
EuroFM 2004

The European Facilities Management Conference

Copenhagen, 12–14 May 2004

Summary

Reporters:

Grethe Vinther and Poul Kragelund

Kragelund Kommunikation A/S 

Translated by Robin Worrall

CONTENTS

Lionel Prodgers

Chairman of EuroFM

Opening of European Facilities Management Conference…………………………………………………...    6
Franklin Becker

Professor, Chairman for Design and Environmental Analysis, Cornell University, USA

“Addressing wicked problems” (opening keynote)……………………………………………………..     6
Workplace
________________________________________________________________________​_
John Worthington

Architect, Founder of DEGW plc, Professor, University of Sheffield and Chalmers University of Technology, Gothenburg, Sweden

Managing the distributed workplace – blurring the boundaries between city
planning and real estate management …………………………………………………………………………     8

Alexander Rieck 

BSc in Engineering, Frauenhofer Institute, Germany

Soft factors in the office………………………………………………………………………………...    10

Eva Bjerrum and Anne Bøgh Hansen

Researcher and Assistant Researcher, Alexandra Institute, Centre for New Ways of Working

New workplace design – trend and strategic tool?..................................................................................    11

Margrit Lipczinsky 

Management Consultant, Lipczinsky & Boerner, Konstanz, Germany

Psychology of spaces – soft factors for success………………………………………………………………   12

Christian S. Nissen

Director General, Danish Broadcasting Corporation 

Combining social life and physical space – vision and experiences in the new 
headquarters of the Danish Broadcasting Corporation …………………………………………………….   13

Bethany Davis

Director of Workplace Solutions, Facilities Manager, Nokia, Finland

Mobile work and implications for the workplace……………………………………...................................   14

Marcel Storms

Concept International, Holland

New business dimensions in workplace design…………………………………………………………    15

Evelyne Balogh

Project Manager, Austrian Control Bank, Austria

The interaction between office structures and organisational development 

– a new approach for effective change management……………………………………………………….     16

Karen Mosbech

Architect, Planning Director, Danish Palace and Property Agency, Denmark 

Presentation of the book: The work environment…………………………………………………...............     16

Oliver Wiel and Bjørn Berthelsen

Saint-Gobin Ecophon SA, Denmark and France

Managerial aspects of acoustic improvement in offices. 
The experience of a major French company……………………………………………………………    17

Kasper Danielsen

Architect, Owner of Advice Group 

The competent choice…………………………………………………………………………………...    18

Steen Enrico Andersen

Architect, Manager at PLH architects

Translating corporate values to the physical environment.
Using the corporate brand and culture in architecture and design……………………………………     19

Education in Facilities Management
________________________________________________________________________

Suvi Nenonen

Researcher, Turku Polytechnic, Finland

Education as a way to professional development in 

Finland and in the European network………………………………………………………………......    20

Chris Heywood

Researcher, University of Melbourne, Australia

Strategic facilities options development at project inception…………………………………………..     21

Preben Gramstrup

VKR holding, Denmark

Going green won’t cost the earth…………………………………………………………………….....    22

ICT in Facilities Management
________________________________________________________________________
Klaus Aengenvoort, 

eTASK, Germany

Software in Facilities Management……………………………………………………………………..    23

A. Bolhàr-Nordenkampf

CAFM – Computer Aided Facilities Management, Austria

Integrated management information systems – 
a holistic approach concerning IT and telecommunication…………………………………………….    24

Michael May

Professor, TFH Berlin – University of Applied Sciences

CAFM in Europe – Quo vadis? ...............................................................................................................    24

Operation and Service Management – Outsourcing
________________________________________________________________________

Lars Jaeger

Ernest & Young, London

Re-evaluation of the organisation: Case study of a changing business in a global market…………….   25

Paul Morgan

Program Development Director, Johnson Controls IFM, United Kingdom 

New world HR shared service…………………………………………………………………………..    26

Ulf Nyberg

Vice President, Ericsson Sweden, responsible for the Group’s worldwide workplaces

“Experience from the largest Scandinavian FM-outsourcing deal to date”……………………………   27

Stuart Graham

CEO, Skanska, USA and Sweden

“How does a CEO of the World’s largest construction company see the global trend
towards service?”…………………………………………………………………………………….....   28
Paul Stadlöder

Dipl.-Ing., CFM Germany, Chairman CEN/TC 348, Facilities Management Standards

CEN/TC 348 – European Standardization of Facilities Management. Presentation 
of the European Committee for Standardization, CEN’s preparation of Facilities Management
covering operational, tactical and strategic levels to support primary processes……………………...   29

Laura Hill

Director Nokia Real Estate and Facilities Europe, Middle East and Asia

Experience in cross-national outsourcing. How to scope and describe service content, 
how to make supplier/partner evaluation…………………………………………………………….....    30

Mikkel Skov

Business Relations Manager, Novo Nordisk Servicepartner, Denmark

Strategic Facilities Management adds value. The Danish healthcare and biotech 
Novo Group founded a FM profit centre………………………………………………………………..    32

Albert M.M. Pilger

Managing Director, Pilger Facility Management, Austria

New methods in outsourcing facility support functions………………………………………………….  33

Public Private Partnership (PPP)

________________________________________________________________________

Mike Pearce

Partner, EC Harris, Central Europe

PPP in Central Europe – What is the issue?............................................................................................    34

Tim Pearson

Innisfree, United Kingdom

The financial investor’s view on the service provision part of PFI/PPP projects………………………   35

Tim Costello

Partner, Product Group Head, Evershed, United Kingdom

The way PFI/PPP is dealt with in the local authority context…………………………………………..   36

Carsten Jarlov

Director General, Danish Palace and Property Agency, Denmark

PPP and outsourcing in Denmark………………………………………………………………………   37

Silvano Curcio

Professor, Director for Terotec – Laboratory for the Innovation of Urban and 
Real Estate Patrimony Maintenance and Management

Public Private Partnership, state-of-the-art in Italy……………………………………………….…….  39

Sigfús Jónsson

Managing Director, Nysir AS, Iceland

PFI/PPP in Iceland  ……………………………………………………………………………………..  40

Frank Riemenschneider

Professor, Dr., Münster University of Applied Sciences, Germany

The first survey of German PPP projects……………………………………………………………….    41

Kauko Tulla

VTT Building and Transport

The Nordic FM network and the real estate and building sector
in the Nordic countries – state-of-the-art ………………………………………………………………..  42

Douglas Brown

FRIAS, RIBA, DEGW, Scotland

PFI’s role in delivering the “New Government Workplace” in the UK………………………………...   42
Closing Keynote

________________________________________________________________________

Sheila Sheridan

Director for Facilities and Services, John F. Kennedy School of Government, Harvard, USA

Master in Education, MBA. Chairman of IFMA

The future of Facilities Management – from a Harvard experience (closing keynote)…………………   44

Opening of the European Facilities Management Conference.

Lionel Prodgers 

Chairman of EuroFM

Lionel Prodgers opened the conference by looking into the near future for Europe and Facilities Management (FM).

“With the enlargement of the European Union from 15 to 25 Member States, we are moving towards the extended family of Europe. There will be more people demanding a share of the cake, and the larger Member States will have to yield. Otherwise how do you ensure sufficient focus and sufficient resources for this extended family?”

Lionel Prodgers encouraged attacking this problem from the Facilities Management angle.

“Confront the problem from the Facilities Management standpoint to ensure the best and most rational use of resources, because this is a macroeconomic problem that will influence those tasks with which the FM discipline deals.”

“Therefore, I hope that The European Facilities Management Conference 2004 and EuroFM will meet the new EU members in a spirit of magnanimity and generosity. We have to open up and share knowledge because the large Member States must do the hard work,” said Lionel Prodgers.

“Addressing wicked problems” (opening keynote).

Franklin Becker

Professor, Chairman for Design and Environmental Analysis, Cornell University, USA

Franklin Becker, who was among the pioneers of Facilities Management, took stock of the most important aspects of the development since 1980.

“The Facilities Management profession and its way of thinking has changed significantly during the past 25 years. We have moved from the engine room to the boardroom, and our goal was to move up through the company to ensure that FM changed from being merely a tool that made the organisation work to becoming part of the most important decisions.”

We must understand what is 

being said in the boardrooms

“It was our hope that Facilities Management would become part of the fundamental business operation. We need to act proactively, not reactively, as this is a matter of innovation and of understanding the staff’s fear of change and of losing their office; and this remains a constant. Consequently, we have to understand what business leaders care about; and if we want to work in the boardrooms, we have to understand what is being said there. We also have to realise that business leaders have no interest in FM. They are indifferent about the physical framework, but focus on employee comfort and health instead. We also have to change the mindset surrounding FM; to do so, we must speak their language.”

Franklin Becker then focused on one of the greatest challenges of Facilities Management, which is handling organisational changes without easy solutions – “Wicked problems with no easy answers.”

“This could be unpredictable organisational changes or sudden shifts in employee population size. Typically, we encounter the conventional approach to the problem where solutions are only focused on part objects. However, innovative approaches can be found, such as working simultaneously with multi-win solutions at several levels.”

As an example of a combined multi-level solution, Franklin Becker mentioned a call centre. The planning and design of the workspace allows for a rapid change of use of the building for a completely different purpose, such as a warehouse. 

Experience in supporting 

collaboration and knowledge sharing

The soft focus areas of Facilities Management include the support of cross-collaboration and knowledge sharing across the organisation. However, here you are facing a number of assumptions that may not necessarily be correct.

“We see a lot of companies gathering all their employees in large headquarters. However, this may not lead to the desired interaction and the anticipated cooperation. Current analyses show that the interaction drops dramatically when staff are not working on the same floor. So, you could well be wrong to think that having all the employees in one big conventional building is the only solution,” Franklin Becker said. He went on to comment on the constant challenge of creating knowledge sharing.

“How do you create knowledge sharing networks? We thought that open offices would support knowledge sharing, but that did not turn out to be the case. Offices of 10 to 12 employees are ideal because they provide more peace to work and fewer interruptions and ensure that you learn to read your colleagues body language before approaching them. The result is greater efficiency together with constructive knowledge sharing.”

Simulation model provides 

a valuable dialogue

According to Franklin Becker, the most important challenge of Facilities Management is that basically everything is uncertain.

“How many staff does the organisation employ? Which physical frameworks do we have? That particular uncertainty clearly proves that Facilities Management has far too few tools for predicting changes. Because how do we handle parameters such as anticipated number of employees and space requirement? And how do you compare the hard data with the soft?” asked Franklin Becker, who believes it is important to integrate financial as well as HR factors. “There is no doubting the fact that employees are of paramount importance to the company.”

At Cornell University, Franklin Becker has, as director of IWSP (International Workplace Studies Pro-gram), contributed to the design of a tool that includes hard as well as soft factors.

“In this simulation model, we try to predict the risk profile of various solution models, and we convert all parameters to financial outcomes allowing us to outline specific scenarios. Thus, we have produced a structured debate linking work effectiveness with workplace solutions and financial outcomes. This initiates a dialogue which is of value to the decision process,” Franklin Becker said, adding that he is convinced that workplaces can be improved even further.

Facilities Management can go even further

“We can do better. Few of the places where we do office work horrify us. Occasionally they energise us, but typically they simply bore us to tears. I believe that we can create workplaces that release a much greater potential than we have seen so far. During the first 25 years, Facilities Management has become much more sophisticated, but there is still plenty of room for development,” Franklin Becker pointed out, and concluded by listing a number of recommendations for how FM becomes a fully fledged partner in the company decision processes.

“We have to win the small battles, and it is therefore important that we take action. We have to systematise the evaluation to ensure learning and knowledge gathering. We must plan joint initiatives to facilitate broadly-based collaboration on Facilities Management. We have to encourage companies to file their accounts according to the TBLA (Triple Bottom Line Accounting) method, where social, environmental, and financial factors are included in all projects in a balanced manner. Finally, it is imperative to win at many different levels in terms of employees, customers, shareholders, the community, etc.”

