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Foreword 87 

ISO (the International Organization for Standardization) is a worldwide federation of national standards 88 
bodies (ISO member bodies). The work of preparing International Standards is normally carried out 89 
through ISO technical committees. Each member body interested in a subject for which a technical 90 
committee has been established has the right to be represented on that committee. International 91 
organizations, governmental and non-governmental, in liaison with ISO, also take part in the work. ISO 92 
collaborates closely with the International Electrotechnical Commission (IEC) on all matters of 93 
electrotechnical standardization. 94 

The procedures used to develop this document and those intended for its further maintenance are 95 
described in the ISO/IEC Directives, Part 1. In particular, the different approval criteria needed for the 96 
different types of ISO documents should be noted. This document was drafted in accordance with the 97 
editorial rules of the ISO/IEC Directives, Part 2 (see www.iso.org/directives). 98 

Attention is drawn to the possibility that some of the elements of this document may be the subject of 99 
patent rights. ISO shall not be held responsible for identifying any or all such patent rights. Details of any 100 
patent rights identified during the development of the document will be in the Introduction and/or on 101 
the ISO list of patent declarations received (see www.iso.org/patents). 102 

Any trade name used in this document is information given for the convenience of users and does not 103 
constitute an endorsement. 104 

For an explanation of the voluntary nature of standards, the meaning of ISO specific terms and 105 
expressions related to conformity assessment, as well as information about ISO's adherence to the World 106 
Trade Organization (WTO) principles in the Technical Barriers to Trade (TBT), see 107 
www.iso.org/iso/foreword.html. 108 

This document was prepared by Technical Committee ISO/TC 267 Facility management. 109 

Any feedback or questions on this document should be directed to the user’s national standards body. A 110 
complete listing of these bodies can be found at www.iso.org/members.html. 111 

https://www.iso.org/directives-and-policies.html
https://www.iso.org/iso-standards-and-patents.html
https://www.iso.org/foreword-supplementary-information.html
https://www.iso.org/members.html
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Introduction 112 

The International Standards on facility management (FM) developed by ISO/TC 267 describe the 113 
characteristics of facility management and are intended for use in both the private and public sectors. 114 

NOTE The terms “facility management” and “facilities management” can be used interchangeably. 115 

International cooperation in the preparation of these International Standards has identified common 116 
practices that can be applied across a wide variety of market sectors, organizational types, process 117 
activities and geographies, and their implementation will help to: 118 

— improve quality, productivity and financial performance; 119 

— enhance sustainability and reduce negative environmental impact; 120 

— develop functional and motivating work environments; 121 

— maintain regulatory compliance and provide safe workplaces; 122 

— optimize service life performance and costs; 123 

— improve resilience and relevance; 124 

— manage demands of end users and other interested parties; or 125 

— project an organization’s identity and image more successfully. 126 

This standard is intended for owners, operators, and service providers (internal and/or external) at a 127 
facility. The aim is to identify the different ways facility improvements can enhance how the desired 128 
behaviours can be influenced to improve both the outcomes and the contribution the facility makes 129 
within the built environment. Whilst behaviours are subjective, the recommendations and guidance on 130 
how these can be clearly defined and measured will enable a collective, collaborative and common 131 
objective to be reached by all parties. Behaviour needs to be seen in the context of the way in which 132 
individuals act or conduct themselves.  133 

Efficient and effective facility management will ultimately fulfil the demand organization’s requirement 134 
for optimal performance. The FM organization should be able to determine the potential impact that its 135 
approaches have on meeting the demand organization’s mission so that the FM organization aligns and 136 
delivers its services accordingly. The aim is to provide recommendations and guidance on the 137 
appropriate operation of the facility so that its contribution to meeting the demand organization’s 138 
mission and goals can be clearly defined and measured. 139 
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Facility management - Influencing organizational behaviours for 140 
improved facility outcomes  141 

1 Scope  142 

The standard specifies requirements and provides guidance on the ways a facility management 143 
organization can engage, empower, and influence facility managers, facility users, and other interested 144 
parties for improved outcomes and user experience, which contribute substantially to strategic 145 
alignment and performance of the demand organization objectives and goals. 146 

2 Normative references  147 

The following documents are referred to in the text in such a way that some or all of their content 148 
constitutes requirements of this document. For dated references, only the edition cited applies. For 149 
undated references, the latest edition of the referenced document (including any amendments) applies. 150 

ISO 41001:2018, Facility management – Management systems – Requirements with guidance for use  151 

ISO 41011:2017, Facility management – Vocabulary 152 

ISO 41012:2017, Facility management – Guidance on strategic sourcing and development of agreements 153 

ISO 41014:2020, Facility management – Development of a facility management strategy 154 

3 Terms and definitions  155 

For the purposes of this document, the terms and definitions given in ISO 41011:2017 – Facility 156 
management – Vocabulary and the following apply. 157 

ISO and IEC maintain terminological databases for use in standardization at the following addresses: 158 

— ISO Online browsing platform: available at https://www.iso.org/obp 159 

— IEC Electropedia: available at http://www.electropedia.org/ 160 

NOTE: For the purposes of this document, the term “organization” will refer to the FM organization unless 161 
otherwise stated. 162 

3.1 163 
output 164 
end product of a process  165 

Note 1 to entry: The outputs and outcomes may affect each other through a circular process 166 

3.2 167 
outcome 168 
final result or consequence of the output  169 

Note 1 to entry: The outputs and outcomes may affect each other through a circular process 170 

https://www.iso.org/obp
http://www.electropedia.org/
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4 Context of the organization 171 

4.1 Understanding the organization 172 

The facility management organization can, by undertaking its expected role within any organization, 173 
influence decisions related to the provision of many aspects that can affect achievement of 174 
organizational goals, business objectives and user experience. 175 
 176 
The basic assumption is the acknowledgement that business performance, stakeholder satisfaction and 177 
well-being is dependent on having appropriate operational facilities and services to support business 178 
delivery of the demand organization. Therefore, support functions have a direct role in delivery of core 179 
business services and contribute to the competitive advantage of the enterprise. 180 
 181 
It is also key for the demand organization to appreciate the context of the facility management strategy 182 
and the facility management organization itself has been developed, and their impact on elements such 183 
as: 184 

- mission 185 
- vision 186 
- values 187 
- infrastructure 188 
- workspace 189 
- processes 190 
- marketing relationship 191 
- talent attraction and people development 192 
- communication 193 
- sustainability 194 
- finance 195 
- risk 196 
- performance 197 
- executive team 198 
- productivity 199 

The facility management organization should map the external and internal factors that could impact or 200 
influence the demand organization. These factors could include: 201 

- External context: economic, social, spatial, environmental 202 

- Internal context: people (user experience, culture), place (image, collaboration, flexibility, cost), 203 
and process (productivity, reliability, innovation) 204 

The facility management organization should periodically identify how all these elements impact and 205 
influence the demand organization’s outcomes, behaviors, and user experience in the different levels of 206 
operation – strategic, tactical, and operational – and in the different stages of the service life (i.e., 207 
feasibility, design, occupancy, operation, end of use, disposal). 208 

4.2  Identifying organizational goals and objectives 209 

The facility management organization should be familiar with and evaluate the demand organization’s 210 
goals and objectives at all organizational levels. In this evaluation, the organization should consider all 211 
goals and objectives that can affect outcomes and user experience, taking into consideration past 212 
experience, current scenario, and future plans. 213 
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4.3  Alignment of goals 214 

When the demand organization’s goals and objectives have been identified and evaluated, the facility 215 
management organization should identify how to influence improved outcomes and better user 216 
experience. This understanding can be reflected in the facility management organization’s strategy and 217 
operational plan. 218 

