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IFMA's Leadership and Strategy Course

IFMA Credentials

About IFMA Credentials

After analyzing the work performed by facility managers, we have defined 11 compete
areas. Our three world class FM credentials. — Facility Management Professional
Sustainability Facility Professional ® (SFP®), and Certified Facility Manager®
based on these competencies.

1. The FMP is the
foundational credential
for FM professionals and
industry suppliers looking
to increase their depth-of-
knowledge on the core
FM topics deemed critical
by employers.

2. The SFP is the leading
credential for all facilities
managers and like-
minded professionals who
are interested in the
development of y :
sustainable FM st ie [ g SmRaTions. |

3. The CFM is the @emier
certification for
experienced FM
A comprehensive exam assesses knowledge, skills, and proficiency

petency areas.

anagement Professional (FMP)

DLy o
diHS¥3gyy,

'\

3

C
‘9‘;‘3“\ o
o

A's Facility Management Professional (FMP) credential is an assessment-based
ertificate program. This program demonstrates the fundamentals of facility management
FM). Developed from a foundation based on IFMA's global job task analysis (GJTA), the
FMP Credential Program is continuously refreshed to align with current industry standards

©2020 IFMA Edition 2022, Version V2017PALS_1.2
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I F M A IFMA's Leadership and Strategy Course

for FM knowledge, skills and tasks. The knowledge demanded by today’s global employers
is taught and tested online or in the classroom.

The four knowledge domains that the FMP Credential Program provides content and
assessments on are:

e Operations and maintenance Q
e Project management
e Finance and business

e Leadership and strategy

This course focuses on leadership and strategy. To receive the FMP credent{, silicessTUlly
complete all four courses (via eLearning or instructor-led channels) and final ass ents
and submit an FMP application to IFMA for approval.

Course Overview

fren/= "2

IFMA's Leadership

and Strategy

Course
#Fma
Course Au
This course is designed e s intending to earn their FMP credential or enhancing
their FM indu professional development.

ters

B IFMA

» Influence the Demand Organization

This course consists of the following chapters:

e Plan Strategically

©2020 IFMA Edition 2022, Version V2017PALS_1.2
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Facility

e Lead the FM Organization
¢ Manage the FM Organization

¢ Influence the Demand Organization

Course Objectives

Course Objectives By

After you complete this course, you will be able to:

v Apply the appropriate tools and requirements to complete the inputs,
processes and outputs in creating a strategic plan

¥ Apply leadership theories, change managementand communication

planning to the FM role.

v Apply leadership best practices when managing people within the FM
organization

¥ Manage th izational policies and through
facility management leadership.

After you complete this course, you will be able to:

e Apply the appropriate tools and requirements to comgle e ifputs, processes
and outputs in creating a strategic plan.

e Apply leadership theories, change manageme‘ ication planning to
the FM role. Q

e Apply leadership best practices when m eople within the FM organization.
e Manage compliance with organizati jcies and procedures through facility
management leadership.

Course Introd

Facility Ma ment (FM)

FM encompas disciplines which ensure functionality of the built environment,
: ires a broad range of knowledge and skills.

lobal job task analyses (GJTA) to identify task, knowledge and skill areas

IF
at tant for competent performance by facility managers. The GJTA updates the
ation of competency areas that contain the body of knowledge for FM and FM
\ fessionals.

©2020 IFMA Edition 2022, Version V2017PALS_1.2
All rights reserved
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Role of Facility Managers as related to
Leadership and Strategy

Facility managers serve in two leadership roles:

e First, they must lead the FM organization by providing guidance to staff and ser
providers.

e Second, they must influence the decisions and attitudes of the organizatig
leaders, occupants, government officials, suppliers, community leader,
partners.

To be effective in both roles, facility managers must develop strategies to succe
out major initiatives and influence the decisions and attitudes of oth ffectiveWtrategies
require facility managers to be able to integrate people, place and ey must be
able to align the facility portfolio and functionality with its org ti issions and
ward with their staff

and processes to respond to the ever-changing req@m ocietal expectations for

k

management related to environmental and sQci spWhisibility, and sustainable

the profession.

Facility managers need to be able to keep up wi ing trend in facilities

development.

This course on leade : Wegy is intended as a toolbox of concepts
and ideas t d as needed by facility managers and scaled to fit
IE] the needs e FMMrganization. For example, strategic planning mentions a
planning tea a lean organization, this team could consist of just the
:

anager and the plans could likewise be very simple.

of Having Leadership Skills

facility managers who develop leadership skills and earn a position as leaders
their staff may include the following:

» Facility managers can develop a shared vision with subordinates and extended
stakeholders.

e Facility managers earn the trust and respect of superiors, equals and subordinates.

©2020 IFMA Edition 2022, Version V2017PALS_1.2
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Facility

e Facility managers can allow position-based authority (i.e., position power) to remain
in the background until warranted.

e Groups of subordinates may form into teams and begin to truly collaborate.

e Facility managers can integrate the efforts of the facility management organization
and the entire organization into a cohesive whole. Q

e Facility managers can demonstrate and promote accountability, ethics, and
sustainability through fair and responsible behavior.
e Facility managers and staff make time to devote to leadership developme

relationship building.

The management processes of planning organizing and lling
Ej fundamental to an understanding of the role of facility
Therefore, this course discusses both leadership a

s leaders.
ent concepts.

©2020 IFMA Edition 2022, Version V2017PALS_1.2
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Facility

Chapter 1: Plan Strategically

Chapter Introduction

Chapter 1: Plan

Strategically

i rma

‘19

quirements.

On completion of this chapter, you will be able to:

e Explain the importance and objectives of strategic plan
e Align FM's strategic requirements to demand organi
¢ Use strategic planning tools and frameworks‘ de
e Use best practices to monitor internal and ex

d assess a strategic plan.
at can affect facility

management.

e Create a facility strategic plan.
¢ Obtain approval and funding for ta S.
ics to evaluate performance success.

e Establish performance requirem dm

Chapter Objectives

On completion of this chapter, you will be able to

v Explain the importance and objectives of strategic plan;

v Align FM's strategic requirements to demand organi

v Use strategic planning tools and frameworks to dev,
strategic plan.

¥ Use best practices to monitor internal and external
facility management.

v Create a facility strategic plan.

¥ Obtain approval and funding for tactical plans.

¥ Establish and metrics to evaluate

success.

©2020 IFMA Edition 2022, Version V2017PALS_1.2
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The term demand organization is referenced throughout this document. ISO

41011 defines demand organization as an entity which has a need and the

authority to incur costs to have requirements met.

The demand organization terminology is used to bring clarity to the Q
‘?il:’ relationship between the parties involved by focusing on the process itself.

The demand organization and the FM organization to work together t

clearly define needs to meet the core business strategy and to develo

policies and practices that will enable the core business activitie,
demand organization.

endeavors and each could be omitted. Facility managers coul rship and just

Leadership and strategy have several things in common. Both are | &roactive
tl
, .

issue orders and control results through coercion; FM orgagi uld omit strategic

planning and implement objectives as they are propgped ) situations as they

ecause leadership and
be dWricult to initiate and sustain
despite their importance.

Facility managers may cite the myriad o u quests, regulations and financial
difficulties found in facility work as re h#® no time to engage in the relationship
building needed for leadership o anning. However, having a constant focus on

important, urgent matte w g dIstracted by unimportant matters, urgent or

occur, allowing a “strategy” to emerge as the sum o
strategy are neither urgent nor required, they te

not) results in a self-rei i isis mode of operations. While facility managers and staff
need to respond to urg s, if that response dominates everyone's time, soon one

strategy puts facility managers and FM organizations in control of their

ons

* Introduction to Strategic Planning
* Align FM's Strategic Requirements to Demand Organization’s Requirements
* Develop and Implement a Strategic Planning Process

©2020 IFMA Edition 2022, Version V2017PALS_1.2
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Facility

* Internal and External Factors Driving FM
* Develop a Facility Strategic Plan
* Implement Strategy Using Tactical Plans

* Defining and Evaluating Performance Requirements

©2020 IFMA Edition 2022, Version V2017PALS_1.2
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Introduction to Strategic Planning

Lesson Introduction

Introduction to Strategic Planning

Strategic Planning B

» Is a scheduledtask

» Is performed periodically.

> Has daily facility

> Affects the level of FM including senior
,visit

&\

On completion of this lesson, you will be able t

e Explain the importance and objecti tegic planning.

This lesson consists of the following t

e Whatis a Strategy?
e Understanding t ma nization's Mission, Vision, Values and Culture

e Strategic Plannifgs Overf@w

e Strategy Life-Cycle el Overview

v.
A

©2020 IFMA Edition 2022, Version V2017PALS_1.2

All rights reserved 10

Printed on 100% post-consumer waste recycled paper



IFMA's Leadership and Strategy Course '{ .!b\ I F M A

Strategic planning is a scheduled task that is performed periodically but has daily

repercussions on FM activities and on the level of value demonstrated by FM as a strategic
partner.

A strategic plan outlines the direction an organization means to take by defining broad,
long-term, significant plans, methodologies and actions that the organization will

incorporate to successfully operate. The strategic plan requires continual revalidation.

According to International Organization for Standardization (ISO), an interested p
(stakeholder) is a person or organization that can affect, be affected by, or pe i
be affected by a decision or activity. Stakeholders want facilities that ensur ctiv

and success for their business. It is the primary goal of the FM organization to d
services that meet this need. FM organizations can ensure satisfied s olders

identifying the demand organization’s strategic objectives and_subgagu orming an
aligned, supporting FM strategy.

FM stakeholders include:

e Senior executives or clients, depending on w
internal business unit or external service pr

ganization is an

e
e Building landlords, occupants or visitorsuc suppliers, customers, the general

community and regulators.

o

v.
A

©2020 IFMA Edition 2022, Version V2017PALS_1.2
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To be successful an FM organization needs to formulate a strategy that aligns the delivery
and service plans with the FM objectives. Realistic facility strategic plans that include known
and potential constraints and challenges that FM may face should be prepared. The goals

and objectives of the demand organization and stakeholders should be aligned to the FM
strategy. The proposed strategic objectives must be feasible, cost-effective, and Q

demonstrate comprehension of the end-user needs.
Validated strategies are produced as strategic plans. These plans can take the for
formal published documents or informal and brief plans depending on the size o

demand organization.

Fundamental to strategic planning is the ability to turn plans into action. This is

accomplished by producing and implementing tactical plans that co enougWdetail to

obtain approval, acquire funds and execute the tactical plan. Opce 4 d, tactical

plans can be measured for performance using feedback to vali th ategy.

The underlying goal of facility strategic planning is to shift nization from being

perceived as a cost center, to being valued as a stra in the demand

I3

organization.

§IFMA

What is Strategy?

» Involves developing a program of action to attain a goal using artful means
or creating an advantageous position to best accomplish important goals.

» Explores the big picture and the long term.

» Is a higher-level activity than facility planning, which il with a
day-to-day focus.

» Requires to be

an or program of action, created to achieve one or more goals or

consists of day-to-day problem-solving or scheduling activities that
iled information on user requirements.

ategy is a higher level concept and explores the big-picture and long-term needs of a
nd or FM organization. Leadership is required to clearly communicate the strategic
ission, vision and plan to the stakeholders and influence the decision for plan approval.
The strategic plan demonstrates how the demand or FM organization intends to achieve an
objective or goal for the stakeholders.

©2020 IFMA Edition 2022, Version V2017PALS_1.2
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Understanding the Demand Organization's
Mission, Vision, Values and Culture

i IFMA

Understanding Demand Organization's
Mission, Vision, Values and Culture

Demand

Organization
Vision

D nand
7 anization
Values &

Culture

Demand
Organization
Mission

Facility
Strategic
Plan

® Exhibit 1-1: Demand Organization's Inputs

s objectives must align to the demand organization's objectives to be successful. It is

int®ral that FM understands the core business of the demand organization.

Comprehension and application of the demand organization’s mission, vision, values and
culture is essential when creating strategic plans for the FM organization.

©2020 IFMA Edition 2022, Version V2017PALS_1.2
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Facility

A facility manager cannot be successful without aligning the FM organization to the
demand organization in all aspects of its identity and functions.

Mission, vision, values and culture can be defined as follows:

e The mission statement is a short statement that describes why the organization
exists and the benefit the organization provides to its customers and stakeholders.

e The vision statement is the ultimate goal of the organization. It is where the
organization wants to be in the future.

¢ Organizational values are collective judgments regarding the relative wor
positive behavior of decisions, priorities, or actions of members of t

¢ Organizational culture is an expression of the character of an organiZati
sum of its organizational values. Organizational culture tends fo zemain i
even as staff changes. The organizational culture is automatic
transmitted to new staff. However, culture may changeg
changes or if external factors that influence an updatin th ture (e.g. new
expectations from the next generation of workers or 0

Strategic Planning Overview Model oha &
Q

The facility strategic pla en document that identifies gaps in operations and

these gaps are filled by FM, the demand organization can achieve its stated
mission, obje future need projections. The goal of strategic planning is to

ns-and turn them into action. Exhibit 7-2 presents a strategic planning
ich illustrates the various levels above and below strategic planning. It
-cycle model meaning that the final activity, Validate Strategy, feeds back
the process.

©2020 IFMA Edition 2022, Version V2017PALS_1.2
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Facility

Srateglc Purpose Level

Corporate
Strategic Demand Organization Strategic Plan (Corporate Strategy)
Planning Mission, Vision, Values, Culture, Strategic Objectives

Level

FM Strategic Facility Management Organization Facility Strategic

Planning Level Plan

Portfolio, Facility Master Plan (Real Estate Master Plans)

Operations and Maintenance Budgets

Operations Plans Maintenance
Tactical Plans

Planning amples: Capital projects,
eal estate, new site/
addition/modification
projects, relocations or

reconfigurations

Examples: Soft

LeVEI services, service Examples: Hard services,
preventive maintenance,
equipment maintenance/

replacement or capital projects

delivery or health,
safety and environment
(HSE) programs

Execution Level

Measurement Level

Feedback Level

xhibit 1-2: Strategic Planning Overview Model

i IFMA
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Facility Strategic Plan Elements o5

Facility strategic plan elements may include:

+ Adescription of the organization’s culture and core values

* Astrategic analy f the it of the

+ An analysis of existing conditions, a gap analysis and a capacity analysis

« An organizational needs assessment, which links FM strategy to demand
organization’s strategy

+ Facility cost estimates, forecasts or life-cycle cost analysis
+ Recommendations for:

- New space/buidings

- New service programs or revisions to existing programs

- FM staff iraining
- Performance measures for strategy and tactics analysisivalidation

B IFMA

Strategic Planning Overview Model

i IFMA

Strategic Planning Overview Model B

e of a demand organization is to serve the needs of the stakeholders.
stakeholders are and what their needs are, forms the basis for the

y implicitly or explicitly express the organization’s mission, vision, values and culture.

M Strategic Planning

Each business unit or department of the demand organization may develop its own
strategic plans that are aligned to the demand organization’s strategy. These plans can be

©2020 IFMA Edition 2022, Version V2017PALS_1.2
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simple or detailed. Senior executives/clients typically review business unit strategic plans
and approve or reject them based on their alignment to the demand organization's
strategy or on other factors such as feasibility, timing, outcome or budget.

FM is a business unit of the demand organization and may generate facility strategic plans
and facility master plans.

A facility strategic plan is a long-term facility plan encompassing an entire portfolio of

to develop needed FM service capabilities. The strategic facility goals, in tur

short-term tactical plans, including prioritization of and funding for agpual facili

projects.

Facility strategic plan elements may include:
e Adescription of the organization’s culture and core
e A strategic analysis of the competitive adva es anization
e An analysis of existing conditions, a gap ang|is a city analysis

e An organizational needs assessment, w
organization'’s strategy

FM strategy to demand

e Facility cost estimates, forecasts cy ost analysis

e Recommendations for:

- New space/buildino
- New servi rogra evisions to existing programs

- FM staff tr

e Perfor ce measures for strategy and tactics analysis/validation

A facility mast | estate master plan and campus plan are detailed long-term or

quirements and schedules for implementing elements of a facility
is a different type of plan and serves a specific purpose, as follows.

ifference?

Facility Master Plan Real Estate Master Plan Campus Master Plan

facility master plan A real estate master plan A campus plan relates to a
relates to a single facility. relates to a portfolio of facilities  cluster of buildings in a single
in different locations. location.

©2020 IFMA
All rights reserved
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Facility master plans often contain scenarios, which are various site-specific options or
recommendations proposed to enable business-driven decision making. Facility master
plan scenarios may include plans for:

e Existing and proposed real estate

e Building systems and infrastructure

e Building and grounds aesthetics Q
e Building plan phases
e Construction estimates Q

alyzing the

irc€nts are met,
a sers typically

¢ Value engineering assessments

Value engineering is a systematic approach to assessing
‘?ib user's requirements of a new asset and ensuring t
but not exceeded. Value engineering is needed b

try to justify more requirements than are truly

Tactical Planning

A tactical plan is a short-term action pl to vert strategic plans into results.
Strategic plans are implemented thro ctic@l plan, more than one tactical plan may
be required to address one Stra n.Qgtical plans are short-term plans, the timing is

based on the specific go, cti typically require separate approval and funding.
The term tactical plan be a ggneral reference to annual facility plans, project plans,
service plans, delivery p tenance schedules, operational plans or approved

budgets.

Tactical plans

e plans such as hard services, preventive maintenance, equipment
ce/replacement or capital projects.

ions plans such as soft services, service delivery or health, safety and
ironment (HSE) programs.

Design and construction capital projects, real estate, new site/
addition/modification projects, relocations or reconfigurations.

e Budgets for operations, maintenance, design and construction.

©2020 IFMA Edition 2022, Version V2017PALS_1.2
All rights reserved 18

Printed on 100% post-consumer waste recycled paper



IFMA's Leadership and Strategy Course ':'é!b\ I F M A

Facility

Execution, Measurement and Feedback

The execution, measurement and feedback levels of the model show that producing a set
of strategic and tactical plans is a step in a larger process. Tactical plans that get final
approval and funding are executed in the form of projects or new/changed FM activities.
During and after execution, performance measurements specified in the strategic and
tactical plans are collected and analyzed. For FM projects and activities, the facility markgger
may present feedback to senior executives or clients to prove or disprove the vali

strategy. The strategic planning process forms a continuous cycle that can i
prior results.

©2020 IFMA
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§ IFMA

Strategy Life-Cycle Model

organization'’s activities at the business unit strategic and tactical planning

own life-cycle. Exhibit 7-3 shows an overview of the strategy life cyclegmodel us this
planning. A version of this graphic is repeated throughout the chapt%w the specific

AY

inputs, processes and outputs related to each phase.

| Inputs
Understanding Analysis Planning Acting
A
—
A
Y Y Y
Outputs Outputs Outputs

Exhibit 1-3: Strategy Life-Cycle Model

of the strategy life-cycle model include:
Understanding

Analysis

e Planning

e Acting

©2020 IFMA
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. . . K A
Discussion Question b

Whatis the primary driver of facility strategic planning?
A. Facility occupant requirements

8. Budget

C. Available resources, such as real estate

D. Organizational objectives

Lesson Activity

Lesson Activity

Activity duration: 15 minutes.

o % i IFMA
Activity Instructions
* You will see each mission and vision statement on the slides.
*  Youwill what the d vision are

from.

+ This activity will be a group discussion and there are no wrong answers.

+ In your groups, you will discuss how the FM organization at each company
could support the given mission or vision statement.

*  When prompted, tum to the lesson activity in your guide

P i IFMA
Sample Mission
Our Mission
"To refresh the world.."
“To inspire
"To creat
i IFMA

ample Mission #2

OHr brand mission
"is to be our customers'favorite place and way to eat and drink."

©2020 IFMA
All rights reserved
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Facility

% & IFMA
Sample Vision #1
Our Vision
"There will be a personal computer on every desk running software."

developers the best tools and services in the world.”

3 B IFMA
Sample Vision #2
Our Vision
“To move the web forward and give web designers and

For this activity, you will:

e Review with your instructor a variety of mission and vig

e Determine what organization the mission an@isi (Bcnts are from.

e In groups, discuss how the FM organization &
given mission or vision statement.

Debrief
o i i IFMA
Activity Debrief
+  Whyis itimportant for the facility strategic plan to align with the demand
organization's mission and vision?
+ Where can you find information to define your facility strat Where
can you find informationto define the FM strategic pla

v.
A
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Facility

Align FM’s Strategic Requirements to
Demand Organization’s Requirements

\,‘Q
i Qﬂirements.
O

This lesson consists of the following topics: ‘\

Lesson Introduction

to Der d Organization's

Requirements

On completion of this lesson, you will be able to:

e Align FM's strategic requirements to demand orga

¢ Understanding Phase

e Mission and Vision

e Other Inputs Related to Aligning Stra
e Other Processes Related to Alig

¢ Other Outputs Related to
e Aligning FM Stra Pl Organization's Strategic Plan

In order to prove the Fi@organiiltion is an enabler of the demand organization's

objectives and a value ra just an expense, facility managers must show alignment

of FM strategy@med goals to the demand organization strategy and goals.

S 's transparency and supports the
slemand organization's requirements
Shows that requirements to execute FM
strategy are appropriate.
» Shows that facility's success measures
are linked to demand organization’s
requirements.
Shows that proposed execution methods
support demand organization’s goals and
that objectives are appropriate.

v

ome of the benefits that can be achieved by aligning the facility strategic plans to demand
organization plans include:

e The facility’s strategic plan that is transparent and clearly supports the demand
organization’s requirements.

©2020 IFMA Edition 2022, Version V2017PALS_1.2
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== Facilty

e The requirements to execute the facility strategic plan, with regards to staff,
resources and access to decision makers are appropriate.

e The facility’s success measures are relevant to satisfying the demand organization’s
requirements.

e The methods proposed to execute the facility strategic plan such as outsourcing,
upgrading technology and subleasing, support the demand organization's goal
and objectives are seen as appropriate.

Strategy Life-Cycle Model ony w
\or ation’s strategy, the

orough understanding of the
organization’s purpose and needs to determ alighied purpose for the FM
organization in terms of mission, vision,

When aligning the FM organization strategy to the
facility manager and a small planning team dev

The understanding phase of the
strategy life-cycle model is presented a way of organizing the inputs,

processes, and outputs related tg

v.
A
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Facility

Demand Organization's Mission, Demand Organization's Strategic

Vision, Values and Culture Business Plan
Inputs

Demand Organization's Balanced
Scorecard

Facilities Register and/or Audits

Understanding

Analysis Planning Acting

—

Define FM Mission and
Vision

Processes Define Purpose, Success &
Objectives

Gather Data

|

FM Mission and Vision
Statements

Comprehensive Data for

Outputs o
Organization

Client Profiles/ Business
Unit Goals

Exhibit 1-4: ife cle Model (Understanding)

Ej Eagh part of this phase will be discussed in more detail throughout the
le
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Facility

Remember, it is important that alignment happens
throughout the strategic planning process.

Note that in this topic the inputs, processes and outputs related
mission and vision are discussed. Following this discussion, the
processes and outputs related to aligning the facility’s strategic requ
to the demand organization’s requirements are discussed$
the outputs of one phase become the inputs for thg n

organization)

Outputs (FM)

Q n ) | IFMA
Mission and Vision
Inputs (Demand » Mission: Benefit to customers and other stakeholders.
» Vision: Ultimate goal
» Values: Judgments about good behavior of the
organization and its members.
» Culture: Sum of values; how things get done.
Processes (FM)  Define the mission and vision for facility management.

Facility managementmission and vision

©2020 IFMA
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Demand
Organization
Vision

Demand
Organization
Mission

Organization
Values &

Facility
Strategic
Plan

Exhibit 1-1: &

The first of the processes within
vision. This task has its to
and outputs are as follqis:

, processes and outputs. These inputs, processes

¢ Inputs include th d organization’s mission, vision, values and culture.

e Proce

. §EUt he FM mission and vision statements.

lude defining the FM mission and vision.
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Inputs - Demand Organization's Mission, Vision,

Values and Culture

Many demand organizations have a strong mission statement that has beeWy
executives and staff and integrated into organizational values and cu .FM
0

ose and a set

B IFMA

You Are Here

organizations that recognize and accept this mission will share a upi
of underlying principles that guide individual behavior. Facility use meetings with

FM staff and contractors to enlighten them to the demand bon'’s mission.

The vision statement helps facility managers and Fv@rga isualize how an

organization wishes to be perceived. When FM org hese aspirations, they
can design an FM strategy based on the produc servi¥es that need to be developed,

the staff to hire and the expectations that negd

Appreciating and adopting the demand 's values and culture is key to
successful FM strategy development, & anizations that are contracted
services. Kotter and Heskett, aut Sorate Culture and Performance, state that

strengths and weaknessesgimyalt % cultlre strongly influence an organization’s long-

However, Kotter and Hesk esearch indicates that leadership and strategy can be used

to positively i changes in culture.

efine FM Mission and Vision

B IFMA
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Facility

The FM organization’s mission and vision are defined to complement the demand
organization’s mission and vision. It is important to include the FM team in the process of
producing the mission and vision statement to promote commitment to the purpose. While
the results matter because they provide focus and unity to the FM organization, it is
important that the facility manager recognize staff involvement even if the final wording of
the statements is not exactly what was envisioned.

A best practice is to conduct the process in both top-down and bottom-up order. First,
facility managers could develop and distribute a white paper indicating the gene
direction of the FM organization. After the information is reviewed, facility
engage employees by bringing all FM staff together to have them generate@gis@n an
vision statements from the bottom-up.

The benefit of encouraging involvement in the process is that manag t and staff may
0

accept the mission and vision statements as underlying princi d they may

become part of the organization’s belief system. When this o diW8uals are far more
likely to govern themselves.
Two examples of FM vision statements follow:

e To be a world-class FM organization by cr g inWPnsiC rewards for staff and a

satisfying workplace environment for th&@le organization.

e To be viewed as a highly successful
of the workplace environment.

of facility best practices and sustainer

Output - FM Miss ement

Facility Management Mission
Statement

A mission statement should expres:

» Primary functions as seen by » How to treat co
interal/external customers » How to achieve its
» Desired reputation » Principlesand opportunities

Sample mission statement.
1o customers who share confid
commitmentto provide solutio

vironment.

h& FM mission statement expresses the FM organization’s primary functions as seen by its
internal/external stakeholders, its desired reputation, how it intends to treat its constituents
and how it intends to achieve its goals.
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Facility

FM mission statements are developed by considering the following elements of any
mission statement:

e Principles are the character traits and values that the FM team agree are the most
vital for long-term success.

e Opportunities are the FM team’s strengths that provide competitive edge and
ability to satisfy the needs of the demand organization.

Two examples of FM mission statements follow:

e Itis the FM organization’s mission to build relationships and solve proble
partners with customers, staff, contractors, suppliers and the commug

e Itis the FM organization’s mission to be a partner to customers who®¥ha
confidence in the FM organization’s abilities and commitment,to provid tions
that leverage technology and maximize the capabilities of th kplace
environment and infrastructure.

An optional step is to have FM team and management write in ualNgssion statements
to clarify their understanding of the FM organization’s missi these statements as

a group activity can build consensus and develop shdped

Personal mission statements are often most meani dividual writes it. An
example of an FM employee’s personal mission nt could be “To respond to every
customer call as if | were the one with that

Output - FM Vision

Facility Management Vision Statem

FM managers should focus discussion of vision on

» Whatis FM's purpose within the demand organizat
» Whatvalues and beliefs define FM?

» Whatgoals will FM achieve? When will FM achieve

Sample vision statement: To be a world-class FM organiz:
intrinsic rewards for staff and a satisfying workplace environme
demand organization

Purpose is what FM staff agree is the reason for the FM organization’s existence
within the demand organization, for example, enablers of success or ability to
innovate.

e Values and beliefs or business philosophies are what defines the FM organization,
for example, quality organizational development or customer orientation.

©2020 IFMA Edition 2022, Version V2017PALS_1.2
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e Goals are the end result that should be achieved according to FM staff.

You Are Here o

s. We

with senior executives and business unit heads, such as, Human Reso (HR), Finance

* Strategic and tactical plans and goals of othefjbus

e Marketing plans, inventory plans and sales f x y uct/service

e Risk assessments

A wide variety of information is required to produce facility strategic

and Information Technology (IT) to collect the necessary info

The information may include the following:

e Site-specific operating costs for occ port services, including relocations

e Organizational policies, proced cticdland standards, including:

- Owning versus leasinggas
- Financial dec':: - etfWs and processes

- Cash flow pact

- Risk, qualit ency management policies, other major programs,
certifications to management systems and/or other standards

ry to align FM strategy with the
demand organi

tbit 1-5 provides an overview of the initial inputs to facility strategy that are discussed
further.
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Demand Organization's

Demand Organization's
Strategic Business Plan

Facilities Register and/or Audits

Balanced Scorecard

* Business units' strategic plans « Facilities register « Financial perspective
« Facilities audits « Customer perspective

* Business process perspective

* Innovation and learning
perspective

Exhibit 1-5: Inputs to Facility Strategy

B IFMA

Inputs to Facility Strategy

Demand Organzation's Facilites Register and/or Demand Organization's
Strategic Business Plan Audits Balanced Scorecard
« Busness unts' strategic - Facites register - Financial perspsctie
plans Faciities sudts 3 "
. ess perspecty
~nnovation and learming
perspective
Exhitt 1-5 Inputs 1o Facity Stsiegy :i

Demand Organization's Str siness Plan

Demand organizations may have an existinggtra¥@gic Msiness plan or corporate strategy

and if so, it is a direct input to creating th tegic plan.
The demand organization's strategic b¥ ' ells out its perspectives on:

e Current position with res 1 gncial strength, market share and profitability.

ors and other potential market threats.

d plans for changing the business model.

ility managers and planning teams study each strategic requirement and generate a

et of requirements that can be positively affected by FM strategy. Included in this

bset are requirements that imply or indirectly require facility support. The facility
manager generates a set of derived requirements from these to clearly address how the FM
organization will provide that support.
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A requirement is a condition or capability that is necessary for a person or

team to solve a problem or fulfill an objective. Requirements usually begin
‘?il:’ with an active verb and include a method of measuring requirement

fulfillment. An organization’s strategic requirements form the basis for

enacting the organization’s strategic objectives.

maintain leadership in scientific applications and develop the
design of the next generation of laboratory facilities. Include iapce with
existing and anticipated upcoming EHS and sustainabs

e Develop a 2,000-square-meter (~21,500-square-foot jon space to increase

advanced battery development and testing cgabi

¢ Install plumbed eyewash and face-wash statio
body of any person may be exposed to injﬁ 0sf
[

t ion where the eyes or
aterials, in compliance
with customer requirements and specifi ions.

Business Units' Strategic Plans

The FM organization serves all busine @ lev ing the current knowledge of each

business unit’s unique perspectiv. @ IS vital.

lans to:

Particularly important ar, ine
e Reorganize, expglad or
e Reconfigure spac lement new initiatives

tract

ss unit leadership

oWripliance to existing and upcoming standards/regulations

r financial, environment, and social responsibility goals
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Facility

Business units may overlook informing the FM organization about changes
even when the FM function is impacted. To keep the FM organization

‘?ib proactive and avoid the need to make last-minute reactions, facility managers
can periodically request strategic plans or conduct interviews if formal plans
are not available. A side benefit of this process is that it can help build
relationships between participating business units.

Inputs: Strategic Business Plan onu

Demand Organization's Strategic Other Business Units’ Strategic
Business Plan Plans

» Financial strength, market share, For all other units, FM needs to know
profitability. plans to:
» Competitors and threats. » Reorganize, expand or contract.
» Current business model, plansfor  » Reconfigure space.
change. » Change business unit leadership.
» Current and planned projects. » Revise budget priorities.
» 3to 5 year planned direction » Employee engagement.

» Strategic objectives and strategic ~ » Employee retention
requirements.

FMs must the strategic b lan of the d
and that of the other business units.

Facilities Register/Portfolio

B ege 2 i IFMA
Inputs: Facilities Register and/or
Audits
Facilities Register Facilities Audits
» Comprehensive list of assets, » Periodic, systematic reviews of all
including buildings, grounds, services and assets.
infrastructure, equipmentand » Include information in more detail
furniture. than continuous performance
» Helps understand extent and assessments.
status of current facilities, » Provide data, e.g., on maintenance
functional capabilities and issues and capital investment
limitations. requirements.

» Useful in identifying gaps and
allocating resources to meet goals.

Two methods of gathe infogation on facilities are facilities registers/portfolios and
facilities audits. Facilities a may be used to update the facilities register, but a facilities

audit may co rmation not included in the register.

ter

ris a comprehensive list of the organization’s facility assets, including
unds, infrastructure, equipment and furniture.

r each asset, facilities registers may include:

Lease/ownership data

¢ Intended use or purpose of each asset

e Financial data such as depreciation schedules or estimated market value

e Relative condition and time remaining until decommissioning
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e Maintenance and operation schedules and outstanding issues
e Operations and maintenance costs associated with each asset
e Data on gross, usable and rentable space

o Utility costs associated with each asset

The facilities register helps facility managers and planning teams understand the extent
and status of the current facilities and their functional capabilities and limitations. As tw
hat

team reviews organizational strategy, this base knowledge can help them identify,
currently exist between intended and actual function. This determines whether th
organization'’s strategic direction is likely to increase or decrease these gap

For example, rather than assuming that a facility deficiency requires
space, FM organizations could satisfy a perceived need for larger faci by reaffanging how
existing space is used. If an organization’s strategic objective ig to {aai mwork, the
facilities register could be reviewed to see how much shared s i cated to teams and a
goal could be to revise space utilization standards to increas space per person by

reducing individual space.

riodic reviews that encompass all of the

Facilities Audits

Facilities audits, or services audits, are thor
services and assets within a facility. Facil iims llow a systematic process of
inspecting and reporting on conditio | performance levels of existing
facilities and FM service program Anore detailed, rigorous and independent than

continuous performance S

Facilities audits indicatq@it actuaglctivity durations or costs are at variance with the
standard. In addition, a udit can highlight problems such as deferred

maintenance kacklogs and could provide data on the cost and labor involved to resolve the

problem.

its are conducted on a regular basis for operations and maintenance
| information from these reports can be used to provide data on major
jsSues and capital investment requirements, for example:

uld the organization increase investments to improve productivity or should it
increase production capacity to meet growth objectives?

What is the likely impact if the maintenance backlog is not eliminated?
e What are the space requirements for business unit projects and initiatives?

e (Can standards be devised to measure facility utilization, for example, square
meters/square feet per employee monetary unit such as dollar, of profit?
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e Does current production capacity satisfy both short-term and long-term marketing
objectives?

e Has training produced the desired results?

e s attendance, problem resolutions, speed of turnaround or number of
noncompliant work management center reports acceptable?

e Does the number and location of buildings support or dilute the business plan %Q
el

what is the impact of relative labor costs, transportation costs and convenience

for customers and visitors?

e If an existing location/equipment requires substantial incremental in Q
should the organization divest or reinvest in the property/equipme tis
time left until compromise?

Demand Organization's Balanced Sc d

Inputs: Demand Organization’s oha

Balanced Scorecard

*

N\

The organization may use a balanced sysm to translate its strategy into action,

this becomes a key input to aligning F y to the demand organization strategy. The

balanced scorecard is a long-ter g lementation tool developed by Kaplan and
Norton that guides staff, easurable goals and feedback. It balances short-

v
versus long-term goals@iind obj@itive versus subjective measures. It combines different
perspectives — people, , processes, finance — to provide a more holistic analysis.

It balances shgat-term and long-term goals and objective and subjective measures.

orecards to categorize all goals for a given strategy and their
nts into four perspectives:

3. Internal business process

Innovation and learning

hile traditional business measurements are primarily financial, Kaplan and Norton's
research indicates that organizational missions, visions and long-term strategies often
focus on elements that cannot be measured exclusively from a financial perspective and are
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Facility

therefore not being managed. Adding the other perspectives allows these factors to be
measured and managed.
The four perspectives of the balanced scorecard provide:

e Methods of translating shared mission and vision into measurable goals.

e Guidance for all staff to develop plans that reflect strategy and focus change effq

e A way to test the validity of the cause-and-effect hypothesis that exists betwee
strategic requirements and strategic objectives, using:

- Performance drivers — a set of leading indicators or predictive %
is used to show how to achieve a given outcome. These predi?%
rk i

measurements can be used to make course corrections while

progress. Performance drivers are usually specific to the Rusiness u

- Qutcome measures — a set of lagging indicators or resu urements is
used to determine whether strategic objectives come
measures can be more generic and can be appli e strategic

ul
S

requirements. Outcome measures are also cal ess indicators.

Performance @ r@hization.

» Translates strategy into
action and aligns FM and
demand organization
strategies

» Each perspective holds
both short- & long-term goals
and objective & subjective
measures

* Help the demand
organization measure fesfor
performance - if unbalanced Vision and
the demand org

SUEE)Y

Innovation and
arning Perspecti

Can our employees
continue to improve?

The balanced scorecard, when used correctly, provides the FM organization with
information on how the demand organization is performing. A reason it is called
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Facility

"balanced” is that a well-crafted scorecard highlights that a change is often balanced by an
opposite reaction elsewhere in the system. For example, increasing preventive maintenance
to satisfy one objective would be balanced by an increase in costs, reducing a financial
perspective metric.

Exhibit 1-6 provides an example of a school system’s Strategy Map. This example
represents a Strategy Map, which is a highest level representation of the balanced
scorecard framework, including a high-level description of the strategic objectives.

Strategic Values

Customer- Operational
Oriented Excellence

Financial Perspective Act as long-term stewards of school facilities.

] .;‘v

Continuously improve customer expectations.

] \‘
e,

Customer Perspective

Process Perspective Meet or exceed project deadlines *t effl ad service quality.

Foster an environment of cofgl ing to align skills with needs.

Innovation and Learning
Perspective

- -\

_«turing school environment that values commonality and
. rsity.

The school system's mission is to provide ~ ~afe

pte of a Strategy Map for a School System

will be continued later in this chapter, showing how the FM
ation plans to meet this school system'’s objectives.

ample of a Strategy Map for a B
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Financial Perspective

The demand organization’s financial perspective provides outcome measures that serve as
ultimate goals to which the FM organization and other business units’ financial outcome
measures should contribute.

The demand organization’s financial performance drivers indicate how it intends to achj

financial success and reflect its competitive strategy, for example, delivering products

lower cost than competitors can offer. FM organizations that understand the de

organization’s competitive strategy can identify the purpose behind its finangj
measures. The FM organization can then develop FM-specific performance (@ivé to

indicate how to achieve these financial goals.

Customer Perspective

The customer perspective provides information on the deman ion’s current and

Types of customer data and FM strategy examples i

e Customer segmentation indicates relativghc mer value. FM strategy may create

spaces attractive to a given customerse nt’

e Customer acquisition, retention, gl oyalty and profitability can be
prioritized. The FM strategy re rities.

eatures, price or quality. FM strategy reflects these
igh quality requires high maintenance costs.

e Customers may
prioritigs for example,

efer personal relationships or a particular purchasing experience.
could provide specialized spaces for customers.

r¥may want the demand organization’s reputation and image to reflect
ely upon them. FM strategy could reinforce the brand image.

Note that the demand organization’s customer perspective typically relates to
external customers. However, a balanced scorecard for the FM organization
may relate to external or internal customers such as building occupants.
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Internal Business Process Perspective

The internal business process perspective indicates the processes the demand organization
plans to use to achieve its goals.

This perspective encompasses all types of processes:

e Research and development processes of identifying new products, including F
processes to support specialized staff/equipment

e Operational processes of producing, selling and/or delivering products, in|
equipment maintenance and staff service programs

e Customer service processes of pre- and post-sale service, including
processes such as work request processing and responses

and tools, such as a balanced scorecard.

The balanced scorecard can improve entire processes rather than ne to address
business unit processes individually. FM strategy can contrlbw mplimentary

FM processes, for example, using similar business terminolo s, technology
ew business
nization's strategic

ercentage FM strategy to achieve

The balanced scorecard can also help demand organ
processes to solve strategic problems. For exampl
objective may be to reduce downtime below a
that measured objective might be to increa eventive maintenance frequency or
inspection frequency. The downtime rat outcome measure of the

maintenance strategy effectiveness.

The Four Perspectives

The four perspectives of the balanced scorecard provide
» Methods of translating shared mission and vision into me
> Guidance for all staff to develop plans that reflect strategy an: ange
efforts
» Away to test the validity d-effect hypothesis that exists
between strategic require]
- Performance drivers —a e dictive measurements.
How do we do it?

tives (continued) n

y, provides the FM organization with information on how
the demand organization is performing.
» Called “balanced" is that a well-crafted scorecard highlights that a change is
often balanced by an opposite reaction elsewhere in the system.

- For example, increasing preventive maintenance to satisfy one objective would
be balanced by an increase in costs, reducing a financial perspective metric
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Demand organization strategies for innovation and learning are primarily related to
increasing, maintaining or reducing production capacity, including expected changes in
staffing levels, services or technologies. From these strategic goals, FM organizations can
anticipate changes in capital investments, site-specific employee population and
demographics, space utilization needs, maintenance requirements and operating costs.

Demand organization investments in people, equipment, facilities, systems and proces
may include:

e Strategic goals for increasing the satisfaction, retention and productivity d
The FM strategy could include cross-training staff to proactively resp
problems outside their area.

e Technology strategies for information gathering, analysis, reporting and ol,

including retraining. The FM strategy could involve learner su

t.

e Use of the balanced scorecard to implement and meagare
organization's strategy. The FM strategy could have scog@Rrd sures cascade
down to the FM organization'’s scorecard and link re S corecard measures.

You Are Here

The process used to ali e B strategy to the demand organization’s strategy involves
individual resegrch followed Dy meetings to achieve a shared understanding of the
collected info eetings with the facility manager and team members are used to
ate reports on findings, and achieve consensus on the current and

emand organization and the role of the FM organization.

nslate the expense of FM into a tangible business value, supporting the demand

0 ization's strategy and objectives. A business-driven approach uses knowledge of the
emand organization to make wise choices and set tangible goals, even when the best
long-term choice is not the least costly. While cost-driven approaches are popular because
they are straightforward and executives press for cost minimization, they may be
disconnected from the demand organization’s vision, mission and strategy.

©2020 IFMA Edition 2022, Version V2017PALS_1.2

All rights reserved
41 Printed on 100% post-consumer waste recycled paper



!

“

i

'IFMA

Facility

IFMA's Leadership and Strategy Course

Benefits of business-driven approaches include:

e Moving from a short-term or mid-term view taken by cost-driven approaches to a
long-term view.

e Earning support of staff/contractors because business-driven approaches require
participation and are clearly linked to mission and vision.

e Increasing productivity by motivating people and optimizing asset use.

e Providing unity of purpose and a sense of teamwork, enhancing organizati
competitive performance.

Facility managers use a business-driven approach to define the purpose, su n
objectives of FM strategic planning.

B IFMA

Moving to a Business-Driven
Approach

Benefits of business-driven approaches include \
+  Moving from a short-term or mid-term view taken by cost-driven approaches

to a long-term view.
v Eammggsuppor\of because b 4 v

require participation and are clearly linked to mission and vision
. by people and assetuse. :
* Providing unity of purpose and a sense of teamwork, enhancing

[ [ [

Define, Purpose, Success bjectives
One method for aligning strategy is to the Wpose, success criteria, and objectives
of the strategic plan or its component g t constitutes success up front or
starting with the end in mind hel it nagers and staff generate a plan to reach that

goal.

A purpose can be exprqiised thifigh one or more strategic objectives. The following
definition of strategic ob)@augontains an example of a purpose and shows how strategic

objectives e measurable success criteria: A strategic objective is a measurable goal

that you com pve by a specific date. “To be a showcase facility” might be part of

atement. “To have at least 98 percent planned rather than corrective
end of the year,” might be an FM strategic objective.

rpose statement is an expression of the scope and intended use or result of an activity
at accounts for priorities and other assumptions or parameters.

Example phrases for purpose statements:

e "The reason to align strategy is to define the purpose..."

‘19
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e "The following will discuss the..."
e "My reason for writing this is to..."
e "The purpose of this report will explain..."

Success criteria are the combination of conditions that must be met or satisfied for the
project, plan or task to be considered a success. Success criteria are specific, measurable
and agreed upon by stakeholders.

Success criteria might include time, cost, safety, cycle time, complaints, and the li e
examples are:
e Reduced maintenance costs by 8%

e Reduced cycle time for completing routine maintenance by 2 hours.

10%

e Reduce customers complaints about cleanliness or appearanc

e Increased space utilization by 15%

Note that success criteria avoid specifyin@the which the criteria are

to be achieved, because success could o jous means, however

if plans are executed correctly there j hher Probability of success.

Defining purpose and success are nec tivities because participation

generates buy-in and reduces chan mmunication or counterproductive work.

d results occurs before analysis and
planning are performe @ne involved in these tasks has a shared expectation
of results. Later analyse al new strategic directions. It is important to allow the

best method of accomplis oals to be dictated by the results of research. The goals are

defined from t, but the means of achieving them are not.

Once a 0s efined, FM organizations can focus their data-gathering activities to
sati

N
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Gather Data

Processes to Align Strategy ony

Define Purpose, Success and Objectives

» Purpose statement: scope and intended use.

> teria: specific,  agreed-up

» Objectives: measurable goals to be achieved by a specific date.
Gather Organizational and Business Unit Data

» Data gathering follows definition of purpose

» Data is compiled and arranged for later analysis.

Facility managers and planning teams gather the demand organization and
data. They compile and arrange this information for later analysis. This incl
redundant information, verifying values and checking that informatiog is sufficie
complete. The basis for estimates is also clarified and, where appropr estimate
consensus is achieved using second or third opinions.

N
)

i IFMA

You Are Here

B IFM

Outputs to Align Strategy

Comprehensive Data » Type of organization
for Organization » Competitive strategy
» Maturity of products
Client Profiles/ > Sty gbiectives and requirements, mission,
Business Unit Goals by business unit (internal)
gd requirements, mission
ornal)

Comprehensive data for the demand organization

e Client profiles/business unit goals
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Comprehensive Data for the Demand
Organization

The demand organization’s strategic plans and other comprehensive data should indicate
the demand organization’s type, its competitive strategy, and the relative maturity of its
products.

The demand organization’s type provides FM organizations with broad FM strate
Common organization types and examples of FM strategies include the followj

e Service organizations — service organizations focus on customers@&ho
changing demands require short planning horizons. FM strategy could f
rapid, organized change management.

¢ Manufacturing organizations — are made up of multiple
its own site-specific strategy. The different sites have t
equipment. The FM strategy should empower FM sitegd

ch requiring
néel, uses, and

¢ Government/academic organizations — t?e 0 @ pons are highly regulated,

and strategies can be reactive to public opini ONgaL o mer service
preferences and budgets. FM strategy cou a ucracy related to
lid Change control system.
profit/nonprofit status, industry type

I
procurement and personnel and emphagge
Other important business type information j

organizational structure, and managem style.

A demand organization’s competitive relates how it intends to succeed in a

competitive environment. Micha r or of Competitive Advantage, proposed the
following generic compejgime st 4

— the demand organization pursues efficiency through
ndardization of products. FM strategies could respond

uniqueness in a product, process or service. FM strategies could create
services and unique spaces.

egmentation strategy — the demand organization finds niche market

ents that are resistant to competitors due to entry barriers or the demand
oranization’s strengths. FM strategies increase these niche strengths.

her way to document the demand organization or business unit strategy is to

termine the maturity of the demand organization’s products in a product life-cycle.

Exhibit 1-7 shows a simplified product life cycle with examples of the demand organization
and FM strategies.
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Revenue, Profit or
Market Share for
Product(s)

" Demand Organization

IFMA's Leadership and Strategy Course

Growth Phase

TN

Maturity Phase

Decline Phase

Allow temporary negative
cash flow to increase

Sustain reinvestment if
products maintain or grow

Harvest returns from prior
investments and pursue

Strategy production capacity or market share. low-risk options with sho
market share. payback periods.
FM Strategy Propose bold strategies Remove bottlenecks, meet _Ma'”ta'” e n
for growth and teamwork.  but do not exceed capacity Increase by
reducing fa#lity

Exhibit 1-7: Differences in Demand Organization and FM Strategy due to 2o

Client's Profiles

Client profiles are prepared for each business unit.
objectives and requirements, mission, vision, and

organization is an external service provigar.
Client profiles list the same types of data fo siness unit or client, including the
following examples:

the FM

©2020 IFMA

All rights reserved

needs and continually
improve services.

-Cycle Phase

arizes the strategic
siness unit or client if

s
>

y organizational charts and specialists who
e scientists

Demographics — head coypts
have particular space ne X
Service require s — y or cleaning requirements

uildings occupied, floor space used and breakdown by
iture

Facility registeNg@ata

type, equipment

acilities — unit spending patterns on facility space and services,
r intent to change the budget

values — regional variations in beliefs or work styles, service

lating facility projects
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. . . K A
Discussion Question b

Whatbest describes the process of aligning organizational and FM strategies?

A. Strategic alignmentis a cost-driven approach

B. Strategic alignment can be done with data pulled data solely from the FM
organization.

C. Strategic alignmentis a business-driven approach.

D. Strategic a i within the
demand organization

Aligning FM Strategic Plan to the Deman
Organization's Strategic Plan

Qv

B IFMA

Aligning FM Strategic Plan to the
Organization's Strategic Plan

Outputs - FM

Exhivi 1-8. Allgning FM Stratope Plan

*

&on s overall strategy is

a
fe nals must be able to show how

Aligning the facility’s strategic plan to the dema
important to the FM organization's success. FM
the facility strategic plan adds value and sup

=M  ~cesses Outputs - FM

e demand organization'’s strategic plan
in writing.

Inputs - Demand
Organization ‘ v __ - FM mission and vision
- Mission, vision and culture =P" e EMmission.and vision statements
- Strategic business plan - Define purpose, objectives and - COm.pre.hensive data about the
- Facilities register and/or au success eltiaiizaney

- Gather data. - Client profiles/business unit
- Demand organization's goals
balanced = ~card

Exhibit 1-8: Aligning FM Strategic Plan

lign the Strategy

example used in this section will outline one FM organization aligning its strategy to
emand organization's strategy. There are a variety of ways to complete this process
d this course will detail common inputs, processes and outputs to strategic planning.
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Sonoma County

B IFMA

Sonoma County Mission

The core mission of the Sonoma County government
organization is to protect and enhance the safety, health,
well-being and quality of life for all of the people of Sonoma
County.

The core mission of the Sonoma County government organizatio® is
to protect and enhance the safety, health, well-being and quality of
life for all of the people of Sonoma County.’

Sample Demand Organization's Strategic Pl

Sample Demand Organization's S

Strategic Plan
The i 's goals and obj are as follows:
I Make the most efficientand effective use of current resources.
A Establish quantitative and qualitative targets to measure the County's

performance in promoting the safety. health, wel-being and quality of ife for the
residents, famies and communities of Sonoma County.

Enhance the County’s fiscal soundness through the expansion and
increased diversification of General Fund and other revenue sources.
A Maintain and preserve current sources of revenue.

8. Increase current sources of revenue and add new sources

Sample Demand Organization's
Strategic Plan

The d lion's goals and obj are as foll

Ill. Enhance the capacity of County programs and col s to
more effectively meet the changing needs of individi imilies and
communitiesin Sonoma County.

IV. Plan, procure, operate, maintain and manage S County's
facilities and real estate assets at their highest an ise, such that

they provide the best value to the County.

" This sample is from the Sonoma County government organization (2009).

©2020 IFMA
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In this example, the goals, objectives and strategies are outlined using 4 levels.

Each hierarchical level is represented as follows.
l. Goals

A. Objectives

1. Strategies
a. Additional detail on strategies
Sonoma County's organizational goals and objectives are as follows: Q

|.  Make the most efficient and effective use of current resources.

A. Establish quantitative and qualitative targets to measure the Cou
performance in promoting the safety, health, well-bein
the residents, families and communities of Sonoma Cou

[Il. Enhance the County’s fiscal soundness through the ex on
diversification of General Fund and other revenue so

[ll. Enhance the capacity of County progragas %@l community systems to more
effectively meet the changing needs gof i
Sonoma County.

IV. Plan, procure, operate, mai agifge Sonoma County'’s facilities and
real estate assets at their RigheS best use, such that they provide the best
value to the County.

V. Proactively addy

1. Unmet ne
treatment in

ounty’s waste management and water and wastewater
cture.

transportation infrastructure so that it can be maintained and
provide safe, reliable and accessible movement of people and
throughout the county.
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Sample: Applying Demand Organization Strategic Plan to FM's
Strategic Plan

= §IFMA
FM's Strategic Plan
Facility Vision
Facilities Operations is a Technology Leader that utilizes
ever-evolving creativity & innovation.
& IFMA

FM's Strategic Plan

Facility Mission

Facilities will continuously improve to remain a technology
leader. Our primary objective is focused on increasing the
level of flexibility & quality in the eyes of our customers.
Through data analysis, the technological improvements to
our plant & processes shall be focused upon problem

diction & De of our employee is
considered paramount to our success.

The FM organization can then create the following r’ ;
demand organization.

n in alignment with the

Long-Term Customer Value

©2020 IFMA
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Creating the FM Balanced Scorecard

Sonoma County Balanced Scorecard ns

The strategic objectives for the Sonoma County FM organization are defined ggafo

¢ Customer Perspective

- Community — develop new and grow current Strategic
partners and customers. Be environmentally aware.

