- : gpg O L

FACILITY
MANAGEMENT

FOURTH EDITION

BRIAN ATKIN
ADRIAN BROOKS

WILEY Blackwell



ToTAL
FATY
Y waenient!



Thumbnail.jpg





Total Facility Management






Total Facility Management

FourTH EDITION

Brian Atkin

The Facilities Society, UK

Adrian Brooks

GVA Acuity Limited, UK

WILEY Blackwell



This edition first published 2015

© 2000 by The Further Education Funding Council
and Blackwell Science Ltd - First edition

© 2005 B. Atkin & A. Brooks - Second edition

© 2009 B. Atkin & A. Brooks - Third edition

© 2015 John Wiley & Sons, Ltd. — Fourth edition

Registered Office
John Wiley & Sons, Ltd, The Atrium, Southern Gate,
Chichester, West Sussex, PO19 8SQ, United Kingdom.

Editorial Offices

9600 Garsington Road, Oxford, OX4 2DQ,

United Kingdom.

The Atrium, Southern Gate, Chichester, West Sussex,
PO19 85Q, United Kingdom.

For details of our global editorial offices, for customer
services and for information about how to apply for
permission to reuse the copyright material in this book
please see our website at www.wiley.com/wiley-blackwell.

The right of the author to be identified as the author
of this work has been asserted in accordance with the
UK Copyright, Designs and Patents Act 1988.

All rights reserved. No part of this publication may

be reproduced, stored in a retrieval system, or
transmitted, in any form or by any means, electronic,
mechanical, photocopying, recording or otherwise,
except as permitted by the UK Copyright, Designs and
Patents Act 1988, without the prior permission of the
publisher.

Designations used by companies to distinguish their
products are often claimed as trademarks. All brand
names and product names used in this book are trade
names, service marks, trademarks or registered
trademarks of their respective owners. The publisher

is not associated with any product or vendor mentioned
in this book.

Limit of Liability/Disclaimer of Warranty: While the
publisher and author(s) have used their best efforts in
preparing this book, they make no representations or
warranties with respect to the accuracy or completeness
of the contents of this book and specifically disclaim any
implied warranties of merchantability or fitness for a
particular purpose. It is sold on the understanding that the
publisher is not engaged in rendering professional services
and neither the publisher nor the author shall be liable for
damages arising herefrom. If professional advice or other
expert assistance is required, the services of a competent
professional should be sought.

Library of Congress Cataloging-in-Publication Data

Atkin, Brian.

[Total facilities management]

Total facility management / Brian Atkin and Adrian
Brooks. - Fourth edition.

pages cm

Includes index.

ISBN 978-1-118-65538-2 (pbk.)
1. Real estate management. 2. Facility management.
3. Building management. I. Brooks, Adrian. II Title.

HD1394.A86 2014

658.2-dc23

2014020680

A catalogue record for this book is available from the
British Library.

Wiley also publishes its books in a variety of electronic
formats. Some content that appears in print may not be
available in electronic books.

Cover image: Cover photo taken from the Science and
Engineering Centre at Queensland University of Technology,
Brisbane. Cover photo courtesy of Brian Atkin, the author
Set in 10/12pt Minion by SPi Publisher Services,
Pondicherry, India

1 2015


http://www.wiley.com/wiley-blackwell

Contents

Preface to the Fourth Edition
Abbreviations

Introduction
The organization
The customer as end-user
Principles, process and procedures

1 Fundamentals
Key issues
Introduction
Background
Key concepts
Other concepts
Key roles, responsibilities and accountabilities
Core competence in facility management
Conclusions
ChecKklist

2 Facility planning
Key issues
Introduction
Real estate management
The own, lease or rent decision
The totally serviced workplace
Space management
Space utilization and efficiency
Design and facility management briefing
The feasibility study
Design development
Stakeholders
Risks and opportunities
Conclusions
ChecKklist

xii

N = =

R W W

13

16
17
18

19
19
20
21
21
22
23
24
26
34
35
36
39
39
40



Vi

Contents

Facility management strategy
Key issues

Introduction

The business context

Business drivers and constraints
Organizational management levels
Cross-cultural management
Strategy formulation

