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Preface to the Fourth Edition

Facility management has progressed by leaps and bounds since we published the
first edition back in 2000. In many countries, the subject and discipline could then
be fairly described as in a formative stage of development. Defining the scope of
the first edition to provide a coherent account of the subject was a challenge. The
success of that first edition led to two major revisions and now this fourth edition.
It represents a rethinking of our approach and what we presently consider to be
within scope; yet, it retains those elements that our readers and reviewers have told
us they value most.

The fourth edition consolidates current best practice, defines and devel-
ops emergent areas and offers a pathway for the future development of facility
management. The body of knowledge that this new edition represents benefits
from the publication of several national and international standards, none of
which were around for the earlier editions. The structure and content aligns
with these standards to provide readers and their organizations with a compre-
hensive treatment of the subject. Greater emphasis has been given to facility
planning, especially the briefing stage in the design of a new or refurbished
facility, design for operability, stakeholder management, outsourcing, procurement,
transition, performance management, environmental management, sustainability,
maintenance management, information management and building information
modelling (BIM).

Facility management has become an internationally recognized discipline,
a major sector and the means by which organizations are able to think glob-
ally and act locally. Primarily for this reason, we have adopted a minor change
to the title of this new edition; but the ethos and style of our work remains
true to the previous editions and our original aim, which was to develop the
subject and discipline through a thorough treatment of concepts, practices
and issues. We believe this new edition will continue to support individuals
at all levels, whether encountering the subject for the first time or looking for
answers to questions of strategic importance as well as those of operational
necessity.

This new edition has been prepared for a worldwide market. Whilst every care
has been taken in its drafting, it is not possible to cover or anticipate legislation, or
indeed other requirements, prevailing in the reader’s location. It is for the reader to
ascertain the relevance of any such legislation or other requirements and the need
for legal or other specialist advice.
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Finally, we must express our appreciation to a number of individuals who have
contributed their expertise. Our sincere thanks go to Roine Leiringer, Robert
Wing, Rachel Stewart, Martin Hooper and Stefan Olander.

Brian Atkin
Reading

Adrian Brooks
London
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Introduction

Effective management of non-core business (i.e. support services) enables an
organization to function at its most efficient level. The focus is facility manage-
ment, which was once regarded as the poor relation among the construction and
real estate disciplines. The significance of facility management is nowadays far
more widely recognized. In support of the further development of the discipline,
this book offers a comprehensive treatment of what facility management means
to owners, operators, tenants, facility managers and professional advisors. The
book contains advice on how facilities can be better managed from a number of
perspectives, although the approach is not intended to be prescriptive.

The organization

This book is directed at organizations within the private and public sectors acting
primarily as owners and/or operators of facilities and tenants, as well as facility
managers and professional advisors. The types of organization addressed might
range from airport authorities and manufacturers to colleges and financial services
firms. The structure, management and facility-related needs of these organizations
will vary widely; however, the information contained in this book is intended to
have a correspondingly wide application. It is necessary, of course, for each organi-
zation to consider the relevance to itself of the issues and points raised.

The customer as end-user

In the broadest sense, the customer is the organization in acting as a purchaser of
services. These will sometimes be insourced (in-house) and sometimes sourced
from external service providers (outsourcing). Although the distinction between
purchaser and provider is more obvious in the case of outsourcing, it is impor-
tant that the same distinction is recognized with insourcing. The customer in
this instance might be an internal department being served by the organiza-
tion’s in-house facility management team, with a financial exchange between the

Total Facility Management, Fourth Edition. Brian Atkin and Adrian Brooks.
© 2015 John Wiley & Sons, Ltd. Published 2015 by John Wiley & Sons, Ltd.
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two different cost centres. The relationship between the two parties therefore
remains a formal one, requiring guidelines and procedures for its formulation and
implementation.

In many organizations, customers will be the internal departments and their
personnel as the principal end-users of the facility and its services. In some, such
as leisure centres, entertainment complexes or department stores, the external
user of the facility becomes an additional type of customer whose needs must be
considered within the scope of facility management, as far as is practicable. This
book generally refers to the former type of customer (internal user), with these
users typically providing the interface between the external user and the service
providers. For the most part, it is unnecessary to draw a distinction between inter-
nal and external customers and so the all-embodying term of end-user is used.

Principles, process and procedures

Many fields and disciplines are subject to guiding principles, defined processes
and supporting procedures. Facility management is no exception; however,
authoritative guidance has been lacking until fairly recently. The publication of a
significant number of national, European and international standards has begun
to inform practice through greater clarity and consistency of application on both
the demand and supply sides. In an increasingly global context for facility man-
agement, the relevance of standards, at whichever level, ought to be recognized.
The bibliography lists the most relevant standards together with others that help
to define the overall framework within which facility management is undertaken.
These cover the subjects of design briefing, operability, outsourcing, procurement,
transition, asset management, maintenance management, quality management,
environmental management, sustainability, business continuity management, risk
and opportunity management, information technology, information management
and building information modelling.
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Key issues

The following issues are covered in this chapter.

There are a number of definitions of facility management. One that is
commonly used is an integrated approach to operating, maintaining,
improving and adapting the buildings and infrastructure of an organi-
zation in order to create an environment that strongly supports the
primary objectives of that organization.

In any discussion of facility management, it is necessary to stress the
importance of integrative, interdependent disciplines whose overall
purpose is to support the organization in the pursuit of its business
objectives.

The correct application of facility management techniques enables the
organization to provide the right environment for conducting its core
business to deliver end-user satisfaction and best value.

If a facility is not managed properly, it can impact upon the organiza-
tions performance. Conversely, a well-managed facility can enhance
performance by contributing towards the provision of the optimal
working environment.

Facility management covers a range of functions, including real estate
management, financial management, human resources management,
health, safety, security and environment (HSSE), change management
and contract management, in addition to maintenance, domestic
services (such as cleaning and catering) and utility supplies.

There is no universal approach to managing facilities. Each organization
will have different needs. Understanding those needs is the key to
effective facility management measured in terms of providing end-user
satisfaction and best value.

Total Facility Management, Fourth Edition. Brian Atkin and Adrian Brooks.
© 2015 John Wiley & Sons, Ltd. Published 2015 by John Wiley & Sons, Ltd.
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e Quality of service or performance is a critical factor in any definition of
value, and the relationship between quality (or performance) and cost
(or price) has to be properly understood.

e Cost savings cannot be looked at in isolation from value. The organiza-
tion must be able to demonstrate what it is getting for its money and
should not assume that paying less today is proof of better value for
money.

® The many risks involved in the search for best value should be recognized
and allocated to those who are able to manage them effectively. This
means that all options should be carefully examined and those that are
most likely to achieve best value, whilst achieving and maintaining
end-user satisfaction, should be considered.

Introduction

This opening chapter sets the scene, by discussing the importance of a facility
to an organization (as the owner, operator or tenant acting as a client') and how
approaches to facility management can differ between organizations even within
the same sector. There is no single formulation of facility management that will fit
all situations. Nonetheless, the concept of the informed client function is common
to all situations and is described and discussed in this chapter — see Key concepts.
It is a theme that stands behind this book and one that reflects an organization’s
perspective, its values, culture and needs. This chapter also discusses the necessity
of securing best value in the delivery of services and examines some of the atten-
dant risks — more are to be found in Appendix C. The context for facility manage-
ment is first described and an overview follows in the form of a simple functional
model. This is developed in the text to show the distinction between core and
non-core business — something that is essential to understanding the focus for
facility management.

Background

Origins of facility management

Facility management - the operational environment needed to support and
enhance an organization’s core business processes and activities — has evolved over
the past 150 years or so. It originated at some time in the 1800s, when the American
railroad companies thought it better to provide the utility of facilities and not merely
buildings. This broader interpretation of facility is reflected in this book.

! An organization that procures facility services by means of a facility management agreement (EN
15221-1:2006).



Fundamentals 5

Definitions

It was not until the late 1950s that facility management became associated with
the effective and efficient coordination of services applied holistically to enhance
the performance of the organization. The collective practices that we recognize
today have therefore evolved fairly slowly.

Forty years ago there was only brief mention of facility management. Buildings
were maintained, serviced and cleaned: that was about it. Building maintenance
management was arguably the term most commonly identified with these tasks,
yet it explicitly excluded a role that embraced the softer side of an organization’s
support services and concern for the well-being of personnel.

A unified concept for facility management was far from attracting broad accept-
ance in the real estate (or property management) world. Few common procedures
were in circulation and it was left to innovative organizations — many of them in
the fast-growing financial services, ICT and media sectors — to devise ways of
more effectively managing their facilities. Today, facility management is a service
sector in its own right and has helped to establish a new professional discipline
with its own principles, processes, standards, codes and technical vocabulary.

Facility management has been regarded as a relative newcomer to the real estate
and AEC (architecture, engineering and construction) sectors. This is because it
has been seen in the traditional sense of cleaning, janitorial services, repairs and
maintenance. Nowadays, it covers real estate management, financial management,
human resources management, health, safety, security and environment (HSSE),
change management and contract management, in addition to minor building
works, building maintenance, building services engineering maintenance, domestic
services and utility supplies. These last three areas are perhaps the most visible. The
others are subtler, although of no less importance. For facility management to be
effective, both the hard issues, such as building services engineering maintenance,
and the soft issues, such as managing people and change, have to be considered.

The International Facility Management Association? has defined facility man-
agement as a profession that encompasses multiple disciplines to ensure functionality
of the built environment by integrating people, place, process and technology. This
definition clearly underscores the holistic nature of the discipline and the interde-
pendence of multiple factors in its success. Elsewhere, it has been defined as the
integration of processes within the organization to maintain and develop the agreed
services that support and improve the effectiveness of its primary activities.

An oft-cited definition is provided by Barrett & Baldry (2003), who see it as
an integrated approach to operating, maintaining, improving and adapting the
buildings and infrastructure of an organization in order to create an environment
that strongly supports the primary objectives of that organization. They continue
by reminding us that the scope of facility management is not constrained by the
physical characteristics of buildings. The behaviour and efficiency of personnel
and the effectiveness of ICT are important too. Whatever is adopted as a definition,

> www.ifma.org



either in this book or by personnel within the organization, it should stress the
importance of integrative, interdependent disciplines whose overall purpose is to
support the organization in the pursuit of its business objectives.

Rationale for facility management

Most facilities represent substantial investments for their organizations and
usually have to accommodate and support a range of activities, taking into account
competing needs. Within those activities is the organization’s core business, for
which an appropriate environment must be created in a facility that might not
have been designed for the use to which it is now put. Yet, no matter how well
focused an organization is on its core business, it cannot lose sight of the services
needed to support it; that is, non-core business. The relationship between the two
and the place of facility management is shown in Fig. 1.1.

The organization might have already considered the distinction between its core
business and non-core business (e.g. security, waste management and cleaning) as
part of the drive to achieve end-user satisfaction and best value. Since operational
expenditure accounts for a significant part of annual expenditure, there is bound to
be pressure to look for savings in non-core business areas. Cutting operating budgets
can be financially expedient, but might not help the organizations long-term devel-
opment. Since operations can involve complex, coordinated processes and activities,
it is necessary to take an integrated view. A piecemeal approach to cutting costs is
unlikely to produce the required savings and can impair the organization’s ability to
deliver high-quality services. For this and other reasons, we should be able to see why
facility management is a more powerful concept than real estate management (or
property management), because it takes a holistic view of the dynamics of the work-
place — between people and processes and between people and their environment.

Facility management can thus be regarded as creating an environment that
is conducive to the organization’s primary processes and activities, taking an

. * Business strategy
Define core « Business objectives

business « Business plan
* Primary processes

. * Primary activities
Define non-core  « support services

business « Sustainable space
* ICT infrastructure

. = * Scope of services
Define facility . Reszurces

management * Sourcing model
* Delivery of services

Fig. 1.1 The relationship between core business, non-core business and facility
management.
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integrated view of its services and support infrastructure, and using them to
achieve end-user satisfaction and best value through support for, and enhance-
ment of, the core business. We can develop this definition to describe facility
management as something that has a number of distinct goals, and that will:

Support people in their work and in other activities.

Enhance individual well-being.

Enable the organization to deliver effective and responsive services.
Sweat the physical assets; that is, make them highly cost-effective.
Allow for future change in the provision and use of space.

Provide competitive advantage to the core business.

Enhance the organization’s culture and image.

The broad approach to facility management

There are common themes and approaches to facility management, regard-
less of the size and location of facilities, although these might not necessarily
result in common solutions to problems. In some cases, services are contracted
out — a form of outsourcing - and in others they are insourced, and for good
reason in both cases. Many organizations operate what might be described as
a mixed economy where some services, even the same services, are co-sourced.
Whichever course of action has been taken, the primary concern is the basis of
the decision. Where the decision has been arrived at for the right reasons, such as
demonstrating better value for money from one approach as opposed to others,
facility management can be regarded as working effectively. In order to reach this
state, a basic plan for facility management (see Fig. 1.2) should be prepared to
incorporate the following steps as a minimum:

Develop a strategy for facility management.

Determine the most appropriate model for sourcing services.

Procure the services, where outsourcing or co-sourcing applies.

Deliver the services, including mobilization and contract management.
Manage the performance of service providers and/or the in-house team.

SAEEaE i

This plan for facility management is something of a simplification to highlight
key considerations. These and other relevant matters are elaborated in subsequent
chapters.

Risks and opportunities

There are innumerable factors and events that can impact an organization’s
business objectives, planning and operations. Downside risks have the potential
to hinder, even negate, attempts at achieving best value. Table 1.1 identifies some
downside risks that the organization can face in its facility management. The chap-
ters in which the underlying issues are considered are indicated in Table 1.1. Some
of these risks might be easier to address than others. In certain cases, the organiza-
tion will have to acquire new skills or insights into how problems can be solved.
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* Strategic

Develop facility ~analysis

t * Solution
management  geyeiopment

strategy « Strategy
implementation

Determine . | source
sourcing « Outsource
model « Co-source

* Prequalification
Procure « Request for

services proposal/tender
* Tendering

. * Mobilization
Deliver * Transition

services « Contract
management

* Service review
Manage « Performance

performance ~ measurement
* Benchmarking

Fig. 1.2 A basic plan for facility management.

In pursuing more efficient and effective facility management, the organization

should also be aware of opportunities (upside risks). Some upside risks do, in fact,
mirror the downside risks to counter their influence (see Table 1.2).

Key concepts

The informed client function

The organization needs to act as an informed client if it is to be sure of achieving
end-user satisfaction and best value. The informed client function is a requisite
irrespective of how services are procured - see also the later section in this chapter
on Key roles, responsibilities and accountabilities.

The following outlines the scope of the informed client function:

Understanding the organization, its culture, end-users and their needs.
Understanding and specifying service requirements and targets.

Brokering services with, and amongst, stakeholders.

Managing the implementation of outsourcing.

Minimizing uncertainty and risks through proactive risk and opportunity
management.

Agreeing standards for control purposes.

Managing service providers and monitoring their performance.
Benchmarking the performance of services.

Surveying end-users for satisfaction with service delivery.

Providing management reports.

Reviewing the scope of services and service levels against end-user requirements.
Developing, with service providers, delivery strategies for services.

Agreeing, with service providers, changes to service requirements.
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Table 1.1 Risks (downside) faced in facility management.

o Inadequately resourced or inexperienced client function (Chapters 4, 7, 8 and 9).

¢ Inadequate planning of implementation — limited preparation and/or allocation of
responsibilities (Chapters 7, 8, 9, 14 and 15).

Misapplication of transfer of employment of personnel (Chapters 4, 8 and 14).

Poor relationship between service provider and facility/contract manager (especially if
the latter was once involved with preparing an in-house tender) (Chapter 9).

Conflicts of interest when dealing with in-house tenders, arising from inadequate split
between purchaser and provider personnel (Chapter 4).

Unclear or imprecise roles, responsibilities and targets for effective teamworking
(Chapters 7, 8, 9, 14 and 15).

Possible loss of control over the facility management function and ownership of, and
access to, documents and knowledge (Chapters 8, 9, 10 and 14).

Lack of standard forms of facility management contracts or inadequate conditions of
contract (Chapter 8 and Appendix D).

Inappropriate allocation of risks and rewards between the organization and service
providers (Chapter 7).

Inadequate definition of the scope and content of services (Chapters 7, 8, 9 and 14).

Lack of consideration of all stakeholders in the facility management sphere (Chapters
2,3,7 8and 14).

Specifications that are overly prescriptive and/or concentrate on procedures, not
outputs (Chapter 8).

Stakeholders’ gold plating of requirements (Chapter 8).

Poorly controlled changes to end-user requirements (Chapters 8, 9, 10, 11 and 14).

Excessive monitoring of service provider performance (Chapters 9 and 11).

Absence of, or a poor system for providing, incentives to raise performance (Chapters
8,9 and 11).

Inflexible contracts unable to accommodate changes in end-user requirements during
the contract and work outside scope/specification (Chapter 11).

Failure to take account of relevant health and safety legislation at the correct time,
leading to penalties and later excess cost (Chapters 6, 7, 9, 12 and 14).

Redundancy in the supply chain where cost is added without necessarily adding
value (Chapters 7, 8 and 9).

Poor bundling/grouping of services to be outsourced (Chapters 7, 9 and 10).

Absence of shared ownership of outcomes (Chapter 10).

Poor cash-flow position for the organization and/or service providers (Chapters 8
and 9).

Financial failure of chosen service provider during the contract period (Chapters 8, 9,
10 and 14).

o Absence of benchmarks against which to measure performance and improvement
(Chapters 2, 4, 8 and 11).

o Lack of education and training in facility management (Chapters 3, 4, 6, 9, 11 and 14).

e Fraud or irregularity in the award and management of contracts (Appendix B).
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Maintaining the ability to re-tender as and when required.

Understanding the facility management market and how it is developing.
Undertaking strategic planning.

Safeguarding public funds, where applicable.

Developing in-house skills through education, training and continuing profes-
sional development/education (CPD/CPE).

A distinction does need to be drawn between types of organization. Differentiation
between them can be based on various criteria and terms; for instance, the not-for-
profit and for-profit sectors. For our purpose, the distinction is based upon the appli-
cability and extent of regulatory control over decision-making and accountability.
In most countries, the public sector is therefore clearly defined and, by the presence
of far fewer regulatory controls, so too is the private sector to a large extent.

Private-sector organizations

Whilst organizations in the private sector appear to be able to set their own agenda
for their affairs, the requirements of corporate governance, including compliance
with various legislation and standards (especially financial), mean that greater

Table 1.2 Opportunities (upside risks) arising in facility management.

« Enhancing organizational capability and quality of service delivery, and proper
assessment of requirements in the scope of services (Chapters 7, 8, 9 and 14).

Identification and allocation of risks on a rational basis to help clarify relationships
between service providers and the organization (Chapter 7).

Proper separation of duties between purchasers and service providers (Chapters 8
and 9).

Clear roles, responsibilities and targets for effective teamworking (Chapters 7, 8, 9, 14
and 15).

Proper contract documentation with appropriate conditions of contract for insourced as
well as outsourced services (Chapter 8 and Appendix D).

Proper allocation of risks and rewards (Chapter 7).

Improved response to end-user requirements (Chapters 8, 9, 10, 11 and 14).

Improved performance with proper incentivization (Chapters 8, 9 and 11).

Health and safety legislation incorporated into facility management policies and
procedures at the appropriate time (Chapters 6, 7, 9, 12 and 14).

o Shared ownership of outcomes (Chapter 10).
o Proper monitoring of contract performance (Chapters 9, 11 and 14).
Improved cash-flow forecasting and budgeting (Chapters 2, 3, 8, 9, 11 and 14).

Opportunity to build up benchmarks against which to measure performance and
improvement (Chapters 2, 4, 8 and 11).

Properly focused education and training for in-house personnel in facility management
(Chapters 3, 4, 6, 9, 11 and 14).

Proper assessment of services to be grouped/bundled for outsourcing (Chapters 7, 9
and 10).
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transparency is now expected in commercial dealings. Growing recognition of the
importance of being a good organization extends to facility management, where
it is likely to be judged on how well it satisfies or not the end-users of services.
Corporate social responsibility — see Chapters 8 and 13 - is now a feature of corpo-
rate life and with it come particular responsibilities for facility managers. The direc-
tion of travel for the private sector is, consequently, likely to be towards increasing
standardization of processes, procedures and practices for its non-core business. In
this regard, there is much the private sector can learn from the public sector, where
accountability is a given and openness and transparency are the norm.

Public-sector organizations

The imperative of openness and transparency in commercial dealings has been a
long-standing preoccupation of the public sector. Often derided for its unimagina-
tive approach to new ideas and novel practices, most public-sector organizations
nowadays have both the competence and confidence to devise more effective,
cost-efficient and value-adding methods of working. Fixed capital investment in
the public sector brings with it responsibility to extract best value for taxpayers.
The public sector has, in many countries, become adept at understanding the
inherent risks in delivering facilities and the impact their operation would have if
they fall short on requirements. For these reasons, we are witnessing something of
a renaissance in the role of the public-sector organization and one that can be as
informed as the best in the private sector.

Stakeholder engagement

Effective management of those individuals and groups with an interest in a facility
is a key factor in the success of facility management. These individuals and groups
are referred to as stakeholders and collectively will determine the nature of facility
management, including its processes and activities and the extent to which they
are able to satisfy their (i.e. stakeholder) interests (see Chapters 2 and 7).

End-user experience

Both inside and outside the organization, the individuals or groups that will
experience the impact of facility management are appropriately termed end-users.
As the ultimate customers of facility management, their needs and expectations
must be properly counselled and managed. They exist for both private- and
public-sector organizations. Examples include:

hospitals;

financial services companies;
airport authorities;
manufacturing companies;
colleges and universities; and
entertainment complexes.
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Best value

As the above examples might suggest, the structure, management and space
requirements of organizations can vary widely, but the most important point is to
realize that the implementation of best practice facility management is relevant to all.
Undoubtedly, some aspects and requirements will be more significant than others,
depending on the type of organization and its business objectives and drivers.

The following are examples of individuals or groups as end-users of facility
management:

® A procurer of services — the general definition of a customer and also the recipient
of services.

e An internal department — an organizational unit served by the facility manage-
ment function (perhaps operating as a separate unit) with financial exchange
between the two and internal end-users as the recipients of services.

e The external end-users of the organization’s facility and services, as would be
found in the customer service sector.

Value for money is a term long used to express the relationship between the cost
of a good or service and its quality or performance. The term best value extends
the concept of value for money to imply the need to strive continually for some-
thing superior at the lowest practicable cost. The organization might not be aware
of the extent to which value for money in facility management can be improved;
that is, through the search for best value. This would suggest that it is not the
outcome that needs to be scrutinized, but the decision-making that leads to it and
the assumptions upon which it is based.

The best value decision is generally cited as the determinant of whether to
outsource a service or not. Whilst value is about the relationship between cost
and quality, it is often equated with achieving a reduction in cost. The organization
might believe it is achieving best value if it is paying less for a given service this
year compared with the previous year. Whereas cost is easier to measure, best
value is concerned with the quality of a service and the efficiency and effectiveness
with which it is delivered. The organization should therefore set itself cost and
quality objectives for the management of its facility, with the cost objective taking
priority only where financial necessity dictates.

When choosing options for service delivery and service providers, there needs
to be an assessment not only of cost implications but also of quality (see Chapter 8
on Tender evaluation). The organization should choose the approach and service
delivery that offers best value, not simply lowest cost, and measure performance
against both cost and quality. Benchmarking can help in checking performance
(see Chapter 11).

Normally, the achievement of best value is demonstrated by acceptance of
the lowest tender price in a competition where all other criteria (quality, perfor-
mance, terms and conditions) are equal. Best value can also be achieved through
collaborative arrangements with suppliers and service providers. Economy of
scale offered by bulk purchasing of utility supplies — see Chapter 8 — is an obvious
example. An additional benefit from collaboration is that risks are also shared.
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Operability

The success of a new or refurbished facility depends to a certain extent on ensuring
that design takes proper account of operational requirements through a thorough
process of briefing. Like all good decisions, those in design have to be based on
the correct information and data, and the impact of a design on operations has
to be understood before it is committed to construction and/or installation. Once
the facility is operational, it is too late to take issue with the fitness for purpose of
the design. The principle of constructability is widely applied by designers and
design teams; however, the principle of design for operability is not necessarily
recognized to the same extent. Designing a new or refurbished facility without
understanding the requirements of operability is likely to have negative conse-
quences for both its operational efficiency and energy performance (see Chapter 2
on Design and facility management briefing).

Other concepts

Facility planning

Sustainability

Changes in the use of a facility, whether at the level of routine minor adjustments
or as part of a major restructuring of the organization, have to be planned. As a
stage within the life cycle of a facility, facility planning serves to determine if the
organization has the most appropriate facility to support its core business into the
future, providing a formal basis for initiating a process of managed change where
found necessary (see Chapter 14).

The organization might have, as an objective for its facility, the requirement to
optimize operational cost over the life cycle. The facility might have to sustain
operations over many decades in an environment in which pressure to reduce
energy consumption and, by implication, carbon emissions is likely to increase sig-
nificantly. A long-term view of the operability of any facility should be taken so that
the organization is aware of its obligations and liabilities into the future. Important
in this regard is an understanding of a facility’s carbon footprint (see Chapter 13).
Decisions in design have of necessity to take account of the carbon embod-
ied in the manufacture of components and materials and in the construction or
refurbishment of a facility (see Chapter 2 on Design and facility management
briefing). Account must also be taken of carbon produced during the operation
of the facility. Patterns of use over the life of a facility will affect the overall carbon
load and will be influenced by the actions of all stakeholders, not just occupants
and other end-users. A refurbished facility can be designed for zero carbon, but
decision-making might inadvertently ignore the longer-term sustainability of the
facility; for instance, occupants and other end-users, together with suppliers of
various goods and commodities, will contribute to the facility’s carbon footprint
throughout its operational life. The result could be a significant underestimation
of the carbon impact of the refurbished facility. A whole-life perspective has to
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Outsourcing

Procurement

be taken, which involves understanding the stakeholders who will be influential
in this regard; in particular, their interest in, and impact upon, the facility (see
Chapter 13).

The process by which services are delivered to an organization by an external
provider is known as outsourcing and is based upon a sourcing decision.
Outsourcing is the alternative to obtaining services from within the organization
(i.e. insourcing) and can involve highly prescribed procedures, especially within
the public sector. Co-sourcing is where outsourcing and insourcing are combined.
Chapter 7 considers the outsourcing decision.

Procurement concerns the acquisition of goods and services from an external
source and so is the practical manifestation of outsourcing. It is, however,
necessary to regard procurement as more than the activity of obtaining quota-
tions from service providers and placing orders. A range of issues has to be taken
into account and that normally requires technical knowledge of the services in
question. Chapter 8 considers the procurement of services.

Performance management

Services are provided according to agreed performance levels. Measuring actual
performance and comparing with stipulated performance levels will show if the
service is being provided as agreed or if some action needs to be taken to correct
performance (see Chapter 11).

Management of change

Facility management is concerned with routine, minor change arising in the
course of day-to-day operations and should be capable of minimizing disruption
as well as safeguarding business continuity. Larger and more complex change is
better handled outside the normal routine and constituted as a defined project
with clear objectives and supporting plans (see Chapter 14).

Human resources management

Managing the delivery of services involves, to a large extent, managing person-
nel: these might be internal or external to the organization. It means ensuring
that services are delivered safely, efficiently and cost-effectively by those involved.
Facility management embodies human resources management to an extent that
procedures should both reflect and be sensitive to the broader issues and require-
ments facing the organization. A close working relationship between the human
resources manager and the facility manager is desirable to ensure that matters
affecting personnel are adequately addressed and that there are no ambiguities.



Fundamentals 15

There is considerable legislation in this area. One fast-moving aspect is equality,
which covers issues around the subjects of age, disability, gender reassignment,
marriage and civil partnership, pregnancy and maternity, race, religion or belief,
sex and sexual orientation. Regular updating on the part of the organization will
be necessary. Chapter 4 considers human resources management.

Maintenance management

The origins of facility management included, amongst other functions, building
maintenance management. In its modern context, facility management covers
the maintenance of the structure, fabric, building engineering services installa-
tions, fittings and furnishings that collectively form the facility (see Chapter 12).
Maintenance is an integral part of facility management and requires clear
definition of arrangements to prevent and deal with failure or breakdown of parts,
components, systems and other elements. Business continuity is likely to be a key
concern and plans for dealing with any impact on operations should be prepared
and kept up to date (see Chapters 9 and 14).

Information management

Proper management of information and data is necessary to comply with statutory
obligations and duties, as well as enabling the organization to derive optimal use
and benefit from its facility. The breadth and depth of information to be managed
can be substantial and requires a structured approach for its collection, analysis,
exchange, storage, updating and control. Despite the growth in ICT, much infor-
mation and data are likely to be paper-based and of variable quantity and reliability
(see Chapter 15).

Key roles, responsibilities and accountabilities

There will be changes of personnel and other aspects of an organization’s
management over time. Arrangements and agreements, with respect to facility
management, might well outlast the employment of key personnel. It is important,
therefore, that there is recognition of the need for:

e The organization to be an informed client and to develop this function into the
future.

e A procurer-provider relationship to develop between those procuring services
within the organization and service providers (internal and external).

In coming to terms with these needs, the organization might benefit from a
better understanding of the new tasks this role as an informed client represents.
This function will demand a significant degree of operational knowledge and
experience, not only of the organization’s own business, but also of the services
being provided. Since little remains the same for long, change is an ever-present
condition that has to be managed as part of any facility management remit.
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Owner

Operator

In particular, the success of a change initiative in the delivery of services will
depend on two main parties:

e The organizations representative (typically the facility manager, but some-
times the estates manager or other senior manager).
e Service providers, whether internal or external.

Both parties should share the common goal of delivering best value. To be
successful in achieving this goal, any divergent interests between the two parties
also have to be recognized. A cooperative approach, which recognizes individuals’
interests and aligns efforts with business objectives, has the potential to deliver the
greatest benefit. A cooperative approach - for example, partnering - is also one
of the recommended arrangements for managing external service providers (see
Chapters 4 and 10).

The organization that holds legal title to the facility and that is the ultimate author-
ity in decisions affecting its acquisition, use, alteration, abandonment and disposal
is the owner for our purpose in this book.

The organization that is responsible for the day-to-day operation of the facility
and that has legal and financial responsibility for ensuring the safe, efficient and
cost-effective operation of the facility is the operator for our purpose in this book.

Core competence in facility management

Successful facility managers are likely to be those who are able to combine know-
ledge and skill in facility-related matters with an understanding of organizations,
people and processes. An accomplished designer does not necessarily make a
competent facility manager. Understanding how to design a facility is not the same
as ensuring that it is safe and secure in operation. Knowing how people within an
organization make use of a facility — moreover, how they can work safely, comfort-
ably and efficiently — goes a long way to becoming a successful facility manager.
Setting aside the historical background to the development of the discipline and,
therefore, the particular competences that have been assimilated over the years, we
can see that facility management draws on a body of knowledge that spans science,
engineering and social science. Even so, facility managers need to be able to take a
physiological view of facilities rather than a purely anatomical view. This implies
greater familiarity with softer issues than those of a purely technical or engineering
nature. In practice, this means that facility managers have to understand how facil-
ities behave and function as environments to support people in their work (and
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in other contexts). A fundamental characteristic of the environment is change and
so one of the main competences that facility managers should have is an ability to
manage change.

Other competences include organizational management, financial management
and end-user service. It is the interaction of these that establishes facility manage-
ment as a unique discipline. Traditionally, it might have been considered that a sound
education and training in an established discipline such as architecture, engineering
or surveying was enough; however, aspiring facility managers might lack sufficient
understanding of organizational behaviour and human resources management, and
how innovation and change can be managed effectively. Core competence in facility
management can therefore be said to cover the following, amongst others:

® Real estate management - building performance, building services engineering
and workplace design.

e Financial management — accounting, finance, purchasing and supply, and legal
aspects.

e Organizational management — organizational structure, behaviour, processes
and systems.

e Innovation and change management — processes, technology, ICT and informa-
tion management.

® Human resources management — motivation, leadership, employment law,
health, safety and security.

Conclusions

Facility management is about providing support to the organization’s core business
in the form of services. To benefit most, the organization has to understand that
it needs to be an informed client in managing any facility. This requires a focus
on service delivery that provides end-user satisfaction and best value in an envi-
ronment where risks abound - there are so many threats to organizational and
human well-being. Effective facility management comes from being able to devise
and implement practices that reduce or eliminate the risks and that add value to the
core business. This current understanding is a far cry from its origins. Indeed, facil-
ity management has emerged from an indistinct past to become a key discipline. It
owes its success to the increasing awareness amongst facility owners, their person-
nel and other end-users of the value that a well-managed facility can bring to the
core business. At the same time, the discipline of facility management has evolved
to embrace softer issues, but without ignoring the science and engineering base that
remains a cornerstone of the discipline. In an ever-changing world, facility man-
agement is likely to evolve in line with changes in corporate real estate manage-
ment, legislation affecting employment and the workplace, especially health, safety,
security and environment, and change management. Whatever happens, distinct
core competences must be present for those managing a facility. Where they are
not, retraining or recruitment of appropriate human resources will be necessary.
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Checklist

This checklist is intended to assist with review and action planning.