Calculating the consequences of scenarios

One delegate asked how you value soft factors in the simulation model to convince the financial executives of the company. Franklin Becker answered that there is no specific data in this respect.

“Anybody would say that it varies from company to company. Therefore, it is a question of presumptions and assumptions. Make sure you agree on levels, i.e. are we talking about 1 or 20%? As soon as assumptions have been made, it is possible to create scenarios and  their consequences. One advantage of this method is that it also gives the company greater knowledge about previously unknown areas. That alone is an upgrade, and the dialogue is decisive because, by creating the dialogue, it ensures that the decision is not taken at random.

Another delegate drew attention to the fact that Franklin Becker’s examples concerned private companies. On the basis of this, he wanted to know how these factors were transferred to public institutions and organisations. Franklin Becker answered that the basic conditions were the same, irrespective of the line of business.

“Traditionally, public institutions in Europe have come much further than in the USA. But in these years, the models and ideas are beginning to be taken up by American universities, which probably are the most difficult ones to influence,” Franklin Becker concluded. 

Workplace
_________________________________________________________________________
Managing the distributed workplace – blurring the boundaries between city planning 
and real estate management.

John Worthington

Architect, Founder of DEGW plc, Professor, University of Sheffield and Chalmers University of Technology, Gothenburg, Sweden

John Worthington started by outlining how our perception of cities is changing: “We are able to connect one city with education, another with shopping, and a third with holidays. We all have individual perceptions of cities and what they should be used for. However, political boundaries do not define our perception of cities and their characteristics,” John Worthington said, and emphasised that this shift in perception of places also applies to companies and organisations. 

“The employees’ perception of the organisation is not determined by political boundaries, but primarily by formal relations and – even more importantly – informal networks tangled together. Today, the focus of companies has shifted from hardware to software, from production to service, from brawn to brainpower. It is imperative that Facilities Managers pay attention to this new way of perceiving job and company,” John Worthington pointed out.

Workplace space 

must match the tasks

“The new offices allow space and time for parallel working at more tasks, and the work space is flexible. We see a blurring or overlapping of different functions in the company,” John Worthington explained, and added that IT plays an important part when creating virtual as well as physical space for the employees.

“As a starting point, there are three types of space exhibiting their own characteristics: Firstly, there is personal space with ‘protected’ access. Secondly, there is ‘privileged space’ – where access requires a purpose, i.e. is a kind of invitation. For instance, you have to buy a cup of coffee in the café. Thirdly, there is public space where everybody can move freely, such as a park,” John Worthington explained. 

Paradoxes in 

the perception of space

“The traditional distinction between spaces is now characterised by paradoxes. People may for instance experience more privacy and peace in a public park. And with virtual reality we can feel that we are in one place even though we are physically somewhere else. Our perception of space is therefore not ‘neither nor’, but ‘both and’ – and it is important for the company to take this into consideration,” John Worthington pointed out.

“This results in a paradigm shift within real estate administration. This leads to a new perception of space, the way we own space and the different possibilities in this space. Just as it means that ‘knowledge economy’ requires a new business structure.” 

“You need to focus on breaking down into smaller units, outsourcing, and finding new relations. Subsequently, the challenge is to identify the changes and operate across space and time, to integrate various functions and experiences. When allocating workplaces, an environment allowing ‘fuzzy thinking’ should be embraced. You should have the courage to think critically and act on ‘wicked problems’, i.e. the problems without an easy solution,” John Worthington added.

Example – weekday Learning Centre, 
weekend Holiday Inn

An example of real estate exhibiting more functions under the same roof is a Learning Centre for Shell Management which also doubles as a Holiday Inn when not used for course activities. Shell and Holiday Inn needed the space at different times: Shell Monday to Thursday, Holiday Inn at weekends. The Shell conference room is transformed into a cabaret stage for the weekend. “Here we see an optimal use of space and – of utmost importance – a new way of thinking,” John Worthington said.

“This adds value to the company because it retains and motivates the employees. Consequently, the building is an important ‘Billboard for the Business’ – internally as well as externally. Therefore, you must remember the three Es when establishing companies: Efficiency, Effectiveness, Expression,” John Worthington emphasised.

Knowledge exchange everywhere

– even on the staircase

“Remember, the space is used as a resource for learning. Information is stored everywhere – not just in the library. Even the staircase is valuable; important contacts can be made here and information exchanged. Previously, the staircase was considered a useless waste of space. Thus, it is not the building alone that is decisive, but the way we use it.”

“The challenge is for physical and organisational changes to support each other. An innovative setting is of no use if you still have a conventional approach to work practices. You cannot ask for teamwork among your employees if they are located in small cell offices,” John Worthington concluded.

Soft factors in the office.

Alexander Rieck 

BSc in Engineering, Frauenhofer Institute, Germany

“We see new focus areas in companies. We have moved from mechanics, technique, and electronics to humans, health and brain. With the use of high-performance computers which take up decreasing space, requirements for buildings change,” Alexander Rieck explained.

“We have moved from extremely structured work with fixed hours and one workplace to working when and where we want. We can work on our laptop on the train going to the office. This has many advantages, but it is also a management challenge – because it has become harder to see and measure what staff are doing.” 

IT creates 

workplaces

Rieck outlined the way in which our use of IT has changed – how it required a lot of knowledge to use the first PCs, whereas today we have more and more user-friendly tools – computers, which ‘happen to be there’, everywhere.

“In the world of engineering, we already work in virtual environments. Thus a ‘non-territorial workplace’ arises – i.e. a place, which does not belong to a specific person. This can be used for bringing ideas and people together which is particularly advantageous for teams working across countries,” Alexander Rieck explained.

“It is a challenge to Facilities Management to create frameworks that match the number of employees. We know that our creativity decreases with age, but at the same time we become more and more experienced. The European workforce is growing older, thus it is important to create an environment which stimulates the creativity of older people,” Alexander Rieck pointed out.

Soft factors

– a multi-dimensional approach

“When you want to increase your success by way of ‘soft factors’, you have to consider three factors: Firstly, the individual level of employees, including personality, intelligence, creativity and genes; secondly, motivation where a good balance between work and leisure is imperative, or the employee will burn out; and thirdly, there is the atmosphere in the office. There must be living frameworks and space for creativity,” Alexander Rieck explained.

“It is possible to influence the working atmosphere positively by using harmonious proportions and the ‘golden section’ when designing the office. Furthermore, you can influence the air and scents in the room, because experience shows that if the employees feel comfortable, they become more relaxed and work longer and more efficiently.”

An attractive environment 

increases number of brain cells 

Subsequently, Alexander Rieck went through a scientific study showing that mice trapped in a boring environment have fewer brain cells than mice that are being stimulated. “So keep on exercising your brain!”

“It is incredibly important for an employee to be part of an attractive company. You can make the workplace appear attractive by paying attention to ergonomics, climate, light, individuality, etc. The point is that the better we feel the better we perform – and that adds to the bottom line.”

“You cannot be sure that things are going to improve when you carry out the changes. But if you want to improve things, you have to carry out changes,” Alexander Rieck concluded.

New workplace design –  trend or strategic tool?
Eva Bjerrum and Anne Bøgh Hansen

Researcher and Research Assistant, Alexandra Institute, Centre for New Ways of Working

The speakers began their presentation with rhetorical questions, such as: “Is this a workplace – or a café? Is this an office – or a factory? Is this a workplace – or a home? Is this work – or leisure?”

“In a research project we have studied what people say, what they do, and how they actually work in their offices. Our study shows different ‘classic’ mistakes when new ways of working are introduced: Firstly, focus is more on design rather than on wellbeing; secondly, the introduction of absurd house rules – for instance ‘The Ten Commandments’; and thirdly, the introduction of the changes as a decision rather than a process. Finally, that management does not participate in the changes,” Eva Bjerrum and Anne Bøgh Hansen explained.

Conception of work 

is a barrier

In some places, the conception of work is a huge barrier to changes. “Some of the employees perceive their work as something completely individual which requires peace and concentration. This perception is going to cause problems when moving into an open space.”

“This attitude reveals that noise is perceived as an interruption – not real work. Our studies in a Danish law firm with this work attitude actually showed that many small and informal meetings were held in the firm during the day. We also proved that a lot of working hours were not considered ‘real work’ by the employees – such as working at home in the evening or discussing a case.”

“The law firm in question intended to work more in the style of new ways of working, but the environment did not allow it. Those who worked in teams did so because of social and personal relationships rather than for professional reasons. Furthermore, there is the barrier that a private office is linked to power and position. If you have worked your way up to a corner office, you do not give it up voluntarily,” Eva Bjerrum explained.

New ways of working 

require the right frameworks

Eva Bjerrum then moved on to talk about another law firm that had successfully introduced this new way of working: “The law firm of Osborne Clarke in Bristol had the same intention as the Danish law firm, but it had an office plan that supported this. The firm had allocated a library in the centre with space for formal as well as informal interactions, because as they say in the firm: “How open are open doors at the end of the day?” In this situation they have acknowledged ‘interruptions’ as an important part of a project manager’s work. We have also seen this in a Danish dot-com company that realised that an open environment was necessary for the innovative work of the organisation,” Eva Bjerrum and Anne Bøgh Hansen concluded.

Psychology of spaces – soft factors for success.

Margrit Lipczinsky 

Management Consultant, Lipczinsky & Boerner, Konstanz, Germany

Modern offices 

do not fit modern man

Margrit Lipczinsky started her presentation by asking: “Do modern offices fit the future? No!” She went on to point out that the floating boundaries between private and work life require employees who are competent ‘self managers’. 

“Apart from back injuries, stress is the one work-related illness affecting most employees, the so-called work nomads. Therefore, you need to approach space and place from a holistic point of view,” Lipczinsky explained and went on to list four statements in support of her approach to office design.

“Firstly, planning and design addresses people who do not actually exist – people who are always on top of the world and energetic. Ordinary people are inundated with information and news about terrorism, catastrophes, and unemployment, all of which cause stress.”

Secondly, our basic physical requirements are ignored in modern office design. Many forget that our psyche is ‘old-fashioned’. For instance, we long for security, but glass walls may make us feel that we are being watched.”

Thirdly, most architecture and design is self-centred and focused on the architect’s ambition to win prizes. We are fascinated by technical capability – buildings that appear to be floating or simply resting on slim pillars. We see many aggressive buildings with threatening entrances and sharp edges and corners. Some architects create cool atmospheres in which humans are disturbing elements. They do not consider the people who are going to be there.

Fourthly, we often forget that buildings have a personality; they are not just built of stone and steel. We create the building, and it creates us,” Margrit Lipczinsky said.

‘Psychology of spaces’

affects performance

“We can improve the performance of employees by removing elements that subconsciously distract, stress or influence them. It is important to look at how the employees are located in the space – for example, sitting with your back to the door may cause a feeling of unease. Conference rooms with glass walls are also distracting – to those in the room as well as to those outside. Why do we put people in glass cages at all?” Margrit Lipczinsky asked. 

“Provide back-up and security for the employees – that will give room for creativity. Do not decorate the walls with paintings signalling fear and anxiety. Show me your office, and I will tell you who you are, and what you fear,” Margrit Lipczinsky said.

Feng shui can make 

employees more efficient

“Feng Shui principles are based on a holistic approach to office design, and the purpose is to create balance and consider various functions in different rooms; and it is vital that people and space interact. Experience shows that employees feel more at ease when soft organic shapes are added to spaces together with plants, light, music and scents. 

It is a matter of creating environments in which the employees enjoy working. You do not have to change the office completely, but you can spice it up with the elements mentioned. Think about how space affects us – that will lead to success,” Margrit Lipczinsky concluded.

Combining social life and physical space – vision and experiences in the new headquarters of the Danish Broadcasting Corporation.