- Quality — use technological advancements to d in@rove our
processes and facilities.
- Image/Influence — be flexible and resp@siv er's needs,

requirements and technical demands.

&n - demonstrate continuous

management.

liances wi endors,

e Operational Excellence

- Operations, Management, Process
improvement through effectiv

e People

¢ Financial

folloWing outlines some of the performance measurements and targets for the
nization.

©2020 IFMA
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- Customer - Image - communications
- Operational excellence - Optimal technology
- People - Training & development
- Financial - Fiscal management - diversification

Measures

- Change image of facility operations - Change office layout
- Efficient use of technology - Process targets (badge
- Provide excellent training - Establish BAS training
- Increase revenue

- Align budget with strategic plan e
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Vision Mission
Facilities will continuously strive to remain a technology leader by
Facilities Operations Technology leader that utilizes increasing the level of flexibility and quality through employee
ever-evolving creativity and innovation. development. The technological advancements shall be focused upon
problem prediction and prevention.
Long Term Customer
2 Value
k3]
[}
2]
o Community Quality
p
g Deve!op ngw & grqw current Use technological Advancements to Be flexible & resp|
9 Strategic Alliances with vendors, develop our processes & improve our cust needs, re
w partners, & customers. Be L X
= ) facilities. nical demands.
(&) environmentally aware.
L .
b= Management Process e s Innovation
©
8
&
o ) ) Ens®re that optimal structures,
T Demonstrate continuous improvement . .
= . ses and technologies are in place
S | through effective process managemen .
@© to achieve goals.
<]
o
O
2
st
a
2 Develop an interd@@endent rce. Provide staff with an environment and resource
% that enables the exc rovide training experiences that are rich and meaningful
g nd advance division capabilities.
[(F]
o
o]
=
S
[<]
Increase Asset Expand Revenue

o ost Structure S .
e Utilization Opportunities

Achieve lower operating costs through efficient and effective utilization of resources.

Exhibit 1-9: Sonoma County Balanced Scorecard Sample
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Business Case Development Overview

Busness
Casa

Business Case Overview

» Executive summary
» Introduction

» Assumptions

» Businessanalysis
» Risk analysis

§ IFMA

cohesive o justify

” » Recommendation
» Timeline
All relevant narrative and financial data should be linked together into a
and capital

Facility managers produce business cases to promote one or more objectiv

organization'’s strategic plan, present the business cases to decision makers®@orn@with a

recommendation and then produce tactical plans for those business
approved and funded.

A well-crafted written business case provides information ab t,

how and why of the proposed initiative. All relevant narrativ nctal data should be
linked together into a cohesive presentation tojustif‘res pital expenditures.
A business case should follow the preferred or appr

expected elements. Exhibit 1-10 provides a list of

Components

Executive
summary

Introduction

Assum S
S sis

©2020 IFMA
All rights reserved

ses that

en, where,

nal format and include

r
mo

re a general indication.

ouhd components, due to the

Case

n of the current situation, the requirement for the proposed
and recommendation and how the effort will fulfill
rganizational objectives.

Recognition of what major assumptions are behind the proposed
initiative.

Financial analysis results: Initial cost estimates, funding required and
related expenses, projected cash flows and financial payback.
Nonfinancial results: Qualitative aspects of the proposed initiative, for
example; improved customer satisfaction, increased retention of tenants,
improved reputation for the organization.

Rationale for change: A discussion of how the solution addresses issues
or opportunities.

» Potential benefits, such as improved customer satisfaction or

Edition 2022, Version V2017PALS_1.2
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reduced maintenance costs.

e Compliance with mandatory regulatory requirements, such as
standards for accessible design or legislation related to health and
safety at work.

* What options were considered?

Goals Meet all goals set within the business case.
Risk analysis An overview of:
» What will happen if the effort is not undertaken, erred 1o as

the do-nothing scenario, where the organization woul ithout

the project.

e Risks involved in the proposed initiative.
e Alternative options as well as a ranki f options
demonstrating the optimum soluti

t
Recommendation  Content describing the recomrﬁ de Q 1(S).

Timeline Estimates about money, peo n ot will be needed to deliver
the solution and realize th its.

ormat of the organization and
includes the expected elements, such =g be&tit analysis.

business case | cussed in IFMA's Finance and Business Course.

rategic Alignment Activity

\(tivity duration: 20 - 30 minutes.

©2020 IFMA Edition 2022, Version V2017PALS_1.2

All rights reserved
5 5 Printed on 100% post-consumer waste recycled paper



!

“
N

7

!b\ l F M A IFMA's Leadership and Strategy Course

Facility

Activity Instructions o5

* You will work in groups for this activity.
+ Each group will use the example Sonoma County's balanced scorecard:
~ Determine what additional inputs are required to align success measures,
demand organization's goals and objectives
- Determine how to ensure there is alignment between the demand organization
and the FM organization

+ When prompted, begin the activity by turing to the actiity in your book and
discussing the listed questions

What is Needed for Alignment? oha : w

ple balanced

Review the following School System's strategic objectives out
scorecard in Exhibit 1-9. Discuss in your groups, the following g

jon

1. What additional information would be useful jn ali organization's
strategy with the demand organization's obje€tae this balanced
scorecard?

2. Evaluate the four perspectives in the ex
could be created by FM to support g

lanced scorecard. What objectives
egadry?
3. How can success measures be alj in xample?

4. Once FM has determined goal
how does FM ensure alig

port the demand organization strategy,
e demand organization?

5. What are the co en isalignment with the demand organization
strategy?

6. What are the ben

Continue to v

ligning with the demand organization strategy?
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Vision Mission
Facilities will continuously strive to remain a technology leader by
Facilities Operations Technology leader that utilizes increasing the level of flexibility and quality through employee
ever-evolving creativity and innovation. development. The technological advancements shall be focused upon
problem prediction and prevention.
Long Term Customer
2 Value
k3]
[}
2]
o Community Quality
p
g Deve!op n.ew & grqw current Use technological Advancements to Be flexible & resp|
9 Strategic Alliances with vendors, develop our processes & improve our cust needs, re
w partners, & customers. Be L X
= ) facilities. nical demands.
(&) environmentally aware.
L .
b= Management Process e s Innovation
©
8
&
o ) ) Ens®re that optimal structures,
T Demonstrate continuous improvement . .
= . ses and technologies are in place
S | through effective process managemen .
@© to achieve goals.
<]
o
O
2
st
a
2 Develop an interd@@endent rce. Provide staff with an environment and resource
% that enables the exc rovide training experiences that are rich and meaningful
g nd advance division capabilities.
[(F]
o
o]
=
S
[<]
Increase Asset Expand Revenue

o ost Structure S .
e Utilization Opportunities

Achieve lower operating costs through efficient and effective utilization of resources.

Exhibit 1-9: Sonoma County Balanced Scorecard Sample
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Debrief

Activity Debrief
+ Whatare the key inputs and processes to aligning the FM and demand
organization strategy?

process?
+ Whatdata will provide important information for this process?

§IFMA

+ How does mission, vision, value and culture play a role in the alignment

00

v.
A
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Facility

Develop and Implement a Strategic
Planning Process

Lesson Introduction

i rma

On completion of this lesson, you will be able to: I
e Use strategic planning tools and frameworks to deq sess a strategic plan.

This lesson consists of the following topics:

*
¢ Analysis Phase \
¢ Inputs

e Processes

e OQutputs

Developing and implementing a g nning process typically involves selecting and

then using a set of analyti

e Assess and eval ighalevel user requirements

strategic user requirements

ap analysis indicating the difference between the current versus the desired FM
services and organizational assets

A set of viable strategies from which decision makers can select and a
recommended strategy
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This topic presents a number of tools that can be used during the processes of strategic
analysis and plan assessment. Facility managers can select the processes and tools that are
appropriate for their organization and strategic planning needs.

Some of the benefits that can be achieved by developing and implementing a strategic
planning process include:

e The process solicits input from key stakeholders, for example, staff, contractors,
finance, occupants, etc.

e The process includes identifying milestones as well as tracking and correl
leading indicators with key success indicators.

e The process considers how to leverage (make wise use of) current c
assets, for example, staff, contractors, technology and key relatiopships.

e The process includes assessing the feasibility of the plan.

B IFMA

Benefits of the Strategic Planning
Process

Some of the benefits that can be achieved by developing and implementinga

strategic planning process include:

» The process solicits input from key stakeholders, for example, staff,
contractors, finance and occupants.

» The process includes identifying milestones as well as tracking and
correlating leading indicators with key success indicators. See the balanced
scorecard discussions throughout this chapter.

» The process considers how to leverage (make wise use of) current
capabilities and assets, for example, staff, contractors, technology and key
relationships.

» The process includes assessing the feasibilty of the plan ! &\

Strategy Life-Cycle Model (Analysi

Exndi

an overview of the inputs, processes and outputs of the Analysis phase
gy life-cycle model.
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FM Mission and Vision Statements

Inputs

Comprehensive Data for Client Profiles/ Business Unit
Organization Goals

Understanding Planning Acting

| Frameworks | | Programming
Processes | SWOT Analysis | | Brainstorming
| Benchmarking | | Scenario Planning |

Make-versus-Buy
Variants

Statement of Requirements

Gap Analysis

Outputs

Scenario Alternati

rt of this phase will be discussed in more detail throughout the

Remember, it is important that alignment happens
throughout the strategic planning process.
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You Are Here n WQ

ase, including:

The outputs from the Understanding phase are the inputs for the Ana
e FM mission and vision statements

e Comprehensive data about the organization
‘\

lement a strategic planning process, the FM uses methods and tools
easure the gap between current and long-term facility

¢ Client profiles/business unit goals

You Are Here

To develop a
designed.to i
i this information the FM can develop different scenarios that will allow
ization to evaluate the alternatives.

rovides insight on how to balance priorities between the categories of
ts that must be addressed in the facility strategic plan. The following are
mples of possible categories of requirements:
e Workforce demographics
e Research and development, operational and customer service processes
e Organizational culture and structure

e Occupant services requirements
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e Government regulatory and community requirements
e Market share and position

e Technology and software

e Production capacity rates and volumes

Exhibit 1-12 provides an overview of tools and methods that can be applied to develop

implement a strategic planning process. The tools and methods are used to measure a

and analyze alternative scenarios.

« Strategic creative analysis (SCAN)

Programming Brainstorming M-~lg-ve, P v Variants

« Strategic vs. full-scale programming
* Needs assessments

* Needs forecasting Benchmarking

Scenario »“lann )

» Requirements analysis and negotiation

* Requirements modeling

Exhibit 1-12: Processes Available for Implementing Strategic Planning

Purpose of Analysis: How to Bridge
the Current/Long-Term Gap

Current
Facilities
Resources

> Safety and security
> Financial performance

leanliness, waste handling

mfort and ergonomics

nergy consumption
» Maintenance and repair activities
» Responding to everyday issues and response time
» Environmental compliance
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A part of the strategic planning process is to determine how the FM organization'’s
performance will be measured. The intent is to have a performance management system
framework that tracks performance, manages performance information and data, and
describes:

¢ How the FM organization accomplishes work.
e How the facility is performing relative to defined characteristics, for example en
use, environmental quality, safety, and security.
e

The performance management framework must align to the facility’s strategic pl
based on FM support services, which is how FM and occupants function. Perf
management measurements include:
e Customer Satisfaction
e Safety and security
e Financial performance
e Cleanliness
e Comfort and ergonomics ¢ g
e Maintenance and repair activities
e Responding to everyday issues p time, including complaints about the
workplace
e Environmental complian

The performance mana t rk guides the facility manager on what should be

e Waste handling

e Energy consumption

measured and how to lyze dfita and information that defines success. The data also
assists the facility manad@ia aliating adjustments and realignments as necessary.

anced scorecard is a commonly used performance management

eWork and is used throughout this course as an example.
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Programming

Analysis: Programming eou

Approach Determine how to improve a specific function by:
» User observation
» Interviews
» Surveys

Result Statement of end-user requirements (strategic or full-scale).

e An analysis that applies user observation, interviews and surv
detail a specific function in an organization, possibly a
For example, when translated into a new design for a s

Programming is the process that defines the detailed project requirements Q
which is needed to meet the project objectives and general project require
Programming is:
dentl and
provement.

» Documented as a statement of requirements.

s different than the term

‘?ib Note that the term programming in
de®rgn process.

programming that is used as partof

The goal of programming is to prog

e Those requirementsof t @ d
directly influenc

f strategic requirements that consist of:

anization that the FM organization can

e The requiremen at aj not explicitly stated by the demand organization but are
necessary to supp pletion of an explicitly stated requirement. FM can
i influence these derived requirements.

quirements produced through needs assessments, needs
requirements analysis, negotiation, and requirements modeling.

uirements are derived from the analysis. They move from general to

ecl account for codes or regulations and make implied requirements obvious.

ps in programming related to development and implementation of a strategic planning
ess include:

e Determining whether to use strategic programming or full-scale programming

¢ Needs assessments

* Needs forecasting
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e Requirements analysis and negotiation

e Requirements modeling

Strategic vs. Full-Scale Programming

The type of strategy document to be created has an impact on the level of detail required
of programming: w

e For a facility strategic plan, strategic programming is used, and a strategic
statement of requirements is produced. Strategic programming or macro
programming is the process of defining user needs at a high level an
strategic or macro statement of requirements that reflects general sfiic
requirements per person and business unit but omits schedules or d€tail lyses
of specific spaces/services.

e For a facility master plan, real estate master plan or campus ll-scale (regular)
programming may be used and a statement of requir ced that
includes detailed space standards and a schedule for tac im@®&mentation.

Strategic programming lacks elements such as sche any of the same

duling
steps as full-scale programming. It can be complete§ iC the lower level of

detail expected. Following the development of a f egd@lan, if a later full-scale
ogramming provides the

programming effort needs to be generated, strageg

groundwork.

Both strategic and full-scale programmi ma

strategic plan and master plan and the ordanization’s requirements transparent.

the link between the facility’s
Programming defines actual cus

@v rnal stakeholder needs.
Needs Assessme

Programming: Needs Assessmen
Types

Service Program Asses: .ompetency/Capacity Assessments

» Hard service needs
» Soft service needs
» Impact of changes

Inputs: Financial analyses,

competency assessments

Task: Identify best mix of training,
utsourcing, purchasing,

contracting or partnering to meet

needs

sessment is the process of identifying performance requirements and the “gap”

een what performance is required and what resources are available.

ring a needs assessment, input is solicited from multiple stakeholders to discover and
document previously unstated needs/requirements. Doing a needs assessment helps
organizations learn what customers or users really need.
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The needs assessment is based upon interviews, surveys and other methods of information
gathering. If the user population is large, input can be limited to a statistically relevant
selection of the population. Statistical relevance refers to the number of persons contacted
relative to the total number but also requires that input be received from stakeholders at
all levels, from executives/clients to staff and occupants/visitors.

Talking to stakeholders at all levels supports acceptance of the eventual facility strategi

plan because stakeholders feel they were listened to. The data resulting from a need
assessment also helps facility managers better understand their stakeholders. For
they may learn about new business constraints or develop a deeper underst
impact of culture.

It is important to engage key stakeholders throughout ic planning
process. These individuals with a vested interest in acN@strategic plan
will need to back the plan once it is complete. If {8

‘?ib buy-in and input from stakeholders frowe

adoption and support from the demand i ce the plan is

nagers do not gain
it will be hard to get
tion

finalized. Manage stakeholder comm d expectations according to

their role and engage them respecti

Exhibit 1-13 classifies needs assessme s aclive or passive based upon the amount

of interaction needed with the i vider. A best practice is to use a mix of both

active and passive tools w preferences and time constraints.

v.
A
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Exhibit 1-13: Active and Passive Needs Assessment Tools

Active Tools Passive Tools

e Formal interviews — interviewers ask a e Customer surveys or questionnaires
set of predefined open-ended and surveys and questionnaires are useful
closed-ended questions to ensure that when an issue is already well defi
nothing is left assumed. Interviews tend the level of consensus needs to b
to elicit big-picture information. established.

¢ Informal conversations — interviewers » Checklists — checklists can
use conversations to get a general establish priorities or
picture and allow users to raise issues unnecessary requirem
important to them. » Workflow diaggams and

» Direct observation — analysts observe models — diag and models can be
tasks and record the actual processes providedgo iew or requested

used. They ask questions to clarify their from exp

understanding. e Use cg cases describe the

tween people and systems
as a series of simple steps.
asked to generate or review

» Focus groups — requirements for a
niche area could be discovered by
assembling a select group of
stakeholders.

e Collaborative meetings — meetings f
brainstorming or problem solving cg
held either to get a high-level pi
requirements or to resolve co
between requirements.

rvice level agreements (SLAs) —
users can be asked to review the contents
of SLAs and comment on whether the
agreement addresses all relevant service
requirements.

Active and Passive Needs
Assessment Tools

Active Tools Passive Tools

» Formal interviews » Customer surveys or
» Informal conversations guestionnaires

» Direct observation
» Focus groups
» Collaborative meetings

Gegera es of needs assessments that can be conducted for the FM organization to
ermine the impact of proposed strategies include service program assessments, space
s assessments, competency and capacity assessments and budget constraint
sessments.

e Service program assessments — facility managers conduct service program
assessments to determine if hard services are adequate for satisfying facility and
equipment maintenance needs and if soft services are adequate for satisfying
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occupant requirements. The potential impact or likely response to proposed new or
changed services can also be assessed using benchmarking data, interviews or
surveys.

e Space needs assessments — the facility manager and team members conduct a
space needs assessment to determine whether current facilities support the
workplace strategies and have the capabilities required to implement the propos
strategy or if current building systems, structures, interiors, exteriors or ground
need to be modified or replaced.

Space needs assessments include a variety of specialized assessments de
measure whether proposed changes will be considered acceptable t
stakeholders and, if not, whether the strategy can be modified to m
acceptable. Types of space needs assessments and examples of changes

offices, small and large meeting rooms, etc.

- Building envelope — proposed changes to ro e alls and
weatherproofing or windows. X 2

recommended by the assessment include the following:
- Faclility interior — proposed size or layout changeg to iC closed
w

- Facility exterior or grounds — propos king, recreational
facilities, fences and signage.

/ {%
- Own/lease — proposed changegto Y@ase ¥rms and durations, changing from

owning to leasing or vice ver

- Process — proposed cha cies, procedures or practices.

- Technology — propg n of new software, hardware or upgrades or

new features Xi twa

- Security

e Competency an assessments — competency and capacity assessments

cameras, motion detectors, guards or access security.

assets due to the quality of maintenance provided, the types and the

of services that can be offered without additional training. When capabilities
apacities are considered insufficient to implement proposed strategy, this
assessment becomes an input to the budget constraint assessment to account for
the cost of training or contracting.

e Budget constraint assessments — facility managers use budget constraint
assessments to consider how to best deliver the products and services in a
proposed strategy. Data inputs include financial analyses and competency
assessments. If current staff or contractor capabilities need to be upgraded,
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expanded or augmented, a budget needs assessment can determine whether it is
better to invest in training or to invest in outsourcing, purchasing, contracting or
partnering. The decisions are constrained by the budget, so the best decision may
balance whatever training is affordable and time-feasible against some amount of
contracted expertise.

Needs Forecasting Q
. B IFMA
Programming: Other Aspects Ve
Needs Forecasting Requirements Analysis/Negotiation
Long-range forecast of likely changes  » Merge redundant requirements and
in: w

Needs forecasting is a type of long-range forecast that is simi ucting a needs

remove unnecessary requirements
Identify gaps and generate derived

v

» Employers and contractors per
building, unit, role requirements

» Capability and capacity » Negotiate requirements with

» Workplace strategy stakeholders

b Hard and soft services Requirements Modeling

» Space, furniture, office/cubicle ratio

¥ Aindikof oime leased $pacs » Use models, such as bubble or

» Sustainability or maintainability workflow diagrams, for graphic
policies representations of strategic

» Acceptable vacancy rates requirements

assessment except that it involves analysis of trends and ma

*

Needs forecasting can determine the likely changes j

jections over the
strategic planning horizon.

¢ Number of employees and contractors pgr %glding¥business unit or role.

e Capability and capacity levels of staf rm contractors.

ng-
e Service program requirements f a ft services.

e Space, equipment and furnitur ments.

workplace strategies.

r space by increasing owned space.

acceptable vacancy and utilization rates (percent unoccupied).

CliCe is to forecast demand organization needs by deriving the forecast data
the demand organization’s strategic plan. If this data is not available, an alternative
n is to perform forecasting using a survey. A side benefit of surveys is that they can
Ip generate buy-in for strategic planning objectives.

Needs forecasting can be developed for many FM services, for example, staff capability
training, budget constraints, service programs or space needs. Forecasting analysis tools
vary depending on the service being forecasted.
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When conducting space forecasting, facility managers may be able to leverage macro-level
space forecasts contained within an organization’s strategic plan. Macro-level space
forecasts are organization-wide forecasts that identify major strategic changes in space
needs over the planning horizon, for example, whether to build or lease a larger space than
necessary to meet forecasted space needs or where and when a plant should be opened or
closed.

Organizations can forecast space needs by assigning category codes to staff roles. Eac
category code has an assigned space requirement standard, such as square mete
spa

square feet per role and facility managers multiply the standard by the num
occupants who will occupy each role. Using this methodology, the total for
requirements per business unit can be rapidly yet accurately determined. Facilit

perform a best-fit analysis to determine which business units fit best ch location

ry
can also be completed to determine which business units have h raction with one

before considering whether expansion or contraction is neces

cy analysis

another and ensure their spaces are in close proximity.

A detailed feasibility study is conducted based prim hup of available versus

required space. The study avoids making decisions |fi#e t ial cost of a facility in
favor of measuring whether facility characteristi the business units’ needs such as
o

serviceability. This method allows the organi ke educated buy/lease decisions.

IOt
While many organizations utilize space meMgtandards, some organizations are
shifting away from every individual ha oW personal space assigned. Instead,
these organizations are creating g signed work environments. This type of work

environment incorporat

rie dividual and group workspaces that encourages

staff to work where thelllare mqgk ettective, efficient, collaborative and innovative.

Requirements Ana nd Negotiation

Once a set of quirements is gathered, facility managers analyze the

ndant requirements

e unnecessary requirements

tify gaps and add requirements to fill the gaps
Generate derived requirements

e Ensure that all requirements are at an appropriate level of detail, for example,
facility strategic plan requirements are not too detailed and address strategic issues
(not tactical issues)
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Once the set of requirements is complete, the facility manager and team members use
leadership skills to negotiate requirements with stakeholders, balance their priorities and
account for business constraints.

Prioritization can be a ranking system that ranks priorities from most to least needed or a
set of broad classifications such as the following:

¢ Essential — the stakeholder cannot function without the requirement.

e Conditional — the stakeholder feels the requirement would enhance abilita dit

is necessary if certain scenarios are selected.

e Optional — the stakeholder can function without the requirement
may not) add value if it is included.

Ranked or prioritized requirements help facility managers when plangiog strate
ranked/prioritized requirements helps to determine:

aving

¢ Which requirements can and cannot be omitted from narios?

e Which requirements are immediately needed and whiélac e deferred?
Requirements Modeling ¢
Various models exist that can graphically illustrat vmsq ements as a whole
interrelate and help verify that the requirementSgke plete and cohesive. Modeling
tools are typically used only when the com the asset or service warrants the
additional time needed for modeling. del\y tools are software-based to simplify

bi

creation and distribution. Models hel

picture and are generally easy to
interpret, even by stakeholders ing. A model can help reviewers decide if a

ct

strategic direction is the

Examples of models th3@ican bellised for strategic requirements include the following:

e Bubble diagrams cency diagrams that illustrate primary and secondary
j between major work groups or departments. Exhibit 1-14 shows a
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Public
|:| Internal

m Critical
imm Strong

Cafeteria/Dining

Resources

*

e
h he complete process so that users

identify inefficiencies or critical
diagram.

Exhibit 1-14: Bubbl

¢ Workflow diagrams — workflow diagra
can see how they fit in the process.

dependencies. Exhibit 1-15 sho rk

Valuable Inventory Storage Warehouse
ved Racks for
- Locked cage Microchips
- Padded racks Repackaging Area 7 )
v
1\
Microchip Programming Area

Microchip Update
Area

F ¥
A

#| - Microchip burner

- Microchip eraser

F N

To Service/Returns

h J

Staging Area <

I Loading Dock

Exhibit 1-15: Workflow Diagram
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e Asset life-cycle model for total cost of ownership — the asset life-cycle model is a
form of integrated asset management that measures and manages a physical
asset’s useful life from beginning to end, including programming, design,
construction, operations, maintenance, repairs and use. It also compensates for how
well the required competencies are performed. Better service ensures an asset
realizes the longest duration in a full life cycle.

s 2 i i IFMA Q
Discussion Question
As a needs assessmenttool, the formal interview is best used for which of the
following purposes?
A. To gather detailed information about work processes
B. To elicit big-picture information

C. To establish priorities and eliminate redundant requirements
D. To uncover pr y issues of to users
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SWOT Analysis

§ IFMA

SWOT Analysis

A SWOT analysis is a process in which data on the organization’s current st
into four categories.

Category

S — Strengths FM staff are empowered and motiy, roven to be
effective change agents.

W — Weaknesses Retail facilities is the least profit it Whin the demand
organization'’s profit streaf@®
O — Opportunities The demand organizatiq, Ner market if the FM
ctioh capacity quickly.

organization can buil
T — Threats Benchmarked F ation competitor service prices are
trending low t organization'’s costs.

Exhibit 1-16 shows how the SW oNg@are grouped to focus on advantages versus

disadvantages and on i v ernal forces.

v.
A
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Advantages  Disadvantages

Strengths Weaknesses

Internal

External
Opportunities

Exhibit 1-16: SWOT Analysis

A key benefit of the internal side of the SWOT analy? only focuses on fixing
or mitigating weaknesses but also shows how to ure I age strengths. The
internal strengths and weaknesses are derived comprehensive data collected for

ramming, including a profile of FM

the organization and from strategic or full-

staff skills and facility register/portfolio rnal data is more reliable if some of

hel
the stakeholders interviewed are exter me

and suppliers. External viewpoints add
perspective, especially for weak as@ternal stakeholders may minimize.

External opportunities rea servations of market trends and risk analyses.
Assembling data on ext§@nal folles may require environmental scanning. Environmental
scanning is a systematic of collecting and analyzing external data on market forces;

competitor p nd offerings; labor pools; demographic changes; new laws, taxes and

hanging client needs; political, environmental or social upheavals

ignored or improperly developed can become threats. External advantages
antages relative to competitors, new markets or other potentially positive data
overed in environmental scanning.

reats are risks that can hold the organization back unless appropriately handled and
possibly turned into opportunities. External risk is the chance that uncertain future events
outside the direct control of the organization could cause monetary, productivity, profit
margin or market share losses.
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Note that some threats to an organization can be internal risks or risks
‘?ib generated by the demand organization'’s actions, for example, a business
expansion stretching the FM organization too thin or an outsourcing strategy

threatening individuals’ jobs or employment conditions.

Risk means different things to different organizations because it partly reflects th
and challenges that each organization has experienced in the past. Note th
strategic planning level, only high probability, high impact risks are addres
organization’s risk management plan addresses all other risks.

Strategic Creative Analysis

§IFMA

SCAN Process v:

*

N\

tegic planning is to perform a

strategic creative analysis (SCAN). SCA s a ranking system to develop and

implement the best strategic pla ptions. It requires facility managers to
thése options, multiple strategies.

generate multiple optio t

SCAN requires facility age
¢ Outline the FM st objectives

e Rank tives based on priority

. rm e Nighest ranked objectives

OT analysis on the highest ranked objectives and determine feasibility
p strategy options and create strategic plans based on SWOTs

uate and implement the most feasible strategy options

N also includes strategy implementation and process improvement. Therefore, the
imary advantages of the SCAN process are that it is simple but complete. Exhibit 1-17
illustrates the steps in the SCAN process.
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1. List actual FM
organizational

2. Prioritize and rank

Y
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3. Select the top-
rated objectives or

objectives and

A A

4. Document all
SWOTs related to

objectives and . X the selected
. strategies. an equivalent. T
strategies. objective.
4
No 5. Given SWOTSs, i
the selected objective
feasible?
Yes
6. Derive 10+ 9. Generate and
R 8. Evaluate and . X
strategy options 7. Create 3+ celect the best implement tactical
from SWOTSs citing »{ strategic plansor [y strategic —»| plans based on
all external scenarios. 9 . selected
plan/scenario. .
resources used. plan/scenario.

11. Are results as
expected?

Exhibit 1-17: S

Brainstorming

Analysis: Brainstorming

ctiVity in which a group is assembled for creative idea generation to
devise a strategy. The rules involve allowing all ideas to be expressed
and asking all participants to provide a large quantity of ideas.
requires a strong leader to assemble the right team and keep the meeting
sed yet uninhibited. The right team consists not only of the right expertise but also
des only persons who are team players, individuals who would dominate the

nversation are not selected. The results of brainstorming can be contradictory or
inconsistent, so sorting out the good ideas at the end of the session is a process in itself.
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Benchmarking

Analysis: Benchmarking onu

Benchmarking is a method of Benchmarking
comparing performance of Should we judge FM performance

commodities or services against:

against comparable practices » Internal historical trends?
of other organizations or » External FM organizations?
industries » Bestin class?

internal historical trends or external FM organizations for compariso
select a baseline competitor for average performance and/or ey, t the best-in-
class performance and set this as a strategic goal.

Scenario Planning

B IFMA

Analysis: Scenario Planning

Scenario planning is @ ‘what if . . . and then?" process.

» After asking what if the market forces were X and the strategy was Y
» Planners ask themselves what would be the likely initial result

» And then they ask how their competitors and customers would react
» And then they ask what their response to that reaction would be

» And soon.

Analysis: Scenario Planning
(continued)

Steps in Scenario Planning
Generate a list of external forces that could affect the
could use a SWOT analysis.

. Generate the best, most likely and worst.case scenarios for ea

exteral force
Brainstorm potential stratg
Search for and compile
Generate a list of the mos!
the strategic planning horizd
common respggses.

. A benefit of scenario planning is that it can reveal strategic options yet to be
idered. If facility managers use scenario planning, they should measure and verify that
promising strategy is feasible by applying a variety of other analytical tools to the results.

Scenario planning is a “what if . . . and then?” process, meaning that after asking what if the
market forces were X and the strategy was Y, planners ask themselves what would be the
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likely initial result? Next, they ask how their competitors and customers might react and
how will they respond to their competitor’s actions, and so on.

The steps in scenario planning are as follows:
1. Generate a list of external forces that could affect the FM organization. The data
from a SWOT analysis can be used or team members can bring in data from other

sources such as headlines or an IFMA trend report.
2. Generate best, most likely, and worst-case scenarios for each potential ext
force that may impact the FM organization. Scenarios include estimates o

profitability, cash flow, productivity, efficiency, etc.
3. Brainstorm potential strategies for responding to each scenario.
4. Search for and compile a list of common responses to multiplg sgenarios

5. Generate a list of the most probable external forces that coul r over the
strategic planning horizon and use the list of commo tO®enerate
strategies that can address one or more than one extegn

Scenario planning may not result in a final strategy, b#t it finding creative ways

t t jectives. Note that
cl plan scenarios, which

g can serve as an input to those

to prepare for external risks that may also address o
scenarios generated in scenario planning differ frq
are more detailed and site-specific, but scenario@la
scenarios.

Make-versus-Buy Va

i i @
Analysis: Make-versus-Buy Varian
Make-versus-buy
» Should we lease or own the site
» Should we buy or build? Expand vate?
» Should we stay or move?

he make-versus-buy analysis exist that can be used when analyzing the

lease-versus-own analysis requires an understanding of the demand organization’s
situation and needs at each site. It also requires a discussion with the financial unit, as there
are external forces to be considered. For example, demand organizations that are rapidly
expanding or contracting tend to prefer leased over owned space or equipment to avoid
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heavy long-term investments. They value flexibility and the ability to reduce lease costs
quickly.

Owning is generally less costly over the long term if the asset is maintainable and
sustainable. The organization needs to be confident that its business situation will be stable
for long enough to realize these savings. For example, owning may be a good choice for

A buy/build/expand/renovate analysis determines how to address a need f

at what point current facilities and their incremental maintenance costs exc&®d tl cgst of a

the portion of production capacity that can be expected even in times of lowest dema

Buy/Build/Expand/Renovate Analysis

new facility. If a decision has been made to divest a facility, the analysjs turns to erit

would be better to buy an existing facility or design and build a facili stomized for the

organization’s needs.

Stay/Move Analysis

A stay/move analysis involves calculating relocation @sts
Noc ;

costs of remaining in an existing facility to determinghf
timing of the move, if a move is indicated.

X

increasing incremental
is warranted and the

Discussion Question e

In the course of a SWOT analysis, the team performs an environmental scan
Whatdoes this information relate to?
s

hreats and op;
D. Strengths and opportunities

| IFMA

Exhibit 1-18 provides an overview of the outputs of developing and implementing a
strategic planning process.
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Statement of . . : Recommendation and
. Gap Analysis Scenario Alternatives
Requirements Approvals

Exhibit 1-18 Outputs of Developing and Implementing a Strategic Planning Process

!

Statement of Requirements

A strategic or full-scale programming effort results in a statement of requiremen
documented high-level user requirements can support facility strategic pla
master plan.

Regardless of the source of the requirements, well-written and nego requiNgfents
share some common features:

e They separate wants from needs
¢ They begin with an active verb

 They are traceable back to their initial sourcegpnd f ) specific measures such

Xguous feasible, verifiable,

as balanced scorecard performance and outc
¢ Individual requirements are concise, obvi

o
prioritized and quantifiable
e The set of requirements is necess t, realistic and correct

Gap Analysis

Statement of Requirement & G3
Analysis

Statement of Requirements Gap Analysis

Well-writt should o show the
» Separate wants from needs variance betwee) jal situal

» Begin with an active verb and FM organizatid
» Be traceable back to initial source  » Productivity gap
and forward to specific measures  » Quality or best-value gap
» Be concise, obvious, » Market potential gap
unambiguous, feasible, Competitive gap
prioritized, quantifiable e gap between strategic
» Make up a necessary, suffi
realistic and correct set

icates where the organization is versus where it wants to be. It

e findings of the various analysis tools employed to show the variance

e actual situation and the FM organization’s potential, including current and
re requirements. A gap analysis can result in a recommendation to strategically
edflocate resources to optimize their use.

Various types of gaps can be measured, including the following:

e Productivity gap — FM organizations can measure the variance between actual and
desired internal productivity, efficiency and effectiveness.

©2020 IFMA
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Facility

e Quality or best-value gap — FM organizations can measure the variance between
actual versus potential long-term costs from use of lowest-cost versus best-value
purchasing and contracting.

e Market potential gap — the market potential gap is the variance between the
organization’s actual and potential market share.

e Competitive gap — the competitive gap measures the variance between the FM
organization’s performance, prices and offerings against those of benchmarke
competitors.

e Relative gap between strategic options — relative gap analysis can be yse %
ranking competing strategic options because each can be rated on I

reduces the gap per increment of time and resources expended.

Scenario Alternatives

s 4 i IFMA
Scenario Alternatives
Strategic options/ scenarios selected for decision makers and packaged for
professional quality marketing, including:

» Advantages/ disadvantages.
» Costs/benefits.

» Highlighted specific features.

The various strategic options or scenarig in analyses are reduced to several

feasible alternatives and each is prese i makers with a list of its advantages
and disadvantages, costs and beg Aty managers feel that one of the alternatives
would be the best strate e value of the organization’s assets, they make

a recommendation. Fa

y ma ensure that their ideas are professionally presented,

for example, highlighti e fgllures that they know are important to specific decision

makers.

tion and Approvals

§ IFMA

Decision . ~resp. e for strategy approval review
re-~ommena. and decide which to pursue.

s enario recommendation #1
Strategy/scenario recommendation #2

Strategy/scenario recommendation #3
Strategy/scenario recommendation #4

Decision makers responsible for strategy approval review the team’s recommendations and
decide what options to pursue and which not to pursue. At this stage, the only required
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Facility

decision maker may be the facility manager. Once the facility manager or other decision
makers select a strategy and give it formal approval, the facility manager can begin drafting
a facility strategic plan.

Ensure that findings are appropriately documented throughout the process,
‘?ilj from analysis to making recommendations. Use tools used to develop a

business case to document what you have found. All findings shoul

clear and appropriate for the organization.

Feasibility Studies

i T & B IFMA
Analysis: Feasibility Studies
Purpose: Aspects of Feasibility
To determine whether a strategy, ~ » Economic (ROI)
scenario or other option is likelyto  » Time
produce its promised results, what  » Organizational
the actual costs and benefits are » Technological
likely to be and whether the costs ~ » Communications
incurred in terms of time and » Maintainability
money will be justified by their » Sustainability
benefits.
Feasibility studies are a method for dete in hether a strategy, scenario, or other

t the actual costs and benefits are

option is likely to produce its promis
likely to be, and 3) whether the ¢
by their benefits.

2)
In terms of time and money will be justified

Feasibility studies use i ety of tools to address each of the following aspects of
feasibility:

e Time fgasibility — the time available should be enough to enact the strategy soon

ugh to meet demand organization goals?

nal feasibility — Consider the effect on morale, the organization’s
adapt to change, and the need to change policies.

ological feasibility — engineering and quality requirements should be fully
accounted for in cost and time estimates, including needed equipment, software
and training.

¢ Communications feasibility — communications continuity between business units
should be maintained or enhanced by the changes.

¢ Maintainability — the changes should improve the life cycle costs and ease of
maintenance.
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e Sustainability — a sustainability analysis should be able to show that the
organization’s sustainability policies are being upheld.

¢ Economic feasibility — the return should exceed the investment.

Measuring economic feasibility can satisfy two FM organization strategic goals
simultaneously:

- Provide the highest return at the lowest risk — a high degree of financij
analysis is called for due to the significance and long-term impact of the
capital expenditures involved in facility strategy.

- Demonstrate alignment to the demand organization’s strat
analysis can be linked to organizational strategic goals by usin@heiliam
financial measures the organization uses, for example balanced sco
financial perspective outcome measures.

Due to the importance of these FM organization sir s, the selection

of financial measures can be extensive. A parti cial measures

includes option risk analysis, sources anoQ S nalysis, operating
‘?ilj expense analysis, return on investment n e, internal rate of

return, payback period, life-cycle co is and ranked cost-benefit
analysis of alternatives. These m are'included in the IFMA Finance and

Business course.

yzed forms that may not be part of the
owever, the results from such studies can be
for example:

Feasibility studies can also take
development of a facilit eg
incorporated into stratqMic pla

¢ Highest and best ysis

ization or restacking plans

n facility study
tion study

lIifation study

Assessing feasibility is not just a tool, but a part of the strategic planning
process. The strategic plan should always be assessed for feasibility.
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Facility

Internal and External Factors Driving FM

Lesson Introduction

# Fma

Internal and External Factors
Driving FM

Internal and External Factors Driving B

FM

FMs must anticipate and scan for internal and external threats that could
impact the operation of the facility. Internal and external factors to FM:

» Can affect the performance of the FM organization

» Are not under the direct control of the facility manager

» Must be monitored using best practices

On completion of this lesson, you will be able t

e Use best practices to monitor intern ternal factors that can affect facility

management.
This lesson consists of the followi
e Monitoring Intern d

e Identifying and [@irsuin Practices

v.
A
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Facility

As an FM professional, it is important to anticipate and scan for internal and external
threats that could impact the operation of the facility. Internal and external threats are
factors that can affect the performance of the FM organization but are not under the direct
control of the facility manager. It is key that facility managers use best practices to monitor
the business environment and understand their impacts.

§ IFMA

Monitoring Internal and External

Factors

» Organizational restructuring * Industry, marketand
» Sales and profit changes competitive environment
» Labor costs » Cultural and demographic
» Demand
changes » Social, legal and political
» Changes to the demand organization's environment, including
strategic plan regulations
» Upgrades or changes to »
and software » Technological environment
» Updates to workflow or best practices

of the demand organization
@ anization and adapt FM
Y rdluirements, budgets,

Facility managers must identify factors impacting th@e
practices accordingly. This could mean adapting servj
staffing, technology, staff capacity, FM organizati ills ore.

Some examples of internal factors that can affeci@he organization include:
¢ Organizational restructuring
e Sales and profit changes

e Labor costs

e Demand organi pr ervice changes
¢ Changes to the and@rganization's strategic plan
e Upgrades or chang technology and software

flow or best practices of the demand organization

may affect the FM organization in a negative way are considered
ey can also result in improvements or developments that impact the

Industry, market and competitive environment

Cultural and demographic environment

e Social, legal and political environment, including regulations
e Economic environment

e Technological environment
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Facility

Evaluating the success and implementation of the strategic plan is an ongoing process
meant to ensure that the demand and FM organization’s objectives are met.

e |dentify and adapt plans to threats early
e Stay ahead of potential changes to the FM organization

e Adjust strategic plans and projects accordingly

and regulations, to ensure that the organization remains compl|ig®

‘?ib It is important to identify requirements from external factors, such as % t

Monitoring the External Environment

Monitoring the External Environment e
Sources to help monitor the external environment include: g

» Industry journals, newsletters and publications ‘

> Local and regional news
» Organization and competitor annual reports

» Change implementation or reorganization plans

» Customer feedback and data

» Educational enrichment activities

» Industry networking and knowledge sharing

Facility Managers can monitor potential s frOMoutside the FM organization by using
tools such as SWOT and Risk Analysis. lysi
potential threats that could imp ization. Facility managers must ensure that the

s a tool used to identify and analyze

external environment is or regular basis and any outside impacts, including

changes or recommendilitions lygoutside entities, such as regulations, are identified early.
Sources to help monitor rnal environment include:

e [ndus als, newsletters and publications

al news

and competitor annual reports

e Implementation or reorganization plans
tomer feedback and data

e Educational enrichment activities

¢ Industry networking and knowledge sharing

If external threats are not anticipated and monitored, there could be consequences that
impact the demand organization. For example, if new regulations are missed and not
implemented, it could cause work to be delayed or stopped entirely. Additionally, if these
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Facility

threats result in missed business objectives or negatively impact the bottom-line of the
demand organization, there could be reductions-in-force or cutbacks.

Though there are several ways external factors can impact an organization, the following
are two examples that can affect any industry:

Example one Example two

A new regulation, environmental constraint or ~ Major economy changes could lead
customer expectation is introduced that adds a  increased differed maintenanc

workflow step in how the FM organization being placed on hold, or st
completes specific services.

Identifying and Pursuing Best e
Practices
Some best practices for continuously monitoring internal and external factors
include:
+  Creating a regularly scheduled review of the demand organization's strategy
* Annualreal estate and lease market reviews

in studies
* Attending industry conferences
+ Reading journals and current event articles on industry trends

Facility managers should continuousl intg@lal and external factors that may

impact the FM organization by reg ent on the demand organization's industry,

current events and new re ati

Some best practices folontinygaisly monitoring internal and external factors include:

e Creating a regul uled review of the demand organization's strategy

estate and lease market reviews

ganizational benchmarking studies
dustry conferences

Journals and current event articles on industry trends
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Facility

Lesson Activity

External Factors Driving FM Activity

Guided Discussion o5

+ Whatare some examples of some extemal factors that could affect your FM
strategy in your organization?

+ Whatare some specific threats to your industry?

+ Does anyone have any real-world experience from an outside threat?

Activity duration: 10 minutes.

¢ What are some examples of some external factors tha
strategy in your organization?

t cou

e What are some specific threats to your industry?

¢ Does anyone have any real-world experience‘m

E] This activity is a discussion guid ur instructor.

¢ What are some example
strategy in your iza

e What are some eats to your industry?

e Does anyone have

v.
A
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Develop a Facility Strategic Plan

Lesson Introduction

# Fma

On completion of this lesson, you will be able to:
e Create a facility strategic plan.

This lesson consists of the following topics:
e Planning Phase

¢ Inputs

e Processes &
e OQutputs
Develop a Strategic Facility Plan B

Benefits of a Well-Developed Plan

» Shows clear link between identified » Identifies investments required to
senvices and organization’s deliver the services.
requirements. » Enables determination of

» Allows determination of the impact budget/cost of delive:
of delivering services. senvices

> king de about » i
how best to deliver those services. decisions.

» Enables making decisions on » Provides ¢
resource capability/capacity to project an
deliver those services.

Collecting st qguirements, conducting a gap analysis, developing scenario
n approved strategic direction enables the facility manager to
vallate a facility strategic plan. In addition, facility managers should establish

hange process to keep plans current.

ior executives, clients, line managers, and other stakeholders to get buy-in and formal

val.

ome of the benefits that can be achieved by developing a facility strategic plan include:

e Having a clear link between the identified services and the organization'’s
requirements.
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e Determining the implication (impact) of delivering those services on staff, facilities,
and budgets.

e Criteria for evaluating how to best deliver services such as, outsource, purchase,
contract, partner, etc.

e Criteria for judging whether current staff, facilities, technology, and contractors have
the capability and capacity to deliver services.

e The ability to determine what Investments are required to deliver services inclu

- If current building systems, structures, interiors, exteriors, and grount ¢
be replaced or modified

- If staff or contractor capability needs to be upgraded

- If staff or contractor capacity needs to be expanded or a ented
e The budget and cost implications of delivering services.
e The criteria for making staffing and contracting decisio s rt requirements.

e Guidance for developing project and tactical plans.

Strategy Life-Cycle Model (Planning)

Scenario Alternatives

Recommendations and Approvals
e Feasibility Studies
During the Planning phase, the following processes will begin:

e Formulate Strategy
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Facility

e Validate Strategy
e Establish Change Process
e Obtain Buy-In and Approval

After the following outputs are provided, the Planning phase is complete.

e Strategic Facility Plan
e Facility Master Plan
Exhibit 1-19 shows an overview of the inputs, processes and outputs of the PIann@

within the strategy life-cycle model.

Macro or Strategic Statement of

. Scenario Alternatives
Requirements

Gap Analysis Recommendations and Approvals

| Feasibility Studies |

Analysis

Understanding

ormulate Strategy

Validate Strategy

Establish Change Process

Get Buy-In and Approval

|

Facility Strategic Plan

Outputs

Facility Master Plan

Exhibit 1-19: Strategy Life-Cycle Model (Planning)
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Ej Each part of this phase will be discussed in more detail throughout the

lesson. :
Remember, it is important that alignment happ&

throughout the strategic planning process.

Inputs

§IFMA

You Are Here

The outputs from the Analysis pk
e Macro or Strate
Gap Analysis

. io Alternatives

input to planning, is a clear understanding of what success looks like for
ization and the demand organization.

Note that some organizations wait until the Planning phase to perform gap
analysis and feasibility studies, which were discussed in this course as part of
the Analysis phase.
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Facility

You Are Here o

The Processes involved in developing a facility strategic plan include:
e Formulate Strategy
e Validate Strategy
e Establish Change Process
e Get Buy-In and Approval

Exhibit 71-20 provides an overview of the processes involveg
strategic plan.

Formulate Strategy Validate Strategy Est  shCharn_ Process Get Buy-In and Approval

« Balanced scorecard strategic objectives

* Balanced scorecard

Formulate S®ate

Formulate Strat B IFMA

Process

tegy formulation is the process of finalizing and documenting the FM organization'’s
trategic requirements and objectives, focusing on the gaps observed and on a strategy for
closing the gaps. Facility managers must assess property and services needed to meet
current and future organizational requirements.
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Every organization will follow its own methodology for formulating strategy. Facility
managers follow the organization'’s strategic development process to increase the chances
of the FM strategy being understood and accepted. The balanced scorecard is often used
for strategy formulation; an example of the use of this methodology follows.
Methodology like the balanced scorecard allow the FM organization to define the criteria

for success based on the objectives and gaps that were identified in the Analysis phase

the strategic planning process. The goal is to use the performance drivers and outc

measures to continually measure and define organization success.

Strategic Objectives for a School \ !
System !

scorecard for an educational institution. The exhibit

Balanced Scorecard Strategic Objectives

B IFMA

Example of a Strategy Map for a
School System

B IFMA

Exhibit 1-21 is an exam ab
includes the following c@mn h¥ders (individual scorecards will vary):

v.
A
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Strategic Values

Customer- Operational Loyal to
Oriented Excellence Community

F1. Improved decision-making through the analysis of financial information and metrics on FM performance.
Financial Perspective F2. Reduced energy costs.

F3. Effective funding mechanisms that integrate state and local funding prioritization schemes.

C1. Identify and align Facilities services with stakeholder values.
Customer Perspective C2. Improved customer satisfaction with FM services.

C3. Shared understanding of space needs and requirements.

P1. Reduced risk of environmental non-compliance.

Process Perspective P2. Improved work management efficiency.

P3. Effective utilization of space.

L1. Workforce size, composition and skill level matches FM needs and foster technolgiix regdiness.

Innovation and Learning
Persnertive

L2. Improve employee morale, satisfaction and retention.

The FM organization's mission is to support the demand organization's mission by providinga s , ple 1 anu optimized learning environment for
teachers and students al”’

Exhibit 1-21: Example of a Strateg

Balanced Scorecard

is a more detailed version of the strategy map. It includes the
and outcome measures that are used to determine how well a strategy
d and the measurements for quantifying success.

ormance drivers and outcome measures are the key to implementing strategy because:
e Both serve as leading indicators.
e Performance drivers assign responsibilities to specific job roles and individuals.

e FM leaders review and formally sign off on the recorded values for performance
drivers and outcome measures for accountability.
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e Outcome measures can be included in service level agreements as key success
indicators.

e They link the FM organization’s outcome measures to the demand organization’s

outcome measures.
Exhibit 1-21 is an example of a Strategy Map that represents the highest level of detail of the Q

balanced scorecard framework as includes a high-level description of the strategic objecti
This example is a balanced scorecard for a school system.

¢ Desired outcomes — the scorecard explains how the FM organization's
goals align to the demand organization's strategic goals.

¢ Measurement — the scorecard lists the abridged performance drivigs a
outcome measures that analysis predicts will satisfy each strategic objec

e Target (G, Y, R) — the scorecard sets target ranges for each surememt, marked
G (green), Y (yellow) and R (red) for good, marginal and po

¢ Relevant initiatives — the scorecard explains the actio e rganization will

take to accomplish the desired outcomes.
‘\
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Exhibit 1-22: Balanced Scorecard Example for a Facility Management Organization

y 2 5 i IFMA
Discussion Question o

Consider the following strategic objective: ‘Require and make available
continuous learning to ensure high-quality skills throughout all staff levels."
Whichof the four perspectives on a balanced scorecard would apply?

A. Financial perspective

B. Customer perspective

C. Business process perspective

D. Innovation and leaming perspective

Validate Strategy

& IFMA

Validate Strategy

Once the strategy has been formulated and the m N‘t m is in place, the facility
management members can validate the strateg ributing copies to the stakeholders.
The stakeholders’ requirements are clearly j d are traceable to the relevant strategic

objectives and success criteria.
Managers, who oversee all or parts of s bulget are one set of stakeholders from
whom agreement is typically re

Reviewers are asked tw

cq S:
e "Is this the right\@an?"
e "Isthe effective?”

The stakehol

lan likely to

these questions and indicate whether the strategy meets their
termined comment period, the facility management team determines
stituent issues and incorporate missing elements before writing a final

Remember the feasibility studies that were done previously.

©2020 IFMA
All rights reserved 100
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Establish Change Process

§ IFMA

Establish Change Process/Get Buy-In
and Approval

require changing measurements, strategic requirements or strategic object

Once a strategy is approved, events internal or external to the organization Q
ng s

change process enables a plan to remain flexible and pertinent with

oplt bei
change that it creates confusion and disorder. x
Significant changes require a detailed business case explalnln% he change

and its costs and benefits.

Facility managers should ensure that facility strateglolan master plans are

updated annually. The update can be managed by rei
change process leading up to the next strategy c i C

ategy life cycle. The
umenting deferred
changes as well as successful and problematic aRgias. W@ gives planners useful feedback

for the next strategy cycle and promotes co provement.

The change process for interim chan ss more restrictive. In general, relatively
minor optional changes are made manager’s discretion. Major changes that
are not time critical are us next major planning period. Mandatory
changes to strategy ar s of their size, for example, a budget crisis requires

reducing strategic obje

cOst of a new program, the disruption it causes, and the required mid-
ement it requires. An ad hoc team may meet first to analyze proposed

uments and tools such as strategy documents, balanced scorecard measurements,
kcy manuals, or FM software.

e following are examples of situations that may trigger a change to strategy between
major updates:

e Analysis reveals previously unknown options that prove superior.

©2020 IFMA Edition 2022, Version V2017PALS_1.2
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Facility

!

e A new leader takes charge of an existing FM organization and assesses whether the
existing strategies are still appropriate.

e An organization’s strategic requirements change, and the FM strategy must follow
suit. For example, the organization wants to own more infrastructure and lease to

neighboring facilities, so the facility manager initiates a strategy to purchase
currently leased electrical transformers.

Get Buy-In and Approval

§IFMA

Get Buy-In and Approval
» FM markets facility strategic plan
» Plan goes to executives/clients, board of directors, line managers.
» FM leadership skills can help sell the vision.
» Approval required for strategic direction and financial impact.
» Executive summary is key.
» Tactics may need subsequent approval

a;ers market the facility

ard of directors

During or at the end of the strategy validation process, fa

strategic plan to the demand organization’s executi\gﬂ

and/or line managers to get buy-in and approval.

