Paul A. Rogers

is the founder and Managing Director
of Spire Consulting, a New Zealand
based management consultancy firm.
Paul specialises in strategic asset and
facilities management, organisational
performance improvement and supply
chain optimisation. Based in
Christchurch, New Zealand, Paul
consults to a wide variety of clients from
Qatar to Queenstown in the health,
infrastructure, utilities, manufacturing
and commercial property environments.
Paul is a visiting lecturer at Hong Kong
Poly University where he teaches part of
the post graduate FM course for MSc
students and is also a FM trainer for IIR
(Middle East).

Paul graduated with a Masters Degree
of Building Science (Facilities
Management) from Victoria University,
Wellington, New Zealand and has more
than 25 years experience in various asset
and strategic management roles, having
worked for ].P. Morgan, Lloyds of
London, Colliers International and
AMP Investments. Prior to forming
Spire, Paul was National Manager —
Facilities Management at Telecom New
Zealand where he was responsible for the
contract and performance management
of New Zealand'’s largest facilities
management portfolio.

Key Words:

Total Cost of Ownership, Value for
Money, cost effectiveness, customer
focus, cost savings, high
performance business units,
partnering & alliancing, facilities
productivity and workplace
efficiency.

Paul A. Rogers

Spire Consulting (NZ) Ltd
P.O. Box 13611
Christchurch

New Zealand.

Tel: +64 274 400 867
E-mail:

paul.rogers@spireconsulting.co.nz

1|Page

Doing More with Less —
Leveraging the FM Value
Proposition for your Customers.

Paul A. Rogers
MBSc, Dip. Env. Mgt., Dip. En. Mgt., M.IPENZ, M.IoD, M.PINZ., FMANZ
Submitted April 2009. Final Edition.

Abstract

As interesting as it is to be living through historic economic drama,
Facilities Managers (FMers) can’t just stand by and watch. You have to
act — yet you have no script. So much of today’s turmoil is unprecedented
that you can’t find guidance by looking to the past. The organisational
pressure to reduce the Total Cost of Ownership (TCO) is overwhelming
for most FMers — but this should not be at the expense of facilities user
comfort, control and productivity.

This paper examines the impact of the current economic crises on
facilities management and defines an optimistic response designed to
amplify the value of FM and centre the profession as a true business
enabler and custodian of value through lowering the total cost of
ownership, for all organisations. A practical summary list of FM cost
savings is also included to ensure you can start today in reducing your
TCO.

Introduction

The establishment and main stream recognition of Facilities Management
(FM) gained real traction in the last period of economic turmoil; the 8
years between 1987 — 1995. These years are acknowledged as the last
recession period and herein lies a great opportunity. The economic crises
of the late 1980’s created an environment where landlords and tenants
demanded a tight focus on facility operating costs, improved facilities
performance and greater attention to the facilities occupier. In short, FM
became a priority whilst new building growth, construction and
development receded.

Out of these demands arose the professional FM organisations
(International Facilities Management Association (1987) Facilities
Management Australia (1989) and British Institute of Facilities
Management (1993)), facilities centric processes, technology development
and much greater identity and recognition of the facilities profession.
During the 1980’s and 1990’s, facilities users also developed a much
better understanding and appreciation of the value and role of FM in
enabling businesses.
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These same global economic drivers that shaped the last intense wave for
FM are now even greater and those facilities managers that can take
advantage of them will require fast reflexes, an aggressive attitude, and
serious changes to the status quo.

Now, more than ever, facilities managers need to refine, hone and focus
their FM value proposition. Savvy FMers deeply understand their
customers businesses (either internal or external businesses) are adept at
translating organisational need into facilities processes, owning and
implementing those processes and demonstrating the FM value that
arises.

Everybody everywhere is impacted in some way from the economic
turmoil prevalent across the globe. From the Bangladeshi construction
labourers working on the Burj Dubai, to the in house facilities services
operations within New Zealand’s international airports undergoing an
outsourcing process in response to a declining Return on Investment on
airport facilities - FMers everywhere are redefining and re-establishing
their value proposition through better alignment and support for FM
service.

What do our Customers Really Need, Now!

The current focus on ‘lowest cost’ provision is understandable. Nearly
every organisation is facing a squeeze on revenues and funding streams.
FMers are under intense pressure to benchmark their service offering in
fiscal terms only. In isolation, this serves to focus on the competitive
position of the FM supplier neglecting the unique needs of the customer.
By adopting this cost-only approach, FM remains in danger of becoming
a commodity service bought at the lowest price from a range of non-
differentiated suppliers.

