on the IT and real estate side of things.



Brief History 
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From a technology perspective, we started with mainframe computers, data contained within tape reels, and printers the size of residential ovens all at extraordinary costs and physical maintenance. And this was good. This was one of the first steps to enable organizations to see how technology could help shape our businesses.
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Today our data centre is only one of the pieces of hardware that helps enable our electronic processes and 22,000 devices.






13,000 employees 
22,000 devices 
~8,200 Daily Gmail User* 
Google productivity suite 
Microsoft platform 
 
 
 

*As of May 1st 
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So for technology context, we are running an enterprise Google solution: email, productivity suite, as well as Google hardware: Chromebooks for individuals, Chromeboxes for meetings. This move to cloud-based computing and an enterprise solution has enabled our organization to make significant shifts.

So let me tell you a quick story. 






$12,000 annual 
savings per Director 
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There is a Branch Manager in our organization who has many directors who work in suburban locations around the city. We’re talking anywhere from 10 to 30kms away from downtown. He chose not to approve their parking cost for a downtown meeting with him as they have agreed they will reduce departmental costs and improve efficiencies by using Google Hangouts for the majority of their meetings. This saves on average $12K per director annually. 

Ultimately, our technology investment and adoption has enabled us to remove nearly 28,000 sq meters from our real estate portfolio. Or said another way, that is an entire 20 storey building that we no longer need to pay for.





Since Jan 1 2017 
22,000 video Hangouts (+127%*) 
23M emails (-14%*) 
 

As of May 1st 
*Compared to same period last year 
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And what is cool is the productivity and collaboration within our organization has gone up largely due to these technologies. 
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Application portal.

Any place, any device, any time
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Desktop Optimization
Application Portal (including simplified sign-on and password synchronization, implementing portal, and additional applications).
User Profiles (including Google Awareness, User Profiles, Google Sites, and Chromebox/Hangouts).
Mobile Device Management
Enterprise Mobile Management
Software Optimization



Change 
Management 

Google Guides 
G-Crew 
Google App Training 
Weekly Google tips 
WORKshift 
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We saw an opportunity to invest in the knowledge management of our tools and staff to ensure they were confident and comfortable. We found that a mix of person to person training as well as passive education and awareness has been the right mix for us. What I would highly recommend is a train the trainer program where the knowledge is internalized and sustainable. Part of the fun is opening up these tools to everyone and seeing what creatives come up with. 

Another recommendation is what I call “tone at the top”: get leadership to use the new tools and be seen using them.





$4,000,000 annual 
savings  
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Remember that example about individual directors saving $12,000 a year. Well as part of the justification of moving to Edmonton Tower, where our teams will be centralized, we found there is $4.0M of latent savings just in foot travel between buildings in the downtown going between meetings. (2000 X 1hr X 50 per week $40) 

Ultimately, our technology investment and adoption, paired with new ways of thinking about how we do our work has enabled us to remove nearly 28,000 sq meters from our real estate portfolio. 
Or said another way, that is an entire 20 storey building that we no longer need to pay for.



Media Landscape Dates Years Economic Era 

Print 1650-1955 305 Industrial 

Television  1956-2000 44 Information 

Personal Computer 2001-2009 9 Digital 

Internet/Broadband 2010-2013 4 Networked 

Mobile, 
Smartphone, the 
Cloud 

2014- Cloud 

Wearable tech and 
Internet of Things 

Fast vs. Slow 
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Let me provide you some statistics on this fast vs. slow.

Consider Amazon’s predictive shipping which has even been patented can ship you a product before you have click “buy”, fridges that tell you when it is time to replace your milk, and technology that lets you look into walls to monitor the infrastructure. This is just the beginning of our integrated technoverse where speed is growth. 

But it isn’t only the technology that helps organization get to fast, it is also the people.
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We mobilized a group called the Change Network which ranges from front line staff to Branch Managers. This team is the conduit of information from staff to the project team and from the project team to the staff. This has been a key component in managing the change. We have had issues about clear communication, same messaging, being on the same page, delivery of timely information, but it has been worth it and we hold monthly Change Network meetings focusing on different aspects or Hot Topics. We conduct this through Hangouts. 
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I’d like to use this photo as an analogy of our overall comfort level for change. The lopsided couch shrouded in blankets and quilts covering up the ripped cushions, that dip that just seems to hug the body so perfectly, the carpet that has fostered bacterial growth to start a new species. Yet, we often stay here. We as human are averse to change. And our projects have had aspects of this reluctance to change as well, even when we have a $200 million dollar brand new top of the line building we are moving to. So this is why we have invested so much into the change management because our staff say they want our culture to advance, they want 



QUESTIONS & COMMENTS 
OneCity Workplace 

Scott Varga 
scott.varga@edmonton.ca 

May 16, 2017 



Thank you! 

                   If you are interested in learning about or joining WE, please look for 
a Red Beret! 
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