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1 Introduction

Martin Pickard
Conference Chair 2018, Managing Director, FM Guru Consultancy

“The timing and
theme of this year’s
Workplace Futures
conference could not
have been better
planned .

”

The timing and theme of this year’s
Workplace Futures conference could
not have been better planned
coming as it did while the
mainstream media was still full of
stories of Carillion’s implosion and
every business pundit and tabloid
commentator was condemning the
outsourcing of public services. Of
course, these are the same people
who
consider
the
idea
of
nationalising services too radical,
object to private businesses making
a profit, and then cry doom and
gloom when they don’t.
As an industry and profession that
regularly complains about being
ignored by the media this sudden
attention seemed to take the sector
by surprise and, in the absence of
an FM trade association, our
professional institutions and leading
service providers responded by
keeping their heads down and
issuing expressions of sympathy for
those affected.
This is a shame because where
adding value rather than reducing
cost is used as the primary driver for
facilities management exceptional
results can be delivered, and we
should use these opportunities to
get that message across. There are
many opportunities for FM to add
real value through improving
productivity, supporting creativity,
reducing
risk,
benefitting
communities and many more.
The race to the bottom which has
engaged much of the industry in
recent years has wiped millions off
share values, impacted on client

services, cost people jobs and
pensions, and damaged the
reputation of the industry. Any
strategy for service procurement
based wholly on cost reduction can
only lead in one direction. Once all
possible efficiencies have been
achieved all that is left to attack is the
service provider’s profit, the quality
of the service itself, or both - and all
three of those options guarantee the
unsustainability of the enterprise.
As well as giving an opportunity to
debate these issues with industry
peers Workplace Futures once again
reminded us that much better
business practices do exist in FM,
and the panel of speakers
comprised a diverse array of
thinkers and doers from across and
beyond the sector to explore the
concept of value in FM. Keynote
speaker Jon Ingham described
value as “increasing the impact of
our activities on the intangible
outcomes which lead to business
performance”. He argued that a
focus on people outcomes through
the creation of social capital was the
route for FM to deliver maximum
value.
This people-driven approach was
given a ringing endorsement by
behavioural specialist Alan Williams
who
reminded
us
of
the
effectiveness
of
values-driven
service strategies to enable
sustained performance and unlock
value for both the organisation and
its people. Tom Robinson said that
we need to create a culture where
our people can do the best work of
their lives, and both Jamie Quinn
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from ENGIE and Rory Murphy from
VINCI took this a step further by
demonstrating the positive impact
that facilities management can have
on communities and society in
general.
The opportunities offered by new
technology have been a recurring
thread at recent conferences, and
Paul Fox from Getronics gave a call
to action for FM providers to change
the way we interact with buildings
and use the data from smarter
facilities to inform a step-change in
service.
However, having a
connected building is just one
element of the fantastic office that
everyone deserves, according to
Neil Usher. His book, The Elemental
Workplace,
sets
out
the
characteristics that differentiate
great workplaces from the rest and
is well worth a read for anyone
running a facility.
Debra Ward put this nicely in context
with her description of JLL’s
integration
model,
which
incorporates
work,
worker,
technology, workplace, building and
portfolio in an integrated service
strategy using initiatives that span
and connect the individual elements.
Greg Daniel, of ISS, and Wayne
Tanner, of UBS, then jointly
presented a case study of the latter
organisation that was a perfect
example of all these things,
incorporating strategic alignment,
technology application, design
principles
and
values-driven
behaviour to generate an effective
workplace that supports the
organisation’s goals.
There is, however, still much to do.
Graham Perry outlined the gaps in

research data required to turn
“insight into foresight”, Dan Weiss
from
Sodexo
described
the
continued evolution of the Integrator
model, and Dave Wilson explained
the progress being made on the
development of useful standards for
facilities management. This included
a new definition for FM as: “The
organizational
function
which
integrates people, place and
process within the built environment
with the purpose of improving the
quality of life of people and the
productivity of the core business”.
Redefining FM is a recurring cycle in
the world of facilities management
as the practice, profession and
industry continue to evolve and to
establish its place within the context
of the ever-changing nature of work
and shifting drivers from society,
business and the economy. RICS
and IFMA have focused a lot of
attention on strategic positioning in
recent years and the BIFM is
increasingly
focused
on
the
Workplace concept.
Despite this the central tenet of FM
for at least the last five decades has
remained unchanged – that we have
a key role in integrating people,
place and process to help
organisations to achieve their goals.
That needs to be done efficiently,
professionally and with due focus on
ethics and social responsibility. This
is the message that must resonate in
the aftermath of the Carillion
debacle – that the facilities
management industry and the
facilities profession itself do have a
set of professional ethics and
standards and that value is being
delivered and should be celebrated
despite the problems of a few.
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“This is the message
that must resonate,
value is being
delivered and should
be celebrated
despite the problems
of a few.

”

2 Adding and creating value

Jon Ingham
Consultant, researcher, writer and speaker on strategic people management

“It is only when FM
starts to create value
that it develops
into a truly
strategic role.

”

Workplace Futures 2018 examined
the role of adding value in FM. Value
always has a central role when I
work with clients in property, FM,
hospitality, IT, HR, organisational
development and other activity areas
to develop a more strategic focus to
the way they manage their people,
organisations and workplaces.
Value for money is the most basic
level of value. It is useful and
important and can result in
significant
financial
savings.
However, it does not play a major
role in meeting business objectives.
In FM, this often involves creating a
clean, safe, secure workplace with
good Wi-Fi. It can also relate to
introducing standards and best
practices. I also put one of today’s
main fads, employee experience, in
this category. A great experience is
increasingly important but doesn’t
make a company strategically more
successful – unless it provides value
in another way as well.
Adding value is the opposite to value
for money as it is all about meeting
existing business objectives. There is
also creating value which aims to
provide new business opportunities,
enabling an organisation to set new
or more stretching business goals. It
is only when FM starts to create
value that it develops into a truly
strategic role.
At Workplace Futures I explained
that, from my perspective, the last
two of these three opportunities to
provide value come from linking
activities with, and in the case of
creating value, from focusing on,
people
and
organisational

outcomes. These outcomes are
based upon the people working in
an organisation, the relationships
between the people, and the
organisational
environment
(ie
human, social and organisation
capital). They do not come just from
focusing on facilities or the
management of these facilities
themselves.
I was pleased that many of the
presentations that followed mine
focused on people – the role of
values, purpose, emotions, and more
- not just on FM. I was particularly
pleased that several presentations
mentioned the importance of social
collaboration.
I was, however, a little disappointed
to see a couple of sessions referring
to ‘users’, a word and perspective
which I think takes us away from,
rather than moves us towards, a
more people-centric approach.
Also, although I was pleased to see
several presenters refer to the need
to combine people, process and
technology/data, I thought it was odd
not to hear much about integration of
FM with other disciplines as I think it
is increasingly hard to add and
create value without a collaborative
approach across different functions.

Looking at the discipline overall, I
would suggest FM needs to think
more about the opportunities to
provide value in a business and how
it can support and enable this, and
then measure this opportunity, rather
than just trying to identify and
measure the value of FM activities
that have already been provided.
The latter approach is putting the FM
cart before the outcomes horse.
There is a huge opportunity to do
things differently rather than just to
do more with less, and I wish all FM
practitioners the best in their efforts
towards an even more value adding
future.

“There is a huge
opportunity to do
things differently
rather than just to
do more with less.

”

Another area that deserves more
focus is best fit rather than just best
practice, ie how organisations align
their FM practices with their
business
strategies
and
the
particular people outcomes which
they need to inform and support their
unique business objectives.
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3 Alignment driving value: the power of organisational values

“The pace of change
will never be this slow
again.”