FMers need to look beyond simple cost comparison and towards
developing models that are more sensitive to the needs of the customer.
Only then can the perception of FM begin to change from that of an
expensive overhead towards a customer-focused, essential business
component and able to add real value and support the customer in
meeting their core objectives.

Most customer centric organisations would agree that good customer
service should be viewed as an overall attitude held by the customer
towards the delivered service. As a result, measurement instruments
have generally taken the form of customer questionnaires which when
structured well; provide particularly useful and relevant feedback on
both current service performance and perceptions of what the customer
really wants from FM services.

Many service organisations use customer questionnaires to measure the
effectiveness and service quality of FM services, as delivered by both
internal and external service providers.



Based on the many FM customer satisfaction surveys we have completed
and the research into FM customer service by other authors (see Shaw &
Haynes 2004), we have arrived at a robust tabulated list of service
attributes or dimensions that give a good indication of what our FM
service customers really want. The order represents perceived
importance (by the customer).

Service Attribute Most
Favoured by M
Customers

Service Attribute Dimensions

1 - Professionalism

*  Meeting legislative requirements

*  People treated as valued customer

= Culture of urgency, always

=  Staff act in a professional manner

= Accurate specifications and levels of service produced
*  Customer disruption minimized

*  People treated as valued customers

=  Seamless Project Handover

2 - Customer Empathy

*  Willingness to adapt to requirement changes

*  Customers business drivers understood

*  Project options offered

=  Appreciation for the value FM plays in their lives

3 — Communication

] Uses two ears and one month, in that order!

*  Always communicates as to the status of the job

*  Quick response given to help requests

*  Friendly and courteous staff

=  Will always follow up to any issue, as fast as possible

=  Responsive and willing to react to unforeseen or forecasted business
disruption

4 - Provision of
Competent Staff

=  Previous staff experience. Has some idea of what the problem might be
(anticipation) and where it originates from.

*=  Technical and business savvy

»  Speed to allocate project managers

*=  Accurate specifications, drawings, processes and operating policies
available and utilised

=  Competent and reliable team of broad skilled, passionate individuals
collaborating for the greater good of the business

5 — Reliability

*  Agreed deadlines always met
*  High quality workmanship

*  Specific and realistic times set
*  Dependable team

6 — Demonstrating Value

*  Transparent costs made available

=  Suppliers costs challenged and tested

*  Customer allowed to evaluate suppliers

=  Partnering and alliancing embraced where all parties can concentrate on
‘total cost of ownership’.

Figure 1: FM Customer Attributes (Rogers 2009)
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Our observation of great FM customer service, using all of the above
attributes in a collaborative optimised mix, culminates in what we call
Customer Focus.

Deep customer focus is about an attitude that lies at the core of the FM
business unit. It is a team that knows this and does it well. Facilities service
providers that differentiate their service offerings through deep customer
focus are constantly thinking about better, quicker and easier ways of
doing things that customers need, they ultimately become indispensable.
They create compelling reason for their service and have positioned
themselves to deliver well on it. They can do this even in today’s crowded
market where price more than ever is the prevalent determinant of
purchase.

The company with deep customer focus excels at offering what each
customer wants. Through constant innovation, harnessing the mutual
clarity of purpose, customer feedback, tight business processes and the use
of knowledge, the service provider becomes indispensable.

And as the relationship intensifies, sustainable gains for both parties result.
No service attribute on its own can accomplish that. The service provider’s
activities become so interwoven with its customer’s activities that
customers end up spending more money with the company on a greater
variety of offerings generally over a much longer period. Thus customers
reward the service provider, giving it many opportunities for profitable
growth.

Achieving Deep Customer Focus - A Guide for Facilities
Management Business Units (FMBU)

In our experience, regardless of their specific areas of facilities expertise,
every FMBU is set up to deliver across four key domains. To greater or
lesser extents, they possess four core competencies in delivery, clarity of
purpose, efficacy, and relationships.

1. Delivery Competency — encompasses how well the FMBU can respond
to the customer’s requirement for day to day operational and tactical
services. It reflects the FMBU’s scope and complexity of services. What
levels of cost, quality, robustness and flexibility is the FMBU able to
meet?

2. Focus by definition demands clarity, in particular, clarity of purpose.
Clarity of purpose, in a FM service provider relationship can only be
formed through alignment and deep understanding of each others, roles
and responsibilities. For the FMBU, this often means engaging in a
formal ‘partnering process’ with their clients, facilitated by a skilled
independent session leader determining the key business processes. The
process activities and tasks are then assigned to owners and supporting
roles and responsibilities are agreed.
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Partnering becomes the process style in which parties engage in mutually
beneficial activities.

