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CORPORATE REAL ESTATE
MANAGEMENT
MATURITY MODEL

Joroft et al. one step ahead

Jaap Wijnja*, Theo J.M. van der Voordt
and Jan Gerard Hoendervanger

1 Background

In 1991, a team of the Industrial Development Research Foundation (IDRF) — the research arm
of the International Development Research Council IDRC (now CoreNet Global) — started
the Corporate Real Estate 2000 project, led by Michael Joroff. Its purpose was to understand
how shifts in the business environment impact the need for service by corporate real estate
professionals and their suppliers and partners in the industry, and to place contemporary experi-
ences in a framework that would stimulate further learning, discussion, and change in the field.
One of the main challenges was to make the value of corporate real estate management clear to
higher levels of corporate management. Dewulf et al. (2000) incorporated added value as a key
issue in their definition of corporate real estate management, i.e.

the management of a corporation’s real estate portfolio by aligning the portfolio
and services to the needs of the core business, in order to obtain maximum added
value for the business and to contribute optimally to the overall performance of the
corporation.

(v 32)

In this definition, the real estate portfolio comprises all of a corporation’s buildings and physical
workplace(s), whereas ‘management’ refers to strategic, tactical, and operational management of
all real estate assets and related facilities services. Hence, workplace management and facilities
management (FM) are closely related to CREM.

The shift in thinking about the role that real estate plays for organisations was triggered by a
sense of urgency, due to the crash of the real estate market in the early 1990s. Corporate execu-
tives, particularly financial officers, became aware that their enterprises had more real estate
than their business required, and that many of these assets were designed for outdated purposes
and processes and were in the wrong locations for the needs of the business. Calls for change
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in particular came to the fore in the many corporations that had purchased real estate for its
promised return on investment.

In 1993, the CRE 2000 Phase One Research Team presented its results, including a five-
stage CREM maturity model (see Figure 2.1). Like earlier maturity models that were developed
in the early 1970s for Total Quality Management and to organise and manage Information
Technology (IT) in a better and more integrated way (Cusick, 2019), this model provides a
framework for analysing, creating, and managing a strategy for change. Maturity refers to the
ability of an organisation to continuously improve its effectiveness and efficiency. The model
outlines a pathway for the evolution of CREM, considering corporate real estate as ‘a fifth
resource of a firm’, in addition to capital, people, technology, and information (Joroft et al.,
1993). As such, Joroff et al. would also like to contribute to corporate real estate managers’
awareness that their business is not real estate, but ‘the business of the business’.

Apart from the five-stage CRE evolutionary model, the IDRF report from 1993 also discusses
alignment of corporate real estate with company goals and shareholder objectives in a more flex-
ible and productive way, designing the CRE unit, empowering management with information,
and integrated workplace strategies to convene the workforce and to support corporate objec-
tives. Remarkably, many current issues such as activity-based working, teleworking, maintaining
a sense of community, cost savings, productivity, flexibility, satisfaction, and the added value of
CRE were already discussed in this report. As such, the IDRF report was really a frontrunner.

The CRE 2000 report contributed to a paradigm shift in how corporation leaders under-
stand the concept of ‘workplace’ and perceive the ‘value’ of the real estate that they own or lease
(Joroft & Becker, 2016). The mind-set about today’s workplace began already to be forged in
the late 1980s, when people like Franklin Becker and Frank Dufty proactively examined where
and how people worked. Their inquiry illuminated the critical role of alignment between
the design and management of workplaces and how work gets done. This, in turn, led to an
appreciation of workplace strategies and related management policies to support specific work
practices defined by the nature of the task, who is involved, the tools used, and the culture of
individual work groups as well as of the enterprise.

The CRE 2000 project announced a phase 2, inter alia to validate and adapt the five-stage
model, to analyse the required skills, and to develop guidelines regarding how financial real
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Figure 2.1 Five-stage real estate evolutionary model of Joroff et al. (1993), extended with a sixth stage by
Hoendervanger et al. (2017a, 2017b)
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estate strategies can better match the life-cycle position of business units. Instead, it was fol-
lowed up by workplace studies and implementation of new insights in practice, focusing on data
management, workplace, finance and service models, and just-in-time real estate management.
Part of it was incorporated in the CRE 2010 project (Cornet Global, 2004). A key theme in
this project and subsequent CoreNet Global research projects was the integration of CRE with
IT, HR, and other support functions (CoreNet Global, 2004, 2012).