Alan Williams
Managing Director, ServiceBrand Global

In recent times, the v-word has
Putting
caught the imagination.
values at the centre of everything an
organisation does is the starting point
to create a strong service brand –
and values-driven service for
sustained performance. But this
needs to be done in practice, rather
than as some sort of lip service PR
campaign.
We are living in extraordinary times –
volatile,
uncertain,
complex,
ambiguous. The pace of change will
never be this slow again.
Many traditional approaches are no
longer relevant and there is a new
business agenda emerging. This is as
relevant to the FM sector as it is to
business in general, as demonstrated
by the spectacular collapse of Carillion
under a debt pile of £1.5bn, on 15
January 2018, as well as nervousness
about the financial performance of
other major service providers.
Why values are the key
Values are the things that are
important to us, the foundation of our
lives. They are deeply held principles
that guide our choices and
behaviours and influence our
emotions. Values are the core of who
we are. They are our motivators, our
drivers, the passion in our hearts and
the reason why we do the things we
do. In a world that is constantly and
rapidly changing, values serve as a
compass to navigate uncertainty.
Research has shown that purposeand
values-led
organisations
consistently outperform.
In this
organisational context, values are
moving from a PR exercise to
become the guiding compass, not

only for progressive, enlightened
organisations but for more wellestablished corporates, too.
Simon Sinek’s lavishly praised and
popular Golden Circle concept is a
good place to start. Sinek explains
that it is not what people do that
inspires them. Instead, it is the why
(purpose) and how (values) that
achieve emotional engagement. This
is supported by findings of two of the
most respected names in the
corporate world.
The IBM CEO Study, of May 2012,
surveyed 1,700 chief executive
officers across 64 countries and the
key recommendations outlined three
imperatives
essential
for
outperformance. The first of these
was empowering employees through
values: “For CEOs, organisational
openness offers tremendous upside
potential – empowered employees,
free-flowing ideas, more creativity
and innovation, happier customers,
better results. But openness also
comes with more risk. As rigid
controls loosen, organisations need a
strong sense of purpose and shared
beliefs to guide decision making.
Teams will need processes and tools
that inspire collaboration on a
massive scale.
Perhaps most
important, organisations must help
employees develop traits to excel in
this type of environment.”
PwC later conducted its similar CEO
Survey 2016 amongst 1,400 top
executuves in approximately 80
countries. This highlighted that 75%
of CEOs are changing their values
and code of conduct to respond to
stakeholder expectations in an

environment of
unprecedented
change. It reported how values can
provide a guidepost creating internal
cohesion to support achievement of
organisational aims and assist
strategy execution.
The Financial Reporting Council is
perhaps the most influential source of
governance advice around the world,
as originator in 1992 of the widely
copied Corporate Code. Now, the
FRC has torn up its previous code,
with a radically rewritten version for
consultation that stresses long-term
success and proposes a new
requirement for businesses to test
their values across the business, from
top to bottom. Their proposed text is
as follows: “Directors should embody
and promote the desired culture of
the company. The board should
monitor and assess the culture to
satisfy
itself
that
behaviour
throughout the business is aligned
with the company’s values. Where it
finds misalignment it should take
corrective action. The annual report
should explain the board’s activities
and any action taken.”
Values are now mainstream: it is no
longer about a framed plaque on the
wall.
How is this happening?
The ‘customer experience’ still seems
to be referred to as a brave new world
in business and, laudable though the
concept is, ‘the experience economy’
was coined by Pine & Gilmour as long
ago as 1998. That is twenty years
ago….. in the last century!
Nowadays, an experience alone no
longer seems to be enough.
Customers (and other stakeholders)
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want to know the substance
underneath the surface of an
organisation. What is its reason for
being and what are its values?
Decisions to buy or be associated
with a brand are being driven by
more than some simplistic financial
criteria. Just consider the growth of
the Fairtrade brand, with sales of
€7.88bn in 2016 (it started in 1994)
and how brands like North Face,
Apple and Gandy’s are connecting at
a deeper emotional level.
And notwithstanding all that is being
said and written about artificial
intelligence and the digital world,
people are still a critical factor
because customers’ perception of a
brand is most strongly influenced by
the behaviour of the people
representing the brand.
Maya Angelou’s observation is very
relevant and certainly accurate: “I've
learned that people will forget what
you said, people will forget what you
did, but people will never forget how
you made them feel.”
In summary, in our super-connected,
increasingly transparent world,
organisations no longer own their
brands. Instead brands are coowned by organisations and their
stakeholders (customers, employees,
outsourced
service
partner
employees, local communities etc).
Some years ago, it was possible for
organisations to fabricate a marketing
and PR ‘front’, but now the truth gets
out – fast. We refer to this new
paradigm as The Values Economy.
What you can do
There are a range of tools that can
help support a values-driven
approach. That’s right, it will not just
happen on its own….and there is no
magic values wand. As one example,
the 31Practices approach helps to
translate values into practical day to
day behaviour and then supports

daily practice.
There is an
organisational version, which won the
Business Psychology Association
Employee Engagement award, and a
personal
version
here:
www.my31Practices.com.
The relevance for FM
Building on the above, one of the
most important stakeholders in
shaping an organisation’s brand
identity is the employee(s). There are
factors such as pay, approach to
personal development, company
reputation, which will affect an
employee’s perception of their
organisation. However, other factors
also play a part and these include the
quality, maintenance and cleanliness
of the built environment, the
workplace services (eg, is there onsite provision of food and drinks?)
and the behaviour of the facilities
management services team (who
might be employed by other service
partner organisations).
These
frontline FM people are often the face
of the organisations they are
representing, and their actions
directly influence the visitors’ and
employees’ perception of the
organisation’s brand and values. The
key question is, how can a facilities
management function build a strong
internal service brand to enable the
core business and also to reinforce
the organisation’s brand and values
for, arguably, its most important and
influential stakeholder group, its
employees? And what are the risks if
a facilities management function
does not do this?
In summary
The Values Economy is here and the
importance of an organisation’s
brand DNA and its values cannot be
overstated.
Behaviour strongly
influences perception and employees
(including outsourced staff) are the
organisation. Values-driven alignment
between brand identity, employee
engagement
and
customer
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“The importance
of an organisation’s
brand DNA and its
values cannot be
overstated.

”

experience unlocks value. All of this
is as applicable in FM as it is in the
commercial environment, and it
creates an opportunity for FM to lead
and enable the business.
But, sustained success requires
sustained effort: leaders need to lead
in practice - and practice makes
more perfect. So keep practicing!

Energy & Services
are now one solution
Tomorrow’s businesses demand much more.
That’s why ENGIE is shaping a new kind of
energy and services company. One built on
intelligent customer-led solutions, digital insight
and proven people skills to deliver a more
efficient and sustainable future.

By people for people

engie.co.uk

4 The power of technology

Paul Fox
Managing Director, Getronics

“People, as consumers
and including
employees, are expecting
more - more control and
more flexibility.

”

Technology and innovation have
always been the driving force of
change in business, and in society as
a whole. From the industrial revolution
changing the face of manufacturing
to the growth of globalisation after the
commercialisation of flight. Most
recently the rise of computers and
the internet has led to greater
automation, and the changes have
only just begun. Companies must
adapt and embrace change in order
to thrive. This is why Servest recently
acquired a large stake in the
Getronics technology business.
All this change has been driven
mainly by businesses and large
corporations. And now, the continued
rise of the internet, the socialisation
of knowledge and the increase in
affordable hardware is seeing the
start of another change - with the
power being shifted into the hands of
the consumer. This means that
people, as consumers and including
employees, are expecting more more control and more flexibility.
Technologies become mainstream
The speed with which technology
and innovations are being developed
and becoming the norm is changing
the way the world does business.
Mobility
and
cloud-based
technologies have now become
mainstream and an integral part of
most companies’ strategies. It is now
not a case of if a company will
implement them, but when.
But as the amount of data that we
share and interact with has grown
exponentially,
the
threat
of
cybercrime and terrorism has
become real to both individuals and

businesses. Finding the right tools to
protect yourself, your business, your
customers and your colleagues is at
the forefront of everybody’s agenda,
whether that is a piece of equipment,
a vendor or technology itself.
Smart everything
As technology becomes part of
everyday life and we are becoming
more used to smart ‘things’ with the
emergence of AI and IoT, we are
expecting the same level of
technology and automation in our work
life. The technology is there to make
anything ‘smart’; the trick is to utilise
data to ensure a seamless customer
experience and to offer a well-scoped,
targeted and purposeful solution.
Demographics are an issue here, too.
The term ‘millennial’ is often overused, but the truth remains that by
2020 nearly 50% of the workforce will
have been born in the latter part of
the last century. Many of these
people have grown up with
technology as part of their everyday
lives and are very tech-savvy. They
have high expectations for their work
environment and assume that it will
offer flexibility and adaptability. It is
important that these expectations are
addressed if you want an engaged
and productive workforce that will
stay with you in the long-term.
Embracing change
The business landscape is changing:
for many years some of the largest
companies in the world have been
technology groups such as Apple and
Google. Now, some of the quickest
growing companies are not simply
technology companies, but have
harnessed the power of technology to

