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during the last decades the perception and application of Facilities Management (FM) has 
gradually shifted from primarily steering on cost reduction towards managing of facilities as a 
strategic resource to add value to the organisation and its stakeholders and to contribute to its 
overall performance. 

This book shows why and how this shift occurred and how the supply of facilities can or should 
be aligned to the different interests and needs of various stakeholders. it connects concepts, 
theoretical frameworks, research data and measurement tools from different countries and 
different disciplines, including Facilities Management, Corporate real estate Management, 
and Business to Business Marketing. The case studies explored different sectors such as of-
fices, higher education, industry and health care.  Much attention is being paid to value adding 
management, performance measurement and key Performance indicators covering economic 
issues, the needs and preferences of clients, customers and end users, shareholder value, re-
lationship value, and sustainability. 

The starting point for this international collaboration was the so-called FM value Map that 
visualizes the links between input (resources), throughput (process), output (provisions) and 
outcomes i.e. the impact on the core business and the surroundings. The book ends up with 
many lessons learned, both from an academic and a practical point of view, and input for the 
future research agenda. 

As such this book is appropriate to be used in academic research, educational settings and 
practical decision making. 

The Added value of FM is a result of an international collaboration between eighten authors 
representing the perspectives of seven nationalities. it was edited by Per Anker Jensen, pro-
fessor in Facilities Management at the Technical University of denmark, Theo van der voordt, 
associate professor in Corporate real estate Management at the delft University of Technol-
ogy, and Christian Coenen, professor of Marketing and services Management at the Zurich 
University of Applied sciences.
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value is the starting point for economic thinking. Adding value and exchange of knowledge 
enables development and growth. euroFM is the thought leading organization in the advance-
ment of knowledge in FM in europe and its application in practice, education and research. on 
behalf of euroFM it is a great pleasure to introduce the book “The Added value of Facilities 
Management”.

Per Anker Jensen initiated the Added value project as Chairman of the euroFM research net-
work Group in 2007 - 2008. The euroFM research group on Added value of FM was founded in 
2009 and started with a first workshop in Copenhagen in May 2009. All together eighteen inter-
national respected researchers, professors and experts in FM representing the perspectives of 
seven nationalities collected and compared theories and examples of research. They discussed 
results of joint research activities and included their main findings in this book.

The book is aimed to contribute to the change of FM from reducing costs towards increasing 
quality. it is a remarkable documentation of how FM has been changing from a predominant 
focus on cost reductions within the last years. For example the chapters “The start of a nordic 
focus on the added value of FM” and “FM as a value network: exploring relationships amongst 
FM stakeholders” highlight how the FM profession has increased the focus on the impacts and 
effects on the core business that FM supports. in addition the scope of FM research increased 
from service or organizational level towards the society at large level. The different conceptual 
models, definitions and dimensions of added value and the key Performance indicators that 
are presented in this book shed more light on the concept of Adding value by FM. As such, 
this book considerably contributes to the academic body of knowledge and may support well-
balanced decision making in practice, taking into account the needs and interests of different 
stakeholders. 

readers of this book will benefit from a deep insight in the concept, study the findings and 
recognize the perspectives of the added value of FM. Per Anker Jensen, Theo van der voordt 
and Christian Coenen together with all the authors did a great job in developing this unique and 
significant publication.

on behalf of euroFM we wish that many readers will use this excellent work result as source 
of information and inspiration to exchange value and knowledge and contribute to the develop-
ment and growth of FM!

ron van der Weerd Antje Junghans
Chairman euroFM Chair euroFM rnG
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14 1. BACkGroUnd And inTrodUCTion

1. BAcKground And inTroducTion

Per Anker Jensen, Theo van der Voordt and Christian Coenen

ABsTrAcT

Purpose: To explain the purpose and background of this book and introduce the three basic 
perspectives behind the research presented as well as the structure and editing process of the 
book.
Methodology: The editors shared and discussed individual contributions to this chapter, based 
on their own expertise, the involvement in the process leading to this the book including a 
number of workshops, and a literature review of the development of their disciplinary fields: 
Facilities Management (FM), Corporate real estate Management (CreM) and Business to Busi-
ness (B2B) Marketing. 
Findings: The difference in scope between FM and CreM is that CreM has its focus on real 
estate as physical and economical assets utilized by an organisation, while FM has a wider 
service focus. The difference in scope between FM and CreM on one side and B2B marketing 
on the other is that FM and CreM are related to organisations’ use of built facilities and the 
input side of business processes, while B2B marketing can concern the sale of any product or 
service and is related to the output side of business processes. The fields of FM, CreM and 
B2B marketing can all contribute to a better understanding of the added value of FM by their 
particular theories and conceptual analyses, data, tools, and best practices, with a focus on 
respectively costs and benefits of facilities and services, alignment of corporate and public real 
estate to organizational objectives and organisational performance, and relationship manage-
ment in market transactions.
Practical implications: The findings are used to explore interesting themes, to build up a well-
structured list of contents, and as a starting point for theoretical reflections on the added value 
of FM, lessons learned so far, and input to the future research agenda. The chapter provides 
important background information to understand the following chapters in this book. 
Research limitations: The chapter is mainly based on the experience and knowledge of the edi-
tors. it does not include original research but provides an introductory overview of the book.
Originality/value: This chapter takes a look behind the scenes of the making of this book and 
connects contributions from three different fields - FM, CreM, and B2B marketing - to shed 
more light on the concept of added value of FM. it serves as an introduction to the research 
presented in the other chapters in this book.

Keywords: nordicFM, euroFM, Added value, FM, CreM, B2B Marketing. 



151. BACkGroUnd And inTrodUCTion

why This BooK?

The topic of this anthology is the added value of Facilities Management (FM). The purpose is 
to introduce and present this topic as a new and increasingly important field of research and 
practice. A second aim is to influence the agenda of the FM profession to change from a pre-
dominant focus on cost reductions towards an increased focus on the impacts and effects on 
the core businesses that FM supports and on society at large. We want to create awareness of 
the topic among all relevant stakeholders. A third objective of writing this book is to contribute 
to a transformation of the profession towards developing a genuine knowledge and compe-
tence base.

This anthology presents a state of the art with the newest insights and most advanced think-
ing, new empirical findings, and best practice examples. This overview helps to uncover the 
diversity of theoretical perspectives, concepts and terminology, models, research methods and 
practical experiences. We realize and respect the complexity of the topic, but we will show 
ways to visualize and simplify a complex world. As such we want to clarify terminology and 
provide inspiration. By combining knowledge from different countries and different disciplines, 
we were able to identify what we know, what we still need to learn, and to outline directions for 
further development in research and practice (part d).

The editors and authors of the chapters are mostly researchers, but besides other researchers 
the book is targeted towards the FM profession as a whole. More specifically, we hope that the 
book will be of interest to all participants in FM conferences like the annual european Facili-
ties Management Conference (eFMC) and in particular to reflective practitioners, researchers, 
teachers and advanced students in the world of FM. Furthermore, we hope that the book can 
provide FM professionals with understanding, arguments and examples that they can use in 
their dialogue with decision makers in their organisations and in political institutions.

BAcKground

Added value is a concept which has been used for a long time, for instance in classical eco-
nomics, and it has been used in many different contexts with different meanings. however, the 
concept got a renaissance in a business management context during the 1990’s, particularly in 
marketing and product development. This was also reflected in research literature from that 
period as shown later in this book. 

in the context of FM the concept of added value has not been so much in focus before recently. 
The development of FM as a new management discipline in many countries during the 1980’s and 
1990’s has very much been driven by an aim to control and reduce cost by new ways of organizing 
and managing a number of disparate activities, which formerly had been without much manage-
ment attention. With the introduction of centralisation, internal markets, benchmarking, outsourc-
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ing, service Level Agreements (sLAs) and key Performance indicators (kPis), a new manage-
ment regime has been introduced and in many cases with tremendous cost saving as a result. 

This development has very much been influenced by globalization with increased international 
competition as well as privatization and liberalization of major parts of the economic activi-
ties in many countries. Together with the widespread implementation of new network based 
and mobile information and Communication Technology (iCT) this has been the basis for re-
structuring many industries with relocation of physical production from the early industrialized 
countries to other parts of the world and to the creation of a new knowledge based economy in 
the most developed countries. 

in this new situation around the change of millennium the role of FM has changed in many 
corporations. Controlling cost is no longer sufficient. in periods of expansion and with strong 
demand for new generations of a limited number of highly skilled professionals from the crea-
tive class, it is for many companies more important to attract and retain employees. Providing 
attractive workplaces with excellent service has become increasingly important as a primary 
requirement for FM. This forces FM to focus on how facilities can be managed to add value to 
the core business. The same applies to the changes in society towards an experience economy. 
The financial crisis starting in 2008 may for a period change the focus back towards cost reduc-
tion, but the underlying change to knowledge and experience economy has not changed. The 
new focus on sustainability and corporate social responsibility are other trends which drives FM 
towards a focus on added value.

one of the first manifestations of this new focus on added value in FM was the establishment 
of a nordicFM work group in 2006: ‘highlight the added values for the core business provided 
by Facilities Management’. it was one out of the first five development projects decided by 
this new permanent collaboration between the national FM associations in denmark, norway, 
sweden, Finland and iceland. The work group was chaired by ole emil Malmstrøm from the 
danish Facilities Management association (dFM). The members were mostly practitioners. The 
only researcher participating in meetings in the work group was Per Anker Jensen, Technical 
University of denmark – and initiator of this book. 

Alongside the above mentioned nordicFM work group Per Anker Jensen was leading a research 
project at the Technical University of denmark on FM Best Practice in the nordic Countries. The 
project included 36 case studies. one of the general conclusions was that there had been a 
change in FM from mainly focusing on cost reduction towards a higher degree of focus on add-
ing value. By analysing 21 cases from the first phase of the research project he developed the 
so-called FM value Map, which was partly inspired by strategic mapping from Balanced score-
card (BsC) methodology (kaplan and norton, 2000). The FM value Map was published together 
with the 36 cases in books in english and danish (Jensen et al., 2008). it was presented and 
compared with other models in a paper at eFMC2009 and later in an article in the scientific 
journal Facilities (Jensen, 2009b and 2010a).
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The FM value Map has been an important starting point for the collaborative research behind 
this book. its development together with the nordicFM work group is explained in chapter 2. 
The making of the FM value Map is the focus of chapter 3. reviews of research literature on 
added value from the fields of CreM, FM and Business-to-Business (B2B) Marketing are in-
cluded in chapter 4. 

The eurofM reseArch group 
The initiative to establish the research group was taken by Per Anker Jensen, when he was 
board member of euroFM and chairing the research network Group (rnG) in 2007 and 2008. 
The original project brief was presented in september 2008. A second version was adopted by 
rnG at a meeting in London January 2009. The purpose was defined as follows:

The purpose of the project is to bring together researchers from the different research environ-
ments among EuroFM members, which are engaged or interested in comparing and developing 
joint research activities on the added value of FM. The project will result in a EuroFM research 
publication which collects and compares examples of research and presents results of joint 
research activities. 

It is not necessarily the purpose to develop a common framework for studying the topic, but the 
project will bring together information about the different frameworks, which are applied, and 
investigate common grounds, reason for differences and possibilities for joint developments.

The project brief also specified among other things the following concerning project plan and 
finance: 

The project will be organized around a number of joint workshops. It is expected that there will 
be project workshops arranged every half year. Results from the project will be presented at 
EFMC 2010 and 2011. 

Each of the participants is responsible for financing the costs of their part of the project ac-
tivities. The workshops will be hosted in turn by the participants and the host is responsible for 
providing meeting facilities etc. Each participant is responsible for financing their own travel and 
accommodation cost. 

The first workshop was held in Copenhagen 11-12 May 2009 with the following 10 partici-
pants:

Anna-Liisa Lindholm helsinki University of Technology 
dries van Wagenberg Wageningen University
Theo van der voordt delft University of Technology, Faculty of Architecture
Christian Coenen Zurich University of Applied sciences
keith Alexander salford University



18 1. BACkGroUnd And inTrodUCTion

kauko Tulla vTT Finland
ole emil Malmstrøm nordicFM and euroFM
susanne Balslev nielsen CFM, Technical University of denmark
Per Anker Jensen  CFM, Technical University of denmark
Anne-Lise hansen CFM, Technical University of denmark (secretary)

Most participants presented their own work regarding the Added value of FM. keith Alexander, 
for instance, showed a Benefit realisation Framework with seven steps of benefits manage-
ment, see Figure 1.1:

identify and engage stakeholders1. 
define realistic benefits supporting the objectives2. 
Map benefits providing milestones and ensuring benefits are attributed to the programme3. 
Clarify thinking and gain common understanding4. 
determine the most effective way to implement the required changes.5. 
Measure and track performance, throughout and beyond the programme life cycle.6. 
Assist in developing a continuous improvement frame of mind across all organisational 7. 
and operational barriers.

dries van Wagenberg and kauko Tulla later changed jobs and left the group. The other partici-
pants from the first meeting constituted the core research group. At the meeting it was decided 
to establish task groups. one group should work with ‘value mapping’ and another group with 
‘value chain’ concepts.

At the second workshop on 21 october 2009 in helsinki with 11 participants there was not suf-
ficient support to establish a sub-group on value chain, but it was decided to write papers to 
eFMC2010 based on literature reviews from different perspectives. After submitting abstracts 
it was agreed with the scientific committee for eFMC2010 to write a joint paper instead. This 
was finalized with 8 authors (Jensen et al., 2010). After the conference the paper was de-
veloped further for publication as an article in the scientific journal Facilities (Jensen et al., 
2012). 

figure 1.1: Benefit realisation framework (Alexander, 2008)
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A third workshop was arranged on 31 May 2010 in Madrid with 18 participants, one day before 
eFMC2010. The most important outcome of the workshop was an agreement to work together 
on this anthology to be ready for eFMC2012 in Copenhagen. it was arranged with the organ-
izers of eFMC2010, that the research group should make a presentation at a plenary session as 
part of a panel debate during the conference. The presentation was made by Per Anker Jensen 
and Theo van der voordt. The sessions resulted in useful contacts to deborah rowland, office 
of Governance Commerce (now Government Property Unit), Uk, who was one of the practition-
ers in the panel debate, and Peter Prischl, reality Consult, Austria. during spring 2010 an arti-
cle about the research in the group was published in the professional magazine Fde – Finance 
director europe (Jensen, 2010b). This resulted in another useful contact to Jim McConnell, 
Glasgow University (now at the University of strathclyde). 

in october 2009 keith Alexander had a meeting in Zurich with Christian Coenen and the dan-
ish Phd-student Markus holzweber. it was decided to make a new attempt to start a sub-
group on value chain based on collaboration with service providers and their clients in different 
countries. A workshop was arranged at iss University 19 April 2010, but unfortunately the 
foreign participants could not get to Copenhagen because of the icelandic volcanic ash clouds. 
november 2010 a new workshop was arranged in Zurich when herman kok from Wageningen 
University joined the group. it was decided to develop a new start for the sub-group based on 
the concept of ‘value net’. A workshop in the sub-group was arranged with Jim McConnell 20-
21 April 2011 at Glasgow University with the purpose to produce a case study of a project at the 
university. in the course of the collaboration with Jim McConnell an additional presentation of 
the joint research was arranged at the sAUde (scottish Association of University directors of 
estates) meeting in Glasgow on 24 February, 2012. 

in 2011 the research group had two more workshops. Both had a main focus on producing 
this book. The workshop on 24-25 January 2011 at delft University was chaired by Theo van 
der voordt. The workshop was attended by all three editors, nine other authors, Fred kloet 
(euroFM), and Peter Prischl (reality Consult). We discussed intensively the overall structure 
of the book and how to cope with theory, data from empirical research including case studies, 
different kinds of added value, different research strategies, and contributions from different 
countries. We also discussed the coherence between the different chapters and the task divi-
sion between the editors and the authors. in advance all participants were asked to prepare 
a brief presentation about their intended contribution to the book, to reflect on the concept of 
Added value of FM, and to reflect on the FM value Map with respect to strong points, points 
for improvement, and ideas on how to apply the FM value Map in their own research. Table 1.1 
shows one of the slides presented by Christian Coenen in order to discuss the difference be-
tween cost emphasis and revenue emphasis. Table 1.2 shows the reflections on strong points 
of the FM value Map and points for further improvement that came up in different presenta-
tions. Table 1.3 shows reflections on the practical applicability of the FM value Map and ways 
how to improve it.
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Table 1.1: cost emphasis versus revenue emphasis (rust et al., 2002)

Table 1.2: comments on the fM Value Map mentioned in the delft workshop

criteria
profit focus
Quality focus
Quality measures
operational focus
organizational focus
Typical improvement 
initiative

corporate example

strong points
holistic view of FM and its possible impacts, linking 

the resources, processes and provisions of FM with 

the impacts on both core business and surround-

ings and benefits for all relevant stakeholders, not 

just shareholders

A clear analytical framework based on system 

thinking including input-throughput-output and con-

nected to the Balanced score Card approach

Applicable on strategic, tactical and operational 

level

Provisions include additional offerings such as 

developing services and establishing relationships 

between providers and clients, customers and end 

users.

Classification of the impacts to different stakehold-

ers can help the organisation to have a correspond-

ing plan for each stakeholder in order to build rela-

tionship and trust.

The alignment of FM resources, processes and 

provisions with the new european FM standards 

(en 15221)

issues for improvement
The starting point is in FM as a provider and less in 

the needs of the clients, customers and end users, 

so it represents more a supply side focus (resource 

based view) than a demand side focus.

Main focus on the internal processes of FM and less 

on the processes between FM and its stakeholders

no clear distinction between different organisation-

al levels nor in strategic, tactical and operational 

level

insufficient attention to topics such as Corporate 

social responsibility and work-life balance.

The FM value Map should be tested in different en-

vironments e.g. in large versus small organisations, 

young or old, different company cultures, offices 

versus industry, and different ownership rights over 

the facilities.

Concepts and variables such as resources, proc-

esses, output and outcome should be elaborated 

furthermore.

cost emphasis
Cost reduction

internal

defect rate

standardization

operations, Accounting

efficiency improvements to  

reduce costs

hospital builds customer  

information/tracing system that 

resulted in shorter hospital stays 

and reduced operating costs

revenue emphasis
revenue expansion

external

Customer satisfaction/retention

Customization

services Management, hr, r&d

service augmentation or product 

innovation to increase customer 

satisfaction

Airline spends Usd 700 mill. to 

increase cabin legroom by 3-5 

inches per row to improve cus-

tomer satisfaction and loyalty
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The last workshop was arranged on 23 May 2011 in vienna with 13 participants, one day before 
eFMC2011. Beforehand abstracts for proposed chapters had been collected. The main purpose 
was to discuss the abstracts and give feedback to the authors, to fine-tuning the process, to 
discuss concepts and terminology, the time schedule and deadlines, and agree on the overall 
structure and focus of the book.

Three perspecTiVes

it was clear from the outset, that the researchers in the group had different academic and 
theoretical backgrounds. even though they all did research in relation to FM, some of the 
researchers were more engaged in the related field of Corporate real estate Management 
(CreM). There were also differences with some researchers from architectural and engineer-
ing backgrounds and others from B2B marketing and other marketing related backgrounds. 
These different backgrounds were seen as fruitful in providing different types of insights into 
frameworks and challenges in reaching common understanding of the benefits and shortcom-
ing of the different theoretical frameworks. in the long run this cooperation may be helpful 

Table 1.3: reflections on applicability and further development of the fM Value Map 

The FM value Map may be improved by simplifying it, or by refining it (with a risk of making it too 

complex)

Clear connections should be made with the widely used concepts of usability, effectiveness and efficiency. 

The FM value Map is based on inductive reasoning from case studies trying to cover the most important 

elements (parameters and interrelations) involved in FM adding value. in that way it is a descriptive 

model, which can create overview and be used to identify many aspects of specific situations as well as 

prioritising focus areas. 

Further research is needed to illustrate and understand which FM functions or processes create more 

added value than others (and for whom) and what are the critical success factors. if possible at all, the 

map should illustrate how companies can take most out of its FM and where they should concentrate. 

This provides to cascading down the resources for improvement of resource utilization.

The FM value Map can be seen as one model as part of a tool box to help facilities managers in adding 

value, including both descriptive and prescriptive models and tools, and as such widening its scope.

The concept of value Adding Management is an attempt to develop a prescriptive tool that can be used in 

a more action oriented way than the FM value Map.

Another possible development could be to create a Balanced FM-Av score Card and to use the FM value 

Map similar to strategic Mapping in the BsC-methodology, in order to develop a corporate or departmen-

tal Balanced score Card.

More knowledge and tools are needed in order to be able to measure the added value of FM in a reliable 

and valid way. Cost savings, employee satisfaction and Co2 savings can be measured clearly, but what 

about e.g. support of company culture, innovations, productivity and image benefits?
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to develop a common and widely accepted framework to describe and explain different ways 
of adding value by FM. This section explains the three different perspectives that were repre-
sented in the research group, how these have developed as professional practices and research 
fields, and how they relate to each other.

fAciliTies MAnAgeMenT (fM)
The activities that today are regarded as part of FM have existed in organizations for a long time 
before the term FM was used and the profession of FM was established starting in the 1980’s. 
An article about the origin and constitution of FM as an integrated corporate function (Jensen, 
2009a) shows from a longitudinal case study, how the operational functions first emerged with 
a horizontal division in building related and service related activities, followed over time and 
organizational growth by tactical and later strategic functions with both a horizontal and verti-
cal division between the activities and levels. The first step towards the integrated corporate 
FM function was a vertical integration of the three levels and the second step was a horizontal 
integration under a central management.

researchers from the Uk (Pathirage et al., 2008) have presented a general development of FM 
with the following four generations:

FM is merely considered as an overhead to be managed for minimum cost rather than 1. 
optimum value. 
integration of a FM process perspective by making FM activities within the organisation a 2. 
continuous process.
FM is seen as more concerned with resource management, concentrating on managing 3. 
supply chain issues associated with the FM functions. 
in order to achieve the much needed 4. alignment between organisational structure, work 
processes and the enabling physical environment, the organisation’s strategic intent must 
clearly reflect the facilities dimensions in its strategic business plans.

This development reflects the change from the initial dominating focus on cost reduction in FM 
towards a gradual stronger strategic focus on actively supporting the core business, which is 
the background for the research on the added value of FM. 

The strong trend with increased outsourcing has resulted in a huge new market for facility 
services being developed during the 1990’s and the market is still expanding all around the 
world. some of the world’s largest service companies are international players on this market 
but a lot of national, regional, and local provider companies of all sizes are also active in this 
market. A study of the european FM market suggests that the economic activity related to 
FM represents almost 5% of GdP in the largest european countries; about half of this is in-
house and the other half is delivered as outsourced services by external providers (Teichmann, 
2009).
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one of the important new cross border activities in FM in europe over the last 10 years has 
been the development of FM standards. The european FM standardisation work was launched 
in 2002, when it was decided at a meeting with participants from many european countries 
to start joint activities within the frames of the european standardisation organisation Cen. 
The technical committee Cen/TC348 was formally accepted in 2003. Two work groups were 
established with the purpose to develop standards on FM terms and definitions (WG1) and FM 
agreements (WG2). The resulting two standards (Cen, 2006a-b) were adopted as european 
standards in 2006. Cen/TC348 decided at the same time to establish 4 new workgroups with 
the purpose to develop standards on quality in FM (WG3), taxonomy of FM (WG4), processes 
in FM (WG5) and space measurement in FM (WG6). The resulting standards (Cen, 2011a-d) 
were accepted in 2011 and will be formally adopted in 2012. one of the main purposes of the 
european FM standardisation is to create a basis for benchmarking across borders. in 2009 
Cen/TC348 established a new work group to develop a european standard with guidelines for 
FM benchmarking (WG7). 

research in FM in europe started around 1990 and developed initially mostly in northern eu-
rope, but during the last 10 years FM research has expanded to more and more european coun-
tries and universities. one example is the research of if Price and his Facilities Management 
Graduate Center at sheffield hallam University. Part of this research is focusing on a shift from 
cost motivation to profit motivation, not only measuring input indicators - such as costs per m2, 
m2 per workplace – but also output indicators, such as profit per m2 or value of contracts per 
euro invested in real estate and other facilities (haevisides and Price, 2001; Pinder and Price, 
2005). 

The journal Facilities was established as a professional journal in 1982 in the Uk. during the 
1990´s it became predominantly an academic journal. The Journal for Facilities Management 
started in 2002 around the same time as the first european FM research symposium, which 
is now a part of eFMC. in 2010 the electronic international Journal of Facility Management 
was launched. 

corporATe reAl esTATe MAnAgeMenT (creM)
The difference in scope between FM and CreM is that CreM has its focus on real estate as 
physical and economical assets utilized by an organization, while FM has a wider service fo-
cus including demands related to space and infrastructure as well as people and organization 
(Cen, 2006a). As professions, FM and CreM can be overlapping with different traditions in 
different countries and organizations. 

in Successful Corporate Real Estate Strategies the authors discuss a number of transitions in 
the profession of managing a corporation’s real estate portfolio (dewulf et al., 2000). These 
transitions have both been triggered by the real estate market, changing organisations and a 
changing context. Most Western countries have been progressing from an industrial to a post-
industrial information society, with a strong service sector. new ways of working with increas-
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ing flexibility regarding when, how and where to work came to the fore, resulting in new offices 
and new office concepts. other drivers to change are the impact of globalisation, changing po-
litical systems, economic and demographic developments leading to growth and shrinkage of 
organisations, and technological developments such as the digitalization of society. The many 
uncertainties with which organisations are faced affect real estate decisions on different scale 
levels: portfolio, buildings, units and places. incorporating flexibility and adaptability in new and 
existing buildings and scenario analysis are widely used strategies to cope with an uncertain 
future. Within this dynamic context, corporate real estate managers have to steer on usability, 
effectiveness, efficiency and ways to express corporate identity in a well-balanced way. 

during the last decades another shift is going on from perceiving real estate as a necessary 
burden, toward a rising awareness of the possible contributions of real estate to corporate 
performance. Contrary to the transaction-oriented focus of real estate management from an 
investors’ point of view, aiming to get the best possible return on investment in the short and 
long run, CreM focuses on alignment of real estate to corporate needs and objectives, incor-
porating the needs and wishes of shareholders and different stakeholders on strategic, tactical 
and operational levels. While real estate resources and capabilities were initially controlled and 
managed by the individual corporations, activities and responsibilities are nowadays delegated 
more and more unto professional parties outside the corporation. According to Joroff et al. 
(1993), the traditional role of a ‘taskmaker’ with a focus on providing physical space and techni-
cal maintenance is gradually shifting towards a more strategic role with a cumulative integra-
tion of understanding and minimising real estate costs (‘controller’), standardisation in order 
to create financial value and flexibility (‘dealmaker’), matching real estate with business plans 
of the units and market options (‘intrapreneur’) and contributing to the company as a whole by 
focusing on the company’s mission (‘business strategist’). 

in the field of public real estate i.e. real estate owned or rented by ministries, municipalities 
and other governmental agencies, a shift is going on from decentralised real estate manage-
ment with a focus on facilitating primary processes towards integration of FM and CreM in 
centralised shared service centres. The strategies that governments choose are mainly based 
on expected consequences (van der schaaf, 2002). introducing a user-pay system is expected 
to lead to a more efficient use of accommodation, whereas privatisation is expected to increase 
the efficiency of the public real estate organisation. decentralising the responsibilities for ac-
commodation to the various departments and agencies is expected to increase speed and flex-
ibility. More and more attention is being paid to the political, financial and functional perform-
ance of the public real estate portfolio (evers et al., 2002). however, the balance between these 
interests differs in various countries and shows increasing dynamics (van der schaaf, 2002). 

As a consequence of this changing context and the changing scope of corporate and public real 
estate, real estate managers working in or for public or private companies are in urgent need 
for clear conceptual frameworks, data and tools for “evidence based” decision making on link-
ing real estate decisions to corporate strategy and adding value by real estate. over the last 
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twenty years the body of knowledge of CreM has been gradually growing. nourse and roulac 
(1993) were the pioneers who started to investigate how alternative real estate strategies can 
contribute to business objectives. They found that too often the dominant emphasis is on the fi-
nancial goal of cost minimization. in order to effectively support a range of corporate objectives, 
multiple rather than single real estate strategies are required. They linked eight types of real 
estate strategies to a number of possible aims of a firm. krumm et al. (2000) identified - partly 
based on the work of nourse and roulac (1993) - various elements of added value of real estate. 
roulac (2001) and osgood (2004) continued to explore and define strategic alignment of real 
estate strategies to corporate strategies. 

This research has been followed up by Lindholm et al. (2006), who have implemented a model 
of strategic mapping from Balanced scorecard (BsC) methodology (kaplan and norton, 2000) 
to show how real estate strategies can lead to profitability growth and/or revenue growth and 
thereby maximize the wealth of shareholders. de vries et al. (2008) investigated the impact of 
real estate interventions on organisational performance through a survey among institutes of 
higher Professional education in the netherlands. The empirical study was based on a theoreti-
cal model that takes its starting point in the thinking of Joroff et al. (1993), that real estate is 
the fifth resource after human resources, technology, information and capital. The list of dif-
ferent ways to add value by real estate builds on the work of de Jonge, who introduced CreM 
at the Faculty of Architecture of the delft University of Technology (de Jonge, 1996). This way 
of thinking has been connected to different ways of Designing an Accommodation Strategy 
(de Jonge et al., 2009). A recent dissertation by den heijer (2011) on Managing the University 
Campus further explored how policymakers and real estate managers incorporate ways to add 
value to the core business in campus management and how they balance the needs of different 
stakeholders such as the daily users, controllers and society. Current Phd-research by van der 
Zwart (2010) and riratanaphong (2012) continues this search for adding value by real estate 
with respectively a focus on hospital real estate and workplace performance measurement. 
see also chapter 11, 13 and 16 of this book.

Business To Business MArKeTing (B2B MArKeTing)
The difference in scope between FM and CreM on one side and B2B marketing on the other 
as professions is that FM and CreM are related to organizations’ use of built facilities and the 
input side of business processes, while B2B marketing can concern the sale of any product or 
service and is related to the output side of business processes. B2B marketing as a discipline is 
mostly based on social science with research and teaching at business schools, while FM and 
CreM have a more multi-disciplinary character with a knowledge base from social science, 
architecture and engineering. Marketing in general has a longer tradition as a profession than 
FM and CreM.

Marketing - in the sense of development of new products or pricing decisions - has been play-
ing a role in market transactions for several centuries already. But the systematic investigation 
and research did not start until the beginning of the twentieth century (Webster, 1992). The 



26 1. BACkGroUnd And inTrodUCTion

general definition of marketing has become significantly broader over the course of time. The 
early phase of marketing’s development was characterized by the idea of selling products and 
at that time most markets tended to be sellers’ markets. Later on, the marketing discipline 
placed a strong focus on sales and advertising. in the 1950s and 1960s, the so-called mar-
keting-mix was defined (McCarthy, 1964), which integrated the existing concept of marketing 
as advertising and sales into a broader system of classifying marketing activities. in recent 
years the discipline has witnessed a shift to issues addressing marketing implementation (e.g. 
company-internal organizational issues, performance/success benchmarking and monitoring). 
This called for a more multi-disciplinary viewpoint combining marketing with other business 
disciplines such as organizational behaviour, psychology or finance (Workman et al., 1998). 

While the implementation perspective focuses predominantly on those departments or units 
of an organization that are involved in marketing tasks, a new approach addresses the question 
of to what extend a company should be managed as a market-oriented organization (Jaworski 
and kohli, 1993). Parallel to the emphasis on market-oriented management, customer relation-
ships increasingly gained more importance and attention from both marketing practice and 
theory (homburg et al., 2009). The basis of this perspective is the awareness that the estab-
lishment and sustainability of profitable long-term customer relationships pose a central chal-
lenge to business in general and marking in particular. The concept of relationship marketing 
implies that the individual transaction with customers is replaced by a focus on long-term busi-
ness relationships (Berry, 1983; Grönroos, 1990). during decades of research, many definitions 
of different facets were presented, e.g. activity-, relationship- or management-oriented defini-
tions (homburg et al., 2009). one of the simplest and most common definitions of marketing 
goes back almost 60 years, when Peter drucker (1954, p. 39) stated: “Marketing is the whole 
business seen from the customer’s point of view.“ 

in the 1980s a string of research evolved around the difference between marketing of goods 
and services (Parasuraman et al., 1985). Basically, service marketing was established as a re-
search and management discipline, because services needed different marketing approaches 
than physical goods. services are mostly intangible and the customer takes part in the delivery 
process (Zeithaml et al., 2006). Because of this the customer and his/her perception of the 
service process plays an even more significant role than in evaluating physical goods. 

Based on the original idea of the value chain (Porter, 1998), the service value Chain structures 
value creating processes of service firms (Bruhn and Georgi, 2006). in addition, the concept 
of the service Profit Chain (heskett et al., 1994) by harvard Business school structures the 
impacts of service provider’s activities on the customer’s perceptions and behaviours. At the 
same time it shows how customer value is created. services marketing activities are evaluated 
by the customer and will lead to certain customer’s behaviours, e.g. loyalty and repurchasing. 
This positive behaviour will ultimately lead to increased firm value. it can be stated that the 
service value Chain encompasses value activities by organizations; the service Profit Chain 
encompasses the value effects of these activities (Bruhn and Georgi, 2006). 



271. BACkGroUnd And inTrodUCTion

The BooK

This section explains the process of making the book and its structure.

The ediTing process
The first initiative for this book goes back to the work of the nordic FM workgroup that started 
in 2006 (see the Background section at the start of this chapter and the introduction of chapter 
2). This preliminary work was continued by the establishment of the euroFM research group 
on Added value of FM. The project briefs from 2008 and 2009 mentioned as one of the aims: 
“to result in a EuroFM research publication which collects and compares examples of research 
and presents results of joint activities”. in the Background section of this chapter we earlier 
described the next steps in the process of making this book. The process was partly managed 
by joint workshops and continuously steered by remote collaboration between the editors. Be-
sides the participants in the workshops, some additional authors were invited to contribute, 
because of their particular expertise in fields that was lacking so far. 

All first drafts of full chapters were extensively reviewed by all three editors. After having re-
ceived the revised chapters, all text was read again by all three editors, this time with a focus 
on coherence between chapters and terminology, cross-referencing, avoiding repetition, and a 
search for main lessons learned and input for the agenda of future research.

The sTrucTure
This book is divided into four consecutive parts. 

Part A introduces the chronology of the discussion of added value in FM and explains the origins 
of this research initiative in chapter 2. in addition, chapter 3 describes the making of the FM 
value Map in detail.

Part B deals with theory and methodology about the value in FM. After giving an overview of 
the field of added value in FM in chapter 4, the FM value network idea is introduced in chapter 
5 as a complementary view to the FM value Map. Chapter 6 and 7 both deal with relationship 
issues of value in FM, while chapter 8 introduces a holistic management framework by discuss-
ing kPis in FM and CreM. The second part of the book closes in chapter 9 with the observation 
that qualitative research is able to add value to the field of added value in FM.

Part C concentrates on empirical research that has been conducted in the field of added value 
in FM. in chapter 10, based on a LeGo case, the authors introduce a management concept that 
can assist FM in implementing value adding strategies and practices. A conceptual framework 
is elaborated and tested within the field of campus management in chapter 11. Chapter 12 
shows the impact Green FM is able to accomplish within a FM service provider’s organization 
and its clients. The authors of chapter 13 explore if and how hospital managers steer on adding 
value, which values are leading, and how adding value is being translated into concrete inter-



28 1. BACkGroUnd And inTrodUCTion

ventions. Chapter 14 provides insight into stakeholder behaviours that influence FM strategies 
within an energy complex, while the authors of chapter 15 elaborate on the visualization effect 
of value in FM by FM Blueprinting. The empirical part of the book finishes in chapter 16 with a 
multi-cultural investigation on the influence of the work environment on employee satisfaction 
and perceived productivity. 

Part d gives in chapter 17 an extensive overview of the key findings of the previous parts and 
closes in chapter 18 with an outlook for future research in this emerging field. 
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2.  The sTArT of A nordic focus on The Added 
VAlue of fM

Per Anker Jensen and Ole Emil Malmstrøm

ABsTrAcT

Purpose: To contribute to the understanding and demonstration of added value of FM based on 
the results of a nordicFM workgroup.
Methodology: The basic understanding of FM and added value developed by the workgroup is 
presented together with 13 cases, which are analysed to find new general insight.
Findings: different methods to demonstrate the added value of FM are presented and the 
analysis of the cases shows that a change in responsibility – both between core business and 
in-house FM and between in-house FM and providers - can be an important element in the pos-
sibility for FM to create added value. on-going collaboration can also be an important leverage 
for adding value in FM.
Practical implications: The findings can provide inspiration and methods for facilities managers 
to implement adding value initiatives and demonstrate their impact on the core business. 
Research limitations: The chapter is only to a limited degree based on scientific research and 
mostly based on the experiences and practical innovations among the workgroup participants.
Originality/value: The chapter presents the birth of a joint focus on the added value of FM in the 
nordic countries.

Keywords: nordicFM, Practitioners, Cost reduction, Added value, Cases. 

inTroducTion

nordicFM started in 2003 based on an initiative from the danish Facilities Management net-
work (dFM) to develop the collaboration on FM among professional actors in the nordic coun-
tries. it was initially formalised as a 3 years project with funding from nordic innovation Centre 
(niCe). Besides 7 FM-networks/-associations from the 5 nordic countries – dFM in denmark, 
FiFMA in Finland, FAsTi in iceland, nfn and nBeF in norway, and iFMA-sweden and Aff in 
sweden – several private companies as well as educational and research institutions within 
the field of FM joined the project. niCe is a common nordic governmental foundation under 
the nordic Council of Ministers, and they financed travel and accommodation costs for meet-
ings during the three years project period. ole emil Malmstrøm was overall project manager 
and representing the board of dFM in the project management group. A lot of networking was 
established between the participants personally by working across the nordic countries with 
several projects of great interest for the directly involved people first of all.
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At the end of three years financial support from niCe in 2006 it was decided to reorganise 
nordicFM to continue as a permanent network organisation. A more formal structure was set 
up in such a way that the networks in the 5 nordic countries from then on have financed nor-
dicFM and formed the board. All networking and professional development in nordicFM is now 
organised through the national networks/associations (www.nordicfm.eu). 

The new board of nordicFM defined 5 focus areas for the future work on developing the disci-
pline of Facilities Management in the nordic countries, and they were formulated as 5 projects 
of common interest. For practical and economical reasons each of the 5 projects was hosted 
by one of the 5 national associations, and participants in the projects had to cover their own 
expenses to take part in the meetings held in the project host country. The 5 projects were:

A.  Promote a common understanding of Facilities Management, including the need for defini-
tions and measuring tools for services (hosted by FAsTi, iceland).

B.  implement new standards for Facilities Management in the nordic countries including cer-
tification criteria (hosted by Aff, sweden).

C.  develop a nordic platform for Benchmarking (hosted by nBeF, norway).
d.  highlight the added values for the core business provided by Facilities Management (host-

ed by dFM, denmark).
e.  Formulate common requirements for Facilities Management education and training. (host-

ed by FiFMA, Finland). 

The idea to project d: “highlight the added values for the core business provided by Facilities 
Management” first came from olav egil sæbøe, nfn, norway. he pointed out the importance 
for FM to be able to visualize and communicate the benefits from FM to the business commu-
nity, the top management in the enterprise, and to the society, and emphasized the need for 
describing the influence Facilities Management has on the organisation. nordicFM stated the 
purpose of the project as: 

“The purpose for this project is to bring together better understanding of the added values pro-
vided by Facilities Management by arguments and cases from the Nordic countries.”

The objective was to highlight the added values for the core business provided by Facilities 
Management: 

To underline the issues and content of Facilities Management, how it affects the •	 core busi-
ness and how and why it is a vital link in order to implement the core business strategy. 
To establish a note or tool for Facilities Managers to highlight how Facilities Management •	
can provide added value for the core business.
To give a number of conference presentations in order to influence the thinking in nordic •	
organisations and the debate in the Facilities Management companies and associations.
To attempt to quantify the added values for the •	 core business provided by Facilities 
Management.
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ole emil Malmstrøm became project leader and chairman of the added value workgroup. The 
first meeting took place February 2007. The workgroup held 7 meetings with the last in March 
2008. There were members from all 5 countries associated to the workgroup, but only mem-
bers from denmark, norway and sweden participated in the meetings, which all were held in 
Copenhagen. All 9 participants in the meetings came from private companies, except for the 
secretary of dFM and for Per Anker Jensen, who was the only researcher participating in the 
meetings. This chapter is based on a report summarising the results of the project (Jensen and 
Malmstrøm, 2012)

 
undersTAnding Added VAlue of fM

The nordicFM project took its starting point in the definition of the european standard: FM is 
“the integration of processes within an organisation to maintain and develop the agreed services 
which support and improve the effectiveness of its primary activities” (Cen, 2006). however, the 
workgroup stressed that FM not only encompasses the “agreed” services but also the strategic 
dialogue and activities involved in identifying and defining the services.

To be able to discuss the added value for the core business provided by FM, it was necessary to 
separate FM responsibilities, tasks, and activities from core business responsibilities, tasks and 
activities. The project therefore defined that: “Core business is what the board of directors (and 
the CEO) decides to be the objective for the organisation”.

The workgroup decided to focus on all other effects of FM-activities than just cost reduction. 
even though the selling point for FM often is the visible and easy explained reduction of costs, 
the added value provided by FM has much more economic value for the core business, besides 
the FM contributions to the other two elements in the “Triple bottom line” - the environmental 
and the social aspects.

This understanding is of great importance for strategic decision making among top manag-
ers, but it is difficult to explain and convince top management of exactly this. The workgroup 
noticed that iT professionals apparently have been more successful in meeting this challenge 
in their field. The top management seems in many corporations to be much more aware of 
the strategic importance of iT than of FM. The group developed several diagrams to illustrate 
added value and cost reduction. one of them is figure 4.1 in chapter 4. Another figure is shown 
in Figure 2.1. Cost reduction in FM is seen related to the internal efficiency of FM, while added 
value of FM is related to effectiveness and has direct impacts on core business in terms of 
staff creativity and productivity as well as customer satisfaction leading to increased sales and 
income.

The group reckoned based on their experience that professional FM should be able to reduce 
the cost of FM by at least 20%. however, the FM cost is a minor part of the total cost of running 
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a corporation. Therefore, if FM adds value to the core business, the total effect can be much 
greater than only reducing costs. This is shown by an example in Figure 2.2. here the FM cost 
represents 30% of total cost from the outset. This means that a reduction of 20% in FM cost 
leads to a 6% reduction in total cost, but the effect of 20% added value will lead to a total ben-
efit of 14% for the corporation. 

figure 2.1: core business and fM - added value and cost reduction

figure 2.2: The potential of fM added value and cost reduction
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The group also found inspiration in information from the recently established FM organisation 
Copenhagen Property in the Municipality of Copenhagen. Copenhagen Property had analysed 
all decisions in the city council showing that 50% of the political decisions had direct or indirect 
influences on the municipal facilities and thereby also on the cost of managing and operating 
them. Copenhagen Property had also made strategic plans for the development of their organi-
sation over a number of steps from caretaker to innovator as shown in Figure 2.3. The added 
value to the customers is expected to increase along with more maturity.

figure 2.3: organisational maturity and added value (Jensen et al., 2008)

There is a saying that: “What can be measured can be managed”. Compared to cost, added 
value is often very difficult to measure. how is it then possible to manage FM activities provid-
ing added value to the core business? one of the participants in the group was Leif Møllebjerg, 
senior director and head of facilities in LeGo. he presented the way they work with setting 
quantitative objectives and measuring value add of FM using the so-called value add equation. 
This is further described in the case about LeGo in chapter 10 on Adding value Management.
 
Another way of demonstrating the added value of FM was the FM value Map developed by Per 
Anker Jensen, both as part of the workgroup and the parallel research project the FM Best 
Practice in the nordic Countries at the Technical University of denmark. The research project 
included 36 best practice cases about FM from the five nordic countries (Jensen et al., 2008). 
The making of the FM value Map is described in details in chapter 3.
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cAses

one of the main results from the workgroup was a collection of cases. The intention was to 
include a number of these in a small popular publication aimed at decision makers in organisa-
tions. A journalist was engaged to work on the presentation of the cases sponsored by one of 
the participating companies, but when the company was restructured, the funding for this work 
disappeared. Therefore, the cases from the workgroup have only been presented orally and in 
the form of Powerpoint-slides. The following is the first publication of most cases.
 
The total list of cases from the workgroup included 21 cases from all five nordic countries. 
out of these, four were based on research as part of the project FM Best Practice in the nordic 
Countries (Jensen et al., 2008) mentioned above, and one was based on research by Anna-Liisa 
Lindholm (2008) – now Anna-Liisa sarasoja, Aalto University, Finland, who is first author of 
chapter 12 and co-author of other chapters in this book. Another case was based on a national 
danish project on FM in municipalities (due, 2007). Those cases have all been published in the 
mentioned references.

The remaining 15 cases came from three companies represented in the group. The presenta-
tion in the following will focus on these. The danish pharmaceutical company Lundbeck and 
the swedish FM provider Coor service Management each provided 4 cases and the danish con-
struction toy producer LeGo provided 7 cases. it should be noted that the cases were collected 
in 2007 and 2008, so they may not reflect the current situation in the companies.

The workgroup suggested a standard format for short descriptions of the cases starting with 
‘characteristics’ followed by ‘benefits’ and finishing by ‘consequences’. 

The 4 cases from Lundbeck all followed the standard format and were provided in english. 
These cases were tested in relation to the FM value Map. They are shown in Table 2.1 with 
summarised texts and presented in order of increasing number of impacts according to the test 
with the FM value Map as shown in table 3.2 in chapter 3. 

in case 1 about ‘Production support’ the impacts on the core business are mostly related to 
reliability, while the owners are the main stakeholder. in case 2 about ‘standard spare parts 
and components’ the impacts are on both cost and reliability and the owner is also the main 
stakeholder. in case 3 on ‘Calibration of scales’ the impacts are cost, productivity and reliability 
and the stakeholders are both owners and staff. in case 4 on ‘internal moving’ the impacts 
besides cost and productivity also includes satisfaction and adaptation. here the stakeholders 
are also both owners and staff.

out of the four cases from Coor service Management (in the following shortened ‘Coor’) three 
followed the standard format, but they were provided in swedish, while the last case on ‘en-
ergy considerations’ was only very briefly described. For this publication the three cases shown 
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in Table 2.2 have been translated to english and edited by the authors. These cases are not sur-
prisingly characterized by a focus on what benefits an FM provider can create for a client and 
these are in general cost dominated. The interesting thing is that they show examples where 
not only intended cost reductions are obtained but also major unexpected consequences are 
discovered leading to reductions in unnecessary cost or avoiding unnecessary expenses.

The 7 cases from LeGo were not presented as structured as the other cases and they varied 
in the degree of detail. one case on ‘Work life balance’ was very briefly described. Table 2.3 
presents the other 6 cases from LeGo edited in accordance with the standard format. 

cAse AnAlysis

The workgroup considered a categorisation of the cases with a division on one dimension in 
‘Physical Facilities’ and ‘service Processes’ and on the other dimension in ‘Public’ and ‘Private’. 
The first division resembles the distinction between demands related to ‘space & infrastruc-
ture’ (s&i) and ‘People & organisation’ (P&o) in the european FM standard on ‘Terms and defi-
nitions’ (Cen, 2006). The workgroup did not categorise all the cases, but such a categorization 
has been done as part of the work on this chapter.

The result for all 21 cases is shown in Table 2.4. it uses the terminology in the european 
standard but with ‘FM in general’ and ‘Public-Private’ added as headings on the two dimensions, 
respectively. The reason for adding ‘FM in general’ was that several cases cover both s&i and 
P&o and the reason for adding ‘Public-Private’ is that the case from iceland is about a Public-
Private Partnership and case 3 from Coor is with a public hospital as client. The table shows 
that the cases concerning s&i are very dominant with 12, while only 3 cases concern P&o. 
Cases from private companies were also dominating with 16. Therefore, the cases cannot be 
seen as representative for FM as a whole.
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Table 2.1: cases from lundbeck

case
1.

support to 

production

2.

standard  

spare 

parts and 

components

3.

Calibration  

of scales

4.

internal 

moving

characteristics

in the former organisational set up technical 

support was decentralised. At the same time 

the equipment became more and more technical 

complicated and demanded a higher number of 

technical disciplines. it was concluded that the 

production department in the end would face 

increasingly difficulties to comply with this chal-

lenge. it was therefore decided to transfer the 

decentralised resources to the FM unit and they 

got responsibility for the technical support to 

production. 

An analysis of the need for spare parts for main-

tenance and components for technical projects 

led to a decision to establish a storage facility. 

This also gave the foundation to work for a 

standardization of components by establishing 

positive lists. 

All technical projects for refurbishment and new 

buildings have to comply with these lists of pre-

ferred components.

earlier the laboratories entered agreements 

for service and calibration, when a new scale 

was purchased. The labs focused on getting the 

service and best expertise offered by the vendor. 

The FM unit analysed how many different scales 

and service agreements the company actually 

had entered. This resulted in offering technical 

service and coordination to the labs. Later this 

gave the basis to establish an internal calibra-

tion lab for scales focusing at 80% of the range.

internal moving of people is an increasing need 

in the company.

in order to increase speed and efficiency for the 

organisation, the FM unit started a development 

work. 

The workflow was analysed and developed 

during an event week (a kaizen week), where 

a number of involved persons/-departments 

participated. 

Benefits

All changes and 

technical jobs are 

logged in the main-

tenance system.

increased flex-

ibility in planning 

and coordination of 

resources.

Better possibil-

ity to develop the 

competences. 

Buying power was 

increased. 

Components for 

maintenance jobs 

and refurbishment 

performed by ex-

ternal suppliers are 

now purchased. 

More than 30 con-

tracts were harmo-

nized and reduced 

to a few. Jobs 

could be expedited 

quicker at a lower 

cost. Calibration is 

controlled by the 

maintenance sys-

tem and performed 

by specialists. 

An update of the 

ordering system 

for moving on the 

intranet gives one 

point of contact.

Fewer persons are 

involved and a sim-

pler workflow has 

been implemented. 

consequences

increased com-

petence and 

knowledge by 

the technical 

personnel and 

higher availability 

of the production 

lines for the core 

operation. 

economical ben-

efit and higher 

reliability and 

availability for 

core operation. 

As calibration 

jobs are pooled 

more resources 

can be focused to 

get better inter-

nal or external 

supply/support 

agreements. The 

labs have gained 

time to focus on 

their core task.

Fewer resources 

are spent, the 

requester gets 

the needed help 

and service is of-

fered to the core 

business. 
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Table 2.2: cases from coor service Management

case
1.

Work wear 

provision

2.

Waste disposal

3.

healthcare

characteristics

The client had a cloth automat, which was serv-

iced by an employee, who filled it up with clean 

cloth and emptied the dirty cloth for washing. 

The washing company delivered the clean cloth 

and removed the dirty cloth from the automat. 

The packeting and transportation was ackward 

for the washing company. The FM provider took 

over the work for the client and serviced the 

automat as part of the cleaning round every 

morning and did packeting and transportation 

to a loading bay based on a separate agreement 

with the washing company.

The client had a container for disposing packag-

ing and other rest products. The core business 

was assembly of heavy vehicles.There were no 

sorting of the rest products. 

The FM provider was asked to establish a sort-

ing station. To identify the fractions and their 

volume and frequency needed for emptying, the 

FM provider started by emptying a full container 

and sorted the content by hand. during sorting 

the FM provider discovered, that there were new 

spare parts among the rest products.

The client’s nurses and other staff ordered and 

received deliveries of cloth, washing and other 

materials to hospital wards. There were a lot 

of people involved, but none with special com-

petences for these tasks. The FM provider was 

asked to take over the responsibility for these 

tasks.

Benefits

Through a more 

efficient service 

process with few-

er people involved 

the cost was 

reduced and the 

client’s employee 

was relieved to do 

other work in the 

core business.

By sorting the rest 

products the di-

rect cost of waste 

disposal was 

reduced and the 

company’s envi-

ronmental load 

was also reduced.

Through involve-

ment of staff 

dedicated and 

trained to these 

tasks, the work 

process became 

more efficient and 

quicker. 

consequences

The list of cloth 

was checked 

against the ac-

tual volume and 

the number of 

staff. The volume 

was optimised 

resulting in 

comprehensive 

reductions in un-

necessary cost. 

it turned out 

that the assem-

bly staff found 

it too ackward 

to return wrong 

spare parts, so 

they preferred 

to dump them 

among the rest 

products. This 

discovery caused 

major reductions 

in unneccessary 

extra cost.

Fewer prod-

ucts had to be 

rejected being 

outdated.

The nurses, 

which there are 

too few of in 

sweden, could 

concentrate on 

the healthcare.
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Table 2.3: cases from lego

case
1.

The glue in the 

organisation

2.

Working envi-

ronment for 

creativity

3.

health and 

safety (h&s)

4.

The public 

view on the 

environmental 

policy and 

performance

5.

energy saving

6.

Coordination 

of storage 

space

characteristics

FM has the responsibility to manage a wide 

scale of elements supporting the core business. 

The business units and departments of the core 

business focus on their special task. FM acts 

and communicates across and right through the 

company. FM can initiate knowledge sharing and 

collaboration across.

The working environment needs to be differenti-

ated according to the needs of different depart-

ments. The developing department needs an 

environment, which supports the creativity of 

the staff at work. 

FM is the only function in the company which is 

on all locations, dealing with and supporting all 

core business functions in the company. For that 

reason it comes naturally to concentrate the 

responsibility for h&s at FM.

For the same reason as at point 3 above, it 

comes naturally to concentrate the respon-

sibility for coordinating, taking care of, and to 

communicate the environment policy of the 

company to the outside world.

in attempts to save energy in the supply of 

cooling of production machines, the FM depart-

ment suggested to increase the temperature 

of the cooling water. They managed to get the 

production department to make an experiment 

which turned out to be very successful. FM 

provoked the production department away from 

traditional thinking.

if every department in a company creates its 

own policy and manages their own needs for 

storage space, storage in the company will be 

ineffective and extremely expensive.FM is able 

to manage the needs of storage for the whole 

company

Benefits

FM provides and 

facilitates the best 

conditions and 

circumstances for 

the employees so 

they can manage 

their own life.

FM provides the 

best, most inspir-

ing and creative 

environment for 

developing people.

FM has the widest 

knowledge only.

one unit has glo-

bal responsibility 

for h&s. 

example of clean-

ing floor carpets. 

The cleaning fre-

quency has been 

changed from 5 to 

2 times a week to 

prolong the life-

time of carpets.

There were large 

cost reductions 

by energy sav-

ings and a more 

sustainable 

production.

Coordination of 

the storage space 

needed by the dif-

ferent department 

in the company 

saves much space 

and money.

consequences

FM has to con-

sider the needs 

of the whole 

company.

FM is important 

to make the 

whole company 

stick together.

The growth of 

the company is 

supported by 

making an en-

vironment that 

attracts the right 

people.

FM is able to 

secure h&s 

at work in the 

whole company.

it’s an assign-

ment for FM to 

manage the view 

from the outside 

world on the 

environmental 

policy of the 

company.

An unintended 

added value was 

less corrosion 

on casting forms 

and longer liv-

ing times of the 

extremely expen-

sive forms.

FM can optimise 

from the per-

spective of the 

whole company 

and avoid sub-

optimisation.
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The 15 cases from Lundbeck, Coor and LeGo represent most of the cases from private compa-
nies. The 13 cases presented in table 2.1-3 were categorized as follows. All cases from Lund-
beck are related to s&i, while case 2 from Coor is related to s&i and case 1 and 3 to P&o. The 
LeGo cases 1 and 4 are seen as FM in general, while case 2, 5 and 6 are related to s&i and case 
3 is related to P&o. All together the cases from the 3 companies can be seen as representing 
a broad and diverse spectrum of FM cases in private companies.

The workgroup did not go into more detailed analyses of the cases, but looking at the cases 
now, it is striking that many of the cases involve a change in responsibility and along with this a 
reorganisation and process innovations. 

Among the cases from Lundbeck there are examples, where the responsibility for tasks is 
transferred from core business to FM. in case 1 staff responsible for technical production 
support like maintenance of machinery is transferred from various production departments 
to the FM unit. in case 4 the FM unit implements a new streamlined process for managing 
internal moves, which means that the coordination of the necessary tasks is transferred from 
the individual core business employee to the FM unit supported by a system on the company 
intranet. This is a typical service management innovation, which relieves the customers from 
trivial tasks and implements a smooth service delivery. 

several cases from LeGo also indicate such a change in responsibility, but they are not so ex-
plicitly described as a change process. FM is - as explained in case 1 from LeGo - the glue that 
sticks the company together exactly by being responsible for facilities on behalf of and from the 
perspective of the whole corporation.

The other two cases from Lundbeck also represent changes in responsibility, but in these cases 
it is more between the FM unit and service providers. in case 2 about standard spare parts the 
purchasing is transferred from each individual provider to the FM unit. in case 3 the tasks of 
calibrating scales are transferred from the vendors of each piece of technical equipment involv-
ing scales to the FM unit. 

All these examples of transfer of responsibility represent centralisation of tasks from either 

Table 2.4: categorisation of the 21 cases

public
public-private
private
Total

fM in general

2

1

3

6

space & 
infrastructure

1

0

11

12

people & 
organisation

0

1

2

3

Total

3

2

16

21
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core business or service providers to FM. Centralisation of management is a general feature of 
professional FM, but it seems like centralisation of tasks and responsibilities can be an impor-
tant element in the possibility for FM to create added value – particularly for in-house FM or-
ganisations. The change in responsibility can create possibilities to achieve economies of scale 
and/or scope, streamlining of processes, development of competences and improved quality 
of FM services.

Two of the cases from Coor also provide examples of changes in responsibility, but here the 
responsibility is transferred from in-house to the external service provider. in case 1 the work 
in relation to provision of work wear is taken over by the service provider, who reorganises the 
work process and the internal employee is relieved to do other work for the core business. in 
case 3 the responsibility for ordering and receiving deliveries for hospital wards is transferred 
to the service provider, who involves dedicated and trained staff to do the work, and the nurses 
and other internal staff are relieved to do the healthcare core business work. it is not surprising 
that transfer of responsibility from in-house is an important aspect of adding value for service 
providers. That is an essential element in outsourcing, which is the basis for most FM service 
providers’ business. however, none of the two cases are part of an outsourcing process involv-
ing tendering and transfer of staff, but part of on-going collaboration between providers and 
clients.

on-going collaboration can in general be an important leverage for adding value in FM. That is 
often seen in partnerships between client and providers, but it can just as well be in collabora-
tion between core business and in-house FM organisations. Case 5 from LeGo is a good exam-
ple, where energy savings and even an improved production process were obtained, when the 
FM department provoked the production department away from traditional thinking. 

conclusion

The establishing of the nordicFM workgroup is a clear indication that it is highly important but 
also a major challenge for practitioners to make the added value of FM visible. The work has 
provided a number of proposals to meet this challenge, and it has had an important impact in 
raising the topic to the top of the FM agenda in europe. The results of the workgroup have been 
disseminated to other practitioners with presentations by ole emil Malmstrøm at all together 
9 FM conferences and meetings in the nordic countries from 2007 to 2011. The FM value Map 
and the LeGo FM value Add equation have also been presented at FM conferences around 
europe and published in both popular and scientific journals internationally. This book is also 
partly a spin-off of the workgroup.

The work has revealed a number of dilemmas and challenges. There is a dilemma between 
what can be measured and what really matters. simple illustrations and key figures often lead 
to the most radical decisions from the top management – even though the decisions are based 
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on sensations only (“gut feelings”). There also is a dilemma or a need to balance the long term 
strategic view contra the short term economic considerations. The ability to listen to the FM 
customers and to translate the needs and demands to solutions with a holistic view is a major 
challenge. 

Among the findings from the analysis of the cases is that a change in responsibility – both 
between core business and in-house FM and between in-house FM and providers - can be an 
important element in the possibility for FM to create added value. Another observation from 
the cases is that on-going collaboration can be an important leverage for adding value in FM.

The work has also resulted in some important learning. The perspective of added value forces 
the facilities manager to focus on the strategic aspects and qualitative impacts of the facili-
ties on the organisation. There are, however, huge differences in how one perceives FM and 
added value in different types of companies, for instance between an enterprise with heavy 
investments in expensive production machinery and a knowledge based company or institu-
tion as consultants or service enterprises. Finance is always important for top managers and a 
dialogue about cost reductions can be used by the facilities manager as a stepping stone to get 
into a dialogue with top management about long term strategic and qualitative objectives. An 
important driver for added value is to recruit and retain highly competent and creative knowl-
edge workers and managers. Most people agree that a welcoming environment has a positive 
effect on satisfaction and performance, but it is difficult to find hard evidence. An attractive 
environment for the staff leads to better costumer experiences and all together to added value 
for the organisation. it is also important to notice that cost reductions can result in loss or lack 
of value – the opposite to added value - if not being managed carefully. The possible added 
value of FM on society should also be taken into account.

Finally we would like to end up with the expression, that ole emil Malmstrøm usually con-
cludes his presentation of the work with:”To save cost can be done by every bookkeeper - To 
create added value can be done by a professional Facilities Manager only!”
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3. The MAKing of The fM VAlue MAp

Per Anker Jensen

ABsTrAcT

Purpose: To present the FM value Map and the background, process and considerations of its 
development and to reflect on perspectives and limitations.
Methodology: The FM value Map was developed from cases studies as part of the research 
project Facilities Management Best Practice in the nordic Countries. This project is briefly pre-
sented, the methods and different versions in the development of the value map are described 
and explained, and the strengths and limitations of it are discussed.
Findings: The FM value Map presents a holistic view on the added value of FM by including 
impacts on both core business and surroundings and involving the benefits for multiple stake-
holders. however, among the limitations and weaknesses are: is does not distinguish between 
value creation and added value, it neither reflects the distinction between strategic, tactical 
and operational levels of FM nor does it take the core business strategy as a starting point, and 
it is a fairly static framework. in spite of these limitations, the FM value Map is an important 
element in the ongoing research and development in this area, but it should perhaps more be 
seen as a starting point rather than an end result.
Practical implications: The FM value Map is a conceptual framework which can help to under-
stand and explain the different ways that FM can create and add value to a core business and 
possibly to the surroundings. Furthermore, the value map may be used to identify and demon-
strate the elements which in specific cases have a special importance for the value creation 
of FM. 
Research limitations: The chapter is a retrospective presentation of a research process.
Originality/value: The chapter gives a detailed insight in the development process of the con-
ceptual FM value Map.

Keywords: nordicFM, Best Practice, Case studies, Added value, strategic Mapping. 

inTroducTion

The aim of this chapter is to present the FM value Map, why and how it was developed and 
the considerations behind the development, and to reflect on the perspectives it opens and its 
limitations. The chapter gives an insight into a researcher’s intellectual laboratory or thinking 
process. it is presented by the researcher himself and therefore it can be partly biased from 
hindsight. however, the different steps in the development process are well documented as 
will be shown.
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The FM value Map is an outcome of two separate but interlinked projects, which had the author 
as the main common denominator. The first of these was a research project called ‘Facilities 
Management Best Practice in the nordic Countries’, which the author was leading at the Tech-
nical University of denmark (dTU) from 2005-2008. The other was a more practice oriented 
project under nordicFM called ‘highlight the added value for the core business provided by 
Facilities Management’. The research project was mainly aimed at collecting information about 
FM, while the practice project was mainly focused on how the impact of FM could be presented 
in a convincing way to decision makers. The FM value Map can be seen as the result of a cross 
fertilisation from these two projects and aims.

The practice project conducted by a workgroup in nordicFM is presented in chapter 2. This 
chapter starts in the next section by giving a short presentation of the research project and 
the 21 cases from the first phase of the project used in the initial development of the FM value 
Map. After that follows a section about the actual development process and the different ver-
sions of the FM value Map until the published version. The chapter is finished with discussion 
and conclusion.

fM BesT prAcTice in The nordic counTries

The purpose of the research project was general knowledge building about FM as part of de-
veloping FM as a new field in research and teaching at dTU. This included production of teach-
ing material for students, support of knowledge sharing among practitioners, development of 
contacts and network, and a basis to develop a research strategy and programme for further 
research and development. 