10.

11.

12.

13.

14.

Does facility management have a sufficiently
high profile, i.e. is it connected to the
organization’s business objectives?

Have senior managers articulated a
workable definition of facility management?

Has a formal risk assessment of facility
management been undertaken?

Could the organization be considered an
informed client?

Is the role of stakeholders in facility
management fully recognized?

Have end-users of services been recognized
as a distinct group of stakeholders?

Is the organization able to determine
whether or not it is achieving best value
from its facility management, however it is
provided?

Is the concept of design for operability
explicit in all design work?

Is facility planning a recognized concept
and one that is practised?

Is there a practical interpretation of
sustainability and is it reflected in the
approach to facility management?

Is the role of facility management in
dealing with routine change recognized?

Is the organization aware of the
competences that must be instilled in its
facility management personnel?

Are there arrangements in place for
continuing professional development/
education (CPD/CPE)?

Is the organization aware of the likely
direction of travel for facility management?

Yes No
O 0O
O 0O
O 0O
O 0O
O 0O
O 0O
O 0O
O 0O
o 0O
o 0O
o 0O
o 0O
o 0O
o O

Action
required




Facility Planning

Key issues

The following issues are covered in this chapter.

Traditionally, real estate management was where responsibility for
managing facility-related services was to be found. The emergence of
facility management as a distinct discipline has meant that responsibility
for real estate — in organizations without a prior interest in it — has
become part of facility management.

Organizations today have many options for meeting their space require-
ments. These range from the highly formalized, such as the acquisition
of a new facility, through to renting temporary space (either serviced or
non-serviced).

For organizations in the early stages of business growth, totally serviced
workplaces have much to offer in terms of convenience and economy.
For more established organizations, there could be need for readily
available workplaces to help mobilize a new operation, relocate an
existing team or recover from an incident.

Space efficiency can be a key factor in the success of the organization.
The drivers for space and demand into the future have to be understood.
A balance has to be struck between what the organization needs and
what it can afford, and this is referred to as its sustainable space
provision.

Planning for change in the use of a facility can arise from the ongoing
management of the existing facility; it might otherwise arise from a
business decision that has identified a need that is best satisfied by a new
or refurbished facility.

Briefing is the process for engaging the organization in a structured
discussion about the functions and other characteristics it requires in a

Total Facility Management, Fourth Edition. Brian Atkin and Adrian Brooks.
© 2015 John Wiley & Sons, Ltd. Published 2015 by John Wiley & Sons, Ltd.
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new or refurbished facility. A number of defined steps should be followed
to ensure that the facility’s design takes full account of operational
requirements — the principle of design for operability.

e Two important aspects of briefing are defining a statement of needs and
a functional brief. Both should take active account of the operational
requirements for the facility and plans for handover and flawless start-up
of operations. A facility management brief should be prepared with
input from the facility manager to support this process.

® The use of building information models (BIMs) to manage facility
information and data is growing. BIMs provide a means for maintaining
a current data model of facility assets that can be used to support facility
planning and facility management.

Introduction

Facility management is generally regarded as having ongoing responsibil-
ity for the delivery of services in support of the organizations core business.
It is important, however, to stress the significance of facility management in
a more strategic role - see Chapter 3 - and to understand how it can make a
more complete contribution to the success of the organization. If we adopt a
life-cycle perspective then it is clear that planning for, and of, a facility precedes
its realization and operation; however, we have to consider how the need for
that facility arises — which comes first, facility planning or facility management?
Much depends on where the organization is in the business cycle and how
present arrangements satisfy needs. Whatever these are, a holistic approach
must be adopted, because planning for a new facility might be based to a great
extent on what is currently being managed and experienced. This chapter deals
collectively with the issues that enable us to complete the cycle and in so doing
realize that the output from one process - that is, facility management - is the
input to another, namely facility planning. It is acceptable to argue that planning
is part of management and so it is; but we need to have a way of linking the facility
to the business objectives of the organization and vice versa. Understanding how
a facility is measuring up to expectations about its performance provides valu-
able feedback to planners, designers and decision-makers, and how information
needed to drive the planning and design process forward can be best utilized.
We also consider the options that are available in terms of how space can be
provided from, at one extreme, the procurement of a new facility that could take
several years to complete through to the relocation of personnel overnight in a
totally serviced workplace. In the case of a new or refurbished facility, there is
now important guidance available within standards. In particular, the provisions
of BS 8536, which are reflected in this chapter, cover design briefing and the
related concept of design for operability.
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Real estate management

The relationship between real estate management and facility management, and
their link to business strategy, are often debated. For certain organizations —
perhaps those with a relatively short history and a rapid rate of growth - facility
management might be where responsibility rests for all matters of real estate. In
other cases, there might be a long history of real estate acquisition and disposal.
Moreover, the discipline of facility management might have emerged from build-
ing maintenance management, domestic services or a combination of the two.
Given that background, it would be easy to accept real estate management as the
natural home for facility management. Without that background, however, the
organization might regard real estate as a part of facility management. Buildings
are acquired and disposed of according to the need for space. This would make
sense in a market where there are options other than taking a long lease on a
building. Moreover, the work in acquiring and disposing of buildings might take
the facility manager outside his or her core competence. If this extends to procuring
the design and construction of a new office building, for example, we are in a new
situation altogether and one in which real estate managers would also need to
bring in additional expertise.

When the organization has a view of real estate as an asset for investment pur-
poses, the facility management function will likely fall outside its remit and would,
therefore, report separately to senior managers. Corporate real estate management
(CREM), as a discipline and practice, has the objective of making a return on
investment from real estate without changing the organizations core business.
CREM should be handled in such a way that it helps to secure and strengthen
the competitiveness of the organization. The intention is that strategies for, and
methods of, CREM should contribute to the attainment of the organization’s
business objectives. The gains are that resources can be better utilized, costs can
be reduced and potential synergies realized to add value to the core business.

The own, lease or rent decision

The options available to the organization in terms of its needs in real estate and
facilities cover a broad spectrum, from procuring the design and construction of a
major new facility to hot-desking in an externally provided, totally serviced work-
place. In terms of a new facility, there is the option of procuring the services of a
designer and then awarding a contract to a construction company. This traditional
approach might suit some, but for others a management style of contract or a
single point of responsibility, such as design and build, might be preferred. Whilst
these are important considerations, there is insufficient space here to discuss the
advantages and drawbacks of the different approaches to the procurement of a
facility; besides, there are many books that deal adequately with the subject.
More important is that the organization is aware of the periods of occupancy
that are appropriate for each of the options and, therefore, the nature of the
commitment that is being made. Table 2.1 illustrates the periods that might
apply to the options available. Actual periods will vary according to location
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Table 2.1 Real estate and space provision options and occupancy periods.

Option Occupancy period

New building (purpose-built) 25years or more

Leased building (long lease) between 7 and 25 years
(short lease) up to 7 years

Rented space (tenant fitted-out) between 5 and 15 years
(furnished) between 1 and 5 years
(

totally serviced workplace) up to 1 year

and prevailing market conditions, but they should help to focus attention on the
option that best satisfies needs.

It is necessary to recognize that several different life cycles might be imposed on
a single building or facility and that the organization will have to plan for refur-
bishment at intervals to maintain an optimal working environment, as well as to
fulfil any leasehold or other conditions imposed by a landlord or owner. In the
example of office buildings, it is accepted that the design life of the structure will
exceed 60 years, major items of plant and equipment (i.e. building services engi-
neering installations) might last no longer than 15 years and internal partitioning
can last between five and ten years, whilst individual workstations and sets might
need replacing, upgrading or redecorating every three to five years. No hard and fast
rules apply, so the organization would be wise to examine the likely refurbishment
and renewal cycles for any facility where it is responsible for maintenance (see
Chapter 12). Furthermore, returning a facility to an as-new condition upon expiry
of a lease could result in unforeseen cost and disruption if not taken into account.

The totally serviced workplace

Increasingly, there are novel solutions for the organization in wishing to outsource
all or part of its facility’s requirements or to support new business development.
Common amongst these solutions is what is termed the totally serviced workplace.
The idea is that an organization seeking a temporary solution to a space problem
can rent fully serviced office space from as little as one month up to a few years. In
some cases, the serviced workplace might be intended as a permanent solution or
at least one that does not have a defined time horizon. For organizations looking
to expand their business internationally, the availability - at short notice - of this
kind of solution can be attractive, even though it attracts a cost premium.

In one case, a major telecommunications company has secured several thou-
sands of workplaces for its international operations. Moreover, it has an arrange-
ment that is simplified to the point of its paying a lump sum fee based on the
number of workplaces multiplied by a unit rate per month. Reducing transaction
costs is another benefit from the arrangement, alongside low risk exposure and a
high level of flexibility. Of course, the organization in this case has to be certain
of the financial standing of the service provider and the status of the underlying
property title, and the service provider has to be certain that the organization will
not default on payment. In one sense, this is an interesting reversal of the roles.
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High-quality, fully serviced space can be available in a variety of forms to suit
different organizational demands. The broad categories are:

Office space — serving a full-time, part-time, branch, project, start-up, team or
hot-desking need.

Virtual office - offering call handling, a business address, messaging and mail
forwarding, and space when required for meetings and private office work.

Disaster recovery — providing workplace recovery to support business continuity
in the event of an incident (see Chapter 9).

Space management

An important function of facility management is to ensure the efficient and
cost-effective use of space. This purpose presumes that the space provided will
satisfy all requirements; often, it does not. Considerable time and resources could
be spent in redefining the use of space only to find there is no real improvement.
Chapter 14 discusses a number of issues concerning the management of people
during periods of change. For now, we will concentrate more on ways in which
the organization can be sure it has the most appropriate space for its needs and if
it does not, how it intends to make good that shortfall. Consideration of owned
space includes operating, maintenance and depreciation costs.

In terms of the design of a new or refurbished facility, recommended practices
for ensuring space efficiency include (SMG, 2006):

Maximizing space on the footprint of a new facility.

Matching new uses to a refurbished facility.

Increasing the ratio of usable to gross floor area.

Incorporating design features to support different activities at different times.
Providing space, furniture and fittings that can be adapted for different
activities.

Creating space that mixes open-plan, meeting and quiet spaces.

Providing wireless data access to enable maximum use of common space.

Likewise, recommended practices for promoting space efficiency include (SMG, 2006):

Appointing a champion for space management and operating costs.

Systematically collecting and updating space utilization and cost information.

Agreeing targets and monitoring their achievement.

Incorporating space efficiency concepts into the facility management strategy

(see Chapter 3).

Incorporating the need for space efficiency into project design briefs, feasibil-

ity studies, option appraisals and design reviews.

e Developing and maintaining a clear decision and communication structure for
facility-related projects and their stakeholders.

e Promoting the benefits of adaptable spaces and furniture.

e Assessing space efficiency through post-occupancy evaluations (see

Chapter 11).
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Space utilization and efficiency

Details of space utilization should be known at all times and recorded in an accessible
form (see Chapter 15 on the Facility handbook). In addition to understanding
current efficiencies and inefficiencies in the use of space, the organization should
be able to measure and forecast the costs of servicing its space, including those
relating to energy, and be able to determine the effectiveness of energy-saving
measures. Where a policy of sustainable space provision has been adopted - see
below - the organization should consider the options for the most effective use of
space in future years. In some cases, it will mean a controlled reduction in space
and the opportunity to release it with a commensurate cost saving. In others, it
could amount to the more effective use of existing space through initiatives that
maximize occupancy and/or productivity, whilst maintaining an acceptable work-
place environment.

Sustainable space provision

The need to justify available space is obvious and few organizations would seriously
hold on to any they did not need or for which there was no likely future demand.
Space efficiency is a key factor in the successful use of a facility and has implica-
tions for the wider business interests and financial well-being of the organization.
A facility that fits needs exactly confers an advantage in the marketplace, because of
higher productivity and lower operational costs than would otherwise be the case.

Current practices should rightly concentrate on squeezing greater efficiency out
of existing space by building flexibility and adaptability into the internal design.
Measures such as reconfigurable space have proven popular over decades and have
helped to boost space efficiency rates. Similarly, the incorporation of features to
support different activities at different times and the provision of space, fittings
and furniture capable of adaptation for a range of purposes raises utilization and,
hence, efficiency, leading to higher returns on investment. Considerable effort
has gone into the design of more productive workplaces. Commercial offices
are a prime example, but not the only one. In many countries, huge effort and
investment has gone into designing schools that enhance the learning experience.
Increasing the use of ICT and related concepts, such as flexible working, has gen-
erated worthwhile gains and will continue as technology converges and becomes
ever more pervasive. Yet, despite the often impressive results, it should be self-
evident that it is possible to increase space efficiency only so far. Efficiency is not
without limit.

In parallel with these concepts, commercial imperatives to right-size the
organization - a common euphemism for downsizing and de-layering - have
reduced net demand for space. This pragmatic action is a common form of
restructuring. The overall result is a leaner organization with a sharp focus on the
present. Many will, however, lack an informed view of the medium to long term,
seeing it as far enough away not to be a pressing concern; besides, all will become
clearer in time, or so the thinking goes.

The deployment of new and more advanced forms of technology can release
personnel from rigid structures and re-equip them with more flexible and
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responsive end-user practices. Yet, most of the gains are not from smarter
technology, but smarter thinking and working. Through a process of managed
change, the organization can respond to shifting and consolidating markets, as
well as tighter legislation, by altering the ways in which work is organized - for
example, outsourcing, co-ventures and strategic alliances. These are some of the
drivers that impact on the organization and its requirement for, and use of, space.

The planning of space requirements is also affected by trends in those drivers
and the total cost of providing the required space. There can be many drivers and
so a basic objective is to identify the key drivers for space and to determine if they
will apply over the medium to long term. Plans must then reflect this understanding
as well as provide some degree of flexibility and adaptability.

The drivers for space into the future will therefore have to be understood, with a
balance struck between what the organization needs and what it can afford: it has
to be realistic. This concept is the organization’s sustainable space provision. The
idea is not new and applying the principle should be an automatic, integral part
of the design process for any new facility. A greater challenge lies in dealing with
the enormous stock of existing facilities that will increasingly fail sustainability
criteria and render themselves obsolete.

Sustainable space provision is closely aligned with sustainable development.
The functional and operational requirements of end-users and other stakeholders
must be balanced with affordable space, taking into account environmental
impact, energy use and long-term operational costs. Sustainable space provision
therefore replaces the practice of right-sizing with a longer-term and more devel-
oped understanding of what is needed. Allowance for growth and/or reduction in
the demand for space and its phasing over the lifetime of the facility is part of the
assessment of sustainable space provision. It will also be necessary to take account
of the space required to achieve an inclusive design that anticipates the needs of
disabled people and others with equalities-related needs in line with applicable
legislation.

Space is rarely, if ever, provided for free, even if some organizations choose not
to charge for its use. Evaluating total cost, which includes facility-related services,
is necessary for identifying those spaces offering best value and those that do not.
Organizations with a geographically dispersed portfolio have looked at where
they generate best value and have acted accordingly. In some cases, this has meant
large-scale restructuring and moving operations from one country or continent
to another.

Despite the limitations, many organizations will continue to measure space
efficiency - or effective density (BCO, 2013) — and use it as a benchmark. Knowing
that certain space is utilized, on average, 69% of the time is a measure of value
received; but what else is it telling us? If the aim is to drive up levels of utilization,
then comparing like with like within and outside the organization - a simple form
of benchmarking - should help to pinpoint issues worth investigating. The trouble
with this approach is that it is bottom-up and it says that “This is the space we have
and this is the extent to which it is used. The bigger questions of ‘Do we really need
it?” and ‘Can we afford it?’ are not necessarily being addressed.

The problem is, more often than not, the wrong kind of space for the intended
functions and activities. A facility designed for a purpose other than its present



26

Chapter 2

use is commonplace and the only way forward might be to dispose of it quickly.
Of course, that merely succeeds in passing on the legacy of inefficient space to
someone else. The questions that have to be asked therefore are: ‘What do we need
to sustain us into the future?” and ‘What can we afford?’

Design and facility management briefing

Decision-making that identifies the need for an additional facility or facilities —
new or refurbished - is not something to be taken lightly. Not only is the process
of delivering a facility likely to consume much time and expense; it is also essential
that as an operational asset it delivers its promise. For the organization as owner,
operator or both, there is plenty to consider, conflicts to resolve and forecasts
to make about a future some years away. A structured approach will have to be
adopted and one that manifests in a transparent plan of work capable of taking the
organization from where it is today to where it needs to be in the future. Design
and construction are obvious activities and processes, but ensuring that both
take account of operational requirements is paramount. Delivery of the facility
is merely the beginning of the phase in which the return on investment or the
realization of value in business can be secured; often, it is going to happen over a
period of many years.

Briefing is the process of communicating the objectives and needs of an owner,
or prospective owner, of a facility to a designer or design team in order for them
to prepare the design of a new or refurbished facility. The process includes clarifying
and confirming the intentions of the owner and documenting the resulting provi-
sions for the facility to support efficient and effective decision-making in design,
construction and/or installation, testing and commissioning, handover and start-up
of operations. Whilst design is where briefing takes place, the latter is not a discrete
activity; rather, briefing must support design decision-making across all life-cycle
phases. The main phases are illustrated in Fig. 2.1. In this respect, it is important to
move away from the notion that design and construction are all-important, and to
recognize that other phases are crucial to the successful delivery of an operational
facility.

Briefing is concerned with ensuring that the facility can be operated safely
and correctly and so these requirements must be considered uppermost during

Test and

Design Construct bt
commission

Start-up Operate

Fig. 2.1 Phases in the life cycle of a facility.
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design. Decisions have to be based on the most reliable information and data,
and their impact on operations has to be understood ahead of construction and/
or installation. Once the facility is operational, it is too late to do anything about
the design. The principle of constructability is widely applied in design; how-
ever, the principle of design for operability is not necessarily considered to the
same extent.

Briefing must therefore reflect a whole-life perspective on the facility and not
just its design or construction. For the owner and/or operator of a facility, a busi-
ness objective might well be to optimize operational cost over the whole life cycle.
The facility might also have to sustain operations over decades in an environment
in which the requirement to reduce energy use and, therefore, carbon emissions
is likely to become ever more challenging. Clearly, these factors will be influential
in shaping outcomes.

At the heart of briefing is the objective assessment of needs so that the feasibility of
what is being proposed can be determined. The successful outcome of a feasibility
study will lead to a scheme design supported by cost, time and environmental
information and data. The steps involved in briefing should follow a logical
sequence:

business case;

statement of need;
development of design brief(s);
functional brief;

feasibility study; and

scheme design.

A e

The business case and statement of need are the primary inputs to develop-
ment of the design brief(s) and the remainder are the outputs of the brief(s) to
be reviewed and refined as progress is made in developing the design. Where
a business case has been prepared by the owner, it should be summarized in,
or be appended to, the statement of needs and might typically include strategic
fit, initial investment cost, budgets, cash flow, revenues and/or benefits, grants,
subsidies and criteria for measuring success, as well as the owner’s polices
on health, safety, security and the environment (HSSE) and corporate social
responsibility (CSR).

It is worth emphasizing the distinction between the statement of needs and
the functional brief. The former embodies the organization’s business objec-
tives and the extent to which they are likely to be satisfied by the facility. The
latter is the interpretation of the statement of needs in the form of a defined
scope of work as the basis for design. Each of these concepts is discussed in
more detail below.

The briefing process

Before commencing briefing, it is essential to define a process that will ensure that
the organization’s business objectives are achieved and that the emergent design,
in particular, will be subject to appropriate review and alignment with operational
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requirements, amongst other criteria. Typically, this should follow the form of a
phase-gated process in which phases, decision gates, deliverables and criteria for
determining progression are clearly defined. With these conditions in mind, a
plan of the briefing process should be prepared to cover:

Phases and decision gates.

Criteria required in order to pass through decision gates.

Major activities within phases and their logical sequence.

Sources of information and data to be used in activities.

Individuals and entities to be involved directly in activities and their roles and

responsibilities.

Other stakeholders who might be consulted or involved in some other way.

e Deliverables in each phase and at each decision gate and the form they
should take.

e Plans for the next phase.

Stakeholders, of one kind or another, are clearly visible in the above and
are deserving of separate and more detailed consideration. Later sections in this
chapter describe a stakeholder management process that would be appropriate
in briefing for the design of a new or refurbished facility and as part of the
consultative process that supports procurement (see Chapter 8) and transition
(see Chapter 14).

Statement of needs

The organization’s primary processes and activities have to be defined if the
designer is to understand how the facility can accommodate them. Known and
anticipated conditions affecting the organization’s ability to sustain these processes
and activities, including the space required for this purpose, have to be deter-
mined. The statement should express the needs of the organization in general
terms - as valuable context-setting information - and specifically in relation to
the facility. Criteria for measuring success should be included in the statement of
needs and should be revisited regularly so that no one loses sight of the original
purpose of the exercise. In addition, a stakeholder impact analysis should be used
to determine stakeholder interests in the facility. The results should show the
nature, extent and relative importance or weighting of all expressed needs, with
any prioritization made clear - see the later section on Stakeholders. Collectively,
this information forms the statement of needs and is a key deliverable in the
briefing process.

The design brief

A design brief is a comprehensively written document developed jointly by the
organization, its professional advisors and the designer or design team, based on
the statement of needs, including the business case for the new or refurbished
facility. The brief articulates the case for the facility in terms of its functions, per-
formance requirements, sustainable space provision and overall design concept,
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amongst other aspects. Detailed aesthetic treatment normally falls outside the
scope of the brief. Typical of the brief’s content are:

Summary of the business case (strategic fit, objectives and prioritized needs,
criteria for measuring success, grants, allowances, subsidies and taxation).
Studies or briefs previously undertaken.

End-user requirements.

Functional, operational and quality standards for the facility.

Health, safety and security policy.

Environmental management policy.

Corporate social responsibility policy.

Project execution strategy or plan.

Project delivery schedule including phasing and milestones.

Capital cost estimate (for CAPEX).

In addition, operational matters should be considered in terms of:

Operations.

Start-up provisions.

As-built information.

Health, safety and security.

Life expectancy of structure, fabric, fit-out and finishings.

Life expectancy of building services engineering installations (i.e. systems,
components and parts).

Maintenance strategy and policy.

Emergency evacuation provisions.

Inclusive management strategy.

Operating costs (for OPEX).

Indicative budgets for services (e.g. security, cleaning and waste
management).

Energy efficiency.

Carbon management.

The facility management brief

The design brief might not be in fact a single, stand-alone document. Instead,
several briefs might have to be prepared depending on the scale, complexity and
particular requirements of the organization or challenges in the project for deliv-
ering the facility. Separate briefs might cover:

finance;

procurement and contracts (see Chapter 8);
stakeholder management;

design (as noted above);

construction management;

testing and commissioning; and

facility management.
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The place of facility management in the life cycle of a facility is such that it
should be seen as a bridge between the end of construction (or more precisely,
testing, commissioning and handover) and the beginning of design (for a change
of use or the construction of a new facility). In practical terms, it is likely to mean
that the facility management brief is the result of an iterative process in which the
facility manager analyses the owner’s statement of needs to provide advice during
development of the design brief on the most appropriate strategy for managing
the facility. The results are then embodied in a set of performance requirements,
either as a part of the design brief or as a separate document. Without this concern
for performance, there would be no objective basis for understanding how the
facility was measuring up to requirements during operations.

This process can become quite complicated, as some notion of the emerging
design will be needed to confirm any original hypotheses about how the facility
will be managed. It will mean retaining some flexibility over the likely manage-
ment of the facility at least until a scheme design has emerged. The purpose here is
to establish a strategy or framework to guide scheme design - followed by outline
design and detailed design - rather than being prescriptive and, thus, putting an
unnecessary restraint on the designer or the design. Even so, design must take
account of how the facility will be managed; but, equally, facility managers must
respond positively to owner and designer needs and help turn them into reality.
In short, the facility manager has a pivotal role in preparing or contributing to the
brief and then retaining a role during feasibility and subsequent design stages. A
similar approach applies to other consultants and specialists, who must be able to
engage with the (lead) designer and be prepared to look for the most practicable
outcome. A potential weakness in this approach is that it needs both the organiza-
tion, as owner, and the designer to recognize the value of the facility manager’s
input, rather than viewing it as an inhibitor to the development of novel concepts
or designs.

Another issue to address here is the growing importance of extracting the correct
information from the design process to verify or evaluate design decisions from an
operational perspective. An example is the case of build, operate and transfer (BOT)
projects under a public—private partnership (PPP), where the operator has a fixed
budget for the operations over the term of the concession and is, therefore, attempt-
ing to optimize operational costs over the lifetime of the facility (see Chapter 10).
Put another way, the operator is taking a calculated risk that has to be based on as
an objective assessment as possible. If the means by which that assessment is made
are denied or impaired, there is the likelihood of an ill-informed commercial deci-
sion that serves no one’s interests. Operators not only have to carry risks; they must
do so based on the decisions of others and often very early in the facility’s life. Being
locked out of decision-making raises the prospect of a later failure that could so
easily have been avoided.

Information and data for facility management briefing can be grouped under
three headings:

e Description of operations and activities to be performed in the facility - this
information is necessary for planning the layout and arrangement of spaces
and functions - see Functional brief below.
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e Information required from the designer and deemed critical for the operations
team to evaluate design solutions, taking into account long-term operational
costs including energy use and carbon equivalent.

e As-built information - records of the facility’s construction are vital for its safe
and correct operation and must be kept from the earliest point and then
embodied in the facility handbook - see the later section in this chapter and
Chapters 12 and 15 - for handing over to the organization as owner and/or
operator.

The functional brief

The statement of needs should be used to define the functions that the facility
will be required to offer, including details of operational demands and support
processes for end-users. These details should be accompanied by proposed techni-
cal solutions, including the evaluation of options for satisfying end-user require-
ments. This information is required when planning the layout and arrangement of
spaces and functions within the facility. There could be different ways of satisfying
an identified need and these have to be made explicit and supported by appropri-
ate information and data. The following considerations should be addressed when
preparing the functional brief, but they should not be regarded as exhaustive.

Description of activities and processes

Overall concept

e The vision and image of the organization and the extent to which these should
be reflected in the appearance and general design of the facility.

e The impact of the design on occupants and other users as they approach, enter
and move about the facility; in particular, the internal environment and provi-
sions for assuring the health, safety and security of personnel.

e Inclusive design principles applying to the facility, incorporating the needs of
disabled people and others with equalities-related needs.

e Design for reduced environmental impact, including choice of principal mate-
rials and their ultimate reuse, recycling or disposal, and the extent, if any, of
passive systems; for example, natural lighting, cooling and ventilation.

Internal considerations

e Zoning, internal circulation and transportation (e.g. offices, service cores, lifts/
elevators, stairways and lobbies).

e Demands for space supporting functions and activities (e.g. production, crea-
tive areas, private spaces, meetings and conferences, safety areas, social areas,
dining and refreshment areas) and for ancillary services (e.g. waste segrega-
tion, recovery, reuse and recycling, and rainwater harvesting).

e Organizational structure (e.g. departments and other subdivisions), including
the anticipated number of personnel and their roles.

e Communication across departments.

e Descriptions of the functions, activities and processes supported in the facility,
including provisions for the separation of space, by zone, by level and so on.
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e Arrangements for enabling access, use and emergency evacuation for all occu-
pants and other users, including disabled people.

e Flexibility/adaptability in the internal design (e.g. reconfigurable space and
expansion/reduction potential).

e Energy use, water management and waste disposal (i.e. environmental
management).

e Security, safety, fire and resilience (e.g. responses in the event of a failure in an
installation or system, or other incident, and arrangements for business
continuity).

e Carbon footprint, including calculation of the carbon equivalent.

e Services (e.g. security, waste disposal and cleaning) and supplies such as
consumables.

External considerations

e Zoning of external areas and associated security; for example, landscaping,
parking, emergency assembly points, fences and gates, lighting, signposting,
security and surveillance.

e Entry to and from the facility for different categories of user and visitors,
including emergency access and escape routes.

e Access to modes of public transport and their distance from the facility.

The functional brief is a prime deliverable within the briefing process and
should define the scope of work as a basis for design. The scope of work covers
design, construction and/or installation, testing and commissioning, and start-up
activities necessary to deliver an operational asset.

Evaluating design solutions

The designer or design team should present specific information when alterna-
tive solutions (e.g. designs, materials, products and systems), prepared from the
collective perspectives of operations and inclusiveness, are available. From this
information, it is necessary to identify the solution (or combination of solutions)
that minimizes energy consumption, carbon equivalent and whole-life cost.
Consultation should be in advance of a decision on any matter that could impact
on safety, efficiency and cost-effective operations.

Where necessary, information should be sought from manufacturers on the
costs of operation and maintenance, breakdown frequency, life expectancy of
systems, components and parts, and energy efficiency. The facility manager is
arguably best placed to assist in these matters. Designers will, however, need to
retain the option of visiting manufacturers and/or existing operational facilities to
verify claims before reaching a decision.

As-built information

Strictly speaking, as-built information is not part of briefing. It is, however, nec-
essary to ensure that, during design, there is a clear understanding of what must
be provided prior to and at the point of handover of the facility: it is too late to
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think about it once the design is complete. When a facility asset is delivered, so too
are information assets required for its safe, efficient and cost-effective operation.
During testing and commissioning and prior to handover, detailed information
about the facility, including the operation and maintenance of systems, should be
made available to the facility manager. Information should be supplied in digital
form, wherever possible, with paper copies (see Chapter 15). Requiring informa-
tion in this form should be a condition of every contract with designers so that
there can be no chance of a later claim for additional costs. In most cases, the
information is generated routinely in the course of design and construction and
should not represent extra work; it is a matter of good practice in design manage-
ment. Details should be forwarded to designers at the outset about the informa-
tion required and its format. Typical of this information are:

e Drawings — architectural, structural and building services engineering draw-
ings, including those for operational purposes.

® Specifications — materials and finishes used in spaces and rooms, and on the
exterior of the facility.

e Inventory — a recognized hierarchical classification system to itemize all plant
and equipment, fixtures and fittings (see Chapter 12 on Asset register).

Specifying what this information should look like is invaluable from a facility
management perspective if it can be incorporated into the tender documentation
for the main construction contract. Often, a limited specification is incorporated,
which presents the successful tenderer with the opportunity to provide the mini-
mum. The increasing use of building information modelling (BIM) will help to
prevent this problem; meanwhile, the facility manager should be involved in
defining the required information deliverables (see Chapter 15). Chapter 12
covers as-built information in the context of maintenance management and the
particular requirement for a facility handbook is covered below.

The facility handbook

The concept of the facility handbook is straightforward enough - it is a colla-
tion of legal, commercial, financial, technical and managerial information relating
to the facility, which should be easy to access and update. The handbook should
be regarded as more than a data repository and should be used as the definitive
source of information and data about the facility. If it is to fulfil its role, prepara-
tion should begin during design and continue through all life-cycle phases. If it
is to be of maximum benefit, it is essential that it is kept up to date. To initiate its
preparation, the owner should forward to the designer details of the information
needed to be covered in the handbook and its preferred format. As-built design
information should be regarded as a constituent part of the handbook and be sup-
plied in a digitally readable form. A building information model for the facility
should be considered for the purpose of supplying design information - see below.

Approved changes to the design prior to start-up should be incorporated in the
facility handbook, which should be made available to the owner at the end of the
design phase, suitably marked as a work in progress. At the end of construction
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BIM

Soft Landings

work and/or installation, the health and safety file should be incorporated in the
handbook. During testing and commissioning, details of the building services
engineering installations, their operation and maintenance should be incorpo-
rated in the handbook, which should be reissued to the owner. Provision should
be made in the handbook for conveying the management implications of design
decisions, together with the means for managing the facility and environment
inclusively. For a detailed description of the contents of the facility handbook, see
Chapter 15.

Building information modelling (BIM) has been recognized as a key technology and
enabler of efficiency and cost saving in the design, construction and operation of
a facility. It is concerned with the management of information and data required
to deliver facility assets and then to operate them. The potential for BIM to bring
about improvement in design is widely argued and supported by a growing body of
research findings and exemplars from practice. Specifically, it is seen to offer distinct
benefits in design optimization and integrated project delivery (Wong & Fan, 2013) -
two concepts that support the principle of design for operability (see Chapter 2).

The adoption of BIM is expected to grow rapidly, especially in relation to new
and refurbished facilities. It provides a means for maintaining a current data
model of the operational assets that can be used to support facility planning in
particular and facility management in general. Its adoption for existing facilities is
less certain, not least for reasons of the payback in terms of savings from the use of
an as-built model of the facility when compared to the cost of creating the model
initially. The term retrospective BIM is used to described such situations. For a
more detailed discussion on BIM, see Chapter 15.