enter or dominate a marketplace that
would traditionally require a large
amount of capital. Uber, for example,
is the largest taxi company in the
world without owning a single vehicle.
It is a similar story with Airbnb and the
hospitality industry.
It is time for other companies to drive
change in their industries by utilising
the power of technology, because the
company that doesn’t adapt will be
the company that doesn’t survive.
Since 2018 over 50% of Fortune 500
companies have ceased trading.
Many analysts believe this is because
they did not keep up with the speed
of change.
The facilities management industry is
not immune to these changes and will
need to adapt offerings and business
models to meet the needs of
changing workplace environments
and to keep up with the technological
advancements their customers are
implementing.
It is clear that buildings are no longer
being used in the same way on a day
to day basis, let alone for years on end.
In order to get the most out of them,
they need to be flexible and adaptable.
Recently, a Japanese imaging and
electronics company analysed its
workspace occupancy data and found
that desk space was not being well
utilised. At peak times only 51% of desk
space was being used, and over half of
desk spaces were only used 20% of
the time. These insights allowed the
company to utilise their space better,
achieving cost savings; but such data
could also be used to provide a tailored
facilities management plan or to bring
efficiencies into an existing offering.
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People plus data = a better future
Facilities management will always be a
people business. The future is not
about replacing entire workforces with
robots, but there is value in utilising
data from technology to power
decision-making. By the end of this
decade there will be over 20 billion
connected
IoT
devices
and
approximately 2.5 billion sensors in
smart buildings. The opportunity this
presents to the FM industry to provide
added value to customers is
phenomenal. Workers in countries
such as the UK, US and most of
Europe can spend up to 90% of their
day indoors, and studies show that to
get the best out of people they need to
have a positive working environment.
In some studies, the results indicate
that simply improving the ventilation
can increase strategic thinking by
200% and can have a net value of over
$6,400 a year, per colleague.
Many of these new technologies can
be integrated into the fabric of a
building, which is the basis of a
‘smart building’. However, for it to truly
be smart, the data collected from
sensors needs to be utilised to make
real changes that improve the
functionality of the building. A
modular approach to implementing
smart buildings enables the use of
only specific elements that are going

to produce measurable outputs and
that will benefit the company or the
building users. As more modules are
integrated, the potential for creating
value increases.
Some of these theories and
technologies have already been put
into practice at a large Spanish
airport. There, all data below 100ft is
created and managed by Getronics.
Sensors or beacons have been
placed around the airport that can
monitor passenger movement in realtime; then the data collected is
interpreted using a data analysis
platform to make decisions. This
information can be utilised to control
baggage
handling,
monitor
passenger
flow
redirecting
passengers around bottle-necks
when needed - and, through the
integrated airport facilities system,
lighting, air conditioning and fire
systems can be controlled. It can also
be used to provide information to the
emergency services and other
external agencies when needed. And
the system can be utilised to improve
the passenger experience, by
notifying them of parking spaces, live
flight updates and retail offers that
are relevant to them. This integrated
approach to data management and
facilities services is one way FM
companies can provide real value to
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“The company that
doesn’t adapt will be
the company that
doesn’t survive.

”

a business - through improving the
customer experience via the way they
interact with the building and
ensuring more efficient and effective
management of the business’s
facilities.
The future
The speed at which technology is
thought of, designed and adopted is
faster than it is have ever been, and it
is only going to accelerate. The
adoption of artificial intelligence will
force the use of technology to a
breadth that is as incomprehensible
to us as smart phones would have
been to someone living a century
ago. The challenge for FM companies
is to be aware of what’s coming, to
adapting and to learn the skills
needed to harness the power of new
technologies so that they can
continue to provide real value to
customers and the industry.
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5 Adding value through people

Tom Robinson
Managing Director, Talent Tomorrow

“What makes one
FM team better than
another?

”

There is not one business I have
ever worked with – whether in the
FM and property arena or outside
of it – that does not say ‘people are
our most important asset’. It’s
written into vision statements,
professed during bids and crafted
into slogans. Unfortunately, very
few organisations are creating the
circumstances where people do
their best work!
Focusing on the actions
In FM, we seem to be especially
good at doing things, as that’s
mainly what we’re measured on.
We spend most of our efforts
meeting targets, SLAs and KPIs –
things such as answering the
phone in three rings, being security
compliant, ensuring desk utilisation
hits a minimum threshold, having
healthy food options on the menu or
keeping PPMs and reactive
engineering jobs in the right
balance.
So, what makes one FM team better
than another? You can be quite
sure that the areas above are only
one side of the coin…. Of course,
you have to do all of the above. The
other side of the coin is having a
motivated, engaging, passionate,
knowledgeable human being who
is delivering that service! And it
could be claimed that not enough
focus and attention is placed on
that.
A point of difference
In the FM market today, we all have
the same access to the same
labour markets. Most of us have
the same access to capital, and

many of the innovations in
technology and equipment are
being replicated across the industry.
So what makes one organisation
stand out above the rest?
Well, it helps to understand how
organisations are set up. Today,
most companies of any size will
have structured HR processes that
mitigate the lowest level of
intelligence in the workforce.
They’ll have an appraisal system
that puts people into boxes. They’ll
tolerate poor management. They’ll
cancel training budgets (or make
layoffs) when finances are tight.
Often, they’ll limit the decisionmaking by the lowest-paid staff
and they won’t tell people the
absolute truth.
If this sounds familiar, then you may
well be falling into the archaic
thinking about how to get the best
from people….
Unfortunately,
humans don’t work that way! If you
want someone to be passionate,
engaging, friendly and innovative –
and who doesn’t? – then there’s
another way!
Employee-centric (rather than
profit-centric) organisations will
better handle the challenges ahead
– irrespective of sector. Many
studies say that policies that serve
the organisation (at the expense of
the people) perform worse than
those that are built around their
teams. It is important to remember
that profit is an output – a byproduct – of having passionate,
motivated, dedicated people that
are doing their best work.

“Profit is an output
– a by-product –
of having
passionate,
motivated,
dedicated people.

”

What makes the difference?
If
we want to make our
organisations better at making
people that way, we have to
understand a bit of psychology. We
need to know what’s driving any
negative
or
‘dysfunctional’
behaviours. Recently, I surveyed
over 2,500 FM professionals, of all
FM functions, all levels and all pay
grades. I asked them what they
value most in their work, every day.
And the factor that most affects the
level of engagement at work is…?
Well, it’s the feeling of making a
difference; that you’re valuable and
that you contribute to the team or
organisation’s success.
So what does this tell us?
Well, people tend to value more
emotional rather than transactional
factors. By far and away the things
that can make a difference to your
service is your people – and the
thing that makes a difference to
your people is their internal
motivators.
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“ Working with
the futu
t re of
service”
e
Is this obvious? Maybe. Is it hugely
misunderstood and under-utilised?
Definitely.
And what do we do about it?
First, you should ask yourself if you
are truly employee-centric. Like
really. If not, you may want to
employ some techniques that allow

people to be at their natural,
engaged best. This could include
interventions such as learning and
development
opportunities,
leadership workshops, reward and
recognition,
performance
management, peer mentoring, team
building – or an infinite range of
others…

20 Workplace Futures 2018 - FM: Adding Value

ISS has for the ﬁf th time in a row
a c h i e v e d t h e h i g h e s t p o s s i b l e ra t i n g
from the International A ssociation of
Out sourcing Professionals ( IAOP).

Whatever you do, just make it about
the people.
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6 The Elemental Workplace: simplifying the art of the possible

Niel Usher
Founder, workessence & Executive Consultant, Lifecycle at Unispace

“Everyone
deserves a fantastic
workplace.”

William of Ockham (1287-1347)
could have been said to have lived
in an era of unprecedented
change. Like every other era, of
course. It was a dangerous time to
be controversial, particularly when
considering theology. Yet his
greatest gift to us today was his
theory of parsimony – or thrift, with
words and ideas – known as
Occam’s Razor (the spelling of his
name has evolved). It essentially
involves stripping an idea down to
its minimal number of parts,
removing all that adds nothing. In
the
emerging
discipline
of
Workplace, very often the opposite
is in process: we lavish and inflate
simple ideas, creating barriers
between
practitioner
and
beneficiaries.
Within Workplace, there are
complex forces at play, particularly
with those factors that influence the
way we work, yet the response can
be simple. This is the underlying
idea of The Elemental Workplace:
everyone deserves a fantastic
workplace (rocket scientists, too),
and it is possible to create it by
following
a
straightforward
framework and approach, based on
25
years
of
occupier-side
experience.