The facility management organization should map how its activities affect each one of the goals and 219 
objectives identified and how current practice aligns with those identified goals and objectives. 220 

The practices that do not align with or contribute to the desired goals and objectives should result in 221 
changes to the facility management strategy and subsequent services operational plan. This 222 
realignment should consider any unintended impacts on existing outputs in order not to compromise 223 
them. 224 

The alignment of terminology/vocabulary can guarantee a more tangible correlation between the goals 225 
and objectives of the demand organization and the facility management organization, and can be a 226 
factor that influences culture and behavior at all levels of the organization. 227 

It is important for the facility management organization to develop its goals, objectives, and 228 
performance indicators to monitor performance and to adopt the same business terminology used by 229 
the demand organization. Also, to the extent possible, it should adopt the same business terminology 230 
used by the demand organization in control, planning, and monitoring of those elements.  231 

4.4 Stakeholder evaluation  232 

The facility management organization should 233 
identify and map all stakeholders involved, who 234 
influence or can influence the elements 235 
described in 4.3 (see Figure 1); it also should 236 
understand its own ability to influence 237 
improved outcomes and a better user 238 
experience.  239 

The facility management organization should 240 
identify its level of maturity and its intentions 241 
to improve and, where possible, clarify how the 242 
demand organization can sponsor and support 243 
the improvement.  244 

The organization should map its ability to 245 
influence end users and other interested parties 246 
based on the specific competencies, tools, and 247 
processes required to achieve such influence. 248 

Relationship management plays an important 249 
role in this process. To achieve the desired 250 
outcomes, relationships with a range of parties 251 
within the demand organization should be established. The organization should develop a relationship 252 
map to ensure all parties that have an ability to influence behavior through culture or operating 253 
environment have a defined role.  Not all end users/occupants will have the same role; they have different 254 
drivers and consequently behave differently. 255 

Figure 1: Key Stakeholders of Value in Facility 
Management 
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5 Influences and behaviors 256 

The purpose of focusing on influencing behavior is to ensure that all stakeholders within a facility are 257 
aware not only that their behaviors impact efficient operation of the facility, but behaviors can also 258 
contribute to improved outcomes in that facility. Therefore, a focus on appropriately influencing 259 
behavior can provide improved outcomes with minimal investment. In some respects, this is an 260 
opportunity to have all stakeholders aware of facility management’s role and importance within the 261 
demand organization, and can lead to better informed decisions. 262 

5.1  Understanding organization and stakeholder behavior 263 

For the facility management organization to deliver better value for the demand organization and to 264 
align stakeholder needs, it is often imperative for stakeholder behavior to be influenced in such a way 265 
that behavior supports the organization’s delivery strategies. First, there is a requirement to 266 
understand the needs of the demand organization. These needs, once articulated, can provide the 267 
outline of interventions or actions required to influence behavior. Identification of the needs then 268 
allows gaps that exist between current practice and the preferred state to be the focus for change. 269 

The organization should develop a comprehensive matrix of user needs and expectations. This will 270 
enable management of those factors that affect business performance by identifying gaps between user 271 
expectations and service delivery outcomes. 272 

Needs and expectations of other stakeholder groups should also be identified and assessed to ensure 273 
clarity of every factor that is impacting the opportunity to influence outcomes. This will allow the 274 
demand organization to make a final determination of the preferred needs and expectations. 275 

Having identified the expectations and the current behavior will result in a gap analysis that can be used 276 
to determine or identify behaviors requiring change to achieve the direction of the demand 277 
organization with enabling strategies. 278 

Influencing behaviors is complex given the different drivers for different stakeholders. For the facility 279 
management organization to understand how to influence behavior, it should determine different 280 
strategies based on the key stakeholder group and the identified gaps. 281 

The facility management organization should map its ability to enable influence over the different 282 
dimensions identified at the demand organization, organization, and end user or stakeholder level. The 283 
map should establish the relevant key relationships to obtain support at the different levels from the 284 
demand organization. 285 

5.2  Developing key relationships 286 

To successfully influence stakeholder behavior requires a relationship between the influencer and the 287 
stakeholders being influenced. This relationship will determine the degree to which stakeholders can be 288 
influenced and the extent to which behavioral change can be achieved. 289 

Information and communication are key to developing relationships of influence. The information 290 
related to needs and expectations and the current practice are key to enabling the relationship.  291 

A relationship is often able to deliver greater behavioral change where there is a higher level of 292 
engagement. Where strong engagement exists, this may result in and be characterized by higher levels 293 
of trust, clarity of purpose, and desired outcome, leading to positive connection with the suggested 294 
change.  295 

Conversely, a relationship that has low engagement may be characterized by a lack of trust, lack of 296 
clarity or provision of information, or other factors that detract from a stakeholder having a positive 297 
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outlook in the relationship. Therefore, a low level of engagement will make influencing behavior more 298 
difficult and less effective.  299 

Obviously, the higher engagement provides a greater opportunity for success in achieving the desired 300 
outcome. 301 

An organization that wants to build a strong relationship with stakeholders it wants to influence should 302 
first examine the current relationship and identify the level of engagement. This will determine the 303 
action required to either strengthen the level of engagement in the relationship (if that is deemed 304 
appropriate) or if the desired outcome can be achieved with the current level of engagement. 305 

Ultimately, a relationship with strong engagement provides greater opportunity to have stakeholder 306 
commitment, ownership, and influence of the change being sought. 307 

5.3  Behavioral change 308 

Behavioral change is evident when a current practice by a stakeholder is changed to achieve a different 309 
(hopefully improved) outcome, creating greater alignment between the new outcome and the need or 310 
expectation of the demand organization. 311 

To affect behavioral change, there needs to be an understanding of whether the change being sought is 312 
mandatory or voluntary. This may impact the methodology for behavioral change, the timing of the 313 
change, and the necessity for a higher level of engagement. 314 

The most effective methodology for changing behavior of one or many stakeholder groups is a change 315 
management process that understands what influences, beyond the relationship, the behavior of end 316 
users and other interested stakeholders. When the influencing factors are understood, the ability to 317 
alter the current situation as part of a change management process is simplified. 318 

After change management has been implemented, there should be a set of metrics for measuring and 319 
tracking any behavioral changes achieved. This would include the impact on the desired need or 320 
expectation. 321 

These metrics should at a minimum include the following prerequisites: 322 

• Quantify the strategic objectives of the demand organization. 323 
• Consist of dynamic data sets that are agreed to by the demand organization. 324 
• Be readily understood when communicated to impacted parties. 325 

The organization should create a framework around which to organize and report on its behavior 326 
performance outcomes including: 327 

• The methods for monitoring, measuring, analysing, and evaluating as applicable to ensure 328 
valid results. 329 

• A schedule of when the monitoring and measuring will be performed; 330 
• A schedule of when the results of monitoring and measurement will be analysed and how 331 

the process may be reviewed and improved. 332 

The demand organization should provide feedback on progress reported through the metrics. This 333 
feedback should be to both the demand organization and any other stakeholders impacted or being 334 
influenced to make the change. The level of information reported to each stakeholder group will vary 335 
according to their needs and the applicability of the available content. 336 

In collaboration with the demand organization, the organization should determine if the desired rate of 337 
change is being achieved and establish a plan for corrective action as applicable. 338 
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5.4  Value drivers (critical success factors) 339 

Value drivers are those activities that in some way give rise to greater alignment with the demand 340 
organization’s strategy (i.e., improved performance, reduced risk, positively impacted outcomes). In the 341 
case of this standard, this means influencing activities that promote behavioral change would be 342 
considered value drivers. 343 