Facility managers may need to negotiate some [{@n ents to satisfy decision makers.
Plans require approval of both their strategf n and financial impact before they are

officially approved.

Facility managers understand tha tives or board members will form an opinion

on the merits of a strategy base the executive summary and a one-page
analysis rating if providg@” There e executive summary is carefully assessed for its
the fQlnal presentation hinges on explaining and justifying the

contents of these introdu ages.

impact and relevance a

Even given st roval, specific tactical elements of the plan, such as proposed

projectsgmay ubSequent approval. Facility managers who build relationships in this
I

phase c

N

©2020 IFMA Edition 2022, Version V2017PALS_1.2
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Facility

§ IFMA

You Are Here

include a completed and approved facility strategic plan. In general, the pla
create a shared vision for the strategy.

Facility Strategic Plan

B IFMA

Outputs: Facility Strategic Plan

A successful facility strategic plan:

» D of the demand
organization’s mission, culture and core values and
needed changes to support them.

» Analyzes existing facilities and workplace strategy
required to support the organization’s strategy and
vision

» Provides an affordable, feasible and approved plan to
translate organization’s strategic objectives into tangible
FM responses.

The facility strategic plan is defined b
successful facility strategic plan dg the following:

e Comprehension g lon, culture and core values and needed
changes to facilj e programs to support them.

e Analysis of exist s by type, location, quantity, workspace strategy and
condition of space ired to support the organization'’s strategy and vision.

asible and approved plan to translate the organization'’s strategic
ngible FM responses, such as identifying initiatives requiring a

\lity response.

lan starts with a detailed analysis of existing conditions to ensure that
business-driven and support the demand organization’s mission. The
umentation reflects the input from all major business units and end users to show that
s developed from a system-wide perspective.

ey elements of a facility strategic plan should include:
e An outline of the strategy

e A framework to implement the strategy for example, the balanced scorecard

©2020 IFMA Edition 2022, Version V2017PALS_1.2
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Facility

!

e FMinitiatives (actions) to support the strategy, as captured in the balanced
scorecard

e A framework for measuring, monitoring and reporting performance

B IFMA

Outputs: Facility Strategic Plan

Key contents include:

Key elements of a facility strategic plan should include
| « An outline of the strategy
« Aframework to implementthe strategy for example, the
balanced scorecard
+ FM initiatives (actions) to support the strategy, as
captured in the balanced scorecard
© A for nd reporting
performance
rman cl
e Highlighted broad organizational drivers that impact F les

@utcomes

The Balanced Scorecard

‘‘‘‘‘
Increased Enrollment — Ot rieies — P
Id f d Visibility & Appearance
entified: Quality of Facilities
Services provided
Community
Stakeholders H.S. Enroliment

In the following example, the FM organization:

¢ Developed a framework for a Balanced Scorecard (BSC), as a
measurement tool

¢ Documented tactical initiatives

Exhibit 1-23: Example Strategic Planni#

Defined:

Organizational Drivers

Increased Retention

Aftractiretain quality instructors
Office & Glassroom environment
Technology enabled

Branding

ProvostiPresidentiDeans
Academic Dept

Chairperson
State or Local Gov't
Dir Campus Ops
Students
Connection to Community
gll\el De[:iilmllenh Associations
ommunities Veterans Outg

Student Sucy
Advising
Logistics/
Student s
Lighting/IACH

©2020 IFMA
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Facility

& IFMA

Extitit 1:23 Example Strategic Plan Sassion Oulcomes

i IFMA

‘19

ort the

Exhibit 1-24: Example FM Developing Initiati
Strategy

Exhibit 1-24 shows the initiatives the FM organizatio’ v
strategy.

upport of the FM

ic Obj i Reporti Reporti
Strategic Objectives Desired Outcomes e EenTe Tevel Tagets put / Data Required Tracked By porting poi : '\G
What is Important? What Defines Success? (Data Platform)
1 |Care for NIAID Facilities| ©P°™™® Facilities Planned vs. Demand 3 »80% WO type for PM and DM. Could Ry Quarterly |  Automatic Report
Consistent with OWS Vision | Maintenance (PM/DM) Ratio be counted as time or WO count.
N . N . . . Space Resources and
Maintain Facilities Change in Facility Condition FCA information by Area, N
2 |Retain FacilityValue ] .ot with OWS Vision | Index (FCI) B vE deferred maintenance and CRV. CAFM Annually | Asset :I::shsment
.
) Scope 182 Greenhouse Gas | Scope 1&2 GHi ) . | lysi and
3 [Executive Order 13514 | Emission Reduction from Baseline 9 na analysi ch
Ci i -
re; logy assessment
Scope 3 Greenhouse Gas scope 3 GHG R ace
Emission Reduction from Baseline m de maintenance and capital budgeting methodology ting
Reduction in Energy ze “non-capital” (maintenance and repair) project list and
Intensity . ch
Development of document management system and scanning of documents |
Use of Renewable Energy and
’ S * Workflow process improvement and training program ch
Reduction in Potable Water * Asset management data improvements and
Intensity ich
Redygtion in Fleet Petroleum Red * Eaquipment asset inventory heial
Pg £ Baseli 20| . . h
aseline by * Staffing study and labor needs analysis il
Buildings (>5,0| - ace
* Energy efficiency
* Warranty identification from non-capital projects ’

ibit 1-24: Example FM Developing Initiatives to Support the Strategy
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Facility

Facility Master Plan

§ IFMA

Facility Master Plan

» More detail and direction for staff

» Detailed requirements for building plans, services, community it

» Consideration of each facility's context

» Application of long-term analysis to detailed site plans

» Expanded analysis and opinion

» Site-specific scenarios or to enact facility strategic plan’s
goals

scenarios may present various organizational or space model
These models and reports are backed by opinions of experts
ensure that plans are both feasible and flexible enough to

Facility master plan space models and analysis repor, \ d
e Site concept plans or campus plans.

e Architectural image concepts.

olate change.

e Regulation, zoning and covenan S

e Space standards, block plans, b
» Engineering assessment @ :

e Program of spa

stacking plans.

contain the following elements:

of the site such as a color-coded site drawing.
eline of project starts and durations.
Organizational image to be promoted.

* Analysis of site regulatory or zoning issues.

e Infrastructure and transportation plans.

¢ Amenities and support plans.

©2020 IFMA Edition 2022, Version V2017PALS_1.2
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Facility

e Security plans.
e Cost estimates.

e Sustainability design.

Facility Strategic Plan Vs. Facility Master Plan

‘19

Developing the facility strategic plan and facility master plan @guj a ility managers

know the difference between these outputs. The facility master ca@des from the
facility strategic plan.

The primary differences between a facility strategic F’ ' master plan can be
summarized as follows:

e Facility strategic plans are at a relatively f@gh vel than master plans. Facility
master plans provide additional diregga persons responsible for executing the
strategy. They provide details tha f can relate to.

§IFMA

Facility Strategic Plan vs. Facility

Master Plan

» Existing condition analysis » Site-specific physical plan for
» Organizational needs statement buildings
» Gap analysis » Infrastructure and systems within
» Recommendations for new the site
spaces/buildings » Aesthetics of building and grounds
» Facility cost projections/life-cycle  » Phasing plans for building
cost analysis » Construction estimates
» Capacity analysis and use » Engineering assessments
recommendations

while facility master plan : ent of requirements from full-scale
programming to pLaRose @onawand aesthetic plans for buildings,

lans provide long-term strategic analyses of strategic drivers and
while the facility master plan makes use of these results as a guide
ng detailed site plans.

ic facility plans incorporate numerous analyses and expert opinions. Facility
ter plans add expanded analysis and opinions such as regulatory analysis or
service support and amenities planning.

Strategic facility plans provide general goals for each facility. Facility master plans
present site-specific scenarios or alternative organizational configurations to
accomplish the facility strategic plan goals.

©2020 IFMA Edition 2022, Version V2017PALS_1.2
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Facility

Facility Strategic Plan Facility Master Plan

- Existing condition analysis - Site-specific physical plan for buildings

- Organizational needs statement - Infrastructure and systems within the site

- Gap analysis - Aesthetics of building and grounds

- Recommendations for new - Phasing plans for building Q

spaces/buildings - Construction estimates
- Facility cost projections/life-cycle cost > Engineering assessments
analysis
- Capacity analysis and use
recommendations

Lesson Activity

Lesson Activity

Activity Instructions

* You will work in groups for this activity.
+ Refer to the Formulate Strategy section of the Proces:
activity.
* Use the Sonoma County balanced scorecard (and the School
as an example) to Develop Glavant Initiatives and Measurements for each
perspective.
+ When prompted, tum to t!

Balanced Scorecard ~ © ™

e You will work in groups for this activity.

©2020 IFMA
All rights reserved 108
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Facility

e Refer to the Formulate Strategy section of the Processes topic for this activity.

e Use the Sonoma County balanced scorecard (and the School system BSC as an
example) to Develop Relevant Initiatives and Measurements for each perspective.

&

e When prompted, turn to the lesson activity in your guide.

Debrief

Activity Debrief

+ Whatwere your key findi empleting this activity?
+ Whatareas of the planni -

+ How can you improve plan

©2020 IFMA Edition 2022, Version V2017PALS_1.2
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Facility

. . . § IFMA
Discussion Question "

Determine whether each of the following would appear in the facility master
plan, facility strategic plan or both
Facility Strategic  Facility Master  Both
Plan Plan
A. Organization's long-term
sustainability objectives
B. Zoning assessments
C. Architectural drawings for a
new facility
D. Long-term maintenance
plans

IFMA's Leadership and Strategy Course

©2020 IFMA
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Implement Strategy Using Tactical Plans
Lesson Introduction
# Fma
Implement Strategy Using Tactical
Plans
On completion of this lesson, you will be able to:
¢ Obtain approval and funding for tactical plans.
This lesson consists of the following topics:
e Acting Phase
¢ Inputs
e Processes
e OQutputs
Implement Strategy Using Tactical B
Plans
Implementing strategy using tactical plans, *acting” is a critical
period in the strategy life-cycle. Many strategies fail to be realized
for lack of tactical plans to put them into action.
Facility managers promote objectives by presentj
cases to decision makers:
» Abusiness case can be developed to d
» Abusiness case can describe how o
(outsource, hire, train, partnership, et
©2020 IFMA Edition 2022, Version V2017PALS_1.2
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Implementing strategy using is a critical period for facility managers because they have had
success in producing a set of strategic plans, but nothing has yet been realized. Many
strategic endeavors fail at this point because the strategy document remains on paper and
is never implemented. Generating business cases for tactical plans and getting them
funded and approved is the most critical point in the strategy life cycle.

The process begins when facility managers produce business cases to promote one or Q
more objectives of the FM organization'’s strategic plan. Once the business case is
approved, they produce and submit tactical plans designed to actualize the busi

for approval and funding.
The benefits to having an implementing strategy based on tactical plans includ
e A case to deliver or not deliver specific services.

e A case on how to best deliver services, for example, oo [ in or
partnership.

*

Strategy Life-Cycle Model (Acting)

within the strategy life-c

v.
A

©2020 IFMA Edition 2022, Version V2017PALS_1.2
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Facility

Facility Strategic Plan

Facility Master Plan (Real

Estate Master Plan) Inputs

Understanding Analysis Planning

Processes

Tactical Plans

{
Scheduled FM Projects
Activities (e.g.,
Operations and
Maintenance)
egy fe-Cycle Model (Acting)
IE] aoart of this phase will be discussed in more detail throughout the

Remember, it is important that alignment happens
Alignment throughout the strategic planning process.

©2020 IFMA Edition 2022, Version V2017PALS_1.2

All rights reserved
1 1 3 Printed on 100% post-consumer waste recycled paper



) é!b\ I F M A IFMA's Leadership and Strategy Course

The outputs from the Planning phase are the inputs for the Acting phase, including:
e Facility strategic plan

e Facility master plan (real estate master plan)

Whether or not a facility master plan is required to implement a facility strategic plan
depends on whether complex planning needs to be done for a site. The choice m
of the FM organization’s culture or purpose. Some FM organizations rely solely o
strategic plans while others make the facility master plan the primary strate

Facility managers treat facility strategic plans or facility master plans as living do
that have their own review and update process. They may be used a
planning meetings when generating schedules. They are subject to e to external
market conditions or internal forces; many organizations view a strategic plan as

the “current” facility strategic plan in planning meetings. Wh master plans are
used, the scenarios generated in the plans may antlcsate SO master plans are

unlikely to need frequent modifications.

You Are Here oE Q s

Jsiness Case G EEs (e [Breser AT Tactical Plan Approval and
Develobment Funding

Exhibit 1-26: Processes for Implementing Strategy Using Tactical Plans

©2020 IFMA Edition 2022, Version V2017PALS_1.2
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Business Case Development

Business Case Development e

The FM uses writing, presentation and negotiation skills to:

» Develop compelling arguments for presentation.

> Highlight favorable reward/risk ratio.

» Show that tactics support mission, vision, goals and objectives

» Develop argument for sourcing methods (outsourcing vs insourcing)

Some strategic objectives may only require the facility manager’s approval i
straightforward and fall within a pre-approved internal budget. Strategic o
exceed certain complexity levels, have costs more than the internal bydget, or d

funds from other business units may require approval by executives nts in the form

of a business case.

Facility managers may select one or more objectives of an ap strdtegy as business
cases for justifying the impact of delivering or not de@/eri ; po05ed change of service.

Approved business cases then form the basis of one pes of tactical plans.

assistance of financial experts to ensure tha es are valid and that business cases use

business terminology familiar to executi

A worthwhile business case shouldgaiag proposed tactical plan provides the highest
return at the lowest risk. It @ inONPate the strategic importance of the tactical

plan through its suppo ation’s mission, vision, goals and objectives,
especially when the be ot primarily financial. Business cases highlight the pros
and cons of outsourcing sing internal staff because decision makers usually want to

know why th ative is not being promoted. A sound business case will also show how

meeting ghe n FM organization benefits other stakeholders.

N

©2020 IFMA Edition 2022, Version V2017PALS_1.2
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When business cases are developed that do not meet projected performance
criteria, facility managers amend their plans accordingly, explaining to
stakeholders as needed. If the plans cannot be amended to be feasible,
‘?fb facility managers let decision makers know that these facility
changes/services should not be delivered. This best practice avoids setting
facility managers up for failure and demonstrates honesty, which facili
long-term relationship and trust building.

Developing Support for the Business

B IFMA

Developing Support

Adefensible, supporting business case will have the following characteristics:
» Clearly maps to the organization
» Persuasive and capture attention

» Addresses feasibility
» Uses business language
» Clearly identifies supporting material \

Stakeholders must be able to clearly see i

ow the business case objectives
support the FM organization and de ni n’s mission, vision, goals and values.
Mapping the business case goals t n requirements will ensure that the

business plan is defensible.

A defensible, supportinusine will have the following characteristics:
e Clearly maps to orgaizational goals and objectives

e Persuagie and captures the attention of the stakeholders from the start, while also
i concerns — write with the intended audience in mind

nent of the business case address feasibility, what success looks like
cess will be measured

ts should use business language and not include exaggerated claims

rly identify supporting data, forecasts and financials, while using visual tools to
help highlight key information for example, tables and graphs.

©2020 IFMA Edition 2022, Version V2017PALS_1.2
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Facility

‘:E'ilj Always remember to thoroughly proofread before presenting a business case.

Identifying the business risks is important to include in the Business Case. According tofme
International Organization for Standardization (ISO) Standard 31000, risk is the eff
uncertainty on objectives. Risk means that there is the possibility that a less t
outcome may occur. Any risk to the success of the business case should be
the document, along with risk mitigation or treatment to reduce those risks.

Business Case Presentation

Business Case Presentation e

The FM's uses leadership skills to:
» Knowthe audience ‘

> Highlight material to move the audience
» Be engaging

» Speak well

» Network and cultivate relationships

» Promote best practices

[l. It involves knowing one's audience,

Presenting business cases is primarily 3 ﬁ hip
highlighting the most likely informatjo e that audience, being engaging with
excellent communication skills, d politicking. Business case presentation is a
political task because o cili gers need to cultivate relationships and get buy-in

from multiple levels of @ianageflbefore a business case is likely to get funded as a tactical

plan.

Facility mana promote best practices when negotiating approval for business

cases, su best value over lowest cost.

n this topic will be covered in the following chapters.

Plan Approval and Funding

out approval and funding of a business case for a tactical plan, the plan or project
o€s exist, but is not approved or endorsed. Formal sign-off may involve executive or
oard approval, line manager approval and/or an independent financial review and
approval. Approved tactical plans may also be added to the facility strategic plan/facility
master plan if it is used as a live scheduling tool.

©2020 IFMA Edition 2022, Version V2017PALS_1.2
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. Facility

You Are Here o

The outputs of implementing strategy using tactical plans are approved an
plans.

Tactical Plans

B IFMA

Output: Tactical Plans

D > Depend for existence on approval of the business case
» Can be traced back to facility strategic plan/facility master plan
and to customer and organizational requirements and
objectives.
» Can implementstrategic goals by changing policies, providing
new hanging employ ds, SLAs
and in many other ways

B IFMA

Output: Various Types of Tactical
Plans

Operstions and Maintenance Buagets

ments and organizational requirements and objectives.

e used to implement specific strategic goals in the following ways:

ing policies, procedures and practices to reflect a new strategic direction for
organization.

Providing staff and/or contractors with training in new technology, policies,
procedures or practices.

e Changing employee review and reward systems and contractor rating systems to
promote strategy and vision, for example, linking performance to balanced
scorecard performance drivers and outcome measures.

©2020 IFMA Edition 2022, Version V2017PALS_1.2
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Facility

e Incorporating strategy within technology tools such as integrated asset
management or building design and management software.

e Amending service level agreements with new assurances.

e Generating a special change management project to change staff behavior.

e Scheduling a project with its own timelines, funding and goals.
Exhibit 1-27 provides examples of various types of tactical plans that can be produced w

an FM organization.

Operations and Maintenance Budgets Design al tr
. an
Operations Plans Maintenance Plans - Operational
. . - Capital projects
- Soft services - Hard services - Maintenance pratprel
. . . icg delivery
- Service delivery - Preventive maintenance - Design and
schedule construction
- Safety .
- Equipment maintenance - Capital

- Environmental
- Equipment replacement

- Capital projects

*

Exhibit 1-27: Various Typ actic@®Plans

Lesson Activity

ion: 30 - 45 minutes.

Activity Instructions b

will work in groups for this activity.
“Wou will create a part of a tactical plan.
+ When prompted, turn to the lesson activity in your guide

©2020 IFMA Edition 2022, Version V2017PALS_1.2
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!

For this activity:
e You will work in groups.
e You will create a part of a tactical plan.

e When prompted, use the space provided to outline your plan.

>

§IFMA

ey findings when completing this activity?
of the tactical plan?

ow does the Wetical plan differ from the facility strategic plan and facility

master plan?

©2020 IFMA Edition 2022, Version V2017PALS_1.2
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Facility

When the activity time is over, you may debrief as follows.
e Ask the following questions:
- What were your key findings when completing this activity?
- What is the purpose of the tactical plan?

- How does the tactical plan differ from the facility strategic plan and facility
master plan?

e Summarize the purpose of the chapter.

e Ask the class if they have any other questions before moving to the@

©2020 IFMA
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Defining and Evaluating Performance
Requirements

Lesson Introduction

& Frma

Defining and Evaluating

Performance Requirements w

On completion of this lesson, you will be able to:

e Establish performance requirements and metrics to rformance success.
This lesson consists of the following topics: *
e Defining Performance

e Establishing Priorities &
e Measuring Performance
e Evaluating Performance Q

©2020 IFMA Edition 2022, Version V2017PALS_1.2
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Defining Performance

Defining Performance oo

Exhidi 1-29: Stratogic Planning Omeview
Moded

Approved and funded tactical plans allow facility managers to begin and co Q
executing scheduled facility management activities and special projects.

Facility Strategic Plan

Inputs
Understanding Analysis nni

s Business Case
Development
Business Case
Processes

Presentation

Tactical Plan Approval and
Funding

Tactical Plans

AN

Scheduled FM
Activities (e.g.,

Operations and
Maintenance)

Outputs

Projects

A

Once implemented, it is important to measure the performance of facility management and

Exhibit 1-28: Strategy Life-Cycle Model (Acting)

continuously validate that the strategy is successful. If the strategy is not successful,
corrections must be made to obtain the desired performance/objectives. For FM projects
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and activities, the facility manager may present feedback to senior executives/clients to
prove or disprove the validity of the strategy. The strategic planning process forms an
iterative life cycle that can continually improve upon prior results.

Strategic Purpose Level Customers

Corporate
Strategic Demand Organization Strategic Plan (Corporate Strategy)
Planning Mission, Vision, Values, Culture, Strategic Objectives

Level

FM Strategic Facility Management Organization Facility Strategic
Plan
Portfolio, Facility Master Plan (Real Estate Master Plans)

Planning Level

Operations and Maintenance Design and

Construction Plans

Operations Plans Maintenance
Tactical Plans
Planning _ Examples: Capital projects,
Level Examples: Soft Examples: Hard real estate, new site/

services, service services, preventive
delivery or health, maintenance, equipi t
safety and environment maintenance/replace
(HSE) programs nt or capita BCts

N N
- I
-

Measure Performance

addition/modification
projects, relocations or
reconfigurations

Measurement Level

Feedback Le Validate Strategy

——— U
J

Exhibit 1-29: Strategic Planning Overview Model

rformance outcome measures and key performance indicators are outlined within the
segeted performance framework used throughout the strategic planning process.
erformance management framework like the balanced scorecard clearly outline
performance drivers and outcome measures.
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The key is to ensure that performance measurements specified in the strategic and tactical
plans are clearly defined.

B IFMA

Establishing Priorities

A Prioritizing:
LY P
o |7=|% » isthe process of establishing the order of tasks
- N i

is to
» should be done based on the strategic plan objectives

Prioritizing is the process of establishing the ranked order of tasks, pl bjectives in
relation to each other based on higher level objectives. It is m t'stask to establish

priorities, so that that those executing plans know which taskgash b& executed first.
sthat facility managers

Identifying priorities based on the strategic planning proc
must understand the importance of each and how it t |l strategy for the

3}

Measuring performance can be dope t variety of tools, including:
e Facility audits Q
e Performance m#lagemegt Systems
ys

e End user satisfa S

department and demand organization.

e Benc ing

gement

ment team is responsible for the quality and timeliness of their work
tive impacts of their performance reflects poorly on the facility manager.

it is key to clearly manage performance expectations. Employees of the facility
artment must understand and adopt the goals of their department and the demand
0 ization. Issues of noncompliance with policies and job performance must be

dressed to ensure that facility objectives are achieved.
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Ej The Lead and Manage the FM Organization chapters will further address how
to manage and lead teams.

The Balanced Scorecard

Measuring Performance: The nu

Balanced Scorecard

The balanced scorecard is not only a tool used to define objectives but is also
used to measure performance. The balanced scorecard provides outcome
measures from the four perspectives: financial, customer, business and
innovation and leamning

The balanced scorecard is a tool used to define and rpeas
measure performance. The balanced scorecard aligns
objectives. The balanced scorecard provides outcogf m

nd-User Satisfaction Surveys are used to assess the quality of the product or service being
provided. This gives the customer an opportunity to provide feedback on their perception
of said services. Weaknesses identified in these surveys should be reviewed, prioritized and
addressed by the respective department.
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Facility

Criteria assessed using satisfaction surveys should be based on performance outcomes and

measures identified in the strategic and tactical plans.

Survey questions may evaluate items such as:

e Quality of service

e Responsiveness

e Customer service

¢ (Cleaning schedule

¢ Convenience

¢ Communication

e Cost of service

©2020 IFMA
All rights reserved

M-605 (3-09)

Q
WV

7 pennsylvania REST AREA Q
. DEPARTMENT OF TRANSPORTATION QUESTION

Name

Address

City t

Phone No. Location: Ro

Date
Time AM/P
[ Northbound bound [_]Westbound
1. Are signs adequate an andable?.......... [_JYes [_No
2 10 /7 S——— [_JYes [_JNo
3. - E1ED A [_JYes [_]No
4, Padequate?.........ooovennen. [_JYes [_JNo
5t ing water available?............... [_JYes [_No
6. free? e [_JYes [_JNo
7. ed facilities adequate?................ [_JYes [_JNo
arking adequate?........ovovererneeiessieissesesnnns [JYes [_JNo
ea adequate?.......coveueerreeeinssernnnesenans [_JYes [_JNo
s bulletin board helpful and up to date?......... [_JYes [_No
re rest area personnel helpful?........ccoccvenene. [_JYes [_]No

OMMENTS

HOW WOULD YOU RATE

THE FACILITY OVERALL? [_]Excellent [_]Good [_]Fair [_]Poor

Exhibit 1-30: End-User Satisfaction Survey Sample
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Facility

Benchmark Performance Measures

Benchmarking eou

is a method of

senvices against practices of other or industries. It
gathers performance, quality and financial data and information on best
practices from internal historical trends or external FM organizations for
comparison.

Benchmarking is a method of comparing performance of commodities or s
comparable practices of other organizations or the industry of the demand@tgallizagion. It
gathers performance, quality and financial data and information on bgst practic
internal historical trends or external FM organizations for compariso anizations can
select a baseline competitor for average performance and/or
class performance and set this as a strategic goal. When proper pl

benchmarking
t's overall

can identify costly or inefficient practices and quantify you t
contribution to the bottom line. L
Comparing the FM organization’s performance to&s}wy ormance indicators will

outline areas that require improvement or area:a performing above average.

Evaluating Performance

» Performance measurements specified in the strateg
collected and analyzed

» The facility manager may present feedback to seni
prove or disprove the validity of the strategy

» The facility manager must evaluate the key perform:

performance drivers and outcome measures

yzed. For FM projects and activities, the facility manager may present
nior executives/clients to prove or disprove the validity of the strategy.

e key performance indicators, performance drivers and outcome measures
in these documents.
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Lesson Activity

Lesson Activity

Defining and Evaluating Performance
Requirements Activity

Activity Instructions B 1Ema

* You will work individually for this activity.

*  You will create a list or performance measures that would be ideal indicators
for success or failure.

* You will define corrective actions for failing to meet their target goals.
+ When prompted, tum to the lesson activity in your guide.

For this activity: &
«  You will work individually. Q

e You will create a list or perf asures that would be ideal indicators for
success or failure.

e You will define ive for failing to meet their target goals.

e When prompte e th@pace provided to outline your plan.

©2020 IFMA
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Facility

Debrief

.. ' i IFMA
Activity Debrief
+ Whatwere your key findings when completing this activity?
+ Whyis itimportant to define performance criteria prior to evaluating
performance?
+  Whatare some ways that you can evaluate performance at your facility?

©2020 IFMA
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Facility

Chapter Summary

B IFMA

Chapter Summary

Now that you have completed this chapter, you should be able to:

v Explain the importance and objectives of strategic planning

Align FM's strategic to demand 's

Use strategic planning tools and frameworks to develop and assess a
strategic plan.

Use best practices to monitor internal and external factors that can affect
facility management.

Create a facility strategic plan.

Obtain approval and funding for tactical plans.

Establish and metrics to evaluate performance
success.
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Facility

Progress Check Questions

1. What is an example of an important but NOT urgent activity?

Answering your phone while you meeting with an important client.
Asking customers about their business problems.

a.

b.

¢. Responding to a safety alarm.

d. Reading and then deleting junk email. Q

2. What is the first step in the strategic planning process?

a. The FM organization develops operations plans.

b. The FM organization develops a facility strategic plan.
c. Execution is measured and the strategy is validated.

d. The demand organization develops a strategic plan.

3. What is true of a demand organization's mission, visi d/or culture?

a. Mission is the ultimate goal of the demand i ,
b. Facility managers cannot influence the d nd tion’s values or culture.

dem
stat

ning the FM strategy to the demand

¢. Understanding and accepting the nization's mission helps guide
individual behavior.

d. The process used to produce ents is not important.

4. What is the first step in the
organization's strat e bling Various inputs and producing FM mission and

vision statements?

Organize and ¢ gPlomprehensive data about the organization.
ient profiles or business unit goals.

a
b.
C. stitutes success in the FM strategic planning process.

d SWOT (strengths, weaknesses, opportunities, threats) analysis.

e of plan creates a gap analysis for an entire portfolio of facilities?

acility strategic plan
Facility master plan
Tactical plan

Project plan
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6. What can be used to rank competing strategic options because each can be rated on
how well it reduces the variance between the actual situation and the desired
situation?

a. Balanced scorecard

b. Macro or strategic statement of requirements
c. SCAN (strategic creative analysis)

d. Gap analysis

7. Which tools help monitor potential threats from outside the FM organi Q
. SWOT and Financial Analysis

uments that are

a

b. Risk and Gap Analyses

c.  SWOT and Risk Analysis

d. Gap and Financial Analyses

8. What is true of proposed changes to FM organiatio

a. A best practice is to treat strategic docume \
continually updated with all approved ¢ S.
b. A best practice is to treat strategic docents open materials that all team

members can add to and revise a tion demands.

c. Changing facility strategic plag

@

9. What is the most cri t in a strategy life-cycle because it is where many

cess is complete is not
recommended.

d. Well-formed strategies quire revisions except at the end of each

planning horizgl#s® all changes are deferred.

ssing services needed to meet organizational requirements
plementing strategy using tactical plans
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10. Which of the following is used to assess the quality of the product or service being

provided?

a. Balanced scorecard

b. End-user satisfaction surveys
c. Facility audits

d. Benchmarking

©2020 IFMA
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Facility

Chapter 2: Lead the FM Organization

Chapter Introduction

Lead the FM

Organization

i rma

On completion of this chapter, you will be able to:

¢ Identify the different natures of leadership and manag
e Outline the theories of individual behavior and the b
style in the workplace.

e Execute change management principles to e 3
projects.
cl

e Explain the importance of advocating fo

§ IFMA

Chapter Objectives

On completion of this chapter, you will be able to.

¥ Identify the different natures of leadership and management.

¥ Outline the theories of individual behavior and the benefits of adapting
leadership style in the workplace.

v Execute change management principles to ensure adoption of facility
management projects.

¥ Explain the
priorities.

for facility and

Lessons

to Leadership and Management

Individual Behavior and Leadership

nspire, Influence and Manage the FM Organization
ocate for Facility Management Needs and Priorities

©2020 IFMA
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Facility

Introduction to Leadership and
Management

Lesson Introduction

Introduction to Leadership and
Management

On completion of this lesson, you will be able to:

¢ Identify the different natures of leadership and ma

Introduction to Leadership and o

Management

- Set goals

- Define work structures and

systems
- Determine performance o
objectives

- Plan necessary
tions - Staff organization

ac
- Direct work Controlling | Leading - Communicate and
- Monitor performance direct work
- Take corrective action - Influence
3|4 - Manage interpersonal
relations.
ool

Exhdi 2-1. Management Process M

anage resources o
meet goals and objecties

This lesson consists of the Cs:

e Leadership, Ins uence Terminology

e Position Power onal Influence
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To manage effectively, a facility manager needs to master the fundamentals of leadership
and management. Establishing excellent communication skills enables the facility manager
to manage both up and down. Psychological insight into how individuals and groups
interact enables the facility manager to engage, influence and motivate staff, peers and
superiors.

Comprehension of individual and group dynamics in the FM team, empowers the facili
manager to accept and adapt to different viewpoints, advocate for the team’s neeg
mentor, guide and protect them. Gaining leadership and management skills can &
facility managers, in a personal capacity, to gain self-knowledge and addre
challenges.

n. The
adership

Leadership is about style and direction. Management is about techni rganiza
goal is to align the FM organization to the demand organizatign’s
ensures that the FM organization is motivated and directed to m the goals and

objectives of the business.

Management ensures that the FM organization has 0 , structure and controls
to achieve goals efficiently and effectively. A mana ENGIRIO odel is a framework
t

management process model shows how leaggrs'\ and management concepts are

that defines how management and staff collab accomplish common goals. A

complimentary.

The information presented in this cour unidue to FM. Where possible, examples of
how to apply concepts to FM arg Wcility managers can select from among the

theories, concepts, tool g@¥ind apply them as the situation dictates.

v.
A
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Facility

Exhibit 2-1 provides a management process model that places leading as an element in the
management process.

Management (technical organization) + Leadership (style + direction) = Means to reach
goal (alignment of FM/organization)

- Set goals

- Define work structures and

systems
- Determine performance

objectives - Manage resources to meet
and objectives

- Plan necessary actions 1 Planning 2 Organizing
- Staff organization

- Direct work - Commu nd direct

3 Controlling 4 Leading
- Monitor performance

- Take corrective action

Exhibit 2-1: Managemen

Note that while this chapte sizeSleadership, it also addresses
planning organizing and co aspects of management where

appropriate.

€ a role model and an advocate.
» Inspire others to become motivated and enthusiastic.
> Influence actions, opinions and decisions of others indirectly through
expertise, shared experience and interpersonal skills
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Leadership, Inspiration and Influence "

Terminology

Planning organizing, staffing, leading, directing and controlling an organization

to accomplisha goal

» Plan: set goals, objectives and policies for an organization.

» Organize: Coordi an 's into a system through
actions such as staffing, team building and resource gathering

» Control: Use position power to provide influence over people and inputs,
processes or outputs.

Leadership, inspiration and influence can be defined as follows:

e Leadership — guides and directs others’ actions and decisions through p
ligato

power and personal influence.

e Inspiration — from a Latin root meaning “to breathe in,” it refers to We
breathe life into or enliven the thoughts, emotions, hopes and actions o rs, so
that they become motivated and enthusiastic to accomplish t oals set*y the
leader.

e Influence — the ability to affect the actions, opinions an cisNgrs of others
indirectly rather than through the direct use of positi Sources of influence
include expertise, shared experience, affiliatig sta personal skills and
access to information or limited resources.

Inspiration and influence are leadership tools.

Management can be defined using 2 definitj

(1) the conduct of business to accony
leading, directing and controlls @¥tion and

(2) the judicious use and co rces and subordinates to achieve business

objectives.

The first definition of
leadership. Effective lea

t Is the overall management process, which includes
eir power and influence to channel the energy and
rs in support of the demand organization’s goals. To do this requires them

advocate, inspire others and address conflict in a forthright

on refers to management’s use of control as a tool over team members,
rom leadership’s use of inspiration and influence as tools.

pareMhese definitions to the following definitions of planning organizing and
trolling:

e Planning — setting a direction for an organization in terms of goals, performance
objectives, policies, procedures and practices.
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e QOrganizing — creating an appropriate delivery mechanism and structure for an

organization to coordinate its components into an interdependent system.
Organizing includes staffing, team building and resource gathering.

e Controlling — the use of position power to provide a directing or restraining
influence over people and inputs, processes or outputs by observing, measuring or Q
verifying them through evidence or experiment.

While the ability to direct others’ work can be accomplished through inspiration and
influence or control, the source of authority for each of these toolsets differs. Co
handed down through the organizational hierarchy as position power, while the a

inspire and influence is granted by followers to those leaders who demonstfte Qitre
positive personal influence.

©2020 IFMA
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Facility

Position Power vs. Personal Influence o

Exhibit 2-2: Position Power versus Personal Influence

Management (Control): Position Power Leadership (Inspiration and
Influence): Personal Influence

Types of position power include the Types of personal influence include
following: the following:

» Legitimate power or formal authority > Expert power

» Reward power » Rational persuasion

» Coercive power » Referent power

» Process power » Coalition power

» Information power

» Representative power

Exhibit 2-2 defines position power and personal influence.

Exhibit 2-2: Position Power versus Personal Influence

Leadership (Inspi.. an and Influence):

Management (Control): Position Power -
ar- .. “lln. .ence

the power associated
ather than the individual’s
ersonal influence include

Position power is the power associated with a
person’s position within the organizational
hierarchy. Types of position power include the
following:

ert power is the use of knowledge,
eXperience or expert judgment to
influence the behavior of others who
need the information or respect that
expertise.

e Legitimate power or formal authority is
the relative degree to which managers
can use their position to exercise th
“right of command” to control
subordinates.

e Reward power is the use of Rational persuasion is the ability to

promotions to con er present a goal and a way of realizing that
o Coercive power is withi¥lding of goal to others as both desirable and
rewards or the thre shment to achievable.
e Referent power is the desire of others to
. control over the be associated with a source of perceived
ccomplish tasks as well power.
sed to determine success. e Coalition power is an indirect control
ower is the ability to have over behavior that channels an
n with access or control access. individual’s obligation to a greater

collective interest into an obligation to
the leader as a representative of that
interest.

Repr&sentative power is the formal
authority to speak on behalf of an
organization.
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Facility

‘:E'ilj Note that personal influence can be enhanced by position power, but
position power cannot create personal influence.

Integrating Personal Influence with Position w

Power

Position power is necessary but not sufficient for effective management and lea
Personal influence and position power are complementary tools use eaders}
Leadership augments management by motivating desired behavio sing a

manager’s sphere of influence. Competent leaders not only e e nage themselves,
but effectively lead others, too.

Earning Personal Influence {\

Altering Personal Influence e

Leaders eamn personal influenceand  Actions that increase personal
receive trust over time by: influence:
» Showing self-respectand respect  » Consistent, fair and respectful
for others treatment of others
» Listening, reflecting >
and being open to influence » Demonstratingintuitive grasp of
» Empathizing with others the right path and following it even
» Collaborating on decisions rather if sacrifice is required
than imposing arbitrary decisions  » Giving credit where credit is due
and taking the blame when itis due
» Demonstrating belief

Personal influence is e
ongoing relationships.
success is achij

ed byfbw you behave and treat others and effectively build
indelationship building is a trust-building process and its
ed by getting others to understand and accept:

er's values, character, fairness and principles

uld-be leader treats them and others

would-be leader has done for them and for their organization
acttice the following actions when dealing with other persons:

Respect — genuine self-respect is needed to gain the respect of others. Leaders
show respect to others by being neither biased nor detached. A genuine
attachment to each person’s perspective is a requirement for trust.

e Listen and understand — listening makes leaders influenceable, which is a
prerequisite for influencing others. Leaders actively listen to all perspectives, ask

©2020 IFMA
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questions and reflect upon what they hear. They avoid forcing their own opinions
into the situation without being invited.

e Empathize — leaders reflect on the situation and communicate with the person or
persons to show that they understand each party’'s feelings and emotional
investment in the situation. They care enough to see the situation from the other
person’s perspective.

e Receive trust — leaders who demonstrate respect, understanding and empathy@ay
incrementally be given more and more trust. For example, a leader may b d
to arbitrate issues because the parties involved know they will be treated

e Collaborate on decisions — leaders avoid arbitrary decisions in fav
communicating and comparing or contrasting the various perspectives t
individuals find solutions and to help groups collaboratively dgtermine a
action.

rse of

Personal influence is not something that is overt but is intuiti t l. When it
exists, it will take the form of loyalty and a willingness to collapo an®take direction.
u

Individuals who have placed their trust in a leader are likel re and valued.

*

&1 ersonal

Personal influence can be increased ove i Iso be reduced or destroyed. Actions
that can increase personal influence ir

Increasing, Reducing or De
Influence

¢ Consistent, fair and resp

e Exceeding expe

¢ Demonstrating iti r situations, trends and people and channeling it into
conviction to pro
sacrifi

wn the right path even when it requires the leader to make

re credit is due and taking the blame when it is due.
ing belief in others’ ability to succeed.

eMce can be reduced, for example, if the leader asks followers to perform

on blind trust to address non-critical situations or to make sacrifices they
uld not normally be inclined to make, such as working extensive overtime. Leaders keep
requests rare to maintain personal influence.

ersonal influence can be destroyed by abuse of trust, for example, by asking persons to
do things that go against their values or by thoughtless actions, for example,
condescension or poor timing.
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. . . § IFMA
Discussion Question "

Label each of the following as a source of position power or personal
influence.

A. Power to determine the size of staff bonuses

B. Frequent success n using reason to sway the
opinions of fellow managers

C. Selection by upper managementto speak for the

organization at trade shows

D for being in
sales staff because of unmatched knowledge of
company products
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Facility

Theories of Individual Behavior and
Leadership

Lesson Introduction

& Frma

Theories of Individual Behavior

and Leadership WQ

On completion of this lesson, you will be able to:

e Qutline the theories of individual behavior and the 'tcdapting a leadership
L

style in the workplace.

This lesson consists of the following topics: &\

e Introduction to Leadership Theory

e Individual Motivation and Behavior S

e Leadership Theories

Facility managers who recognize o ns and behavior patterns of clients,
executives, staff, building akeholders, can show that they understand
their viewpoints and ca em. When facility managers understand the likely
effects of their own lea isions, they can choose to lead in a way that will increase
their ability to accomplish rganization’s goals. Facility managers who apply these skills

will be more arn the trust and loyalty of stakeholders.

ion to Leadership Theory

dividual Behavior and o5

eadership
Individual Behavior Leadership
e to leaders: Understanding Value to leaders: Understanding
ption and behavior patterns can  effects of their leadership decisions
that they understand can help them lead in a way that
stakeholders' viewpoints. accomplishes organization's goals.
» Theory X and Theory Y » Behavioral theories
» Maslow’s needs hierarchy » Situational theories
» Herzberg's hygi > theories
theory » Contingency theories
» Myers-Briggs personality types
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Many researchers have proposed theories of individual motivation and behavior and

theories on leadership. A representative set of these theories is presented in this lesson.

There is no “right” way to apply or determine which theory is best for an individual leader

or staff member. The knowledgeable and capable FM can consider which theories are most
relevant to them and their staff. Each individual is different, comprehension and

perspectives could vary, facility managers need to adjust their leadership style to bettelw

work with all their employees.

Learning about one’s own and others’ motivations and behavior in work environ
help facility managers predict the likely results of actions. Facility managers
management and leadership styles, incentives and organizational structure§ghafilleinforCe
desired behavior and deter unwanted behavior.

Facility managers use leadership to earn stakeholder buy-in on the st ic direction of
facilities and tactical implementation of plans. They coordinat n he FM
function to anticipate, detect and track challenges before they o an®to ensure that the

FM function is prepared for rapid emergency responses a

changing business demands. ‘\

The first step for facility managers seeki devel@ their staff is to identify what
motivates individual behavior. Motivat ndi®0ual behavior can be defined as
follows:

enough to meet

d influences that impel, direct and sustain
jor over time.

e Motivation is the

responge to a given stimulus or environment.

Motivation is force behind an individual's actions or behavior. The influence of
s and desires have a strong impact on the direction of their behavior.
at understand motivation can also recognize the influence it has on

avior. This is important in managing individual team member's performance.

tivation and behavior theories attempt to explain the cause-and-effect
tionship between motivating events and tactics and the resulting behavior. The
fONPwing are principles that underlie most theories of motivation and behavior:

¢ Individual behavior is caused and individuals have reasons for their actions.

e Individual behavior is goal-oriented rather than random. Individuals act to
accomplish something.

©2020 IFMA Edition 2022, Version V2017PALS_1.2
All rights reserved 146

Printed on 100% post-consumer waste recycled paper



IFMA's Leadership and Strategy Course ':'é!b\ I F M A

Facility

¢ Individuals are unique due to differences in their inherent traits and external
environments, leading to differences in motivation and behavior.

This chapter covers four theories of motivation and behavior: Theory X and Y,
Ej Maslow’s needs hierarchy, Herzberg’s motivation-hygiene theory and Myers-

Briggs personality types. Note that group behavior theories are discussed i
the next chapter. %

Theory X and Y

§ IFMA

Theory X and Y

» Average individual inherently » Physical or mental expenditure of
dislikes and avoids work. effort in work is as natural as

» Carot-and-stick approach (position  rest/recreation.
power). » Carrot-and-stick approaches are

» Poor performance is caused by less effective than management
poor human and influence.

» Average individual avoids » Poor performance is caused by
responsibility and likes direction poor managementand leadership.
Problem solvers narrowly » Average individual seeks
distributed population trait responsibility. Problem solvers

In the 1950s, Douglas McGregor proposed two & management theories by which
managers perceive employee motivation. He rized these as Theory X and Theory Y.

Theory Y

The average individual
avoids work.

Physical or mental expenditure of effort in
work is as natural as rest or recreation.

Getting indivi to overcome their dislike Carrot-and-stick approaches are less effective
nizational goals than management leadership and influence
ontrol and threat of such as inspiring commitment to
the carrot-and-stick organizational goals and associating rewards
with goal achievement.

mance is caused by poor human Poor performance is caused by poor
ources. management and leadership.
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Theory X Theory Y
The average individual values security over Given a proper environment, the average
ambition, wants to avoid responsibility and individual learns to seek responsibility. The
therefore likes being directed. Innovative capacity of individuals to seek imaginative
problem solvers are narrowly distributed solutions is a widely distributed population Q

population trait. trait.
Exhibit 2-3: Theory X versus Theory Y

Maslow's Hierarchy of Needs

Abraham Maslow's research resulted in the hypothesis that there is a hierarchy sin
which the lower levels of needs have to be satisfied before the next |
motivator. The hierarchy, illustrated in Exhibit 2-4, can show facility

needs are always important. Recognizing where an individual

an serW¥ as a
that low level
herarchy can help

the facility manager tailor an approach for that individual.

Self. Personal growth aj i 3 and find solutions to

actualization

Esteem for self and
others
/A
@

erment, involvement, training, recognition and status

ceptance in groups, personal influence

Pay, benefits, job security, work conditions

Exhibit 2-4: Maslow's Hierarchy of Needs

Motivation-Hygiene Theory

§IFMA

ation-Hygiene Theory

between job d

(Job satisfaction depends upon Job dissatisfaction depends upon
‘motivation factors. hygiene factors.
Hygiene factors are related to the work
environment
» Pay
» Achievement » Job security
» Recognition, personal growth » Work conditions
» Supenvision
» Coworker relations

©2020 IFMA
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Frederick Herzberg's Motivation-Hygiene Theory, or Two Factor Theory, provides two
factors that affect motivation in the workplace. These factors are hygiene factors and
motivation factors. Hygiene factors will cause an employee to work less if not present.
Motivation factors will encourage an employee to work harder if present.

Herzberg's theory states that job satisfaction and job dissatisfaction are independent of
one another rather than being at either end of a spectrum. Job dissatisfaction is a functj
of hygiene factors, while job satisfaction is a function of motivation factors:
» Hyagiene factors (extrinsic) — hygiene factors are the environmental work
like pay, job security, work conditions, supervision or coworker relati

delivery of hygiene factors avoids job dissatisfaction but does not
individuals.

e Motivation factors (intrinsic) — motivation factors are inhere
itself like challenge, achievement and opportunity for recognit
growth. Successful matching of persons to the right t
satisfaction if hygiene factors are satisfied.

result in job

Myers-Briggs Personality Typﬂ

§ IFMA

Myers-Briggs Personality Types

Premise: Understanding and valuing differences helps the ‘
leader provide the most positive work environment for all
workers.
Four Dimensions Combine into 16 Personality Types
Extraversion (E) Introversion (1)
Sensing (S) Intuition (N)
Thinking (T) Feeling (F)

Judging (J) Perceiving (P)

The Myers-Briggs Type@idicatq ®) is a personality assessment instrument consisting

of a formal test that is i by a professional. Alternately, a Myers-Briggs personality
type can be informally asse . The key point for facility managers to understand is that

ifferently and have different work styles. The Myers-Briggs

people are m

person typ facility managers understand individual differences, motivations

es, including their own, so they can provide the most positive work

all workers. Based on work by Carl Jung, Katherine Briggs and Isabel

a system with four personality preference scales was developed that form 16
inct personality types. The scales are called dimensions and a person can be located
ewhere within the continuum between the extremes, except the exact center.

e side of the scale a person falls on is called a preference and the combination of
preferences forms the personality type:

e Extraversion (E) vs. introversion (I) — the E vs. | dimension shows how people
interact with the environment and direct their energy. Extraverts are receiving
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Judgers like to make decisions and control life; perceivgrs ligmfle
understand life but don’t need to control it.
For example, an ENTP is an extravert, intuitive, thinking, pe son.

type has a number of strengths and weaknesses assdiate

energy from active involvement in events, they are excited when they are around
people and like to energize other people. Introverts are receiving energy from
dealing with the ideas, pictures, memories, and reactions that are inside their head,
they feel more comfortable working alone or with one or two people. They take
time to reflect.

Sensing (S) vs. intuition (N) — the S vs. N dimension indicates the types of Q
information people naturally perceive. Sensors trust what can be measured andw

real; intuitives make inferences and value imagination.

Thinking (T) vs. feeling (F) — the T vs. F dimension shows how people ma
decisions. Thinkers are objective and make logical decisions; feelers
and decide based on what they feel is right.

Judging (J) vs. perceiving (P) — the J vs. P dimension indicategwhether
prefer settled decisions and structure or to see options and b ntaneous.

and want to

Each personality
may not be possible

to change a personality type, but people can learn t ir strengths and

address their weaknesses.

There are a number of Org

al selopment tools that HR utilizes

wth, teamwork, understanding and new

‘?ib internally for staff develo
skills. The tools are a e ally to ensure candidates are the right fit

for an orgaro

Discussion Queg

B IFMA
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Facility

Evolution of Leadership Theories B

Trait theories

» Leaders are bom, not made.

Behavioral theories

» Leadership depends upon behavior, not inborn traits.

» Leadership behavior is either job-oriented or
employee-centered

3 5 S § IFMA
Evolution of Leadership Theories Q
(continued)
Situational theories
» Leadership behavior must adapt to change
» Primary factor in each situation is employee maturity.
Behavioral leadership theories
» Leadership styles combine focus on production,
concem for people.

» Managers should develop a consistentstyle.
Contingency theories

» No bestway to manage or lead for all contingencies.
@ in:what makes leaders

Leadership theories are methods proposed by researghers

effective. Knowledge of leadership theories is another 4@t ACIty manager’s tool kit

for developing effective leadership skills. Leadershigl#he Se o explain how and why

individual leaders respond and affect people. T

e ries look at leadership
characteristics and outline characteristics t e adopted by individuals to be more

effective leaders.

The following discussion presents seye of leadership theories — behavioral,

situational, behavioral leadershi nt ncy — in chronological order to show how

the theories have evolv ch eories has elements that can be used to develop
I

an effective leadership @/le.

Theories

arose in the 1940's when the assumption that leaders were born and
it theories, began to be questioned. Behavioral theories propose that
f a leader’s behavior predict leadership success and performance and
followers:

Inftiating structure (job-oriented behavior) — the leader’s behavior is focused on
helping employees understand their role, setting goals for them, controlling work
processes and performance and enforcing rules.

e Consideration (employee-centered behavior) — the leader’s behavior is focused on
helping individuals and groups fulfill their emotional and social needs by explaining
decisions or mentoring their careers.
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Research on these dimensions shows mixed results as to whether one or the other or both
better predict success, showing that situation plays a role.

Situational Theories

o
D

results.

In the 1960's, a number of theories defined the maturity level of em
hi
Hersey-Blanchard's situational leadership theory is a well-kno a

applying different leadership styles based on the situation to

Hersey-Blanchard’s Situational Leaders&ip

Rather than proposing one mode of behavior as ide I
proposed that the maturity level of employees go s th p

For any given task, maturity has two parts:

s, Hersey-Blanchard
priate type of leadership.

e Psychological maturity (willing) — a ability, self-confidence and willingness

to take on responsibility for th

e Job maturity (able) — a pe lated skills/technical knowledge.

Employee task maturity is given through M4:
¢ M1 —unwillingflfo takegesPOnsibility) and unable

e M2 —willing bu

S1 — telling/directing

e S2 — selling/coaching

e S3 — participating/supporting
e S4 — delegating/observing
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Most

Support S3: Participating

S2: Selling

M3: Medium-high task
maturity

M2: Medium-low task
maturity

Leaders sell decision
rationale in two-way

Employees are empowered
and involved in decision

This model reinforces the idea that m#
interaction.
leadership styles. They ref
respect and empower

Behavioral Le

Behaviorg| lea

©2020 IFMA
All rights reserved

making. communication with
employees.
RELATIONSHIP
BEHAVIOR
S4: Delegating S1: Telling
M4: High task maturity M1: Low task maturity
Employee is delegated . )
responsibility for planning ) Leaders give detail
and implementation. mstructl.ons and closely
supervise gmployees.
Least
Support

Least Guidance Most Guidance

Exhibit 2-5: Hersey-Blanch jonal Leadership Model

A critique of this mod

t, the osely related to leadership.

rship Theories

ories describe the natural leadership styles of managers rather
mployee maturity. The Blake-Mouton Managerial Grid is a common
ip theory.
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Blake-Mouton Managerial Grid

Behavioral Leadership Theories - ns

Blake-Mouton Managerial Grid

» Leadership styles
combi S on

production, concern for
people.

» Managers should develop
a consistentstyle.

Robert Blake and Jane Mouton developed a theory called the Managerial Gri
managers by their natural leadership style. An underlying assumption is th
should adopt and maintain a consistent style. Exhibit 2-6 illustrates the Manage
which impoverished leadership is undesirable and team leadership is
types of leadership might be useful in certain work environments b
negative affect if too extreme on the axis.

o have a
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B Facility
A Country Club Leadership Team Leadership
Leader establishes a friendly, | Leader develops trust and
fun atmosphere and is truly respect. Interdependent
concerned with the needs of | teams are committed to
staff. common goals
Middle-of-the-Road w
Leadership
Concern for Leader shows adequate
People Impoverished concern for getting work
Leadership done and maintaining
satisfactory morale, but
results are medi

Leader allows workers to imizes human
do minimum effort require ce as much as

to keep superiors from p&Ssible to emphasize work
expressing dissatisfacti efficiency.