Articulating why we need a
fantastic workplace, when all
around is as far from fantastic as
could be imagined, is often as
difficult as finding fresh milk for a
cup of tea, or a coat hook in the
washroom.
There
has
been
something of a revival of the
productivity argument in recent
years, considered to be a route to
the Board for investment. Yet in an
age where values are becoming
increasingly
recognised
as
something – in the words of Alan
Williams – to be lived not laminated,
there is a far broader argument for
the organisation that seeks purpose
with performance.
The structure we can use is to take
Frank Duffy’s three original ‘e’s of
workplace strategy and add three
more. The six e’s give us: efficiency
in the form of responsible cost and
spatial metrics, respecting the
commercial considerations; the
effectiveness to ensure that
everything needed is provided and
works and people can be at their
best every day; the expression of
the organisation’s DNA and
personality through its workplace,
creating
advocacy
and
commitment; a focus on the
environment such that we leave as
light a footprint on the planet as
possible; the digital representation
of the organisation and its
workplace in the ether, where in an
age of instant accountability
demonstrably living its values
becomes essential; and an energy
for our people, a deeper and more
comprehensive idea of wellbeing.
The six e’s create the compelling
vision, the ‘why’, encompassing
both data and conviction.

A new periodic table
What does a fantastic workplace
comprise? The 12 key elements
within the framework constitute a
simple, attainable and universal
approach that can be applied to
any location and sector, whatever
workstyle is desired and with
whatever budget is available. The
elements
are:
daylight,
connectivity,
space,
choice,
influence, control, refresh, sense,
comfor t, inclusion, wash and
storage. The Elemental Workplace
is not an elite standard such as
BREEAM and WELL, but a mark
that everyone should aspire to –
and can reach. The ultimate goal
is that the standard is no longer
needed, that it has ser ved its
purpose and happily worked itself
into obsolescence. The periodic
table in which the 12 elements are
framed also recognises that all
organisations will need to focus on
different areas, and so it is free of
hierarchy or order – just as long as
each
is
considered
and
responded to.
How do we do this? We create the
fantastic workplace through the
adoption of a series of universally
applicable design principles, and a
change programme that focuses on
adaptation rather than adoption,
giving people the space they need
to understand where they need to
get to and why, to create their own
compelling case. We also service
our environment with a focus on
colleagues, rather than customers
– those with whom we are equal
partners – and add the necessary
intensity to a drive for quality. A new
workplace raises service and
functional expectations, and the old
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THE
ELEMENTAL WORKPLACE

models will not be sufficient. Yet an
elemental workplace also simplifies
planning for service. If we know
what to expect from a physical
environment, and we are not
starting from scratch every time,
service teams can be ready and
resourced.

Time for action
The Elemental approach is also a
model that can potentially act as a
unifier, in an industry where the
providers of buildings and the
tenants of these spaces are often
estranged. It is a model that the
entire property industry can follow
from the very start. If it wishes to
deviate it can express why it has
done so – but with reference to the
model,
so
that
everyone
understands why. It can ensure that
the base-build design reflects the
same priorities and essential needs
that the eventual occupants will
require. It opens the possibility for
the entire supply chain to

synchronise its activities creating a
product that works, that reduces
cost through successive tenancies,
that reduces waste from unwanted
fit-out, and creates an achievable
quality standard that can be easily
tested in a matter of minutes with
no specialism required.

“By focusing on
what matters, it is
possible for everyone
to have a fantastic
workplace.

”

By focusing on what matters, it is
possible for everyone to have a
fantastic workplace. There are no
longer any excuses. It is time to get
on with it.
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7 Planning for change

Debra Ward
Strategy & Growth Director, Corporate Solutions, JLL

“Solutions fuse
people, process,
place and technology
together.

”

In recent times there has been the
fourth Industrial Revolution, infusing
digital and technology into every
part of society. Top work leaders
and decision-makers have had to
unite to address the disruptions and
uncertainties this is causing. No
issue can be tackled independently:
solutions fuse people, process,
place and technology together. The
revolution and new world order are
challenging the dominance of
traditional corporate leaders: ten
years ago Microsoft was the only
tech company in the top ten; today
nine out of the ten are tech
companies.

For these companies, everything is
seen as a channel for disruption and
an opportunity for transformation.
The Darwinian survivors are those
who can innovate new platforms to
unleash ideas, opportunity, people
and
technology
to
seize
opportunities and take advantage of
disruptions.

With the rise in technology,
automation is starting to replace or
cut into white-collar, service and
knowledge jobs. To be able to
identify risk and change and enable
adaptation, leaders must focus on
flexibility, diversification, resilience
and real-time metrics.

To be more agile and in an attempt
to simplify the complexities of this
change JLL has developed a Five
Pillar, Future of Work Model encompassing human experience,
digital drive, continuous innovation,
operational excellence and financial
performance.

Over the past two decades, the
focus of corporate real estate
professionals has also radically
evolved. No longer is the role simply
about serving clients by targeting
real estate assets, making them
work for operations and finance.
Today, there is a real interlock of
people,
experience,
space,
technology and service that act as
enabler to bring corporate real
estate strategies even closer to the
heart of clients’ organisations.

Human
experience
is
about
enhancing
engagement,
empowerment and fulfilment to fuse
life and work with positive purpose
based on the human experience.

The successful companies of
tomorrow will embrace uncertainty
and turn disruption into opportunity.

When approaching disruption and
uncertainty, there are three options:
reactive, active, or proactive.
However, the approach you take can
differ as it is dependent on the
timing of and readiness for change
within a model dimension.

Digital drive explores and adopts
digitalisation to enhance people’s
and
enterprises’
performance
through rich data and technologies.

advanced
technologies
for
experimentation and innovation, and
networked solutions with open
innovation.
Operational excellence optimises
enterprise resources and service
delivery to increase productivity,
mitigate
risks
and
ensure
operational effectiveness.
Financial
performance
covers
managing spending to enable
growth and to enhance return on
investment.
Forward
thinking
leaders will consider workplace
investments, cost management and
metrics that matter.
Real estate’s future of work
embraces disruptions and inspires
innovation by managing complexity
and uniting disparate parts. The
basic steps to start are: align to the
business, put people first, build a
coalition, become tech savvy and
place a premium on adaptability.

“The successful
companies of
tomorrow will
embrace uncertainty
and turn disruption
into opportunity.

”

Continuous
innovation
applies
inventive thought and execution to
embrace competition to generate
new and better ideas. Leading
organisations
will
pursue
collaboration
with
partners,
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8 The value of evidence

Graham Perry
Head of Building Intelligence, iSite

What does the FM sector mean
when it refers to ‘value’? Given that
the discipline is concerned with
managing
both
the
built
environment and, in more recent
years, the users of the built
environment, this is a pivotal
question.
It is important then to first make the
distinction between the way value
manifests in these two areas. Value
to the business or its C-suite is
often explicitly financial; it is about
making money and saving money;
it is about shareholder returns. In a
built environment context, this
could mean reducing the costs of
running or maintaining a building
and the services within it. From a
user perspective, on the other
hand, value is about creating
environments that enable people to
work to the best of their ability, keep
them healthy and happy, and make
them as productive as they can be.
We
know
that
in
today’s
environment one should benefit the
other and it is possible to ensure
this in a number of different ways.
For example, improving the user
experience within a building or
workplace, such as providing good
lighting,
adequate
heating,
effective use of floor space and
high-quality support services, can
lead
to
better
employee
performance, which in turn can
deliver more sales and greater
shareholder returns.
The problem, however, is that in
most cases the C-suite – the
gatekeeper to success or action –
does not see it that way. Through
our many discussions with business

leaders we have found that most
CEOs do not ascribe employee
happiness to the value contribution
of the built environment. In fact,
they want to discuss profit,
shareholder value and percentage
contributions.
To the C-suite, value is created in
four traditional areas: sales,
productivity, reducing cost, and
reducing
risk.
In
facilities
management, we understand that
these things are not mutually
exclusive. We know that the built
environment can positively impact
each of these areas. So what does
the FM sector need to do to
illustrate
this
symbiotic
relationship?
Does technology create value?
Business leaders need evidence,
and evidence often comes in the
form of data, which is captured by
technology. In contrast, the facilities
management practitioners are
eager to portray value in social
terms. In an industry where
services are delivered by tens of
thousands of people this is natural.
When the subject of adding value
comes up at conferences like
Workplace
Futures,
however,
technology tends to take a
backseat. Yet it is almost
impossible to measure user value.
So technology presents a Holy
Grail: the bridge between the
positive yet intangible outcomes
that result from engaging with
people and the cold, hard,
financially driven environment of
the C-suite, which demands results
or proof.