Value drivers may be developed from the demand organization’s strategic plan, goals, or objectives. 344 
Value drivers set priorities for the facility management organization’s plans to change or improve 345 
service delivery to both the demand organization in general and to the end user and other stakeholders.  346 

Being clear about the value drivers will enable behavioral change to be focused on those specific 347 
influencing drivers that result in the desired outcome by the demand organization. 348 

5.5  Opportunities to influence and influencing factors 349 

The organization should identify the influencing factors that impact value and can be most easily 350 
affected for positive outcomes. This should include the tools and/or techniques that can be applied at 351 
the strategic, tactical, and operational levels. 352 

The opportunities to influence and factors associated may be reflected in the three levels below: 353 

- Strategic level – aligned with the key objectives and direction of the demand organization 354 
including objectives, policies, and structures. 355 

- Tactical level – aligned with the facility management organization’s strategy and the demand 356 
organization’s strategy for operational performance. 357 

- Operational level – aligned with the organization’s strategy and tactical levels and the methods 358 
used to respond to stakeholders’ concerns. In simple terms it is a feedback loop from the 359 
operational level to the strategy. 360 

The organization should continually assess and respond to both the internal and external influences 361 
imposed on it and the demand organization. The desired behaviors should be linked to the strategic 362 
objectives set by the demand organization and should be tracked and measured.  363 

In aiming to achieve the desired outcomes of the demand organization, the facility management 364 
organization should manage end user and other stakeholder expectations, particularly where the 365 
individual expectations are not aligned with organizational expectations. This means focusing on 366 
aligning/influencing user expectations to meet organizational imperatives. 367 

A key factor affecting the ability to influence is the internal competencies of the organization. The 368 
organization should clearly understand its capability in stakeholder engagement and change 369 
management. Where these capabilities are deemed to be less than those required for successful 370 
influence of behavioral change, this should be addressed as part of the gap analysis with a strategy 371 
developed to overcome the shortcoming. 372 

The opportunities to influence behavior will equally play a part in the success or failure of the desired 373 
behavioral change program. An assessment of the optimum timing, relative to other activities, should be 374 
recognized so that additional barriers to success of outcome are removed as part of the behavioral 375 
change program. 376 

6 Planning for change  377 

Organizations should adopt an intelligent approach to planning, coordinating, and controlling the 378 
process of change. Many processes exist to manage this change, such as the one outlined in Figure 2. 379 
The approach should include clear plans to communicate the need for change, how the changes will be 380 
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identified, what metrics will be used to measure the outcomes associated with the changes, what the 381 
changes will be, when the changes will be initiated, reporting on the change metrics, and when the 382 
changes have been completed and are standard practice.   383 

 384 

Figure 2: Example Change Management Process 385 

Targeted change management can lead to results that dramatically improve the viability of the demand 386 
organization and its competitiveness. Improvements to the organization can be measured by more 387 
efficient or effective use of inputs and by desired changes in the outputs or outcomes for the 388 
organization.   389 

Consultation with all stakeholders is essential to reduce the risk of dissatisfied individuals eroding the 390 
success of the initiative.  This is accomplished with a clear communication plan that identifies key 391 
points when communication should occur.  A successful plan will also address the needs or concerns of 392 
potentially dissatisfied individuals.  393 

Change management is about where an organization aims to be, how it will get there, and how it will 394 
involve people.  Each of these can be treated as individual projects or combined into a single project and 395 
managed as such. 396 

6.1  Areas to influence change 397 

Change can occur in various ways and at various levels and is often influenced by decisions and 398 
behavior that are both people-oriented and/or process-oriented. Change can promote positive 399 
behaviors and promote effective and efficient outcomes.  400 

Change may also be employed to overcome organizational issues. For example, business cultures have 401 
evolved over time where teams operate in “silos” resulting in poor communication between groups and 402 
impacting collaboration. Effective space planning that locates interdependent functional units adjacent 403 
to or in close proximity delivers benefits for productivity. In this example, the people orientation is 404 
addressed by promoting communication and the process orientation is delivered by reducing 405 
separation between interdependent activities. 406 

The facility management organization should identify opportunities to influence the change not only 407 
within the facility management services or facility management strategy itself, but in other relevant 408 
corporate areas such as the following. 409 

6.1.1 Space management and optimization 410 

Space optimization is of primary importance to the demand organization. Physical space is expensive to 411 
acquire, operate, and maintain. Ensuring the efficient and effective use of space avoids high annual 412 
expenses and increases the sustainability of the demand organization and the environment. Space can 413 
be optimized by using a regular evaluation process that determines current and future space needs of 414 
the occupants and considers whether the space is appropriate.   415 
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6.1.2 Space programming and utilization 416 

The services delivered to a facility can be expensive and complex. The operation and maintenance of 417 
these services can also lead to higher costs for the organization as well as the demand organization. 418 
Spaces that are underutilized or misallocated for the occupant’s needs may result in poor occupant 419 
outcomes. The organization should develop and maintain a process that periodically reviews both the 420 
services provided in a space and the service needs of the occupants. The reviews should include 421 
consideration of basic requirements for temperature, humidity, and fresh air. Other services including 422 
electricity, lighting, and other utility services should be recorded and evaluated. 423 

6.1.3 Construction to occupation and operation 424 

Space planning and general design layout (e.g., traffic flows, access, adjacencies, etc.) are an integral 425 
part of the construction and fit-out phase of a project. It is recommended that the facility management 426 
organization is engaged by the project team, acting on behalf of the demand organization, from the 427 
design stage through to handover and occupancy. It is the role of the facility management organization 428 
to provide support and feedback to the project team on the practical issues associated with space 429 
utilization, material use, equipment installation, etc., so that the space is optimized and is fit for purpose 430 
post occupancy. 431 

6.1.4 Carbon reduction and environment protection 432 

Carbon reduction targets have formed a key part of demand organizations’ environmental management 433 
systems for many years. Many demand organizations have either achieved or have committed to 434 
achieving net zero carbon emissions. The facility management organization has a significant part to play 435 
in achieving such targets. It is important that the facility management organization aligns with the 436 
environmental targets of the demand organization and sets quantifiable reduction targets that support 437 
the overall goals of the demand organization. [see ISO 14001: Environmental Management] 438 

In order to support the demand organization’s goals, the facility management organization has an 439 
important role in influencing behavior of its key stakeholders through clear communication, education, 440 
and training. Measurement and reporting play an important role in achieving set targets. 441 

6.1.5 Strategic sourcing 442 

Strategic sourcing relates to the development of supply channels for the acquisition of goods and/or 443 
services with the aim to fulfill the sustainability, social, and performance goals of the demand 444 
organization at the lowest total cost. The facility management organization should develop a supply 445 
chain sourcing strategy that is aligned to the overall aims of the demand organization. 446 

6.1.6 Social responsibility 447 

Social responsibility involves acting with a duty of care in a manner that contributes to the benefit of 448 
society and the environment in the delivery of services and the acquisition and consumption of goods 449 
and resources from providers who comply with the requirements of the demand organizations. The 450 
facility management organization should align its services to support the demand organizations goals. 451 

6.1.7 Emergency preparedness 452 

The facility management organization has a significant role to play in the development of emergency 453 
preparedness/emergency response plans.  The facility management organization should identify  454 
threats and potential disruptions to the normal business operation of the demand organization and 455 
then develop plans to eliminate, mitigate, or control the threats and to restore normal operations of the 456 
demand organization in the shortest possible time. 457 
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6.1.8 Productivity optimization 458 

The facility management organization can contribute to the overall productivity of the demand 459 
organization by  460 

1) implementing a comprehensive Asset Management Strategy that will maximise the efficient 461 
operation of the assets throughout their life cycle.  462 