Christian S. Nissen

Director General, Danish Broadcasting Corporation 

Christian S. Nissen started his presentation by saying: “Up to now, the Danish Broadcasting Corporation (DR) has been scattered around ten different addresses in Copenhagen, but in 1999 it was decided to bring together the entire organisation on an international level in one strong multi-media company. Initially we thought the answer was a new building – but then we realised that it was much more than that. You start pouring the concrete many years before you move in, and the challenge is to create an environment where building and employees have a positive influence on each other.”

The goal is to create an open, attractive 

and flexible working environment

“There are four levels in the development of DR Byen. The first level deals with the relationship between the individual and the working space. Here the aim is to create open work spaces, which is a challenge John Worthington introduced to DR.”

“There need to be spaces that can be adapted to different functions and needs. We decided that the new building should be as flexible as possible so that in principle it could be sold to a bank or insurance company in ten years. Not because we foresee that we are going to move out in ten years, but because our line of business will have changed even more than we can imagine today. And we need a flexible building because we do not know what the brave new world will bring.”

There must be room 
for artistic and mass production

“The second level we are examining is the relationship between the company and the building. The building must be robust and flexible and must accommodate production ranging from artistic work to mass production. The building is 130,000 sq m and the budget is 400 million euro. From 2006, the building will be the workplace for 3,000 DR employees. The new digital infrastructure means that the new building will be a completely new company, with a completely new way of working,” Christian S. Nissen explained.

The building should seem alive and in tune

with the surroundings

“The third level is the interaction between the building and its surroundings. We want to create a living and lively quarter that is an attractive place to work as well as an interesting place to visit. It must facilitate informal meetings and will be bustling all day.

I travelled round the world on a study tour to find out how new living urban areas are created. I asked different architects: What does it take to create life in a new town? The answer was: 300 years! But we cannot wait 300 years, and therefore we have tried to make a short cut by way of different professional networks, by having many visitors, and planning 200 events per year, including live music and entertainment – in and outside our buildings. Furthermore, the restaurants and cafés are going to be open to everybody – i.e. there are not going to be specific staff canteens,” the Director General explained.

DR Byen is to be part of 

an international knowledge centre

“Fourthly, Ørestad Nord, where DR Byen is located, is going to be an international knowledge centre. Amongst other things this is going to be facilitated through the ‘Crossroads Copenhagen’ project, which is a professional network of public institutions and international private companies focusing on culture, media and communication.”

“This important project means that we have to consider radical changes of building maintenance. Consequently, Facilities Management plays an important part in the establishment of DR Byen,” concluded Christian S Nissen.

Mobile work and implications for the workplace.

Bethany Davis

Director of Workplace Solutions, Facilities Manager, Nokia, Finland

“Different IT solutions make manpower more mobile – we choose where, when and how we work. But despite the fact that employees are more or less able to work anywhere, many still require a physical workplace. Nokia works to create efficient environments which increase flexibility, reduce costs and improve employee performance to ensure that the enterprise remains mobile,” said Bethany Davies in her introduction.

“To many employees, the company is a framework for informal meetings. Thus ‘connecting’ employees is also a question of management style. Therefore, it is not merely a question of technology, facilities and security,” Bethany Davies emphasised.

Three levels of mobility

“At Nokia, we work with three levels of mobility among the employees: Those who are completely mobile, working outside the premises of the company; those we call ‘campus mobile’ who are on company premises, but rarely at their workstation; and finally, we have the ‘desk based’, who have a fixed workspace. The challenge is to find a solution that suits all three teams. Consequently, we look at both the individual and the common space, and also adjust our facilities on an ongoing basis,” Bethany Davies explained.

Facility Management 

must create attractive workplaces

“From where we stand, the challenge is not only to change the workplace, but also to change the work itself. The workplace consists of knowledge sharing and a personal relationship with the workplace. Therefore, the workplace must be attractive and informal, and intelligent IT tools must be provided to facilitate the work of the employee. To Nokia, the workplace is also outside the building – but the most important factor is that the workplace is a place where the employees feel at home, where they feel welcome, but also a place where they are not forced to stay,” Bethany Davies concluded. 

One delegate asked: “Does the fact that employees are able to work in many places outside the building increase the productivity of Nokia. And how do you control the work climate outside the workplace?”

“We provide different guidelines and advice on how you work for instance at home or in airports. If you work more than half an hour at home, Nokia helps with ergonomic solutions. Most of what is going on outside Nokia, is ‘between places’ – i.e. in cafés and airports, which of course puts the emphasis on security,” Bethany Davis replied.

New business dimensions in workplace design.

Marcel Storms
Concept International, Holland

Marcel Storms began by saying: “The basic idea is that the office is not considered as a goal in itself, but as a management tool. Therefore, it is important to develop well-defined concepts for the facilities and clients of the future, and it is decisive for the organisation to follow suit if you want to implement innovative office concepts.”

Financial gain 

by new ways of working

“The new flexible concept of working can also be employed to use space more efficiently and reduce costs. We surveyed 82 company managers who made an assessment of a population of 68,000 employees (the 82 companies together have 1,495,000 employees). Only very few worked actively with new ways of working, but 70% thought that in the future they would use the office as an active management tool; and 82% were of the opinion that they will be able to influence the company culture with this process,” Marcel Storms explained.

“Even though you create open and flexible environments, it is still essential that you maintain small teams and units to which the employees feel more attached,” Marcel Storms pointed out, and added: “57% of the managers believed there was a connection between the work environment and productivity in the organisations.”

“Thus it is also very important to pay attention to which tasks are suitable for homeworking and which are best dealt with in the office,” Marcel Storm emphasised.

One delegate asked: “Is it a goal to create a ‘club feeling’, thereby making the workplace more relaxed?”

“My most important point is that the office is used as a statement, and that the creation of congenial frameworks adds to the bottom line,” Marcel Storms replied.

The interaction between office structures and organisational development – a new approach for effective Change Management.

Evelyne Balogh

Project Manager, Austrian Control Bank, Austria

Evelyne Balogh began by saying that: “Communication is decisive in all processes of change. For that reason, I use semiotics, i.e. the science of signs and their meaning, to translate the language of management to the language of architecture.” She then went on to explain that communication is based on a general cultural agreement on how messages should be decoded. “It is the eyes that see, defining for instance that glass walls signal openness or surveillance.”

“In architecture, we see certain patterns which we decode. For example, buildings should be designed to avoid crossing private rooms to reach the public areas. And there are certain specific patterns for social, informal space, which is most often located close to the coffee machine,” Evelyne Balogh added.

The architecture and the organisation 

must communicate

“The language of architecture confronts the language of the organisation. During the past 15 years, work patterns have become increasingly more project-oriented, just as IT, optimisation and the personal development of the employees play a part. With the new changes, it is important that strategy, structure and culture go together and are linked through communication. New ways of working is a long process which may have a long-term effect on the organisation.”

Facility Management 

should be included from the start

“If Facilities Management is integrated in the organisation from the start, it can be used for strategically handling the so-called ‘wicked problems’ – i.e. problems without a simple solution. FM can create breathing space allowing teamwork and a holistic approach,” Evelyne Balogh concluded.
Presentation of the book: The work environment.
Karen Mosbech,
Architect, Planning Director, Danish Palace and Property Agency, Denmark

“My book is not based on science, but experience” Mosbech said. “There are no final answers, as the intention of the book is to inspire. My wish is to create a common platform where the building industry, consultants, and organisations meet.”

“Attention must be paid to the fact that the physical frameworks influence the goal of the company. You can look at the relationship between the organisation and the building as a friendship. They both grow, and the relationship must be maintained in an ongoing process – or there is a risk that they will drift apart,” Karen Mosbech explained.

“Furthermore, I would like to emphasise that the way we use the building is important. And it is easier to move people and their attitude than moving walls.”

The building must support 

the goal of the company

“The company goes from looking in to looking out. Networks have replaced the traditional organisation, and the structure has changed from hierarchic to flat. Employees have switched from working in one place to working everywhere, and social conventions have shifted from formal to informal.”

“We are moving from stand-alone buildings to clusters. Management is no longer isolated, but visible. Earlier, space was ‘owned’ and ‘unequal’. Now, everybody has access to the same space which is used for different purposes.”
“My experience is that there must be a balance between organisation, workplace, knowledge and IT. This means that you cannot ask employees to work in teams if the facilities are not conducive. Furthermore, it is vital that the employees feel they own the area. This is where to start, if you want to make any changes,” Karen Mosbech pointed out.

Framework for knowledge sharing

“The surroundings influence our mood – our mood influences our results. You should only initiate such changes if you are really motivated and have the necessary back-up, otherwise you will never succeed. My book mentions different analysis tools, such as space budget, which may be helpful during the process,” Karen Mosbech said.

“Knowledge sharing is a difficult process. People do not want to relinquish the ‘gold’ until they realise that passing on knowledge is also valuable. It can put pressure on an employee, if he/she is the only one with specific competences in an organisation. And you must remember that physical frameworks are not the entire solution to knowledge sharing, but part of it. However, nothing is going to happen if you do not have the frameworks in place,” Karen Mosbech concluded.

Managerial aspects of acoustic improvement in offices. 
The experience of a major French company.
Oliver Wiel and Bjørn Berthelsen
Saint-Gobin Ecophon SA, Denmark and France 

“It appears from a new extensive Dutch study evaluating innovative work environments that new work environments are better, friendlier and more cost-effective than traditional work environments. The advantages include more communication between colleagues,” said Bjørn Berthelsen at the start of the presentation. 

“But there are also negative sides to the new office environments; indoor climate, sound and concentration are causing problems. This also means that office acoustics are important. They affect health, wellbeing and employee performance,” Bjørn Berthelsen said.

Consider noise

“It is important to use all the possibilities of the organisation and eliminate risks when planning offices. There is always a certain risk when constructing a new building, as you never really know what the result is going to be – but there are numerous possibilities.”

“Therefore, you have to pay attention to the following challenges: Firstly, you must strive to optimise all possibilities for sharing knowledge and communication; secondly, you must minimise your risks – including disturbances; and thirdly, you must remember that employees are influenced individually as well as collectively, and you have to find the correct balance between these two levels.”

“An improved indoor climate – in terms of noise – must be achieved through both physical sound reduction and employee behaviour. There must be private rooms for conversation for those who need to talk for longer periods, and people must get used to not shouting across the room, etc.,” Bjørn Berthelsen pointed out.

Shell in Paris is one example

With offices scattered at many addresses, Shell moved into a new building in one location. 

“Shell is a large international corporation with a strong corporate policy. Overall, the new location was a success even though it turned out that the acoustics were causing problems,” Oliver Wiel explained.

Subsequently, Oliver Wiel analysed four decisions that Shell had taken for the new office: “Firstly, everybody had to be in an open office; secondly, emphasis was to be put on ergonomics and comfort; thirdly, all the employees were to be involved in the entire process; and finally, they wanted to implement state-of-the-art technology in order to make the employees even more flexible – as it turned out more flexible than the building.”

“The only complaint the employees had about the new location was the acoustics – too many hard surfaces caused too much noise. Therefore, different sound absorbing elements were installed, and employees also realised that complete silence is not possible in an open office.”

Conclusion: Specify ‘good acoustics’

“Our conclusion is that good intentions are not enough. And there is a need to specify ‘good acoustics’ to find the best solution,” Bjørn Berthelsen and Oliver Wiel concluded.

The competent choice. 
Kasper Danielsen

Architect MAA, Owner of Advice Group 

“Being a client today is difficult, and the world is changing rapidly. Therefore, we at Advice Group decided to design some tools to help our clients make competent choices concerning building,” said Kasper Danielsen at the start of his presentation.

“Today, we see completely new ways of obtaining information, and in the coming years we will see a surge in information and IT. And this means changes in companies, management and knowledge sharing. However, most buildings stand for at least 100 years and most leasing contracts run for 10 years – how do you equate these facts with the challenges of development?” Kasper Danielsen asked.

“A huge demand for branding, image, and tailor-made solutions has emerged – but what is ‘tailor-made’ in ten years? And how do we imagine ‘cooperation’ in the future? The answer to these questions is often ‘flexibility’. But what is flexibility? Moving the furniture? Open space is flexible and suitable for many purposes – but it does not solve every problem.”