The Soft Landings Framework (BSRIA, 2009) has been developed to assist organi-
zations in getting the best out of their new or refurbished facility by providing a
unified approach for addressing outcomes from an integrated process of briefing,
design and asset delivery. The framework aligns with energy performance crite-
ria, building logbooks, building (or facility) manuals, green leases and corporate
social responsibility. The emphasis is upon greater involvement of designers and
constructors with the facility manager (or in-house team) and end-users before,
during and after completion of construction, with the aim of improving operational
readiness in the expectation of a flawless start-up and improved performance in use.

The feasibility study

It is necessary that the viability of the design can be established before
progressing too far. A study of the facility’s feasibility can normally be
prepared from the information provided in the statement of needs, functional
brief and other data; for example, cost, time and energy. The feasibility study
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should include an assessment of the facility’s environmental impact and
energy performance, adopting recognized conventions and/or methods (e.g.
BREEAM and LEED). The facility’s whole-life cost should be estimated on
the basis of the principal materials, components and systems proposed in
its design, with the aim of optimizing energy efficiency and minimizing its
carbon equivalent. The expected life expectancy of the facility’s structure,
fabric, components, systems and major fixtures should be made explicit in a
whole-life cost estimate.

The feasibility study is primarily used to inform the decision on whether to pro-
ceed with the design within the defined scope, to modify the scope or to terminate
design altogether. Earlier appraisal of options for satistying a specific, identified
need might lead to an assessment of feasibility prior to the selection of an option.
The significance of the feasibility study is that it can be based on information and
data for the facility as a whole, reducing the risk of a sub-optimal design or opera-
tional solution as would probably occur when undertaking an appraisal in a piece-
meal manner. In the past, the focus tended to be on the capital cost, which is just
one of a number of criteria used to judge the fitness for purpose of the design and
the overall value of the facility. Nowadays, whole-life cost and carbon management
are likely to weigh heavily upon decision-making and, therefore, upon the viability
of the facility.

Design development

The designer, or design team, needs to ensure that information deemed critical
to the operation of the facility is made available to the organization as owner and,
where applicable, the operator during design. In doing so, the fitness for purpose
of design solutions as well as the safe, correct and efficient operation of the facility
can be more closely assured. This information forms an integral part of the defined
scope of the work and is the basis of the design for an operational asset. From these
can flow design packages including detailed specifications and supporting material.

Design change control

Understanding operational costs is paramount where the organization is acting as
an operator and has entered into a long-term contract for a concession based on a
fixed monthly or yearly rate - see the earlier section. In the same way that the cost
estimator (or quantity surveyor) needs to be kept informed of changes to the design
as it evolves, so must the facility manager be aware of anything that could materially
affect operational safety and costs. To ensure that change is properly managed (see
Chapter 14), a change control system should be implemented so that all proposed
changes are correctly identified, classified and evaluated and their full implications
known before anything is considered for approval. In this way, the operator is given
the opportunity to determine the impact of any change on the facility’s operational
parameters and to propose an alternative approach if necessary.

It is therefore highly advisable for a change control system to be implemented
either by the organization or the designer or design team on its behalf to evaluate
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proposed changes to the design before they are submitted for approval, so that
the full implications for safe, correct and efficient operation of the facility can
be verified. This control system should record details of the proposed change,
including:

e Description of the proposed change.

e Justification for the change (e.g. the design is considered to be unsafe or inop-
erable, or there is potential for value improvement).

e Basis of the design (e.g. description and details of the system, component,
process or activity to which it relates).

e Impact on occupants and other end-users.

e Impact on the whole-life cost of the facility and time for construction and/or
installation.

e Impact on operations and their cost.

e Impact on energy consumption/efficiency and carbon equivalent.

e Person(s) responsible for approving the change.

A change log should be maintained and used to record approved changes to the
design, which should be reported formally at intervals depending on the extent
and urgency of the change(s) and the likely time required for design or redesign.
It will be essential to keep the change log up to date and to record costs and other
data against items logged.

Stakeholders

Stakeholders should be identified at the start of briefing and their interest in the
facility should be assessed in terms of their likely impact. Essentially, any individual
or group with a legitimate interest in the organization is a stakeholder. They
can be thought of as individuals and groups that are internal or external to it.
Responsibility for taking account of the interests of users of the facility, as well as
stakeholders in general, should be determined and made explicit. A responsibility
assignment matrix (RASCI chart) can be a useful way of bringing clarity to who
does what as well as reducing the likelihood of omitting to involve one or more
stakeholders in a crucial matter. Statutory duties relating to consultation cover-
ing planning, employment and equalities legislation can be handled in this way.

Stakeholder identification

Stakeholders are those parties with an interest in the facility in general and the
delivery of services in particular, and can include the following.

Internal stakeholders

o Owners and shareholders.
e Directors and non-executive directors.
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e Senior managers.
e Other personnel.

External stakeholders

Customers.

Service providers.

Suppliers (except utilities).

Utility companies (e.g. energy, water and telecommunications).
Neighbours.

General public.

Community groups.
Environmental interest groups.
Other consultative groups.
Investors.

Bankers.

Insurers.

Local/public authority (planning).
Local/public authority (highways).
Building control body.

Fire authority.

Police authority.

This split between internal and external stakeholders is more for convenience in
determining who they are rather than as a consequence of any thought about their
likely impact: it is necessary to start somewhere. Perceptions can be misleading; for
instance, internal stakeholders should never be assumed to be favourably disposed
towards something that another part of their organization is promoting. Similarly,
external stakeholders should not be assumed to be indifferent or, worse, hostile.
The purpose of a stakeholder assessment is to differentiate on criteria other than
simply where they stand in relation to an organizational boundary. Casting the net
far and wide to seek out those with an interest in the facility might seem wasteful
of resources; however, overlooking an individual or group that believes it has a
legitimate interest could later have consequences that prove distracting and take
valuable resources away from where they are most needed at the time. Olander &
Atkin (2010) provide a detailed description of the stakeholder management process;
in particular, the importance of acknowledging concerns from all stakeholders,
with examples of where the process has worked well and where it has not.

Stakeholder classification

Once stakeholder identification has concluded, it is then necessary to classify
stakeholders so that an appropriate means of engaging with them can be fol-
lowed. Differentiation is, therefore, based on something other than if they are
internal, external or perhaps standing at the interface between the two. A workers’
union with a representative in the workplace might be regarded as standing at the
interface.
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Stakeholders are said to have an interest if one or more of the attributes of
power, legitimacy and urgency are present. Power and urgency are relatively
easy to gauge; however, legitimacy might not be so straightforward. An indi-
vidual or group pressing to be heard would seem, on the face of it, to be acting
out of a sense of legitimate interest. The organization might, however, take a
different view.

Stakeholder impact assessment

A stakeholder impact assessment can be undertaken to determine how, and the
extent to which, stakeholder interests might impact on the facility in terms of its
design, construction and operations. In the case of an existing facility, audits and
other reviews should be taken into account when assessing and updating stake-
holder interests. The attributes of power, legitimacy and urgency can be used to
differentiate between those who appear to exert the most influence on design or
other key decisions affecting the facility and those who have little or none. Scores
can be attached to these attributes to create a rank ordering of stakeholders. In
doing so, it is important to recognize that ranking does not help in understanding
the magnitude of influence or impact that one stakeholder might possess in
comparison with another. Other means for gauging impact include use of a matrix
in which stakeholders are located in relation to their perceived power on one axis
and interest on the other, where their position indicates the most appropriate basis
for engagement (see Fig. 2.2). Whichever means is adopted, it should be recog-
nized that it does not provide a definitive basis for engaging (or not) with particu-
lar stakeholders; it can, however, reveal clusters of stakeholders where engagement
might be approached in a similar manner. Whilst it might be desirable to regard
all stakeholders as justifying individual treatment, there is unlikely to be either the
time or resources to do so.

Level of interest

High High
Keep satisfied Key players
Power
Minimal effort Keep informed
Low High

Fig. 2.2 The stakeholder power/interest matrix.
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Further stakeholder identification and assessment should take place during
design development and before start-up of operations to provide the opportunity
to respond to any change in stakeholders or their interests. If a communication
plan has been prepared, it should be updated as changes in stakeholders or their
interests become known.

Risks and opportunities

Risks abound and can be responsible for ruining even the best laid plans. Any
organization embarking on the design and construction of a new or refurbished
facility would be well advised to undertake formal risk assessment to identify any
factor that could have an impact on design, construction and/or, installation, test-
ing and commissioning, handover and start-up of operations. As part of risk and
opportunity management, risk assessment requires that events and conditions
having the chance to impact any work in connection with a new or refurbished
facility should be identified and assessed in terms of their potential impact and the
probability that such an event or condition would materialize.

Risks generally have a negative connotation, but where there is a risk there might
also be an opportunity and reward (see Chapter 1). Downside risks is a term used
for events and conditions (factors) that can have a potentially negative impact on
the facility, such as hazards faced in construction. Upside risks are factors that can
add value to the outcome and are more commonly referred to as opportunities.
The latter can arise from a re-examination of assumptions and the possibility of
making a better selection now than was the case earlier, when less was perhaps
known.

A risk and opportunity register is an essential tool and should be set up
and maintained from the outset of briefing to record any identified upside and
downside risks, an assessment of their likely impact and the probability of their
occurrence. For downside risks, actions should be taken to mitigate their potential
impact and monitor outcomes. For upside risks, actions should be actively considered
to realize the opportunity. To be effective, the risk and opportunity register has to
be kept up to date throughout design, construction and/or installation, testing and
commissioning, handover and start-up of operations.

Conclusions

Organizations have many options for their real estate and might not even have to
embark upon a process of acquisition. They might also benefit from the totally
serviced workplace, which offers a set of options for those that need some flex-
ibility in their space management, perhaps in response to the rapid deployment
or redeployment of resources. For organizations in the early stages of the growth
cycle, totally serviced workplaces might provide the ideal solution, allowing them
to concentrate on growing their business without concern over support services:
they are, in effect, outsourcing their facility and its management. Where there
is a risk that it could become a distraction, the relationship between real estate
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management and facility management should be clarified. In all cases, the organi-
zation needs to know what space it has and what it can afford; otherwise, it will
not achieve a sustainable space provision. Planning for, and planning of, its space
requirement is affected by drivers for that space, trends in those drivers and
the cost of providing space. Understanding how to provide space, and of which
type, falls to the organization and its designers. There has to be an understand-
ing of how space is used, by whom and for what purpose in order to determine
if current utilization and, hence, efficiency is appropriate into the future. This
information should be used to pinpoint waste (especially energy-related) and
non-value-adding services and operations. Design decisions impact directly on
the operability of a facility. It is essential, therefore, that adequate briefing takes
place for any new or refurbished facility and this should involve the preparation
of a facility management brief to ensure that operational requirements are taken
into account in design. The brief is the cornerstone of a process for ensuring that
identified needs are delivered in the facility. Stakeholders of many kinds exist
and their interest in the facility has to be assessed as part of this effort. A process
of engagement through communication has then to be initiated. Without this
assessment there is the risk that one disaffected stakeholder could later frustrate
plans. Stakeholders are one area of risk for the organization, but clearly there are
many others. If decisions are to be adequately informed, it will be necessary to
consider both downside and upside risks (opportunities). A formal process of
risk and opportunity management should be adopted and a risk and opportunity
register maintained to support facility planning, not least where a new or refur-
bished facility is involved.

Checklist
This checklist is intended to assist with review and action planning.
Yes No Action
required
1. Is the relationship between real

estate management and facility

management, including roles and

responsibilities, clearly defined? O O O

2. Does the organization envision the

need for more or less space in the

future and, if so, has it attempted to

quantify it? O O O
3. Have the options for providing space

been explored and is the organization

comfortable with its current

arrangements? O O O
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10.

11.

12.

13.

14.

Is information readily to hand on
space utilization and efficiency?

Has the organization determined if
the size of its facility is affordable,
i.e. is there a sustainable space
provision?

Where a new or refurbished facility

is planned, has a briefing process
been defined?

. Is the principle of design for

operability accepted by the
organization?

Is there an explicit plan for
managing design briefing?

Is there a procedure for preparing a
facility management brief?

Has the facility manager been
actively engaged in briefing in
regard to handover and start-up of
operations?

Is the designer aware of his or
her obligations for ensuring

that sufficient steps are taken to
document the new or refurbished
facility?

Has a procedure for controlling
changes to design once approved
been defined and is it working?

Have stakeholders been identified
and classified, and has their impact
on the organization and/or new
facility been assessed?

Have downside risks and upside
risks (opportunities) been assessed
and are they up to date?

No Action
required
O O
O O
O O
O O
O O
O O
O O
O O
O O
O O
O O
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Key issues

The following issues are covered in this chapter.

Facility management has to encompass a diverse range of matters that
influence the success of the organization’s core business, mostly set in
the context of a dynamic environment. As such, the organization will
have to base much of its decision-making on the expectation that change
will be a constant feature into the future.

A strategy for facility management is needed by all organizations to
ensure optimal use of facilities over the short, medium and long term.
Throughout, it should be aligned with the organization’s business strat-
egy, including its business objectives, and be reflected in policies and
operational plans.

The strategy should establish the overall approach to facility manage-
ment, including maintenance of physical assets, end-user require-
ments, service definitions, service delivery options and performance
management. It should be broad, yet flexible, and remain focused on
supporting the organization’s core business. Periodic updating will
be necessary to ensure that it remains aligned with the business
strategy.

The organization should avoid using the strategy to manage operations
directly, but instead should reflect the latter in an approach that can be
adapted quickly in light of changes to the business strategy.

As far as practicable, the strategy should anticipate change and respond
with processes and procedures that will ensure the organization has
the facility management it requires to meet its current and future
needs.

Total Facility Management, Fourth Edition. Brian Atkin and Adrian Brooks.
© 2015 John Wiley & Sons, Ltd. Published 2015 by John Wiley & Sons, Ltd.
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e The formulation of the strategy is a project in its own right and must be
undertaken rigorously using appropriate methods and tools. Three
stages should be followed:

o Strategic analysis — where all relevant facts are assembled, including
the organization’s business objectives, needs and policies, reviews/
audits of resources, processes, systems and physical assets, together
with their attributes in terms of space, function and utilization.

o Solution development — where criteria for judging options are
defined and evaluated against the objectives of the organization to
produce the facility management strategy.

o Strategy implementation — the establishment of an implementation
plan that incorporates the key elements of the strategy, notably pro-
curement of services, training, service delivery, review and feedback.

® The extent and detail of the strategy, and the methods and tools utilized,
will depend on a number of factors, not least the business context. Smaller
organizations — those with modest needs in facility management - should
consider scaling their approach rather than simply omitting parts of it.

Introduction

A facility management strategy is the cornerstone of facility management.
Managing a facility efficiently and cost-effectively requires the development of a
robust strategy that can accommodate change without losing sight of the organiza-
tion’s business objectives and other strategically important considerations. It pro-
vides context for the definition, specification and delivery of services. There are
basically two ways of looking at the management of a facility. The first adopts a
short-term perspective in considering what must be done to maintain services and
where it might be possible to enhance them. The second is longer-term and takes
into account the potential changes likely to be faced into the future and how these
will impact upon the services required. Clearly, a desire to enhance current service
delivery is not wrong, but does overlook the inevitability of change and the likeli-
hood that it could easily invalidate earlier decisions. A facility and the demands
placed upon it are unlikely to remain static in all but the most unchanging of
organizations. An approach must therefore be devised to manage the process of
moving from where the organization is now to where it wants to be at some point
in the future. In other words, a strategy is used to deal with a dynamic situation in
which major business decisions — perhaps affecting the very viability of the organi-
zation - are connected with the existing facility and forecasted requirements. The
approach is implicitly top-down; otherwise, current operations would, in effect,
be dictating the organization’s business direction. The key to the development of
an effective strategy is a rigorous analysis of needs against existing provisions to
determine requirements as precisely as possible. Once known, it is possible to
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formulate potential solutions whose suitability can then be evaluated systemati-
cally to leave the organization with a clear definition of what needs to be imple-
mented, yet stopping short of being prescriptive in operational terms.

The business context

The single-facility owner-operator

The business context for the organization is a key consideration in the develop-
ment of a strategy for facility management. Where it has responsibility for a single
facility, it can concentrate upon providing the best conditions and arrangements
for end-users and other stakeholders without worrying about what might be hap-
pening elsewhere. Even so, the organization should be aware of what other facil-
ity owners and/or operators are doing and achieving. No one organization has a
monopoly on best practices. Knowing how to achieve best value, whilst delivering
end-user satisfaction, is likely to be of interest to most. Even so, one of the tempta-
tions, especially where the facility is relatively modest and involves comparatively
few end-users, is to regard the idea of best practices and continual improvement
as meant for those with larger facilities, responsibilities and budgets. Rather than
make that mistake, the organization should consider the scale of approach that
is appropriate to its needs. Scaling the approach implies active consideration of
the extent to which a set of requirements or recommendations might have to be
adjusted in light of practicalities instead of simply omitting them. In the particular
context of a strategy, the organization can work with a subset of methods and tools
to devise the optimal plan for its facility management. Put another way, the strat-
egy provides a framework within which to work without running the risk of being
needlessly prescriptive and possibly wasteful of valuable resources.

The regionallnational facilities owner-operator

Where the organization owns or has responsibility for multiple facilities, there is a
clear argument for ensuring that an equitable approach applies to its facility manage-
ment across the board. There can be clear benefits from adopting the same approach,
such as economy of scale - for example, from outsourcing to a single service provider
- and the ability to learn from one location or facility and apply the lessons learned
elsewhere. There is also a benefit from understanding how other organizations might
be achieving best value whilst maintaining end-user satisfaction. Doing so is a form
of benchmarking. Knowledge about the performance of all facilities within a portfo-
lio helps to pinpoint inefficiencies, waste and other shortcomings leading to ration-
alization of space and, where necessary, disposal of facilities that are no longer viable.
Within a region, anomalies are normally easy to spot and explain since custom and
practice, amongst other variables, can be expected to be broadly similar.

The multinational facilities owner-operator

Multinational corporations are more likely than not to outsource their facility
management, including service delivery. They tend to do so with large service
providers that, similarly, have a multinational presence. A less likely scenario is
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for a multinational corporation to outsource services to individual service pro-
viders in each country or region in which it operates. A typical arrangement is
where a region - for example Scandinavia, the Middle East or the United States
and Canada - is served by a single provider under a total facility management
arrangement. Each location or facility would generally be supported by the ser-
vice provider’s regional or national centre. It is important to have someone on the
ground to deal with matters that can arise in the normal course of operations and
to avoid having to refer to a distant or centralized authority that would other-
wise delay responses. In contrast, the organization would be likely to centralize its
facility management with local facility managers acting under delegated authority,
whilst reporting to local senior managers.

Where the organization operates from multiple locations, differences between
facilities in terms of performance and cost are inevitable. Harmonizing processes,
procedures and practices across the entire portfolio might seem like a good idea.
Unfortunately, this view assumes that everywhere should be the same or can be
made the same - it just needs the right kind of management. There is undoubtedly
benefit from working to common processes, for example. However, the skill is in
setting them at a level that brings conformity and simplicity, but without becom-
ing a slave to detail that might not apply in each and every location.

In the worst case, persistent benchmarking can lead to discord and a lowering
of morale as excessive pressure is placed upon teams to cut costs. Differences in
national culture and local custom and practice will mean that no two locations
are exactly the same and might never become the same. At the highest level, the
board or equivalent body might expect to be shown a consistent picture across all
locations - although to insist on it would make little, if any, sense. The organiza-
tion might observe that one location is performing far better than another; for
example, one is less costly to service and workplace productivity is higher. These
characteristics are, however, a consequence of many factors relating to a facility’s
location and operations. A capital city location, where competition for space puts
a premium on rents, can mean that personnel are squeezed into what is available,
so that the cost of space per head is comparable with other locations. The conse-
quences of close proximity to other individuals include lack of privacy, interruption
and noise, and can easily lead to stress. Where this situation involves knowledge
workers, productivity and creativity can reduce significantly (see Chapter 5). The
message is that treating all locations the same, because they are part of one corpo-
ration, is likely to prove counterproductive. Attempting to normalize costs that are
a direct result of market conditions, workplace practices and culture will simply
make matters worse.

Business drivers and constraints

Organizations are driven, and at the same time constrained, by many and diverse
factors. Understanding the organization’s business drivers and the constraints it
faces is fundamental to devising an appropriate business strategy and, in turn,
business objectives with which to inform the facility management strategy.
There should be no disconnection between these concepts. Examples of busi-
ness drivers include market opportunities, competition, product launch windows,
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rationalization of operations and downsizing. Whatever they are, they should
be made explicit. In large, publicly quoted corporations, drivers will hardly be a
secret and might even be announced far and wide. Constraints, on the other hand,
might be more closely guarded because they can reveal weaknesses to competitors.
Knowing that the organization might have a looming cash-flow problem or too
much space that needs to be released, and quickly, is not something to be bandied
around. Nonetheless, those with responsibility for a facility have to know what
they are dealing with and any limitations in resources of whatever kind. In many
cases, facility management will be used to find ways of reducing operating costs
and, in others, to find space to nurture and grow new business.

An appreciation of business drivers and the business objectives that are associ-
ated with them helps in understanding what has to be achieved in operational
terms if the organization is to succeed. The latter are broadly the organization’s
critical success factors, where some will be explicitly concerned with facility-
related matters (see Chapter 11).

Organizational management levels

Management can be thought of as acting on three levels: strategic, tactical and opera-
tional. This generally accepted view of management is evident in most organizations;
it is not, however, associated with the most effective outcomes. A weakness is that
management levels are often linked with planning horizons that regard strategic as
long term, tactical as medium term and operational as short term — no more, no less.
This implies that strategy is unconcerned with the immediate future and, similarly,
that operations are not considered over the longer term. This is wrong. Investment
in a new facility or other major asset has to be considered strategically, tactically and
operationally. Moreover, the organization will have to think and act strategically -
that is, consider the bigger picture — each time a matter of policy or procedure is
reviewed. Likewise, operational requirements run well into the future and must be
closely aligned with a policy that reflects the organization’s business strategy.

The strategic level

Strategic management is largely about setting the direction for the organization
and ensuring that the means for achieving its objectives are in place. As a state-
ment of intent, a strategy is worthless if detached from the financial means to
see it through. As noted above, strategy can be regarded as the bigger picture -
the broad statement of where the organization is heading and how it intends to
get there. It has to provide more than a few clues of what will be needed for the
journey. At the same time, the strategy must retain flexibility to deal with changes
in the environment that might require a shift in emphasis or direction.

The tactical level

The organization’s broad intentions have to be turned into workable plans, and
might call for new processes and procedures as well as changes to those that exist.
The gap between the strategic and operational levels is too big to be bridged
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without translation of the strategy into plans that are capable of being imple-
mented, monitored and controlled. Policies are synonymous with tactics — a case
of how something should be done - as opposed to what should be done and why as
embodied in the strategy. Policy-making is, therefore, concerned with procedures
that will guide operations towards desired outcomes. This approach generally
makes sense, although is not without criticism. From a human resources perspec-
tive, there is the risk that procedures prove to be less than effective and, in the
worst case, can be unworkable or unsafe. Middle managers can sometimes choose
to interpret policy in a way that suits their own agenda, giving rise to operations
that are incongruous with the strategy.

The operational level

The primary concern at the operational level is to perform work according to laid-
down procedures and not to deviate. At the end of the day, progress towards the
organization’s business objectives is achieved through actions at the operational
level. Ensuring that senior managers know what is being achieved relies on reliable
measurement, analysis and reporting. Aside from this obvious role, operations are
where there is a sense of what works, what does not and what might work in the
future. Tapping into this expertise is essential if the organization is to achieve its
objectives. In this connection, communication has to run from top to bottom and
from bottom to top. In the worst organizations, communication is unidirectional
and is not, therefore, communication at all but more a matter of command and
control. A flow of information from top to bottom without feedback is likely to
result in missed opportunities and unrealized objectives. Middle managers act in
an overseeing role and have responsibility for ensuring that the right informa-
tion is channelled to senior managers. In the best organizations, the delay between
actions at the operational level and reliable information on progress and achieve-
ment being in the hands of senior managers is minimal. Success here is due to
middle managers who are effective in translating needs into actions and maintain-
ing a current understanding of performance and progress.

Cross-cultural management

An organization that is multinational in nature is multicultural in character.
Differences between individuals and the groups from which they are drawn add
to the challenges faced by managers trying to achieve consistent work practices
across the organization. Facility managers who find themselves moved to a loca-
tion where they are in many respects the outsider might well observe differences
in behaviour, attitude, beliefs and relationships that run counter to their own expe-
riences, expectations and outlook. Cross-cultural impact is hardly a recently dis-
covered phenomenon (Hofstede, 1991), yet some incoming managers can display
a remarkable disregard for the needs of others, religious and other beliefs, local
customs and practices, institutions and protocols. When change is attempted, the
newcomer might find that it is almost impossible to get anything done, adding to
frustration and the potential for conflict. Without a roadmap, navigating unfamil-
iar organizational territory can be as confounding as its real-world parallel.
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Managers entering new situations have to invest time in planning and prepara-
tion. Orientation towards the location, its people, their values, beliefs and behav-
iour is a necessary step that can take weeks, even months. Most long-serving
managers would be able to recall one occasion where someone was parachuted in
to take charge of a new or tricky situation. It can work out, but often it does not and
makes matters worse. Awareness of work relationships, communication and con-
tact, ethics and customs, rules and regulations are necessary prerequisites for the
incoming manager. In short, cultural and institutional differences can represent
significant obstacles when moving to a new location and one that is unfamiliar.

In a study of the effect of cultural and institutional differences, Koivu et al.
(2004) identified a number of factors that could improve the chances of success
for the incoming manager:

e Acquire as much local institutional knowledge as possible and as early as
possible.

e Utilize the knowledge of local partners who have the right connections to the
right people and authorities, and who know the correct way of working with
them.

e DPractice self-reflection - think carefully about your own behaviour and beliefs.

e Pay attention to situational characteristics and not so much to the stereotypes
of national cultural differences.

Strategy formulation

The starting point for managing a facility is the organization’s business plan,
together with its space (or accommodation) strategy. These should encapsulate
the business objectives of the organization and make clear what is needed to sup-
port its business strategy. The approach advocated here for developing a facil-
ity management strategy therefore takes account of the organization’s business
objectives, needs and policies, as well as the practicalities imposed by its space
(see Chapter 2). It considers the successive stages in the process (see Fig. 3.1) and
reveals that a wide range of techniques and tools are at the disposal of facility
managers to help them in their work (see Table 3.1). The approach is largely one
of applying accepted principles of strategic business planning and development to
the facility management context.

Strategic Solution Strategy

analysis development implementation

« Portfolio and space « Criteria for evaluating * People and systems
audit options * Communication

« Services audit « Generation of options * Resources planning

* Resources audit  Evaluation and

* Market audit selection of

preferred options

Fig. 3.1 The process for developing a facility management strategy.
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Table 3.1 Techniques and tools to support development of a facility management

strategy.

Development stage

Phase

Technique or tool

Strategic analysis

Solution development

Strategy implementation

Assessment of
expectations and
objectives

Portfolio and space
audit

Services audit/review

Resource audit

Market audit

Generating options

Evaluating options

Selecting option

People and systems

Communication

Resource planning

Procurement/
outsourcing

Political, economic, social and
technological (PEST) analysis
Strengths, weaknesses,
opportunities and threats (SWOT)
analysis

If ... then analysis

Mega trends

Quantitative analysis
Scenario analysis

Space analysis

Real estate register
Maintenance plan

Risk assessment
Performance benchmarking
People and skills profiling
Service provider audit (existing
internal arrangements)
Business process modelling
Service providers (external)
Real estate availability
Market trends

Insourcing/outsourcing models
Business process re-engineering
(BPR)

Maintenance plan

Risk analysis

Stakeholder analysis
Cost-benefit analysis
Life-cycle cost appraisal
Feasibility analysis
Optimization model

Sensitivity analysis

Change management

Personnel development and
training

Business process re-engineering
(BPR)

Organization’s intranet
Newsletters, noticeboards,
memoranda

Instant messaging and corporate
social networking

Workshops and seminars
Planning, scheduling and control
Resource levelling/optimization
Service provider selection
Market testing

Performance benchmarking
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This process for developing a facility management strategy, as illustrated in
Fig. 3.1, shows three main stages with their contributory elements. The three main
stages in the development of a strategy are: strategic analysis, solution develop-
ment and strategy implementation.

Strategic analysis

The aim of the analysis is to establish a thorough understanding of the present
state of the organizationss facility or facilities and its approach to facility manage-
ment. This means assembling all relevant facts under the following headings:

e Organizational objectives, needs and policies - from the business plan.

e Physical assets and space efficiency achieved - from the space strategy.

e DProcesses, systems and resources - a clear picture of the current provision of
services.

e Detailed breakdown of costs - structured in the form of a cost analysis.

The organization should be able to define its objectives and expectations for its
facility or facilities with relative ease. For instance, it might aspire to expand its
core business into areas for which different types of facility and services will be
required compared with those currently provided. It would be useful, therefore, to
broaden discussion to identify potential extensions and additions, as well as not-
ing where closure of business operations is necessary or likely. These objectives
should be embodied in a formal statement as part of the organization’s business
strategy, or linked to it, and should relate to needs identified in the business plan.
There is an obvious connection here with the organization’s sustainable space
provision (see Chapter 2).

Portfolio and space audit

An audit of the organization’s portfolio should be undertaken to assist in estab-
lishing the extent to which the facility (or facilities) requires servicing, noting the
nature of services involved. When determining the extent of servicing required,
account should be taken of the utilization of space (i.e. space efficiency). Allowance
for growth and/or reduction in the demand for space and its phasing into the
future should be incorporated, as far as possible, in the assessment of provision
(see Chapter 2). The provision of space should reflect an inclusive environment
that anticipates the needs of disabled people and others with equalities-related
needs. The portfolio should align with space requirements included in, or implied
by, the business objectives.

The requirement for maintenance is a particular consideration since it can
impact negatively on the beneficial and economical use of space. The nature, extent
and frequency of maintenance should therefore be assessed (see Chapter 12) to
help determine whether or not space is appropriate to support current and likely
future needs. The cost of providing space, maintaining and upgrading it should
be considered. Other factors that might impact the organization’s use of space
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negatively and positively should be investigated. Risk and opportunity assessment
should be undertaken periodically and a risk and opportunity register kept up
to date for each facility (see Chapter 2). An evaluation of the true cost of provid-
ing space — that is, the cost of providing support services - must always form
part of any assessment. This will help to establish which spaces are providing best
value and which are not. In this regard, it is necessary to look at the value (to the
organization) of activities against the cost of locating them. For example, it would
make little economic sense to house a printing press — no matter how convenient
it is — in prime real estate that attracts a premium rent. Chapter 2 discusses space
management.

Changes in the use of technology, especially information and communica-
tions technology (ICT), can impact upon the type and amount of space required,
although not necessarily in terms of a decrease. Even so, space is rarely provided
without charge and so superfluous space represents waste. The servicing of space
can represent a significant cost item within the overall budget for operating and
managing a facility. Comparing the cost of different spaces might reveal situations
where some space is inefficient and/or uneconomical. Benchmarking can help
to raise awareness amongst stakeholders of the cost of providing, maintaining,
upgrading and servicing space. There is, however, the likelihood that perceptions
of space utilization will vary within the organization and across regions, with the
result that what is regarded as the norm in one location is seen either as extrava-
gant or inadequate by those elsewhere.

Organizations operating in different countries - for example, Sweden and the
United Kingdom - are bound to notice differences in the allocation of space per
individual. The same company operating in Stockholm and London would proba-
bly record quite different figures for space. When looked at from a UK perspective,
personnel in Sweden would appear to have generous, even too much, space: the
Swedes would likely disagree. Climate and culture can have a significant influence
on the amount and quality of space felt to be appropriate.

Attempts to normalize standards across regions could prove counterproduc-
tive; even so, it would be wrong to assume that existing standards are appropriate
simply because that is what people are used to having. With the emergence of
large regional markets, problems can so easily arise and be accentuated by cul-
tural differences, not to mention local customs and practice. Accepting that there
are bound to be differences — and that such a situation is fairly normal - is a way
to avoid problems. Even so, there are trends that suggest space per individual is
decreasing in regions that have previously enjoyed more generous space, largely as
a consequence of benchmarking (CoreNet, 2012).

Services audit

The organization should be in the position of having identified and differentiated
between its core and non-core business activities. This differentiation is necessary
to ensure that effort can be concentrated where it is needed most; that is, in devel-
oping the best working environment. In addition to those noted in Chapter 1,
examples of non-core business activities include catering, reprographics, vehicle
maintenance and conference facilities. It is important in this respect to appreciate
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that since no two organizations are the same, there is the likelihood that one will
regard certain activities as a part of its core business, whilst another would class
them as non-core business. The distinction between core and non-core business
activities is a matter for senior managers to determine.