>

cern for
Production

Exhibit J8: Manggeridtl Grid for Assessing Current Leadership Style

ories

pose that there is no one best way to manage or lead others and

k maturity level of FM staff individually and as a whole.

THe organizational environment, for example, size, structure and culture and core
values.

The facility manager's personality and natural style.
e The personalities of those being managed and led.

e The sustainability of the style, for example, will it work over the long term.
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Facility

e How staff are reacting to current management and leadership styles.
e The results that are being achieved.
e The timing of the situation, for example, a crisis.

A commonly known contingency theory is Fiedler's contingency theory.

Fiedler's Contingency Theory Q
Contingency Theories B 1A

» No best way to manage or lead for all contingencies.
Situational factors that may influence a facility manager's style:
» Task maturity level of FM staff

» Organizational environment

» FM's personality and natural style

> f those being

» Long-term sustainability of the style

» Staff reactions to current management/leadership styles

» Results being achieved

» Timing of situation (crisis? normal times?)

B IFMA

Contingency Theories (continued)

Fiedler’s contingency theory

Group performance depends upon combination of three factors:
» Position power

» Leader-member relations (personal influence)

> Task structure

Fiedler's contingency theory states that
combination of situational favorableng
determined by the level of control
higher the control, the higher th
favorableness as the pr: of

nce level of a group depends on the
ip style. Situational favorability is
over a situation based on followers. The
avorability. He defines situational

¢ Position powe the 3@ount of hierarchical authority a manager has.

¢ Leader-member ns — for example, personal influence the amount of
trust and respect followers give the manager.

the definition and clarity managers give to tasks.

e addressed in the next topic. While Fiedler believed that some
are better than others for a given situation, he suggested that enhancing

ning I€aders to change leadership styles.

IFMA's Leadership and Strategy Course
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Facility

. . . § IFMA
Discussion Question "

According to which leadership theory should a manager adopt a leadership
style that takes into account employee task maturity? Choose Two.
A. Trait theories
B. Behavioral leadership theories
theories (e.g., Hi

c y
D. Contingency theories (e.g., Fiedler)
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Facility

Lead, Inspire, Influence and Manage the
FM Organization

Lesson Introduction

& Frma

Lead, Inspire, Influence and

Manage the FM Organization w
On completion of this lesson, you will be able to:
Q facility management

e Execute change management principles to ensure
projects. <o
This lesson consists of the following topics:
e Strategic Partnering

e FM's Strategic Partner Role

e Leadership Roles of Facility Ma
e FM Organization's Goals

e Styles, Methods a

Lead, Influence, Inspire and M

As a successful leader and manager, the facilities manager

» Inspire facility personnel to identify and share best practices?

» Influence facility personnel tginitiate ways to improve service and to be
more efficient

» Create an organization th source of best practices and
successful change manag|
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Facility

Facility managers help their organizations become successful in their core business. They
balance leadership to inspire and influence FM staff and contractors with proper
management to plan, organize and control tasks, resources and people. Facility managers
inspire non-FM business unit colleagues and senior leadership. When this is done
successfully, the FM organization becomes a proactive and evolving team player that is
adept at both predicting or preventing many organizational challenges and providing
immediate and effective responses to emergencies.

Some of the benefits that can be achieved by leading, inspiring, influencing and
the FM organization include:

e Facility personnel identify FM best practices and share them with the?de
organization as appropriate.

o jmprove

e Facility personnel continually adopt best practices to initiate
service and operate more efficiently.

e Other organizations consider the FM organization as Qest practices and
successful change management practices. Q

<
I3

ship between two or more organizations with a long-term

§ IFMA

Strategic Partnering

Term Definition
Strategic Partner A b two or more
with a long-term agreement for sharing physical or
intellectual resources to achieve common objectives.
Internal Strategic A partnering effort developed between two (or more)
Partner departments within an organization that need to work
together in order to accomplisha successful prograt
of projects.

Strategic Partnership is a
ing physical or intellectual resources to achieve common objectives.

tner is a partnering effort developed between two or more
an organization needing to work together in order to accomplish a
m of projects.

anization can create strategic partnerships with outside organizations and

ernal departments to ensure that tactical plans and projects are successful. FM should
out these partnerships with organizations or departments with common goals. Facility
anagers can propose their value to departments that may not see the impact of FM on
their goals and create joint goals.
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Facility

Strategic partnership examples (external/internal):
e Strategic Partnership:
- Outsourcing Integrate Facility Management (IFM) firm
e Internal Strategic Partnership:
- Information Technology (IT)
- Finance
- Security

- Human Resources

i i §IFMA
Roles FM Organization Can Play
In a support role, facility management  Facility managers connect with and
is understand people, maintain/manage
» Operation and maintenance of the place and thrive by implementing
facility elements. the right processes. They apply an
» Supenvision of cleaning and understanding of the demand
security. organization’s people, place and
» Timely reaction to process to the
» Planning and implementation of for a safe, healthy and productive
facility projects. place of workplace.
§IFMA
People
— ‘l’i-‘acmty
4 Management
| Procebe™ lace
FM can be a source of co Ive advantage for the demand organization if it can be

elevated fro rt role to a strategic partner role.

In asu is:
nd maintenance of facility elements.
ision of cleaning and security.

ely reaction to complaints.

Planning and implementation of facility projects.

is the organizational function which:

©2020 IFMA
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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 (ISO

41011:2017), as show in Exhibit 2-7.
People w

Facility
Management

Process

Exhibit 2-7, fe ner Role
No other department touches all agpe demand organization like FM, which is

positioned in the center of critic; ntS@h a successful organization and on whom

organizations rely heavi
Facility managers start a follis on the demand organization and work backwards from

there to develop goals fo organization. FM exercises leadership to develop and
communicat derstanding of stakeholder's:

ational structure, culture, job roles and visitor levels.

rker productivity enhancement, a safe, secure and healthy environment.

ive by implementing the right processes. They apply an understanding of the demand
ization’s people, place and process to determine the requirements for a safe, healthy
d productive place of workplace.

When an FM organization is elevated to a strategic partner role, facility managers benefit
from having authority or position power. At a large demand organization, direct access to
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the chief executive may not be realistic, but the chain of command at any size organization
should be short enough so:

e Facility managers have enough political sway over others in the organization when
advocating for facility needs.

e The demand organization and its leadership have a proper sense of the importance
of facilities.

Cots, Roper and Payant state in The Facility Management Handbook that at a large dem®hd
re

organization, FM should be on the same organizational level as HR or IT as facilit
second only to HR costs.

Organizational hierarchy placement may be less of an issue at smaller orgaiWzatijfhs

The key point for facility managers is they should understand their o jzation
limitations and work to improve or optimize their power, authority ce. Facility
managers can optimize their power by earning it as leaders a veral

leadership roles.

Facility Managers Leadership Roles one . s{‘

Facility managers’ primgaleadg@hip role is to help their stakeholders and customers
succeed. Other leadership for facility managers may include:

ce to staff and service providers

ning themselves as the go-to person for guidance or being
chable on facility issues for all persons in the demand organization.

ooking forward to the needs of the business and each department

Developing and communicating a comprehensive mission, vision and strategy
aligned with requirements of the demand organization.

- Creating momentum to stimulate or manage change.
* Influencing decisions and attitudes
- Seeing the big picture

- Being a good steward
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- Considering globalization aspects
- Developing connections with people by relating to them at their level.

- Seeking wise counsel prior to making decisions and acting with confidence
and proper timing once a decision is made.

e Conducting organizational development

- Looking at the environmental needs of the business
- Advancing workplace technology where applicable %

Exhibit 2-8 provides an idea of the leadership roles of facility managers disc

this topic.

Cr < ctOrgan ational
.. ~lopment, OD

Provide Guidance to Staff Influence Decisions &

& Service Providers Attitudes

N

e Be the go-to person for e See the big picture 0 environmental needs

Guidance

L
e Be agood steward ’
e Be approachable o Consider global aspe% Advance Workplace
Devel i chnology when applicable
® | ook ahead to meet the needs ¢ evelop connectl.ons 2 2L
w/people by relatm&
rior

them at their level

® Develop and communicate
aligned Mission, Vision, & Seek wise goun
Strategy decision m

® Create momentum to stimulate
or manage change o

xhibit 2-8: Leadership Roles

dance to Staff and Service Providers

§ IFMA

As a Leader...

Predict and prevent problems
Promote health and safety.

» Make enabling most productive staff
members a priority.

Mentor core team members to
strengthen their leadership skills.

Be an advocate for staff, contractors,
building occupants.

» Seek expert advice.

Encourage; discuss.

Direct observation to verify reported
results.

vvy

v

vy

Providing guidance to staff and service providers is both a management and leadership
role. As a management role, it involves setting direction and correcting the course of
current work as needed using technical knowledge of the business. As a leadership role, it
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Facility

involves keeping an organizational focus and being a leader first and a technical manager
second.

Guidance from a leadership perspective includes:

e Promoting daily activities to predict and prevent problems by using proactive
methods to reduce the number of reactive or emergency activities.

e Promoting health and safety as a way of life for FM organizations. WQ

e Prioritizing attention on enabling the most productive staff members.

¢ Mentoring core team members to enable them to strengthen their o
skills so they can extend the FM organization’s potential impact.

e Becoming an advocate for FM staff and contractors and the needs of bui

occupants.

e Seeking out expert advice as needed, knowing the limifs o ' ical
knowledge.

e Managing by encouraging forthright, two-way disc X

staff and contractors.

Influence Decisions andﬁ&

e Direct observation to verify reported results ﬁ& ds-on experience with
es

Influence Decisions and Attitudes

Facility mana the primary conduit between senior management and facility staff
and con the key advocates for the FM organization’s needs, this includes

rganization to get the funding required to maintain facilities in good

r facility needs may require facility managers to influence the decisions and
udes of the organization’s leaders as well as those of occupants, government officials,
liers, community leaders and business partners.

cility managers who show confidence in their own abilities and earn personal influence
with relevant stakeholders can become an indispensable part of the demand organization’s
decision-making process.
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Facility managers with influence may be:

e Consulted by upper management/clients before they make decisions that impact
facilities.

¢ Included in non-facility-related discussions of strategic or tactical importance.

A key stakeholder group that may require special leadership attention is labor unions or

work councils. Work councils are organization-specific labor representatives who may
may not be affiliated with a labor union. They may represent several employees at
or within the FM organization. Facility managers stay up to date with the rules an
regulations that govern union members both to avoid violating agreement

ity

respect.

Whenever facility managers initiate changes or projects involving or j

cting n
workers, they address union representatives to explain the changes o iect and listen to
their concerns. The facility manager exercises leadership by b llaborative

and respectful with the union representatives when addressi conflicts.

Common areas that may require influence to negoti* in
e Use of union versus nonunion workers on prgs
e Temporary shifts in duties for union wor,

e Providing transitional services such g or mentoring to union members who
become part of the FM organizatg

e Building occupant service leve

e Prioritizing work with limj

Conduct Org@inizgtional Development (OD)

Conduct Organizational Development =

FM manager/leader includes
OD in mission, vision and
strategy to share gower ors in their areas of

tinual Improvement, pranning, goal
ing, performance monitoring

« FM gives empioyees/contractors ful
responsibility and accountabilty for
planning and executing a task.

en facility managers are leaders, they inspire facility staff to want to do their best and
ate them to action. This could take the form of simply convincing others to follow the
cility manager’s plans. If facility managers and staff can develop mutual trust, the staff can
become partners in pursuing facility excellence and leaders.
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To develop the FM organization into an efficient team that is proactive in discovering best
practices and suggesting improvements to service, facility managers pursue organizational
development, which may enable facility managers to share their power by practicing
empowerment, employee/contractor involvement or delegation.

Organizational development (OD) — a strategic effort that applies behavioral science to:
* Improve the resilience of an organization to internal or external changes.

¢ Enhance its ability to proactively solve problems.

‘?il:’ OD is not a single concept but a collection of proven methods.

Empowerment, employee/contractor involvement and delegagio
follows:

e Empowerment — management decision to p
autonomy and control to make decisions wij
needing prior approval.

s a certain degree of
f expertise without

e Employee/contractor involvement —gmarf@igentent decision to engage employees
or contractors on a regular basis j aking on operations for their work
areas, including:

- Suggesting continualg

Participatinggmme!a

- Setting go
- Determinin monitor performance

management decision to give one or more employees or contractors
or planning and execution of a task. The amount of supervision
t, at a minimum, the persons are responsible for achieving the

ed results and the facility manager is accountable for them.

nges intended to increase the likelihood that the FM organization will attain both short-
ari@long-term goals.

he philosophy behind empowerment, employee/contractor involvement and delegation is
that a leader’s potential is determined by the strength of those around them. Leaders must
feel secure in their power and have confidence in their workforce in order to give some of
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their power away. Only workers with some decision rights can attain their potential because
they move from being dependent to independent or interdependent workers.

The benefits of implementing OD and giving employees/contractors some decision rights
include:

e Better individual performance and productivity
e Increased morale
e Increased job satisfaction

e Lower turnover

e Better customer service

e Increased organizational productivity and profitability

3 g & B IFMA
Discussion Question v!

belongs to the role rather than the leadership role of
the FM manager?
A. Using technical knowledge to effecta course correction

B. Promoting activities to predict and prevent problems
C. Being an advocate for staff and contractors with senior management
D. Predicting and preventing problems
i 5 S § IFMA
FM Organization’s Goals
High-Level FM Organizational Goals
> Improve satisfy the ts

given budget constraints.
» Avoid a negative reputation, prevent major and min ms.
» Foster a reputation for excellent service by setting
and customer senvice.

tions for quality

hen facility managers are building an FM organization that is a strategic partner with its
organization/clients, they need to define their leadership roles and the end results or goals
that the FM organization should achieve.
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Facility managers need to make the FM organization’s high-level goals explicit, for
example:

¢ Improve organizational productivity and satisfy the maximum number of
organizational requirements. For example, economic, social and environmental
requirements.

e Avoid a negative reputation. Often FM organizations are noticed only when WQ

problems occur, so preventing major and minor problems is a goal.

e Be perceived by internal and external customers as an excellent service pr
setting expectations for quality and customer service.

Exhibit 2-9 provides an idea of the common FM organizational goals discusgid tithe

this lesson.

Best Practices Continual Improvement

* Methods and tools

Change v “gement and
ng

* Participation in larger quality

processes ‘

gclbf change acceptance

Exhibit 2-9: Commo nizational Goals

Best Practices :Q

Best Practices

for conducting
ently providing

Best practices are techniques, approaches or met
business widely recognized as most effective and
desired results.
Process

» Implement best practices as a project.

» Then incorporate best practices into policies, procedur

Define the outputs from tivity rather than the inputs to it, for
example, using customer leaning services goals and allow
cleaning teams to desi achieve the goals

echniques, approaches or methods for conducting business in a manner
widely recognized by peers and the industry as the most effective and
in providing the desired results.

t practices can be used to improve the FM organization when implemented as a project
nd then maintained or incorporated into policies, procedures and practices. Best practices
can range from simple advice, for example, “outstanding internal customer service leads to
outstanding external customer service,” to more detailed proposals that summarize
proposed changes and list benefits and limitations.
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Examples of best practices FMs could suggest including:

¢ Defining the outputs from a service activity rather than the inputs to it, for example,
using customer requirements to set cleaning services goals and allowing cleaning
teams to design efficient processes to achieve the goals.

¢ Designing a method and reward system for recommending, considering, approving

and practicing new ideas. w
To find information on best practices, including changes in trends or Q

measurable results, facility managers can use the IFMA and IFM

Web sites and resources. For example, IFMA members have acceSs t

‘?ilj Institute of Workplace and Facilities Management (IWFM d Prac@pEs
Guides on the IFMA Web site. Facility managers can learn t best
practices through networking, such as by joining pter. Other

professional associations, councils or communiti rest may also have

information on best practices.

[ ]
Continual Improvement &
Continual Improvement
Necessary Elements
» Incremental improvement o
» Empowerment of all team ”
members » Bencmarking * Creck At
> Rootcause analysis ofproblems ¥ W __ |

Quality Processes
» Six sigma
» Total quality management (TQM)
> Just-in-ime (JIT)

Continual im nt is a philosophy that emphasizes empowering all team members to
seek rog ems and recommend small incremental improvements in quality,

tiveness wherever and whenever they are found.

corporating continual improvement as one of the FM organization’s goals
lowing:

Continual improvement is needed to maintain the facility due to constant changes
in the environment, competitors and technology.

* Involving various specialists and business units can create innovation that would not
have been possible without this expertise and collaboration.

¢ Employees who feel their suggestions are valued and used may receive significant
job satisfaction from the process.
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e Changes can vary in magnitude, so work can continue uninterrupted while continual
improvements are implemented.

Disadvantages of incorporating continual improvement as one of the FM organization’s
goals may include the following:

e The concept can be hard to sustain over the long term due to waning interest and
increasing treatment as a bureaucratic process.
e Workers can manipulate data as evidence for fictitious improvements.

Methods and Tools

The following methods and tools can be used in enabling continual improvigne
¢ Leadership — leaders need to champion continual improvement and g -in
lv

from all employees.

¢ Plan, Do, Check, Act problem-solving model — a p odel such as

the Plan, Do, Check, Act model incorporates continual ¢

e.
Iabp

hasis on quality work
pection.

¢ Rewards and penalties — to sustain continual im

acility managers can
design rewards or penalties linked to goals. L

¢ Routine measurement and evaluation —
and back it up with effective supervisiongn

¢ Root cause analysis — the process iRvering the systemic cause of system
results. Tools include:

- Pareto charts — bar char by their prevalence for prioritization

purposes.

- Cause-and- (I diagrams — a method of listing and categorizing
all of the plBsible @uses of a problem or result.

- Control cha rts tracking actual data results to show when they exceed
agceptable tolerance levels.

Benchmarking is a method of comparing performance of
or services against comparable practices of other organizations or the
he demand organization. Benchmarking is used to set improvement

dition to using the methods and tools listed, FM organizations may be active
articipants in an organization-wide quality effort incorporating continual improvement:

e Sixsigma (60) — quality management philosophy that involves thoroughly training
staff to identify and remove defects in processes.
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e Total quality management (TQM) — formal quality process that includes an intense

focus on the customer, involvement of all stakeholders and quantitative methods
for continual improvement.

e Just-in-time (JIT) — philosophy that uses continual improvement to reduce
manufacturing waste, minimize inventory and get to zero defects.

e Lean — philosophy of minimizing time, assets and human resources involved in
production through simplification to keep only value-added activities, training
multi-skilled employees and automation.

Change Management Planning &
Communication

B IFMA
Change Management and
Reengineering
Term Definition
Change Management  The process of defining, refining and implementing
plans for changes, overcoming resistance to change,

assessingimpact of change and providing long-term
maintenance.

Reengineering Rethinking a process from start to finish.

Change Management Examples in FM ¥

Examples of facility involvement in changes include:

» Workflowchanges or downsizing requiring worker relocations
> and changes to of business units

» Refocusing on core capabilities

» Ce projects with process
» Quality efforts such as TQM, continual improvement

» Making the FM organization more oriented to project management
» Implementing best practices
» B tinuity during failures

Communication and Planning

+ Large scale change should gaadriven by a business objective or goal

+ Identify stakeholders earl eir buy-in on the plan before
implementing

+ Ensure employees unders! Bange and how it will
benefit them

+ Change ma shoul®e approached as a
project

e the form of change management or reengineering.

Definition

Change Management The process of defining, refining and implementing plans for

changes, overcoming resistance to change, assessing impact of
change and providing long-term maintenance.
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Reengineering Rethinking a process from start to finish.

As leaders, FM should:

e Identify their team's ability to recognize why change is needed. Q
e Use change management practices to help team members adapt to change. w

e Seek out early adopters to help champion FM change management initiatj

e Change their own processes to adapt to and manage the change.
Change is behavioral and requires an organizational culture shift. An organ¥@tios

lture
should include acceptance and openness to change. Those that are syccessful e

current state of the organization will be more likely to resist change.

Because an analysis or implementation of strategy is often a FM change

management or reengineering, FM organizations may utilize 4 agement or

reengineering methods and tools, such as a strengt

hg we S
threats (SWOT) analysis to identify areas where orga*

portunities and
e would positively
impact the demand organization.

The FM organization is frequently at the center
change management or reengineering. Exa

jzational changes that require
facility involvement in changes include:

e Relocations and changes t

Adaption to new pl gie¥that impact the physical space like free

FM organization more oriented to project management.
ing best practices.

ss continuity during unplanned building system failures.
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Advantages and Disadvantages

Advantages and Disadvantages of ns

Change Management

Advantages Disadvantages

> Can produce > Can be overused if substituted for
productivity/profitability increases continual improvement.
that can't be realized through » Can be an excuse to mask a poorly

project
» Provide a competitive advantage.
» Support the FM manager’s role as

o w

Advantages and disadvantages of change management and reengineering i
following:

Advantages Disadvantages

Change management and reengineering can ~ Change managem
produce productivity or profitability increases  change effo
that cannot be realized through incremental continual imgro
improvements. change p

otnier. Therefore,
en®s the goal once a
plete.

The velocity of organizational change is Dec o soon is a danger.

increasing, so change management is C s, not an event.

becoming increasingly necessary.

The ability to quickly change can be a sourc nge management in projects currently

of competitive advantage. rway may be an excuse to mask a poorly
d@hed project purpose or a poorly planned
project.

Organized change proce u Change management or reengineering may

facility manager’s role chief e agent not suit every business.

and increase the chancq@of a silicessful

change.

Change man
be usedjg i

and reengineering can ~ Change management and reengineering
ategy. changes can be hard to sustain.

highlight deficiencies in
dentify costs incurred by the
ut required returns.

ngineering can help the business meet
omer needs and maintain product value.
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Communication and Planning

A business objective or goal should drive large scale change. The vision and end goal must
be clearly communicated through to upper management and team members in the FM

organization. Identify stakeholders early and ensure their buy-in on the plan before

implementation. Success will depend on how well facility managers lead the change and

communicate throughout the process. Ensure employees recognize the purpose of thew
d

change and how it will benefit them and/or the organization.

Change management requires planning and should be approached as a proj
project management processes, tools and techniques to ensure the changefig inflle
successfully.

Overcoming Resistance to Change

Z B IFMA
Overcome Resistance to Change
The FM provides factors needed to overcome resistance to change
» Vision. The leader creates a shared vision of the final state after the

change.
» Skills. The leader provides training to reduce employees' anxiety. ‘

> Incentives and faster change.

» Resources. The leader ensures that employees have the resources
required to effect the change.

» Action plan. The FM oversees development of a detailed plan for the
change project to avoid false starts or project failure.

Change is often resisted, uncertain of su

ficult to achieve. Resistance to change
depends on the relative size and natu hagle. More experienced managers and

employees are a greater source o an those who are less experienced,
especially if they had a pri ce with a similar process that failed or failed

to achieve lasting resul

Each of the following el ntsg¥necessary for change to take place:

facility managers use leadership skills to develop a shared vision of the
e change. Without vision, confusion can reign.

ility managers provide the training needed to enact and sustain the
ut skills, employees can feel anxious about the change.

ives/Motivation — facility managers link compensation, rewards or
incentives to change implementation to increase the speed of change.

Resources — change should be attempted only with adequate project resources.
Change with inadequate resources can lead to frustration.

e Action plan — change requires a detailed plan, for example, use of project
management techniques, to avoid false starts or project failure.

¢ Communication — plan for communicating why the change is necessary, timelines
and impacts on key stakeholders.
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Overcoming resistance to change also requires that facility managers understand the
psychological stages of change acceptance.

Stages of Change Acceptance

i IFMA

Five Stages of Change Acceptance

People accept change in five stages:

The persen comptes
The perscn becomes o cotzin
setptyeg o et keatieg e change bt

etaccepingt

Facility managers who understand the psychology of change can betfer Ieans
through the stages of change acceptance. Most people go through s | stageS of

change resistance before internalizing a change:

1. Numbness (shock) — the individual cannot accept that ch3@ye is occurring

and may be unable to function effectively for a tim
2. Depression — the individual is self-pitying oWU@s
3. Anger — the individual feels helpless and t o out or attack.

4. Limbo (apathy) — the individual comp
Apathy shows tolerance but not acc

hinally and without enthusiasm.
for the change.

5. Restructuring — the individua
making the new process or sys

O

The methods and tools a g¥d with leadership and management styles enable facility

ange and tries to find ways of

th
fo™nim or her.

managers to

e a leadership role for themselves and a strategic partner role for their
FM organizati hip and management styles are discussed separately because the
styles ¢ ined in various ways to fit a facility manager’s personality and situation.
Exhidi es an overview of the styles, methods and tools discussed in the

his topic.
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+ Situational leadership * Manage by walking around « Changing natural styles

(Covey's The Seven Habits of
Highly Effective People)

* Transactional leadership » Manage with a loose rein

* Charismatic leadership « Listening and interpreting

* Transformational leadership nonverbal information
* Using positive reinforcement a
feedback
* Setting SMART and str
goals

* Designing intrin xt
rewards

» Training and developi
leadershi és among

Exhibit 2-10: Leadership/Management Styles, Meth

Leadership Styles

§IFMA

Styles, Methods and Tools - Situational

Leadership Styles
Situational Leadership II: The
leader’s natural style can be adapted  [“ovecang wacersmy || Cosching madersm
to suit employee/contractor task = PO
. o
« Lithe o
- Signitcant exparien
+ Shong desie for

maturity. + Some experience
« Moderate dasre for

Delogating leadership.

Styles, Methods and Tools -
Transactional Leadership Styl

L ip: The leader ises

punishmentto induce participation
+ Contingent reward. Leader and followers agree on obj

+ Active management by exception. Leader exercises contro
process only if errors or standards violations occur.

+  Passive management by | eader exercises control only if finished
work fails to meet standal

+ Laissez-faire. The leader r! ity and decision making.

refer to the behavioral pattern of leaders as perceived by followers over a
e. There are four leadership styles situational, transactional, charismatic, and
sformational leadership. A leader may use elements from more than one of the

ership styles or avoid some styles entirely.

e Situational leadership — is based on leaders matching their behaviors to the
performance needs of the individual or a group. Situational leadership was
developed from the Hersey-Blanchard’s Leadership Model presented below in
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Exhibit 2-5. The model emphasizes that leaders have a natural style that can be
adapted to a given employee’s/contractor’s task maturity.

Situational leadership includes four types of leadership:

- Directing leadership — leaders tell followers clearly what to do and closely
supervise them because the followers have little experience with the task or

little desire for more responsibility.

- Coaching leadership — Leaders provide direction and support for followe
and explain to followers the reason the task needs to be completed i
context of the bigger picture. Coaching leadership is a leadershi %

d

helps motivated but inexperienced followers develop skills.

- Supporting leadership — leaders collaboratively engage with follo
help individuals determine the next steps and are sharin i
process. Supporting leadership is a leadership style that
and support to followers that have the skills to c

Most

Support S3: Participatin

M3: Medium-hi » Medium-low task
maturity

Leaders sell decision
rationale in two-way
communication with

employees.
RELATIONSHIP
BEHAVIOR
S1: Telling
M4: High task maturity M1: Low task maturity

Employee is delegated
responsibility for planning
and implementation.

Leaders give detailed
instructions and closely
supervise employees.

Least Guidance TASK BEHAVIOR Most Guidance

Exhibit 2-5: Hersey-Blanchard Situational Leadership Model
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e Transactional leadership — transactional leadership involves motivating followers
primarily through appealing to their own self-interest. Leaders focus on specific
tasks and use rewards and punishments to motivate followers. Types include:

- Contingent reward — leaders get mutual agreement with followers on
objectives and on the reward or recognition for success.

- Active management by exception — leaders search for what is done wron
not what is done right. Leaders closely monitor work performance for erro@to
solve problems before they occur.

- Passive management by exception — leaders exercise control o
in finished work are not met.

- Laissez-faire — leaders relinquish responsibility and evade decision

¢ Charismatic leadership — leaders rely on charisma to inspir owers,
qualities including dominance, self-confidence, moral convj

ing
haracter.
Leaders persuade people to follow them by providing e arguments such

the importance of an outcome or placing the needs qfath

interests.

up over personal

¢ Transformational leadership (super leader) a well-rounded set of
leadership skills, honestly care about their W n ssess the knowledge to
be effective in their position. Leaders de inspire and motivate followers to
become interdependent and achieve hin®greater through teamwork. Tools
used include:

- Charisma — leaders gai
vision and mission.

st while instilling pride in a shared

- Inspiration ﬁv un®ate high expectations, use symbols to unite
the group ¥Mmplex intentions simply.

- Motivatio s motivate followers to think intelligently and solve
problems rati and carefully.

- attention — leaders spend some time with each follower
ally to coach them and give them personal encouragement.

Accgudi u§es by Bass, Bass and Avolio and by Conger and Kamungo (as cited in
Organizational Behavior), even the more advanced leadership styles, for
xanpN@Ehdrismatic or transformational, can be learned given appropriate training. Their
earch notes that transformational leaders can be effective at all organizational levels. A
of organizations with extraordinary performance in Good to Great by Jim Collins

und that the most critical leadership qualities are humility and firm resolve, not charisma,
so it could be a mistake to over emphasize the importance of becoming a charismatic or
transformational leader when a more down-to-earth style may suit a facility manager.
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The leadership styles listed earlier could be useful in some situations but could have
negative side effects if used over the long term. For example, a transactional style can
deteriorate because followers focus only on individual rewards (what's in it for me?) and
have not developed respect for their manager or for a purpose larger than themselves.

Some styles should be avoided because they are ineffective or inappropriate for a given
situation. For example, a participatory style would be inappropriate during an unfoldin

emergency where followers need a decisive leader, not one who will form a committee.
Finally, some styles may be a better fit for a facility manager’s personality than ot
S r

may not be possible to know how well a style works for a facility manager

a while.

Management Styles

§ IFMA
Styles, Methods and Tools -
Management Styles
style is the h to
(planning organizing, controlling). The FM should adopt complementary
managementand leadership styles.
Examples

» Manage by walking around. Showing concem is motivating in itself.
» Manage through employee empowerment. Provide clear explanations of tasks
and don't meddie unnecessarily

Styles, Methods and Tools - el
Management Styles
Best Practices
» Use a problem-solving process model, for example, Plan, Do, Check, Act.
» Emphasize positive messages. Tell staff what they should do rather than
what they should not do.
» Principles over rules. Provide principles to follow rather than rules to obey.
» C on staff.
will follow naturally from responsibility to employees/coj
» Hands-on experience. The FM manager can learn n¢
small projects first and can also learn by networkin:

adership style.

agement style is successful if it brings order and consistency to systems that
rwise be chaotic while simultaneously helping employees feel secure and
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The following are examples of management styles that could be useful for facility
managers:

¢ Manage by walking around — facility managers visit staff/contractors regularly to
show them that they are actively concerned with helping them accomplish their
work; this concern alone can have a motivating effect.

¢ Manage through employee empowerment (manage with a loose rein) —
facility managers follow a general philosophy of participation/delegation of tas
accompanied by clear, thorough explanations of why something needs to
and the expected results. Facility managers avoid meddling in how the tad
accomplished. They allow the responsible person to make needed r

The following is a list of best practices that can be combined to form a posi®ve
management style:

¢ Management as a cyclical process — Plan, Do, Check, Act o ilar problem-
solving process model can help managers to establis j eate a plan
and process to achieve them and, while work is ongoing? nd assess
whether the plan is working and if not, correct it.

¢ Emphasis on positive messages — facility rﬁ g bjectives in a positive
rather than negative way. They say what the % o rather than what they
do not want them to do. They reward posgi beha®for and outcomes rather than
focusing on negative outcomes.

¢ Principles over rules — facility ) te policies, procedures and practices
in terms of principles to follow an rilying solely on rules. Staff could find an
exception to a rule but not to a e.

. o f — facility managers concentrate on

ractors. Responsibility to executives/clients and

addressing small projects first to build confidence. They network with
nchmark their relative experience levels and get help with new roles.

§ IFMA
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Leadership/Management Methods and Tools

Leadership and management methods and tools exist to help facility managers develop
management and leadership skills and develop a proactive FM organization with
responsible, motivated employees/contractors. Management and leadership methods and

tools may include:

¢ Changing natural styles

e Listening and interpreting nonverbal information
e Using positive reinforcement and feedback

e Setting SMART and stretch goals

e Designing intrinsic and extrinsic rewards

e Training and developing leadership skills among staff

‘?ib Each method and tool will be discussed #the

Changing Natural Styles

B IFMA

Changing Natural Styles

Definition: Natural styles are those a manager uses as a function of character,
and habit.

Premise: Natural styles can be altered if needed by changiny
based on three levels of maturity

» Dependence — “You are to blame.”

» Independence — “I'm responsible.

» Interdependence — “We can do more together tha

eir management or leadership styles are not working — for
receiving no loyalty or buy-in from staff — it may be a symptom of a
eir natural styles. Natural styles are the styles a manager tends to use as
haracter and habit.

ity managers can change their natural management or leadership styles to increase

ir long-term ability to lead and manage. The first step is to honestly assess how they

ve been interacting with others. Changing a natural style is a slow and incremental
process that requires persistence. One guide to developing sustainable, effective changes
in one’s habits and character is Stephen Covey's The Seven Habits of Highly Effective People.
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Covey studied success literature in the United States published over a 200-year period. He
proposed that for the first 150 years, the foundation for success was the character ethic; for
the last 50, it was the personality ethic:

e Character ethic — Success is rooted in universal principles including industry,

integrity, humility, patience, fairness and the Golden Rule - "Do unto others what
you would have done unto you". Principles are natural laws that are impossible tg

break; a person can fail to uphold them but cannot decide what the consequen
will be.
e Personality ethic — Success is rooted in personal human interaction traitsQ

positive mental attitude and behavior: personality, image and skills.

Covey proposes that personality ethic elements are needed for success but tat ik

alone they tend to be quick-fix approaches. They can make a short-t favora

impression but cannot hide the true nature of the individual in the lo m. Covey

believes the character ethic is the long-term path to success.

igm shift or a shift in
on's maturity:

¢ Dependence — mental, emotional and/or ph
reflected in "you” for example, “You are to {glme.

others. Mentally it is

e Independence — the ability to care for selWg@pentally, emotionally and/or
physically. Mentally it is reflected in ample, “l am responsible.”

e Interdependence — to overco ns of independence and to embrace
mental, emotional and/or physi boration. Mentally it is reflected in "we” for
example, "We can do mo h an separately.”

Listening and Int nverbal Information

Listening and Interpreting Nonve
Information

Listening

agers who listen more than they speak and learn to interpret nonverbal cues
gain the respect of others and both lead and manage more effectively because they
ave a better concept of other people’s perspectives and issues.

Listening is a skill that must be actively practiced and is difficult to acquire. Levels of
listening, from least effective to most effective, include:

e Ignoring — the lowest level of listening, not listening at all.
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e Pretending — distracted listening and not fully paying attention.

e Selective listening — paying attention to the speaker as long as they are talking
about things the listener is interested in.

e Active listening — attentively listening to the speaker, while also deciding whether
to agree or disagree with them. Simultaneously formulating a response.

e Empathic listening — the highest level of listening and hardest to accomplish.
Listening to understand the perspective of the speaker and empathize with therW.

O

ct sire

Both active and empathic listening avoid trap of assuming that what someone is
just like one’s own experiences. Active or attentive listening means that the g
reiterate what was said. Empathic listening goes a step further and shows a
to see things from another person’s point of view.

Facility managers can also learn to “listen” to more than just the wor
Nonverbal cues such as posture, gestures, facial expression a
large amount of interpersonal communications. In addition, yarb
inflections and emotional cues. Facility managers whq can

rson is saying.
ake up a
ements include subtle
is intuitive
information have an advantage in understanding wh t ing honest or open to

learning or are disgruntled and so on.

Using Positive Reinforcement an &ck
Reinforcement and Feedback S Q

» Positive reinforcement — when work is well done, FM renews
individualiteam energy by saying so, providing rewards.

» Feedback — FM always responds, whether work is well or inadequately
done, to foster continual improvement

» Best practice — FM involves team members in planning. Responsible
person takes initiative to make necessary changes.

loye®S/contractors when determining how data is collected, interpreted and
eminated. For example, some data could be reported automatically so that the
sponsible person can take the initiative to make the necessary changes.
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Setting SMART and Stretch Goals

Goals o5

SMART Goals
» §=Specific: clear and unambiguous
» M =Measurable: can be tested
» A= Achievable: uses existing skils/assets
» R=Relevant: pertains to challenge being managed; feasible in regard to
timeffunds
» T = Time-bound: tough but achievable deadine
Stretch Goals
» More chalenging than SMART goals, involving risk and the opportunity for
significant gains.

The facility manager can work directly with individual employees/contractors
mutual agreement on two types of goals: SMART and stretch.

or contr
apply. Smart

e SMART goals are performance requirements that the employ
expected to meet or exceed and rewards/penalties for results
goals stand for:

- Specific — the goal is unambiguous, clearly writte istent with
business unit and organizational objectives. Thi S ive answers the
questions "Who? and What?" 7S

- Measurable — the goal can be tested t | isfied. This perspective
answers the question "How?” ‘
g

sting skills/assets. This perspective

- Achievable — the goal can be met
answers the question “Is it attal

- Relevant — the goal direg ins {@the challenge being managed — that
it is feasible and an opdi time/funds. This perspective answers the
questions “Is it rele ealistic?"

grounded within a time frame — not overly
essimistic, which can affect project performance. This

t in processes or results as measured by improvements in quality,
e or cost.

have penalties for failure. Stretch goals are deliberately set to be more challenging than
SM@RRT goals and usually require opportunities or risks to be realized favorably and/or a
gnificant improvement in processes or results as measured by improvements in quality,
quantity, time or cost.
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Even when an organization sets stretch goals, the SMART goals should still be challenging
because challenging goals motivate employees. SMART goals should be achievable and
realistic, or staff may feel that management is out of touch with the reality of the task.

Facility managers often involve employees and contractors in goal setting. Participation
increases buy-in and may help the facility manager better understand what provides job
satisfaction to each employee/contractor. The employee/contractor does the task with
coaching or support from the facility manager and both jointly review the results.

Intrinsic and Extrinsic Rewards o

Intrinsic: from the job, for example,

Designing Intrinsic and Extrinsic Rewards

et o opportunities, recognition or good
& job-person fit.
) ,,w@%
Qtisfaction and/or
er d@air and well-managed.

Facility managers can design and provide rewards to'
performance, both of which can occur if rewards a
Rewards can be intrinsic or extrinsic.

Intrinsic rewards are inherent benefits of pe
not require intervention by the manag the
following:

a job role or task successfully and do
urce. Intrinsic rewards include the

e Job content — Herzberg; ti ygiene theory identifies high-content jobs
faction and promotes job enrichment as the best
method of addi agful content.

— jobs should have no more and no less responsibility and challenge
by the person filling the job.

tiStaction — high levels of job satisfaction have been indirectly linked to high
of performance, especially for professional jobs.

trinsic rewards are benefits given out by managers or other sources based on degree of
ss or general positive qualities. Examples of extrinsic rewards include:

e Private praise — individual recognition
e Public praise — group recognition

e Formal reviews and employee records — when positive
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e Symbolic rewards or celebrations

e Monetary rewards, for example, pay for performance, bonuses, profit sharing,
employee stock ownership or salary increases.

Facility managers weigh the efficiency and the effectiveness of rewards against their cost.
Efficiency is measured as the fewest resources needed to achieve required objectives.
Effectiveness is achieving the maximum outcome with the given resources. There is a ¢
involved in both intrinsic and extrinsic rewards. For example, job enrichment adds
responsibilities and opportunities for growth but may have a high initial cost for j AN
and a worker may expect to be paid more for an enriched job.

Intrinsic rewards provide the best reward efficiency and effectiveness if ther®is
fit. Not every individual will respond to the same motivators in the sagae way. T ig
truly effective and efficient rewards, facility managers need to deternm motivates

each employee and focus on providing that as a reward. For ployee's
preferred reward could be a flexible schedule to deal with famil
meaningful work and positive feedback. @

s could be

Training and Developing Leadership S Staff

B 1IFMA

Leadership Skills Training for Staff

+ Increased task maturity allows

« Training opportunities seen by some as a reward and can attract new talent,
advertise skills of FM organization

+ Climate of supports strategic thinking,
staff empowerment.

nce and skill levels of employees to a high enough task
icipation, empowerment or delegation. Providing

in service delivery, encourages strategic thinking and empowers staff to make
isions. A leadership culture allows everyone to reach their potential and some of them
become great leaders.
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o

Discussion Question

According to the definitionin this course, what best describes a natural style
regarding origin and alterability?

A natural style is intrinsic to an individual and unalterable.

Anatural style is any leadership approach that makes staffand executives
comfortable and it should not be altered.

Anatural style is consistent with an individual’s habits and character, but it

©>

A natural style is based on basic human traits, is the same for all individuals
and is unalterable.

& IFMA

Lesson Activity

Lesson Activity

Activity Instructions

*  You will be given a scenario for this activity
You will complete a role play based on the scenario using the 5 stages of

developed a plan to reorganize
collaborative workspace, cle
certain departments. This col

5 Stages of Change Scenario

hial and group team
al is to streamline
Egrate departments.

Read the following scenario. You will be given further instruction for this
activity from your instructor.
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5 Stages of Change Scenario

Company X is undergoing a massive reorganization to help facilitate teamwork and innovation.
Currently, the departments in Company X are siloed and compete against each other when
creating new ideas. The new CEO has developed a plan to reorganize the company which
includes a shift into a more collaborative workspace, clearing the silos, main streaming goals

and merging certain departments. This could include removing all offices and assigned
workspaces in exchange for a variety of flexible individual and group team workspaces @at

can be used at any time by anyone. The goal is to streamline processes, encoura
opportunities for innovation and integrate departments.

Debrief

Activity Debrief

B IFMA

+ Whatwere your key findings when completing this activity?
+ Whatcan you do as an FM to help your team adapt to change?
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Advocate for Facility Management Needs

and Priorities

Lesson Introduction

& Frma

Advocate for Facility Management
Needs and Priorities

On completion of this lesson, you will be able to:

This lesson consists of the following topics:

Qv

X

e Explain the importance of advocating for facility mQ eeds and priorities.
e Communication Planning

e Tools and Methods for FM Advoc

Advocate for FM Needs and Priorities

The FM manager must market the FM value proposition.

The logic of FM’s value propot n:
FM strategy is aligned with the organization's strates

FM is an enabler of organizational success

FM's needs and priorities are the organizati S an
priorities.

v.
A

©2020 IFMA
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Advocating for FM needs and priorities is a process of communicating and marketing the
strategic importance of FM resources, plans and activities. If facility managers have formally
or informally developed an FM strategy that is aligned with the demand organization’s

strategy, facility managers can make the business case that FM needs and priorities are the
demand organization’s needs and priorities. If facility managers can convey the big picture

of the FM organization as an enabler of organizational success, executives/clients will b

more likely to perceive facility costs as an investment and provide enough funding. w
Some of the benefits that can be achieved by using leadership to advocate for F %

and priorities include:

e Other organizations for example, external stakeholders and custome¥s, a
informed about the needs of occupants and facility personnelpand the i
if they are not met.

t
tions

e Business cases explain how meeting the needs of the
others.

benefits

e Opportunities to build public/customer relations a

e Other organizations are knowledgeable abou ation’s role in

supporting organizational initiatives and a@g tional goals.

e The FM organization’s role in serving oc§@oa nd recruiting and retaining
personnel is known by other organizg

Communication Planning

Facility managers must be able to communicate:
» The plan

» The steps

» Measurement of success

appens at all levels of the organization, and facility managers must be
communicate the plan, the actions required and success measures to people

y leV€l. From employees and contractors to top management, everyone benefits from

ll-designed communication plan.

mmunication planning is key in all aspects of FM. Communication plans must be
intentional, regularly set and executed well. FMs should understand the communication
methods available and determine which method to use based on:

¢ What is being communicated?
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e Who it is being communicated to?

Facility managers must be able to communicate:

e The plan
e The steps

e Measurement of success

It is important for facility managers to speak the language of the busi

‘?ilj but also in terms that are important to stakeholders. This helps

importance of the FM and the role of the FM in the demand ord¥hizglio

Communication is a major component of marketing the FM organi

keting the
FM organization is important as it ensures those outside of th

e Recognize the importance of the department.

 Continue to provide proper funding to keep 4pe fa

support of the demand organization’s strate \

Marketing the FM Organization

ing smoothly in

Why is marketing FM to the organization a vital political aspect of FM
leadership?
» The needs of facilities are not obvious and explaining them is important

» By acting as a business leader, the facility manager promot
profession.

» By presenting FM's value with enthusiasm, the FM ki
interested/involved
» FM's successas a service provider depends upon

ers’ perceptior
that its services are valuable.

» Facility managers have a responsibility to promote t

tions and
safety of the organization

Facility mana guently challenged with growing customer demands and

esources tend to shrink. In such an environment, it is not enough to
fficiently and effectively as possible. Facility managers need to be
e 'who can present the value proposition of the FM organization to

ecutives/clients and colleagues. FM must establish credibility and clearly show
e to ifs stakeholders.

ty managers must approach their public duties as they approach other challenges:

FMs develop a strategy, generate a plan, adapt the plan as the business needs of
the organization change and follow it.

FM organizational marketing plans do not need to be complex.

©2020 IFMA
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e Asimple six-month plan (if not more often) that indicates the stakeholder groups
who need attention and basic approaches to improving relations with them can be

enough.

e Market to FM suppliers to integrate them into a “one-team” orative¥erfort that
can better serve customers

e Manage resistance to changes in FM services, poIicies,%or practices
Example: A Simple Annual Marketing onu Q

The goals of such a plan could include:
e Develop awareness of FM services

e Promote the FM organization as a valued service provider

e Educate customers on available facility services and how to access them
e Increase awareness of how to contact the FM work management center

e Reduce waste produced in the facility, improve on recycling levels a@i reflice
energy consumption

Plan

» Develop awareness of FM services

» Promote FM as a valued service provider.

» Educate available FM faciliti d how to access them.

» Increase awareness of how to contact FM work management center.
» Reduce waste, improve recycling, reduce energy use

> Integrate FM suppliers into one team to better serve customers.

» Manage resistance to changes.

FM organizations sustain core busines? eness, such as production capacity, by

maintaining facilities and initiati o workers can maintain or increase their
efficiency and effectiven is ey message the facility manager should

communicate to demo rate e.

Marketing the FM organl a political task that is essential in competing for scarce

financial reso Upper management or the client is primarily focused on core business

tion and profit centers. While these areas may seem more
and FM organizations need to balance core business effectiveness
ss processes, for example, balancing production demand against
pacity to ensure long-term profitability.

politfal aspects of a facility manager’s position are important because:

The needs of facilities are not usually obvious and explaining these needs is a vital
marketing task.

e FM as a profession is not well understood, so facility managers need to show others
that they are business leaders in addition to explaining what they do as managers.
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e A facility manager's business skills and effective communications/marketing keeps
stakeholders interested/involved.

e Facility management is a service; success has much to do with customer perceptions
of that service.

e Facility managers have a responsibility to promote the operations and safety of an

organization.
Facility managers should empower and motivate their staff to be part of the FM market¥ig
effort. While a mindset of personal responsibility keeps facility managers from gr

complacent, their staff is key to marketing the benefits of services because:

e Staff members have frequent opportunities to market services due icJ custorer
interaction.

e Staff members deliver the services and can therefore directly
quality.

¢ Involving staff in marketing helps them be a part of the er " of the FM
organization.

Often FM staff is the first impression the public and ®ern
from security or reception to custodial. Even if the s

e an organization —
ors, they are still the
front line. Facility managers advocate for FM ne d pri®rities through internal
promotion, external promotion and public relati

Internal Promotion

Marketing the FM Organization -
Internal Promotion

es, operating managers and internal departments. Facility managers can
needs and priorities, or demand organization needs and priorities by:

ating an annual report to show the state of the FM organization.

Creating a customer profile/business unit database that shows an understanding of
each unit's facility-related needs. For example, space requirements, business drivers
and information on the department head.

¢ Holding an annual meeting with each department head to find areas of mutual
concern and discover synergistic solutions to problems.
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When working with internal stakeholders, facility managers market facility priorities using

language that demonstrates an understanding of the stakeholder’s perspective.
?&

For example:
M

e When working with executives/clients, facility managers speak the language of
business so they will be taken seriously, meaning they avoid FM-specific
terminology and learn the business terminology prevalent in their organization
client’'s upper management culture.

FM can do that by:

- Providing strategic advice on areas of their expertise such as real gst
order to earn a place in such discussions.

- Developing simplified, graphic-intensive presentations to make co
analyses, building metrics and floor plans accessible to tives o
department managers.

e Facility managers empathize with the purchasing depa nt how they
understand the pressures it is under to use low-bid pigch and contracting but
S

make a long-term economic value proposition for alue methods. They
build trust with the department by sharing b es with executives.

e When working with technical experts, they te S guage and converse
intelligently on FM-related technical iss

In general, facility managers develop trust nal stakeholders by listening to them

and adopting their best-practice sugge opriate. In return, the FM
organization’s best practice suggestio ely to be taken seriously and valued by

these departments.

The FM organization ca de ust by establishing credibility as a core contributor
to the demand organiz§@ion. KifBeaudoin describes that FM “credibility is achieved when
all those around you kn our decisions are sound, that you are proactive in your
duties and th u don't have to be second guessed.” Creating this credibility starts with

the facility ma is the face or the department and the staff, who operates and

of the department.

can establish and market credibility by:

ting FM organizational staff and facility qualifications. For example, CFM or
designations; LEED rating for a sustainable facility

Submitting articles on company intranet

e Using corporate communications/marketing departments to create posters and
signage

e Creating an annual FM state of the facilities report, newsletters, regular email
communications, a website, social media, etc.
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¢ Be knowledgeable and strong in voicing the efforts of the business unit.

e Ensure the proper facilities model is used for the needs of the demand organization.

¢ Know the role and services provided.

e Continually improve upon the processes and programs within the business unit.

External Promotion

§IFMA

Marketing the FM Organization -

External Promotion

Public The audience
» Customers, Suppliers, Building
External Owners and Prospective Clients
oo The approach
@ » The FM organization is perceived
as handling issues effectively and
in a timely manner.

External stakeholders for FM include current customeggs, p
owners and suppliers. The goals of the FM organizati
organization and develop sustainable and mutuallg¥ene
external stakeholders.

Marketing toward the customer, owners an
organization is perceived as handling | fecti
continuous reports of the same iss
can have a negative impact on t
that facility managers c Id

their side and wants to@dress
so.
FMs can help this by:
. tin ard responses to issues

tomers with respect

unicating effectively

g proactive in handling customer needs

N

©2020 IFMA
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e ;ustomers, building

ilviltise the FM
-term relationships with

tive customers means the FM

y and in a timely manner. Any delays,
btion of not taking care of customer issues
ation’s external credibility. Beaudoin states
ty by having customers understand that FM is on
eir needs but does not always have the resources to do
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In many cases, external promotion is not the role of the facility manager but

‘?ilj is handled at the marketing level. Facility Managers should manage daily
activities effectively and efficiently so that FM is perceived as credible and
valuable.

Public Promotion

§ IFMA

Marketing the FM Organization -

Public Promotion

Public The audience
» The community surrounding the

External demand organization
The approach
» This can include
orat

D

community impact pre

> Promote FM with the unity,
general public, faciliy visitors.

Public stakeholders include those in the community demand organization.

An example of public promotion of FM could be [ hat the FM organization is

corporate social responsibility (CSR) policie munity impact programs.
Communicating the goals of the organj

Part of the fog@iiFm annual marketing plan could address the FM
‘?ib communityihe pulllc in general and facility visitors. Public promotion is
often not th e facility manager but is handled by marketing.

nagers can employ several tools and methods to advocate for FM needs and
rities. Exhibit 2-11 provides an overview of the tools and methods discussed in the
inder of this topic.
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* Hooks or "grab" paragraphs

* Brevity

+ Conciseness

« Visual or interactive elements
* Audience "pains"

» Marketing steps

Marketing Techniques Presenting Reports Other Communication Techniques

« Facility strategic plans
+ Facility master plans

* Tactical plans

* Business cases

* Programming reports

« Annual facility reports

» Maintaining a positive attitude
» Knowing your audience

» Speaking and writing

* Using social media

- State the problem

- Propose a solution Q

- Justify the solution

- Address concerns

- Ask for approval

Exhibit 2-11: Tools and Methods for FM Advocacy

Marketing Techniques

Marketing Techniques BiEMa

» Aclear, concise hook grabs attention at the beginning.
» Brevity makes an argument more likely to be absorbed.

» Concise arguments have the greatest impact

» Visuals add to the impact of words.

» Highlighting the audience’s “pains” (key motivators) helps sell the solution.

Marketing Steps

State the problem

Propose a solution
Justify the solution
Address concerns.
. Ask for approval

[N IR IN

es are proven tools and methods used by marketers to sell products
can help facility managers get the attention of stakeholders and give just
to help them understand a service or make a decision. Marketing techniques
chances that facility managers will get approval and funding for initiatives.

king and writing techniques that can be used to market facility services include the
wing:
¢ Hooks or “grab” paragraphs — a marketing hook is the first thing one says about

a proposal or service. An effective hook gets and focuses people’s attention. It is
clear, concise and directive.
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e Brevity — brief arguments are more likely to be absorbed by an audience.