The project investigated a broad range of cases of the best practice in FM among leading prac-
titioners and with examples of recent innovations. The compilation of cases was chosen on the 
basis of the following criteria:

significant examples of developments and change processes which demonstrate best •	
practice or innovation
deviation on the 5 themes mentioned below•	
deviation on various companies and organisations, private as well as •	 public
Geographical deviation within the nordic countries, but with emphasis on denmark•	

The selection process did not aim for statistical representation. instead the intention was to 
obtain maximum variation, thus reflecting the broadness within FM. All together 36 cases from 
denmark, norway, sweden, Finland and iceland were studied, but most of the cases were from 
denmark. 
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The project was divided in 3 phases. The first phase in 2005-2006 included 21 cases and the 
second phase in 2007 included 15 cases. The third phase in 2008 included the production of 
a book based on the research, which was published in both danish and english (Jensen et al., 
2008). 

The initial development of the FM value Map took place in 2007 and was based on the 21 cases 
from the first phase. These cases are listed below in relation to which of the five themes they 
belonged to.

FM concepts (6 cases)
CPh creates the best airport in europe based on FM strategy (Airport in denmark)•	
Coloplast chose to manage its FM tasks in-house (Production company in denmark)•	
The Palaces and Property Agency as the state Facility Manager (danish state)•	
Transformation of senate Properties into a service organisation (Finnish state)•	
scion-dTU’s entrepreneur incubator (Company hotel in denmark)•	
regus’ office hotels (Company hotel in denmark/internationally)•	

Collaboration between demand and supply (8 cases)
The collaboration between Coor service Managements and L.M. ericsson (sweden)•	
sAs under turbulent circumstances (Airline company in denmark)•	
Public-Private Partnerships in iceland – The case of nýsir (PPP in iceland)•	
The first danish PPP project in Trehøje •	 Municipality (PPP in denmark)
shared real estate company between nsB and private business (norwegian railways)•	
The cooperation between sonofon og iss (Private-private partnership in denmark)•	
novo nordic servicepartner as an independent company (FM subsidiary in denmark)•	
Function based procurement in novo nordic servicepartner (Procurement in denmark)•	

space utilisation (4 cases)
space strategies in statoil based on •	 benchmarking (oil company in norway)
space planning of steen & strøm’s •	 shopping centres (Centre management in denmark) 
Consolidating space in YLe and improving the local environment (Finnish Broadcasting)•	
The Palaces and Property Agency develops the office of the future (danish state)•	

Technology and infrastructure (1 case)
iT for administration and operation of steen & strøm’s •	 shopping centres (denmark)

environment (2 cases)
natural ventilation in nCC’s headquarters (•	 office in denmark)
systematized environmental work with tenants’ democracy in FsB (housing in denmark)•	

The project utilised a common case study framework. The main research method was inter-
views. For the cases on collaboration between demand and supply it was seen important to col-
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lect information from representatives from both the demand side and the supply side. For the 
case descriptions it was in the introductory phase of the project decided to set up a common 
model and to prepare common interview guidelines to be used by the project group with three 
researchers. however, in the case descriptions the unique content of each case was empha-
sized, which is why the common model and interview guidelines primarily have ensured that all 
relevant aspects have been investigated.

in connection with cases within the same theme, introductions and analyses were drawn up, 
linking each case to the general development in the area. The final book also includes a general 
introduction to FM in the nordic countries and a summary of all the 36 case studies, partly seen 
in connection with each theme, partly seen in connection with different cross-cutting features 
of development.

Added value was one of these cross-cutting features, but it was not part of the original project 
plan to develop the FM value Map. This was triggered by the participation in the nordic FM 
project, which made it obvious to look at the cases from the perspective of added value. how 
this was done is dealt with in the next section. 

The deVelopMenT process

The development leading to the FM value Map started after the first phase of the research 
project, when a report with the description of the 21 cases had been produced. The first step 
was a systematic search for aspects of added value by carefully reading each of the 21 cases. 
The identified aspects of added value were made into a list of 2 to 12 bullet points for each case. 
The list of bullet points for all cases was cross-examined to identify specific issues, means or 
purposes. This led to an initial grouping in the following 9 categories, which were each given a 
unique code:

C  =  Customer, end user 
s  =  staff 
F  =  Facilities 
e  =  environment 
A  =  Area, local, region
€  =  economy 
P  =  Productivity 
M  =  Management
r  =  risk avoidance 

By use of these codes each bullet point was categorized and sorted according to the categories. 
An example of the categorization for the first case about the airport organisation in Copenha-
gen (CPh) is shown below:
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CPh creates the best airport in europe based on FM strategy: 

C Customer satisfaction
C end user satisfaction (customers’ customer satisfaction)
C Focus on the passengers’ overall experience
M Coordination between different service providers
C A quick flow through check-in give passengers more time for consumption
s Making staff more competitive on the labor market by upgrading skills and multi-skilling
r security for continuity of operation
r Planned maintenance to secure high up-time and to avoid break-downs of equipment
F+C high architectural quality provides good experiences for passengers
F  Use of high quality building materials that keeps on looking attractive and with low main-

tenance cost
r Careful planning of property development can avoid faulty investments
A important facility for regional development

At this point it had become clear that some categories had the character of being effects while 
others had the character of being causes or resources. This led to an analysis of interdependen-
cies between the categories. strategic mapping from balanced scorecard methodology (kaplan 
and norton, 2001) provided inspiration to the mapping structure. during this process the cat-
egories were re-evaluated and changed from 9 to 11. The two new categories were ‘services’ 
and ‘Collaboration between companies’. other categories were renamed. For instance ‘Produc-
tivity’ was changed to ‘efficiency and productivity’.
 
An example of a category seen as an effect is ‘efficiency and productivity’ with five related 
bullet points:

high quality facilities and services makes staff satisfied and motivated•	
involvement of the users in workplace development can increase •	 productivity, informal 
communication, user satisfaction and quality of customer service
synergies between different services increase •	 efficiency
investments in new technology increase •	 efficiency
Physical •	 co-location of related work processes within an appropriate interior setting can 
improve workflow 

From this example it becomes clear that facilities, services and technology are causes or re-
sources that can lead to effects of increasing efficiency and productivity.

in the further analyses an overall process model with a chain of interdependencies was devel-
oped starting with resources as inputs and results as output leading to impacts with a focus on 
different target groups. This model and a new re-evaluation of the categories resulted in the 
first version of the FM value Map as shown in Figure 3.1. it should be read from the bottom, 
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where the resources of FM are divided in Facilities, Technology, FM staff, and Management. 
The resources go into results divided in space, service, knowledge, and relations, which leads 
to impacts divided in satisfaction, Cost, Productivity, and risk reduction, which all are related 
to the core business, and surroundings. These impacts are of benefit for the stakeholders at 
the top divided in owners, Customers, FM staff, and society.

over the following year the FM value Map went through a number of revisions following meet-
ings in the nordicFM workgroup, test of cases and alignments with the parallel work in the 
european standardization work group Cen/TC348 WG4 FM Taxonomy, where the author also 
participated. A chronology of the versions is shown in Table 3.1.

Table 3.1: Versions of the fM Value Map until publication

figure 3.1: The first version of the fM Value Map

Version
1
2

3

4
5

6

date
11 March 2007

4 May 2007

27 May 2007

27 August 2007

13 March 2008

september 2008

reason for revision

nordicFM meeting

Cen/TC348 WG4 meeting

nordicFM meeting

Cen/TC348 WG4 meeting

Published version

Main changes

Clearer structure, more impact 

parameters

Processes added as throughput, levels 

introduced

More impact parameters

Alignment of resources, processes and 

output with Taxonomy standard

Graphical layout

surroundings

space

facilities

services

Technology

Knowledge

fM staff

relations

Management

satisfaction cost productivity risk reduction

society fM staff customers owners
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The third version introduced three levels of details, which will be explained later. 
 
The fourth version was used for testing the FM value Map by a number of different cases 
shown in Table 3.2. These included four cases mentioned in chapter 2 from the danish phar-
maceutical company Lundbeck presented in the nordicFM workgroup and four cases from the 
research project. The four cases from Lundbeck represented cases with only internal effects on 
the core business and no external effects on the surroundings. each case had effects on vari-
ous different impact parameters for core business. The four cases from the research project 
were from each of the other four nordic countries with three cases from the first phase listed 
earlier and one case from the second phase of the research project. The case from Finland had 
only internal effects on the core business and no external effects on the surroundings, while 
the other three cases all included effects on various different impact parameters for both core 
business and surroundings. 

one of the cases from the second phase concerned introduction of FM in schools in the munici-
pality in Malmø in sweden. Figure 3.2 shows how the case was described in a very concentrated 
form and how the FM value Map was used to illustrate the essential parameters in that specific 
case.

 

Table 3.2: The test cases from the development of the fM Value Map

country

denmark

Finland

sweden

norway

iceland

company

Lundbeck

senate

Properties

Malmö

Municipality

statoil

nýsir

Topic

Production 

support

spare parts

Calibration of 

scales

internal moves

Workplace 

development

FM in schools

space 

strategies

PPP

surroundings impact 
parameters

social

spatial and environmental

economical, spatial and 

environmental

core business impact 
parameters
reliability

reliability and cost

reliability, productivity and 

cost

Adaptation, productivity, 

satisfaction and cost

Adaptation, productivity, sat-

isfaction, culture and cost

satisfaction, productivity, 

reliability and culture

Adaptation, productivity, reli-

ability and cost

Productivity, reliability, pro-

ductivity and culture
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As can be seen in Table 3.2, all the impact parameters with 6 for core business and 4 for sur-
roundings in the published version of the generic FM value Map, level 1 and 2, in Figure 3.3 are 
included in one or more of the cases in many different combinations. This indicates that all the 
impact parameters are relevant and that the FM value Map is capable of illustrating essential 
differences between the different cases.

The alignment with Cen/TC 348 WG4 in version 5 only concerned the parameters for FM re-
sources, processes and results in the lower part of the FM value Map. resources were changed 
to two levels with Facilities and Activities on the upper level as these are used as general input 
categories in the FM Taxonomy standard (Cen, 2011). Facilities are on the lower level sub-di-
vided in real estate and Technology and Activities are sub-divided in Manpower and know-how. 
Processes were aligned by the use of the quality circle Plan-do-Check-Act (PdCA), which is 
used as a common process model in the different FM standards. in the FM value Map the terms 
Planning, Coordinating, Controlling and improving are used. The output earlier called results 
was renamed Provisions and was like input changed to two levels. The top level includes Basic 
products and Additional offerings. Basic products cover the standardized facility products in-
cluded in the FM taxonomy standard with a sub-division in space and services, which relates to 
the overall division of the scope of FM in the standards as related to space & infrastructure and 
People & organisation. Additional offerings are sub-divided in development and relations, which 
are important aspects of FM as a service delivery, but cannot easily be defined as products.

These changes are included in version 6, which is the published version (Jensen et al., 2008, 
Jensen, 2009 and Jensen, 2010), see figure 3.3 and 3.4. This version was mostly modified in 
the graphical layout. Three levels of details were, as mentioned earlier, introduced in the third 
version. The top level – level 1 – did not include any of the specific parameters but only the 
overall structure of FM divided in resources, Processes and Provisions with impacts on Core 

figure 3.2: The fM Value Map for fM in schools in Malmø Municipality
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Characteristics:
The municipality in Malmö introduced FM in their schools by separating 
the activities related to the core business of teaching and the activities 
related to create the best possible frames for this business.
A service reception is the centre of the contact between the school and 
the service organisation. 
Based upon the experiences of a pilot project the system was imple-
mented in all schools in Malmö

Benefits:
The teachers got more time to prepare and teach.
The status of the teachers was increased and recruiting new teachers 
became easier.

Consequences:
Better physical environments, reduced sickness, better service for the 
same money and an improved maintenance of the buildings. 
The head master of the school have changed time used on pedagogics 
and FM from a 60/40 to 85/15.
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Business and surroundings providing benefits to one or more of the four target groups: own-
ers, staff, Customers and society. The second level – level 2 - included the parameters for FM 
resources, Processes and Provisions as well as the impacts parameters for Core Business and 
surrounding. The third level – level 3 - gives examples of the content of each parameter and for 
each type of stakeholder. Figure 3.3 shows the generic version with level 1 and 2 and Figure 3.4 
shows level 3. The book with the published version (Jensen et al., 2008) also included a case 
specific version on FM in school in Malmø Municipality based on the one shown in figure 3.2.

discussion And conclusion

The FM value Map is meant to be a conceptual framework which can help to understand and 
explain the different ways that FM can create and add value to a core business and possibly 
to the surroundings. Furthermore, the value map may be used to identify and demonstrate the 
elements which in specific cases have a special importance for the value creation from FM.

Creation of value or added value was mentioned explicitly in a number of the 36 cases in the 
research project on FM Best Practice in the nordic Countries and it was even more in focus in 
the 15 cases from the second phase than in the 21 cases from the first phase.

figure 3.3: The fM Value Map, generic version, level 1 and 2
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PROVISIOnS

PROCESSES

RESOURCES

Space:
• Workplaces
• Parking
• Meeting rooms
• Canteens

Planning:
• Defining
• Sourcing
• Scheduling
• Budgetting

Facilities:
• Offices
• Shops
• Housing
• Recreational

Real Estate:
• Land 
• Buildings

Services:
• Cleaning
• Catering
• Maintaining
• Supplying

Coordinating:
• Cooperatin
• Communication
• Instructing
• Motivating

Technology:
• ICT
• CAFM
• BMS
• Equipment

Development:
• Products
• Processes
• Concepts
• Solutions

Controlling:
• Supervising
• Inspecting
• Checking
• Correcting

Activities:
• Analysing
• Producing
• Interacting
• Integrating

Manpower:
• Employees
• Specialists
• Providers
• Consultants

Relations:
• Collaboration
• Partnership
• Confidence
• Mutuality

Improving:
• Quality
• Productivity
• Cost
• Timeliness

Know-how:
• Knowledge
• Competence
• Experience
• Insight

FACILITIES MAnAgEMEnT

Basic products Additional offerings

figure 3.4: fM Value Map, generic version, level 3
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Satisfaction:
• Customers
• End users
• Owners

Economical:
• Saleries
• Commerce
• Tax

Social:
• Employment
• Education
• Integration

Spatial:
• Architecture
• Landscaping
• Townscaping

Environmental:
• Resources
• Pollution
• Sustainability

Cost:
• Operational
• Staff turnover
• Capital

Productivity:
• Efficiency
• Absence
• Effectivity

Reliability:
• Continuity
• Security
• Safety

Adaptation:
• Foresight
• Flexibility
• Responsive

Culture:
• Identity
• Image
• Brand

CORE BUSInESS

SURROUnDIngS

STAKEHOLDERS Society:
• Humanity
• Citizens
• Politicians
• Inhabitants
• Authorities
• Organisations
• Global
• National
• Regional
• Local
• Etc

Customers:
• Consumers
• Visitors
• Companies
• Institutions

Staff:
• Core business
• In-house FM
• Providers

Owners:
• Investors
• Share holders
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This was for instance obvious in the case about the danish finance corporation nykredit, who 
had defined the so-called user value ratio:

 Quality & Process 
User value   = ––––––––––––––––––
 Price & difficulties

The objective of the in-house FM organisation in nykredit is to create added value both to the 
company and to each employee. The user value ratio was introduced to supplement the cost 
related factors in the internal decision making process to force the decision makers to take a 
broader value oriented perspective. it was not developed into a quantifiable tool, although the 
manager, who introduced it, did have intentions to do so. it was used as a situation specific 
qualitative tool to assist decision making. 

The danish based multinational service provider iss also emphasized value creation for its 
customers, and this takes place in different ways. Transparency by use of sLAs and kPis for 
measuring results is according to iss in itself an added value, and it also creates added value 
that they due to the transparency are able to scale the services up and down as needed. Prepa-
ration of annual optimizing catalogues in large contracts and agreements on “gain-sharing” are 
also elements which iss regards to create added value to their customers.

Both municipalities included in the collection of cases - Copenhagen Property in denmark and 
the service Administration in Malmø, sweden - had as their objective to create added value 
to the customers who are the local citizens – direct or indirect consisting of employees in the 
administrations of the communes. it is emphasised in the service Administration that if the 
customer shall be able to see an added value, he must have a little extra besides having his 
demands and expectations fulfilled. it does not need to be anything expensive. it is more the 
fact that the person, who delivers the service, shows consideration and plain humanity. it must 
be spontaneous and not based on instructions.

The FM value Map turned out to be a useful tool to analyse such cases and shows the different 
ways they create added value. The value map presents a very holistic view on the added value 
of FM by including impacts on both core business and surroundings and involving the benefit 
for multiple stakeholders. however, it also has some limitations and weaknesses as some of 
the chapters later in this book will show. one thing is that is does not distinguish between value 
creation and added value. A clarification of this distinction is important to really grasp the con-
cept of added value. The value map does not reflect the distinction between strategic, tactical 
and operational levels of FM and it does not take the core business strategy as a starting point, 
but reflects a resource based view rather than a market and customer related view as shown 
in the literature review in chapter 4 and in chapter 5.
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The value map is also fairly static. it can be used to create an overview and basic understand-
ing, for analysing and illustrating specific cases, and as a framework for developing strategies 
for adding value, but it is not action oriented. There is a need to supplement the value map 
with a broader management concept for adding value of FM. Chapter 10 presents an example 
of such a concept called value Adding Management, which is a further development from the 
FM value Map.

in spite of these limitations, the FM value Map is an important element in the ongoing research 
and development in this area, but it should perhaps more be seen as a starting point rather than 
an end result. This book is an illustration of this and presents a broad collection of new ideas, 
concepts, cases and methods which can advance the understanding and practical management 
of the added value of FM.
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4. The concepT of Added VAlue of fM

Per Anker Jensen, Theo van der Voordt, Christian Coenen, Daniel von Felten, Anna-Liisa Sara-
soja, Susanne Balslev Nielsen, Chaiwat Riratanaphong and Mirjam Pfenninger

ABsTrAcT 

Purpose: This chapter presents research perspectives and theoretical reflections on the con-
cept of added value of FM from a variety of academic fields.
Methodology: A literature review of the most influential journals within the academic fields of 
Facilities Management (FM), Corporate real estate Management (CreM) and Business to Busi-
ness Marketing (B2B Marketing).
Findings: The research shows different definitions and focus points, dependent on the academic 
field and the area of application. The different research perspectives explored a holistic view on 
the added value of FM by the integration of an external market based view (with a focus on the 
aimed output) and the internal resource based view (with a focus on the input from FM and real 
estate). Good relationship management and building on trust shows to be equally important as 
delivering the agreed services. 
Practical implications: A clear conceptualization of the concept of added value of FM is of ut-
most importance for further research into the added value of FM and well-considered, evi-
dence-based value Adding Management in practice.
Research limitations: due to limited time not all FM-related journals could be included in the 
literature review. The included journals were analysed over a time period of ten years, with a 
focus on interesting topics and less on a thematic cross-paper analysis in-depth.
Originality/value: Usually the concept of added value is discussed from a mono-disciplinary 
point of view. The different backgrounds of the authors add value to an increased understand-
ing of the added value of FM by comparing and testing different ways of conceptualising this 
issue. 

Keywords: FM, CreM, B2B Marketing, Added value, relationship Management.

inTroducTion

This chapter presents theory reflections on the concept of value and added value in general and 
how these concepts have been dealt with in research literature on FM, CreM and B2B market-
ing. it is based on studies of literature by eight members of the research group that were first 
presented in a paper at eFMC2010 in Madrid (Jensen et al., 2010) and further elaborated in 
an article in Facilities (Jensen et al., 2012 – used by permission from emerald). The literature 
studies were divided between the group members and included reviews of recent volumes of 
the most influential journals within the academic fields.
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The concepT of VAlue And Added VAlue

value as a concept has many different meanings and usages. There is a basic difference be-
tween value in singular, expressing the worth of something, and values in plural, which is re-
lated to personal belief and social behaviour.

The distinction between exchange and use value was central to the way of thinking concerning 
value in classic economic theory in the 19th century. in neoclassic economic theory, the theory 
of value of labour from the classic economical theory was neglected, and value did not have 
a central role as a theoretical concept. in recent economic theory the concept of value has 
however got a renaissance – not least as the concept economic value Added (evA) (Bennett 
stewart iii, 1991), which clearly relates to exchange. exchange value is in general the starting 
point for most economic thinking about value (Jensen, 2007). For a detailed discussion on the 
various relevant value dimensions see also Chapter 5. 

Furthermore, the concept of value has become increasingly popular in some of the literature 
on management – not least within strategy and marketing. Among the most well known is Por-
ter’s theory on value chains, which like most economic theory relates to exchange value (Por-
ter, 1985). Another example is the strategy thinking by Teece (2007) about non-tradable assets 
like knowledge, innovative capabilities, brands and service concepts, which relate to use value.

in terms of exchange value the focus is on cost and the relationship between output and input 
in a business process. The added value can be defined as the value of the product reduced by 
the value of the resources used during the process. Thus reducing cost by increasing efficiency 
leads to added exchange value. Use value only relates to the output – and possibly the out-
come of a process – but does not concern the process as such. Thus qualitatively different and 
improved output by increased effectiveness leads to added use value. For both exchange value 
and use value the added value is a relative concept which refers to a change over time. 

The difference between added use value and cost reduction is illustrated in Figure 4.1. it shows 
the relative development over time of cost and use value of a service compared to a base line 
with use value as specified in a service Level Agreement (sLA). The use value of the service 
can for instance be measured by a key Performance indicator (kPi) with a minimum level 
of customer satisfaction. A cost reduction occurs, if the cost/price of the service over time 
goes down without lowering the customer satisfaction below the minimum level. Contrarily, 
an increase in use value will occur, if the customer satisfaction over time gets higher than the 
minimum level of customer satisfaction. This does not necessary involve a change in the sLA, 
but it means that added use value is created.
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Within modern marketing oriented theory there is a strong tendency to make value a completely 
subjectively defined concept. According to some authors product value equals customer value. 
it is the individual needs of the customer that define the value of the product. similar products 
thus can have different value for different customers even though they may have to pay the 
same price for the products. There are even some authors, who claim that the value creation 
of a product is dependent on the products participation in the customers own value creation. 
value is in these theories created jointly (co-produced value) between deliverer and customer 
(ramírez and Wallin, 2000). For further discussion on the co-creation of value see Chapter 5. 

The apparent contradiction between objectively and subjectively definitions of value could be 
resolved using the definition of economic value formulated by Cook (1997). opposite to the 
general understanding in economic theory that price is an expression of value, Cook’s argument 
is that a product to be produced must have a value which exceeds its price. The difference be-
tween the price and the production cost makes up the producer’s”free value” or ”net value”. The 
difference between the value and the price makes up the buyer’s free or net value. hence, both 
the producer and the buyer gain from the transaction.

it is remarkable that this understanding of value closely follows the understanding of value 
in the classic economic theory and at the same time is coherent with the fundamental market 
mechanism. in the theory of labour value, the basis for value creation is that labour creates 
more value than the cost of labour. The value of labour exceeds the price of labour. Why should 
this only apply to labour and not to all products? This means that the added value is redistrib-
uted to all products mediated by the market mechanism. The added value will be distributed 
between producers and buyers according to the relative power of supply and demand. 

Based on Cook’s understanding the product value can be divided in a relatively objective use 
value and a more subjective customer value. The use value is under market conditions ex-

figure 4.1: Added use value and cost reductions (Jensen, 2010)
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pressed ‘objectively’ in quantitative terms by the exchange value, while the ‘subjective’ cus-
tomer value is decisive on how the demand for potential customers is divided on competing 
products (Jensen, 2007).

Adding VAlue By fM

The oldest academic FM journal is Facilities from emerald. From volume 8 in 1990 the journal 
is available electronically. A scan of the 1142 articles from 1990 to 2009 uncovers 9 titles of 
relevance in relation to the issue of added value of FM. however, two of these come from the 
field of CreM (krumm et al., 1998 and Lindholm, 2008) and are covered by related articles in 
the following section. Two others (Chau et al., 2003; hui et al., 2008) are focused on value en-
hancements of refurbishment and therefore purely on economical value. The article by okoroh 
(2001) presents a case study of a partnering arrangement in the healthcare sector. one of the 
main results has been a reduction in staff absenteeism. even though quality improvements in 
110 areas are mentioned, the article seems more to focus on improving efficiency rather than 
effectiveness. The article by Green and Jack (2004) on creating stakeholder value is interesting 
by introducing the term “value mapping” with reference to the value chain of Porter (1985) and 
the eFQM excellence Model (European Foundation for Quality Management, see www.
efqm.org). The concept is very commercially orientated as “valueMapping” and “valueMapper” 
are mentioned respectively as a registered term and trade mark. The stakeholders are inves-
tors, employees, customers and society which are very similar to the stakeholders included 
in the FM value Map (see chapter 3, figure 3.3), but there is no presentation of performance 
indicators. Wauters (2005) is focusing more on benchmarking than on added value and provides 
examples of combining cost benchmarking with indicators for user satisfaction, performance 
and service quality. 

The last two articles are from 2009. sarshar and Pitt (2009) provides an interesting contribu-
tion based theoretically on relationship marketing and empirically on four case studies from 
clients to the same provider company. With reference to heskett et al. (1994) they present an 
equation for customer value:

 results produced for the customer + service process quality 
Customer value   =    –––––––––––––––––––––––––––––––––––––––––––––––––––––––––––
 Price to the customer + cost and effort in acquiring the service

From the case studies was learned that clients have different views and requirements at differ-
ent levels of the same organisation. Trust and no surprises are important for clients and trans-
parency of cost can improve trust. Clients also appreciate to receive management information 
on demand, high level reporting beyond kPis, and possibility of data tracking. Codinhoto et al. 
(2009) do not use the term ‘added value’ but they present an interesting conceptual framework 
of impacts of the built environment on health outcomes with a mapping that resembles the 
concept of the FM value Map in a specific health care context. 
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The first issues of Facilities from 2010 document that the interest of added value of FM is an 
important current research topic. Besides the article of the FM value Map (Jensen, 2010), is-
sue 3/4 also includes an article by Appel-Meulenbroek (2010) about added value of facilities by 
knowledge sharing through co-presence in open plan office areas. 

A similar scan of 164 articles from the start in 2002 to 2009 of the Journal of Facilities Man-
agement, also from emerald, gives four articles related to the issue of added value of FM. Two 
articles by Lynch (2002a and 2002b) focus on maximising FM’s contribution to shareholder 
value and therefore purely on economical value. The article by Cant (2005) presents a case 
study of a regional retail centre and mainly stresses the need of a more strategic role of FM. 
The article by Pathirage et al. (2008) focuses on knowledge management in FM. They present 
a general development of FM including the four generations mentioned in chapter 1.

Adding VAlue By creM

CreM is usually defined as the management of the real estate portfolio of a corporation or 
public authority by aligning the portfolio and services to the needs of the core business, in 
order to “obtain maximum added value” for the business and to contribute optimally to the 
overall performance of the organisation (adapted from dewulf et al., 2000). For this reason we 
selected the Journal of Corporate Real Estate published by emerald in search for theoretical 
reflections and empirical data on adding value by real estate. The Journal of Real Estate Re-
search published by American real estate society was also selected as it has a long tradition 
in publishing articles on corporate real estate. The first articles (e.g. nourse and roulac, 1993) 
were published in this journal discussing the added value of corporate real estate management. 
it is also one of the very few real estate journals, which is isi listed and has an impact factor 
(iF 0.585), and where corporate real estate is one of the journal themes. 

From the review of the Journal of real estate research (723 published articles between 1986 
and 2009) 8 articles were identified regarding the added value of real estate. in most of these 
articles (rutherford and nourse, 1988; Manning, 1991; Manning and roulac, 1996; Manning et 
al, 1999; Lindholm et al., 2006) the added value of corporate real estate is described as the abil-
ity of the real estate decisions, processes and inputs to create shareholder wealth. rutherford 
and nourse (1988) used stock prises as a value indicator, whilst others focused on describing 
the value channels, not actually proofing the value. All studies described the added value in 
economic terms: Cost cutting or profitability growth. stakeholder value was mentioned only by 
Manning et al. (1999) who stated that real estate decisions have an impact on the quality of our 
environment and/or shareholder wealth. 

some studies focused on the importance of organisational issues in the value adding proc-
ess. Pittman and Parker (1989) studied the performance of CreM departments. Their sur-
vey revealed that CreM executives consider communications and working relationships with 
the management and operating divisions to be particularly important to a top performing real 
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estate department. Manning and roulac (1996) reviewed the tasks a CreM function should 
undertake to create more opportunities for the company’s real estate department to increase 
shareholder wealth. They concluded that this could be best done by organising and managing 
the Cre function centrally, plus training a significant proportion of the CreM staff to work 
closely with the operating business units, their support staffs and local business units. ruther-
ford and stone (1989) also concluded that a centralized CreM unit is more efficient and leads 
more often to money making opportunities.

nourse and roulac (1993) linked real estate decisions to corporate strategy by discussing how 
alternative real estate strategies can contribute to business objectives. They came to the con-
clusion that too often the dominant emphasis is on the financial goal of cost minimization. 
According to nourse and roulac, real estate strategies are required in order to effectively sup-
port a range of corporate objectives, multiple, rather than single. They link eight types of real 
property strategies, including common corporate real estate decisions regarding site selection, 
facility design, and leasing, to a number of possible aims of a firm. some encompass the tra-
ditional goals of reducing occupancy costs and facilitating production, operations, and service 
delivery. however, nourse and roulac separate facilitating knowledge work from other opera-
tions, include flexibility as a real estate strategy and identify that real estate strategies can be 
integrated with other functional strategies, such as human resources and marketing. in line 
with nourse and roulac, Lindholm et al. (2006c) identified seven real estate strategies, which 
create added value to the core business and to the shareholder wealth. 

A scan of the titles of 234 papers that have been published in the Journal of Corporate Real 
Estate in the period 1998 - 2009 traced 80 papers with a possible link to the concept of added 
value of FM or CreM. After a second scan based on the abstracts, 47 articles were left that 
more or less explicitly discuss how to provide added value to the core business by aligning 
real estate strategy to business strategy. The papers differ with regard to the attention paid 
to theoretical reflections and empirical research and a focus on the input (hr, information, 
capital, technology, real estate and other facilities), processes or output indicators. improving 
productivity and decreasing costs turned out to be the most discussed areas of adding value by 
CreM. improving productivity covers the areas of providing a more efficient working environ-
ment (input), e.g. less m2 and lower costs, and providing effective accommodations and other 
facilities that support new ways of working and a high quality and quantity of production (out-
put). A number of authors raised the issue of flexibility as a significant aspect that can add value 
to corporate business (Gibson, 2001; Bradley and osborne, 1999; Latshaw, 2000; hiang and ooi, 
2000; o’roarty, 2001; vos and van der voordt, 2001). Many authors discussed the importance 
of integration of technologies/iT, human resources, and corporate real estate in order to de-
velop tomorrow’s workplace (Bradley and osborne, 1999; duffy, 1999; Latshaw, 2000; o’Mara, 
2000; Joroff, 2002; drake, 2002; Allard and Barber, 2003). 

other interesting issues are the effects of corporate real estate and other facilities on learning 
organisations (e.g. the continuous improvements in the Toyota case, Joroff et al., 2003), the im-
pact of collocation on interaction and identity (Becker et al., 2003), and the impact of corporate 
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location decisions on the employee quality of life (rabianski, 2007). reed and Wilkinson (2005) 
identified key benefits from sustainability that include increased energy efficiency and property 
values. smith and Pitt (2009) identified the added value of sustainable workplaces to improving 
employee health and well-being and increasing productivity. in order to establish sustainable 
competitive advantage corporations have to be aware of their capabilities and resources. They 
should coordinate and align internal resources and capabilities carefully to improve corporate 
performance (krumm et al., 1999). The link between added value and outsourcing is found in 
cost reduction objectives, ranging from redirecting capital, refocusing on corporate core busi-
ness, transferring real estate related risks and increasing occupational flexibility (Farncombe 
and Waller, 2005; Louko, 2005).

A promising approach is the analysis of the impact of CreM from both operational (space) and 
non-operational (asset) perspectives in order to improve our understanding of interactions be-
tween real estate strategy with corporate strategy in a non real estate company context (hiang 
and ooi, 2000). This impact can be different in different domains such as offices, manufacturing 
and leisure and retail. From the articles, however, no clear picture appeared of the focuses and 
roles of various stakeholders involved in CreM and how different stakeholders can contribute 
to the added value. issues that have hardly been mentioned include the use of real estate to 
improve Pr and marketing, to promote sales and selling processes, and to attract external cap-
ital. An obstacle to identify the added value to CreM was the lacking of quantitative data. Thus, 
the effects of interventions in CreM are still hard to tackle on the added value to business.

A list of performance indicators is rarely presented. exceptions are the papers of Lindholm and 
Leväinen (2006a and 2006b) and de vries et al. (2008). Both also present a well-structured 
framework of the added value of CreM. Lindholm and Leväinen (2006a) discuss strategic per-
formance measurement systems (Balanced score Card) and tactical techniques and method-
ologies (benchmarking, Poe – Post-occupancy evaluation, etc.) with regard to practicability and 
comparison with other tools. Lindholm and Leväinen (2006b) proposed a model showing how 
real estate decisions support corporate strategies and core objectives. The paper discusses the 
significance of increasing revenues and cost reduction or capital minimization. A framework is 
presented with a set of strategies and performance measurement systems that can be used to 
evaluate how the real estate strategy can add value to the firm, see Figure 4.2.

de vries et al. (2008) proposed a theoretical model of the impact of real estate interventions 
on organisational performance and tried to trace quantitative values of the effects. The added 
value of CreM was defined as the contribution of real estate interventions to productivity, prof-
itability and competitive advantage, see Figure 4.3. This model shows facilities as one of the 
five resources of an organisation. its added value can be measured by a number of perform-
ance indicators, taking into account that “performance is in the eye of the stakeholder” and 
affected by the external and internal context.

Competitive advantage is one of the business values in the definition of FM (Green and Price, 
2000). Joroff et al. (2003) discussed the Xerox case with its business objective of developing 
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figure 4.2: Added values according to lindholm and leväinen (2006a)
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new ideas and new products and bringing them to the market within shorter time frames. The 
contribution to competitive advantage could be measured in terms of journal articles, patents, 
conference presentations and so forth. Another article that demonstrated a structure of value 
added comes from the network World Wide Workplace Web or W4 (Wilson et al., 2001). The 
W4 participants identified key performance indicators that are increasingly used to indicate 
success in public real estate management within the four perspectives of a generic scorecard: 
customer; financial; innovation and learning approaches that directly communicate the value 
added. The W4-group aims to demonstrate customer value of real estate and to develop bal-
anced approaches.

Adding VAlue By B2B MArKeTing

The Journal of Business To Business Marketing published by Taylor & Francis, London, is the 
premier scholarly journal for business marketing, and is positioned to focus on substantive is-
sues in basic research about business marketing phenomena. in regard to FM it is the most ap-
propriate journal to monitor the research activities of FM related value, because the published 
research deals with internal and external relationships in a B2B setting. Providing services in a 
B2B setting, this is what FM is all about. Besides the relation to FM, the criteria for this choice 
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were academic positioning, research rigor, and empirical evidence. The volumes 5-16 of the 
journal (1998–2009) published a total number of 173 articles but no single article regarding 
FM. however, 12 articles - of which three empirical studies are selected here - deal with rela-
tionship value and/or Customer value. Thus, insights from marketing and relationship manage-
ment have the potential to shed some light on the value construct in FM. 

The marketing literature contains a variety of definitions emphasizing different aspects of the 
value concept. According to Ulaga and eggert (2005) four main characteristics can be identified: 
(1) customer value is a subjective concept (kortge and okonkwo, 1993); (2) it is conceptualised 
as a trade-off between benefits and sacrifices (Zeithaml, 1988); (3) benefits and sacrifices can 
be multi-facetted (Grisaffe and kumar, 1998); and (4) value perceptions are relative to com-
petition (Anderson and narus, 1999; Gale, 1994). The concept of value is the foundation of the 
exchange view of marketing (Bagozzi, 1975; hunt, 1991). All parties involved in the exchange 
expect to be better off after the exchange. According to kotler (2000) value is the primary force 

figure 4.3: conceptual framework of de Vries et al. (2008)
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that drives market transactions and relationships. Anderson (1995) stresses the relevance of 
value by stating that “value creation and value sharing can be regarded as the raison d’être of 
collaborative customer-supplier relationships”. Though according to hutt and speh (1998) “… in 
essence, value equals quality relative to price” there is a general convergence in literature from 
various fields suggesting “that customer value is derived from sources that include, but also 
go beyond the price-quality trade-off” (Grisaffe and kumar, 1998). Anderson and narus (1998) 
have called for a shift from the traditional narrow view of value being determined by price and 
quality, but so far there has been very limited empirical evidence to support their position. 

Menon et al. (2005) provide a rather precise conceptualisation of customer value in B2B rela-
tionships. The authors agree with the existing conceptualisation that views benefit and sacrifice 
as determinants of customer value. however, in contrast to previous treatment of the value 
construct, they argue that benefits should be categorised into “core benefits” and “add-on ben-
efits”. Besides, a more precise view of sacrifice needs to include a broad set of costs. so as to 
provide a complete view of sacrifice in a business relationship the authors include “acquisition 
costs” and “operations costs” in addition to the basic “purchase price.” results of Menon et al. 
(2005) suggest that add-on benefits have a stronger influence on customer perceived value 
than core benefits. A reason for this finding could be that while core benefits are influential driv-
ers of customer value, it is a discipline in which all qualified providers perform well. Customers 
appear to view add-on benefits to be the differentiator for customer value among providers of 
equal core benefits. Therefore, issues such as supplier flexibility, supplier commitment, and 
joint working arrangements that influence add-on benefits become increasingly critical in shap-
ing customer value in B2B relationships. A second finding of importance is the stronger overall 
impact of benefits (both core and add-on) on perceived customer value relative to the impact 
of sacrifices on perceived customer value. This finding suggests that when assessing value in 
business relationships, customers tend to focus more on the overall benefits that accumulate 
from the relationship and less on the sacrifices involved. Thus, managers should be encouraged 
to emphasise benefits resulting from a relationship and not focus solely on lowering the pur-
chase price and related costs when managing customer value. Another finding in this study is 
that trust is a strong driver of benefits and sacrifices. Clearly, the results indicate that trust (i.e., 
the customer trusting the supplier) influences core benefits that business customers consider 
necessary in business relationships. in fact, results indicate that trust has a stronger impact 
on core benefits than the product characteristics. 

Ulaga and eggert (2005) identified seven common core dimensions of relationship value. The 
authors define customer value in business relationships as the “trade-off between (1) product, 
(2) service, (3) know-how, (4) time-to-market and (5) social benefits, as well as (6) price and (7) 
process costs in a supplier relationship, as perceived by key decision-makers in the customer’s 
organisation, and taking into consideration the available alternative supplier relationships.” re-
sults of Ulaga and eggert (2005) are similar to results of Menon et al. (2005). The data re-
veal that relationship benefits are stronger correlated with the overall value measure than 
relationship sacrifices. Previous research on buyer-supplier relationships confirms this result 
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and shows that client organisations emphasise relationship benefits, whereas suppliers mainly 
focus on relationship sacrifices (Lyons et al., 1990). in addition, the authors point out that it 
is necessary to capture value perceptions differently in particular business market settings. 
The contextual dimensions depend on variables such as the type of industry, the nature of the 
relationship, and the category of product or service under consideration. 

kumar and Grisaffe (2004) focus specifically on the benefit component. They introduce three 
extrinsic attributes relevant for the perceived customer value: (1) Perceived industry leadership 
of the supplier may be defined as buyer perceptions of a firm’s overall position in an industry 
relative to the competition; (2) innovativeness of the supplier refers to the extent to which 
buyers perceive a firm and its offerings as being creative and radically different from the com-
petitor’s products/services and offering unique benefits to the buyer; and (3) customer focus of 
the supplier is defined as the extent to which a firm focuses on their customers’ needs. in B2B 
settings customers often evaluate a firm’s focus on their needs, not only in terms of product 
and service offerings, but also in terms of responsiveness and how easy it is to do business with 
the firm. As the results of kumar and Grisaffe’s (2004) research show, extrinsic attributes like 
customer focus and innovativeness can create and enhance the value of the firm’s offering to 
buyers in B2B contexts. Among the attributes, customer focus was the most influential. its ef-
fect on quality was four times greater and its effects on value were almost two times greater 
than the effects of the other extrinsic factors. The effects of customer focus varied across the 
goods and service industries. in the service industry where there is more interaction between 
the firm’s employees and customers, where customers are often an integral part of the service 
production process, and where there is more customisation, customer focus has a greater in-
fluence on customer value than in the goods industry, which is often characterised by a greater 
level of standardisation.

When comparing these findings with the FM value Map, it becomes apparent that in addition to 
the attention paid in the FM value Map to FM resources, FM processes and FM provisions, thus 
focusing on internal aspects of value creation, most of the issues from marketing and relation-
ship management concern the very top of the value map, thus focusing on external aspects 
of value perception. Following the value map’s logic of input-output-outcome, it can be stated 
that the relationship value approach reverses this chronology by starting with the outcome 
dimension. 

discussion

The research shows a number of different definitions and focus points of added value of FM, 
dependent on the academic field and the area of application. The different research perspec-
tives provide in combination a holistic view by the integration of an external market based view 
(with a focus on the aimed output) and the internal resource based view (with a focus on the 
input from FM and CreM). 
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With regard to the conceptualisation of value of FM and its measurement, the FM value Map 
provides a very broad and qualitative framework. From relationship marketing and practice 
cases several examples came up of simplified equations and ratios with attempts to quantify 
the results in various degrees. The focus in the FM value Map on broad stakeholder value 
rather than shareholder value has been supported by the recent development in FM and CreM 
research, while the focus in B2B marketing is mostly limited to customers and clients/owners. 
The crucial part of value adding lies in the interface between provisions from FM and the impact 
on the core business as perceived by the stakeholders. B2B marketing puts particular focus on 
the relationship aspects of this interface. 

The differences between the described academic fields provide exciting promises for the pos-
sibilities and benefits of developing a common trans-disciplinary framework of mapping added 
value. The categorisation of the impact parameters in the FM value Map can be further refined 
in this process. But in spite of a growing body of knowledge from academic work and theoretical 
models that explain connections between real estate decisions, business strategies and organi-
sational performance, reliable quantitative empirical data are still scarce. A reason for this lack 
of data and problematic interpretations of cause-effect relationships may be the broad scope of 
FM and intermediary effects of different and changing contexts and all kind of other interven-
tions, for instance in organisation policy or human resources. This makes it difficult to trace 
and measure the impact of particular FM input. Clear standard performance indicators are in 
its infancy.

conclusions

The main lessons from the literature reviews are listed below to inspire those who want to de-
velop an FM strategy that explicitly addresses value adding or measures the added value of FM:

1.  The concept of added value puts focus on the strategic aspects of fM 
  FM is often considered as management of mainly operational services, but by introducing 

the concept of added value the focus can be changed towards the business impacts and ef-
fects of FM. Thereby, it becomes easier to address the corporate top management, because 
adding value relates to their language and perspective. 

2.  The focus has changed from economical value towards a more holistic value 
concept

  This is particular the case within the fields of FM and CreM and can be related to the 
phases in the development of FM. This changing focus is reflected in the fact that whereas 
previously shareholder value was the main perspective, nowadays a more holistic stake-
holder perspective as included in the FM value Map has become more accepted. inspiration 
for value mapping has been found in management models like Balanced score Card and 
eFQM excellence Model. 
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3. fM value is a result of linking input and throughput to output
  Most of the issues from marketing and relationship management concern the top of the 

value map, thus focusing on an external market based view of value perception. As such 
this field adds an outside-in perspective to the inside-out perspective of most FM and CreM 
literature with a focus on an internal resource based-view. Both approaches should not be 
considered as contradicting extremes but as complementing elements of a holistic view.

4. fM value is multidimensional 
  research on value conceptualisation in relationship management literature shows very 

explicit portraits of benefits and cost dimensions. e.g., authors describe the differences 
between “core benefits” and “add-on benefits” as well as “acquisition costs”, “operations 
costs”, and “purchase price”. in addition, it is worth considering that relationship benefits 
are stronger correlated with value measures than relationship sacrifices. This distinguished 
characterisation of various value dimensions helps to differentiate between several FM 
specific dimensions of benefits and costs.

5. fM value is relationship value
  When considering the value of FM, FM has to be acknowledged as a relationship manage-

ment discipline. on a high level of abstraction, FM is the management of internal or exter-
nal customer/client supplier relationships. Perceived value can only exist and be produced 
within this specific network of relationships.

 
6. fM value is subjective
  The character of value within these relationships includes a strong subjective element that 

is dependent on the customer’s/client’s perception. As pointed out by the presented re-
search on the value of relationships, customer organisations tend to emphasise relation-
ship benefits, whereas suppliers mainly focus on sacrifices. only the subjective perception 
of the customer/client determines the value of the relationships within FM and the rule 
“perception is reality” applies here as well.

7. fM value depends on “Value for whom”
  Priorities and appraisal of the added value of FM depend on who benefits from the added 

value and who bares the risks and burdens. so it is important to take into account the 
views and interests of different stakeholders such as the organisation itself (policymakers, 
staff, controllers, FM/CreM managers), owners (investors, shareholders), visitors, suppli-
ers, customers, and society (local, regional, national, global).

8. fM value depends on conditions (context)
  in addition, the subjective value of FM can be very different, depending on market settings, 

type of relationship, industry sector, specific situation, etc. This leads to a major challenge 
when conceptualising a holistic formula for determining the value of FM.
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9. fM value research needs both qualitative and quantitative research methods
  To determine the multidimensional and subjectively perceived value of FM, surveys are 

needed that integrate the different perspectives mentioned above, with differentiated 
measurement methods such as using multi-item scales and structural equation model-
ling (seM). Quantitative surveys should be triangulated by applying qualitative data col-
lection methods such as personal interviews, focus groups with professionals, and content 
analysis.

These findings have improved our understanding of the added value of FM, both on a concep-
tual level and from an instrumental point of view. This is of great importance to FM research 
and evidence based FM as a sound basis for the long term recognition of FM. however, still 
much work has to be done to learn more about adding value of FM. For instance, surprising-
ly little attention has been paid to environmental efficiency of FM, whereas “Green FM” (see 
chapter 12) is undoubtedly one of the major ways to influence the core business positively 
and create added value through many “value channels” (save energy, reduce costs, improve 
image, support productivity etc.). Corporate social responsibility (Csr) is another area, where 
FM has great potential to add value, but little research has so far been undertaken on FM and 
Csr. With regard to CreM, the literature shows a growing understanding of the impact of real 
estate on corporate performance and how to cope with the interests and needs of different 
stakeholders. in particular attention is being paid to the impact of real estate on cost reduc-
tion, employee satisfaction and perceived productivity. so far less attention has been paid to 
the impact of real estate on corporate image, Pr & Marketing, and sales & selling processes. 
so much further research is needed to provide the knowledge that we need to learn about the 
added value of FM.
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5.  fM As A VAlue neTworK: eXploring 
relATionships AMongsT KeY fM 
sTAKeholders

Christian Coenen, Keith Alexander and Herman Kok

ABsTrAcT 

Purpose: The purpose of this chapter is to introduce and describe the concept of the FM value 
network which takes a subjective perspective and reflects upon the relationships amongst 
key FM stakeholders. Whilst the FM value Map (Jensen, 2010) describes a resource-based 
perspective, the FM value network focuses on demand by considering client, customer and end 
user perceptions of value. The proposed approach is consistent with the thinking that underpins 
the european standards in FM (en 15221) and provides a conceptual foundation for considering 
a demand driven, service-oriented and user focused approach to FM. it introduces important 
concepts drawn from related fields such as services marketing, business economics and man-
agement and identifies an agenda for future research. 
Methodology: The content of this conceptual chapter is based on results of an extensive litera-
ture review, research workshops and a pilot case study, to explore stakeholders’ perceptions of 
value within FM relationships. 
Findings: The chapter proposes an alternative view of FM stakeholders and the outcomes they 
value in comparison to a conventional built environment perspective. it provides examples of 
value dimensions relevant to the demand-side of organisations, collated from different sectors 
of the economy.
Practical implications: The FM value network described and the research agenda proposed 
provide valuable insight into issues that have to be addressed in future work and sheds light 
on this under-researched field of value of FM. Further work could build on these conceptual 
foundations in order to contribute to evidence-based FM.
Research limitations: The chapter is limited to a conceptual approach including a pilot case 
study that still has to be explored in a qualitative/quantitative empirical setting within the field 
of FM. 
Originality/value: The chapter makes an original contribution to research into the value of FM 
by focussing on the demand side. it raises issues about the nature of the discipline and its 
practice and it offers an understanding of the further research necessary to support evidence-
based decision making. 

Keywords: FM, value, stakeholder, network, relationships.
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inTroducTion

Understanding what customers value has long been a challenge in research and practice in 
service industries. But “gaining a comprehensive understanding of the value of a market offer-
ing in a particular customer setting may appear monumentally difficult” (Anderson and narus, 
1998, p. 55). recently, there has been a growing interest in the value construct and its signifi-
cance for business success (Woodside et al., 2008; Lusch and vargo, 2009; ramaswamy, 2009; 
kotler et al., 2010; Porter and kramer, 2011). Anderson (1995) states, that the essential pur-
pose for a customer firm and a supplier firm engaging in a collaborative relationship, is to work 
together in ways that add value by the exchange between the organisations. it is the intent of 
each organisation to benefit from the change in its actions implied by working together. Thus, 
according to Anderson (1995, p. 348) “value creation and value sharing can be regarded as the 
raison d’être of collaborative customer-supplier relationships”.

on a high level of abstraction, value is defined as the trade-off between benefits (“what you 
get”) and sacrifices (“what you give”) in a market exchange (Zeithaml, 1988). one of the most 
common mistakes in management is assuming that value is the equivalent to price: The lower 
the price (i.e. the smaller the sacrifice), the better the value (i.e. the bigger the benefit). But 
this is not necessarily true for most customers. value, to the customer, is benefits received for 
sacrifices given, in terms of e.g. money or time. The benefits are what the customer seeks to 
buy (Berry, 2009). 

in general management, three common key issues in value have to be considered (Ulaga and 
Chacour, 2001): 

Multiple components of value•	 : value is presented as a trade-off between benefits and sac-
rifices perceived by the customer in a supplier’s offering.
The impact of roles and •	 perceptions: customers are not homogenous and therefore, differ-
ent customer segments perceive different values within the same offering. The assess-
ment of value is not a rational process, but very much influenced by individual emotions, 
beliefs, expectations and context. 
The importance of competition•	 : value is relative to competition. offering better value than 
the competition will help an organisation to create a competitive advantage. 

in FM, value is mostly based on economic rules of thumb such as value is created when finan-
cial value is added, i.e. lower costs and/or higher revenue for the client organisation. Based on 
the mostly cost-driven and technical approach of FM, the discipline appears to still be largely 
driven by a counting mind-set. A possible reason for this practitioners’ bias might be a lack of 
understanding of the added value of FM. dodds (1999) suggested that when quality and cus-
tomer service are difficult to discern, price information becomes stronger in determining value. 
Jensen (2010, p. 186) claims that if “FM is going to survive as a discipline, it is important to 
develop the field from not only being able to provide the same services as before to a lower cost, 
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but also to deliver qualitatively better services to their clients, customers and end users.” Picking 
up these claimed qualitative improvement goals, the value topic recently has gained significant 
attention in the FM research field (Wauters, 2005; Lindholm and Leväinen, 2006; deToni et al., 
2007; de vries et al., 2008; Jensen, 2010; kok et al., 2011; Alexander, 2012; Jensen et al., 2012). 
value can be regarded as the cornerstone of FM, because its activities are used as input into the 
client’s resource-integrating and value-creating activities as clearly described in the value chain 
of Porter (1985), where FM is part of the organisations’ infrastructure. 

in addition to the FM value Map by Jensen (2010, see also chapter 3) and euroFM rnG activi-
ties (see also chapter 1) that focus on understanding how FM adds value, we propose a comple-
mentary view of value research in FM and present the concept of an FM value network. Thus, 
our primary objective in this chapter is to provide an overview of a holistic FM value network. 
our starting point is the european definition that describes FM as the “integration of processes 
within an organisation to maintain and develop the agreed services which support and improve 
the effectiveness of its primary activities” (Cen, 2006, p. 5). By extension, kok et al. (2011) 
suggest that FM is an intrafirm mechanism that coordinates the demand and supply of facility 
services and, by doing so, supports the effectiveness of an organisation. We characterize the 
key stakeholders of value in FM before we describe and analyse the various dimensions of value 
in the field. Following this, we introduce the concept of co-creation of value in FM. Furthermore, 
a research structure and research agenda with regards to value in FM are presented.

fM VAlue MAp: A supply side perspecTiVe of VAlue proVision 

in his work on the FM value Map, Jensen (2010) - see also chapter 3 - takes the supply side 
perspective of value in FM and establishes the map “as a conceptual framework to understand 
and explain the different ways that FM can add value to a core business” (Jensen, 2010, p. 181). 
The author combines input, processes, output and outcomes to show the possible effects to 
different stakeholders. But the meaning of value to the FM stakeholders has yet to be tackled. 
Jensen (2010, p. 185) explains, that “the present version of the FM Value Map is not seen as a 
final model, but as a result of an initial development”. 

Consequently, the idea of the FM value Map has been developed in subsequent research by 
Jensen et al. (2012) - see also chapter 4. Four of the key conclusions taken from this previous 
work serve as a foundation for our approach:

a. Value in fM reflects a holistic value concept 
  This changing focus from economic value towards a holistic value of FM is reflected in 

the fact that whereas previously shareholder value was the main perspective, nowadays a 
more holistic stakeholder perspective has become more accepted.
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b. Value in fM takes several stakeholders into account
  The appraisal of value in FM depends on who benefits from the value and who bares the 

risks and burdens. so it is important to take into account the views and interests of differ-
ent stakeholders such as the organisation itself (policymakers, staff, controllers, FM man-
agers), owners (investors, shareholders), visitors, suppliers, customers, and society (local, 
regional, national, global).

c. Value in fM is created within a network of relationships
  When considering value in FM, FM has to be acknowledged as a relationship management 

discipline. on a high level of abstraction, FM is the management of internal or external cus-
tomer/client supplier relationships.

d. Value in fM is subjective 
  The character of value within these relationships includes a strong subjective element that 

is dependent on the customer’s, client’s and/or end user’s perception. only the subjective 
perception of the customer, client and end user determines the value of the relationships 
within FM and the rule “perception is reality” should be applied here. Perceived value can 
only exist and be produced within this specific network of relationships.

fM VAlue neTworK: A deMAnd side perspecTiVe of VAlue 
percepTion

in contrast to the FM value Map by Jensen (2010), we take the demand-side perspective of 
value in FM which is also reflected in the european standards (Cen 15221). While the FM 
value Map focuses on the provision of value in FM, we would like to bring the attention to the 
perception of value in FM. This understanding of value in FM reflects the service-oriented and 
stakeholder perspective mentioned previously. The research is positioned at the top level of the 
FM value Map where the stakeholders are presented, and flows down through other levels.

Key sTAKeholders in fM
A conventional approach is to analyse the interests of all stakeholders (e.g customers, society, 
community, government and owners). From a demand-side perspective, first we have to be pre-
cise which stakeholders we take into consideration. A rudimentary understanding of marketing 
tells us that not all users are the same: they have different characteristics and needs, behave 
differently (Johnson and scholes, 1989). ollson (2004) has considered the needs of users of 
the built environment in this way.
 
Markets are therefore most usefully thought of in terms of market segments which are groups 
of buyers with corresponding behaviour. When looking at the nature of the market as proposed 
by Jain (1993) FM serves both a consumer market and an organisational market. The organi-
sational market is concerned with organisations for which the products and services delivered 
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to them (e.g. FM services) are being used for their primary processes to produce end products 
and/or services to target markets (kotler, 1984). Buyer-seller relationships – in the sense of 
Business-to-Business (B2B) relationships – in these markets can be both inter-organisational 
and intra-organisational. A support organisation delivering services to another organisation is 
an example of the former, a support unit delivering services to business units within the same 
organisation of the latter. in contrast, the consumer market is concerned with (groups of) in-
dividuals who are users of the products and/or the services delivered to them (kotler, 1984). 
Buyer-seller relationships – in the sense of Business-to-Consumer (B2C) relationships – in 
these markets can be found when a service organisation delivers their products to households, 
whereas a typically intra-organisation example is a service unit delivering services to employ-
ees. We also acknowledge the existence of an internal market, within the organisation, where 
an intermediary unit, e.g. a business unit, serves as the customer of FM.

FM cannot entirely be allocated to one of these markets and takes a hybrid form. FM func-
tions in a B2B environment when considering the collaborative relationship between a FM serv-
ice provider and a client organisation in case of outsourcing facility services. But when FM is 
serving employees and visitors in an intra-organisational situation, the discipline also shows 
typical characteristics of a B2C environment. Therefore, we would like to make clear that our 
FM understanding reflects both of these disciplines; consequently we refer to FM as a B2B2C 
management discipline.

figure 5.1: Key stakeholders of value in fM
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Following this line of thought, Cen (2006, p. 5), suggests that the term ‘customer’ may be dif-
ferentiated as either (1) ‘client’, meaning “organisation that procures facility services by means 
of a Facility Management agreement”, (2) ‘customer’, meaning “organisational unit that speci-
fies and orders the delivery of facility services within the terms and conditions of a Facility 
Management agreement”, and (3) ‘end user’, meaning “person receiving facility services”.

in reference to the different stakeholders, Thomson and Austin (2006, p.4) point out that 
“when faced with the same object, or the same information describing it, stakeholders will sel-
dom evaluate it identically. They typically have different judgements of the object because they 
are each influenced by their own set of values. These values, in turn, give rise to different stake-
holder expectations”. Thus, value has to be considered from the perspective of these important 
stakeholders in FM. elsewhere, Alexander (2012) has explored stakeholder relationships and 
dimensions of value with reference to the field of business economics and service marketing 
and identified cases, such as The Hub in king’s Cross, London and The Gateway Project in kent 
County Council which provide examples of FM applications.

The examples, drawn from a series of unpublished CFM case studies from the Uk, were chosen 
to illustrate practical application of the concepts of value co-creation. They represent a mixed 
group of enterprises, from the social sector, all of whom have social objectives embedded in 
their business models. rudimentary analysis of the cases has revealed similarities in organi-
sational form and a commitment to co-operative ways of working. each provides an example 
of the engagement of stakeholders in social processes to create, adapt and manage facilities. 
Further development of the cases will focus on the processes of change management, and on 
appropriate technologies to support these types of initiatives. early work has identified the need 
for further development of processes of change management, relationship management and 
benefits realization to enable value-based service systems. in the Uk, new standards for ethi-
cal workplaces are emerging to support the evaluation of value-in-use. 

 
VAlue diMensions in fM

Generally speaking, when dealing with the value construct, literature suggests multiple dimen-
sions e.g. exchange value (Bowman and Ambrosini, 2000; Lusch and vargo, 2009), use value 
(Woodruff, 1997; ostrom et al., 2010; Bowman and Ambrosini, 2000; Lusch and vargo, 2009), 
social value (McMillan, 2004), environmental value (senge et al., 2008), relationship value 
(Anderson et al., 1993; Gwinner et al., 1998) and financial value. elsewhere, Alexander (2012) 
builds on the work of business economists such as ng et al. (2010) to summarise these value 
dimensions from a user perspective.

on the basis of the literature, it is apparent that value is multidimensional and extends beyond 
financial value. A number of authors have considered dimensions of value in the built environ-
ment, including duffy and hannay (1992), CABe (2002), McMillan (2006), saxon (2005) and 
Thompson and Austin (2006). in particular, McMillan summarises this work and suggests six 
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key categories of the value in the built environment – exchange, use, image, social, environmen-
tal and cultural value. Most of this work focuses on the role of design as the prime value driver 
in the built environment. in contrast, work to identify the added value of FM from a managerial 
perspective is in its infancy. 

Building on this background, and considering the dimensions of the typology offered by McMil-
lan (2006), the following sections will describe value dimensions that we consider to be of 
direct relevance in the field of FM. 

use VAlue 
A recent review highlights that a key research priority for managers and academics alike is 
creating and enhancing tools for capturing use value for services and communicating value 
to customers (ostrom et al., 2010, p. 26). Lusch and vargo (2009, p. 9) mention that financial 
value cannot be ignored but use value ultimately determines financial value and, thus, the long 
term success of the firm. Use value is the subjective quality of a product or service customer’s 
(as users) experience in relation to their needs (Bowman and Ambrosini, 2000). Building on 
Woodruff (1997), vargo and Lusch (2004), and Woodruff and Flint (2006) use value is defined 
as a customer’s outcome, purpose or objective that is achieved through service. From this we 
conclude that use value is strongly related to the effectiveness of FM whereas the earlier men-
tioned financial value has a strong relation with efficiency. Macdonald et al. (2011, p. 672) argue 
that a use value perspective is superior to the embedded financial value perspective which may 
be defined as the presence of service attributes, and performances against those attributes, for 
which the customer is prepared to pay (vargo and Lusch, 2004). 

in reference to McMillan (2006, p. 266) use value of design can be described as FM’s contribu-
tion to organisational outcomes, such as productivity, profitability, competitiveness and repeat 
business. Most of these dimensions are shown as impacts at the top of the FM value Map. The 
use value of FM arises from supporting and improving the effectiveness of the primary proc-
esses as stated in the definition of FM (Cen, 2006), for instance by providing a working environ-
ment that is safe, that promotes staff health, well-being and job satisfaction, that encourages 
flexible working, teamwork and communication, and that enhances recruitment and retention 
while reducing absenteeism.
 
We conclude that use value of FM is created with clients, customers and end users when in-
ternal or external FM providers’ products, services, information, and support personnel are in-
corporated into specific client, customer or end user processes, operations, and facilities that 
constitute varied use situations (Woodruff and Gardial, 1996; Flint and Mentzer, 2006).

sociAl VAlue
in “Buildings and Power”, Markus (1993) argues that buildings are most often described as art, 
technical or investment objects, but are more rarely regarded as social objects and considered 
as products of societal processes and relations. Whilst conventional fields of enquiry, such as 
environmental behaviour and environmental psychology, consider man-environment systems 
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and spatio-social phenomena, they are concerned primarily with the effect of the built environ-
ment on behaviour, rather than taking a social and organisational perspective (for exceptions 
see e.g. van der voordt and van Wegen, 2005; dale and Burrel, 2007; Mobach, 2009; van Mar-
rewijk and Yanow, 2010; Finch, 2012). 

Building on the early work of Markus (1993) and Becker (1990), Alexander and Price (2012) 
consider organisations as ecologies and have explored FM as a social construct. in man-envi-
ronment studies it is found that human reactions and performance change in response to the 
effects of the characteristics of the environment (rapoport, 1982). These effects are social but 
the cues on the basis of which the social situations are judged are environmental e.g. the size of 
the room, its location, its furnishings, the clothing. The physical environment provides cues for 
behaviour but also communicates meanings about the occupants (rapoport, 1982). From this 
we conclude that FM – being responsible for this built environment – can create social value 
by organising the physical setting according to organisational goals and desired behaviour as 
suggested by Bitner (1992). 

Apart from offering a workplace or a shelter to keep one dry, the purpose of the built environ-
ment is increasingly to provide for a social setting where people meet and interact. in accord-
ance with the developments of new Ways of Working, offering possibilities to work anytime 
and anyplace, one could argue that FM creates social value to employees by enabling a better 
work-life balance (van der voordt, 2003). 

According to McMillan (2006, p. 266) social value is “created by making connections between 
people, creating or enhancing opportunities for positive social interaction, reinforcing social 
identity and civic pride, encouraging social inclusion and contributing towards improved social 
health, prosperity, morale, goodwill, neighbourly behaviour, safety and security, while reducing 
vandalism and crime”. McMillan (2006) also identifies cultural value as a separate dimension, 
that is seen as a measure of a buildings contribution to its context and location and to the 
broader historical development and sense of place. We see cultural value as part of the social 
value dimension. examples of indicators or metrics for social value are for example sense of 
community and sense of place, civic pride and neighbourly behaviour, or reduced crime and 
vandalism.

enVironMenTAl VAlue
ever since the Brundtland Commission of the United nations in 1987 reported the need for a 
sustainable development and the change of politics needed for achieving that, organisations 
are including sustainability as a part of Corporate social responsibility (Csr) in their busi-
ness strategies (sarkis, 2003; Málovics et al., 2008). Porter and kramer (2011) even propose 
that Creating shared value (Csv) supersedes Csr in guiding the investments of companies 
in their communities. in contrast to Csr that mostly focuses on reputation with limited con-
nection to business, Csv is integral to an organisation’s profitability and competitive position. 
it leverages the unique resources and expertise of the organisation to create economic value 
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by creating social value. But until today, organisations tend to focus on the performance on 
organisational level only (the single bottom line), rather than on the performance of the supply 
chain as a whole (Gerbens-Leenes et al., 2003). When considering the public discussion about 
environmental issues and sustainability, organisations in general and FM in specific must bal-
ance more carefully their growth goals with the need to pursue sustainability: “Companies need 
to make drastic changes in their research and development, production, financial, and market-
ing practices if sustainability is to be achieved”. (kotler, 2011, p. 132). Corporate sustainability 
is about better decision-making around trade-offs between the sustainability elements social, 
environmental and economic value, also known as people, planet and profit. This requires com-
promises between financial and non-financial sustainability elements (elkington, 1998). For FM 
this means integrating sustainable practices with the desire for cost-effectiveness.