Where applicable, the organization should critically review the current delivery
of services by considering, as a minimum, the following aspects:

e Policy - an examination of existing policy in terms of corporate guidelines and
standards, performance standards, quality assurance, health, safety, security and
other relevant statutory obligations, human resources, finance and approvals.

® Processes and procedures — definition of business processes, including budget-
ing, procurement, approvals and payments.

e Service delivery — audit of all aspects of facility management and the delivery of
services, including their cost, as well as relationships with end-users (especially
in regard to performance/quality, cost and time objectives).

In carrying out a review of such aspects, the organization should consider making
use of benchmarking as a method for measuring current levels of performance
and outcomes (see Chapter 11). Measurement is an aid to understanding a process
and can provide insights into how it might be improved.

Resources audit

Market audit

Part of this high-level analysis should include a review of personnel employed in
the facility and in delivering services. This will, of necessity, cover both insourced
and outsourced arrangements. The organization should also review the extent of
available human resources, information about which should be available from its
human resources management (see Chapter 4). Additionally, it needs to analyse
the processes that are contained within its facility to determine, amongst other
things, patterns of use, areas of intensive use and areas of underuse. Methods for
determining these factors are increasingly supported by ICT, but should always
be based on good science and ethical practice. Many organizations now routinely
survey their facility using CCTV for reasons of security, and general health and
safety. When used for the right motives, this technology can provide proof of a
particular need or the lack of it.
The resource audit should concentrate on the following:

® People - determine skills’ profiles and identify gaps.

Providers — assess capability, scope and terms of engagement.

e Systems — establish the status of all procedures and technology by process anal-
ysis and systems audit.

The organization should consider testing the market at intervals to determine the
extent to which current service delivery matches that available, including the cost
of services. Frequent attempts to test the market can prove counterproductive and
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should be avoided. Understanding how the market for services is developing and
what trends might be emerging provides the organization with insights into potential
opportunities and innovations, as well as alerting it to possible dangers. Discussion
with existing and prospective service providers extends understanding by enabling
opinions to be formed on the capacity available to meet the organization’s planned
demand for services.

Appropriate use of the market can include comparisons of current prices
and rates for services using published data, indicative cost estimates from
service providers and participation in benchmarking clubs. An awareness of
the state of the market for services means that at any time an opinion can be
formed as to whether or not a preferred option is the most appropriate. Some
of the requisite information, however, might already be contained within mar-
ket audits carried out during the preparation of the portfolio and space audit
and services audit.

The terms cost and price are often used interchangeably. Even so, it is important
to distinguish between cost, being a sum that the organization might use for budg-
etary purposes, and a price, being the sum paid to a service provider for delivery
of a service.

The organization should also consider undertaking periodic audits to estab-
lish the state of the real estate market (should acquisition or disposal become an
option) and the position regarding service providers (see Chapters 7 and 8) in all
areas of potential interest. It is possible that this kind of information will be avail-
able from market audits carried out when preparing the space strategy and from
the valuation of assets for financial accounting purposes.

Solution development

Once information from the analysis stage has been assembled, a structured
approach to the interpretation of the information must be adopted. It is essential
that this interpretation is open, without bias and allows new ideas and innovative
solutions to flow so that the most appropriate arrangement for the organization’s
facility management can emerge; in other words, its strategy. The recommended
approach is:

assemble criteria for evaluating options;
generate options;

evaluate options; and

select preferred options.

L

Criteria for evaluating options

Before any attempt is made to consider the relative merits of options, it is neces-
sary to identify and agree the criteria for judging them. Moreover, there needs to
be a very clear separation between the assembly of criteria and their application
to options to ensure objectivity. Most importantly, there should be no fudging of
criteria to support a preferred option; otherwise, the entire evaluation would be
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rendered pointless. Criteria should therefore be explicit and open to review, and
include likely end-user satisfaction and the extent to which best value might be
achieved. Options can therefore be evaluated consistently against the set criteria
to ensure objectivity, parity and accountability.

Generation of options

There are many ways in which the organization can establish options; for example,
consultation with stakeholders and invitations to external experts. The strategic
analysis stage should have highlighted precisely how well the organization’s space
and other attributes of its facility match up to its needs. This means that options
should be considered for bridging identified gaps as well as for aligning innovative
solutions with present and future needs. Creativity is a useful commodity to have
at this stage and should extend to thinking outside the box. Important too is the
need to avoid prejudging the merits of any option, as this runs the risk of corrupt-
ing the process: evaluation should be left until later. If an option proves unworthy
then that will become evident later, so little purpose would be served by trying to
work out of sequence.

Evaluation and selection of the preferred options

To a large extent, this can be a fairly straightforward task. If tasks in the preced-
ing stages have been undertaken properly, the preferred option or options will be
clear enough. Should the position be otherwise, it is likely that a failure either in
identifying relevant criteria or in applying them correctly is to blame. Sometimes
the options will not be mutually exclusive and, on occasion, a combination of two
or more, or a variation in one, provides a better way forward.

At the conclusion of this stage, all preferred options can be summarized
and incorporated in the facility management strategy, which should cover as a
minimum:

Summary of business objectives, main drivers and constraints.
Relationship between core and non-core business.

Portfolio and sustainable space provision.

Significant risks and opportunities.

Targets for efficiency gains and other improvement.

Critical success factors and key performance indicators (KPIs).
End-user and other key stakeholder needs.

Access, inclusion and equalities-related needs.

Scope of services.

Insourcing/outsourcing/co-sourcing (as applicable).

Human resources.

Budgetary provision.

Change management.

Information management.

ICT support.
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Strategy implementation

Once the strategy has been agreed by senior managers, policy statements should
be prepared and then translated into operational plans for realization through
a process that is capable of handling change. A change management process
should therefore be initiated (see Chapter 14), incorporating best practice in
human resources management (see Chapter 4). Implementation should be sup-
ported by a time-plan, with milestones, and a risk and opportunity register as it
relates to the facility or facilities — see below. Operational plans should encompass
people and systems, communication, resource planning and procurement, each
of which is discussed below. Senior managers must be committed to the success-
ful implementation of the strategy. Where this involves the decision to outsource
(see Chapter 7), attention should be paid to the demands of the informed client
function as discussed in Chapter 1.

Downside risks and upside risks (opportunities) from outsourcing should be
identified (see Chapters 1 and 7), especially any that might affect core opera-
tions, followed by an assessment of the likelihood of their occurrence and poten-
tial impact. Allocation of quantified risks should be undertaken on the basis of
an understanding of the ability of the party (or individual) to handle the risks
in question. Allocation without regard to the capacity of a party (or individual)
might lead to increased exposure for the organization instead of successful risk
mitigation or elimination.

Typical of the risks that can occur are:

e Unclear definition of roles, responsibilities and accountabilities.

Insufficient expertise in the drafting of service level agreements (SLAs).

e Lack of definition of requirements before inviting a request for proposals/
tender.

e Insufficient time allowed for contract negotiation.

e Too short a transition period between contract award and start-up of service
delivery.

Whilst we have yet to consider the position regarding outsourced services,
there are some issues that need to be addressed. For example, the effect of a major
breakdown in a key service area could threaten continuity of operations for the
organization and should be examined at this point. Contingency plans must be
drawn up and validated (see Chapter 9). In some cases, it might be necessary to
introduce trials or another kind of run through to test the efficacy of the proposed
arrangements and their ability to cope with certain eventualities.

The organization should also plan and run through the arrangements for man-
aging transition; that is, the move from one arrangement of service delivery to
another, as would occur when moving between insourcing and outsourcing, and
the reverse situation. For example, the organization should plan the handover of
information to any newly appointed service providers. Sufficient time must be
allowed for this activity — see Chapters 9 and 14 - as it will generally set the tone of
the relationship between the organization and service providers. The accuracy and
completeness of information to be handed over must also be verified.
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In the transition period before any new contract starts, the service provider
should visit end-users (and other key stakeholders, where appropriate) to discuss
the new arrangements and what is expected from them; in other words, changed
goals and new procedures must be communicated.

People and systems

The most important aspect of implementation, when bringing about any change,
is to carry it through in a controlled way. In order to achieve this state, the organi-
zation needs to develop the competence and skills of personnel so that they are
fully conversant with the meaning and practice of facility management. Education
and training, together with the mentoring of individuals, will achieve these aims
and enhance capability. Close monitoring and control of tasks will help to ensure
that these too develop in the ways intended. This is not a one-off exercise; there
has to be a culture of continual improvement, with periodic checks on perfor-
mance and corrective action where necessary.

Communication

Effective communication between the organization, acting as an informed client,
and service providers is essential to ensure that implementation is both under-
stood and acted upon (see Chapters 8 and 9). It is important to involve all stake-
holders in the discussion about organization and structure. Failure to do so is
bound to lead to complications later.

Personnel and service providers, as appropriate to the arrangement for service
delivery, need to recognize that facility management is a proactive process and
not one of simply reacting to problems as and when they arise. In organizational
terms, this demands a structure that is reasonably flat, so that personnel with
decision-making powers are in close contact with end-users to head off problems
before they have time to develop. Developing relationships is really only possible
by communicating clearly and often.

Resources planning

Planning and controlling the use of resources in an efficient and effective
manner is a job in its own right. Where the organization is a large employer
of either in-house personnel or external service providers, it makes good sense
to plan for the optimal use of resources. When management teams are small
and the demands on them appear modest, it is still necessary to take formal
steps to plan resources. Even the best managers cannot keep everything in their
heads, besides which there will be absences when others have to assume respon-
sibility. ICT can help here through the use of low-cost planning and scheduling
software to allocate resources to individual tasks and provide a means for meas-
uring performance and progress (see Chapter 15). Finally, the point is reached
when the procurement of services, where appropriate, can be considered (see
Chapters 8, 9 and 14).
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Conclusions

The organization should regard a facility management strategy as a key component
of its business strategy. Without a facility management strategy, the organization
will be unable to respond quickly and appropriately to changing circumstances
in the marketplace and any consequent need for more or less space. By analysing
its portfolio and space provision now and into the future, the organization will be
able to quantify any gap that has to be bridged. There are, however, other aspects
relating to facility management that have to be considered if the most appropriate
strategy is to be developed. Current arrangements for the delivery of services will
have to be reviewed in light of business objectives along with resource demands
and available budgets. End-user needs and expectations must also be taken into
account during the search for a best value outcome for facility management that
the strategy represents. Various tools and techniques are available to support a
rigorous process of strategic analysis, solution development and strategy imple-
mentation, success in which will lead to workable, operational plans for efficient
and cost-effective service delivery. The organization would be wise to see strategy
formulation and the three key steps that follow it as capable of leading to a work-
able arrangement, but one that must be revisited should there be a fundamental
change in any of the conditions facing the organization’s core business.

Checklist

This checklist is intended to assist with review and action planning.

Yes No Action

required

1. Does the organization accept the need for a

facility management strategy? O O O
2. Has a strategic analysis of requirements

been completed in the past year? O O O
3. Is the organization clear about what its

business context means in terms of the

broad approach to facility management? O O O
4. Has a distinction been drawn between

management at the strategic, tactical and

operational levels? O O O
5. Does the organization have concerns about

cross-cultural impacts? O O O

6. Have sufficient reviews and audits of
the current arrangements for facility
management been undertaken? O O O
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10.

11.

12.

13.

14.

Has the organization considered its
relationship with service providers?

Have the criteria for evaluating options
been prepared objectively?

Do the criteria contain innovative
elements?

Has the temptation to judge options before
they have been systematically evaluated
been avoided?

Have the most appropriate options been
selected and gathered together in one
coherent strategy?

Has the strategy been translated into
operational plans?

Have resources been provided to
implement the plans?

Have outcomes been communicated
with key stakeholders in terms of how
operational plans will affect them?

Yes

No

Action
required

O

O




Human Resources Management

Key issues

The following issues are covered in this chapter.

Human resources management (HRM) issues should be considered
during the formulation of the organization’s facility management strategy,
as an integral part of managing support services related to the facility.

The organization’s goals for facility management in achieving end-user
satisfaction and best value should be shared by all stakeholders, not least
directly employed personnel and service providers.

Personnel fulfilling roles and responsibilities within the sphere of facility
management must have competence and skills that are matched to the
demands of the tasks in hand. This requirement applies irrespective of
whether services are insourced or outsourced.

Where the organization does not have personnel with the requisite
competence, it should acquire them through recruitment, training/
retraining or outsourcing.

Significant changes in the extent of outsourcing will have an impact on
the roles and responsibilities of those concerned, potentially requiring
changes to HRM policy and procedures.

Where applicable, the organization must make clear its position on the
transfer of personnel to another employer, as would happen when mov-
ing from an insourced arrangement to one that is outsourced. Legislation
exists in many countries to ensure that personnel are not treated unfairly.

Performance appraisals are needed across the length and breadth of the
organization - there should be no discontinuity between senior manag-
ers and operatives — and should be linked to the organization’s business
objectives.

Total Facility Management, Fourth Edition. Brian Atkin and Adrian Brooks.
© 2015 John Wiley & Sons, Ltd. Published 2015 by John Wiley & Sons, Ltd.
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® Remuneration and rewards for personnel should stem from perfor-
mance appraisal and the overall success of the organization — they should
not be detached from it.

® Developing the competence and skills of personnel can be achieved by
providing opportunities for them that are identified in performance
appraisals.

® There exists a wide range of solutions in terms of education, training and
continuing professional development/education (CPD/CPE). The onus
is on the organization to make the best use of these opportunities to
improve the competence and skills of its personnel - this applies to both
insourcing and outsourcing arrangements.

Introduction

Changes to the way in which services are provided will have an impact on the culture
of the organization and the nature of relationships with both internal and external
parties. This chapter highlights aspects of HRM that need to be addressed when
developing a strategy and operational plans to improve the value of support services
required by the organization. A key determinant of success for any organization is the
performance of its personnel. For this reason, performance appraisal has become the
norm; yet it is not always implemented such that remuneration and reward are linked
to the overall success of the organization. The needs of disabled people and others
with equalities-related needs have to be actively considered too if the organization’s
human resources are to be properly managed. Talent management and empowerment
have become part of the vocabulary, because they reflect an unquestionable concern
for the importance and value of people to the organization’s success. Developing the
competence and skills of personnel is covered in this and later chapters, where the
latter are closely linked with specific issues such as health, safety and security. Finally,
an area of particular concern for human resources managers and facility managers is
the transfer of personnel from the organization to external service providers under
an outsourcing arrangement. Legislation exists in many countries to safeguard the
interests of personnel to the extent that they are not treated unfairly as the result of
their employment being transferred to another organization.

Personnel management

Human resources planning

This chapter does not seek to provide a broad treatment of the subject of HRM,
as this can be found in many books. Instead, it deals with issues and questions
that arise from changes to the current organizational structure and its direction as
would occur if, for example, insourced services were now to be outsourced.
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The need for changes in the organization’s current HRM practices will depend
upon the extent to which services are to be outsourced or insourced, as well as the
policies, procedures and practices that are currently in place. Most organizations
would probably have already considered many of the issues highlighted in this
chapter. The sections that follow act primarily as a check against the main aspects
of HRM that have to be reviewed when change is being considered. Of particular
importance is the need to seek specialist advice on the current position in regard
to the transfer of personnel from the organization to external service providers,
which is outlined in a later section.

Any significant change in the number of services that are outsourced (or
insourced) will have an impact on the structure of the facility management
department (or other unit) and the organization, albeit to a lesser extent. In the
case where all services are outsourced, a core management team is required to
control and coordinate the activities of external service providers. In this instance,
the role of management changes from direct or hands-on management to the
management of the output of others; that is, the performance measurement of
deliverables. The main management tasks then become the definition and develop-
ment of policy and procedures and the management of the respective contracts. In
this connection, it is essential to ensure that there is a split between purchaser and
provider, regardless of whether or not services are outsourced, with the purchaser
acting as the informed client in order to monitor the performance of outsourced
or insourced service delivery. These policies and procedures, along with relevant
standards, are vital if the respective contracts are to meet the expectations of end-
users and are not to encourage malpractice or other irregularity.

The most appropriate management structure will be the one that ensures
economy and control for the organization over its facility. This means that
the organization will need to determine exactly the number of personnel and
the functions involved in managing the delivery of services, whether they
are outsourced or insourced. Clearly, the management of external service
providers is different from the supervision of directly employed personnel
and should not demand the same level of resources. It is acceptable that some
personnel will have to be retained even where the organization has opted for
total facility management by a single service provider (see Chapter 7), since
the informed client function must be maintained (see Chapter 1). Under these
circumstances, there is a need for someone to be able to manage the interface
between the organization and service provider. The duties involved here, in
addition to those associated with the procurement of services (see Chapter 8),
can be summarized as follows:

e Maintaining and enhancing the informed client function.

e Defining facility-related and space standard policies and monitoring space
utilization.

e Understanding and monitoring end-user requirements and keeping senior
managers informed of same.

e Planning projects involving new or additional works.

Managing the approvals process and payments to service providers.

e Measuring the performance of service providers.
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Employment obligations

Job markets around the world are subject to varying degrees of control. Increasingly,
governments and legislatures are applying more socially minded principles to the
matter of employment. The responsibility of organizations for their personnel has
come in for serious attention in efforts to safeguard the latter’s rights. The organi-
zation must establish how legislation affects its policies, procedures and actions to
ensure that it complies with the legislation.

Employment obligations, both legal and moral, need to be considered carefully
before outsourcing. In the case of directly employed personnel, there should be a
consultation period before services are outsourced. In the case of contract person-
nel, the organization should pass those details to the service providers tendering
for the contracts. The scope of actions extends to cover all subsequent situations
where the employment status of personnel is subject to change. It is essential,
therefore, for the organization to establish how legislation affects its policies,
procedures and actions to ensure that it is compliant.

The obligation to consult personnel is a duty to consult with their elected rep-
resentatives or with any recognized union. If there are no recognized unions and
no elected representatives, the organization has a duty to secure the election of
representatives. It is not only representatives of personnel subject to transfer who
must be consulted, but representatives of any personnel who might otherwise be
affected by the transfer. The duty to inform and consult is, therefore, broad and
the intention is to involve all stakeholders. The information that must be passed
to personnel includes details of the measures that the transferee - that is, the new
employer - intends to take in regard to employment.

This is a complex area of legislation and specialist advice should be sought.
Consideration should be given both to the management of the process as well as
to the inclusion, within tendering documentation, of necessary clauses in order
that the mechanism by which the relevant legislation operates can be put in place.
In cases where legislation does not apply, a redundancy situation might arise, and
different procedures will have to be observed (and, of course, selection for redun-
dancy must be fair too).

Common sense suggests that the best approach for dealing with the transfer of
personnel is to involve them fully in discussion about their future employment.
There are bound to be cynics amongst those facing potential transfer - many
will feel threatened - but the best way forward is to keep to a path that strives
for fairness. Failure to do so might not only risk a backlash; it might also incur
prosecution for those who have disregarded the correct procedures.

Access, inclusion and equality

The organization should provide information for disabled people and others who
might have equalities-related needs or concerns and who are using or visiting the facil-
ity. This should be available in advance of and upon arrival at the facility, to explain
the provisions for access, movement and emergency evacuation. Equalities-related
legislation covers issues around the subjects of age, disability, gender reassignment,
marriage and civil partnership, pregnancy and maternity, race, religion or belief, sex
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and sexual orientation. This is a fast-moving area of legislation, where regular updat-
ing on the part of the organization, as well as service providers, is necessary.

Talent management

Organizations whose facilities are amongst the best are likely to find that recruit-
ment and retention of talented personnel is easier than for those that undervalue
the importance of either. Attracting and retaining the best talent is, for most
organizations, vital to their long-term success. Competition for talent is best
fought when the quality of the workplace is unquestionable. The quality of the
internal environment and the efficiency of support services are normally highly
valued by personnel and can motivate them to higher levels of performance and
achievement (see Chapter 5).

Empowerment

In the context of facility management, empowerment can be seen as a way of
encouraging personnel to use initiative and make decisions to solve problems and
improve service delivery and performance. Endowing personnel with the skills,
resources, opportunity and authority with which to undertake their work will, it
is believed, motivate them to take responsibility and become accountable for the
outcomes of their actions. In turn, it is expected to raise competence and increase
job satisfaction. It is far more than delegation, because it is not simply telling a subor-
dinate to do something, but providing resources and other means to make decisions.

There are, however, positive and negative effects of promoting empowerment.
Motivating people to face greater challenges than they would normally face and
equipping them with the resources they need to accomplish them might work with
most people. Empowerment is strongly associated with self-confidence. Increased
confidence leads to greater ability to persist in the face of challenges. The overall
effect of empowerment, if successfully instilled, is improved levels of end-user ser-
vice, job satisfaction and commitment to the organization as well as to the team.

The flip side is that, if taken too far, empowerment can result in overconfidence
and loss of sight of the organization’s objectives. There is the possible additional
risk of the individual failing to accept responsibility, or be accountable, for his or
her actions. It is essential that personnel empowered to take on new challenges
understand the responsibility and accountability that goes with them. In the worst
cases, where too many individuals are empowered at once, power struggles can
surface, affecting the achievement of the organization’s objectives. Empowerment
needs to be discussed openly so that everyone can understand what it means to
the individual, the team and the organization. Chapter 5 discusses empowerment
in the context of workplace productivity.

Job competences and skills

As changes occur in the mode of managing a facility, it is likely that the functions
to be performed by personnel will also change. This will mean that job descrip-
tions have to be revised for those with responsibility for managing services. The
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content of these revised job descriptions will dictate the selection of appropri-
ate personnel for positions. When assigning individuals to positions that require
interaction with service providers, including in-house teams, an understanding of
operations and performance issues will be required, as well as strong interpersonal
skills and knowledge of contracts. In any event, all job descriptions should outline
the means for evaluating the performance of the individual. It is important that job
descriptions are accompanied by role-evaluation procedures so that the individual
and his or her manager are aware from the outset what is expected.

The issues highlighted in this book introduce novel ways of operating in a number
of areas. These might require facility managers to develop existing skills further or
to learn new skills in order to implement changes effectively. In particular, intro-
ducing new information management procedures and systems — many of which
are heavily ICT dependent - will require additional training. Difficulties can arise
because of the need for personnel to adjust to new working practices. Through
sensitive handling, the organization should be able to overcome problems that
might arise by using briefings, seminars and training.

Facility managers also need to be aware of the prevailing market for services
and what is required to manage service providers effectively. In dealing directly
with service providers, facility managers require different skills to those in a
typical line management position. This should be recognized so that training and
personal development needs can be identified. In fact, the entire organization
should be subject to continuing professional development/education (CPD/CPE)
as an example of its commitment to lifelong learning and a drive for continual
improvement - see the later section in this chapter.

Performance appraisal

Management at all levels should be subject to performance appraisal, including
managers employed by service providers. The assessment of the performance of
service providers in particular is discussed in Chapter 11. The facility manager
should be set performance objectives that reflect the management relationship
with service providers, along with the actions taken to monitor performance and
deal with any shortcomings. This could, for example, take the form of targets for
tasks planned and completed over a given period, the percentage of response
times met and the number of tasks needing to be reworked. Where performance
depends on the efforts of a group of people, performance at group level should also
be addressed, either through individual appraisals or in group sessions.

There are many ways in which the performance of individuals can be meas-
ured and used to create incentives and to reward excellent performance. Personnel
should have a vested interest in the performance of the organization. With that in
mind, personal appraisals should be undertaken annually and based upon core
competences and key performance indicators (KPIs), which are aligned with the
organization’s business objectives. The results of the appraisals have a material
bearing on the promotion of individuals and the apportionment of performance
bonus payments. These KPIs are in addition to core competences measured as
part of a standardized appraisal process. KPIs for senior managers should be cus-
tomized to suit their specific role and responsibilities.
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Generic KPIs can be introduced for other grades of professional and manage-
rial personnel, where they are based on business measures linked to the facility
being managed and, thus, to end-user satisfaction. The following example KPIs for
professional grade personnel could be applied, where each attracts equal weight:

e End-user satisfaction — ISO compliance rating, satisfaction rating and reten-
tion/increase in business.

® Professional management — ethical behaviour, compliance, upkeep/satisfaction
of facility manager’s diary and facility inspection report.

o Company performance — debtor control rating, audited accounts and participa-
tion in business development.

e Interpersonal skills - formal/informal communications, turnover of personnel,
motivation and goals for self-improvement.

Generic KPIs for personnel in support roles can be based on five fundamental
performance areas, where each attracts equal weight:

e Core skills - ICT skills, planning and foresight, organization and team
participation.

e Knowledge management - expertise, consistency, maintenance and time
management.

e Communication - interpersonal skills and relationships.

o Technical documentation — production expertise, adherence to standards and
use of multimedia.

e Standards and codes of practice — ISO and other compliance.

Personal development

Investing in people is a familiar theme and a necessity if the facility is to be man-
aged safely, efficiently and cost-effectively. Education, training and continuing
professional development/education (CPD/CPE) are mentioned in several places
in this book, as indeed they should be. In many countries, facility management
is firmly established with university degrees at undergraduate and graduate level.
Many institutions also offer executive development and similar professional
training, and these are joined by innumerable providers of operational training.
Opportunities exist for non-cognate degree holders and others with more voca-
tional skills to reskill and retrain as facility managers. Given that core competence
in facility management touches many fields - from financial management through
health, safety and security to ICT - then it is probably not surprising that there are
myriad ways in which individuals can develop themselves. For the organization, it
is important to have a clear strategy and formulated policies to support personnel
in advancing in their careers. None of this comes without cost and so organizations
should be aware of the need to fund education, training and CPD/CPE. Human
resources managers, together with facility managers, should identify shortcom-
ings in competence levels and skills gaps, and seek the most cost and time-effective
way of overcoming them. If personnel are to acquire and enhance the competence
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and skills required to succeed within the organization, budgets have to be set at
realistic levels. CPD/CPE is a mandatory requirement of virtually all professional
institutions and many trade associations. Retention of individual membership is
nowadays conditional upon demonstrating commitment to a minimum number
of hours of qualifying activities during a calendar year. Achieving this minimum is
not difficult and, in many respects, the range of qualifying activities is rather broad.

Conclusions

HRM is a sensitive area for organizations. Increasing legislation has added to the
burden on the organization to have clear policies and procedures in place, no
more so perhaps than in the case where the transfer of employment of person-
nel is envisaged. These policies and procedures have to be complete and must
apply regardless of whether or not a service is outsourced or insourced. The
organization has to adopt a management structure that is appropriate to the type
of service delivery and understand its obligations as an employer. Job descrip-
tions, competences and skills requirements must be made explicit and procedures
put in place to appraise and reward performance against measurable outputs or
outcomes. Where shortcomings in competence levels or skills gaps are identified,
action should be taken to overcome them. There is an obvious overlap between
HRM in general and the management of personnel in the facility management
sphere. Managing and developing talent can improve the chances of successfully
delivering services in support of the organization’s core business. The organization
should accept that competition for talent is best fought when the quality of the
workplace is unquestionable. Attracting and retaining the best talent demands a
superior facility and the services to match. It also amounts to more than recruiting
personnel to fulfil narrowly defined roles; it requires empowerment of individuals
who know they will not be punished for using their initiative and who, instead,
will be seen as safeguarding the organization’s interests.

Checklist

This checklist is intended to assist with review and action planning.

Yes No Action
required
1. Is the organization’s structure suited
to efficient and cost-effective facility
management? O O O

2. Have job functions and job
descriptions been described for
managerial personnel? O O O
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10.

11.

Where insourcing is involved, have
job functions and job descriptions
been described for the in-house
team?

Do current arrangements properly
recognize employment obligations,
as well as the relevant legislation?

Is any transfer of personnel to
another organization contemplated?

Is the organization aware of the
needs of personnel at all levels in
regard to disability and equalities,
including those of visitors?

Is empowerment of personnel
actively encouraged?

Are personnel involved in defining
job functions, job descriptions and
service requirements?

Is a well-developed method of
performance appraisal in place
covering all personnel?

Is performance appraisal linked to
the organization’ strategic business
objectives and overall success?

Are personnel provided with the
means to develop their competence
and skills and are they rewarded
when they succeed?

Yes

No

Action
required




5 Workplace Productivity

Key issues

The following issues are covered in this chapter.

Productivity in the workplace is a focus of attention for most organi-
zations. If productivity is to be maintained or enhanced, the balance
between the demands of work and the well-being of the individual is
paramount.

Realizing that people engage in different activities, and how they do so,
then matching the space and facility to the activity is a critical element
of an integrated workplace strategy.

People are generally flexible in most societies and can, within reason,
accommodate change. There will, however, be limits to how much flexi-
bility and change can be tolerated. Obsessive organizations will, by defi-
nition, find that attempts to raise productivity can push it in the opposite
direction. Ground that might have been gained over months or years
can be easily lost.

There are essentially two ways in which the work environment can
impact on productivity — enabling it or hindering it. Identifying factors
and characteristics that are favourable or detrimental to productivity is
essential if progress is to be made.

Internal environmental factors affect productivity and include air
quality, noise control, thermal comfort, privacy, lighting and spatial
comfort. Not all of them are entirely negative in their impact.

Environmental characteristics that influence work at the individual level
include architectural properties — size of office, number of walls, ergo-
nomic factors, heating and light.

Total Facility Management, Fourth Edition. Brian Atkin and Adrian Brooks.
© 2015 John Wiley & Sons, Ltd. Published 2015 by John Wiley & Sons, Ltd.
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® The issue of control is one that is continually referred to in a variety of con-
texts. The use of individual environmental control systems can increase
productivity, whilst reducing the likelihood of stress-related illness.

® A key factor in realizing productivity is from the increasing use of ICT;
however, the organization must be structured to take advantage of the
technology and to optimize the contribution of those who use it by
providing the necessary education and training.

® Sick building syndrome (SBS) is an ever-present concern, especially where
there is any risk of the internal environment not being properly controlled.
The incidence of SBS can be exacerbated in the high-tech workplace.

Introduction

Understanding the factors that impact upon productivity in the workplace and
acting upon them should be a matter of concern for all facility managers. Workplace
productivity is a broadly applicable concept, but is most often taken in the context
of the office environment. Here, knowledge workers and support personnel are
arguably the most critical of all resources to the success of the organization. There
is substantial literature on the subject and a range of issues so diverse that it is hard
to summarize succinctly. Nonetheless, many themes and issues recur, not least the
difficulty of measuring the actual impact of various factors on the productivity of
personnel. Evidence exists of factors that are acknowledged as contributing posi-
tively to productivity, though arguably fewer than exist in relation to detrimental
or negative impacts. Design-related issues feature strongly in this chapter and some
insights are provided as to the kinds of working environment that could bring
about useful contributions towards raising productivity. Findings from studies in
a variety of specialist fields concerning workplace efficiency tend to be stronger on
assumptions about how work should be structured and what future trends suggest
than on practical advice as to how these might be addressed. A commonly propa-
gated view, as to the impact of a combination of measures and improvements in
areas affecting productivity, is that a substantial gain might be possible, perhaps as
much as 50%. The basis of this view is examined. Understanding how productivity
is affected by various actions is covered under four headings: the nature of work,
the organization, communication and working environment.

Measuring productivity

There is a body of literature on factors affecting productivity in the workplace,
with a particular bias towards those factors that impact on decisions regarding
the use of space - for a broad treatment of the subject see, for example, Clements-
Croome (2000). Most of the factors affecting productivity are consistently identi-
fied in literature covering specific and general workplace issues, even where there
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is sometimes an admission that the particular claim is unsupported by empirical
evidence. In some cases it is not possible to amass such evidence, due to difficul-
ties in measurement. In fact, one overriding consideration is the agreement that
productivity in the office environment - as opposed to the factory - is extremely
difficult to measure. This should not, however, be allowed to be an obstacle to
attempts to identify factors affecting productivity because of another issue that
is subject to widespread agreement: the possible gains from a combination of
improvements in all suggested areas affecting productivity could be substantial,
perhaps to the extent of 50%.

Particular difficulties in isolating and measuring the relationship between
productivity and the physical setting do not imply that the latter is minor. It is
generally agreed that a plan to increase the productivity and effectiveness of
office-based work should employ the design, management and quality of the work
environment to maximum advantage (Aronoff & Kaplan, 1995). The environment
is, however, only one aspect. Personnel experience the office as a whole, including
the physical, psychological and management setting, with each aspect affecting
the others. For this reason, much of the remainder of this chapter is split into
sections covering productivity factors relating to:

the nature of work;

the organization;
communication; and

the working environment.

Most emphasis is given to the working environment, where the issues raised in the
previous sections can be seen to impact. This is achieved by reviewing findings
in a variety of specialist fields impacting on workplace efficiency and considering
the implications for facility management. Unfortunately, the literature tends to be
stronger on assumptions about how work is structured nowadays and, therefore,
how it can be extrapolated than on practical advice as to how the underlying issues
might be addressed.