1.1 Main characteristics of the five stages

The IDREF report outlines an environment in which organisations are reshaping themselves into
strategically linked business units, in which the bottom-line focus of every function is increasing
and in which the skills of and the demands on corporate real estate professionals are expanding
substantially. Michael Bell, one of the team members, identified twelve shifts in this change
process: (1) from real estate orientation to a business focus; (2) from a transactional to a process
orientation; (3) from control-oriented to service-oriented; (4) from reactive to proactive; (5)
from decentralised to centralised; (6) from in-house expertise to collaboration; (7) from hiring
experts to do a job to inviting service providers to become members of the team; (8) from auto-
mate to automation, i.e. using information technology; (9) from relationships built on personal
contact to interactions supported by information flows; (10) from big to small; (11) from stand-
ardisation to customisation; and (12) from real estate skills to general management capability.

In line with these ideas, according to Joroff et al. (1993), the traditional role of a corporate
real estate manager (Stage 1) as a taskmaster — providing physical space and technical mainte-
nance by ad hoc interventions — has shifted towards a more strategic role, with a cumulative
integration of minimising real estate costs and cost efficiency (Stage 2, controller), standardisa-
tion of building usage (Stage 3, dealmaker), matching real estate with business plans of the units
and market options (Stage 4, intrapreneur) and a more integrated management approach, using
performance indicators regarding costs and quality (Stage 5, business strategist); see Figure 2.1.

The fifth stage includes acting in a planned and proactive manner in cooperation with other
disciplines, strategically aligning the accommodation with the vision, mission, and goals of the
organisation and the external context and incorporating different stakeholders. The stages are
cumulative: each subsequent stage builds on the preceding stages. The main characteristics of
the five stages are summarised in Table 2.1.

Each more complicated stage adds a new role in the search for adding value through real
estate. The first three stages occur principally through project-level work related to the internal
needs of the corporation. Stage four adresses portfolio-wide needs, focusing outward to trends

Table 2.1 Main characteristics of the five stages according to Joroff et al. (1993)

1 Taskmaster Supplies the corporation’s need for physical space as requested
Controller Satisfies senior management’s need to better understand and minimise real estate
costs
3 Dealmaker Solves real estate problems in ways that create financial value for the business
units
4 Intrapreneur Operates like an internal real estate company, proposing real estate alternatives

to the business units that match those of the firm’s competitors

5 DBusiness strategist ~ Anticipates business trends, monitors and measures their impacts, contributes
to the values of the corporation as a whole by focusing on the company’s
mission rather than focusing only on real estate
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Table 2.2 Cumulative increase of activities and services (Lambert et al., 1995)

1. 2. 3. 4. 5.
Taskmaster Controller Deal maker Intrapreneur Business strategist
Renovation Maintenance  Acquisition space Extension and Joint BU meetings
Planning and of portfolio  Lease contracts intension Participation in BUs
management  Space use Lease negotiation Strategic CRE plan and corporate
of equipment  Satisfaction Sale, subletting Market trends and strategy planning
Maintenance Taxation of Purchase prices Impact analysis of
of indoor value of Space standards Sale and lease back capital market
environment assets Management of contracts Impact analysis
Maintenance Building cost large projects Pricing methods of changing
schedules analysis Project management ~ Benchmark portfolio legislation

Building codes

tools

performance
Benchmark CRE

Impact analysis of
economic and

unit performance demographic
Operating as a profit trends
centre City planning
Masterplans
Match BUs and
providers

affecting the business units. Stage five focuses on company-wide competitiveness, involving a
myriad of stakeholders outside the corporation’s more traditional bounds. Furthermore, as the
organisational stages evolve from taskmaster to strategist, the benefits obtained by stakeholders
evolve from short to long term, with a growing user orientation and a need for continuous
learning and change. Each next stage brings the real estate unit closer to the senior corporate
management. All stages are focus driven, linked to a targeted mission, and closely intertwined
with the real estate finance and information systems. The stages are increasingly driven by pro-
cess and, therefore, by people. For an extensive discussion of all five stages, see Joroft et al. (1993).