“Business leaders
need evidence, and
evidence often
comes in the form of
data, which is
captured by
technology.

”

“In contrast, the
facilities
management sector
is eager to portray
value in social
terms.

”

The first step an organisation can
take to derive value from the built
environment
is
to
consider
technology, process and people
holistically. This means aligning the
amalgam of technology that the
organisation uses – from CAFM and
BMS systems to access control and
cyber-security systems – to the
business objectives (process) and
the user needs or employee buy-in
(people).
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Joined-up thinking
In its current iteration, the facilities
management function can add
value in a variety of ways. It
contributes to property and lease
strategy, asset and maintenance
programmes,
workplace
and
services, projects and change
management, and governance,
compliance
and
risk.
Most
organisations also have a range of
technology systems to manage
these processes, but they are not
applying the technology, process
and people conjointly.
The result is a group of disparate
business functions and technology
systems that do not talk to each
other and therefore cannot build the
strategic and evidence-based
picture that the Chief Finance
Officer or Chief Executive desire.
By introducing a health initiative like
a ‘use the stairs’ programme while
providing people with an activity
tracker,
for
example,
an
organisation can reduce lift usage,
which in turn reduces energy
consumption. The business can
save money while benefiting the
health and wellbeing of its people.

Why should we measure?
By gathering data to drive business
intelligence, organisations can
quantify the value that business
functions like facilities management
bring. In fact, by evidencing its
value in this way, FM can begin to
reverse its reputation as a
commodity service.
There are businesses that invest
lots of money and resources into
their built environment because
they believe that it provides value to
their business and their employees.
But these organisations remain in
the minority – which is why it is
essential that industries like FM use
business intelligence to build a
business case for the built
environment.

If organisations are putting things in
place to make people’s lives better,
they should put them in place in a
way whereby we can measure
them. That measurement means
data. So the aim should be to tie this
all together and create measures
that demonstrate that the built
environment is not simply a cost
centre but a hugely influential factor
that contributes to the bottom line.
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“FM can begin to
reverse its
reputation as a
commodity service.

”

9 Continuing the outsourcing journey

Greg Daniels
Account Director, ISS

“How do we enhance
FM’s impact on the
organisation in a way
that was never
considered possible?

”

In 2010 UBS embarked on an
unprecedented
major
change
programme,
migrating
6,500
employees from six legacy buildings
to a new world-class London HQ at
5 Broadgate that encouraged new
ways of working, collaborating and
interacting with the workplace.
Never before had the UBS Integrated
Facilities Management team had the
opportunity to make such a
significant and strategic impact on
the overall success of
the
organisation.
The IFM team, comprised of
members
from
UBS,
ISS,
BaxterStorey, Williams Lea and
Nuffield Health, worked together to
ensure that the new facility was
ready for day-one operations,
delivering
both
a
reliable
infrastructure within which the bank
could trade and the type of
customer experience that UBS
expects for its clients and
employees.
By all measures, 5 Broadgate has
been a defining success for the IFM
team and for UBS more broadly. But
this is just the beginning of the
outsourcing journey at UBS. As
interesting and successful as the
IFM transition programme was, the
IFM team has turned its attention
towards enabling the bank to
enhance the experience of working
at UBS, tapping into previously
dormant efficiencies and ultimately
the productivity of its employees.
For such a complex operation, the
IFM team is using some traditional
and some unconventional methods

to uncover these productivities,
exploring ways of automating
processes and activities to increase
effectiveness as well as ways to
enhance the communities within its
properties.
At Workplace Futures two of the UBS
IFM leadership team discussed the
pragmatic ways UBS is working to
capture
some
of
these
productivities. Their efforts are
based on a notion uncovered
through both the experience of the
IFM parties and meta-analysis of
existing research into workplace
productivity. The notion is that
focusing on reducing the cost of
operating a facility will drive
productivity in terms of FM spend.
These marginal gains will be
captured as a matter of course.
However,
there
are
greater
opportunities in focusing IFM
resources on enhancing the
productivity of the bank’s workforce.
A 1% decrease in the bank’s overall
pay bill equates to 20% of the bank’s
spend on facilities services, so the
opportunity is immense. To maximise
these opportunities, UBS and the
IFM team are using the most
forward-thinking technologies from
their supplier base as well as their
own technology capabilities to drive
sustainable enhancements in a
pragmatic way, challenging the need
to innovate for innovation’s sake.

service lines, is the bank’s
development of a workplace comfort
policy, which describes how the
standards set by the bank should
drive workforce productivity.
This covers the spectrum from the
food served in the various outlets to
the fine tuning of lighting levels, air
quality, noise levels and humidity. By
looking beyond the BMS, and at
more user-centric methods of
managing
the
workplace
environment, the bank hopes to
unlock the hidden productivities
within its operations.
UBS is exploring questions affecting
most organisations today – how do
we enhance FM’s impact on the
organisation in a way that was never
considered possible? And, what
happens when the insight developed
makes its way to the boardroom –
how does an executive committee
buy-in to these new approaches and
how is the inevitable demand for
data successfully managed?
The transition to its new estate was
the beginning of the journey for UBS,
and this next phase of its efforts to
make IFM a strategic enabler will by
no means be the end.

Innovations currently being explored
directly
address
productivity
blockers, validated by research and
the bank’s engagement with its
employees. A critical element of this
exploration, which crosses all IFM
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A SINGLE SOLUTION
FOR ALL YOUR PROPERT Y
MANAGEMENT NEEDS

When you’re managing multiple properties and running
projects far and wide, it’s easy to lose track. That’s why we
created iSite – a cutting edge software solution that gives you
a single view of your entire property estate and everything
going on in it. It’s simple to use, easy to implement and makes
managing your properties and projects easy.
Find out more at iSite.co.uk

10 The social value of FM

“The services we
operate and
employment
opportunities that
we create make
social value our
differentiator.

”

Rory Murphy
RICS FM Professional Group

Delivering social value through a truly
sustainable approach to facilities
management services needs to be at
the forefront of every discussion we
have about what we do and how we
do it.
Delivering social value is about two
things. The first is about adhering to
a set of behaviours guided by a
moral compass – ie, being aware of
the impact of all our actions. As
service providers we have an
opportunity to not just deliver value to
customers, but to create tangible
value within society. That brings us to
the second point: balance. To be
genuinely sustainable we not only
have to balance the social,
environmental
and
economic
elements of our services, but we
must do that while balancing the
needs of our respective customers,
our own teams, our suppliers and the
communities within which we work.

long-term influence on the lives and
communities within which we deliver
our services.
The FM sector offers huge
employment
opportunities:
we
support the delivery of critical public
and private sector services and,
crucially, we offer access to
employment and growth at every
level. And the value added does not
just stop at the direct employee level.
The nature of our services means we
can have direct influence and
engagement with local SMEs, national
and local charities or grass-roots
social enterprises: the opportunities
to generate value are huge.

FM and social value: a natural fit
The FM sector has long cried out for
its voice, or its niche. It has been
seeking the one thing that would
differentiate us and allow us the
ability to influence the wider business
community as well as central
government and policy-makers to
enhance and professionalise the
sector for all of us who are proud to
work within it. But what sets FM apart
is the value it creates: social value.
The diversity and amazing breadth
and reach of the services we operate
and employment opportunities that
we create make social value our
differentiator.

Social value, however, comes with
social responsibility. The recent
company failure within our sector has
demonstrated the terrible social
consequences that can transpire if a
business is not governed and
managed in a sustainable way: the
very value we would wish to espouse
as an FM profession cruelly exposed
off the back of those least able to
cope with the failure – the low paid,
those close to retirement, those
apprentices at the dawn of their
careers and those local SMEs unable
to now finance their own small
enterprise. The social harm that was
created for those working in the
industry was only amplified even more
by the distress and failure caused for
those customers and clients whose
crucial services were then withdrawn.
We wanted to show the social value
we deliver as a sector to central
government, but not in this way.

