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Introduction 
Today’s workforce faces a triple threat when it comes to 
productivity, and IT often finds itself unable to fully support all its 
needs. Many organizations face a workforce that no longer 
works from one fixed location, no longer works from one fixed 
device, and no longer works from a small set of fixed 
applications. This complicates the employee experience 
dramatically and has major ramifications for enterprises that 
need to keep their workers productive while also maintaining an 
efficient and cost effective IT operation. In many organizations 
the employee experience is broken.  
 
Employees live in a consumer world defined by digital, omni-
channel, intuitive, and engaging applications. But when they 
enter the workplace, many wonder if they’ve fallen into a time 
portal back to the 1990s. A big part of employee experience is 
the tools we give our employees and the workflows and 
processes run on those systems. Organizations often fail to 
deliver tools that enable rational and efficient workflows and 
processes. The result is a terrible user experience which 
inhibits productivity and engagement, leading to poor business 
outcomes and affecting the most valuable asset in an 
organization: our people.  
 
Organizations must move to a Modern Workspace approach to enable more user 
engagement, a better user experience and improved productivity. This report will evaluate 
some of the challenges and benefits of maximizing productivity for workers, as well as 
challenges faced by IT in providing optimized services and solutions. It will highlight the 
potential business and IT costs associated with not adequately providing the necessary tools 
and services to meet those challenges, as well as potential cost benefits. 
 
 
What do Modern Workers need to be Engaged and Productive? 
Employees demand a compelling user experience and its becoming a differentiator for 
companies both in the war for acquisition and retention of talent, as well as improving 
customer satisfaction and overall business outcomes. Workers, particularly younger “digital 
native” workers, expect their work experience to be similar to their everyday consumer 
experience. Without architecting a solution to meet these needs, companies are forcing 
workers to be less engaged making them less productive then they might otherwise be, and 
that means those companies are less profitable, and/or require more workers to do the same 
tasks.  
 

TREND:	The	current	shortage	of	
skilled	labor	is	expected	to	
accelerate	over	the	next	few	
years,	even	as	a	lack	of	

necessary	skills	inhibits	growth	
in	many	organizations.	

Companies	must	invest	in	the	
employee	workspace	experience	
to	attract,	retain,	and	engage	

the	talent	necessary	to	
maximize	business	outcomes.	A	
move	to	Modern	Workspaces	

will	not	only	offer	improvements	
in	corporate	app	utilization	and	

workflows	for	users,	thus	
increasing	productivity,	but	also	
create	advantage	for	IT	in	lower	
operational	costs,	improved	

security,	ease	of	app	enablement	
and	user	management.		

J.Gold	Associates	LLC.	
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The user experience in many organizations faces a number of challenges. There are too 
many apps, the apps are too complicated and doing even a simple task often requires many 
steps. Employees are constantly interrupted by notifications making it hard to focus on the 
task at hand. The result is user hesitation in using apps, a lack of focus from all the 
interruptions, and too much time spent in searching rather than doing. To solve these 
challenges, IT must architect a modern workspace solution that delivers a better experience 
which drives greater engagement and productivity, ultimately resulting in higher levels of 
employee contribution to the business. 
 
As organizations move towards implementing the Modern Workplace, the right technology 
plays an increasingly important role. IT has an opportunity to deliver measurable value to the 
business by increasing employees’ engagement and productivity across the full lifecycle of 
employment in the organization. This includes attracting top talent, improving the onboarding 
experience, keeping employees from getting frustrated with the work environment, and 
allowing employees to spend more time mastering their special talents rather than on low 
value tasks.  
 
The formula for a Modern Workspaces ROI is simple: the right employee experience creates 
a higher level of engagement resulting in significantly increased productivity. Ultimately this 
produces multiple benefits to the organization. 
 
What Should the Focus be? 
In order to maximize productivity for users, while also minimizing the burden on IT, 
companies should focus on the following requirements.  
 

• A unified and simplified experience. A key challenge is how to get all apps and data 
on all devices while maintaining high levels of security, manageability and user 
productivity. Using the same apps on different platforms often means a different user 
interface and functionality, requiring users to learn multiple interfaces and ways of 
interaction. IT must be able to organize their apps and data regardless of the device 
or their location in a consistent manner. 