McMillan (2006, p. 266) describes environmental value as value arising from a “concern for 
intergenerational equity, the protection of biodiversity and the precautionary principle in relation 
to the consumption of finite resources. Principles include adaptability and/or flexibility, robust-
ness and low maintenance, and the application of a whole-life cost approach. Immediate ben-
efits are local health and pollution.” examples of indicators or metrics are e.g. environmental 
impact, carbon reduction, percentage of waste recycled, or ecological footprint. 

FM is able to generate environmental value for instance by reducing energy and water con-
sumption, through purchasing decisions e.g. local supply, green transport and by enacting recy-
cling and waste strategies. it is also important to recognise the need to balance green strate-
gies with spatial policies to ensure a balanced approach (see also chapter 12).

relATionship VAlue
Although value issues enjoy recent popularity in FM research, they typically focus on the fi-
nancial value that FM is creating for primary business, therefore neglecting - amongst others 
- relational dimensions of customer-perceived value. This seems surprising, since value crea-
tion and value sharing can be regarded as vital elements in customer-supplier relationships 
(Anderson, 1995, p. 349).

relationship value consists of relationship benefits and sacrifices (Anderson et al., 1993; Gwin-
ner et al., 1998; Ulaga and eggert, 2005). Thus, higher value in relationships can come either 
from increasing the benefits or decreasing the sacrifices (ravald and Grönroos, 1996).

Ulaga (2003, p. 682) describes several dimensions of relationship benefit, e.g. service support, 
delivery performance, supplier know-how, or personal interaction, thus implying that there is a 
value in the relationship itself. These relationship issues go far beyond the sheer financial bene-
fit. regarding the trade-off between sacrifices and benefits, Berry (2009, p. 310) points out that 
sacrifices have both a monetary component (economic costs) and a non-monetary component 
(e.g. inconvenience or incompetent service). delivering a superior value entails maximizing the 
benefits and minimizing the sacrifices for customers within their relationship with FM. 
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According to Ulaga and eggert (2006) relationship value is an antecedent of relationship qual-
ity and behavioural outcomes. kok et al. (2011) argue that the alignment of the core business 
and FM is also a key element to the achievement of FM added value and that, besides the 
service specifications in terms of quality and performance required, the relationship between 
FM and the customer must also be considered. For further discussion of relationship value, see 
chapter 7. 

finAnciAl VAlue 
Much conventional FM thinking is based on a real estate and property management perspec-
tive, thus acknowledging mostly financial value whilst tending to ignore the above mentioned 
other dimensions of value. This financial dimension of value is sometimes also called value-in-
exchange, economic value, or financial value and frequently referred to when discussing the 
value of FM. This value dimension describes the realized value “when the product is sold. It is 
the amount paid by the buyer to the producer for the perceived use value” (Bowman and Am-
brosini, 2000, p. 4). 

exchange value is described as exchange of money for a market offering (Lusch and vargo, 
2009, p. 9) and focuses on cost and the connection between output and input in a business 
process (Jensen, 2010, p. 177). exchange value is obvious in case of outsourcing when the 
client actually pays the service provider for their services. The costs of facility services in an 
in-house situation can be based on transfer pricing. Transfer pricing is pricing of the goods and 
services that are exchanged between organisational units (e.g. divisions, responsibility centres) 
within a firm or organisation (hirshleifer, 1956). 

one could say, exchange value is the ‘price’ of an offering, but this dimension does not reflect 
the value in its holistic view. exchange value is commonly used in trading goods, but since FM is 
a strategic services management discipline (Coenen and von Felten, 2012), we propose to focus 
on the four dimensions of value identified earlier.

fM VAlue MATriX

To explore the various research opportunities within the field of value in FM, we propose to use 
a cross-tabulation to combine the knowledge of different dimensions of value in FM with the FM 
key stakeholders as shown in Figure 5.2. since the purpose of this chapter is to introduce and 
describe the concept of the FM value network taking a subjective perspective and reflecting 
upon the relationships amongst key FM stakeholders, the previous mentioned financial value is 
not part of the matrix. By doing this, a grid of research fields evolves for exploration. 

cAse sTudy frAMeworK
The matrix was used as a research grid to structure a pilot case study and develop a method-
ology. The pilot case study conducted with University of Glasgow and culminated in a stake-
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holder workshop in April 2011. Analysis of the case study and research methodology and de-
velopment of the framework continues and will be published in 2012.

development of the case study was approached from a demand perspective, using the research 
framework that identified clients, customers and end users as key stakeholders and sought to 
map relationships amongst them and to identify their perspectives of use value, social value, 
relationship value and environmental value.

existing documentation was collated and additional data for the case study was collected 
through a series of semi-structured interviews with the selected group of stakeholders, through 
a limited user survey, and by using a walkthrough methodology. Workshops with stakeholders 
and researchers sought to clarify, discuss and extend the findings. 

A narrative approach was used to analyse the research data and to understand the case from 
different perspectives (see also Chapter 9). Four quite different stories emerged from the per-
spectives of client, customer, users and service providers. relative positions of the key stake-
holders were discussed, clarified and reconciled through the stakeholder workshop. 

discussion in the workshop sought to extend understanding and to explore a number of key 
issues arising from the case. A user walkthrough with representatives of the key stakeholders 
was undertaken as part of the workshop and generated valuable insights of the user journey 
for the different participants. Findings from a limited user survey of a random sample of us-
ers were also presented. differing perceptions of added value amongst customers, clients and 

figure 5.2: research grid of fM Value network
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end users were discussed, the role of the ‘intelligent client’ explored and the need for effective 
change management was identified as a key to success. 

The stakeholder workshop was followed by a research workshop involving participants in the 
FM Added value project to reflect on the findings, identify learning and evaluate the pilot case 
study. Without going into the preliminary results, this description shows how the matrix can 
serve as a guideline for future research.

co-creATion pArAdigM wiThin The fM VAlue neTworK

value is often considered to be delivered by one party (supplier of value) to another party (re-
cipient of value). But as Macdonald et al. (2011) emphasise, in current discussions of value an 
increasing recognition of the importance of value created through the customer’s own proc-
esses and/or jointly created between the customer and supplier can be observed (Möller, 2006; 
vargo and Lusch, 2008). in this spirit, ramaswamy (2009, p. 17) points out that in modern 
management it is time to stop thinking of customers as mere “passive recipients of value” that 
firms traditionally deliver to. instead he suggests engaging customers as active co-creators 
of value. in accordance to this, o’Cass and ngo (2010, p. 7) argue that value is not added into 
the offering by the firm in isolation, but customers are part of an extended enterprise and co-
producers of the firm’s services and products. According to desarbo et al. (2001) and ramirez 
(1999); “the goal is not to create value for customers but to mobilize customers to create their 
own value from the firm’s various offerings” (normann and ramirez, 1993, p. 69) in conjunction 
with the firm. Lusch and vargo (2009, p. 8) state that “both the customer and the firm are co-
creating by sensing and experiencing together, integrating resources for the individual and col-
lective benefit, and learning how to better serve each other”. That is, “co-creation value rests on 
the premise of firm–customer working together to create a consumption experience.” (o’Cass 
and ngo, 2010, p. 7).

According to Lusch and vargo (2009, p. 6) and ramaswamy (2009, p. 17) this co-creation move-
ment must be seen as a journey in organisational transformation to the next paradigm of value 
creation. Co-creation of value is projected to rise over the next decade and thus organisations 
including FM need to learn not to fear it but embrace it as a healthy part of a highly networked 
market economy. organisations must wake up to the fact that customer, supplier, and stake-
holder involvement in their business will not go away and in fact will rise over the forthcoming 
planning horizons (Lusch and vargo, 2009, p. 10). 

in accordance to the above mentioned discussion of value co-creation, we argue that the client, 
customer, and end user are co-creators of value in FM. At least one of these three stakehold-
ers is a co-creator of value as there is no value created until the proposed value offering is 
consumed (vargo and Lusch, 2004). FM is not able to deliver value, but value creation in FM is 
only possible by combining the different resources (e.g. monetary, know-how, personnel) of the 
client, customer, and/or end user in this process (Coenen and von Felten, 2012). 
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We propose that FM and its key stakeholders are no longer seen as separate but rather as an 
integrated economic system to co-create value in FM. Thus, we summarize that the co-creation 
of value in FM is not optional, but an integral part of working together in a collaborative rela-
tionship. The co-creation issue has a significant impact on the value perception by key stake-
holders, because the degree in which every stakeholder is asked to invest time and resources 
to co-create value in FM, determines his/her assessment of perceived value. in case, the per-
ceived sacrifices provided by stakeholders for the co-creation process exceed the perceived 
benefits of the FM activity, the value assessment by stakeholders is likely to be negative. 

fM VAlue reseArch AgendA

Based on the presented structure of the research grid of the FM value network, we propose the 
following research agenda for value in FM.

1. general research on the fM Value network
  a.  Co-Creation of value: What roles do clients, customers and end users take in the co-crea-

tion of value in FM?
 b.  sector specific value: How does value creation in FM vary by industry (e.g. industrial vs. 

office building, hospitals, etc.)?
 c.  value depending prioritisation of resources: What knowledge about the value dimensions 

is needed to enable better decision-making for both clients and customers with regard to 
the allocation of scarce resources (e.g. budget)?

 d.  Methodologies: What qualitative and quantitative methodologies need to be applied and 
developed to allow us to capture the multidimensional character of value of FM?

2. use Value 
 a.  General aspects: How can use value of FM be conceptualized and operationalized in order 

to find out to what extent FM is able to generate use value to the stakeholders when using 
FM?

 b.  nature of use value: What are the benefit dimensions and sacrifice dimensions of use 
value in FM?

3. social Value 
 a.  General aspects: How can social value of FM be conceptualized and operationalized in 

order to find out to what extent FM is able to generatesocial value to organisations and 
society?

 b.  nature of social value: What are the benefit dimensions and sacrifice dimensions of social 
value in FM?

4. relationship Value 
 a.  General aspects: How can relational value of FM be conceptualized and operationalized in 

order to find out what a good FM-relationship to clients/customers/end users consists of?
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 b.  nature of relationship value: What are the benefit dimensions and sacrifice dimensions of 
relationship value in FM?

 c.  importance for stakeholders: What relationship value dimensions are most important for 
different stakeholders?

 d.  drivers of value: Which variables are drivers of relationship value?
 e.  relationship encounters: What encounters between FM and its key stakeholders are re-

sponsible for perception of value in FM?
 f.  impact on other value dimensions: What is the influence of relationship value for other 

value dimensions, e.g. Is relational value a pre-condition of exchange, use, social, and en-
vironmental value?

5. environmental Value 
 a.  General aspects: How can the environmental value of FM be conceptualized and op-

erationalized in order to find out to what extent FM is able to generate value for the 
environment?

 b.  nature of environmental value: What are the benefit dimensions and sacrifice dimensions 
of environmental value in FM?

conclusion

our present work on the FM value network extends the idea of the FM value Map by taking up 
a demand-driven, co-creating, and subjective perspective of value and differentiating between 
various dimensions of perceived value in FM. We propose to consider FM as a network of rela-
tionships which creates perceived value amongst stakeholders. strong relationships in FM are 
built through the co-creation of services, through integration of resources and through effective 
communication.

We conclude that the FM value network offers a conceptual foundation to reflect on the idea 
of FM as an open system of relationships. Within this framework of FM and its diverse stake-
holders, we identify the most relevant key stakeholders, i.e. clients, customers and end users, 
according to Cen (2006). several dimensions of value in FM - besides financial value - are pre-
sented and characterised. in addition, we present value co-creation within the FM network set-
ting as a new paradigm of value research in FM and propose various fields for future research. 

in FM, you might know the costs of the offering and you are able to calculate the price of the 
offering, but you are not able to determine the value of the offering, because all stakeholders 
define the value in FM. 
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6.  fM AlignMenT: creATing Added VAlue 
Through A MulTi-leVel inTrA-firM 
collABorATiVe relATionship

Herman Kok

ABsTrAcT

Purpose: This chapter aims to establish a conceptualisation of the alignment between Facil-
ity Management (FM) and primary processes. This concept of alignment, also termed fit, has 
been associated with optimising the added value of facility services to the primary processes. 
Methodology: The chapter is based on a literature review. it first assesses the different kinds of 
interdependencies and different segments of demand within an organisation. Then the concept 
of fit is operationalized on the different organisational levels. Finally this chapter assesses what 
kind of coordination is needed to achieve fit. 
Findings: research shows that in order to achieve a fit, FM needs a differentiated approach to-
wards demand and should use coordination mechanisms accordingly. Alignment manifests dif-
ferently on the strategic, tactical and operational level, respectively, in an organisational-spatial 
environment that is consistent with the strategic direction and issues, the delivery of facility 
services that contributes to the outcome of primary processes, and the functional availability 
and suitability of facility services. 
Practical implications: The need for FM alignment stems from the impact of its activities and 
facilities on the results of other business processes. This understanding enables FM to priori-
tise its effort in building and maintaining a multi-level collaborative relationship with demand 
and the delivery of facility services.
Originality/value: This chapter offers a clear conceptualisation of FM alignment and presents 
the key aspects for how to assess the best possible fit between supply and demand. Also a 
model is presented that visualises the multi-level collaborative relationship between FM and 
different segments of demand.

Key words: Fit, Alignment, Coordination, Added value, demand.

INTRODUCTION

Facility Management (FM) as a support unit provides specialised services to other organisa-
tional units with a more or less mandatory character. Their relationship is due to the division 
of collective organisational activities into separate tasks. This concept was first proposed by 
Adam smith (1776) who found this leads to increased production. This division of labour or 
task specialisation also creates interdependency between FM and the other organisational 
units (Thompson, 1967; Mintzberg, 1979) with a possible risk of losing sight on the consistency 
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between the tasks performed by the different actors (keuning and eppink, 2008). This con-
sistency between FM and other organisational parts then becomes implicit with FM providing 
services based on personal views and experience regardless demand. To restore such consist-
ency and make progress of the (primary) processes possible, alignment is needed between the 
various activities. 

The need for FM alignment stems from the impact of facility services on the results of other 
business processes and is a key to achieve FM added value (kok et al., 2011). Facility serv-
ices have differing effects on organisational performance. Primarily this concerns the impact 
of spatial characteristics on health, mood and behaviour of people in and around organisa-
tions (Mobach, 2009). research findings show the impact of space and fitting out on social 
interaction (Tibúrcio and Finch, 2005), crowdedness and noise in relation to stress (Moline, 
2001), employee satisfaction and (perceived) productivity (van der voordt, 2004; haynes, 2008; 
Maarleveld et al., 2009; van der voordt et al., 2012), privacy in relation to employee satisfac-
tion (Langston et al., 2007), light and temperature in relation to mood and cognitive perform-
ance (knez, 1995; hygge and knez, 2001; Winterbottom and Wilkins, 2009) and temperature 
in relation to productivity (roelofsen, 2002). Facility services are unlikely to provide an equally 
important contribution to the organisation in every situation. Their critical impact on business 
processes varies from organisation to organisation (Price, 2004). The different types and char-
acteristics of facility services (e.g. quality), organisational characteristics (e.g. primary process, 
size), and the context of the service delivery might explain for this variety of effects of the use 
of facility services. 

Where differences in the quality of the facility services may explain for the differences in the 
outcomes of work processes, an assessment of the underlying coordination structure may 
then explain for the differences in the contribution of FM (kok et al., 2011). From the strategic 
management theory (venkatraman and Camillus, 1984; Miles and snow, 1994) and marketing 
theory (kotler, 1984; Jain, 1993), amongst others, we know that in the conceptualisation of 
alignment, also termed fit, two elements are central; the content of fit (how fit is manifested) 
and the process to achieve fit. Fit is both a state and a process (Miles and snow, 1994). 

The goals of this chapter are to operationalize the concept of fit and, in order to optimise the 
contribution of FM to the organisation, establish how best to organise the alignment between 
FM and demand. The chapter is structured along three main questions we like to answer: What 
reflects the alignment of FM and demand? how can a state of fit be measured? Which steps 
FM has to take to achieve this state of fit? First we reflect on the different interrelationships be-
tween organisational units and the nature of demand. Then we operationalize alignment of FM 
and demand. We continue with determining the different coordination mechanisms to organise 
alignment and finalise with conclusions.
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inTerrelATionships 

interrelationships between organisational units are the principal means by which organisations 
create value (Porter, 1985). The consistency and interdependence between organisational parts 
and tasks can be expressed in several ways. According to Thompson (1967) an organisation is 
composed of interdependent parts. not necessarily each part is dependent on, and supports, 
every other part in any direct way. he distinguishes three dependencies: pooled, sequential and 
reciprocal. A pooled interdependence occurs when each part operates separately and renders 
a contribution to the whole and is sustained by the whole organisation. Tasks are dependent on 
the same pool of resources. in case of a sequential interdependence the output from one task is 
required for completion of the next. Because of the sequence of tasks of this output-input rela-
tionship or chain relationship, a producing part which becomes input must act properly before its 
successive part can act. A third form of interdependence is labelled reciprocal, referring to the 
situation in which the output from each task is required for the completion of the others. 

in Porter’s view (1985) a firm is a collection of nine generic categories of activities which are 
linked together into a value chain as shown in Figure 6.1. value activities can be divided into pri-
mary activities involved in the (physical) creation of the product and its sale and transfer to the 
buyer as well as after sales (i.e. inbound logistics, operations, outbound logistics, marketing and 
sales and service) and support activities that support the primary activities and each other (i.e. 
procurement, technology development, human resource management and firm infrastructure). 
Although not identified as such in the original value chain FM can best be labelled as part of the 
firm’s infrastructure for its nature and support to the entire value chain. Both the individual ac-
tivities themselves as the linkages among them contribute to a firm’s competitive advantage. 

M
a

rg
in

Service

Procurement  

 Corporate infrastructure

  Human Resource Management  

   Technology  development  

Internal
logistics

Manufacture  External
logistics

Marketing
and sale

Support 
activities  

Primary activities

figure 6.1: The corporate value chain with primary and support activities (porter, 1985)
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These linkages also reflect the need to coordinate activities. Arnold (2000) distinguishes activi-
ties based on the different degrees to which they are necessarily connected with the organi-
sation’s existence i.e. the company core. he identifies core-close activities which are directly 
linked with core activities and/or are an integral part of it, core-distinct activities which are 
supporting activities to both core and core-close activities and core-disposable activities with 
general availability. There is no specificity (adequacy) or consistency with the core activities 
other than that they are generally required. The different expressions of interdependence all 
apply to FM for its large variety of activities and facility services. identifying the interdependen-
cies between primary processes and the different facility services is the first step in optimising 
the contribution of FM to the organisation. 

MArKeT segMenTs

next we must establish when a fit exists between primary processes and FM. in terms of 
marketing there is a fit when supply meets demand. People satisfy their needs and wants with 
products, whereas the most satisfying product in terms of value is based on an estimate of 
the product’s capacity to satisfy a set of goals (kotler, 1984: 6). satisfaction of consumer and 
organisation needs is the ultimate test of a business unit’s success (Jain, 1993). supply re-
fers to the organisational-spatial environment that arises from the use of a variety of facility 
services and activities of FM (kok et al., 2011). demand refers to the needs and wants of the 
user’s organisation that arises from its goals and the different tasks they perform. Fit means 
that the organisational-spatial environment is consistent with the needs and wants of the user 
organisation. in essence, FM must enable the user organisation to reach its goals and therefore 
we can pose that successful FM contributes to the effectiveness of the user organisation. The 
extent to which this is the case is an assessment of the quality of the facility services and activi-
ties of FM by the user organisation. 

Yet, a rudimentary understanding of marketing tells us that not all users are the same: they 
have different characteristics and needs, and behave differently (Johnson and scholes, 1989). 
To ultimately articulate demand – as a comprehensive set of needs, wants and intended effects 
of the use of facility services - it is necessary to identify discrete segments of demand: that is 
a group of buyers who share similar needs and preferences and have similar perceptions of 
use values that would meet their needs (Bowman, 1998) and have corresponding behaviour or 
respond similarly to stimuli (kotler, 1984). Use value refers to the specific quality of a service 
or task in relation to needs (Bowman and Ambrosini, 2000). A straightforward distinction of 
demand can be made between buyers purchasing goods and services on behalf of businesses 
as inputs to a business process and buyers purchasing for their own or family’s consumption 
(kotler, 1984; Bowman, 1998). since this chapter focuses on intra firm relationships with FM 
being a support unit, for our purposes we must identify segments within organisations. 

Mintzberg (1979) argues that an organisation can be subdivided into five different parts as 
visualized in Figure 6.2: the strategic apex, the operating core, the middle line, the techno struc-
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ture and the support staff. Within this structure, Mintzberg (1979) distinguishes between three 
organisational levels of decision making and tasks being strategic, tactical and operational. The 
strategic or corporate level consists of top management (e.g. executive Board), the tactical 
level or middle management comprises the managers of profit centres and the operational or 
functional level comprises the executive staff members who are at the basis of the organisation 
(e.g. Mintzberg, 1979). According to the european standard en 15221-1 (Cen, 2006) these ac-
tors are respectively termed client, customer and end user. We argue that the needs and prefer-
ences for facility services for the three organisational levels differs, based on their differences 
in scope and the different roles and tasks each organisational part has to perform. Guests and 
visitors are indeed no permanent parts of the organisation, but according to Bitner (1992) are 
considered as customers that come into contact with the physical environment of the organisa-
tion. Therefore they can be targeted as a different segment as well, with a functional relation-
ship with the organisational spaces. 

Looking at the nature of demand we conclude that FM as a service unit operates both in a 
business-to-business market, when targeting at strategic and tactical level, and a business-
to-consumer market, when targeting at end users and visitors at the operational level. When 
zooming in on the different tasks and activities of each of these segments, we expect also dif-
ferent support needs and wants that can be found within each segment.

figure 6.2: The five different parts of an organisation (Mintzberg, 1979).
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operAlisATion of fiT

The existence of different segments or groups of customers may also imply that with respect 
to the quality of a similar supply differences in the assessment of the degree of fit occur. dif-
ferences in perception are underlying these possible differences in judgement (Zeithaml, 1988; 
Zeithaml et al., 1993). People have different perceptions of the same situation for its depend-
ence on the character of physical stimuli, the relation of the stimuli to the surrounding field and 
on conditions within the individual (kotler, 1984:139). This is caused by three perceptual proc-
esses: 1) most of the stimuli will be screened out which is termed selective exposure, 2) stimuli 
that consumers notice do not necessarily come across in the intended way termed selective 
distortion, and 3) people tend to retain information that supports their attitudes and beliefs 
termed selective retention (kotler, 1984: 139-140). The judgement of fit of the services provid-
ed also results from the customer expectations of the offering (Zeithaml et al. 1993). Customer 
expectations are pre-trial beliefs about a product that serves as standard or reference points 
against which product performance is judged (Zeithaml et al., 1993). Customer expectations 
might also explain for these differences in judgement. Therefore we argue that the extent to 
which customers’ expectations are being managed is a key element to the achievement of fit. 
Given the different segments we must then determine how fit manifests on the different or-
ganisational levels. What reflects the strategic alignment of FM and what is indicating that FM 
only fulfils an operational role? To answer this question we need to address the different tasks 
and the scope activities of the different organisational levels to identify their needs and wants 
of facility services. 

The client or top management is responsible for the choice of the primary activities, so called 
product-market combinations, the setting of goals and determination of the overall strategy 
and making the according (de)investments. The client strongly affects the FM arrangements by 
policymaking (Chotipanich and nutt, 2008), elaborating guidelines and establishing governance 
structures (e.g. hierarchy and market) (vosselman, 1995). Alignment reflects in FM supporting 
the primary strategy and translating this into FM goals and activities (Barrett, 2000). A stra-
tegic fit manifests in the organisational-spatial environment being an enabler for putting the 
primary strategy into effect and impacting this positively. e.g. when sustainability is a strategic 
issue of the organisation this must be reflected in the choice of facilities with respect to the 
building and construction materials, the provision of energy, cleaning products and systems, 
the range and origin of catering products as well as the selection of suppliers. other exam-
ples are organisations as an attractive employer reflecting in an extended range of facilities of 
choice and the adoption of new Ways of Working, and strategic flexibility reflecting in a high 
degree of outsourcing and flexible contracts. 

The customer or middle management is in charge of and is responsible for the design and or-
ganisation of primary processes and the achievement of the aimed results. Alignment reflects 
in the use of facility services contributing to the desired results at the lowest possible costs and 
with minimum risks. This tactical fit partly reflects in a range of standardized facilities where 
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possible, allowing a high degree of efficiency to be achieved resulting in low costs. Also it re-
flects in a range of customised facilities where necessary because of the typical characteristics 
of the primary processes (e.g. conditions under which they occur) which improves the effective-
ness of the primary processes. As proposed by kok et al. (2011) the allocation of resources and 
decisions about the use of facility services could be prioritised according to their level of fixity 
in terms of ease of changing their setting and corresponding financial consequences and with 
either a direct or an indirect relation with customer processes.

The operating staff members or end users are actors in the primary processes. They experience 
the organisational-spatial environment, the extent to which this enables work and provides for 
a safe and pleasant stay, but also possible shortcomings therein. Alignment reflects in avail-
ability of the necessary facility services for carrying out the job and making the performing 
of tasks possible. in an educational environment for example this operational fit reflects in 
the availability of classrooms that are consistent with the learning methods and are fitted out 
with audio-visual and iT equipment, where the indoor climate, the light and the use of colours 
is pleasant and improves concentration and the acoustics facilitates the interaction between 
the teacher and student. Also in literature we find evidence of the importance of assessing 
the performance of FM at the operational level. in attempting to find a relationship between 
the level of FM practise and its impact upon performance in higher education environments, 
Amaratunga and Baldry (2000) assumed performance needs to be measured on the end user 
level. nutt (2004) argues that at the operational level there is evidence of the direct and critical 
impact of FM on the relative success or failure of an organisation. de Toni et al. (2007) argue 
performances assessment should be focussed on end user requirements since they benefit 
directly from the services provided.

Alignment manifests differently on the strategic, tactical and operational level and reflects 
respectively in an organisational-spatial environment that is consistent with the strategic di-
rection and issues, that contributes to the outcome of primary processes, and that leads to 
the functional availability and suitability of facilities. subsequently, how can fit be measured? 
Because of the long-term perspective of strategic decisions, alignment at this level is indica-
tive and qualitative in nature. At the tactical level, a relationship between the quality of facility 
services and the outcome of primary processes can be determined using quantitative methods. 
At the operational level a possible causal relationship between the use of facility services and 
the health, mood and behaviour of its users can be observed and determined quantitatively.

coordinATion

Which steps FM has to take to achieve this state of fit? in the classical view of strategy for-
mulation this involves a pattern of decisions in order to achieve the ideal match between the 
external environment in terms of opportunities and threats and the internal organisational 
structures and processes (Miles and snow, 1994). hereby the primary processes can be seen 



996 FM ALiGnMenT

as the “external” intra-firm environment of FM to which it derives its legitimacy. From a market-
ing perspective Jain (1993) suggests that looking closely at needs is the first step in deliver-
ing value to customers. According to Bitner (1992), the first step in the purposeful design of 
a physical environment (e.g. for education, health care, office or retail) is to identify desirable 
customer and/or employee behaviours and the strategic goals that the organisation hopes to 
advance through its physical facility. Meijer (2006) argues that the first step in the design of 
value creation processes (i.e. the delivery of facility services) is to develop a set of requirements 
and boundary conditions by identifying all stakeholders and their wishes and needs, which for 
practical use can be sorted in three categories: constraints, goals and principles. Literature sug-
gests that the alignment of the support environment to organisational needs optimises the use 
of resources (e.g. labour, money) and is the key to effective FM (Atkin and Brooks, 2000; Green 
and Jack, 2004; Then and Tan, 2006). it allows facilities to be used situational in a way that 
their contribution to the activities of other organisational units is maximised. in terms of FM 
added value being the “customer perceived contribution of the different facility services to the 
organisation in terms of benefits in comparison to costs and risks”, as defined by kok et al. (2011, 
p. 253), this means that the effect of the organisational-spatial environment and facility serv-
ices on the outcome of customer processes in comparison to costs and risks is maximised. 

in order to optimise the contribution of FM to the organisation we must establish how best to 
organise the alignment between FM and demand. The literature suggests that in a situation of 
interdependence, concerted action comes about through coordination (e.g. Thompson, 1967; 
Mintzberg, 1979). Coordination first and foremost is about aligning the various activities on a 
common goal. Coordination is here defined as the degree to which there are adequate linkages 
among organisational parts, i.e. specific task roles as well as subunits of the organisation so 
that organisational objectives can be accomplished (hage et al., 1971). This coordination can be 
established in different ways. There are two basic ways in which organisations can be coordi-
nated: feedback, also called mutual adjustment, and plan, also called programming (March and 
simon, 1958; Thompson, 1967; hage et al., 1971; van de ven et al., 1976; Mintzberg, 1979). 

Coordination by feedback or mutual adjustment is linkages through the transmission of new 
information. This can be established by interpersonal communication (dialogue) and group 
communication involving more than two people having scheduled and unscheduled meetings. 
Feedback can take many forms, for instance by systematically exploring customer needs and 
perceptions through market research and by continually listening to customers, firms can dis-
cover what is valued in their products and services and what could be added to them to improve 
perceived use value (Bowman, 1998). As a means to listen to customers Zeithaml et al. (2009) 
propose also complaint solicitation, customer panels and customer relationship management. 

Coordination by programming (i.e. standardisation or plan) is linkages through pre-established 
rules, routines, blueprints or schedules (hage et al., 1971). Programming reflects in e.g. the use 
of service Level Agreements (sLA’s) to provide working guidelines for both client organisations 
and service providers, binding the parties’ intentions together (Atkin and Brooks, 2000, p. 88) 
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and a FM strategy developed within the context of the organisation’s strategic business plan 
and accommodation strategy (Atkin and Brooks, 2000, p.14). The common element of each of 
these exemplary mechanisms is that a codified blueprint of action is impersonally specified 
(van de ven et al., 1976). 

With the joint deployment of coordination mechanisms the formal organisation, the interrela-
tionships between the different organisational units, and the desired organisational behaviour is 
made visible. The varying mix of coordination mechanisms comprises the governance structure 
of the organisation. Thus FM alignment concerns the coordination between FM and demand 
which reflects in building and maintaining a multi-level collaborative relationship as conceptu-
alised in Figure 6.3 (see also figure 5.1 in chapter 5). The dotted line in the figure indicates the 
tetrahedron as a 3d-model with (also) a collaborative relationship between customer and end 
user. The strategic collaborative relationship is between FM and top management as a client, 
the tactical relationship is between FM and middle management as a customer, and the opera-
tional relationship is between FM and end users. The linkages between the different actors con-
sist of communication and pre-established rules. The model being a tetrahedron is constructed 
in a way that all actors are interconnected. Besides the formal organisation sometimes addi-
tional rules are established spontaneously to support the desired organisational behaviour. This 
so called informal organisation can both lead to positive and negative organisational behaviour 
(keuning and eppink, 2008).

figure 6.3:  Multi-level collaborative relationship between fM and client, customer and 
end user 

client

customer

end user

fM
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Considering the tasks and responsibilities of the different segments and the operationalization 
of fit, we suggest a differentiated approach towards the coordination between FM and demand. 
At the strategic level we suggest that the coordination is based upon a plan concerning serv-
ices portfolio, priorities and policies. To draw up this plan a certain amount of feedback is also 
required. At the tactical level we suggest that the coordination is based on periodic feedback 
between FM and middle management and the (adjustment of) agreement on service specifi-
cations in terms of quality and performance required. This agreement represents a form of 
standardisation. knowledge of the effect of the (non) use of facilities on business processes 
then is critical. At the operational level, due to the dynamics, we suggest the coordination to be 
based on daily feedback of end users in order to process requests for (ad hoc) services e.g. due 
to failure (break down of equipment) or planned activities (scheduling and setting up a meeting 
room). The three types of coordination mentioned, in the order introduced above, place increas-
ingly heavy burdens on communication and decision (Thompson, 1967).

From an open systems perspective markets are in constant flux. A market represents a dynamic 
phenomenon that, influenced by customer needs, evolves over time (Jain, 1993). organisation-
al needs and the priorities of those needs change during the different stages of organisational 
development and are contingent with the organisational characteristics in terms of objectives, 
culture, context, circumstances and economic sector (Atkin and Brooks, 2000; Green and Jack, 
2004; nutt, 2004; Price, 2004). in addition, the FM organisation is subject to change for the 
same reasons as afore said. This implies that at all organisational levels an evaluation of the 
services provided should take place where tasks and scope of activities determine the frequen-
cy of this evaluation. We expect the rate of these changes to be highest at the operational level 
and lowest at the strategic level. But the implications of changes at the strategic level can have 
far reaching consequences for the organisation’s legitimacy and at the operational level might 
cause a temporary imbalance. The aim should be to determine whether the different levels of 
demand still receive the appropriate support and whether there are opportunities for improve-
ment. during the functioning of the business processes, alignment needs to be re-established 
through task orders and instructions, taking into account procedures, set standardised meth-
ods and policies. We argue that, given the possibility of a continual exchange of information, in 
a dynamic environment coordination must be based on feedback, whereas in a relative static 
environment the rigid blueprints of programming might be appropriate.

conclusion

The task specialisation of FM as a support unit and other organisational units creates inter-
dependency between these actors. To assure consistency between the tasks performed and 
make progress of the (primary) processes possible, alignment is needed between the various 
activities. This alignment of the core business and FM is also a key element to the achievement 
of added value. The need for FM alignment stems from the impact of its activities and facilities 
on the results of other business processes. in essence FM must enable the user organisation 
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to reach its goals and therefore we can pose that successful FM contributes to the effective-
ness of the user organisation. identifying the interdependencies between primary processes 
and the different facility services is the first step in optimising the contribution of FM to the 
organisation. 

Looking at the nature of demand and the organisational needs and preferences for facility serv-
ices, alignment manifests differently on the three organisational levels. At the strategic, tacti-
cal and operational level alignment reflects respectively in an organisational-spatial environ-
ment that is consistent with the strategic direction and issues, that contributes to the outcome 
of primary processes, and that leads to the functional availability and suitability of facilities. 
Thus FM alignment concerns the coordination between FM and demand which reflects in build-
ing and maintaining a multi-level collaborative relationship. 

Considering the different segments, we suggest a differentiated approach towards the coordi-
nation between FM and demand. Both feedback (e.g. meetings, complaint solicitation, and cus-
tomer relationship management) and programming (e.g. sLA’s, FM strategy developed within 
the context of the organisation’s strategic business plan) can be applied for coordination. since 
organisational needs and the priorities of those needs change, at all organisational levels an 
evaluation of the services provided should take place where tasks and scope of activities deter-
mine the frequency of this evaluation.
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7.  BeYond finAnciAl perforMAnce: cApTuring 
relATionship VAlue in fM 

Christian Coenen, Daniel von Felten and Doris Waldburger

ABsTrAcT

Purpose: The purpose of this chapter is to broaden the perspective of value research within the 
field of FM by focusing on relationship value. Until today, many attempts to explore the value 
of FM have concentrated on the financial performance level of FM. Building on this perspective, 
one main question is “What is FM’s contribution to the value creation of the core business?” 
examining value from this point of view puts the focus on the optimisation of FM performance. 
This chapter introduces the background to new research being undertaken about value in FM. 
Methodology: The conceptual content of this chapter is based on the results of an extensive 
literature review undertaken on value in business-to-business relationships. in a second step, 
these insights are applied to the field of FM and explored in an exploratory survey within swiss 
FM. 
Findings: various value dimensions (e.g. service support, delivery performance, supplier know-
how, personal interaction) and relevant drivers of FM relationship value (e.g. flexibility, ease to 
do business with, reputation, supplier’s handling of quality problems and service failures) are 
described and analysed. in addition, a reliable tool for measuring relationship value in FM is 
introduced.
Practical implications: on the one hand, these insights help FM providers to focus on the key 
relationship drivers and on how to optimize them. on the other, the results help FM clients to 
be more aware of the main drivers that determine a good relationship when selecting a FM sup-
plier. Finally, the measurement tool presented can be applied in practice.
Research limitations: The chapter is limited to a conceptual approach plus an exploratory sur-
vey with a relatively small number of respondents. 
Originality/value: This research focuses on the relationship value instead of the financial value 
created for the core business, i.e. the relationship between the demand side and the supply side 
in its own right. 

Keywords: FM, relationships, value, drivers, B2B Markets.

inTroducTion

in the past, the focus in Facility Management has mostly been on the field of cost reduction 
and efficiency improvements. But, as Jensen (2010, p. 186) rightly points out, “if FM is going to 
survive as a discipline, it is important to develop the field from not only being able to provide the 
same services as before at a lower cost, but also to deliver qualitatively better services to its 
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clients, customers and end users.” As a consequence - complementary to “cost-savvy” thinking 
- a current string of research has developed that deals with the value construct in FM (Wauters, 
2005; Lindholm and Leväinen, 2006; deToni et al., 2007; vries et al., 2008; smit, 2008; sarshar 
and Pitt, 2009; Jensen, 2010). Most of this research deals with the issue of how FM is able to 
improve primary processes by reducing costs and raising revenues. in this context measures 
such as onetime cost savings, yearly savings, or monetary productivity increases are applied 
and monitored.

At a high level of abstraction, FM is the management of internal or external customer/client-
supplier relationships. Generally speaking, customers evaluate the relationship with their pro-
vider, i.e. they not only evaluate the quality of the service of a FM provider, but also the quality of 
the entire relationship (Bruhn and Georgi, 2006; ellison and Flowers, 2012). Thus, establishing 
long-term relationships between providers and customers can be considered essential to FM 
(Jensen, 2010). As Jensen et al. (2012) have recently pointed out, good relationship manage-
ment is shown to be as important as delivering the agreed services. despite this fact, only few 
authors in the field of FM have dedicated research to the field of relationship management (for 
exceptions see e.g. Lehtonen, 2004; hoots, 2005). 

relationship management and the value of relationships have been in the focus of marketing 
and management research for decades (Anderson and narus, 1984; dwyer et al., 1987; Ander-
son et al., 1994; Anderson, 1995; Wilson, 1995). From a managerial perspective, organisations 
in many business markets are witnessing a strong trend towards closer relationships with se-
lected key suppliers (Ulaga and eggert, 2006a). “As product and price become less important 
differentiators, suppliers of routinely purchased products are searching for new ways to differ-
entiate themselves in a buyer–seller relationship” ”(Ulaga and eggert 2006b, p. 119). Customer 
organisations need to understand how to build and manage supplier relationships to increase 
the overall return on relationships (Gummesson, 2002; Johnson and selnes, 2004). 

in FM, researchers have only recently discovered the significance of this issue (Jensen et al., 
2012; Coenen and von Felten., 2012). regardless of the insights achieved, the implications for 
relationship value created between FM and its key stakeholders have yet to be examined more 
closely. For example, there is a lack of knowledge on the salient value dimensions of a FM 
business relationship and there needs to be a greater understanding of which value-creating 
dimensions of a FM relationship represent a promising basis for differentiation.

Thus, our primary objectives in this chapter are

•	To	create	a	deeper	understanding	of	relationship value in the field of FM
•	To	measure	relationship value in FM empirically in a pilot study

To achieve these objectives, we structure the chapter as follows. After relating our research 
to the FM value Map by Jensen (2010), we analyse the relationship value construct from a 
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relationship management perspective before we distinguish relationship value from related 
concepts. This is followed by the measurement of relationship value within a FM setting. our 
chapter closes with research limitations and the future research outlook. 

fM VAlue MAp As A sTArTing poinT

Jensen (2010, p. 181) presents the FM value Map “as a conceptual framework to understand 
and explain the different ways that FM can add value to core business”. in his work, he com-
bines input, processes, output and outcomes to show the possible effects of value on different 
stakeholders. Later on, Jensen et al. (2012) further developed the idea of value of FM and in-
cluded the relationship perspective: “When considering the value of FM, FM has to be acknowl-
edged as a relationship management discipline. Perceived value can only exist and be produced 
within this specific network of relationships” (Jensen et al., 2012). As Jensen and his co-authors 
state, “when following the value map’s logic of input-output-outcome, it can be stated that the 
relationship value approach reverses this chronology by starting with the outcome dimension” 
(Jensen et al., 2012).

our starting point is the european definition of Facility Management that describes FM as the 
“integration of processes within an organisation to maintain and develop the agreed services 
which support and improve the effectiveness of its primary activities” (Cen, 2006, p. 5).

B2B relATionship MAnAgeMenT perspecTiVe

Before analysing the specifics of relationship value in FM, we describe our approach, which 
is based on insights from business-to-business relationship management. in B2B markets, 
services are usually produced in ongoing buyer-seller interactions (Grönroos, 2000). Generally 
speaking “interaction is a mutual or reciprocal action where two or more parties have an effect 
upon one another. An inherent aspect of interaction is connectivity, i.e. the parties involved are in 
some contact with each other” (Grönroos, 2011, p. 244). The sum of these interactions makes 
up a business relationship between the involved parties. This relationship can be character-
ized by fairly high levels of communication, relation-specific investments, interdependence and 
commitment (Lehtonen, 2006). Thus, many suppliers, also in FM, aim to create long-term rela-
tionships in order to profit from the loyalty of the customer firm. As a result of this, relationship 
issues are becoming more prominent and important for both parties. several studies show that 
customers make judgements about the quality of their relationships with suppliers (storbacka 
et al., 1994; Ballantyne and varey, 2006; Ulaga and eggert, 2006b).

VAlue in relATionships
The exchange view of marketing has its foundation in the concept of value (Bagozzi, 1975; hunt, 
1991). “Market exchanges take place because all parties involved expect to gain value in the 
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exchange” (Ulaga, 2003, p. 678). Therefore, value has always been the fundamental basis for 
all marketing activity (holbrook, 1994).

definition of relationship Value
Buyer and supplier firms do not only do business with each other because of the value of the 
good or service being exchanged. Besides any technical or economic benefits explicitly embod-
ied in the offering, there may be factors on the level of the supplier firm that make one offer 
more attractive than another one (Lindgreen and Wynstra, 2005). value can be used in various 
ways and does not necessarily have the same meaning to all involved parties. To suppliers, 
value often relates to customer organisations that are loyal and profitable (doyle, 2000; Best, 
2004; Buttle, 2004). Thus, the ongoing relationships with these organisations are valuable for 
the supplier. To customers, “value also has a perceptual dimension, for example, trust, commit-
ment and attraction” (Grönroos, 2011, p. 242) and can be described as (Lindgreen and Wynstra, 
2005, p. 734): 

•	Getting	high-quality	service	and	customized	products;	
•		Experiencing	social	 (e.g.	 friendship/fraternization	with	the	suppliers)	and	special	 treatment	

(e.g. economic and customization), especially in services where there is a high degree of con-
tact between the customer and supplier;
•	Perceiving	a	reduced	sense	of	anxiety	because	they	trust the supplier.

As pointed out earlier in chapter 4 and 5, customer value is defined as the trade-off between 
the benefits (“what you get”) and the sacrifices (“what you give”) in a market exchange (Zeith-
aml, 1988). Marketing literature contains a variety of definitions emphasizing different aspects 
of the value concept. According to Ulaga (2003) four common characteristics can be identified 
(1) Customer value is a subjective concept (kortge and okonkwo, 1993); (2) it is conceptualised 
as a trade-off between benefits and sacrifices (Zeithaml, 1988; Bolton and drew, 1991; Wood-
ruff, 1997); (3) benefits and sacrifices can be multi-facetted (Grisaffe and kumar, 1998); and (4) 
value perceptions are relative to competition (Gale, 1994; Anderson and narus, 1999). Table 7.1 
gives an illustration of the various definitions of customer-perceived value.

When considering the above listed definitions of customer-perceived value and taking the busi-
ness-to-business perspective of FM into account, it becomes obvious that in FM relationships 
the perceived value is almost equivalent to the relationship value. While the management of 
facilities is focused on very tangible property, the management of relationships tries to cap-
ture the character of an intangible relationship with internal and/or external suppliers and cus-
tomers. The more FM is considered to be a services and relationship management discipline 
(Coenen and von Felten, 2012), the more the value of FM is composed of relationship value. 
Figure 7.1 gives a graphical impression of the coherences described. 
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Table 7.1:  definitions of customer-perceived Value (extended illustration based on 
ulaga and charcour, 2001) 

Author
Zeithaml, Parasuraman and 

Berry (1990)

Monroe (1990)

Woodruff and Gardial (1996)

Anderson, Jain and Chintagunta 

(1993)

Flint, Woodruff and Gardial 

(1997)

Grönroos (1997)

Ulaga and Charcour (2001)

eggert and Ulaga (2002)

Menon et al. (2005)

Ulaga and eggert (2006a)

definition of customer-perceived Value
The consumer’s overall assessment of the utility of a product based on 

a perception of what is received and what is given

ratio of perceived benefits relative to perceived sacrifice

Trade-off between desirable attributes compared with sacrifice 

attributes

Perceived worth of monetary units of the set of economic, technical, 

service, and social benefits received by a customer firm in exchange for 

the price paid for a product offering, taking into consideration the avail-

able alternative suppliers

The customers’ assessment of the value that has been created for 

them by a supplier, given the trade-offs between all relevant benefits 

and sacrifices in a specific-use situation

Core solution plus additional services divided by price and relationship 

costs or core plus/minus added value

Trade-off between the multiple benefits and sacrifices of a supplier’s 

offering as perceived by key decision makers in the customer’s organi-

sation and taking into consideration the available alternative suppliers’ 

offerings in a specific-use situation.

Customer’s overall assessment of the utility of a relationship with a 

vendor based on perceptions of benefits received and sacrifices made.

Trade-off between the benefits and the costs perceived in the supplier’s 

core offering, in the sourcing process, and at the level of a customer’s 

operations, taking into consideration the available alternative supplier 

relationships.
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dimensions of relationship Value
As can be seen from the definitions presented, relationship value consists of relationship ben-
efits and relationship sacrifices (Anderson et al., 1993; Gwinner et al., 1998; Ulaga and eggert, 
2005). Thus, higher value in relationships can come either from increasing the benefits or de-
creasing the sacrifices (ravald and Grönroos, 1996). 

Ulaga (2003) describes several dimensions of relationship benefit, e.g. service support, delivery 
performance, supplier know-how, or personal interaction, thus implying that there is a value 
in the relationship itself. These relationship issues go far beyond the sheer financial benefit. 
regarding the trade-off between sacrifices and benefits, Berry (2009) points out that those 
sacrifices have both a monetary component (economic costs) and a nonmonetary component 
(e.g. inconvenience or incompetent service). delivering a superior value entails maximizing the 
benefits and minimizing the sacrifices for customers within their relationship with FM. Table 7.2 
gives an overview of the dimensional variety of relationship value with benefits and sacrifices.

drivers of relationship Value
even though relationships in business are established between organisations, they are actually 
managed by people. Personal relationships between these individuals are part of the relational 
exchange (dwyer et al., 1987; dwyer and Tanner, 2002) and people make a relationship work or 
fail (Wilson and Jantrania, 1995). offering value through personal interaction, access to know-
how, and services that meet the needs and expectations of customers will make a difference 
when compared to its competitors (Ulaga and eggert, 2006b). Table 7.3 shows a selection of 
attributes of relationship value that have been proven to significantly improve the value percep-
tion by customers.
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figure 7.1: classification of non-relationship Value vs. relationship Value
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dimensions of relationship Value

Table 7.2:  dimensions of relationship Value (extended illustration based on ulaga, 
2003, p. 679)

Author
Anderson et al. (1993), 

Anderson and narus (1995, 

1999)

Wilson and Jantrania (1995)

ravald and Grönroos (1996)

Grönroos (1997)

Lapierre (2000)

Cannon and homburg (2001)

Möller and Törrönen (2003)

Walter et al. (2003)

Menon et al. (2005)

Ulaga and eggert (2006b)

Benefit dimensions
economic benefits, 

Technical benefits, 

service benefits, 

social benefits

economic benefits, 

strategic benefits, 

Behavioural benefits

episode benefits, 

relationship benefits

Core solution, 

Additional services

Product-related benefits, 

service-related benefits,  

relationship-related benefits

not mentioned

efficiency function, 

effectiveness function, 

network function

direct functions: 

Quality, volume, safeguard

indirect functions: 

Market function, scout function, 

innovation function,  

social support function

Core benefits, 

Add-on benefits

Core offering: 

Product quality, 

delivery performance

sourcing process: 

service support, 

Personal interaction

Customer operations: 

supplier know-how, 

Time to market

sacrifice dimensions
Price

not mentioned

episode sacrifices, 

relationship sacrifices

Price, 

relationship costs

Price, 

relationship-related sacrifices

direct costs, 

Acquisition costs, 

operations costs

not mentioned

direct function: 

Cost reduction

Purchasing price, 

Acquisition costs, 

operation costs

Core offering: 

direct costs

sourcing process: 

Acquisition costs

Customer operations: 

operation costs
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When analysing the variety of factors that drive value perception, one can detect an issue that 
occurs frequently: “easy to do business with”. Bolton and drew (1991) examine the impact of 
this construct on customer value. The authors refer to this construct as the customer’s overall 
assessment of its supplier’s policies and practices regarding whether these policies and prac-
tices make the service encounter easy and pleasant. hammer (2001) also refers to this topic 
and argues that the “ease of doing business with” will become one of the main competitive 
features distinguishing leaders from laggards. similarly, kumar and Grisaffe (2004) find that 
the “ease of doing business with” has the overall highest impact on both perceived quality and 
customer value in B2B contexts. in his research on service excellence, Johnston (2007) de-
tects that, in essence, excellent service and value creation for customers is simply about being 
“easy to do business with”. Georgi (2010) finds out that relationship-driving service orientation 
which reflects the issue of “easy to do business with” has the strongest influence on inter-
nally perceived value. Thus: “one can speak of a value of a relationship for certain offerings that 
are above and beyond the actual product or service being exchanged” (Lindgreen and Wynstra, 
2005, p. 737). 

The relevance of these findings is underlined by the research results of Tuli et al. (2007), who 
found out that providers tend to take a goods-centric view of customer solutions, defining a 
customer solution as an integrated combination of goods and services for meeting a customer’s 
business needs. in contrast, customers take a more relational process view of solutions, em-
phasising requirements definition and support - both of which pertain to the customer’s usage 
processes as well as the service directly provided by the provider. 

Table 7.3: Value drivers of relationship Value

Author
Lapierre (2000)

kumar and Grisaffe (2004)

Lindgreen and Wynstra (2005)

Ulaga (2003), Ulaga and eggert 

(2006b)

Grönroos (2011)

relationship Benefits as Value drivers 

- Flexibility of supplier

- responsiveness of supplier

- ease to do business with supplier

- supplier’s responsiveness to needs

- reputation of supplier

- Location of supplier

- supplier’s innovative capability

- Availability of supplier 

- information appropriateness provided by supplier

- speed of information provided by supplier

- Flexibility of supplier

- improved communication with supplier

- More effective and efficient problem resolution by supplier

- keeping of time-tables by supplier

- handling of quality problems and service failures by supplier
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relATionship VAlue coMpAred To relATionship QuAliTy
When analysing relationship value, the terminology used should be thoroughly considered and 
differentiated. value, satisfaction and quality are distinct constructs (iacobucci et al., 1995; 
ostrom and iacobucci, 1995); however, they have some common characteristics that make 
them hard to distinguish (Mcdougal and Levesque, 2000). When developing judgements on 
satisfaction and quality, customers subjectively evaluate performance attributes based on a 
set of standards they observe (spreng and Mackoy, 1996). similar to this, the perceived value 
of various alternatives is evaluated relative to a multi-attribute reference point (Powers and 
valentine, 2008). This reference point includes intrinsic and extrinsic attributes and balances 
the perceived trade-off between benefits and sacrifices (sinha and desarbo, 1998). Judge-
ments on satisfaction, quality and value may take similar attributes into consideration; these 
attributes vary in relevance depending on which variable is being considered (iacobucci et al., 
1995; ostrom and iacobucci, 1995). 

According to empirical research in this field, relationship value can be considered as an ante-
cedent of relationship quality (Ulaga and eggert, 2006a) and also as an antecedent of relation-
ship satisfaction (spiteri and dion, 2004; oliver, 2010). 

definition of relationship Quality
relationship quality stands for the customer’s perception of the relationship and is defined as 
the ability of the supplier to fulfil the customer’s relational needs (Bruhn, 2002). Most research-
ers typically conceptualise relationship quality as a higher-order construct that is often com-
posed of satisfaction, commitment and trust (Crosby et al., 1990; dorsch et al., 1998; hibbard 
et al., 2001; hewett et al., 2002). These three components of relationship quality are described 
briefly below and illustrated in Figure 7.2.

figure 7.2: differentiating relationship Value and relationship Quality

relationship 
satisfaction

relationship 
Trust

relationship 
Quality

relationship 
Value

relationship 
commitment
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components of relationship Quality
According to Yi (1990), customer satisfaction can be defined as the customer’s response to the 
evaluation of the perceived discrepancy between some comparison standard and the perceived 
performance. in a business-to-business context, customer satisfaction is often defined as a 
positive affective state resulting from the appraisal of all aspects of a firm’s working relation-
ship with another firm (Geyskens et al., 1999). Generally speaking, two conceptualizations of 
customer satisfaction can be found in the literature: on the one hand transactional, encounter-
specific satisfaction, and on the other hand, cumulative, relational satisfaction. Transaction-
specific satisfaction provides detailed information about a particular service encounter (Bolton 
and drew, 1991; Cronin and Taylor, 1994; shankar et al., 2003). Cumulative, relational satisfac-
tion is a more fundamental indicator of the firm’s past, current and future performance (Bitner 
and hubbert, 1994; rust and oliver, 1994; oliver, 2010). Therefore, we focus our attention on 
cumulative, relational satisfaction when distinguishing the construct from relationship value. 
Table 7.4 shows the three concepts described above in a comparative overview. 

According to Anderson and Weitz (1992, p. 25) trust is one party’s “belief that its needs will be 
fulfilled in the future by actions taken by the other party”. Moorman et al. (1993) define trust as 
willingness to rely on an exchange partner in whom it has confidence while Morgan and hunt 
(1994, p. 23) describe trust as existing “when one party has confidence in an exchange part-
ner’s reliability and integrity”. in a B2B context, doney and Cannon (1997) define trust as the 
perceived credibility and benevolence towards the other party. The first dimension, credibility, 
refers to the expectancy that the partner’s word or written statement can be relied on (Lind-
skold, 1978). Benevolence represents the extent to which one partner is interested in the other 
partner’s welfare and is motivated to look for win-win situations. in a typical B2B relationship 
such as FM, the client attempts to reduce the perceived risk by selecting a supplier seen as ca-
pable of performing reliably (credibility) and demonstrating its interest in the client’s well-being 
(benevolence) (Ulaga and eggert, 2006a).

Table 7.4:  differentiating Value, Quality and satisfaction (extended illustration based on 
eggert and ulaga, 2002, p. 110 and oliver, 2010, p. 176)

comparison 
dimension
Cognition/Affect

Pre-/Post-Purchase

Customers

offerings

orientation

Comparison operator

Temporal focus

Value

cognitive

pre-/post-purchase

present and potential 

customers

supplier’s and  

competitor’s offerings

strategic

sacrifices

long-term

Quality

cognitive

pre-/post-purchase

present and potential 

customers

supplier’s and  

competitor’s offerings

tactical and strategic

excellence, ideals

long-term

satisfaction

affective

post-purchase

present 

customers

supplier’s 

offerings

tactical

predictions, needs

short-term
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Commitment has been defined “as an enduring desire to maintain a valued relationship” (Moor-
man et al., 1993, p. 316). Committed partners in a relationship are unlikely to switch even if a 
competing supplier outperforms the original supplier’s offer. Berry and Parasuraman (1991, p. 
139) stress the relevance of commitment by stating that “relationships are built on the founda-
tion of mutual commitment”. 

Assessing relATionship VAlue And relATionship sATisfAcTion 
in fM: eXplorATory MeAsureMenTs 

in order to test a measurement tool of customer value within the FM field we conducted ex-
ploratory empirical research. We based our approach on the above described insights from B2B 
relationship management, and applied it to FM. Founding our empirical approach on eggert and 
Ulaga’s (2002) method of assessing customer perceived value in business relationships, we 
followed the authors’ recommendations of applying a cognitive measurement method and ne-
glecting affective and conative variables. The cognitive variables were adapted to the FM field 
and subsequently tested with an empirical exploratory survey within the swiss FM market. The 
empirical study mainly aimed at testing the measurement instrument which was developed 
based on the approach by eggert and Ulaga (2002). The actual content of the results was 
less central. Thus, the empirical study focused on the appropriateness of the single items for 
measuring the concepts of relationship value and relationship satisfaction and on the internal 
consistency of the instrument used to measure these two concepts. The empirical data was 
gathered in a national survey among FM customers within swiss organisations. A sample of 67 
customers was contacted by an online survey and invited to participate in the study. The group 
consisted of users, owners or clients representing several thousand buildings within their port-
folio. A total of 47 respondents finally participated and completed the survey. 

respondents were asked to rate their supplier relationships on a number of five point Likert 
scales (“strongly disagree” to “strongly agree”, plus “i am not able to answer”). They were 
asked only to refer to either their largest or their most important FM supplier. 

The survey items of customer perceived value (= relationship value) are listed below:

Compared to the price we pay, we get reasonable quality.1. 
Compared to the quality we get, we pay a reasonable price.2. 
The relationship with the FM supplier delivers us superior net-value.3. 

referring to the above discussed distinguishing characteristics of relationship value and rela-
tionship satisfaction, we included a measurement of relationship satisfaction in our survey as 
well. The two items of relationship satisfaction are listed below.

it is a pleasure to work with the FM supplier.1. 
We are very satisfied with our FM supplier. 2. 



116 7 BeYond FinAnCiAL PerForMAnCe

dATA AnAlysis And resulTs
To test our slightly modified measurement tool of relationship value in FM, we applied the fol-
lowing statistical test:
 
Corrected item-Total Correlation: a measure of the correlation between the applied single items 
and the total. items that have a lower value than 0.3 have to be rejected (everitt, 2006).
Cronbach’s alpha: a coefficient of reliability. it is commonly used as a measure of the internal 
consistency of a test score for a sample of examinees. A Cronbach’s alpha of 0.8 can be con-
sidered as good, a Cronbach’s alpha of 0.9 can be considered as excellent (George and Mallery, 
2003) and a Cronbach’s alpha below 0.7 as an indicator of inconsistency. 

As shown in Table 7.5, the instrument for measuring the concept of “FM relationship value” 
proved to be statistically appropriate: All three items of the concept “FM relationship value” 
correlate highly or very highly with the total. This is indicated by the coefficients in the column 
“Corrected item-Total Correlations”, which are all above 0.6. Thus, none of the items needs to 
be dropped in order to measure the concept of “FM relationship value”. These three items also 
form a measurement instrument of “FM relationship value” which is also reliable and internally 
consistent. This is indicated by a high Cronbach’s Alpha value of 0.869. 

regarding the concept of “FM relationship satisfaction”, the reliability analysis provides even 
better statistical results. Both items correlate very highly with the total and are therefore ap-

Table 7.5: statistical test results 

item

Compared to the price we pay, we get reasonable 

quality

Compared to the quality we get, we pay a reason-

able price

The relationship with the FM supplier delivers us 

superior net-value

item

it is a pleasure to work together with the FM 

supplier

We are very satisfied with our FM supplier

Construct “FM relationship value”, n=47

Construct “FM relationship satisfaction”, n=47 

corrected item-Total 
correlation

0.805

0.823

0.664

corrected item-Total 
correlation

0.846

0.846

cronbach’s Alpha

0.869

cronbach’s Alpha

0.916
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propriate indicators of the concept of “FM relationship satisfaction”. As the Cronbach’s Alpha 
also has a very high value of 0.916, there is an excellent internal consistency in the measure-
ment presented of the “FM relationship satisfaction”. 

in summary, judging from the above listed results, we conclude that FM relationship value and 
FM relationship satisfaction can be measured with the items presented, as these items corre-
late highly or even very highly with the total. The concepts of “FM relationship value” and “FM 
relationship satisfaction” are characterized by a very high internal consistency. Based on this 
statistical appropriateness of the measurement instrument presented, it may be expected that 
its application in a large setting will provide excellent data for the analysis of questions around 
FM relationship value and FM relationship satisfaction. 

liMiTATions
Founding our empirical approach on the results by eggert and Ulaga (2002) and applying them 
to the field of FM, the present research solely focused on relationship value and relationship 
satisfaction. Furthermore, our present results are based on a rather small sample of respond-
ents. The other closely related constructs, e.g. trust and commitment, were not included in this 
exploratory survey and have yet to be investigated within the field of FM. The same applies to 
the drivers of relationship value in FM. 

conclusion

This research presents a relationship management approach designed to gain insights into the 
field of relationship value in FM and to provide a contrast to the dominant financial perspec-
tive of value in FM. on the one hand various value dimensions (e.g. service support, delivery 
performance, supplier know-how, personal interaction) and relevant drivers of FM relationship 
value (e.g. flexibility, ease to do business with, reputation, supplier’s handling of quality prob-
lems and service failures) are described and analysed. These insights help FM providers to 
focus on the key relationship drivers and on how to optimize them. Additionally, the results help 
FM clients to be more aware of the main drivers that determine a good relationship when se-
lecting a FM supplier. on the other hand, our research introduces a reliable measurement tool 
of relationship value in FM that can be applied in practice. We propose to further explore the 
interrelationships between relationship value and relationship quality, in particular by including 
related constructs such as trust and committment. in addition, the most relevant value drivers 
of relationship value in FM need to be empirically investigated.
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8.  perforMAnce MeAsureMenT in The conTeXT 
of creM And fM 

Chaiwat Riratanaphong, Theo van der Voordt and Anna-Liisa Sarasoja

ABsTrAcT

Purpose: To discuss trends in organisational performance measurement, to identify and discuss 
widely used performance criteria and key performance indicators (kPis) in general and in the 
fields of Facility Management (FM) and Corporate real estate Management (CreM), and to 
identify how a more holistic measurement framework could be used in measuring the added 
value of FM and CreM i.e. to find out how well FM and CreM are contributing to the company’s’ 
performance and strategies.
Methodology: A review of general management, FM and CreM literature on performance 
measurement and kPis in connection to added value of FM, case studies into performance 
measurement as part of a Phd research in progress that is being conducted by the first author 
(with the second author being one of the supervisors) and interviews with Ceo’s in different 
countries as part of a finalized Phd research of the third author.
Findings: The research traced a number of performance measurement models and resulted 
in a list of useful kPis that have been classified according to the FM value Map impacts: so-
cial, environmental, satisfaction, cost, productivity, adaptation and culture. The present list 
shows a holistic approach and aligns to different impacts on relevant stakeholders and the 
surroundings. 
Practical implications: The performance models and kPis can be used as input to integrat-
ed and well balanced performance management and performance measurement, including 
benchmarking with competitive organisations, as part of professional Facility Management and 
Corporate real estate Management.
Research limitations: We did not conduct a quantitative analysis of how often a particular kPi 
has been mentioned in literature; besides only a few empirical tests have been conducted on 
operationalization and application of kPis in current FM and CreM practice.
Originality/value: Combining of the findings from two Phd-studies on performance measure-
ment and performance management has led to a new and well classified list of kPis.