2) providing a workplace environment that is people-oriented in form, function, and services. 463 

6.1.9 Wellness in the workplace 464 

Wellness in the workplace recognizes that the built environment and the facility management 465 
operations add significant value by providing a workspace that contributes to occupant health and well-466 
being while improving occupant satisfaction and productivity. 467 

6.1.10 Technology 468 

Developments in facility management technology have increased exponentially over the last decade. 469 
There are many technologies to choose from. It is important that the facility management organization 470 
develops an overall strategy for the deployment of technology in the workplace so it supports its needs 471 
and the needs of the demand organization. 472 

6.1.11 Occupant experience 473 

Since there are many specific guidelines, standards, and technical documents around these areas, 474 
occupant experience can become a valuable tool for the facility management organization. The 475 
organization can explore how elements can be incorporated to ultimately produce improved outcomes 476 
and better user experience. Elements can include, but are not limited to, specification of desired 477 
behaviors from partners, changes in contract’s KPIs, SLAs, and models or utilization of specific 478 
technologies or materials for specific purposes. 479 

6.2  Other areas to influence change 480 

Facility management organizations can influence change in many areas where they may not have direct 481 
control and should apply appropriate measures to achieve the demand organization’s goals. There are 482 
many facets of demand organization operations that may be supported and influenced by the facility 483 
management organization. These include, but are not limited to: 484 

Health and safety Environmental matters Transportation and 
logistics 

Risk management Project management Real estate/tenant 
management 

Recruitment and hiring Compliance matters Industrial production 

Communications Community and social 
engagement 

Quality 

Forecasting Innovation Contracts management 

Procurement Security Construction 

Catering/food services Events management Concierge services 
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Lobbying for legislative 
change 

Negotiations with 
government agencies 

 

 485 
The facility management organization’s responsibilities vary widely by region, culture, and other 486 
factors.  487 

6.3 Risks and opportunities 488 

For each one of the potential elements that can be influenced outside the traditional facility 489 
management organization services and strategy, there can be multiple risks or opportunities in the 490 
process of improving outcomes and user experience. 491 

The facility management organization should identify the risks associated with existing outcomes of 492 
service delivery and the opportunities for changes to improve service delivery. This may be achieved 493 
through developing a matrix of facility service outputs and the outcomes resulting from the services. 494 
The facility management organization may commence the process by reviewing the opportunities to 495 
make changes to service outputs and in doing so should engage with key stakeholders to identify the 496 
risks of both the existing service delivery and the potential risks for each identified opportunity for 497 
improved service delivery.   498 

Subsequent to development of a matrix of risks and opportunities related to improving  facilities and 499 
their operations, the identified opportunities should be organized or prioritized against the associated 500 
risks for the organization (both facility management and demand organizations).   501 

Associated with the risk assessments should be reviews of the impact of loss of facilities and 502 
services/support to occupants and business units within the demand organization that could arise from 503 
disruptions and catastrophic events.  504 

Cost estimates that address financial, operational, and implementation (time) should be developed. 505 
These estimates may be used to further identify opportunities for changes to improve response times 506 
and outcomes. 507 

6.4  Frameworks and models 508 

Frameworks and models should be developed for each of the areas of influence so that the facility 509 
management organization can guarantee that definitions, processes, and guidelines developed can be 510 
incorporated to the specific areas and a continuous improvement process can be established. 511 

The facility management organization should develop a framework to organize physical, operational, 512 
and other changes that will improve outcomes associated with the facility service outputs. The 513 
framework should be designed in such a way as to identify a baseline of deliverables and to benchmark 514 
operations to devise a prioritized improvement plan to include any category of interest for the demand 515 
organization. For instance, the demand organization may wish to prioritize outcomes based on risks or 516 
costs to the demand organization or based on benefits to facility occupants. A robust framework for a 517 
wide variety of prioritization schemes will benefit both the facility management organization as well as 518 
the demand organization.  519 

The facility management organization should develop a continuous improvement program including 520 
key performance indicators (KPI’s) specific to each work process. Key performance indicators should be 521 
as few and as meaningful as possible for accurate, available process monitoring and improvement. 522 
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7 Strategic outcomes and tactical outputs 523 

The previous chapter provides the facility management organization with the rationale and approaches 524 
to impart value to the demand organization by 525 

1) Recognizing areas where facility management can and should influence the performance of the 526 
demand organization. 527 

2) Expecting, seeing, and managing risks and opportunities. 528 
3) Establishing and maintaining a framework and model for facility management involvement and 529 

initiative. 530 

This chapter builds on the previous by filling the identified framework with outcomes sought by the 531 
demand organization and modelling how facility management can best produce outputs to support each 532 
desired outcome. Outcomes are different from outputs in that outcomes are demand organization 533 
strategic perspectives of value accruing to the organization and stakeholders. Outputs are tactical 534 
perspectives of activities designed, developed, targeted, and managed to support outcomes. This 535 
chapter focuses on becoming familiar with outcomes envisioned by the demand organization then 536 
creating outputs targeted to achieve best value. In every instance, value arises from alignment of the 537 
facility management and demand organizations, then performance.  538 

7.1 Demand organization strategies and planned outcomes 539 

1. It is imperative for the facility management organization to understand current demand 540 
organization tenets, policies, strategies, and initiatives so the facility management 541 
organization can map the internal and external contexts applying to facility management 542 
and impact the outcomes sought by the demand organization. 543 

a. Corporate strategic planning is a process that creates value for customers and 544 
stakeholders and results in a more proactive delivery of goods and services to 545 
stakeholders, including a roadmap for achieving the demand organization objectives. 546 
Facility management goals are directly linked to demand organization strategies. 547 
The outputs of a corporate strategic plan include key topics for the facility 548 
management organization such as the type, quantity, and location of spaces needed 549 
in the future to accommodate growth or downsizing.  550 

b. There is inherent risk associated with managing any facility. Risk analysis compares 551 
the risk exposure to the risk appetite. The facility management organization should 552 
perform risk analysis of the entire portfolio and determine which assets warrant 553 
resources, and which assets are potentially expendable. Once the risk has been 554 
determined, the facility management organization should determine whether the 555 
risk is acceptable or warrants an economic tradeoff to mitigate or reduce.  556 

c. Risk planning is the process of deciding which risks are acceptable and which risks 557 
require an economic tradeoff, and then determining which tradeoffs result in the 558 
most value to the demand organization. 559 

2. It is key to acquire and make use of planning conventions, methods, and language of the 560 
demand organization in facility managment plans and communications so as to align with 561 
existing or intended demand organization culture and objectives. 562 

3. Facility management must understand the demand organization structure. Identify people 563 
in key positions, especially executives and executive support staff, as well as those who 564 
directly affect the development of facility management policies and the sphere of facility 565 
management influence. 566 

a. Become acquainted with operations, finance, human resources, and 567 
supply/purchasing. 568 

b. Understand the roles and areas of influence of each executive in relation to 569 
supporting or depending on facility management services. 570 
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7.2  Facility management fit to the demand organization initiatives  571 

As a result of the preceding section’s activities to understand the demand organization, the facility 572 
management organization should be able to identify current instances where it can be a productive 573 
influence. 574 

Two channels, which complement each other, are open to facility management for this purpose: 575 

1. Attend to the activities and output of the demand organization’s strategic planning office or, 576 
absent a separate business unit for strategic planning, the executive support roles 577 
concerned with strategic planning. Strategic initiatives arise from the business view taken 578 
by top executives and call for degrees of response across the demand organization. 579 
Initiatives involving the built environment can involve: 580 

a. personnel numbers, locations, and accommodations 581 
b. supply chains 582 
c. internal versus external work force 583 
d. community and environment 584 
e. purchasing or leasing – and disposal of – facilities 585 
f. capital construction (new and renovation) 586 
g. business information and information systems. 587 