• Single sign on (SSO) and Identity Access Management (IAM) enables a streamlined 
approach to user credentials, saving users valuable time and requiring far fewer 
support issues due to forgotten passwords, which can be as much as 3-4 calls per 
year per app. 

• Personalized actions and insights. Provide individual, contextual content, insight and 
actions to users on any device, anywhere to improve productivity. Technologies that 
help employees focus and help guide their most critical work-related tasks 

• Minimizing “app swapping”. This is challenging to users as having to swap between 
multiple apps for a particular workflow results in lost time having to login to each app, 
find relevant actions to take within apps, and potentially repeat data input for each.  

• Simplified Q&A inquiries via bots. Time spent by users on figuring out how to use 
apps or input data is non-productive time.  
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• Intelligent automation of tasks and workflows. Machine learning-powered systems 
that continuously improves and identifies opportunities to simplify and automate batch 
repetitive tasks and workflows to improve the employees’ experience.  

 
 
How Does the Modern Workspace Improve IT? 
While many focus on end users requirements as driving investments in new enterprise 
technology like the Modern Workspace, it’s also important to look at the effects on IT and 
how the change can positively affect costs and staffing requirements. Below are a number of 
IT impacts that should be fully addressed.  

• End User On-boarding.  One of the biggest burdens for IT staff is setting up a 
traditional PC workstation for new users. Changing to a cloud based, single delivery 
platform, while not totally eliminating the need for IT to configure PCs for users, 
substantially reduces the burden, and may nearly eliminate it for mobile only users. 

• App access, roll out and updating. IT has to deal with not only rolling out new 
applications to users, but also with verifying and maintaining those apps on each 
user’s device. While there are tools to help with this task, it’s still a burdensome 
process. Having a single cloud-based delivery platform where apps can be universally 
rolled out and updated alleviates the need to “touch” each user’s device and 
substantially reduces IT requirements. 

• Identity management. With multiple apps on each user’s device, IT must manage a 
large set of identities that are uniquely tied to both the device and the app. In addition, 
each user has to maintain a set of unique passwords for each app accessed, as well 
as for the device. And most organizations require regular password changes to 
maintain security, resulting in a further burden for both the user and IT. Moving to a 
centralized SSO environment eliminates much of the need for IT to configure and/or 
reset passwords on a per app basis. 

• Security. Individual devices pose a serious security risk, as we’ve found that as many 
as 35% of devices can have a data breach in a  single year, mostly caused by 
stealing of credentials. A centralized platform where data is securely stored and 
requires multifactor authentication for access, rather than locally on each user device, 
and where the use of data analytics can be employed to look for anomalies, is a much 
safer environment that can eliminate a large number of data breaches. It can reduce 
both the amount and cost of security, as well as reduce IT staffing requirements. 

• End user support. IT has to deal with support for each user, who may have a uniquely 
configured device, and may have done customizations away from the standard 
corporate configuration. This is substantially harder than supporting users on a 
consistent platform that is universally applied. Further, on traditional deployments of 
on-device apps, support personnel may have to travel to the user’s physical location 
to affect a repair. This would be eliminated with a centralized cloud-based app 
delivery capability. 

• Overall lifecycle/change management cost reduction. In a traditional environment, 
each user has a specific dedicated device to work on. Further, periodic replacement 
of the device during completion of its lifecycle means that the user will need to 
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transition to the new device, and spend significant time with set up of the device. The 
same is true for IT staff that needs to configure the device for each user. With a 
modern workspace environment, the amount of local device customization is minimal 
and the time to upgrade and/or replace a device is also minimal, saving both end user 
productivity and IT staffing requirements 

 
Below we highlight in table format the features/functions outlined above, along with a relative 
cost benefit to IT if implemented. 
 