“Therefore, our goal is to help our clients to become more precise when defining their requirements and perceptions of work, which nowadays does not only take place at the desk,” Kasper Danielsen explained.

Changes are processes, 

we are constantly on the move

The speaker went on to explain the different client-advisory tools which the company has developed. 

“We suggest that our clients perform an annual review of their organisation and its requirements. Many tend to forget that building and reconstruction, etc. are processes. We try to explain this using what we call the ‘process train’ – we are aboard and constantly on the move.” 

“And then you have to remember that all changes interact like cogs – so you cannot just modify the physical space.”

Advice Group uses three dynamic tools to clarify the requirements of the clients: “Firstly, we analyse the relationships between the employees. Secondly, we analyse ‘space and place’; in the old days, we calculated in sq m per person – today, we need specific descriptions of which types of sq m space can be used for what. And finally, we analyse various functions in the building,” Kasper Danielsen said.

Fish market

and Danish Veterinary and Food Administration

“Campo dei Fiori in Rome is a good example of flexible space – there is a fish market early in the morning and then a flower market. The restaurants open later and different people use the piazza throughout the day. In the Danish Veterinary and Food Administration, we have attempted to create a building based on the same idea; now, there are two ‘fountains’ and open space where people meet in small groups.” 

“None of this is new. It is about finding the correct balance between aesthetics and practical solutions,” Kasper Danielsen concluded.

One delegate asked: “How do we approach all this innovation?”

“You start slowly to make sure that the entire organisation is willing to participate. And then you have to remember that those who work in an open space need order and structure,” Kasper Danielsen replied.

Translating corporate values to the physical environment 
using the corporate brand and culture in architecture and design.

Steen Enrico Andersen
Architect, Manager at PLH architects

“The challenge in our work is to translate the company’s brands and values into what we call ‘brand expressions’. The key to success is to make brand and values interact,” said Steen Enrico Andersen at the start of his talk.

“The companies that have as yet no success in this respect are those who have not taken the final step,” Steen Enrico Andersen explained, and showed a slide of a chock-a-block and untidy office cell. “This is an example of a company signalling ‘build your own jungle’ – in a company where the outer frameworks are physically modern.” 

The Beach at Deloitte

At Deloitte’s office in Copenhagen, we succeeded in making brand values and surroundings interact really well. 

“There is an area called ‘The Beach’, where there is room for many different activities at the same time. You can relax, and you can work alone or in teams. The space is flexible, enabling staff to work wireless everywhere – and the employees are extremely satisfied. On a scale from 1 to 5, they awarded 4.8,” Steen Enrico Andersen noted.

Therefore, the overall message was that if the integration of brand and company culture is a success, the employees will support the changes.

One delegate asked: “I presume that all companies have ‘corporate values’ – but not all organisations are conscious about their values – or their homepages express values which do not exist in reality. What should these companies signal with their environment?”

 “In our experience, most organisations try to formulate and work with their values because this is of great importance internally. In some companies, we are deeply involved in identifying company values, which we find most interesting,” Steen Enrico Andersen replied.

Another delegate asked: “The Beach sounds wonderful – but what can you do if you have a difficult manager watching you?”

“When working with these areas we obviously try to ensure back-up from both management and staff,” was the reply.

A third delegate questioned whether this was also possible in lased buildings?

“Yes, tenants have great influence on the design of the buildings,” Steen Enrico Andersen replied.

Education in Facilities Management
_________________________________________________________________________

Education as a way to professional development in 

Finland and in the European network.

Suvi Nenonen

Researcher, Turku Polytechnic, Finland

“Students can enrol for ‘real estate studies’ at universities in Helsinki and Tampere, and Facilities Management is part of the degree at some universities,” Suvi Nenonen said in his introduction. 

“We have designed the education on two levels: Partly for those who practice Facilities Management in the field, and partly on a theoretical, scientific level,” he explained, and added that in Finland they have found the Dutch education within this field very inspiring.


Exchange of experience 

and flexible educations are a must

“The aim of the educational network is to create a platform for exchanging experiences, and it is our goal to attach students to different European activities. We aim to develop the contents of the education in cooperation with university teachers,” Suvi Nenonen said. 

“We have developed a web network and  poster display, in which six countries participated – where students can exchange experiences and use the network,” Suvi Nenonen pointed out, before concluding: “Education must be moved out of the classrooms. We need flexible education and a dialogue about best practices!”

Strategic facilities options development at project inception.

Chris Heywood

Researcher, University of Melbourne, Australia

Chris Heywood began by saying that: “From my point of view, it is important to look at performance – i.e. what we do today must pay off tomorrow.” 

“As I see things, efficiency means doing as much as possible the right way and reducing the costs of the wrong initiatives. I am going to base my presentation on a specific case, i.e. the building of a new library in Melbourne, where many different partners had to be accommodated.”

“Therefore, in this project, we focused on the requirements of the parties and on what had to be done when and where. For that reason, we arranged a workshop to define the strategic requirements of the parties, which we subsequently analysed. Based on this background we prepared a ‘performance brief’ – in other words, the guidelines for the identified requirements,” Chris Heywood explained. 

Heywood added that an important tool in this process was the ‘Strategizer’ software programme which is used to score different possibilities in relation to each other. 

“The goal of the process was to gather various elements in coherent groups of a manageable size,” Chris Heywood explained.

Initial process 

creates a firm platform

“Fifteen parties participated in the four different phases that were required to identify the possibilities and challenges of the building. Using the ‘Situation Structioning’ software programme, we whittled down the various challenges from 17 to 3 under the headings ‘workable’, ‘council perspectives’, and ‘community satisfaction’”.

“Software as a tool has been a great help in relating the different possibilities and challenges – in that way it became clear to us which factors were most strategically important,” Chris Heywood explained.

“Thus a ‘pre-construction process’ identifies the requirements of the organisation, and the outcome is a document on which you can base future planning.”

“Strategically, the advantage of these initial processes is that all the parties involved share a common perception of the tasks. As the saying goes, we wanted to ensure that everybody was ‘humming the same tune’,” Chris Heywood concluded. 

Going green won’t cost the earth.

Preben Gramstrup

VKR Holding, Denmark

“Previously, sustainability was always connected with costs, however, it does not have to be like that anymore,” Preben Gramstrup noted at the start of his presentation.

“To us, Facilities Management is ensuring that employees and the company enjoy optimal facilities. Facilities include a place to be, equipment to work with, and services to support the employee. The goal is to make people smile,” Gramstrup pointed out. “I am going to use the Velux regional office in Kettering in the UK as an example. The building is built in accordance with a concept incorporating holistic space management, the use of natural resources, state-of-the-art technology, timber, natural ventilation and daylight.”

“This means that we focus on long-term solutions and that we are always going for the best – not necessarily the cheapest – solutions. In the long run, it will pay off. Today, companies use too much energy, and we are working to reduce this consumption.”

Sustainability takes time

Conceptualising all aspects into a sustainable project takes a long time. But Preben Gramstrup explained that VKR Holding had arrived at five goals: 

“Firstly, the building is to be used as a symbol signalling value, low-energy and sustainability. Secondly, we must combine everything that we use and do in new ways, thereby making them better. Thirdly, we must look behind the building instead of just talking about it. Fourthly, environmental impact must be as low as possible. And finally, it must be straightforward – the interior design must be simple and logical, making signage unnecessary.”
The results on the bottom line

“An independent British survey has assessed the building in Kettering. The survey at www.m4i.org.uk indicated that ‘construction costs’ had been reduced by 25 to 30%, there had been fewer accidents, construction time had been reduced by 10%, and sustainability had been increased by 30%.”

Preben Gramstrup next mentioned the construction of a school in the UK built according to the same sustainable principles. Features included: Solar hot water panels, rainwater harvesting for flushing toilets, recycled materials, natural ventilation and extensive use of daylight.

In closing, Gramstrup showed a happy child’s drawing from the school with the text: “School is cool, it rocks. You get to play games!” and concluded: “This is perfect reference to our goal: Facilities Management makes people smile.”

One delegate wanted to know whether this was possible in existing buildings?

“Not at the moment, but some of the ideas can recycled. And you have to take the location into consideration. For example, you should consider whether natural ventilation is advisable in a polluted city,” Preben Gramstrup replied.

ICT in Facilities Management
_________________________________________________________________________

Software in Facilities Management

Klaus Aengenvoort 

eTASK, Germany

“As software developers, we often experience that clients require a tailor-made solution – at a standard price, which does not make financial sense to us. Therefore, our goal is to develop well-planned standard solutions which are cheaper and more efficient,” noted Klaus Aengenvoort in his opening address.

“eTASK has developed a Facilities Management tool used for allocating resources, such as booking of meeting rooms or for employees sharing a desk.”

“Our goal is to develop a product, which is easily integrated, uniform and user-friendly. Consequently, we have started an internet portal with databases – including different portals accessing the same database. The system is intranet-based, and everybody in the company can use it,” Klaus Aengenvoort stressed.

IT tools must fit the organisation 

on an ongoing basis

“With organisations changing rapidly, it is important to have flexible and adjustable tools. Despite the fact that there is no continuity in the organisations, our system builds on the same database all the time – allowing more levels and places in the organisations to use it concurrently.”

“The advantage of the system is a very simple communication that does not require employees to fill in forms, etc. There are standardised procedures to avoid misunderstandings and errors. It is easy to document the service processes, and everybody has their personal ‘task-list’.”

“Currently, 850,000 to 1,000,000 sq m are being administered in this way in Germany, and the users are very satisfied as a result. For example, it is an advantage to companies located in different cities that the resources are managed by one system,” Klaus Aengenvoort pointed out. 

Both financial 

and intangible gain

“Use of the system has saved 300,000 euro in five years – in addition to the intangible gains derived from facilitating the routines of the employees and increasing their satisfaction. However, this element is difficult to measure. Nonetheless the gains are greater than the investment in the system,” Klaus Aengenvoort concluded.

One delegate asked: “How do the processes work in the departments?”

“Naturally, compromises between the client and the system are important. The challenge is not to change the IT, but to find out which reality IT has to support,” Klaus Aengenvoort replied.
Integrated Management Information Systems – 
a holistic approach concerning IT and telecommunication.

A. Bolhàr-Nordenkampf

CAFM – Computer Aided Facilities Management, Austria

“Systems which used to be stand-alone are now integrated – for instance, systems for central property administration are merged for security or benchmarking in central databases,” A. Bolhàr-Nordenkampf explained, and added that CAFM is close to developing prototypes that merge systems in one matrix.

IT can be used in all Facilities Management tasks

A. Bolhàr-Nordenkampf then pointed out how IT becomes an efficient tool for all Facilities Management tasks: “IT can be used for various systems ranging from area management and HR management to maintenance systems that offer the company optimal resource-utilisation possibilities. The advantage of these systems is that they are globally accessible, and it is irrelevant whether you use a PC, a telephone or a PDA – consequently this is a future-oriented control of data and processes.”

“If you have about 50,000 sq m, the expenses of the system will be covered in three years. And then you have to bear in mind that you decrease maintenance costs and increase the value of the building at the same time. However, the building must have a certain size – today at least 30,000 sq m – to cover the investment within five years,” A. Bolhàr-Nordenkampf said in closing.

CAFM in Europe – Quo vadis?

Michael May
Professor, TFH Berlin – University of Applied Sciences

“IT can help Facilities Management to generate substantial economic benefits in different ways. The goal is cost transparency, availability of up-to-date and consistent data, control of FM processes, efficiency, and making FMs’ know-how available to the entire organisation,” said Michael May in his introduction.

Unexploited potential in CAFM

“There is a huge business potential in this field as it is estimated that there are less than 10,000 active users in Europe. Also, there are major differences in European countries concerning CAFM implementation. Some countries focus a great deal on visual information; some focus on programme features, while others focus on processes.”