The nature of work

In today’s business environment, personnel are not simply under pressure to work
smarter, not harder but to do both. Slack time is pushed out as the means for work
intensification are sought, not always with a view to quality rather than quantity
where the latter is still easier to measure (Thompson & Warhurst, 1998).

There is general agreement that the nature of work has undergone a transforma-
tion in the past few decades. Major changes include a shift from a concentration
on manpower-intensive manufacturing to a higher proportion of service industry.
A majority of personnel are now employed in offices. In some countries, as much
as 80% of all personnel are thought to be so-called white-collar workers. This
shift immediately highlights a disquieting point: manufacturing industries have
been able both to achieve and to measure substantial productivity improvements,
whereas performance levels in office work, as far as it is possible to measure them,
have lagged significantly in spite of substantial investment in ICT. Given the high
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percentage of white-collar workers, this picture reveals a disturbing state of affairs
and indicates a pressing need to achieve greater productivity. This also explains
the growing interest in organizational effectiveness, which becomes of national
economic interest when it is shown that the country concerned lags in interna-
tional competitiveness.

The work that is concentrated in the office sector has also changed. It is
generally agreed that the workplace of today is likely to be a high-demand
environment, subject to fast and continual change, increasing demands and
fewer resources. With moves towards de-layering, downsizing and restruc-
turing, and an atmosphere of near-continuous change prompted by shifts in
consumer demands and increasing personnel and space costs, jobs have tended
to become less individual and isolated and more multi-activity and integrated.
It has become clear that an increasing number of people will also be expected
to pursue multiple careers. Advances in ICT have facilitated such changes and
many routine tasks have been taken over by computer-based systems. These
moves have been paralleled by advanced manufacturing technologies in the
factory environment, increasing the psychological or cognitive demands
of modern work. There is a move away from non-interactive routine work
towards both more collaborative and highly autonomous styles of working.
Much routine work is becoming automated or has been exported to lower-
cost economies — a case of offshoring as opposed to simple outsourcing. The
large number of call centres and other technical functions moved to low-wage
countries is evidence of this trend.

In some cases, greater job diversity has been achieved. In other cases, simply
greater workload and responsibility taken on by a diminishing number of person-
nel are resulting in longer hours and/or more intensive work. The technology that
has enabled such advances has also supported changes in monitoring some aspects
of performance, thus increasing the pressure to perform, which in turn adds to
stress (see Chapter 6).

It is often argued and generally assumed that the majority of work now done
in offices is knowledge work and, consequently, it is the productivity of the
knowledge worker that must be maximized. Creative knowledge work demands
a combination of highly concentrated individual work alongside interactive
teamwork. Knowledge workers tend to pursue their own interests and see their
own value. If their needs can be accommodated within the workplace, they can
boost productivity within a more collegial form of management, which involves
the sharing of information, delegation and the encouragement of upward and
horizontal communication. Coordination is now based on collaboration between
technical and professional groups, which retain authority over their own work.
This is part of the flattening of hierarchical structures and also of the move
towards teamworking focused on problem-solving and continual improvement,
in a culture of trust and empowerment.

The morale of individuals is of obvious importance to productivity. This has
previously been linked to issues such as security, routine and stability in job tasks.
While this remains true to a large extent, future demands by personnel in regard to
their work are more likely to focus on independence and creativity (see Chapter 4
on Empowerment). Added to this is the increasing flexibility of working patterns
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and practices that many organizations are now offering their personnel. The
following are options open to some personnel, often in combination:

e Homeworking or telecommuting — use of ICT and, in particular, virtual private
networks.

e Flexible working hours — can support a better work-life balance, especially for
those with atypical family arrangements.

e Out-of-office working — use of satellite centres and the concept of the virtual
office (see Chapter 2).

The options have been enabled by technological innovation, which involves not
just a change in the way a job is done, but also a social transformation in the nature
and/or location of the workplace. This flexibility is seen as being mutually benefi-
cial to individuals and their organizations. This is particularly true of a workforce
where female personnel are able to balance work commitments with those of their
family. Flexibility in working hours and homeworking means that it is possible to
take children to school and later pick them up as part of a normal, daily routine.
This has generated significant goodwill and loyalty and, consequently, improved
productivity in those organizations where a significant proportion of personnel
are female.

There is considerable evidence in various areas of the positive impact of control
on the job satisfaction and general well-being of the individual. Conversely, lack of
control is detrimental. Given the links seen between satisfaction, well-being and
productivity, discussed below, it can be seen that this type of flexibility is benefi-
cial all round. Moreover, there is evidence to suggest that working away from the
office leads to higher levels of productivity, subject to the nature of the work, the
individual and the alternative environment. It is also most beneficial if conceived
as part of an integrated workplace strategy.

There is assumed to be a link between personal satisfaction with one’s workplace
and the effectiveness of the individual and the organization. The validity of the
satisfaction/productivity model is backed up by research findings, which suggest a
relationship between the satisfaction of personnel and the factors of absenteeism
and turnover, although the relationship to productivity, while consistent, is not
as strong as might be expected. A third variable, rewards, seems to determine the
relationship. Strong performance might lead to rewards, which in turn can lead
to satisfaction; however, this way of looking at it would then say that rather than
causing performance, satisfaction is caused by it.

There are two types of reward: extrinsic (e.g. pay, promotion, status and
security) and intrinsic (e.g. personal satisfaction). For this reason, it is more
important for the organization to look at the match between satisfaction and
performance rather than addressing satisfaction in itself. The match seems to
depend on the perceived equitable distribution of rewards. This might have an
impact on issues of space quality and allocation. Reward is not usually linked to
professional achievement, but to managerial hierarchies, on the basis of which
enclosed, high-quality spaces are allocated as visible status symbols, as opposed
to being allocated according to quality of performance as a means for rewarding
productive personnel.
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There is a need to focus on the environment in relation to the ease of task
performance, rather than in relation to a given job. Ease in accomplishing work
affects productivity directly, but also appears to affect motivation and, therefore,
performance through its influence on intrinsic rewards. Moreover, task perfor-
mance and work satisfaction are optimized when job demands are high enough for
the work to be challenging and interesting, but not so high as to be overwhelming
(Aronoff & Kaplan, 1995). Although factors related to job satisfaction might not
be the same as those related to job performance, both impact on productivity and
are, therefore, of consequence for the organization.

In exchange for the removal of restrictions, personnel are now required
to demonstrate their added value and to do whatever is necessary to achieve
the organization’s goals. We can now look at the impact of the organization on
productivity and how this has changed in recent years, as part of changes in the
nature and pattern of work.

The organization

The virtual organization is now a reality, but hardly not commonplace. Many
changes have been taking place that make the forward-looking organization of
the present highly differentiated from the traditional organization. European
organizations in particular have experienced a wave of domestic and cross-border
mergers, acquisitions and strategic alliances, as well as restructuring from privati-
zation or in response to increasing market competition. Reorganization has an
immediate productivity impact in terms of time involved in recruiting or reassign-
ing personnel, moving personnel and/or furniture, re-establishing and resuming
work. The traditional hierarchical pyramid has been squashed to accommodate
more horizontal communication and empowerment. The move to flatter and
leaner organizational structures has increased the workload and demands on the
individual. An atmosphere of uncertainty and a need for continual adaptation to
new working practices and managerial styles and work cultures, combined with
concerns over job security in the move towards fixed-term contracts, have led to
increasing degrees of job-related stress. Chapter 6 discusses factors giving rise to
stress amongst personnel.

At the beginning of this chapter, we commented on the difficulty of measur-
ing performance in the office environment. The continuing emphasis placed on
closely monitoring the performance of personnel, linked to reward and advance-
ment, rests uncomfortably alongside empowerment and participative manage-
ment, especially if personnel are not consulted on targets or the selection of
performance criteria.

Focus on personnel as a resource, particularly the soft approach, sees the
potential that can be realized through training and personal development and by
cultivating the commitment of personnel to the organization. This last emphasis
will require the physical work environment to be more supportive of the human
resources strategy adopted by the organization. This is particularly evident in
the case of flexibility, where the facility must be able to support the demands of
individual and organizational flexibility in order to respond to changes in the
marketplace.
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Communication

The drive to achieve more efficient realization of office assets and to promote
productivity becomes more feasible with ICT and, in particular, networking. The
impact of advances in ICT should be self-evident. The effect on productivity is,
however, less 5o, at least in the office environment. Whereas technology has brought
about remarkable increases in productivity in manufacturing, it has had compar-
atively little impact in the office sector and has not provided immediate payback
on the high costs of its implementation. Unlike manufacturing, where automation
rapidly increases production, technology in the office is likely to increase produc-
tivity only to the extent to which users integrate it into their way of working. A key
factor in realizing productivity gains is that the organization must be structured to
take advantage of the technology and to optimize the contribution of those who use
it. The greatest productivity gains are only likely to be achieved when ICT has been
used to reform workflows so that inefficiency and waste are driven out.

ICT has been responsible for some important changes, such as removing the
functional and spatial division between headquarters, back office and front offices
(customer-facing), leading to greater flexibility in work patterns. Adjacency plan-
ning has become less constrained by the demands of physical workflow, with
emphasis now given to clustering work activities that require similar background
environments, services and equipment. Value can be added to office use by
improving productivity through the more effective application of ICT and greater
flexibility in its use. For example, the organization can choose to manage work in
a variety of settings, on multiple sites and even across time zones - the location of
call centres abroad is but one example.

With up to 80% of office personnel reckoned to be knowledge workers, perhaps
spending a significant proportion of their time on communication activities, they
need periods of quiet concentration to allow for creative or complex thought. The
group element enhances individual capabilities and it is therefore critical for their
success that they are able to communicate and collaborate as necessary. Moreover,
people can learn from each other in informal situations, by working alongside those
with whom they do not normally share space. Many organizations now plan adjacen-
cies to take advantage of unanticipated opportunities created by social interaction.

The work environment

There are essentially two ways in which the office environment can impact on
productivity, either by enabling it or by hindering it. The ways in which the envi-
ronment adversely affects the satisfaction and performance of personnel are fairly
well known and empirically established. Less is known of, or certain about, the
ways in which the environment can positively impact on productivity, other than
in removing the factors that adversely affect it.

The many issues known or believed to affect production include, but are not
restricted to the following:

e Prevention of accidents and diseases, resulting in reduced costs.
e Reduction of sick leave and lower personnel turnover.
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e Improvement of communication - consent on the topic of working
conditions.

e Commitment of personnel and improvement of industrial relations.

e Enhancement of quality in the internal environment as well as in the job
itself.

e Improvement of productivity and efficiency.

e Better position in the job market — more attractive work.

Seven aspects of the work environment have been identified from the perspec-
tive of users:

indoor air quality;
noise control;
thermal comfort;
privacy;

lighting comfort;
spatial comfort; and
noise control.

Ny e R

In the above context, the physical environment for office work is believed to
account for a variation of some 5-15% in the productivity of personnel (Rostron,
1997). These aspects or factors are now discussed. In this connection, it is impor-
tant to bear in mind the complexity of the factors and the difficulty of uncovering
the root cause of most problems affecting personnel. In a book of this kind, we can
only hope to provide a summary.

The internal environment

Indoor air quality is one of the major areas of dissatisfaction amongst personnel.
It is an umbrella term for a variety of factors that include ventilation, pollutants,
moisture, noise and vibration.

Air quality

Stale air is a common complaint and arises from inefficient ventilation. Natural
means of ventilation can often alleviate problems caused by alow rate of mechanical
(i.e. forced) air changes; however, the subject is complex and cannot be discussed
comprehensively here. Indoor pollution sources that release gases or particles into
the air are a significant cause of indoor air quality problems. Inadequate ventila-
tion can increase indoor pollutant levels by not bringing in enough outdoor air to
dilute emissions from indoor sources and by not carrying indoor air pollutants
to the outside. High temperature and moisture can also increase concentrations
of some pollutants. In fact, moisture is a widespread problem often linked with
mould growth, resulting from spores that drift through indoor and outdoor air
continually. When mould spores land on a damp spot indoors, they might begin
to grow and digest whatever they are growing on. The way to control the growth
of indoor mould is to control moisture.
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Noise and vibration

When they occur at high levels, noise and vibration can be both physiologically
and psychologically harmful. They can obstruct communication and mentally
disturb the individual, resulting in impairment of job performance and/or acci-
dents. When noise distraction is a problem, people rate it as a serious hindrance to
productivity, although they do not claim the absence of noise to be an important
benefit. Even so, some level of background noise is, in fact, thought to be beneficial
to concentration. Noise at inappropriate levels increases mistakes and slows work
rates. People also tend to use more simplistic problem-solving methods. Thus,
as noise distraction becomes more troublesome, people not only work less effec-
tively but they think differently, leading to a quality cost as well as a productivity
cost. Noise causes breaks in concentration, making it harder to address tasks that
require sustained concentration and reducing the ability to make creative leaps. It
also interferes with the ability to differentiate relevant issues from those that are
unimportant.

Lighting

The biological effect of light is significant not only on visual task performance, but
also in controlling the physiological and psychological functioning of the human
body. As with many other factors, the ultimate effect of light and lighting on
human well-being is determined in part by individual perception and satisfaction.

Heating

Thermal comfort tends to receive the highest number of complaints in most end-
user surveys. Overly cool conditions make people restless, impairing concentration
and increasing error rates, particularly for demanding mental tasks. Being too warm
can cause weariness, sleepiness, a reduction in performance and a tendency to make
mistakes. Fluctuations in temperature can be even more troublesome.

Sick building syndrome

Factors related to sick building syndrome (SBS) are exacerbated in the high-tech
workplace. Offices with more than two symptoms per person of SBS are likely
to show general productivity losses. The reported effects of SBS might combine
with other job-related factors to produce an overall sense of dissatisfaction. This
means that the concentration of research and business efforts and expense on
maintenance and cleaning might be misplaced in the search for improved pro-
ductivity. Moreover, psychosocial problems might actually lead to susceptibility to
symptoms through increased stress in working environments.

Minimizing the constraints placed on personnel at their workstations will
increase social and economic productivity. The more choice people have, the
happier and more productive they are likely to become. The reason why many
people underperform is because their behaviour and degrees of freedom are
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systematically reduced by decisions over which they themselves have no control -
decisions usually taken higher up the organization.

Environmental characteristics that influence work on the individual level
include architectural properties — for example, size of office, number of walls,
ergonomic factors, heating and light — and architectural attributes; that is, people’s
perceptions of architectural properties. The very design of workplaces might be
creating ill health. In fact, health and stress problems are greater in high-demand,
low-control environments than in high-demand, high-control environments.

The issue of control is one that is continually referred to in a variety of contexts.
It surfaces in connection with the work itself and within the organization, and is
a major factor concerning productivity in the context of the working environ-
ment. Control of one’s working environment includes temperature, lighting and
ventilation, as well as choice and configuration of furniture. The use of individual
environmental control systems can increase productivity by around 7%. However,
the modern office often acts against this, with top-down (or external) control over
functions such as heating and ventilation.

Design issues

An investigation into the influence of the working environment on self-reported
productivity found that most respondents considered that the office had a
direct influence on their well-being and productivity. They felt that productiv-
ity in particular would rise by 10% if environmental conditions were improved.
Generally, an improved fit between the physical setting and the work process,
both at the individual and the organizational level, should improve performance
directly; but should also indirectly contribute to future successful job performance
by enhancing the intrinsic rewards of the job - performance leads to satisfaction
leads to performance.

Aesthetic choices in office design affect human behaviour and job performance,
influencing individuals’ perceptions of the work environment, how quickly they
tire and how tolerant they are of physical stressors. Considerations regarding
interior design must therefore take into account the idiosyncrasies of the human
visual system. Extremes of contrast are, in particular, visually fatiguing. However,
people with certain kinds of visual impairment might benefit from contrasting
colour schemes that pick out important objects. For example, white light switches
on a white background might not be easily found even if they are located where
they are expected to be.

The design of the workspace must address not only an individual’s lower-order
needs, such as safety, security and physical comfort, but also higher-order needs
such as self-esteem. Once environmental needs are satisfied, the individual becomes
dominated by the unsatisfied needs and environmental conditions cease to be
important to the individual’s current concerns. Instead, issues such as amenity,
view, décor, space provision and furniture standard come to the fore in the context
of status and self-fulfilment.

Whether a better workplace improves individual performance or more
productive individuals gravitate to organizations with better work environments
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is not entirely clear. Yet, there are measurable productivity benefits to be gained by
improving the physical working environment. Problems might, however, arise as
much from the perception of space, such as open-plan layouts, as from the reality,
including its perceived inferiority to enclosed spaces occupied by senior manag-
ers. Consequently, interventions that alter such perceptions might be a productive
approach.

Whilst open-plan settings are intended to offer greater flexibility, it is often
the case that this flexibility is not utilized, as the upheaval involved is itself
considered counterproductive. Minimizing the disruption to productivity caused
by constant reshuffles can be achieved through such planning measures as the
universal footprint or the fixed service spine. The former limits the number of
different office sizes to facilitate movement of personnel; the latter mixes rigid-
ity and flexibility, enabling quick reconfigurations to facilitate different types of
activity with minimum disruption. Within the universal footprint, as in other
schemes, furniture might also be standardized but with individuals able to choose
a personalized combination from a standard range of components. This results
in a degree of equity, which is essential to an individual’s satisfaction, as well as
direct productivity benefits in matching the tools to the task and the individual.
Preference for private spaces even for routine tasks and the level of satisfaction
achieved by this might be more important to productivity than the benefits of
social contact provided in less private spaces. A moderately stimulating setting
benefits monotonous or dull tasks, while a non-stimulating setting benefits more
complex ones.

Realizing that people engage in different activities, and how they do so, and
matching the space and facility to the activity, is a critical element of the new work-
place. There are reports of improvements in productivity following reorganization
that took place with end-user involvement. The organization can maximize the
productivity of its personnel through such a choice of settings that allows individu-
als and teams to select the one most suited to their task-related needs at any given
time. Allocated workspace cannot be optimal for all activities, all of the time.

Unconventional working arrangements

One approach to revising space utilization is to abandon designated spaces or
workstations in favour of shared arrangements, within schemes such as hot-
desking and hotelling. This is not always the best way to increase the productive
use of office space, in spite of the obvious cost savings. More can be achieved
by zoning space, so that, for example, special touchdown places, accessible to
everyone, are set aside for concentrated, group or specialist work. This can offset
some of the problems associated with open-plan offices. In order to maximize
the productivity benefits of the non-territorial office, the initiative has to be
business-driven rather than cost-driven. The former will involve a fundamental
rethinking of organizational structure, performance measurement and business
processes.

The productivity increases offered by telecommuting and other non-traditional
work arrangements can only be maximized if the right sort of space is provided
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in the office for the times when personnel are working there. If the office cannot
offer appropriate support, then productivity gains might be negated. Appropriate
support might involve turning the traditional concept of the office inside out. The
primary function of the central office space might become support for commu-
nication and interaction. Areas for individual, concentrated work would become
the support space for the more team-oriented interactive spaces. A system of
loosely coupled settings linked physically by the movement of personnel and the
electronic exchange of information could maximize productivity in the organiza-
tion. The need for an integrated workplace strategy to accommodate and support
new modes of work is essential.

One large office might appear an efficient option in terms of running costs, but
there is evidence that decentralization and the fragmentation of the organization
into several smaller centres is beneficial to job satisfaction and organizational
well-being. Hindrances to communication include screening, too little space
provided at individual workstations so that impromptu group interactions
cannot take place there, and little or no other provision for meetings. Designs that
actively support teamwork, collaboration and chance interaction might be highly
beneficial to productivity within an organization that values such practices.

The above ideas have come together in the total workplace concept, guided by
three principles:

1. Breaking down barriers to encourage functional diversity and mixing people
who would not normally mix, increasing stimulating and beneficial exposure
to differences and diversity.

2. Access to the physical resources necessary for effective work, with environ-
mental equity.

3. Varying the optimal setting for accomplishing work according to variations in
an individual’s work over time.

The concept also encourages spatial mobility between office locations and
increases the potential for chance interactions. Design features that can contribute
to this scheme include suitably located activity magnet areas, such as places for
breaks designed to create the right kind of behavioural force fields, shared ser-
vices and information centres to place the individual’s contribution in the wider
organizational context and promote contributions to organizational thinking and
development.

The concept of the total workplace takes a dual approach to effecting produc-
tivity: it accommodates the individual to the greatest extent in some respects,
while encouraging mobility and interaction through not making every facility
as accessible as possible. Other steps could include dedicated project team
rooms, saving time spent on assembling and disassembling materials and ameni-
ties before and after each meeting. A combination of such spaces with private
workstations to accommodate concentrated individual work, plus the clustering
of services, might also bring about higher performance from these potentially
productive groups.

For insights into a number of innovative strategies for the future of organiza-
tions in regard to the workplace, see Alexander et al. (2005).
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Case study - global consulting and technology business

A global business was faced with the dilemma of increasing demand for space in a
major regional centre whilst, at the same time, experiencing a challenging economic
environment with reducing business margins. This case study outlines the actions
taken by the senior executives to balance these competing issues in order to achieve
a successful outcome.

Globaltech employs more than 200 000 people across the world’s major economies.
Its annual revenue exceeds £10 billion (roughly $16 billion) and it occupies in
excess of 8 million square feet (almost 750 000 square metres) of space. Over the
past ten years, its revenue has grown and so has its global real estate footprint.
Globaltech estimated that within a year its current space provision would be fully
utilized despite the adoption of some flexible working arrangements — hot-desking
was already in place. It had previously tracked its space efficiency by collecting
census data on a weekly basis and adjusting it to eliminate seasonal variations.
Experience suggested that when occupancy exceeded 85% for any reasonable
length of time, it led to levels of discomfort, through increasing noise levels,
excess heat and the non-availability of amenities. The business needed to make
some fundamental changes to the way in which it occupied its space. Consistent
with other major businesses, the revenue-generating functions operated
alongside support functions such as finance, legal, human resources, marketing,
secretarial and facility management. These support functions were occupiers of
substantial space, primarily office-based, and with a majority operating from the
same location.

Globaltech had already invested in flexible working initiatives, providing large
areas of open-plan space available on a first come, first served basis. This proved
effective for the consulting parts of the business that generally spent large periods
of the working week at client locations. These areas were also highly serviced, with
customer service representatives providing on-floor support and acting as the first
line of fault reporting and resolution. Demand for space continued to increase
with this flexible working approach, but there was clearly a limit to the availability
of space. A further refinement of the rules of space occupation was required.

The allocation of cellular office space had to be reviewed and, ultimately, reduced
both in terms of demand and by sacrificing some of this cellular space for more
open-plan areas. Globaltech found that increasing the intensity of use across large
open-plan areas also required a modification of behaviour. Noise levels naturally
increased in these situations and minor irritations such as leaving a mobile phone
unattended soon became major issues. Open-plan areas also acted as conduits for
food smells. Hot food with strong odours could no longer be eaten at the desk but
in café or breakout areas. Consideration for other occupants became paramount.
Storage was also a growing issue, where the ratio of personnel to desks was at least
4:1. Drawers and large cabinets gave way to small lockers for all but senior managers.

One of the most significant changes related to the reduction of dedicated
offices. Senior managers, who were welcomed into the leadership of this former
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partnership, were previously awarded an office as a symbol of their promotion.
The increasing demand for space meant that these trappings of success could
no longer be provided as an automatic right. A strategy had to be developed
and agreement reached with the leadership to manage this change. Certain
roles required the privacy afforded by cellular offices, whilst at the same time
business leaders needed to be seated in close proximity to their teams. The ini-
tial step defined areas of the building dedicated to business units or functions
known as neighbourhoods. These allowed personnel who worked together to
be seated near one another, with a group of cellular offices dedicated to that
neighbourhood. The number of offices and the size of the neighbourhood were
in direct proportion to the size of the unit or function and the number of senior
managers aligned with it. This initial step proved effective, with personnel feel-
ing a sense of belonging from being seated near to their colleagues, with any
conflicts in the use of offices escalated to the head of unit. While demand was
flat, this strategy proved effective; but what this strategy provided was a level
of inflexibility by dedicating the availability of space to each unit. In addition,
external recessionary pressures meant that the footprint had to be reduced
further.

In an attempt to increase the level of flexibility, the smaller neighbourhoods
were disbanded in favour of larger sector-groups. The number of cellular offices
was reduced, giving more space to open-plan areas with the criteria for allo-
cating offices becoming more stringent. The informal office allocation agreed
amongst the hierarchy of each neighbourhood would no longer be workable.
The senior managers agreed the levels at which an office was a right and where
they could be used only if available. During this period consultation took place
with a broad cross-section of personnel to understand issues in managing
space in this new way. One area of difficulty was the reluctance of personnel
to use areas that had been personalized. This was considered to be an invasion
of an individual’s private space. It was felt more acutely in the case of cellular
space, but even open-plan desks that had photos and memorabilia attached to
screens often stopped personnel from sitting at desks that were unfamiliar. To
achieve further flexibility, personnel were required to use the resources avail-
able irrespective of the usual occupants. Basically, this meant that these spaces
could no longer be personalized.

It was also recognized that simply increasing the available pool of desks would
not solve the demand for more space on its own. In parallel, work would be nec-
essary to implement a homeworking initiative. This had been trialled previously
with personnel who spent a significant proportion of their time travelling and
who would welcome spending one or even two days per week working from
home. Investment had already been made to provide secure access to ICT systems
remotely, with those covered by the trial having been provided with furniture and
equipment argued on a case-by-case basis. To implement this wholesale change
would require an investment by the business to ensure that the working environ-
ment was appropriate and that access to furniture and so on could be assured
where required.
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Analysis of work patterns had revealed that personnel in consulting generally
visited the main offices on a Friday to meet senior managers, to complete
administrative duties and to catch up with colleagues. This was also true of
Mondays, although to a lesser extent. However, support functions were gener-
ally office-based, creating pinch points on these days. The decision was taken to
implement a homeworking initiative across support functions for two days per
week. This was not mandatory, since business imperatives might require visits to
the offices on these days. Nonetheless, the preferred approach was to work from
home on Mondays and Fridays. To assist in effective working, the ICT tools cur-
rently used for messaging and conference calling were upgraded, allowing screens
and documents to be shared. An allowance per head was claimable to offset the
increased costs to personnel of using their homes. Furniture was made available
from central sources.

At first, this initiative proved popular and effective, especially with young
parents who were available at either end of the day for school runs without the
need for any long commuting periods. Surveys carried out post-implementation
demonstrated a rising level of personnel satisfaction. The demand for space on
these days was significantly reduced and, in fact, created areas of underutilized
space. This allowed the senior managers to reduce the footprint in line with lease
breaks, which had seemed unlikely just 12 months earlier.

The age profile of personnel has supported the homeworking initiative, since a
high proportion is below 30 years of age. This age group is relaxed about the lack
of dedicated workspace, with privacy low on their list of important attributes.
Even so, a significant negative factor was of concern to the youngest age band
(up to 25 years of age). Many in this group have difficulty in working away from
the office if not based on a client site, because of a lack of their own dedicated
work areas within shared houses or apartments. This matter has not proved to
be problematic, but remains a consideration as home ownership becomes less
affordable in some cities.

Globaltech continues to challenge its space provision and has resisted the
need to expand its footprint despite experiencing stronger growth. The support
functions now occupy office space two days per week and these are coordi-
nated between functions so that they occupy space on alternate days. Increasing
demand from consulting personnel has led to the implementation of a desk
booking system. This provides them with a remote view of availability and
increases the flexibility of space, with desks booked only when required and not
by default.

Inevitably, such a significant change places a greater burden on the physical
attributes of the space as well as its amenities. Soft furnishings, carpets and
decoration have to be refreshed at shorter intervals. However, savings in rent,
businessratesand service chargeshaveallowed the business to make the necessary
investments in both the standard of its space as well as the implementation of
innovative furniture and ICT solutions. In summary, Globaltech has achieved
a reduction of 40% of its footprint over a five-year period, despite increasing
the number of personnel. It has made some bold decisions in order to maintain
its competitiveness, which has increased its reputation as a well-managed and
successful business.
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Conclusions

Proper understanding of satisfaction and performance of personnel in the office
environment requires examination of a complex set of interacting subsystems,
including physical environmental factors, job characteristics, organizational factors,
sociocultural characteristics and past experience of personnel. More detailed oper-
ational definitions of the variables being investigated (such as noise, space, health,
privacy, satisfaction and productivity) must be developed. This has not prevented
a considerable amount of literature emerging on these topics as the root problem
that must be addressed and which becomes ever more urgent, as also does the need
to justify investments in the office environment. Improving one aspect, such as the
physical setting, while ignoring others, might send conflicting messages. Moreover,
the work environment can only operate productively if all aspects are considered as
part of an integrated workplace strategy. The high-performance workplace is much
talked and written about, but is not widely established. There are so many factors
contributing to productivity that proving a cause-and-effect relationship is bound
to be problematic. Whilst it remains elusive to be able to predict reliably the returns
on investments in a facility, the evidence that a better work environment promotes
better performance is more than superficially compelling. The overriding mes-
sage is therefore to strike the right balance between maximizing communication
and space for quiet reflective work; between group, team and project work, and
confidential or individual work; and between group areas and individual access to
daylight, aspect and ventilation.

Checklist

This checklist is intended to assist with review and action planning.

Yes No Action

required

1. Isthere an understanding of the

relationship between the quality of facility

management and workplace productivity? [0 O O
2. Has there been any formal measurement

of productivity in the workplace? O O O
3. Is there awareness of the factors that can

lead to dissatisfaction with the workplace? O O O
4. Is the organization continually monitoring

the quality of the internal environment? O O O

5. Are concerns voiced by personnel about
the work environment taken seriously and
are incidents properly investigated? O O O
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Yes No Action

required

6. Have steps been taken to minimize

negative impacts upon the well-being of

personnel? O O O
7. Has the organization taken active steps

to ensure that conditions leading to sick

building syndrome have been eliminated? [ O O
8. Is the design of the facility in general

sensitive to the needs of personnel? O O O

9. Where steps have previously been taken
to minimize negative impacts, were these
successful? O O O

10. Has the organization taken steps to
maximize the beneficial aspects of the
workplace? O O O

11. Has the organization adopted a flexible
policy to the workplace, e.g. working
hours, off-site locations and non-
traditional office layouts? O O O




Health, Safety and Security

Key issues

The following issues are covered in this chapter.

The health, safety and security of personnel should be the concern of all
responsible organizations. The inability of a minority of organizations
to act responsibly means that legislation is necessary to force minimum
standards of behaviour in all.

Legislation varies from country to country in terms of its enactment, but
all share a common set of principles, the most fundamental of which is
that it is unacceptable for someone to be injured in the course of their
work. Risk of injury cannot be dismissed as simply an occupational
hazard.

Security is now coupled with health and safety. In some sectors,
environmental management, environmental sustainability or, simply,
environment is included in a broad concept (HSSE) that focuses on the
well-being of people, property and the environment.

Compliance with health and safety legislation applies to everybody in
the workplace. It includes shared parts of a facility and the grounds in
which the facility is located.

A competent person must be appointed or act as a consultant to assist
in implementing and complying with health and safety legislation,
irrespective of whether services are insourced or outsourced.

A general policy statement must be produced and communicated to all
stakeholders. The management method for implementing the policy
must likewise be produced and its effectiveness measured. It is impor-
tant that the statement speaks to people and is not, therefore, regarded as
a mere check-box requirement.

Total Facility Management, Fourth Edition. Brian Atkin and Adrian Brooks.
© 2015 John Wiley & Sons, Ltd. Published 2015 by John Wiley & Sons, Ltd.
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® The organization must not only be aware of its responsibilities, but it
also needs to ensure that service providers are equally aware and com-
pliant. Policies, detailed safety rules and safe working practices to ensure
compliance with legislation must be devised, implemented and reviewed
regularly. In the event of a negligent act by a service provider, senior
managers can find themselves culpable.

e Not all health and safety issues have a legislative dimension - a growing area
of concern is that of stress at work. The courts are sympathetic to the plight
of personnel who succumb to stress-related illnesses. More can be done to
ensure that, in all respects, the workplace does not make people ill.