Social value in this context is not
about charitable donations or one-off
events. It is about truly sustainable

So, if the creation of social value is
our value add, then how do we
advertise it and how do we

demonstrate and provide examples
for others to follow?
Real examples of success
In November 2017 the RICS launched
the latest in a series of FM case
studies, and on this occasion they
looked at the social impact of FM
across six examples within our sector.
The most important thing to note
about these case studies, and any
social value example or discussion, is
that the very best examples draw
upon engaging with all of the
stakeholders. Social value is not
something that is ‘done to’ anyone;
social value is something ‘done with’.
The best examples start off with four
simple questions:
• What are the needs of the
stakeholders
• What can we do collectively?
• What are the outcomes we expect?
• How will we measure our
performance?
The six case studies within the RICS
report looked broadly at access to
employment opportunities, talent
retention and development across
diverse workforces, engagement with
SMEs, fair pay and community
projects. The case studies seek to
demonstrate
the
breadth
of
opportunities to deliver social value,
and it is key that we all understand
the opportunities to drive value
through a range of different options
from employment to working with
large strategic charitable partners
such as the Duke of Edinburgh or
Princes Trusts through to very
specific bespoke schemes with
customers or one-off ad-hoc events.
The menu of choice is vast.
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The case studies included a scheme
from ISS where they have created a
pathway programme to assist in the
identification,
recruitment
and
transition of ex-services personnel
into their business. The scheme
satisfies many compelling criteria: for
ISS it affords them access to a wider
pool of talent and for the individuals
involved it gives them a chance to be
rewarded properly for the skills that
they have developed and possess
from their time in the services.
Servest included a case study which
looked at their own internal talent
management programme and how by
opening this up to a wide range of
their employees, they were able to
retain and promote talent from within,
creating
social
mobility
and
harnessing the power within their
wider team.
The number of generations that we
now have within the workplace was
confronted by the case study from
Sodexo, in which they identified that
generational differences would have
an impact on people’s expectations in
the workplace. The Sodexo case
study showed how by bringing the
different generations together to talk
about their own differences and
aspirations they were able to create a
far more engaged and productive
workforce and work environment.

benefit of this approach, Aviva was
able to demonstrate the enhanced
customer
service,
reduced
absenteeism, reduced churn and
higher productivity of this decision.
In terms of more bespoke one-off
schemes, the case study from VINCI
Facilities dealing with early-years
literacy in the work that they have
done with Peabody Homes is a clear
demonstration
of
working
collaboratively with all stakeholders to
produce something of real value. The
case study outlines how early-years
intervention in terms of reading can
impact significantly on the life
chances and social progress of those
children touched by the scheme.
What all these case studies
demonstrate is the breadth of
opportunity that is available within our
sector to generate truly sustainable,
measurable
and
life-changing
interventions that will materially affect
all our stakeholders.
The investment in these schemes, and
many others around the country, and
the employment opportunities that we
present as a sector are happening
now. The social benefit and impact of
our services will be there for years to
come in all the communities within
which we work, and that will be our
legacy. That will be FM’s value-add.

Working with SMEs and spending the
central government pound locally was
addressed in the case study from
KBR where they articulated how they
have driven up SME spend through a
targeted approach on their project
with the Metropolitan Police in
London, enhancing engagement and
building support from the community
within which they work.
The Aviva case study addressed the
issue of low pay and the initiative from
Aviva to pay the London Living Wage
and subsequently the Living Wage in
the UK. Apart for the obvious ethical
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“What all these case
studies demonstrate
is the breadth of
opportunity that is
available within
our sector.

”
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11 Delivering FM with purpose

Jamie Quinn
Corporate Responsibility Director, ENGIE UK & Ireland

“We need a clearly
defined purpose to
our activities.
We also need to look
less at what we do
and more at what we
achieve.

”

Recent events in the service industry
have highlighted an urgent need for
our sector to do its utmost to
showcase the many examples of
best practice and the wider benefits
we bring beyond day-to-day
management of facilities.

The Workplace Advantage report
from the Stoddart Review, supported
by ENGIE, revealed that an effective
workplace can improve business
productivity by as much as 3.5%.
When looked at in this way, the
purpose becomes clear.

In parallel, the last 5-10 years have
seen some significant changes in the
expectations of stakeholders. In
particular, ‘big business’ is becoming
an active player in global issues such
as climate change and social
inequalities. This means that
businesses are more focused on how
services are delivered, rather than
simply looking for the cheapest
commodity option.

In the case of ENGIE, our purpose
has been defined as ‘improving lives
through better living and working
environments’. From the executive
board to the staff delivering services
on customers’ premises, we all have
a role to play. In fact, such a purpose
can only be achieved with the
support of all our staff who will be
reviewed on how they help to deliver
the company’s purpose as part of the
appraisal process.

As a result, the FM sector’s customers
are increasingly conscientious about
service delivery and are expecting to
be well informed by their service
delivery partners. Indeed, this now
informs the buying decisions of many
such
businesses,
so
service
companies need to become involved
in wider, value-add activities.
To address these challenges we
need a clearly defined purpose to our
activities and we must be driven by
that purpose in everything we do.
Why we do what we do
In order to define our purpose we need
to look less at what we do and more at
what we achieve – the outcomes are
what’s important. For instance, when
we change filters in air handling units,
the important outcome is that we are
maintaining healthy indoor air quality.
When we upgrade fluorescent lighting
to LEDs, we’re improving the lit
environment while also reducing
energy costs and carbon emissions.

How we deliver on the purpose
This approach also necessitates more
focus on leadership rather than
management. Management is about
effective use of resources; leadership
is about getting people to make an
emotional investment in something
they believe in. The more we are
driven by purpose the more we are
able to bring the wider benefits. The
following are some brief examples of
how this can be achieved.
Queen Elizabeth Olympic Park
At QEOP we provide 24 separate
services and supply heating and
cooling through a £100m low carbon
district energy network. Some of the
services are provided by a
Community Interest Company called
Our Parklife, founded by ENGIE and
bringing
together
skills
and
experience
from
the
private,
charitable and social enterprise
sectors in one organisation.

Wakefield Council
ENGIE has an FM and energy
management contract with Wakefield
Council, covering 500 council buildings
and over 100 schools. As part of the
contract, we will create 130
apprenticeships, 500 days of work
experience and we are ensuring that
60% of procurement is with local SME
companies. ENGIE is also setting up a
social enterprise to deliver employment
and training to the disabled community.
Qwest
A maintenance and cleaning contract,
delivered through a joint venture
between ENGIE and Cheshire West &
Chester Council, is realising six figure
cost savings and seeks to turn over
£200m over 10 years. A percentage of
this growth will be reinvested back into
the council and will support local
community projects. So far 1,169
volunteering hours and over 1,200
hours of work experience have been
delivered.
London Borough of Lambeth
In this contract, £6m worth of savings
has been achieved since 2012 and
£34,000 has been invested to
support local community projects,
with a potential further £120,000 of
investment
available.
664
volunteering hours have been carried
out with the local community.
Summing up
Purpose-driven FM seeks to improve
living and working environments
while helping businesses to play a
positive role in both local and global
issues. In the future, we believe, FM
service providers will be judged not
just by financial performance, but
also by their social and environmental
performance.
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12 Creating value through integration

Dan Weiss
Managing Director, Integrator Services, Sodexo UK & Ireland

“Property/FM needs
to find ways to
increase its value to
the client business.

”

Creating value through integration is
not a new business phenomenon –
integrated management systems are a
mainstay in industries such as
defence, aviation, logistics and retail.
However, value creation through
integration is relatively underdeveloped in property and facilities
management; and this is where
Sodexo and our commitment to
improving the quality of life of those we
serve, clients, customers and
employees, can really add value
between
the
client
and
its
communities.
Defining value
As is common with most definitions,
interpretation of the term ‘value’
depends on the individual’s or
organisation’s standpoint. If property
and FM are taken in an outsourced
context, then the following categories
of value should be considered:
•
•
•
•

Client value
Employee value
Social value
Shareholder value

When we consider client value this
should include service end-users,
customers and other stakeholders
connected to the client organisation
that the property/FM supplier is
engaged with.
For the property/FM supplier, the key to
creating sustainable value is getting the
balance right across all four aspects.
This is dependent upon a genuinely
strategic relationship between the client
and supplier, where it is possible to
focus on client value and use it as the
catalyst for the creation of employee,
social and shareholder value.