“The advantages of the market are greater acceptance and understanding today than earlier; and there is a great variety of CAFM tools and software packages available. The clients are increasingly better informed and there are many successful projects. Similarly, more is being done to train CAFM specialists.”

“Generally in society, the weaknesses of the market is insufficient knowledge about Facilities Management. Top management does not feel committed to focus on this area – they do not see the advantages for the core business. Another challenge is the fact that FM people are not very successful at publicising what they are doing for the organisation. Furthermore, systems are often too complex and the planning-to-implementation period is often too long. We envisage problems with integration and the lack of standards,” Michael May pointed out. 

CAFM requires implementation and involvement strategy

“It is important to have a strategy for implementation and involvement of management and employees. Therefore, you should start with a pilot project and update technology on an ongoing basis.”

“We believe that CAFM is going to play a more important part in Facilities Management and hope that at one point it will become standard software. We need to define implementation guidelines, because costs are quickly covered if we are able to integrate two systems immediately.”

“I hope that future systems will become more intelligent, enabling us to simulate scenarios – not just use them for data acquisition. Consequently, we will be able to work more scientifically in this field,” Michael May concluded.

Operation and Services Management 
– Outsourcing
_________________________________________________________________________
Re-evaluation of the organisation:
Case study of a changing business in a global market.

Lars Jaeger
Ernest & Young, London

“Normally, the Facilities Management organisation cannot keep pace with the rapid development in the way of thinking and working of companies. In a nutshell, buildings and properties block the development of the companies. Properties will always lag behind and only rarely match the actual requirements of the company which is constantly changing,” Lars Jaeger said. 

“Companies require increasing mobility and accessibility, and at the same there must be space for an increasing number of project-oriented activities. Furthermore, there are the changing individual needs of employees, including the wish for flexible working. But buildings and properties do not match these requirements. The days when offices could be run along the lines of Factory Farming are long gone. The autonomous employee has arrived, primarily as a result of the technological development. One of the consequences is that generally we do not exploit space well enough. Amongst others, one of the side effects is financial.”

15 to 33% 

on the bottom line

“This financial factor contributed to starting the process at Ernst & Young. The goal of the Board of Directors was to reduce the area per employee from 20 sq m to 14 sq m. The resulting financial impact is substantial; actually the bottom line will increase between 15 and 33% in various countries as a result of theses space savings,” Lars Jaeger explained. 

“There is a direct link between the number of employees, space, rent and financial outcome, and our model includes these parameters. But we have emphasised that we did not want to create a model based on a one-country solution. On the contrary, there must be room for local adjustments within the model where a number of principles and factors in terms of workplace design are incorporated. These include the position and function of the individual employees, and their specific requirements that include: Daylight, space for project work, client and management facilities.”

Lars Jaeger pointed out that the process should not necessarily aim for 100% optimal results. When you include ownership, employees, technology and facilities, it is unavoidable that the loudest will win.

“We try to develop local solutions within the global framework. In Moscow and London, Ernst & Young has gained positive experience in connection with its ambition to reduce the area per employee. Our case studies thus prove that it is possible to reduce the area per head significantly without negatively influencing the quality of the work and the surroundings. However, it was a defining experience which showed how important it was to allow all the employees to make choices during the change process,” Lars Jaeger concluded.

New world HR shared service.

Paul Morgan

Program Development Director, Johnson Controls IFM, United Kingdom 

Paul Morgan of Johnson Controls was responsible for the cooperation with Barclays Bank, and worked on a series of very large-scale outsourcing projects, where outsourcing was viewed in a broader sense than simply transferring work and risk.

“The new and broader definition of outsourcing requires the participants to focus on a model that is effectively a partnership ​– without which the process will fail – because change is the only constant in the cooperation,” Paul Morgan explained. “Thus, the level of cooperation also increases significantly during the process, and often it is hard to differentiate between the client and the Facilities Management team. We even needed to adjust our organisations to make them compatible across many sectors.” 

Barclays Bank found itself in a totally new situation in a changed market. To obtain optimum information on where Barclays was heading, and which business demands should be addressed in the future, Johnson Controls as Facilities Management provider held meetings at the highest level with the company.  

“Projects are stations on a continuous journey”

“We have worked together on many projects that are not perceived currently as objects or problems. On the contrary both parties view projects as stations on a continuous journey,” Paul Morgan explained.   

One example was Barclays wish to establish a superior HR service centre as a call centre for the whole bank. This initiative was one element in fulfilling the Bank’s ambition to be the UK banking sector’s leading employer. Thus the task was to locate a building that could partly support knowledge sharing and cooperation, and partly foster a highly effective organisation.

 “The office building, in Poole in southwest England, needed to support the organisational change process that had been set as a goal.” 

 “Nearly all of us have moved office a couple of times, so we all believe we are experts. But instead of blindly counting on our own experiences, we went out and asked the staff, and as the process took shape, we held roadshows and sent out information newsletters,” Paul Morgan explained. “Simultaneously, we worked with focus groups and a common steering committee, because we needed to safeguard business continuity while the establishment process was underway. Our role, therefore, was to help redesign a corporate entity for the future, not simply to supply Facilities Management.” Paul Morgan added that the results spoke for themselves: Call Centre overheads were reduced by 25%, while customer satisfaction rose by 10%.

Moving 15 divisions into Canary Wharf

In 2005, Barclays Bank will be relocating into one building 15 divisions that were previously spread across London in different offices.

“The new building is at Canary Wharf and the ambition is to change the organisation and change service perceptions within the divisions affected. The project is managed by one combined project team that produces the ideas that need to be fulfilled. Amongst others, one of the project’s positive benefits is a 37% reduction in storage space,” Paul Morgan reported. Nonetheless, he stressed that the Barclays Bank case shows that outsourcing is not simply a question of overheads, but also includes many other factors. 

“Outsourcing based on this model requires other skills compared to traditional outsourcing,” Paul Morgan added. “However, based on the partnership model that we established we are also in a position to learn by our mistakes, and I am not ashamed to admit that we made many of these. Amongst other things, we have learnt that communication is essential; for the project to work you have to tell the staff what is going on,” Paul Morgan concluded. 

“Experience from the largest Scandinavian 
FM-Outsourcing deal to date.”

Ulf Nyberg

Vice President, Ericsson Sweden, responsible for the Group’s worldwide workplaces

“Over the past 5 years Ericsson has been undergoing a process that mirrors the very rapid market changes and the violent adjustments in business conditions. The market has quickly changed from fixed landlines to mobile telephony, and from being technology-oriented to consumer-oriented,” Ulf Nyberg said. “At the same time, companies have shifted their focus from growth to return. Demands on companies are therefore speed, efficiency and control, and naturally this also includes the Facilities Management area.”

Over the past years the Facilities Management organisation has been faced with some major challenges. Since 2001 Ericsson has reduced its headcount from 107,000 to 47,000. These employees are divided between no less than 140 countries, and the overheads for ‘managing’ the workplaces are around 13 billion euro, equal to around 5% of the total overheads. 

“At this level even a marginal saving can add up to a significant sum, which was the background to the decision by Ericsson back in 1999 to outsource its properties. In the period 2000 to 2004 all the wholly-owned properties were sold, and in parallel with this decision the Facilities Management service was reorganised out of its core competence strategy,” Ulf Nyberg explained. 

Building a global model together with Skanska

“We formulated different models that described how we operated, designed and financed the workplaces. Together with Skanska we built a model that could be used globally. This included different aspects such as structure processes, responsibilities and roles, toolboxes, financing models, business cases, etc. We found that it was important to centralise and emphasise these elements so we could manage the changes.” 

“The integrated Facilities Management service comprises 15 functions, and for each function we described the sourcing in terms of functions rather than instructions. Also, the functions were output-based, i.e. the goal for cleaning was a clean office.”

Additionally, Ericsson emphasised the need to work with fixed unit prices, as well as guarantees for the scope of the individual Facilities Management services. Simultaneously, the organisational focus was on reducing internal resources and utilising supplier knowledge and best practice.  

No common international standard for 

purchasing Facilities Management services

Based on the experience from extensive outsourcing, Ulf Nyberg listed a number of the lessons learnt:

“We do not have a common international standard for purchasing or benchmarking Facilities Management services. This was the main reason why we developed our own standard in partnership with Skanska and Cap Gemini. Clearly, it was also the case that a barrier existed in that only a few FM companies are prepared to take the full responsibility for an entire function – Skanska and Johnson,” Ulf Nyberg added.

Part of the Ericsson experience was also that too many internal control resources were deployed in the wake of one outsourcing. Equally, local opposition to outsourcing should be taken into account.

Average unit costs reduced by 20%

Ulf Nyberg noted that amongst future challenges on the horizon, one was that IT systems and processes were not in place in the cooperation between suppliers and Facilities Management services. On the other hand there was no doubt about the benefits accrued by Ericsson.

“We have met the financial targets, and average unit costs have fallen by 20% – without a reduction in quality. This has been possible because we can now control and monitor the situation in all our operations worldwide. At the same time we have fewer and more professional suppliers, with whom we work significantly better, amongst other reasons because we now have fewer but more professional staff in the Facilities Management area,” Ulf Nyberg concluded. 

“How does a CEO of the world’s largest construction company
see the global trend towards service?”

Stuart Graham

CEO, Skanska, USA and Sweden

In his introduction, Stuart Graham began by explaining why a construction company like Skanska is operating in the service sector.

“We are working with this because it is a growing sector, and because we can deploy the resources that we have acquired in the construction business,” Stuart Graham noted, and went on to offer his views on the current macro trends in the service market.

“There have been significant changes in political attitudes; companies are increasingly focusing on their core competences; and finally the number of professional service suppliers is rising. The consequences are PFI/PPP/BOT initiatives with a growing emphasis on outsourcing, where risk can be transferred to the professional service provider.”  

Primary costs are not in buildings

but in running them

“The background for this is the recognition that primary costs are not in the buildings but in their operation, which is the resource-consuming element. What follows is that Facilities Management is a rapidly expanding discipline growing at 10 to 11% annually, and also that this growth is not necessarily dependent on the general business cycle.”     

According to Stuart Graham, Facilities Management service solutions are attractive because they offer lower costs, increased flexibility and enhanced efficiency. Companies can use these benefits because they need to produce better products at lower prices. This rubs off on FM, where the demand is better service and quality at a lower overhead.

Stuart Graham pointed out that paradoxically, although Facilities Management in the UK is used particularly for establishing and operating prisons, schools, motorways and the rail network, the model is still not accepted in the Nordic Region.

Increased funding ability and better cost management

“We see a few projects in Norway and Finland. However, in Sweden public buildings and infrastructure are in great need of restoration, but no funding is available because there is no political support for this model of outsourcing. Conversely, to a considerable extent the model is being taken up in Eastern Europe,” Stuart Graham explained, and went on to outline the benefits of the PFI/BOT models: 

“A company can improve its funding ability, achieve better cost management, and benefit from delivery on time and predictable life cycle costs. The unexpected can also be avoided in that costs are specified for a period of up to 30 years, with payment made only for facilities that are maintained daily to the same standard,” Stuart Graham added when referring to research into PFI projects in the UK.

“These surveys showed that the PFI model improved quality and reduced costs. The PFI model can only be described as a success,” he concluded.

CEN/TC 348 – European Standardization of Facilities Management. Presentation of the European Committee for Standardization, CEN’s preparation of Facilities Management covering operational, tactical and strategic levels to support primary processes.

Paul Stadlöder

Dipl.-Ing., CFM Germany, Chairman CEN/TC 348, Facilities Management Standards

Paul Stadlöder, Chairman of CEN’s technical committee that handles the work to create a common European Standard for Facilities Management services, described the main aims of the FM standard as follows:

“We started work in September 2001, and our main aim was to create a common understanding of the service offered by, and the bidding process involved in Facilities Management tasks. In this way we can also support the spread of FM in those countries, where these tools are not used – particularly in the former Eastern European countries. It is very important to have standards, and clearly the EU needs to support standardization,” Paul Stadlöder said, and reported that the EU Commission is very focused on this point because it wants a result.