Introduction

The workplace is, to a large extent, defined by a large body of legislation designed
primarily to protect the health and safety of personnel. Today, concern extends to
security and, increasingly, the environment. The combined subject (HSSE) is exten-
sive and warrants separate consideration of the environment (see Chapter 13).
The focus of this chapter is, therefore, health, safety and security, which should
be viewed as an integral component of facility management and not as a separate
function or, worse, as an adjunct to it. The onus is on the organization — irrespective
of type or size — to comply with legislation for the protection of personnel in
general. Where services are outsourced, the organization cannot escape responsi-
bility, even if it believes that some legislation might not apply directly to it. Steps
must be taken to ensure full compliance. Far from being a minefield - a word
sometimes used alongside begrudging acceptance — health and safety legislation
can be used positively to help define better working arrangements, including
those covering facility management. Looked at from this perspective, it is likely
to be easier to comply with the requirements than attempt to work around them.
Organizations are socially, as well as legally, accountable for their actions and this
now extends beyond those of an employer into a wider role in local communities
(see Chapter 13). In a practical sense, the facility manager is likely to become a key
figure in translating the intentions of the legislation into policies and procedures.
This chapter discusses issues that can help the organization ensure that it provides
a safe and healthy facility for end-users. It outlines the general nature of legislation
and describes the characteristics of a well-managed health and safety regime. Even
so, it should not be regarded as a guide to health and safety legislation, as require-
ments vary from country to country. For this reason, the organization should verify
the extent to which legislation applies to it. In all cases, however, an initial review
should be undertaken to provide information on the appropriateness, efficiency
and effectiveness of existing health and safety management systems. Where no
formal, or a minimal, health and safety management system exists (such as when
the organization is newly established or when carrying out new activities), the
initial review should be used as a base from which to develop a new system.
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Health, safety and security policy

The organization must have a general policy on health and safety and this should
extend to matters of security. The requirements of this policy are to:

e Provide and maintain, as far as is practicable, a safe, healthy and secure
place.
e Take responsibility for compliance with relevant legislation.

The organization needs to be aware that its responsibilities for health, safety and
security extend beyond its personnel to the extent that no activity should pose
risks to visitors or persons outside the facility. The organization has responsibility
for anyone who might be affected by the action of an individual and so the organ-
ization’s policy statement and risk assessments must reflect this. It is necessary
to appoint a person who can be judged to be competent in implementing health
and safety legislation and ensuring that the organization complies with it. The
organization must therefore have access to a competent person (who could be an
individual, service provider or managing agent) and must ensure that he or she
has adequate training, time and resources to discharge his or her duties under
legislation.

It is necessary to identify responsibilities as imposed by legislation at all levels
of supervision and management, and not just for those personnel who are directly
involved in the day-to-day management of the facility; for example, the purchasing
manager and senior managers have roles to play. Care should be taken to apportion
responsibility in line with authority, with resources to cover the administrative
procedures for dealing with accidents and contingency plans for handling power
cuts, bomb alerts, flood and fire. Safety representatives from end-user groups
should always be involved.

Regulations limiting the number of hours that personnel can work exist in
many countries and are not without criticism. They have proven particularly
contentious amongst some organizations and their personnel, but arguably more
so in the case of service providers, where greater flexibility in workplace practices
is the norm. It is important, therefore, for the organization to check the current
situation before offering contracts of employment or renewing existing arrange-
ments. Where services are outsourced, the organization needs to ensure that
service providers do not contravene any regulations. If they do, the organization
might find itself culpable.

There is also the matter of a minimum or living wage, which is particularly
pertinent in the case of work or services that do not demand high levels of skill,
as might be the case in general cleaning and porterage. The organization needs to
be aware of applicable legislation and any impending changes as might apply to
the in-house team or to service providers under contract to it. Regulations aside,
the organization cannot turn a blind eye to what it might suspect to be personnel
abuses of any kind. Apart from the illegality of what might be happening, there is
also the issue of morality, and the health and safety of others who might be affected
by malpractice.
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Zero accidents

Once, it was acceptable to talk about reducing accidents to a minimum. Nowadays,
it is unacceptable and, instead, organizations should be committed to the goal of
zero accidents. There are two underlying principles: the first concerns reducing
accidents and is largely a matter of trying harder all round, but recognizing that
accidents will happen - albeit, hopefully, at a lower rate and with less severity. The
second principle is that work should be designed so there are no accidents, by
focusing on how work can be performed in a way that is safe and without risk to
personnel and property. It is mostly a matter of doing things differently. As one
might expect, it demands close attention to how work is undertaken, in its setting,
and relies heavily on risk assessment and the continual updating of performance
and progress (see the later section on Hazard and risk assessment). Put another way,
the aim is to design-out anything that could threaten personal health and safety.

The concept of zero accidents should be properly communicated as an ongo-
ing safety performance expectation for all personnel, including those of service
providers. A significant change in the safety attitude of personnel will come from
the goal of zero accidents, as everyone realizes that it is no longer acceptable to
take chances or shortcuts.

Occupational health and safety

Occupational health is a blanket term that encompasses a variety of issues. It can
include minor injuries, such as a cut finger, and can be as severe as a long-term
back problem caused by lifting heavy objects. Musculoskeletal disorders top the
list of the most common health risks, with one quarter of all incidents believed
to be of a musculoskeletal nature. Of those incidents, around one third are for a
period of more than three days and contribute significantly to an absence from
work of those who suffer from this complaint. It is important to deal with any prob-
lem without delay. Damage in the short term can worsen and become potentially
disabling if the individual persists with doing a similar task.

A phenomenon called hand-arm vibration syndrome (HAVS), a form of
Raynaud’s Disease, is a fairly common health disorder. This condition is usually
brought on by the use of power tools such as hammer drills. When hands are
exposed to vibrating equipment, the individual’s blood circulation is affected.
Vibration white finger results and is so-called because the fingertips turn white
and numb when cold and wet. When circulation does return, the hand will be red
and painful. Longer-term damage can result and the whole finger can be affected
if there is continual exposure to vibration.

The hazard that continues to top the list of most common health risks is the
killer substance, asbestos. Exposure is particularly prominent during the removal
of the substance when refurbishing facilities and demolishing structures. Asbestos-
related lung cancer is likely to continue as a major health disorder because of the
vast quantity of asbestos still present in facilities of one kind or another. Asbestos
was used extensively from the 1950s until the mid-1980s. For organizations with
even the suspicion of asbestos in their facilities, specialist advice should be sought
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as a priority, with a view to its removal at the earliest opportunity. In this con-
nection, the organization should be prepared for a costly process, in which any
thought of shortcuts should be banished.

Compliance

The organization will need to assess the risks to the health and safety of personnel
and anyone else affected by the activities of the organization (e.g. personnel, exter-
nal customers, other visitors and the general public) and will need to devise means
for implementing preventive and protective measures, including arrangements for
disabled people and others with equalities-related needs. Assessment should cover
planning, organization, control, monitoring and reviews. There is a close link between
risk assessment and arrangements specified in the health and safety policy statement.

With a policy and a management system in place, the organization needs to
monitor and review arrangements to achieve progressive improvement in health
and safety. Improvement is enhanced through the development of policies,
approaches to implementation and techniques of risk assessment that place the
interests of personnel at the fore. The following checklists should help the organiza-
tion to monitor its adherence to, and progress against, health and safety legislation.
Note that these are minimal requirements and, in all cases, it is advisable to seek
specialist advice to confirm the requirements.

Organizational

e Are policy, management and organization, safety rules and procedures in
place?

e Are these details available to all personnel?

e Have arrangements been made for consultation with personnel and other end-
user groups?

Noticeboards

o Is the health and safety policy clearly displayed?

e Is the health and safety legislation poster displayed, where required by law?

e Is an employer’s liability insurance certificate displayed, where required by
law?

e Are the names of trained first-aid personnel displayed?

e Are emergency procedures displayed?

Accident reporting

Is an accident book held in the facility?

Are personnel aware of the location of the accident book?

Are accident report forms held?

Is information for occupants and other users of the facility available about how
to behave and deal with any perceived threats to health and safety?
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Training

First aid

Fire precautions

Have all personnel with health and safety responsibilities received specific
health and safety training?

Have all personnel attended a general health and safety awareness course?
Are records maintained of training undertaken?

Are there personnel who have received specialist training; for example,
occupational health and safety?

How many first-aid personnel are there and how are they spread throughout
the facility?

Is a current list of first-aid personnel and their locations displayed on each
noticeboard?

Does each first-aider have an adequate first-aid box?

Who keeps top-up supplies for first-aid boxes?

Who is responsible for inspecting all first-aid boxes for their contents, visibility
and availability?

Who organizes first-aid training?

Who provides first-aid training?

Are records of first-aid training adequate and up to date?

Are treatment record sheets available by each first-aid box or located with the
accident book?

Has a fire risk assessment been undertaken?

Is there a fire certificate, where required by law?

Who has delegated responsibility for fire precautions?

How often are evacuation drills conducted?

Are full records of these drills kept, including clearance times?

How often are fire alarms tested and are full records of these tests maintained?
How often are smoke and heat detectors tested?

Are the above practices in accordance with manufacturers’ recommendations
or the fire certificate?

Are full records of tests maintained?

How often are fixed hose-reel and sprinkler systems, if applicable, tested?
Are full records of these tests maintained?

Do the drills and tests comply with the conditions of the fire certificate?

Are records kept of visits from the fire authority?

Is there a service contract for the maintenance of fire extinguishers and other
fire control equipment?

Are there adequate fire extinguishers of the correct type?

Is there at least one fire warden for each level in the facility?

What training, practice or regular meetings are arranged for fire wardens?
How often is the facility inspected in relation to fire precautions?

Is there a procedure for notifying the fire authority of alterations to the facility?
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Statutory risk assessments

Have assessments been carried out for all display screen equipment
workstations?

Is there a valid risk assessment for the facility?

Have all hazardous substances been assessed under relevant legislation?

Have any other assessments been carried out; for example, lifting of loads and
personal protective equipment (PPE)? On this point, see below.

Are the control measures specified in the risk assessments being observed?

Inspections and audits

Work equipment

How often does the facility manager or other person with delegated responsi-
bility inspect the facility for physical hazards?

When was the last inspection carried out?

When was the last audit of procedures carried out and by whom?

Who is responsible for arranging annual lift/elevator inspections, where
applicable?

Are the facility’s electrical installation and all portable electrical appliances
and equipment tested by a competent person, as required by regulations,
with the results of those tests and any necessary remedial action properly
recorded?

Are there procedures for inspecting and maintaining all work equipment?

Is the use of potentially dangerous work equipment restricted to authorized
persons and are those persons properly trained?

Personal protective equipment (PPE)

Off-site

Have assessments been carried out to determine the requirements of
personnel?

Have records of these assessments been kept?

Is all necessary PPE available?

Are records kept of PPE issued?

Have personnel been trained in the use and maintenance requirements of PPE,
if applicable?

Has adequate storage for PPE been provided?

Have risks associated with visiting other sites or working outside been assessed?
Is a procedure for lone working defined and in use?

Are personnel aware of these procedures and have they been trained in
them?
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Service providers

Notices

Are service providers used for window cleaning, maintenance, electrical instal-
lation and so on?

Is there an on-site policy document that all service providers must read and
then sign as evidence of their awareness of their duties and obligations?

Do service providers carrying out work in the facility complete a health and
safety questionnaire before they are engaged?

Who vets these questionnaires and on what basis is it decided that a service
provider is competent to carry out the work?

What information is given to service providers on emergency procedures,
safety rules and access?

Who is responsible for ensuring compliance with legislation applying to
construction operations?

Are all necessary compliance and safety signs in place?

Hazard and risk assessment

The organization should assess risks and other hazards at all stages in a facility’s life
cycle. Identified risks should be monitored and, wherever possible, their potential
impacts should be mitigated. The organization should implement a formal system
of risk and opportunity management, including establishing and maintaining a
risk and opportunity register. Periodic reassessment of risks should be undertaken
to update the register and associated risk treatment.

The organization should implement risk control, as an integral part of its risk

and opportunity management, to ensure that control measures remain in place
and that they remain efficient and effective. The risk and opportunity manage-
ment system should cover the following, as a minimum:

Identification of health and safety hazards arising from maintenance and other
work determined by workplace inspections, behavioural observations, safety
tours, and formal and informal discussions with personnel.

Identification of people who might be at risk from maintenance and other
work; for example, maintenance operatives, occupants, visitors, passers-by and
trespassers.

Evaluation of the risks to which individuals and/or the organization might be
exposed.

Devising ways of eliminating, reducing and controlling risks; for example,
guarding and fencing, method statements, safe system of work, permit-to-work,
training and supervision.

Monitoring and recording the effectiveness of risk control measures and
systems; for example, inspections, observations, safety tours and checklists.
Taking coordinated corrective action.

Providing feedback to personnel and other stakeholders.
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e Training, together with health and safety checks, of operatives.
e Auditing and reviewing the system and, therefore, health and safety
performance.

The use of access equipment should be assessed to maximize the benefits of its
use and to optimize the overall cost of maintenance. Assessment should take into
account future requirements for access as would arise under multi-year mainte-
nance plans. The longer-term implications of providing access, particularly the
equipment required for this purpose, should be evaluated and permanent means of
access should be used wherever possible. In doing so, the risk of operatives taking
shortcuts - for instance, making do without adequate access equipment because
of the time it takes to erect and dismantle - is avoided. A related issue concerns
the planning and scheduling of maintenance work, where sufficient time needs to
be allocated for operatives and their supervisors. Realistic schedules are believed
to be associated with a lower probability of supervisors being injured (Hon et al.,
2014). For a detailed treatment of maintenance management, see Chapter 12.

Security and well-being

Protection of users

Stress

The protection of individuals in the workplace has become a common theme within
health and safety regimes. In a growing number of organizations, health and safety
has already been broadened to incorporate explicit recognition of, and requirements
for, the security and well-being of end-users. For some facilities — for example,
custodial and other secure environments — protection of personnel is clearly a
given. The reality is, however, that all organizations have to take steps to safeguard
individual security in the face of threats from known and unknown sources. No
facility is insusceptible to potential threat, and so the organization should ensure that
it has carefully examined the need for access rights and clearance for each category of
occupant and other end-user. Rights and clearance must extend to service providers.
In such cases, the organization should make expressly clear any condition concerning
prior vetting or clearance of personnel or other matters requiring investigation and,
where relevant, involve official bodies, agencies or other authorities.

Whilst an organization might want to strive for more from fewer personnel, the
reality is that people are capable of giving only so much before serious (and some-
times irreversible) damage sets in. At best, this limits organizational effectiveness;
at worst, it can lead to conflict, sickness and even litigation. In fact, there is strong
evidence to link organizational ill health with absences, high turnover and low
productivity of personnel. Moreover, stress, which can be directly related to job
and organizational problems, is thought responsible for 60-80% of all workplace
accidents. Work-related stress is now a common reason for absenteeism. The
collective cost of stress to organizations in terms of absenteeism, reduced pro-
ductivity, potential compensation claims and so on is enormous. Stress-related
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absences are ten times more costly than all other industrial relations disputes put
together. Factors within the workplace causing stress include the following:

e Unsatisfactory working conditions — poor-quality internal environment (air quality,
light/daylight and temperature), physical location or individual posture.

e Mental and physical overload from excessive work-related demands — long working
hours, lack of breaks, working weekends and curtailed or cancelled holidays.

® Role ambiguity and inconsistency in management style — senior managers who
lack leadership skills and whose actions result in confusion and discord.

® Responsibility for other personnel — assuming a position for which one is
ill-equipped or unsuited.

e Unsatisfactory working and personal relationships — conflict or tensions between
individuals or groups.

e Under-promotion or over-promotion — failing to reward or, conversely, moving
personnel to new positions where they are unable to cope.

® Poor organizational structure/culture — ineptitude in managing the social infra-
structure to the extent that personnel become disillusioned, downbeat and
distrustful.

Matters are likely to get worse as reorganizations, relocations of personnel,
redesign of jobs and reallocations of roles and responsibilities make changes to the
normal way of doing business.

The hidden costs of stress caused by not adequately creating an environment that
enhances the well-being of personnel are manifest in a lack of added value to the
organization’s core business and the costs of rectifying underperformance. Studies
of work stress have tended to concentrate upon ways in which the individual can
cope with or adapt to stress. Instead, effort should concentrate on how the work
environment can alleviate stress. The effort of coping with stress absorbs energy
that could otherwise be invested in more productive and satisfying work activities.
Williams (2002) discusses the effects of stress on performance and productivity
and how to recognize it, manage it and prevent it.

An understandable preoccupation of many facility managers is how to measure
performance, especially in an office environment where production line principles
do not apply. This might appear to be a legitimate goal and is one area where the
use of ICT has led to electronic monitoring (see Chapter 10). This has the capacity
to provide fairer compensation for performance through more accurate and timely
feedback. The links between performance and reward are such that this should
be beneficial to productivity. In terms of stress and health problems, the negative
effects of such monitoring can, however, mean a decline in productivity. The stress
that stems from performance measurement and monitoring would seem to be
associated with lack of control, loss of trust and an increased administrative work-
load involved in operating such procedures. Placing emphasis on monitoring the
performance of personnel closely can therefore create more problems than it solves.

One workers’ union has been reported as dealing with 7000 stress-related claims
at one time. Some organizations might approach the management of their personnel
by transferring people to more challenging jobs. That view might not, however, be
shared by those affected. Moreover, it might bring them into a working environment
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that damages their health, forcing them into premature retirement and a poor qual-
ity of life. Today, courts are more likely than ever to take a sympathetic view of an
individual whose quality of life has been ruined by an inconsiderate or unprincipled
employer. Awards cover loss of future earnings and the cost of medical treatment.

Conclusions

Providing a safe, healthy and secure place of work for occupants and other users
is more than a matter of compliance with legislation; it is a fundamental right
for anyone. Health, safety and security cover many common-sense requirements
that are generally defined within the law and so ought to be familiar to compe-
tent practitioners. Even so, new legislation continues to appear, raising the bar on
what the organization must do to safeguard personnel and other end-users. The
rights of personnel, in particular, can extend into areas affecting working hours,
minimum wages and all-inclusiveness. The potential risk of incident or injury is
ever-present and the organization would do well to anticipate the possible events
that could give rise to accidents occurring in or around its facility. Hazard and risk
assessment provide the means by which the threat to occupants and other users
can be minimized. Even so, the only direction of travel for the organization is to
have zero accidents as its goal. Adopting this action requires that work is rede-
signed so that the only job is a safe job. For the organization, there is the additional
requirement to ensure that where outsourcing has taken place (or is about to),
service providers are not in breach of health and safety legislation. As important
is the need to avoid arrangements that become divisive and counterproductive.
A further area of concern is the now recognized and growing incidence of stress,
which is classed as a major industrial disease. Facility managers should be alert to
hidden dangers in the workplace. Guidance in this and other important areas of
health and safety cannot be exhaustive and so the organization must take its own
steps to ensure compliance. The organization should ensure that it complies with
the relevant requirements by seeking specialist advice.

Checklist

This checklist is intended to assist with review and action planning.

Yes No Action
required
1. Are the organization and its service
providers, where applicable, aware of
legislation relating to health and safety? O O O

2. Has the organization elevated
individual security to the same level of
importance as health and safety? O O O
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10.

11.

12.

Is the organization’s health, safety
and security policy statement easily
accessible to all occupants and other
users?

Has the principle of zero accidents
been accepted and is it reflected in
the health, safety and security policy
statement?

Has a competent person been
appointed for the purpose of
health and safety compliance and
implementation?

Have the requirements for
implementing a health and
safety regime been identified
and arrangements made for its
management?

Have responsibilities for health, safety
and security matters been allocated?

Has a proper assessment of the risks
to health and safety for occupants and
other end-users been completed?

Have the means for implementing
appropriate measures been devised?

Is the organization compliant in
all respects and can that be easily
demonstrated?

Is the facility able to accommodate
disabled people and others with
equalities-related needs?

Is the organization aware of the factors
that can lead to stress-related illnesses
and has it taken steps to eliminate
them?

Yes

No

Action
required




The Outsourcing Decision

Key issues

The following issues are covered in this chapter.

Outsourcing should be the outcome of a decision that has weighed the
options for service delivery available to the organization against prede-
fined criteria, with the high probability of achieving end-user satisfac-
tion from a best value solution.

Stakeholders must be involved from the outset in specifying the kinds of
services required and the level of performance that will be acceptable to
them.

Markets for services have to be understood ahead of determining the
options for service delivery so that the practicability of a recommended
outcome is assured.

There are several options for service delivery, each of which has its
strengths and weaknesses, and these include managing agent, managing
contractor, managed budget and total facility management. The most
appropriate option needs to be selected objectively as part of a transpar-
ent evaluation involving key stakeholders.

The organization should identify the key attributes of service provision —
both hard and soft measures — so that a balanced view of needs is estab-
lished as the basis for evaluating the options for service delivery. The
importance or weight given to attributes should reflect requirements
embodied in the facility management strategy.

The degree of flexibility of service delivery desired by the organization
will vary with each option and has to be taken into account during
evaluation.

Total Facility Management, Fourth Edition. Brian Atkin and Adrian Brooks.
© 2015 John Wiley & Sons, Ltd. Published 2015 by John Wiley & Sons, Ltd.
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e Consideration must be given to direct and indirect costs of outsourced
service delivery so that a complete financial picture is gained, with com-
parison of the options made on a like-for-like basis to enable the most
appropriate decision to be reached.

e The employment of a total facility management service provider — effec-
tively a single point of responsibility — whilst attractive, will not relieve
the organization from managing the contract and the interface between
the service provider and end-users.

e Novel solutions have entered the marketplace and include fully serviced
workspaces of a temporary or long-term nature.

e Since the factors affecting a decision to outsource can change, so the cur-
rent arrangement for outsourcing might also have to change. Options for
service delivery should be re-evaluated against the attributes of service
provision at appropriate intervals and should involve market testing.

Introduction

The question of whether or not to outsource services should be answered by a
decision that weighs the available options against predefined criteria to indicate
the most appropriate solution. A number of options for service delivery are avail-
able and each has to be considered carefully if the route that leads to best value
is to be followed. It is not simply a matter of outsourcing over insourcing. The
choice between outsourced and insourced service delivery is not always clear-cut,
which is why there has to be a thorough examination of requirements. If the pro-
cedure advocated in Chapter 3 has been followed, the organization will have not
prejudged the situation; instead, it will have operated within the limits of its facility
management strategy. Nonetheless, it is important to confirm that the organiza-
tion has assembled sufficient information to establish a firm basis (or baseline) for
expressing its needs unambiguously. The next step is to consider the attributes of
each service that are regarded as important and the options for service delivery
that might best satisfy them. Realism has to prevail, so attributes should be stated
in terms that are within range and not over-demanding of service providers to the
extent that they are unlikely ever to be fulfilled. Some of the attributes will seem
obvious; others will be less so. The issue of cost is bound to be a prominent factor
for many organizations; it might have been the primary motivation for consid-
ering outsourcing. Finally in this chapter, the organization is presented with the
means by which it is able to determine the most appropriate option for service
delivery. This step has implications for quality of service, in terms of end-user
experience, and cost. Whichever option is adopted, it has to be practicable and
affordable. However, it is not a once and for all time decision; but one that has
to be revisited periodically as conditions change in the market. In arriving at a
recommended basis for service delivery, the organization has, in effect, defined
its procurement strategy. Important guidance is available within standards in this
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regard. In particular, the provisions of BS 8572, some of which are reflected in this
chapter, cover aspects of outsourcing. The process and procedures for procuring
services, including tendering, are covered in Chapter 8.

Establishing the baseline

The question of whether or not to outsource should be based on the best possible
information available to the organization at the time a decision has to be made. If this
information is sufficient for understanding needs, then later comparison between
options for service delivery can be made on an unbiased basis. Outsourcing should
not drive decision-making, but should be driven by it. A well-defined baseline for
service delivery also supports later comparison between planned and actual per-
formance, enabling the organization to judge the efficacy of its decision-making.

An important starting point is for the organization to adopt a realistic stance in
regard to its requirements. It should differentiate between services that are abso-
lutely necessary and those that are desirable or that might, for example, be justifiable
or affordable at a later date. For example, a situation could arise where lunchtime
catering would be ideally satisfied by a restaurant, but which would require refur-
bishment of existing space that is either not possible at present or unaffordable
from within current budgets. Consideration should therefore be given to any phas-
ing or deferral until a later date when the full scope of a particular service could be
delivered. The latter circumstance can also arise where the end-users of services are
external customers of the organization and where, for example, present demand or
means does not justify roll-out of additional services. A facility can be acquired or
built to anticipate future demand for business processes and activities and/or the
services to be provided to external customers. As such, these considerations would
form part of the organization’s sustainable space provision.

The following matters should be considered when defining the baseline for ser-
vice delivery as part of a decision on whether or not to outsource:

relationship to business objectives;

drivers and constraints;

portfolio and sustainable space provision;
risks and opportunities;

stakeholder engagement and communication;
end-user requirements;

scope of services and supplies;

attributes of service provision;

options for service delivery;

current arrangement(s) for service delivery; and
markets for services.

Relationship to business objectives

As a support service to the core business of the organization, facility management
has a key role to play in the achievement of its business objectives. A statement on
the business objectives and operations, including planned expansion, run-down
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or closure, should be to hand. The statement should differentiate between core
and non-core business. In the case of closure, it is important to provide details
on the nature of this decision; that is, the conversion, mothballing or disposal
of the facility. Ordinarily, an organization sets targets (or goals) that have to be
met, irrespective of whether it is for-profit or not. These should be included in
the statement, together with key milestones and details that will help to outline the
procurement process — see later sections. Milestones, in particular, help in under-
standing progress towards achieving critical success factors that have been set for
the organization in general and its business processes and activities in particular,
including facility management.

Where services are procured independently of the facility management
function, there is the risk of compromising those objectives. Alignment between
the objectives implicit in the delivery of services — an operational matter — and the
organization’s business objectives is essential to ensuring that the facility supports
the core business and that there is no loss of efficiency. The contribution that the
facility is expected to make to the success of the organization, in meeting its business
objectives, has therefore to be made explicit if informed decisions are to be made
and appropriate arrangements are to follow.

Drivers and constraints

The importance of understanding the factors driving or constraining the current
and likely future business of the organization has been discussed in Chapter 3.
These factors represent external and internal impacts on the business and should
be understood before embarking upon the decision of whether or not to outsource.
Some drivers and/or constraints will impact more than others at particular points
in procurement (see Chapter 8). Internal drivers and/or constraints include
personnel, work and information; whereas external drivers and/or constraints
include the availability of resources, competition for goods and services, finance
and credit. From a control perspective, it is unlikely that the organization can
influence external drivers and so should concentrate on those that are controllable,
namely the internal drivers, whilst maintaining a watchful eye on those externally.
Occasionally, conditions change, enabling some influence to be exerted to the
advantage of the organization. Of the many forces acting upon the organization,
an increasing number are likely from innovations in technology and changes in
society. The organization should be aware of the extent to which these and other
factors can impact its core business, operations and support services.

Risks and opportunities

Many factors and events can have a potentially negative or positive impact on the
delivery of services. They should therefore be identified, assessed and treated as
part of a broader process of risk and opportunity management; moreover, they
should have been considered when preparing the facility management strategy.
In the case of negative impacts (i.e. downside risks), the organization should
establish criteria for judging whether or not they might be classified as signifi-
cant. Opportunities (i.e. upside risks) that have the potential to improve end-user
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satisfaction and achieve better value should be subject to their own criteria for
determining their worth. All risks — downside and upside - should be recorded in
a risk and opportunity register and kept up to date, because the nature and poten-
tial impact of risks can change over time.

A serious attempt to identify risks is likely to produce a large number of items
in a short time. Risk is embedded in commercial undertakings and it can prove
impractical to assess and evaluate all but those that are deemed significant in the
time available. The prior establishment of criteria for judging whether or not a risk
might be classified as significant can expedite assessment of impact in terms of
health, safety, priority, cost, time, performance, productivity, reputation or other
factor that is considered important. Some quantification of cost and time impacts
is desirable. A service contract is based on a certain amount of risk-taking by the
service provider and the organization. Unbalanced risk allocation between the
parties, or an attempt by one party to hold a risk that it is ill-equipped to handle,
can increase costs needlessly. Understanding which party is best able to handle a
particular risk is required. An approach to risk assessment is outlined later in this
chapter.

Questionnaires and checklists can be useful tools for identifying potential risks
in regard to the delivery of services. A first screening or preliminary assessment
can then be made of the probability and consequences of such risks - a qualitative
assessment — to determine which might be classified as significant. The evaluation
of significant risks — a quantitative analysis — can then take place and appropriate
contingency included in budgets and schedules (see Chapter 14).

Stakeholders as qualified end-users

A recurrent theme in this book is that of stakeholders — for a comprehensive dis-
cussion on stakeholder identification, classification and impacts, see Chapter 2.
In this and later sections and chapters, we shall see how the organizations need
to engage with stakeholders should function in practice, not least in the framing
of service specifications and service level agreements (SLAs). A key stakeholder
group is end-users, who are clearly qualified to specify their needs and the level
of performance that will be acceptable to them. The steps involved include the
following:

1. Engaging with stakeholders, as far as practicable, to define and detail their
needs through, for example, the use of questionnaire surveys and by reviewing
service specifications and SLAs.

2. Recognizing diversity in stakeholder needs such as those of disabled people
and others with equalities-related needs and then making appropriate allow-
ance for them.

3. Prioritization by stakeholders of their needs.

4. Controlling stakeholder input and changes once the service specification has
been agreed to avoid scope creep.

The organization might find that it is defining and detailing its requirements for
the first time. In such cases, there is a risk that it unknowingly specifies a higher
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level of service than is necessary and that, consequently, tender sums might turn
out to be higher than forecast. Value management, a technique for ensuring that
real needs are addressed, can be used to guard against over-specification, whilst
allowing standards to be raised over time. This is a broad philosophy, as opposed
to a prescriptive means, for identifying and eliminating excess cost. The organiza-
tion should consider adopting value management principles on a strategic level
and then apply value engineering principles to eliminate elements and attributes of
service provision that add cost, but no value. There is ample literature on the inter-
related subjects of value management and value engineering - see, for example,
Kelly et al. (2004). The use of value engineering workshops is generally advocated
in the literature and is widely undertaken. What is important is the discipline of
questioning the need for, and assumptions embodied in, all attributes of service
provision and ensuring that only those adding value, or required to support those
that add value, are included. In these ways, stakeholders™ interests should be
correctly incorporated into service specifications and SLAs. It will be necessary,
however, to recognize and avoid attempts by senior managers (or others) to use
value engineering as nothing more than a cost-cutting exercise. Failure to do so
discredits a perfectly honest attempt to eliminate excess cost.

Stakeholders should therefore be involved in discussion about the arrangements
for facility management in general and services in particular to an extent deter-
mined by the outcome of a stakeholder impact assessment. Stakeholders should
be involved in specifying services if their needs, including those identified during
the preparation of the facility management strategy and relating to end-users, are
to be properly addressed and communicated (see Chapter 2).

Effective communication between the organization and service providers
(another stakeholder group) should be maintained to enable the implementa-
tion of a strategy (in the sense of a broad approach to procurement) that is both
understood and capable of being acted upon. Clear and regular communication
is required to develop relationships. In those cases where the organization has a
concern about its ability to deal with myriad stakeholder interests, the appoint-
ment of a managing agent or other consultant should be considered. If it is found
necessary, then it should be done in sufficient time to allow consultation with
stakeholders to take place.

The operation of a facility can affect a variety of interests. Various positive
effects include creating better communications, a healthier and safer workplace
and higher standards of productivity. Even so, a new or refurbished facility brings
change at the operational level affecting end-user interests. Stakeholders, as the
representatives of these interests, are an integral part of the process of consultation.
Early involvement of all affected stakeholders is necessary to enable views and
concerns to be actively canvassed and adequately taken into account.

Since contracts for services involve delivery within occupied environments,
the way in which services are delivered and the manner in which stakeholder
communication occurs becomes increasingly important as the services embed
themselves into day-to-day operations. Maintaining a clear understanding
between the organization, end-users and the in-house team and/or service providers
of operational requirements, as well as the obligations of each stakeholder group,
is a continual process of engagement through communication.
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As a key stakeholder group, the end-users of services are in a unique position to
be able to provide feedback and make judgements on the extent to which services
satisty or are likely to satisfy needs. They might not, however, be in the best posi-
tion to know if the organization is achieving best value in the procurement of
services. Even so, end-users can offer insights into how service delivery might be
performed differently, better and at possibly lower cost.

Questionnaires can be effective tools for eliciting information from stakeholders.
Care needs to be exercised when drafting questionnaires to enable respondents to
provide information that the organization requires in order to form an appropriate
level of understanding of needs as opposed to answers that might be of superfi-
cial interest only. Questions that are disingenuous are normally easily detected by
respondents. Closed questions that result in simply yes or no are unlikely to probe
deeply enough. On the other hand, questions that require a response to a statement
against a scale from, for example, totally agree to totally disagree can lead to a more
robust understanding of needs. Questionnaires that seek opinions and attitudes
are therefore preferable to those that attempt to quantify responses. A word of
advice is, however, necessary. Too often, questionnaires are put together hastily;
they are neither tested nor piloted with a sample of the group to which they will
be addressed. In the worst cases, it is a complete waste of everyone’s time. If a
questionnaire-based survey is worth doing, then it is worth doing properly and
should always be drafted from the perspective of those who have to understand
what they are being asked.