Keywords: FM, CreM, Performance, Measurement, kPis.

inTroducTion

organisational performance is a broad term that covers both economic and functional aspects. 
regarding the performance of real estate and building related facilities and services – being 
important resources of every firm - technical and aesthetical aspects are important as well. 
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The level of performance a business attains is a function of the efficiency and effectiveness of 
the actions it undertakes and the resources used to support these activities. high-performance 
operations that most companies aim to accomplish should be high-quality, fast, dependable, 
flexible and low cost (slack et al., 2001). Tangen (2005) described performance as an um-
brella term for all concepts that consider the success of a company and its activities. Perform-
ance measurement provides the basis for an organisation to assess how well it is progressing 
towards its predetermined objectives, to identify areas of strengths and weaknesses, and to 
decide on future initiatives, aiming to improving organisational performance (Amaratunga and 
Baldry, 2002). According to the literature, performance measurement has been developed in 
two phases (Tangen, 2004; Lavy et al., 2010). in the first phase - that went on until the 1980s 
- performance measurement primarily focused on financial criteria. since the late 1980s, the 
second phase revealed that the traditional performance measures had severe limitations in-
cluding encouragement of short-term thinking, lack of a strategic focus and insufficient lo-
cal optimization. The introduction of new performance measures such as shareholder value, 
economic profit, customer satisfaction, internal operations performance, intellectual capital 
and intangible assets (neely and Bourne, 2000) reflected a more holistic and integrated ap-
proach, taking into account benefits as well. neely et al. (1995) summarised the main changes 
from traditional performance measurement systems towards modern innovative performance 
measurement systems as outlined in Table 8.1. van ree (2002) came to a similar conclusion in 
saying that performance measurement has changed from simply focusing on the effectiveness 
and efficiency of an organisation to a wider set of criteriasee, see Table 8.2.

The same trend comes to the fore in the fields of (adding value by) FM and CreM (Jensen et 
al., 2012). organisations try to manage the performance of real estate and real estate related 
facilities and services to support organisational performance and to create a positive added 

Table 8.1:  Trends in development of performance measurement systems  
(neely et al., 1995)

Traditional performance measurement 
systems
Based on cost/efficiency

Trade-off between performances

Profit-oriented

short-term orientation

Prevalence of individual measures

Prevalence of functional measures

Comparison with standard

Aim at evaluating

innovative performance measurement 
systems
value-based

Performance compatibility

Customer-oriented

Long-term orientation

Prevalence of team measures

Prevalence of transversal measures

improvement monitoring

Aim at evaluating and involving
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value or to avoid a negative influence on their goals. Any activity undertaken in improving the 
performance of corporate real estate will affect the organisation’s resources and needs to 
be assessed in terms of (potential) benefits and costs on the organisational level (den heijer, 
2011). so there is a need to identify FM and CreM related kPis that helps the organisation to 
focus on performance (benefits) in relation to the resources that are spent on real estate and 
other facilities (costs). 

This chapter elaborates trends in performance measurement in general and gives an over-
view of performance criteria and kPis to measure the performance of corporate real estate 
and building related facilities and services in connection to organisational performance The 
kPis found in literature and practice have been classified according to the impacts that are 
mentioned in the FM value Map, and will be discussed on whether they can be applied for the 
interests of different stakeholders. The findings can be used as input to integrated and well 
balanced performance management. 

purpose of perforMAnce MeAsureMenT

According to Zairi (1994) the function of performance measurement is to generate a class of 
information that will be useful in a wide variety of problems and situations. in its various forms, 
performance measurement represents the yardsticks which tell people how well they have 
done and as such motivates them to achieve higher targets (Zairi, 1994). Performance meas-
urement provides aspiration to achieve superior levels of effectiveness and competitiveness. it 
focuses on the means and results (ends) or processes and outcomes, and can be described in 
terms of practices and metrics (Zairi, 1994). Practices are characteristics which describe inter-
nal and external business behaviours which tend to lead to a performance gap. Practices could 
be related to the processes themselves, organisational structures, management systems, hu-
man factors, and strategic approaches. Performance measurement can also be described as an 
important aid to make judgments and to make decisions. Performance measurement can help 
managers to answer five strategically important questions: 1) Where have we been? 2) Where 

Table 8.2:  performance criteria organisations should meet  
(modified from Van ree, 2002)

Till 1950s
effectiveness

1960s
effectiveness

efficiency

1970s
effectiveness

efficiency

Productivity

1980s
effectiveness

efficiency

Productivity

Flexibility

1990s
effectiveness

efficiency

Productivity

Flexibility

Creativity

2000s
effectiveness

efficiency

Productivity

Flexibility

Creativity

sustainability
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are we now? 3) Where do we want to go? 4) how are we going to get there? and 5) how will we 
know that we got there? (Lebas, 1995). 

sinclair and Zairi (1995) provided a list of six dimensions to emphasize the importance and need 
for performance measurement. Performance measurement:

enhances improvement;•	
Can ensure that managers adopt a long-term perspective;•	
Makes communication more precise;•	
helps an organisation to allocate its resources to the most attractive improvements •	
activities;
is central to the operation of an effective and efficient planning, control, or •	 evaluation 
system;
Can affect the motivation of individuals and encourage right organisation behaviour;•	
Can support management initiatives and manage change.•	

Parker (2000) mentioned some similar and some additional reasons why companies should use 
performance measures, in order to:

identify success;•	
identify whether they are meeting customer requirements;•	
Understanding their processes (to confirm what they know or reveal what they do not •	
know);
identify where problems, bottlenecks and •	 waste exists and where improvements are 
necessary;
ensuring that decisions are based on facts, not supposition, emotion or intuition;•	
show if improvements planned, actually happened.•	

in connection to performance measurement, neely et al. (1995) proposed the definitions of 
three terms:

Performance measure: a metric to quantify the •	 efficiency and/or effectiveness of an 
action;
Performance measurement: the process of quantifying the •	 efficiency and effectiveness of 
action;

•	 Performance measurement system: a set of metrics to quantify the efficiency and effec-
tiveness of an action.

Brown and delvin (1997) define a performance measurement system as a complete set of per-
formance measures and indicators derived in a consistent manner according to a forward set 
of rules or guidelines. it is a means to monitoring and maintaining organisational control, i.e. 
the process of ensuring that an organisation pursues strategies that lead to the achievement of 
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overall goals and objectives (nanni et al., 1990). Performance measures can be used to force 
an organisation to focus on the right issues. 

whAT To MeAsure? A shorT Tour Through hisTory

Many authors have reflected on general performance measurement and performance criteria 
i.e. different aspects or areas of performance, and tried to link performance to concepts such 
as quality, effectiveness and efficiency. A short tour through the key features of most relevant 
frameworks regarding measuring organisational performance – including the performance 
measurement matrix, performance pyramid, Balanced score Card, and strategy mapping - pro-
vided a number of criteria that may improve our understanding of performance measurement. 

According to sink and Tuttle (1989), performance of an organisation is a complex interrelation-
ship between different perspectives of performance criteria. They identified seven performance 
criteria that are interrelated, see Figure 8.1:

Effectiveness•	 , “doing the right things, at the right time, with the right quality”: in practice, 
effectiveness is expressed as a ratio of actual output to expected output;
Efficienc•	 y, “doing things right”, defined as a ratio of resources expected to be consumed to 
resources actually consumed;

3. Quality

1. Effectiveness

6. Innovation

2. Efficiency

5. Quality of worklife

4. Productivity

7. Profitability/ 
Budgetability

Output
Downstream 

system
Transformation 

processInput
Upstream 

system

 

figure 8.1:  interrelationship between seven performance criteria  
(sink and Tuttle, 1989)
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Quality;•	  whereas quality is an extremely wide concept, to make the term more tangible, 
quality is measured at six checkpoints: 1) upstream systems, 2) inputs, 3) transforma-
tion value adding process, 4) outputs, 5) downstream systems, 6) quality management 
process;
Productivity•	 , the traditional ratio of output to input;
Quality of work life•	 , an essential contribution to a system which performs well;

•	 Innovation, a key element in sustaining and improving performance; and
Profitability/budget•	  ability, representing the ultimate goal for any organisation.

keegan et al. (1989) developed a balanced performance measurement matrix that integrates 
four different classes of business performance: cost and non-cost, internal and external, see 
Figure 8.2. This matrix is a simple and flexible framework capable of accommodating any 
measure of performance (neely, 2002). According to neely et al. (2001) the strength of the 
performance measurement matrix is that it seeks to integrate different classes of business 
performance. 

Judson (1990) developed the so-called performance pyramid. This model has subsequently 
been improved by Lynch and Cross (1991) and was adapted later on in Cross and Lynch (1992), 
see Figure 8.3 The performance pyramid establishes a clear relationship between goal setting 
and measurement, between business strategies and implementation. it also identifies meas-
urements at the team level; work teams focus on quality measures, whereas leadership teams 
focus on process or strategy (Lynch and Cross, 1991). The strength of this framework is that it 
distinctly ties together the hierarchical view of business performance measurement with the 

Non-cost Cost

In
te
rn
al

E
xt
er
na
l -  Nos. repeat buyers 

-  Nos. customer complaints 

-  Market share

- Competitive cost position 

-  Relative R&D expenditure

-  Design cycle time 

-  Percent on time delivery 

-  Nos. new products

- Design cost 

-  Material cost 

-  Manufacturing cost

figure 8.2: performance Measurement Matrix (Keegan et al., 1989)
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business process view (neely et al., 2000). its objectives and related measures are focusing 
on vision; business unit (market, financial); business operation system (customer satisfaction, 
flexibility, productivity); department and work center (quality, delivery, cycle time and waste); 
and operations.

one of the most well-known performance measurement frameworks is the Balanced score-
card (BsC) that was developed by robert kaplan and david norton in 1992, see Figure 8.4. The 
basic notion of the BsC is that organisational performance ought to be evaluated from more 
than simply a financial perspective. it helps to translate the strategy into actions from four 
perspectives:

Financial:•	  Traditional measures of profitability, revenue, and sales growth.
Customer: •	 Customer retention, customer satisfaction and market research.
Internal business processes:•	  Processes to meet or exceed customer expectation.
Learning and growth: •	 how the organisation and its people grow and meet new 
challenges.

Business 
units

Corporate 
vision

FinancialMarket

Cycle timeDelivery WasteQuality

ProductivityFlexibility
Customer 

satisfaction

Operations

Business 
operating 

systems

Departments and 
workcenters

External 
effectiveness

Internal 
effectiveness

Measures
Objectives

figure 8.3: The performance pyramid (cross and lynch, 1992)
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in the Balanced scorecard (kaplan and norton, 1992), the balanced set of four perspectives of 
performance measures involves the four fundamental questions:

how do we look to our •	 shareholders (financial perspective)?
how do our customers see us (customer perspective)?•	
What must we excel at (internal business processes perspective)?•	
how can we continue to improve and create value (learning and growth perspective)?•	

The ‘strategy map’ - a model also originated by kaplan and norton - is another approach used 
to visually represent the cause-and-effect logic of an organisation’s strategy in the four BsC 
perspectives: financial, customer, internal processes and learning and growth (kaplan and nor-
ton, 2004), see Figure 8.5. By connecting various elements with one another, strategy mapping 
helps describing and communicating the strategy among executives and to their employees.

Financial perspective

Goals Measures

Learning and growth 
perspective

Goals Measures

Customer perspective

Goals Measures

Internal business 
perspective

Goals Measures

figure 8.4: The Balanced scorecard (Kaplan and norton, 1992)
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According to the performance prism of neely et al. (2001), performance measurement systems 
should be organised around five distinct but linked perspectives of performance, see Figure 
8.6: 

stakeholder •	 satisfaction. Who are the stakeholders and what do they want and need?
strategies. What are the strategies we require to ensure the wants and needs of our •	
stakeholders?
Processes. What are the processes we have to put in place in order to allow our strategies •	
to be delivered?
Capabilities. The combination of people, practices, technology and infrastructure that to-•	
gether enable execution of the organisation’s business processes (both now and in the 
future): what are the capabilities we require to operate our processes?
stakeholder contributions. What do we want and need from stakeholders to maintain and •	
develop those capabilities?

 
in the triple P model, Tangen (2005) defines performance as the umbrella term of excellence 
and includes profitability and productivity as well as other non-cost factors such as quality, 
speed, delivery and flexibility, see Figure 8.7. Productivity involves the relation between output 
and input quantity (Tangen, 2005). Profitability is a monetary relationship in which the influenc-

STRATEGY MAP

Financial 

Perspective

Productivity Strategy Growth Strategy
Long-Term 

Shareholder Value

Improve Cost 
Structure

Increase Asset 
Utilization

Expand Revenue 
Opportunities

Enhance 
Customer Value

Customer 

Perspective

Customer Value Proposition

Price Quality Availability Selection Functionality Service Partnership Brand

ImageRelationshipProduct / Service Attributes

Internal 

Perspective

Operations Management 
Processes

-Supply 
-Production 
-Distribution 
-Risk Management

Customer Management 
Processes

-Selection 
-Acquisition 
-Retention 
-Growth

Innovation  
Processes

- Opportunity ID 
- R & D Portfolio 
-Design / Develop 
- Launch

Regulatory and Social 
Processes

-Environment 
- Safety and Health 
-Employment 
-Community

Human Capital

Information Capital

Organization CapitalCulture Leadership Alignment Teamwork

Learning and 

Growth 

Perspective

figure 8.5: strategy Map (Kaplan and norton, 2004)
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Stakeholder satisfaction 
Investors, Customers, Intermediaries, Employees, 
Regulators, Communities, Suppliers  
 

Strategies 
Corporate, Business unit 
Brands/Products/Services 
 

Processes 
Develop products & services, Generate demand, 
Fulfil  demand, Plan & manage enterprise 
 

Capabilities 
People, Practices, Technology, Infrastructure 
 

Stakeholder contribution 
 

 
 
 

OUTPUT 

 
 

INPUT 

 
 
 

Performance 

Profitability 

Productivity 

Effectiveness 

Efficiency 

Quality, delivery, 

Speed, flexibility 

Price recovery 

figure 8.6: The performance prism (neely et al., 2001)

figure 8.7: The Triple p model (Tangen, 2005)
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es of price-factors (i.e., the difference between costs and revenues). The terms effectiveness 
and efficiency are cross-functional when considered to the other three terms. effectiveness 
represents the degree to which desired results are achieved. efficiency represents how well the 
resources of the transformation process are utilized.

perforMAnce MeAsureMenT in The conTeXT of fM And creM

Alexander (2003, p. 274) identifies measurement of FM performance as one of “three essential 
issues for the effective implementation of a facilities strategy”. FM is assumed to be able to 
contribute to performance of organisations in many ways, including strategy, culture, control 
of resources, service delivery, supply chain management, and management of change (Ama-
ratunga and Baldry, 2002). in this context, the application of the performance management 
concept could be identified as a major task of an FM organisation in attempting to introduce 
performance measurement systems and how to use them to influence future performance. 

in the field of CreM we see that the demand of corporate real estate is changing considerably 
as a result of both external economic shifts and organisational change. Firms are encountered 
with a wider set of choices when they identify a need for new or improved accommodation. The 
purpose of real estate performance measurement is to comprehend the impacts of manage-
ment decision-making on success and failure of the real estate portfolio and to suggest pos-
sible improvements (Cable and davis, 2004). it is important to an organisation as it provides 
much-needed direction to management for decision making. The goals of performance meas-
urement also include determining the extent to which a building is catering to its occupants 
and identifying major issues affecting its performance adversely (douglas, 1996). Performance 
levels can be broken down into three levels of priority: 1) health, safety and security perform-
ance, 2) functional, efficiency and work flow performance and 3) psychological, social, cultural 
and aesthetic performance (Preiser 1983; vischer, 1989).

Based on the Triple-P model of Tangen (2005), de vries et al. (2008) connected real estate 
interventions to competitive advantage, profitability and productivity, see figure 4.2 in chapter 
4. Competitive advantage has been defined as the (developments in) market share. research 
from de vries (2007) demonstrated both positive and negative effects of real estate interven-
tions on organisational performance of Academies of Applied sciences, caused by real estate 
influences on production, customer satisfaction, and cost reduction and so on. however, she 
also concluded that cause-effect relationships were hard to prove, due to simultaneous chang-
es in organisational characteristics and the external context.

den heijer (2011) discussed the impact of university real estate on performance on two levels: 
1) the impact on an organisation and society, linking to business economics theories and 2) 
the impact on individuals, linking to psychology theories. in her study, the hierarchy of adding 
value is connected to the different stakeholders and linked to four main performance criteria: 
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profitability, productivity, competitive advantage (same as Tangen, 2005 and de vries, 2007) 
and sustainable development (see also figure 11.5). This model for adding value to perform-
ance could also be applied to other organisations, but the priority of each performance criteria 
might be given different rankings. however, the types of performance that a particular com-
pany strives to fulfil are very case specific.

fM And creM relATed Kpis

Cable and davis (2004) stated that performance measurement through the establishment of 
kPis helps the senior management team to make important strategic decisions. it is essential 
for organisations to describe their performance requirements in terms of factors that are criti-
cal to the successful operation. kPis represent a set of measures focusing on those aspects of 
organisational performance that are the most critical for the current and future success of the 
organisation (Parmenter, 2007). kPis are used both as indicators of individual performance and 
to inform business decisions. Becker (1988) mentioned six kPis of facilities:

no loss of business due to building services or systems failure•	
operating costs controlled and within budget•	
Proactive reporting and planning carried out•	
Low cost, function buildings•	
Promote corporate •	 image
reduced occupancy cost vs. revenue•	

varcoe (1996, p. 51) stated about the basis of strategic management in sound performance 
measures that it is “only from the firm basis of a clear understanding of the overall organi-
sational performance equation that business decisions and value-based recommendations for 
improvement supported by measurement can be made in the proper context of true organisa-
tional need”. 

The acknowledgement that operational buildings are durable physical assets that require on-
going management has created a need for more robust decision-making tools that are capable 
of evaluating the respective influences of different operations, maintenance and service usage 
strategies throughout the extended service life of a facility (Preiser and vischer, 2005). Bon et 
al. (1998) mentioned that real property performance should be measured with the objective of 
gradually changing the character of the entire portfolio via continual managerial action bent on 
improving real property performance. in the past, FM in general, and public sector FM in par-
ticular, was overtly focused on the indicator of cost per unit area as the ubiquitous comparator 
of building performance enshrined in various guides, codes, and benchmarking schemes (Price, 
2004, 2007; Pinder and Price, 2005; hinks et al., 2007). nowadays a slowly growing interest 
comes to the fore into output indicators that measure benefits as well. 
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Table 8.3:  35 indicators relating to building and facilities in four categories  
(lavy et al., 2010)

financial indicators

1.  operating costs

2.  occupancy costs

3.  Utility costs

4.  Capital costs

5.  Building mainte-

nance cost

6.  Grounds-keeping 

cost

7.  Custodial and janito-

rial cost

8.  Current replace-

ment value (Crv)

9.  deferred mainte-

nance, and deferred 

maintenance 

backlog

10.  Capital renewal

11.  Maintenance ef-

ficiency indicators 

(Mei)

12.  Facility condition 

index (FCi)

13.  Churn rate and 

churn Costs

physical indicators

1.  Building physical condition 

– quantitative: Building Per-

formance index (BPi)

2.  Building physical condi-

tion – qualitative: general 

building maintenance in: (1) 

building physical condition; 

(2) sanitary, plumbing and 

storm water; (3) mechanical 

services; and (4) lighting  

and electrical

3.  Property and real estate

4.  Waste

5.  health and safety

6.  indoor environmental qual-

ity (ieQ)

7.  Accessibility for disabled

8.  resource consumption – 

energy: (1) energy use: total 

facility energy use; or build-

ing energy use; (2) net en-

ergy consumption; (3) annual 

energy consumption;  

(4) total natural gas con-

sumption; (5) building elec-

trical consumption; or (6) 

building electrical demand, 

demand intensity, or peak 

electricity demand

9.  resource consumption – wa-

ter: (1) water consumption; 

or (2) net water consumption

10.  resource consumption 

– materials: (1) material 

consumption, or (2) net 

material consumption

11.  security

12.  site and location

functional 
indicators
1.  Productivity

2.  Parking

3.  space utilization

4.  employee or oc-

cupant’s turno-

ver rate

5.  Mission and vi-

sion, and Mission 

dependency 

index (Mdi)

6.  Adequacy of 

space

survey-based 
indicators
1.  Customer/building 

occupants’ satisfac-

tion with products or 

services

2.  Community satisfac-

tion and participation

3.  Learning environment, 

educational suitability, 

and appropriateness 

of facility for its 

function

4.  Appearance
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Based on s literature search, Lavy et al. (2010) presented 35 major indicators relating to build-
ing and facilities, classified in four categories, see Table 8.3:

Financial indicators1. , which relate to costs and expenditures associated with operation and 
maintenance, energy, building functions, real estate, plant, etc.;
Physical indicators2. , which are associated with the physical shape and conditions of the 
facility, buildings, systems, and components;
Functional indicators3. , which are related to the way the facility and the buildings function 
and which express building appropriateness through space adequacy, parking, etc.; and
Survey-based indicators4. , which are based solely on respondents’ opinion to surveys that 
are primarily qualitative in nature.

den heijer (2011) has in her Phd-study identified a number of kPis to measure the perform-
ance of a university, divided in kPis for productivity, profitability, competitive advantage and 
sustainable development as shown in table 11.2 in chapter 11. except for competitive advan-
tage all groups of kPis includes several kPis that are related to real estate.

in a current Phd research into performance measurement of workplace change (riratana-
phong, 2011) a huge number of kPis has been clustered in six perspectives of business per-
formance according to the BsC concept (Bradley, 2002): 

stakeholder •	 perception (e.g. customer satisfaction and loyalty, community sentiment) re-
fers to customer perspective of the BsC.

•	 Financial health (e.g. economic or market value added) refers to financial perspectives of 
the BsC.
organisational development (e.g. innovation quality and quantity, cultural factors, team •	
formation and new process introduction rate) refers to the internal business process per-
spective of the BsC.
Productivity (e.g. space •	 utilization, process speed and quality, waste levels) refers to learn-
ing and growth perspective of the BsC.

•	 environmental responsibility (including transport-related sustainability effects) refers to 
internal business process perspective of the BsC.
Cost •	 efficiency (total occupancy cost related to revenue generation) refers to the financial 
perspective of the BsC.

in order to connect the list of kPis to the FM value Map of Jensen (2010), the clusters have 
been adapted and re-arranged in two main categories: surroundings and core business, with 
respectively four sub-categories (economic, social, spatial, environmental) and five sub-cat-
egories (satisfaction, cost, productivity, adaptation, culture). “reliability” refers to continuity, 
security and safety, and is not included as a separate category, but incorporated in issues such 
as ‘Quality of facilities’ (e.g. physical condition of facilities, number of building quality audits). 
Table 8.4 shows the list of performance criteria and kPis originated from Bradley (2002), 
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Table 8.4:  fM and creM performance criteria and Kpis according to the literature – 
clustered in connection to fM Value Map impacts

fM Value Map impacts 
surroundings

core business

 economical
 social

 spatial
 environmental

 satisfaction

fM/ cre Kpis

 not mentioned at all

-  Contribution to public policy and societal priorities (Modern Comptroller-

ship, Workplace of the Future, Government online, Greening of Govern-

ment operations) (rPs) (hagarty and Wilson, 2002; rPs, 2003)

not mentioned at all

environmental impacts
 - Contaminated sites management (BCBC, 2003)

 - Amount of garbage (Lindholm and Gibler,2005)

 - Transport- related sustainability effects (Bradley, 2002)

 - sustainable development objectives (hagarty and Wilson, 2002)

 - sustainability (GsA real Property Performance results, 2006)

 - Progress Against sustainable development objectives (rPs, 2003)

energy performance (hinks and Mcnay, 1999)
 - energy use/square meters (statsbygg, 2003)

 - energy intensity (BCBC,2003)

 - energy consumption (conservation) (Lindholm and Gibler,2005)

 - number of energy audits (Lindholm and Gibler, 2005)

employee satisfaction with work environment
(Arthur Andersen, 1993; nourse 1994; Bdeir, 2003; hinks and Mcnay, 1999; 

Lindholm and Gibler, 2005)

 -  Quality of indoor environment (lightning, air conditioning, temperature) 

(kincaid, 1994)

 - noise level (kincaid, 1994)

 - Provision of safe environment (hinks and Mcnay, 1999)

 -  Amount of workplace reforms and space modifications (Lindholm and 

Gibler, 2005)

 - ratio of office to common areas (Lubieniecki and desrocher, 2003) 

 - Provision of amenities (Bdeir, 2003)

 - Absentee rates by buildings (Massheder and Finch, 1998)

employee satisfaction with cre services 
(duckworth, 1993; Lubieniecki and desrocher, 2003)

 - employee satisfaction with professional skills (Lindholm and Gibler, 2005)

 -  employee satisfaction with information sharing (Lindholm and Gibler, 

2005)
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core business
 satisfaction

 cost

location success factors (proximity to required transportation 
modes, access to employees, amount of local amenities) 
(duckworth 1993; Lubieniecki and desrocher, 2003; Lindholm and Gibler, 

2005)

 -  Proximity to required transportation (duckworth 1993; Lubieniecki and 

desrocher, 2003)

 -  distance to employees homes/ customers /others sites and business units 

(Lindholm and Gibler, 2005)

 -  Customer satisfaction with responsiveness (Amaratunga and Baldry, 

2002)

customer satisfaction with facilities (Lindholm and Gibler, 2005)

 -  overall Tenant satisfaction with Property Management services (rPs, 

2003)

 -  survey rating of extent to Which Full service Workplace Provisioning 

solutions Meet Customer needs (BCBC, 2003)

 -  rating based on building attributes (duckworth, 1993)

 - number of helpdesk calls per square foot (Bon et al., 1998)

occupancy cost
-  occupancy cost per square foot (Arthur Andersen, 1993; nourse, 1994; 

Bon et al., 1998; Massheder and Finch, 1998; Bdeir, 2003)

-  occupancy cost per employee (Arthur Andersen, 1993; Massheder and 

Finch, 1998; Bdeir, 2003)

-  occupancy cost as a % of total operating expense (Arthur Andersen, 1993; 

Bdeir, 2003)

-  occupancy cost as a % of operating revenue by building or business unit 

(Massheder and Finch, 1998; Bradley 2002)

- occupancy cost per dollar or per unit of revenue (nourse, 1994)

- occupancy cost per seat (Bdeir, 2003)

- occupancy cost per customer (Bon et al., 1998)

-  Actual extra occupancy cost versus predicted cost (Massheder and Finch, 

1998)

- occupancy cost per sales or turnover (Lindholm and Gibler, 2005)

- occupancy cost per business unit (Lindholm and Gibler, 2005)

- Building occupancy Charge (BoC) savings to customers (BCBC, 2003)

- Lease costs per square metre (BCBC, 2003)
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core business
 cost

 productivity

Building and fM costs
- Total Annual Building occupancy Charges (BCBC, 2003)

-  Cost of services and resources (cleaning, catering, furnishing, office arti-

cles) (nen 2748)

-  external facilities costs (external accommodation, layout of home work-

place, transport) (nen 2748)

-  Facility management costs (environment, working conditions, quality) 

(nen 2748)

-  Cost per square foot (owned/leased) (GsA real Property Performance 

results, 2006)

- Cost per Cre employee (Bdeir, 2003)

- operation cost/square meters (statsbygg, 2003)

- Maintenance cost/square meters (statsbygg, 2003)

-  different costs per square metre, such as energy consumption; operations 

and maintenance cost; and leasing costs (nPB, 2003)

-  Cost of leased vs. owned inventory (hagarty and Wilson, 2002)

-  Total project cost in relation to budget, the exceeding of total property 

management budget and administration budget (statsbygg, 2003)

- number of moves per year (Lindholm and Gibler, 2005)

-  vacancy rates (hagarty and Wilson, 2002; GsA real Property Performance 

results, 2006; BCBC, 2003; rPs, 2003)

- Cost of under utilized space (Lindholm and Gibler, 2005)

- Workplace standards in use (Lindholm and Gibler, 2005)

- Cost of acquisitions versus returns (Massheder and Finch, 1998)

- holding costs per year (Massheder and Finch, 1998)

workplace
- Working environment (kaczmarczyk and Morris, 2002)

-  Alternative Workplace Arrangements (GsA real Property Performance 

results, 2006)

- distance employees commute (duckworth, 1993)

strategic involvement
-  Cre involved in corporate strategic planning (Lubieniecki and desrocher, 

2003)

- Cre integrated with hr strategies (Lubieniecki and desrocher, 2003)

-  Cre activitely involved in firm-wide initiatives such as special asset use, 

consolidations, or shared services opportunities (Lubieniecki and desro-

cher, 2003)

human resource
- Productivity percent (Carder, 1995; van der voordt, 2004)

- Absentee rates by buildings (Massheder and Finch, 1998) 

-  employees’ opinion on how well the workplace supports their productivity 

(Lindholm and Gibler, 2005)
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core business
 Adaptation Accommodation usage 

(hagarty and Wilson, 2002; kaczmarczyk and Morris, 2002; rPs, 2003)

-  Area leased as percentage of total area (m2) (statsbygg; Lindholm and 

Gibler, 2005)

- Percent of space occupied (nourse, 1994; Bdeir, 2003)

- Gross floor area per usable floor area (Massheder and Finch, 1998)

- space supply and demand ratios (rPs, 2003)

- Percentage of surplus assets sold (Lindholm and Gibler, 2005)

- Length of lease terms (Lindholm and Gibler, 2005)

- effective utilisation of space (hinks and Mcnay, 1999)

-  Amount of teamwork space (information workers) (Lindholm and Gibler, 

2005)

-  number of workstations per employee (information workers) (Lindholm 

and Gibler, 2005)

-  vacancy rates (hagarty and Wilson, 2002; GsA real Property Performance 

results, 2006; BCBC, 2003; rPs, 2003; Lindholm and Gibler, 2005)

employees housed (GsA real Property Performance results, 2006) 

-  square feet per employee (Arthur Andersen, 1993; nourse, 1994; Massh-

eder and Finch, 1998; Bdeir, 2003; Lindholm and Gibler, 2005)

-  Total square feet employees housed (GsA real Property Performance 

results, 2006)

- Area managed/employee (BCBC, 2003)

Quality of facilities (Lindholm and Gibler, 2005)

- Physical condition of facilities (Lindholm and Gibler, 2005)

- Amount of distance work settings in use (Lindholm and Gibler, 2005)

- number of building quality audits (Lindholm and Gibler, 2005)

-  suitability of premises and functional environment (hinks and Mcnay, 

1999)

- equipment provided meets business needs (hinks and Mcnay, 1999)

-  number of development projects (obsolete properties) (Lindholm and 

Gibler, 2005)

-  development of unique system to measure the quality of internal and ex-

ternal facility services (nPB, 2003)

- standards of cleaning (hinks and Mcnay, 1999)

-  All work on properties done in accordance with approved maintenance 

plan (statsbygg, 2003)

-  Time wasted with interruptions (due to open space layout) (Lindholm and 

Gibler, 2005)

-  ratio of Area Managed per operations and Maintenance employee (BCBC, 

2003)
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Carder (1995), General services Administration (2006), kaczmarczyk and Murtough (2002), 
kaczmarczyk and Morris (2002) and Wilson et al. (2003), and subsequently compared with 
hinks and Mcnay (1999) and Lindholm and Gibler (2005). Testing which ones were applied to 
measure the effects of a move to another accommodation, it turned out that only a very limited 
number of these kPis were used in practice as shown in chapter 16. 

discussion And concluding reMArKs

According to Amaratunga and Baldry (2002), in order to make effective use of its performance 
measurement outcomes, an organisation must be able to make the transition from measure-
ment to management. Performance management is defined as “the use of performance meas-
urement information to effect positive change in organisational culture, systems and processes, 
by helping to set agreed-upon performance goals, allocating and prioritizing resources, inform-
ing managers to either confirm or change current policy or program directions to meet those 
goals, and sharing results of performance in pursuing those goals” (Procurement Executives’ 
Association, 1999). The development of performance measurement in management has fol-
lowed a path that has been influenced by the general push to improve quality and service, in ad-
dition to meeting cost parameters (Amaratunga and Baldry, 2002). Performance management 
programmes provide feedback based on specifics rather than generalizations and are based 
on specific objectives derived from the desired outcome of performance measurement results 
(Amaratunga and Baldry, 2002).

The literature review traced a number of models that link both organisational performance and 
performance of real estate and building related facilities to general concepts such as quality, 
effectiveness and efficiency (van ree, 2002; sink and Tuttle, 1989; Lynch and Cross, 1991) and 
adding value (de vries et al., 2008; den heijer, 2011). Furthermore a huge number of perform-
ance criteria and kPis have been mapped and clustered in connection to its impact on organi-

core business
 Adaptation

 culture

cre unit quality (Lindholm and Gibler, 2005)

- Time used in project versus time budgeted for the project

- Money spent on project versus money budgeted on the project 

- Amount of advice given to other business units

-  Use of company logos and colour in workplace design (Lindholm and 

Gibler, 2005)

nPB  = national Property Board of sweden
BCBC = British Columbia Buildings Corporation
rPs = real Property services (rPs) Branch of Public Works and Government services Canada
statsbygg = norwegian directorate of Public Construction and Property
nen = The netherlands standardisation institute
GsA = U.s. General services Administration
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sational performance and adding value by FM and CreM. This improved understanding may as 
such help to find benefits for different stakeholders, inside and outside the organisation. Many 
authors mention the significance of a wide set of performance criteria, including sustainability 
(van ree, 2002; den heijer, 2011), creativity (van ree, 2002) and stakeholder satisfaction (ka-
plan and norton, 1992; neely et al., 2001). in order to reduce the complexity of performance 
measurement, a wide range of kPis needs to be arranged in a more practicable way. in this 
chapter the principles of the kaplan and norton’s strategy map (2004) – representing cause-
and-effect relationship of an organisation’s strategy in four BsC perspectives and the FM value 
Map (Jensen, 2010) showed to be helpful to clearly clustering a huge number of kPis in con-
nection to core business and the surroundings.

The overview of kPis can be useful to organisations in different contexts and on different lev-
els: operational, tactical and strategical. The present list goes beyond cost efficiency and con-
nects organisations’ strategic objectives to performance management and as such links FM 
and CreM to the core business. The kPi list can provide performance measurement informa-
tion that effects positive change in organisational culture, systems and process. The shift from 
performance measurement to performance management is by helping to set the agreed-upon 
performance goals, allocating and prioritizing organisation’s resources.

A next research step could be to test which kPis are being preferred in practice, why and by 
whom, and how the selection and priorities are linked to organisational characteristics and the 
external context.
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9.  The Added VAlue of QuAliTATiVe reseArch 
ApproAches

Doris Waldburger and Susanne Balslev Nielsen

ABsTrAcT 

Purpose: The purpose of the chapter is to show the benefits that qualitative methodologies 
provide to gain a better understanding of the personal and subjective aspects of Facility Man-
agement, so that facility managers have a better knowledge basis for planning, evaluating and 
learning about FM and added value of FM. 
Methodology: A literature study of methodological books on qualitative research, FM literature 
and examples of qualitative studies of value and added value. Priority is given to interviews as 
the main research technique. The insights from the literature study are transferred into the 
context of added value in FM. 
Findings: The benefits from applying qualitative research techniques are firstly that the open, 
dynamic and flexible nature supports an explorative approach and allows the expression of 
novel insights. secondly, it is a people-centric approach and therefore useful for investigations 
of personal interpretations (e.g. of value of FM) and in general to discover the underlying rea-
sons for people’s behaviour and FM preferences. 
Practical implications: Practitioners who aim for a systematic knowledge base on the qualita-
tive aspects of value creation and value perception are encouraged to make use of qualitative 
methodologies. This chapter might inspire facility managers and increase the awareness and 
appreciation for qualitative research in order to better manage their daily tasks.
Research limitations: This chapter focuses on characteristics of qualitative research methods 
and not on quantitative methods, mixed methods or the polarization between qualitative and 
quantitative methods. it does not give methodological guidelines, but presents how qualitative 
approaches can help to explore the added value in FM. Before applying the suggested tech-
niques, we encourage practitioners and less experienced researchers to consult methodologi-
cal books on the specific technique, as the pitfalls and difficulties in managing large amounts of 
qualitative data are less exposed in this chapter.
Originality/value: The originality of this chapter is the presentation of the potential of qualita-
tive methods in the field of added value in FM.

Keywords: interviews, Grounded Theory, Conceptual Framework, strategic decision-Making, 
Literature study.
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inTroducTion

A fictive situation:
“Ms Hanks is responsible for the Facility Management team in a medical-supply company. She 
recently came across the FM Value Map (Jensen, 2010, see also chapter 3) and recognised this 
as a useful way of structuring a story line about how her FM team creates value for both the 
core business (owners, staff, customers) and its surroundings (society, customers). Ms Hanks 
is very motivated to learn more about the services her team provides, in order to create more 
value and improve their performance. When studying the FM Value Map, her interest particularly 
concerns the second level of FM processes: planning, coordinating, controlling, and improving, 
and how she may increase the value creation by improving these FM processes. But Ms Hanks 
does not exactly know which aspects must be improved in order to create more value in the 
delivered services. Looking at the budgets and the technical reports about the facilities, it is not 
clear what would make a notable difference. Conversations with her users, the company HR-
team and the board tells her that in order to innovate FM in the company, her team needs to 
go beyond numbers in order to identify the stakeholders’ individual preferences, to understand 
reasons for dissatisfaction and to develop ideas for improvements. Therefore, she decides to hire 
an expert in qualitative research methodologies to help her describe FM in the company, and to 
explore development potentials.” 

so far, quantitative studies have dominated both practical and academic studies in the field of 
business and management research in recent decades. According to Coenen and von Felten 
(2012), a cost and engineering driven perspective dominated in FM. Many studies followed a 
quantitative methodology which allowed the verification of hypotheses and the measurement 
of financial or technical aspects. however, not only measurable, verifiable and quantifiable top-
ics were of interest in recent years. Also soft, subjective and situational concepts like value 
(Georges and eggert, 2003) attracted increasing attention. As the quantitative methodology 
does not suit these concepts, these concepts claim for other methodological approaches that, 
in contrast to quantitative methodologies, enable a more flexible, dynamic and individual re-
search process. This chapter presents such a methodology by introducing the main character-
istics of the qualitative methodology and its contribution to the research of added value in FM. 

The chapter is structured as follows: First, the general characteristics of qualitative methods 
that favour the exploration of the added value in FM are presented. in the second part, this 
chapter outlines the potential of the qualitative methodology for the identification of the term 
value by presenting empirical studies from business and management contexts that explore 
the value concept using interview techniques. The insights from both the characteristics of 
qualitative methodology in general and the empirical literature dealing with the identification 
of value are transferred into the field of FM. By doing so, the contribution of qualitative methods 
to the identification of the relatively unknown issue of added value in FM is presented. exam-
ples highlight the potential and practical relevance of qualitative methods for facility managers 
when dealing with complex questions around value in their daily business. 
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QuAliTATiVe MeThodologies: chArAcTerisTics And TechniQues

Qualitative research is today an established research discipline with its own methods, schools 
and journals. Many books are published to support researchers in applying techniques like 
interviews, observations and other qualitative research methodologies (hennink et al., 2011; 
Creswell, 2009; Willis, 2008). This section is an introduction to the characteristics of qualitative 
research and its strengths for exploring the added value of FM as an alternative or supplement 
to quantitative research with statistical analyses. 

 
chArAcTerisTics of QuAliTATiVe MeThodologies
The literature provides several characteristics of qualitative methods that are relevant for the 
investigation of the value concept in FM:
 

Open, dynamic and flexible nature:•	  in contrast to the rigid structure of quantitative meth-
ods, qualitative methods provide an open approach to the research field which allows the 
researchers to adapt the research structure to the research process and therefore to dis-
cover new and unexpected aspects of a research field rather than verify an assumption 
about it. Therefore, qualitative research is especially recommended to explore phenomena 
about which little is known or to gain novel understandings about existing phenomena 
(Meyers, 2009). 
People-centric perspective: •	 This characteristic allows generating insights to the inner 
experience of participants by focusing mainly on subjective perceptions and actions. The 
qualitative research approach allows connecting with the participants on a human level 
and makes it possible to explore individual human behaviours and perceptions and its di-
versity among different people. in qualitative studies, the person of the researcher himself 
is seen as a part of the research process and his individual influence is accepted (Corbin 
and strauss, 2008). 
Focus on reasons and the underlying backgrounds: •	 Qualitative research aims at the un-
derstanding and giving reasons for phenomena which are observed in the research field 
(Corbin and strauss, 2008). Because of the focus on underlying structures, qualitative re-
search approaches are often used to find out intricate details about a specific research 
topic (Corbin and strauss, 2008). 

in summary, qualitative methods are characterised by an open, interpretative and context-
oriented approach, with the purpose of exploring the qualitative aspects of the research topic 
and less the quantitative characteristics. however quantitative and qualitative research meth-
odologies are also seen in combination as two research approaches that are supplementing 
each other. 
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doMinATing TechniQues in QuAliTATiVe MeThodologies

data collection
in qualitative research, many alternative forms of data collection and data analysis do exist. 
According to sandelowski (2002) all these alternatives can be structured into four large cat-
egories of data collection methods:
 

observations, •	
Analysis of documents, •	
Analysis of artefacts and •	
interviews•	

Throughout qualitative research, the interview in various forms must be said to be the so far 
most dominant technique. sandelowski (2002) states that the interview has even become the 
gold standard method for qualitative data collection as the delivered text data seem to be the 
easiest to be analyzed (sandelowski, 2002). Because of the popularity and accessibility and 
therefore the easy applicability and practicability of qualitative interviews, this chapter focuses 
on interviews as an instrument for the research of added value in FM. 

According to Myers (2009), all kinds of interviews may be classified into three basic types: 
structured, unstructured and semi-structured interviews. structured interviews are based on a 
precisely planned interview process. They provide consistency across the interviews, but they 
hardly allow the pursuit of new lines that might emerge during the interview. on the other side, 
unstructured interviews involve hardly any pre-formulated questions and the interviewees are 
free to say what they want. The third type of interviews, the semi-structured interview, lies 
between the structured and the unstructured interview. semi-structured interviews are based 
on some pre-formulated questions, and the interview process is partly planned, but there does 
not have to be strict adherence to this plan. The interviewer can use the pre-formulated ques-
tions as guideline, but he or she can also react flexibly to the development of the conversation. 
Therefore, the interviewer has the possibility to focus on topics and questions of interest while 
also allowing the interviewee to add unknown insights. As semi-structured interviews combine 
the advantages of structured and unstructured interviews while minimizing the risks, this in-
terview type will be of special interest for the research of added value in FM. structured, semi-
structured and unstructured interviews can be held as individual interviews or group interviews 
(Myers, 2009). 

data analysis
A widely used technique for qualitative data analysis is Grounded Theory. According to Myers 
(2009), Grounded Theory is a hierarchical analysis process in which specific characteristic fea-
tures and patterns that can be observed in the data are pointed out and result in the develop-
ment of a generalized, conceptual framework (Mayring, 2007; Flick, 2005; strauss, 1991). As 
Grounded Theory is characterised by an explorative rather than confirmatory analysis process 
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and as it aims at the development of a theoretical framework, Grounded Theory provides a 
suitable method for the research of organisational phenomena (Myers, 2009) and, as it will be 
shown below, also for the exploration of added value of FM.

The qualitative analysis process is not precisely predefined, some ambiguity or uncertainty may 
appear because results are not always obvious (Corbin and strauss, 2002). Furthermore, in-
terview data are often analysed uncritically which leads to descriptive and case-bound results 
instead of a conceptual framework which may be applied on a strategic level (sandelowski, 
2002). Therefore, quality criteria for the qualitative research process must be respected. dif-
ferent approaches have been made to define evaluation criteria for qualitative studies (strauss 
and Corbin, 2002; Groat and Wang, 2002; steinke, 2009). in this chapter, the criteria by steinke 
(2009) are presented because of their closeness and relevance to FM practitioners. 

indication of methodology and adequacy of the chosen •	 qualitative methodology.
relevance: results are of use to the stakeholders and generate a •	 conceptual framework 
which may be of use for third parties.
empirical base: resulting theoretical framework is supported by the interview data, devel-•	
opment process is transparent.
Generalizability: possibility to transfer the •	 conceptual framework on other contexts (other 
people, situations, surroundings). For the implementation of results from qualitative stud-
ies in strategic decision making, this criterion is of special importance (see below). 
intersubjective traceability: transparent documentation of research process and results.•	

Basically, all these criteria need to be respected in each qualitative research process and when 
presenting the results. in specific studies, some quality criteria are of particular importance, as 
illustrated by the examples of FM research in this chapter. 

Beyond the quality criteria to the production of qualitative knowledge are the ethical considera-
tions that the researcher must take into consideration; such as trust, confidentiality and gen-
eral respect to interviewees. Action research should here be mentioned as a special approach 
within qualitative research, where researchers commit themself explicitly to co-generation of 
knowledge and mutual learning of interviewees and researcher (Greenwood and Lavin, 1998; 
nielsen, 2006). This leads to a research design where the interviewees are part in data collec-
tion and interpretation of data (e.g. participant observation techniques). This is a new approach 
in FM research (Moss et al., 2007; Alexander et al., 2003). 

QuAliTATiVe sTudies of VAlue And Added VAlue

This section analyses five examples of empirical research that deal with the identification of 
(added) value by means of qualitative methodologies, especially interviews. The examples 
originate primarily from business- and management-related research. This paragraph does not 
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Table 9.1: selected studies using qualitative methodology for the research of value

Article

de Chernatony, L., harris, F. 

and dall’olmo riley, F. (2000): 

Added value: its nature, roles 

and sustainability. european 

Journal of Marketing, 4(1), p. 

39-56.

Corsaro, d. and snehota, i. 

(2010): searching for rela-

tionship value in Business 

Markets: Are we missing 

something? industrial Mar-

keting Management, 39(6), p. 

986-995.

Ulaga, W. (2003): Capturing 

value Creation in Business 

relationships: A customer 

perspective. industrial Mar-

keting Management, 32(8), p. 

677-693.

Georges, L. and eggert, A. 

(2003): key Account Manag-

ers’ role Within the value 

Creation Process of Collabo-

rative relationships. Journal 

of Business to Business Mar-

keting, 10(4), p. 1-22.

sarshar, M. and Pitt, M. 

(2009): Adding value to 

clients: learning from four 

case-studies. Facilities, 27(9), 

p. 399-412.

Jensen; P.A; nielsen; k. and 

nielsen, s.B. (2008): Facilities 

Management. Best Practice 

in the nordic Countries – 36 

cases. CFM (for detailed de-

scription of this reference see 

chapter 3.). 

Qualitative 
methodology 
indicated in 
the article
(semi-) struc-

tured in-depth 

interviews

Focus Group 

interviews

semi-struc-

tured in-depth 

interviews

Template 

Analysis

Grounded 

Theory

in-depth 

interviews 

in-depth 

interviews

Focus group 

interview

Content 

analysis

semi-

structured 

interviews

Grounded 

Theory Coding

interviews 

and case stud-

ies of best 

practice

Value 
term

Added 

value

economic 

value

relation-

ship value

Customer-

perceived 

value

Client/

Customer 

value

relative 

value and 

the holis-

tic value 

map 

explicit 
relation 
to fM

no

no

no

no

Yes

Yes

contribution of qualitative 
methodology

revelation of opinions and feelings 

related to term Added value and 

identification of underlying reasons. 

revelation of individual, subjective 

perceptions and personal under-

standing of the term economic 

value.

revelation of intricate details and 

multidimensionality of relational 

value. 

development of a decision instru-

ment for managers. 

identification of eight value drivers.

identification of two basic functions 

of key account managers in the 

value creation process.

Formulation of strategic 

recommendations.

Qualitative study may be combined 

with a quantitative study.

Generation of novel, unexpected in-

sights about customer/client value.

development of a conceptual 

framework that leads to a strategy 

for FM.

revelation of the organisational de-

velopment process and the lessons 

learned by the interviewed facility 

managers.
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focus on different understandings of the term value and related terms, but on the contribution 
of qualitative interviews to the understanding of added value. Table 9.1 shows an overview of 
these studies.

only two of the presented studies (sarshar and Pitt, 2009) relates to value in FM. one of these 
two studies is presented at the end of this chapter as it leads to the paragraph that combines 
the three aspects (FM, added value, qualitative methodologies). The other one (Jensen et al., 
2008) is described in chapter 3 in this book.

discoVering underlying reAsons for opinions And feelings
de Chernatoy et al. (2000) conducted in-depth interviews with brand and management experts 
in order to understand the meaning, the roles and the sustainability of the term added value. 
They chose qualitative methodologies because they preferred an exploratory approach as they 
felt that many different concepts and interpretations of the term added value exist among the 
interviewees. An important result of this study is that the meaning, the roles and the sustain-
ability of added value is interpreted in different ways by different people. For example, many 
interviewees defined added value as a relative rather than an absolute concept; only one singu-
lar person interpreted added value as a process issue. This means that the qualitative approach 
made it possible to show both major and individual perceptions of added value. Furthermore, 
de Chernatoy et al. (2000) also confronted sceptical and ambiguous statements related to the 
term added value among the interviewees. By use of qualitative methodologies, it was possible 
to identify positive and negative opinions and feelings like scepticism and uncertainty that the 
interviewees connect with the research topic. Asking for the reason for this scepticism showed 
that according to the interviewees, the term added value is not specific and lacks precision 
which makes it difficult to handle. An advertising consultant for example explained: “It isn’t 
specific. Where are we adding value? Do you mean value of money or value in term of intangible 
values, satisfaction? ... It is a meaningless phrase. You cannot act upon it, until people have iden-
tified what kind of value. Value is one of the loosest words you can come across. …You need to 
specify” (de Chernatoy et al., 2000). This statement shows exactly the advantage of the quali-
tative approach: The interviewee is able to express his strong feeling of uncertainty in his own 
words. he is strongly convinced that the term needs to be more specified. in summary, the use 
of in-depth interviews revealed opinions and feelings connected to the term added value. This 
is a unique advantage of the qualitative approach as quantitative approaches do not reveal such 
emotional or individual aspects. due to the flexibility and dynamics of qualitative approaches, it 
was also possible to get to the underlying reasons for these opinions and feelings. 

cApTuring suBJecTiVe And conTeXT-specific perspecTiVes
Corsaro and snehota (2010) investigated the economic dimension of value in business rela-
tionships of the iCT sector. The data collection consisted of focus group interviews and semi-
structured personal in-depth interviews. Focus group is a special methodology for thematic 
interviews with several persons at the same time. This, among others, has the strength of com-
mon reflections and quick assessment of eventual disagreements. The focus group interviews 
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aimed at identifying the elements of value for the customer. The insights gained in the focus 
groups were integrated in the following personal interviews where the specific value in the re-
lationship with a specific supplier was investigated. Corsaro and snehota (2010) found that the 
perceived value in a specific business relationship tends to be actor-specific: it differs even for 
actors involved in the same relationship which makes it a relative term. Corsaro and snehota 
(2010) conclude that value is a subjective, situation-specific concept which is developed in busi-
ness interactions. The open and human-oriented approach of qualitative methodologies (focus 
group, semi-structured interviews) allowed emphasizing these individual perceptions and per-
sonal understandings of the economic value dimension. Corsaro and snehota (2010, p. 990) 
show that value depends on individual perceptions: For customer A, “relationships between 
individuals” is the most important source of value in the relationship with the supplier, whereas 
for customer B describes the “suppliers ability to personalize products and services” as the 
source of value. This example shows that although customer A and B refer to the same busi-
ness partner, their value perception is totally different. such individualities cannot be revealed 
by quantitative approaches as they focus on the perceptions of the majority. The qualitative 
research approach therefore adds value to the research of the value concept by admitting 
subjective attitudes and opinions. 

deVeloping A concepTuAl frAMeworK for A VAlue-orienTed Business 
sTrATegy

The grounded-theory approach proved to be suitable for the exploration of the relational value 
dimension: This approach made it possible to identify eight relationship value drivers: Product 
Quality, service support, delivery, Time-to-Market, supplier know-how, Personal interaction, 
Price and Process Costs (Ulaga, 2003). each of these relationship value drivers consists of 
several dimensions with which the drivers may be identified, see Figure 9.1. 

Thus, the grounded-theory-based approach provided a key model of value drivers and also 
revealed their dimensions and characteristics. Therefore, the qualitative approach proved to 
be suitable to obtain intricate details about the research field. it enabled the expression of 
the multidimensionality of the relational value dimension. A model of relationship value was 
developed which captures the relevant facets of the relational value construct, which functions 
as a decision instrument for managers and may be integrated in the development of a value-
oriented business strategy.

forMulATing sTrATegic recoMMendATions for The creATion of cusToMer 
perceiVed VAlue
Georges and eggert (2003) looked at how key account managers contribute to the creation 
of customer-perceived value. By conducting and analysing 20 in-depth interviews and a focus 
group interview with key account managers, they identified eight value drivers. Additionally, 
they found that key account managers serve two basic functions in the creation of custom-
er-perceived value: an internal one (coordination of complex customer-related organisational 
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processes) and an external one (improvement of the fit between the organisation’s value of-
fer and the customer’s needs). The eight value drivers and the two basic functions provide a 
conceptual framework for value creation in a key account management setting. Based on this 
framework, Georges and eggert (2003) formulate strategic recommendations. They recom-
mend that key account managers are informed about their value driving activities so that key 
account managers can provide services that create most customer value. Furthermore, the 
conceptual framework also provides guidance for senior management on how to measure the 
performance of key account managers. 

product Quality
· Product performance
· Product reliabilty
· Product consistency

delivery
· On-time delivery
· Delivery flexibility
· Accuracy of delivery

Time-to-Market
· Design tastk
· Prodotype development
· Product testing and validation

direct product cost (price)
· Price above, below, at competition
· Annual price decreases
· Cost reduction programs

service support
· Product-related services
· Customer information
· Outsourcing of activities

supplier Know-how
· Knowledge of supply market
· Improvement af existing products
· Development of new products

personal interaction
· Communication
· Problem solvin
· Mutual goals

process costs
· Inventory management
· Order-handling
· Incoming inspections
· Manufacturing

figure 9.1: relationship value drivers and their dimensions (ulaga, 2003, p. 682)
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deVelopMenT of A concepTuAl frAMeworK ThAT leAds To A sTrATegy for fM
sarshar and Pitt (2009) explored how FM can add value to clients. Their research focused on 
client and supplier perceptions. They conducted semi-structured interviews which focus on the 
topics business strategy and outsourcing direction/strategies, management and expectations. 
The Grounded Theory analysis of the interviews resulted in eight key issues which provide a 
theoretical framework. The results from the qualitative research process mainly supported 
the academic literature recommendations. Many aspects indicated in the literature were con-
firmed (e.g. service quality as a relative concept, satisfied customers are loyal). however, the 
interviews also generated novel insights: issues related to service process quality were un-
expectedly firmly emphasized in the interviews. Furthermore, the literature suggests that a 
reduction of acquisition costs leads to higher charging suppliers during the contract’s lifetime. 
Although a positive reaction to these hypotheses was expected, it was not supported by the in-
terviewed suppliers. The same was observed concerning the existing hypotheses that risk man-
agement is important: this was not featured highly in the customer interviews. Therefore, the 
semi-structured interviews and its grounded-theory-based analysis allowed both focusing on 
existing knowledge and generating novel and unexpected insights about the term Added Value. 
sharshar and Pitt (2009) also showed that a qualitative approach to the term added value is 
suitable for the understanding of managerial questions. it is possible to generate insights that 
are relevant to those responsible for management tasks in business-to-business relationships. 
By distinguishing between senior clients, operational clients, senior suppliers and operational 
suppliers, the qualitative research approach even provided profound comparisons between the 
perceptions of added value by different customer types. Based on the conceptual framework 
that resulted from Grounded Theory analysis, the qualitative research approach to the term 
added value resulted in the development of a strategy for FM. 

The studies conducted by sarshar and Pitt (2009) and Jensen et al. (2012) are the only ones 
that explored the topic of value in FM by use of qualitative research techniques. The following 
paragraph shows the relevance of research that combines all three aspects (FM, added value, 
qualitative methodologies) for academic and practical reasons. 

QuAliTATiVe reseArch in fM

This section combines the elements of the qualitative methodology with both the characteris-
tics of FM and the topic of (added) value. it presents fields where qualitative approaches may 
contribute to the identification and understanding of added value in FM and shows its relevance 
for the FM practice. 
 
fM is An eMerging field of AcAdeMic And Applied reseArch
The topic of added value in FM is not yet fully explored. Usually, characteristics of added value 
are transferred from other disciplines into FM. As the combination of added value and FM is 
rather novel, the relevant aspects of value may differ from the existing value framework estab-
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lished in other disciplines. Therefore, the research approach must ensure that unexpected and 
novel information and insights may be admitted to the FM value concept. An open, exploratory 
approach to the topic of added value is therefore necessary because quantitative methods may 
not provide such a holistic picture of the added value of FM. Qualitative methods enable an 
exploratory research process which may lead to a more holistic picture. Two of the interview 
types presented above may be especially important in this process: unstructured and semi-
structured interviews. Unstructured interviews allow the interviewee to report more or less 
without restriction about his perception of value and therefore provide an extremely flexible 
access to the research topic. if existing concepts related to the term added value should be 
considered, semi-structured interviews could be used because they allow both new insights 
and the consideration of established key drivers of added value that are known from other dis-
ciplines. in situations where there is a difference between the academic terms and the terms 
used in practice, there is a need to minimise the risk of misunderstandings. here the interviews 
provide a possibility to check a shared understanding of the questions. 

fM is A MAnAgeMenT discipline
Qualitative research is widely accepted as an instrument for developing business and manage-
ment strategies that are based on value research. As qualitative methods, in particular the 
grounded-theory-based perspective, aim at the generation of theories, it is a tool that helps to 
identify the key issues that need to be considered when developing a business/management 
strategy. This also applies to FM: Conceptual frameworks of added value may serve as guide-
lines in the development of new models for particular FM services or a whole FM business 
model on both a strategic and tactical level. in FM, this may be reached by developing concep-
tual frameworks that concern either the value creation side (service) or the value perception 
side (customer) or both (Jensen et al., 2012):

A) value creation side: FM as a service management discipline
Coenen and von Felten (2012) apply the classical service characteristics to FM. They show 
that FM fulfils these classical characteristics of services. FM can therefore be understood as a 
service management discipline. The most basic characteristic of services is intangibility, which 
means that the quality and value of FM services is not determined by the physical attributes 
of objects, but by the performance delivered by the FM service provider. Therefore, the value 
created in FM services depends on actions and behaviours of the people involved in the service 
provision (Coenen and von Felten, 2012). As shown above, qualitative methods allow focus-
ing on individual human behaviours and actions and aim at exploring the context and reasons 
behind which makes them a suitable instrument for the exploration of FM as a service manage-
ment discipline. 

B) value perception side: value perception by different FM customer types 
regarding the customer’s perception of value in FM, the term customer must first be defined 
precisely: According to Cen (2006), three different types of FM customers may be differenti-
ated: Clients (organisation that procures FM services by an FM agreement), customers (or-
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ganisational unit that orders the delivery of facility services within the FM agreement) and end 
users (people that receive facility services, e.g. employees), see also chapter 5 and 6). These 
customer types differ enormously regarding their personal and professional backgrounds and 
their relation to FM services. As Woodruff and Flint (2006) state, customer value needs a 
qualitative research methodology in order to allow understanding the customer’s perception 
of value creation in business relationships. Furthermore, value is a subjective concept which 
depends on the person’s individual personality as well as on the professional background and 
the customer type. This is especially true for FM: The individuals of the three customer types 
perceive and judge value created in the FM service differently. in order to provide most value 
to all three FM customer types in the FM service provision, the individual perceptions of value 
and the differences between customer types may be explored, understood and developed into 
a conceptual framework by use of qualitative methodologies.

prAcTicAl iMplicATions for sTrATegic decision-MAKing in fM

The purpose of this chapter is to show that qualitative research may produce valuable insights 
about FM in order to understand and allow FM stakeholders to evaluate current practice, and 
to express their wishes for future development. especially in large organisations, where it is 
impossible for facility managers to converse with all stakeholders, there is a need for a more 
systematic approach. insights from qualitative interviews, its data analysis and the resulting 
conceptual frameworks may be implemented into the development of FM services, both on a 
tactical and a strategic level. in the following, we illustrate how qualitative research can help 
a facility manager in larger organisations with managing the internal FM organisation and their 
stakeholders. 

A) value creation side: evaluation of your FM organisation: actions, performance, satisfaction 
and ideas for improvements

on a tactical level, the actions and behaviour of FM service providers may be investigated. This 
could be done by interviewing all members of an FM team that provides specific FM services. 
semi-structured interviews may provide the understanding and reasons for the behaviour of 
the team members providing FM services. Grounded Theory analysis allows the identification 
of the main underlying reasons and feature patterns behind the actions and behaviour of the 
people providing FM. The insights about the human behaviour and actions in the FM service pro-
vision/delivery can help to improve the personnel management and leadership quality within an 
FM team. This will favour the motivation and satisfaction of the employees involved in the FM 
service process. According to the service Profit Chain (heskett et al., 1994), the employees and 
their satisfaction play a decisive role in service delivery. Motivated and satisfied employees are 
crucial for the service quality of FM services and for the resulting customer satisfaction and 
the perceived value of an FM service. The interviews with the service providing team members 
may also show inefficient or duplicate processes in the service provision of a team. The insights 
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gathered in qualitative interviews with service providing people may afterwards be integrated 
in a general human resource policy or in the improvement of service provision processes on the 
strategic level and serve as an instrument in processes of strategic decision-making. 

As mentioned in the first section of this chapter, the qualitative research process needs to re-
spect certain quality criteria. due to the focus on individual behaviour and actions of the service 
providing people, the quality criterion of intersubjective traceability is of special importance in 
this example. it must be shown in a comprehensible manner how the collected interview data 
is analysed and how the theoretical framework is developed in order to ensure that third parties 
can understand the interpretation process.

B) value perception side: evaluation of your FM services and your users/customers 
satisfaction

on a strategic level, unstructured or partly structured focus group interviews could be held 
with each customer type. The interview data could be analysed by use of Grounded Theory: 
The hierarchical coding process of the Grounded Theory analysis identifies the key aspects ex-
pressed in the interviews and allows the development of a value framework for each customer 
group. These value frameworks could then be integrated in the development of a new FM strat-
egy or serve as an enriching and refreshing input for an existing FM strategy. on a tactical level, 
semi-structured focus group interviews could be held in order to gather information on the 
value perceived by different customer groups in specific FM services. The Grounded Theory 
technique allows the identification of the value creation drivers for these certain FM services 
for each customer group. The resulting theoretical framework for each customer group could 
then be used to guarantee the customer-orientation of this specific FM service and to evaluate 
the customer-orientation fixed on the strategic level. 

in this example, the quality criterion of generalizability which was presented in the first section 
of this chapter is of special importance. The qualitative research process must ensure that the 
resulting conceptual framework for each customer group does not depend on the specific peo-
ple interviewed, but may be transferred to other people from the same customer group. 

conclusion 

At the beginning of this chapter, we introduced Ms hanks who is willing to improve the FM 
services her team provides in order to increase the value-orientation of the FM services. she 
was looking for a research approach that allows her to identify the value-driving aspects in her 
services and she wanted to learn about the main characteristics of this method and about the 
aspects she needs to be aware of when applying it. This chapter gives her and others interested 
an introduction in such a research methodology by presenting the main characteristics of quali-
tative research techniques that are used in the research of the added value of FM. 
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The literature study shows that interviews and the analysis of the qualitative data with Ground-
ed Theory technique follow an open, flexible and theory-generating approach that is suitable 
for the discovery of novel insights and therefore contribute to the development of a holistic 
picture of the added value in FM. The third part of this chapter also presents empirical research 
that deals with the identification of value or related terms in the field of business and manage-
ment. This literature shows that the interview-based qualitative methodology is suitable for 
the exploration and investigation of feelings, opinions and different perceptions that individuals 
connect with the term value. 

The relevance of qualitative methods for the topic of added value in FM is presented in the third 
section of this chapter. it becomes obvious if FM is seen as service management discipline. on 
the value creation side, customer value is mainly created in the FM service process. As services 
are characterized by intangibility, the behaviour of the service providing people is a crucial fac-
tor for the service quality and therefore for the created customer value. Qualitative methods 
provide insights and reasons for human behaviours in the FM service delivery process, and the 
understanding of this behaviour may result in improved personnel management or the human 
resources policy of an FM organisation which enhances the value created by FM. From the 
value perception side, the different types of FM customers are relevant because they perceive 
value differently. The qualitative approach allows focusing on the subjective understanding of 
the value concept and therefore allows investigating the value perception of the three FM cus-
tomer types. This may result in the development of a value framework for each FM customer. 
This customer-specific value framework may contribute to both the tactical and the strategic 
level of FM. 