2. Regular attention to and communication with facility management’s internal customers and 588 
other stakeholders concerning: 589 

a. expectations for facility management services and performance within the 590 
organization 591 

b. sharing of data and analytics 592 
c. collegial communication about issues, needs, ideas, and expectations 593 
d. maintaining presence and interest throughout business, professional, compliance, 594 

and community groups, organizations, and individual acquaintances 595 
e. build relationships at executive level through regular interaction and support. 596 

Facility management must propose optimum benefits from the invested cost, time, and risks associated 597 
with achieving the outcomes desired by the demand organization. The facility management context for 598 
planning and proposing the preferred fit with the outcome envisioned by the demand organization 599 
includes people and assets/ facilities. Elements are:  600 

1. Goal setting 601 
a. efficiency goals (efficiency of resources) 602 
b. effectiveness goals (user satisfaction, productivity, health, and well-being) 603 

2. Timeframes 604 
3. Stakeholder experience focus (roadmap with touchpoints) 605 
4. Communication plan. 606 

Annex A distinguishes tactical management of producing outputs from strategic management of the 607 
facility management organization itself. Different tools are presented allowing for appropriate 608 
approaches. 609 

7.3  Determine and plan facility management actions and outputs 610 

Applying the provisions of sections 7.1 and 7.2 leads to familiarity within the facility management 611 
organization of the circumstances, leadership, culture, strategies, and operations of the demand 612 
organization. The facility management organization can then recognize opportunities to apply its 613 
influence to gain engagements that realize value for the demand organization and itself. Explicit 614 
understanding of business outcomes envisioned by the demand organization in any given instance 615 
informs the facility management organization what outputs to produce in order to match demand 616 
organization needs and expectations. 617 
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7.3.1 Value drivers 618 

Specify and produce target outputs in appropriate quality, quantity, timing, and cost, maximizing their 619 
value individually and collectively.  (See 5.4 Value Drivers). 620 

7.3.2 Target outputs 621 

Facility management contributes to the demand organization using target outputs. Each output is 622 
achieved through the use of the facility management organization’s capabilities and resources. 623 
Characteristics and behaviors of both the facility management and demand organizations drive the 624 
value of facility management outputs in the context of a project or program. Fifteen characteristics and 625 
behaviors compose the complete set of value drivers such that the value of every facility management 626 
output in any context will reflect one or more of the value drivers shown in Table 7.1. 627 

Category Value driver Example interventions  
Results 

People Satisfaction Establish and maintain reliable, accessible, even-
handed, consistently applied, smoothly 
integrated, progressive, and objective policies 
and processes. 
Assess staff manner, turnover, and recruitment. 

Image Advance positive perceptions internal and 
external, among stakeholders, the public, the 
media, and other organizations including 
competitors and government.   
Assess recognition, impressions. 

Culture Demonstrate human centric culture by 
encouraging competence, communication, 
collaboration, resilience, inclusion, and diversity. 
Prefer process analysis and improvement over 
politics of blame. 
Assess customers and staff, setting benchmarks. 

Wellness in the 
workplace 

Establish and maintain active safety and health 
policies and programs responsive to staff and 
customers and anchored in mission. 
Assess ad hoc and spontaneous awareness, interest, 
actions, developments, and improvements. 

Process and 
product 

Risk and 
compliance 

Recognize, profile, and manage hazards as risks, 
prioritizing as to likelihood and severity. 
Assess critical process interruptions, impacts, costs. 

Productivity Establish and maintain smoothly integrated 
systems and processes. Shepherd staff in use of 
time and energy.  Encourage collaboration.  
All tiers monitor, benchmark, change, improve. 
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Category Value driver Example interventions  
Results 

Performance Substantially involve staff in process design and 
implementation, especially leading indicators, 
and due responses.  
Assess facility management awareness, 
mobilization, and outputs that reflect demand 
organization initiatives. 

Governance Establish and maintain practical, steady, fair, 
open, and transparent governance, conveniently 
engaged. 
Assess utility of provisions. 

Quality Build a culture and capabilities of quality and 
reliability, adopting technical provisions and 
engaging staff across disciplines. 
Benchmark results (re: goals) and establish valid, 
timely measures as bases for improvement. 

Agile/adaptability Maintain active awareness of changing demands, 
circumstances, priorities, opportunities, 
problems, and challenges within and outside of 
facility management and demand organizations. 
Update and diversify SWOT. Derive options and 
initiatives. 

Innovation and 
creativity 

Encourage individuals and collaborations who 
bring forward innovations and ideas. Track those 
implemented and results. 
Personally, and over internal media, recognize and 
acknowledge new and changed processes.  

Economy Financial matters Manage all costs attentively, adjusting spending, 
evaluating present options, and informing 
budgeting. 
Continually update and budget from cost data and 
projections, making use of evolving technology. 

Value of assets  Calibrate all aspects of asset O&M against market 
values, depreciation, whether critical for 
business, replacement cost and availability, and 
found reliability. 
Optimize balance sheet (re: assets). Optimize value 
produced by assets. Optimize asset O&M. 

Society Sustainability Develop, manage, promote, and monitor 
throughput of energy and materials and 
sustainable practices. Communicate with 
stakeholders and maintain liaison with local 
community. 
Assess feedback, especially social media. 
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Category Value driver Example interventions  
Results 

Corporate social 
responsibility 

Become a prominent community member and 
corporate citizen with programs, events, and 
sponsorship.  
Assess feedback, especially social media. 

Technology   

Table 7.1 FM Value Drivers 628 

 629 

7.3.3 Value drivers in practice – target outputs  630 

Identifying a match between facility management areas of influence and needs or opportunities of the 631 
demand organization leads to facility management organization plans to deliver in accord with demand 632 
organization priorities and objectives. Familiarity with demand organization structure, leadership, 633 
culture, and ways of operating (discussed above) combines with the value drivers just discussed when 634 
setting facility management organization output targets. Identifying and meeting output targets are 635 
keys to facility management performance and value in the view of the demand organization.  636 

How does the facility management organization remain on target, ensuring delivery of value in the 637 
judgement of the demand organization? Spotting, accepting, and specifying key outputs to target falls 638 
largely to the facility management organization. Facility management organization should utilize the 639 
value drivers of Table 7.1 when forming and managing processes to meet output targets. Value drivers 640 
decidedly affect design, planning, and production. Table 7.2 points out the relevance of value drivers in 641 
a generalized project – possibly the expansion and partial renovation of an occupied building, starting 642 
before a demand organization takes initiative and progressing until the facility is again in full operation 643 
and the outcome realized. The story plot in the table, however, applies as well when facility 644 
management organization initiates changes within, for example, when adopting evolving technologies. 645 
Value drivers inform actions taken at every stage, with emphasis shifting as a project or program 646 
progresses. 647 

 648 

Facility management role as project or program progresses Value drivers to emphasize 

Prior to demand organization initiative  
Examples: Operations & maintenance, risk management, 
condition assessment, capex projections. 

All 

Demand organization initiates strategies, policies, programs, 
or projects 
Examples: Matching with FM areas of influence, clarifying 
outcomes, understanding contexts. 

Governance, culture, image, 
performance, financial matters 

FM prepares to perform in a principal role 
Examples: Scope of processes established and refined, target 
outputs derived and budgeted, risks identified, studied, and 
mitigated. 