Great variations in the spread of Facilities Management 

Paul Stadlöder reported that there are currently Facilities Management organisations in 10 European countries. 

“For the moment the spread of outsourcing of Facilities Management tasks is heavily influenced by many different political, economic, social and legal factors in the different countries. Consequently, there are extreme variations in both understanding and developing FM across Europe in the different branches and sectors. For example, the banks are highly developed in many countries, whereas the public sector has not started the process at all.” 

In its work to define a common standard the committee is emphasising the use of existing experiences gained in Facilities Management activities.  

“We want to use existing examples, not simply to describe the status-quo in this area, but to highlight successful principles. Our ambition is that the Facilities Management model can also be used and be an inspiration in other situations – amongst other reasons because it is simple and easily accessible.”

“For this reason we are working very systematically on the Facilities Management model, which will be structured around parameters such as FM processes, service categories and service catalogues,” Paul Stadlöder confirmed, and also outlined several of the greatest challenges and barriers that confront a common European standard for Facilities Management.   

Language barriers and cultural differences

“Language is one of the greatest challenges, because in our experience native English speakers have the best arguments, particularly in terms of their command of the language. Additionally, there are significant cultural differences. For example, a German Facilities Manager will show you round the plant and equipment in the basement, whereas his colleague in the UK will show you his workplace and its interior decoration,” Paul Stadlöder explained before summing up the various factors thus:

“Undoubtedly the work of producing a common EU standard is complicated by the many different interpretations of Facilities Management, the great variations in development stages in different countries, and ultimately the highly divergent markets with their great variations in market conditions.”

EU standard expected in July 2006

According to Paul Stadlöder the working group will present its first draft of a European standard in November 2004. Following further discussions and amendments the draft is expected to be adopted by a formal vote of the European Facilities Management organisations in March 2006, after which the common EU standard will be finalised in July 2006.
Experience in cross-national outsourcing. 
How to scope and describe service content, how to make supplier/partner evaluation.

Laura Hill

Director Nokia Real Estate and Facilities Europe, Middle East and Asia

“Outsourcing should be based on realism. Thus, one should focus on ‘good practice’ before ‘best practice’, because it is not possible to identify ‘best practice’ in many areas. In particular, it stands to reason when working multinationally that the starting points are very different, and naturally it is very important to take into account local cultural differences,” Laura Hill argued in her introduction.

She pointed out that Facilities Management involves much more than managing a building, and illustrated the very different starting points by giving the example of two building – each of which was originally built as an intelligent building – a church and a factory. 

“The important thing is that the intelligence is closely connected to the building’s use. Clearly, a church functions just as well today as it did when it was designed centuries ago. But to a large extent this is because the church has not developed, whereas the original use of a factory has been rapidly eclipsed by changing circumstances.”

The customer should specify reporting requirements and own all data

Based on her international experience, Laura Hill expounded her thoughts and recommendations when dealing with the complexity connected with outsourcing. 

“It is important for the customer to specify the what, where and who, so that thereafter the Facilities Management provider can describe how it will happen. Also, it is essential that the customer specifies its reporting requirements and owns all data. Additionally, the goal is to establish a partnership where the FM provider needs to be report/knowledge centric, rather than just the ‘fixer’. Ultimately, our experience is that it is desirable to work with regionally-tailored global contracts,” Laura Hill said. 

Standardized measurement criteria make benchmarking possible

“For outsourcing to be successful it is very important for the organiser of the process to be specific about the options and define the aims and goals. Only in this way can one arrive at efficient rationalisation and consolidation, which is the objective of outsourcing,” Laura Hill explained, and also recommended that as much as possible should be included in outsourcing.  

“When evaluating the outsourcing process it is important to use standardized measurement criteria, thus sustaining the possibility for benchmarking. Simultaneously, it is advantageous to involve a team of colleagues in the evaluation, and equally one element of the evaluation should include performing an outsourcing risk analysis, thereby introducing a security element in the planning.”

The aim is to transfer the responsibility

For Laura Hill, one of the most important aspects of outsourcing is to focus on the transfer of responsibility.

“The ambition must be to make the Facilities Management provider responsible for the management function, thereby allowing the organisation to focus on its core business. Currently, only a small minority has achieved this, which means that many companies handle the management element – despite the fact that service providers have the greatest experience in this area – a less than optimal solution,” Laura Hill explained.

“For this reason it is important to undertake an analysis of what service is needed, where it will be required, and who is best placed to manage the process. In all circumstances, it is important to undertake an ongoing assessment of the service provider’s performance. But naturally this can only be of value if the data is actively managed. One of the most far-sighted and constructive goals can be to share the risks and rewards between the two parties,” Laura Hill concluded.

Strategic Facilities Management adds value. The Danish healthcare and biotech Novo Group founded a FM profit centre.

Mikkel Skov

Business Relations Manager, Novo Nordisk Servicepartner, Denmark

“Having originally been an internal central cost centre, the Facilities Management function in Novo Nordisk became an independent profit centre. However, following a strategic business review its status has since changed so that the FM function is now solely a service provider for Novo Nordisk and Novozymes. Thus, we no longer sell services outside the Group,” Mikkel Skov explained.  

“From the beginning we considered the business concept as a strategic function, and we listed the challenges that confronted us. These were many and varied, but easily the greatest challenge was to motivate the internal staff to perform like a service organisation.” 

Start with the most straightforward and simple services

“Novo Nordisk Servicepartner has a broad definition of Facilities Management. This covers the whole spectrum from building management to a whole variety of administrative services and tasks that are critical for the organisation, i.e. admission control and protecting certain types of products and stock. However, our experience is that you achieve most by starting with the most straightforward and simple services before extending the range of services offered,” Mikkel Skov said.

Today, Novo Nordisk Servicepartner offers a number of business concepts, including procurement, service administration and service production.

“So when Novo Nordisk decided to have an internal Facilities Management provider it meant primarily that we have, and continue to accumulate know-how about the internal conditions, and that we have the necessary competences to ensure delivery of the required services. Ultimately, we can be replaced overnight if the company is not satisfied with our services. In this area we operate like any other business,” Mikkel Skov emphasised, and went on to talk about the outcomes of working as an internal FM provider.  

Combined savings of DKK 75 million

“Changing the structure from an internal cost centre to an external profit centre resulted in Novo Nordisk being able to focus on its core business, and generated cash savings for the Group of DKK 50 million – equal to about 10% of the overheads. Amongst other things, the savings included reducing the staff by about 100 employees.”

“Only later when Nordisk Servicepartner redefined the Facilities Management function from service producer to service provider was the organisation able to focus on its core competences. This subsequently led to further cost savings of DKK 25 million,” Mikkel Skov added.   

Despite the identifiable cash outcome, the Facilities Management role in Novo Nordisk is nonetheless not confined to a fixed framework. According to Mikkel Skov one of the key factors for success is to change, along with the ability to stay abreast of the organisation and solutions. Thus the work does not follow a set pattern or routine.  

“Perhaps one day Novo Nordisk will abolish Novo Nordisk Servicepartner and put everything under the parent Group,” Mikkel Skov concluded.


New Methods in outsourcing
facility support functions.

Albert M.M. Pilger

Managing Director, Pilger Facility Management, Austria

In his speech, Albert M.M. Pilger began by talking about his experience as a consultant in connection with the tendering process for Facilities Management functions in the newly established Terminal Werndorf Cargo Centre in Graz, Austria. The tendering round was also the first railway management PPP project in Austria.

Terminal Werndorf covers about 500,000 sq. metres in an investment worth 130 million euro. Initially, the Cargo Centre has been built to handle 36,000 containers per year, but the facility is designed to handle a maximum of 100,000 containers per year.

Performance-based not activity-based

“In organising the tendering round we had a number of goals for the Facilities Management area. Firstly, we wanted to separate the core business from the support processes. Secondly, we began by thinking in terms of various service levels for the different maintenance functions, with one of the elements to include the specification of seven different service packages.”

“Ultimately we wanted to move towards a contract that was performance-based as opposed to activity-based. Therefore we started by producing a number of specific descriptions of the expectations and demands that would need to be fulfilled by the performance of the future provider,” Albert M.M. Pilger said.  

Even experts in the tendering process were surprised by the high level of interest with no fewer than 110 potential providers registering an interest.

“To provide a level playing field for the many interested parties we offered them the opportunity to have all their questions answered at the same times so they would all receive a consistent reply,” Albert M.M. Pilger explained, but nevertheless he did not recommend this method. The result proved to be unsatisfactory and caused many problems. 

Greater need for dialog with the tendering companies

Although the chosen vehicle proved to be unsatisfactory, the intention of a question and answer session was relevant because during the preliminary phases there was a substantial need for dialog and discussions with all the tendering companies.

The dialog process also served a vital function in relation to ensuring that the bidders felt suited to the task. During the process the original 110 notes of interest were whittled down to 40 final tenders. 

“It was interesting that the parties wanted to bid for one total package, including the management element. But this was not in the plan for the tendering round, primarily because one total solution provider was not appropriate and would lead to a conflict of interest between the management and provider element,” Albert M.M. Pilger noted.  

The tendering round was concluded when the total Facilities Management function with the seven packages was awarded to one single provider.

Public Private Partnership (PPP)

_________________________________________________________________________

PPP in Central Europe – What is the issue?

Mike Pearce

Partner, EC Harris, Central Europe

“The PPP model is currently greatly misunderstood in Central Europe. In many areas, joint ventures have been established that are confused with PPP projects. Simultaneously there is considerable mistrust of the PPP model, which many claim to be sneaking privatisation. Additionally, many public sector administrators feel that their power base is threatened by PPP thinking,” Mike Pearce explained. Nevertheless he was very optimistic about the future of PFI and PPP in Central Europe. 

“Central Europe is desperately in need of massive infrastructure improvements – for example, in 2001 only 1% of Poland’s roads conformed to EU standards. But many of these countries are at the limit of their borrowing capacity. In short, they need solutions to their problems, and the PFI/PPP model is the way ahead,” Mike Pearce said, and alluded to the success of the PFI model in the UK.

“Following in the wake of the first projects in the early 1990s, 750 PFI projects have started in the UK covering a spectrum ranging from airports, roads, schools, hospitals and care facilities to sewage treatment plants, prisons and power stations. Research shows that the involvement in these projects has led to cost savings of the order of 10 to 25%. These have been achieved through greater efficiency, reduced whole life costs, better certainty and improved quality.” 

PFI and PPP can spell opportunities for Facilities Management 

Mike Pearce focused on the opportunities for Facilities Management in relation to PPP and PFI.

“PFI and PPP is a good opportunity for Facilities Management to obtain its share because on average 80% of a building’s life costs are in its operation. This means 30 years of investment and management, and thus it is extremely important to add value in both the design and operational phase. Now the challenge for FM is to demonstrate that it can work.”

Mike Pearce went on to outline the current PFI/PPP situation in Central Europe, which is mostly characterised by little or no activity.

“Countries lack political stability, which is the key to further development. Also there is barrier in that public administration in most of the countries operates within strict annual budgets as opposed to long-term budgets which are the basis for PFI and PPP. There is a widespread fear of privatisation and a lack of trust in the consultants who need to be involved in the projects. There is also a broadly-based fear that consultants are paid for doing nothing. Finally, the modern approach to Facilities Management is completely new to Eastern and Central Europeans, who do not understand the assumptions or concepts.” Nonetheless Mike Pearce went on to say that PFI and PPP is here to stay.

The Central European market will develop

“The market will develop but political support is a paramount. At the same time Facilities Management practitioners are essential team members in the process, where opportunities are just as significant as the difficulties. Currently however, PFI and PPP need to demonstrate the benefits on the Central European home markets,” Mike Pearce said.

One delegate wanted to know how it would be possible to demonstrate and document the benefits of PFI and PPP. Mike Pearce answered that there are no actual tools for doing this, and that equally no one had completed the whole process over a typical 30-year timescale.