Prioritization of stakeholders’ needs helps to focus on attributes of service
provision that are of particular importance. The organization might find it neces-
sary to reconcile different or competing priorities in the interests of economy and
practicability. It can do so on the basis of reliable questionnaire responses.

Scope of services

The extent of services and, for that matter, supplies needed by the organization should
be outlined, with each service and supply separately identified. The expectations of
the facility’s end-users and other stakeholders should be summarized for each ser-
vice and supply. Both should be defined and delimited so that it is absolutely clear
what is included where. For example, are pest control, waste disposal and sanitary
services to be part of the cleaning contract, is there to be separate provision or are
any of them combined with another service? Such attention to detail is essential to
ensure that all necessary services are provided and that no gaps exist between them
that could expose the organization and the facility’s end-users to unnecessary hazard
or risk. Doing so will help avoid argument later when a service provider’s interpreta-
tion of the scope differs from expectation. At the same time, the ever-present threat
of change might be better controlled and scope creep avoided by having unequivocal
scope definitions. The problem of scope creep is best explained by small, incremental
changes that, at the time, seem easy to accept. The trouble is that they accumulate
over time so that, ultimately, they represent a significant change in scope for which
there is no mandate. An oft-quoted expression is ‘death by a thousand cuts.

An all-encompassing statement or expression of needs representing the entire
scope of services to be provided should be produced. It should include a definition
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of the scope of each service, together with its relationship with other services,
including shared responsibilities and contingency planning, as well as explicit
mention of assumptions and exclusions. The organization’s facility management
strategy should be used as a continual reminder of the context within which needs
and expectations are expressed.

The definition of the scope of a service is almost always bound to resolve to
some form of description. Ensuring that each description is coherent and self-
contained as far as necessary is paramount. Drafting should be undertaken once a
clear understanding of the content of the scope of service has been reached. One
way of capturing the content is to use a mapping (or mind mapping) tool. The
advantages of creating a map include the ability to pinpoint gaps and overlaps
between services, as well as the relationships between them. A challenge in this
task is in delimiting services so that they can be defined individually and collec-
tively, as would occur when several services are to be bundled.

Sourcing policy

Offshoring

The organization has to decide on the extent to which, if at all, services are to be
provided from within the organization (i.e. insourced) or procured from exter-
nal service providers (i.e. outsourced). Where co-sourcing is preferred, account
should be taken of the need to integrate the two sources of service delivery and the
resources and costs that are involved in its management. Due consideration will
have to be given to the interfaces between individual services, including any that
are insourced, so that end-users experience seamless delivery. Put simply, end-
users should not have to think about who is delivering the service, but should be
entirely satisfied with the experience they are receiving. In some organizations,
policy might be to have all services delivered on the same basis; that is, all out-
sourced or all insourced. It can mean, therefore, that what appears to be the best
option or balance of options might not match the corporate view.

Since conditions within an organization change as do those outside, a review
of outsourcing in terms of satisfying current and future needs should take place.
Normally, the decision to outsource should be revisited not less than every three
years. A longer period might be appropriate depending on the extent to which
internal and external conditions impacting the outsourcing decision might have
changed in the interim. The performance of service providers should be reviewed
annually rather than the decision to outsource. Once the decision to outsource
has been taken, it should not be subject to continual review since this will create
uncertainty, demotivate personnel and consume resources and cost that would be
better spent elsewhere.

Outsourcing and offshoring of services are generally seen as ways of extracting
cost savings from operations. In terms of facility management, outsourcing should
require no further elaboration here. Offshoring, on the other hand, does need to
be explained. The principal question is one of how far the practice of outsourcing
can go. The golden rule is that you do not outsource your core competence or
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move it abroad, just your capacity to perform work necessary to support the core
business. The trouble with this view is that it stems from a time when it was easy
to think in terms of a clear split between core and non-core business, where the
former was sacrosanct and the latter could be sacrificed to the outside. This simple
view is no longer valid for many firms as they actively question their definition of
core business. Furthermore, the pursuit of new business opportunities challenges
traditional assumptions to the extent that support services have become inter-
twined with business processes and activities. Attempting to differentiate between
them might prove extremely difficult and possibly counterproductive.

Statutory and other regulatory considerations

On a cautionary note, it is essential that the organization recognizes that the
engagement of service providers does not absolve it of certain obligations and
requirements. Matters demanding careful consideration include those relating to
health, safety, security, environment, employment rights and public procurement.
If in doubt, the organization should seek specialist advice. Whilst the law is the
law, attention should also be given to national and international standards, indus-
try standards and manufacturers’ recommendations when determining relevant
attributes of service provision and options for service delivery.

Attributes of service provision

It is necessary to identify attributes of service provision that are important in each
defined service area to establish a basis for evaluating the suitability of options for
service delivery. These attributes are therefore the criteria by which the various
options should be evaluated. Criteria based on attributes of service provision that
matter most to the organization and end-users help to focus on the option(s) or
arrangement most likely to offer a best value solution that satisfies needs. They
should be determined before discussing options for service delivery; otherwise,
there is the possibility that the choice of criteria is influenced by the extent to
which a given option might satisfy those criteria. The correct sequence is to
understand what is required, how it might be delivered and then what is appropriate.

The attributes of service provision that are considered uppermost in impor-
tance for the organization and which form the criteria for evaluation purposes
should start with the following:

end-user service;

uniqueness of service;

priority of service, flexibility and speed of response;
direct cost;

management and indirect cost; and

control.

A e

There is no reason why other criteria could not be introduced as, indeed, does
occur because of an organization’s preferences. Whichever criteria are adopted,
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each criterion will help to pinpoint strengths and expose weaknesses in the
options available. In cases where the nature of requirements is highly specialized,
other criteria might have to be considered in addition to, or instead of, the above.
Priority of service, flexibility and speed of response could, for instance, be split
into three separate criteria if so desired. So long as a consistent basis is used to
judge each option against the attributes that matter, then the outcome of the evalu-
ation will point to one or more front-runners from which a recommendation can
be made - see the later discussion.

There is the temptation when moving to outsourcing to regard the need for
any in-house personnel as minimalist. Exercising an outsourcing option does not
relieve the organization of the need to manage the relationship with the service
provider (or contractor). The extent to which a management function with appro-
priate resources should be maintained has therefore to be considered. There are
implications for resourcing in all cases, as well as the cost that goes with it, and
these factors should be taken into account before making a final decision on which
option(s) to recommend.

End-user service

The organization will need to establish the scope and standard of the services it
requires (see Chapter 8). In addition to the many hard measures that are usu-
ally associated with them (e.g. responding correctly to a need) a number of soft
measures must also be considered (e.g. the level of end-user service expected and
provided). These become particularly important when dealing with external cus-
tomers, although they are still important when dealing with internal customers.
Soft measures might include, for example:

e A courteous and responsive helpdesk in preference to a logbook in which
faults are simply noted.

e Call-back to the person lodging the request, to verify that the work has been
carried out.

e Adoption of performance measures for courtesy, response, presentation and
tidiness.

Uniqueness of service

When contemplating different ways of providing a service, the special demands
of the service must also be considered. While most services and the tasks they
comprise will not represent an undue challenge to providers within the facility
management sector, the organization might, for example, possess specialist plant
and equipment unfamiliar to maintenance operatives. This could restrict the
potential choice of the provider of maintenance and the supplier of spare parts.
In some cases, legislation will ensure that only qualified persons and firms are
authorized to perform maintenance. The maintenance of lifts/elevators is an obvi-
ous example. General considerations include the:

e Number of external providers that can potentially offer the service.
e Location of the service provider and its distance from the facility in question.
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e Cost of, or premium charged for, the service.

e Average delivery time - that is, waiting time and time for undertaking the
service.

e Level of specification needed to place orders.

Priority, flexibility and responsiveness

The priority of services to be delivered must be expressed clearly, so that critical
services can be highlighted and the required level of response taken into account.
A risk assessment should be undertaken for high-priority services, so that the
impact or consequence of failure is made clear and an appropriate level and speed
of response can be planned. This can be undertaken as follows:

1. Identify all sources of risk that might affect delivery of a high-priority

service.

2. Undertake a preliminary analysis to establish the probable risks for further
investigation.

3. Examine these risks to assess the severity of their impact and probability of
occurrence.

4. Analyse all risks to predict the most likely outcome.

Investigate alternative courses of action (i.e. risk treatment).

6. Choose the course of action, including allocating responsibilities, deemed
necessary to hold, avoid, reduce, transfer or share risks.

o

High-priority services and their related risks must be identified and assess-
ment made of the probability and impact of such risks should they materialize.
Questionnaires and checklists can be used to identify risks, which could then be
scored as shown in Table 7.1.

Risks attracting a total score of 5 or more (by combining the individual scores
for chance of occurrence and impact) would be unacceptable and consideration
would need to be given to how such risks might be treated. Thus, risks can be
recognized and assessed so that appropriate action can be taken. In the process
of doing so, risks impacting on service provision might be ranked to allow the
organization to look objectively at how they can best be managed.

For example, the occurrence of a significant failure in the heating system during
the winter months might be improbable (score 1), but the consequences could

Table 7.1 Risk scores.

Probability Chance of Score Consequences/impact Score
occurrence (%)

Improbable 10 1 Insignificant 1
Unlikely 25 2 Marginal 2
As likely as not 50 3 Serious 3
Probable 75 4 Critical 4
Highly probable 90 5 Catastrophic 5
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Direct cost

be serious (score 3). The full impact of this risk is rated as 4 and is something
that the organization might be prepared to accept (hold). This can be contrasted
with the as likely as not event that fuel will not be delivered on time (score 3). If this
were so, the consequences for heating the facility could be serious (score 3). This
gives a total score of 6. In other words, fuel deliveries are a high-priority service
and, as such, must be made at the required time. The organization should take steps
to reduce the chance of non-delivery on specified dates or to hold a reserve fuel
supply, whichever is more appropriate in terms of cost and practicability.

The organization should also consider the level of flexibility required for each of
the services provided. Variable demand for some services, such as porterage and
transport, which might peak at certain times of the year, can be difficult to main-
tain at a constant resource level. In such instances, the ability to call off manpower
from an agency or other source at short notice can help and is also likely to provide
a cost-effective way of delivering those services.

The speed with which a service provider can respond to orders or requests is
a factor for further consideration. For example, the response time of a service
provider in the case of an emergency call-out might be longer than that of an in-
house resource. In the case of a remote site, the response time for a maintenance
service provider might be significant and a premium to reduce this time might
prove prohibitive. Alternatively, if an emergency were to escalate, a large external
provider might be preferred to the in-house alternative, because of ready access,
out of hours, to necessary equipment and personnel.

Generally, direct cost is fairly easy to ascertain. In the case of an outsourced
service, the contract sum or value of the purchase order will signify its likely cost.
For insourcing, the direct cost calculation includes salaries and benefits, but there
might not be the same certainty because of unknown productivity and perfor-
mance. In any case, the more obvious costs should not be looked at in isolation
from the associated indirect costs — see below.

Management implications and indirect cost

Total cost is frequently misreported when considering the options for service deliv-
ery. In evaluating the comparative cost between insourced or outsourced services, the
organization should identify all costs, both direct and indirect. A common mistake is
for direct costs only to be reported. Indirect costs include those incurred in the inter-
nal management of service contracts and the ongoing training, induction and devel-
opment of in-house personnel. Furthermore, the full administration of services such
as permit-to-work procedures and competent and approved person regimes, together
with the technology to support them, all attract a cost that must be recorded.

The organization also needs to consider the cost of financial administration.
For instance, a small number of time and materials contracts means that invoices
can be processed more cost-effectively than in situations where invoices are many
and frequent. Clearly, the approach to service delivery has an implication for the
accounting function.
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Control

The decision whether or not to outsource services must take into account both
the capability of service providers and the effort required to manage them. An
organization that takes the decision to outsource can delegate the direct supervi-
sion of work and operatives to the service provider. The role of the facility man-
ager then becomes the management of the output of the service provider, who
should act as an informed client (see Chapter 1), managing performance against
specifications and service level agreements (see Chapter 11). The organization
needs to consider its approach to this management role carefully.

When contemplating a mix of services such as cleaning, security, building main-
tenance and building services engineering maintenance, it is easy to see the diver-
sity of tasks involved. This can mean that a facility manager or supervisor who is
trying to cope with a wide range of services might not be proficient in all. This
could prove to be a problem for smaller organizations where, although the tasks are
not extensive individually, their diversity is great, requiring the facility manager or
supervisor to be multi-skilled. For larger organizations, specialist management and
supervision might be cost-effective and efficient, because more of it is required.

A further consideration is that of the expertise available within the organization
for the management of these services if insourced. Whilst space-related services
such as general cleaning and porterage do not require high levels of expertise,
statutory equipment testing and maintenance of major appliances do. For a facility
manager whose remit includes the management of such services on a part-time
basis, the initial learning and the continuing professional development/education
(CPD/CPE) to keep abreast of legislation and industry best practice represent a
significant investment in time and effort. Consequently, insourcing might not be
the most cost-effective choice.

Linked closely to the management variable is the extent of control desired or
required. For many organizations considering outsourcing, a significant concern
is perceived loss of control. The level of control that can be achieved is closely cor-
related with the nature of service delivery and the contractual relationship estab-
lished between the organization and the service provider. A traditional contract
might well mean that the level of control is limited. For greater control, a partner-
ing arrangement might be appropriate (see Chapter 10).

Whatever arrangement is put in place, ICT has a part to play in the delivery of
reliable management information. It is through accessible management informa-
tion that most control issues can be resolved. Value can also be added if man-
agement information is delivered as a consequence of service provision and is,
therefore, available without cost or, at least, for a nominal sum (see Chapter 15 on
information management).

Options for service delivery

The organization should consider which option, or combination of options, for
service delivery most closely matches its identified needs. It should take account
of the extent to which the informed client function has been developed. In
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cases where it believes the function to be underdeveloped, it should consider an
arrangement that supplements its current capability. The following options should
provide a suitable basis so long as the organization has established that the market
for services supports them - see the later section:

e Separate company/business unit — the reconstitution of the in-house team into
an independent company, with the objective of expanding its business by
gaining contracts from other organizations.

e Managing agent — the appointment of a specialist to act as the organization’s
primary professional advisor on facility management. This person (or organization)
is then responsible for arranging the appointment of service providers — see below.

e Managing contractor — appointment of a single entity to manage individual
service providers. The contractor is paid a fee for providing this service, usu-
ally as a percentage of the value of the expenditure managed - see below.

e Managed budget — a variation on the managing contractor, where a contractor
takes responsibility for the payment of all suppliers and provides a consoli-
dated invoice at the end of each month. The fee is related to the contractor’s
own resources as deployed - see below.

o Total facility management — responsibility for providing services and for gener-
ally managing the facility is placed in the hands of a single organization - see
below.

o Off the shelf/lagency - contracted employment of personnel through a
manpower agency. Agencies provide variable standards of selection expertise,
personnel support and training, as well as customer support.

In addition to the above, there is the default option of insourcing; that is, services
delivered by the organization’s personnel and operatives, namely an in-house team.
Whilst obviously not outsourcing by any stretch of the imagination, its comparative
performance in an evaluation of options still has to be established. In summary,
the above options provide choice for the organization in its procurement of ser-
vices and the different ways of treating risk. Each option presents downside and
upside risks, of which service delivery in accordance with specified requirements
is a concern on the downside. These issues, and others relating to the nature of the
main options, are discussed below.

The managing agent

This arrangement is adopted when the organization has determined that it does
not wish to hand control of its facility to service providers, yet does not have
the skill or expertise with which to manage them efficiently and cost-effectively.
By bringing in an external organization to manage its facility, the organization
is essentially appointing a managing agent. This person - almost invariably the
appointment will specify an individual — will act as if he or she were part of the
permanent establishment of the organization. The managing agent will perform
better and more reliably if performance criteria are laid down; in fact, as they
would apply to an in-house facility manager. Under this arrangement, contracts
with service providers will be with the organization acting as the employer.
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There are distinct and, perhaps, obvious advantages in adopting this arrange-
ment. Both the agent and the various service providers can be selected on the
basis of competitive tendering. Moreover, the appointment (or reappointment)
of the agent should not affect contracts with service providers and vice versa.
Dissatisfaction with a given service provider would not place other contracts at
risk; indeed, it could positively assist in those cases where poor performance has a
potential knock-on effect and action has to be taken without delay.

The managing agent approach offers flexibility for the organization to find and
then hold on to the combination of contracts that suits it best. There is no reason
why services should not be part-insourced and part-outsourced. The managing
agent role attracts particular significance, since the organization would be using
the agent to contribute expertise and exercise judgement when deciding between
insourced and outsourced service delivery. There are, however, potential disad-
vantages for the organization in adopting this approach. For example, it is possible
that gaps might occur between the scopes of the various contracts, including that
of the managing agent. Even so, managing agents can be made responsible for
ensuring that the scope of service contracts is such that gaps do not occur.

From a risk perspective, the organization is moderately exposed. It might have
to accept the possibility of introducing an uncertain combination of risk factors by
its own selection of service providers (including the managing agent) on an indi-
vidual or piecemeal basis. The reasoning here is that a number of service providers
coming together for the first time will place extra demands on the managing agent.
Sound relationships between different service providers are needed if services are
to be provided efficiently and cost-effectively and the facility is to operate safely
and correctly. These relationships might take some time to develop. A conscious
effort will therefore be required on the part of the managing agent to integrate the
work of different service providers in such a way that they become moulded into
a single, efficient team.

Some words of caution are necessary. The organization might find that admin-
istration costs increase as the number of separate contracts rises. Allowance must
be made for higher indirect costs when evaluating this option. Risks can be treated
and administration reduced by appointing the managing agent first and requiring
that he or she establishes the suitability of service providers. In deciding to adopt
this option, the organization should allocate adequate resources to planning
and start-up of service delivery where new service providers are involved (see
Chapter 14 on transition).

The managing contractor

Under this arrangement, there is one contract between the organization and the
appointed service provider (contractor). In most cases, there will be some com-
ponent of service delivery for which the service provider does not employ its own
personnel and so will subcontract the work. These subcontractors (or secondary
service providers) will be under contract to the managing contractor and so will
not have any contractual relationship with the organization. This means that
the organization has a single point of contact with the contractor on all matters
pertaining to service delivery. If a service falls below the required performance for
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work carried out by a subcontractor, the organization need only direct its com-
plaint to the managing contractor. However, as the chain of command is longer,
delays in receiving prompt action might occur. Although subcontractors are con-
tracted to the managing contractor, the organization should protect its position by
reserving the right to approve the selection of all subcontractors.

Since there is a single point of contact and responsibility, there should be a size-
able reduction in documentation, fewer payments and, therefore, lower transac-
tion costs. Gaps in service provision should be eliminated because the managing
contractor is required to ensure that they do not occur. By using a managing con-
tractor to undertake some or all of the work, with the support of subcontractors,
the organization is able to mitigate much financial risk. The managing contractor
is generally paid a fee, usually expressed as a percentage of the value of the expend-
iture managed, and this can, of course, be related to performance. The organiza-
tion is, despite the limitation of being in just one contract, largely able to see where
its money is being spent because open-book accounting is usually adopted, allow-
ing access to the contractor’s premises, books and records, including invoices from
subcontractors. However, it might be difficult for the organization to get a true
account of expenditure where the contractor delivers services directly.

The right to access is necessary, as the managing contractor might insist on
larger trade discounts than are acceptable or might demand some other preferen-
tial terms that are inconsistent with best practice. Established supply chain agree-
ments can give rise to retrospective discounts; for example, in the catering sector.
Open-book accounting also ensures that there are few misunderstandings as to
the cost of services. Under this arrangement it will, however, be more difficult to
make changes to a contract, once it is formalized, than would be the case under
the managing agent arrangement, unless changes are anticipated in advance and
provision made in the contract.

The managed budget

The managing agent option, whilst valid for many organizations, does not fit with
the culture of some, notably those that have invested in enterprise-wide manage-
ment (ICT) systems and that wish to reduce the number of transactions. The major
objection is the requirement to establish purchase ledger accounts for service pro-
viders (suppliers), although a managing agent handles all but the payment process.

In order to overcome this objection, the managed budget option was devel-
oped, in which a managing contractor takes responsibility for the payment of all
suppliers and provides a consolidated invoice at the end of each month. A man-
agement fee is agreed, which is larger than that found in the managing agent
option, since turnover from specialist subcontractors goes through the manag-
ing contractor’s accounts. The management fee is based on a combination of the
resources as deployed and the value of budgeted expenditure - all subcontract
invoices and contract-specific personnel costs are processed without any mark-up
(for overheads and profit). Usually, the managing contractor places an element of
the management fee at risk, subject to the attainment of pre-agreed service levels.
For discretionary expenditure, such as stationery and couriers, a simple handling
charge can be added to the invoice.
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Contractually, the managed budget approach is similar to the managing
contractor option. However, important differences lie in the apportionment
of risk and in an improved relationship between the organization and manag-
ing contractor. Through the removal of supply chain mark-up and remunera-
tion based upon a management fee, the friction that might otherwise build up
between the two main parties is alleviated. There is also the further advantage
of fewer transactions to be processed, thereby reducing administration for the
organization.

Total facility management

Under this arrangement, the organization is able to pass the full responsibility
for managing its facility to a single-service provider for a fixed price. This does
mean that the organization has to provide the service provider with sufficient
flexibility to be able to manage the various services efficiently and cost-effectively.
Even so, there is no universal model for total facility management, just as no two
organizations are likely to have exactly the same service requirements. Each ser-
vice provider is likely to position itself differently in the marketplace to reflect its
interest in particular services.

While total facility management might appear to offer an ideal solution,
because it provides a single purchasing point for the organization, the reality
can be that the service provider subcontracts all or most of the work. Since
there is just one contract — that between the organization and the total facility
management service provider - there is the chance that terms and conditions
between the service provider and subcontractors do not mirror those of the
main contract. Difficulties can arise because terms and conditions that are
embodied in the contract between the organization and the service provider
might allow for situations that are not subsequently recognized in the contract
with the subcontractor or vice versa.

The total facility management service provider might be better able to offer
a more complete and competitive solution to an organization’s needs than in
the case of the managing agent or managing contractor. Relationships built up
over years with subcontractors can mean that efficient working relationships
are established from the start. Total facility management can provide a sound
solution, but only if the organization is prepared to spend time in identifying
the right basis for such an arrangement and then in selecting the best service
provider.

In practice, problems can arise as alluded to above. Causes include the service
provider’s relationship with its subcontractors. For example, as with the manag-
ing contractor arrangement, the total facility management service provider might
insist on larger trade discounts than are acceptable or some other preferential
terms that are inconsistent with best practice. Also, during the currency of a
contract, the service provider might decide to change a subcontractor. These deci-
sions are not always made to improve performance; they might arise because the
service provider is seeking to increase margins through the employment of a less
expensive subcontractor. As with any change, newly appointed subcontractors, for
whatever reason they are employed, will undergo a learning process. In this case,
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the organization should ensure that the procedure for assigning or subcontracting
is open to inspection and that it has the right, under the contract, to prior approval
before subcontracting. Open-book accounting should also be in place and its basis
properly defined.

In terms of risk, the organization is moderately exposed and can derive a
good deal of comfort from knowing that there is a single point of responsibility
and less administration. Value for money might be less than in the manag-
ing agent approach, although the additional (indirect) cost of organizing and
managing many more individual contracts in that approach must be taken into
account.

Over the years, the criteria by which organizations have evaluated the ben-
efits from their total facility management contracts have changed. It is no longer
enough to use the one service provider, one invoice approach as the basis of a
strategic decision; nor is it base cost, as many organizations have subsequently
found. The total facility management option has proved to be inflexible, lacking
in visibility and requiring a high level of policing. In many cases, because the
types of organization involved in this work originate from a particular service
delivery background, they will seek to self-deliver, with the emphasis placed on
the number of operatives on site to achieve their return. Consequently, the focus
is on task management and not on the strategic management of the organi-
zation’s portfolio or relationships. Typically, service providers have sought to
make a return on the supply chain they lead, usually expressed as a percent-
age of the value of the subcontracted element. An argument supporting this
view is justified where the service provider is carrying significant risk or adding
something unique in service delivery. However, the desire to improve overall
margins results in the addition of a traditionally accepted mark-up to this ele-
ment, irrespective of risk or value added. Market pressures, as described earlier,
have driven the questioning of such contractual arrangements and the conflicts
of interest that arise through the application of a percentage-based mark-up.
The organization should be looking to achieve a partnership-based relationship
where returns are agreed in advance and both parties work together to innovate
and raise levels of performance and end-user satisfaction, whilst reducing costs
(see Chapter 10).

For some organizations, such as those experiencing rapid expansion, it might
not be so much a matter of bringing service providers into their facilities, but a case
of establishing their business in a fully serviced facility. The number of serviced
office providers has increased in the marketplace and can provide greater levels
of flexibility using a menu of prices geared to levels of service delivery. Obviously,
the question of ownership of space and real estate has to be considered. A fully
serviced facility does not, however, need to be provided externally. It can be cre-
ated internally where there is a desire to change and so long as financial controls
are put in place. For example, where a serviced office is priced appropriately and
recharged, it can provide business units with real information that can enhance
decision-making. Evidence suggests that the old habits of liberal space usage are
quickly reformed when the true cost is revealed. Serviced space is a valuable and
significant component of the cost equation and is where the greatest prospect for
cost reduction often lies. Even so, the opportunity to tap this potentially rich seam
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is dependent upon the appetite of the organization for change, as well as hav-
ing the resources for this purpose. Implementing a successful flexible working
arrangement requires information which, under a typical total facility manage-
ment relationship, is in the hands of the service provider, not the organization.
Service providers can offer expertise in these areas, but the key to this lies in the
level of management expertise deployed on the contract and in the congruence
of its objectives with those of the organization. Traditional arrangements have
inhibited this congruence, with commercial imperatives often driving the service
provider in another direction.

Single versus multiple services

Some organizations will rightly consider that they have a well-developed,
informed client function and the resources to manage service providers and their
contracts directly. The prior appointment of a managing agent can help in this
respect. In such cases, the organization can choose from amongst the following
arrangements:

1. Single-service providers, with as many service providers as there are services.
Multiple-service providers, where two or more services are bundled and
delivered by each of one or more service providers.

3. A combination of the above.

In most cases, the requirement is for a number of services rather than a single
service. There are implications in choosing any of the arrangements; for exam-
ple, the ability to attract competitive tenders, ongoing management of service
providers and commercial risks to which the organization is exposed. Deciding
which services might be bundled is an integral part of determining the most
appropriate basis for outsourcing and the procurement that follows. A matrix of
services against prospective service providers can be prepared to help determine
the mix of single and multiple service contracts that might be appropriate ahead
of any procurement activity. While clearly a subjective basis for determining
how services might be combined, it does nonetheless provide some idea as well
as transparency in decision-making.

Single-service providers and multiple-service providers are not mutually
exclusive. A combination of single-service and multiple-service providers is
fairly common for large organizations, because of the wide range of services
typically involved. One other arrangement open to the organization is the total
facility management service provider discussed earlier, where all services are
delivered by a single point of responsibility. Last, agencies can on occasion be
a useful source of manpower where there is a temporary requirement for the
delivery of a specific service. They should not, therefore, be considered on a
long-term basis or as a substitute for an established service provider.

The selection of the most appropriate arrangement or combination should, as
noted above, take proper account of the resources and costs involved in managing
the relationship with service providers. These indirect costs should be included
within budgets.
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Evaluating options

The option evaluation matrix

Table 72 Evalua

Once the criteria for evaluating options have been assembled, the next task is to
perform the evaluation. Aside from the aim of identifying the most appropriate
option, there is also the matter of objectivity and transparency. For some organi-
zations, the route by which any recommendation is reached is as important as the
outcome. In extreme cases, the outcome might have to be defended in the face of
strong resistance to change, as might occur when moving away from a currently
insourced arrangement. In any event, a stakeholder workshop should be consid-
ered so that the process by which the recommendation is made can be as rigorous
and open as possible.

Table 7.2 shows seven options that an organization has identified and that it
believes are capable of satisfying the attributes of service A to a greater or lesser
extent. Each service should have a separate matrix, where the attributes are
entered as rows in the matrix and the options are placed against them in columns.
Experience and personal judgement is used to ascertain the scores and weights
where one or more attribute is rated as more important than the others. In this
case, weights of 2 might be sufficient to indicate that a particular attribute is signif-
icantly more important than the others. The danger in having larger weights — for
example, 4 - is that it becomes difficult to explain what four times more important
actually means in practice.

ting options for service delivery based on attributes of service provision.

Service A Options
Insourced Special Managing Managing Managed Total Agency
company/ agent contractor budget FM
business
unit
Attributes of Weight
service provision
End-user service 1 1 2 1 2 1
Uniqueness of 1 0 1 1 1 1
service
Priority, flexibility 2 2 1 2 2 2 1 2
and
responsiveness
Direct cost 1 1 0 0 0 1 0 0
Management and 1 0 1 1 1 2 2 0
indirect cost
Control 1 2 1
Totals 6 10 3
(unweighted)
Totals (weighted) 8 7 10 8 12 6 5

Key: ‘2’ means that the attribute is most likely to be satisfied by the option, ‘1’ means that the attribute might be satisfied and ‘0’
means that the attribute is unlikely to be satisfied.
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Scores are entered against each option, where a range of 0-2 is sufficient to
spread the results. A larger range does not necessarily improve the results. The
particular interpretation represented by this model is hypothetical. The total
scores, unweighted or weighted, will point to the option or options more likely to
satisty the attributes of each service. Common sense needs to apply when inter-
preting the total scores. In our example in Table 7.2, we can see that the managed
budget attracts the highest score and should be considered appropriate for service
A. But what if other services point to different options? It would make no sense to
recommend that service A be delivered under a managed budget, service B under,
say, total facility management, service C under a managing contractor and so on.
We need to look at those options attracting the next highest score and then reach
a decision that is, on balance, capable of satisfying most attributes as well as being
practicable. In cases where many services are involved, the outcome will probably
be a compromise and might, for the sake of a hypothetical example, involve a
managed budget covering a majority of services with the rest insourced.

Markets for facility-related services

Markets are dynamic and, therefore, subject to change. In the way that needs in rela-
tion to services are specific to an organization, the nature of a market is specific to a
location or region. In some cases, the market might not support the demand created
by the organization. Over time, both organization and market will change, with a
peak in market demand followed by a peak in supply, albeit separated by a period of
perhaps some years. Unregulated markets are cyclical in nature, rarely homogeneous
and subject to the influence of economic cycles. Pragmatically, it is a matter of match-
ing the current and likely future requirement for services with their availability in the
market and keeping the situation under regular review. Needs will always drive deci-
sion-making and the specification of requirements; however, it might not be possible
to satisfy them exactly because of imperfections in the market. Understanding where
the market is presently in the cycle of business activity, together with an appreciation
of likely trends in supply and demand, is essential to selecting the option that best
matches needs in line with the organization’s facility management strategy.

There will be physical limits to any market from which service providers will
be drawn; for example, the extent to which the local market is able to offer the
required services and the geographical limits that are acceptable when considering
prospective service providers. There would be little point evaluating a particular
option - for example, total facility management - if there were no service provider
capable of offering this service. The organization should therefore investigate the
current state of the market in terms of prospective service providers and the extent
to which they cover the services required by the organization. Service providers
should be contacted directly in order to understand the current state of supply and
demand for services or, alternatively, the trade bodies that represent them. Other
reasons for engaging with service providers at this time include gaining advice on
specialist services and on matters affecting health, safety, security, environment,
access, inclusion and equality. These preliminary contacts should not be confused
with prequalification (see Chapter 8) and should take place before embarking on
the procurement of any service.
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The above investigation represents the first step in what is generally termed market
testing, and should represent a genuine attempt to engage existing and prospective
service providers in discussion about service provision and the options for service
delivery. A subsequent step is likely to be to request indicative cost estimates to guide
decision-making, although this should be limited to a few service providers and
should acknowledge the likely effort to be expended in providing estimates. It would
be unreasonable and inappropriate to ask prospective service providers to provide
detailed costs at this time. Chapter 8 explains the procedure for prequalifying service
providers and the information that is appropriate to request from them.

Conclusions

Various strengths and weaknesses are attached to the different options for out-
sourcing. The organization must decide upon the route that satisfies end-user
requirements, whilst providing best value. This is achieved by taking full account
of the implications, including the true cost of all viable options. Thorough prepa-
ration takes time and so contemplating the decision of whether or not to outsource
means planning well ahead and building in adequate time. If followed prudently,
the procedures that lead to recommending a particular outsourcing arrangement
can provide a firm basis for the subsequent procurement of services. Indeed, the
decision to outsource can be made rationally and objectively, based on attributes of
service provision that are relevant and transparent. At any time, the organization
can evaluate the suitability of the options open to it — see Table 7.2 — and determine
if its arrangements are appropriate to its current and future service provision. The
benefit in using a model of this kind is that specific options can be evaluated with
sensitivity and the most appropriate decision for the organization at any time can
be made. In fact, time is an important factor, because needs change and sometimes
the most appropriate option is the one that can be adapted to suit new condi-
tions as they arise. Limited and periodic market reviews are useful for information
gathering, but habitual market testing is not considered best practice and can be
counterproductive. In defining its approach to service delivery, where the recom-
mended action is to outsource, the organization has, in effect, defined the basis of
its procurement strategy. What remains are the detailed workings of a process that
will lead to the selection and management of suitable service provider(s).