Focus on the big picture and
desired outcomes
Creating sustainable client value in
FM and property management
requires a shift in thinking both by the
client and supplier. Recent market
events have served to prove the
suspicion that the sector was
operating in a sub-optimal and nonsustainable way. The risks and
opportunities for FM provision and
property management indicate that
this position must change.
FM is a low-value commoditised
service
that
has
become
economically homogeneous with little
to differentiate players and their
offers. To change this, property/FM
needs to find ways to increase its
value to the client business. As
illustrated above, property/FM must
move through the steps to create
sustainable value for both the client
and supplier organisations.
Focusing on the big picture means
thinking about medium to long-term
planning and investment. It means
moving away from commoditised
offers to solutions for the way
property is managed throughout the

whole of its business and asset
lifecycle. It means helping the client
to make informed investment and
operational
decisions
that
demonstrably contribute to the
delivery of
the organisation’s
strategic objectives, business plan
and its values.
Value through integration
The creation of client-focused
solutions for the whole of the property
lifecycle demands vertical and
horizontal
integration.
Vertical
integration not only creates a single
purchase-to-pay infrastructure, it also
provides the means to connect
strategy, policy, management and
delivery for all parties. Previously,
vertical integration has only been
applied to FM (the FM Integrator); but
to create true organisational value,
horizontal integration of FM with all
aspects of real estate, capital
investment and utilities management
must be undertaken.
The Property Integrator creates a
whole-life approach to property and
space through a single management
system, and can move away from
cost drivers and the transactional
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delivery of activities to consider the
value that activities and investment
decisions add to the client, its
employees
and
service
users/customers.
Systems
With
flexible
interfacing,
the
integration of best-in-breed systems
across the entire model allows
multiple suppliers to utilise, develop
and invest in their own systems.
Through the adoption of a single data
taxonomy and data structures that
are mapped, the value of data can be
realised with transparent, real-time
information which, via analytics,
becomes intelligence – critical for
informed decision-making. It is only
through the creation of a complete
and accurate view of a large,
complex estate that an effective
estates strategy can be developed to
support delivery of the organisation’s
business objectives.
Process
The Integrator model enables greater
versatility of suppliers, moving away
from a TFM model with a potential
long tail of sub-contractors to one of
direct engagement with multiple
specialist suppliers. The benefits of

the model include greater control and
sight of costs and performance,
ability for SMEs to directly engage,
and a closer relationship and
understanding of what is important to
the
client.
Through
the
standardisation of processes for all
parties and a single management
system the clarity and consistency of
data is greatly improved, allowing the
client to use the information in its
strategic decision-making and to
accurately benchmark costs.
People
The integration of people across a
multi-organisation delivery model is
probably the most difficult to achieve
but is critical to success. The
Integrator provides clarity of roles
and a single business model for those
roles to interact.
But it is the
alignment to the client’s strategy, as
well as common values and
behaviours, that are essential to a
true partnership based upon trust,
where all organisations bring their
specific strengths to the table and
work together to create enterprise
value.
Through
the
insight
understanding
of
the

and
client

organisation and its whole estate, the
Integrator can support the client in
the delivery of its strategy, making the
right investment decisions which
optimise quality of life impact for
employees, visitors and service endusers.

When it’s time to engage

Conclusion
The Integrator model is not suitable
for all organisations and is best suited
to those with large, complex property
portfolios. However, it is a model to
be
considered
in
certain
circumstances, and if done properly,
is a credible, viable and sustainable
option for creating enterprise value by
bringing together ‘best in class’
suppliers who are incentivised to
perform, innovate and succeed
together.
Aligning the client objectives, values
and drivers enables the Integrator to
extract best value from the supply
chain whilst providing management
information and insight to support
corporate strategic decision-making
for the client. Technical sector
expertise, aligned with integrated
systems and process, provide
demonstrable value but without
commercial compromise.
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13 A role for standards

Dave Wilson
UK lead on the ISO Standards Technical Committee for FM

“This might be
exactly the right
opportunity to
change the way we
do things.

”

It may or may not be an intended
consequence of the new ISO
Standards for FM, but we could have
the chance to create a radically new
approach to buying and selling
facilities management. In the context of
the recent problems in the market, this
might be exactly the right opportunity
to change the way we do things.
The failure of Carillion and the
profitability challenges faced by a
number of other major FM providers
are, it seems to me, the inevitable
consequence of many years of purely
price-based procurement practice by
buyers and the relentless chasing of
market share by providers in a mature,
and thus no longer expanding,
competitive marketplace. This has
driven down margins to unsustainable
levels, eroded innovation and stifled
the development of our industry.
Moving to a better solution
To change this culture, especially in
the public sector, requires some
significant new alternatives. The
combination of the new ISO
Standards on Sourcing FM and the
Management System Standard (MSS)
may well afford just such a chance.
Whether that is by accident or design
is irrelevant. But whether our industry
is capable of seizing the moment and
collaborating
to
convert
the
opportunity into something real and
workable is, perhaps, critical for the
future of the FM sector - and entirely
in our own hands.
What is this possibility? Firstly, the ISO
Standards have given us the first
globally agreed definition of what FM is:
an organisational function which
integrates people, place and process in
support of improved organisational
productivity and quality of life. It does

that in the service of what is known in
the Standard as the Demand
Organisation (DO), which is a
conceptual conceit in some ways, but
which is simply conceived of as a part
of an organisation that has a need for
FM support but no capability to deliver
it. The key issue here is that the
relationship between FM and the DO is
spelled out specifically with the
responsibility for understanding and
expressing the needs of the DO
residing with the FM provider rather
than the notional ‘client’, as we would
previously have perceived it.
Allied to that, the MSS creates the first
FM-specific
accreditable
and
independently assessable recognition
for FM organisations. The MSS requires
that they follow and document their
processes for the conception,
specification, planning, delivery,
measurement
and
continual
improvement of FM services. That’s
supported by a comprehensive
package of guidance for FM
organisations to set up their processes.
Taken together, the concept of the DO
allows a buyer of FM to follow a simple
but rigorous process to determine from
where it should source its support
services (following the Sourcing
standard), and then have the option to
procure from an accredited FM
organisation - which then follows the
MSS protocol to create the specification
of services. Simply, the DO is no longer
required to create specifications and
impose monitoring and measurement
systems if it buys from an accredited
organisation. It would be enough to set
out a short statement of needs - in
essence an outline scope of work. The
effect of this could be to completely
change the process of procurement
since it allows buyers to focus on finding

the “best fit” accredited FM provider. It
would be entirely possible in that
scenario, for example, for the buyer to
say how much they wanted so spend
on support services rather than issue a
competitive tender.
Making change happen
This could be truly revolutionary, but it is
not enough on its own to change things
- buyers need to be wholly confident
that the FM responsibility is going to be
discharged professionally if they are to
rely on their providers. So the challenge
for the FM profession as a whole is to
take this combination of tools, along
with
perhaps
the
Workplace
Management Framework and the
imminent RICS Guidance on Strategic
FM, and convert it into a workable and
agreed process for buying FM services.
That will protect decision-makers on the
buying side, and encourage take-up of
the accreditation under the ISO 41001
MSS, thus moving the supply side onto
a more structured and professional
platform. In turn, that will allow for
innovation and service development
without
constant,
unsustainable
reduction in margins while retaining a
competitive element in the planning and
delivery of FM services.
Whether the industry is capable of
grasping this opportunity remains to
be seen, of course, as is whether
buyers are prepared to accept a
totally new way of procuring FM. I
believe that a task force, combining
both vendors and buyers along with
our professional associations and
institutes is the best way to develop
this. The potential is huge, and in the
current parlous state of the industry
we have nothing to lose by seeking to
make the best of this unique
circumstance.
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14 Adding value in a time of trouble

Simon Iatrou
Editor, i-FM.net

Simon Iatrou reports
from Workplace
Futures 2018,
a conference that
covered the good
and the bad in
facilities
management.