Strategic analysis

Solution development

Strategy implementation
Conclusions

Checklist

Human resources management
Key issues

Introduction

Personnel management
Conclusions

Checklist

Workplace productivity

Key issues

Introduction

Measuring productivity

Sick building syndrome

Design issues

Unconventional working arrangements
Conclusions

Checklist

Health, safety and security
Key issues

Introduction

Health, safety and security policy
Zero accidents

Occupational health and safety
Compliance

Hazard and risk assessment
Security and well-being
Conclusions

ChecKklist

The outsourcing decision
Key issues

Introduction

Establishing the baseline
Attributes of service provision

42
42
43
44
45
46
47
48
50
53
55
57
57

59
59
60
60
66
66

68
68
69
69
76
77
78
83
83

85
85
86
87
88
88
89
92
93
95
95

97
97
98
99
105



Contents  vii

Options for service delivery 109
Evaluating options 116
Conclusions 118
Checklist 118
8 Procurement 120
Key issues 120
Introduction 121
The procurement process 122
Centralized versus decentralized procurement 123
Procurement policy and procedures 124
Roles, responsibilities and accountabilities 126
Prequalification of service providers 126
Request for proposals or tender 131
Tendering 140
Financial close 142
Conclusions 145
ChecKklist 145
9 Service delivery 147
Key issues 147
Introduction 148
The internal customer as end-user 149
Insourcing 150
The in-house team 150
External service providers 151
Mobilization 152
Contract management 155
Conclusions 162
ChecKklist 162
10 Specialist services and partnership 164
Key issues 164
Introduction 165
ICT services 166
Health-care services 169
Security and protection services 170
Custodial services 170
Professional services 171
Performance and SLAs 172
Risk, insurance and indemnities 172
Supplier management 173
Collaborative relationships 174
Public-private partnerships (PPPs) 179
Facility management and private-sector participation 187
Conclusions 189
Checklist 190



viii

Contents

11

12

13

Performance management

Key issues

Introduction

Quality or performance

The post-implementation review
Post-occupancy evaluation (POE)
The service review

Updating service specifications and SLAs
Performance measurement
Benchmarking

Beyond benchmarking

The quality system

Conclusions

Checklist

Maintenance management

Key issues

Introduction

The maintenance strategy

The maintenance policy
Maintenance planning
Maintenance methods

Building logbooks

Permits and approvals
Inspections

Building services engineering installations
Manuals, registers and inventories
Maintenance management system
Conclusions

Checklist

Sustainable facilities

Key issues

Introduction

Sustainable development

Environmental management

Corporate social responsibility (CSR)
Zero carbon

Whole-life carbon

Environmental performance and energy efficiency
The building energy management system
Managing water resources

Managing waste

Management and end-user responsibilities
Technology-enhanced facilities

Innovative workplaces and housing
Conclusions

Checklist

192
192
193
194
194
195
196
199
199
208
214
215
216
216

219
219
220
221
221
222
227
231
232
232
233
236
238
239
240

242
242
243
244
245
247
248
248
250
251
251
252
253
253
260
270
271



Contents  ix

14 Change management 273
Key issues 273
Introduction 274
Transition 275
Managing change 292
Organizational change 292
Innovation, research and development 296
Conclusions 298
Checklist 299

15 Information management 301
Key issues 301
Introduction 302
Managing information 303

The facility handbook 310

The facility user guide 311
Information and data 311
Information handover 323
Building information models (BIMs) 324
Systems and interfaces 327
Conclusions 329
Checklist 330
Appendices 332
A Glossary 332

B Prevention of fraud and irregularity 355

C Risks involved in outsourcing 361

D Contract provisions 363

E Typical sections of an SLA 366
Bibliography 367
References 369
Index 372



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).
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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
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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.



8 Chapter 1

* 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



14 Chapter 1

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.