Performance, innovation and 
creativity, risk and compliance, 
financial matters, and asset 
values 
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Facility management role as project or program progresses Value drivers to emphasize 

FM produces outputs 
Examples: Designing, proving, and managing processes and 
measures, communicating with the demand organization, active 
liaisons with all participating entities and stakeholders. 

Productivity, quality, agility 
and adaptability, financial 
matters, wellness in the 
workplace, environmental 
sustainability, social 
responsibility  

Facility operations continue through outcome 
Examples: Responding to issues and interests of facility 
management customers and stakeholders, continuous 
improvement. 

All 

Table 7.2: Operant value drivers in a facility management engagement 649 

8 Evaluation 650 

This section provides guidance on how to measure the result/outcome of a realised intervention in 651 
dialogue with key stakeholders. It will consider and explain: 652 

- The importance of setting the adequate scope of the evaluation 653 
- Value parameters and how these could be measured with examples of various interventions 654 
- Evaluation methodologies to collect data and analyse outcome 655 
- Stakeholder alignment to compare facility management provisions against the needs and 656 

expectations of the stakeholders.  657 

 658 
Evaluation of behavioral performance shall be measured with the support of a behavioral skills 659 
framework suitable for facility management.  660 
 661 
The purpose could be: 662 

- assess whether the effort(s) works as intended 663 
- gain a knowledge base that future changes can be based on 664 
- become wiser on a facility management issue, where data is not yet available 665 
- live up to external requirements for evaluation 666 
- gain insight into processes that have importance for facility management value creation. 667 

 668 
Within facility management, evaluation is a constant and ongoing theme and is an integral part of what 669 
facility managers do. 670 

8.1  Scope of the evaluation 671 

The scope of evaluation should include personality, leadership traits, communication skill, knowledge 672 
level, attitude towards work, responsibility, and emotional quality, and embrace change or innovation. 673 

The overarching principles to be considered in the evaluation process would include 674 

· A suitable personality model can be referred to determine the desired attributes for the parties 675 
involved in the process of the delivery of facility management services. 676 

· Together with the interested parties, the facility management organization shall establish a 677 
positive and constructive communication approach with all relevant parties to ensure success. 678 

· Measure the outcome on the improvement or services extended to the demand organization 679 
through effective organizational and personality behavior. 680 

A high-level outline of the evaluation process should address the following key questions. 681 
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1. What changes have occurred and do the changes align with expectations of positive outcomes? 682 
Evaluations should give an account of what the project has achieved, or not achieved, and 683 
compare this with expectations. 684 

2. What outcome was obtained and what were the reasons for success or failure? It is important to 685 
know why things happened as they did, and analyse the factors which influenced the way the 686 
project progressed. 687 

3. What actions should now be taken? Evaluators should suggest courses of action, in the light of 688 
answers to the first two questions. 689 

8.2 Indicators used in evaluation 690 

An indicator is a specific, observable, and measurable accomplishment or change that shows the 691 
progress made toward achieving the desired output or outcome. The evaluation indicators should 692 
address the evaluation questions and help determine whether the project objectives have been 693 
achieved. 694 

Indicators should be identified at the outset of a project. At the start of the project evaluation indicator 695 
can be collected as part of the initial activities of the project. 696 

The project should specify both quantitative and qualitative indicators. Quantitative indicators are 697 
generally objective and easier to measure. Quantitative information needs qualifying information to 698 
ensure they can be measured in an objective manner. 699 

Within facility management, evaluation indicators are often considered as Critical Success Factors 700 
(CSFs). CSFs are defined as elements of a project critical to success, or critical to a project in achieving 701 
its mission or goals. Critical Success Factors are, therefore, events, activities, or metrics needed to make 702 
a project successful. These can be identified at different levels (e.g., organizational and for individual 703 
stakeholders). The process of establishing such factors will be discussed: the perspectives of Critical 704 
Success Factors and how they can be established and form the basis of evaluation. 705 

Identifying Critical Success Factors enables organizations to track and measure progress toward 706 
achieving strategic goals or initiatives and to fulfil the organization’s mission. 707 

The key Critical Success Factors could be aligned to the definition of facility management (ISO 41011: 708 
2017 – Facility management – vocabulary) as: 709 

- People (personnel, staff, learning and development, interdependencies, stakeholders, 710 
communication, service providers, material suppliers) 711 

- Place (space, site, facility, etc.) 712 
- Process (operations, marketing, finance, supply chain, strategic focus) 713 

8.3  Evaluation methodologies 714 

Success of a measurement framework is determined by how useful the measurement framework is in 715 
assisting users to achieve their objectives. This considers two elements: 716 

1. The measurement framework must be adopted and used systematically and integrated across 717 
the entire project, and 718 

2. The measurement framework should influence decisions that will cause behavioral change 719 
and/or a decision that will effectively change the condition that contributes to the achievement 720 
of the objective.  721 

 722 
8.4 Evaluation outcomes  723 

An evaluation outcome identifies whether or not a project achieved its goals. An evaluation outcome 724 
measures a project’s results and determines whether the intended or expected outcomes were 725 
achieved. 726 
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An evaluation outcome measures project effects by assessing the progress in the outcomes that the 727 
project intends to address. An evaluation outcome should begin with a review of the outcome 728 
expectations of the project and the key areas of influence plotted within a matrix. The FM can then plot 729 
the key areas of influence that facility management may offer against all stakeholders within the 730 
organization. 731 

A stakeholder map identifies key areas of interest against relevant stakeholders (e.g., procurement and 732 
tender projects will be mapped against the procurement team within the organization). 733 

All stakeholders should be identified, including: 734 

1. The demand organization 735 
2. Interdependencies  736 
3. External interested parties – visitors, government agencies, vendors, social groups etc.  737 
4. The facility management organization 738 

The stakeholder map should be divided into a set of higher-level balanced perspectives and should be 739 
further divided as appropriate across all stakeholders so that specific focus groups or individuals can be 740 
quickly identified. 741 

This matrix can be further expanded to include stakeholder needs. The demand organization may want 742 
to see the needs of internal and external parties identified separately. By including all stakeholders, the 743 
organization will arrive at a comprehensive Stakeholder Needs Matrix. 744 

8.5 Stakeholder alignment 745 

The needs and objectives of all stakeholders should be in alignment and be compared to the current 746 
facility management strategy, plan, and operation. 747 

The facility management organization shall align its communication and engagement strategy against 748 
its stakeholders’ needs to achieve effectiveness in this area.   749 

The outcome from gap analysis conducted may be used to align the “Areas of Potential Influence” to 750 
meet stakeholder needs and user experience.  751 

Identified gaps, complete with their perceived benefits, may be presented to the appropriate 752 
stakeholder group as the basis for key decisions to be made concerning the facility management 753 
initiatives and/or services recommended within the plan. 754 

The improvements must be re-evaluated following successful completion of the project.  755 

9 Improvement 756 

Improvements should be demonstrably linked to the circumstances, understandings, and actions 757 
described previously, as shown through evaluation of outcomes. 758 

Success may be described as the outcome of the process described above where 759 

- the associated approaches to influence the behaviors of stakeholders resulted in positive 760 
outputs, and 761 

- where positive user experience is evident. 762 

The plan will have met its objectives if the approaches applied to align stakeholders with the facility 763 
management strategy are successful. However, it is important that the plan also provide an opportunity 764 
to sustain such approaches and outcomes over the long term.  765 
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The ability of facility management to be the catalyst of sustained continual positive outcomes and user 766 
experience will ensure that facility management is considered a key stakeholder and indeed as a key 767 
organizational influencer. 768 

9.1 Achieving improvement 769 

“Business Improvement” can be described as the process of transition from one state to another, where 770 
the latter is considered to be better, usually through action or intervention intended to bring about that 771 
change and improvement. 772 