Table 1: Comparison of Features/Functions and IT Cost Benefit 
 
Features/Functions IT 
End User On-boarding.  One of the biggest burdens for IT staff is setting up a 
traditional PC workstation for new users. +++ 
App access, roll out and updating. IT has to deal with not only rolling out new 
applications to users, but also with verifying and maintaining those apps ++ 
Identity management. With multiple apps on each user’s device, IT must 
manage a large set of identities that are uniquely tied to both the device and the 
app 

++ 

Security. Individual devices pose a serious security risk, +++ 
End user support. IT has to deal with support for each user, who may have a 
uniquely configured device, and may have done customizations ++ 
Overall lifecycle/change management cost reduction. In a traditional 
environment, each user has a specific dedicated device to work on. + 
 
 
 
Evaluating Cost Benefits for Line of Business Users and IT 
Moving to a Modern Workspaces environment has some significant cost savings possibilities 
for both the Line of Business (LOB) and IT groups. Indeed, below we highlight some of the 
key areas and costs associated with the traditional computer set up versus one where 
companies have deployed a Modern Workspace environment. 
 
On Boarding an Employee 
Many companies struggle to get new employees set up with the computing resources they 
need to get their jobs done. While a PC is relatively easy to have on hand, or obtain quickly, 
the real challenge is getting the machine loaded with the particular apps and related 
environment specific to the user. The Modern Workspace decouples the ability to contribute 
to the organization with a particular hardware device, which allows the new employee 
regardless of location to be engaged and productive faster. 
 
There are two components of cost involved – one for the LOB and one for the IT 
department. Below we look at the two components. 
 

Copyright 2019  J.Gold Associates, LLC. 
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End User/LOB On Boarding 
In a typical scenario, it can take 2 days or more before a user gets a machine delivered for 
his/her use. This is the amount of time it takes IT to obtain a machine, load the appropriate 
apps on the machine, and deliver the configured device to the user. During this period, the 
user is essentially non-productive as they have no way of doing corporate work. In a Modern 
Workspaces environment, there is almost no machine set up required by IT, and therefore 
the machine can be available to the user in as little as half a day. As a result, the Modern 
Workspace environment provides an additional 1.5 days of worker productivity to the LOB. 
 
For a higher level worker who’s burdened rate of compensation is $120K per year, providing 
1.5 days of productivity returns $692. A lower level worker whose compensation is $60K a 
year returns $346 in productivity. In an organization that has 100 new hires per year, with a 
mix of 70% lower level and 30% higher level employees, the ROI to the LOB for 
implementing a Modern Workspaces approach would be $45,000 per year.   
100 new hires x ((.7 x $60K) + (.3 x $120K)) = $45,000 
 
End User/LOB Machine Failures 
A corollary to the above onboarding occurs when a worker’s primary PC fails. Failure rates 
vary greatly, but an average failure rate of 10% across a large number of PCs is a good 
approximation. Based on the same calculations as the onboarding example above, the cost 
are the same as for a new employee when a machine fails. In an organization with 10K 
employees, the ROI of using a Modern Workspaces approach versus a traditional assigned 
PC approach to worker computing, assuming a split of 70% lower compensation workers to 
30% higher compensation workers, the total ROI would be  
10K employees x 10% failure rate x ((.7 x $60K) + (.3 x $120K)) = $449,800 
 
Figure 1: LOB Onboarding and Machine Failure ROI, Traditional PC vs. Modern 
Workspace 
 
 Modern 

Workspace 
Higher Level Employee $692 
Lower Level Employee $346 
Savings per 100 employees 
per Year 

$45,000 

Savings for Machine 
Failures per year 

$449,800 

 
 
 
IT ROI 
Not only does a LOB get a return by moving to a Modern Workspaces approach, IT also 
saves. In a traditional setup for onboarding a new employee, it typically takes an IT 

Copyright 2019  J.Gold Associates, LLC. 
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technician 4 hours of hands on work with each machine. In the Modern Workspaces 
scenario, this is typically reduced to 30 minutes, for a total saving of 3.5 hours per device. 
Based on a burdened IT technician compensation of $80K, the savings in IT costs is  
$38.46 per hour x 3.5 hours = $135 per machine. For 100 new hires per year, the savings is 
$13,500, or 350 IT tech hours, or .17 Full Time Equivalents (FTE) 
 