Based on a survey among 82 CRE departments and their business units, Lambert et al.
(1995, in Weatherhead, 1997, and Appel-Meulenbroek, 1999) found that each successive level
incorporates new activities and services; see Table 2.2.

The transition from one stage to another is not always distinct. Besides, the five stages are
not mutually exclusive. In an interview on May 6, 2020, Joroff argued that the five stages can-
not be 1:1 linked to the shifts that were identified by Michael Bell but are very useful in a more
narrative way in team discussions on how to manage CRE. In this sense, the five stages could
incorporate similar themes but on a different level, so that characteristics may partly overlap
between the different stages. In this interview, Joroff also argued that with the knowledge of
today he would consider inserting a stage between deal maker and intrapreneur, called service
aligner, and adding a stage called business driver, who not only supports adding value through
real estate but also creates business value.

1.2 Ongoing shifts in corporate real estate management

Looking through today’s eyes, Joroff and Becker (2016) argue that the evolution of corporate
real estate reflects the following primary shifts in how corporate real estate and workplaces are
viewed and how they can best be managed:
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From financial to business asset. A mind-set that viewed corporate real estate as a passive finan-
cial asset with a high cost, changed into one that perceives the real estate portfolio as an
asset integral to the conduct of the business. There is a growing focus on high use value and
on proactively promoting new ways of working that, along with more flexible, informal,
and open corporate management and culture and transformative information technologies,
enhances business performance.

Workplace as an integrated ecological system. This system includes physical design and space,
information technologies, workforce demographics, work processes, and organisational
culture. The design and management of these interdependent factors aim to support differ-
ent kinds of work, not only as a place that just houses people as they do assigned tasks, but
also as a means of attracting and retaining the best and brightest employees and engaging
and enabling their talent and energy. The ‘workplace’ is more and more recognised as a sys-
tem of loosely linked spaces inside and outside the ‘office’ (the building), designed to sup-
port specific activities such as quiet work, informal communication, and client and group
meetings, and that relies on cyberspace as well as physical space. For a further exploration
of Joroff’s ideas about how to create and manage appropriate workplaces see also Horgen
et al. (1998a, 1998b), Joroff et al. (2001) and Joroft (2002).

Needs vs. preferences. Where once the modus operandi of the corporate real estate function
was simply to take orders from business units for property according to what they preferred,
and then deliver it on time and within budget, now the role is to proactively work with
business units to anticipate their needs and to sharpen their understanding of how to best
meet these needs (see Chapter 16 on user-centred design thinking) through real estate and
workplace strategies.

Power and opinion vs. data. Decision-making about real estate and workplace investments is
now more often underpinned by analytics and rigorous review of business context, along
with data about real estate financial, individual, and team and department performance
data, and how space is being used.

From stable/static to agile portfolios. At the time when the corporate real estate paradigm
began to shift, enterprises were largely perceived as relatively stable, with a known culture
and known tasks and processes. Corporations assumed that facilities and the processes they
accommodate would have a relatively long life. However, this assumption began to disinte-
grate in the decades prior to the turn of the century, inter alia by the unprecedented new
information technologies, mergers and acquisitions, the rise of new international power-
houses like China, and rapidly growing markets in developing countries. Today, everything
is subject to change. This requires facilities and arrangements for corporate tenancy that
are flexible, in which space can be rapidly acquired and just as rapidly abandoned almost
anywhere in the world.

1.3 Extension with a sixth stage

Currently, organisations and their corporate real estate are going through further major changes.

‘Workplace managers need to respond more emphatically to the needs and preferences of users,

particularly knowledge workers, due to three simultaneous developments.

Firstly, predictions from the 1990s (e.g., Joroft et al., 1993; Dufty & Powel, 1997) with regard

to IT-enabled time- and location-independent working now have become a daily reality for

knowledge workers. As part of the shift towards workplaces as integrated ecological systems,

cited previously from Joroff and Becker (2016), new work practices like blended working (Van
Yperen & Wortler, 2017) and activity-based working (Van Meel, 2019) rapidly seem to have
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become the new normal worldwide. Workers are increasingly enabled and allowed or encour-
aged to use different locations (e.g. corporate offices, client or partner offices, home office, cow-
orking spaces, on the go) and different work settings within the office (e.g. open and enclosed
workstations, phone booths, lounge areas, project rooms). Along with the expanding range of
choice, individual workers and teams are discovering and adopting their own preferred ways of
working. The COVID-19 pandemic may work as a catalyst in this process (Kniffin et al., 2020).