Checklist

This checklist is intended to assist with review and action planning.

Yes No Action
required
1. Has sufficient base information been gathered
and synthesized prior to exploring the decision on
whether or not to outsource? o O O
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10.

11.

12.

13.

14.

Have all stakeholders with an interest in the
services to be provided been properly engaged
and have their needs as end-users been defined?

Has the scope of services been sufficiently defined
to support an evaluation of whether or not to
outsource?

Have risks and opportunities surrounding the
decision on whether or not to outsource been
identified and has their impact been assessed?

Has account been taken of any existing sourcing
policy within the organization?

Is oftshoring a relevant option for the delivery of
any service?

Have the necessary attributes of service been
defined and have their comparative importance
been considered?

Have both hard and soft measures been
considered?

Have the options for service delivery been
determined and are the implications of each
properly understood, including risk exposure for
the organization?

Has an appropriate scoring basis been fixed to
evaluate the extent to which each option satisfies
each attribute of service?

Have both the direct and indirect costs of
delivering services under each of the options been
properly determined?

Have the management implications of delivering
services under each of the options been
considered?

Has a clear recommendation on the most
practicable option or combination of options for
service delivery been made?

Is market testing undertaken periodically
irrespective of the route taken to service delivery?

Yes No
O 0O
O 0O
O 0O
O 0O
O 0O
O 0O
O 0O
O 0O
O 0O
O 0O
O 0O
O 0O
O 0O

Action
required




Procurement

Key issues

The following issues are covered in this chapter.

There is a logical sequence to the procurement of services, which covers
policy, prequalification of service providers, tender documentation, the
request for proposals, tendering and financial close. If the most suitable
service provider is to be selected, a realistic timescale must be allowed
for the procurement process.

Defining the scope of services is a crucial step in successful procure-
ment, by providing the basis for inviting proposals or tenders and,
subsequently, in managing the performance of service providers. A
poorly defined scope will lead, almost inevitably, to problems in service
delivery and a negative impact on end-users.

Key stakeholders - typically the end-users of services — must be involved
in procurement if their needs are to be adequately addressed and com-
municated. Success depends on commitment to the process from all
who could contribute.

The capability and capacity of service providers needs to be established
before any are invited to submit proposals or tenders.

Prequalification criteria — of which there can be many - should be
searching, but fair, and take account of service providers’ competence,
skills and experience, which can be used to frame requirements.

Service specifications and SLAs are tools for managing the quality/
performance and value of services. They are the organization’s expres-
sion of requirements in a way that will motivate service providers to
deliver services that achieve end-user satisfaction and best value. They
form the basis of any request for proposals or tender.

Total Facility Management, Fourth Edition. Brian Atkin and Adrian Brooks.
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® A service specification is a document that quantifies the minimum
service that is acceptable if end-users’ requirements are to be met. It pro-
vides a benchmark against which standards of service can be assessed.

® An SLA is a commitment by the service provider or the in-house team
to end-users to deliver an agreed level of service. It should specify
rewards and penalties, yet retain flexibility so that evolving end-user
requirements can be taken into account.

e Tendering is the formal process of inviting proposals or tenders.
Procedures for conducting a tender competition are generally highly
prescribed, not least in the public sector.

® The evaluation of proposals or tenders involves defining criteria to
differentiate prospective service providers. Once a suitable service
provider has been selected, additional steps — pre-contract meeting and
formalization of the contract — are involved in moving to financial close.

Introduction

In procuring services from external service providers, an organization has taken
the decision to outsource. However, the procurement of such services extends
beyond simple purchase and supply decisions to represent a major and integral
part of an organization’s facility management. It is for this reason that it is impor-
tant to ensure that it is carried out in a way that is both consistent and thorough,
taking into account all necessary factors that are most likely to result in the
achievement of end-user satisfaction and best value. As a reminder, services cover,
for example, cleaning, security, waste disposal, pest control, building maintenance,
building services engineering maintenance, minor construction works, repro-
graphics, helpdesk, catering, energy supplies and ICT. The range and extent of
such services can be broad, reflecting the particular needs of the organization and
the end-users’ requirements. Once the decision to outsource has been reached,
policy and the procedures that follow tend to be somewhat prescriptive, though
they are certainly not mechanistic. This means that the facility manager can rely
upon legislation, standards, guidelines and practice notes from a wide range of
sources. There is benefit from this situation, but there can be disadvantages aris-
ing from adherence to procedures that might have been designed for a different
purpose. Some interpretation is likely in order to take account of local conditions
- for instance, custom and practice - and the current supply of and demand for
services. Narrow interpretation of legislation in particular runs the risk of creat-
ing anomalies that can thwart the good intentions that lie behind the legislation
in question. The approach taken here is one of highlighting current best prac-
tice, drawing on guidance from various sources and the authors’ fieldwork. The
chapter begins by examining the general approach to the procurement of services
and supplies, referred to for convenience as services, in the context of an explicit
process for procurement. Within it is recognition of the organization’s facility
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management strategy and procurement policy. The procedures that devolve from
the policy are considered in some detail. These also apply to situations where cur-
rently outsourced services are subject to transition (see Chapter 14). For clarity,
the procedures are presented in chronological order as far as practicable - see the
section on Procurement policy and procedures. Important guidance is available
within standards. In particular, the provisions of BS 8572, which are reflected in
this chapter, cover the procurement of services.

The procurement process

Procurement involves a number of distinct stages, steps and procedures that must
be followed if the organization is to have a dependable basis for service delivery.
The procurement process should be supported by a time-plan or, ideally, a schedule
in which stages, (higher-level) activities, (lower-level) tasks and their resources,
decision gates and milestones are shown. If a schedule is to be prepared, it should
take the form of a Gantt chart and be network-based so that all tasks are linked.
Resources should, wherever possible, be loaded on to the schedule by allocating
them to individual tasks in order to test the feasibility of what is being proposed.
Typically, these will include human resources, consumables, equipment (operated
and non-operated), budgets and ICT. Milestones are intended to represent note-
worthy events and should, therefore, signify commencement dates, completions
and deadlines. Approvals and other key decisions are better considered as tasks
having durations and not as milestones, since they are hardly ever instantaneous
events; that is, milestones have no duration.

The organization’s facility management strategy should have anticipated the
need for a plan of the procurement process following the decision to outsource.
It is important that the plan should complement existing business processes and
procedures as far as practicable, including the requirements of corporate govern-
ance. Furthermore, the plan should incorporate a tendering process - see the later
section. In overall terms, it should be capable of providing a roadmap with which
to manage procurement through distinct stages from establishing a baseline for
service provision (see Chapter 7) to a steady state of satisfactory service delivery
(see Fig. 8.1).

The downside risks encountered in outsourcing and, by implication, procure-
ment were discussed in Chapter 7. Appendix C provides a checklist of those risks,
although it does not lay claim to being exhaustive. For this reason, it is essen-
tial that the organization considers risk assessment and risk treatment as serious
matters and an integral part of the procurement process (see Chapter 7 on Risks
and opportunities). Failure to recognize risks, or even the likely extent of their
impact should they materialize, could prove to be the undoing of an otherwise
well-conceived plan for procurement.

The timescale for procurement will vary according to the scope and scale of
services being outsourced. However, many of the critical activities and the time
they require - for instance, dealing with legislative aspects, tendering, financial
close and mobilization - will remain more or less the same across a wide range
of contract types and values. The timescale might reduce for activities such as
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Fig. 8.1 The procurement process.

definition of services, proposal/tender evaluation and contract award, where the
service to be outsourced is of minor economic importance and is relatively uncom-
plicated. Even so, it is important to ensure that the time to move from the decision
to outsource to the delivery of the service is realistic. Too often, there is pressure
from senior managers to compress the time-plan or schedule - all it needs, or so it
is claimed, are a few changes here and there. The result is usually a schedule with a
low probability of completion in the timescale demanded. Cutting a schedule is the
same as arbitrarily cutting a budget and is bound to lead to missed deadlines and
knock-on consequences. Figure 8.2 is a simplified timeline for procurement based
on the allocation of a reasonable amount of time for reaching each milestone.

Centralized versus decentralized procurement

Usually, an organization has either centralized or decentralized procurement; in
a minority of cases, both apply. The organization has to be clear about services
that could be procured locally and those that can only be procured centrally.
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Fig. 8.2 The timeline for procurement (simplified).

A centralized procurement function might retain control over certain service
contracts for reasons of uniqueness of service, security or economy of scale.
Elsewhere, service contracts might be awarded and managed locally for reasons
of flexibility, speed of response or, perhaps, corporate social responsibility. The
demarcation between centralized and decentralized control has, therefore, to be
made explicit. Any policy that covers prequalification for the purpose of inclusion
in a list of preferred tenderers might also be treated in the same way. The financial
authorities for awarding contracts, approval of payments and significant changes
in the scope of services and/or the value of contracts are best defined in a manual
of authorities, so that it is clear who can approve what, including the extent of their
authority. In all cases, it is better to define the arrangements upfront rather than
risk delay later.

Stakeholder engagement will also need to reflect any recognized split
between centralized and decentralized procurement, so that resources
and time are directed towards dealing with stakeholder interests that are
applicable to the prevailing arrangement. Engaging with stakeholders
centrally, where they have little influence over, or interest in, procurement
decisions at the local level, or the reverse situation, would not be a good use
of resources or time.

Procurement policy and procedures

The policy should reflect current best practice in a number of key areas. In keeping
with the principle of scaling discussed in Chapter 3, it is important to consider the
extent to which each applies; in any case, none should be simply omitted without
good cause.

e Compliance - applicable legislation on HSSE, access, inclusion and equalities -
see below.
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® Manual of authorities — authorized personnel, budgetary limits, contract
awards, payments and actions in the event of significant changes in the scope
of contracts or their value.

e Stakeholders — the nature of engagement at each stage in the procurement

process.

Corporate social responsibility — principles and initiatives.

Bribery and anti-competitiveness — means for preventing malpractice.

Conflicts of interest — avoidance of situations where contracts are managed by

personnel who were once part of the in-house team.

Dispute resolution — procedure and notices.

Risks and opportunities — identification, assessment and treatment.

Contract management — service provider and supplier relationships.

ICT - use of systems.

Performance measurement — the basis for payment, incentives and penalties.

Intellectual property — background and foreground rights.

Public procurement regulations - legislation, where applicable.

Freedom of information - legislation and access arrangements, where

applicable.

Responsibilities for HSSE should be reviewed and a policy statement prepared
and made available on request. Procedures for ensuring access, inclusion and
equality for all occupants and other users should be included in the policy
statement. These should extend to covering actions in the event of emergency
evacuation.

Explicit procedures for the management of contracts should be followed
where available. Account should be taken of the ICT systems, including both
hardware and software, to be used in the management of contracts. A conscious
decision should be taken as to whether or not service providers are required
to use common software and where, in its absence, arrangements might have
to be made to input service providers” information and data into the organiza-
tion’s ICT systems. These requirements have to be carefully considered because
of cases where significant quantities of data have had to be manually entered
because of incompatibility between the service providers’ systems and those of
the organization.

The above matters of policy also apply to situations where service delivery
is subject to transition from one arrangement to another (see Chapter 14). In
general, procedures follow in chronological order where the objective is to ensure
that critical success factors are not compromised:

e The scope of the services and interfaces between them are defined so that there
are no gaps or unnecessary overlaps.

e The service levels required by end-users are clearly specified.

Service providers have the capabilities and capacity to deliver the services.

e Service delivery, in the case of multiple services, is achieved through a team
approach where each provider is working towards a common goal.

e Service delivery is continually reviewed and action taken to improve
performance.
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Roles, responsibilities and accountabilities

Ordinarily, the organization would be expected to have a distinct function for the
procurement of goods and services, although not expressly in relation to facility-
related services. It is important to clarify this position before setting about procur-
ing any services. Furthermore, the procurement of services should be regarded as
a distinct function and, as such, something that is best covered by a designated
role. Existing systems, processes and procedures will have to be examined in order
to determine if arrangements covering facility-related services have been included
and, if so, how these might be applied. There is obviously no point in duplicating
anything existing.

It is important to identify all roles connected with the function of procuring
services and to determine their nature and the relationship between them. Roles
will need to be defined so that responsibilities and accountabilities are clear. A
responsibility assignment matrix (RASCI chart) should be considered for this pur-
pose. If necessary, the organization should designate additional personnel where
the tasks to be performed fall outside existing roles. Expert advice from external
sources could be used to supplement any lack of internal competence and skills. If
the organization is unable to fulfil required roles, then the appointment of a man-
aging agent or other consultant should be considered.

A developed informed client function will serve the organization’s wider and
long-term interests in the procurement of services (see Chapter 1). The informed
client function should therefore be maintained to enable an appropriate level of
communication and cooperation between the organization and service provid-
ers as part of a mutual commitment to continual improvement. An organization
acting as an informed client is more likely to achieve end-user satisfaction and
best value in its procurement of services than those without an understanding
of best practice in this area. The informed client function applies irrespective of
the size or type of organization procuring services. In the absence of an informed
client function, the organization could easily fail to establish the most appropriate
arrangement for services, as well as running the risk of under- or over-specifying
requirements.

Prequalification of service providers

The facility management strategy, and the stages that lead up to it, deal with a wide
range of matters including business objectives, stakeholders, risks and opportuni-
ties, end-user requirements, legislation, current and proposed sourcing arrange-
ments, options for service delivery and types of service provider. Having created
an all-important baseline, the next step is to define a process for selecting the most
suitable service provider(s). This is normally achieved by obtaining competitive
tenders. First, the organization has to consider the information it requires from
prospective service providers before it can consider if they should be invited to
submit a proposal or tender. The term that applies to this stage is request for infor-
mation or, simply, RFI and forms a major part of the prequalification of service
providers - see below.
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The means by which the suitability of a service provider can be established thus
involves a formal request. An RFI can take the form of a prequalification question-
naire, where the aim is to capture information and data about prospective service
providers so that only those qualified to undertake the work are invited to submit
a proposal or tender. It is a form of due diligence that needs time for gathering
and evaluating information from service providers. The time likely to be needed
before an RFI can be issued has to be considered too. It can take weeks, turning
into months, to reach this point. The arrangements for these stages, including the
timescale, for both the organization and prospective service providers to prepare
information - one to ask, the other to reply - have to be properly considered.
Normally, a period of between two and three weeks is reasonable for service pro-
viders to respond to an RFIL.

Local versus national service providers

The nature of the market for services should have already been investigated by
the organization (see Chapter 7). The information gathered should indicate if
the market locally, regionally or nationally is likely to have the capacity to satisfy
requirements. Since service providers’ workload can change — sometimes very
quickly - it is important that the information reflects the current situation as best
it can. Other relevant considerations should include the specialization, number
and size of service providers able to offer the services required. Prospective ser-
vice providers might be prepared to say if they are in a position to undertake new
work; however, caution should be exercised when making judgements about their
capacity based on mere say-so.

Knowledge of the respective market is an ongoing process because of the
dynamic nature of markets in general (see Chapter 7). An organization that is
aware of the prevailing conditions and the balance between supply and demand
is better able to anticipate a particular reaction or response on the part of service
providers than one that is unaware. In some cases, the demand for a given service,
or perhaps several services, exceeds the capacity of local service providers. It might
therefore be necessary to look at the regional or national level. Some large service
providers have a local presence with significant autonomy: others do not. In either
case, they might be seeking opportunities to develop their presence. As with any
market, the competitiveness of individual firms will be a major factor in their
success or failure. From the organization’s perspective, there is a potential down-
side from encouraging a national service provider to enter a local market in the
belief that a worthwhile new contract might be forthcoming. There is the prospect
of the service provider buying the work; that is, submitting a tender where the
price is at or below estimated cost or what appears to be an economically viable
threshold. Of course, it is possible that competition amongst local service provid-
ers for work might produce similar behaviour: such is the nature of markets.

Request for information (RFI)

When preparing a request for information, or prequalification questionnaire, it
is important to capture information that will adequately inform the decision on
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whether or not prospective service providers have the necessary capability and
capacity to succeed. Typically, the information that should be requested includes
the:

Legal form and ownership of the service provider.

Areas of specialization, competences and technical skills.

Intended approach to service delivery (i.e. method statement).

Extent of sub-letting (i.e. subcontracting).

Track record in successfully performing similar work.

Financial capacity and dependency.

HSSE policy and procedures.

Awareness of legislation and practices in regard to access, inclusion and

equality.

Evidence of cultural fit.

Corporate social responsibility policy and initiatives.

e Alignment with the organization’s business process and systems, where these
have been disclosed.

e Ciriteria for assessing suitability.

The RFI can be undertaken in two parts: first, a preliminary assessment to
weed out service providers that are unsuitable and confirm those that appear
to be suitable; and, second, a detailed evaluation aimed at objectively assess-
ing the service provider’s suitability. The preliminary assessment enables the
organization to quickly establish suitability, enabling attention to be given to
those providers best qualified to deliver the service. The number of service
providers invited to submit an RFI should be between six and nine. It is impor-
tant to bear in mind that, when considering services, the organization is not
procuring a commodity where lowest price is likely to be the dominant consid-
eration. Performance capability - that is, quality of service delivery - over the
longer term is a more realistic consideration. Once RFIs have been returned
and assessed, the organization needs to check that it has all the information it
requires to move ahead. Checklists should be considered for this purpose based
on the above.

Financial appraisal

It is vital for the organization to determine the financial capacity and dependency
of prospective service providers. Larger organizations are likely to have a formal
procedure in place for this purpose, whereas others might not. If they are being
actively considered for appointment, service providers, both prospective and
existing, should be equally subject to due diligence: there should be no exceptions.
Due diligence should cover the inspection of the financial accounts for the past
two years of trading. Where accounts are unaudited, other information that dem-
onstrates the service provider’s financial standing should be found. The service
provider’s capacity to deliver the service at the current estimated contract value
should be estimated with sufficient allowance for a margin of error (and possible
scope growth) before reaching a decision.
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HSSE

Cultural fit

References obtained from third parties can be taken as evidence of capability,
but they are unlikely to answer adequately the question of their capacity to deliver.
Business failures are often the result of a lack of financial means rather than poor
technical competence. The turnover of a service provider can be an indicator of
its financial capacity and dependency, and thus its ability to take on a contract
within a certain financial limit. Service providers that are successful, active and
growing might not be able to demonstrate financial capacity in the same way as
longer-established and larger service providers. Eliminating a prospective service
provider on the basis of contract limit alone would be unfair unless the service
provider was being overly ambitious and likely to become financially stretched.

Profit and loss accounts and balance sheets are historical records and do not
provide a complete financial picture. A more detailed examination is likely to be
necessary. Reports from credit reference agencies can be useful in establishing
a service provider’s current financial standing and can supplement the detailed
examination of financial accounts. Most service providers need cash (i.e. liquid-
ity) to undertake their work and so an assessment of their cash-flow position and
cash-generating ability is strongly recommended.

The organization’s policy on HSSE should be brought to the attention of prospective
service providers, as well as being displayed on the organization’s public website,
so that all are aware of the organization’s position on these matters. Responsibility
for HSSE extends beyond the organization’s personnel to the extent that no activity
should pose any risk to visitors, including service providers” personnel, or people
outside the facility. In other words, the responsibility is to anyone who might be
affected by the action of another in the context of the facility.

Information about substances, plant and equipment that could pose a potential
hazard to anyone should be brought to the attention of prospective (and existing)
service providers. Arrangements for keeping this information up to date will be
necessary. Since the organization will need to require service providers to take
responsibility for ensuring the competence of their own personnel in HSSE mat-
ters, it must include this requirement in the RFI. Later, during the evaluation of
proposals/tenders, the organization should seek proof of satisfactory completion
of training and certificates of competence in HSSE, as appropriate.

Specific requirements for access, inclusion and equality in regard to the services
being procured have implications for HSSE and must be identified and included
in the RFL

The organization will be judged by its actions, core values, honesty, integrity
and respect for people. Altogether, these characterize the organization’s culture.
Cultural fit is an important criterion for many organizations to the extent that
most will not work with those who do not share their own values. Service provid-
ers have to be able to recognize this characteristic and act appropriately; other-
wise, they are likely to fall at the first hurdle. They are going to be, in effect, an
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extension of the organization. As such, they should be aware of the organization’s
general business principles, workplace charter and/or other statements expressing
core values and business ethics. This information, or access to this information,
should be provided to prospective and existing service providers by the organi-
zation. Those attributes of end-user service for which a specific response from
service providers is required need to be highlighted. Since delivery of services
occurs within occupied environments, it is necessary that end-users are treated
with consideration and care. Where there are areas and operations that require
particular standards of conduct, behaviour, apparel or other requirements, such as
those relating to HSSE, these should be outlined in the RFI.

Corporate social responsibility (CSR)

CSR is a concept whereby the organization considers the interests of society
by taking responsibility for the impact of its actions on stakeholders as well as
environmental sustainability. It imposes duties that extend beyond legal require-
ments by committing the organization to measures that improve the quality of
life for personnel and their families, the local community and society at large.
Acting responsibly as a corporate citizen means that the organization engages in
activities that are beneficial to society. This involves using technology responsibly,
protecting and sustaining the environment, supporting local and regional commu-
nities and observing high ethical standards in business relationships. Chapter 13
discusses CSR in more depth as part of a wider treatment of sustainability.

A policy statement on CSR should be issued to all existing and prospective
service providers and be displayed on the organization’s public website. Details
of any specific activities or initiatives in CSR should be included in the policy
statement. All service providers should be asked to furnish evidence of their own
commitment to CSR in terms of initiatives or other actions of a non-philanthropic
nature.

Assessment criteria

The suitability of prospective service providers should be assessed on the basis of
the best information available to the organization. Whilst obvious, it can some-
times be the case that opinion substitutes for fact. There will undoubtedly be,
over the course of time, occasions where decisions have to be made on less than
complete and accurate information. Even so, the aim should be to undertake an
objective and transparent evaluation of the suitability of prospective and exist-
ing service providers based on the criteria of capability, capacity, compliance
with legislation and alignment with policies. It is necessary that such criteria are
made known to service providers when making initial inquiries and, therefore,
in advance of issuing the RFI, because they have to be aware of the seriousness
with which the organization is conducting its procurement. At the same time,
the organization should not appear overbearing or intimidating, particularly if it
has significant purchasing power. Guidelines on dealing with service providers at
this stage in the procurement process can be found amongst the points covered
in Appendix C.
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Table 8.1 Assessing service providers (prequalification).

Assessment Criteria Score

Very poor Unable to demonstrate capability, capacity, 0
compliance and alignment with requirements

Poor Limited evidence of capability, capacity, compliance 1-4
and alignment with requirements

Satisfactory Adequate evidence of capability, capacity, 5-6
compliance and alignment with requirements

Good Significant evidence of capability, capacity, 7-8
compliance and alignment with requirements and,
in some areas, reveals innovation that exceeds
requirements

Excellent Considerable evidence of capability, capacity, 9-10
compliance and alignment in all areas and reveals
innovation that exceeds requirements in most areas

Service providers should be scored against the agreed criteria and then ranked.
The ranking indicates which prospective service providers are most suitable for
consideration at the next stage — the request for proposals or tender. Table 8.1
shows typical assessment criteria and scoring.

Once the ranking is complete and verified, the organization should interview
individually those service providers who have been judged to be suitable. The
interview should be used to brief them on the facility and their understanding of
requirements and to give them the chance to ask questions on matters that require
clarification.

The organization can then finalize its shortlist of service providers as a basis for
the request for proposals or tenders. The number of prospective service providers
that are invited to submit a proposal or tender should be based on the concept of
fair competition. In any case, it would be wasteful to invite more than five ser-
vice providers to submit a proposal or tender - see the later section on Tender
competitions.

Request for proposals or tender

In cases where service specifications are based on performance requirements
(outputs), the organization is obviously leaving a certain amount of choice in
terms of methods of working to the service provider. It would be inappropri-
ate, therefore, to request a tender in the conventional sense of a price for a fully
defined scope of service. Instead, it might be better to ask for suggestions as to
the best way of achieving those performance requirements and, of course, the
cost of doing so. For these reasons, it is more appropriate to think in terms of a
request for proposals, as it provides some flexibility for service providers to apply
their knowledge and experience in a way that might bring unexpected benefits
for the organization. Alternatively, it might confirm that the organization already
has a sufficiently developed understanding of requirements and has been able to
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communicate them effectively. It is also likely to mean that requirements based
on a prescriptive specification, which might not make complete sense to a service
provider, are mostly avoided. A simple example is cleaning, where a prescriptive
specification would lay down requirements for when a particular space or room
is to be cleaned and how it is to be cleaned. This could result in cleaning taking
place when it is unnecessary, involving needless work simply to comply with the
last letter of a requirement. Besides, the aim should be to maintain the space or
room in a state of cleanliness in which there is no accumulation of dirt or debris. It
leaves the service provider to plan and carry out cleaning in the most efficient and
cost-effective manner — see the example in a later section.

When preparing a request for proposals/tenders, whether for single or multiple
services, it is necessary to consider:

e An output-based service specification containing service-related
requirements.

e Service levels stating acceptable levels of performance.

Arrangements for performance measurement and reporting.

e The form of agreement and supporting terms and conditions or, where appli-
cable, a standard form of contract including any amendments.

e Criteria to be used to assess proposals or tenders.

e The date and time by which proposals or tenders should be submitted, as well
as the place and mode of submission.

The flexibility that a request for proposals confers can extend to alternative
proposals for the delivery of a single service or multiple services. Whatever the
preference, the format of the request should allow prospective service providers
to submit their proposals or tenders for service delivery in a defined format for
the purposes of consistency and comparability. It is worth noting that tendering
procedures are, in general, highly prescribed and strictly enforced, not least in the
public sector.

The point has already been made that a request for proposals is more than asking
for a price, since it provides the opportunity for prospective service providers to
submit their own suggestions. The aim of this stage is to allow comparisons to
be made between competing service providers on the basis of a common scope
definition and service levels (i.e. performance) to be delivered. The request
therefore covers details of performance measurement, penalties and incentives,
including the mechanism for adjusting payment in the event that performance
falls below an acceptable level. A further function of the request is in helping to
assess the impact of identified risks, additional risks that might have arisen during
tendering and any treatment of those risks. A period of not less than four weeks
should be set aside for service providers to respond to a request for proposals with
a submission; however, this could be reduced to a minimum period of two weeks
where the service is of minor economic importance and uncomplicated. Most
importantly, the organization should avoid issuing supplementary information
during the tendering period, as this can cause unnecessary and additional work
for tenderers. It can also suggest that the organization is less than efficient and that
a productive, working relationship might be difficult to develop.
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Rationale for service specifications and SLAs

Service specifications and service level agreements (SLAs) are essential tools in
facility management irrespective of whether services are outsourced or insourced.
They provide the working guidelines for both the organization and service provid-
ers to focus on the services that should be provided, where, when and in what ways.
Since they are intended to bridge the gap between end-user requirements and
expectations on the one hand and the delivery of services on the other, they have
a pivotal role in facility management in general and in the procurement process
in particular. Moreover, they provide the organization with the means to monitor
performance and a basis for rewarding excellent results, as well as penalizing
service providers that fall short. Sometimes, they become the centre of attention
when one party feels the other is failing to meet an obligation. In a positive light,
they can provide clarity, certainty and motivation to succeed, something that is
capable of improvement and, by implication, something that will change over time.

SLAs are often made by parties within an internal market - that is, between
the departments or other operational units in the organization - and act as a
type of contract. This type of contract is not necessarily accompanied by a charge
for the service. SLAs are also highly applicable to situations where services are
outsourced. Here, the SLA supplements the contractual arrangements and is the
starting point for developing a partnership relationship (see Chapter 10). The
preference to incorporate service specifications and SLAs as annexes to a contract
is often encountered. Organizations will approach this matter differently depend-
ing on external factors and the specialist advice they receive on the whole ques-
tion of contracts. What is important here is to emphasize the standing of service
specifications and SLAs in binding together the parties’ intentions.

In some organizations, SLAs are used for establishing service levels between
the informed client function and the business, with OLAs (operating level agree-
ments) used between the informed client function and service providers. OLAs
tend to include a greater level of detail than SLAs, which are aligned more to
principles.

Service specifications

For each service, a specification should be prepared in precise terms that make
clear the outcomes required from the delivery of that service. The organization
should, wherever practicable, avoid stating requirements in a way that restricts the
service provider’s ability to select the most efficient and effective approach, while
having regard to the need to achieve end-user satisfaction and best value.

A service specification is a document that quantifies the minimum acceptable
technical standard of service required by end-users and will generally form a part
of the agreement or contract with the service provider. The production of the
service specification is a prerequisite in the preparation of SLAs and should set
out the following:

o Internal guidelines and specifications — relating to corporate or department
policy, as well as those that have been adopted on previous contracts.
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e External guidelines and specifications — covering conformance to statutory
requirements, international and national standards, health and safety legisla-
tion, industry standards and manufacturers’ recommendations.

® Procedures - required practices that the service provider must follow to achieve
specified standards.

o Quality and performance thresholds — minimum technical standards that will
be acceptable.

Service specifications should be drafted consistently throughout and be
presented in a manner that is aligned with other documents such as the SLA.
The organization should avoid assembling service specifications from disparate
sources and, instead, approach drafting from the general to the particular, captur-
ing best practices. Moreover, service specifications should be drafted in such a way
that changes in operational requirements can be managed without invalidating the
agreement or contract covering the service.

The adoption of a performance (or output-based) specification is preferable to
one that prescribes how work is required to be undertaken; that is, an input speci-
fication. It is important to encourage service providers to look for better ways, at
lower cost, for the delivery of services that meet the required specification and
service levels. Nonetheless, there can be grounds for the organization detailing its
requirements exactly, as might occur, for example, when work has to be under-
taken in a specific manner or at certain times. For the avoidance of ambiguity,
specific requirements that leave nothing open to interpretation might need to be
stated. In the case of cleaning, for example, an output specification could describe
the standard of cleanliness to be achieved in terms of the maximum amount of
dust or debris permitted to remain following cleaning. In a contract for catering,
the specification could state that a meal is to be two courses, nutritionally balanced
and offering a daily choice including sauces and drinks. In these cases, there is
clearly opportunity for the service provider to innovate (see the earlier section on
Assessment criteria).

Over time, adjustment to the wording of specifications is likely to become
necessary as a consequence of changes in legislation, technical standards, policy
or procedures to improve performance, thereby enhancing end-user satisfac-
tion whilst maintaining best value. The inclusion of spot inspections of permits,
certificates, records and other documentation can help to provide evidence of the
service provider’s compliance.

Performance and quality targets

The extent of detail in the specification will depend on the importance and
complexity of the service or asset. This is bound to be an area of concern. Quality,
as we are aware, manifests in many ways. If a number of end-users were asked to
write down what quality meant to them in the context of a facility, there might be
as many different definitions as there were end-users. In order to avoid the poten-
tial for disagreement and dispute, facility managers need to spend time working
closely with end-users to elicit their views of what quality means to them. In many
instances, it will be possible to substitute the word performance for quality. This
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Table 8.2 The contents of an example service specification.

Section Contents
Part 1: Terminology 1.1 Definition of terms used
Part 2: Areas/items/services 2.1 Scope of areas/items/services covered by

specification
Part 3: External standards 3.1 Statutory requirements
3.2 International/national standards
3.3 Manufacturers’ recommendations
3.4 Industry-accepted best practice

Part 4: Internal standards 4.1 Corporate/department requirements

4.2 Previously accepted standards
Part 5: Categorization of areas/ 5.1 Detailed procedures for each category
items/services 5.2 Frequency of procedures for each category

is not meant to avoid the issue of defining quality; rather, it is a pragmatic and
realistic way of focusing on what exactly end-users expect and, therefore, mean by
quality. In the context of service delivery, quality is something that can be defined,
detailed and determined as due performance. For example, the quality of cleaning
of, say, offices can be stated in terms of either what end-users will accept as clean
or how often cleaning must be performed. Ensuring that worktops are always free
from dust is an example of a performance requirement and a target to be achieved.
It also says something tangible about the quality of service being delivered. In the
case of catering, there is the intrinsic quality of the food to consider, as well as the
whole experience provided to end-users from the performance of the service. The
examples are simple, but not trivial, and illustrative of how we are able to express
quality and performance and translate them into practical actions.

What does a service specification contain?

When undertaken for the first time, the drafting of specifications can be a time-
consuming task. Advice and information on how to write specifications are
available from a number of