Figure 2: LOB Onboarding ROI, Traditional PC vs. Modern Workspace 
 
 Modern 

Workspace 
FTE 

Per Employee $135  
Savings per 100 employees 
per Year 

$13,500 .17 

 
 
App Provisioning per App per User/LOB 
We estimate that the time spent by an end user in setting up a new or recently updated app, 
in order to customize it to their own desired state, is 1-2 hours on initial install, and 10-15 
minutes on upgrade. If we assume the average corporate user has 10 apps, then the user 
must spend a one-time 10-20 hours on the initial use of apps, and 400-600 minutes per year 
with upgraded apps (assuming 4 upgrades per app per year). For our calculation, we’ll 
assume the lower values of the above. In a Modern Workspaces environment, users have 
limited need to customize apps as they are preconfigured for the user’s needs. Further, on 
any subsequent app update/upgrade, there is essentially no need for users to customize as 
the apps and the appropriate inter-app connectors are already installed. Therefore, we’ll 
assume that the amount of initial and ongoing customization is 10% of that required in 
traditional PC legacy environments. As a result, a user will spend 1 hour in customizations 
on initial use of apps, and 40-60 minutes per year on upgrades. 
 
Figure 3: App Provisioning LOB Savings per Employee for Modern Workspaces 
 
 First Use Upgrades, per 

year 
Total 

Higher Level Employees $519 $346  
Lower Level Employees $260 $173  
Initial Cost Savings for 10K 
Employees (One Time Cost) 

  $3,375,000 

Yearly Savings for 10K 
Employees (Upgrades Only) 

  $2,250,000 

 
 
 

Copyright 2019  J.Gold Associates, LLC. 
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App Provisioning/IT 
For IT, unless the machine is new and fully imaged, we estimate that IT staff will spend on 
average 30 minutes installing a new app (per app) and 10 minutes on upgrade (this is not 
the total time, rather it’s the time that the IT person has to interact with the machine for 
download and configuration). While most of the cost for IT is already included in the 
onboarding of new machines, there is nevertheless a cost associated with any new apps 
added afterwards. 
 
On average if we assume there will be 2 new apps added per year to existing corporate 
inventory. For each app, we expect IT to spend 2 hours with installation and verification, and 
any customizations needed. IT will also spend 10 minutes per app to apply any 
updates/upgrades. If we assume 4 upgrades per year (one per quarter) that’s 40 minutes 
per app, or 80 minutes per year. 
 
With a Modern Workspace environment, this time is mostly eliminated as the IT person only 
has to set the app up one time on the server, and the app is automatically available to all 
users. The users may still wish to do some customization/setup, but it’s far more efficient to 
do so in the workspace environment than on an individual PC, as there is no need to 
interface and customize the features related to the OS, where most of the time is spent. 
Being in a workspace environment will save IT the following:  
 
Figure 4: App Provisioning: IT Savings for Modern Workspaces 
 
 IT Cost IT Hours FTE 
Manual Install of New Apps $1,538,462 40000 19.2 
Manual Upgrades of Apps $256,410 13333 6.4 
Workspace Install of New 
Apps 

$153.85   

Workspace Upgrade of Apps $51   
 
 
 
App Availability and Time to Deployment  
Traditional Apps optimized for new devices can take 6-12 months or longer to develop and 
potentially another 6 months to fully deploy, particularly in geographically diverse 
organizations. In a manual process it can often takes months before an app makes its way 
to individual LOB users. In the interim, users will lose out on the increased productivity 
benefits that having use of the app may create. Properly designed apps can increase user 
productivity by a very large percentage, but for this calculation we’ll keep the expected 
productivity increases to a modest 2% and 5%. We’ll also use an average 3 months delay in 
getting the new app to the user, assuming some will get it right away and some in 6 months. 
  

Copyright 2019  J.Gold Associates, LLC. 
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Figure 5 is our analysis of what delaying an app to end users mean, on a per user, per 
month, and per app basis in a manual deployment. Providing the same app in a Modern 
Workspaces environment virtually eliminates this delay as the app is available immediately 
to all users once it’s deployed. 
 