This chapter focuses on characteristics and potentials of qualitative research methods that 
help to identify the added value of FM and to integrate it into FM practice. it does not refer to 
quantitative methods, mixed methods or the polarization between qualitative and quantitative 
methods. A mixed methods approach to the customer-specific value perception would possibly 
provide deeper insights by enabling both an open and flexible access to the value concept and 
by providing quantification and verification of pre-formulated assumptions. 

The FM value Map suggested by (Jensen, 2010, see also chapter 3) is originally based on quali-
tative research as decribed in this chapter. What this chapter suggests is that taken the value 
map for given, the qualitative methods are especially useful for exploring stakeholder perspec-
tives (see also chapter 5 and 11) and relations between the single elements in the value map. 
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10.  VAlue Adding MAnAgeMenT: A concepT And 
A cAse

Per Anker Jensen and Akarapong Katchamart

ABsTrAcT

Purpose: To develop a management concept that can assist facilities managers in implement-
ing value adding strategies and practices. The FM value Map has been developed to analyse 
and demonstrate the different ways FM can add value. however, there is a need to develop 
management tools that can be used more directly and proactively by facilities managers to 
implement adding value strategies and practices.
Methodology: The development of the concept of value Adding Management is based on the 
management model for FM included in the european FM standards, recent theories on add-
ed value of FM and real estate and the related concept of value Management from building 
projects. The chapter outlines a preliminary theoretical based management concept, which is 
investigated, tested and discussed based on a case study of LeGo.
Findings: The case study provides a clear example of a company that actual practice value add-
ing management. it underlines the importance of stakeholder and relationship management 
as part of adding value. The case study confirms the relevance of the basic concept of value 
Adding Management.
Practical implications: The concept of value Adding Management is expected to increase the 
awareness of the impacts and strategic importance of FM for organisations and can be a practi-
cal tool for facilities managers in implementing value adding strategies and practices.
Research limitations: The concept has only been validated in a single case study; the generality 
should be validated with case studies from other types of organisation.
Originality/value: The concept is new and represents a promising way to strengthen the stra-
tegic management of FM. 

Keywords: FM, FM Model, Added value, value Management, Management Concept.

inTroducTion

in recent years it has become more and more evident that FM needs to deliver added value to 
the core business and that it is no longer sufficient only to steer on cost reductions. Many FM 
organisations have realized that and work on developing new competences and management 
tools to achieve it. There have also been some research projects on this topic and various con-
ceptual models as shown in chapter 4.
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The purpose of this chapter is to investigate and develop a new management concept for “value 
Adding Management” (vAM), which can support FM organisations in their attempts to deliver 
added value in a systematic way. The concept will focus on the effectiveness of FM and is 
seen as supplementary to internal process management focusing on efficiency of FM. it will 
address the relationships between a FM organisation and the core business it supports on a 
strategic, tactical and operational level, but it will also take relationships to all relevant stake-
holders into account, including society at large for instance with regards to the contribution of 
FM to sustainability and corporate social responsibility.

The development of the concept will be based on various management theories, conceptual 
models and case studies from FM organisations and by inspiration from the concept of value 
Management as it has been developed in relation to building projects. The concept is also de-
veloped and reality checked in connection with a case study in a FM organisation with a strong 
focus on value adding.

The research is related to the euroFM research group on The Added value of FM. The idea 
of vAM was introduced by this group at a presentation during a plenary session with a panel 
debate on “FM and Added value” involving researchers and practitioners at eFMC2010 in Ma-
drid (Jensen et al., 2010). The concept of vAM was first presented in a paper for the research 
symposium at eFMC2011 in vienna (Jensen and katchamart, 2011). 

ApproAch

The preliminary management concept is based on former research by the first author on FM 
organisation and added value as well as related other research literature. it is structured ac-
cording to the FM model in the european FM standard on Terms and definitions (Cen, 2006) 
and further elaboration in the working group, which has produced the proposed standard on FM 
Taxonomy (Cen, 2008 and 2010a). The first author has been member of the working groups 
for both of these european standards. The proposed standard on FM processes (Cen, 2010b) 
is also used as a basis.

The case study is based on two visits by both authors to LeGo’s headquarters and main pro-
duction facilities in Billund, denmark, including interviews with senior director, Leif Møllebjerg, 
and walkthroughs in May and August 2010, as well as conference presentations by Møllebjerg 
(2009 and 2010). The interviews were recorded and written minutes have been sent to LeGo 
for comments. in this chapter the results of the case study of relevance for the management 
concept is summarized in concentrated form due to space limitations. it should be noticed that 
the description not necessarily represents the present situation in the case company due to 
organisational changes.
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The preliMinAry MAnAgeMenT concepT

The management model of FM in the first european FM standard (Cen, 2006) is based on a 
distinction between the demand side with the primary processes and activities of an organisa-
tion on the left side and a supply side with support processes and facility services from internal 
and/or external provider on the right side. The relationship is based on a FM agreement and 
specifying the demand is done by sLAs (service Level Agreements), while delivering the supply 
is measured by kPis. The interaction between demand and supply takes place on the three lev-
els: strategic, tactical and operational, which on the supply side are related to client, customer, 
and end user, respectively. A version of the model with typical roles is shown in Figure 10.1. 

The terms ‘value’ and ‘added value’ are generally used with many different meanings. This 
chapter builds on the understanding presented in Jensen (2010), where added value is mostly 
related to use value and covers qualitatively different and improved output by increased ef-
fectiveness. Thus, added value is understood as positive impacts, which brings benefits or im-
provements to an organisation and relevant stakeholders. These benefits or improvement can 
be economic like cost reductions, but the main emphasis is on non-economic impacts. in the 
FM context it means focusing on the effects and impacts of FM on the core business and pos-
sible the surroundings.
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figure 10.1: fM model with typical roles (cen, 2010a)
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value Adding Management (vAM) is in this chapter seen in general as a management concept 
aiming at optimizing the added value provided by one organisation or organisational unit – the 
supply side – for another organisation or organisational units – the demand side. in the FM 
context, vAM is concerned with how a FM organisation can add value to a core business and to 
relevant stakeholders internally and externally. vAM focuses on the relationships between FM 
and core business and involves management of all relevant stakeholders.

An illustration of how vAM is distinguished in comparison to other forms of management in 
relation to effectiveness and efficiency is shown in Figure 10.2. if there is a lack of manage-
ment focus, it is likely that both efficiency and effectiveness is low, which is the situation shown 
in the bottom left corner called Laissez Faire Management. The situation where the manage-
ment focus is on optimizing efficiency is shown in the bottom right corner and called industrial 
Management. This is equivalent to traditional management methods in manufacturing based 
on Tayloristic scientific management tools like motion and time methods (MTM), and mod-
ern concepts like lean or agile management that are typical examples of management with 
a dominating focus on efficiency. The opposite situation where the management focus is on 
optimizing effectiveness is shown in the top left corner and called Preparedness Management. 
A fire brigade is an extreme example on this situation, where one has an organisation stand by 
in case of the occurrence of a certain undesirable event. But any management concept where 
high effectiveness has priority whatever the cost is in this category. vAM is placed in the top 
right corner where both effectiveness and efficiency have high priority.
 

figure 10.2: VAM compared with other forms of management
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Jensen (2011) investigated the organisational relationship between FM and core business on a 
strategic and operational level with inspiration from theory on governance (Williamson, 1993) 
and forms of coordination (Grandori, 1997). The conclusions were that for decision-making re-
lated to strategic FM concerning common corporate capacity and infrastructure, it is important 
to create a close collaboration and alignment between the FM organisation and the core busi-
ness to achieve the necessary business orientation. such collaboration could take the form 
of a coalition managed by a forum of representatives from FM and the different parts of the 
company. in the case of conflicts and disagreements, the company board of directors could 
act as a steering committee. As a contrast for FM provisions with a differentiation in relation to 
various internal users, de-centralised decision-making seems to be the obvious solution. That 
is particularly the case where the quality of the provision is easily defined and understood by 
both parties. in those cases price seems to be the best form of coordination and a service 
orientation is essential. examples of this could be cleaning, catering, internal removals, hiring 
of conference rooms, and procuring of standard products. For more complex provisions with 
the need for dialogue about specific customisation, more centralised decision-making may be 
needed involving negotiation between managers at some level. space management issues, like 
rebuilding projects and workplace design, could be typical examples. 

Based on this research it seems essential that the relationship management in vAM is dif-
ferentiated on the three levels as shown in Table 10.1. Business orientation means that con-
siderations for the whole corporation are in focus. This calls for joint decision making involving 
all main stakeholders at management level, which can take the form of a coalition. Customer 
orientation means that the specific needs of each business unit are in focus. This calls for a bi-
lateral negotiation and decision making. service orientation means that individual users’ needs 
are in focus and the services are either provided based on price per order, for instance catering 
and transportation, or based on a service charge, which for instance can be part of internal rent 
or similar, for instance cleaning and security. 

value Management (vM) is a concept or method, which has been developed in relation to build-
ing project management over the last 20 years starting in the Uk. it is derived from the concept 
of value engineering. The latter is a method for economical and functional optimization of a 
project during the development of a design, with a strong focus on finding cheaper alternative 
solutions that fulfil specified functional requirements. vM is mostly used in the early project 

Table 10.1: VAM relationship differentiation

level
strategic

Tactical

operational

demand side
Client

Customer

end user

relationship focus
Business orientation

Customer orientation

service orientation

coordination form
Coalition

negotiation

Price per order/service charge
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phases as a method for identifying building client values and preferences with the aim to make 
them an explicit part of briefing requirements. vM is typically organised as facilitated work-
shops with participation of representatives from the main stakeholders. Later during the design 
process there can be further vM workshops arranged to evaluate design alternatives and priori-
tize the preferences more specifically (kelly and Male, 1994).

This means that vAM and vM are quite different concepts. vM concerns client value in a build-
ing project while vAM concerns added value for an organisation. however, there are similarities 
as well. Both concepts are focusing on achieving optimal value and what counts as value or 
added value has to be identified. Therefore, it is important also in relation to vAM that there is 
a dialogue between the demand side and supply side about what can be regarded and accepted 
as value adding. This is in line with the findings by Price et al. (2009) that the perception of 
the performance of FM organisations is socially constructed and that communication between 
facilities managers and representatives of core business at all levels are essential. This could 
result in the formulation of an overall strategy for how a FM organisation plans to implement 
vAM.

The literature on added value of FM and real estate includes a number of different models and 
parameters for value adding (Jensen, 2010; Jensen et al., 2010; Lindholm, 2008; de vries et 
al., 2008). in a comparison these have been grouped in the following four categories: People, 
Process, economy and surroundings (Jensen, 2010). The proposed standard on FM processes 
(Cen/TC 348, 2010b) includes a number of typical FM processes at strategic, tactical and op-
erational levels. The processes most directly involving the relationship with core business and 
the added value parameters are seen as important aspects of the vAM concept. in table 10.2 
these processes are listed together with proposed parameters divided on the three levels. 

one of the most challenging aspects of vAM is how to measure the added value. This will prob-
ably have to include both qualitative and quantitative measurements. A possible method could 
be the Balanced scorecard (kaplan and norton, 1996), which is probably the most commonly 
used management measuring method besides financial measurements (see also chapter 8). 
This could involve that the facilities managers together with client and customer representa-
tives select a number of the above parameters and on an annual basis define measurements 
and targets for each parameter, which are measured over the following year and evaluated. 
This could form a specific vAM score card or be integrated in a general score card for the FM 
organisation.

The lego cAse

LeGo is a danish family owned company producing construction toy products for the global 
market. LeGo’s headquarters is placed in Billund in the middle of Jutland, but they have pro-
duction facilities and sales offices around the world. The LeGo group has approx. 9.000 em-
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ployees. FM in LeGo is a part of LeGo service Centre (LsC), which is an integrated business 
unit encompassing support services such as information technology (iT), human resources 
(hr), indirect procurement and reception besides FM. The FM unit is responsible for all LeGo’s 
facilities around the world.

LeGo uses the Balanced scorecard as a corporate management tool. For FM they developed a 
strategic map as shown in Figure 10.3, where the financial perspective at the top level from the 
original strategic mapping methodology (kaplan and norton, 2001) is replaced by a value add 
perspective divided in effectiveness and efficiency.

Table 10.2: VAM processes and parameters

level

strategic

Tactical

operational

fM processes

Alignment with organisations strat-

egy and changes

investments and strategic projects

reporting to senior management

strategic space planning

identifying demand for facilities and 

facility services

Consulting senior management

Communication and change 

management

risk analyses

evaluation of facilities

evaluation of performance of FM 

organisation

space planning and evaluation

Auditing heath, safety, security and 

environment

Coordination of business units

Communication and change 

management

Monitoring and evaluation of the 

performance of facility services

data collection and administration

reporting on facilities and facility 

services

Communication with end users

service deliveries

Value Adding
category
People

Process

economy

surroundings 

People

Process

economy

surroundings

People

Process

economy

surroundings

parameters
Client satisfaction

Culture (image, identity)

reliability

Adaptability

Total cost of ownership 

and FM

Asset value

sustainability 

Corporate social 

responsibility

Customer satisfaction

Productivity

Flexibility

internal rent

Project cost

energy consumption

emissions

end user satisfaction

Timeliness

scalability

Price of services

employment opportunities
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LsC as an operational department aims to be seen as a “valuable asset” which can deliver high-
ly professional services that supports the business in a way that cannot be bought anywhere, 
rather than only perceived as a “cost centre”. By doing that, LsC not only provides day-to-day 
services but also drives value add from its services by optimizing efficiency and effectiveness. 
LsC makes a distinction between value add (vA) activities and non value add (nvA) activi-
ties. nvA activities are day-to-day jobs to support LeGo’s core business, while vA activities are 
based on business cases or are activities that create extra value to LeGo’s core business. vA 
stems from changing value streams, breaking normal services or changing business processes. 
Thus it requires collaborations across the existing organisational silos. 

FM as a part of LsC starts up a business plan and a work scheme. From the business case, 
corporate finance will assess the possibility of the project and decide whether to subsidize the 
project. For the international level, LsC engages local contractors such as architects, engineers 
and contractors that are monitored by LsC’s global project management team. The following 
are added value processes based on bottom up initiatives from LsC spanning across LeGo’s 
organisation:

figure 10.3: lego’s facilities strategy Map 2010 (Møllebjerg, 2010)
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interpreting the organisation 1. core business and define what is effectiveness and 
efficiency
setting up 2. added value goals 
Proposing 3. added value business cases 
dialogue with stakeholders 4. 
Communication among LsC employees5. 

vA can according to LeGo be divided into financial and non-financial value - financial value ex-
amined by cost reduction and non-financial value by volume, quality and flexibility as specified 
below. it can also be shown as Co

2 emission reduction, environmental portfolio and green ac-
count. An added value report is a supplementary part of the financial report, which is delivered 
to LsC’s client and customers. The objective of FM is to deliver minimum 5% value adding every 
year. This is measured by the so-called value add equation (Møllebjerg, 2010):

 Volume * Quality * Flexibility 
value add   =  –––––––––––––––––––––––––––
 Cost

Volume represent the level of scalability and is calculated as the number of standard services 
(part of the service catalogue) delivered. Quality is measured in two ways. The user perceived 
quality is measured by use of surveys which are sent to randomly selected users. But the quali-
ty can also be documented with quantitative metrics where the incident rate as a percentage of 
all services delivered can be calculated. Flexibility is measured in surveys where the “buyer’s” 
perception of LsC’s flexibility is evaluated.

Cost is divided into direct and indirect costs. direct costs are measured in two ways: Total 
cost for LsC divided by total net sale for the LeGo group and total cost for LsC divided by 
total number of employees in the LeGo group. The development in indirect cost is measured 
in customer surveys, where the respondents estimate the resources spent on using the most 
frequently used services. Besides the user impact on new and adjusted processes and services 
are estimated. 

only initiatives which are initiated by LsC and recognized as adding value by the customers 
benefitting from the initiatives are accepted as vA and can be included in the calculation. The 
value equation is seen as a performance measurement tool and a basis for dialogue with inter-
nal stakeholders, but also as a tool internally for the staff in the FM unit to put focus on why 
they are there.

An example of a vA business case is the “LeGo look and feel” concept. This involves the interior 
decoration and layout of both the main foyer and common spaces in administrative areas with 
a modern design utilizing LeGo products as design objects and thereby putting focus on LeGo’s 
brand for both visitors and staff. LsC provides projects as part of this concept to a fixed price to 
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LeGo’s client and customers. other examples of vA are changing office layout with space re-
duction while sustaining employee satisfaction and reducing cooling temperature for molding 
machines in production facilities with huge reduction in energy consumption and Co2 emissions 
while sustaining product quality.

The relationship between LsC and its internal stakeholders is shown in Table 10.3. LsC posits 
itself as a middle management moderator between a strategic level and an operational level. 
To maximize delivered service values, LsC needs to juggle the mutual interest between each 
stakeholder, for instance LeGo governance, management level, business unit and end users. 

FM as a part of LsC has to compromise needs of end users, customers, and LeGo governance, 
thus it is necessary to understand the needs by creating the communication channels to align 
its service delivery with their expectations. Balanced scorecard is used as a strategic manage-
ment tool at the global level to measure the performance of the global service center and how 
it delivers to the local needs at the local price by compromising between global service with 
local needs, culture, system, and price. 

The management of LsC participates in an annual meeting with LeGo’s top management – 
the leadership team – to evaluate performance and discuss development plans. in order to 
align strategic management decisions between top management and FM on a continuous ba-
sis, LeGo has established LsC Facility Committee with the main focus on the three aspects: 
projects, capacity, and competency. The meetings are held every 6 weeks. An example of the 
procedure is the situation, when LeGo wants to expand with a new production line. The Facility 
Committee will ask for collaboration from head of Global supply Chain, CFo and FM to create 
a dialogue on the strategic level across the LeGo organisation. The FM unit will investigate a 
number of alternative locations. These will be evaluated by the main stakeholders and deci-
sions will be made jointly by the members of the Facility Committee.

LsC’s service levels are negotiated and decided bilaterally with the management of each busi-
ness unit as customers. LsC also measures their performance based on satisfaction surveys by 
regular intervals. These surveys are differentiated in relation to the client, customers and end 
users as shown in table 10.3. 

Typical questions include: 

how do the clients, customers and end users understand FM service? •	
how easy to access our service •	
do we (FM) support business strategy?•	
do we have same understanding of our service and your needs?•	
does FM support •	 core business and its operation?
does FM deliver its service as promised? Matching promise and reality (how it is described •	
and how it happened)
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stakeholder

Client

Customer

end users

Target group

Top 40 management level in-

cluded vice president 

Comprising of CFo, head of 

LeGo Corporate Center, head 

of Global supply Chain, head 

of LsC and by invitation head 

of Marketing & Products and 

head of Customer & education 

division

Customers are director level 

and above 

Users are everyone below  

director level

conclusion

This chapter has presented a concept for value adding management - vAM. The case study of 
LeGo represents an exemplary case of an organisation actually practicing vAM without using 
this exact term. The management in LsC is actively working with adding value by FM to the 
core business. They have established procedures and communication channels for defining 
what can be accepted by the core business as representing value adding by FM. The communi-
cation is differentiated between the client at strategic level, the customer at tactical level and 
the end users at operational level in line with the european FM standards and the preliminary 
vAM concept.

The Facility Committee in LeGo is a clear example of a coalition between FM and top man-
agement aiming at joint decision making about strategic investments with an overall business 
orientation. The specific FM service levels are negotiated and agreed bilaterally with each busi-

Table 10.3: lsc’s relationships with lego’s core business

communication 
channel

Leadership team 

survey and meeting 

LsC Facility Com-

mittee meetings

Customer meetings 

Customer survey

User survey

focus area

Where are we?

do they see LsC as added value 

to LeGo business?

What are we doing with added 

value?

is LsC a good partnership with 

LeGo?

Prioritizing LsC services and 

makes decision across the 

board

Aligning LsC services with busi-

ness process

Agreement on key performance 

indicator (kPi) and service level 

agreement (sLA) 

do they understand/ know LsC 

services?

do they understand/ know LsC 

services?
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ness unit and thus differentiated with a customer orientation. The individual services are deliv-
ered to the end users with a service orientation. on each level the performance is measured by 
differentiated satisfaction surveys with regular intervals. LeGo has even developed a method 
to quantitatively measure the value adding.

The vAM concept can help facilities managers in other companies to increase the awareness 
of the impacts and strategic importance of FM for their organisations and can be a practical 
tool for implementing value adding strategies and practices. The LeGo case can give specific 
inspiration on how to do strategic mapping of FM and manage the different stakeholders. one 
can question whether LeGo’s ‘value add’-equation is the most appropriate way of measuring 
value adding by FM. other companies may find other ways to measure value adding.
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11.  linKing decisions And perforMAnce: 
Adding VAlue Theories Applied To The 
uniVersiTY cAMpus

Alexandra den Heijer and Hans de Jonge

ABsTrAcT

Purpose: This chapter presents new models for adding value, which are based on evolving cor-
porate real estate management theories and are tested in close collaboration with decision 
makers from practice. 
Methodology: The chapter is based on a Phd research (den heijer, 2011) that included literature 
review, interviews with decision makers and data collection of more than fourteen university 
campuses and forty campus projects. The conceptual frameworks are based on models and 
theories that have been founded in the past decades.
Findings: The twelve ways of adding value – added to the original list of de Jonge (1994) – are 
linked to both the variables of real estate decisions (input) and the performance criteria of 
stakeholders from strategic, functional, financial and physical perspectives (output). The real 
estate decisions on both project and portfolio level are made operational using ‘key variables’ 
from each of these perspectives (goals, users, euros and m2). The performance criteria (com-
petitive advantage, productivity, profitability and sustainable development) are linked to the 
same perspectives, which provides a set of kPis to measure and manage.
Practical implications: during the research process decision makers on university campus man-
agement have already been using the tools. They confirm that using the benchmarking tool 
with references of ‘key variables’ and kPis adds more transparency to the decision-making 
process and involves relevant stakeholders. 
Research limitations: This chapter focuses on applying ‘adding value’ theory to managing 
university campuses and contains empirical data of campus decisions. The tools and frame-
works need to be tested within other organisations, but it is plausible that these tools can be 
generalised.
Originality/value: This research has operationalised the concept of ‘adding value’ with a sys-
tems approach that logically connects resource variables (input) and key performance indica-
tors (output) from different perspectives. This has provided a basis for measuring and manag-
ing the process of adding value, which is the basis of real estate management and FM.

Keywords: Adding value, stakeholders, kPis, real estate Management, University Campus.

inTroducTion

The basis of real estate management is the presumed impact of real estate on performance, 
either negatively or positively. if real estate had no effect on performance, no society, organi-
sation or individual would spend resources on it. This proposition might have an economic un-
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dertone, but ‘performance’ refers to much more than financial results and goals. it could also 
refer to achieving social goals – happiness and well-being of individuals – goals of non-profit 
organisations or environmental goals of society.

real estate management aims to achieve a positive impact on performance. The real estate 
management process could also be defined as the process of adding value. To make this 
more explicit, this chapter elaborates on ‘performance’ (output) and on ‘the process of adding 
value’ (throughput) with ‘real estate’ (input), see Figure 11.1. Analogously: replacing ‘real es-
tate’ with ‘facilities’ as input could broaden this process of adding value to FM, using the same 
frameworks.

various definitions – as used in this chapter – can be derived from figure 11.1. “Adding value” 
is considered here an activity or the sum of activities that (attempt to) influence the effect of 
real estate on performance: to prevent a negative effect or to realize a positive effect. That ef-
fect can be defined as “Added value” and can be measured as a performance: comparing kPis 
before and after the real estate intervention (or FM decision). While performance refers to both 
output of primary processes and profitability, “added value” should also include the costs of the 
real estate intervention. For instance, a new building could attract more students, but the extra 
(financial) benefits of that effect should be compared to the extra costs. This also introduces 
the concept of opportunity costs: what is the “added value” of alternative investments?

The chapter is based on a Phd research (den heijer, 2011) that included literature review, inter-
views with decision makers and data collection about more than fourteen university campuses 
and forty campus projects. The conceptual frameworks are based on models and theories that 
have been founded in the past decades (de Jonge, from 1991) from corporate real estate man-

figure 11.1: core of real estate management: real estate adding value to performance
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agement and urban area development perspectives. it makes use of findings of former Phd 
students in ‘the delft school’ of real estate management (krumm, 1999, van der schaaf, 2002; 
de vries, 2007). This ‘history of adding value by real estate’ will be covered in the next section.

The core of this chapter consists of three sections, aligning with the output (performance), in-
put (real estate) and throughput (adding value) of figure 11.1. The first section will elaborate on 
(operationalizing) performance, identifying stakeholders and their key performance indicators. 
The second section will describe the applied models for assessing past real estate decisions, 
the current situation and the presumed or desired future situation. The third section will sum-
marize new insights on the process of adding value, which were generated in close collabora-
tion with decision makers from practice. The three sections are preceded by a section on the 
evolving of the concept of adding value by real estate. A section with conclusions will end this 
chapter.

The hisTory of ‘Adding VAlue’ – TheoreTicAl ApproAch

early research about adding value (Joroff, 1993; de Jonge, 1994) is linked to the evolving theo-
ries on (corporate) real estate management, which was defined as “the process of optimally at-
tuning (corporate) real estate to performance”. Corporate real estate (Cre) is often referred to 
as the fifth resource (Joroff et al., 1993; de Jonge, 1994; krumm, 1999) that cannot be isolated 
from the other four: capital, human resources, information (and communication) and technol-
ogy. in contributing to organisational performance (corporate) real estate is just one of the five 
resources potentially adding value. The relationship between real estate and performance is 
the most important foundation for real estate management. 

organisations want to manage this relationship by creating a positive “added value” or to avoid 
a negative influence on their performance. Their primary processes demand a certain quality 
and quantity of real estate – adding to functionality for individuals and to organisational goals, 
considering the financial consequences and changes in time.
 
eVolVing reAl esTATe MAnAgeMenT Theories
Theories on real estate management in general focus on the match between demand for and 
supply of space. For research about corporate real estate the most important performance lev-
el is the organisation, but zooming in on (groups of) individuals or zooming out on societal level 
is also relevant. Perspectives are different dependent on the goals of the real estate owner: 
public parties or private parties, investors or owners that are also occupiers.

Within the subject of real estate management, various specializations exist (de Jonge et al., 
2009). Portfolio management, also referred to as real estate management from an investor’s 
point-of-view, mainly focuses on financial goals. Corporate real estate Management (CreM) – 
by parties that are both owners and occupiers of their real estate – focuses on the performance 
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of the organisation (benefits) in relation to the resources that are spent on real estate (costs). 
Public real estate Management (PreM) adds public goals to the equation of matching demand 
and supply of space. For campus management both theories on CreM and PreM apply, but 
CreM theories will be used primarily, due to the increasingly important economic goals of uni-
versities and growing dependency on private funding.

CreM was initially defined as the range of activities undertaken to attune corporate real estate 
optimally to corporate performance (dewulf et al., 2000). The term ‘corporate’ might be ex-
clusively associated with profit as the only goal, whereas many institutions have more diverse 
goals. Because of its relevance to semi-profit and non-profit organisations like government 
buildings agencies (evers et al., 2002; van der schaaf, 2002), hospitals and educational insti-
tutions, the definition gradually changed into a more general, broader definition: “CREM is the 
range of activities undertaken to optimally attune the institution’s accommodation to organisa-
tional performance” (de Jonge et al., 2009). PreM can then be defined as a specific form of 
CreM, from the perspective of a public organisation and focussing not only on economic goals 
but also on societal and political goals.

in practice CreM is a continuous process of matching supply – corporate real estate – and 
demand, derived from the institutional goals and the primary processes (user goals). real es-
tate objects are subject to deterioration. Technically they wear out due to climate load, use 
and material ageing. At the same time the functional life of a real estate object depends on the 
changing requirements of the accommodated function and the object’s ability to adapt to those 
new requirements or – more general – to new functions (de Jonge et al., 2009). however, any 
activity undertaken in improving the performance of corporate real estate will have impact 
on the organisation’s resources and needs to be assessed in terms of (potential) benefits and 
costs on the organisational level. Ultimately, matching supply and demand – and CreM – has 
an economic basis.

Matching supply and demand evoke two main questions: (a) what types of actions or decisions 
can be distinguished in the management process and (b) who decides if the match between 
demand and supply is satisfactory, based on measuring the added value using kPis? “Who” 
refers to the types of stakeholders that are involved in the CreM process. These questions will 
be answered in the next two subsections.

The MAnAgeMenT process of AccoMModATing An orgAnisATion
Managing real estate is a continuous process with implicit or explicit considerations about the 
match between supply and demand. The framework of Figure 11.2 demonstrates that match in 
time (de Jonge et al., 2009). This framework supports “designing an accommodation strategy” 
(dAs) and is also referred to as “dAs framework”.

key in the framework are four ‘coordination moments’: (1) between current demand and cur-
rent supply – assessing the current situation, (2) between future demand and current supply 
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– exploring changing demand in relation the current situation, (3) between future demand and 
future supply – generating future models – and (4) from future supply to future supply – defin-
ing projects to transform. These could also be referred to as steps or management tasks in an 
iterative process of finding the match that has the highest “added value”. 

eVoluTionAry sTAges of sTAKeholders inVolVed in The MAnAgeMenT 
process
Managing (corporate) real estate has gradually changed from monitoring the technical condi-
tion of buildings and reducing costs to effectively supporting primary processes and adding 
value to institutional goals (Joroff et al., 1993; de Jonge, 1997; krumm, 1999; de Jonge et 
al., 2007; de vries, 2007). in five evolutionary stages Joroff described the changing role of 
corporate real estate management. The taskmaster (stage 1) has a technical focus, supplying 
the corporation’s need for physical space. The controller (stage 2) focuses on transparency and 
cost minimisation and looks for information about real estate and benchmark data in order to 
control it. The dealmaker (stage 3) solves real estate problems in ways that create financial 
value for the business units or departments; the dealmaker no longer specifies the building in 
the way its internal clients want, but tries to more or less standardise building use in order to 
get a flexible deal in its internal market. The intrapreneur (stage 4) operates like an internal 
real estate company, proposing real estate alternatives to the business units that match both 
with the business plans of the units and the market options. Finally, the business strategist 

figure 11.2:  Matching supply and demand of space, now and in the future  
(de Jonge et al., 2009)
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(stage 5) anticipates business trends and monitors and measures their impact. The business 
strategist tries to contribute to the performance of the company as a whole by focusing on the 
institutional mission rather than on real estate. Joroff’s model is additive by nature: it adds 
perspectives and variables to integrate in the decision making process. The existing operational 
basis is extended with more strategic issues linked to the results of the corporation.

Joroff’s theories and five evolutionary stages also contributed to de Jonge’s ‘seven ways of 
adding value’, a list that was used for many lectures and articles (de Jonge, 1994, 1997): con-
trolling risk, reducing costs, raising value of real estate, raising productivity, increasing flexibil-
ity, changing culture and supporting public relations and marketing.

over the years CreM theory elaborated on the different stakeholder perspectives (de Jonge, 
1997; krumm, 1999) to connect, distinguishing four quadrants: either focusing on institution 
(demand side) or real estate (supply side) on the horizontal axis and either focusing on strategic 
or operational level on the vertical axis. in the past years (den heijer, 2005; de Jonge et al., 
2009; den heijer, 2011) this CreM model has gradually been changing in a conceptual frame-
work that identifies four types of stakeholders and matching perspectives, see Figure 11.3. This 
CreM model still reflects the definition of corporate real estate management as a matching 
process between demand and supply, with activities from operational to strategic level and the 
overall goal to optimally attune real estate to an institution’s performance.

figure 11.3: stakeholders linked to four perspectives on creM (den heijer, 2011)
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operATionAlising perforMAnce

de vries applied previous theories in her Phd research, adding a business economics approach 
with the use of systems analysis. she introduced an ‘input-output’ model to the body of knowl-
edge, see Figure 11.4. This figure shows a theoretical model of an organisation, in terms of in-
put – five resources including corporate real estate (Cre) – and output, linked to performance, 
which was expressed in productivity, profitability and competitive advantage (de vries, 2007).

in den heijer’s Phd research the input-output model was applied to universities, which is il-
lustrated in Table 11.1, with specific interpretations of input, output, stakeholders and perform-
ance. For a university the resource ‘capital’ represents the sum of public and private funding 
- and the endowment if applicable, ‘human resources’ (people) refer to both academic and 
supporting staff, and ‘iCT’ to the information or knowledge resources. “Technology” and the 
campus are closely connected not only in laboratories, but also in practically every workplace 
that requires both a network and a computer. This illustrates that these resources are interde-
pendent. This also shows how CreM and FM interrelate: these research fields usually focus on 
different selections of resources, while these selections could also be the same.

figure 11.4: The input-output model, linking real estate to performance (de Vries, 2007)
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defining indicATors To MeAsure perforMAnce
Based on her research for universities of applied sciences de vries identified three compo-
nents of performance: productivity, profitability and competitive advantage (de vries 2007). 
According to den heijer’s research ‘sustainable development’ became an important driver for 
universities – who collectively signed agreements to reduce energy use – which added a fourth 
performance criterion.

For a university the term ‘productivity’ refers to the output expressed in diplomas, publica-
tions and revenue, in relation to the input. since real estate is one of the input factors, ratio on 
productivity could also include students per m2, total costs of ownership as a percentage of 
turnover or output per m2. such kPis could also be determined for profitability, competitive 
advantage and sustainable development, see Table 11.2.

kPis for profitability and competitive advantage relate to direct financial results and distinc-
tiveness to differentiating characteristics of universities that might attract more students or 
faculty members (very important in connection to the “war on talent”). note that employee 
satisfaction is more important as a competitive advantage when the labour market enables 
employees to find another job easily. The assumption is that employee satisfaction results in 

input
people:

- students

- academic staff

- support staff

technology:

- knowledge

- equipment in labs

- iCT on campus

capital:

- tuition fees

- funding

Cre:

- real estate: land and buildings

output
Graduates

diplomas, credits for courses

publications: scientific & 

professional

revenue contract research

revenue contract education

ecological footprint, Co2 emission

revenue from rent

revenue selling/leasing real 

estate

knowledge

(potential) knowledge workers

innovative products

economic spin-off

stakeholders
students

alumni

employees – academic

employees – support staff

policy makers and parties within 

and outside the university

(future) employers of alumni

(potential) research partners

(potential) partners for educa-

tion, research or secondary 

processes

society

local/regional government

government (for funding)

Table 11.1: de Vries’ input-output model, applied to universities (den heijer, 2011)
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loyalty to the institution as an employer. in case of a university, satisfied students will eventu-
ally be ambassadors of their ‘alma mater’ as alumni. These alumni can not only ensure the 
network of a university, but also be a pool of potential (guest) professors, related businesses, 
employers or clients for research.

since the university is a key partner in the knowledge economy – as a producer of knowledge 
and knowledge workers, as an important employer in the regional economy and as an impor-
tant factor in attracting other economic activity – profitability and competitive advantage reach 
a level that exceeds the university organisation. Urban authorities and the local population can 
also benefit from the presence of a university. The process of adding value should not just be 
measured within the organisation. A real estate decision could have an effect on more levels. 
identifying this effect is subject of the next section.

Assessing reAl esTATe decisions 

in theory, every real estate decision can be related to one of the performance criteria: produc-
tivity, profitability, competitive advantage and sustainable development. during den heijer’s re-
search forty campus projects were assessed from all four stakeholder perspectives – collect-
ing physical, functional, financial and strategic data. This included floor area, function types, 

Table 11.2: Kpis for the university (den heijer, 2011)

Key Performance Indicators (KPIs) to measure a university’s performance 

performance criterion productivity 
 

profitability competitive 
advantage 

sustainable 
development 

perspective functional financial strategic physical 

key variable number of users euros ( ) goals m 

stakeholders users 
(students & staff) 

controllers policy makers technical 
managers 

KPIs - output (diplomas 
and publications) 
per m 

- publications per 
academic fte 

- students per m 

2 

2 

2 

2 

2 

2 

2 

2 

2 

2 

2 - employees per m 
- occupancy rate 

(capacity use of 
space) 

- frequency rate 
(use of space in 
time) 

- … 

- total costs of 
ownership as % of 
total costs 

- energy costs per 
m 

- solvency 
- liquidity 
- revenue of start-

ups and patents 
- real estate 

(market) value 
- land value 
- … 

- international 
rankings 

- market share of 
students 

- quality of alumni 
- alumni satisfaction 
- student 

satisfaction 
- position on 

innovation index 
- employee 

satisfaction 
- citation score 
- … 

- energy use per m 
- energy use per 

user 
- CO   emission per 

m and user 
- footprint in m  per 

user 
- m   per student 
- m   laboratory per 

research fte 
- m   office per 

employee 
- … 
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investment costs and the aspired goals. The latter was most difficult to measure. however, a 
list with ‘ways of adding value’ was available to determine the reasons for a campus project.

The original ‘adding value’ list of de Jonge (1994 and 1997) was edited by de vries (2007) 
and customized by den heijer (2007; 2011). den heijer included the list in her questionnaire 
for dutch campus managers, to rank the reasons for forty campus projects and the founda-
tions of fourteen campus strategies. The list varies from goals that focus on efficiency to goals 
that focus on effectiveness. some examples – like less m2 per user and support user goals 
more effectively – illustrate the complexity of campus management, because these goals can 
be conflicting. Again, this pleads for managing the university campus by connecting different 
stakeholder’s perspectives that confronts user needs with costs and organisational goals with 
the physical consequences. The questionnaire also allowed additional reasons and comments, 
which contributed to the current list of real estate goals or objectives – twelve ways of adding 
value.

(1) controlling risk
This can mean controlling financial risks, for instance by being able to easily adjust the size 
and characteristics of the real estate portfolio following changes in the organisation – a form 
of financial or organisational flexibility; it can also mean controlling technical and functional 
risks by carefully monitoring the technical condition to make sure primary processes are not 
hindered; an example is to achieve or maintain the minimum quality for a use permit (“safe and 
healthy workplace”); in the end, controlling technical and functional risks is also about control-
ling financial risks by lowering the chance of production loss.

(2) increasing real estate value
This includes all real estate interventions that aim at resulting in a higher potential (market) 
value of land and buildings, for instance by making buildings rentable or marketable to a third 
party, suitable for external (paying) users or by acquiring land on valuable locations in the real 
estate market increase. it is obvious from assessing the campus strategies that dutch campus 
managers – unlike managers of commercial or other corporate real estate – do not primarily 
aim at increasing real estate value, for instance by making it more marketable or rentable for 
other users or potential owners. They rather collaborate with partners that share primary tasks 
or goals, increasing productivity or competitive advantage of both partners (den heijer, 2011). 

(3) reducing the footprint
Primarily ‘reducing the (ecological) footprint’ is added because many universities have campus 
strategies with the explicit goal to use, manage or own ‘less floor area’. For many universities 
the campus of the future is smaller than the current campus, also adding to profitability goals 
by ‘decreasing costs’. At the same time reducing the footprint can also add to sustainability 
goals. in many university and campus strategies ‘sustainable development’ or ‘greening the 
campus’ has become an explicit goal with performance indicators to measure. This is a second 
reason to add ‘reducing footprint’ to the hierarchy of adding value, either interpreted as ‘less 
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floor area’ or as ‘reducing the carbon footprint’ in terms of Co2 emission. however, to make the 
goal of reducing energy use or Co2 emission more explicit, this has also been included in the 
hierarchy of adding value.
 
(4) decreasing costs
These ‘costs’ are not (just) referring to real estate costs, but could also refer to overall costs 
or personnel costs, when a new concept adds to higher production or a lower percentage of 
absence; decreasing costs can be achieved by a variety of real estate interventions of which the 
most obvious strategy is reducing floor area.

(5) increasing flexibility
This is related to controlling risks if it concerns financial flexibility or flexible use of facilities by 
many types of users. it enables an organisation to solve a problem in the real estate portfolio 
without hindering the primary processes and to cope with changing demand. This includes real 
estate interventions that implement more standardized space or more flexible multi-functional 
or multi-user concepts without individual territory or exclusive use for certain groups; flexibility 
can also involve technical aspects: the adaptability of spaces – to easily transform the size or 
function of spaces.

(6) increasing (user) satisfaction
some real estate interventions are exclusively aimed at increasing user satisfaction – adding 
quality or facilities to the workplace, quickly responding to their changing demands or choosing 
locations that are favourable to the users – which is extra important in a (labour) market with 
many competitors.

(7) supporting user activities
optimally supporting the activities of users is usually aimed at increasing production – add-
ing to the productivity of the organisation – but it can also be used to satisfy the users and 
make them more loyal to the organisation, or prevent them from changing employer or move 
to organisations with better facilities. supporting user activities is also linked to (increasing) 
‘productivity’, due to many campus decisions that aim at supporting primary processes more 
effectively, in order to improve the quality of products (publications, degrees, knowledge).

(8) improving quality of place
in the global competition for knowledge workers many universities have campus strategies to 
improve the quality of place, to satisfy the users and add to the competitive advantage of the 
university in attracting and retaining students, professors and other employees and to add to 
the image of the university for occasional or frequent visitors.

(9) supporting image
This involves all real estate interventions that either support the image to the current users 
or to external parties – or potential employees, customers or clients. These interventions are 



188 11 LinkinG deCisions And PerForMAnCe

usually linked to the organisations primary goals in terms of “practice what you preach” – for 
instance, emphasizing the innovative, creative, sustainable or exclusive character of an organi-
sation, ultimately adding to the competitive advantage.

(10) supporting culture
This is closely related to ‘supporting image’ but merely related to the internal users: commu-
nity building or stimulating interaction between certain user groups, for instance before or after 
a reorganisation process; this also relates to matching the (use of the) real estate portfolio with 
the (new) organisational or corporate culture.

(11) stimulating collaboration
This includes all real estate interventions that stimulate encounters between different users 
or user groups, aligning with organisational goals to work on cross-disciplinary products, both 
within buildings and between buildings; an example can also be increasing occupancy and fre-
quency rates in combination with reducing the footprint per user.

(12) stimulating innovation
The term ‘innovation’ in primary processes can be achieved by stimulating planned and un-
planned encounters between users – combining ‘stimulating collaboration’, ‘supporting cul-
ture’ and interventions that create the place to meet, scheduled or accidentally – adding to 
‘serendipity’, unintentionally making discoveries or finding new solutions by the interference of 
others.

examples of campus decisions like implementing sustainable concepts, introducing new ways 
of working on campus, making university buildings more suitable for external users show that 
the ‘hierarchy of adding value’ can have different forms, highlighting different real estate goals 
and connecting different perspectives, stakeholders and performance criteria. organisations 
can even have different real estate goals if they take the same decision. For instance, new office 
concepts can be introduced to stimulate collaboration, to support the (changing) culture, or to 
improve the quality of place. it can also be introduced for efficiency reasons, to decrease costs 
by reducing the footprint or by increasing flexibility. it can even be implemented to achieve all 
these goals at the same time.
 
The hierarchy of adding value - in a customized form - can be used as a tool to support the proc-
ess of taking a campus decision, making visible what goals to achieve beforehand (‘ex ante’). it 
could also be used to evaluate a project afterwards (‘ex post’). This ‘hierarchy of adding value’ 
is demonstrated in Figure 11.5. The word ‘hierarchy’ refers to the fact that many ways of adding 
values interrelate. The arrows between the twelve ways can go both ways and can have other 
patterns than illustrated in figure 11.5. in this figure all twelve real estate goals have also been 
given the colours of the CreM perspectives, characterizing them as primarily financial, physi-
cal, functional or strategic. Together they form a new hierarchy of real estate goals that are 
defined as ‘throughput’, adding value to the ‘output’ of an organisation.
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The process of MeAsuring Adding VAlue

in theory, every real estate (and campus) decision can be related to at least one of the twelve 
goals or ways of adding value. however, in practice it is very hard to find evidence that real 
estate decisions actually do add to profitability, productivity, competitive advantage and sus-
tainable development. de vries used data of forty-six institutions for higher professional edu-
cation (‘hogescholen’ in dutch, university of applied sciences) to find a relation between real 
estate decisions and organisational performance (de vries, 2007; de vries et al., 2008). results 
showed that some relations are likely or plausible, sometimes convincing, but mostly not very 
strong. Changes in other production factors do also play a large role in affecting profitability, 

figure 11.5: hierarchy of adding value - model to assess real estate decisions – from 
project (input) to performance (output) – ex post and ex ante (den heijer, 2011)
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5 

6 

7 
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10 

11 

12 
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productivity or competitive advantage. The effect of real estate can rarely be isolated, while it 
is very hard to keep the other production factors unchanged. ironically, proving the negative 
effect is much easier. neglecting the working environment can have a clear negative effect on 
satisfaction and production, especially when the quality affects the basic needs of employees. 
University buildings with climate problems provide evidence for this negative effect.

The need To BenchMArK Kpis
de vries (2007) concludes that determining the effects of a real estate intervention is not pos-
sible out of its context and that the effect of corporate real estate is too closely related to the 
effect of other resources. Consequently, organisations should focus on applying the right mix 
of interdependent resources (input) for achieving different goals in different contexts (output). 
With so many variables and interdependencies it is no wonder that management of (corporate) 
real estate is considered very complex and campus managers are in need of comparative infor-
mation – references of similar organisations - on all kPis.

The need for references of kPis is one of the reasons why many organisations are likely to 
share their knowledge on this subject with their peers. For many sectors only joining forces can 
assure sufficient comparable data to generate management information for the whole group. 
Among universities, this also led to the willingness to share knowledge, generate collective 
management information and submit the required data for the last five years of research.

however, benchmarking kPis with similar organisations requires uniform use of standards and 
definitions. This is one of the most important steps to take in generating management informa-
tion. Apart from wanting to benchmark kPis with other organisations, a sound set of perform-
ance indicators can also be used to measure the performance of one organisation at different 
moments in time: for the current and future university and campus. Following the transition 
of kPis over time and trying to find patterns and relations cannot only help (management) 
practice, but also (management) theory on the relation between changes in real estate and 
performance.

conclusion

(a) Most required management information focuses on the relation between real estate deci-
sions (input) and performance (output), operationalising ‘adding value’
The basis of real estate management and any real estate decision is the presumed added value 
of real estate (input) on performance (output). in figure 11.5 the process of adding value is 
demonstrated in terms of input, throughput and output. The colours that are used to character-
ize the input, throughput and output refer to the four CreM perspectives: strategic, functional, 
financial and physical. This also indicates which of the CreM stakeholders is most likely to aim 
at this real estate goal.
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(b) Campus management includes multiple levels (city, campus, building) affecting many stake-
holders inside and outside the university and their performance criteria
Adding to the complexity of real estate decisions multiple levels of performance criteria can 
be distinguished: performance of the organisation, (groups of) individuals and societal goals. 
Future university and campus models show that campus decisions not only affect the organi-
sation, but also individuals (knowledge workers) within the organisation and goals of urban or 
public authorities. Future models increasingly zoom out to the knowledge city with the univer-
sity campus as an important part of the knowledge base and economic base, contributing to 
urban diversity with the population of knowledge workers and to quality of life.

(c) The model to assess the added value of real estate decisions can be used ex ante, to make 
business cases of proposed projects, or ex post, to evaluate projects
The input of the process of adding value – the real estate decision – can be expressed in four 
CreM variables. The latter also illustrates that a real estate decision could involve just one 
building or a whole real estate portfolio. The CreM variables include the quality ambition (from 
basic to inspiring), the budget in euros or the investment level per m2, the number of users 
involved and the required function mix in types of m2. ideally, the variables of the input are 
compared to references (ratios and benchmarks, see Table 11.2 and Table 11.3.) for instance 
for the investment level of comparable buildings or the space standards of similar workplace 
concepts. This will support real estate managers in making a business case for their real estate 
decision, relating the input to the output.

The output can be expressed in four different but interrelated performance criteria: profitability, 
productivity, competitive advantage and sustainable development. in the end, every real estate 
decision should be justified by its positive effect on these criteria. in fact, any decision that 
involves one of the five resources – people, capital, information, technology and real estate – 
should be evaluated by this effect.

(d) Real estate goals in the adding value model can be connected to four CREM perspectives and 
related performance criteria
While CreM theory defines the real estate decision-making process as a collective task of 
many stakeholders, the four CreM stakeholder perspectives are connected to the real estate 
goals and the performance criteria profitability, productivity, competitive advantage and sus-
tainable development. The strategic, functional, financial and physical perspective and their 
corresponding colours are added to each of the components of the adding value model and to 
each of the performance criteria.

The strategic perspective: •	 Contributing to the primary goals of the organisation and the 
competitive advantage among similar institutions, the strategic perspective focuses at 
decisions that improve the quality and effectiveness of the primary processes by – for 
instance – improving the quality of place, supporting culture, collaboration and innovation 
and supporting the image of the organisation
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The •	 financial perspective: Universities do not primarily focus on making campus decisions 
to add to the profitability of the organisation. nonetheless, many other – more commer-
cial – organisations do have financial goals with their real estate strategies. indirectly, by 
decreasing costs, reducing floor area or controlling financial risks by – for instance – mak-
ing buildings more flexible for other use or users, campus managers can contribute to 
profitability goals.
The functional perspective: •	 Aiming at improving the productivity of the organisation, the 
functional perspective focuses at decisions that (optimally) support the user activities by 
changing the quality and quantity of space; decisions that relate to this performance cri-
terion are assessed in terms of costs and benefits, because ultimately productivity is as-
sessed in terms of output versus input. The real estate goal to increase user satisfaction 
can be relevant to add to productivity and can also contribute to the competitive advan-
tage of an organisation with satisfied users being (more) loyal to their employers
The physical perspective: •	 To distinguish this perspective from strategic and functional 
perspectives the physical perspective has a focus on technical aspects like maintaining 
the minimal quality level to allow user activities and by controlling technical risks that 
could hinder the primary process. The performance criterion that is primarily related to 
the physical perspective is ‘sustainable development’. With explicit goals to reduce energy 
use and Co2 emission – reducing the ecological footprint – this performance criterion has 
gained importance in many real estate strategies.

These four perspectives are related to a number of stakeholders. While all perspectives are pre-
dominantly connected to one type of stakeholder the essence of real estate decision-making is 
that each stakeholder is aware of all perspectives in the management process. Understanding 
each other’s performance criteria and real estate goals is an essential condition in successful – 
collectively supported – real estate decisions. Adding value is a collective responsibility for all 
tasks of the real estate management process.



19311 LinkinG deCisions And PerForMAnCe

Table 11.3:  Adding value on organisational level, connected to primary stakeholders, 
Kpis to measure (management information) and how to measure (tools) 
(den heijer, 2011)

adding  
value by
(1) controlling risk

(2) increasing real 

estate value

(3) reducing the 

footprint

(4) reducing costs

(5) increasing 

flexibility

(6) increasing user 

satisfaction

(7) supporting user 

activities

(8) improving  

quality of place

(9) supporting 

image

primary 
stakeholder

technical 

manager

controller

technical 

manager

controller

users

users

users

policy 

makers

policy 

makers

how to measure (tools)

·  condition based 

monitoring

·  market analysis

·  valuation tools

·  sustainability tools: 

Greencalc, dCBA method, 

etc. (…)

·  references on space use 

from databases

·  project database

·  campus database

·  references on investment 

level, maintenance costs

·  post-occupancy evalua-

tions: space use

·  post-occupancy 

evaluations: customer 

satisfaction

·  post-occupancy evalua-

tions: changing demand

·  project database with 

new concepts

·  Maslov pyramid with 

cumulative user needs, 

connected to investment 

levels

·  project database with 

references

·  reputation monitor of 

user group (faculty or 

university)

·  project database: refer-

ences on image and costs

what to measure
(management information)
·  the percentage of the campus in 

(very) bad technical condition

·  the percentage of the campus that 

could easily be sold or disposed

·  the value of the land property

·  the value of the campus buildings

·  the ecological footprint: energy use 

and Co2 emission

·  m2 per function type or user group 

(student, staff member)

·  costs/benefits of proposed project in 

comparison with alternatives

·  effect on other organisational costs 

(personnel) in comparison with alter-

native projects

·  multi-functional character of space 

types

·  use by different user groups

·  student satisfaction over the years

·  employee satisfaction, periodically

·  occupancy and frequency rates

·  references on similar concepts at 

other universities: best practices and 

lessons learned elsewhere

·  quality before and after

·  user requirements and willingness to 

pay for more quality

·  references on quality related to costs

·  image before and after

·  use of building as marketing tool by 

users

·  opportunity costs (related to other 

marketing tools)
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(10) supporting 

culture

(11) stimulating 

innovation

(12) stimulating 

collaboration

policy 

makers

policy 

makers

policy 

makers

·  post-occupancy evalua-

tions: user satisfaction

·  output assessment (be-

fore and output)

·  output assessment (be-

fore and output)

·  post-occupancy evalua-

tions: user questionnaire

·  culture before and after

·  opportunity costs (related to other 

ways of supporting culture)

·  innovation before and after

·  multidisciplinary output, before and 

after

·  effect on social encounters

·  effect on ‘community building’, sense 

of belonging
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12. green fM As A wAY To creATe Added VAlue

Anna-Liisa Sarasoja and Anna Aaltonen

ABsTrAcT

Purpose: This chapter presents the concept of Green FM, describes what environmental ef-
ficient FM services mean and demonstrates how added value can be created through greener 
FM processes.
Methodology: The empirical evidence of the chapter is based on a case study with iss Palvelut 
oy (Finland). The iss’s processes and products were developed more environmentally effi-
cient. The effects of the “greener” services were tested and measured at the client organisa-
tion’s case facility.
Findings: The results of the case study were mirrored towards the FM value Map. The result of 
the case study indicates that Green FM is a highly potential and measurable way to contribute 
to impact on the core business and surroundings on multiple ways.
Practical implications: Practical examples of the greener FM services and their impact to the 
client company presented in this chapter could assist other organisations to develop their proc-
esses towards more environmental sustainable way. The case study results help to understand 
the real impact of FM services to the core business and provide measurable proofing for deci-
sion makers. 
Research limitations: The study is preliminary and the results are based on a single case 
study.
Originality/Value: This study is one of the first studies focusing on the added value and environ-
mental sustainable FM.

Keywords: Green FM, sustainability, office Building, Added value, FM value Map.

inTroducTion

The recent economic instability has emphasized how important it is for firms to take a stra-
tegic approach to their core business and support functions. Companies have been faced with 
difficult decisions about how to manage their facilities to support financial stability during the 
downturn without risking long-term potential for growth and profitability, how to attract the 
best workers, and how to support their corporate reputation for social and environmental re-
sponsibility. during a recession, firms must choose the proper balance of innovation and growth 
versus cutting costs and assets.

Traditionally, FM has been facing cost-cutting programs because of the lack of understanding 
and proofing how FM supports the core business. The lack of evidence has lead FM people into 
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a hard position: how to sell their great investment and development ideas to the core business, 
when the positive results are so difficult to proof? A more secured way is just to concentrate on 
cutting costs, stop spending and saving cash. however, research has shown that in most com-
panies the facilities and real estate budget is typically modest compared to the overall budget. 
salary costs dominate the cost sheet, with a share of more than 90 per cent (Leibowitz, 2001). 
The cost reductions in FM are usually relatively low from the company perspective because 
the savings are relatively modest. in addition, Junnila (2004) has shown that whilst facilities 
related activities cause only a small fraction of the expenses in the companies they produce the 
majority of the companies’ environmental impact. Junnila’s research indicates that the median 
contribution of facility activities is only 5% of expenses, but 65% of environmental impact. All 
the cases in his study, notwithstanding the different users, industries, location, size and budg-
ets, demonstrate surprisingly similar characteristics, with the contribution of facilities-related 
expenses ranging from 4 to 6% and the environmental impact ranging from 53 to 82 %. it is 
also interesting to note that facilities-related expenses do not seem to correlate with facilities-
related impact.

however, generally speaking, FM has not yet been well recognized as an important activity 
for environmental management of companies although its environmental relevance has been 
stated in scientific articles (hodges, 2005; roper, 2006; Wood, 2006; Junnila, 2006, 2007). 
hodges (2005) assures: “The benefits of sustainability and green building practices in facility 
management are well established” and continues by stating that facility managers are in a 
unique position to influence the entire life cycle of a building. Wood (2006) proposes the contri-
bution that the facility manager can make to sustainability should be recognized. 

The main aim of this chapter is to present the concept of Green FM, to describe environmen-
tally sustainable FM and facility services, and to study how the added value to the core busi-
ness of the occupier organisation can be created through greener FM processes. The empirical 
evidence of the chapter is based on a case study with iss Palvelut oy (Finland). The iss’s 
processes and products were developed more environmentally efficient and the effects of the 
“greener” services were tested in the case facility. The results of the case study were mirrored 
towards the FM value Map (Jensen, 2010, see also chapter 3). This research focuses most on 
the impacts (outcomes) level of the FM value Map.

reseArch ApproAch

This research was conducted in close collaboration between Aalto University and iss Palvelut 
oy (hereinafter referred to as “iss”) which is the largest commercial providers of facility serv-
ices in Finland. iss was interested in the role of FM in the environmental performance of the 
building.They had already started a project in order to improve and develop the environmental 
performance of their FM processes and services. Aalto University was interested to study the 
effects of the environmentally efficient FM services to the core business of the companies. The 
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research collaboration provided for iss a good opportunity to test the developed processes 
and for Aalto a chance to study the added value of the environmentally sustainable FM.

The empirical research was conducted in three phases. in phase 1 “developing the Green FM 
services” iss’s “normal” FM services were benchmarked against the international Green Build-
ing criteria and developed based on the benchmarking results. in phase 2 “implementing the 
services at the case facility”, the pre-developed services were implemented in the case facility 
and developed further. in phase 3 “Measuring the impact of Green FM” the impact of the de-
velop services were measured and compared against the previous years’ results. The results of 
the phase 3 are also presented according to the FM value Map (Jensen, 2010) outcomes.

phAse 1) deVeloping The green fM serVices
in this study the term “Green FM” was used to describe environmentally sustainable FM proc-
esses and facilities services. Based on the definition (Goodland, 1995) environmental sustaina-
bility means “mainantenance of natural capital and seeks to improve human welfare by protect-
ing the sources of raw materials used for human needs and ensuring that the sinks for human 
wastes are not exceeded, in order to prevent harm to humans”. Green FM would then be defined 
simply as “the maintenance of the facilities related factors and practices that contribute to the 
quality of environment on a long-term basis”. 

At iss Green FM means that the environmental aspects of the service production are taken 
in consideration already in the planning process of the iss’s FM services. The environmental 
impacts are minimized through e.g. working instructions and chemical selections. Therefore, 
the baseline for environmentally sound FM services is that the processes are implemented 
according to the planned concepts. however, there are issues which need to be emphasized in 
order to implement the FM services in the most environmentally efficient way, and also to en-
able the optimal use of the building the client is occupying. 

it was seen that the most efficient way to start developing the environmental efficiency of 
the iss’s FM services was to use an existing green building indicator system and follow their 
standards and guidelines instead of making the new ones. The most suitable green building rat-
ing system was seen to be United states Green Building Council’s Leed for existing Buildings: 
operations and Maintenance rating system (Leed eB), which provided useful material and re-
sources for the development of iss’s services. The rating system comprises altogether seven 
categories with which the environmental performance of operational buildings is measured. 
The seven categories have been outlined by the UsGBC (2010c) are as follows:

sustainable sites (ss)1. 
Water efficiency (We)2. 
energy and Atmosphere (eA)3. 
Materials and resources (Mr).4. 
indoor 5. environmental Quality (ieQ).
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6. innovation in operations (io)
regional Priority (rP)7. 

iss’s service processes were compared against all the applicable Leed eB criteria. if the 
criteria were not met, the processes were developed in order to meet them. The developed 
service processes were cleaning, indoor and outdoor property services (i.e., air conditioning 
maintenance, housing automation, plumbing and lighting systems), office services, pest serv-
ices, energy control services and environmental services (waste management).

phAse 2) iMpleMenTing The serVices in A cAse fAciliTy
The iss’s developed services were implemented in a 16,300 m2 gross floor area office facil-
ity, where iss provides all the major facility services as an integrated facility service solution 
(iFs). The building was built in 1984 and is located in espoo, Finland. it had a major renova-
tion and extension built in 1991. The iss service staff consists of 20 members, including a 
service manager, who works regularly on site. The provided services comprise cleaning, waste 
management, catering, indoor and outdoor property maintenance (i.e. air conditioning, housing 
automation, plumbing, lighting systems, green areas maintenance, antiskid treatment, etc.), in-
house mail delivery, reception of goods, office services, pest control, as well as energy control 
services.

For cleaning, the most significant environmental aspects are related to chemical, water and 
cleaning product use. The environmentally efficient service production means that the clean-
ing methods minimize the water and chemical use and also take into account the employees’ 
health. The outcome must be systematically followed and developed according to the needs of 
the building users. in the case facility, the cleaning chemicals and products were changed to 
more environmental preferable ones, and the monitoring and surveillance of the material and 
chemical use was done more intensively. Also when selecting the cleaning machinery, environ-
mental issues were taken in consideration. 

As the most significant environmental impact of buildings is caused by the energy use, the peo-
ple who operate the building energy use have consequently a huge impact on the environment. 
environmentally efficient operations in facility maintenance include a systematic follow-up of 
the building’s consumption measures (incl. electricity, heat, waste and water). in the case facil-
ity, a few minor alterations were made, and a remote real-time energy and automation monitor-
ing of the building was added as a new service product of the FM provider. The automation and 
building operating systems were reviewed in the process, identifying the most sustainable ways 
to operate the building and to make the indoor environmental quality as comfortable as pos-
sible for the users. The water flow rate was diminished by adding a pressure decreasing valve. 
Also, the company turned to “green electricity” as part of their targets to reduce their carbon 
footprint. one cooling system was replaced with a system including a free-cooling exchanger. 

The outdoor facility maintenance operations impact the overall condition of the building. By 
performing the inspections and repairs related to storm water runoffs and erosion, the build-
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ing’s life span can be lengthened. By designing the green areas so that they have as much 
native or adaptive plants as possible, the use of chemicals and water use for watering can be 
minimized. in the case facility, the outdoor facility maintenance processes were reviewed, and 
few alterations were made including minimizing and follow-up of chemical use and increasing 
the manual working instead of fossil-fueled machinery. Also in outdoor operations, the correct 
recycling of waste from green areas and optimal use of chemicals related to minor renovations 
is a key issue when performing services in a sustainable way. 

For a successful environmentally efficiently operating building, the FM service personnel and 
the people working in the premises must co-operate to make the building green. For example, 
all the building users must control their personal energy consumption by turning off unneeded 
electrical devices and lights. in the case facility, to increase the recycling rate, the possibilities 
to recycle waste and the availability of recycling instructions were increased. The FM personnel 
were given training on recycling, so they could advice the building users on recycling as well. 
Also, the building users can give the FM organisation ideas about how to make the building 
operate in a more sustainable way by small adjustments. The building users participated in 
the process by taking part on surveys on occupant comfort and on habits how users travel to 
work. Also, the FM provider carries out an “environment day” four times a year, where building 
users are informed of the building’s environmental measures (e.g. recycling rates and heat and 
electricity consumptions). 

overall, no major changes in the service processes, or major structural or technical refurbish-
ments were made in the case facility. The changes to greener FM were mainly sharpening up 
the existing procedures.

phAse 3) MeAsuring The iMpAcT of green fM
After implementing the redeveloped FM processes, the building performance was followed 
during the year 2010 and compared to the 2009 performance measures. The measures were 
electricity (kWh/month), heat (MWh/month), water (m3), waste (tons) and emissions (Co2-
equivalents). The compared measures for heat were weather corrected. Weather corrected 
data states the consumption compared to normal year (average in 1971-2000). Weather cor-
rection makes a property’s’ heating energy’s comparison between years possible despite the 
differences in outdoor temperatures. 