Within the context of this standard, improvement may be considered as measuring the output of the 773 
adopted process or approach, then modifying the process or procedure to increase the output, increase 774 
efficiency, or increase the effectiveness of the process or procedure. This state is directly related to the 775 
desired outputs required to influence behaviors. Improvement which can be identified accordingly will 776 
enable positive behavioral change. 777 

Continual improvement is the ability to demonstrate ongoing improvement of processes or approaches 778 
through incremental and breakthrough improvements.  779 

The facility management organization may demonstrate improvement through a number of ways that 780 
may demonstrate that value has been achieved and/or efficiencies established. One primary tool used 781 
to demonstrate improvement is the benchmarking of outputs achieved. Benchmarks should be 782 
established for: 783 

1. Stakeholder position and satisfaction levels relating to facility management 784 
2. Key relationships that exist within the organization 785 
3. Productivity levels of end users and of facility management, if possible, and 786 
4. Facility management perspectives relating to performance, risk, and value. 787 

A scale may be defined and established to plot the maturity of the organization and/or the facility 788 
management function and this may provide a roadmap towards demonstrable best value and best 789 
practice. 790 

9.2 Improvement process 791 

The user can meet the desired objectives and expectations of the stakeholders when successfully 792 
applying the techniques and processes selected. Verification of success is measured through the 793 
stakeholder needs matrix.  794 

In arriving at this position, shortcomings between the desired or expected state and the actual state, 795 
through evaluation will be identified. This shortfall can be described as “desired output gaps,” and 796 
cumulative total of all identifiable gaps will be the difference between the actual position and the 797 
expected/desired position. 798 

Improvement can be demonstrated through closing the identified gaps between the desired/expected 799 
state and the actual state. 800 

9.3 Demonstrating and communicating value 801 

The facility management organization may demonstrate value as a key stakeholder by 802 

1. Aligning outputs and outcomes achieved with organizational goals, targets, and objectives 803 
2. Negating, mitigating, or transfering organizational risk 804 
3. Reducing direct cost, and/or 805 
4. Delivering intangible or indirect value through reputation. 806 
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The facility management organization may change behaviors for improved outcomes and user 807 
experience, but it can only do so through 1 through 3 above; anything less is anecdotal or coincidental.  808 

 809 
 810 
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Annex A 811 
Guidance 812 

A.1 Scope 813 

This document specifies requirements to plan, create, implement, measure, monitor, and influence 814 
changes in several aspects of the demand´s organization that ultimately will drive improved outcomes 815 
and better user satisfaction.  816 

This annex presents examples, proven practices, and strategic options for use. It is not intended to 817 
prescribe detailed elements, as the implementation will vary based on the demand organization’s 818 
mission, market, and goals. 819 

The extent of application of these requirements depends on the demand organization’s operating 820 
environment and complexity: its mission and policies, the nature of its activities, its products and 821 
services, geographical location, and the conditions in which it functions. 822 

A.2 Normative references 823 

No guidance needed. 824 

A.3 Terms and definitions 825 

No guidance needed 826 

A.4 Context of the organization 827 

Organizations take many forms: small to large; local to international; vertical, horizontal, or matrix.  The 828 
range of stakeholders can be small or wide and include visitors to the facility. These variations should 829 
be considered as the plan is developed. 830 

A.4.1 Understanding the organization 831 

The complexity of an overall organization should be recognized.  This standard applies to organizations 832 
both large and small. Small organizations with limited facilities portfolios can be straightforward. 833 
However, for large or global organizations, there may are often complex internal structures (e.g., 834 
multiple business units, service lines, or even distinct companies) with regional and cultural differences. 835 
Variations in decision making processes are possible. It is important to ensure an understanding of the 836 
hierarchy of organizational structures and potentially differing strategies. 837 

A.4.2 Identifying organizational goals and objectives 838 

Goals and objectives are not static, but time centric.  Organizational goals change with evolving 839 
corporate strategies and need to be re-assessed on a periodic basis. How often the facility management 840 
organization should revisit organizational goals and objectives depends on the general frequency of the 841 
demand organization’s strategic planning process. External factors such as major economic, market 842 
segment, or even regional geo-political changes may also necessitate a revision of an organization’s 843 
goals and objectives.  While an organization’s culture and long-term financial goals may be relatively 844 
consistent, short- and mid-term objectives can vary more frequently. It is important that the facility 845 
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management organization find the right cadence of revisiting goals and objectives to ensure strategic 846 
alignment. 847 

A.4.3 Alignment of goals 848 

The facility management organization can play an important role in managing expectations by the 849 
correct alignment of goals, especially on a short/mid-term perspective. Its ability to influence the 850 
achievement of improved outcomes and better user experience relies on the fact that the facility 851 
management organization can support the organization in avoiding ambiguous goals or ambiguous 852 
messages across business units, organizations, and departments. While this can be a not critical factor 853 
on smaller and less complex organizations, it can become an important aspect to be addressed on larger 854 
and more robust ones. 855 

A.4.4 Stakeholder evaluation 856 

The size and complexity of the organization, breadth of the plan, and scope of the organization helps 857 
determine the appropriate stakeholders to identify and define metrics to measure changes. The use of 858 
graphical methods, networks, flowcharts, tables, and other tools can assist with the identification of 859 
stakeholders and priorities.   860 

Other tools such as surveys and interviews can help identify those stakeholder measures that can be 861 
used to monitor the success of the plan. 862 

A.5 Influences and behaviors 863 

A.5.1 Understanding organization and stakeholder behavior, and development of key 864 
relationships 865 

 866 
Examples of dimensions that can influence the organization’s ability to exert influence over different 867 
dimensions include: 868 

- Risk appetite 869 
- External opportunities 870 
- Change management processes 871 
- Culture and established policies. 872 

 873 
 874 
A.5.2 Behavioral change 875 

Example of factors and elements that influence of behavior of end users and other interested parties: 876 
- Alignment between the organization and the delivery of the demand organization’s strategic 877 

intent; 878 
- The organizational culture for both individuals and the core business; 879 
- How the demand organization’s culture shapes decision making and behaviors; 880 
- Professional attitudes, motivations, and skills; 881 
- The level of maturity of both the demand organization and the organization; 882 
- Relationship of the facility management staff with the end users and other interested parties; 883 

and 884 
- Real and perceived authority of the organization. 885 

 886 
A.5.3 Opportunities to influence 887 

Here are examples of factors, dimensions, gaps, and elements that can be identified by the organization 888 
that can influence behaviors or impact the achievement of optimal end user satisfaction. 889 
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 890 
A.5.3.1 Building life cycle 891 

- Feasibility – aligned with the overall demand organization’s goals for facility performance and 892 
preferred delivery methods; 893 

- Design – descriptive information addressing physical size, operational expectations, location, 894 
environmental characteristics, facility systems, facility information tools, sustainability goals, 895 
maintenance plans, security, health and safety, local resources; 896 

- Document production - description of facility contextual data required for the facility 897 
construction and service life maintenance and operations; 898 

- Occupation and use – end user fit out; 899 
- Operation and maintenance – including repairs and utilities; 900 
- Renewal and repurpose – periodic refurbishment of the facility; 901 
- End of use – policy on disposal of excess or redundant facilities. 902 

 903 
A.5.3.2 Resource, response, and influence gaps 904 

Resource gaps, resulting from shortfalls in time, money, people, facilities, materials,  supplies, or 905 
equipment. These gaps can include: 906 

- Time available or allowed vs. what is needed; 907 
- Funding allocation vs. what is needed; 908 
- Amount and skill level of labor accessible vs. what is needed; 909 
- Facilities accessible vs. what is needed; 910 
- Materials and supplies provided vs. what is needed; 911 
- Equipment obtainable vs. what is needed. 912 

 913 
Response gaps: 914 

- Bureaucratic procedures conflict with flexible customer needs; 915 
- Facility management department structure is mismatched to organizational needs; 916 
- Current demands interfere with future needs planning. 917 

 918 
Perception gaps: 919 

- Customer quality demands unmet by facility management quality provided; 920 
- Customer perceptions regarding the facility management department; 921 
- Customer perceptions regarding facility management perceptions of customers. 922 

A.6 Planning 923 

No guidance needed. 924 

A.7 Outputs and outcomes 925 

No guidance needed 926 

A.8 Evaluation 927 

A.8.1 Scope of the evaluation 928 

A structured approach to establishing the scope of the evaluation would consider the following 929 
questions and answers in respect of this standard: 930 
 931 
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Question to be answered Answer to the question 

What is the purpose of the 
evaluation?  
 