As the delegates began to fill the
auditorium of The Crystal, Workplace
Futures’ venue for a fifth consecutive
year, it was impossible to ignore the
huge, imposing elephant perched
awkwardly in the back of the room.
The conference theme was ‘Adding
Value’. This was to be an exploration into
how the facilities management and
workplace functions can create value
beyond basic cost reduction through
service, technology, social initiatives and
other actions and areas. But the theme
had been decided in the spring of 2017,
long before Carillion’s fate had been
sealed, a whole host of outsourcing
companies had delivered profit
warnings, and the outsourcing debate
had once again reached fever pitch.
So Carillion’s liquidation just three
weeks earlier had raised some
important, if uncomfortable, questions.
Is FM really delivering value? Must a
radical overhaul in procurement
practices happen first? Should a
distinction be made between the
organisational function of facilities
management and the outsourced FM
model? And, crucially, can FM celebrate
its value when there are so many
examples of bad practice?
Eventually, Workplace Futures host
Martin Pickard, the FM Guru, would call
attention to the elephant. “This race to
the bottom – the commoditisation of
facilities management – has wiped
millions off share values… and
damaged the reputation of public
sector outsourcing and, by relation, the
facilities management profession.
“But good practice exists,” he added.
“We can all point to great examples and
great case studies where great FM has
made a difference; and we need to
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make sure the message goes out to our
customers, to the institutes, and to our
media that there is a better way for
facilities management and that the use
of outsourcing to deliver facilities
services is a positive way to add value
to business, economy and society.”
What is value?
The first objective of the day was to
agree on what it means to add value,
and that task fell to the first two speakers,
John Ingham and Alan Williams – both
authors and business consultants.
Ingham, the author of The Social
Organization, said: “Adding value is
about… ensuring that the people
outcomes, and the FM and other
activities that drive the people
outcomes, are all leading to business
results.” Creating value, he explained,
describes how those same causal
relationships can be enhanced in “a way
that would allow the business to set new
or more business goals and strategies”.
However, Ingham said it was important
not to think about value exclusively as
tangible outcomes, arguing that it is
often the intangible ones that provide
the best value and business returns.
“Intangibles,” he explained, “have a
very special nature that allows us to get
more value out of them.” The more
employees are engaged, for example,
the more employee engagement can
continue to flourish.
Value for money, on the other hand,
Ingham added, is the kind of tangible
value that is not directly connected to
satisfying customers or other business
results. His presentation therefore had
two relevant lessons for the FM sector.
Firstly, the prioritisation of value for
money is a mode of thinking that has
both governed and fermented the

“more for less” culture that pervades
outsourced FM. Secondly, it is exactly in
these intangible areas where FM
excels, creating environments and
providing services that lead to better
employee or customer engagement.
Next, Williams, co-author of The 31
Practices, used marketing consultant
Simon Sinek’s “Start with Why” theory to
illustrate his point. He said that it’s not
what organisations do that engages
people emotionally, but why and how
they do things.
Stressing that values drive value,
Williams argued that businesses were
now entering into a “values economy”
in which customers and employees are
making decisions on more than money
alone. He pointed to sales of Fairtrade
products, now totalling billions of
pounds, as an example of a movement
where customers are buying into a
specific set of values around
sustainable production and responsible
supply chain management.
In a practical application of many of
these ideas, ENGIE UK’s Corporate
Responsibility Director, Jamie Quinn,
then explained his work to develop his
utilities and support services employer
into a purpose-driven organisation. He
said that ENGIE had recently produced
a series of non-financial performance
indicators for employees, while the
organisation had also recently changed
its mission to “improving lives through
better living and working environments”,
neatly reflecting Williams’s previous
plea to consider the “why and how”.
In the final presentation of the morning
sessions, Paul Fox, CEO of Getronics,
a high-tech business recently partacquired by Servest, examined how
technology can be used to both add
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value and supplement the value
created in those other areas. He
explained how the use of data in places
like smart hospitals has a direct impact
on prevention, care and life expectancy.
Where do we create value?
After a short coffee break, talent and
performance coach Tom Robinson
revealed how his own research with
more than 2000 people had found that
“knowing their work has an impact” was
a far more important personal driver
than “salary & benefits”.
Neil Usher, known for his popular
workessence blog and now his new
book The Elemental Workplace,
claimed that organisations and their
employees would benefit by stripping
back the workplace to its constituent
parts including: space, choice,
influence, control, connectivity, refresh,
sense, comfort, and inclusion.
Debra Ward, Strategy and Growth
Director for JLL’s Corporate Solutions
business, explained how the real estate
firm, which has historically focused on
the physical space, must now adapt to
a radically changing world by shifting its
attention to the needs, desires and
values of the people occupying those
physical spaces.
How do we create value?
In the afternoon sessions, delegates
were presented with a series of
examples where organisations are
creating value. Wayne Tanner, Global
Head
of
Integrated
Facilities
Management at UBS, and Greg Daniel,
ISS’s Key Account Director, explained
how the one-team approach was
challenging the traditional “client versus
supplier” narrative and yielding unique
results in UBS’s 5 Broadgate office.
In a day that tilted heavily toward the
inherent value of people, Graham Perry,
Head of Business Intelligence at data
analytics company iSite, stressed the
important of understanding the data
that modern technologies can produce.
“Business intelligence can give you
insight into your current operations,” he

said. “But for true foresight, the key
value levers – cost, productivity, and risk
– and built environment data need to be
mapped and measured.”
Rory Murphy, Commercial Director at
Vinci and a committee member of the
RICS FM Professional Group, introduced
the latest round of RICS FM case studies
in a presentation centered round social
value. These case studies showcase the
ways in which FM service providers are
partnering with local community
organisations to benefit people way
outside their traditional purview. Murphy
spoke about how striving to create social
value could have a multitude of benefits
including better engagement with
communities, customers, work teams
and even suppliers.
Dan Weiss, Managing Director –
Integrator Services for Sodexo UK &
Ireland, explained how his organisation’s
new integrator model can provide
customers value by structuring facilities
management services in a way that
directly influences the business drivers
including policy, strategy and assurance.
Finally, FM consultant Dave Wilson
revealed the work he’s been doing to
produce the new RICS Strategic FM
Guidance Note and the ISO 41000 FM
standards. In the latter context, Wilson
introduced the concept of the “demand
organisation”, which has been
developed specifically for ISO 41001.
He argued that reframing the customer
as a demand organisation enhances the
possibility of value by removing the
implication of a contractual or
commercial relationship, while it can be
applied to the FM function if it is either
externally or internally sourced. As a
result, the facilities manager operates as
the provider to the demand organisation
even if it employs them, which aims to
empower the facilities provider to make
decisions on best practice based on
their unique expertise.
Why does it matter?
Throughout the day, however, all the talk
of value was punctuated by ruminations
on Carillion’s collapse, the reasons
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behind it and the wider implications for
those in the auditorium. In a fascinating
discussion after lunch, Pickard asked
delegates for their thoughts and the FM
community did not shy away from
expressing them.
Some members of the audience
claimed that the irresponsible
procurement methods of the public
sector are to blame. Deborah Rowland,
Director of Public Affairs at Sodexo and
a former Director of Facilities
Management at the Ministry of Justice,
countered: “There are some appalling
behaviours that need to change in
central government and the [wider]
public sector. But I think there have
been some appalling behaviours from
clients as well.”
Speaking about the marketplace
generally, Dave Wilson noted: “We
typically outsource to save money – and
that’s not where we add value. When
you get down to the second, third or
fourth generation [of outsourced
services], there’s not a lot of fat to trim
off, and there’s not a lot of innovation to
bring because clients won’t allow you
the time to develop. So you end up in a
situation where companies are almost
guaranteed to fail because there is
nowhere left for them to go except slice
their margin.”
In her closing call to action, FM
consultant Lucy Jeynes said: “Senior
people in the profession, leaders of the
industry bodies, people who are
influential in their organisations all have
a role in presenting the contribution and
the value of FM against the media
stream of information around social
costs, because we are not winning that
war of words. Conflating a business
failure like Carillion’s with sourcing
strategies like outsourcing and with FM
is going to hurt all of us. So what are we
going to do about it?”
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Each Workplace Futures conference programme since the launch of the series in 2007 has tackled a different issue
in the FM sector; but an underlying theme throughout has been the comparatively low 'name recognition' that
continues to characterise facilities management, along with the associated tendency toward under-appreciation
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