The case study results are presented according to the FM value Map (Jensen, 2010) outcomes, 
core business impacts (satisfaction, cost, productivity, reliability adaptation, culture) or sur-
roundings (economical, social, spatial, environmental) impacts.

iMpAcTs (ouTcoMes): core Business

enhancing employee satisfaction
in 2010, two occupant satisfaction-surveys were conducted. The first one in February, in the 
beginning of the “greening” project, the second one in october, both with approximately 30% 
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response rate (in February 213 persons responded, and in october 251). The surveys included 
two sections: services, which included questions about the FM service-production, and working 
environment, which addressed how the users find assess the building’s facilities and environ-
ment. The answers were pre-coded on a seven point scale, ranging from -3...+3, with -3 being 
extremely dissatisfied and +3 extremely satisfied. The average result of the first survey was 
0,68 and the second one 1,20. The survey showed a significant increase in the satisfaction of 
the building users after FM operations were developed. however, as the changed results can be 
caused by a number of variables, no conclusions about the causes for the improved well-being 
and satisfaction of the employees can be drawn based on the two surveys. 

reducing costs
during the one year performance period the biggest cost savings were gained from the electric-
ity and heating energy reduction. some minor savings were associated with the water consump-
tion and improvements in waste management. Monetary savings from electricity reduction 
were approximately 32,000 € (370,000 kWh, -9%) and from heating energy reduction 35,500 
€ (680 MWh, -27%) during 2010. The approximate monetary savings from water consumption 
was 3,400 € (1,000 m3, -18%). Therefore, overall monetary savings were approximately 71,000 
€ compared to the year 2009. it should be also noted that these savings were achieved with-
out major investments to the building.

Previous research supports these findings. For example research by Miller et al. (2008) indi-
cated lower operating expenses for sustainable properties. The average operating expenses 
based on energy costs for energy star rated buildings (an international standard for energy 
efficient buildings) were $1.27 per square foot per year, whereas for non-energy star buildings 
they were $1.81 per square foot. Further research on operating costs conducted by Pivo and 
Fisher (2009) showed that utilities expenses per square foot are significantly lower for energy 
star certified properties than non-certified buildings. Utilities savings in energy star buildings 
averaged about 24 cent per square foot per year (9.8%). The authors employed regression 
analysis and among others controlled for property characteristics, location and income per 
square foot.

increasing employee efficiency and productivity
during the project the carbon dioxide steering limits were adjusted, and the limits were de-
termined according to the Finnish classification of indoor environment (sisäilmastoluokitus, 
2008). This should maintain optimal indoor environment conditions and is expected to sup-
port employee’s productivity. however, impacts on productivity were not measured during this 
project. But previous research results support our hypothesis. For example seppänen (2004) 
indicated that optimal temperature matters and influences productivity. According to his re-
search employees’ performance increases with temperature up to 21-22 °C, and decreases with 
temperature above 23-24 °C. The highest productivity is at a temperature of around 22 °C. For 
example, at the temperature of 30 °C the performance is only 91.1% of the maximum i.e. the 
reduction in performance is 8.9%. 
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culture; promoting marketing, sales and organisational brand
The image benefits gained during the project were associated with the Leed eB-certification 
(environment classification for existing buildings), which was awarded to the case building af-
ter the Green FM project. The Gold-level certification achieved through third party verification 
process was a proofing for the wider public that the case facility was really “going green”. As 
these green building certificates are not very common in Finland yet (at the time of this study, 
there were 8 certified and 17 registered Leed projects in Finland) the client company got quite 
a lot media space during the project and the real estate manager of the company has been 
presenting the case in many professional seminars.

iMpAcTs (ouTcoMes): surroundings

supporting environmental sustainability
The case study results concerning the increase of the environmental sustainability were quite 
significant, when comparing to the values from the year 2009 and 2010. The major savings in 
the building carbon dioxide footprint came from changing to hydropower produced electricity, 
but also the savings in heat, electricity, water and waste recycling rates were significant. The 
results are presented in Table 12.1.

The waste utilization rate was increased to 95% in december 2010, as it was 72% the year be-
fore. The waste utilization rate is defined as the utilized waste (i.e. reused, recycled or utilized 
as energy) related to the total amount of waste. in other words, the un-utilized waste is waste 
ending up in landfill. 

in total, the decrease in Co
2-equivalents in 2010 was 795.5 tons, 45% of total emissions, in-

cluding the Co2-eqvivalent values of heat, electricity and waste. Major part of the decrease was 
due to changing to hydropower electricity. however, due to actual savings in heat and electricity 
use and better utilization of waste, the diminishing of Co2-equivalents was still 272.2 tons, if no 
hydroelectricity was used. 

The development of the FM service operations has resulted in a more systematic working with 
building’s environmental development. For example, in renovations, the environmental issues 
are taken more in consideration. Also, investment decisions can be explained from the envi-

electricity
heat
water

2009 consumption 2010 consumption savings
4,012 MWh

2,508 MWh

5,810 m3

3,639 MWh

1,828 MWh

4,765 m3

373 MWh

680 MWh

1,046 m3

246 kWh/m2

0,15 MWh/m2

0,36 m3/m2

223 kWh/m2

0,11 MWh/m2

0,29 m3/m2

9%

27%

18%

Table 12.1: savings made in 2010 compared to the previous year
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ronmental perspective as well. The arranged environmental campaigns and supporting the 
sustainable ways to work and travel increases the overall environmental impact of the project, 
but the results are more difficult to prove. 

oTher iMpAcTs (ouTcoMes)

increasing the value of organisation’s real estate assets
increasing the value of real estate assets is a relevant strategy when the occupying company 
owns the building they occupy, as was the case here. Though the increased value can not be 
converted into cash without a real estate transaction and selling of the building was not topi-
cal for the client organisation, the potential for the real estate value to increase was one of the 
main reasons for the client organisation to get involved with a Green FM project.

Previous research has shown indications on increased rent level, decreased risks and a price 
premium for sustainable properties. impacts of sustainability issues on rent, operating costs 
and risks exert influence on property values. Besides these cash flow related factors, also the 
supply and demand for green buildings in the real estate market affects the pricing of proper-
ties. The willingness of landlords to pay a price premium for sustainable real estate has been 
documented in the surveys of Cushman and Wakefield (2007, 2009), where 47% of landlords 
in 2007 and 44 % of landlords in 2009 stated their willingness to pay a price premium at 
purchase. eichholtz et al. (2008) conducted a research on selling prices and market values of 
green buildings, using Leed and energy star certifications as sustainability benchmarks. Their 
analysis was based on a sample of 199 Green Buildings sold from 2004 through 2007, and 
the selling prices and building characteristics of certified and sold buildings were compared to 
694 nearby located non-certified properties. The regression models showed 16% higher selling 
prices for certified properties. Also the Miller et al. (2008) study based on a hedonic regres-
sion model showed a 9.94% price premium for Leed buildings and a 5.76 % price premium for 
energy star buildings. 

discussion And prAcTicAl iMplicATions

The main aim of this chapter was to present the concept of Green FM, to describe environ-
mentally sustainable FM and facility services, and to study how the added value to the core 
business of the occupier organisation can be created through greener FM processes. The study 
was preliminary in its nature and the results are based on a single case study. The case study 
results were presented according to FM value Map impacts. The results showed that by Green 
FM processes it’s possible to impact to multiple outcomes and also to measure the impacts 
identified in the value map regarding employee satisfaction, costs, productivity, culture and 
environment. in addition, Green FM processes have impacts on the elements which are not 
illustrated in the value map such as increasing the value of real estate assets.
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The case study results showed that by adopting the Green FM operations, a significant decrease 
in building operating costs (electricity and heat) can be achieved. Also, the overall environmen-
tal performance improved significantly, without major investments. The impacts on employee 
satisfaction were evaluated, and the impacts on productivity analysed theoretically. Both were 
estimated to be increased due to Green FM services, but the results also need further investi-
gation due to the number of variables which can have impacted on the satisfaction and produc-
tivity. The greening of the FM services in the case facility was most visible for the building users 
by better indoor environment, better abilities to recycle and better information of the building’s 
environmental performance. Besides the achieved cost benefits, probably much more signifi-
cant results on the overall economic performance of the company were gained through more 
indirect channels such as company reputation and employee satisfaction. Although this case 
study showed some measurable data on how the company reputation and employee satisfac-
tion increased, the measurable cost based on electricity and heat savings was still dominating, 
when the results of the case were presented in e.g. different occasions. This case study was 
a good example of how the added value of Green FM services can be demonstrated through 
environmental performance indicators, and represents the results in a measurable way. 

The results from the case study support our hypothesis that Green FM could be a potential 
and also measurable way to create added value to the core business. The case study results 
showed that with relatively minor simple modifications and by emphasizing certain operations 
in the FM processes, without huge investment or long pay-back times, it’s possible to contrib-
ute to the core business and surroundings significantly. Practical examples of the greener FM 
services and their impact to the client company presented in this chapter could assist other 
organisations to develop their processes towards more environmental sustainable way. The 
case study results help to understand the real impact of FM services to the core business and 
provide measurable proofing for decision makers. 

Further research is needed in order to validate these research results and to provide more prac-
tical case examples and scientific based evidence for practice. This kind of evidence would as-
sist FM organisations and the whole FM industry to become recognized as a strategic function, 
which can have a major influence on internal and external environment of the organisations
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13.  Adding VAlue BY fM And creM in duTch 
hospiTAls 

Theo van der Voordt, Jet Prevosth and Johan van der Zwart.

ABsTrAcT

Purpose: To explore if and how dutch hospital managers steer on adding value by well-consid-
ered Facility Management (FM) and Corporate real estate Management (CreM), which values 
are leading, and how adding value is being translated into concrete interventions. 
Methodology: in addition to a review of literature, eighteen interviews have been conducted 
with facility managers, Ceo and project managers of dutch hospitals. Questions include: What 
are the main issues in your mission statement? how are these issues connected to FM and 
CreM? Which values are most important? Which FM and CreM measures are taken in order 
to attain your organisational objectives?
Findings: The research resulted in a list of eleven possible added values. hospitals showed to 
prioritize different values, depending on their overall mission and vision, its position in the real 
estate life cycle, and the local context. regarding FM, satisfaction, productivity, and cost reduc-
tion were most frequently included in the top 3 of most important values, whereas with regard 
to real estate, stimulating innovation, improving satisfaction of customers and employees, and 
supporting (change of) culture ranked highest. 
Practical implications: The responses from directors and FM and CreM managers from differ-
ent hospitals may be used as an inspiring reference frame for integrated and well-balanced 
decision making, based on awareness of different ways how to add value by FM and CreM. 
Research limitations: A number of 18 interviews of 1–1.5 hours with additional information from 
websites and annual reports is a good start, but additional information is needed to get a more 
complete picture and to measure actual effects of FM and CreM in connection to organisa-
tional objectives and expected effects of FM and real estate interventions.
Originality/value: research into adding value by FM and CreM in the health care sector is quite 
new and shows to be promising for a further exploration of adding value management. 

Keywords: FM, CreM, Added value, Priorities, hospitals.

inTroducTion

The purpose of this chapter is to explore the concept of adding value by Facility Management 
(FM) and Corporate real estate Management (CreM), and the way it is or could be applied in 
value-based briefing, design and management of hospital buildings and building related facili-
ties and services. The main reason to conduct this research in hospitals is the rapidly changing 
political, juridical and financial context of dutch hospital design and management. in the last 
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decade the dutch government transformed the old budgetary system into a so-called regulat-
ed market system. in the former system the proposal for a new hospital building or renovation 
of an existing building had to be approved by the government to fit with the planning regulations 
(number of beds per 10,000 inhabitants), space criteria (maximum number of square meters 
per bed, functional performance requirements per function), and cost regulations (maximum 
budget for investment costs per square meter). After approval all building related capital costs 
and running costs were guaranteed by the government and paid by the insurance companies 
during the life-time of the building, independent of healthcare production. in order to stimulate 
competition and reduce healthcare costs, this former budget system is being replaced by a 
regulated market system. not the government but the healthcare organisations will be respon-
sible for a sufficient return on real estate investment – by proceeds from health care delivery. 
so a growing awareness and understanding is needed of the consequences of CreM and FM 
decisions on utility value, investment costs and running costs, future value, and organisational 
performance. Benefits such as creating a healing environment, improving employee satisfac-
tion, or supporting labour productivity have to be weighed against the impact of CreM and 
FM decisions on the costs of health care delivery and life cycle costs of the building and other 
facilities. 

Within this context a study has been conducted to explore answers on three questions: a) (how) 
do hospital managers i.e. the Ceo, real estate project managers and facility managers, take 
into account adding value by FM and CreM in hospital real estate design and management? 
b) What are present priorities in value based design and management of hospital buildings? c) 
Which choices regarding the accommodation and building related facilities are guided by add-
ing value? 

in part A and B of this book, several authors reflected on the concept of added value of FM. 
Before starting with the description of our research methods and research findings, some ad-
ditional reflections are given, in connection to FM and CreM and other disciplines.

Adding VAlue By fM And creM: A concepTuAl AnAlysis

Whereas FM focuses on “the agreed services which support and improve the effectiveness of 
its primary activities” (Cen, 2006), the focus of CreM is on “the alignment of the real estate 
portfolio of a corporation or public authority to the needs of the core business, in order to obtain 
maximum added value for the business and to contribute optimally to the overall performance 
of the organisation” (dewulf et al., 2000, see also chapter 11). According to this definition, to 
obtain ‘added value” and to contribute to the ‘overall performance’ of the organisation are key 
objectives of CreM. Based on 20 in-depth interviews with leading-edge brand experts, de Cher-
natony and harris (2000) proposed that “Added value is a multidimensional construct which 
includes functional and emotional benefits, as perceived by consumers, relative to the com-
petition; these often also result in benefits for the firm.” other definitions of ‘value’ and ‘added 
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value’ relate changes in the output or outcome to changes in the input in a certain period of 
time. For instance, in pricing literature, ‘value’ is usually defined as the trade-off between the 
customers’ perceptions of benefits received and sacrifices incurred (Lezinski and Marn, 1997):

value  =  Benefits – sacrifices as perceived by customers

sacrifices are often linked to financial costs but can also include non-monetary factors such as 
time and effort (de Chernatony and harris, 2000). van Wagenberg (2009), a former professor 
in FM, used a similar definition and defined value added as: “the difference between the value of 
the product/services delivered to a client during a period (value of output(s) in period ∆ t1 – t2) 
and the value of the input(s) in the production function - or functions in the case of a supply 
chain - in the same period ∆ t1 – t2”. 

in consumer behaviour, ‘value’ is defined in terms of customer needs or the mental image or 
cognitive representations of underlying customers’ needs and goals (Peter and olsen, 1987). 
Woodruff (1997) extends the demand side to all stakeholders, and defines customer value 
as “stakeholders’ perceived preference for, and evaluation of, a product or service and con-
sequences arising from use of a facility, in achieving stakeholders’ goals and purposes in use 
situations”. This definition comes close to what has been said in the real estate Lexicon (keeris, 
1997): real estate value refers to “the stakeholders’ (subjective) appreciation of achieving the 
stakeholders’ goals and purposes”. 

in CreM literature, different values of real estate are mentioned, e.g. shareholder value, bal-
ance sheet value, investment value, commercial value, economical value, functional value, his-
torical investment value, market value and reconstruction value. de vries et al. (2004) make a 
distinction between tangible and intangible values and financial (monetary) versus non-finan-
cial values. A tangible value refers to physical objects; intangible values are values that are rep-
resented by real estate. An example of an intangible non-financial value is the symbolic value 
of real estate for a certain user, e.g. to what extent the appearance of a building represents 
the mission and vision of the organisation (de vries et al., 2004). intangible values are more 
difficult to measure. Financial values are strongly affected by market conditions, whereas non-
financial values are related to the needs and appraisal of clients, customers and end-users. 

regarding FM and CreM decision making, the question comes up which particular values are 
included in connection to the goals and objectives of different stakeholders.

MeThodology

in addition to a literature review, empirical data have been collected by interviewing five Ceos, 
five real estate project managers and eight facility managers of 16 different hospitals in the 
netherlands. Two hospitals were interviewed both with regard to adding value by CreM and 
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FM. The eight FM interviews have been conducted by the second author, as part of her final 
thesis at the rotterdam University of Applied sciences, department of Facility Management 
(Prevosth, 2011). The ten CreM interviews have been conducted as part of a current Phd re-
search of the third author, focusing on hospital real estate strategies in a changing context (van 
der Zwart et al. 2009; van der Zwart, 2011). Both students were supervised by the first author. 
in advance, available information and documents on the internet were studied in order to get a 
first impression of the hospital, its mission and vision, and main real estate objectives.

The CreM interviews were conducted in hospitals that were recently built or currently are in 
the construction phase (period 2004 – 2012). out of a list of 20 hospitals a selection was made 
based on heterogeneity with regard to: 1) type (general, top clinical and academic hospitals); 
2) size (number of beds); 3) building phase (initiation, design, construction, use). The FM inter-
views were all conducted in the randstad, two of them in the same hospitals as the CreM 
interviews. The randstad is the area surrounded by the four largest cities in the netherlands. 
here, too, heterogeneity was attained with regard to type and size. The selection resulted in a 
total sample with 5 general hospitals, 8 top clinical hospitals and 5 academic hospitals, ranging 
from small (less than 300 beds, n=3) to medium sized (300-500 beds, n= 4), large (500-1.000 
beds, n = 6) and very large hospitals (over 1,000 beds, n=5, all academic hospitals). The het-
erogeneity makes it possible to explore if type and size of hospitals affect (priorities in) value 
added management. 

The researchers that conducted the CreM interviews and FM interviews came from different 
schools and used different pictograms to visualize various added values.

The semi-structured FM-interviews were focussed on the FM-organisation (position in the 
overall organisational structure, internal structure, and strategy), if and how eleven added val-
ues of FM found in literature and shown in Table 13.1 are taking into account in FM decisions 
(ambitions, expectations, measures, measurement), and future expectations. 

The CreM-interviews consisted of two parts: an open interview where respondents were asked 
which values are taken into account in real estate decisions, and a structured interview where 
respondents were asked to prioritize nine added values found in the literature and shown in Fig-
ure 13.1. This list builds on the work of nourse and roulac (1993), de Jonge (2002), Lindholm 
and Levainen (2006), Lindholm (2008), de vries et al. (2008) and Jensen (2010). “sustainabil-
ity” and “healing environment” were not included in this list, partly because these values were 
not included in this literature as well, the former also because sustainability was expected to 
be a prerequisite and not a particular issue of adding value management, the latter also be-
cause this item was expected to be integrated in “satisfaction” and “productivity”. The values 
spontaneously mentioned in the first part of the interviews may be indicators of managers’ 
awareness of possibilities to add value by real estate. in the second part of the interviews the 
nine added values derived from literature were presented on little cards in a 3x3 matrix. The 
ranking of added values occurred in three steps. First respondents were asked to prioritize 
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the three added values in each row. second, respondents were asked to rank the three added 
values per column on least importance. These two steps made the respondents familiar with 
the added values used in literature, in order to be able to prioritize all of them in the third step. 
After this ranking assignment, the respondents were asked how these added values are visible 
in the (design of the) hospital building. 

reduction of real estate costs during the life cycle (investment costs, operational costs) by 

steering on efficient space use and smart design. 

improvement of (labour) productivity, e.g. by supporting logistics of primary processes and 

short walking distances between related functions.

improvement of user satisfaction by steering on a functional, comfortable and pleasant 

working environment, taking into account user needs and preferences.

improvement of possibilities to get real estate financed by external parties, e.g. by regard-

ing real estate as an asset to improve the overall finance position of the organisation or an 

assessment of the (future) marketability of the building. value creation can be a particular 

ambition here.

improvement of flexibility to enable future spatial, technical, organisational or juridical 

adaptability, e.g. by standardization, simple opportunities to extend the building or easy 

adaptability to other functions. 

support of a positive corporate image, e.g. by a nice overall building appearance and an 

appropriate building lay-out.

stimulation of innovations in order to improve business processes, e.g. by creating formal 

and informal meeting space to exchange ideas

supporting (change of) corporate culture, e.g. by sharing work spaces to support social 

interaction.

risk management with regard to time, costs, health and safety, and coping with a changing 

context, e.g. technically by application of strict safety standards or juridical by short term 

rent contracts.

sustainability, e.g. by application of energy saving measures or application of environmen-

tally friendly materials.

Creating a healing environment, e.g. by taking care for sufficient daylight, a healthy indoor 

climate, and lots of greenery.

Table 13.1:  Visualisation of eleven fields of adding value by fM in the fM part of the 
research
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findings

First we will summarize the responses to the open question on main objectives of FM and real 
estate investment decisions. second we present the prioritized values, reduced to the top 3 of 
most important added values per interview. Third, concrete measures will be presented of add-
ing value by FM and CreM that came out of the interviews.

VAlue BAsed fM And creM of hospiTAls
The first priority of hospitals is to deliver good healthcare in a cost-efficient way. real estate 
and other facilities are secondary but at the same time perceived as important resources to 
reach the organisational objectives and to optimally facilitate healthcare processes. on the one 
hand the building aims to support patient’s needs and wellbeing. on the other hand the build-
ing should be a pleasant and productive working environment for the healthcare professional. 
regarding the accommodation, supporting efficient healthcare processes showed to be a core 
issue. Much attention is being paid to efficient logistics of patients, healthcare processes and 
transport of people and goods. in spite of the widely used motto “the patient is central”, most 

figure 13.1:  Visualization of nine added values of real estate in the creM part of the 
research
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hospitals focus on efficient healthcare processes. Apart from economic reasons, the assump-
tion is that optimal health care processes also benefit patients and supports both customer 
satisfaction, labour productivity and employee satisfaction. 

CEO of Deventer Hospital, Deventer
The building should facilitate the healthcare processes in such a way that the building meets the 
organisation’s objectives on the first day the hospital opens its doors. Besides, the building must 
be flexible in order to support business processes for a period of 40 years and to be able to cope 
with changing visions on healthcare delivery.

Furthermore most cases showed a connection between the organisational strategy and the 
real estate and FM strategy. often organisational objectives such as transparency and appro-
priate healthcare are translated in the architecture of the building. But a strict translation of the 
organisational mission, vision and ambitions in architecture was also mentioned to be difficult 
because of the long planning and construction time – often 10 to 15 years - and 40 years of ex-
ploitation afterwards. in the meantime the organisation will change its management structure 
and style, objectives, vision on optimal organisation of healthcare processes etc. several times 
Therefore, flexibility was often mentioned as an important objective in real estate manage-
ment. Flexibility should enable the hospital building to support the healthcare processes at 
least 40 years in changing circumstances.

Real Estate manager Meander Medical Centre, Amersfoort
Flexibility is realized by expandability, adaptability and exchangeability of rooms. The central 
building is divided into three parts: 1) a hot floor with all high technical functions; 2) nurseries 
with standard one-person bedrooms, and; 3) multifunctional examination rooms, all with differ-
ent technical installations and constructions and different access to patients. 

Because of the new financing system that makes payment of investment and running costs 
dependent of the production in terms of diagnosis-treatment combinations, the usual starting 
point is very business-like: no more square meters than necessary and life cycle costs as low 
as possible. The hospitals that initiated a new building after the introduction of the new regu-
lation showed a shift of directing on maximum capacity and quality towards steering on less 
capital expenses and increasing productivity. These hospitals are designed and constructed on 
the basis of a business case and pay much attention to create a compact building (with a little 
surplus square meters to enable future production growth), low capital costs and a high level 
of flexibility. slim fit buildings are accompanied with extendibility in the future. These exten-
sions are subject of a new business case to be presented to financiers.

CEO of Gelre Hospital, Zutphen
Because the building had to be financed on own risk, reimbursed by healthcare production, the 
business plan is directed on capital costs as low as possible. This is accomplished with a cheap, 
functional and lean building with little surplus square meters and a focus on flexibility to antici-
pate on future alterations. 
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since the introduction of the regulated market system, a growing awareness of the market 
position of the hospitals becomes visible. Most hospitals are part of a larger network with one 
central location with all complicated top clinical healthcare combined, and several day care 
hospitals and policlinics in the region. 

prioriTies in Adding VAlue MAnAgeMenT
The request for prioritizing added values of FM and real estate produced a huge variety of 
responses. Quite often facility managers ranked “improvement of customer satisfaction”, “in-
creasing productivity” and “cost reduction” as one of the three most important values, whereas 
“supporting innovation”, “increasing user satisfaction” and “improving organisational culture” 
were often given highest priority by Ceo’s and real estate managers as shown in Figure 13.2. 
Cost reduction was highly prioritized by four real estate respondents, but ranked as not that im-
portant by five other hospitals. risk control and increasing financing possibilities were usually 
given low priority. increasing productivity, optimizing flexibility and supporting corporate image 
were prioritized in between. one hospital ranked the prioritized added values almost opposite 
to most other answers. This hospital is currently planning a new hospital according to the so-
called living building concept (LBC), a new form of Public Private initiative.

AccoMModATion choices supporTing Adding VAlue of fM And creM
When hospital managers were asked to elaborate on the connections between real estate 
characteristics and organisational performance, different answers came up. But the responses 
had also much in common. The overall picture can be summarized as follows.

figure 13.2:  number of respondents marking the value in the top 3 of most important 
values
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 ‘healing environment’ and ‘sustainability’ were only included in the FM interviews
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1. improving satisfaction
This added value may be split up in satisfaction of visitors, patients and employees. Most re-
spondents emphasized that good staff, i.e. people with excellent medical skills and a customer-
friendly attitude and behaviour are of utmost importance. Well considered real estate and FM 
decisions can be supportive as well, e.g. by:

Creating a pleasant and safe “healing” environment where people feel at home: easily •	
accessible, a clear structure so that people can find their way easily, much daylight, nice 
outside view, contact with nature, attractive indoor climate, sufficient privacy, facilities 
for social interaction, autonomy and freedom of choice, and a high quality of semi-public 
spaces such as entrance halls, waiting areas and patios (kreitzer and Zborowsky, 2009; 
dijkstra, 2009). These issues also support hospitality i.e. the feeling of being generously 
welcomed by friendly staff in a nice environment (Prevosth and van der voordt, 2011).
Adequate parking facilities.•	
optimally facilitating medical care processes by steering on a lay-out that fits with the •	
needs of patients (e.g. one-stop consultations by concentrating consultation activities on 
one spot instead of patients looking for doctors on different spots on different times). 
iCT-facilities (flat screens for watching Tv/ information, internet) and catering services.•	
Well organised communication and •	 user participation in decision making processes includ-
ing satisfaction surveys.
Well considered floor management.•	

2. stimulating innovations 
innovation requires individual creativity and team creativity. Creative thinking is being facilitat-
ed by opportunities to relax and to concentrate and places that support exchange of knowledge 
and stimulate new ideas. Most hospitals create meeting places such as a knowledge centre, 
study centre, or skills lab. Another option is the spatial integration of different types of cure 
and care, but the present financing system with separate money streams is mentioned to be an 
obstacle here. iCT is also used as a tool to innovating processes, e.g. by the use of information 
devices or application of a digital system to reduce waiting times. Medical-technical innovations 
may affect real estate as well, for instance by changing space requirements due to remote 
care, e-consults and new medical equipment.

3. cost reduction
due to an ever growing demand for health care and a shortage of financial resources, hospital 
managers pay much attention to cost effectiveness and opportunities to reduce real estate 
costs. since the introduction of the regulated market system directing on the reduction of life 
cycle costs and total costs of ownership has become more important. elaborating a business 
case to make costs and benefits transparent in the short and long run is normal practice now. 
real estate measures to stimulate cost reduction include co-operation in building, design and 
management of hospital real estate with other care organisations and commercial parties, 
new ways of contracting such as design and Build, or dBFMo (design-Build-Finance-Maintain-
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operate), strict space budgeting, and standardisation of spaces to reduce costs of adaptation 
in case of changing functions. Quite often extra investments are needed to reduce the life cycle 
costs of the building (e.g. investing in flexibility) or staff costs (e.g. extra lifts to reduce walking 
distances). CreM/FM oriented measures include space reduction by shared workplaces and 
extension of opening hours, sustainability measures in order to reduce energy consumption, 
and digitalization of information. FM measures include a check of service level agreements on 
cost effectiveness, optimization of work processes, and outsourcing. 

Facility Manager of the Amsterdam Academic Hospital
We used to deliver 25 different meals that all had to be in stock. Based on Lean Six Sigma we 
changed our catering system to deliver more healthy food in a more efficient and cost effective 
way, e.g. by improving our logistics and stock control.

4. improving productivity
This added value is usually interpreted as production (output) and less as a ratio between out-
put and input. FM and CreM choices to support production included:

optimally facilitating of medical care processes and supporting activities, e.g. by spatial •	
clustering of top-clinical care processes, urgent care, patients with acute diseases and 
patients with chronic illnesses, or a thematic clustering of heart diseases and vascular 
diseases, oncology, mother and child.
Well considered location of operation theatres.•	
Location of units with a high flow rate near the entrance to avoid unnecessary •	 patients 
flows within the building.
sound logistics of transport (beds, bedclothes, food, medical facilities) by a separation of •	
transport of goods and patient flows, and use of advanced transport systems. 
easy and place and time independent access to (digital) data.•	
extension of opening hours and operating time.•	
An attractive indoor climate and indoor air quality in order to avoid absence by building •	
related sickness (“sick Building syndrome”).
smart use of electronics and iCT to support medical processes and information flows •	
(‘home electronics’, robots, smart phones, iPhone). 
redesign of the FM organisation directed to efficient workflows and consultative •	
structures.

The impact of one bed rooms on labour productivity is a little ambivalent. on the one hand one 
bed rooms evoke fewer infections and speed up the healing process that might shorten the 
average stay in hospitals. it also avoids problems of empty beds due to difficulties in mixing 
people with different cultural backgrounds or different gender. on the other hand a high per-
centage of one bed rooms can be counterproductive because of nurses have less overview and 
because of longer walking distances. Furthermore, single bedrooms require more space and 
increase both investment costs and capital costs. 
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5. supporting culture
Though culture is merely a matter of shared values and behavioural rules focusing on high 
quality care, reliability and customer-friendly behaviour, (changing) culture can also be sup-
ported by the building and other facilities. Managers promote to create more openness and 
informal meeting facilities, facility sharing and hot-desking, in order to stimulate communica-
tion and to make different ways of behaviour or different attitudes a subject of open discus-
sion. Another option is to create a front-back office with a different atmosphere. organisational 
measures include training in leadership and organising activities to support or to express a 
coherent corporate culture. 

6. positive image 
Marketing by real estate and other facilities is merely managed by steering on a nice and easy to 
access location in a lively and safe environment, a nice overall appearance, an attractive “heal-
ing” environment with a high percentage of one bed rooms, nice colours and materials, and nice 
facilities, see Figure 13.3, in order to improve patient satisfaction and as a consequence to im-
prove competitive advantage. Attractive and professional staff facilities may help to attract and 
retain staff people. Quite often semi-public spaces – in particular in or near the entrance area 
- are open for use by people from outside, to reduce the image of an inner directed medical en-
vironment. some respondents emphasized that a hospital should primarily focus on its patients 
by creating an environment “where it is allowed to be a patient” and not feeling awkward when 
walking in pyjama with a drip at hand. FM measures to improve the “corporate image” included 
a clear house style, well considered marketing, hospitality management, training in customer-
friendly attitudes and behaviour, use of art, showing commitment with the neighbourhood or 
city and cooperation with external parties that evoke positive feelings among the community. 

7. risk control 
This added value is mainly managed by real estate choices improving flexibility and marketabil-
ity, a well elaborated business case, outsourcing of maintenance for a long period, and reduc-
tion of risks of infections by smart hygiene measures and more one bed rooms. FM measures 
to reduce risks included regular checks on health, safety and hygiene, setting up a system of 
corporate assistance in case of emergencies or medical injury of staff, an annual inventory and 
evaluation of (potential) risks regarding health and safety, appointment of a risk manager, etc. 
Quite often risk analyses are based on national or international standards and linked to accredi-
tation systems such as the JCi accreditation (Joint Commission international).

8. flexibility 
Flexibility has been a key issue in hospital design for decades. All respondents include flexibil-
ity in their real estate policy and facility management. standardization, multifunctional use of 
space, a clear separation between the supporting structure and fill-in because of their different 
life cycles, extra power of load-bearing walls and floors in order to cope with future functions, 
easy-to-adapt bed rooms (from a two bed room in two one bed rooms and vice versa), facilities 
that make an enlargement of the building easily possible, all kind of measurements are more 
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or less common sense nowadays. space and desk sharing in a non-territorial environment and 
organisational measures such as flexible work times function profiles that support exchange of 
different tasks are more and more common as well. A rather recent concept is the functional 
zoning plan. By spatial separation of the hot floor (high tech facilities such as the operation 
theatres), the fabric (labs), the hotel function (bedrooms) and office activities, hospitals aim to 
make part of their buildings more standard and as such easier marketable when the hospital 
want to shrink or to move to another place. one hospital built the hot floor in a special zone 
and left the adjacent space vacant, so that in case of the hot floor becomes outdated a new one 
can be added easily while the present keeps going during construction. remarkably, thinking 
in scenarios in search for spatial and financial implications of future developments is not very 
common yet.

9. financing possibilities
This added value is being stimulated by the involvement of external parties that rent space in 
the building or on a so-called healthcare boulevard or health park, leading to a profitable busi-
ness case. other options are Public Private Partnerships in owning the building, and steering 
on future value of the building by adaptability, marketability and maintenance management. 
Academic hospitals seem to have fewer problems in financing their real estate because they 
still get a separate budget for real estate investments and they can borrow money at a quite 
low interest rate.

10. healing environment
in the interviews with Ceo and project managers this issue was not discussed as a particular 
added value but as a component of satisfaction and productivity (see the discussion of these is-
sues earlier). FM interviewees emphasized the importance of one bed rooms, freedom of choice 
with regard to catering, adequate iCT and retail facilities, and entertainment. 

figure 13.3:  left: ground floor of the rotterdam iJsselland hospital, a semi-public area 
with catering facilities and a flower shop.  
right: grand cafe in the Albert schweitzer hospital in dordrecht.
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11. sustainability
in the interviews with facility managers, the interviewees mentioned a number of FM meas-
ures to support sustainability such as an efficient and “green” purchase policy, biological cater-
ing, use of biodegradable materials, waste reduction programs, activities to improve peoples’ 
awareness of the necessity of sustainability and to promote a “green” attitude and environmen-
tal friendly behaviour, and appointment of a sustainability specialist or co-ordinator. Although in 
the CreM interviews sustainability was not included as a particular added value, this issue was 
quite often brought on the table. Usually sustainability was not perceived as a main objective of 
healthcare organisations, but as a means to cost reduction and secondly as a means to support 
a positive corporate image by showing social responsibility. in most cases sustainable meas-
ures are applied only when extra costs have a reimbursement period of less than 5-10 years. 

discussion

MeThodologicAl reflecTions
The qualitative approach of this research – using semi-structured interviews with open ques-
tions – delivered much information on how adding value is being perceived by hospital man-
agers and which added values are prioritized in CreM and FM decision making. The results 
contribute to a better understanding of adding value by sound FM, in general and specifically 
for the healthcare sector. however, the validity of the results could be improved by conducting 
more interviews and organising expert meetings to discuss and compare individual rankings. 
The same methods could be applied in other sectors like office organisations or higher educa-
tion (where similar values have been investigated, see chapter 11) in order to explore similari-
ties and dissimilarities in different fields.

Though hospital real estate is being regarded now more and more as a resource for production, 
a remarkable difference appeared between the response to open questions and the prioritizing 
assignment in the more structured part of the interview. in response to the open question to 
mention values that are steered on in design and management of hospital real estate, most 
respondents mentioned facilitating the primary processes and supporting productivity as the 
main objectives. Confronted with added values of real estate mentioned in the literature, the 
main real estate objective seems to shift from process oriented priorities towards the contribu-
tion of real estate to organisational strategic objectives such as stimulating innovation, improv-
ing culture and increasing user satisfaction. Whereas in the open interview flexibility is often 
mentioned as an important added value, in the ranking assignment this issue is hardly given a 
high priority, probably because it already has been a common issue in real estate management 
for decades. Cost reduction shows to split the interviewees in two groups. Part of the respond-
ents ranked cost reduction in the top of highly prioritized values, whereas others give this is-
sue low priority. Although in the open interview most hospital managers call cost reduction 
a basic issue in most real estate decisions, in particular since the new healthcare real estate 
regulations, surprisingly cost reduction gets median priority, just like productivity and flexibility. 
This might be due to the fact that the interviews were conducted regarding building-in-use.  
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Probably, ex ante (in the phase of initiation, briefing and design), cost effectiveness will be 
ranked high by most decision makers.

prioriTies in Adding VAlue By fM And creM
in some clusters of prioritized aspects the triplet of People-Process-Place (duffy, 1992) can be 
recognized. For instance: stimulating innovation, increasing user satisfaction and improving cor-
porate culture are all supposed to contribute to organisational performance by ‘people working 
together, in a smart way organising things efficiently’ as one Ceo mentioned in the interview. 
Another cluster of added values: cost reduction, increasing productivity and optimizing flexibil-
ity, contributes to the production process of healthcare services and the prices of products and 
services. As one Ceo said: “some added values are enablers and contribute to a higher produc-
tivity, others are more the result of an increasing productivity (ablers)”. A third cluster of added 
values - contributing to corporate image, controlling real estate related risks and improving 
finance possibilities - are more directly related to the concept of place.

Prioritizing of added values is often linked to core issues in the mission and vision of the organi-
sation and the present context. Figure 13.4 shows a ranking of the facility manager of a general 
hospital. here risk control and steering on safety of patients and staff is a core issue, with pro-
ductivity support as the second most important issue. Then a number of issues supporting user 
satisfaction and human wellbeing are more or less equally import. sustainability is important 
as well, but mainly in connection to cost reduction. 

The facility manager of the Amsterdam Medical centre, an academic hospital, wants to meet 
the criteria of the Joint Commission international (JCi), with a focus on safety of patients and 
staff. so here, too, risk control is a key issue, but strongly in connection to steering on a healing 
environment, user satisfaction, a positive image and supporting corporate culture. A second 
cluster is directed to economic issues such as cost reduction, value increase, stimulation of 
innovation and sustainability. increasing productivity and flexibility were prioritized in between 
and guided by the so-called Lean six sigma system, a way to analyse working processes in 
order to optimize its efficiency and effectiveness. 

Prioritizing possible added values of CreM and FM showed to be different in connection to the 
position in the life cycle as well. The configuration of cards in Figure 13.5 represents more or 
less the average ranking of all respondents that were questioned with regard to CreM (van 
der Zwart, 2011). The hospital of this Ceo has been built under the former hospital real estate 
regulation and is now in the exploitation phase of the building process. his ranking shows stim-
ulating innovation as top priority. Two other values – improving user satisfaction and improving 
organisational culture - are ranked as second highest priority. Then two columns are recogniz-
able (and also described as such by the Ceo while sorting the cards), with three added values 
(at the left) connected to the process and a focus on financial performance: increasing produc-
tivity; decreasing real estate costs as a means to decrease the price of healthcare products 
and services, and controlling real estate risks, and three added values (at the right) that are 
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more building related: optimizing flexibility; supporting corporate image, and increasing finance 
possibilities. According to this Ceo these values were captured in the building design, and as 
a consequence adding value management with regard to these issues is less possible in the 
exploitation phase.

connecTion BeTween corporATe sTrATegy And fM sTrATegy
in the FM interviews a question was asked about the facility strategy of the organisation and 
the strategy of the FM department. Five out of eight hospitals did not have a clear FM strategy, 
whereas in three hospitals the FM strategy was quite clear and also clearly connected to the 
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figure 13.4: priorities of a facility manager working in an academic hospital
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overall strategy of the organisation. Academic hospitals showed to focus on a top position and 
being innovative, whereas in general hospitals patient centred care and hospitality were core 
issues in the strategy of the FM units. efficiency and professionalism showed to be key issues in 
their strategy as well. regarding the value propositions of Tracey and Wiersema (1995) similar 
differences were traced. The three academic hospitals that have been interviewed showed a 
focus on product leadership, whereas the general hospitals that were interviewed focused on 
operational excellence and/or customer intimacy. This holds true for the strategy of the FM 
departments as well. none of the interviewed FM units considered product leadership as their 
core value. 

lisTing of Added VAlues 
Whereas in the interviews with Ceos and project managers sustainability was not included as 
a separate added value, it seems to be more appropriate to add this value to the overall list. By 
adding sustainability as a particular value, as den heijer (2011) did in her dissertation on Man-
aging the University campus (see chapter 11), rankings in the healthcare sector may be better 
comparable with ranking in other fields. Besides, it fits with the growing awareness of the im-

figure 13.5: ‘representative’ result of a ranking assignment regarding real estate
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portance of sustainability. in the field of healthcare, “healing environment” is of utmost impor-
tance and needs particular attention. in other domains other particular values – e.g. “facilitat-
ing new ways of learning” in case of an educational environment - will be more appropriate. 

MeAsuring Adding VAlue By fM And creM
regarding performance measurement and monitoring still much progress can be achieved. it 
was remarkable to see that in spite of some standard procedures such as the use of the Balanced 
score Card, benchmarking, and (inter)national quality standards or accreditation procedures, a 
number of different “local” measurement methods and tools came to the fore. For instance, most 
managers use their own questionnaire to measure customer satisfaction, whereas other manag-
ers prefer a more qualitative approach e.g. by having short talks with patients, visitors and staff. 
This makes benchmarking on quantitative performance indicators quite difficult. 

conclusion And neXT sTeps

This research is a first exploration of adding value by FM and CreM in the field of healthcare. 
Additional research is needed to improve our understanding of a) which FM and CreM deci-
sions will positively affect organisational performance, qualitatively and quantitatively; b) inter-
relationships between the performance indicators; c) synergy or conflicts between values; d) 
clearness and completeness of the list; and e) how the concept of added value and its different 
aspects appeal to decision makers. it is well known that steering on high quality buildings with 
a high level of competitive advantage may conflict with other values such as low investment 
costs and standardization. The need for much daylight may cause high cleaning costs of glass 
panels and conflicts with the need for a reduction of Co

2 emissions. organising expert panels 
to discuss these conflicting values will be one of the next steps. A second next step is to con-
duct reviews of literature and empirical research in depth with a focus on one particular added 
value of real estate – e.g. labour productivity, employee satisfaction or future marketability. 
Furthermore the results of the interviews will be linked to building assessments in a number 
of case studies, including floor plan analysis and analysis of documents such as the brief and 
corporate strategies. 
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14.  STAKEHOLDER’S INFLUENCE ON FM STRATEGY: 
A CASE STUDY OF AN ENERGY COMPLEX IN 
THAILAND

Akarapong Katchamart

ABsTrAcT 

Purpose: This chapter aims to provide insight into stakeholder behaviours that influence Facili-
ties Management (FM) strategies. This contribution supports in-house FM organisations and 
FM providers in understanding different types of relationships with their stakeholders under 
various circumstances and conditions. 
Methodology: The research used semi-structured interviews with 7 representatives of the en-
ergy Complex (enCo) and its key stakeholders, PTT Public Company Limited (PTT), tenants and 
service provider, and additional data collection by reviews of websites and internal documents. 
interviews were carried out only with primary stakeholders who have direct contact with enCo 
and not with secondary stakeholders who have indirect contact such as end users and facilities 
sub-contractors. Four propositions derived from Frooman (1999) were the starting point for 
data collection and data analysis. 
Findings: The results show that stakeholders influence the chosen FM strategy by controlling 
resources, for instance financial, informational and physical. stakeholders are able to control 
resources directly with FM or indirectly through allies. each type of resource control strategy 
affects the collaborative relationship between both parties. 
Practical Implications: This chapter proposes an analysis framework to explain and predict 
FM stakeholders’ behaviour. it provides basic information for strategic decision making on how 
stakeholders influence FM strategy and each strategic style that stakeholders use to influence 
FM strategic decisions. A better understanding of stakeholders’ behaviour will incubate the 
added value delivering to FM stakeholders. 
Research Limitations: The data collection was carried out by a single case study. For future 
research, investigations are needed in both private and public sectors and different types of 
host organisation core businesses. 
Originality/value: This chapter extends the application of stakeholder influenced strategy theo-
ry in a FM setting. it attempts to address the scarcity of stakeholder management perspective 
in FM and how stakeholders influence FM strategy and how they choose to influence FM. it 
helps FM organisations to understand stakeholder behaviour and to enable their collaborative 
relationships. 

Keywords: FM strategy, strategic Position, stakeholder Analysis, relationship Management.



224 14 sTAkehoLder’s inFLUenCe on FM:

inTroducTion 

if strategic planning is indeed a crucial part of a facilities manager job, understanding how 
stakeholders try to influence Facilities Management (FM) organisations should be part of a 
facilities manager job as well. Poor stakeholder management can cause time delays and cost 
overruns (Yang et al., 2009). different stakeholders have different levels and types of invest-
ment and different interests, so facilities managers should communicate with all parties to 
satisfy their needs. Many researchers involved in stakeholder management address the need of 
carefully managing stakeholders as shown in Table 14.1.

in his seminal work Frooman (1999) explains that in developing strategies concerning stake-
holders, managers need to answer three general questions about stakeholders: who are they 
(this question concerns their attributes), what do they want (this question concerns their ends), 
and how are they going to try to get it (this question concerns their means). FM researchers 
(Barrett, 2000; Burstow, 1994; Lehtonen, 2006; katchamart, 2012) address the importance 
of the last question in terms of a collaborative relationship. They assert that the success of a 
collaborative relationship leads to the success of value delivering to the stakeholders. in order 
to cultivate a successfully collaborative relationship with its stakeholders, FM needs to un-
derstand stakeholder’s behaviour and how this may influence FM strategic decision. however, 
there is scarcity of understanding stakeholder behaviour in FM academic literature. For this 

researcher 
Mellahi and Wood (2003) 

Clarkson (1995) 

Alexander and Buchholz (1982)

Caulkin and Black (1994); kotter and 

heskett (1992)

donaldson and Preston (1995) 

Preble (2005) 

importance of managing stakeholders
it is an important method for increasing the likelihood of achiev-

ing the marketplace success

The corporation’s survival and continuing success depends on the 

ability of its managers to create sufficient wealth, value, or satis-

faction for stakeholders

high levels of responsibility towards primary stakeholders can 

lead to lower explicit costs

The performance of companies that balance the interests of all 

their stakeholders is better than that of those which put their 

shareholders first

Adherence to stakeholder principles and practices tended to 

achieve conventional corporate performance objectives better 

than rival approaches

The mismanagement of stakeholder activist issues can result in 

lost markets and revenues, a decline in share prices, large legal 

fees, as well as wasted management time

Table 14.1: The importance of managing stakeholders (yang et al., 2009)
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reason this chapter aims to provide insight into stakeholder management in FM as a basis for 
delivering added value to host organisations’ core businesses. 

The proposed framework is an extension of Frooman’s typology and is meant to understand and 
explain the strategies and actions that FM organisations and stakeholders adopt against each 
other in a conflict situation. it supports FM organisations in assessing their stakeholder behaviour 
that influences FM strategic decisions and vice versa. Whether the FM organisation is on strate-
gic, tactical or operational level, the FM organisation must have its own strategic decisions. FM 
strategic decisions thus encapsulate from real estate strategy to day-to-day facilities services. 
The better understanding of FM stakeholders will expand the usage of the FM value Map. 

To delineate the boundary of stakeholder identification, this chapter terms stakeholders by 
Freeman’s “can affect” and “affected by” criteria (Freeman, 1984). FM stakeholders, thus, refer 
to any group or individual who affects or is affected by FM strategic planning decisions, for 
instance end users, clients, customers, service providers and subcontractors. 

reseArch conTeXT 

PTT is a Thai state-owned energy company. it owns extensive submarine gas pipelines in the 
gulf of Thailand, and a network of liquefied natural gas (LPG) terminals throughout the country. 
it is involved in electricity generation, petrochemical products, oil and gas exploration and pro-
duction, and gasoline retailing businesses. PTT is one of the largest corporations in the country 
and the only company from Thailand listed in the Fortune Global 500 companies. it ranks 118 
in the top 500 companies in the world and 25 in Asia.

PTT Group has business expansions that require much larger office space in order to cope with 
the increasing number of their workforce. Moreover, the Ministry of energy (Moe) also requires 
a building to integrate its various departments that had spread out in different locations around 
Bangkok. PTT initiated a project in 2004 for the construction of the energy Complex (enCo) as 
the office building for PTT´s affiliated energy-related companies and Moe´s departments, in 
order to save time in business communication and to boost operating efficiency. This project 
was completed and occupied in 2009. Centralising this business sector on a single location 
is expected to enhance the effectiveness and efficiency of all communications. This complex 
will be represented as a hub of all energy businesses in Thailand. enCo has been described as 
Thailand’s first truly energy efficient property development and was designed under the Leed 
system. enCo received the Leed platinum under core and shell category. The project area is 
298,542 m2 with 8,000 occupants as shown in Figure 14.1, (internal document, enCo, 2009).

With the aim of combining architectural and engineering innovations into enCo, these innova-
tions have resulted in the energy Complex building that serves as a prototypical building in 
Thailand for energy conservation, harmonious coexistence of industry and the environment, 
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and optimal utilization of resources while improving the quality of life for people in and around 
the buildings. in this respect, the building occupants, society at large and the environment can 
coexist and thrive in a sustainable manner.

PTT Group and the Moe have agreed to develop the energy Complex Co., Ltd which is re-
sponsible for the project construction and operational management of this building campus, 
by contracting out the property and facilities services to one service provider, CB richard el-
lis (CBre). CBre´s responsibilities provide general facilities services for enCo´s common and 
shared area and parking lot. each tenant has its own facilities provider which is out of enCo´s 
and CBre´s responsibility. CBre performance is under enCo´s supervision. CBre can contract 
out to subcontractors with enCo´s permission, for instance oTis for elevator and escalator 
services. There are monthly meetings between enCo, subcontractors, representatives of 26 
tenants from both PTT´s core affiliated companies and Moe´s departments to discuss and 
share the information and opinion among each party. each tenant will in turn host the meeting 
venue. The meetings aim to improve better understanding and relationship among enCo, ten-
ants and CBre. 

TheoreTicAl frAMeworK 

This research utilises Frooman’s (1999) typology as a basis to analyse the management of 
firm–stakeholder resource relationships in the context of FM, with the ‘‘firm’’ being enCo, and 
the key stakeholders, as identified by enCo itself, being PTT, tenants, end users, CBre, and 
CBre´s subcontractors. Together with a facilities process framework (katchamart, 2012), it 
focuses on collaborative relationships between FM organisations with their clients who are the 
representatives of stakeholders. 

figure 14.1: The energy complex (enco)
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Frooman (1999) grounds his typology in resource dependence theory (rdT). resource depend-
ence is built on the notion that organisations are not completely self-sufficient, but are reliant 
upon other organisations in their environment to provide the resources they need for survival. 
Frooman provided heuristics with which researchers can develop a clear understanding of com-
plex organisational phenomena. This external control of organisations is at the core of the re-
source dependence perspective. As Pfeffer and salancik (1978) state: ‘‘for continuing to provide 
what the organisation needs, the external groups or organisations may demand certain actions 
from the organisation in return’’. 

Frooman (1999) identifies different types of resource relationships in terms of dependencies. 
dependence within firm and stakeholder relationships is related to the control of resources, 
whether these resources are financial, physical, or informational. Power in resource relation-
ships may be asymmetrical, where one actor is more powerful than others due to that actor’s 
control of critical resources. Alternatively, a symmetrical power relationship occurs when there 
is an equal level of dependency between actors. it is important to note here that Frooman 
(1999) deviates from more traditional views on power, viewing it as an attribute of firm–stake-
holder resource relationships, not of the actors themselves. 

he defines four types of resource relationships: stakeholder power, firm power, low interde-
pendence and high interdependence. in reality, levels of power and dependence range within 
these types of relationship. however, like all typologies, Frooman’s work demonstrates ‘‘ideal 
types’’ that are helpful for understanding the nature of the focal resource relationships. 

Frooman’s typology illustrates the connection between resource relationships and stakeholder 
strategy selection. As stakeholder power is determined by the nature of dependency (Molm et 
al., 1999), the direction and extent of dependency determines the power advantage within a 
particular firm–stakeholder relationship (Frooman, 1999). Frooman’s influence strategies are 
underlined by two defining aspects of stakeholder relationships: (1) resource control; and (2) 

resource control strategies
Withholding 

Usage

influence pathways
direct 

indirect 

characteristics of the strategy
stakeholder discontinues or threatens to discontinue supply of 

resources to a firm

Conditions attached to the supply of resources, firm cannot afford 

to walk away from relationship

characteristics of the pathway
stakeholder manipulates the flow of resources

stakeholder works through an ally to manipulate the flow of 

resources

Table 14.2: resource control strategies and influence pathways (frooman, 1999)
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influence pathways. each set of influence strategies and their respective characteristics are 
depicted in Table 14.2 and explained below.

As shown in the table, Frooman’s resource control strategies are divided into two types: With-
holding and usage strategies. Withholding strategies occur when a stakeholder discontinues or 
threatens to discontinue the supply of resources to a particular firm with the intention of forc-
ing change in certain behaviours. The stakeholder threatening withdrawal must have the ability, 
or at least be perceived to have the ability to walk away from the relationship and survive if a 
threat must actually turn into action. When this is not possible and a stakeholder is unable to 
shut off the flow of resources to a firm, Frooman suggests a second type of resource control 
strategy, that of usage. Usage strategies occur when dependence is more evenly shared and 
the stakeholder cannot afford to shut off the flow of resources. Thus, rather than completely 
withholding resources, the stakeholder attaches conditions to their continued supply (Frooman, 
1999). similar to withholding strategies, despite resistance, usage strategies are used as driv-
ers to change firm behaviours. obviously, when interdependent relationships exist, actors are 
more prone to simply accommodate the needs of each other (Frooman, 1999).

Frooman’s second set of stakeholder strategies relate to the identity of the actor supplying 
resources to a firm. indeed, withholding and usage strategies are not always being under-
taken by a stakeholder, but may be performed by an ally of the stakeholder that has an es-
tablished relationship with the focal firm (Frooman and Murrell, 2005). The existence of such 
allies opens up pathways of direct and indirect influence through which the stakeholder can 
exert resource control (Frooman, 1999; Frooman and Murrell, 2005). As resource relationships 
are often embedded in other relationships, multiple pathways of stakeholder influence can 
emerge. Thus, Frooman (1999) identifies two influence strategies: direct and indirect. direct 
influence strategies are where the stakeholder manipulates the flow of resources unilaterally. 
This often occurs in relationships of high dependence, when a firm must be directly responsive 
to the demands of the stakeholder supplying resources necessary for its survival. Meanwhile, 
indirect influence refers to the circumstance where, ‘‘a stakeholder works through an ally, by 
having the ally manipulate the flow of resources to the firm’’ (Frooman, 1999). indirect influ-
ence is founded upon communication among allies, which connotes political activity and coali-
tion building among stakeholders.

Table 14.3 indicates the firm–stakeholder relationships that Frooman (1999) suggests lend 
themselves to the employment of particular influence strategies. in relationships of low in-
terdependence, indirect and withholding influence strategies are appropriate. in relationships 
where stakeholders hold power, direct and withholding strategies are used. Alternatively, stake-
holders use indirect and usage strategies to influence firm behaviour in relationships where the 
firm is more powerful than its stakeholders. Finally, in resource relationships of high interde-
pendence, stakeholders typically employ direct and usage influence strategies.

katchamart (2012) characterised FM processes by the degree of mutual involvement and de-
gree of data transferring as shown in Table 14.4. The facilities process is defined here as the 
collaborative relationship between FM organisations with their clients who act on behalf of 
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the rest of stakeholders. The facilities process focuses on how FM organisations deliver facili-
ties services and how facilities services are being offered and being perceived by their clients 
(katchamart, 2012). 

The right communication is the key success factor to deliver the right value to the group of 
stakeholders. FM organisations fully deliver stakeholder value when they can communicate to 
stakeholders what and how they offer. stakeholders, who perceive the facilities products, will 
fully acknowledge the offered value when they understand the FM working process and even 
jointly co-create FM working processes. The facilities process initiates from the communication 
channel which refers to spaces or arenas where data, information, knowledge and innovation 
can be transferred between both parties: The FM organisation and stakeholders. The commu-
nication channels affects organisational decision making. Typically, facilities managers act on 
behalf of FM organisations, and clients act on behalf of stakeholders who perceive an impact 
from facilities products. Moreover, the flow of communication is typically one–way commu-
nication from client to facilities manager. This facilities process suggests that if channels are 
broadened, the delivering of value will be increased. value delivering from the FM process is in-
creasing from arm´s length to strategic alliance depending on degrees of “mutual involvement” 
and “data transferring” between FM organisation and its client. 

stakeholder relationship 
Low interdependence 

Firm power 

stakeholder power 

high interdependence 

Type of facilities 
process

Arm´s length 

Market 
partnership 
operational 
partnership 
strategic 
Alliance 

degree of Mutual 
involvement 

Low

Low-Medium

Medium-high

high

degree of data 
Transferring 

data

information 

knowledge

innovation

contractual 
agreement

no risk and benefit 

sharing 

risk and benefit 

risk, benefit, trust, 

and commitment 

risk, benefit, trust, 

commitment and 

bottom line

degree of 
Managerial 
involvement 
operational

operational-Tactical

Tactical-strategic

strategic 

influence strategy
indirect/ Withholding

indirect/ Usage

direct/ Withholding

direct/ Usage

Attribute

Table 14.3: stakeholder relationship which influence strategy (frooman, 1999)

Table 14.4: The attribute of facilities process, adapted from Katchamart (2012)
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eMpiricAl findings And discussion

A data collection process was carried out by semi-structured interviews with seven repre-
sentatives of enCo and its key stakeholders: PTT Public Company Limited (PTT), tenants and 
service providers, and reviews of websites and internal documents. The research investigates 
the influence of stakeholders upon relationships of enCo with its stakeholders. 

The results from seven semi-structured interviews with enCo representatives and enCo´s pri-
mary stakeholders are shown in Table 14.5. This chapter draws the data analysis from two 
researchers (Frooman, 1999; katchamart, 2012) as mentioned above.

enco <-> pTT 
enCo is the non energy-related PTT´s affiliated company. enCo perceives itself as a profit cen-
tre. enCo´s contribution has an impact on PTT´s bottom line by reducing the cost of space 
rental. however, enCo is not part of PTT’s organisational value chain. PTT can be perceived as 
enCo´s primary client at the strategic level. PTT has legitimacy over enCo by controlling enCo 
resources, for instance financially and in relation to strategic decisions. PTT conducts enCo´s 
corporate strategy. PTT directly supervises and monitors enCo performance both financially 
and operationally. PTT manipulates the flows of resources and directs the power over enCo. 
There is information asymmetry transferring between enCo and PTT by top-down approach 
from both-end strategic levels. The data and information among parties is shared as necessary. 
enCo mutually shares risk and benefit with PTT.

resources 
at stake 

Legitimacy

Legitimacy

Legitimacy

know-how/ 

workforce 

know-how/ 

workforce 

influence 
strategy 

direct/ 

withholding

direct/ usage

indirect/ 

withholding

direct/ usage 

indirect/ 

withholding

stakeholder 
relationship 

stakeholder 

power

high 

interdependence

Low 

interdependence

high 

interdependence

Low 

interdependence

potential
allies

Tenants

end users

Tenants

CBre’s 

subcontractors

CBre

facilities 
process

Market 

partnership

strategic 

alliance

Arm´s length 

strategic 

alliance

Arm´s length 

enco 
relationship 
with 
pTT 

Tenants

end users

cBre

cBre´s 
subcontractors

Table 14.5: enco and its stakeholder behaviours
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enco <-> TenAnTs
Tenants are enCo´s primary customers who have a direct communication platform with enCo. 
Tenants have legitimacy over enCo in terms of business partners, which mean that enCo needs 
to ensure the effectiveness and efficiency of facilities services complying with tenant requests 
and requirements. As a representative of end users tenants need to communicate and deliver 
the end user need to enCo. The communication between both parties is a key success factor 
for facilities service delivery. enCo thus establishes the monthly open forum between enCo and 
tenants to discuss and exchange data, information and feedback to improve facilities services 
and initiate further development. enCo uses this opportunity to communicate with tenants and 
vice versa. This meeting not only enables better communication between enCo and tenants, 
but also allows each party to have joint problem solving with other stakeholders such as serv-
ice providers. since both enCo and tenants are PTT´s affiliated company, their collaborative 
relationship could not break apart. They share information equally and have mutually agreed 
goals to improve and align the acceptable facilities services. 

enco <-> end users
end users are not highly dependent on enCo´s management of facilities, because enCo main 
responsibility only manages the facilities services within common areas. however, end users 
still own legitimacy over enCo, because providing an acceptable working environment is the 
fundamental reason for enCo´s existence. Generally, end users will inform their needs and 
opinions upon facilities services through their tenants who are responsible for facilities services 
within their office areas. enCo has not established a direct communication channel such as the 
open forum between enCo and end users. The only direct communication channel is the yearly 
end user satisfaction survey regarding enCo and CBre facility services. Most information and 
collaboration on both ends will be delivered through tenants. each tenant represents end user´s 
opinions and response back to enCo. The notion of low interdependence in Frooman’s context 
likely refers to a low degree of mutual involvement and information transferring. 

enco <-> cBre 
in the short run, enCo has power over CBre, because enCo holds the legally contractual 
agreement with CBre. in the long run, however, if enCo heavily relies on CBre in all aspects, 
enCo would be confronted with a market lock-in situation. enCo has to pay high switching costs 
if enCo wants to walk away from the CBre contract. CBre can increase the power of resource 
control by using external factors, for instance workforce and know-how in property and FM. it 
would create a lock-in problem and make it harder for enCo to deal with market shifts. CBre 
is the single FM provider and owns the FM skills and expertise which can cause a contractual 
difficulty during the post contractual agreement phase. it is difficult for enCo to terminate the 
contract or to find new potential service providers from the competitive market. That makes 
enCo dependent on CBre for FM services, knowledge, expertise and workforce. enCo is unable 
to use other potential suppliers without substantial switching costs. Particularly in Thailand 
where the FM market is still underdeveloped, there are not many competitive players in the 
FM market. enCo needs to find the optimal way to balance FM expertise and knowledge from 
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CBre and develop its own professional skills. Moreover, according to PTT’s job rotation policy, 
enCo´s employees at the management level will not establish the comprehensive FM profes-
sional skill, which represents another challenge for developing enCo’s own FM knowledge and 
expertise. 

enco <-> cBre´s suBconTrAcTors
With enCo’s consent, CBre is allowed to subcontract. enCo does not have direct contact with 
CBre´s subcontractors who provide the commoditized facilities services. enCo monitors the 
service outcomes through CBre supervision by using tools such as sLAs and kPis. By enCo’s 
permission, CBre behaves as an ally between enCo with its subcontractors. enCo will not be 
affected significantly, if CBre´s subcontractors break off the contracts. 

proposiTions 

This chapter investigates how stakeholder behaviours influence the FM strategy. The results 
show that stakeholder behaviours have an impact on the choices of FM strategic decision mak-
ing. stakeholders use their resources to manipulate the FM strategy. it can be done directly or 
indirectly through potential allies. each type of stakeholder behaviour identifies the collabora-
tive relationships between FM organisations with its stakeholders in terms of their resource 
dependence on one and another and then states which strategy stakeholders would choose to 
influence FM decision making. 

This leads to the formulation of four propositions, which are also illustrated in the matrix in 
Figure 14.2 based on Freeman’s earlier mentioned “can affect” and “affected by” criteria (Free-
man, 1984): 

Proposition 1: When the relationship is one of low interdependence, the facilities process •	
will be arm´s length and the stakeholder will choose the indirect withholding strategy to 
influence FM. 

Proposition 2: When the relationship is marked by •	 stakeholder power, the facilities process 
will be market partnership and the stakeholder will choose a direct withholding strategy 
to influence FM. 

Proposition 3: When the relationship is marked by FM power, the facilities process will •	
be operational partnership and the stakeholder will choose an indirect usage strategy to 
influence FM. 

Proposition 4: When the relationship is one of high interdependence, the facilities process •	
will be strategic alliance and the stakeholder will choose a direct usage strategy to influ-
ence FM.
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From the enCo case it is shown that the relationships between FM organisations with stake-
holders are not a hub and spoke wheel, but a network of relationships among actors. This 
suggests that facilities managers should prioritise relationships among them and determine 
the choices of strategies based on prioritisations. When FM matches the strategic decision with 
the right relationships, stakeholders will receive and perceive the added value from the right 
service delivering.
 
This exemplary case does not reflect a proposition 3, FM power. For the future research, this 
typology needs to be testified and exemplified from the various types of cases. 