Secondly, organisational behaviour has become more central in implementing corporate
strategy. Particularly for knowledge-based organisations, desired outcomes are highly dependent
upon behavioural patterns in the workplace (e.g. how workers collaborate, learn, concentrate,
and recuperate). Hence, we see many corporate programs focusing on behavioural change,
which is frequently linked to workplace change. For instance, the potential of ‘nudging’ desired
behaviour through workspace design is gaining attention in practice and research (Thaler &
Sunstein, 2008). An important topic is the promotion of healthy behaviours in the workplace
(e.g. physical movement, relaxation, social contact, nutrition), which receives growing attention
in relation to sick leave, burnout, and sustainable employability (Colenberg et al., 2020; Jensen
and van der Voordt, 2020; Forooraghi et al., 2020). In practice, particularly health insurance
companies like Medibank in Australia and VGZ in the Netherlands are frontrunners in imple-
menting healthy workplaces and promoting healthy behaviour.

Thirdly, the global “war for talent’ (Beechler & Woodward, 2009) is empowering knowledge
workers in expressing and following their preferences with regard to workplaces and work
practices. In this context, employers can no longer force employees to work in unattractive
environments or at unattractive locations (see also Chapter 11 on branding theory). ‘Conven-
ing the workforce’ (Joroft et al., 1993) has become a necessity rather than an ambition. This is
reflected inter alia by the rapid growth of Leesman, who have now measured satisfaction with
work environments of more than 550,000 workers in almost 4,000 buildings. Optimising the
‘workplace experience’ has become a key topic in CREM (Leesman, 2019). It should be noted
that the user-centred approach seems to be shifting from a focus on optimising user satisfaction
towards a more goal-oriented focus on specific user needs and behaviours that are important
for organisational effectiveness. According to Van Eersel (interview on May 20, 2020), Google’s
R eal Estate and Workplace Services team changed its motto from ‘“We create environments that
make Googlers excel” into “We create environments that make Google excel”; and at Netflix,
his team’s mission is “to deliver workplace experiences to move Netflix forward”.

Given these developments, Hoendervanger et al. (2017a, 2017b) introduced a sixth stage as
an extension of the CREM maturity model; see Figure 2.1. Where the fifth stage is focused
on creating added value in relation to corporate strategy, the sixth stage adds a user-centred
approach. Being both a business & user strategist, a CRE manager creates work environments
that support work practices and enhances behavioural change, in alignment with both corporate
goals and employee needs and preferences. In addition to the skills that are needed in stage 1-5,
psychological knowledge is required to analyse, facilitate, and stimulate workers’ differing and
changing needs and behaviours. This is reflected in the adoption of a person—environment fit
approach in workplace research (Appel-Meulenbroek et al., 2020).

The introduction of a sixth stage in CREM resonates with a recent shift in the related dis-
cipline of facility management (FM). Taking into account the needs of both the business and
the end user is reflected in the current definition of FM as “an organisational function which
integrates people, place and process within the built environment with the purpose of improv-
ing the quality of life of people and the productivity of the core business” (ISO 41011, 2017).
Quality of life is people oriented, whereas the former EN15221-1 definition focused only on
“services which support and improve the effectiveness of its primary activities” (CEN, 20006).
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In an online interview on May 6, 2020, Joroff supported this extension of the original
model, at the same time emphasising that a user-centred focus should be part of all previous
stages as well. Workplace strategists who operate as work practice and business enhancers need
to collaborate with business unit leaders and the workers themselves, to identify and co-develop
effective work practices and then to design and maintain agile places and IT supports. In line
with an earlier proposal to add Corporate Infrastructure Resource Management (CIRM) as a
sixth stage to the CREM maturity model (Van Eldonk, 1998), it is expected that the collabora-
tion between CREM, FM, HRM, and IT will be further extended in the sixth stage. This may
lead to the involvement of other disciplines as well, such as labour psychologists, occupational
health specialists, neurologists, data specialists, and artists.