“Equally the burden of proof is different in Central Europe, especially in relation to manpower. The large wage differential means that improvements in efficiency will not have correspondingly the same effect as in a Western European country. For this reason it is not inconceivable that Eastern and Central European countries will have different PFI and PPP models than those recognised in Western Europe,” Mike Pearce concluded.
The financial investor’s view on the service 
provision part of PFI/PPP Projects.

Tim Pearson

Innisfree, United Kingdom 

“What excites people is that the greatest challenge of PFI projects is that they deal with service. Additionally, there is always a political dimension to the picture,” noted Tim Pearson of Innisfree, one of the largest investors in the British PFI market. By May 2004, Innisfree had signed 320 PFI project deals, of which over 220 were operational with a total value in excess of GBP 33 billion.  

Tim Pearson pointed out that PFI can be a beacon of light on an inexpensive backdrop, and gave the example of the construction and operation of a hospital.

“Previously, when a hospital needed to be built the timescale between taking the decision and operational use was 10 years. By that time the building was a medical museum – and that is a very easy track record to compete with,” Tim Pearson observed, and also pointed to the fact that Innisfree has detected great interest in PFI projects in Europe, Japan, Canada and South America. 

“For example, we built a hospital in Chile, where we successfully transferred our UK experience and tailored it to local cultural conditions, which worked out well.”

Risk in both construction and operational phase

Tim Pearson advised against following the traditional perception of risk in connection with PFI.
“The conventional view is that the construction phase is risky but the operational phase is risk-free. Our experience shows that both can be risky. This is because PFI is not simply a question of buildings, but what these buildings contain. This involves service, and contractual problems are considerable, primarily because one always has to take into account the many expectations and special interests. The picture is additionally complicated by the fact that we often divide PFI services into both ‘soft’ and ‘hard’ Facilities Management services. Moreover, as a rule these are shared between different providers.” 

In PFI projects in the UK the company sometimes uses periodic benchmarking of the economy to offset the effects of inflation and wage increases.

“This benchmarking typically takes place every five years. However, we need to be aware that generally this can lead to contract price adjustments when viewed over a five-year timescale as opposed to the desired 30-year horizon. There is currently no doubt that people and relationships are very important for the parties involved in a PFI partnership – my experience is that a good contract is one that can be filed away without being invoked,” Tim Pearson emphasised.

Another lessen drawn from PFI projects in the UK is that staff in the private sector’s Facilities Management functions are generally much better educated than their counterparts in the public sector, because this is stipulated in the terms and conditions of the contract.

The public sector has opened a Pandora’s box

Tim Pearson pointed to one unexpected consequence of the spread of PFI.

“The public sector has opened a Pandora’s box because, in order to save money hospitals have reduced their flexibility. There are no further savings available in the operational and maintenance areas, so they can only make cuts in the core services, i.e. patient care, which is currently in political focus. This adds a pressure that the government had not predicted when PFI was launched. But perhaps that is not such a bad thing,” Tim Pearson added. 

“PFI tendering is an enormously expensive process, and therefore it is vital to achieve a very high success rate. Our image as a PFI operator is particularly critical, and for the same reason we put great focus on the service provider’s ability to fulfil the demands. Maintaining a level of service is a constant challenge, and expectations are commensurately great – but the high quality of the new facilities has positively surprised many members of the public,” Tim Pearson said. He predicted that there was little risk that services would deteriorate as a result of PFI.

The incentive of a good reputation makes the parties act positively 

“If, for example, you are ISS that operates in many hospitals you cannot afford to tarnish your reputation, and this has a very great and extremely positive influence on the way that all the involved parties act. We have also seen that protests by the trade unions against PFI have been replaced by members of the public complaining about why they do not have one of the ‘new generation’ hospitals or some other service,” Tim Pearson concluded.

The way PFI/PPP is dealt with in the local authority context.

Tim Costello

Partner, Product Group Head, Evershed, United Kingdom

“The greatest challenge in expanding PFI and PPP at a local level in the UK is the fact that 60 to 80% of local authorities’ budgets are decided by central government. Negotiating possibilities are thus not so great, but notwithstanding these constraints there has been a noticeable growth in the use of PFI and PPP. Recently we have seen several examples where services are bundled together to achieve the required volume to safeguard a project,” Tim Costello noted.

125 schools bundled together in one PFI contract

One of the largest projects to date is all the schools in Stoke-on-Trent, where no less than 125 schools have been included in a single PFI contract. The servicing of schools is generally one of the most buoyant areas in relation to PFI activities at a local level, but refuse disposal and transport are also areas that are actively covered via the PFI model.

“But there are many other exciting areas,” Tim Costello explained, listing care facilities, leisure activities, libraries, street lighting, police stations, detention centres, police vehicles and fire stations.

“Hitherto, we have only seen two projects in the housing area, but that is because this is an extremely complicated field.”

Generally, the ambition is to secure as much as possible within the constraints imposed by local communities. Thus, the focus is on leveraging activities from local authorities’ balance sheet thereby exerting the least possible pressure on public finances. Consequently, project organisation of individual PFI contracts has been tailored to ensure maximum financing, while simultaneously transferring the risk to the service provider. 

Problematic interface between service providers and owners of buildings

According to Tim Costello, staff takeovers are one of the greatest challenges in tendering through the PFI model. However, in relation to PFI contracts the interface between service providers and the owners of buildings can also be problematic. 

“If a building is in a poor state from the start, this can affect the financial situation in relation to the long-term maintenance of the property by a Facilities Management partner. Thus, it is important to establish good relations and have shared objectives between the parties involved. This can be achieved by scrutinising the contents of the contract and by consciously working towards a future partnership,” Tim Costello noted.

He cited the fact that in the long term it can be advantageous to be a Facilities Management service provider.

“Independence is assured, and additionally this model can be indispensable when dealing with several of the increasingly large bundles of projects, i.e. schools. Initial costs are the same, irrespective of the project’s size or the numbers of units that are included in the contract. Therefore, there are sound economic reasons to have these things bundled,” explained Tim Costello, who described PFI in the UK as an extremely well-developed tool.

“In the final analysis this is an area with unlimited possibilities for the private sector.”

PPP and outsourcing in Denmark.

Carsten Jarlov

Director General, Danish Palace and Property Agency, Denmark

In his introduction, Carsten Jarlov reported that the general attitude in Denmark to PPP and outsourcing is about to change from a reserved ‘yes, but ...’ to a more favourable ‘yes, why not...’.

“The ideas behind PPP are currently spreading through the public sector in Denmark, and are currently the subject of much analysis, which is good. However, there is a need for more action,” Carsten Jarlov explained.

“The essence of PPP is that the process involves significant investments, and that projects consist of more than buildings. Furthermore, there needs to be a long-term perspective, and a more systematic sharing of risk between public and private players in the projects. It is particularly important to resolve this last point before we see more PPP projects in Denmark,” Carsten Jarlov said, stressing that these issues are under the spotlight in Denmark.

PPP is the Danish Government’s official policy

In Denmark, PPP is advanced as the Government’s official policy, and one of the consequences of this is a new policy initiative for state-owned buildings.

“This policy anticipates greater productivity, better quality and more ‘value-for-money’. Simultaneously, guidelines for evaluating relevant PPP projects are being worked out using various tools, i.e. the use of basic standard contracts and ‘comparator’ tools. Finally, future state projects are being analysed to determine the relevance of the PPP model in a specific situation.”  

Carsten Jarlov summarised the public debate surrounding PPP thus: “Supporters will claim that the public sector always under-budgets on new projects, which makes PPP very relevant. At the same time it is inferred that costs in public projects are not transparent. But this does not present a true picture because there are no public models for buildings,” Carsten Jarlov added. He also pointed out that many of the mechanisms advanced by supporters of PPP are already in operation in the public domain in Denmark. 

“For example, half of the public sector office space in Copenhagen is privately-owned, with substantial renovation in the pipeline. Thus, PPP exists in terms of buildings and maintenance, but possible not in management.” 

Difficult to establish long-term requirements and ambitions

Carsten Jarlov indicated that several parameters needed to be in place if PPP was to become a relevant model.

“Primarily, this needs to be a large project, but we do not have so many of these. Furthermore, the challenge is to find a large enough requirement, and projects that have a sufficiently long-term perspective, and which place great demands on functionality. Currently, it is difficult to determine long-term requirements and ambitions,” Carsten Jarlov said with reference to the Danish Patent and Trademark Office (DPTO) building that was built over 10 years ago.

“The physical framework required by institutions has completely changed in a few years, with the result that the requirements of the DPTO are not matched by the building.” 

 “We need experience, so allow us to get started”

“When events move fast, PPP ought not to be over-analysed but should be accepted as logical thinking. One needs to focus on the positive aspects of using PPP, and this is not a question of ‘either or’. On the contrary this has to do with ‘both and’. For the same reason I believe that we in Denmark will see a number of PPP projects that do not include the transfer of ownership,” Carsten Jarlov said, emphasising that it was very important to be in control of how to share the risk.

“The public sector can learn much from private business, but the challenge is constantly a question of how we discuss these issues in a neutral non-ideological way? And how we ensure that we can be specific, as opposed to theoretical. Therefore the time has come for us to acquire experience through action. Allow us get started so we can find the right model, and whether the solution is PPP or not,” Carsten Jarlov concluded in his final challenge to the delegates.
Public Private Partnership, State- of-The-Art in Italy.

Silvano Curcio

Professor, Director for Terotec – Laboratory for the Innovation of Urban and Real Estate Patrimony Maintenance and Management, Italy

“In Italy, we urgently need to improve the efficiency of activities and service management in comparison to the traditional bureaucracy. This requirement has forced public administration to concentrate on strategic tasks and core competences, and transfer peripheral, non-core tasks to others. The overriding aim is to make it possible for public administration to optimise the deployment of its human and financial resources. Simultaneously, the tempo has ratcheted-up in the process of reorganising public administration,” Silvano Curcio explained. 

“A direct result of this trend has been that public sector bodies have made widespread use of ‘Global Service’ instruments for developing the PPP Facilities Management area. The Global Service instrument is an agreement system covering integrated service management, where the responsibility for achieving and maintaining the previously agreed service levels and quality standards rests solely with the service provider.” 

Significant growth of Facilities Management market after a slow start

“The background to this innovative trend is the development of the Italian services market, where public bodies and private owners of real estate patrimonies have become more and mores oriented towards outsourcing. The Italian market for Facilities Management has taken off somewhat recently in comparison with the trendsetting European nations in this area. However, market growth has been both significant and impressive over the past years, and consequently the number of PPP contracts agreed on the basis of a Global Service framework has grown rapidly.”  

In the meantime, this Global Service development has identified the lack of common guidelines that can influence the market to act uniformly. 

“In this context, a committee at the UNI (the Italian Standardization body) has recently published a specific standard called ‘Global Service for management of real estate patrimony – Guidelines’. This is a trailblazing standard because it is the first one of its kind in Europe,” Silvano Curcio pointed out. 

A common departure point for standardizing the Facilities Management process

“The standards – in terms of understanding and use – provide both the public grantor of Facilities Management tasks, and the providers of FM services a common methodological and operational departure point for standardizing the FM Global Service processes.”

“The standards are divided up into sections correlating to the key-phases of development of the Facilities Management Global Service processes. These phases comprise analysis and definition of needs, preparation of request for offer, and preparation of the offer. The two initial phases are targeted towards the public grantors, while the third phase is directed at the bidders,” Silvano Curcio explained.  

Supported by finance legislation in 2000

A second initiative supporting the dramatic growth of the PPP market was the Italian finance legislation passed in 2000. This formulated a contractual system for Global Service contracts agreed by local administrations.

The rapidly growing expansion of outsourcing came sharply into focus in 2001 with the CONSIP bid, in which a national Facilities Management Global Service contract valued in excess of 700 million euro was agreed for the management of buildings relating to public sector e-business institutions.

PFI/PPP in Iceland.