¢ Conciseness — eliminating non-value-added parts of an argument strengthens the
impact of what remains.

e Visual or interactive elements — online tools, images, simple graphics or other
elements can speak more clearly than words in many instances.

¢ Audience "pains” — many marketing approaches start by bringing the audien
“pains” or key motivating issues to the forefront and then show how a propose
solution can alleviate these pains.

* Marketing steps — whether spoken or written, effective marketing
follow some common steps:

- State the problem — the facility manager expresses a business ne

- Propose a solution — the facility manager recommend
business need.

y to satisfy the

- Justify the solution — the facility manager vali
presenting a business case or value propositi

e s®lution by

- Address concerns — the facility manag? kot
concerns back to the audience to sho
ideas or shows how the plan addregge

cerns, expresses
and integrates the
ir c8ncerns.

- Ask for approval — the facilit er Works to get buy-in.

Presenting Plans and Reports

> Facility strategic plans
» Facility master plans
> Tactical plans

» Businesscases

» Programming reports
» Annual facility reports

ation is driven by the organizational culture. Some organizations
ational charts and graphics, others mandate that presentations be in
arting with a one-page executive summary.

common weakness in FM reporting is the use of heavily data-oriented materials with
nces that do not need to know the details. Facility managers should ask themselves
ether technical information is relevant for a given audience before making a report.

When presenting reports that contain bad news, it is best to present the information in
person and get the bad news out on the first page of the report. It is effective to color code
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parts of the reports or results, such as green for a positive report, yellow for a report with
mixed results and red for negative results or situations that need immediate action.

Facility managers may need to present several reports, including the following:

» Facility strategic plans — facility strategic plans are presented with emphasis on
how they facilitate core business strategy organizational pains the plan will solve
given adequate funding and a value proposition that shows how the plan
maximizes profit and minimizes risk.

e Facility master plans (real estate master plans or campus plans) — fad
master plans may include scenarios. If so, facility managers present e
priorities, criteria, pros and cons and make a recommendation.

e Tactical plans — because tactical plans implement strategy, facility man make

the link between the plan and approved strategy explicit.

¢ Business cases — business case presentations emphaggze e decision
maker finds important. Business cases always make a fi ial N@ification but can
also show wise use of human resources and other as xample, usage during
an otherwise slow period. S

e Programming reports — facility managers a ing or other detailed
technical reports to FM staff/contractors b% Ny’ an executive summary to

executives/clients.

anagement stress the importance of
hlight the overall environment and
ed and facility accomplishments,

e Annual facility reports — annual rep
achieving the organization’s mis
challenges, financial and huma

including:
- Reports on ts
- Energy usde and @iciency
- Preventive nce

cies, their resolution and future prevention measures

ervice orders
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Other Communication Techniques

Other Communication Techniques b=

» Maintaininga positive attitude
» Knowing your audience

> Speaking and writing

» Using social media

Effective communication techniques are critical for facility managers when
facility needs and priorities. Learning communication skills can take the for
and hands-on practice. Effective communication techniques include the followin

general attitude.
visit and
nly when there is

¢ Maintaining approachability — facility managers have a po
They present themselves as approachable and friendly gve
socialize with peers, staff and contractors rather than in
a problem.

cti

* Knowing your audience — knowing the aug@ence ility managers tailor
their presentations to highlight things that pr €'Y
downplay things that promote a negative on or®Xample, if a manager has
little respect for sustainability, a facility could avoid discussing the

environmental benefits of a project ead'convey its economic savings.

body and concl

¢ Using social m&g ine social media tools provide a single point of

ersistent and therefore less likely to be missed than email.
ial media sites can be used to store data that is password-protected by
ites can be used to show individual availability or project status or
communications.

B IFMA

FM is widely belleved to have professional standing

FM is directly for and

safety.

Enthusiastic, rather than strictly logical, marketing presentations will
nerally reduce FM credibility.
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Lesson Activity

Lesson Activity

Advocate for Facility Management Need
Priorities Activity

Activity Instructions o

+ You will be given a scenario for this activity.

+  Wheninstructed you will work in your groups to determine what actions you
would take to market the FM organization, based on the scenario.

+  Avolunteer from each group will share your plan.

. § IFMA
Scenario e

Advocate for Facility Management Needs and Priorities Activity Scenario
The demand organization, CTG, often leaves the facility manager and FM
organization out of important budget and planning meetings. The FM
organization at CTG is perceived as the facility problem solvers, often praised
for fixing things quickly. The demand organization does not see the other
aspects where FM can be helpful as a strategic partner. The facility manager
has a meeting with the CEO to market the FM organization. In this meeting, the
facility manager plans to discuss potential areas to help other departments and
FM cost avoidance accomplishments over the past 12 months. Whatare the
keys to marketing the FM organization in this situation?

(/
N

'MIFMA

cti rom your instructor.

‘?ilj R wing scenario. You will be given further instruction for this

vocate for Facility Management Needs and Priorities Activity Scenario

©2020 IFMA
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The demand organization, CTG, often leaves the facility manager and FM organization out of
important budget and planning meetings. The FM organization at CTG is perceived as the
facility problem solvers, often praised for fixing things quickly. The demand organization does
not see the other aspects where FM can be helpful as a strategic partner. The facility manager
has a meeting with the CEO to market the FM organization. In this meeting, the facility
manager plans to discuss potential areas to help other departments and FM cost avoidan
accomplishments over the past 12 months. What are the keys to marketing the FM
organization in this situation?

Debrief

Activity Debrief eou

Why s it important to market?
Whatare the benefits?
What happens if we do not market?

©2020 IFMA
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Progress Check Questions

1.

What is true about position power versus personal influence?

a. Position power can create personal influence.

b. Position power is necessary and sufficient for leadership.

c. Personal influence cannot be attained without first having position power.
d

Personal influence and position power come from different sources.
What is an example of a motivation factor that can result in job satisfa Q
to Herzberg's motivation-hygiene theory?

influence a leader's

a. Responsibility for a challenging task

b. Having a good supervisor with leadership skills
c. Job security

d. A good pay rate and regular raises

According to contingency theory, what is NOT a?‘

management style?
. The results that are being achieved

The short-term sustainability of the

Qged and led

What should facilit age rstand when determining the requirements for a
ducti

a
b
¢. The organizational environm
d. The personalities of those

safe, healthy, and place?

lace

a
b
C.
d

a. Organizational development

b. Empowerment

c. Employee/contractor involvement
d. Delegation

©2020 IFMA Edition 2022, Version V2017PALS_1.2
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6. What is the situational leadership style called where the leader provides direction and

support for followers and explains the reason a task needs to be completed?

a
b.
C.
d

7.  What is the definition of an internal strategic partner?

a.

8.  Which is true when advocating for facility need

a.

9. Based on marketing

©2020 IFMA
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Directing leadership
Coaching leadership
Supporting leadership
Delegating leadership

A relationship with an individual leader created as an alliance for t
A relationship between two or more departments that work toget/¥r irfrder to

accomplish a successful program of projects
A relationship between two or more organizations with a Io%a/greement for
b es

sharing physical or intellectual resources to achieve

A relationship within a department developed to work speific project

ar alves as a critical

of a service than customers’

Facility management organizations shoul
sustainer of production capacity.

Success has more to do with the p
perceptions of it.

When speaking with executive m&®agers keep them informed by
providing comprehensi details.
Detailed argum re ely To be absorbed by an audience than brief

arguments.

ues to advocate for FM needs and priorities, what is the

tifying a solution?

€3S concerns.

for approval.

Edition 2022, Version V2017PALS_1.2
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Facility

10. Which of the following is an example of the facility manager promoting the FM
organization?

a. Celebrating the FM organization's success by throwing a party for the department
Creating an annual report to show the state of the FM organization

¢. Meeting with department heads to discuss areas of concern for the FM
organization

d. Ensuring that customer complaints are handled in a timely manner

©2020 IFMA
All rights reserved
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Chapter 3: Manage the FM
Organization

Chapter Introduction

Chapter 3: Manage the

FM Organization

i rma

On completion of this chapter, you will be able to:

e Qutline the individual roles within teams. ‘

e Apply best practices and management pri

the FM function.
e Outline the facility manager's role i

WIFMA

Facility

ncip|€@ato
¢ Identify the methods used to create a stro{&ati

team performance.
structure and teams for

ing and supporting robust FM policies,
ort the demand organization.

procedures, and practices that e ly
e Describe the tools used in clari coMimunicating responsibilities and
accountabilities for staff t rs using proper job design and work

coordination.

©2020 IFMA
All rights reserved
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solving conflict through understanding root causes and
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Chapter Objectives (continued) o5

On completion of this chapter, you will be able to
v Describe the tools used in clarifying and communicating responsibilities and
for staff and using proper job design and work
coordination.
¥ Identify best practices in resolving conflict through understanding root
causes and using principled negotiation.

Lessons

* Develop Effective Teams

* Maintain Team Performance
* Organize and Staff the FM Function

* Develop, Implement and Evaluate FM Policies, Procedures an
* Clarify and Communicate Responsibilities and Accoun
* Resolve Conflicts

©2020 IFMA Edition 2022, Version V2017PALS_1.2
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Facility

Develop Effective Teams

Lesson Introduction

On completion of this lesson, you will be able to:
e Qutline the individual roles within teams.

This lesson consists of the following topics:

e Team Types

e Team Life-Cycle Model

e Inputs, Process and Outputs of Teams
e Team Behavior Theories

e Motivating Teams

Facility managers develop effecti ecognizing different team types; applying
team-forming life-cycle t inputs, processes and outputs of teams;
comprehending team es, and properly motivating teams. When facility

managers grasp these ey can transform independent work groups into
interdependent teams.

Some of the b

is encouraged and rewarded.
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Facility managers use leadership skills to develop staff into strong teams. Teams are groups
of people who have a common goal and who help each other to achieve that goal. Not
every collection of individuals in a group setting becomes a team. Teams are differentiated
from groups of workers or work groups, by their emphasis on collaboration. Teams have a
clearly defined goal and a set of defined processes to achieve this goal. Teams may or may

not have an organizational structure and a team leader with position power.

Team members share the following qualities: w
e Task orientation and equal responsibility for results Q
e Concern for group needs and group cohesion
e Balance of group needs against individual growth needs

Facility managers assemble various teams to handle functions that ¢ done by one

person or to gain the benefits of teamwork. Synergy, the highgst work, exists

when many persons working as one accomplishes far more tha samge number of
e.

persons would have if working individually for the same a
Facility managers also need to understand team typg ig® the physical work
environment for our employers. If work is being pﬁ : s, that may impact the

physical spaces we provide. :

Forming Storming [ Noming
Detiing tasks | |

Getting 10 know
‘one ancther Handing
tansions.

storming: in norming:
larify expectations, » Encourage cohesion
define success. » Encourage
» Reinforce/modify exchanging
roles and information to clarify
o responsibilities priorities.
input is valued » Coachandinspire  » Encourage team
team. members to express
» Support differing issues/ concerns.
styles.
» Meet to practice
listening skills

b\ I F M A IFMA's Leadership and Strategy Course
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The FM's role... (continued) o5

» Facilitate f > Praise tojoin/ disband
through shared responsibility and from teams
empowered decision making. » Have formal celebration or event.
» Keep focus on task orientation and
achieving objectives.

An article by Bruce Tuckman, “Developmental Sequence in Small Groups,” introduced f&r
primary stages of group development and a final stage for adjourning teams, as
Exhibit 3-1.
) 4 -] .
o
x

Forming Storming Norming Adjourning
Defining tasks Building . )
Getting to know [ ) = relationships Disbanding team
one another Handling .
tensions Cooperating Celebrating
Exhibit 3-1: Tuckma
At each team life-cycle stage, both the followers encounter different

challenges. Note, teams can skip S r members are veterans at teamwork, but can
regress if not properly led ili @ 5 ecognize the following differences between
cycle stages.

e Forming — whe
and loqk for a stron

s first formed, team members get to know one another
ader to unite the group. Members are concerned with
resence and earning group acceptance. Facility managers enable
e using the following techniques:

ne for courteous behavior and policy compliance.

atisfy team members’ task concern or the desire of team members to know

ow the team will move forward in accomplishing its tasks by establishing a
shared mission and vision.

- Overtly welcome team members by letting them know their input is valued.

e Storming — once members get comfortable with their place and understand tasks,
members begin testing their boundaries by seeking preferential status or informally
recruiting followers to support their opinions on team direction. Others will
withdraw from participation due to these internal conflicts or because they have

©2020 IFMA
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Facility

unreasonable performance expectations. Facility managers guide members from a
testing mindset to a problem-solving mindset using the following techniques:

- Clarify expectations and define criteria for success.
- Reinforce or possibly modify roles and responsibilities.
- Coach and inspire the team to get past its fear of failure.

- Develop an understanding of individual communication styles and facilita
team acceptance or accommodation of these styles.

- Hold a meeting to practice listening skills.

Norming — teams begin to integrate, and internal factions start to @&p
confidence in the team itself grows and members make compromises. T
dynamics are tentatively balanced, and members may value niaigtaining ony

over task performance. This tendency can lead to groupthink, ich constructive
dissent is subconsciously suppressed. Members may ngiat for full team

techniques:

- Emphasize group cohesion by deveIopiQ
empowerment and involvement.

- Facilitate exchange of information n tedm members to clarify priorities
and help individuals express issyes erns.

Performing — teams develop grg they become fully integrated, well
tenance. The result is strong
problem solving that often requires no

ay spontaneously form to solve problems.

ance when they:

productivity improvement
management interventio

of leadership throughout the team through a sense of
shared respSg@lid¥ and empowered decision making.

ms that are no longer needed are disbanded after a debriefing to
ons learned. Facility managers recognize that teams at the performing
eel a sense of loss at group dissolution, so they use the following

kques to adjourn teams:

Emphasize that the willingness to join and disband from teams is important to
the organization and that flexibility will be rewarded.

- Use formal celebrations or events to mark the ending of a team.

- Note attempts to delay progress or otherwise keep a team intact.
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What Are Some Types of Teams? B

Facility managers may need to form teams for many different purposes. Some

commontypes of teams include the following!

+  Formal teams — officially designated teams headed by a manager and
included in a larger organizational structure if a permanent team

* Informal teams — unofficial teams that form as a result of personal
influence or shared interests. Their influence can be positive or negative.

* Virtual teams — include members who are not collocated but who work
together using technology such as groupware or software that enables
group decision making

+  Ad hoc teams — form quickly to solve a specific problem and disband once

Facility managers may need to form teams for many different purposes. So Q

types of teams include the following:

e Formal teams — officially designated teams headed by a ma randi edina

larger organizational structure if a permanent team.

e Informal teams — unofficial teams that form as a resui@af n luence or
shared interests. Their influence can be positive or nega

ho work together
group decision

e Virtual teams — include members who are not col
using technology such as groupware or soft\ﬁr t
making.

e Ad hoc teams — form quickly to solve a problem and disband once the

problem is resolved.
Some formal team types include the foll

e Committees — formal teams tf efinite charter and a specific
organizational objective.
volunteers.

e Project teams

e Self-directed tea

ormal teams that exist to complete a project.

ms that have been fully delegated a task, meaning that

f failure without a strong mission, boundaries and relationship
er organization.

s — ad hoc, formal or informal teams created to resolve specific problems
inor projects. Members may volunteer due to personal interest in the subject
oWror career advancement.

Work teams — permanent formal teams that share a daily responsibility to produce
specific results. Work teams emphasize continual improvement and may be
homogeneous or cross-functional.

©2020 IFMA Edition 2022, Version V2017PALS_1.2
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‘?ilj No matter what type of team is formed, teams develop over a life-cycle.

Team Life-Cycle Model Q L
Facility managers need knowledge of how work groups develop into teamsgind lle S

that are used to accomplish this. They need to assess the developmental stage
tendeW.

teams and apply team building techniques so that the teams functio in
Tuckman's team life-cycle model is a frequently cited example,

Inputs, Process and Outputg o@:s

Facility managers learn o} o teams and how to facilitate group dynamics so
that teams are able to #ihieve g@sired results. In other words, facility managers can identify

Inputs, Processes and Outputs of
Teams

1 Processes Team Outputs

team inputs, team proc

N\

©2020 IFMA Edition 2022, Version V2017PALS_1.2
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Team Inputs

Team Inputs e

FM's strongest impact comes from influencing inputs, such as:
» Tasks

> Resources

» Homogeneity or diversity

> Size

» Status

» Technology

» Rewards

Facility managers can exercise the most control over teams by influencing tj
Team inputs include the following:

Term

Tasks Facility managers communicate a vision o
define tasks. They assess a task's relative di uding time, social
and technological demands. If the team-_{§ up is challenging but
feasible, team members can exp%enc ' i

Resources Team success is dependent upo s Oequate monetary, human,
material and information reso S.
ouM® have the right skill sets to fulfill their
with similar personality types or skills,
shipjaintenance needs but tasks may be

teans tend to be the opposite due to
mplementary skills.

Definition

Homogeneity or  Facility managers ensure
diversity tasks. Homogenous t
tend to have easier,
harder to complete®
incompatible

Size sure that teams are large enough to divide up work

ot so large as to have coordination and communication
problem-solving teams, five to seven members is a best

Is is large enough to generate synergy but not so large as to fall

ne to dominant members or break into factions. Odd-numbered team

work well for majority voting.

Stat Facility managers account for the relative status of members in terms of
seniority, age and education. Teams work best when in status congruence,
a situation in which a team member has the same status inside and outside
a team.

nology Workflow or groupware technology can increase team productivity if

members are well trained in its use.

Rewards Facility managers can motivate teams by designing team rewards linked to
performance.
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Team Processes

Team Processes

Understanding group processes helps FM influence team success.
Group dynamics

» Required behaviors are set by assignments or policy.

» Emergent behaviors are provided by team members on the job. Since
not all behavior can be predetermined, emergent behavior is crucial to
success and to empowerment

Intergroup dynamics

» Relationships between teams can affect team performance.

» FM can promote win/win mentality among teams while maintaining
focus on goal.

§ IFMA

suggestions.

» Ci

Team Processes (continued)

Understanding group processes helps FM influence team success.
Decision-making processes - Edgar Schein developed the following list of
decision-making strategies:

» Lack of response — Only the option selected by team gets discussed.
Authority rule. Team leader decides for the team. Can be efficient but
not motivating

» Minority rule — Strong subgroup forces team compliance with their

» Majority rule — Voting ensures a decision, but the defeated minority
may lose motivation

§IFMA

After
decision. Willingness to compromise s critical
» Unanimity — All team members agree on decision

t on a mutually

> P

Team Processes (continued)

Understanding group processes helps FM influence team success
Communication networks

& IFMA

» Larger teams may need centralized communication through the leader.

be best for

Team processes evolve as teams gg rious team life-cycle stages. Facility

managers can influence team pr.
dynamics, decision-ma

Group Dynamics

N

©2020 IFMA
All rights reserved

ing cognizant of group dynamics, intergroup

of behavior:

required behaviors are set by the assigned tasks; by policy, procedure
actices; and by organizational culture.

ergent — emergent behaviors are the activities, interactions and sentiments that
team members provide or perform on their own initiative to accomplish tasks.

m effectiveness relies heavily on emergent behaviors due to the impossibility to define
every nuance of a task. Emergent behavior is positively linked to empowerment.
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Intergroup Dynamics

Intergroup dynamics — the team forces that influence team interactions with external

teams and persons. Competition or interaction between teams can be motivating and
constructive or inefficient and counterproductive. Facility managers promote the positive
aspects of intergroup dynamics by inspiring a win/win mentality among teams and

N

is the one that

maintaining focus on a common goal.

Decision-Making Processes

Facility managers use management and leadership skills to ensure that tea
rational and effective decision-making process. Edgar Schein developed th
of decision-making techniques:

¢ Lack of response — teams review options and the option sel
generates discussion, while the others are ignored.

¢ Authority rule — the team leader decides for the te I unwisely, but
decisions can be rapid. Members may feel exclude ated.

¢ Minority rule — two or more dominant me roup to go along with

them by suggesting and requiring a fast de Ny

¢ Majority rule — voting can resolve confgkts tends to create factions or a
win/lose mentality and those voted ay lack enthusiasm.

e Consensus — teams discuss iss on a mutually acceptable solution.
Willingness to compromise is & rait. An alternate form of consensus is
to adopt an option favore 3jority; majority rule is used only after efforts

are made to win oyagob
their concerns af@valued.

¢ Unanimity —a m p¥mbers completely agree with a decision.

s can stress contingent thinking for decision making, meaning that the
the method used. Decision making can also be assisted using
ollowing:

Facility mana
situation sho
techniq

oup technique — when groups are large or deadlocked on decisions,
al group technique can be used to divide persons into small groups that
ed to answer a nominal question relevant to the dilemma. Participants are
ouraged to be creative and list many options. They read their responses to the
group with no criticism allowed, only clarification. A vote prioritizes responses.

Brainstorming — brainstorming occurs in a meeting and involves everyone
throwing out many ideas quickly. Criticism is not allowed.

¢ Delphi technique — the Delphi technique uses formal surveys or questionnaires in
multiple rounds between persons. A coordinator redistributes anonymous

©2020 IFMA Edition 2022, Version V2017PALS_1.2
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responses to each person’s comments until consensus is reached. The Delphi
technique is slow but thorough.

Communication Networks

Facility managers maintain good team processes in part by insisting on an appropriate
communication network. Small teams can decentralize communications (see right sid
Exhibit 3-3), meaning that each member or sub-team talks with each other memb
team. Larger teams may need a centralized communication network (see lef
3-3) in which members or sub-team representatives interact with the leade
require innovation or are complex work better with decentralized networks; rou
network

simple tasks work better with centralized networks. Exhibit 3-3 illustr hese t

types.

Exhibit 3-3: Centralized vs. Decentralized Networks

A
Centralized Networks L «en. ‘ized Networks

B IFMA

ility managers consider the following to be important team outputs:
e Task performance results
e Member satisfaction

e Team improvement and viability

©2020 IFMA
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Facility

In addition to team development life-cycles and team inputs, processes and outputs,
facility managers can benefit from understanding team behavior theories.

Discussion Question oha

Whatis a necessary attribute of a team?

A. Defined processes to achieve a goal

B. Leader with position power

C. Leader with sole responsibility for results
D. Formal organizational structure

Team behavior theories predict certain aspects of individual behavior eople work in

teams. Facility managers can study team behavior to promot [ nctional behavior
and prevent or mitigate dysfunctional behavior.

Team behavior theories include the Belbin Team Rol‘nv @ | task, maintenance and

self-interest roles.

Belbin Team Role Inven&

o studied teams and collected 360-degree feedback and self-
E’ , rom participants. His research indicates that individuals fill
team situations and that the roles can change over time. The Belbin

Belbin Team Role Inventory

Belbin proposes nne
10k Mat xdhduels

sserts thet the roles
con change weh tma

Dr. Meredith §

tory lists the following roles:

Definition

Plants are creative thinkers who have difficulty expressing themselves or
tracking details but find innovative solutions to problems.

esource Resource investigators provide inspiration by researching opportunities
investigator and networking but may later lose momentum.
Coordinator Coordinators see team member potential and the big picture, so they are
©2020 IFMA Edition 2022, Version V2017PALS_1.2
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confident in the role of assigning and clarifying work, but they may be seen
as manipulative or may not do their fair share of work.

Shaper Shapers are high-energy leaders who are focused on tasks. They “shape”
other members to achieve goals through argument or aggression. BelQi
notes that more than one shaper on a team leads to conflict.

Monitor Monitor evaluators are unbiased observers of team behavior
evaluator account for everything and present comprehensive options b
logical and critical that they are difficult to inspire.

Team workers Team workers are listeners and conflict resolvers who avOid @inf#ntation
and may be taken for granted until they are abse d con nsues.

Team workers can be indecisive.
ork on schedule
ak®0n tasks that no one

by being self-disciplined. They are loyal a
else wants but can be inflexible if plan e.
Completer Completer finishers are perfectioﬁ -check work and set high
finisher standards for themselves and otf@rs: etail-oriented to the point
S

where they cannot delegate

Implementer Implementers take direction well and pro

Specialist Specialists have a passi area of expertise and enjoy sharing their

knowledge with oth S perform tasks outside their area, they
tend to lack inter

Task, Maint C d Self-Interest Roles

Individual Roles on Teams

P, maifitenance and self-interest roles are similar in concept to Belbin’s team roles but
ide roles into three categories, one of which is a set of roles to avoid:

e Task roles — focused on ensuring that the work is started and finished.

e Maintenance roles — focus on maintaining harmony in team relationships.

e Self-interest roles — negative roles that focus on individual interest over teamwork
and, if left unchecked, could destroy a team from within.
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Each of these roles has a different influence on group dynamics. Task and maintenance
roles have a positive impact on group dynamics if they are kept in balance with one
another. Facility managers may be able to achieve balance between task focus and
maintenance focus by influencing individuals to fulfill under-represented roles. Self-interest
roles have a negative impact on group dynamics.

There are several options when a team has one or more members who are occupying sg#*
interest roles:

e The team leader or a superior can remove the individual from the team.
e Team leaders or members can influence individuals in self-interest rm

task or maintenance role that fits their personality.

e Team members in certain task or maintenance roles can work
negative effect of certain self-interest roles.

itigat

Exhibit 3-4 is a list of roles in these three categories. While ro ay®iffer between
organizations, teams usually include some of these roles.
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Task Roles

[ Initiator h

Initiators analyze the team, find issues and propose policy,

procedure and process resolutions.

o

4 Inspirer ™ Self-Interest Roles

Inspirers influence teams through sheer energy and ability to

visualize the results of actions. r—
L J Aggressor
. = = Aggressors have a win/lose mentality and use character

Clarifier attacks, public mockery of others’ ideas and sarcasm to f

Clarifiers reiterate or summarize ideas to facilitate submission.

understanding and help others see the big picture.
u o

{ Dominator
[ Information Provider h ' )
Dominators express a win/lose me|
Information providers share facts, opinions and emotional withholding information and intern
responses. discussions.
o

[ Realitv Tester h 4

Reallity testers have a strong desire to test ideas for feasibility .

R . Blockers are consi

given known facts and constraints.

L y sus and may have a
w

Maintenance Roles

[ Gatekeeper

Gatekeepers ensure that all members participate and stay

flers tend to get sidetracked and drag the team down
tangents or actively confuse issues to delay decision making

Avoider Y

w

Jokers disrupt team building and progress and use humor to
justify being demeaning to team members, leaders and

Joker Y

schedule.
u
" and progress.
[ Harmonizer
Harmonizers mediate disputes, dis]
see others’ perspectives. r_
[ En i
decisions.
Encouragers see and elicit oth: u
members to participate.
o
nsus A
ways to resolve dilemmas or propose
o

©2020 IFMA
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Motivating Teams: What Motivates
Team Member
» Being kept informed » Feeling competent
» Being listened to » Feeling empowered
» Being respected » Receiving rewards and recognition
» Feeling safe » Experiencing job satisfaction

» Having a sense of belonging

Facility managers who learn what team members need can customize team
team evaluations to motivate team members effectively. While individual pRg¥erdlces vary,
the following conditions act as motivators:

e Being kept informed

Being listened to

e Being respected

e Feeling safe P'S
e Feeling a sense of belonging \
e Feeling competent &

e Feeling empowered *

e Receiving rewards and recogniti

e Experiencing job satisfaction

Many of these motivational factg igned into team rewards and team

evaluation processes, a ssed

Team Rewar

P¥Blic praise from the team leader or an

executive

Team-building events such as retreats

» Linking evaluations and promotions to

team building and teamwork

» Celebrations linked to milestones or
goals

» Team bonuses linked to team success

» Team-branded apparel or souvenirs

» such as plaques

edms can be motivated by group rewards that are similar to individual rewards:

¢ Intrinsic team rewards — inherent to the task or to membership in a group rather
than being handed out by a superior. They include:

- Good team-individual fit

Best practice: When designing rewards, ask team members what motivates
them. The answer should reflect team consensus. Teams are not all exactly w
alike

Facility
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- Challenging but feasible tasks
- Job enrichment, empowerment and ability to improve processes
- Membership in a harmonious team and possible friendships

- Successful task completion

e Extrinsic team rewards — given out by a superior to all members of a team Q
equally. They include: w

- Public executive or team leader praise for the group as a whole or fo
individual team-building maintenance or team task focusing

- Team-building events, for example, an off-site retreat
- Linking evaluations and promotions to team building and teamwor

- Celebrations linked to milestones or goals

- Team bonuses linked to overall team success

- Team-branded apparel or souvenirs : < .

- Permanent recognition, for example, plwes time capsules in newly
completed facilities or handprints in cemxS

Facility managers realize that saying teamwork is \&

g

career progression and team rewards. Facili hould avoid individual

ty m
competitive rewards for team members bec he negative consequences to team
building. They can design intrinsic aan tea@@rewards that prove to team members
»

ufficient; it must be linked to

that individual contributions on teams ed and remembered.

A best practice when desigging a s to ask the team members their opinion on
what would motivate t team is unique, the rewards should reflect team
consensus. The proces g employees in these decisions promotes both trust in

the leader and team cohe

Facility mana e the services of team-building consultants, who often specialize in
i s. Team-building events include fun group activities, charity work or
st other teams. Team leaders ensure that events reflect the team's

mple, teams that express a desire for career skills as a reward could attend
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Evaluating Teams

Evaluating Teams e

Abest practice for evaluations is that teams be assessed on multiple factors.

For example, one team evaluation methodology, developed by Dick Richards

and Susan Smyth, uses the following measurements to evaluate teams:

* Purpose — whether team bers share the same
understanding of the team'’s purpose, an assessment of leadership.

+  Strategy — evaluators regularly question the direction the team is taking

« Role — evaluators review the overall role of the team in the organization

+  People — evaluators consider whether members respect each other and
maintain relationships and how well each is contributing toward task
performance, effort and knowledge, skills and abilities

+ Interface — evaluators measure the quality of intergroup dynamics.

Evaluating Teams (continued) b Q
+ Feedback — evaluators assess how well the team collects and
disseminates performance information to its members.
. —_ measure the of team d
if members are complying with policies, procedures and practices
collect both itative and data. For example, \

quantitative data for service delivery could include
+ Senvice orders received plus orders carried over from the prior month
+ Service orders completed by month and year to date

« Number of service orders completed on time by priority category.
Qualitative date includes:

+  Customer surveys of service results and provider courtesy.

processes of evaluation,

Facility managers or their subordinates in charge of§

feedback and recognition as both a management an t bl. Team leaders
periodically evaluate their team’s efficiency and ef{glitive acility managers
r

evaluate the team leaders’ management and le skills.

sed on multiple factors. For example,
k Richards and Susan Smyth, uses the

A best practice for evaluations is that teams
one team evaluation methodology, de by
following measurements to evaluate t

¢ Purpose — evaluators d her team members share the same
understanding ea ose, an assessment of leadership.

0
e Strategy — eva@ators Mularly question the direction the team is taking.

¢ Role — evaluator the overall role of the team in the organization.

e Peop ators consider whether members respect each other and maintain
radatio how well each is contributing toward task performance, effort and
cd@ skills and abilities.

— evaluators measure the quality of intergroup dynamics.

ack — evaluators assess how well the team collects and disseminates
performance information to its members.

Processes — evaluators measure the effectiveness of team processes and if
members are complying with policies, procedures and practices.

Evaluators collect both quantitative and qualitative data. For example, quantitative data for
service delivery could include:

e Service orders received plus orders carried over from the prior month.
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e Service orders completed by month and year to date.
e Number of service orders completed on time by priority category.

Qualitative data can be collected in questionnaires such as customer surveys of service
results and provider courtesy. To limit cost and inconvenience, a portion of the customer
population could be selected, for example, 30 percent or a different building or department

could be surveyed in turn.

Evaluation feedback should be provided to both the team leader and its member
leaders are assessed on whether they show decisive yet democratic leadership by
team members in forming plans, communicating a clear mission goal and
direction. Team members are evaluated on whether they ask for clarificatior?as
on how well they follow plans. Measuring results and analyzing how the tea

performed shows that the team efforts are valued and allows team m rs to participate

in continual improvement.

3 2 & B IFMA

Discussion Question \ 2
In team theory, what problem is the role of implementer most likely to suffer?

A. Low motivation to work outside a favorite area of expertise

B. Unwillingness to volunteer for hard tasks

C. Lack of commitmentto the team's goal

D. Inability to adapt to changed conditions

00
&
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Maintain Team Performance

Lesson Introduction

# Fma

Maintain Team Performance

On completion of this lesson, you will be able to: I
e Apply best practices and management principles to t formance.
This lesson consists of the following topics: :

e Managing Team Performance

e Quality Control

Maintain Team Performance

Team performance includes all aspects of:

» Creating a high performing team environment

> Assessing knowledge, skills and abilities (KSAs)
» Proper project planning

» Quality control

Leading and managing anization is a key part of the facility manager’s role. This

incorporates executing | strategies and theories, understanding people, adapting

eople and managing their work is maintaining team performance.
includes all aspects of:

high performing team environment
€Ssing knowledge, skills and abilities (KSAs)
Project planning

Quality control
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Ensure that the FM organization can meet and exceed goals and expectations through
performance management.

Managing Team Performance

Maintaining Team Performance b Q
o ®e
@=" Group

@
nt. A team is a

Exhibit 3-5. Toammork Mastrstion

A team is greater than just a group of people working in the same

group of people working together toward a common purpose® ing team

performance in the FM organization depends on the facility

Exhibit 3-5: Teamwork Illustration

nd Managing Performance

ding Managing Performance eou

cility managers should strive to create and maintain high performing teams.
acteristics of a high performing team include:
ing a clear vision of individual and team goals
»¥Having enthusiasm and a stake in the vision
» Prioritizing based on goals
> g feedback and
» Communicating well within the team
» Identifying and resolving problems individually or with the help of the facility
manager
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. 4 B
Leading and Managing Performance vee
(continued)

Facility managers should strive to create and maintain high performing teams
Characteristics of a high performing team include:

» Having clear autonomy where needed

» Sharing responsibility in the department's success

» Being productive in meetings and work/tasks

» Understanding their roles clearly

» Working well across all functions

i IFMA

How to Achieve High Performing
Teams

Inspire versus drive
. Resolve conflict and increase cooperation

Set stretch goals WQ
Communicate well
Create trust
Facility managers should strive to create and maintain high p““s.

(2N RIS

Characteristics of a high performing team include:

e Having a clear vision of individual and team %als
e Having enthusiasm and a stake in the vision \

e Prioritizing based on goals

e Receiving feedback and understanding s&icess®heasures

e Communicating well within the t

e Identifying and resolving prob idd¥ly or with the help of the facility
manager

e Having clear aut ede

e Sharing respondility inflhe department’s success

e Being productive ings and work/tasks

their roles clearly

he following areas:
Inspire versus drive

2. Resolve conflict and increase cooperation
3. Setgoals

4. Communicate well
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5. Create trust

Managing team performance means recognizing the knowledge, skills and abilities (KSAs)
of each team member. Facility managers should be able to identify which KSAs are required
for their team to be successful in meeting the needs of the demand organization.

Employee growth comes from establishing a feedback process and evaluating performan

regularly. This enables employees to recognize that they have opportunities and provi
leaders the option to correct undesirable behavior. Leaders should also receive feegiaa
This ensures performance standards are met for the FM organization. Facility ma
use employee evaluations to create performance plans. It is important to e
feedback and employee evaluation is a continuous cycle, regardless of whicWfe
model is used.

L4
Employee Knowledge, Skills and &KSAS)
% § IFMA
Employee Knowledge, Skills and
Abilities
Facility mangers should: ‘
» Assess the skills within their department to outline skill gaps
» Ensure that emplo yeesh ve or recei roper training
» Ensure employ y are compe( n their role
» Know the rest ailable for training, education and professional

developmen! l

» Use and provide training when necessary
» Cross-train employees

Knowledge, skills and abilities (KSAs) pf ifications and personal attributes
required to effectively and efficiep oI a job. These are qualifications that the facility
manager should determine base @ h j&@ role in their department. KSAs can be

defined as follows:
e Knowledge - ion needed to succeed at assigned tasks. Knowledge
consists of key co ssociated with the specified job. It also consists of the
cedures required to carry out a task.

Anfor

iencies needed to perform assigned tasks. Skills are the practical
of knowledge.

he capabilities needed to succeed in the job position. Abilities are
ced through activities or behavior. Examples are adequate strength and
ina; and being able to see colors, hear sounds, and smell odors.

ility managers should observe and review an employee's KSAs during the interview
h&se of the hiring process. Facility managers should also observe the KSAs of current
mployees to ensure skill gaps are filled and any necessary upskilling takes place.

The facility manager ensures employees have or receive the proper training to be
competent in their role and perform their tasks efficiently. For this reason, it is important to
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know the resources available for training, education, and professional development. It is
also important to provide training when necessary and cross-train employees.

Cross-Training

Cross-Training vee

The benefits of cross-training include:
» Durability

> Agility

» Flexibility

Cross-training is the practice of training employees to do a different jgb Cr&ng can
k

be applied to jobs external to those in facilities, such as ones done as of the demand

organization’s work. This means an employee in FM learning j skills of an
employee in a different business unit and vice versa.

Cross-training employees: ¢

\

growth and unexpected changes.

e Mitigates the risks associated with fluctuatio d business growth.

¢ Allows the demand organization to be fl

This reduces the risk of being short-handasl ey employee leaves or is sick, allowing
the FM organization to continue to bag n time with projects or scheduled
work. Cross-training is also a way

organization.

The benefits of cross-tr

development. Leaders get to duplicate employee’s skill sets and the
ets a chance to learn different skills, uncover hidden talents and prepare
e in the organization.

ility — the demand organization becomes better equipped to recover quickly
from disruptions and handle transitions smoothly.

Efficiency — processes are refined by making teams take a hard look at the way
they do things as they train others.

¢ Teamwork — cross-training gives employees a chance to build new relationships
with people they might otherwise never have contact with.

* Job Fulfillment — the satisfaction of learning a new job (intrinsic).

©2020 IFMA Edition 2022, Version V2017PALS_1.2

All rights reserved
231 Printed on 100% post-consumer waste recycled paper



!

“

:/ib\ I F M A IFMA's Leadership and Strategy Course

Facility

¢ Innovation — when an employee learns/trains on another job or facility, it is an
opportunity to see processes differently and provide insights/solutions as an
outsider that might not be seen otherwise.

5 § IFMA
Quality Assurance
Quality assurance is defined as:
» Applies tools and techniques to monitor and control a project's processes
with the goal of ensuring the project will meet its objectives

» Verifies the right tasks are being done

> process based on the results of quality control
measurementand analysis

Quality is the degree to which a set of inherent characteristic i ills
requirements. Quality assurance is an organized method of deteRg@ininGgvhether processes
and deliverables meet specified quality goals within the sp tINgR, scope and budget.
Quality assurance can be defined as follows.

e Applies tools and techniques to monitor aﬁ\a ct's processes with the
9, WS

goal of ensuring the project will meet it

e Verifies the right tasks are being do

e Implements process improvem ed he results of quality control
measurement and analysis

Quality management has two g

e To create a plan sure erall scope of the project meets quality
expectations, b3#ed on features of the deliverables, the level of effort expended,
and other pre-a actors.

e To esigieb and maintain quality standards.

art of the FM role to ensure there are processes in place to ensure
ery. The facility manager should ensure employees are aware of their

Coordinate the development of a quality assurance program for the FM
organization.

e Assess quality as outlined in the program.

» Identify any deficiencies in service quality and distribute actions to solve them.
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Lesson Activity

Lesson Activity

Team Performance Activity Q
Activity Instructions BiEMa !

+ You willinteract in a group discussion for this activity.
+ When prompted, tum to the lesson activity in your guide. v
cilitatqgm gr discussion.
e o team performance.
scéario within your group.

1. An FM team member ex n t in moving up in the organization. As an FM
leader, what can o his team member prepare for career progression?

For this activity, you will:

e Review the provided question to fa
e Each provides a scenario or quesj

¢ Discuss what you would do in

. cility manager that wants to promote a high performing team environment
\ needs to lead by .
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3. What are the benefits of cross-training?

shift. Unfortunately, there seems to be a lack of communicatjo
causing duplication of work. What would you do as a

A\

5. How can FM leaders ensure tha @ pl8yees have the proper KSAs to perform
their job?
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[ J
Debrief
Activity Debrief eou
+  Whatwere your key findings when completing this activity?
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Organize and Staff the FM Function

Lesson Introduction

# Fma

On completion of this lesson, you will be able to:

¢ Identify the methods used to create a strong organiz ct8@and teams for
the FM function.

This lesson consists of the following topics:
¢ Organizational Design and Structure
e FM Organizational Models
e Selecting Organizational Structure
e Staffing

e Assignments and Scheduling

Benefits of Proper Organization and
Staffing

» Capable staff perform required tasks and responsibj

» Assignments follow natural workflow and project pl

» Scheduling is optimal - overtime not needed or not
interrupted

» Deadlines and commitmentsare met

ibilities are organizing the work and recruiting personnel to do the
agers must hire and contract individuals, assign tasks, and generate

ave sufficient resources with the appropriate skills. Knowing the current FM
anizational structure allows facility managers to determine if how the work is structured
Id be changed or reengineered.

ome of the benefits that can be achieved by properly organizing and staffing the FM
function include:

e Assigned staff have the capability to perform the required tasks and responsibilities.
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e Assignments follow natural workflow and project plans.

e Overtime is not required or excessive if scheduling is optimized and workflows are
not interrupted by unqualified resources.

e Deadlines and commitments are met.
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. Facility

Organizational Definitions oo

Term Definition

Organizational Design The process of selecting and instituting an
organizational structure that includes the reward
system, policies, procedures, and practices. The
design assures the structure is aligned to support the

business unit's strategy, size, desire for innovation,
constraints, and operating environment
o A fan 's formal power
Structure structure, including the hierarchy of job positions within
a departmentand the number of job positions per
The is usually by

charts.

Organizational Definitions (Continued) eou

Term Definition

Functions Alist of business units or departments that make up
the demand organization and perform core work
processes. Common functions include operations,
human resources, finance, marketing, and customer
service. Functions can also be a list of job positions,
roles, descriptions, and activities, that are assigned to
a specific department or work unit

Facility managers participate in the design of the FM&JHC
change how the work it does is structured or organiz

ey develop or
ri@® can be defined as

follows:
Organizational Design The proce ) and instituting an organizational

structur
and Jammsti e design assures the structure is aligned to
ess unit's strategy, size, desire for innovation,

Organizational Structu A

scription of an organization’s formal power structure,

uding the hierarchy of job positions within a department and
the number of job positions per department. The description is
usually supported by charts.

Functio i A list of business units or departments that make up the demand
organization and perform core work processes. Common
functions include operations, human resources, finance,

Q marketing, and customer service. Functions can also be a list of

job positions, roles, descriptions, and activities, that are assigned
to a specific department or work unit.

When deciding on what type of FM organizational structure to implement, facility
managers consider factors such as how adaptable the structure needs to be to change, and
how effectively it can support innovation and organizational development.
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Assessing Organizational Structure

; § IFMA
Information Needed to Assess
Organizational Structure
» three to five year strategic objectives and funding
» Curent organizational charts, job position descriptions and requirements
> Q fFM ‘s abilities, including
customer service and pro;ecl outcomes
» Qualitative data assessinginternal politics and expected support for
strategic objectives of demand organization and FM
> on how staff and feel they are
and sentiments on organizational structure
» Information about use of available technology, including adequacy of
software

When facility managers assume responsibility for an existing FM organizati
audit their current FM organizational structure, they collect the following d
through requests, conversations and questionnaires/surveys:

N

¢ Information on the organization’s three to five-year strategic ctives and

projected FM organization funding
rip@®ns and required

e Current FM organizational structural charts, job positign Wgac
qualifications
¢ Quantitative measurements of the FM organi¥aji
years' data on quality and timeliness of cust rv project outcomes

including at least two

e Qualitative assessment data regarding irger olitical status with executives and
department heads and expected supgort\@r de¥hand organization and FM
organization strategic objectives

¢ Information on how employee tra@®rs feel the FM is supporting their

objectives.
¢ Information regargias th T FM software, the level of automation it
delivers and whdlher or onal structure takes available technology into
account
Facility managers can use formation to develop knowledge of the strengths and
weaknesses rrent FM organizational structure. If facility managers believe

organizagjonal the source of some organizational problems, they can:
e-engineer the organization’s structure

current structure

rk to understand the current structure and mitigate its weaknesses

with other change efforts, changes to the organizational structure require careful
ing, marketing to stakeholders, and project management. When forming plans, facility
anagers consider the factors influencing organizational structure.
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Factors Influencing Organizational Structure

Factors That Influence Organizational ™"

Structure

Factors That Influence Organizational "™

Structure (continued)
— » Demand organization structure and culture
» Degree of centralization/decentralization
» Chain of command and span of control
» Line versus staff management

Several factors should be considered when designin ;siness unit is

ho b
structured. The goal is for the structure to optimize F ovide service at a
reasonable cost. The structure should also clarify rgaionsWgkti d reduce the risk of

unintended consequences. Exhibit 3-6 outlines #@es tors.

o

v.
A
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Structure and
Culture

HERZHEIENER, | Centralization

Churn

Standardized/ Chain of

SpeCI?JIZE‘d Command
Services

Organizational

Structure Q
Spatial Span of
Differentiation Contf

Owned or \ Line or Sta
Mana t
Leased - Functional/ 2

Structural vs. ‘
Matrix Models

nging a&tfonal Structure
d Qmlture

t that impacts the demand organization’s
ns tle FM structure to support core business

—

Exhibit 3-6: Factors Influe

Demand Organization Struc

The FM function is a specialized,
viability. The demand orgzsm
activities effectively an Ome organizations have strong cultures that enforce a

standard organizationa across all business units.

en due diligence, facility managers can make an informed decision above and
ond the argument of “that's the way we have always done it.” Most organizational
tr¥cture decisions were initially made for a reason, but the original reason may no longer

e valid.
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Degree of Centralization/Decentralization

Centralization refers to the amount of decision-making authority retained by executives
(centralization) versus what is distributed to lower levels of management (decentralization).
It also indicates the level of decision-making authority given to regional facilities. In a
centralized system, local facility managers take their orders from a superior located at
headquarters. In a decentralized system, authority is delegated, and local facility managrs
manage their site. Facility managers located in headquarters are only consulted wj

needed or informed of regional facility decisions.

Facility managers may be able to decide which FM functions should be cenfili

which should be decentralized. Centralization helps unify facility strategy, while
decentralization can enable faster decision making. In general, functi he most

hat ha
st to the
customer are best decentralized. If the organizational culture , Tacility

financial or strategic impact are best centralized, while functions th

managers may encounter resistance when attempting to em ployees/contractors,

even though the action can improve customer servic&

Chain of Command and Span of Cont \

When designing the FM organizational structur&@acig@ managers can optimize reporting
relationships in terms of the chain of com span of control. These terms can be
defined as follows:

is ™e decision-making hierarchy of an
number of job levels that must be involved in

e Chain of command - Chain of
organization. The hierarc

the authorization e pth or shallowness of the hierarchy may
depend on the gt or scoY®" the decision. Some organizations are relatively flat
as only a few pdgtions involved. Other organizations require multiple levels of

approval when m cisions.

ol — the number of subordinates directly reporting to a given
y direct reporting relationships can become problematic. A

The task maturity level of subordinates in terms of their confidence, ability to accept
responsibility, and need for supervision.

e The complexity of the work in terms of the level of knowledge, skill, and ability
required.
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Facility managers consider how to best retain control over FM functions when the demand
organization downsizes and eliminates middle management positions. One way to achieve

a flatter organization and retain control is to increase contracting and consulting services.

Line versus Staff Management and Functional/Structural versus

Matrix Models

Functional/Structural Organizational wha

Model

» Hierarchical structure
» Specialized functions

> Line management

» Vertical chain of command

Matrix Organizational Model B4

» Modified functional/structural model
» Both line and staff management
> Dual reporting relationships (if staff and line)

Model Advantages and Disadvantages B

Functional/Structural Model Matrix Model

Advantages Disadvantages
Clear reporting relationships, for » Confused reporting relationships,
example, one boss for example, two bosses
Straightforward staff planning Multiple sources may be
Single source of priorities, policies, competing for staff
procedures, practices Priorities, policies, procedures,

Communications can be direct and practices may conflict
personalized due to single reporting  » Communicatio
relationship and smaller span of more freque;

control

Zas integrate well
d¥ct/service delivery
Cross-training opportunities

» Flexibility in responding to
change
Projects can leverage existing
staff
Supports multiple simultaneous
projects

v

B IFMA

Model Advantages and Disadvantages

donal/Structural Model Matrix Model
iSadvantages Advantages
Best for slow-changing business » Keep the identity of FM function
Headquarters has difficultyin
controlling multiple projects

» Bestfor rapidly changing
business

» Headquarters can more easily
control multiple projects
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Discussion Question e

Whatis an advantage of the traditional functional/structural organizational
model compared to the matrix model?

A. Less chance that department needs will supersede FM needs

B. Greater flexibility in response to changing client objectives

C. Less that ch: needs will FM needs

D. Better handling of multiple simultaneous projects.

The relative use of line versus staff management is the primary differentiator betweep tWo

basic organizational structure models: traditional functional/structural and matrix
These terms are defined as follows:

Term

Line Management A vertical chain-of-command reporting relat ipi ich each
level increases in specialization as it gets |

Definition

Staff Management A horizontal chain-of-command repor ship designed to cut

functions could include proj@t mi t, human resources and
quality.

Functional/Structural  Traditional hierarchical jzati | structure models that contain
Models specialized functions a e management to produce a vertical
chain of command function.

Matrix Models Modified fun | models that rely on both line and staff
management t ise the integration between vertical chains of
comma ale teamwork. Positions with both a line and staff

tin have a dual reporting relationship for example,
o bogges:

Exhibits 3-7, 38 and 3-9 provide examples of functional/structural and matrix models for

facility mana anizations.

A
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CEO (Employee)

VP of Administration
(Employee)

I
[ | |

Controller Facility Manager Purchasing Department
(Employee) (Employee) Manager (Employee)

L | 1 | ]
== i )
. i " - . Architectural
Real Esltlate X Ren'?/atlons Security Building Managers | Engineer (Consultin !
irm
(Conlsu ing . (Contractor) (Lease Arrangement) . 9 . 9 (Contractor)
| Firm) " (Contractor) i Firm)
Executing VP &
[ele]e}
Chief of Staff
Assistant VP,
Operations Oversight
& Strategy
| | | 1
X Director, Finance, Assistant VP, VP, Planning & Associate VP,
Associate VP Budget & Capital Facili Capital Projects Business Servi
Expenditures ac usiness services
[ I I 1
Environmental ) Associate Associate VP, Associate VP, Associate VP,
Health & - Park}mg VP, Facilities Project Service Service
Radiation Services & Operations Delivery Operations - Operations -
Safety oo Main TN
|
I | ]
AI:eaI Estate - Purchasing Maintenance Planning &
ministration i — i Grounds Transportation
&0 U D
perations esion Housekeeping Maintenance & Logistics
Compliance & Construction
Human ) _—
Resources Fire Safety Management
Post Office
Utilities &
Energy frm—
Management Surplus
Property
Proaram
Exhibit 3-8: Functional/Structural Campus Organizational Model
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Reports to CEO

Facility Manager (VP)
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| | 1

. . Design and Operations and
Administration Real Estate (Director) Construction Maintenance
Reports to CEO (Director) h .
(Director) (Director)
1 I I 1
Human Resources - . Design and Operations and
! Administration (Staff Real Estate (Staff — ; ;
(VP) (Stafh) (Staff) Construction (Staff) Maintenance (Sta

" - ) Design and
Project A Manager Administration (Staff 9
(Project Manager) Team) Construction (Staff =
: ‘ Team)

Project B Manager
(Project Manager)

Administration (Staff
Team)

Real Estate (Staff
Team)

In general, functional/structural models work best fo, g
centrally controlled external service providers and
limited span of control. Matrix models work bes
with external service providers integrated acgoss
managers who have a larger span of con

©2020 IFMA
All rights reserved

maller, decentralized organizations

e organization and fewer layers of

re produces highly specialized functions with low

it more difficult for staff to see larger FM organization objectives,
rganization’s objectives. For example, each silo may start growing
king the FM organization slower to respond to changes.

es for the matrix model and vice versa.
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Exhibit 3-10: Advantages and Disadvantages of Functional/Structural versus Matrix
Models

Advantages/Disadvantages of Functional Advantages/Disadvantages of Matrix

Models Models

Disadvantages

Advantages

Clear reporting relationships (one boss). Confused reporting relationships

bosses).
Straightforward staff planning. Multiple sources may be c 1 aff.
Single source of priorities, policies, Priorities, policies, procedures ctices
procedures and practices. may conflict.

Communications can be direct and Communicatigns d more frequent

personalized due to a single reporting due to line/s a r intercommunication

relationship and a smaller span of control. and a largergpa cohtrol for many
ma@ger

Disadvantages Advy,

Functional areas may not integrate well with iona®areas integrate well with

product/service delivery. 0 /service delivery.

Tendency toward overspecialization. s-training opportunities exist.
FI®%

Response to change can be slow. bility in ability to respond to change.
Projects may require more contr@ Projects can more easily leverage existing

staff.
Supports single consec@ive prdcts. Supports multiple simultaneous projects.
Silos may supersede over function. Functional identity of FM function is

maintained.