2 Applicability to workplace studies

Although the CRE framework has mainly been developed with CRE portfolios in mind, the
underlying ideas are also well applicable at the workplace level. The design and management of
workplaces may range from a taskmaster’, i.e. caretaker’, perspective, responding to demand for
space and technical maintenance, to a strategic approach. The latter incorporates the needs and
preferences of all stakeholders and facilitates a flexible and smart workforce including new genera-
tions with changing work patterns and changing time-space preferences. A strategic approach also
focuses on adding value to the organisation, customers and end users, and society as a whole (see
also Chapter 9 about alignment theory, and Chapter 12 on value adding workplace management).

In order to enable health care organisations in using the five-stage framework to profes-
sionalise their CREM function, Moesker (2010) conducted additional literature research and
expert interviews to further operationalise each stage regarding different levels of communica-
tion and information, competencies, governance, stakeholder involvement and added value; see
Table 2.3. The sixth stage would add the use of sensors and other devices to collect and analyse
workplace data (e.g. its occupancy rate), psychological knowledge and skills, shared responsibil-
ity of management and end users, end-user participation in design and management processes,
and adding value by increased employee satistaction, health and wellbeing, creativity and inno-
vation, and productivity.

3 Limitations

The five-stage model has been developed over 25 years ago and may need an upgrade by test-
ing it in practice. The report was based on insights of hundreds of people and steered by the
experiences of a limited number of large firms that were on the innovative edge of practice. It
is not clear what it means to small and medium enterprises and not-for-profit organisations.
The report is also less clear about which phase is optimal and why, depending for instance on
the maturity of the involved organisation, its mission, vision and scope, the economic context,
and market circumstances. The report suggests that each next stage is on a higher level of pro-
fessionalisation and integration and is more strategic. This may result in the risk that CRE staft’
strive for a higher stage than is either necessary or suitable in relation to the aforementioned
contextual factors.

In the 1993 report, the five stages are not clearly operationalised in a tool that organisations
can use to see where they stand and where they should go. In practice, it turns out that organisa-
tions find it difficult to allocate their CREM policy to one of the stages (Kerkhof et al., 2011).
The researchers themselves positioned four out of ten assessed organisations in stage 5, three in
stage 4-5, one in stage 4, one in stage 2—3, and one as a mix of stage 2 and stage 5 as defined
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by Joroff et al. (1993). According to Mattousch (2010), it should be more clear which activi-
ties should be incorporated in each stage. He also advocates a distinction between deepening
knowledge within the same stage (evolution) and moving to a next stage by extending knowl-
edge, skills, activities, and services (revolution).

So far, to the best of our knowledge, the model has not been empirically tested on its valid-
ity or adapted to new trends and developments. The sixth stage has been added recently and
needs greater operationalisation and testing on validity as well, by desk research, interviews with
practitioners, and case studies.

4 Theory relevance to practice

Notwithstanding the limitations mentioned previously, the six-stage CREM maturity model
can be used as a tool for continuous improvement (from ‘ist’ to ‘soll’) of CREM and strategic
alignment of CRE to organisational strategies and end users’ needs and preferences. It enables
qualitative assessment of people/culture, processes/structures, strategies, and required skills of
involved staff. As such, it can be used as a guiding framework for step-by-step improvement and
evaluation of the CRE function in a given organisation. The model can help to assess the cur-
rent state of CREM, by comparing characteristics of the CRE function with the descriptions of
the stages in the maturity model. Furthermore, the model can guide a discussion among CRE
team members and with CRE stakeholders about the desired state of CREM and necessary
steps to get there. The comprehensive nature of the model and its original description in the
CRE 2000 report can make it difficult to assess which stage applies to the current or desired
state. For this purpose, a further operationalisation of the model, like the matrix developed by
Moesker (2010), can be helpful.