From the typology it contends that to deliver the added value facilities services, FM providers do 
not need to be involved at strategic level. That is the case when facilities service providers offer 
commoditised services, for instance like oTis that provides elevator and escalator services 
to enCo. however, if service providers offer a high degree of customised and complex facilities 
services that impact on their focal organisations, the situation is quite different. For example, in 
order to provide the value service to enCo, CBre who is enCo’s main facilities service provider 
has to embed into enCo core activities and involve in enCo strategic planning process. 

conclusion 

This chapter proposes an analytical framework to explain and predict FM stakeholder behav-
iour. The framework is extended from Frooman´s typology. it provides input for strategic de-

direct/usage
high interdependence

strategic alliance

indirect/usage
FM power

operational partnership

direct/withholding
stakeholder power

Market partnership

indirect/ withholding
Low interdpendence

Arm’s lenght

high

highLow stakeholders dependence on FM

FM dependence on stakeholders

figure 14.2:  stakeholder influenced strategy model (frooman (1999) translated to fM 
context)



234 14 sTAkehoLder’s inFLUenCe on FM:

cision making on how stakeholders influence the FM strategy and each strategic style that 
stakeholders use to influence FM strategic decision. A better understanding of stakeholder 
behaviour enables the added value delivering to FM stakeholders. The proposed typology can 
be used as an assessment tool for FM practitioners to assess their stakeholders’ behaviours 
and how stakeholders influence FM organisations in relation to their delivery of services. 

As stated in the introduction, understanding how stakeholders influence the FM strategy is 
indeed a crucial responsibility for facilities managers in the strategic planning process. This 
insight allows FM practitioners to understand the stakeholder behaviour as a starting point to 
determine the right strategic decision. 

This chapter investigated the proposed framework with only one FM organisation which does 
not encapsulate other variables such as business context, culture, strategic choice, size of or-
ganisation and management style. The proposed theory is a static framework that cannot en-
compass the actual strategy as an event unfolds. For the future research the author aims to 
testify the validation of this proposed model in different settings as described.
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15.  AnAlYsing Added VAlue BY ApplYing fM 
BlueprinTing

Daniel von Felten, Christian Coenen and Mirjam Pfenninger

ABsTrAcT

Purpose: This chapter aims to introduce FM Blueprinting, a method to visualise the significant 
value FM contributes to primary processes and to optimise the management of customer-
perceived value. 
Methodology: Based on a substantiated overview of FM value and FM process management 
issues, certain challenges and requirements of value visualisation in FM are presented and dis-
cussed. FM Blueprinting is shortly described. Consequently, the application of FM Blueprinting 
for value visualisation is discussed and analysed. 
Findings: The chapter argues that the implementation of FM Blueprinting gives FM organi-
sations the possibility to make added value in FM more transparent. in addition, it gives the 
management the opportunity for improving process steps and dependent interrelationships 
between primary processes and FM. 
Practical implications: FM Blueprinting helps in analysing and designing FM processes from 
the perspective of the customer. This method identifies relevant interfaces for adding value in 
particular with involved customers and users, and integrates the FM processes to achieve ef-
fectiveness and efficiency within the core business. it provides FM with a tool to organise and 
improve FM processes with focus on value adding effects.
Research limitations: The chapter is limited to a conceptual approach and a qualitative short 
case. due to the novelty of this method within FM, only first few practical experiences are 
presented.
Originality/value: FM Blueprinting introduces the possibility of including methods of presenting 
value of FM within one single process visualisation. The chapter presents a coherent process 
modelling method that supports the customer-oriented approach within FM.

Keywords: Process Management, Customer Perspective, value, visualisation, support 
Business.

inTroducTion

value-adding activities within organisations are predominantly achieved by managing proc-
esses (rüegg-sturm, 2004). This applies to industrial organisations as well as to service or-
ganisations. These primary processes are often supported by Facility Management (FM) that 
facilitates and improves the effectiveness of primary processes (Cen 2006). These FM activi-
ties often take shape in processes as well. Underlying this definition is a process-based, man-
agement systems approach as defined in the en iso 9000 series (Cen 2011).
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Based on process visualisation insights from services management, FM Blueprinting was de-
veloped as a visualisation method for optimising the management of process interfaces for 
better integration of primary and support processes and increasing effectiveness and efficiency 
in FM (Coenen et al., 2011). 

in his research about the FM value Map, Jensen (2010) takes a process view as well and 
presents a conceptual framework to analyse the value of FM for the primary activities and justi-
fies this framework with various case studies where value of FM is explored in practice (see also 
chapter 3). Thus, Jensens’ FM value Map is a strategic instrument to discuss the value of FM 
and its legitimation on a general, holistic level. The developed framework serves as conceptual 
overview how value in FM can be provided to stakeholders. Additionally, it provides several im-
plications on how to achieve more transparency in value provision in FM. “Making transparency 
(…) as such an added value and it also creates added value that one due to the transparency is 
capable to scale the services up and down as needed” (Jensen, 2010, p. 180). Moreover, Jensen 
stresses that the FM value Map needs further refinement, e.g. that the processes in FM will be 
categorised and analysed with focus on how they create value (Jensen 2010, p. 176). 

so, further research is needed in order to explore the possibilities of increasing the process 
transparency and visualising the added value of FM by applying FM Blueprinting. our primary 
objective in this chapter is 

To elaborate on the specific challenges of value •	 visualisation and process management 
in FM.
To provide insights why and how FM Blueprinting is able to visualise the value of FM.•	
To give facility managers a tool to organise and improve FM processes with focus on value •	
adding effects.

To achieve these objectives, the chapter is structured as follows: At the beginning, the authors 
describe the key characteristics of value and investigate the challenges of value perception in 
FM. This is followed by an analysis of challenges of process management in FM. Based on these 
considerations; various requirements were developed for visualisation of value in FM. The fol-
lowing step explains in detail how FM Blueprinting is able to make value of FM transparent.

VAlue in fM And iTs chAllenges 

even though the value construct is not new to management (Zeithaml, 1988; Woodruff, 1997; 
Anderson and narus, 1998), there has been lately a growing interest in this field and its signifi-
cance for business success (Woodside et al., 2008; Lusch and vargo, 2009; ramaswamy, 2009; 
kotler et al., 2010; Porter and kramer, 2011). Besides general insights on value, the current FM 
research discipline focuses on this topic as well (Wauters, 2005; Lindholm and Leväinen, 2006; 
de Toni et al., 2007; de vries et al., 2008; sarshar and Pitt, 2009; Jensen, 2010; kok et al., 2011; 
Alexander, 2012; Jensen et al., 2012). 
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While the literature provides a range of definitions highlighting different aspects of the value 
concept, some key characteristics can be identified (Ulaga and eggert, 2006, p. 314) and spe-
cific challenges in FM value perception can be pointed out (Jensen et al., 2012, see also chapter 
4): 

VAlue is A suBJecTiVe concepT 
The character of value within relationships includes a strong subjective element that is depend-
ent on the customer’s perception. value perception differs from one customer to another. in 
addition, value perception can change over time. A service that might be of value at one time 
can lose the customer’s perception as value at a different time. These differences are even 
bigger when providing the services to clients from different industries. The various members in 
the customer organisation involved in the purchasing process can have different perceptions of 
a supplier’s value delivery (Perkins, 1993). Customer organisations tend to emphasise relation-
ship benefits, whereas suppliers mainly focus on sacrifices (Ulaga and eggert, 2005; Menon 
et al., 2005). The acknowledgement of a subjective perception of value in FM gives room for a 
holistic view on this concept. 

BenefiTs And sAcrifices cAn Be MulTi-fAceTed
research on value conceptualisation shows very explicit portraits of benefits and cost dimen-
sions (kumar and Grisaffe, 2004; Ulaga and eggert, 2005; Menon et al., 2005). These authors 
describe differences between “core benefits” and “add-on benefits” as well as “acquisition 
costs”, “operations costs”, and “purchase price”. Benefits are regarded as a combination either of 
economic, technical, service, and social benefits (Anderson et al., 1993) or economic, strategic, 
and behavioural benefits (Wilson and Jantrania, 1995). sacrifices can be described in monetary 
terms (Anderson et al., 1993). other classifications describe sacrifices more generally as a com-
bination of price (e.g. product related costs) and relationship related costs (Grönroos, 1997). in 
addition, it is worth considering that benefits are stronger correlated with value measures than 
sacrifices. When considering the multi-faceted value in FM, an additional challenge becomes 
apparent: the intangibility of FM (Coenen and von Felten, 2012). it seems obvious that – from 
a customer’s perspective – the intangibility of a service offering makes it even harder to evalu-
ate its benefit and sacrifice components. Compared to tangible goods, intangible FM services 
contain more variables of value. in addition, the value variables of FM services contain probably 
more items with a soft character (e.g. flexibility of provider). This distinguished characterisation 
of various value dimensions helps to differentiate between several FM-specific dimensions of 
benefits and sacrifices. 

VAlue percepTions Are relATiVe To coMpeTiTion 
value is always assessed in relation to a competing offer. This reflects the notion of the com-
parison level that is fundamental to social exchange theory (Thibault and kelley, 1959). in FM, 
the customer judges about the perceived value depending on alternative value propositions 
by other internal and/or external FM suppliers. The value perception of existing services is 
dynamic and can increase or decrease dependent on whether competitors lower or raise their 
service quality (sarshar and Pitt, 2009). 
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The next part of this chapter describes principles of process management in FM and introduces 
specific challenges FM faces in regards to process management. 

process MAnAgeMenT in fM And iTs chAllenges

According to the new european standard on FM processes: “the ultimate purpose of all FM 
processes is to add value to the goals of the organisation’s primary activities in conditions of 
change” (Cen 2011, p. 16). A selection of key principles of process management in FM can be 
described in reference to the above mentioned norm (Cen 2011, pp. 12ff.). 

Process activities in FM …

… are actions taken by specific persons, in a planned order to reach a target outcome.•	
… have to take place in a logical sequence.•	
…  are carried out with identified responsibilities. The roles of the involved persons have to •	

be clear.
…  have to be planned before the process is to be carried out. The planning of the execution •	

as a preparation before execution is the first and most important activity. in FM, several 
parallel services are often carried out at the same time. These services need to be coor-
dinated to achieve effective and efficient results. 

in addition, the provision of these activities is a mixture of providers, internal personnel or out-
sourced in a contract. Thus, one can conclude that effective and efficient use of resources in FM 
processes will be achieved by clear responsibilities of process owners, accurate documented 
workflows, and adequate flow of accurate data (Cen 2011, p. 16). 

While trying to achieve the objective of adding value, FM is confronted with several specific 
challenges that are described in the following part (Coenen et al., 2011, p. 424): 

cusToMer MulTidiMensionAliTy
A process is defined as “a collection of activities that takes one or more kinds of input and 
creates an output that is of value to the customer” (hammer and Champy, 1993, p.35). This 
is a generic definition, which can be applied to all kinds of processes. FM process designing 
faces its first major challenge when it comes to the term “customer”. The european standard 
on FM Terms and definitions differentiates between “client”, “customer”, and “end user”, as 
was mentioned before in chapter 5 and 6. “Client” is defined as the organisation that specifies 
needs and procures facility services by means of a FM agreement. “Customer” is defined as an 
organisational unit that specifies and orders the delivery of facility services within the condi-
tion of a FM agreement and the “end user” is defined as the person receiving facility services 
in a permanent or temporary way (Cen 2006, p.5). Therefore, a FM company that delivers e.g. 
cleaning services to a bank, can define as “customer” - in the broadest sense - either (1) the 
bank as a whole (client), (2) the internal FM of the bank (customer), (3) the bank’s employees 
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(internal end user), or (4) the bank’s customers (external end user). Consequently, FM process 
designing is challenged by the fact, that “output that is of value” apparently means something 
different to all of them. sticking to the bank example, an output of value means to the internal 
end user (employee) e.g. having a daily cleaned working environment. Meanwhile it means to 
the customer (internal FM of the bank), e.g. having a smooth business relationship with the FM 
company and finally, it means to the client (bank as a whole), having a profitable business con-
nection with the FM company. At this point, it has to be noted, that the generic term “customer”, 
as the final receiver of generated core and support value, is used deliberately in the rest of the 
chapter, without differentiating between the various dimensions of this issue in FM.

cusToMer pArTicipATion
The second challenge arises from comparing manufacturing, goods producing companies’ proc-
esses with service producing FM processes. Customers of manufacturing companies rarely 
ever get in contact with manufacturer’s processes (Zeithaml et al., 2006). Many FM processes, 
in contrast, are service processes that the customer receives by participating in the delivery 
process (Chase, 1978; Lovelock and Young, 1979; Larsson and Bowen, 1989). For example, a ca-
tering process (FM process) can’t take place without the customer, while a pen can be produced 
without the customer’s participation (manufacturing process). By participating, the customer 
affects the FM process through his/her behaviour. This influence can either be positive or nega-
tive, effective or ineffective, productive or unproductive, and appropriate or inappropriate for the 
process (Zeithaml et al., 2006). 

prioriTisATion of decisions
The overall goal of FM refers to the “integration of processes within an organisation to main-
tain and develop the agreed services which support and improve effectiveness of its primary 
activities” (Cen, 2006, p.5). one possibility for a FM company to achieve this goal is by fitting 
smoothly into the processes of the core business and supporting the core business best pos-
sible (Alexander, 1994; Barrett, 1995; Thomson, 1990). This requires that FM organisations 
know the core business’ needs (Atkin and Brooks, 2000; Lee, 2002). The other possibility for a 
FM organisation to achieve this goal has its background in the Business Process reengineering 
approach (davenport, 1993; hammer and Champy, 1993). FM therefore is obliged to design its 
own processes in a very effective and efficient way, in order to achieve savings (money, time, 
working hours) which can be invested into the core business and thus engage in its value-
adding activities. Therefore, the third challenge for process management in FM results from 
the fact that these two possibilities are sometimes mutually exclusive. For example, an annual 
maintenance service of a telephone system in a call-centre fits best into the core business dur-
ing the night time. But on the other hand, FM would need fewer resources, when working dur-
ing the day, thus saving money for the entire company. in case the FM organisation prioritises 
supporting the core business processes by working during the night, it coincidentally violates 
the fact of being internally efficient, because of nightshift premium payments. Because of this 
challenge, FM companies need to decide which way to go and how to prioritise.
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reQuireMenTs of VAlue VisuAlisATion in fM process MAnAgeMenT
The described challenges of FM value perception and process management raise the question 
how value in FM processes can be illustrated in such a way that it rises up to these challenges. 
Based on the previously elaborated challenges and above described insights from Cen (2011) 
the following requirements of value visualisation in FM process management are presented.

value visualisation in FM …

…  should clearly work out who is taking the role of the customer (i.e. client/customer/user) 1. 
during the described process and how this type of customer is perceiving value. 

…  has to clearly focus on the customer’s view of the service. The service needs to add 2. 
value to this specific customer and has therefore to be customised, e.g. according to 
different customer segments.

…  has to consider the fact of customer participation. Therefore, the interfaces between FM 3. 
employees and customers have to be made transparent within the entire process.

…  has to display both types of processes - primary processes and FM processes. including 4. 
both process types and their potential alignment, helps to realise the complexity of the 
processes within the entire organisation. 

…  needs to be flexible, because the 5. perception of value can change over time. it needs to 
be dynamic from a long and short-term perspective, i.e. it needs to react short-term to 
customer’s feelings and it also needs to react long-term to changed conditions.

…  needs to combine hard factors (e.g. financial, physical surrounding) and soft factors (e.g. 6. 
relationship quality) of the trade-off between benefits and sacrifices.

…  needs to include revenue and cost components. only when considering these business 7. 
metrics and providing transparency, FM is able to decide and prioritise correctly. 

fM BlueprinTing: A process Modelling TechniQue

To cope with the challenges and requirements requested from FM Process Management, 
Coenen et al. (2011) introduced FM Blueprinting as a FM process modelling technique. FM 
Blueprinting can be seen as an appropriate foundation for visualising the value of FM within an 
organisation. Therefore, the idea of FM Blueprinting will be introduced briefly. 

FM Blueprinting is based on service Blueprinting and describes a method that was first intro-
duced by shostack (1982). FM Blueprinting is defined as follows (Coenen et al., 2011, p. 430):

“FM blueprinting describes the act of prioritising the customer’s perspective within a process and 
visualising core and support activities by simultaneously depicting the involved process steps; 
thus creating transparency about interrelationships and financial indexes. This process results 
into a two-dimensional picture, called FM blueprint, where the horizontal axis represents the 
process chronology while the vertical axis distinguishes between different zones of action.”
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The example of a FM Blueprint in Figure 15.1 shows the process of a person taking part at a 
conference/symposium.

The FM Blueprint is divided into four zones:

Customer-zone:•	  the customer’s view on the process with his/her employee contacts and 
the physical evidence. 
Employee-zone:•	  the employee’s activities going on with and without being seen by the 
customer
Management-zone:•	  the superior process steps required to enable the employees for their 
tasks.
Finance-zone:•	  the resulting costs and revenue per unit. 

The employee-zone and the management-zone are divided into core and support business. 
This division requires that each activity has to be labelled as a core or a support process step. 
By connecting the process steps, the FM Blueprint unfolds various interfaces and information 
paths.

The areas of actions are separated by diverse “lines”. 

The •	 line of interaction separates the customer-zone and the employee-zone, representing 
the direct interactions between customer and supplier. A FM Blueprinter has to decide 
which employee should interact directly with the customer and can therefore directly add 
value to the customer by his/her behaviour. 
The•	  line of visibility separates employee actions visible and invisible for customers. A FM 
Blueprinter has to decide whether an action can actually be seen by customers or not. FM 
activities are often positioned below the line of visibility. The actions that take place below 
the line of visibility enable the actions that take place above the line of visibility to add 
value for the customer. At the same time, there are effects of employee actions that take 
place below the line of visibility that can directly be seen by the customer and therefore 
add value for the customer.
The •	 line of implementation separates the management-zone and the employee-zone. em-
ployee activities are directly related to the service process performed by the contact per-
sonnel for a specific customer. Management activities can either relate to a single service 
process, but can also be applied to a large number of service processes. 
The •	 line of financial indexes distinguishes between certain activities and the related rev-
enues/costs of these activities. 

A FM Blueprint is best made by involving user representatives in a collaborative workshop 
based process.
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 figure 15.1: example of fM Blueprint
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VAlue VisuAlisATion in fM By fM BlueprinTing
As FM Blueprinting is originally supposed to be a technique for process modelling it is slightly 
adopted in this chapter so the value visualisation impact of FM Blueprinting is demonstrated. 

1.  When building a FM Blueprint, first of all the customer’s view of the process has to be 
displayed. Therefore the FM-Blueprinter has to select the type of customer. This means, 
he/she has to decide whether the “client”, the “customer”, the “internal end user” or the 
“external end user” is the customer of this specific FM Blueprint. 

> FM Blueprinting visualises who the recipient of value is. 

2.  it has to be decided which customer segment shall be addressed with this specific FM 
Blueprint. The result of differentiating customers according to certain characteristics (e.g. 
economy, business, first class in the airline industry) leads to different FM Blueprints. By 
drawing these FM Blueprints, the responsible person needs to clearly work out which proc-
ess steps are appropriate for customisation and how the customisation could look like. 

>  FM Blueprinting works out how different customer segments can differ in their value per-
ception and how the customisation could look like.

3.  By being part of the FM process, the customer influences the process. FM Blueprinting 
works out the interfaces between the customer and the FM employee. For the FM em-
ployee, each interface with a customer is an opportunity to increase the value perception 
from the customer’s perspective. While professional service employees are trained to cope 
with different customer reactions and know-how to increase their value perception, FM 
employees sometimes lack these qualifications.

>  FM Blueprinting visualises the key customer interfaces with FM and shows evidence for 
specific customer service training to create value for the customers. 

4.  By showing both process types - primary and support - FM Blueprinting visualises how 
important FM processes are for the primary processes. it not only shows how often the 
primary process depends on on-going FM processes, it also shows how often FM process 
steps are directly experienced by customers.

>  FM Blueprinting works out the value adding impact of FM processes for primary processes; 
in addition it also points out the direct value adding impact for the customer.

5.  FM Blueprinting can display which process steps are sensitive to changes of value percep-
tion (short- and long-term). short-term changes can be shown by creating different FM 
Blueprints for different customer segments. Long-term changes of perceived value need 
to be explored by continuous customer surveys. 

>  FM Blueprinting delivers the foundation for customer surveys by working out which process 
steps are sensitive for changes in value perceptions.
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6.  FM Blueprinting includes hard factors that add value for customers, as well as soft 
factors. 

>  FM Blueprinting combines different components of value.

7.  By including revenue and cost, the FM Blueprint can precisely work out the financial value 
of its service. 

>  FM Blueprinting enables to monitor the value differentiation of FM. 

conclusion

in FM research and practice, the value issue is still in its infancy and further research is needed 
to get a better insight into this complex and challenging construct. in search of visualising the 
value of FM, this chapter analysed the possibilities FM Blueprinting offers in increasing the 
transparency of value in FM. it could be shown that FM Blueprinting is able to shed some light 
on value perception of FM from a customer-centric point of view. The described technique gives 
facility managers a tool to organise and improve FM processes with focus on value adding ef-
fects and offers various possibilities to make the value of FM more visible. Thus, “stakeholders 
at all levels of the organisations on demand and supply side can quickly understand how their 
efforts impact on successful outcomes of the organisation” (Cen 2011, p.16). 
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16.  perforMAnce MeAsureMenT of worKplAce 
chAnge: A coMpArATiVe AnAlYsis of dATA 
froM ThAilAnd, The neTherlAnds And 
finlAnd

Chaiwat Riratanaphong and Theo van der Voordt

ABsTrAcT

Purpose: A) to record key Performance indicators (kPis) that are used in performance meas-
urement in practice; B) to investigate the influence of the work environment on employee satis-
faction and perceived productivity, and to explore the impact of culture on employees’ appraisal 
of their work environment and prioritized aspects.
Methodology: A case study has been conducted in Thailand to compare performance measure-
ment in practice with kPis that were found in literature. secondly data on employee satisfac-
tion, perceived support of productivity by the physical environment, prioritized aspects, and 
national and organisational culture were collected by the use of questionnaires and additional 
interviews. Finally, prioritized aspects in the Thailand case were compared with similar data 
from dutch and Finnish cases, in search for the impact of the cultural context. 
Finding: The research showed a huge variety of kPis in connection to different added values of 
real estate and other facilities. regarding workplace appraisal, the Thai employees showed to 
be less satisfied than the dutch employees. They put more emphasis on adjacency and locality 
of spaces, subdivision of the whole building, and sharing own ideas about the work environment 
than the dutch and Finnish respondents. The dutch and Finnish employees prioritized function-
ality and comfort of workspaces and opportunities for concentration and communication more 
frequently than the Thai people. The organisational culture of the Thailand case is perceived as 
a hierarchical culture, whereas high masculinity and individualism are reflected in the national 
culture. Whereas the cultural context might have its impact on the appraisal and prioritizing of 
aspects of the work environment, the former and current work environment, work processes, 
external context, and implementation process seem to be more influential. 
Practical implications: knowledge about the impact of new working environments on employee 
satisfaction, perceived productivity support and prioritized aspects in different cultures may be 
used to support real estate and FM decisions of organisations working with employees with 
different cultural backgrounds.
Research limitations: Additional data collection and in-depth analyses are needed to further 
explore and explain different responses in connection to different people, places, processes, 
and culture. 
Originality/value: This research helps to improve our understanding of cultural impact on em-
ployee satisfaction with new working environments, perceived productivity support and priori-
tized aspects.

Keywords: Performance Measurement, employee satisfaction, Perceived Productivity, Priori-
ties, Culture.
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inTroducTion

Although a relationship has been recognized between corporate real estate performance and 
organisational performance (Lindholm, 2008; de vries et al., 2008), performance measure-
ment of workplace change in different cultural contexts requires further attention. Based on an 
on-going Phd research project of the first author (riratanaphong, 2010), this chapter presents 
findings from a literature review of key Performance indicators (kPis). Furthermore a case 
study in Thailand will be described on performance measurement systems and a particular 
aspect of the performance of corporate resources i.e. the use and experience of a new working 
environment (riratanaphong and van der voordt, 2011). The research aims to provide insight 
into theory and practice of performance measurement of workplace change and to compare 
kPis that are mentioned in literature with kPis used in practice. A second purpose is to inves-
tigate the influence of a workplace change on employee satisfaction and perceived productiv-
ity, to find out which aspects employees find most important in their work environment, and 
to explore the impact of national and organisational culture on employees’ responses to their 
work environment. 

By linking theory to practice it is aimed to improve our understanding of organisation’s decision 
making regarding workplace change and employee satisfaction and prioritized aspects in dif-
ferent cultural contexts. however, due to many variables that might influence the appraisal and 
prioritizing of different aspects of the work environment, see Figure 16.1, it will hardly be pos-
sible to trace cause-effect relationships. The impact of culture cannot be isolated from the im-
pact of other variables such as characteristics of the accommodated organisation, the former 
and present work environment, work processes, and the internal and external context. Besides, 
real estate interventions are usually implemented together with changes in one or more other 
corporate assets such as capital, technology, human resources and iCT, in a dynamic context 
with regard to demography, economy, social issues, time spirit, governmental policy and leg-
islation (de vries et al., 2008). so there are a number of intermediary variables that have their 
impact, too. As such, this study is explorative by its nature.

cAse descripTion

The case study in Thailand has been conducted at dhanarak Asset development Company 
Limited (dAd). dAd formerly shared its workplace with the Treasury department, Ministry 
of Finance in a building on the rama 6th road, which is located in the city centre of Bangkok. 
The former workplaces were located on the 7th floor of a 20-year-old multitenant building, 
nearby amenities such as shops, restaurants, newsstands, drug stores and swimming pools. 
Although the office was occupied by a lower number of employees (50) than in the new loca-
tion (139), the former space was perceived as rather crowded because of limited floor space. 
When the Bangkok Government Complex was completed in 2009, dAd moved to one of the 
buildings of this complex. The main reason to move was to cope with the increasing demand 
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for office space according to a growing number of employees. Another, more psychological 
reason was the wish to be accommodated in a single tenant building without the need to share 
the workplace with another organisation, as was the case in the former location. The office 
was arranged in different types depending on job titles and functions. Generally, employees 
occupy workplaces with partitions while high ranking personnel occupy cellular type offices. 
Large and small meeting rooms are located in several spots throughout the office. in addition, 
support facilities such as computers and iT system and amenities such as banks, post office, 
hospitals, shops, restaurants, food outlets and open meeting spaces are provided in the new 
location. Figure 16.2, 16.3 and 16.4 show the exteriors and workplaces of the company and one 
of the floor plans. 

figure 16.1:  Variables that might affect decision making and appraisal of workplace 
change

Implementation process 
- Drivers to change 
- Organisation of change /  
   change management 
 
 

People 
- National culture 
- Organizational culture 
- Mission, vision, strategy 
- Staff characteristics 

Process 
- Daily activities:  
  what, when, how,  
  by whom, where 

Place before change 
-  Location 
-  Architectural design 
-  Office concept 
-  Floor plan 
-  Supporting facilities 

Appraisal of change 
- Employee satisfaction 

 - Perceived support of productivity 
- Prioritized aspects 

Preconditions 
- Time 
- Money 
- Information 

External context 
- Legislation 
- Economic situation 
- Labour market 

Place after change 
- Location 
- Architectural design 
- Office concept 
- Floor plan 
- Supporting facilities 

People 
- National culture 
- Organizational culture 
- Mission, vision, strategy 
- Staff characteristics 

Process 
- Daily activities:  
  what, when, how,  
  by whom, where 

Preconditions 
- Time 
- Money 
- Information 

External context 
- Legislation 
- Economic situation 
- Labour market 

figure 16.2: exterior of the buildings
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figure 16.4:  floor plan of the administration and business development & marketing 
department

figure 16.3: interior of the working environment
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MeThodology

The research included two parts: The first part compared performance measurement accord-
ing to the literature with performance measurement in practice. The second part further ex-
plored employee satisfaction, perceived productivity, prioritized aspects, and the impact of the 
cultural context.

perforMAnce MeAsureMenT in prAcTice
A literature review was conducted on added value of real estate, workplace management, and 
performance measurement. kPis from the literature have been linked to the Balanced score-
card (BsC) concept (kaplan and norton, 1996) and were classified in six categories (according 
to Bradley, 2002). This classification has been used as a reference to the performance indica-
tors that were applied by the dAd-company. These performance indicators were traced by an 
analysis of documents, including annual reports, the roles and responsibilities handbook, the 
code of conduct handbook, and a report on an employee satisfaction and attitude survey that 
was conducted by the dAd-company after the move to the new building. Furthermore, ten 
semi-structured interviews were conducted, with the chief marketing officer, senior specialist, 
public relation manager, human resource manager, procurement and property manager, four 
senior officers and one general officer. interview questions included real estate operating deci-
sions, strategic driving forces and corporate culture. 

eMployee sATisfAcTion, perceiVed producTiViTy, prioriTiZed AspecTs, 
And iMpAcT of culTure
From september 2010 to october 2010, data were collected by the first author on employee 
satisfaction, perceived support of productivity, prioritized aspects of the working environment, 
and organisational and national culture. The research methods included the use of three ques-
tionnaires. The impact of workplace change has been examined through the Wodi Light ques-
tionnaire, a tool to assess employee satisfaction and perceived support of productivity through 
the working environment (Maarleveld et al., 2009). employees were asked to mark their sat-
isfaction with different aspects of the work environment on a 5-point scale, ranging from very 
dissatisfied to very satisfied. Furthermore employees were asked to mention three aspects of 
the work environment they find most important. 

The cultural dimensions were identified through the values survey Module (vsM 94) (hofstede, 
1997) and the organisational Culture Assessment instrument (oCAi) (Cameron and Quinn, 
2006). Additional observations were conducted by a walk-through, with a focus on where and 
when certain behaviour occurs.

Based on the 20 questions of the vsM 94, index scores have been calculated on five dimensions 
of national value systems: Power distance, individualism, Masculinity, Uncertainty Avoidance, 
and Long-term orientation. The oCAi questionnaire raises questions on six items: 1) dominant 
characteristics; 2) organisational leadership; 3) management of employees; 4) organisational 
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glue; 5) strategic emphases; and 6) criteria of success. responses to these items correspond 
with four culture types: clan, adhocracy, market and hierarchy. 

The questionnaires were filled out by 87 participants out of 139 employees, 32 male and 55 
female (1:1.7 ratio). The majority of participants are below 31 years old (48%) and between 
31-40 years old (44%). Most of the participants are well educated with 57% holding a bachelor 
degree and 36% holding a degree above bachelor degree. 

The data of the Thailand case on employee satisfaction and perceived support of productivity 
through the physical environment were compared with similar data from case studies that 
have been conducted by the Center for People and Buildings (CfPB) in delft, netherlands. The 
data from the dutch respondents were collected from 2007 to 2009 in 41 cases, including 
different types of organisations and different offices, both traditional cellular offices and com-
bined offices with fixed or flexible use of workstations (Brunia et al., 2010).

The data on prioritized aspects in the Thailand case were compared with similar data from 
previous studies in both the netherlands and Finland (rothe et al., 2011). The dutch employees’ 
answers about the most important attributes of dutch office buildings were obtained from 9 
organisations in 29 buildings, in the period of January 2009 until september 2010. The Finnish 
employees’ answers were obtained from 21 Finnish organisations in the helsinki Metropolitan 
Area during spring 2009. The respondents represent users with different demographic back-
ground and working in different workplace concepts including a cellular office, a fixed work-
space in a multi-space office and a non-dedicated desk. 

 
perforMAnce MeAsureMenT in Theory And prAcTice

Based on BsC, a huge variety of kPis from the literature have been classified in six categories: 
stakeholder perception, financial health, organisational development, productivity, environ-
mental responsibility and cost efficiency. We compared the real estate performance indicators 
that were used by the organisation in practice with this kPi-list, see Table 16.1. 

perforMAnce AreAs And Kpis
The research showed that various perspectives of performance measurement and different 
performance indicators were used in the case study. Performance criteria of the case study 
cover three main areas: adherence to policy, operating performance and organisational man-
agement. each area contains different performance indicators. income from commercial rent 
area is linked to the financial health perspective. Working on the development of a building 
management standard and iCT, delivery of rentable area to the clients and percentage of al-
located commercial area correspond to the organisational development perspective. indica-
tors with regard to hrM, iT management, and health and safety are considered as indicators 
of productivity. environmental responsibility is reflected in the introduction of green building, 
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perspectives
stakeholder 

perception

Financial health

organisational 

development

sub-category
Customer satisfaction 

index

employee  

satisfaction survey

Total income from consult-

ing and planning, construc-

tion project management 

and property management

result before finance cost 

as percentage of invested 

capital per year

return on investment

return on equity

Budgetary discipline

Budget Management

staff attitudes index

Cultural factors

Project group work done 

according to approved 

project strategies/plans

Main area
operating performance 

of the state enterprise 

(non-financial)

organisational 

management 

- human resource 

management

operating performance 

of the state enterprise 

(Financial) 

Adherence to policy

organisational 

management 

- human resource 

management

Adherence to policy

operating performance 

of the state enterprise 

(non-Financial)

subcategory
Satisfaction of the Government 

Complex building users

Employee satisfaction 

Income from commercial rent 

area

earnings before interest, taxes, 

depreciation and amortization 

(eBiTdA)

return on Asset (roA)

Ability to manage the invest-

ment plan

staff attitude survey

Work done according to as-

signed plan from government

- Percent of work done: dAd-

housing plan in 2009

- Percent of handed over unit of 

dAd-housing in Phuket, Chiang 

mai and suphanburi

- success level of Zone C build-

ing construction project

Delivering rentable area to 

other government agencies

Percentage of allocated com-

mercial area

Work done according to the 

development of building man-

agement standard

Work done according to the 

development of ICT

Kpis from literature performance criteria of the dAd-case

Table 16.1:  performance criteria adopted from literature as being applied in the case 
study*
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Productivity

environmental 

responsibility

Cost efficiency

*) The kPis from literature mainly originate from Bradley (2002), Carder (1995), General services Administration (2006), kaczmarczyk and 

Murtough (2002), kaczmarczyk and Morris (2002), and Wilson et al. (2003). 

italics = real estate and other facilities related performance criteria

iT solution expectation 

fulfilment

implement new strategic 

system

staff turnover

human resource Plan 

objectives (inflows and 

outflows)

employee motivation

high level of competence

human resource centre’s 

ability to deliver competent 

employees according to 

other divisions’ needs

iT solution expectation 

fulfilment

sickness levels

Absence 

environmental 

responsibility

sustainability

energy use/square meters

Transport-related sustain-

ability effects 

Cost / income ratio

Administration cost/total 

income

ratio of area managed per 

operations and mainte-

nance employee

Maintenance costs

overhead costs

organisational 

management

- iT Management

organisational 

management

- human resource 

management

organisation 

management

- Management roles of 

board of directors

operating performance 

of the state enterprise 

 (Financial)

Master plan of the IT system

Management of the information 

system

strategic plan and policy of hu-

man resource management and 

human resource development

Competence of hrM – the abil-

ity to develop strategic man-

agement in hr department.

recruitment system

salary and benefits 

management

Competence measurement

human resource development

- Career path planning

IT Solution in HRM

Employee health, safety and 

well being

Introduction of green building

Construction materials and 

equipment meet local content

Percentage of complaints from 

public regarding to environmen-

tal impact

operating costs

-  overhead costs (employees 

and committee)

-  Facility costs (buildings and 

equipment)

- Fees and services

- Taxes (property and land)

- Facility management costs

perspectives Main area subcategory
Kpis from literature performance criteria of the dAd-case

sub-category
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the use of local construction materials and equipment, and recording of complaints from pub-
lic regarding environmental impact. The cost efficiency perspective showed to be applied by 
measuring facility costs (building and equipment) and taxes (property and land). 

The performance criteria are differently weighted. The criterion weights are set by the govern-
ment and as such indicate different focuses. The total criterion weights of all performance 
criteria equal to 100%. The weights per criterion reflect how managers perceive its importance 
in connection to overall performance of the organisation. Particular attention is being paid to 
income from commercial rent area (6%), work done on delivering rentable area to clients (6%) 
and iT management (6%). Associated with other aspects in human resource management, 
areas related to performance measurement of workplace change including safety, health and 
environment compound to 6%.
 
For each criterion, the performance targets are classified into levels 1 - 5. Level 5 is the level 
that exceeds the set target in the annual enterprise plan (= level 3). Level 1 is the target that is 
considerably much lower than the set target in the annual enterprise plan. The weighted scores 
for each performance area and the total sum of weighted scores are used to benchmark the 
performance of the present building with other governmental buildings. When determining per-
formance targets each year, the government representatives use the past performance as the 
basis for comparison with the private sector’s standards. This is to induce state enterprises to 
improve their operational performance and to be on a par with the private sector. even though 
the improvement of the state enterprises’ standards may not be achieved within one year, set-
ting the targets higher every year can encourage them to operate more efficiently. 

eMployee sATisfAcTion
With regard to stakeholder perception, the case organisation measured both satisfaction of the 
building users and employees on various aspects of real estate, facilities, and FM.

A first assessment that was conducted by the organisation aimed to evaluate satisfaction of 
the government complex building users including: 1) government agencies that rent office 
space (e.g. department of lands, ministry of justice, etc.), 2) clients that rent commercial space 
and 3) general visitors. This satisfaction survey focused on:

•	 environmental management such as indoor air quality and waste management
Management of iT including •	 security and services
Facility Management•	
security and traffic management•	
Cleaning service•	
Client relations (Call centre)•	

A second survey that was conducted by the organisation aimed to collect data on employee 
satisfaction regarding: 
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organisation and work content•	
•	 relationship to co-workers

salary•	
Career prospect•	
Autonomy •	

•	 relationship to supervisor
securement of work•	
Working environment•	
Fringe benefits•	

Added VAlue of AccoMModATion chAnge
The link to the added value of real estate and other facilities i.e. the contributions of accom-
modation change to the overall performance of the organisation (nourse and roulac, 1993; de 
Jonge, 1996; Lindholm, 2006) can be found in several drivers to change and various perform-
ance indicators that are used in this case:

The new dAd building has been designed with an innovative •	 energy conservation concept 
in order to achieve cost reduction.
Building amenities such as shops, restaurants, post office, banks and •	 hospital were in-
cluded in order to contribute to satisfaction of the building users. 
income from commercial rent area captured real estate •	 value creation by entering the 
real estate business to develop surrounding property. 
employee •	 satisfaction, health and safety were supposed to be achieved by improving the 
working environment and hvAC system. 
Work done on delivering rentable area to clients, development of a building standard, de-•	
velopment of iCT, and percentage of allocated commercial area may all be considered as 
performance indicators of achieving greater efficiency or control of operations, in align-
ment with the corporate strategy (nourse and roulac, 1993). 
iT management helps to facilitate managerial processes and knowledge work and as •	
such adds value to the organisation.
introduction of •	 green building issues, the use of local construction materials and record-
ing of complaints from public regarding environmental impact are considered as indicators 
of sustainable development and corporate social responsibility that contribute to organi-
sational performance. 
Cost minimisation has been attained by improving mechanical systems such as hvAC, •	
elevators and escalators.

eMployees’ responses To The new worK enVironMenT

eMployee sATisfAcTion in The ThAilAnd cAse
According to the responses to the Wodi-questionnaire, the most preferred places in the dAd 
case showed to be team space (21%), 1-person workspace (20%) and brainstorm space (17%). 
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The least preferred places are 2-person workspace and large open meeting space (only pre-
ferred by 2%). 

items that employees appreciate most are architecture and appearance of the building (59.2% 
satisfied participants), see Figure 16.5, opportunities to communicate (51.4%), lighting (40.4%), 
functionality and comfort of workplaces (36.7%) and accessibility of the building (36.5%). Many 
employees are dissatisfied about indoor climate (38%), iCT and iCT support facilities (35%), 
openness and transparency (31.5%), archive and storage facilities (28.4%) and opportunities to 
concentrate (27.1%).

coMpArison of eMployee sATisfAcTion wiTh siMilAr dATA froM The 
neTherlAnds
on most items a much lower percentage of the dAd employees are satisfied in comparison to 
the dutch cases. This is true for both their appraisal of the organisation and the content and 
complexity of the work and for most aspects of the work environment. An exception is satisfac-
tion with architecture and building appearance. The dAd-case (59.2%) shows a slight positive 
difference with the average percentage of satisfied respondents in the dutch cases (53%), prob-

0 5 10 15 20 25 30 35 40 45 50 55 60 65 70 75 80 85 90 95 100 

Organisation 
Content and complexity of work 

Sharing own ideas about working environment 
Accessibility of the building 

Architecture and appearance of the building 
Subdivision of the whole building 

Number, diversity, and functionality of spaces 
Adjacency and locality of the spaces 

Openness and transparency of environment 
Functionality and comfort workspaces  

Interior design appearance and ambiance 
Privacy 

Opportunities to concentrate 
Opportunities to communicate 

Archive and storage facilities 
ICT and ICT support facilities 

Facilities and facilities management 
Indoor climate  

Lighting 
Acoustics 

Facilities for remote working 

Totally unsupportive Unsupportive Neutral Supportive Totally supportive 

figure 16.5: percentage of satisfied and dissatisfied participants with regard to differ-
ent aspects (n=85) red = (very) dissatisfied; yellow = neutral; green = (very) satisfied
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ably due to the fact that the organisation has moved to a new building with a modern design 
concept. Although the percentage of dAd employees that are satisfied with opportunities to 
communicate is rather high (51.5%), it is lower than the average percentage of 70% in the dutch 
cases. Facilities for remote working are also much less appreciated in the Thai case in compari-
son to the dutch cases. Although the employees have just moved to the new buildings with new 
workstation furnishings and sufficient building amenities, the extent to which the environment 
supports individual productivity and team productivity is also perceived lower in the dAd-case: 
30.4% and 34.5% versus 41% and 39% on average in the dutch cases, see Figure 16.6. From the 
interviews, the employees explained that due to the separated building locations it is difficult to 
communicate between departments, which might be a reason of low perceived productivity.

prioriTiZed AspecTs in The ThAilAnd cAse
number one of most important aspects of the workplace environment showed to be adjacency 
and locality of the spaces (mentioned by 39% of the Thai respondents in their top 3 of most 
important aspects), followed by subdivision of the whole building (mentioned by 35%), shar-
ing own ideas about the work environment (31%), openness and transparency of environment 
(24%), and architecture and appearance of the building (24%). The least prioritized aspects 

0 10 20 30 40 50 60 70 80 90 100 

Individual productivity 

Team productivity 

Organisation productivity 

Totally unsupportive Unsupportive Neutral Supportive Totally supportive 

(%)

figure 16.6:  percentage of participants that perceive the working environment as being 
supportive to different types of perceived productivity (n=85)
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include opportunities to communicate (mentioned by no one as one of the three most impor-
tant aspects), acoustics (1%), interior design appearance and ambiance (2%), opportunities to 
concentrate (5%), facilities for remote working (5%) and lighting (6%). 

coMpArison of prioriTiZed AspecTs wiTh siMilAr dATA froM The neTher-
lAnds And finlAnd
Compared to similar data from dutch and Finnish cases functionality and comfort of workspac-
es and opportunities for concentration and communication were mentioned much less by the 
Thai people as being (most) important than by the dutch and Finnish people, see Figure 16.7.

discussion

Missing Kpis 
A number of kPis that are mentioned in literature but were not applied in the case study 
should be taken into consideration. With regard to stakeholder perception, percentage of cus-
tomers with sLAs in place, rate of customer retention, customer commitment, rating of extent 
to which workplace provisioning solutions meet customer needs and percentage of customers 
indicating iT solutions fulfilling their expectations are kPis that could support organisations in 
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figure 16.7:  prioritized aspects of the work environment in the Thai case study in com-
parison to similar data from dutch and finnish cases
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improving their service provision. The contribution to public policy and societal priorities, reg-
istration of all properties according to the plan for protection of historical/cultural values and 
media monitoring are recommended to develop a stronger relationship with the community. 
in addition to what has been recorded in the case study, measuring performance from the fi-
nancial perspective could be improved by including net income, economic/market value added, 
partnerships, accuracy of financial forecasting compared to year-end results, capital planning 
implemented and the transfer of budgeted funds to next year’s budget.

With regard to the organisational development perspective, performance measurement could 
be improved by including kPis such as focus on team formation, new quality plan implement-
ed, all work on properties done in accordance with the approved maintenance plan, improved 
horizontal communication, and the divisions’ satisfaction with each other, and by research, 
evaluate and replicate feasible emerging trends. Furthermore, kPis related to real estate such 
as accommodation usage (sq.m./employee, cost/rentable sq.m. and cost/employee) and space 
supply and demand ratios are also important for facilities managers.

From a productivity perspective, hr related kPis such as investment in training, percentage of 
employees understanding how their jobs fit to corporate objectives, clarification of employees’ 
individual competence requirements and hr centre’s ability to deliver competent employees 
according to other divisions’ needs can help organisations to improve their performance. other 
ways to improve productivity are for instance the implementation of a new software system 
for budget and account, introduction of a leadership program, and recording of all routines 
and strategies and pre-project plan issues in a database as input for new knowledge and best 
practices.

introduction of an FM policy directed to a growing concern for contaminated sites manage-
ment, energy intensity and progress against sustainable development objectives is a milestone 
towards sustainable development.

efficiency of real estate and other facilities could be improved by regular checks on kPis such 
as cost/square meters and cost/person, overall and per FM issue e.g. iT-cost/employee, va-
cancy rate, total annual building occupancy charges, total occupancy cost related to revenue 
generation, etc. 

Further exploration and implementation of adding value management could benefit from a 
clear distinguishing between hrM-related kPis and FM-related kPis. examples of the former 
are employee satisfaction with regard to the organisation and its work processes, the staff at-
titude survey, design and implementation of a strategic plan of human resource management 
including a recruitment system, salary and benefits management, career path planning, em-
ployee relations and communication, and employee health, safety and wellbeing. 

Areas related to FM cover satisfaction of building visitors with the physical environment, in-
come from commercial rent area, work done according to the building management standard, 
the development and management of iT systems, application of green building issues, and 
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cost efficiency regarding facility costs and taxes. Both kPi categories are linked to different 
disciplines and both can contribute to the added value of FM and real estate.

ApprAisAl And prioriTiZed AspecTs of The worK enVironMenT
The differences in percentages of (dis)satisfied employees and rankings of prioritized aspects 
may be caused by several factors such as different work environments in the past and present, 
different work processes, different organisational characteristics and different culture. 

a. impact of work processes and workplaces
Whereas most work of the Thai respondents can be described as routine office work, most 
dutch respondents are knowledge workers. Most Thai employees work at simple, fixed work-
stations (apart from some fieldwork of the operation department). A little more than half of 
the dutch respondents work in traditional cellular offices, whereas the other half works in 
multi-space offices with a variety of task-related workspaces and other spaces. Workplaces 
in open settings are combined here with additional areas for individual, concentrated work and 
spaces for formal and informal meetings (de Been & Beijer, 2011). Part of the respondents 
working in multi-space offices have their own, personal assigned desk, and part of them work 
in non-territorial offices. over half of the Finnish respondents indicated to working in a cellular 
office, either in their own private room or sharing it with others. Approximately a third has a 
fixed workspace in a multi-space office, while 10% uses non-dedicated desks (rothe et al., 
2011). These differences will probably have an impact on appraisal and prioritized aspects of 
the work environment.

The lower percentage of satisfied employees on accessibility of the dAd building (36.5% versus 
an average of 77% in the dutch cases) might be due to the fact that more than half of the dutch 
cases are located near a train station (rothe et al., 2011). on the contrary, the Thailand case is 
located in a high traffic route that causes traffic problems during working hours. iCT and iCT 
support facilities, overall facilities and FM, and facilities for remote working were shown to be 
less appreciated in Thailand than in the netherlands. This might be due to different work proc-
ess policies, but apparently Thai managers have to pay more attention to these issues. The dif-
ferences in percentages of satisfied employees with perceived support of productivity through 
the work environment are modest, again in favour of the dutch cases. Probably the variety of 
task related workplaces in many dutch cases support labour productivity in a better way than 
either continuously working in an open plan office or in a private office. 

remarkably the Thai employees allocate a higher priority to openness and transparency than 
their dutch colleagues, whereas opportunities to concentrate and opportunities to communi-
cate are much less prioritized in the Thailand case compared to the dutch cases. Both aspects 
show also lower percentages of satisfied employees in the Thailand case. on the contrary 
to what might be expected, sharing ideas about the work environment is higher prioritized in 
Thailand (31%) than in the dutch cases (6%). User participation is highly appreciated in the 
netherlands (van Meel, 2000), and it is quite common in the netherlands. Probably for the 
dutch people this item is merely a ‘dissatisfier’ - if not applied, people are dissatisfied - rather 
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than a ‘satisfier’– a positive attribute that contributes to employee satisfaction (herzberg et al., 
1959; hertzberg, 1966).

regarding the concept of environmental comfort in workplace performance (vischer, 2008), 
the Thai respondents showed much concern about physical comfort (39% mentioned adja-
cency and locality of the spaces in the top three of most important aspects, and 35% ranked 
subdivision of the whole building in the top 3). Physical comfort is assured by well-considered 
building design and operation, as well as by setting and meeting standards of health and safety 
(vischer, 2008). so the Thai employees seem to put high importance on basic human needs and 
necessary conditions for building habitability. This may reflect the requirement for better hous-
ing standards and environmental conditions in the Thai case study.

The perceived high importance of functionality and comfort of the workspaces (mentioned by 
52 and 57% of the dutch and Finnish respondents) and opportunities to concentrate (men-
tioned by 37 and 55%) indicates a preference for functional comfort to support and improve 
task performance. Functional comfort focuses on the generic human needs for tools to per-
form specific tasks; it defines workspace as a tool for getting work done (vischer, 2008). in 
comparison to the Thai case study, the focus on functional comfort of the Finnish and dutch 
respondents can interpret the shift from users’ experience in individual and team effectiveness 
to organisational effectiveness. 

Whereas the surveys in Thailand focus on basic needs such as health and safety issues, a 
selection of these questions could be used as input for further development of the Wodi 
questionnaire. 

b. impact of culture
Currently, the organisational culture in the Thailand case is being perceived as a hierarchy cul-
ture, whereas the clan culture type is preferred most. The Thai respondents showed much low-
er scores on uncertainty avoidance, power distance and long-term orientation than Thailand as 
a whole, and much higher scores on individualism and masculinity. According to hofstede, his 
cultural indexes are not supposed to be used as cultural generalisations to stereotype and to 
suggest that cultural groups are all the same or will not be altered at all by experience. This 
might explain why the cultural values of the case study employees are quite different from the 
national Thailand cultural indexes.

The hierarchical culture has contributed to the move to a single tenant building in order to 
control the expanding responsibilities. The quite typical workplace layout in Thailand - provid-
ing less variety of spaces for socializing – and limited opportunities to sharing own ideas about 
working environment may reflect the hierarchical culture as well. 

The operation department is accommodated in a building with some vacancy at the start, in 
order to be able to cope with the expected increasing demand for space due to new business 
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activities. According to hofstede (1997), this quality corresponds with a weak score in uncer-
tainty avoidance, with top executives being concerned with strategy. The near location of the 
operation department to the other departments supports efficient communication that cor-
responds to the emphasis on efficiency in a hierarchy culture type. The focus on efficiency is 
also visible in the high ranking of adjacency and locality of workplaces and subdivision of the 
building as one of three most important aspects of the work environment. smooth scheduling 
and low-cost production correspond with the criteria for success as described in a hierarchy 
culture (Cameron and Quinn, 2006).

conclusion

The research findings confirmed that real estate and other facilities can add value to the or-
ganisation, both with regard to people (social dimension), planet (environmental dimension) 
and profit (economic dimension). Based on the BsC concept, the six kPi categories found in 
literature can be used as a reference to compare with performance indicators used in current 
practice. in the case study, the differences in criterion weights reflect different priorities of per-
formance aspects. To be able to benchmark with similar organisations, standardized perform-
ance measurement methods and prioritised performance indicators would be helpful. 

The case study also demonstrates various connections between workplace change and culture 
with regard to employee satisfaction, perceived productivity support and prioritized aspects 
of the work environment. however, additional data collection on organisational culture of the 
dutch cases and more in-depth analyses are needed to further explanations of similarities and 
dissimilarities between employees’ assessment of the work environment and cause-effect 
relationships.
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17. coMpArisons And lessons leArned

Per Anker Jensen, Theo van der Voordt, Christian Coenen and Anna-Liisa Sarasoja

ABsTrAcT

Purpose: To create an overview and evaluation of the achievements of the contributions in this 
book by identifying, summarising and discussing cross-cutting themes and essential learning 
points across the former chapters.
Methodology: Based on a purposeful reading of all chapters comparisons are made of the es-
sential theoretical perspectives, conceptual models and findings from empirical research. The 
most important novel aspects of the contributions are pinpointed.
Findings: The three basic perspectives of FM, CreM and B2B marketing show to provide both 
overlapping and complementary focus areas. Comparisons of the added value parameters of 
four conceptual models from FM and CreM show many similarities and a trend towards con-
vergence, but the basic structure of the models are different. This can be related to CreM be-
ing oriented on development and management of new and existing buildings, while FM is more 
service and process oriented. empirical research regarding the added value of FM is seen to 
utilise a broad range of both qualitative and quantitative methods in various combinations. The 
contributions provide important new focus and insights on different types of added value, its 
dimensions and kPis, and on areas like value adding management, performance management 
and performance measurement, stakeholder relationships and relationship management, 
green FM and sustainability. Furthermore various ideas came up for further improvement of 
the FM value Map.  
Practical implications: The advancement in new knowledge and understanding that this book 
provides offers a new state of the art which can give inspiration and guidance for cutting edge 
FM organisations and professionals as well as for advanced teaching and future research. 
Research limitations: The chapter is based on the contributions to this book and does not pro-
vide new empirical evidence.
Originality/value: The chapter provides an important overview and evaluation of the contribu-
tions in all the former chapters.

Keywords: FM, CreM, B2B Marketing, Added value, Performance, state of the Art. 

inTroducTion

This chapter was conceived after all the former chapters were written, reviewed and revised 
and is based on a purposeful reading of all chapters. The purpose was to create an overview 
and evaluation of the achievements of the contributions to this book. This was done by identify-
ing, summarising and discussing cross-cutting themes and essential learning points across the 
former chapters.
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The chapter starts with a comparison of the focus points of FM, CreM and B2B marketing. 
next the similarities and dissimilarities between four conceptual models and their adding value 
parameters are being discussed. The reflections on the concept of added value in literature 
and practice show a shift from operational tasks towards more strategic issues. The chapter 
also points out that the contributions provide important new focus and insights on areas like 
stakeholder analysis, relationship management, and “green” FM. Although much progress has 
been made in measuring performance and added value, still much work has to be done to be 
able to measure intangibles in a quantitative way. The research methods used in the empirical 
chapters are also reviewed. The chapter ends with a brief reflection on the FM value Map that 
was a starting point for this book.

coMpArisons

The Three BAsic perspecTiVes: fM, creM And B2B MArKeTing
The researchers behind the contributions in this book have different backgrounds as explained 
in chapter 1 (“Background and introduction”). Together they represent the three basic perspec-
tives of FM, CreM and B2B marketing. These perspectives were briefly introduced in chapter 1 
and further explored in the literature review in chapter 4 (“The Concept of Added value of FM”). 
in many of the other chapters the different perspectives are not so clearly distinguished. This is 
partly due to the fact that all authors relate themselves to FM as an academic discipline in this 
research work, and partly because the collaboration on this book has helped to bring the per-
spectives closer together with a joint focus on FM as a practice domain subject to research. 

Table 17.1 presents a comparison of the different aspects included in the scope of the three 
basic disciplines. FM and CreM both have a strong focus on the physical assets of an organisa-
tion in terms of facilities, real estate, property and buildings. FM has a much stronger focus on 
services and service management than CreM, whereas B2B marketing also can have a strong 
focus on services, particular when applied to the FM domain. B2B marketing naturally has a 
strong focus on marketing, which is not the case for FM and CreM. relationships are also very 
much in focus for B2B marketing, but that is also increasingly the case for both FM and CreM 
particularly in terms of stakeholder relationships and management and also regarding partner-
ships between providers and customer organisations. economy is important for all perspec-
tives, but with major differences in focus. FM has a strong focus on operational cost and CreM 
has a strong focus on investments and life cycle costs, while price and income generation is the 
main economical focus of B2B marketing. 

B2B marketing as a discipline is mostly based on social sciences with research and teaching at 
business schools, while FM and CreM have a more multi-disciplinary character with a knowl-
edge base from architecture, engineering and social sciences. Both disciplines are strongly re-
lated to the resource based view in strategic management thinking.
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CONCEPTUAL MODELS
When we started to work on this book there were three main conceptual models of mapping 
added value – The FM value Map presented in Figure 3.3 (Jensen et al., 2008 and Jensen, 
2010) and the two models from CreM presented in Figure 4.2 (Lindholm et al., 2006) and Fig-
ure 4.3 (de vries et al., 2008). The researchers and research groups behind the three models 
were all represented in the project group: Per Anker Jensen developed the FM value Map at the 
Technical University of denmark, Anna-Liisa sarasoja – then Lindholm – developed the model 
in Figure 4.2 as part of her Phd-study at helsinki University of Technology (today part of Aalto 
University), and Theo van der voordt co-supervised Jackie de vries who was a member of the 
CreM-research group at the delft University of Technology when she developed the model in 
Figure 4.3 as part of her Phd-study (de vries, 2007). 

Chapter 11 “Linking decisions and Performance: Adding value Theories Applied to the Univer-
sity Campus” presents a new conceptual model of mapping added value in Figure 11.5 based on 
the Phd-study by Alexandra den heijer at delft University of Technology (den heijer, 2011). it is 
partly based on the model in Figure 4.3, but it so different that it is seen as a new model.

The model in Figure 4.2 has been modified by Anna-Liisa sarasoja - partly based on the re-
search presented in chapter 12 (“Green FM as a Way to Create Added value”) – by including 
“supporting environmental sustainability” as a real estate strategy in addition to the 7 strate-
gies included in Figure 4.2. The modified model is shown in Figure 17.1 with indications of the 
influence of Green FM on each of the real estate strategies.

This leaves us with four conceptual models in chronological order of the latest versions:
 
A. The model by de vries et al. (2008) in Figure 4.2.
B. The FM value Map by Jensen et al. (2008) and Jensen (2010) in Figure 3.3.
C. The modified model by sarasoja (Lindholm and Aaltonen, 2011) in Figure 17.1.
d. The new model by den heijer (2011) in Figure 11.5.

The models appear quite different - even in their overall graphical presentation. Model A from 
de vries et al. is oriented from left to right. Model C was in Lindholm and Aaltonen, (2011) ori-
ented from right to left, but it has for this publication been redrawn from left to right, starting 

physical 
assets
X

XX

services

XX

X

X

Marketing

XX

stakeholders

X

X

X

economy

X

X

X

Aspect
perspective
fM
creM
B2B marketing

Table 17.1: comparison of the three basic perspectives



27117 CoMPArisons And Lessons LeArned so FAr

with Green FM influences at the left side and ending up with Maximizing Wealth at the right 
side. Model B (the FM value Map) and the former version of model C  in Figure 4.2 are both 
oriented from bottom and up, whereas Model d (den heijer) is oriented from the centre and out 
towards the four corners. The similarity between Model B in Figure 3.3 and Model C is based on 
their common inspiration from strategic Mapping in Balanced scorecard methodology (kaplan 
and norton, 2001).

A comparison of the added value parameters in the four conceptual models is shown in Table 
17.2 structured according to the four headings: People, Process, economy and surroundings. 

The parameters related to People are quite similar in model A and d. All models include (em-
ployee) satisfaction. Model B defines “Culture” as including “image”, which are separated as 
different parameters in model A and d. Model C only includes “increase employee satisfac-
tion” under People, but this model does as the only model include “Promote marketing and 

figure 17.1: green fM in the added value model (Based on lindholm and Aaltonen, 2011)
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sale” under economy, which can be seen as an economical expression of “image”, for instance 
understood as brand. 

All four models include at least three parameters for Process with many overlaps; the differ-
ences can partly be seen as different degrees of sub-dividing.

in relation to economy, model B (the FM value Map) only includes the parameter “Cost”, while 
the three other more CreM based models include parameters for “value of real estate”, “value 
of assets” or “Possibility to finance”. The parameter “Controlling risk” in model d is defined as 
related to financial goals, but it is also strongly related to the Process parameter “reliability” in 
model B. in model A “risk control” is included as well, partly related to reducing financial risks, 
but also to improving health and safety.

A.
de Vries 
et al. , 2008

image

Culture

satisfaction

Production 

Flexibility

innovation

Cost

Possibility to 

finance

risk control

B.
Jensen et al., 
2008

satisfaction

Culture

Productivity

reliability

Adaptability

Cost

economical

social

spatial

environmental

c.
lindholm and  
Aaltonen, 2011 
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den heijer, 2011

increasing user 

satisfaction
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supporting user 
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improving quality of 

place

stimulating innovation

stimulating 

collaboration

Controlling risk

increasing real estate 

value

decreasing cost

reducing the footprint

core business
People

Process

economy

surroundings

Table 17.2: comparison of added value parameters in the four models
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Model B was the first model to include parameters related to surroundings, including the “en-
vironmental” parameter, but the other more recent CreM based models C and d also include a 
parameter for “environmental sustainability”.  

The structure of the FM value Map (B) differs basically from the three CreM based models (A, 
C, d) by including a clear separation between FM and core business and inclusion of FM proc-
esses. The distinction between FM as a support function to a core business is a fundamental 
part of much theory on FM – although not undisputed. This distinction is even included in the 
definition of FM in the first european FM standard (Cen, 2006) using the term primary activi-
ties as representing the core business. The set of european FM standards will from 2012 also 
include a separate standard on FM processes (Cen, 2011).

The CreM based models A and d also include a process view, which is based on the input-
output model shown in Figure 11.4. however, the process in question is obviously the core busi-
ness process with no distinction of a separate CreM process. Thus, it is characteristic that both 
models see corporate real estate as one out of five input resources with the other four being 
human resources, technology, iCT and capital. Model C does not include a process view but 
focuses on different real estate strategies and their impact on revenue growth and productiv-
ity. Model C is also different by a focus on maximizing shareholder value, while the two other 
CreM based models include multiple stakeholders like the FM value Map.

The distinction in the structure of the FM value Map and the CreM based models can be re-
lated to the basic theoretical understanding in FM and CreM. CreM is a resource based man-
agement discipline and connects building science with business administration and business 
economics, while FM is a service and process oriented management discipline. 

Key TerMinology of VAlue And VAlue Types
The various authors of the presented book chapters elaborated very intensively on the con-
cepts and terminology of value, added value, value adding management, and value types such 
as financial value, exchange value, use value, customer, consumer or user value, social value, 
relationship value, and environmental value. it can be debated whether it is relevant to de-
fine customer, consumer or user value as a value type, because every type of value should be 
considered as a value type from the customer’s perspective. if a provision is not of value for 
the customer (meaning all three types of customers: clients, users and customers), there is 
no value. however, this terminology have been used in several chapters in the book. A list of 
selected key definitions and relevant terminology can be observed from Table 17.3.

To come up with a generic definition of Added value of FM, we considered the extensive list 
of value terminology in table 17.3 and combined it with the definition of FM in the european 
standard. According to the en15221-1 definition, FM can be defined as “the integration of proc-
esses (…) to maintain and develop (…) services which support and improve the effectiveness of 
its primary activities” (Cen, 2006) 
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Table 17.3: collection of key terminology on value and value types 

chapter

Chapter 4

The Concept of 

Added value

Chapter 4

The Concept of 

Added value

Chapter 4

The Concept of 

Added value

Chapter 4

The Concept of 

Added value

Chapter 4

The Concept of 

Added value

Chapter 5

FM as a value 

network

Chapter 7

Beyond Financial 

Performance

Chapter 7

Beyond Financial 

Performance

Chapter 7

Beyond Financial 

Performance

Chapter 7

Beyond Financial 

Performance

Chapter 7

Beyond Financial 

Performance

Author(s) 

Jensen et al. 

(2012)

various authors

de vries et al., 

2008

Ulaga and eggert 

(2005)

hutt and speh 

(1998)

Zeithaml (1988)

Monroe 

(1990)

Woodruff and 

Gardial 

(1996)

Grönroos (1997)

Ulaga and Char-

cour (2001)

eggert and Ulaga 

(2002)

Ulaga and eggert 

(2006a)

Terminology

The added value can be defined as the value of the product re-

duced by the value of the resources used during the process.

The added value of corporate real estate is described as the abil-

ity of the real estate decisions, processes and inputs to create 

shareholder wealth

The added value of real estate is its contribution to the organisa-

tional performance i.e. the fulfilment of organisational objectives 

from the perspective of various stakeholders.