Sigfús Jónsson

Managing Director, Nysir AS, Island

“You could say that we supply PFI/PPP visions, and that Iceland, which is very satisfied with its rapidly growing economy, is leading the field for PFI/PPP in the Nordic region. This does not mean that we do not need to be analytical, we have only just started,” Sigfús Jónsson said. Nysir AS is involved in a number of PFI and PPP projects in Iceland. 

Iceland’s leading role is documented by the fact that the country, although small with just 300,000  

inhabitants, has already implemented 15 PFI and PPP projects, including: Five kindergartens, two primary schools and a road tunnel.

Includes teaching, canteen and child-minding, etc.

“Our projects are often full-service total packages: Teaching and meals, etc. provided in a kindergarten; and an infant school with 120 children aged 1 to 6 years where, apart from building maintenance, we provided teaching, school services, canteen and child-minding,” Sigfús Jónsson explained.

In the latter example the supply is covered by a main contract, supplemented by three subcontracts. The contracting group also includes a service company that is partly owned by the school leaders. 

“We had to develop an educational concept to be eligible to bid for school contracts. But, even though the task was complex, we faced intense competition from a number of rival bidders, which demonstrated the very rapid development in this area.” 

For school projects, NYSIR formed an alliance with a construction company and a bank. The construction company took all the risks in building the school, and the bank supplied most of the finance. The remaining parties were absolved from risk on the teaching side. The total costs were allocated as follows: 63% on teaching, 6% on Facilities Management services, 9% on catering and food, and the rest on leasing charges.   

National and local authorities are very interested

“In summing up the Iceland experience it is clear that PFI has become a key method of establishing public services, and that both national and local authorities are very interested in these possibilities,” Sigfús Jónsson said. 

“This is thanks to the obvious advantage implicit in PFI projects, which offer full value-for-money, and are finished on schedule. We produce smart and well-appointed institutions. Furthermore, there are no budget overruns and maintenance costs are lower. Finally, we can foresee many innovative solutions as a result of private know-how shared with the public sector.”

“However, the many PFI projects have resulted in drawbacks, i.e. the public sector has been too poorly prepared in managing the process, and evaluation has been unprofessional. Also, the political debate ‘for’ and ‘against’ outsourcing has rumbled on throughout the entire procurement and contract phase, which has taken up unnecessary resources.”

“But we are not at the end of the road, or as the saying goes: ‘So little done, so much to do’. At the same time we view the rest of the Nordic area as a potential market, because the nature of these services is more or less identical in other Scandinavian countries,” Sigfús Jónsson concluded. 

The first survey of German PPP projects.

Frank Riemenschneider

Professor, Dr., Münster University of Applied Sciences, Germany

“In Germany, we desperately need to improve the infrastructure, but this is hindered by low levels of available funds. Therefore we have chosen to focus on PPP as one possible way of solving the problem. We have achieved this by setting up a task force based in North Rhine Westphalia with the aim of implementing pilot projects,” Frank Riemenschneider explained, and drew attention to the fact that the German task force was established ten years after the launch of the first PFI projects in the UK.  

“Currently we have nine active projects, namely: One prison, five schools, two administration buildings and one government building. Experience from these pilot projects shows that there are significant cost reductions, and that both quality and efficiency improvements have been achieved.” 

“For budgetary reasons, many large German projects are divided into phases, which make long-term planning impossible. The problem is simply that the public sector cannot deliver the services, which is what we hope the private sector can achieve.” 

One element of the task force’s work involves the evaluation of a number of specific projects. The intention was partly to draw inspiration from the use of PPP in the UK and Holland, partly to develop a model, and to acquire experiences both nationally and internationally.

“We can identify specific projects that show financial savings of 11 to 16%, and where construction time has been reduced from 25 to 16 months,” Frank Riemenschneider noted, and unveiled the results of the evaluation that ended in early summer 2004.

“The most important element in the evaluation is the recommendations concerning PPP projects, and these are key issues when thinking of a partnership that could last 20 to 30 years. Thus, all parties need to be fair to each other.”

Amongst other success factors covered by the evaluation is the importance of structuring PPP projects in a modular and flexible way, while also being output-oriented.

“Furthermore, it should be emphasised that know-how can be put to wider use, when one of the parties severs their ties with the project. One part of the preparation should be the running of a feasibility study, and equally that it should be based on a reliable database,” Frank Riemenschneider said, and gave the example of a local authority that had no record of the number of local buildings, and their maintenance and servicing costs, which had been sold the previous year.”   

“Ultimately, communication and project leadership are key success factors. Similarly, there needs to be a simple and honourable incentive system.”

On the down side, the evaluation revealed considerable uncertainty about problem attitudes surrounding PPP, including the fear of unemployment for those involved.  

“Obviously, PPP is a very complex process, which is not helped by the lack of standardization and fixed frameworks in the negotiation phase. Also, projects are complicated by uncertainty over input- and output-oriented instruments, which are frequently mixed up in the bidding,” Frank Riemenschneider noted.

Based on the evaluation, the task force recommended the establishment of confidential partnerships to ensure the success of projects.

“There is also a requirement to support both small and large companies that plan to enter the PPP market. PPP processes should be standardized, with the need for legislation to support this process. Finally, we recommend the establishment of a benchmarking pool-based Public Service Comparitor, as a yardstick against which individual public grantors can measure their projects,” Frank Riemenschneider said, concluding that PPP in Germany had also negotiated its first hurdle.
The Nordic FM network and the real estate and building sector
in the Nordic countries – state of the art.

Kauko Tulla

VTT Building and Transport

Kauko Tulla talked about project Nordic FM, the Nordic Facilities Management network, whose main aim is to support the dissemination of FM disciplines in Scandinavia. Amongst other things, this is taking place through joint projects scheduled for completion in 2006.

“Different committees are working in three focus areas on this project, namely: Workplace management, operational and service management, and outsourcing, including PPP.  

Amongst other things, the aim of focussing on these three areas is to clarify the potentially specific Nordic characteristics in connection with the performance of Facilities Management. Put another way, by identifying a common basis through the harnessing of know-how and experience in the different countries, we can thus contribute to a broader understanding and use of FM, as well as improving the start-up level for those already active in the area,” Kauko Tulla explained. 

The Nordic Facilities Management network is characterised by a broadly-based group of participants comprising companies and organisations in both the public and private sectors. 

PFI’s role in delivering the “New Government Workplace” in the UK.

Douglas Brown

FRIAS, RIBA, DEGW plc, Scotland

Under the heading of ‘Modernising Government’ the British Government has set itself the ambitious target of refurbishing and revitalising public sector workplaces. This has resulted in a number of significant initiatives, which, along with the focus on both the physical and the intangible parameters surrounding the workplace, have been a new departure in public administration in the UK.

“The popular view is that tangible fixed assets can be realised by focusing on the organisation,” Douglas Brown of DEGW explained in his capacity as a consultant on many of these projects.

The starting point for ‘Modernising Government’ was the reliance by public administration on old-fashioned buildings that reinforced a dusty and bureaucratic image. One of the outcomes was the difficulty of attracting new staff.

Institutions given the responsibility for their own physical environment

As the largest client of the UK construction industry, the Government’s first step was to give individual institutions responsibility for their physical environment. This decision gave rise to a large number of initiatives and major government projects, many of these being PFI projects. 

Amongst other projects, Douglas Brown talked about the Government Communications Headquarters project that grouped all GCHQ’s activities and 4,500 employees in a brand new PFI-partnership building. A second notable example is the Department of Social Security (now the Department of Work and Pensions) which transferred the management of 650 properties to one private sector partner in 1998, thereby achieving a cost saving of 15%.  

Focus on expression and branding

“In this way the focus is on efficiency by making the most of space and increases in productivity. But the new working situation also means that the battle for talent is growing, and thus the focus is on improving public sector workplaces, amongst other things by enhancing expression and branding. This change process also focuses on the challenges and possibilities that arise – i.e. the breaking down of physical and intangible barriers to facilitate communication, collaboration, faster decision making and greater responsiveness,” Douglas Brown said.  

“Creating a more appropriate meeting culture is one concrete example of the ambition of bringing people together. This is achieved by designing informal meeting points where informal and spontaneous decision making are supported. One obvious consequence has been better adherence to meeting timetables and improved use of meeting places.

The focus has been on creating a more open office landscape that supports project work and improves the relationships and interplays between professional groups. However, this process should take into consideration the need for a balanced interaction and respect for individual employee’s privacy.”

Changing public perceptions

Douglas Brown cited the example of the new building for Scottish Enterprise in Glasgow as the best example of the new approach to the workplace.

“By providing attractive workspaces, government departments are also succeeding in improving external communications, because employees’ enthusiasm and pride affect the public perception of the individual institution. For many government departments and agencies, changing their corporate image through the design quality of their new workplace has been a key objective.” 

The public sector has achieved more than the private sector

“DEGW is involved in many of these projects, which represent a great leap forward. It is interesting that in the UK the public sector is ahead of the private sector in relation to creating new models for workplaces and workspaces. It is also worth noting that this has happened using a top-down vision-based approach. In practical terms we have proved the value of focusing on a vision of the workplace as opposed to merely looking at the building in isolation,” Douglas Brown concluded.  

One delegate wanted to know if investors in these PFI projects that had agreed to invest in new ways of working? Douglas Brown answered that investors did not take this into consideration. They simply supplied the services requested by the client, also if these comprised new ways of working.

The future of Facilities Management – 
from a Harvard experience (closing keynote).

Sheila Sheridan,

Director for Facilities and Services, John F. Kennedy School of Government, Harvard.

Master in Education, MBA. Chairman of IFMA, USA

“The Facilities Management profession has changed enormously since the early pioneering years. But the process of change will be no less great in the future,” noted Sheila Sheridan, who has been involved with FM since 1983, and is one of the profession’s pioneers.  

“Facilities Management developed as a profession that required both ‘soft’ skills and new competencies. Increasingly, we will be confronted by changing customer expectations, but similarly we will need to have a clear vision of long-term corporate strategy. We will work more actively in partnership with HR, CRE and IT functions, and we will be evaluated on our financial performance and will be faced with longer term scenario planning.”     

Facilities Management is about facilitating interaction

“In parallel with the above there will be more formal education and training within Facilities Management with the focus on a number of new skills. The Facilities Managers of the future must be fully conversant with disciplines such as communications and motivational training, and they must operate proactively rather than reactively,” Sheila Sheridan pointed out.

“This is about creating expectations, and Facilities Managers are in the vanguard when it comes to creating the workplace of tomorrow, whether we work in a face-to-face or virtual environment. Unlike the past, it is no longer an issue of distribution of space, but rather a question of facilitating interaction in the workplace.”

Facilities Management finally reaches maturity

In 2002, approximately 30% of Facilities Management was outsourced in the USA, and 85% of FM companies out-task some services, while 12% contract for a package of services. However, only 3% handle all FM tasks internally.

“In this sense Facilities Management has finally come of age with FM services increasingly brokered by consultants, who will take responsibility for leasing the speciality skills required. In due course a facility manager could work for multiple companies.” 

Eco-friendly buildings built at lower cost

Sheila Sheridan noted that Facilities Management can be very influential in the spread of ‘green’ design and construction.

“Environmental sustainability is crucial, and eco-friendly buildings can be built at lower cost. There is an increasing demand for this approach in local communities that support green standards with tax dollars. For example, in recent years, many new green buildings have been built in Boston, but more needs to be done, which is why the USA is aware of the important lessons to be learnt in the construction of more environmentally sustainable buildings from countries such as the Denmark, Germany, Holland and the UK,” Sheila Sheridan said, and pointed out the importance of knowledge sharing across frontiers.

“We need to see the world in a multi-cultural perspective, and take every opportunity to initiate a debate on the Facilities Management profession, now and in the future. It is worth remembering the words of Peter Drucker when he said: ‘Long range planning does not deal with future decisions, but with the future of present decisions’,” Sheila Sheridan concluded.
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