The purpose of the evaluation is to measure the 
overall facility management organization 
culture, behaviors of interested parties and 
their satisfactions in meeting expectations. 

What is the focus and the primary 
evaluation question? 
 

The focus and the primary evaluation: Are all 
interested parties satisfied with the outputs 
from facility management.  
 

What is the knowledge basis of the 
evaluation? 
 

Establish a comprehensive knowledge basis for 
the evaluation which could include but not be 
limited to reports and data for facility 
management system, e.g., minutes of meetings, 
surveys, and documents. 
 

What resources are available for the 
evaluation? Time, economy, 
competencies? 

Plan the evaluation according to the available 
resources, e.g., time, economy, and 
competencies. 
 

What is the methodological approach 
in relation to the purpose? 
 

Chose a comprehensive methodological 
approach including qualitative and quantitative 
evaluation relevant to the behavior of the 
interested parties. 
 

 932 

Evaluation criteria 933 

The criteria that should be considered in shaping the evaluation questions include: 934 

- Effectiveness – Is the project meeting its desired objectives? Achievements at this level 935 
are project outputs, or what was done. The inputs are the human, financial, and material 936 
resources that were provided to achieve the objectives. 937 

- Efficiency – What is the cost of achieving the objectives? To be be efficient, the project 938 
should be sustainable, meaning that the objectives are being met within a defined 939 
program and budget. These factors are intrinsically linked.  940 

- Relevance – Is the project relevant? The overall approach and strategy of the project 941 
should be consistent with the aims of the project and intended or expected outcomes.  942 

- Outcomes – What were the outcomes of the project? Can the outcomes be measured and 943 
do they suggest that the project has succeeded in full or in part. In this instance, the 944 
desired outcome would lead to a positive change in behavior and user experience.  945 

- Sustainability – Will behaviors continue to change in a positive way towards facility 946 
management initiatives and activities beyond the initial project scope? Another aspect of 947 
sustainability is the effect the project has on the environment and natural resources. 948 

- Progress – Is the project achieving the intended or desired objectives, or have these 949 
changed? An evaluation can also question the objectives and design of the project itself. 950 
It may be concluded that a project is progressing very well, even though it is far from 951 
meeting the original objectives. These may have been too ambitious or irrelevant. 952 

A.8.2 Indicators used in the evaluation 953 

There are a number of factors to consider when establishing Critical Success Factors (CSFs), including: 954 

- Internal factors (Organization) – Internal policies and guidelines that might have an influence 955 
over the organization’s culture. 956 
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- Industry factors – The characteristics that reflect the aspects that are important to the facility 957 
management sector. Typically, these would be cost, quality, availability, etc. 958 

- Environmental factors – The macro-environmental influences on the organization such as the 959 
economy, business climate, competition, and technological advantages. A Politics, Economic, 960 
Social, Technology, Legal and Environment (PESTLE) analysis would assist in gaining a better 961 
understanding of the environmental factors.  962 

- Strategic factors – Based on the competitive strategy that an organization follows. This could 963 
include the way the organization choses to position itself in terms of cost, services delivered, 964 
and targeted sectors. 965 

- Temporal factors – The factors which result from organizational changes and are usually 966 
short-lived. 967 

Once the CSFs are defined, metrics can be developed to measure the CSFs. It will be the metrics that will 968 
determine whether the CSFs have been met. 969 

A.8.3 Evaluation methodologies 970 

Similarly, a set of balanced perspectives, influence metrics, and outcome planning which forms a 971 
measurement framework should be designed and developed so that the results and outputs are 972 
compelling and will enable key decisions to be made that will inform positive outcomes and user 973 
experiences.  974 

A measurement framework should be adopted to ensure that the planning system and key inputs as 975 
described in this section can be effectively measured in a balanced way that meets the cross-sectional 976 
needs of all stakeholders and with the ultimate aim of establishing “stakeholder improved outcomes 977 
and user experience.” 978 

Evaluation methodology defines the criteria for evaluating the success of the project. Evaluation 979 
methodology is the process for establishing whether the project goals and objectives have succeeded. 980 
An evaluation plan should be prepared to establish the following criteria: 981 

- Which evaluations to use (e.g., tests, surveys, etc.) 982 
- Methods used to collect evaluation information 983 
- Methods used to analyse the evaluation information 984 
- When to conduct the evaluations (milestones, quarterly, annually) 985 

The three main types of evaluation methods are goal-based, process-based, and outcomes-based. Goal-986 
based evaluations measure if objectives have been achieved (e.g., SMART-based goals). Process-based 987 
evaluations analyse strengths and weaknesses. Outcomes-based evaluations examine broader impacts 988 
and often investigate what greater good was served by the project.  Systems thinking should also be 989 
used. 990 

A number of processes and tools exist within each of the three evaluation methodologies. These can be 991 
arranged: 992 

Goal-based evaluation 
methodologies 

Process-based evaluation 
methodologies 

Outcome-based evaluation 
methodologies  

- Critical success factors from 
corporate strategy  

- Stakeholder surveys  

- Group discussions  

- Financial benchmarking  

- Workshops 

- Interviews  

- Measurement against 
service level agreement 

- Customer satisfaction 
surveys 

- Measurement 

- ROI 

- Building performance 
assessment 

- Employee surveys 

- Financial – cost savings or cost 
reduction 
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 - Risk and opportunities  

- FM context analysis (i.e.,  
using PESTLE Analysis) 

- Workplace Assessments 

- Workshops 

 

- Social network analysis 

- Stakeholder surveys  

- Group discussions 

- Customer 
complaints/compliments 

- Observations   

 993 

Possible tools for improvement 994 

• Building performance assessment, i.e. using Flex 2.0 or Flex 2.0 Light 995 
• Continuous review process 996 
• Critical success factors from corporate strategy  997 
• Employee surveys 998 
• Employee surveys 999 
• Estimate the annual potential gross income and annual operational expenses  1000 
• Estimate the cost of new development   1001 
• Interviews 1002 
• Logbooks on knowledge- sharing activities 1003 
• Market -valuation  1004 
• Measuring risk expenses 1005 
• Measuring space, number of workstations and FTE (full time equivalent) 1006 
• Measuring the time spent or saved 1007 
• Measuring time of business interruptions  1008 
• National FM context analysis i.e. using PESTLE Analysis (Politics, Economy, Social, Technology, 1009 

Legal and Environment)  1010 
• Observations   1011 
• Social network analysis  1012 
• Spatial network analysis  1013 
• Stakeholder surveys Group discussions  1014 
• Survey with multi-criteria scoring methodology  1015 
• Walk-throughs 1016 
• Workplace H&S assessment 1017 
• Workshops 1018 

A.9  Sustainable improvement 1019 

No guidance needed 1020 
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