Figure 5: The Cost in Lost Productivity by Delay of App Deployment, per App, per 
Month 
 
 2% Improvement 5% Improvement 
Higher Level Employees $200 $500 
Lower Level Employees $100 $250 
Total Employees (30% 
Higher level, 70% Lower 
level) 

$900,000 $3,250,000 

 
 
Modernizing applications/LOB 
The McKinsey Global Institute estimates the average employees spends 20% of their time 
searching for information. In addition, the constant context switching required in many 
organizations between applications and IT tools leads to upwards of a 40% loss of 
productivity. Bringing together information and actions into a Modern Workspace 
environment would significantly reduce the amount of time employees spend searching for 
information and provide a streamlined experience to stay focused on specific tasks through 
completion. In fact, a Modern Workspace can return approximately 4 hours per week for 
each employee. In an organization with 10K employees, the ROI of using a Modern 
Workspaces approach versus a traditional IT approach where applications are in various 
places and employees have to navigate inside of each one to take action is approximately 
40,000 hours per week. This significant savings can help each employee apply more focus 
and time on high-value tasks that add definable business value. 
 
Security/Data Breaches  
While no method is 100% foolproof, Modern Workspaces can significantly reduce the 
amount and severity of enterprise data lost through hacks, malware and end user mistakes 
that can cost a company millions of dollars per incident. Indeed, the number and severity of 
data breaches, as well as malware attacks and in particular new threats like “Ransomware” 
can be dramatically reduced or even eliminated by deploying a properly designed Modern 
Workspace.   
  
It’s difficult to come up with an average number that can be applied to all companies. The 
Verizon 2015 Data Breach Investigations Report estimates a company with 1K users 
experiencing a data breach of 100K records will cost the organization $475K (although in 
some cases it will be many times more). That’s $475 per employee. According to the 
Ponemon Institute 2015 Cost of Data Breach Study, the average consolidated total cost of a 

Copyright 2019  J.Gold Associates, LLC. 
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data breach is $3.8 million or $154 for each lost or stolen record containing confidential 
information. Figure 6 indicates the low, high and average cost per user.  
 
Figure 6: Cost of a Data Breach, per Employee, per Incident 
 
 Low Estimate High Estimate Average 
Cost per User $475 $15,400 $7,938 
 
 
 
SSO IT Benefits – Help Desk/Support 
Because of the need to change passwords often, many users get confused and don’t 
remember their passwords when logging in, resulting in calls to the help desk. We estimate 
that the typical end user calls the help desk about forgotten password login problems 1.5 
times per password change (this is an average and some users call much more often while 
others call less often). Further, each call to the help desk results in approximately 30 
minutes of lost productivity per user. In addition, on average a help desk call costs a 
company $50. So the average user will have six calls to the help desk each year, resulting in 
$250 in support costs plus 1.5 hours of lost productivity ($87 for a $60K worker or $174 for a 
$120K worker). And unless the company supports a single sign on (SSO) option for all 
logins (including for network access and apps accessed by the user) this cost is multiplied 
by the number of different logins required to gain access to various resources.  
 
Figure 7: Cost Savings by IT for Password Changes using SSO, per 10 apps, per year 
 
 Manual 

Passwords  
SSO 

Higher Level Employee $2029 $229 
Lower Level Employee $2014 $214 
Total  $6,087,948.6 $686,688.6 
Total Savings for SSO  $$5,401,260 
 
 
 
Employee Retention and Engagement 
While not always easy to quantify, it is quite clear that keeping experienced employees on 
the job, rather than having to hire new workers as the more experienced ones leave, can 
offer significant benefits. It’s estimated that a new hire can take 6 months or more to become 
as productive as an experienced employee, and in some jobs, that timeframe can extend to 
a year or more. It’s therefore advantageous to organizations to retain qualified employees. 
Minimizing frustration and maximizing the end user experience go a long way to making this 
possible. Employee turnover rates vary greatly by type of organization, industry and job 
function, but its universally true that minimizing employee turnover, especially by retaining 

Copyright 2019  J.Gold Associates, LLC. 
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experienced employees, is key to the success of any business. The Modern Workspace, 
with its user-friendly approach to worker preferences and workflows can have a major 
positive impact on employee retention. 
 