3. Efficacy is the FMBU's ability to best leverage productivity. Productivity
is generated by many means, but facilities managers who achieve deep
customer focus are always proficient in tuning, balancing and optimising
their financial capital, people, processes and technology to determine the
most effective blend of capacity and capability.

4. Many FMBU'’s charge a service fee through either formal or informal
service level agreements or contracts, which separate the price the
customer, pays from the costs the service provider incurs in providing
the services. his seemingly straightforward arrangement can lead to
serious conflicts, especially when the contracts extend for many years,
when service providers take control, once the contract is signed and seek
to exploit the relationship or lower the service for short term profit gain.
For this reason, savvy customers attempt to gauge the FMBU’s
relationship competency — the extent to which the facilities manager is
willing and able to cultivate a “win-win” relationship that will align and
leverage client and service provider goals and incentives over time.

Facilities managers who make the effort to articulate and quantify the real
benefits of their service offering prior to commencement (through perhaps
a Business Plan, Service Level Agreement or Contract), and then engage in
deep customer focus through clear alignment of their core competencies
with their customer’s most pressing needs, are well rewarded with positive
and loyal feedback, higher margins and longer, more profitable
relationships through these difficult times.

With remarkable consistency, facilities managers whose customers rate
them highly credit the benefits they get from their deep customer focus as a
key source of their motivation to do their best. This closer business
relationship helps both parties implement more effective practices through
being co-dependent and reliant upon each other.

At every step of the facilities management, customers are seeking
alignment of demonstrated capability, professionalism and experience.
Successful facilities managers intuitively understand the demands of their
customers and anticipate in advance, opportunities for continuously
adding value to their customers bottom line. They will sacrifice short term
gain for long term value benefits based on strong, positive relationships.

That is because the linkages between the facilities manager and their
customers are so tightly bound that they withstand the usual internal
politics, market variables, staff changes, and other pitfalls and,
continuously deliver enhanced value through collaborative service delivery
processes that drive the organisations TCO down, and value up.



Positioning FM in the Organisations Value Chain

Now, more than ever, service suppliers need to be very clear about their
points of differentiation or unique selling proposition. With a mature
market place sensitive to price, those service suppliers who can position
on a combination of demonstrated ability to reduce TCO as well as
enhance revenue or organizational productivity, shift from being price
takers to price makers. The same holds true for internal FMBU’s. Their
shift is more ‘cost centre’ to ‘profit centre’ underpinned by a clear
demonstration of increasing revenue and profitability within their
organization. Figure 2 below emphasis a range of areas where FMers
have influence and can become ‘value generators’.

Core Business Performance Facilities Strategy Facilities Decision Making and Operation Level:
Level Level . Value Generation Opportunities

Obtain current valuations of facilities

Select suitable locations

Manage risk associated with properties

Make lease/purchase decision on a facility by facility basis
Redevelop obsolete properties

Create and maintain IT system for property management

Increase value
of assets

Select locations that attract customers

Provide space that attracts customers

—  9$Make symbolic statement through design and location
Create a workplace that support the brand

Provide environment that supports the sale

Promote
— marketing and ¢
sale

Profitability

Growth

Develop usability of the workplace
Design facilities that provide innovative processes
= . . .
Emphasise knowledge in work settings
Allow users to participate in design phase

Increase
innovations

Seek locations convenient to employees
Provide pleasant working environment
—  9Provide functional workplace

Provide desired amenities

Respond quickly to real estate requests

Increase
e employee [ S
satisfaction

Ith of shareholders

Maintain facilities to accommodate optimal operations
Increase Provide environment that enhances productivity
productivity | — Choose convenient layouts and locations for providers
—¢Design facilities that improve the creation and delivery of
products

Choose convenient locations for employees in collocated
buildings

Imise wea

Revenue
Growth

Max

Choose leasing instead of owning
Negotiate short-term leases
Create flexible workplace solutions
Favour multiple use facilities
Select serviced offices

Increase
flexibility
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Minimise acquisition and financing costs
Minimise operating expenses

Create economies of scale in acquisition

Use workplaces more efficiently

———¢Conduct routine maintenance

Balance between outsource and in-house activity
Act as a control mechanism

Utlilise government incentives

Establish workplace standards

Reduce Cost ¢
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Figure 2: Value Add Leverage for FMers (Rogers 2009)
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In support of Figure 2, the list below also provides opportunities for FMers
to transform their reactive operation to a stronger value add model.

1. Become ‘Value Generators’. Rather than a ‘fix when fail’ mentality—
focus on adding value to the facility and its productivity.