Four main characteristics of value can be identified: 

(1) value is a subjective concept; 

(2) it is conceptualised as a trade-off between benefits and 

sacrifices; 

(3) benefits and sacrifices can be multi-facetted; and 

(4) value perceptions are relative to competition.

value equals quality relative to price

value is defined as the trade-off between benefits (“what you 

get”) and sacrifices (“what you give”) in a market exchange.

ratio of perceived benefits relative to perceived sacrifice

Trade-off between desirable attributes compared with sacrifice 

attributes

Core solution plus additional services divided by price and rela-

tionship costs or core plus/minus added value

Trade-off between the multiple benefits and sacrifices of a sup-

plier’s offering as perceived by key decision makers in the cus-

tomer’s organisation and taking into consideration the available 

alternative suppliers’ offerings in a specific-use situation.

Trade-off between the benefits and the costs perceived in the 

supplier’s core offering, in the sourcing process, and at the level 

of a customer’s operations, taking into consideration the available 

alternative supplier relationships.

fundamental understanding and general definitions
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Chapter 9

Qualita-

tive research 

approaches

Chapter 10

value adding 

management

Chapter 10

value adding 

management

(vAM)

Chapter 10

value adding 

management

Chapter 11

Linking decisions 

and performance

Chapter 11

Linking decisions 

and performance

Chapter 13

Adding value by 

FM and CreM
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FM is a management discipline, that includes a value creation 

side (FM as a service management discipline) and a value percep-

tion side: value perception by different FM users/customer types.

vAM relationship management should differentiate regarding 

its level (strategic, tactical, operational), demand side (client, 

customer, end user), focus (business, customer, or services ori-

entation), and coordination form (coalition, negotiation, service 

charge)

Added value is understood as positive impacts, which brings 

benefits or improvements to an organisation and relevant stake-

holders, both economic like cost reductions, and non-economic. 

Added value of FM focuses on the effects and impacts of FM on 

the core business and possible the surroundings.

                          volume x Quality x Flexibility

value add =     ––––––––––––––––––––––––––––

                                              Cost

Adding value is considered as the sum of activities that (attempt 

to) influence the effect of real estate on performance: to prevent 

a negative effect or to realize a positive effect.

Performance refers to both output of primary processes and prof-

itability, “added value” also includes the costs of the real estate 

intervention. This refers to the concept of opportunity costs: what 

is the “added value” of alternative investments?

value  = 

Benefits  –    sacrifices as perceived by customers

value added is the difference between the value of the product/

services delivered to a client during a period (value of output(s) 

in period ∆ t1 – t2) and the value of the input(s) in the production 

function - or functions in the case of a supply chain - in the same 

period ∆ t1 – t2”.

real estate value refers to “the stakeholders’ (subjective) appre-

ciation of achieving the stakeholders’ goals and purposes.

Transparency creates added value because due to transparency 

FM is capable to scale the services up and down as needed.

key characteristics and challenges in FM value perception are 1) 

value is a subjective concept; 2) Benefits and sacrifices can be 

multi-faceted; 3) value perceptions are relative to competition.

FM Blueprinting is a method to visualise the significant value FM 

contributes to primary processes and to optimise the manage-

ment of customer-perceived value.
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Based on Cook’s understanding the product value can be divided 

in a relatively objective use value and a more subjective customer 

value. The use value is under market conditions expressed ‘ob-

jectively’ in quantitative terms by the exchange value, while the 

‘subjective’ customer value is decisive on how the demand for 

potential customers is divided on competing products.

Five qualitative studies revealed six types of value i.e. added val-

ue, economic value, relationship value, customer perceived value, 

client/customer value, relative value + the holistic value map.

There is a distinction between tangible and intangible values and 

financial (monetary) versus non-financial values.

values of real estate include shareholder value, balance sheet 

value, investment value, commercial value, economical value, 

functional value, historical investment value, market value and 

reconstruction value.

Though the selling point of FM is usually reduction of costs, the 

added value of FM has much more economic value for the core 

business, besides its contribution to environmental and social 

aspects.

Financial value dimension describes the realized value “when 

the product is sold. it is the amount paid by the buyer to the pro-

ducer for the perceived use value”

exchange value is described as exchange of money for a market 

offering

exchange value focuses on cost and the connection between 

output and input in a business process.

Use value is the subjective quality of a product or service cus-

tomer’s (as users) experience in relation to their needs.

Use value is defined as a customer’s outcome, purpose or objec-

tive that is achieved through service.

Use value refers to the specific quality of a service or task in rela-

tion to needs. (see also same definition in chapter 5).

Value type: economic/financial/exchange value

Value type: use value

Value types in general
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heskett et al.

(1994)

sarshar and Pitt 
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kok et al. (2011)
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  Quality & Process

User value   = –––––––––––––––––

  Price & difficulties

                                  results produced for the customer

                                   + service process quality

Customer value  =  –––––––––––––––––––––––––––––––––

                                   Price to the customer + cost and

                                   effort in acquiring the service

Added value is the customer’s perceived contribution of the dif-

ferent facility services to the organisation in terms of benefits in 

comparison to costs and risks.

To customers, value also has a perceptual dimension, for exam-

ple, trust, commitment and attraction.

The consumer’s overall assessment of the utility of a product 

based on a perception of what is received and what is given.

Perceived worth of monetary units of the set of economic, techni-

cal, service, and social benefits received by a customer firm in 

exchange for the price paid for a product offering, taking into con-

sideration the available alternative suppliers.

The customers’ assessment of the value that has been created 

for them by a supplier, given the trade-offs between all relevant 

benefits and sacrifices in a specific-use situation

Added value is a multidimensional construct which includes 

functional and emotional benefits, as perceived by consumers, 

relative to the competition; these often also result in benefits for 

the firm

value is defined in terms of customer needs or the mental image 

or cognitive representations of underlying customers’ needs and 

goals.

Customer value is the “stakeholders’ perceived preference for, 

and evaluation of, a product or service and consequences arising 

from use of a facility, in achieving stakeholders’ goals and pur-

poses in use situations”

social value is “created by making connections between people, 

creating or enhancing opportunities for positive social interaction, 

reinforcing social identity and civic pride, encouraging social in-

clusion and contributing towards improved social health, prosper-

ity, morale, goodwill, neighbourly behaviour, safety and security, 

while reducing vandalism and crime”

Value type: customer/consumer/user value

Value type: social value
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Customer value in business relationships is the “trade-off be-

tween (1) product, (2) service, (3) know-how, (4) time-to-market 

and (5) social benefits, as well as (6) price and (7) process costs 

in a supplier relationship, as perceived by key decision makers 

in the customer’s organisation, and taking into consideration the 

available alternative supplier relationships.”

•	 Getting	high-quality	service	and	customized	products;	

•	 	Experiencing	social	(e.g.	friendship/fraternization	with	the	

suppliers) and special treatment (e.g. economic and customi-

zation), especially in services where there is a high degree of 

contact between the customer and supplier;

•	 	Perceiving	a	reduced	sense	of	anxiety	because	they	trust the 

supplier.

Customer’s overall assessment of the utility of a relationship 

with a vendor based on perceptions of benefits received and sac-

rifices made.

in-depth interviews identified eight relationship value drivers: 

Product Quality, service support, delivery, Time-to-Market, sup-

plier know-how, Personal interaction, Price and Process Costs.

A better understanding of stakeholder behaviour enables the 

added value delivering to FM stakeholders.

environmental value is value arising from a “concern for intergen-

erational equity, the protection of biodiversity and the precaution-

ary principle in relation to the consumption of finite resources. 

Principles include adaptability and/or flexibility, robustness and 

low maintenance, and the application of a whole-life cost ap-

proach. immediate benefits are local health and pollution.”

Whilst facilities related activities cause only a small fraction of 

the expenses they produce the majority of the companies’ envi-

ronmental impact.

Green FM processes may have a positive impact on employee 

satisfaction, company reputation, costs, productivity, culture, 

environment, and increasing the value of real estate assets.

Value type: relationship value

Value type: environmental value
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Thus, creating Value for the core business, translates for FM into - as a minimum - delivering 
and maintaining services that - at a competitive level - support the effectiveness of the primary 
activities. To create Added Value it is necessary for FM also to develop the services in such 
a way that they improve the effectiveness of the primary activities. Furthermore, added value 
is a perceived trade-off between the benefits of FM (facilities, services, FM processes) i.e. its 
contributions to improving the performance of the organization regarding people, primary and 
supporting processes, economy and the surroundings, and the costs and risks connected with 
achieving these benefits.

The integration of processes is a necessary prerequisite both to create value and to create 
added value in FM. This integration is the essential management aspect of FM. To create added 
value the integration has to be at a particular high level regarding stakeholder and relationship 
management. Thereby FM can become Value Adding Management. 

The above definitions of value, Added value and value Adding Management are based on the 
mentioned definition of FM in the european standard. however, we have found that the narrow 
focus on “the effectiveness of the primary activities” is limiting the true contributions of FM. 
From the research presented in this book it has become clear, that FM also can contribute 
considerably to the efficiency of the primary processes and to the effectiveness and efficiency 
of the supporting processes as well.

perforMAnce diMensions And Kpis
The contribution of FM and CreM to organizational performance regarding people, primary 
and supporting processes, economy and the surroundings can result in various outcomes, e.g. 
financial, social, environmental, relational, etc. and can take shape in various dimensions and 
kPis such as improved user satisfaction, productivity gains, cost reduction, profitability, com-
petitive advantage and sustainable development. A list of selected key definitions and relevant 
terminology regarding different performance dimensions in connection to (added) value can be 
observed from Table 17.4. 

Widely used generic performance indicators showed to be efficiency and effectiveness, the 
former with a focus on input parameters such as capital (steering on cost reduction), space 
(optimizing use of space) and speed of delivery, the latter with a focus on output parameters 
such as quality, satisfaction, health, safety, creativity, flexibility, profitability and sustainability. 
other indicators represent the ratio between input and output, for instance productivity (e.g. 
labour ratio: ratio between output and number of employees) and competitive advantage (by 
low priced products due to cost reduction and/or high quality products). Many kPis have been 
elaborated on a more detailed level, as was shown in the tables 2.1–2.3, 7.3, 8.3 and 8.4, 9.1, 
10.2, 11.1-11.3, 13.1 and 16.1. This shows that the contribution of FM to organisational per-
formance is a multidimensional and multi-facetted construct, with different layers as shown 
in Figure 17.2:
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Table 17.4: collection of key terminology on performance and performance dimensions 

chapter

Chapter 8

Performance 

measurement

Chapter 8

Performance 

measurement

Chapter 8

Performance 

measurement

Chapter 8

Performance 

measurement

Chapter 8

Performance 

measurement

Chapter 8

Performance 

measurement

Chapter 16

Performance 

measurement 

of workplace 

change

Chapter 1

Background and 

introduction

Chapter 2

nordic focus on 

Added value of 

FM

Chapter 4

The Concept of 

Added value

Author(s) 

slack et al.

(2001)

Tangen

(2005)

neely et al.

(1995)

sink and Tuttle

(1989)

kaplan and 

norton

(1992)

Preiser (1983)

vischer (1989)

riratanaphong 

(2010)

rust et al. (2002)

various authors

Jensen (2010)

Terminology

high-performance operations should be high-quality, fast, de-

pendable, flexible and low cost.

Performance is an umbrella term for all concepts that consider 

the success of a company and its activities, regarding productivity 

(output/input), profitability, and performance on quality, delivery, 

speed and flexibility.

Traditional performance management changed into innovative 

performance management that is more value-based, perform-

ance compatible, customer-oriented, long-term, with prevalence 

of team measures, transversal measures and improved monitor-

ing, both aiming to evaluating and involving.

Performance is a complex interrelationship between effective-

ness, efficiency, quality of inputs-process-outputs, productivity, 

quality of work life, innovation, and profitability/budget ability.

According to the Balanced score Card organisational perform-

ance should be evaluated from four perspectives: financial, cus-

tomer, internal business processes, learning and growth.

Performance levels include 

1) health, safety and security performance; 

2) functional, efficiency and work flow performance; 

3) psychological, social, cultural and aesthetic performance.

drivers to change and performance indicators that are used in 

practice are linked to the added value of real estate and other 

facilities i.e. to possible and desired contributions of accommoda-

tion change to the overall performance of the organisation.

The focus of performance can be on cost emphasis (e.g. cost 

reduction, defect rates, standardisation) versus revenue emphasis 

(e.g. revenue expansion, customer satisfaction, customization) 

impacts on performance include support to production, standard 

spare parts, coordination of storage space, speed and efficiency 

of internal moving, the glue in the organisations, creativity, health 

and safety, environmental performance i.e. energy saving and 

waste disposal,

Possible outcomes of FM input include the impact on the core 

business (satisfaction, cost, productivity, reliability, adapta-

tion, culture) and the surroundings (economic, social, spatial, 

environmental)

performance

dimensions of performance and value
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Lindholm et al. 

(2006)

de vries et al. 

(2008)

van ree (2002)

Lavy et al. (2010)

riratanaphong, 

van der voordt 

and sarasoja 

(2012)

various authors

den heijer (2011)

den heijer (2011)

van der Zwart 

(2011)

Prevosth and van 

der voordt (2011)

Maximizing shareholder value can be obtained by revenue growth 

(e.g. by increasing value of assets, marketing and sales, innova-

tion, employee satisfaction) and productivity growth (e.g. by 

increasing flexibility and cost reduction).

The added value of CreM can be defined as the contribution of 

real estate interventions to productivity, profitability and competi-

tive advantage, via influences of real estate on production, image, 

culture, innovation, satisfaction, cost, risk control, and possibili-

ties to finance real estate. 

Performance criteria extended from focusing on effectiveness 

towards including efficiency, productivity, flexibility, creativity, and 

sustainability.

35 indicators relating to buildings and facilities were classified in 

four categories: financial, physical, functional, and survey-based 

indicators.

A huge list of FM and CreM kPis were clustered in connection 

to the FM value Map: 1) surroundings (economic, social, environ-

mental); 2) core business (satisfaction, cost, productivity, adapta-

tion, culture)

Parameters for value adding can be grouped in four categories: 

people, process, economy, and surroundings.

The added value of CreM can be defined as the contribution of 

real estate interventions to productivity, profitability, competitive 

advantage and sustainable development. Twelve ways of adding 

value are linked to both the variables of real estate decisions (in-

put) and the performance criteria of stakeholders from strategic, 

functional, financial and physical perspectives (output): Control-

ling risk; increasing real estate value; reducing the footprint; 

decreasing costs; increasing flexibility; increasing (user) satis-

faction;  supporting user activities;  improving quality of place;  

supporting image;  supporting culture; stimulating collaboration; 

stimulating innovation. 

The real estate decisions on both project and portfolio level are 

made operational using ‘key variables’ from each of these per-

spectives (goals, users, euros and m2). Four performance criteria 

- competitive advantage, productivity, profitability and sustain-

able development - are linked to the same perspectives, which 

provides a set of kPis to measure and manage.

research revealed 11 indicators of added value: 1) reduction of 

real estate costs during the life cycle; 2) improvement of (labour) 

productivity; 3) improvement of user satisfaction; 4) improve-

ment of possibilities to get real estate financed by external 
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on a high abstract level: the contribution to improved •	 effectiveness of the primary and 
supportive processes with lower costs and risks and less resources (efficiency).
on a less abstract level the contribution to different fields or dimensions of performance •	
including productivity, profitability, competitive advantage and sustainability.
on a concrete level the contribution to improved outcomes of •	 kPis such as energy use per 
m2, use of space per employee, number of workstations per employee or total occupancy 
costs per employee at the input side and higher satisfaction scores, product reliability, cli-
ent retention, reduced footprint and so on at the output side. 
Listings of concrete FM and CreM-interventions e.g. shortening of walking distances in •	
order to improve labour productivity, standardisation of spaces in order to increase flex-
ibility, and implementing Green Building Council’s Leed-guidelines or similar to support 
sustainability and to attain savings in the building carbon dioxide footprint due to savings 
in heat, electricity, water and waste recycling rates.

lessons leArned

A shifT froM The operATionAl TAsKs TowArds More sTrATegic issues
At the beginning of our search for the added value of FM (see for example chapter 2 “The start 
of a nordic Focus on the Added value of FM”) the cases illustrating how added value is created 
to the core business were mainly operational, focusing on the facility service processes and 
technical improvements such as launching a scale calibration service (case of Lundbeck) or 
improving client’s waste disposal practices (case of Coor service Management). The improve-

Chapter 16

Performance 

measurement 

of workplace 

change

Chapter 16

Performance 

measurement 

of workplace 

change

riratanaphong 

(2011)

riratanaphong 

(2010)

parties; 5) improvement of flexibility to enable future spatial, 

technical, organisational or juridical adaptability; 6) support of a 

positive corporate image; 7) stimulation of innovations in order to 

improve business processes; 8) supporting (change of) corporate 

culture.; 9) risk management with regard to time, costs, health 

and safety, and coping with a changing context; 10) sustainability; 

11) Creating a healing environment.

Based on BsC, kPis from the literature can be classified in six 

categories: stakeholder perception, financial health, organisa-

tional development, productivity, environmental responsibility 

and cost efficiency.

Performance criteria of the case study cover three main areas: 

adherence to policy, operating performance and organisational 

management.  each area contains different performance indica-

tors. The performance criteria are differently weighted.
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ments and added value created through these operations are no doubt important, but not nec-
essarily enough to raise the interest of the board.

The new “adding value” cases presented in this book are more strategic, focusing on the core 
business, employees and surroundings of the client organisation in multiple ways. For example 
chapter 11 (“Linking decisions and Performance: Adding value Theories Applied to the Universi-
ty Campus”), chapter 12 (“Green FM as a way to Create Added value”) and chapter 13 (“Adding 
value by FM and CreM in dutch hospitals”) present how added value can be created through 
FM and CreM processes in multiple ways such as by increasing innovations, supporting image, 

figure 17.2: example of value adding management by using real estate, facilities and 
services to add value (ex ante), and testing if added value has been attained by which 
concrete measures (ex post)
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improving culture, improving productivity and improving flexibility. in addition, added value is 
not created only to the core business; also employees, clients, environment and the community 
could be affected positively by FM and CreM decisions and operations. Thus, it’s important for 
both FM organisations and core business people to recognize that added value of FM is not 
solely an internal issue; the case studies have showed how FM can contribute to the external 
environment of the organisations and thereby make FM decision making strategic by nature.

Among the findings from the analysis of the cases from the nordicFM workgroup in chapter 2 is 
that a change in responsibility – both between core business and in-house FM and between in-
house FM and providers - can be an important element in the possibility for FM to create added 
value. Another observation from the cases is that on-going collaboration can be an important 
leverage for adding value in FM.

Traditionally, the starting point in research focusing on the added value of FM has been that 
there has to be other ways in FM to support core business that one-sidedly focusing on cost 
reduction. The focus on cost reductions can be seen as a restriction for FM, meaning that it 
prevents other ways to create value. however, based on the case studies presented in this book 
it seems that cost reductions do not necessarily mean doing less and minimizing FM opera-
tions. For example chapter 12 on Green FM showed that by investing a bit in developing the 
FM processes, added value to the core business can be created in multiple ways and reducing 
costs at the same time. it should be stressed that creating added value does not necessary 
mean increased cost.

This kind of empirical evidence and case illustrations is important in order to pinpoint the true 
added value of FM and really prove that FM can be a strategic resource for the client organisa-
tion in multiple ways and at multiple levels.

Adding VAlue By relATionship MAnAgeMenT
several chapters in this book discuss relationship management and the subjective nature of 
value, making clear that added value of FM cannot be created without cooperation and by 
understanding the different value perspectives. For example clients, customers and end us-
ers have their own roles in the co-creation of the value and they might also perceive the value 
differently. in chapter 5 (“FM as a value network: exploring relationships amongst FM stake-
holders”) it is proposed to consider FM as a network of relationships, which create perceived 
value amongst key stakeholders i.e. clients, customers and end users. Furthermore, perceived 
value can only exist and be produced within this specific network of relationships. Chapter 5 
extends the idea of the FM value Map by taking up a demand-driven, co-creating, and subjective 
perspective of value and differentiating between various dimensions of perceived value in FM. 

Chapter 6 (“FM Alignment: Creating Added value Through a Multi-Level intra-Firm Collabora-
tive relationship”) pinpoints the importance of the alignment of the core business processes 
and FM. The need for FM alignment stems from the impacts of its activities and facilities on 
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the results of core business processes. identifying the interdependencies between primary 
processes and the different facility services is the first step in optimizing the contributions 
of FM to the organisation. Looking at the nature of demand and the organisational needs and 
preferences for facility services, alignment manifests differently on the different organisational 
levels. it should also be taken into account that organisational needs and the priorities change 
over time at all organisational levels and evaluation of the services provided should take place 
where tasks and scope of activities determine the frequency of this evaluation.

Chapter 7 (“Beyond Financial Performance: Capturing relationship value in FM”) presents a re-
lationship management approach designed to gain insights into the field of relationship value in 
FM and to provide a contrast to the dominant financial perspective of value in FM. various value 
dimensions and relevant drivers of FM relationship value are described and analysed in the 
chapter, including trust, reliability and adaptability. These insights help FM providers to focus 
on the key relationship drivers and on how to optimize them. Additionally, the results help FM 
clients to be more aware of the main drivers that determine a good relationship when selecting 
a FM supplier. The key learning points being that success of collaborative relationship leads to 
the success of value delivering to the stakeholders.

Chapter 10 (“value Adding Management: A Concept and a Case”) focuses on the relationships 
between FM and the core business at strategic, tactical and operational levels and argues in 
line with chapter 6 that the relationships with the stakeholders should be managed differently 
at each level. At the strategic level FM should have a business orientation, where considera-
tions for the whole corporation are in focus. This calls for joint decision making involving all 
main stakeholders at management level, which can take the form of a coalition. At the tactical 
level FM should have a customer orientation, where the specific needs of each business unit 
are in focus. This calls for a bilateral negotiation and decision making. At the operational level 
FM should have a service orientation, where the individual users’ needs are in focus and the 
services are either provided based on price per order or based on a service charge. The chapter 
also presents an interesting case from the danish construction toy producer LeGo, where such 
principles of value Adding Management (vAM) have been implemented.

Chapter 14 (“stakeholder’s influence on FM: A Case study of an energy Complex in Thailand”) 
analyses how power relations based on the degree of interdependencies between FM and vari-
ous stakeholders can influence a FM strategy. This is linked to a typology of FM processes and 
based on a case study it leads to the formulation of four propositions for which FM strategy is 
expected to be most suitable for different relationships and collaborative arrangements.

susTAinABiliTy And green fM
Just like everywhere else, sustainability and especially environmentally sustainability is dis-
cussed more and more - also in connection to FM. it is already a widely known fact that at 
present, buildings contribute as much as one third of total global greenhouse gas emissions 
and that the building sector has the most potential for delivering significant and cost-effective 
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green house gas emission reductions in western economies (UneP, 2009). however, less recog-
nized is that over 80% of greenhouse gas emissions take place during the operational phase of 
buildings and is (or should be) under control of FM. This book provides a few examples on how 
organisations have started to recognize the potential of the FM to influence their environmental 
performance and how greener FM services are applied in practice.

Chapter 11 (“Linking decisions and Performance: Adding value Theories Applied to the Uni-
versity Campus”) shows that many universities have already applied sustainability targets in 
their campus strategies including explicit goals to use, manage, or own “less floor area” and in 
that way reduce emissions. For many universities the “campus of the future” is smaller than 
the current campus and “sustainable development” or “greening the campus” has become an 
explicit goal with performance indicators to measure. however, chapter 13 (“Adding value by 
FM and CreM in dutch hospitals”) shows that in the health care sector sustainability is mainly 
taken into account as a prior condition in connection to Corporate social responsibility (related 
to image) and for economic reasons (reduction of running costs) and less perceived as a highly 
prioritised objective in itself. sustainability benefits are heavily balanced against investment 
costs and pay-back periods.  

Chapter 12 (“Green FM as a Way to Create Added value”) studies environmental sustainability 
from the occupier organisation perspective and identified in a case study several ways to create 
added value through greener FM processes. This case study shows that improving the environ-
mental performance of facilities and services does not only decrease the energy consumption 
and greenhouse gas emissions, but also contributes to the organisation in other ways. Greener 
FM services have a potential to affect employee wellbeing and productivity, improve image of 
the occupier organisation, and last but not least decrease costs at the same time. These kinds 
of studies are good examples also on the strategic nature of FM and how FM had a potential to 
contribute at the strategic level on the client organisation.

With proven and commercially available technologies, the energy consumption in both new 
and existing buildings can be cut by an estimated 30 to 80% with potential net profit during the 
building life-span. Consequently, it’s not overstating to say that FM has a potential to influence 
the world more than ever before. This should be seen as a huge opportunity for the whole FM 
sector to really make a difference and contribute positively to the client companies, their em-
ployees and whole communities.

MeAsuring perforMAnce And Added VAlue
Measuring the added value of FM is a complex and problematic issue. First, most FM outcomes 
are intangible in nature. Measuring the intangible outcomes in quantitative terms is challeng-
ing. second, most of the existing measures are more like indicators for operational tasks. reli-
able and valid strategic performance measures that could help the organisations to identify 
the contribution of FM to the core business and surroundings are still in its infancy. Third, it 
is difficult to measure if it is not known what should be measured and for whom. now we are 
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reaching the point where we have a quite comprehensive understanding of the different ways 
to create added value through FM for different stakeholders, so that it becomes possible to 
identify relevant measurement objects. however, as stated in chapter 11 (“Linking decisions 
and Performance: Adding value Theories Applied to the University Campus”), when trying to 
find relations between FM/real estate decision and organisational performance, one finds that 
some relations are likely or plausible, sometimes even convincing, but mostly not very strong. 
And ironically, proving the negative effects is much easier than proving positive.

Many chapters in this book approached the topic of measuring FM performance and added 
value and discussed performance measurement in general and in connection to FM and CreM. 
in chapter 8 (“Performance Measurement in the Context of CreM and FM”) a wide range of 
kPis were arranged according to the FM value Map, which showed to be a practical way to 
categorize a number of kPis. however, kPis does not solely prove the added value of FM - they 
are more likely used to control and identify FM performance and see how well FM is reaching 
the agreed targets. Thus, to make effective use of its performance measurement outcomes, an 
organisation must be able to make the transition from measurement to management: “the use 
of performance measurement information to effect positive change in organisational culture, 
systems and processes” (see chapter 8).
 
in chapter 11 on managing the university campus it is suggested to benchmark kPis. The 
model to assess the added value of real estate decisions can be used ex ante, to make busi-
ness cases of proposed projects, or ex post, to evaluate projects. The input of the process of 
adding value – the real estate decision - can be assessed from four CreM perspectives that are 
linked to four typical stakeholders: policy makers, controllers, users, and technical managers. 
The added value of real estate and other facilities and services can be assessed on different 
scale levels regarding the organisation (holding, business units, departments, groups) and the 
facilities (one building or zooming out to a whole portfolio or area or zooming in to building 
compartments and spaces). ideally, the variables of input are compared to related references, 
for instance the investment level of comparable buildings or the space standards of similar 
workplace concepts. This will support FM/real estate managers in making business cases for 
their real estate decisions, relating the input to the output.

The empirical study in chapter 16 (“Performance Measurement of Workplace Change: A Com-
parative study of data from Thailand, The netherlands and Finland”) indicates, that many of 
the kPis from literature are not yet used in practice. This is partly due to the time and effort 
needed for measuring, but also due to a lack of awareness of the need for reliable data as input 
for evidence based reasoning and decision making.

reseArch MeThodology
Chapter 9 (“The Added value of Qualitative research Approaches”) focuses on qualitative ap-
proaches in research on the added value of FM and how methods like interviews can be applied 
to FM practice. it presents a number of examples from literature on how qualitative research 
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methodologies have been used to study different types of value in both FM and other domains. 
The chapter concludes that “the benefits from applying qualitative research techniques are 
firstly that the open, dynamic and flexible nature supports an explorative approach and allows 
the expression of novel insights. Secondly, it is a people-centric approach and therefore useful 
for investigations of personal interpretations (e.g. of value of FM) and in general to discover the 
underlying reasons for people’s behaviour and FM preferences”.

Qualitative methods are used in much of the research in this book. however, many of the other 
chapters present a wider range of research methods. Table 17.3 provides an overview of the 
research methods used in empirical studies presented in the book. These include all chapters 
in part C as well as chapter 7 (“Beyond Financial performance”) in part B. The empirical study in 
chapter 7 is a small exploratory study aimed at testing a measurement tool of customer value 
in the FM field. The study is unique in this context by being purely quantitative and by including 
statistical testing of data from a questionnaire survey.

Four out of seven chapters in part C only utilise qualitative research methods (chapter 10, 13, 
14 and 15). The other three chapters (chapter 11, 12 and 16) include a combination of qualita-
tive and quantitative research methods. Case studies are used both in two purely qualitative 

purpose/subject
Testing an instrument to measuring 

relationship value

exploring the concept of value adding 

management

Managing the University Campus

Creating added value by Green FM

Adding value in hospitals

stakeholder’s influence on FM

Analysing added value by applying FM 

Blueprinting

Performance measurement of work-

place change

research method
Questionnaire survey followed by statistical test 

of correlations and reliability

Qualitative case study

Combination of quantitative benchmarks and 

qualitative evaluations of different ways of adding 

value applied by 14 universities 

Combination of qualitative evaluations, question-

naire surveys among users and quantitative analy-

sis of energy savings in a case company

Qualitative evaluations based on interviews in a 

number of hospitals

Case study with qualitative evaluations based on 

interviews

Qualitative analysis process based on workshops 

with user representatives

Case study with a combination of document analy-

ses, interviews and questionnaire surveys.

chapter
7

10

11

12

13

14

15

16

Table 17.4: empirical research methods in different chapters
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studies (chapter 10 and 14) and in two studies with a combination of qualitative and quantita-
tive methods (chapter 12 and 16).     

The choice of research methodology is to some degree dependent on which research tradition 
a researcher and a research group belongs to, but it can also be seen as related to the stage 
of development of a research field. A new research field is more likely to give preference to 
explorative qualitative research. in a later stage, when theory building and hypotheses for-
mulation has taken place, it can be more relevant to include quantitative methods to validate 
theory and test hypotheses. Measuring performance and added value of FM obviously requires 
some degree of quantifications - both in research and practice. Combinations of qualitative and 
quantitative methods seem very promising for the further research development in relation to 
the added value of FM.

The fM VAlue MAp
Chapter 1 (“Background and introduction”) showed a number of strengths and weaknesses of 
the present FM value Map and opportunities for further exploration and improvement. The find-
ings so far support these early reflections on the FM value Map. A strong point is the holistic 
view of FM and its possible impacts on both the core business and surroundings, by including 
benefits for all relevant stakeholders and not just shareholders, basic products and additional 
offerings. it builds on existing models and approaches such as system thinking and the Bal-
anced scorecard. The concepts and definitions are aligned to the new european FM standards 
(en 15221). The FM value Map turned out to be a useful tool to analyse cases from practice and 
to show the different ways they create added value.

however, the starting point is a resource based view with a main focus on provision of value 
(supply side) rather than an orientation on the core business strategy and the perception of 
value by the clients, customers and end users (demand side), as was shown in the literature 
review in chapter 4 and in chapter 5. Much attention is being paid to the internal processes of 
FM and less to the processes between FM and its stakeholders. Although the FM value Map 
can be applied in a strategic, tactical and operational level, it is not completely clear how to 
use the FM value map on these different levels. Furthermore it does not distinguish between 
value creation and added value. The value map is also fairly static. it can be used to create an 
overview and basic understanding for academic purposes and to be used as a framework for 
developing strategies for adding value, but it is not action oriented. There is a need to supple-
ment the value map with a broader management concept for adding value of FM. Chapter 10 
presents an example of such a concept called value Adding Management, which is a further 
development from the FM value Map. Until now, there has only been limited research to test 
the FM value Map in practice with respect to the outcomes and impact of FM products and 
FM processes on the effectiveness of primary and supporting processes and its applicability in 
decision making processes. Much work still has to be done to be able to define and measure the 
outcomes of FM decisions and interventions in a reliable and valid way. 
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conclusion

The comparison of the three basic perspectives of FM, CreM and B2B marketing show that 
they provide both overlapping and complementary focus areas. FM and CreM have a strong 
focus on the physical assets. FM and B2B marketing both have a strong focus on service man-
agement and delivery, which is not so much a focus area in CreM. B2B marketing naturally 
has a strong focus on marketing unlike FM and CreM. All three perspectives share a focus on 
stakeholders and relationship management. 

Comparisons of the added value parameters of four conceptual models from FM and CreM 
show many similarities and a trend towards convergence. it is particularly noticeable that the 
recent models from CreM include “environmental sustainability” as a parameter, while this 
parameter earlier only was included in the FM value Map. however, the basic structures of the 
models are different, which can be related to CreM being transaction and project oriented, 
while FM is more service and process oriented. 

Based on the extensive list of value terminology in table 17.3 and the definition of FM in the 
european standard we have attempted to make a generic definition of Added value of FM:

Creating •	 Value for the core business, translates for FM into - as a minimum - delivering and 
maintaining services that - at a competitive level - support the effectiveness of the primary 
activities. 
To create •	 Added Value it is necessary for FM also to develop the services in such a way 
that they improve the effectiveness of the primary activities. Furthermore, added value is 
a perceived trade-off between the benefits of FM and the costs and risks connected with 
achieving these benefits.
The integration of processes is a necessary prerequisite both to create value and to create •	
added value in FM. This integration is the essential management aspect of FM. To create 
added value the integration has to be at a particular high level regarding stakeholder and 
relationship management. Thereby FM can become Value Adding Management. 

The above definitions of value, Added value and value Adding Management are based on the 
mentioned definition of FM in the european standard. however, we have found that the narrow 
focus in the standard on “the effectiveness of the primary activities” is limiting the true contri-
butions of FM. From the research presented in this book it has become clear, that FM also can 
contribute considerably to the efficiency of the primary processes and to the effectiveness and 
efficiency of the supporting processes as well.

in spite of some limitations, the FM value Map showed to be an important element in the on-
going research and development in this area, though it should perhaps more being seen as a 
starting point rather than an end result. 
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The broad collection of new ideas, concepts, cases and methods that are presented in this 
book advance the understanding and practical management of the added value of FM and pro-
vide important new focus and insights on areas like stakeholder relationships and relationship 
management, green FM and sustainability as well as measuring performance and added value. 
Though qualitative research methods seem to dominate research on added value of FM, the 
empirical research presented in the book utilises a broad range of both qualitative and quan-
titative methods. Measuring performance and added value obviously requires some degree of 
quantifications. Combinations of qualitative and quantitative methods seem very promising for 
the further research development.
 
The findings show that this book provides important advancements in new knowledge and new 
understanding about the added value of FM. it offers a new state of the art, which can give 
inspiration and guidance for cutting edge FM organisations and professionals as well as for 
advanced teaching and future research.
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18. whAT we sTill need To leArn

Per Anker Jensen, Theo van der Voordt, Christian Coenen and Anna-Liisa Sarasoja

ABsTrAcT

Purpose: To outline perspectives for further work on the added value of FM and identify relevant 
ideas and topics for further research and development.  
Methodology: The chapter is based on a screening of all the former chapters in the book, input 
from various workshops with the authors, information from recent literature and exchange of 
ideas among the authors of this chapter.
Findings:  Added value is expected to be central in the future development of FM, which is con-
firmed by two recent foresight studies and the recent work on developing a euroFM research 
agenda. There is a need for increased focus on the governance structures for FM to secure the 
necessary alignment between FM and core business - not only at strategic level, but also at 
tactical and operational levels. Corporate social responsibility, sustainability and Branding are 
important areas of FM with great potential to add value and to elevate FM to become a strate-
gic partner with corporate top management. Adding value is closely related to innovation and 
performance improvements. Methods to measure both hard and soft aspects of performance 
will continue to be an important focus area. Management of stakeholders’ perception of value 
and relationships are essential aspects of adding value in FM and need much further attention. 
Close collaboration with users is needed and requires new methods to analyse and visualise 
processes and added value. research methodology will continue to include a broad range of 
both qualitative and quantitative methods in many combinations, but soft methods based on 
close interaction between researchers and practice like action research, participants observa-
tions and narratives are expected to achieve increased attention.
Practical implications: The findings include ideas for further research and development on the 
added value of FM and expectations of the topics that will be important for the FM profession 
in the future.
Research limitations: The chapter does not present new original research results, but is based 
on the research presented in the earlier chapters in this book and other recent research 
activities.
Originality/value: The chapter provides important input to the future research agenda on 
the added value of FM and gives directions for the future development in FM research and 
practice.

Keywords: FM, Added value, value network, research Agenda, Methodology.

inTroducTion

in chapter 1 we wrote that the purpose of this book is to introduce and present the topic of 
added value of FM as a new and increasingly important field of research and practice. This 
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was the focus of part A, B and C. As further stated in chapter 1 we also want to identify what 
we know and what we still need to learn and to outline directions for further development in 
research and practice. This is the topic of part d. in chapter 17 the lessons learnt so far were 
summarized. This final chapter will focus on our ideas about what we still need to learn and 
directions for future development in FM. Although the findings in this book provided a big step 
forward towards a better understanding of the added value of FM and concepts and tools for 
improved value adding management, performance management and performance measure-
ment, we expect these issues still to be in the core of future research on FM. The expectation 
that added value will be an increasingly important area in the future development of FM has 
recently been supported by two new future studies and the recent work on developing a euro-
FM research agenda. 

one of the future studies is iFMA Forecasts 2011, where the executive summary includes the 
following statements: “Globally, the profession of facility management continues to mature and 
evolve in many facets. Facility managers today are expected to understand their company’s 
core business and contribute to the bottom line - not only by reducing facility costs, but also by 
improving the productivity, revenue generating capacity and image of the entire organization. 
Evolving trends indicate that FM professionals have greater opportunity to add value to their 
organizations through efficient management, improved technology, and strategic planning.” 
(iFMA, 2011).

The study identified 10 trends divided in 4 externally-driven, 3 internally-driven and 3 organi-
sationally driven trends. The internally-driven trends derive from within the profession. one of 
those trends is a growing desire to ‘elevate facility management’ to improve the recognition 
and perceived value of the profession within the corporate hierarchy. The organisationally-driv-
en trends derive from the corporations and organisations with FM departments. one of these 
trends is that organisations are increasingly expanding their expectations of FM to include both 
technical and business acumen, which drives ‘the need for an evolving skill set’ for those in the 
profession. While the technical aspects are generally well understood, the increased focus on 
business acumen will require facility professionals to think and act strategically and to com-
municate their positions in the language of corporate top management. Another organisation-
ally-driven trend is a growing recognition that FM contributes to the health and well being of 
building occupants, thereby benefiting ‘efficiency, productivity and profitability’ - key pillars of 
an organisation’s bottom line.

The other future study was the research project “The Future of FM in The nordic Countries” 
conducted by the Centre of Facilities Management – realdania research (CFM), Technical Uni-
versity of denmark (rasmussen et al., 2012; Jensen et al., 2012). it consisted of a foresight 
study of FM in denmark, norway, sweden and Finland. The purpose was to create input to a 
common nordic research agenda for FM. The study included workshops with FM specialists 
in each of the four countries in autumn 2010 and spring 2011, a cross-national workshop at 
CFM’s nordic conference in August 2011, and a delphi questionnaire survey in autumn 2011. 
The survey included 40 statements divided in 6 themes. The theme ‘Added value and profes-
sionalization’ was prioritised as the most important, both in relation to importance for the de-
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velopment of FM and the importance of academic research. There were 5 statements from this 
theme included in the Top 10 statements with highest priority for the combination of those two 
importance factors. The two top statements were:

introduction of methodologies for FM becoming a critical strategic management tool link-•	
ing the role of facilities to the organisation’s core business strategy
introduction of a set of principles for measurement and documentation of the •	 added value 
by FM services.

The third indicator of the importance of adding value by FM as a research and development 
topic was found in the preparation of eFMC 2009 in Amsterdam. At the request of Facility Man-
agement netherlands (FMn), Wim Pullen and Theo van der voordt from the Center for People 
and Buildings discussed the future of FM in three round table talks with experts and editors of 
dutch professional magazines in the fields of Facilities Management and real estate Manage-
ment (Pullen and van der voordt, 2009a, 2009b). Furthermore, in his role of being the chair of 
the scientific committee of eFMC 2009, Wim Pullen and his colleagues analysed all submis-
sions to this conference in search for input to the future FM-research agenda (Pullen, 2009; 
Pullen et al., 2009). These findings and the results from a consultation of FM-professionals and 
FMn-members have been discussed with the FMn board which resulted in the FMn research 
and action agenda for the next coming years (van heerde et al., 2010), including four topics:

The relationship between FM and CreM regarding use of space.•	
experience, •	 hospitality, management of demand and how to cope with the reversal from 
the supply chain into a more customer oriented one.
sustainability.•	
strategy and •	 added value.

The international FM Action Agenda 2015 (Pullen, 2009) also mentioned issues  such as Corpo-
rate social responsibility; the impact of the credit crunch on dominant business paradigms; the 
impact of demographics e.g. from the greying society; and decision making, with the challeng-
ing question: how much does it cost to be cheap? regarding the added value of FM, questions 
were raised such as: how can FM contribute to the strategic objectives of an organisation and its 
competitive advantage? how can FM contribute to supporting People, Planet and Profit? What 
should be the position of FM within the organisation in order to be able to optimally support the 
core business and manage the supply chain and to produce synergy between other supporting 
units such as hrM, iCT, and Finance & Control? how to cope with risk management?

The work on developing a research agenda for FM was followed up by a questionnaire survey 
at the end of 2010 among members of euroFM’s research network Group. The survey included 
responses from 16 research institutions and a main result was the prioritisation of a list of 10 
research fields. ’sustainability’ was given highest priority followed by ’knowledge’ and ’Added 
value’. All together research institutions from 9 different countries gave priority to ’Added val-
ue’ as an important future research field, so it is a topic with broad recognition among european 
researchers (Junghans, 2012).” 
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in the following we will present our own ideas for the future research and development in the 
area of added value of FM. This will be divided into three main sections on Added value and 
Corporate strategy, The Concept of Added value and FM value network. A short section on 
methodology is also included before conclusion.

Added VAlue And corporATe sTrATegy

goVernAnce, AlignMenT And coordinATion
Good relationships between FM and the core business are essential for adding value, as was 
shown in many chapters of this book dealing with relationship and stakeholder management. 
important aspects of this management are the overall governance structure for the relation-
ships and the process of alignment between FM and core business. The governance structure is 
dealt with in chapter 10 on value Adding Management, while FM alignment is in focus of chap-
ter 6. it is interesting that both chapters draw on theories of coordination, but the theories are 
very different. Chapter 10 utilises theory on forms of coordination based on transaction eco-
nomics, while chapter 6 utilises theory of coordination as either programming (plan) or mutual 
adjustments (feedback) based on organisational theory. it could be interesting to investigate 
how these theories could be related. 

There is an ongoing research project on alignment of FM to business needs undertaken by 
danny s.s. Then and colleagues at the hong kong Polytechnic University. he developed a Busi-
ness-FM Alignment model partly based on the book by kaplan and norton (2006): “Alignment: 
Using the Balanced Scorecard to Create Corporate Synergies”. The model by Then is used as 
a basis for a questionnaire survey, and a pilot survey has been made with 52 responses from 
facilities managers in several countries (Then and Chau, 2012). The plan is to extend the survey 
to a larger cohort of facilities managers around the world.

one of the differences in the approaches to alignment between on the one hand chapter 6 and 
chapter 10 and on the other hand kaplan and norton (2006) and Then and Chau (2012), is that 
the latter two references mainly focus on the strategic alignment on overall business level, 
while chapter 6 and 10 both stress the importance of alignment on strategic, tactical and op-
erational levels and that the type of alignment should be differentiated between these levels.

Governance, alignment and coordination are important topics for further research on the added 
value of FM. The work above indicates possible starting points. There has also been consider-
able research on governance and alignment of iT, which can give inspiration. since 2010, a 
scientific journal has even been published on this topic: International Journal of IT/Business 
Alignment and Governance. 

The work by kaplan and norton on Balanced scorecard and strategic Mapping has hitherto 
been important as inspiration for the research and models on added value of FM. it is surprising 
that there has not been more empirical research so far on how companies have implemented 
management models like Balanced scorecard in FM departments.
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corporATe sociAl responsiBiliTy
Corporate social responsibility (Csr) is an increasingly important topic internationally in both 
public and private corporations. it is an area where FM is expected to have great potential to 
contribute and thereby add value to corporations. one of the most obvious areas is in relation 
to the environmental aspects, which is discussed in a later section in relation to sustainability. 
other areas of Csr, where FM can have an important role is community use of corporate facili-
ties, providing jobs for people with physical disabilities and other groups of disadvantaged peo-
ple, for instance by social clauses in contract with FM providers, and securing proper conditions 
for employees in the FM supply chain.

There has been a lot of research in recent years about Csr in general but there has been very 
little research related to CreM and FM. none of the chapters in this book covers this topic, 
apart from being one of the driving forces behind sustainable development. in 2011 a master 
thesis on Csr and real estate Management (reM) was finished at delft University of Technol-
ogy, which includes a Csr-reM framework on how CreM decisions can affect stakeholder 
satisfaction (Thyssen, 2011). An ongoing Phd-study at CFM, Technical University of denmark, 
has produced research papers on Csr (katchamart, 2011 and 2012). 

Traditionally Csr activities have mostly been of philanthropic nature without any specific rela-
tion to corporations’ core business. such philanthropic activities have in recent years been criti-
cized for having limited impact and authors like Porter and kramer (2006) argue for an alterna-
tive concept called “strategic Csr”, where the Csr activities are closer related the corporate 
strategy and to the core business activities. They claim that corporations should approach their 
social equity for social responsibility by using the same managerial skills and practices that 
guide their core business. Porter and kramer (2006) furthermore developed a concept they call 
“Creating shared value (Csv)”, where corporations engage in collaboration with local commu-
nities to create developments of mutual benefits both for the corporations’ business activities 
and for the communities.

This development in Csr thinking is important for FM because it makes it more relevant for 
FM to contribute to the activities and thereby play a more strategic role in their organisation. 
Another line of thinking is so-called intra-organisational Csr, where the focus is on stakehold-
ers internally in a corporation. katchamart (2012) presents a case study from Thailand, where 
the blue-collar FM workers are the main stakeholders. The FM staff and their families are 
offered fringe benefits above average, including health insurance, children education, housing 
mortgage aid programme and retirement plan. The aim is to create strong loyalty and low staff 
turnover for security reasons. This case also indicates that Csr activities probably are very de-
pendent on the cultural context. The cultural dependency of FM is part of the focus of chapter 
16, but it is another aspect of FM, where there is a need for much more research.              

innoVATion
innovation is increasingly becoming an important aspect of FM practice and there is also increas-
ing focus on innovation in FM research. innovation is obviously an important way to create added 
value, but the connection between innovation and added value has not been investigated much 
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in relation to FM. An exception is the study presented in chapter 13, showing that innovation was 
highly prioritized by facility managers, real estate managers and Ceos of 18 hospitals in the neth-
erlands. Creating formal and informal meeting space was seen as an important means to stimu-
late innovation. This same measure came to the fore in the study by den heijer who interviewed 
real estate managers of dutch universities on managing the university campus (chapter 11).

innovation and added value are not the same. innovation can lead to added value, but added 
value does not require innovations. This view is supported by the clarification of the concept 
of service innovation presented by Toivonen and Tuominen (2009). They suggest that radical 
innovation usually means ‘new to the world’, whereas incremental innovations could be char-
acterised as ‘new to a region or a nation’ or ‘new to a sector’. Firm-specific renewals are not re-
garded as new innovations, but represent diffusion of innovations and the learning linked with it. 
otherwise backward companies should be seen as making innovations, when they adopt well-
known practices. Both new innovations and diffusion of innovations can lead to adding value, 
but firm-specific improvements can also add value without involving innovation or diffusion of 
innovations. Thus, implementation of best practices can be an important way of adding value.

There is no doubt that research on added value can find inspiration from the huge body of research 
on innovation in general and the increasing body of FM research on innovation. however, the FM 
research on innovation should also be able to benefit from the research presented in this book on 
added value of FM. Particularly the focus on relationship and stakeholder management can prob-
ably give inspiration to FM research on innovation. There are indications in studies by Mudrak et 
al. (2005), Cardellino and Finch (2006) and (scupola, 2011), that FM providers are more active in 
innovation than in-house organisations. however, there is no clear evidence whether the different 
types of organisations focus on similar or different types of innovations – except that iCT-based 
innovations seem to be relevant to all organisations (scupola and Jensen, 2009). 

it could be hypothesised that the innovation activities among FM providers are more oriented 
towards innovations leading to increased efficiency and cost reductions as they operate on a 
very competitive market with strong price focus. Contrarily it could be a hypothesis that the in-
novation activities in in-house FM organisations are more oriented towards innovations leading 
to increased effectiveness and improved quality. one main reason is that in-house FM organisa-
tions are in a much more favourable position to practice relationship and stakeholder manage-
ment than external providers. Therefore, innovation focus is closely related to the FM sourcing 
strategies applied by the demand side companies. This could be an interesting area for future 
FM research concerning both innovation and added value.

The concepT of Added VAlue

definiTion And diMensions
in many chapters different types of added value have been discussed. Table 17.3 presented an 
overview of generic definitions of value, added value and value add, and definitions that differen-
tiate between use value, user value, customer value, social value, relationship value, exchange 
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value, transaction value, financial value, environmental value and so on, still not mentioning 
values such as cultural value and economic value Added (evA). Furthermore a distinction was 
made between tangible and intangible values. it would be interesting to develop a conceptual 
model that connects these different types of value to decision making and to test if, how and 
when these values are incorporated in decision making processes on strategic, tactical and op-
erational level, and by whom: top management, middle management, FM and CreM staff and 
other supporting units such as hrM, Finance & Control and iT-departments. 

regarding the multidimensional and multi-facetted character of added value, both similarities 
and dissimilarities came to the fore. Common issues included:

User •	 satisfaction with users referring to employees, patients (health care), students  (edu-
cational facilities), visitors and guests (all kind of buildings), customers (retail & leisure) 
etc.;
increasing •	 productivity (by producing more output with the same input, the same output 
with less resources, or a combination of higher output by less input) and production (focus-
ing on output by optimally facilitating core business processes and other activities);
Cost reduction;•	
supporting •	 culture;
supporting the •	 image and corporate identity of the organisation;
supporting •	 flexibility and adaptability;
stimulation of collaboration and innovation;•	

•	 risk control;
supporting environmental •	 sustainability.

Possibilities to finance, increasing value of assets, marketing by FM and CreM, reliability of 
relationships and transactions, and the impact on the surroundings were mentioned less often. 
A challenging topic for future research would be to develop a widely accepted ‘standard’ con-
ceptual framework of adding value by FM with common dimensions and standard definitions 
of input, throughput, output and outcome parameters. The FM value Map and the three mod-
els described in chapter 17 could be a good starting point, in combination with the ideas and 
models regarding performance measurement that were presented in chapter 8. Furthermore, 
researchers from different disciplines could work on the operationalization of the dimensions in 
concrete FM and CreM measures, both content based and process oriented. 

interesting empirical research questions regarding definitions and dimensions of added value 
in connection to decision making are for instance:

What are generic aspects and which aspects should differentiate between different areas •	
(offices, industry, education, health care, retail and leisure), different types of organisa-
tions (public and private, profit and not-for-profit, just starting or in a mature state of de-
velopment, level of ownership rights with respect to the facilities), and different contexts 
(national and organisational culture, politics, economy, demography, technology)?
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What could different disciplines such as architecture, engineering, business administra-•	
tion, marketing, psychology, economics etc. contribute to this conceptual framework? 
What are the main drivers in •	 value adding management? 
Are the key drivers of value the same as key drivers of profits and cost reduction? if not, •	
why?
Which •	 value dimensions are most important for shareholders and different stakeholders 
such as local authorities and communities, managers, financiers, investors, developers, 
designers, clients, customers, end users and visitors?
Which values lead to synergy, what are conflicting values, and how do organisations cope •	
with conflicting values? 
Who is involved in decision making on adding value by FM and •	 value adding management, 
on which level (strategic, tactical, operational), and in which phases of FM processes?
Which communication channels are used, when and by whom?•	
how do organisations cope with the need to find a balance between the long term strategy •	
and short term considerations?
Which encounters between supply and demand do have the most important impact on the •	
perception of added value of FM?
What are or could be the opportunities for Added value of FM in external services man-•	
agement (customer < > organisation), interactive services management (customer < > 
employee) and internal services management (employee < > organisation)?
how can the findings of this kind of research be implemented in •	 education and daily 
practice?

perforMAnce MeAsureMenT
Just like value and added value, performance is an umbrella term as well, with many dimensions 
such as efficiency, effectiveness, quality of (work) life, usability, productivity, profitability, sustain-
ability and competitive advantage that can be measured by many different kPis. here, too, simi-
lar questions arise about the strengths and weaknesses, opportunities and threats of developing 
a standard list of key performance indicators and the appropriateness of differentiating between 
different sectors and different types of organisations. in addition,  empirical research questions 
regarding performance measurement and performance management are for instance:

how do organisations select •	 kPis to be used in ones’ own performance management 
policy and performance management protocols? 
Who is involved in this selection and which criteria are preferred by whom?•	
how do organisations cope with the dilemma between what can be measured and what •	
really matters?
Which •	 kPis are used on strategic, tactical and operational level, regarding the real estate 
portfolio, buildings, units, places, facilities and services?
Considering that value is a •	 trade-off between benefits and sacrifices: do benefits have 
more impact on the added value of FM than sacrifices do, or vice versa?
how can we disentangle complex cause-effect relationships?•	
how are data from •	 performance measurement implemented in decision making and by 
whom? Which weights are allocated to different kPis?
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susTAinABiliTy
There is relatively widespread and considerable interest in the topic of sustainability and sus-
tainable FM amongst practitioners and researchers. however, previous research has not dealt 
much with the topic of sustainable FM. As stated in the chapter 4 “Surprising little attention 
had been paid in the previous added value research to environmental efficiency of FM, whereas 
“Green FM” is one of the major ways to create added value”.

This book answers partially to this demand by presenting results of the case study (chapter 
12), which showed how added value is created through greener FM processes. however, this 
study was preliminary in its nature and the results are based on a single case study. Further 
research is needed in order to validate these research results and to provide more practical 
case examples and scientific based evidence for practice. This kind of evidence would assist FM 
organisations and the whole FM industry to become recognized as a strategic function, which 
can have a major influence on internal and external environment of the organisations.

in line with the previous proposition, chapter 5 presents propositions for the future research 
on environmentally sustainable FM. The chapter presents two questions to guide future 
research:

General aspects:•	  How can the environmental value of FM be conceptualized and operational-
ized in order to find out to what extent FM is able to generate value for the environment?
nature of environmental value: •	 What are the benefit dimensions and sacrifice dimensions 
of environmental value in FM?

it is also notable that in the chapters of this book sustainable FM is understood as an envi-
ronmental sustainability, while a holistic view of sustainability includes also economic and so-
cial perspectives. All these perspectives involve issues pertaining to futurity, but none of them 
should be seen as more important than any of the others. environmental issues are therefore 
just a third of those with which we should be concerned as far as sustainability in the FM is 
considered. As a self-evident continuity in future research, sustainable FM should be studied by 
taking all three perspectives, social, economic and environmental, into account. economic and 
environmental life-cycle analysis  (LCA) are everyday business in the FM field, but how about 
social life cycle analysis (sLCA)?

BrAnding
Chapter 4 noted that in the added value research so far less attention has been paid to the im-
pact of facilities and real estate on corporate image, Pr & marketing. Most of the previous stud-
ies from the real estate field have connected the image issues such as location, image of the 
area and building exterior design to the value of real estate, not to the value of corporate image, 
Pr & marketing. There are some studies (e.g. nourse and roulac 1993; de Jonge 1996; Lind-
holm et. al. 2006; koppels et al., 2009) mentioning that real estate and workplace has influence 
through governing corporate identity but there is still a need for more thoroughly studies. 
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it is clear that a building makes a symbolic statement to its environment and building exterior 
and interior can be used as a form of physical institutional advertising. There are good exam-
ples from companies how to apply this in practice. For example, Google is famous for their 
workplace branding. They have used company colours and letters everywhere in their offices so 
that all the visitors and employees do not have a doubt which company they are in. Also other 
global companies have developed their own Corporate visual identity (Cvi) by building brand-
ing guidelines and building identity manuals in order to use their workplaces and buildings as a 
part of company identity development and marketing. 

There is a clear research potential by combining different research fields such as architecture, 
marketing and behavioural sciences and study in-depth how by CreM and FM procedures it 
could be possible to influence the corporate image and marketing. Added value could be cre-
ated through more effective “Facilities Branding Management”. 

fM VAlue neTworK 

VALUE FOR DIFFERENT STAKEHOLDERS
As pointed out in the matrix at the end of chapter 5, there is a variety of research questions left, 
when it comes to the different perceptions of value for different stakeholders. Therefore, future 
research should include issues of differentiating between value for clients, customers and end 
users. only if these three key stakeholder groups are being observed and analysed separately, 
valuable insights are being generated that enlarge the body of knowledge about value in FM. 

in addition, the various value dimensions (e.g. use value, social value, environmental value, 
relationship value) have to be researched more thoroughly in regards to FM. in particular, the 
main benefit and sacrifice categories of each value dimension have to be identified. Further-
more, a practicable conceptualization and operationalization of each value dimension has still 
to be presented in the future. it would also be interesting to find out, whether the range of 
value dimensions varies across different industries. 

Chapter 15 adapted FM Blueprinting as a practicable tool to visualize the individual value each 
stakeholder perceives during the interaction with FM. Building on this visualization approach, 
future research should further concentrate on differentiating the single stakeholder’s inter-
actional steps with FM and try to drill down the four mentioned zones (customer, employee, 
management, finance). 

relATionship MAnAgeMenT 
When considering FM as a relationship management discipline and focusing on the relation-
ship value dimension of FM, the research gap appears rather large, because little research has 
been conducted in this field so far. As pointed out in chapter 7, most of the research is based on 
relationship and business-to-business marketing without a focus on FM. 
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There is a need for further research that deals with issues like e.g. drivers of relationship value 
for different FM stakeholders, identifying certain relationship encounters that have a different 
relevance for the key FM stakeholders. even though a first approach for operationalizing rela-
tionship value in FM has been made in chapter 7, there is still a lack of empirical evidence-based 
work for validating this measurement tool. Finally, relationship value can only be co-created by 
FM and its stakeholders. especially, the co-creation of value as pointed out by Porter and kram-
er (2011) or Alexander (2012) can be expected to be vital points of research in the future.  

MeThodology

Chapter 9 raised the essential question: “What qualitative and quantitative methodologies need 
to be applied and developed to allow us to capture the multidimensional character of value of 
FM?” This book has partially answered this question by reporting and analysing the current 
methods. Chapter 17 provided an overview of the research methods used in empirical studies in 
this book. Qualitative research methods were most common, but there were also studies with 
a combination of qualitative and quantitative methods. it was also concluded in chapter 17 
that “measuring performance and added value of FM obviously requires some degree of quanti-
fications - both in research and practice. Combinations of qualitative and quantitative methods 
seem very promising for the further research development in relation to the added value of FM”. 
Also chapter 9 suggest that a mixed methods approach to the customer-specific value percep-
tion would possibly provide deeper insights by enabling both an open and flexible access to the 
value concept and by providing quantification and verification of pre-formulated assumptions. 

Quantitative data-collection and data-analysis are quite common with respect to financial pa-
rameters such as costs and economic value added -  using statistics and statistical analyses – 
but can also be applied to analyse the impact of FM on user satisfaction and (perceived) support 
of labour productivity  (see for instance Maarleveld et al., 2010) and sustainability (see chapter 
12). in addition, practitioners and academics should be aware of the importance of interactive 
discussions and joint reflections, the particular contributions of case-based research (single or 
multiple case studies to get an in-depth understanding of one or few organisations  only) versus 
surveys and focus groups including respondents from many different organisations, and the 
added value of both ex ante research (e.g. pre-design evaluation, see for instance ornstein and 
Andrade, 2010) and Post-occupancy evaluation (see for instance van der voordt et al., 2012; 
Mallory-hill et al., 2012). 

no doubt, it can be argued that in order to assess the added value comprehensively, apart from 
additional extensive reviews of literature more empirical research is needed using both quanti-
tative and qualitative methods for capturing the multidimensional character of value. however, 
the research and data collection methods used in this book and in FM research in general have 
been quite traditional and there might be room for new kind of approaches. As FM research is 
very applied by nature, most of the used research methods are originally from other scientific 
disciplines and this is the case in the added value research, too. 
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For capturing the intangible nature of the added value, some of the research methods from 
social sciences might provide interesting options. There are already a few openings on applying 
methods of social science to the FM problems. For example, kirsten ramskov Galamba (2011) 
from CFM applied action research methodology in her Phd project, where she studied sustain-
ability in the public FM context. some FM researchers (e.g. Airo et. al, 2012; Price, 2007) have 
applied linguistic methods used primarily in social sciences. This sort of perspective concen-
trates on deconstructing the language and aims to describe cultural phenomena taking place 
in different contexts. As linguistic methods give tools to understand hidden agendas behind 
different aspects of FM, they might offer new insights on the value, and especially on the social 
value as well. in his Phd research on the desirable scale of assisted living facilities, spierings 
used narratives from staff and tenants to get a better understanding of the impact of scale, 
social mix and facilities on quality of life (spierings, forthcoming). The use of narratives and 
walk-though observations is a promising ‘naturalistic’ approach in order to get an in-depth view 
of daily life experiences, attitudes and perceptions (Bienne, 2008) that are quite difficult to 
capture by remote surveys using web-based questionnaires. 

conclusion

This chapter has outlined perspectives for further work on the added value of FM and identified 
a number of relevant ideas and topics for further research and development. The main conclu-
sions are:

Added value is expected to be central in the future development of FM, which is confirmed •	
by recent foresight studies. 
Building on the FM value Map and other existing models, new ‘standard’ conceptual frame-•	
works should be developed, taking into account generic issues and aspects that should dif-
ferentiate between different areas, different organisations and different contexts. 
There is a similar need for further conceptualisation and operationalization of •	 organisa-
tional performance and FM/CreM performance, and how to select the most appropriate 
kPis in connection to revenues and sacrifices, costs and benefits.
There is a need for increased focus on the governance structures for FM to secure the •	
necessary alignment between FM and core business - not only at strategic level, but also 
at tactical and operational levels. 

•	 Corporate social responsibility, sustainability and Branding are important areas of FM 
with great potential to add value and to elevate FM to become a strategic partner with 
corporate top management. 
Adding value is closely related to innovation and performance improvements. Methods •	
to measure both hard and soft aspects of performance will continue to be an important 
focus area. 
Management of stakeholders’ •	 perception of value and relationships are essential aspects 
of adding value in FM and need much further attention. 
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Close collaboration with users is needed and requires new methods to analyse and visual-•	
ise processes and added value. 
research methodology will continue to include a broad range of both •	 qualitative and 
quantitative methods in many combinations, but soft methods based on close interaction 
between researchers and practice like action research, participants observations and nar-
ratives are expected to achieve increased attention.

This book provides an important advancement in new knowledge and understanding of FM. 
however, there is still a lot we need to learn about the added value of FM. The future will 
bring exciting new challenges to FM research and practice. We hope that this book will help 
researchers to guide future research activities and to prepare FM professionals to meet future 
challenges at a higher level of knowledge and competence.
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during the last decades the perception and application of Facilities Management (FM) has 
gradually shifted from primarily steering on cost reduction towards managing of facilities as a 
strategic resource to add value to the organisation and its stakeholders and to contribute to its 
overall performance. 

This book shows why and how this shift occurred and how the supply of facilities can or should 
be aligned to the different interests and needs of various stakeholders. it connects concepts, 
theoretical frameworks, research data and measurement tools from different countries and 
different disciplines, including Facilities Management, Corporate real estate Management, 
and Business to Business Marketing. The case studies explored different sectors such as of-
fices, higher education, industry and health care.  Much attention is being paid to value adding 
management, performance measurement and key Performance indicators covering economic 
issues, the needs and preferences of clients, customers and end users, shareholder value, re-
lationship value, and sustainability. 

The starting point for this international collaboration was the so-called FM value Map that 
visualizes the links between input (resources), throughput (process), output (provisions) and 
outcomes i.e. the impact on the core business and the surroundings. The book ends up with 
many lessons learned, both from an academic and a practical point of view, and input for the 
future research agenda. 
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practical decision making. 
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