Best forglslow giNg business situation. Best for a rapidly changing business situation.
Heagau ifficulty in centrally Headquarters can more easily control multiple
uMiple field projects. field projects.
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Owned versus Leased Property and other Contracting Influences

Factors That Influence Organizational ™"

Structure (continued)

gl | Owned vs. leased property and other contracting

influences

» O hi with higher rel internal
staff.

» Leasing leads to greater reliance on contractors in
response to landlord's desire to minimize costs.

» Contracting functions out tends to reduce layers of
managementand save on infrequently used services

contracted services. Generally, the higher proportion of owned property th
internal staff.

The opposite is also true. The more property leased, the greater the r ce on contracted

services because landlords control costs by using contracted gvi

Regardless of the reason for the use of internal versus contragte oules, the ratio of

staff to contractors will affect the organizational structure. e, internally managed
functions require more levels of management contro? nctions allow
organizations to be flatter and save money on infr n s rvices. However, any
organizational structure may use individual conigic for positions requiring highly

specialized expertise.

Spatial Differentiation

Factors That Influence Organizational
Structure (continued)

o | Spatial Differentiation

. + Should there be an administrator,
Should authority of administratoy
distance of sites?

+  Should strategy, resource alloc
be centralized?

Spatial on refers to the total number of sites in an organization and the
di ose sites. Differentiation affects and is affected by the need for rapid

ay consist of a single building, a campus with multiple facilities in a limited
graphic area, or multiple sites that are geographically dispersed. FM organizations with
|G spatial differentiation have several questions to consider regarding their

rganizational design:

e Should there be an administrator position at each site to collect and assess
customer requirements? Should the authority level of the administrative position be
increased if the site is larger or more distant?
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e Should strategy, resource allocation, and policy functions be centralized?

e Should operational activities that have predetermined requirements and limitations
be decentralized on a case-by-case basis?

e Should larger prescreened regional requirements be centralized?

e Should sites have a standard, site-specific or region-specific organizational
structure?

Standardized versus Specialized Services

i B § IFMA
Factors That Influence Organizational
Structure (continued)
L » Standard versus speciallzed services
~— Specialized services — having a matrix structure with
project management orientation is more effective because
it fosters interaction between organizational units.
- | — Standardized services — adopting a functional/structural
s organization design helps in minimizing costs and providing
a similar customer experience in each interaction.

» Relocation and Churn Rate
— Facilties with frequent minor relocations (chum) — create

i permanent positions to handle chum? Consider each
instance to be a small project with shared responsibility?
— Major relocations (e.g., building to building) — invariably
treated as projects.
FM organizations whose mission is to provide a high Segr ﬂ c;:ized services may

5. 3pr example, a campus
i dized services. However,
n y be better supported with

organize differently than those that provide standar

that includes administrative offices can be suppor

i
its research labs that require controlled env a

iron
specialized services.
nt

Matrix organizations with a project ma oMntation tend to be better supported

by specialization due to the required i between organizational units.

Functional/structural organizati t better supported by standardized services as
the focus is on minimizi ts viding a similar customer experience in each
interaction.

Relocation and Chu ate

y of minor relocations. Facility managers consider the amount of
ty when deciding whether a permanent job position is required to

ocations. Minor relocations can be treated as a shared task and handled
ject. Major relocations, for example building to building, are often treated as
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i i § IFMA
FM Organizational Models
Customer-driven One location, multiple sites
» Most support for highest » HQ with plants, labs, branches
demand services nearby
» Organized into business units » Homogeneous organizational
» Custom service, fast response, structure, site administrators
flexibility » HQ controls strategy and
» Reviews linked to customer funding
objectives » Full decentralization not
economically warranted
i i A § IFMA
FM Organizational Models (continued)
Office manager Multiple locations, region- or
» Single leased facility, minimal division-led
M » Large, dispersed organization
» FM manager functions as office in one country
manager » HQ confined to broad strategy,
» Almostall services contracted tactics, real estate, high-level
out space planning, policy setting

» Operations and maintenance
handled on site

P < s i IFMA
FM Organizational Models (continued) .
One location, one site Multinational

» Single owned facility or » Operationally similarto multiple
campus location, one country, but with

» May operate a staffed, full- more regional control
service FM » Regional managers get only

» May have subordinate technical direction from HQ,
managers for major functions have their own support

» Contractors for peak senvices

use/special services

There are many ways to structure
cited models that illustrate best
organizations of compa iz
For example:

ion; however, there are some commonly
e models may appear to be similar, but two
tures may still differ significantly in their structure.

e Their missions a pes of services required; therefore, the FM function is
structyged to produce those services.

They

trol all of the same functions.

of any contracted services provided may differ and the contracting
nt model may also differ.

common organizational structures include the following:

Cdstomer-driven model — Customer-driven FM models provide the highest level
of support for the services in greatest demand. They are usually organized around
business units requiring customized service, fast response time, and flexibility in
services and delivery as needs shift. Reviews are linked to customer objectives.
Some FM functions have full-time service teams, while others draw from a pool.

» Office manager model — organizations that function from a single leased facility
minimize the FM function and treat the facility manager as an office manager who
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contracts for almost all services and keeps some contractors on retainer. Exhibit 3-7
is an example of this model.

¢ One location, one site model — demand organizations that own a single facility or
campus may have a staffed, full-service FM department. Facility managers may have
subordinate managers for major functions. Contractors are used for peak usage or
specialized services.

¢ One location, multiple sites model - demand organizations that have their
headquarters and plants, labs, or branches in the same geographic area u
have site administrators and headquarters controls strategy and funding.
decentralization is not usually economically warranted.

¢ Multiple locations, region- or division-led model — large, disper$ed
organizations operating in a single country usually confine hegdguarters
to broad issues of strategy, tactical implementation, real estat h-level space
planning and policy setting. Operations and maintenange responsibility
of on-site facility managers.

¢ Multinational model — multinational organizatio
model, except that regional areas may have ggpre er regional strategy.
Regional facility managers get only technical eadquarters and have
their own support services such as legal c ate leasing.

uch like the prior

‘?ilj Organizations may also inc
of sites, remote locations a

nce facility managers understand the current FM organizational structure, they can
recommend changes to better meet strategic objectives or to mitigate deficiencies. If the
facility manager cannot change the structure, research is still important because it can
provide insight into potential positive and negative consequences of the current structure.
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Understanding how and why the FM is organized the way it is can help facility managers
leverage the structure’s strengths and mitigate its weaknesses. However, even when it is
possible to change the FM organizational structure, making changes can create different
problems.

Best practices for developing an optimal organizational structure include:

e Considering existing cost constraints on the FM organizational structure and WQ

positions

e Communicating a vision of the structure to stakeholders to get buy-in

¢ Including persons to be governed by the structure in planning stag

e Designing the FM organizational structure to reflect the long-term strat er
than short-term resource limitations including:

- Improving organizational elements to better coordinajadn work
- Confirming necessary positions exist and filled
- Considering the use of contractors to provide xibility and skills

e Making personnel moves objectively and as 8 a
consultation, agreement, and the required f

following adequate
" such as:

- Taking timely action, after the new
operations. Timely action is mq,
and proper.

rehends the functionality of
ily aCcepted when it is perceived as fair

- Not making major revisio
are failing to fulfill r iOW@RE's or cannot adapt to the proposed structure.

e Assessing a new iz ructlre over time before declaring it a success or
failure:

- If problems ility managers seek root causes.

root cause is the structure, facility managers can change course rather
Ling to promote an unworkable structure.

FM organizational structure, facility managers can concentrate on
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§ IFMA

Staffing

How to get the best staff:

» Develop career succession planning

» Hire and contract based on track records

» Take on promising interns from colleges and universities with FM programs.
» Recruit from FM associations such as IFMA

» Offer facility staff at other organizations chance for promotion

» Hire/contract FMs leaving the military

Facility managers evaluate their staffing requirements based on the skills a
necessary to deliver the expected services. With this information they can d
achieve the optimum balance of employees versus contractors. The following ar
examples of how facility managers can ensure that the FM organizati as the
possible staff and contractors.

e Develop a career succession plan for promoting existin
e Hire contractors or consultants who have a proven e

e Get to know entry-level FM programs at coIIQ a ities, offer internships,

and hire or contract with promising interns

e Recruit members of facility associations glic IF

o Offer facility staff at other organizati chance for promotion

e Hire or contract with facility ma ho retiring/resigning from the military

Facility managers may have to acceg experience rather than education, if the

number of candidates with FM- - ional backgrounds is limited. If it is

oward service, and get as much satisfaction from teamwork as from
idua¥accomplishment.

staffing is in place, the facility manager provides staff and contractors with task
signments and schedules.
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Assignments and Scheduling B

Assignments and scheduling
» Communicate a clear vision of
assignments
» Schedule to make optimal use of
employees and contractors Employees Contractors

Link responsibilities to specific job descriptions when deciding how to desi
function. Responsibilities that require the same skills can be grouped and aS#tgnjill tg jobs
that have people with the relevant qualifications.

nvironmental
with the

Tasks that are part of a larger set of services, such as tenant renovatid
health and safety, can also be grouped and assigned to jobs
relevant qualifications.

When assigning work, facility managers give worker*taf ractors) a clear vision of
the expected results. Facility managers may or may
workers should follow; however, they do share sp catl such as the number and

quantity of outputs, available resources, due da , regulatory constraints, and so
on. Facility managers also inform workers o sequences (rewards and penalties) if a
task is or is not completed as expected xpected to seek clarification as
needed.
p | use of all workers so that:
e work

chedule

tail the process that

The goals of scheduling include

e no one has too ch or

all work is comp

estimates are realistic
ot duplicated

is avoided or minimal

Ines are fair but challenging

signments and schedules are created to ensure that projects and tasks are completed on
tIg. Workers are matched with tasks that they are qualified to perform. This optimizes
hedules and minimizes overtime. An inventory of tasks and programs are inputs to
creating an organizational structure.

©2020 IFMA Edition 2022, Version V2017PALS_1.2
All rights reserved 254

Printed on 100% post-consumer waste recycled paper



IFMA's Leadership and Strategy Course

W IFMA

Facility

Facility managers can create task time estimates by using standard work times and costs,
such as those created in activity-based costing. Estimating task durations requires expert
judgment to account for exceptional situations, the skill level of the workers, and the
relative difficulty of the task. Facility managers can use scheduling methods and tools
including scheduling software to coordinate the work of multiple team members and

multiple activities. w

‘?ilj The Project Management course in this IFMA FMP Credential Pr@@ira
includes information on a number of scheduling methods and tools.

Project Planning :c .

Project Planning o

hould follow the the project plan \

» Assigned staff should have the knowledge, skills and abilities (KSAs) to
perform the work

» Assignments should meet the delivery on deadlines and commitments
based on the project plan

Facility managers should follow %
scheduling FM staff in t o A

Facility managers should use project management skills in planning work and
staffing FM in the following ways:
>

ement practices when assigning and
ys:

e Assignments shigld fol

the workflow of the project plan

e Assigned staff sho

e the knowledge, skills and abilities (KSAs) to perform the
work

ign

|d meet the delivery on deadlines and commitments based on the
t

anding Labor Planning

Understanding Labor Planning ony

the fi

mut of labor rates when
si¥ifing the organization and the impact of unions

©2020 IFMA
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Facility managers must know labor rates and union work rules when assigning staff. This
includes knowing which employees are available to work during which shift, how to staff
during holidays or cover for sick leave.

If the demand organization takes part in unionization, facility managers mus Q
understand the collective bargaining agreements. In some demand

organizations, this information is provided in the service provider agr

. 3 & i A
Discussion Question e

In which of the following organizational types is the FM likely to make heaviest
use of contractors rather than employees?

A. Multiple location, division-led model

B. Multinational model

C. One-location, one-site model

D. Office manager model
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Develop, Implement and Evaluate FM
Policies, Procedures and Practices

Lesson Introduction

& Frma

Develop, Implement and Evaluate

FM Policies, Procedures and
Practices w

On completion of this lesson, you will be able to:

¢ Outline the facility manager’s role in developing angssian g robust FM policies,

procedures, and practices that effectively sup@ort ¢ @

>

pd organization.

This lesson consists of the following topics:

e Examples of FM Policies, Procedures andf®ra
e Writing Policies, Procedures and Pra
e Implementation and Complian

e Audiences

e Advantages and Digaslva

e Evaluation and @lange @ggocess

Definitions

Policies (what) A S g ganizational activities to
Should/should not be

Procedures (hs erforming activities that guide
Bw how work should be done.
Heally based on best practices that
ividual and group behavior. They
€ and show when to apply

B IFMA

»¥Safer and more consistent performance by multiple crews and shifts.

» Safer, more effective, more efficient job performance by employees and
contractors.

» Faster path to proficiency for new hires.
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Getting staff and contractors to voluntary adopt FM policies, procedures, and practices
requires leadership. Leadership is about gaining support for a proposed policy, procedure,
or practice change, especially those imposed by the demand organization.

The benefits to effectively administering policies, procedures, and practices are:

e Personnel and contractors get the guidance they require to be safe, effective and
efficient in their jobs.

e Multiple work crews and shifts perform consistently and safely.

e New hires become proficient quickly.

Term

Policies (what) Broad guidelines focused on organizatio
compliance. They show what should/shou t be done.

Definitions

Procedures (how) Customary tactics for performing 1€ t'uide processes.
They show how work should be dg

Practices (when) Explicit guidelines, ideallygbas @

restrict individual and grou&
an

and show when to app,
wolk gets done so that customers have

practices that control and
ey are more prescriptive
cies, and procedures.

Policies, procedures, and practices can cont
a consistent service experience. Each ca ible impact on efficiency,
effectiveness, health, safety, security,

The differences between these t

e Policies guide ¢

e Procedures gui

Servjce ill "own" the processes under an outcome-based contract model. The
r i el and service delivery strategy will impact this.

Note that organizations have their own policies, procedures and practices
and facility managers are responsible for FM organization compliance.
However, the focus of this discussion is on FM policies, procedures and

practices.
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Exhibit 3-11 provides an overview of the subjects discussed in the remainder of this topic
related to developing, implementing and evaluating FM policies, procedures and practices.

Examples of FM Policies, iti ici . .
P ! Writing Policies, Procedures and Implementation and Compliance
Procedures and Practices Practices
Audiences Advantages and Disadvantages Evaluation and Change Process

» Demand organization

« Staff

+ Contractors

« Customers and service users

Exhibit 3-11: Developing, Implementing and Evaluating FM Policies, Procedures and

&

Examples of FM Policies, Proce
Practices

*

Examples of Policies, Procedures and "

Practices Developed by FMs
» Office support
B and comrective

» Move/add or space planning

» Manufacturing support

» Security

» Contingency planning

» Environmental health and safety

.. B F
Examples of Policies, Procedures and .
Practices Not Developed by FM

» Finance and budget

» Administration

» Human resources

» Contracting

» Corporate Social Responsibility (CSR)

ice support — includes furniture ordering guidelines, minor relocation requests
and complaint submissions.

¢ Preventive and corrective maintenance — includes HVAC maintenance, repair
and maintenance of exterior building aspects and scheduled maintenance
programs.
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Move/add or space planning — includes moving customers or occupants,
planning new facility space and additions.

Manufacturing support — includes use of ISO 9000 standards and particular bills
of materials and part number designations.

Security — includes physical security, building access, security guard management
and parking.

Contingency planning — includes disaster plan review and practice, emergen
notifications and restoration priorities for buildings.

Environmental health and safety — includes air quality, fire safety
occupational health and safety standards to follow.

Generally, facility managers do not develop the following types of policies or pr res,

however; they may need to adopt those of the demand organization
their own.

Writing Policies,

ey do n&t have

Finance and budget — includes handling of petty cashg@ecre®@pary and non-
discretionary costs or type of budgeting method.

Administration — includes meeting format @ S descriptions, use of

overnight package services and record reteng

Human resources — includes disability nondiscriminatory hiring,
performance appraisals and salary gujde

selection, standardized contracts,

) — includes environmental stewardship
Yyoals and sustainability goals.

Corporate Social Respo
objectives, carbon tp

| IFMA

‘example, human resources for

ome or policy honors the original

(it of FM policies, procedures and

| staWPrds (by reference)
icies, procedures and practices (as benchmarks)

ty managers work with human resources, the legal department, or the Corporate
olicy Office when writing policies, procedures, and practices. Facility managers must stay

involved in the process to ensure that policies, procedures, and practices are written as

intended.
©2020 IFMA Edition 2022, Version V2017PALS_1.2
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Facility managers can draw on examples of policies, procedures, and practices developed
by other FM organizations to use as benchmarks. They can also reference national or
international standards.

B IFMA

Implementation and Compliance

> licies and ensuring be a difficulttask for
facility managers
» Implementing policies, procedures and practices requires use of a variety of
organizational tools
» It is important to put monitoring methods in place to ensure compliance.
May include:
~ Procedural audits

- through key indicators
- Checklists

Swim Lane Chart §IFMA

ely straightforward process; however,
re difficult to accomplish.

Monitoring methods suc

indicators can ensure cdpliance.

For example, Exhibit 3- n example of a cross-functional flowchart or “swim lane”

tool for a custgmer request procedure. Each swim lane has vertical or horizontal boxes that
clarify the resv of each job position or team.
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Customer

FM Inventory

Purchasing Department

FM Administrator

FM Service Team
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Customer Submits
Online Request

Review Issue

Pending Issue
Log

Requires
Parts?

Fix
Immediately?
No
Yes
. Yes
Parts in
Stock?

Make Repair
Purchase
Parts

Exhibit 3-12: Cross-Functional (Swim Lan

No

_<

Requires
Specialist?

: Yes

N

Note: The swim lane for the Service @ga
contractor directly, if necessary.

hows it can contact a specialist

A best practice for implementin
that list only those actio t
likely to be considered

When policies, procedur

easy-to-use
and leadership

nd practices is to use simple, clear checklists
he most common errors. Short checklists are more

eful. uiring signoffs on checklists can enforce compliance.

ractices are useful, not overly restrictive, and supported by
and techniques, enforcing compliance becomes more a matter of training
anagement and control.

mand organization
FM can affect the
organization, for
‘example, with policies
on ordering supplies.
» Surveys can assess

perceptions and budget.

pact of FM on Various Audiences

impact on affected users’

B IFMA

Contractors

» Manual may specify policies, for
contractors or contractors may submit
service plan for FM review.

» Policies, procedures, practices for
contractors are typically boilerplate
with tasks detailed in scope of work
statements.

» Policies, procedures, practices for
contractors may be prescriptive if, for
example, compliance s an issue

©2020 IFMA
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Impact of FM on Various Audiences o5

(continued)

Staff Customers and service users
» FM can aim for best service at » Policies, procedures and
lowest cost from staff. practices for customers and
» Emphasis is on teamwork, service users provide guidance
defined scope of work and cost on, for example, requesting
constraints. service, using a service
» Roles and responsibilities are properly, tracking issue
clearly defined, required skills resolution, reporting
considered. satisfaction or dissatisfaction.
» Need to keep stakeholders
informed of FM functions is
addressed

Audiences for FM policies, procedures and practices include the demand organizati aff
and contractors.

Demand Organization

Many facility management policies, procedures and practices affect t mand
organization. For example, if the FM organization sets a policy on t r supplies or
furniture, this policy affects how an employee can order additi or other office
supplies or the type of desk or other furniture that manager r for their staff.
Facility managers use surveys and talk to the staff af@te olicies to ensure that
the policies are succeeding both in end-user perceptj cdnd in constraining

costs within budget.

Staff

Policies, procedures and practices for ed to enable the highest standard of

service possible at the lowest co teamwork and define the scope of services
carefully to both ensure } of work and to constrain costs and time.

Roles and responsibiliti mbiguous and the required skill levels for services are
considered. Policies, pr nd practices also address keeping stakeholders informed

of ongoing FM_ functions t tffect them.

Con

res, and practices that apply to contractors may be in a contractor manual,
erenced as a contract addendum. When contractors are asked to provide a
very plan or an equivalent, they state how they intend to operate. Then facility
agers review and approve the contractor’s proposed policies, procedures, and

ractices.

Required tasks and services are specified clearly in scope/statements of work, not in policy
manuals or operating procedures and practices. However, policies, procedures, and
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practices for contractors typically address boilerplate issues and general conduct rather
than the specifics of tasks.

In certain circumstances, it may be appropriate to be prescriptive in the guidance or

requirements given to contractors. For example, if a facility has highly visible environmental
compliance requirements through an operating permit or an environmental regulatory

agreement, the contractor may be given prescriptive policies, procedures, or practices
ensure that the facility remains compliant.

Customers and Service Users

Policies, procedures, and practices for customers and service users explain how out
about available services, request a service, report a problem, effectiv e a serWice, track
an issue's resolution, and report satisfaction or dissatisfaction with sgarvi rvice delivery,
or facility staff.
©2020 IFMA Edition 2022, Version V2017PALS_1.2
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Facility

§ IFMA

Advantages of Using FM Policies,
Procedures and Practices

> tool to enforce

» Leadership tool

» Culture reinforcement

» Guidance for managers

» Consistency for customers

» Consistency for workers

» Legal defense for disciplinary actions
Management of contractors
Compliance with regulations

i ¥ g3 § IFMA

Disadvantages of Using FM Policies, Q
Procedures and Practices

» Management tool for policies, procedures and practices

» Conflicts with job enrichment and empowerment

» Conflicts in process and output procedures and practices

» Reduced for continual and ervice !

B
>

FM policies, procedures, and practices have both ad@nta dvantages. When

well written, they can help facility managers evaluate tf idance they are giving

in Exhibit 3-13.

Exhibit 3-13: Advantages and Disad

Advantages Disadvantages

Management tool — | Management tool — policies, procedures

practices are necessary ent tools to and practices are insufficient to get people to
enforce minimum standard do quality work. Facility managers treat them
as complementary to other controls and
incentives.
policies, procedures and Conflicts with job enrichment and

urage desired behavior by empowerment — if policies, procedures and
practices and tools. Leaders can practices specify how to do a task with too

judgment by taking the situation much rigidity, subordinates may feel more
o account when deciding when or how to constrained and less empowered. Job
ce policies, procedures and practices. satisfaction can be reduced.

ulture reinforcement — policies, procedures Conflicts in process and output

and practices often codify organizational procedures and practices — when both

culture by selecting one of many equally valid  processes and outputs are highly specified,

options. even minor conflicts between these two sets
©2020 IFMA
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Advantages

Guidance for managers — policies,
procedures and practices are a source of
position power for managers and provide
confidence when they are aligned with
decisions.

Consistency for customers — customers
desire a predictable, consistent service
experience and policies, procedures and
practices can set minimum standards for
service.

Consistency for workers — policies,

procedures and practices provide detailed
work procedures so multiple shifts and work
crews can be interchangeable.

Legal defense for disciplinary actions
disciplinary actions can be formally jug @
the party in question has violated it
policies, procedures and practic

act
ure and

Management of contr,
clauses may specify po
practice compliance.

ors —
pro

ulations — relevant laws
ified into policies,
ctices and noted in

©2020 IFMA
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Disadvantages

of controls can create a dilemma for workers,
who may need to decide which rules to
follow. When subordinates pick and choose
the rules they follow, managers have only t
illusion of control.

Reduced opportunities for contigu
improvement and customized
work processes are rigid, w
unable to experiment wit
approaches or provide custo

{\
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Facility

Evaluation and Change Process B

Why Remove or When to Evaluate How to Conduct the Change

Revise Process

» Becausetheyare » Forregular reviews. » Get formal sign-off by
outdated > Afteracomplaintor  accountable parties

» To reflect new complianceissue. > Republishmanualsand

laws, regulations » Becauseofa update materials.

or corporate continual > Create visual guides or

policies. improvement other aids to implementing

To incorporate suggestion policy.

continual » Inform staff/contractors of

improvement the changes.

Because they are » Institute formal training as

unenforceable. needed

FM leaders periodically assess the degree policies, procedures, and practice Qs
intended or if they require revisions. They should be revisited to:

v

v

e Remove or revise outdated policies, procedures, or practices

¢ Reflect the impact of new laws, union agreements, regulations} orporate policies

¢ Incorporate room for continual improvement
e Remove or revise rules that cannot be enforced

Periodic evaluation of existing policies, procedures, p one to ensure that
€

they are complete and appropriate. Evaluations ma gular basis as well as

after an audit, a complaint, a compliance issue, ntin(®| improvement suggestion. The

evaluation may include quantitative quality s as well as qualitative

information gathered from customers, stg ctors.

The change process begins with the o process in which pre-screened
changes are given a final review
unions or work councils, ac ecti¥e bargaining agreements may specify
tion

required union represe eement on policy, procedures, or practice changes.

The necessary steps in t process include:

e Getti al sign-off by accountable parties

uals and/or updating online materials
ual guides or other policy implementation aids
staff/contractors of policy changes

ituting formal training as needed
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Facility

. . . § IFMA
Discussion Question "

Whichactivity best lends itself to leadership rather than management skills?
A. Developing policies, procedures and practices

B. Implementing policies, procedures and practices

C. Evaluating policies, procedures and practices

D. Gaining support for policies, procedures and practices

Edition 2022, Version V2017PALS_1.2
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Clarify and Communicate Responsibilities
and Accountabilities

Lesson Introduction

& Frma

Clarify and Communicate
Responsibilities and

Accountabilities WQ

On completion of this lesson, you will be able to:

e Describe the tools used in clarifying and communiczisigare sibilities and

accountabilities for staff and contractors usingppro esign and work

coordination.

This lesson consists of the following topics:

e Level of Accountability
e Job Design and Job Descriptio

e Work Coordination Tools apg

Clarify and Communicate

Responsibilities and Accountab
Nature of the Task

Elements of the task: Management aspec!

» Determine levels of accountability » Direct work

» Design jobs

» Coordinate work

> Evaluate performance

» Set standards used for
measurementsand control

Leadership aspects of the tas|
» Show followers what is exp
and trust the achieve it

B IFMA

» Projects and tasks are completed as scheduled
Duplication of effort is avoided

portant tasks are not overlooked

shift work can be
»¥People know what is expected of them

» Performance can be measured
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Clarifying and communicating responsibilities and accountabilities requires both leadership
and management. It requires determining the appropriate level of accountability, designing
jobs, coordinating work, and evaluating performance.

Directing work and setting a standard against which performance can be measured and
controlled is a management task. Letting followers know what is expected of them and
then letting them do it, a sign of trust and respect, is a leadership task.

If workers know what they need to do, they can resolve their own problems thro

empowerment.

Some of the benefits that can be achieved by clarifying and communicatindggesnsibilities
and accountabilities to individuals and teams include:

e Projects and tasks are completed as scheduled

e Redundancy or duplication of effort is avoided \
e Important tasks are not overlooked :

e Cross-departmental or shift work can be coo@'na

N\

iscuSsed in this topic.

e People know what is expected of them

e Performance can be measured

Exhibit 3-14 provides an overview of the suly

Note that team perfor, ations, addressed previously in the
Developing Effegtive ssowrare also an important component of

clarifying arffcomm ng responsibilities and accountabilities.

v.
A
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Job Design and Job

Level of Accountability

Descriptions
= Job or position

= Knowledge, skills and
abilities (KSAs)

= Job title

Individual Performance
Evaluations

Work Coordination Tools

and Techniques

= Fvaluation metho
and tools

Level of Accountability B

Elements of Accountability

FM assigns level of accountability to reflect the following:
» Location of the job in organizational hierarchy

» Importance of the task

> 's do the job, maturity

» Employee's relevant knowledge, skills and ability, task maturity

Level of Accountability (Contin

These levels of
» Research

» Analysis
» Recommendation
» Decision
» Act conditionally

Job ison the organizational hierarchy or the importance of the task. When assigning
untability, facility managers determine workers’ willingness to accept responsibility;
eir psychological maturity; their relevant knowledge, skills, and abilities; and their task
maturity.
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Facility

!

The following are examples of levels of accountability that could be defined and
communicated to all parties:

1. Research — the worker researches the problem and provides facts to the manager,
who decides how and if to proceed.

2. Analysis — the worker provides pros and cons for various alternatives; the manager

decides how and if to proceed. w

5. Act conditionally — the worker decides what to do and does it, unless

manager says otherwise.

6. Act and report — the worker decides and acts and kegs r informed.
7. Act and report on exceptions only — the worker degi d ¥ts and only

communicates if obstacles hinder performance.

3. Recommendation — the worker provides analysis and recommends a solution
an issue; the manager provides review and approval.

4. Decision — the worker decides how to move forward but waits for
approval before acting.

municate with

management regarding its execution.
Use of a formal method of assigning accountas4 b positions or tasks can help create

8. Act — the worker is fully delegated a task an?‘

a shared understanding of what is expecte

Job Design

Elements of Job Design Job Dt Strategies
Job design is the process of Job simplificaty
the g ofa » hy
job position: directive work
» Responsibilities and » Used with workers lovs ORI or

accountabilities confidence

» Necessary KSAs gb enlargement (horizontal task
» Relationship to other posi
» Effective work arrangeme!

similarin effort and

Job Design Strategies
8 q Job rotation (horizontal loading of
inking job to $Btegic objectives  variety)
Continual improvement » Shifts workers among roles similar
» Changed organizational structure, in effort and responsibility; provides

work
ore

©2020 IFMA
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& IFMA

Job Design (Continued)

Job Design Strategies

Job enrichment (vertical loading of motivators)
» Adds motivating factors such as responsibility, freedom, growth
and
— Best method to increase job satisfaction (Herzberg)
— Factors to change: Skill variety, task identity, task significance,
autonomy, feedback

i IFMA

Job Design (Continued)

Job/Position Description

Detailed description of job holder's » Accountability level for tasks and
daily, weekly, monthly and annual subordinate work and reporting
activities, including: lines to superiors
» Arole description with clear » Measurable requirements for use
expectations in performance reviews
» Reasonable and specific work » Location and working conditions
responsibilities listing all required
tasks

» Authority level and reporting lines
to subordinates

. o B IFMA
Job Design (Continued) "
Knowledge, Skills, Abilities (KSAs) Job Title (Authority and Job
KSAs are minimumcompetencies  Content)*
needed to perform required tasksand  » Professional/specialist: no
succeed in a position. subordinates
» Knowledge — informationneeded » Unit supervisor: has subordinates,
for success at assigned tasks but none are supervisors
» Skills — proficiencies needed to » Section head: has subordinates
perform assigned tasks who are supenvisors
» Abilities — capabiltiesneededto  » Manager: has subordinates who
succeed in the position. are supervisors

» Director: has subordinates who
supervise other supervisors

Job design is the process of determining w
job position. It considers:

are best accomplished by a particular

e The responsibilities and accg of the position

e The knowledge, skill 3 s) needed to succeed in the position

e The work arrang at will enable the person, in the position, to be effective
and motivated

designing jobs are to accommodate changes in the FM organization’s
environment, technology, and work processes.

nagers can involve the affected person to improve the process and promote acceptance
of'We changes. If job design adds new responsibilities, additional training may be
arranted.

©2020 IFMA
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Several basic strategies exist for designing or redesigning jobs. Job design strategies
include the following:

e Job simplification — a scientific job design approach that emphasizes highly
specified and directed work and is appropriate for routine tasks and workers with

relatively low skills or confidence.
e Job enlargement — a horizontal loading of additional tasks, meaning that adde w

tasks are similar in responsibility and effort.

e Job rotation — a horizontal loading of task variety accomplished by shiftl
workers from role to role, all similar in responsibility and effort. Job ro
provides cross-training opportunities.

e Job enrichment — a vertical loading of higher-order mot|vat|ng factors [
including responsibility, freedom, growth opportunities, reco n and
achievement.

I

Frederick Herzberg, who developed the Herzberg’'s motivatio eory, believes the

intrinsic rewards of high-content jobs are a primary source o§ factlon He states
that job enrichment is the most effective method to  satisfaction. His theory
states that job simplification, enlargement, or rotation o provide job
satisfaction or motivation because they do nothin g to the work, but only

add “meaningless” tasks.

Job enrichment can have an associated cg of higher salary expectations. It may

not be appropriate for every position gé he expected psychological and task

go
maturity of the person intended todi ion. Instead, other methods can be used to

determine which aspects of a jo priched. ne method is the job characteristics

model.
The job characteristics el is@technique that can be used to customize a job to be both
highly motivating and app te to the jobholder’s skills and confidence level. The job

characteristic

specifies that the following characteristics can be individually
ar job:

ics model is a technique that can be used to customize a job to be both
and appropriate to the jobholder’s skills and confidence level. The job
model specifies that the following characteristics can be individually

for a particular job:

Skill variety — the number of different tasks a job involves, and the variety of skills
and talents required of the worker.

e Task identity — measures whether the worker handles a portion of a task or a task
from start to finish.
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e Task significance — measures how much the task matters to the FM organization,
the demand organization or society.

e Autonomy — measures the control the worker has in setting schedules, choosing
processes and making decisions.

e Feedback — measures the amount and timeliness of information provided to a
worker relating how well a task is done.

Job design involves specifying the following information for a given job:

e Job or position description

e Knowledge, skills and abilities Q
e Job title

Job or Position Description

Job descriptions or position descriptions are detailed descriptj
particular job does on a daily, weekly, monthly and annual

description include: ‘\

e Reasonable and specific work responsibijie t list all required tasks but leave
room to assign unforeseen tasks

f Wi a person in a

0
Crgria for a quality job

e Arole description that sets clear expectatio

e Authority level and reporting ling inate positions, if any

e Accountability level for tasks o
superior position(s)

ork and reporting line(s) to specific

nt

nd fa

e Measurable requ sed as the basis for performance reviews

e Location of wor haracterization of the actual working conditions

Some demand organizati ate checklists to verify that a job description has the

necessary el f role, responsibility, authority and accountability.

ity managers ensure the accuracy of job descriptions related to the FM
anization. It is key that job descriptions give a proper overview of all
aspects of the given role. If these are not clear and accurate, it will be difficult
for the facility manager to hold staff accountable for duties that were not
provided in their job description.

©2020 IFMA
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Job descriptions should indicate the intrinsic rewards of the job so a candidate can make
an initial assessment of whether motivational factors such as responsibility and job content
can be a personal source of job satisfaction.

Sample Job Descriptions

Job Title Job Description

Executive Director, An Executive Director to lead the Department of Operati
Operations, Maintenance is needed. This senior position is part of t
Maintenance & leadership team and responsible for over 300 trad
Utilities managers, utilities specialists, engineering techni
managers, engineers and incident response specialists.
incumbent will oversee the development of progra
responsible for the central cogeneratlon pla ctric and steam
systems This role will also perform c gic planning and
visioning for the most effective and re delivery of
operations and maintenance pro rvices.

Director, Facility and The Facility and Property S&fyce eports to the General
Property Services Manager of Infrastructure ni e position provides
direction and is actively ifg@lved ¥ the provision of building
operation and mainte ices, building construction and
renovation, proje ment, and property management. The
position is res e oversight of Procurement Services for
the City; lon ¢ planning related to land acquisition and
i anning of future facility needs including upgrades
ents of the City.

he Fagilities Engineer is a highly skilled individual who supports
novglon and installation projects. Renovation projects include
research and laboratories, office spaces, and classrooms.
Responsibilities also include equipment selection and installation.
Specifically, this position works with a complex team of professional

consultants. The position is required to work collaboratively and
exercise good judgment when supporting the Director of Facilities
; and Space Planning. This position also works closely with the Director

Facilities Engineer

of Facilities performing design and construction review, renovations,
relocations, furniture selection, installations, and move-ins. The
person fulfilling this position may also have other related duties as
assigned.
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Job Title Job Description
Workplace The Manager of Workplace Experience is responsible for the design,

Experience Manager development, and management of a Workplace Experience program
across a global portfolio. The position is responsible for planning,
developing, and implementing Workplace Experience deliverables
using the Workplace Management Framework and oversees t
execution of these deliverables in line with project plans. The @sitllin
develops a workplace experience strategy for programs oje
and leads the Workplace Experience track. The position
responsible for identifying and applying Organizat;
Management methodologies to drive required ch§gehis position
has no formal supervisory responsibilities; however, it nput
from all quarters, identifies the necessary r ces inc
disciplines required to execute the change.

Knowledge, Skills and Abilitigs

N to give him or her a
As sthiould be determined to ensure

ility managers can consult with HR

KSAs include the minimum competencies an individ
reasonable chance of being successful in a positi
proper job design and job description specificati

or people who perform similar work whegeslec n minimum KSAs required for a

@ deg

Ore, people skills and ability to work well in a

specific job. The only elements listed 3 d by consensus to be absolutely

necessary and difficult to learn quj

team could be rated higher tha because it is difficult to teach soft skills.

However, some technic ills re dvanced degrees or significant time to learn.

Job Title

Facility mana

pob titles carefully to reflect the amount of authority and job
on. While job titles vary by FM organization, IFMA has researched and
wing list of titles to indicate a position’s amount of supervisory duties:

sional/specialist — no subordinates

t supervisor — has subordinates, but none are supervisors
Section head — has subordinates who are supervisors

¢ Manager — has subordinates who are supervisors

¢ Director — has subordinates who supervise other supervisors
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§ IFMA

Work Coordination

Work coordination is an organization’s activities, policies, procedures and

practices designed to link individuals and units into a cohesive whole while
of tasks and

Management tasks

» Develop tactical plans, work assignments, schedules.

Leadership tasks

» Setexpectations

» Train staff to prioritize tasks/communicate needs

» Evaluate service outcomes

Work Coordination — Tools and b
Techniques

» Make most tasks routine

» Create a work management center

> Use work coordination technology

» Implement control procedures

» Coordinate work across functional boundaries

Work coordination — a demand organization'’s activigies, |
are designed to link the activities of its sub-units, tea ne

sa

The goal of work coordination is to organize hoWghe organization is going to meet the
needs of its customers and to turn plans int W \Work coordination is a “one-team”
approach, meaning that the FM organj sucgis depends on every team members'

contributions toward that success.

whole, while minimizing the overlap of individual

The management and lea rk coordination are like those of project

management, except t Is ongoing and involves the full set of FM activities,
including operations a ance and ongoing project work. Management tasks

include generating tactica , work assignments, and schedules. Leadership tasks

include setti tations, training staff to prioritize tasks, communicating needs, and

es.

s for work coordination may include the following:

most tasks routine — facility managers can avoid a reactive, crisis mode
thod of daily operations by emphasizing proactivity through prediction and
prevention, by screening service requests for priority, by criticality, cost or
complexity and by allotting part of each day for scheduled work and part for
immediate service response. Timely reaction to the unexpected will always be
needed.

e Creating a work management center — FM organizations typically have a central
point of contact for customers that may include a reception desk, phone line and/or
Web site where all customer requests and complaints are received, prioritized and

©2020 IFMA
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Facility

assigned in the form of work tickets or orders. Following service, the work
management center records feedback and submits chargebacks. Job rotation can
help reduce operator mental fatigue and help staff appreciate customer
perspectives.

¢ Using work coordination technology — work coordination technology can enable
the automated receipt of requests 24 hours a day and provide scheduling tools t
coordinate multiple tasks and projects.

¢ Implementing control procedures — control procedures are designed tg
that work and projects as a whole support the demand organization and @
conflict, for example, painting a wall just prior to its demolition.

e Coordinating work across functional boundaries — work coordin
internal departments can make service delivery seamless. It reguires lead
facility managers to establish shared accountability with the o departments and
to resolve conflicts.

Individual Performance Evaluations e

“What is measured is what is valued.” » Who evaluates?
» Leadership — FMs show — Direct supervisor reviews
leadership by discussing method performer.
selection with subordinates. — Performer conducts self-
» Best practice — use both evaluation.
qualitative and quantitative — Co-workers/customers review

measures performer, 3607 review,
combining many perspectives.

Individual Performance Evaluatig
(Continued)

Tools and Methods
Comparative techniques
» Ranking
» Forced distribution
» Absolute techniques
— Graphic rating scales
— Behaviorally Anchored

and team leaders use individual performance evaluations to determine
which subordinates have met their goals. If the employee’s measurable

e goals are directly linked to the FM organization’s strategic goals, performance

luations are one way to measure the degree to which strategy is being successfully
emented.

Facility managers provide feedback to subordinates and encourage them to make
corrections by supplying constructive criticism. Linking of performance appraisals to
rewards and recognition or penalties also provides incentives for improvement. Staff are
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more likely to perceive both recognition and constructive criticism of themselves and
others as fair and warranted when both facility managers and staff know when they or
others are underperforming, performing adequately, exceeding expectations or
overreaching their authority.

Facility managers prepare for annual evaluations by reviewing prior evaluations for trends
and assessing whether subordinates made corrections after prior feedback. While ann
performance evaluations are necessary, a best practice is to combine them with ot
methods to provide more immediate feedback directly to workers so they can ex f-
correction.

Facility managers strive to be objective and unbiased in evaluations. One wd tojlle

objective and minimize bias is to carefully select the right evaluation s and ods

and use them consistently.

Evaluation Methods and Tools

A number of methods and tools exist for evaluating )ity managers can show

leadership by discussing evaluation tool and metho subordinates to get
buy-in. At a minimum, facility managers inform w tRey will be measured so they can

succeed at what is being measured.

ys defined by an HR department.

ols chosen, a best practice is to measure individuals based on a mix of
sults measurements and qualitative assessments of behavior and

ools can be comparative or absolute. Comparative methods rank individuals by
ir performance levels relative to the rest of the team. Absolute methods specify
ta¥dards and assess individuals separately against these standards.
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Comparative evaluation tools include the following:

¢ Ranking — for each performance category, managers rank staff/contractors from
lowest to highest in performance. Ranking can be cumbersome in large teams or if
there are many performance categories.

nou

e Forced distribution — managers are given only so many “very good,” “good,”
“average,” rankings to hand out to all subordinates and must choose and use all
rankings. The method is difficult if members are performing similarly, for exam
all excellent.

Absolute evaluation tools include the following:

* Graphic rating scales — supervisors fill out a review form with a sc
to best for a number of high-performance categories, for example, team
customer satisfaction or initiative. A main advantage of using hic ratNgg scales
is their simplicity. Facility managers need to make a trade-off ep standard
forms that ease cross-comparisons and forms customi allow results
to be used in job analysis.

emble a list of

¢ Behaviorally anchored rating scales (BARS) —
The behaviors are
aracter, such as, "Could

observable superior and inferior job behavio r
specific examples that could be extended to e

be expected to give subordinates confid nd onsibility by delegating
important tasks.” Managers reduce the a to those that provide
differentiation and rank them. Use r examples helps reviewers rank more
reliably and helps guide meanin

Facility managers can also decide who erform evaluations. At a minimum, the

direct supervisor conducts an ev elf-evaluations may help some individuals to
improve. The most thor eva are 360° evaluations, which involve reviews by
multiple co-workers anf@icustong@rs. Involving more people, especially customers, can
increase evaluation time i re likely to avoid measurement bias and can positively

affect interrel ships between teams and customers because they have an additional

& IFMA

everal valid performance evaluation
reqie more time but affords the best chance of
d enhancing team relationships?
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Resolve Conflicts

Lesson Introduction

On completion of this lesson, you will be able to: \
e Identify best practices in resolving conflict through ur\“ t causes and
using principled negotiation.
This lesson consists of the following topics: ¢
e Discovering Conflicts &\

e Finding Root causes of Conflicts

¢ Negotiation Techniques

¢ Deciding When to Forward a Co

Conflicts occur due to misunderstandi nfuSlon about accountabilities, roles,
responsibilities, and work quality t occur between co-workers, organizational
departments, superiors bao ﬂ s, or the FM business unit and its customers and
stakeholders. Facility m@agers@@ho have developed trust with each party may be allowed
to mediate the dispute. "¢ llity managers may set themselves up as the official

mediator thr osition power and policy, effective conflict resolution requires personal

influence.

While a
ch
scal damage future working relationships.

and sometimes should be resolved through official organization
us of this discussion is to resolve conflicts informally before they require

me of the benefits that can be achieved by properly resolving conflicts include:

Work relationships are effectively maintained and/or restored, not damaged to the
point that they affect future work.

e Theinvolved parties come to mutual agreement on the outcome and commit to the
solution.
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e Work can continue as scheduled with little or no future interruption.

e Resolutions are accepted as fair and workable.

Discovering Conflicts

% § IFMA
Resolve Conflicts

Benefits Discovering Conflicts

Effectively analyzing the cause of a conflict To uncover conflict, facility
and finding a fair, workable resolution can  managers use observation

benefit the FM in a number of such as the following:
ways » Being sensitive to mood
» By maintaining and/or restoring work verbalinonverbal cues
relationships and preserving future » Investigating drops in
work performance levels as potential
» By encouraging the parties to come to signs of conflict.

mutual agreement on the outcome and
committo the solution

Resolve Conflicts (continued) ony

Benefits Discovering Conflicts

Effectively analyzing the cause of a conflict To uncover conflict, facility

and finding a fair, workable resolution can  managers use observation
benefit the FM in a number of such as the following:
ways: » Having regular conversations
» By allowing work to continue as with stakeholders.
scheduled with little or no interruption.
» By reaching resolutions that are
considered fair and acceptable. \

In order to resolve conflict, the facility manager R@ist 'ognize when conflict exists. Parties
in a dispute do not always come forward wi sues, facility managers use
observation techniques to discover that, lem Yists, for example:

/nonverbal cues of stakeholders

e Being sensitive to the mood
e Treating drops in or potential conflict red flags

e Having regular glnversati ith stakeholders

§IFMA

FM organization-to-stakeholder

conflict may be caused by

» Times of peak demand.

» Downsizing.

» Struggles over limited resources.

» One-dimensional organizational
goals such as short-term profit

» Insufficient project or tactical

» Poor understanding of roles and planning.

responsibilities. » Differing reaction to customer

complaints.
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!

Finding Root Causes of Conflicts o5

(continued)

Individual-to-Individual Conflict FM/Stakeholder Conflict

Conflicts between may M 1

stem from conflict may be caused by

» Conflicting interest for example, » Defensive reaction to customer
flaw in job design or policy. complaints.

» Organizational structure including, > Faulty facility managementor
matrix two-boss problem demand organization culture.

Uncertainty about one's futureor  » Greater misunderstanding due to

role. diversity.

Poor matchup of tasks/jobs versus

skills sets or confidence.

» Cultural differences in a diverse
workplace.

Once facility managers are aware of a conflict, they work to develop insight into ea
party’s perspective. Identifying the root causes of the conflict allows solutions to

v

v

problems and not just symptoms.

Listening to and genuinely caring about other people’s positions are the k
finding root causes of conflicts. As Stephen Covey relates in his Seve bits of

Effective People, one should seek first to understand before attempti be understood.
In other words, facility managers diagnose before prescribing e have no
confidence in a proposed resolution if they do not trust that % fully grasps the

problem.

eYtodm f
Ly

Note that parties may state one reas se of a conflict, but the true

cause may be deeper. For example, may complain about a technical
‘?ib conflict with another person
Facility managers who und @ he

reading nonverbal cu #%le to discern the difference between stated

ot cause is a personality issue.
s of behavior and are intuitive at

causes and ro au

Individual-to-individual an occur for many reasons, including:

e Poor work or missed deadlines

. ivid behavior problems

hip or management style

erstanding of roles and responsibilities

icting interests, for example, flaw in job design or policy
Organizational structure

Persons being uncertain about their future or role

e Poor matchup of tasks/jobs versus skill sets or confidence

e Cultural differences in a diverse workplace

©2020 IFMA
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Note that cultural differences may involve mannerisms or habits that are

considered accepted and effective in some cultures but may be offensive or
‘?ib misunderstood in other cultures. Facility managers should seek to understand

these differences but should not allow cultural differences to influence the

O

fairness of a resolution.

FM organization-to-stakeholder conflicts can occur for many reasons, includi

e Times of peak demand

¢ Downsizing

e Struggles over limited resources \
¢ One-dimensional organization goals such as short-ter

e Insufficient project or tactical planning

» Differing philosophies on management or Ie‘ers%

¢ Defensive reactions to customer complaints \

e Faulty FM or demand organization cult

e Greater misunderstandings due to

Poor communications and resulting mj tan s about other people’s positions is a

cause of conflict that if combined with e above factors, escalates the problem

considerably.

When determining the 0t Cause nflicts, facility managers may need to consider the
following points:

e Constructive versu nctional conflicts

e Howt ituational leadership

Is 0 flict

ive versus Dysfunctional Conflicts

ity managers who observe conflicts should differentiate between constructive and
unctional conflicts. Constructive conflict produces accord and useful results.
sfunctional conflict causes discord and reduces performance. Rather than producing a
climate that avoids all conflict, facility managers need to recognize that constructive
conflict is necessary for change.
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Constructive conflict qualities: Dysfunctional conflict qualities:
e People state their positions e Generates unnecessary delays
respectfully and try to win consensus e Engenders poor decision making
* People may criticize ideas, processes, e Self-interested

or technical approaches but refrain
from personal attacks on those who
disagree

e Follows a win/lose philosophy

It can take many forms, including op
hostility or passive-aggressive reamions t

the other party
;g leadership or

ership applies equally

» People rely more on facts and data
than on opinion to support positions

e People allow others to speak and
actively listen to their points of view

How to Apply Situational Leader

Situational leadership was introduced previously as a met
management styles to suit the needs of the situation¥ygtu
to conflict resolution.

Attempting to write a policy on conflict resoluti&§ th&@Rdvocates only one style of conflict

resolution is likely to fail in many situations: style, if used exclusively, can lead to

problems. For example, always going to, rior YN create a situation where the
th
Always resolving problems in fa eS@Retings could result in parties avoiding

superior is overloaded with issues an ubordinate cannot handle conflict.

reporting problems or h a that creates more discord.

In conflict resolution, sif@ationafadership may involve:

e Preventing conflic entifying potential conflicts and organizing to avoid them,
for ex ive project managers disciplinary position power.

les to resolve a conflict themselves when this is likely to empower
and lead to an acceptable outcome.

put from a superior.
e~to-face resolution.

uational leadership may involve dealing with employees whose actions include the
ing modes of conflict resolution as developed by Blake and Mouton. Note that some
these may be detrimental in many situations.

e Withdrawal — parties do nothing to resolve the conflict and avoid situations that
would reignite the conflict.
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Facility

¢ Smoothing — parties emphasize areas of agreement and downplay areas of
disagreement.

e Compromising — each party gives up on some things they want in order to arrive
at a position neither necessarily likes but is willing to accept.

e Forcing — a negotiator makes a decision in favor of one party or absent arbitration,
one party takes a win/lose hardline approach.

¢ Confrontation — parties confront the problem head on and work to resolve th
disagreement.

‘?ilj Note that principled negotiation is not included as an option by Bla
Mouton. Principled negotiation is discussed later in this t

0\
Levels of Conflict Q

Classifying the seriousn ac nvolves weighing two factors:
e Intensity level ofe corflict — intensity level is the likelihood of the problem to
disrupt task perf or team relationships.

| in resolution — difficulty level is the relative ability of the facility
der/individuals to create a lasting solution.

Finding Root Causes of Conflicts e
How to Apply Situational Leadership

ing, priority and resource conflicts tend to have a high intensity level but
orward to resolve for someone with management experience. Technical
to be of moderate intensity and moderate difficulty level in resolution.
conflicts are often lower in intensity but are usually high in difficulty of

lution.
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Discussion Question e

Two factors contribute to the seriousness of a conflict: intensity and difficulty to
resolve. Which of the following conflicts would likely be low in intensity but high
in difficuity?

A. Scheduling conflict

B. Conflictabout resources

C. Technical conflict

D. Personality conflict

B IFMA

Negotiation Techniques

Position-Based Negotiation Principle-Based Negotiation

The negotiating parties may take one  Fisher and Ury's alternative focuses
of two approaches: on principles or interests, not
» Soft negotiations positions

— To reach ,one party  » hould satisfy the
agrees to adopt the other long-term interests of both parties.
party’s position as the solution. » The process should be efficient

— This “soft” stand yields » The process should maintain or
agreement but may leave the increase a positive relationship
conceding party bitter. between the parties.

B IFMA

Position-Based Negotiation Principle-Based Negotiation

The negotiating parties may take one  How it works:
of two approaches: » Separate the people from the
» Hard negotiations problem.

— Negotiating parties seek awin  » Focus on interests, not positions.
for their side and a defeat for » Invent options for mutual gain.
the other. » Insist on use of objective criteria

— Both parties use aggressive
techniques such as threats and
pressures.

— They may alienate each other
in the process of reaching an
agreement that fails over time.

When situational leadership call flIS@$o be resolved through negotiation, the
facility manager and theg e could take one of the following tactics:

¢ Soft negotiati
agreement and

jes that adopt a soft negotiation technique, value
est of will to the extent that they disclose their bottom

iations — parties adopting the opposite hard negotiation technique
parties as adversaries to be defeated, so they insist on their position and
d concessions without giving any in return. Each party uses threats and
pN&ssure and misleads the other party. They reach an agreement but may alienate
the other party, failing in the long term.

efther of these positions is a win/win position, Fisher and Ury of the Harvard Negotiation

roject propose an alternative negotiation technique. They define soft and hard
negotiations as positional-based tactics, meaning that each party successively takes and
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gives up various positions that indicate what the party wants or appears to want while
deceiving the other party.

When in a unionized setting, facility managers must use a different style of negotiation,
collective bargaining:

¢ Collective bargaining — a process in which employees, through formal
representation, such as unions or guild, negotiate contracts with their employer
This allows the terms of employment to be clearly defined. This includes pay,
benefits, hours, leave, job health and safety policies, work-life balance and
This process is about creating labor peace and maintaining a reasonab
of living, thus becoming an integral part of resolving conflicts when
unions.