Further, happier employees are also more engaged in their jobs and ultimately the success 
of the organization. Studies have shown as much as an 18% productivity improvement for 
fully engaged employees, that organizations with high employee engagement show a 2.3X 
greater revenue growth over a 3 year period, and that customer retention rates are 18% 
higher in organizations with highly engaged employees.* 
 
Because of all the variables involved, we will not show calculations for these potential 
advantages. Nevertheless, in many organizations, the opportunity cost associated with 
implementing a Modern Workspaces approach to employee retention and engagement is 
substantial, and organizations should consider such potential benefits in their analysis. 
 
* https://medium.com/@maynardleigh/employee-engagement-whats-missing-and-what-s-next-2b728ce5d446 

 
 
Recommendations 
We strongly recommend that companies move towards a Modern Workspaces approach as 
a way to transform the employee experience, increase business agility and modernize IT 
tools and systems. The benefits of the Modern Workspace are attractive for both IT and 
LOB. While not a solution to 100% of organizational needs and requirements, a Modern 
Workspace platform goes a long way towards addressing a number of major pain points 
LOB and IT has been struggling with for a number of years 
 
We recommend organizations look at the advantages in the following situations: 

• Any organizations dealing with a wide array of device types and/or large numbers of 
BYOD should consider Modern Workspaces to secure and manage universal user 
access to corporate apps, at a lower cost and in a more controlled and secured 
fashion. 

• Enterprises that require users to create data and/or processes that are highly 
workflow oriented would benefit greatly from a Modern Workspaces approach as the 
ability to connect microapps makes it far more attractive to end users, enhancing the 
user experience, and increasing productivity, while also making support much simpler 

• Any organizations that have a need to maintain a portfolio of legacy apps that are 
unattractive to upgrade should implement Modern Workspaces as a way to provide 
access. This is especially true for apps used infrequently, but still required for 
business operation. 

• Enterprises that struggle with PC device migration costs and lack of necessary 
resources should look at Modern Workspaces as a way to limit the required resources 
needed while reducing costs. Properly configured, Modern Workspaces can offer 
near instantaneous migrations to almost any device. 
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• Companies in regulated industries, requiring total control and management of access 
and particularly access to sensitive data, will find an advantage in Modern Workspace 
technology as it provides a centralized policy and control mechanism, and can 
provide an analytics capability to fully understand how corporate assets are being 
used. 

• Cross platform unified IAM, SSO and policy management is often critical in achieving 
user enablement, especially in companies where users have dedicated functions and 
limited/controlled access requirements. Modern Workspaces offers unique 
advantages in these situations. 

• Enterprises should not be put off from moving towards Modern Workspaces 
environment, even if in a granular fashion. Modern Workspaces is a process and 
companies can implement components on an Ala Carte basis and still gain benefits 

• Finally, any organization wishing to move on to a future app delivery architecture for 
any user, any device, even devices not yet available, and any connection should be 
building a strategy for fully deploying a Modern Workspaces environment in the next 
1-2 years, or face escalating costs and limited end user computing options, thus 
hampering productivity. 

 
 
Conclusions 
Employee Experience and Modern Workplace undeniably have an impact on business 
outcomes. IT should focus on improving employee’s daily work experiences through 
technology. Organizations that invest in Employee Experience and Modern Workplace: 

• See 2.5X the revenue per employee versus competitors with low engagement (Hay 
Group) 

• Generate 21% higher profitability per employee than lower quartile companies 
(Gallup) 

• Enjoy 2X the innovation rate among their peer group (Mckinsey) 
 
Modern Workspaces offer some very attractive capabilities for many companies struggling 
with issues of BYOD, data security, cost of operations and policy management. With a need 
to extend typical end users desktops to any device at any time and any location, while still 
keeping costs in control and security in place, new architectures like Modern Workspaces 
can offer a compelling way for enterprises to maintain end user productivity while managing 
to control costs and maximize limited IT resources. 
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