2. Optimise the use of technology and Asset Management Planning.
Understand the potential, utility, functionality, capacity and
productivity of the facility. Aim for service delivery strategies that go
beyond just ‘maintain’ to maintain and enhance — adding ‘life’ to the
lifecycle and enhancing asset productivity.

3. Create case study profiles, suitable for distribution to clients, unit
managers or as use as marketing media. FM suffers from the invisible
tag — until things go wrong. Be proactive — demonstrate the value on an
ongoing basis. Whether its dollars saved, mean-time between failure
increasing, or facility uptime ensuring your organisation knows the
value goes a long way to lifting your profile and making FM much more
than just ‘bogs and basins’.

Focus on where and how to add tangible value to facilities, assets and

infrastructure ownership structures. Understand just how the facilities

provide value - serviceability, productivity, functionality, availability,
aesthetic, operability, etc.

Making your Role Indispensable. Be distinct, or Extinct!
Putting FM first starts with you consistently demonstrating your value.

* Don’t underestimate the amount of pressure your managers are
under. Show how your direct FM contribution saves money off the
bottom line, defers capital expenditure whilst maintaining service
levels, makes it easier for tenants and facility occupiers to do their
business or creates additional revenue. Everything you do needs to
either make a dollar or save a dollar.

* You have to motivate the troops. FMBU’s under threat of
outsourcing need to demonstrate why the internal delivery is more
responsive, more effective and adds more value than an external
service provider. Now is the time for recognition. Introduce an
‘Employee of the Month” scheme or some similar method for
recognising good work done above and beyond the norm.

= Act like a survivor. During these times, you have to act like a
survivor if you hope to avoid the axe. Research shows that being fun
to be around really matters.
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While everybody prefers working with a personable superstar to an
incompetent jerk, when people need help getting a job done, they’ll
choose a congenial colleague over one who is more capable but less
lovable. I'm not suggesting you morph into Jerry Seinfeld; being
congenial and fun isn’t about bringing down the house. Just don’t be
the person who’s always in a bad mood, reminding colleagues how
vulnerable everyone is.

Turn up early and stay late. Those that make a distinctly positive
impact in the workplace, are visible, are great planners, are always
available for solving problems and seem to always be available and
accessible. Become the real ‘go to” person. Being indispensable is
good insurance in these times.

Add formal qualifications. Up-skilling through training and formal
tertiary education is a great way to enhance your CV and positions
you well when the job tide turns. Historically, FM has lacked
professional associations but this is changing and now is a good time
to be involved in lifting the profession from its technical operational
obsession, to a more strategic long term view.

Below are the six most important things that I think a world class facilities
manager does exceedingly well:

1.

They know where time goes. They work systematically at managing
the little of their time that can be brought under their control.

They focus on outward contribution. They gear their efforts to
results rather than work. They start out with the question, “What
results are expected of me?” rather than with the work to be done,
let alone with its techniques and tools.

They build on strengths — their own strengths, the strengths of their
staff, their bosses, their suppliers; and on the strengths of the
situation. They do not build on weaknesses. They do not start out
with the things they cannot do.

They concentrate on the few major areas where superior
performance will produce outstanding results. They force
themselves to set priorities and stay with their priority decisions.
They know they have no choice but to do first things first — and
second things not at all. The alternative is to get nothing done.

They make effective decisions. They know they must identify
business needs, then translate strategy into workplaces, own the
processes of providing those workplaces and demonstrate their
impact on organisational outcomes.

They must create clarity of purpose and ensure their staff shares
collective responsibility for FM success.
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Summary

Many forces are beyond your control in a recession, but if you direct your
energy toward developing a facilities plan that concentrates on creating,
generating and delivering additional value, as well as keeping a close eye
on the expenditure, and driving costs down in a sustainable manner, will
mean FM becomes a value generator rather than a painful cost overhead.

Now is a good time to do a self review. Imagine your boss, your boss’s boss,
and the HR director all sitting in a room, categorising people and the teams
they work within. What are they going to be saying about FM, what are
they going to say about you? How much do they value FM and your
contribution to the organisation?

The supplement table below gives you nearly 40 specific opportunities to
consider in stretching the FM dollar. Use it as a check list and work your
way through the items testing, provoking and challenging old school
methods for fresh savings.

The economy will bounce back; your job is to make sure that you do, and
your facilities team does too. Act on the ideas tabulated below, demonstrate
the value you deliver and not only will you see this recession out but you'll
be a much stronger position to prosper from the new opportunities that sit
beyond this current economic drama.
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