Fisher and Ury state that though these techniques may succeed at re
they do not meet several criteria for long-term gain:

e If agreement can be reached, the result should meet t e ds of both parties
as much as possible and should be long lasting, fair agd "@le irerests of the
community.

e The negotiation process should arrive at a so

e The negotiation process should maintain cre itive relationship between

parties.

the Harvard Negotiation Project
rincipled negotiation is an interest-

Since position-based negotiation fails thes
developed the technique of principled
based bargaining style based on sevef®

1. Separate the people fro
2. Focus on intere tp
3. Invent options utuglgain

4. Insist on use of ob) e criteria

Parties that a ivled negotiation see themselves as problem solvers rather than
s, meaning that they uphold the criteria for long-term gain mentioned
al in negotiations. They start by taking people and emotions out of the

ack the problem rather than each other.

le establish positions, their egos promote defending the position. The second
nge is to avoid taking positions at all and instead seek to generate mutual
urrstanding of each party’s interests. Rather than focusing on making offers or threats,
Isclosing or concealing a bottom line, they identify interests and do not take a bottom line
at all.
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Inventing options for mutual gain means that principled negotiators put little value in
compromise under the premise that pressure to reach an agreement can result in poor
decisions. They establish a time period in which to come to an agreement without pressure
and use the time to devise as many alternatives as possible to satisfy both parties’ interests.

Principled negotiators insist on the use of objective criteria, meaning that the terms of a
decision be based on something other than either party’s opinion. A reasonable stand

for the agreement must be decided upon, for example, the law, fair market value,
standards organizational culture or expert opinion. This turns the discussion fro
position to a discussion regarding what a fair standard for the agreement w

§ IFMA

Deciding When to Forward a Conflict

» Recognize the limits of their authority and their obligation to inform their
senior manager
» Formal conflict resolution options that may be dictated by policy

» Ensure that all d are properly

N\

ifficulty level of a conflict is too great,

When conflict resolutions fail or if the inten

uth
tated by policy. Other formal conflict

facility managers recognize the limits y and their obligation to inform their

senior manager, HR or legal departme
resolution options that may be d < ¢ icy include escalating an issue to two
managers at the same | party arbitration or resorting to litigation. When
formal conflict resoluti ed, facility managers ensure that all issues and

conversations are prope ented.
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Resolving Conflict

Activity Instructions eou

+ You will work individually for this activity.
* You will identify the conflict.
+ Explain how you would resolve the identified conflict

g §IFMA

Scenario
Conlflict Reflection

At Ethos Worldwide, the janitorial staff is split between union and non-union
team members, as well as in-house and outsourced staff. The job assignments
and roles of the janitorial staff are split by shift. Often, the communication for in-
house and staff takes pl This can
confusion regarding job f roles. A conflict

regarding a task that was not completed, and which shift is responsible for
completing the work. How would you work to resolve this conflict?

‘?ilj Read the following scenario. You will b Ntastruct'on for this

activity from your instructor.

Conflict Reflection

between union and non-union team members,
Q¥ 7. The job assignments and roles of the janitorial staff
unication for in-house and outsourced staff takes place
separately. This can som use confusion regarding job assignment and coordination of
roles. A confligaarises regarding a task that was not completed, and which shift is responsible
for completin . How would you work to resolve this conflict?

At Ethos Worldwide, the |
as well as in-house and
are split by shift. Often,

B IFMA

\Whatwere your key findings when completing this activity?
atare some other methods that can be used to resolve this conflict?
hatare some examples of conflict that you have witnessed? How was the
conflict resolved?
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Activity Sample Answer:

Meet with representatives from the union, and non-union staff. Be sure to include
someone from each shift. Ask that they take turns explaining the situation. Ask that

everyone be allowed to speak without criticism. Ask them to participate in 1) better
clarifying roles and responsibilities and 2) in suggesting ways to better coordinate work
across shifts and teams. Q
Key Findings w
e Jobs and roles not clearly defined Q
e Communication was poor and inconsistent between groups
e Conflicts were caused because work was not completed

Other methods that can be used to resolve this conflict

e Put monthly communication schedules in place

e Put measures in place to monitor the performance ofdie being done and
show this in a location where the public can sge it

e Teach floor managers supervisory skills, nego iﬂ conflict management
skills etc.
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Chapter Summary

B IFMA

Chapter Summary

Now that you have completed this chapter, you should be able to:

¥ Outline the individual roles within teams.

Apply best practices and management principles to maintain team
performance.

Identify the methods used to create a strong organizational structure and
teams for the FM function

Outline the facility manager's role in developing and supporting robust FM
policies, procedures, and practices that effectively support the demand
organization.

Chapter Summary (continued) By

Now that you have completedthis chapter, you should be able to
¥ Describe the tools used in clarifying and communicating responsibilities and
for staff and using proper job design and work

coordination.
Identify best practices in resolving conflict through understanding root
causes and using principled negotiation

©2020 IFMA Edition 2022, Version V2017PALS_1.2

All rights reserved
293 Printed on 100% post-consumer waste recycled paper



!

“

i

b\ I F M A IFMA's Leadership and Strategy Course

Progress Check Questions

1.

According to Tuckman's team life-cycle model, in what stage does a team form
factions and test their boundaries with their superior?

a. Forming
b. Storming
¢. Norming
d. Performing

What is NOT a characteristic of a high performing team?

a. Understanding their roles clearly
b. Having a clear vision of individual and team goals
c.  Prioritizing based on goals

d. Working well independently

*

What should be considered when scheduling a

Assign workers with more skills the bullgo

o 0 T 9
>
0n
Q.
«Q
>
=
o
=
~
)
=
(%]
3
o
=
D
[0}
Q
«Q
()
=
—+
(e}
@)
D

What guides the timi nd %l n oMprocesses and standards?

Policies
Procedures

a
b

c. Practiges
d. Cod ct

erzberg, which of the following job design strategies is the most likely
€'job satisfaction?

b simplification
Job enlargement
Job rotation

Job enrichment
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6. What is NOT a benefit to properly resolving conflict?

a
b.
C.
d

a

b
C.
d

a
b.
C.
d

9. What is NOT a quality of constructive c

7.  What is NOT an observation technique used to discover if a problem exists?
. Being sensitive to the mood and verbal/nonverbal cues of stakehol

. Having regular conversations with stakeholders. \
8. What is less likely to contribute to individual—to—individu%

Maintaining or restoring working relationships
Agreeing on outcomes to the solution
Interrupting and rescheduling work

Accepting resolutions are fair and workable

Treating drops in performance levels as potential conflict red flag
Weekly meetings inquiring if there are any conflicts.

Poor quality work or missed deadlines
Poor leadership or management style X 2

Poor understanding of roles and responsibj \
Poor communication with managers

a. People state their positions rgal try to win consensus.
b. People may criticize ideas @01 technical approaches but refrain from
personal attacks on th
c. Peoplerely m opl 0 support positions.
d. People allow d@ers tofeak and actively listen to these points of view.
10. What is a Negotiation Technique?

©2020 IFMA
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Chapter 4: Influence the Demand

Organization

Chapter Introduction

Chapter 4: Influence
the Demand
Organization

i rma

B IFMA

Chapter Objectives

On completion of this chapter, you will be able to

¥ Promote, encourage, and adhere to a code of conduct by serving as a role
model, enforcing codes, and exhibiting ethical leadership

¥ Outline best practices in developing and managing stakeholder
relationships.

v Apply sensitivity while needs of

group:

e Promote, encourage, and g
enforcing codes, and ex thi
e Outline best pr in @
e Apply sensitivit ile
Lessons

©2020 IFMA
All rights reserved

. te\ncourage and Adhere to a
d Manage/Oversee Relationships
Q . tand and Manage Compliance

ode of conduct by serving as a role model,

leadership

¥oing and managing stakeholder relationships.
itoring the needs of stakeholder groups.

Code of Conduct
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Promote, Encourage and Adhere to a Code
of Conduct

Lesson Introduction
On completion of this lesson, you will be able to: Q

* Promote, encourage, and adhere to a code of conduct by serving as

enforcing codes, and exhibiting ethical leadership
This lesson consists of the following topics:
¢ Codes of Conduct
e Enforcement
e Ethical Leadership
e IFMA Code of Ethics

i IFMA
Promote, Encourage and Adhere to a .
Code of Conduct
FM’s Role Benefits
The facility manager The facility manager and the organization
provides leadershiptothe  realize benefits when FM promotes, encourages
demand organization by and adheres to the code of conduct.
B and » FMb ki as ethical,
adhering to a code of responsible behaviors
conduct » FM is role model for others in demand
» Management task. organization.
Enforce code withinthe > FM's ideas are accepted as being in best
FM organization. interest of demand organization, employees
and community, not to advance personal
motives.

Promote, Encourage and Adher
Code of Conduct (continued)

FM'’s Role Benefits

The facility manager The facility manager and
provides leadershiptothe realize benefits when FM p)
demand organization by and adheres to the code of ¢
promoting, encouragingand  » FM helps create atmosphere
adhering to a code of consideration for diversity.
conduct

» Leadership task. Use
influence with extended
stakeholders to inspire
compliancewith code
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Facility managers lead the FM organization by promoting, encouraging, and adhering to a
code of conduct. While facility managers use their management authority to enforce a
code of conduct within the FM organization, they need leadership skills to influence all
stakeholders. A facility manager’s behavior can be a positive or negative influence on staff,
contractors, peers, clients, or other mangers. Facility managers conduct themselves with
integrity to ensure influence is positive. The IFMA Code of Ethics at the end of this topi

an example of the components common to many codes.

Some of the benefits achieved when a facility manager promotes, encourages, an
to a code of conduct include:

e Becoming the champion of ethical and responsible behaviors

e Serving as a role model for others in the demand organizatio

¢ Presenting recommendations and suggestions in the best i
organization, employees, and the community, but not

e e demand
Vv personal motives

e Encouraging a work environment recognizing culturaiftfe
sensitivities so that everyone feels safe at wo‘

\\
I3

es and individual

§ IFMA

Codes of Conduct
Purposes of Codes General Considerations
Codes of conduct and ethical » Codes may be a single document
statements are guidelines for behavior for an organization or separate
that promote: policy statements
» Professionalism, work performance — Gifts policy, hospitality policy

and personal integrity - Country codes for
» Excellence in customer service multinationals
» Harmony and collaboration » Codes may be bri ents of

» Safety and security principle or dg;
» Respect for persons and property

Codes of Conduciglcontinued)

Purposes of Codes

Codes of conduct and ethical
statements are lines for bel

~ Facility manager will enforce

organization-wide codes

~ Specific FM codes of conduct
must be consistent with
content, tone and strictness of
organization-wide codes.

dividuals Prone to Deception bl

Jgested tips to help individuals prone to deception:
» Engage them

» Improve workplace culture

» Reduce temptation

» Setan example

» Surround the employee with ethical coworkers

» Provide ethics training

©2020 IFMA
All rights reserved

Edition 2022, Version V2017PALS_1.2

299 Printed on 100% post-consumer waste recycled paper



)

| / N
\/ ]

“

' b\ I F M A IFMA's Leadership and Strategy Course

Codes of conduct, business principles, codes of ethics, or organization ethics statements
have open guidelines describing advisable behavior. They include requirements, written in
plain language, prohibiting other behaviors such as bribery and conflict of interest.

Ethical leadership is “the demonstration of normatively appropriate conduct, ethics that
seek to set norms or standards for conduct, through personal actions and interpersonal
relationships, and the promotion of such conduct to followers through two-way

communication, reinforcement and decision-making” (Brown, Trevino, & Harrison,

120). An example of normatively appropriate conduct is giving to charity may be
it is not ethically mandatory.

It takes great personal integrity and being a role model to influence others ® bdlogscious

of ethical behavior.? Without a formal code of conduct, it is hard to caavince em ees to

take ethics seriously.

*

? Codes of conduct or ethics statements are%&reated to employee and

contractor behavior. They lay out ethical d consequences for those who violate
them. They also promote:

Professionalism
- Work perfor e o
- Personal ifgegrity

e Excellence in cus rvice

collaboration

. ety covty
persons and property
s€ of assets
pliance with laws and organizational policy, procedure and practice

e Standards of attendance

e Harm

» Confidentiality

e Consistency

©2020 IFMA
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Codes of conduct or ethics statements serve as general guidelines for employee and
contractor behavior in order to promote:

¢ Professionalism
- Work performance
- Personal integrity
¢ Excellence in customer service

e Harmony and collaboration

e Safety and security Q
e Respect for persons and property
e Wise use of assets

e Compliance with laws and organizational policy, procedure an

e Consistency L 4
Most organizations develop their own code of cor@m es and contractors.

ich"are fundamental doctrines or
me organizations produce specific

Some organizations produce a brief set of princile

assumptions that set general expectation. ly,

rules written in detail to avoid exceptio

A code of conduct may be a single do r a Set of individual codes/policies. An

example of this type of policy is 0 r a hospitality policy. An organization doing

e Standards of attendance

e Confidentiality

business in multiple cou m ts code of conduct to reflect regional and cultural
values.

When facility managers codes of conduct, they ensure the codes are compatible
with the dem anization’s codes, are enforceable, and are not redundant. The facility

manager also re FM codes match the demand organization’s tone or level of

s may refer to items in the demand organization’s codes.

Most organizations have a specified ethics officer and/or ombudsperson with
clear responsibilities and reporting guidelines about the codes of conduct.
The facility manager might be the person in that role.
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Exhibit 4-1: What Should You Do?

What Should You Do?

What should you do if you see something unethical?

* Make sure you have the facts
- Your first step depends on the facts you gather.

e Report it to the right person

- If you believe an employee is doing something illegal or unethical,_b
manager’s attention first.

In an article written for Harvard Business Review, Tomas Chamorro-P zic, st ., “to

help individuals prone to deception, these tips are suggested:”

1. Engage the Employees — help the employees feel re e ensure they

understand they have purpose and value. Alienation nce lead to
antagonistic feelings and behavior.

2. Improve workplace culture — employees ar S ngage in unethical
behavior in an environment when valued agd#fes e d where the

organization expects everyone to be sel heir associations with others.

ikely to engage in deception with
nagers reduce situations where FM
ccess only to information and tools

3. Reduce temptation — employees
processes and procedures in pla
employees can be unethical b
they need to do their jobs

aining — ethics training should take place on an ongoing basis. It
ur employees need educating to understand corporate expectations.
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Enforcement and Ethical Leadership B

conduct state the benefits of compliance and the consequences of fa

The organization enforces ethical codes through management contro leadership

res/methods,
ontYol requires all new
the code and agree

ip. Further discussion

Enforcement of codes of conduct may lead to violators being reprimanded Q
terminated. In addition to outlining rights, duties, principles, fairness, and h@hor
!ure to co

influence. Management control includes general oversight an
such as a confidential whistle-blower hot line. Ideally, manag
employees to read the code and sign a statement att stin

to abide by it. Leadership influence takes the form o
on this is next.

Ethical leadership requires strong cgn on the part of all executives and managers.

It is the most effective way to mg 8 )zations to embrace codes of conduct.

Employees follow what . Without a strong commitment to ethics, leaders

may not provide the b ethical behavior. Therefore, leaders should incorporate
principles of ethics into th avior and characters, and into their decisions, goals, and

daily interactti

o practice ethical leadership, support the demand organization's code
s on ethics. Facility managers also promote ethical leadership by
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Facility

Assessing Ethical Impact of Decisions

When assessing the ethical impact of decisions, facility managers might integrate their own
values with those of the demand organizations and societal values. They may find most

ethical issues affect two levels of interaction simultaneously. They are:
e Personal impact — Relates to consequences and how a choice affects a person’
conscience.
e Interpersonal impact — Relates to how a choice affects or is regarded by
Therefore, when assessing the ethical impact of decisions, facility manager I

integrate their own values but also their demand organization and societal §lu

IFMA Code of Ethics

. § IFMA
The IFMA Code of Ethics .
behaviors, and actions of
all bers that relate to ethical acting within all areas of

IFMA. This document is a guideline and does not represent the entire

breadth of what constitutes good conduct and ethical behavior.

Purpose: To clearly set expectations so individuals will know how to act

ethically at all times. The code is designed to foster trust and mutual respect

among those working in IFMA and the facility management profession.
IFMA's C and Bylaws

Scope:
» This policy covers all volunteer leaders within IFMA. It also covers individual
member's behaviors when acting in any capacity of IFMA membership.
Individuals applying for and being accepted for membership in [FMA
implicitly agree to abide by the rules and regulations that goy
Association, which include these Code of Ethics statem
» Members are expected to comply with any and all sis
ethical guidelines that are prescribed by their emploj
» These statements work in concert with the IFMA St,
Conduct that are focused on the business operatiol
» Member expulsion from IFMA is only approved by

The IFMA Code of Ethics (continued) ~ * " Q ‘

he

ds of Business
tions within IF
of Directors.

The IFMA Code tinued) "™

Purpose: All IF] mply with the IFMA Code of
Ethics. Whel sponsibility to seek clarification
from IFMA.

Professionalis|

h respect when dealing with

sdlonal reputations. All members shall
e judged by the conduct of individual

ameans of
s and not personal aggrandizement.
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IFMA

Facility

The IFMA Code of Ethics (continued) ~ * ™

Confidentiality

» IFMA members shall not disclose, directly or indirectly, any confidential
information relating to IFMA business, staff or other IFMA members

» IFMA members shall be encouraged to share, within the bounds of
and propi Y, and
information to the membership
» IFMA members shall highest and
ethical behavior in their Association relationships. This includes, but is not
limited to, the use of mail lists, and

resources or any calls, contacts or working relationships outside of FMA.

The IFMA Code of Ethics (continued) "™

Conflicts of Interest

» Promptly disclose any known conflict of interest to related parties and use
any reasonable means to resolve such conflicts.

» IFMA members shall not buy or sell products or services at IFMA functions,
except at trade shows or displays established for that purpose.

Compliance with Laws

» IFMA members shall not b f race, sex, creed, age,
disability or national origin as it relates to their Association relationships
disch ility and that of my to

» gnize an: gemy
uphold all laws and regulations relating to IFMA activities.

The IFMA Code of Ethics (continued) ™

Responsibility to the Profession

» IFMA members shall abide by the C ion and Bylaws of the
Association and shall support the objectives of its strategic plan and show
respect in interactions with the interests of the Association.

» IFMA bers shall not engage in nor shall they
make any
authorized by IFMA, nor shall any member misrepresent their educational
ials or working i

The IFMA Code of Ethics (continued) ~ *™

Protection of Assets
» Indi who oversee assets shall apply the best available
knowledge and techniques to preserve assetvalue and integrity.

Fair Dealing

» IFMA members shall endeavor to deal fairly with other members,
competitors, vendors and employees. No member shall take unfair
advantage of anyone through X
or material facts or any other unfair dealing practice.

» IFMA members are responsy
companies considered contr

S B, with no implication that FM
agers shoul g lons. Because the code was written

e IFMA Code of Ethics, required reading for all IFMA members, is a good reference for
y managers. Exhibit 4-2 reproduces the IFMA Code of Ethics verbatim from the IFMA
bsite as of June 2014.
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Note:
This exhibit is an example of a code of ethics. It is not meant to imply facility

‘?ilj managers should adopt this code for their FM organizations. The IFMA Code Q

is for IFMA members and does not include some elements found in

employee/contractor codes of conduct. w
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Exhibit 4-2: IFMA Code of Ethics

IFMA Code of Ethics

Description: Statements concerning behaviors, perceptions and actions of all members that
relate to ethical compliance while acting within all areas of IFMA. This document is a guidelin
and does not represent the entire breadth of what constitutes good conduct and ethic

behavior.

Purpose: To clearly set expectations so individuals know how to act ethically at a Th

code is designed to foster trust and mutual respect among those working in

facility management profession.

Governing Authorities: IFMA’s Constitution and Bylaws

Scope:

ual member’s

Is applying for and
by the rules and

ade of Ethics statements.

e This policy covers all volunteer leaders within I[FMA. It als
behaviors when acting in any capacity of IFMA membership®
being accepted for membership in IFMA implicitly agrg

regulations that govern the Association, which igludé
e Members are expected to comply with any and
that are prescribed by their employer.
A

¢ These statements work in concert with the | dards of Business Conduct that are
focused on the business operation fun hin IFMA.
e Member expulsion from IFMA is o oved@®y the Board of Directors.

Purpose: All IFMA members are g Q comply with the IFMA Code of Ethics. When in
doubt, members have the k clarification from IFMA.

v.
A

ards and ethical guidelines
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Facility

IFMA Code of Ethics

Professionalism

¢ IFMA members shall treat each other with respect when dealing with matters that could
affect their professional reputations. All members shall recognize that the conduct of
individual members will judge the profession.

¢ IFMA members shall use IFMA membership as a means of professional developm
themselves and not personal aggrandizement.

Confidentiality
¢ IFMA members shall not disclose, directly or indirectly, any confidentia
relating to IFMA business, staff or other IFMA members.

¢ IFMA members shall be encouraged to share (within bounds of

proprietary) educational and professional development informati the membership.

¢ IFMA members shall maintain the highest professional st ical behavior in
their Association relationships. This includes, but is not ligit , ti¥e use of mail lists,
membership information and membership resources all® contacts or working

relationships outside of IFMA.
Conflicts of Interest Q

e Promptly disclose any known conflict of int&@st lated parties and use any reasonable
means to resolve such conflicts.

e IFMA members shall not buy or se cts
shows or displays established for 0SEY

Compliance with Laws

¢ IFMA members sh
national origin as i

ervices at IFMA functions, except at trade

ot disgr ate because of race, sex, creed, age, disability or
their Association relationships.

e Profession

shall abide by the Constitution and Bylaws of the Association and shall

IFMA members shall not engage in professional malfeasance, nor shall they make any
misrepresentation concerning professional designations authorized by IFMA, nor shall any
member misrepresent their educational qualifications, credentials or working experience.

Protection of Assets

¢ Individuals who oversee Association assets shall apply the best available knowledge and
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Facility

IFMA Code of Ethics

techniques to preserve asset value and integrity.
Fair Dealing

¢ IFMA members shall endeavor to deal fairly with other members, competitors, vendors
and employees. No member shall take unfair advantage of anyone through manip
concealment, misrepresentation or material facts or any other unfair dealing practi

Reporting of any lllegal or Unethical Behavior
¢ IFMA members are responsible to report the actions of individuals or c i

considered contrary to the Code of Ethics to IFMA.

I

IFMA shall follow standard procedures for the enforcement of this C
IFMA Board of Directors.

s appr&ed by the

Lesson Activity \¢

Ethical Approach to a Mo

Activity Instructions oh

Aneed for ethics exists in people’s business lives and personal lives. In this

activity, you need to:

» Look at two nari ethical dil

» Read the two scenarios.

» Consider both scenarios as you answer the questions in the space supplied
below.

B IFMA

ilemma within FM

Scenario one

e Ent of a multinational
enters in a developing country.
Ueveloping countries.

eloping country published many
's stated the pay and working
Pred exploitative. The newspaper also
een the company and the country’s

cenario one (Continued) g =1

Ethical Dilemma Scenario one
The newspaper was correct in its assumptions, which indicated someone within
the company fed them information. However, the company has rules prohibiting

from to persons. The rules also
prohibit contact with media except by authorized officers.

It comes to your attention a member of your department is the one at fault. The
employee learns you are aware of violation of the rules. The employee asks
you to keep it a secret because knowledge of it by managementwould lead to
the employee's termination.
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Facility

§IFMA

Scenario two

Ethical Dilemma Scenario two
You received a cash holiday gift from a construction manager contracted to
work on upgrades for your facility. Your company’s code of ethics prohibits
receiving gifts (cash, gift cards, etc.) from vendors or contractors. You consider
keeping the gift; however, this does not feel like the proper action to take.
Therefore, you report the cash you received to your manager. Then, the money
pays for an office pizza-party.

While there are many types of ethical and unethical dilemmas you might face as a f ilw

manager. Here are two different scenarios.
Once you have read each scenario, review the discussion points.

Ethical Dilemma Scenario one

You are an employee in the facility management department of a I@ogal demand
organization, which manages health centers in a developing pany boasts of

its partnership with developing countries.

Recently, the national newspaper in the developing t d many articles criticizing
the company. These articles stated the pay and worlks n f employees could be
considered exploitative. The newspaper also criticidgill the ' @randements made between the
company and the country's government for the @pa%@tion of profits.

The newspaper was correct in its assumpg indicated someone within the company
fed them information. However, the ¢ @ as @les prohibiting employees from disclosing
information to unauthorized pers s also prohibit contact with media except by
authorized officers.

It comes to your attent@n a meglber of your department is the one at fault. The employee
learns you are aware of ti f the rules. The employee asks you to keep it a secret
because knowledge of it b nagement would lead to the employee's termination.

. Your company's code of ethics prohibits receiving gifts (cash, gift cards, etc.)
rs or contractors. You consider keeping the gift; however, this does not feel like the
per action to take. Therefore, you report the cash you received to your manager. Then, the
y pays for an office pizza-party.
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Facility

. . . § IFMA
Discussion Question "

Whatexemplifies the creation of an ethical FM culture by leadership, rather
than by exercise of position of power alone?

Explaining to staff why an unpopular management decision was required by
the code of conduct.

Installing a "good conduct box” where staff can report ethical lapses.
Looking the other way when productive staff members violate the code of
conduct for business reasons.

Requiring new staffto read the code of conduct

om >

=]
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Develop and Manage/Oversee
Relationships

Lesson Introduction

& Frma

Develop and Manage/Oversee

Relationships w

On completion of this lesson, you will be able to:

e Outline best practices in developing and managing . r relationships.
¢ Apply sensitivity while monitoring the needs4f sta

This lesson consists of the following topic:

e Relationship Management
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For facility managers, stakeholders include:

Customers — Customers have high expectations regarding the usefulness, cleanliness, and
environmental quality of facilities. However, they may not think consciously about facilities
unless there is a problem. Customers may include tenants, occupants, employees,
contractors, visitors, and other building users.

Internal stakeholders — Internal stakeholders focus on economic gain, sustainability,
growth of production, and their facility’s needs. Internal stakeholders may includ
executives, boards of directors, individual departments or business units, em
shareholders, labor unions, work councils, and landlords.

Suppliers and partners — Suppliers and partners focus on economi
relationship building. Suppliers and partners include vendors, food s
telecommunications, and professional services (e.g., architectsgen ers, and
transportation and delivery services).

Indirect stakeholders — have expectations about oggani growth and profit, and
environmental and social impact. Indirect stakeholder a¥he community,
government inspectors, and utility suppliers.

Facility managers develop and manage relation these stakeholders by treating

each interaction as a long-term investmepti d the demand organization. In

policies.
e Thei cupants, service providers, and facility personnel plays a significant
du udget development or during the decision process about what services

[ICYes.

rganization’s needs receive consideration during development of plans or

The FM personnel and service providers gain prompt access to information during
the decision-making process. This gives them time to develop a strategy to
influence those decisions.

e Political factors are recognized and understood.
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Facility

Relationship Management BirMa

is the process of
to discover their needs, objectives, character and constraints as a basis for
creating long-term, mutually beneficial solutions for all parties.

&

Relationship management is the process of communicating with stakehold
their needs, objectives, character, and constraints as a basis for creating lon

1

mutually beneficial solutions.

The goals of relationship management include:
e Aligning with internal and external stakeholder needs.
e Seeing the big picture and contributing to the dem rdS@ization’s goals.

e Increasing supply chain integration or partn | gain.
e Creating loyalty and trust.

e Managing delivery of products and servi

e Verifying and improving quality.

B IFMA
Develop and Manage/Oversee
Relationships
Relationship managementis a pivotal role for facility managers.
FM managers have to operate at two levels:
> Strategic-tactical
» Operational
Facility Managers must ensure:
» Clients, customers and end-users are informed of the

their decisions with regards to provision of space ai
business risk.

» Corporate and regulatory compliance and proper of
of a building to create a safe and cost-effective envi

Relationship nt can be political, which refers to the process of sharing power by
s to have a degree of influence on decision making. This requires
lationships and seeking common ground with each stakeholder. Small
s remembering names, caring about others, and dealing fairly are basic

facility managers to excel at the political aspects of relationship

ity managers exercise leadership skills when they develop active relationships with
ternal and external stakeholders.
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Facility

Relationship management plays a pivotal role for facility managers, particularly for those
individuals in senior positions. As the discipline of FM evolves, facility managers operate at
strategic and tactical (operational) levels. An explanation of these levels follows.

At the strategic level, facility managers inform stakeholders about the potential impact of
their decisions on the provision of space, services, cost, and business risk. At the tactical

level, facility managers ensure corporate and regulatory compliance takes place. In

addition, facility managers ensure proper facility operation to create the best safe apd
effective environment in which the occupants can function. To achieve this, facilit
managers use their network of suppliers, contractors, staff, and environmen
create value-added solutions.

B IFMA

Managing Needs of All Stakeholders

Customers Suppliers and Partners
» They want: Useful, clean facilities » They want: Economic gain and
with high environmental quality. possibly long-term relationship
» They are: Tenants, occupants, building.
visitors or other building users. » They are: Vendors, food services,
professional services, architects,
transportation and delivery
services.

B IFMA

Managing Needs of All Stakeholders \
(continued)
Who are the FM's Stakeholders?
Internal Stakeholders Indirect Stakeholders
» They want: Economic gain; » They want: Organizational growth
sustainability and growth of and profits in some cases,
production and their own particular environmental and social impactin
facility needs other cases
They are: Executives, boards of » They are: Shareholders, the
directors,
units, labor unions or work regulatory inspectors and utility

v

councils, landlords. suppliers.

Managing stakeholder quires the facility manager to develop sensitivity to

stakeholder needs and

ns. Facility managers do this by asking themselves
be doing if | were in this stakeholder’s place?”

ise |eadership skills when they develop active relationships with
stakeholders.

W(¥the types of relationship management discussed in the balance of this
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Indirect Stakeholder
Relationship Management

Customer Relationship Internal Stakeholder Supplier Relationship
Management Relationship Management Management

= Managing = Establish/maintain long- = Benefits and risks of = Public relationship
expectations and term relationships closer relationships management
perceptions with suppliers

« FError recovery

* FMissues that
increase difficulty of
customer-service
orientation

Exhibit 4-3: Types of Relationship Management

Customer Relationship Managem

Customer Relationship Management b

Managing Expectations and Perceptions

Facility managers promote the following value proposition to guide customer
expectations and perceptions:

» Purpose

» Necessity

» Importance

» Results

» Costs !&
i i & IFMA
Customer Relationship Management Q

(continued)

Facility managers can apply customer service techniques to manage

expectations and perceptions by:

» Approaching, addressing and departing every customer encounter as if
these customers' concerns are their highest priority.

» Meeting or exceeding customer expectations.

» Distributing regular customer satisfaction surveys a uring that results
are analyzed and acted upon.

» Coordinating with other business functions.

©2020 IFMA
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Facility managers promote a value proposition to guide stakeholder expectations and
perceptions. This includes:

©2020 IFMA
All rights reserved

v.
A

Purpose — the purpose of FM organization'’s services is clearly expressed so that
stakeholders can evaluate them.

Necessity — facility managers market the necessity of their building operations
services.

Importance — facility managers link the necessity of services to stakeholder
perceptions.

Results — facility managers strive to understand what stakeholders
outcome of services should be. As a result of doing this, the FM can
expectations.

st

itive with the
evaluate

Costs — facility managers evaluate whether they are cost-co
outside FM market. They convey the results to their stakeh
how sensitive their stakeholders are to cost. They do t C
stakeholders value only lowest cost, while others are yalli
return for higher service, custom services, and fast

{\
O

accept higher cost in
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Exhibit 4-4: Applying Customer Service Techniques

Facility managers can apply customer service technigues to manage expectations and
perceptions by:

Approaching, addressing, and leaving every stakeholder encounter as if that stakeholder’s
concerns are the highest priority for FM.

Under-promising and over-delivering to customers so that stakeholder perception
expectations are consistently exceeded. However, overuse of this tactic could da
credibility of FM. Therefore, information given to the stakeholder should alw
as possible.

Distributing regular customer satisfaction surveys and ensuring results are analy nd acted

upon by providing feedback to survey providers.

Coordinating with other business functions.

Initiating Error Recovery PN

The goal of error recovery is to reduce the negative 0 or. In general,
stakeholders detect errors at once because of regl serWce delivery. Therefore, having
customer service techniques or procedures i facility managers engage in the

proper error recovery.

Following error recovery procedures |& ireases stakeholder satisfaction. One
procedure is to explain the error, A nd repair the error as quickly as possible.

Addressing Cust Orientation Challenges

Good customer service
stakeholders, whether serviC€ providers are internal or external to the demand

organization.

e providers may have difficulty providing customer service and
ships with clients in a highly bureaucratized organization. A

olution. Facility managers should determine the best way to work within this system to
ide good service to their stakeholders.
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Facility

Internal Stakeholder Relationship Management

Internal Stakeholder Relationship onu

Management

Facility managers handle internal stakeholder relationships in order to:

» Advocate for FM needs and priorities and gain a leadership position in the
organization.

» Get to know the people who make decisions (finance, IT, HR) and find out
what they need and how to support their needs.

» Demonstrate to other department that FM is open to support them and hear
their suggestions.

This is an opportunity to positively market FM.

i i §IFMA
Internal Stakeholder Relationship Q
Management — Best Practices
Best practices for mastering organizational politics include:
» Treating politics as a normal process for getting things done within a given
organizational culture rather than giving it a negative connotation.
» Thinking of politics as a straigl k of obtaining
organizational support for FM strategy and policy directions.
» Offering support where a need is seen before being asked.

» Asking for support rather than expecting it and expecting to be asked for
support in return. Give support if it is wise and ethical

» Letting others champion FM ideas as their own if it will increase the chances
of the idea being approved

Stakeholder management is the process of forming and

stakeholders who have an interest in FM services or w N
outputs. Stakeholders who feel involved are more%

rélationships with

I by its deliverables or
0 projects. They are in
better positions to understand changes or issue@as arise.

Facility managers handle internal stakeholde nships to advocate for FM needs and

i he ofanization. As part of marketing FM,
t e who make decisions (finance, IT, HR).
n support them and listen to their

When preparing to inte\git witilftakeholders, facility managers should review the FM
a

priorities, and to gain a leadership po

facility managers should get to kn
Facility managers should show F
suggestions.

organization’s communic nagement plan. This ensures they include the affected

stakeholder any applicable communication and use the right communication

style or included stakeholder group.

ty managers to keep an open line of communication with stakeholders
ing is running as smoothly as possible. Open communication allows

ers to learn how stakeholders view the facility. Open communication also lets
ers give recommendations for creating a more comfortable environment. Facility
gers should consider designing a system where stakeholders can easily send in their
inions and recommendations.
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Facility

Establishing and keeping long-term relationships is the primary goal for facility managers
in internal stakeholder relationship management. Best practices for facility managers to this
include:

e Treating politics as a normal process for getting things done within a given
organization.

e Thinking of politics as a straightforward leadership task for obtaining organizati
support.

e Offering support when a need is seen before being asked. s
. O

e Asking for support rather than expecting it and expecting to be aske
return.

e Letting others champion FM ideas as their own, if it increases the chance
approval of the idea.

Supplier Relationship Managemew

Supplier Relationship Management ‘

Value Propositions
In the relationship with To enhance supplier relationships, the facility
suppliers, the FM organization ~ manager promotes the following:
is the customer. » Communicate FM organization
» Taken together, perspective. Facility manager

managementof customer encourages supplier to communicate
and supplier relationships is purpose, necessity, importance, results,
called supply chain costs, risks of relationship to show
management. understanding of FM organization's
perspective.
Think long term. FM expects suppliers
to focus on meeting organization goals,
not on their own short-term objectives.

o 3 i B IFMA
Supplier Relationship Management
(continued)

Value Propositions

n the relationship with To enhance supplier relaf facilit
suppliers, the FM organization  manager promotes th
is the customer. » Seek mutual ber M and supplier

» The supply chain can arrive at mutuall ficial prices and

v

include both arm's length contract terms
relationships as well as long- partnership.

term partnerships. » Stay in touch. Fi

communicate frequi

head off potential prol

» Rationalize. Document p}

external relationship.

enWance supplier relationships, the facility
ager promotes the following:

Reward success. Reward successful
delivery of products and services.

» Recognize supplier contributions.
Praise supplier's contributions of
expertise and innovation

pplier relationship management assesses a supplier’s strengths and capabilities as they
relate to the assessing organization’s business plans. It includes developing relationships
with suppliers, vendors, and professional service providers to fulfill organizational goals,
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ensure mutual profitability, and build trust. For facility managers, it also means meeting
facility requirements.

To enhance supplier relationships, facility managers should incorporate the following best
practices:

e Have suppliers communicate their value proposition (purpose, necessity,
importance, results, costs, and risks) to show they understand the FM organizati
perspective and can meet their expectations.

e Work to ensure the strategic alignment of supplier and the FM organizatid
approach to conducting business and working toward mutually benefigall

e Arrive at mutually beneficial prices and contract terms to promote |
relationships.

e Conduct monthly performance review conversations to build
and take corrective actions as needed.

avoid problems,

e Document explicitly the facility manager’s reason for ing Wernal suppliers
instead of using internal services.

e Recognize suppliers who contribute expertis .

af n successful outcomes.
re nship manager to ensure success

processes and systems.

e Build supplier relationships to work with F

e Provide proper onboarding of the suppl
working within the organization's es

e Measure the supplier relationshi ger @performance and provide regular
feedback.
While some relationships with s @ do grow, other relationships grow as trust

develops. Building trust eq reased information sharing and use of negotiation

techniques to set priceqnd ar

ge contract details fairly for mutual gain. At the highest
levels of trust, long-term relationships may include collaboration and business

process integ . This might involve joint strategy planning or sharing of commonly

o reduce overall costs.

. This kind of partnership could shift to supply chain management.

ectively, supplier relationship management and customer relationship management
me supply chain management. To summarize its definition by Investopedia, supply

ain management manages the flow of goods and services. It involves streamlining
activities to maximize customer value and gain a competitive advantage in the marketplace.

In facility management, stakeholders, the FM organization, suppliers, and service providers
are links within the supply chain. Supply chain components are mutually interdependent.
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However, a weakness in any part of the supply chain results in risk which could impact
fulfilling an organization’s goals.

Benefits and Risks of Closer Supplier Relationships

Benefits oh

Benefits of closer relationships with suppliers include:

» Aligning objectives

» Improving resource planning and resilience

» Integrating budget planning

» Improving inputs to solution design by creating better understanding of
constraints, challenges, and processes

| IFMA

Benefits (Continued)

Benefits of closer relationships with suppliers include:

» Providing early access in the decision-making process to information so
facility personnel and service providers can develop a strategy to influence
decisions n a timely, cost-effective manner

» Providing a way in which service partners can suggest and/or share process

and give serious to those

» Increasing the relative value of the FM organization’s services through
security, 3
» Allowingrating suppliers based on level

Risks n

Risks of closer relationships with suppliers include the following

» Closer require larger

> Supplier failures are more closely linked to the FM organization

» The FM organization faces a greater potential of ethical conflicts.

» The FM organization could fail to consider more beneficial alternatives.

» Parties could forget that each organization has legitimate but different,
missionsand objectives

» The FM organization could rely too much on supplier advice:

» It may be more difficultto end a relationship that no longer aligns to both
organization's needs.

Benefits of closer relati S Wi pliers include:

e Aligning objecti

¢ Improvjng resource planning and resilience
. t planning
. nputs to solution design by creating better understanding of constraints,

eWand processes

ing early access in the decision-making process to information so facility
onnel and service providers can develop a strategy to influence decisions in a
timely, cost-effective manner

Providing a way in which service partners can suggest and/or share process
improvements and give serious consideration to those suggestions

¢ Increasing the relative value of the FM organization’s services through
confidentiality, security, sustainability, maintainability
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Facility

¢ Allowing rating suppliers based on satisfaction of service-level agreements
Risks of closer relations with suppliers include:

e Requiring closer partnerships with larger commitments

e Linking supplier failures more closely to the FM organization

e Facing a greater potential of ethical conflicts around supplier choice, if perceive
be based on personal or economic benefit to the FM organization

e Failing to consider more beneficial alternatives

e Forgetting each organization has legitimate but different missions a
e Relying too much on supplier advice

e Finding it difficult to end a relationship when it no longer alig ith org@@@¥ation

and supplier needs

Indirect Stakeholder Relationship ement

i IFMA

Indirect Stakeholder Relationship
Management

Indirect for facility may

include:

» Preparing a brief facility report as an addendum to the management
discussionand analysis section of the organization’s financial reports

» Presenting best practices at a facility management conference \
» Being proactive in { laws and
community reinvestment
Indirect stakeholders are individu

Facility find and capi to build public
i groups with indirect connection to a project
or a matter under discussion. C government are two types of indirect

stakeholders. Indirect s Ide nship management offers opportunities for
building public relation@Facilitgnanagement might do this by:

e Preparing a brief eport as an addendum to the management discussion and
analys tion of the organization'’s financial reports

actices at a facility management conference
tive in compliance with government laws and regulations

g FM success in sustainability, maintainability, energy reductions, or

unity reinvestment

ility managers can find and capitalize on opportunities to build public relations. For

ple, presenting at a conference is primarily an opportunity to gain and share
owledge, but facility managers could use it as an opportunity to simultaneously increase

the FM organization’s stature and the demand organization’s name. Public presentation

can have the side benefit of increasing facility managers’ communication skills.
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Facility

. . . § IFMA
Discussion Question "

Whatis generally considered the best way for facilities managers to approach a
conflict with an FM organization customer?

Immediately refer the issue up the chain of command for resolution.

Save the relationship by taking a *soft' stance and accept the customer’s
position as the solution.

Take control of the relationship by assuming a *hard” stance and ensure that

the problem is resolved without FM concessions
Negotiate to find a mutually beneficial resolution, even if that takes more
time than other approaches.

°© o ®>
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Facility

Understand and Manage Compliance

Lesson Introduction

# Fma

On completion of this lesson, you will be able to:

e Outline the importance of compliance with organizati everaging the

role of facility managers.
This lesson consists of the following topics: ¢
e The True Cost of Noncompliance
e Ensure Compliance with Corporate Socia onsiMMity Policies
Understanding and Management of o
Compliance
Facility managers ensure compliance with corporate social responsibility (CSR)
policies by exercising leadership and setting relevant FM organizational Q
policies, procedures and practices.
Benefits that can be achieved by ensuring compliance

» The organization’s goals of corporate citizenship are achieved

» The demand organization projects a positive image

» The facilit ion and its and are seen as
leaders in the area of social responsibility.

> how to the poll day-to-day
activities and decisions come from facility personnel

As a leader in the dema zation, the facility manager helps to ensure compliance to

policies, procggires, and regulations. This means the facility manager takes part in clearly

fits of ensuring compliance with policies include:

emand organization avoids cost due to noncompliance of policies.
The demand organization achieves corporate citizenship.

The demand organization projects a positive image.

e The FM organization and its personnel and contractors are leaders in social
responsibility.
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Facility

e FM personnel give recommendations about how to demonstrate the policies in
decisions and daily activities.

True Cost of Noncompliance o

Failure to comply has become more costly than ever for demand organizations.
« E ith business disrupti

+ Loss of use and productivity

+ Regulatory fees, fines, penalties and settlement costs

« Criminal charges

Facility Managers' Role in Compliance eou

Facility managers'role in compliance is to provide expertise in the following

areas:

» Ensuring that the facility meets standards related to policies, procedures
and regulations.

> those for i and to
consider facility-specific compliance measures.
» Ensuring and facility staff's ith all demand
policies, and through audits and
observation

Facility Managers' Role in Compliance "™

(Continued)

Facility managers' role in compliance is to provide expertise in the following

areas:

» If noncompliance is identified, document, take corrective action and
communicate findings.

» Continuously monitor compliance, offer guidance and influence decision
makers when compliance is related to the facility.

The cost of noncompli by dMemand organization can be extremely high. These costs

can result from:

e Expen jiated with business disruption

nd productivity

ees, fines, penalties and settlement costs

lance costs can exceed what the organization might spend to create awareness
enforce compliance measures. Ways to create awareness and enforce compliance
clude training and certification, hiring compliance staff, offering incentive programs,
communicating expectations and noncompliance consequences clearly, and taking
corrective action as needed.
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The facility manager provides compliance expertise in the following areas:

e Ensures the facility meets standards related to the demand organization’s policies,
procedures, and regulations

e Influences those responsible for compliance policies and standards to consider
facility-specific compliance measures

e Offers guidance and influences decision makers on compliance as it relates to t
facility

e Ensures and monitors facility staff compliance with demand organization fRlicI®
procedures, and regulations through audits and observation

e Documents and communicates findings, and takes corrective action
noncompliance occurs within the FM organization

e Reinforces, re-trains, and communicates expectations to facilit ff if

noncompliance occurs
Exhibit 4-5 provides an example of the cost of noncompliancg

Exhibit 4-5: Compliance Issue Example P'S .

As the following example shows, a company’s * age “d\..ues can deteriorate due to
noncompliance without cultural awareness ¢ d | ~cedures.

A large manufacturing company produces sig§
failed quality standards, or damaged o products. A contracted vendor removes
all the waste from the factory premise y. TMe contracted vendor must return any
rejected motors to the original e n nufacturer (OEM).

t quantities of rejected materials due to

Human resources (HR) r ymous tip, through the company whistleblowing
hotline, the rejected m not returned to the OEM. HR and Industrial Relations (IR)
launched a joint investi earn more about the situation. The investigation resulted in

the firing of three employe@$®ncluding the general manager.

Following the
stringe dit
before t

&
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§ IFMA

CSR Policies

» Itisimportant that the demand organization upholds its image by taking
responsibility for ethical and humane actions
» Corporate Social Responsibility (CSR) is the way in which companies
manage their business processes in order to have a positive effect on
society
» Facility managers must do their part in ensuring that employees, within the
FM organization Q

Corporate social responsibility (CSR) is a self-regulatory process based on many

regulations, government executive orders, government policies, and ess owwrers',
customers and societal expectations. This process exists to protect ment and
both the customers' and workers' rights, health, and safety. Th rk en refer to

employees within the organization and within the supply chad

Organizations voluntarily show their commitment to@ecia hronmental concerns in

business operations through corporate social respo

CSR involves the relationship of the organizatio |l its stakeholders. This may mean
ojelts, and environmental stewardship

d ethics.

community engagement, investment in out
through the aspects of sustainability, sog

A facility manager may contribute to suring the FM staff members follow the

associated policies and ethics. T ager may show leadership and set FM

organization policies, pr re actices to complement CSR policies. The facility

manager’s goals for so@l respgsibility in the FM organization might include

accountability for the b employees, contractors, and other stakeholders.

defines and delegates the CSR policy, while the facility manager and
usiness units enforce it.

rporate Social Responsibility Policies

A corporate social responsibility (CSR) or corporate citizenship policy meets or exceed laws,
regulations, and other guidance that apply to an organization’s activities. It is beneficial to
have an expert or legal review of the policy before implementation.
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Topics frequently addressed by a CSR policy include:
e Staff and contactor accountability for compliance

e Environmental stewardship, including reduction of greenhouse gas emissions,
reduction of the carbon footprint and transitioning to energy efficiency and clean
energy sources

e Sustainability life-cycle analyses and decision-making, based on both social an
environmental impact analyses
e Community reinvestment and use of local goods and services Q

e Charity and volunteering within the broader community and society,

The demand organization can integrate the CSR policy into its corporate strategill Cality

toim ent the

managers may include in the FM organization’s facility strategic plan

N
)

for a diversified global company.

CSR policy through facility management.

B IFMA

Ensure Compliance with CSR Policies

Sustaniceny et

CSR Policy Example

in the context of Company mission, vision, culture and values, its business
itable policies and procedures in accordance with local culture, laws and the
nvironment.

Policy

Z's Corporate Social Responsibility (CSR) Policy has a primary objective of providing
guidance to stakeholders, including employees, on the principles that direct the conduct of
XYZ business units. XYZ's business methods reflect its commitment to integrity and profitable
yet sustainable growth. The Company’s policies reflect its legal and ethical mandate to
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CSR Policy

continue promoting fair dealings with customers and competitors.

XYZ is a member of the FTSE4Good Index, an index that measures the performance of
companies committed to meeting globally recognized CSR standards through an annual

member compliance review. The index is a resource for investors who make decisions bas
part on an organization’s CSR policy.

Ethical Business Practices

Based on IFMA's Code of Ethics, what is a bad ethical business practice?

¢ Honest and fair dealings.

e Free and fair competition.

* Internationally recognized standards.
e Bribery and political donations.

Employees

XYZ's most crucial resources are its employees. XYZ "co

competitive employment environment with opportuni S
performance goals to advance and grow, subject usi

XYZ is dedicated to providing equal opportuniti ersons without discrimination as to
race, sex, national or ethnic origin, nationali age, age, disability, marital status, sexual
ased on performance, skills, competitor
wages and local fair market value for § pany has no tolerance for workplace

harassment in any form.

XYZ supports human rig ro Il of the Company’s global operations as dictated by
the UN Declaration andgilits appli nternational Labor Organization conventions. Hiring
policies prohibit the e mejl¥ of underage staff.

On a continualbasis, the Company briefs all employees and their representatives on all
pertinent sub business unit communication channels exist to allow employees to
voice thglavie cerns.

wing Policy provides guidelines for employees to confidentially raise
ethical behavior or legal compliance without fear of reprisal, with their own
XYZ headquarters or an independent external party.

vironmental Health and Safety (EH&S) Council

h®Company founded the XYZ EH&S Council, which is responsible for developing appropriate
andards and policies, procedures and practices, evaluating EH&S performance and
overseeing EH&S internal audits. This body is chaired by the Director of Human Resources and
has representatives from each operating business unit.
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CSR Policy

Environment

XYZ recognizes the environmental impact of its business units. Minimal compliance for all

business units is to adhere to all current applicable legislation in the countries in which they
operate. Beyond this, XYZ policy mandates that all principal manufacturing facilities be IS
14001 accredited and that business units operating within the EU comply with EU and
domestic waste management regulations.

XYZ is devoted to continual improvement in environmental sustainability, polluti
and resource efficiency, including raw materials, water, energy and packagi

XYZ participates in the Carbon Disclosure Project (CDP), an independent nofipr
organization with the largest global database of primary corporate cljgnate chan ata. The
CDP creates an environment in which carbon data can guide policy argg@nancial decisions.

XYZ's Paper Free Project, encouraging shareholders to accep
copies of future communications, dedicates a tree as a rewargf

rathier than paper

ch #senting response.

Charity S

XYZ supports responsible corporate citizenship by p le donations to a diverse
set of organizations and charities who champion ectan and nonpolitical projects. In the
countries in which XYZ operates, its goal is to u ble contributions to promote
development of healthy, educated, enterpri sustainable communities. The Company
encourages its business units to suppor s with financial and nonfinancial
donations related to health, educatio ods, including commercial sponsorship
and employee volunteering.

Policy Compliance

for CSR policy compliance and business unit managers
at the underlying policy commitments are enforced. The
Director of Human ResourceS; with the assistance of the Director of Facility Management, is
responsible f i integration and reporting to the CEO. XYZ's policies support the
businessgri d in this CSR policy document.

ing a Difference in CSR Policy

§ IFMA

M Making a Difference with CSR

fty managers can influence and ensure compliance with CSR policies by

ing CSR as the highest level of strategy for sustainability.

> Ensuring the FM organization operates as good stewards for the demand
organization

» Enforcing CSR policy within the FM organization and recognizing areas that
need improvement or corrective action.

and pecifi 10 CSR policy
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FM Making a Difference with CSR

Facility managers can influence and ensure compliance with CSR policies by

» Acting as expert for and in strategy
sessions.

» Drawing alignment between impact of facility on the demand organization’s
social and social plans or

» D SR through actions when engaging in projects
and the f the

> D with here possible.

As a leader, a facility manager should ensure compliance and help create a supportj
culture for the demand organization’s CSR policy. The facility manager should als
feedback and new ideas to the CSR office for their evolving policies. The facil
balit
e Ensuring the FM organization operates as good stewards for ’&wnd
organization
e Enforcing CSR policy within the FM organization and gaco8@&ing areas that need
improvement or corrective action
¢ Identifying and recommending fac'l'tyspeciﬁ‘xg to CSR policy
Q
cl

can influence and ensure compliance by:

e Recognizing CSR as the highest level of strategy for sustaina

e Acting as expert FM resources for executiy

e Drawing alignment between impact gf th
social and environmental resp ty, plans, or guidelines
e Demonstrating CSR commitm

a
onsibili 1
en
sustainability of the enviro ing understanding the challenge of climate
change and facilities sol reS@se greenhouse gases and shift to clean

energy

e Developing rela@nship$vith community members where possible

Identifying Ongoing Outreach Programs

IFMA's Leadership and Strategy Course

g part in strategy sessions

on the demand organization’s

ing in FM projects and promoting the

may work with locals to raise money and support charities and
community. These form part of the demand organizations community
. Training, resources in-kind donations (goods and services) and

some examples of support that might be provided by the organization.

gaging in Projects and Promoting Sustainability of the
ironment
he benefit of sustainability and green and energy efficient building and operations

practices in FM are well established. The beneficial effects of sustainability can be
quantified and presented as proof of positive effects on the bottom line.
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Facility

Through understanding the societal environmental challenges of climate change, and using
the principles of life-cycle cost (LCC), total cost of ownership (TCO) and circular economy,
the need for and benefits of sustainable practice become clear. Armed with the proper
financial and strategic planning tools, the facility manager can create long-lasting value to
the organization by developing, implementing and maintaining sustainable facility
practices. Increasingly, facilities managers are expected to be able to understand and
address environmental and social sustainability issues as part of their core job

responsibilities. This is why IFMA developed the Sustainability Professional crederQ
Advantages and Disadvantages of Promd§i

CSR Policy

B IFMA

Advantages Promoting CSR Policy

» Intrinsic benefits such as reduced health problems and lower risk of legal
liability and lawsuits.
» FM organization, staff and contractors being leaders in the area of social
and essential to of corporate goals
» The demand (or customer if
being considered a quality work environment for its employees.