An example of application of the CREM maturity model in practice is Enexis Groep, a
regional grid operator from the Netherlands. About three million customers are connected to
their dynamic energy grid in order to receive electricity or gas and, increasingly, to feed renew-
able energy back into it. Enexis Groep also supports consumers, businesses and municipalities
in how to make sustainable energy choices. They have been using the CREM maturity model
since 2006, first to assess the current state of Enexis corporate real estate, and since then as inspi-
ration while working on future plans such as Enexis’ FM strategy plan 2025. Quite recently, the
sixth step as described in Section 2 has been added. Their increased employee focus is reflected
by the in-house development and implementation of ‘personas’, i.e. defining user needs in con-
nection to different types of persons (e.g., extravert versus introvert, emotional versus rational,
individualistic versus group oriented) and job characteristics.

In line with Mattousch (2010), Enexis uses the CREM maturity model in combination
with the value propositions of Treacy and Wiersema (1993), linking operational excellence
to the first three stages, customer intimacy to stages three and four, and product leadership
from stage four on. Between 2009 and 2020, Enexis’ real estate reduced from approximately
93,000 m? to about 72,500 m? rentable space across the Netherlands, a reduction of 22%,
whereas the number of employees increased by 18% during the same period. By adopt-
ing a user-centred approach, the amount of rentable space needed per fulltime equivalent
reduced by 37%.

Another example is the British Broadcasting Company (BBC), who used the model to
develop a ‘Framework for BBC Property’ (Kane & Anastassiou, 2020). In 1998, the BBC
announced its BBC 2020 property vision. This vision aimed to address significant shortcom-
ings in its real estate and to prepare the BBC for a period of tumultuous change, driven by new
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technology, increased competition, and budget constraints. Five key themes underpinned the
2020 vision (Kane, 2013):

1 Flexibility: the property must not restrict the BBC’s freedom to evolve its operations.
Technology: all BBC space must support future technological requirements without incur-
ring costly reconstruction.

3 Talent: BBC buildings must be showcase sites of technology and innovation in order to
attract and retain the best talent.

4 Audience: the BBC must demonstrate value by engaging local communities with opportu-
nities to experience the BBC in action through live broadcasts and open access to buildings.

5  Cost: BBC Property’s role is to help the corporation save money rather than spend it.

To achieve these aims, the CREM maturity model was used as inspiration to look at the
real estate/FM function and adapt it to incorporate BBC’s property vision; see Figure 2.2. This
scheme visualises how the process of transition added value to the organisation and how the
CRE department moved from ‘order taker’ to a much more strategic role (Kane, 2020). It was
also imperative that old-fashioned organisational silos were broken down. Different profes-
sionals had to learn to think and work out of their particular specialist boxes. The manifesto of
BBC’s Workplace team was to deliver business and public value in partnership with HR and IT
at minimum cost and at maximum effectiveness (Kane, 2020).

Between 2004 and 2013, the BBC’ real estate reduced from over 500 properties and approx-
imately 696,000 m?* to about 207 properties and 571,000 m? of space across the UK. The Prop-
erty/Workplace teams moved over 11,000 people to meet their objectives (Kane, 2013): 40%
reduction in real estate footprint by 2017 (28% achieved in 2013); £47 million annual savings
in property expenditure by 2016—17; and 60% of the estate refreshed.

Besides applications focusing on one specific organisation, the CRE maturity model may
also be used as a framework for benchmark research. The CRE function of different organi-
sations (e.g., similar firms across a specific industry) can be compared with regard to their

A Smart Value Place Making
v INNOVATE Operate & Change Model
A
L Estate aligned with the business
U ONE WORKPLACE
No silos = total corporate real estate
E Focus on portfolio matrix management
OPTIMIZE .
Supply chain management

T Business intelligence
0 CTTRTTRAL AT Property spend centrah‘zed (Apr 07)

Pan UK/BBC FM / Exit 30 Year PFI deal

Pan UK Portfolio / Estate Strategy + portfolio management
B Resilient broadcast critical services
B STABILIZE Re-build property function
C Re-structure supply chain

2004

Figure 2.2 Framework for BBC Property 2004 (Kane & Anastassiou, 2020)
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positions according to the model, and differences with regard to skills, tools, organisational
position, and focus. An example is a CREM benchmark study that Suyker conducted across the
international banking industry.

The CREM maturity model can also be useful for educational purposes. It can help students
in corporate real estate and facilities management to understand how CREM can evolve in an
organisation, and why CREM can be at different stages in different organisations. Furthermore,
it shows which skills students should develop to prepare for a career in CREM.
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