» Improving the demand organization’s brand image.

» Improving the demand organization’s ability to access buyer short lists.

» The and occupiers the demand
organization in a positive light

Disadvantages of Promoting CSR B4

Policy (continued)

and social i be in times
of economic hardship for the demand organization

» Once policies become the accepted standard, they become expected and
are no longer differentiators. For example, energy reduction was once a
value and became a hygiene factor for new and retrofitted facilities

Exhibit 4-6 depicts the a s and disadvantages of CSR policies. It highlights the need

for the FM orggmaization to have a continual improvement culture.

Disadvantages of CSR policies may

Advant s of LR policies may include: '
include:

The discarding of environmental and social
responsibility policies by the demand
organization during economic hardship.

rganization, staff, and contractors viewed The policies becoming the accepted standard

leaders in social responsibility, and within the demand organization, and no
essential to achieving the demand longer viewed as differentiators in the
organization’s goals. marketplace.

The demand organization, or stakeholder’s

©2020 IFMA
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Disadvantages of CSR policies may

Advant f CSR polici include: | .
vantages o e L O

organization, seen as a quality work
environment

The demand organization’s improved brand
image.

The demand organization’s improved ability
to access buyer short lists.

The community seeing the demand
organization in a positive light.

Exhibit 4-6: The Advantages and Disadvantages of CSR P

This highlights the need for the FM organization to have a co ent culture.

See IFMA's SFP offering for more key information.

CSR Policy Analysis ‘\”
To ensure the policies lead to wise choices over g té¥m, facility managers should

analyze the advantages and disadvantages of asSkte tions when influencing CSR

policies for the demand organization, th ation, and the FM supply chain.

Facility managers should compare trags rnative methods because a less

“green” choice might be more sus the lifetime of the facility. The following

examples illustrate this.

In this example, policy ibased s and government issued codes. The policy can
specify the use of paintS@adhesji®s, and other materials having low emissions of volatile
organic compounds to re e root causes of indoor air quality problems. Assessing
alternate ma for their durability helps to decide whether an increased reapplication
rate increases petime emissions.

le indicates the policy can specify the use of natural materials such as
over nylon carpet to avoid formaldehyde. It weighs its use against the
o'use potentially harmful preservative products to delay decay or rot.

T@PfollOgng examples illustrate the policy may need to reflect a choice between

mpeting priorities.

When designing supply chain policy, facility managers may place higher priority on
local production or on fair trade products.

e Facility managers may set priorities between the use of local material production or
a local workforce, and the use of best available resources.
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e Facility managers may choose to move from fossil fuels to renewable energies as
the source of the energy to meet the organization's greenhouse-gas-reduction
commitments and requirements. This may include a transition to more
electrification instead of fossil fuel heating so renewable energies can be used.

Many natural and toxin-free materials and energy-efficient systems are
equally or more durable and maintainable than traditional options. Therefo®
‘?ib the only trade-off to consider is life-cycle cost, regulations, and green

gas emissions reductions. Even when added cost offsets energy
many years, facility managers may justify the expense by notin ion’s
environmental and social advantages.

. 3 & b} A
Discussion Question v

.
S

From an FM manager's perspective, which of the followingis a disadvantage of
corporate policies?

Employees are harder to recruit for organizations with a reputation for
promoting CSR

R policies tend to be intough
Promoting CSR policies makes the overall organization look like a bad
investment
D. CSR pol a culture

>

om

Discussion Question

Whatis the Director of Human Resources, with the assj of the Director of
Facility Management, responsible for?

A. Policy creation and analysis

B. Policy integration and reporting to the CEO
C. Policy enforcement and development

D. Policy identification and monitoring
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Chapter Summary

Chapter Summary

<

relationships.
+ Apply sensitivity to the needs of stakeholder groups.
¥ Outline the i f ith

ing the role of facility

Now that you have completed this chapter, you should be able to:
v Promote, encourage, and adhere to a code of conduct by serving as a role
model, enforcing codes, and exhibiting ethical leadership.

Outline best practices in developing and managing stakeholder

policies by

B IFMA
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Progress Check Questions

1.  What is true of codes of conduct?

a. Individual organizations’' codes emulate the IFMA Code of Ethics.
b. Multinational organizations generate a single code of conduct for all facilities.
c.  Principle-based codes of conduct can be brief yet effective.
d

FM code of conduct repeats items from the demand organization’s code

2. Members of IFMA follow the IFMA Code of Ethics. Refer to it to answer
What should a member do about an ethical choice not addressed by t

?

C

a. The member is free to act based on conscience, the only fac ethic

decisions.

b. The member extends the Code’s general guidelines ré®guidance.

c¢. The member makes a choice showing loyalty to the ge r's Manager.

The member acts in the best interests of the org

N\

Most managers and executives are ethi@l ers.

3. What best describes ethical leadership?

Immoral leaders cannot affect the tion’s overall ethical behavior.

a.
b.
c.  Amoral leaders flaunt ethics fo na rganizational advantage.
d. Most leaders must practice € erdp to be effective.
4. Based on IFMA's Cod fEt@t iS¥Pbad ethical business practice?

a. Briberyand p

ations.
Free and fair c

ent best describes a facility manager’s interaction with stakeholders?

facility manager should develop sensitivity to stakeholder needs and
expectations.
A facility manager should accept that stakeholder expectations rarely oppose one
another.
c. A facility manager should defer to the needs of a dominant stakeholder first.

A facility manager should recognize politics as the exception, not the rule.
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Facility managers promote a value proposition that communicates purpose, necessity,
importance, results, costs, and risks of customer relationship. What best describes what
the value proposition is meant to do?

Apologize preemptively to stakeholders for errors made.
Guide management of stakeholder expectations and perceptions.

a.

b- N
c. Define what quality means to the stakeholder.

d. Gather suggestions from stakeholders for facility strategy.

What statement is true about supplier relationship management?

a. Facility managers should keep an exit strategy for suppliers.

b. Facility managers pursue long-term relationships with suppligrs.
o

d

Closer partnerships relax supplier relationship efforts.
Supplier relationships have no impact on customer r

What is true of a corporate social responsibility policy.

a. CSR policy is strictly a codification of govern

t .
idgrx nagers are responsible
0

¢. The Triple Bottom Line can be use ement CSR policy.
gi r ation’s policies but not its business
omfance with a corporate social responsibility

Denounce dep anagers who do not uphold the CSR policy.

As laws regarding the environment are p
for getting all of them instituted in CS

CSR policy may require chan
model.

How can a facility magager
policy?

Restrat use of materials having volatile organic compounds.

a
b
C. inate employees who violated the policy.
d taff to suggest improvements in the CSR policy.
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Progress Check Question Answer Key

Chapter 1: Plan Strategically

Introduction to Strategic Planning w
W\

2. d

Align FM’s Strategic Requirements to Demand OrganizXio
Requirements

1. a

N\
Internal and External Factors Dri $

1. ¢
Develop a Facility Strat

Implement Strat UsBlg Tactlcal Plans

1. ¢ \
2. ¢ Q
Develop and Implement a Strategic Plammq

Deflnlng a ating Performance Requirements

2: Lead the FM Organization

roductlon to Leadership and Management

Theorles of Individual Behavior and Leadership

1. a
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2. b

Lead, Inspire, Influence and Manage the FM Organization
1. b

. C

2

3. b

a0
Advocate for Facility Management Needs and Priorities Q

1. a

2. C
3. b

Chapter 3: Manage the FM O ation

Develop Effective Teams . 3
\
Maintain Team Performance &
Organize and Staff the FM
1. b
Develop, Implem@ht an uate FM Policies, Procedures and
Practices

1.

C
Clarifyan
&flicts
. C

A\

4. ¢
5.

nicate Responsibilities and Accountabilities

o

o
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Chapter 4: Influence the Demand
Organization

Promote, Encourage and Adhere to a Code of Conduct

1.

o T o

2.
3.
4.

a
Develop and Manage/Oversee Relationships
1. a
2. b
3. a
Understand and Manage Compliance ‘\

1. ¢

2. d

Bibliography
4 Future Trends for Facility Man
https://www.steps

Alexander, K. (2012). Fa
Routledge.

American So uality (ASQ). ASQ’s Foundations in Quality Learning Series:

ifie ager of Quality/Organizational Excellence. Milwaukee, Wisconsin: ASQ,

nt, Jeffrey L. Campbell, Carol E. Farren, Christopher P. Hodges, Jon

ford, Scott Hulick, Diane H. MacKnight, Jon Martens, Anne M. Moser and James
P. Whittaker. The Business of FM. Houston, Texas: International Facility Management
Association (IFMA), 2006.

ICS (The Association for Operations Management). APICS Certified Supply Chain
Professional Learning System, V2.1. Chicago, lllinois: APICS, 2010.

©2020 IFMA Edition 2022, Version V2017PALS_1.2
All rights reserved 341

Printed on 100% post-consumer waste recycled paper



)

| / N
\/ ]

/,
(/
"\

)\ I F M A IFMA's Leadership and Strategy Course

“Asset Lifecycle Model for Total Cost of Ownership Management—Framework,

Glossary and Definitions,” www.ifma.org/know-base/fm-knowledge-
base/knowledge-base-details/asset-lifecycle-model-for-total-cost-of-ownership-
management.

Atkin, Brian and Adrian Brooks. Total Facilities Management, 3rd edition. Chichester,

United Kingdom: Wiley-Blackwell, 2009. Q

Averkamp, H. What is the difference between an accrual and a deferral? w
Retrieved from https://www.accountingcoach.com/blog/accrual-deferral Q

Averkamp, H. What is a Flexible Budget? Retrieved from
https://www.accountingcoach.com/blog/flexible-budget

Banos, G. (2016, January 5). How FMs Use Chargebacks in Today's Ch&
Workplace. Retrieved from https://www.iofficecorp.co Ws-use-

Belbin, R. Meredith. Team Roles at Work, 2nd edition. Burlj ;sachusetts:

chargebacks-in-todays-changing-workplace
*

Elsevier, 2010.
Blake, Robert Rogers, and Jane Srygley Mouton. T %nagerial Grid.
Houston, Texas: Gulf Pub. Co., 1978.
Bragg, S. (2019, May 18). Reversing Entrig

from

https://www.accountingtools.c8 at-is-a-reversing-entry.html
Bragg, S. (2018, December 13). S i cpreciation. Retrieved from
https://www.acc gt /articles/2017/5/15/straight-line-depreciation

le MBA, 4th edition. Hoboken, New Jersey: John

Bruner, Robert F., et al. Por
Wiley and Sons, 20

Carey, Raissa. ity Profession: A Report, an Idea and the Truth: An Interview

es Harrington,” www.qualitydigest.com/inside/quality-insider-
t-idea-and-truth.html.

.. and Ann K. Buchholtz. Business and Society: Ethics

Stakeholder Management, 7th edition. Mason, Ohio: South-Western Cengage
Learning, 2009.

oMins, J. C. (2001). Good to Great. London: Random House Business.
Cottrell, David. Monday Morning Leadership: Eight Monitoring Sessions You Can't
Afford to Miss. Dallas, Texas: Cornerstone Leadership Institute, 2002.

©2020 IFMA Edition 2022, Version V2017PALS_1.2
All rights reserved 342

Printed on 100% post-consumer waste recycled paper



IFMA's Leadership and Strategy Course '{ .!)\ I F M A

Cotts, David G., Kathy O. Roper and Richard P. Payant. Facility Management
Handbook, 3rd edition. New York: AMACOM, 2010.

Covey, Stephen. The Seven Habits of Highly Effective People. New York:Simon and
Schuster, 1989.

DeThomas, A. R, Derammelaere, S. A., & Fox, S. (2015). Writing A Convincing

,19

Fanelli, Richard F. and Kirt Miller. Planning and Project Manag : FMA

Business Plan (3rd ed.). Hauppauge, NY: Barrons Educational Series.
Elmualim, A. (2017). CSR and Sustainability in FM: Evolving Practices and

an Integrated Index. Procedia Engineering, 180, 1577-1584.
doi:10.1016/j.proeng.2017.04.320

FMLink. Chargeback Systems. Retrieved from
https://fmlink.com/articles/chargeback-systems/

Competency-Based Course. Houston, Texas: Internatj
Association (IFMA), 2006 ‘

¥y Management

Fisher, Roger and William Ury. Getting to Yes: Negotigki Without

Giving In. New York: Penguin Books, 199
Folkman, J. (2016, April 18). 5 Ways To Buil -Pefformance Team. Retrieved

n/2016/04/13/are-you-on-the-team-
ce-team/#4d0c6eb6f7ee?

from: https://www.forbes.com/si
from-hell-5-ways-to-create-a-
Friday, Stormy. Organizational D, or Facility Managers: Tracing the DNA
of FM Organizat @\ e MACOM, 2003.
Friday, Stormy and Da . Quality Facility Management: A Marketing and
Customer Service A ach. New York: John Wiley and Sons, 1995.

Ganti, A. (201

Budget Definition. Retrieved from
.nvestopedia.com/terms/b/budget.asp

, Bernard Mausner and Barbara Bloch Snyderman. The

tion to Work. New York: John Wiley and Sons, Inc., 1959.

eorge C. The Human Group. London: Routledge & Kegan Paul Ltd., 1951.
. (2009). Strategic Facility Planning: A White Paper on Strategic Facility

Planning.

©2020 IFMA Edition 2022, Version V2017PALS_1.2
All rights reserved 343

Printed on 100% post-consumer waste recycled paper



o;'i/i)\ I F M A IFMA's Leadership and Strategy Course

Facility

International Financial Reporting Standards. Why Global Accounting Standards?

Retrieved from https://www.ifrs.org/use-around-the-world/why-global-accounting-
standards/

International Partnering Institute. Internal Strategic Partnering. Retrieved from
https://partneringinstitute.org/internal-strategic-partnering/ Q
Investing Answers. Accelerated Depreciation. Retrieved from
https://investinganswers.com/dictionary/a/accelerated-depreciation Q
2

Jay, Glin W.a Leadership and Management: An IFMA Competency-Based Cou

r
Houston, Texas: International Facility Management Association (IFM¥®, 6.
Kaiser, Harvey H. The Facilities Audit. Alexandria, Virginia: The Associ

Education Facilities Officers (APPA), 1993.

iop of Hig

Kaplan, Robert S. and David P. Norton. The Balanced Scorecard@ulins'S@g Strategy
into Action. Boston: Harvard Business School Press,
Kenton, W. (2019, March 12). Historical Cost. Retrier ro
https://www.investopedia.com/terms/h/his a t.
Kotter, John P. and James L. Heskett. Corporate Qult nd Performance. New York:
The Free Press, 1992.
Lohrey, J. (2017, November 21). The F acili@Management. Retrieved from
https://smallbusiness.chro -facility-management-81598.html
Lyall, Angelo. “The Silent ersfMp: How Do You Lead?”

www.qualitydi
leadership.html.

@ side/quality-insider-article/silent-election-

Martin, David M The A-Z of Facilities and Property Management. London:

pphing, 2008.

Thoro

Mathis, t '\@nd John H. Jackson. Human Resource Management, 12th edition.

Westchester, lllinois: Pareto—Building Improvement, 2008.
iam Webster's Collegiate Dictionary, 10th edition. Springfield,
Massachusetts: Merriam-Webster Incorporated, 1994.

Models of Outsourcing. (2014, August 21). Retrieved from

https://theoutsourcedaccountant.com/blog/models-of-outsourcing/

©2020 IFMA Edition 2022, Version V2017PALS_1.2
All rights reserved 344

Printed on 100% post-consumer waste recycled paper



IFMA's Leadership and Strategy Course '..l)\ I F M A
==

Mullins, J. W., & Walker, O. C. (2013). Marketing Management: A Strategic
Decision-Making Approach. New York: McGraw-Hill.
New York University. Guidelines for Writing a Scope of Work. Retrieved from

https://www.nyu.edu/content/dam/nyu/research/documents/Contracts/guidelinesfo
rscopeofwork.pdf.

Peters, Lawrence H., Darrell D. Hartke and John T. Pohlmann. “Fiedler's Contingency

Theory of Leadership: An Application of the Meta-Analysis Procedures of
and Hunter.” Psychological Bulletin, Volume 97, Issue 2, March 1985.

Qayoumi, M. H. (2012). Benchmarking & Organizational Cha

Alexandria, VA: APPA.
i N nt. Retrieved
D463

m: Seven Measures of Team

Porter, Michael E. Competitive Strategy: Techniques for Analyzing Industries

Competitors. New York: The Free Press, 1980.

Price Waterhouse Change Integration Team. Better Change: Best Pra

Transforming Your Organization. Price Waterhouse, 1

Relationship management - The growing role of facj
from http://www.beconfident.co.nz/artic
Richards, Dick and Susan Smyth. Assessing
Success. Pfeiffer & Company, 19
Rondeau, Edmond P., Robert Kevin Paul'D. Lapides. Facility
Management, 2nd editio engew Jersey: John Wiley and Sons, 2006.
Savitz andrew W. The Tj®le Bottarr e. San Francisco: John Wiley and Sons, 2006.

Schein, Edgar H. OrganXgEongMulture and Leadership. San Francisco: John Wiley

, December 19). PM Helps Eliminate DM. Retrieved from
-//www_efficientplantmag.com/2017/12/pm-helps-eliminate-dm/
roades, R. L. (2007, April 01). Growing a Green Procurement Plan - Facilities

Management Insights. Retrieved from
https://www.facilitiesnet.com/green/article/Growing-a-Green-Procurement-Plan--
6491

©2020 IFMA Edition 2022, Version V2017PALS_1.2
All rights reserved 345

Printed on 100% post-consumer waste recycled paper



o;'gjb\ I F M A IFMA's Leadership and Strategy Course

Society for Human Resource Management (SHRM). SHRM Learning System.
Alexandria, Virginia:SHRM, 2009.

The Center for Organizational Design. Developing High Performing Teams.
Retrieved from http://www.centerod.com/developing-high-performance-teams/
Tieger, Paul D. and Barbara Barron-Tieger. Do What You Are. Boston: Little, Brown,

and Company, 2001.
Tobey, D. D., & McGoldrick, B. (2016). Needs Assessment Basics (2nd ed.). AlexandQ

VA: ATD Press.

Tuckman, Bruce W. “Developmental Sequence in Small Groups.
“Psychological Bulletin, 63(6), 1965.
Tuckman, Bruce W. and Mary Ann C. Jensen. “Stages of Small-Gro

Revisited.” Group and Organization Management, Vol. 2,

USDA. (2011). Quality Control Program. . g

v.
A

©2020 IFMA Edition 2022, Version V2017PALS_1.2
All rights reserved 346

Printed on 100% post-consumer waste recycled paper



IFMA's Leadership and Strategy Course ';':.i\ I F M A

Glossary

Abilities

The capabilities needed to succeed in the job position. Abilities are evidenced
through activities or behavior. Examples are adequate strength and stamina; an
being able to see colors, hear sounds, and smell odors.

Ad Hoc Teams

Form quickly to solve a specific problem and disband once the problem i ved.

X

Teams that are no longer needed are disbanded after a cf g0 address

Adjourning

lessons learned.

*

N

Annual reports to management stress the | ce of achieving the
organization’s mission. They highlight t Il environment (e.g., recession) and

Annual Facility Reports

challenges, financial and human res us nd facility accomplishments.

Autonomy

Measures the contro@Q'n setting schedules, choosing processes and

making decisions.

Behavioral ership Theories

Describgathe adership styles of managers rather than focusing on

method of comparing performance of commodities or services against
cOWtparable practices of other organizations or industries. It gathers performance,
uality and financial data and information on best practices from internal historical

trends or external FM organizations for comparison.
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Budget Constraint Assessments

Show how to best deliver the products and services in a proposed strategy.

Building Envelope

Proposed changes to roofs, exterior walls and weatherproofing, or windows.

Business Case Presentation

A political task because often facility managers need to cultivate relati
get buy-in from multiple levels of managers before a business case i

™

fo¥implementing

funded as a tactical plan.

Campus Plan

A detailed long- or mid-term set of specifications and sghe
elements of a strategic facility plan. ¢

Chain of Command
Chain of command is the decision-makin a of an organization. The

ust be involved in the authorization

hierarchy shows the number of job ley

of a decision. The depth or shallo he @krarchy may depend on the cost or
scope of the decision. Some o ' are relatively flat as only a few positions
are involved. Other orgza ti@uir ultiple levels of approval when making

decisions.

Character Ethic

Success is ro iversal principles including industry, integrity, humility,
patien irn@® and the Golden Rule. Principles are natural laws that are
[ ak; a person can fail to uphold them but cannot decide what the

ns s will be.

alition Power

direct control over behavior that channels an individual's obligation to a greater
collective interest into an obligation to the leader as a representative of that

interest.
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Coercive Power

The withholding of rewards or the threat of punishment to control others.

Collaborate on Decisions

Leaders avoid arbitrary decisions in favor of communicating and comparing or
contrasting the various perspectives to help individuals find solutions and to he
groups collaboratively determine a course of action.

Committees Q
Are formal teams that have an indefinite charter and a specific Tganizati

objective. Members are usually cross-functional and are often v teers.

Competency and Capacity Assessments Q
Measure the relative capabilities of staff or curreat cQ @ s'and their available

capacity for implementing the proposed strateg \

Competitive Gap

The competitive gap measures the vari een the FM organization'’s

performance, prices and offerings

Consideration (Employee-Cé

The leader’s behavion® focu helping individuals and groups fulfill their
emotional and social s 2Ch as by explaining decisions or mentoring their

careers.

Conti cy ries

Pr.

re is no one best way to manage or lead others and that the
ua uld influence managers’ styles.

ntrolling

e use of position power to provide a directing or restraining influence over
people and inputs, processes or outputs by observing, measuring or verifying them
through evidence or experiment.
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Delegation

A management decision to give one or more employees/ contractors full
responsibility for planning and execution of a task. The amount of supervision may
vary, but, at a minimum, the persons are responsible for achieving the

predetermined results and the facility manager is accountable for them. Q
Dependence &

Mental, emotional and/or physical reliance on others. Mentally it is re

"you” for example, “You are to blame”.

Difficulty Level in Resolution

The relative ability of the facility manager/team leader/i
lasting solution.

Emergent Q
Are the activities, interactions and sentiments@ members provide or
S

a

perform on their own initiative to accomplis

Empathize

Leaders reflect on the situatio C unicate with the person or persons to
show that they unders e 's T€elings and emotional investment in the
situation.

Employee/Contractor vement

A managem to engage employees/contractors on a regular basis in

kiron operations for their work areas

ment decision to give employees/ contractors a limited amount of
ision rights” or authority to make decisions and take actions within their areas
expertise without needing prior approval.

Expert Power
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The use of knowledge, experience or expert judgment to influence the behavior of
others who need the information or respect that expertise.

Extrinsic Reward

Are benefits given out by managers or other sources based on degree of success

general positive qualities.

Facilities Register

A comprehensive list of the organization'’s facility assets, including b

N

d assets within

grounds, infrastructure, equipment and furniture.

Facility Audits

Are thorough, periodic reviews that encompass all of the iC
a facility. Facilities audits follow a systematic process g and reporting on

s and FM service

conditions and functional performance levels of?ﬁ

programs. ‘
Facility Exterior

Proposed changes to parking, recre faci
Facility Interior Q
Proposed size or Iayo@ ubicles, enclosed offices, small and large

es, fences and signage.

meeting rooms, etc.

Facility Ma n

, Which are various site-specific options or recommendations

le business-driven decision making.

trategic Plan

ong-term facility plan encompassing an entire portfolio of owned and/or leased
ce that sets strategic facility goals based on the organization'’s strategic
objectives.

Feedback
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Facility

Measures the amount and timeliness of information provided to a worker relating
how well a task is done.

Formal Authority

The relative degree to which managers can use their position to exercise the “right Q
of command” to control subordinates. w

Formal Teams

Are officially designated teams headed by a manager and included irf |Je
organizational structure if a permanent team.

Forming

When a team is first formed, team members get to know an8@er and look for
a strong leader to unite the group. Members are con

presence and earning group acceptance. ‘\

Functional/Structural Models
Traditional hierarchical organizational st models that contain specialized
functions and use line manageme vertical chain of command for

n duc
each function :

justifying their

Functions

A list of business unit deprtments that make up the demand organization and
perform core work proc . Common functions include operations, human

resources, fi

rketing, and customer service. Functions can also be a list of
job po S,
de
I
e

!

"...#1 market share by 20xx.”

escriptions, and activities, that are assigned to a specific
rk unit.

nd result that should be achieved according to FM staff. Goals are expressed

piring terms and may include a deadline for achieving the results, for example,

Good Job Fit
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Jobs should have no more and no less responsibility and challenge than desired by
the person filling the job.

Hygiene Factors (Extrinsic)

The environmental work factors: pay, job security, work conditions, supervision,
coworker relations, etc. Successful delivery of hygiene factors avoids job

dissatisfaction but does not motivate individuals.
Independence

The ability to care for oneself mentally, emotionally and/or physically. Me

reflected in “I” for example, "I am responsible”. \
Individual Behavior Q
a@ to a given

stimulus or environment. ‘\
Influence

C
er.

us, Interpersonal skills and access to

itis

An individual’s general conduct or demeanor and lik

The ability to affect the actions, opinion isions of others indirectly rather

than through the direct use of positj urces of influence include

expertise, shared experience, affili
information or limited resour

rcagof influence include expertise, shared

experience, affiliationgatus, i rsonal skills and access to information or

limited resources.

Informal T

s that form as a result of personal influence or shared interests.
be positive or negative.

ability to access or control access to information.

itiating Structure (Job-Oriented Behavior)
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Facility

The leader's behavior is focused on helping employees understand their role,
setting goals for them, controlling work processes and performance, and enforcing
rules.

Inspiration

The ability to breathe life into or enliven the thoughts, emotions, hopes and act'sWQ
s

of others so that they become motivated and enthusiastic to accomplish t
set by the leader.

Intensity Level of the Conflict W
The likelihood of the problem to disrupt task performance or twﬁo hips.

Interdependence

To overcome the limitations of independence and to

and/or physical collaboration. Mentally it is refle r example, “"We can

Qgenta, emotional

do more together than separately”.

Qt'obw'th external teams and persons.

Relates to how a choi | af be regarded by others.

Intergroup Dynamics

The team forces that influence tea

Interpersonal Impact

Job Content

The primary f job satisfaction and promotes job enrichment as the best

meaningful content.

onsibility and effort.

b Enrichment

A vertical loading of higher-order motivating factors into a job, including
responsibility, freedom, growth opportunities, recognition and achievement.
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Job Enrichment

A vertical loading of higher-order motivating factors into a job, including
responsibility, freedom, growth opportunities, recognition and achievement.

Job Maturity (Able)

Is a person’s task-related skills/technical knowledge. w
Job Rotation Q
le

(0]

A horizontal loading of task variety accomplished by shifting workers{so
role, all similar in responsibility and effort. Job rotation providescross-tra
opportunities.

Job Satisfaction
High levels of job satisfaction have been indirectly lin igh levels of

performance, especially for professional jobs.

Job Simplification

A scientific job design approach that highly specified and directed work

and is appropriate for routine tasksgs
confidence. o
Just-in-Time (JIT)

A philosophy that use iaal improvement to reduce manufacturing waste,

ith relatively low skills or

minimize invgitory, and get to zero defects.

eeded to succeed at assigned tasks. Knowledge consists of key

cedufes required to carry out a task.

eddership

Guiding and directing others’ actions and decisions through one’s position power
and personal influence.
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Lean

A philosophy of minimizing time, assets and human resources involved in
production through simplification to keep only value-added activities, training
multiskilled employees, and automation.

Legitimate Power Q
The relative degree to which managers can use their position to exercise t t
of command” to control subordinates.
a%increases in
is r influencing others.
stioNgand reflect upon what they
hear.
Maintenance Roles
Focus on maintaining harmonbl ationships.

Market Potential Ga

Line Management

A vertical chain-of-command reporting relationship in which e

specialization as it gets lower in the hierarchy.

Listen and Understand

Listening makes leaders influenceable, which

Leaders actively listen to all perspectives, ask

The market potential is variance between the organization’s actual and

potential m t share.

. Positions with both a line and staff reporting relationship have a dual
rting relationship (i.e., two bosses).

otivation

The set of factors and influences that impel, direct and sustain individual or group

behavior over time.
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Motivation Factors (Intrinsic)

Are inherent qualities of the work itself: challenge, achievement, opportunity for
recognition or personal growth, etc. Successful matching of persons to the right
type of work can result in job satisfaction if hygiene factors are satisfied.

Needs Assessment

The process of identifying performance requirements and the “gap” betwe t

fv

ssessment

performance is required and what resources are available.

Needs Forecasting

A type of long-range forecast that is similar to conducting a ne
except that it involves analysis of trends and makes proj«@ii el®e strategic

planning horizon.

Norming L/
Teams begin to integrate and internal faction &is rse as confidence in the
team itself grows and members make compRaMIS. Team dynamics are tentatively

balanced, and members may value mai armony over task performance.

Opportunities

The FM organization’s QQ proVide competitive edge and ability to satisfy
the needs of the enti@a ion.

Organizational Design

The process and instituting an organizational structure that includes
the re , policies, procedures, and practices. The design assures the
ed to support the business unit’s strategy, size, desire for

onstraints, and operating environment.

anizational Structure

description of an organization’s formal power structure, including the hierarchy of
job positions within a department and the number of job positions per department.

The description is usually supported by charts.
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Organizing

Creating an appropriate delivery mechanism and structure for an organization to

‘19

coordinate its components into an interdependent system. Organizing includes
staffing, team building and resource gathering.

Outcome Measure

A set of lagging indicators (results measurements) is used to determine w
strategic objectives are satisfied. Outcome measures can be more ge
be applied to multiple strategic requirements. Outcome measures ar&als@icalle
key success indicators.

Own/Lease

Proposed changes to lease durations, changing from o

N

A set of leading indicators (predictive measUg@m ) is used to show how to

in ledsing, or vice

Versa.

Performance Drivers

achieve a given outcome. Because th ictive measurements, performance
io

drivers can be used to make cours hile work is in progress.

Performance drivers are usuall [ the business unit.

Performing

Teams develop group s they become fully integrated, well organized, and

committed t ationship maintenance. The result is strong productivity

improvemen ive problem solving that often requires no management

consequences and how a person’s own conscience will be affected by a
ce.

Personality Ethics

Success is rooted in personal human interaction traits of positive mental attitude
and behavior: personality, image and skills.
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Planning

Setting a direction for an organization in terms of goals, performance objectives,
policies, procedures and practices.

Principles

The character traits and values that the FM organization staff agree are the mos
vital for long-term success.

Process Q
Proposed changes to FM policies, procedures or practices. !

Process Power

The control over the means used to accomplish tasks as %metrics used to
determine success. Q

*

Producitvity Gap \
FM organizations can measure the variance :;t actual and desired internal

productivity, efficiency and effectiven

Programming Reports
Facility managers addr ro % ing ¥r other detailed technical reports to FM
staff/contractors but esentgnly an executive summary to executives/clients.

Project Teams

Are ad hoc f s that exist to complete a project.

Psygho turity (Willing)
ga ability, self-confidence and willingness to take on responsibility for the

ose

Purpose is what FM staff agree is the reason for the FM organization’s existence
within the demand organization, for example, enablers of success or ability to

innovate.
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Quality

Degree to which a set of inherent characteristics of an object fulfills requirements.

Quality or Best-Value Gap

FM organizations can measure the variance between actual versus potential oan

term costs from use of lowest-cost versus best-value purchasing and contractin

Rational Persuasion Q
h

The ability to present a goal and a way of realizing that goal to other§gas bt

desirable and achievable.

Real Estate Master Plan

A detailed long- or mid-term set of specifications and sghe fo¥implementing

elements of a strategic facility plan. ¢

Receive Trust \

Leaders who demonstrate respect, understaR@in d empathy may incrementally
be given more and more trust.

Referent Power

The desire of others to ss witWa source of perceived power.

Relatvie Gap

Gap analysis gan be useful for ranking competing strategic options because each

can be rated Il it reduces the gap per increment of time and resources

forn¥al authority to speak on behalf of an organization.

uired

Are set by the assigned tasks; by policy, procedure and practices; and by
organizational culture.
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Respect

Genuine self-respect is needed to gain the respect of others. Leaders show respect
to others by being neither biased nor detached. A genuine attachment to each
person’s perspective is a requirement for trust.

Reward Power

The use of rewards and promotions to control others.

Security Q
Proposed cameras, motion detectors, guards or access security.!

Self-Directed Teams

Are teams that have been fully delegated a task, meaning, tNg&th€¥ set their own

goals, manage the team internally, and serve custom
Self-directed teams can produce original and eff t have a high risk of
failure without a strong mission, boundaries a%a with the larger

organization.

rthan a manager.

Self-Interest Roles

Are negative roles that focus ozl interest over teamwork and, if left
unchecked, could destr, t in.
Service Program As@

Facility man s conduct service program assessments to determine if hard

services are
if soft

r satisfying facility and equipment maintenance needs and
adequate for satisfying occupant requirements.

alitf!management philosophy that involves thoroughly training certain staff to
tify and remove defects in processes.

kill Variety

The number of different tasks a job involves and the variety of skills and talents
required of the worker.
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Skills

The proficiencies needed to perform assigned tasks.

SMART Goal - Achievable

Means that the goal can be met using existing skills/assets. This perspective
answers the question “Is it attainable”?

SMART Goal - Relevant

Means that the goal directly pertains to the challenge being manage®p—tit it |

feasible and an optimal use of time/funds. This perspective ansyers the g lons
“Is it relevant”? and “Is it realistic”?

SMART Goal - Specific

Means that the goal is unambiguous, clearly Wrisen, IStent with business

unit and organizational objectives. This perspecti questions "Who"?
and "What"? ‘

SMART Goal - Time-bound

Means that the goal is grounded wy im me—not overly optimistic or
overly pessimistic, which can a

the question "When"?

Smart goals 0
A goal delibeggately set to be more challenging than SMART goals and usually
require oppo r risks to be realized favorably and/or a significant

performance. This perspective answers

rocesses or results as measured by improvements in quality,
cost.

designed to comply with the SMART concept or principle, which is useful in a
riety of applications such as goal setting and project management feasibility
testing.

SMART Goals - Measurable

©2020 IFMA Edition 2022, Version V2017PALS_1.2

All rights reserved
362 Printed on 100% post-consumer waste recycled paper



N~

IFMA's Leadership and Strategy Course '{.l
B

'IFMA

The goal can be tested to verify if it is satisfied.

Space Needs Assessments
The facility manager and team members conduct a space needs assessment to
determine whether current facilities have the capabilities required to implement th

proposed strategy or if current building systems, structures, interiors, exteriors
grounds need to be modified or replaced. Q

Span of Control

The number of subordinates directly reporting to a given manager. Too irect
reporting relationships can become problematic. A typical orgamal it on

span of control is five to seven subordinates per managev

A horizontal chain-of-command reporting relati [ d to cut across
f

Staff Management

multiple vertical chains of command. Staff ma lons could include

project management, human resources and

Storming

Once members get comfortable lace and understand tasks, members

t
ki
n team direction.

begin testing their boundarie referential status or informally recruiting

followers to support {##Eir opin

Strategic Plan

An outline o ction of an organization; it outlines broad, long-term,

d the methods and actions by which the organization will

ategic planning is a scheduled task that is performed periodically but has daily
ercussions on FM activities and on the level of value demonstrated by FM as a
strategic partner.

Strategic Purpose

©2020 IFMA Edition 2022, Version V2017PALS_1.2
All rights reserved 363

Printed on 100% post-consumer waste recycled paper



)

| / N
\/ ]

“

' )\ I F M A IFMA's Leadership and Strategy Course

To serve the needs of customers of the demand organization. Therefore,
understanding who those customers are and what their needs are forms the basis
for the entire organization’s strategic plans or corporate strategy.

Task Forces

Are ad hoc formal or informal teams created to resolve specific problems or as WQ

minor projects. Members may volunteer due to personal interest in the subg r
for career advancement.

Task Identity w
Measures whether the worker handles a portion of a task or a tmn start to
finish. Q

organization, the entire

Task Roles

Are focused on ensuring that the work is starte

Task Significance

Measures how much the task matters t

R

organization or society.

Technology

Proposed addition of soft r upgrades or new features for existing
software.

Total Quali agement (TQM)

ocess that includes an intense focus on the customer,
stakeholders, and quantitative methods for continual

ue Engineering

stematic approach to assessing and analyzing the user’s requirements of a new
asset and ensuring those requirements are met, but not exceeded. Value
engineering is needed because end users typically try to justify more requirements
than are truly necessary.
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Values and Beliefs

Defines the FM organization, for example, quality, organizational development or
customer orientation.

Virtual Teams

Include members who are not colocated but who work together using technolo

such as groupware (software that enables group decision making). Q
Work Teams
Are permanent formal teams that share a daily responsibility toporoduce ic

results. Work teams emphasize continual improvement and ma homogeneous

or cross-functional.
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Index

academic organizations, facility management strategies, 45
acting phase, 112
active listening, 183

active tools in needs assessments, 67
ad hoc teams, 213
analysis phase, 60

annual facility reports, 199
asset life-cycle model for total cost of ownership, 74
assigning work, 254 !

autonomy, 275

balanced scorecard, 37

behavior, 146 v
behavior theories, 146

behavioral leadership theories, 153 ‘\

behavioral theories, 151

behaviorally anchored rating scales (BARS), 281
Belbin Team Role Inventory, 219

benchmarking, 79

benefits of leadership skills, 4

best practices, 168

Blake-Mouton Manageri id, o
brainstorming, 78, 217

bsuiness case presentat 11

bubble diagrags, 72
budget const

ments, 69

onents, 54

ntralization, 242
of command, 242

ange management, 171

change, overcoming resistance, 174

change, stages of acceptance, 175

changing natural leadership/management styles, 181
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character ethic, 182
charismatic leadership, 178

churn rate, 249

client profiles, 46

coaching leadership, 177

coalition power, 141

code of conduct, 300

code of conduct enforcement, 303

code of conduct, ethical leadership, 303
code of conduct, IFMA Code of Ethics, 305
coercive power, 141

Collective bargaining, 289

committees, 213

communication techniques, 200
competency and capactiy assessments, 69
competitive strategies, 45

compliance, 326

conflict resolution, 283

conflict, and situational leadership, 286
conflict, forwarding, 290
conflict, levels of, 287

conflict, negotiation techniques,
conflict, root causes, 284

rporate social responsibility, policy analysis, 334
cO@pleadership strategy, 45

st of noncompliance, 326

customer perspective of balanced scorecard, 39
customer relationship management, 316
customer service orientation, 316
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customer-driven FM model, 250

data, in aligning strategic requirements, 44
decentralization, 242

decision-making processes in teams, 217
decline phase in product life cycle, 45

delegation, 166 Q
Delphi technique, 217
dependence, 182 Q

derived requirements, 65

develop a facility strategic plan/facility master plan, 92
develop effective teams, 213

developing leadership skills, 186

differentiation strategy, 45
employee/contractor involvement, 166
empowerment, 166

environmental scanning, 76 ‘
error recovery, 318

ethical leadership, 303

execution, measurement and feedback, 19

expert power, 141 §

external promotion, 195

(0 riggs personality types, 149

strategic partner role, 160

/

extraversion (E) vs. introversion
extrinsic rewards, 185

facilities audits, 35

facilities register, 34

facility manag

facility nefits of planning/implementing strategy, 12
facil rategy role, 12

cility strategic plan/facility master plan buy-in/approval, 102
facility strategic plan/facility master plan development, 92
facility strategic plan/facility master plan formulate strategy, 95
facility strategic plan/facility master plan validate strategy, 100
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facility strategic plans, 199
feasibility studies, 84

feedback, 275

Fiedler's contingency theory, 156
financial performance, 39
financial perspective of balanced scorecard, 39
FM organizational models, 250
FM organization's goals, 167
forced distribution, 281

formal authority, 141

formal teams, 213
functional/structural models, 244
functions, 238

gap analysis, 82

government organizations, facility management strategies
graphic rating scales, 281 4
growth phase in product life cycle, 45 \
hard negotiations, 288 ‘
Hersey-Blanchard's situational leadership th 2
Herzberg's motivation-hygiene theory,

hygiene factors, 149

IFMA Code of Ethics, 305
IFMA FMP Credential Prg , o
independence, 182

shj

indirect stakeholder rel
individual beh
influence, 13

anagement, 323

ior, 146

piration, 139
inggprdependence, 182

tergroup dynamics, 217
internal business process perspective of balanced scorecard, 40
internal promotion, 193
internal stakeholder relationship management, 319
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Facility

internal strategic partner, 159
intrinsic rewards, 185

job characteristics model, 274
job description, 275

job enlargement, 274

job enrichment, 274

job maturity, 152

job maturity (able), 152

job rotation, 274

job simplification, 274

job title, 277

judging (J) vs. perceiving (P), in Myers-Briggs personality types, 150
just-in-time (JIT), 171

knowledge, skills, abilities (KSAs), 277
labor union, 165

leadership, 139

leadership role of facility manager, 162

leadership styles, 176 ‘
leadership theories, 151

leadership, devoting time and resources

lean, 171

lease-versus-own analysis, 80

legitimate power, 141 o

line vs. staff managemdiit, 244
listening, 182

make-versus- variants,

management

rketing the FM organization, marketing techniques, 197
eting the FM organization, reports, 199
aslow's hierarchy of needs, 148
matrix models, 244
maturity phase in product life cycle, 45
mission statement of entire organization, 14
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mission statement of facility management organization, 29
motivating teams, 223

motivation, 146

motivation factors, 149

motivation theories, 146

multinational FM model, 251

multiple locations, region- or division-led FM model, 251
Myers-Briggs personality types, 149

needs assessment, 66

needs assessment, tools, 67

nominal group technique, 217

nonverbal information, 182

office manager FM model, 250

one location, multiple sites FM model, 251

one location, one site FM model, 251 :
organizational culture, 14 ‘
organizational design, 238 \

organizational development (OD), 166

organizational structure, 238
organizational structure, assessing, 239
organizational structure, centralizatio lizdfon, 242
organizational structure, chain of, kspan of control, 242
organizational structure, i turar vs. matrix models, 244

ure, spatial differentiation, 248
ture, standardized vs. specialized services, 249

tcome measures, 37

owgred vs. leased property, 248

assive tools in needs assessments, 67
performance drivers, 37

performance evaluations, 279
personal influence, 141
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personality ethic, 182

Plan, Do, Check, Act problem-solving model, 170
planning, 139

planning phase, 92

policies, procedures and practices, 259

policies, procedures and practices, advantages and disadvantages, 265 Q
policies, procedures and practices, audiences, 263
policies, procedures and practices, evaluation and change process, 267 Q

policies, procedures and practices, implementation and compliance, 261

policies, procedures and practices, writing, 260
position power, 141

position-based negotiation, 289
positive reinforcement, 183

Principled negotiaton, 290

process power, 141 :
product life-cycle, 45 ‘
programming, 65 ‘\

programming reports, 199

programming, needs assessment, 66
programming, needs forecasting, 70
programming, requirements analysis @ iati@n, 71
programming, requirements mod
programming, strategic \ @
project planning, 255
project teams, 213

psychological gaaturity (willing

| estate master plan, 17

mendations and approvals, 83
engineering, 171

referent power, 141

relationship management, 314

relationship management, customer, 316
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relationship management, indirect stakeholder, 323
relationship management, internal stakeholder, 319
relationship management, supplier, 320

relocation, 249

reports used in marketing FM organization, 199
representative power, 141

requirements modeling, 72

resolve conflicts, 283

responsibilities and accountabilities, clarify and communicate, 271

responsibilities and accountabilities, clarifying/communicating, job/positio
275

responsibilities and accountabilities, clarifying/communicating, level

responsibilities and accountabilities, clarifying/communicatinggpoe a valuations,
responsibilities and accountabilities, clarifying/communicajg rioordination, 278
reward power, 141 ‘
root cause analysis, 170 \
scenario alternatives, 83 ‘
scenario planning, 79
scheduling, 254
self-directed teams, 213

countability, 271

sensing (S) vs. intuition (N), in M ersonality types, 150

service organizations, faci nt stfategies, 45
service program assess
silo effect, 246

situational leadership, 152,

six sigma, 17

an of control, 242
spWal differentiation, 248

andardized vs. specialized services, 249
stay/move analysis, 81

strategic business plan of organization, 32
strategic creative analysis (SCAN), 77

©2020 IFMA Edition 2022, Version V2017PALS_1.2

All rights reserved 373

Printed on 100% post-consumer waste recycled paper



)

“
\

[ N

)\ l F M A IFMA's Leadership and Strategy Course

strategic facility plan/facility master plan change process, 101
strategic objectives, 16

strategic partner role of facility manager, 160

strategic partnership, 159

strategic plan, 11

strategic planning, 11, 14

strategic planning, analysis phase, 60

strategic planning, benchmarking, 79

strategic planning, brainstorming, 78

strategic planning, feasibility studies, 84

strategic planning, gap analysis, 82

strategic planning, make-versus-buy variants, 80
strategic planning, programming, 65

strategic planning, recommendation and approvals, 83

AY

strategic planning, scenario alternatives, 83

strategic planning, scenario planning, 79 4
strategic planning, statement of requirements, 82 \

strategic planning, SWOT analysis, 75
strategic programming, 65

strategic purpose, 16

strategic requirements, 23

strategic requirements, aligning f, ! tire organization’s (Understanding phase of

strategy life-cycle mo 4
strategic requirements, llalanc corecard, 36
strategic requirements, t iles, 46

strategic requiggments, comprehensive data for organization, 45

strategic requ efining facility management mission and vision, 29

ts, defining purpose, success and objectives, 42

nts, facilities register/audits, 34

irements, gathering data, 44

quirements, mission statement of facility management organization, 29
ategic requirements, mission, vision, value and culture of demand organization, 28
gic requirements, strategic business plan of demand organization, 32

rategic requirements, vision statement of facility management organization, 30
strategy, 12

Strategy formulation, 95

strategy life-cycle model, 20
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stretch goals, 184

success criteria, 43

supplier relationship management, 320

SWOT analysis (strengths, weaknesses, opportunities, threats), 75
tactical plan, 18

tactical plan types, 119

tactical plans, 118, 199

tactical plans, approval/funding, 117

tactical plans, business case development, 115 Q
tactical plans, business case presentation, 117
task forces, 213 !

task identity, 274
task significance, 275
team behavior theories, 219

team inputs, 215 :
team life-cycle model, 214 ‘

team outputs, 218 \

team processes, 216 ‘
team types, 213

teams, communication networks, 218

teams, decision-making processes, 21

teams, evaluating, 225

teams, intergroup dynami 10
teams, motivating, 223
teams, rewards, 223

theory x and y 147
thinking (T) v
tools u in n assessments, 67
ement (TQM), 171
adership skills, 186

, in Myers-Briggs personality types, 150

al leadership, 178

nsformational leadership, 178

ugerstanding phase, 24

alue engineering, 18

virtual teams, 213

vision statement, 14

vision statement of facility management organization, 30
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work teams, 213

workflow diagrams, 73

IFMA's Leadership and Strategy Course

©2020 IFMA
All rights reserved

Edition 2022, Version V2017PALS_1.2

Printed on 100% post-consumer waste recycled paper



IFMA's Leadership and Strategy Course "\

©2020 IFMA Edition 2022, Version V2017PALS_1.2
All rights reserved 377

Printed on 100% post-consumer waste recycled paper



©2020 IFMA
All rights reserved

378

IFMA's Leadership and Strategy Course

Edition 2022, Version V2017PALS_1.2

Printed on 100% post-consumer waste recycled paper



	IFMA Credentials
	About IFMA Credentials
	Facility Management Professional (FMP) Program
	Course Overview
	Course Audience
	Course Chapters
	Course Objectives
	Course Introduction
	Facility Management (FM)
	Role of Facility Managers as related to Leadership and Strategy
	Benefits of Having Leadership Skills
	Chapter 1: Plan Strategically
	Introduction to Strategic Planning
	What is a Strategy?
	Understanding the Demand Organization's Mission, Vision, Values and Culture
	Strategic Planning Overview
	Strategy Life-Cycle Model Overview
	Lesson Activity

	Align FM’s Strategic Requirements to Demand Organization’s Requirements
	Understanding Phase
	Mission and Vision
	Inputs Related to Aligning Strategy
	Processes Related to Aligning Strategy
	Outputs Related to Aligning Strategy
	Aligning FM Strategic Plan to the Demand Organization's Strategic Plan
	Lesson Activity

	Develop and Implement a Strategic Planning Process
	Analysis Phase
	Inputs
	Processes
	Outputs

	Internal and External Factors Driving FM
	Monitoring Internal and External Factors
	Identifying and Pursuing Best Practices
	Lesson Activity

	Develop a Facility Strategic Plan
	Planning Phase
	Inputs
	Processes
	Outputs
	Lesson Activity

	Implement Strategy Using Tactical Plans
	Acting Phase
	Inputs
	Processes
	Outputs
	Lesson Activity

	Defining and Evaluating Performance Requirements
	Defining Performance
	Establishing Priorities
	Measuring Performance
	Evaluating Performance
	Lesson Activity
	Progress Check Questions


	Chapter 2: Lead the FM Organization
	Introduction to Leadership and Management
	Leadership, Inspiration and Influence Terminology
	Position Power versus Personal Influence

	Theories of Individual Behavior and Leadership
	Introduction to Leadership Theory
	Individual Motivation and Behavioral Theories
	Leadership Theories

	Lead, Inspire, Influence and Manage the FM Organization
	Strategic Partnering
	FM's Strategic Partner Role
	Leadership Roles of Facility Managers
	FM Organization's Goals
	Styles, Methods and Tools
	Lesson Activity

	Advocate for Facility Management Needs and Priorities
	Communication Planning
	Marketing the FM Organization
	Tools and Methods for FM Advocacy
	Lesson Activity
	Progress Check Questions


	Chapter 3: Manage the FM Organization
	Develop Effective Teams
	Tuckman's Team Life-Cycle Model
	Team Types
	Team Life-Cycle Model
	Inputs, Process and Outputs of Teams
	Team Behavior Theories
	Motivating Teams

	Maintain Team Performance
	Managing Team Performance
	Quality Assurance
	Lesson Activity

	Organize and Staff the FM Function
	Organizational Design and Structure
	FM Organizational Models
	Selecting Organizational Structure
	Staffing
	Assignments and Scheduling

	Develop, Implement and Evaluate FM Policies, Procedures and Practices
	Examples of FM Policies, Procedures and Practices
	Writing Policies, Procedures and Practices
	Implementation and Compliance
	Audiences
	Advantages and Disadvantages
	Evaluation and Change Process

	Clarify and Communicate Responsibilities and Accountabilities
	Level of Accountability
	Job Design and Job Description
	Work Coordination Tools and Techniques
	Individual Performance Evaluations

	Resolve Conflicts
	Discovering Conflicts
	Finding Root Causes of Conflicts
	Negotiation Techniques
	Deciding When to Forward a Conflict
	Lesson Activity
	Progress Check Questions


	Chapter 4: Influence the Demand Organization
	Promote, Encourage and Adhere to a Code of Conduct
	Codes of Conduct
	Enforcement
	Ethical Leadership
	IFMA Code of Ethics
	Lesson Activity

	Develop and Manage/Oversee Relationships
	Relationship Management

	Understand and Manage Compliance
	The True Cost of Noncompliance
	Ensure Compliance with Corporate Social Responsibility Policies
	Progress Check Questions


	Progress Check Question Answer Key
	Chapter 1: Plan Strategically
	Introduction to Strategic Planning
	Align FM’s Strategic Requirements to Demand Organization’s Requirements
	Develop and Implement a Strategic Planning Process
	Internal and External Factors Driving FM
	Develop a Facility Strategic Plan
	Implement Strategy Using Tactical Plans
	Defining and Evaluating Performance Requirements
	Chapter 2: Lead the FM Organization
	Introduction to Leadership and Management
	Theories of Individual Behavior and Leadership
	Lead, Inspire, Influence and Manage the FM Organization
	Advocate for Facility Management Needs and Priorities
	Chapter 3: Manage the FM Organization
	Develop Effective Teams
	Maintain Team Performance
	Organize and Staff the FM Function
	Develop, Implement and Evaluate FM Policies, Procedures and Practices
	Clarify and Communicate Responsibilities and Accountabilities
	Resolve Conflicts
	Chapter 4: Influence the Demand Organization
	Promote, Encourage and Adhere to a Code of Conduct
	Develop and Manage/Oversee Relationships
	Understand and Manage Compliance
	Bibliography

	Glossary
	Index



