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ABSTRACT:

This research explores the role of dynamic evaluation of facilities performance
and management within social systems as a means of facilitating
organisational leaming, and presents a practice based method for evaluating
the quality of Facilities Management within organisations.

Its objective was to demonstrate the value of focus group methodology in the
evaluation of the performance of facilities and their management, and in
developing new levels of understanding and improved communications

between users of facilities and those responsible for its operational
management.

It is argued that the process of dynamic change both technological and social,
results in the invalidation of many of the premises upon which design and
management decisions are made. As such the appropnateness of
conventional methodology paradigms is challenged, calling for new forms of
organisational intervention to improve the fit between users and their physical
environments.

The approach offered by the thesis is to challenge the validity of existing
approaches to the generation of knowledge of man -environment relationships,

calling for an interventionist evaluation in which subjects are co-researchers of
the evaluation of their facility related needs.

The thesis adopts a systems perspective to understanding the
interdependencies of individuals, organisations and environmental support
systems arguing that traditional approaches of partitioning science into interest
fields results in only incremental advances in knowledge at the expense of
removal from reality.



This accordingly argues for a holistic approach to understanding human needs
and how they are (or are not) satisfied by the 'serviced environment'. This
requires breaking the traditional boundaries of physical and social science
disciplines, in so doing providing an understanding of the human being in its
totality and developing new conceptual frameworks for man-environment
evaluation.

The approach to action research provides the basis for the generation of
improved communications within organisations and fosters the opportunity for
organisational leaming. Emphasis is placed on the use of focus groups as a
means of generating knowledge which is not readily accessible by traditional
means of survey research. | use the term praxis however as the roles of
change agent and researcher within organisations can sometimes come into
conflict with one another as demonstrated in the principal case study

The thesis suggests that the environment (building) is a 'service’ which cannot
be viewed in isolation from other less tangible processes of facilities
management which impinge upon user satisfaction and well-being. Building
performance is therefore considered as a subset of Facilities Management
performance.

The thesis posits five notions of what would constitute Facilties Management
research to distinguish the field from other research in the engineering,
management or social sciences.

These are:-

Facilities management research should be concemed with decision making;
Facilities management research should be concemed with the systemic
relationship between people and their environments in an holistic sense;
Facilities management research should be rooted in practice;

Facilities management research should be action oriented; and

Facilities management research should be aimed at collaborative inquiry.

Whilst perhaps contentious they serve principally as a framework for guiding
the conduct of this research.

The research demonstrates that organisations go through a process of stress
adaptation following many decisions which are temporally dependent,
regarding the use and management of facilities. The basis for which is a lack
of comprehensive understanding of systemic processes and the transter of
work to new agents and consequent loss of knowledge.

The research suggests that the true cost of service provision needs to account
for factors such as the costs to human satisfaction, presence of inter-
organisational strain, and consequential impacts of facilities decisions on other
organisational functions.
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Orientation of the Thesis
This thesis is presented as an example of research which can be clearly

defined as facilities management research as distinct from management,
social or engineenng sciences research. It draws however on the -
epistemologies and research from these fields to substantiate the five
contentions aimed at distinguishing the Facilities Management research.
These are:-

Facilities Management research should concerned with strategic decision
making, -

Facilities management research should be concerned with the systemic
relationship between people and their environments in a holistic sense;
Facilities Management research should be rooted in practice;

Facilities Management research should be action oriented; and

Facilities Management research should be aimed at collaborative inquiry.

The thesis itself tends toward the iterative rather than linear theory building -
exemplified by traditional scientific inquiry. The basis for such reiteration was
to keep returning to the central theme of the argument suggested by the five
contentions above, however it is accepted that this makes for some repetition.
Like all research, the pnncipal problem encountered in the preparation of this
thesis was what to include or perhaps what not to, and my general reluctance
to discard the thought processes which led to the particular methodological
stance. | consider however that the sections on the Philosophical basis and
nature of knowledge together with debate on scientific validity and the heavy
emphasis on systems thinking are necessary inclusions to provide support for
the action research methodology adopted.

Those inclusions pertaining specifically to built environment research,
communications and service quality are included as a means of reflectively
relating case study findings back to established knowledge. Previous research
findiags serve as a reference point only and have not been recounted with the
tindings from the case research.

The emphasis on learning and knowing is central to my personal belief that
research should be aimed at changing the attitudes and behaviour of both
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researcher, and subjects or co-researchers, in addition to providing knowledge
for the wider community.

In any action research methodology, the intervention may not necessarily
bring about the desired or expected result. | argue, however, that the very
process of inquiry provides an opportunity for all of those involved in
collaborative inquiry, to leam through sharing in the experience of others,
making tacit expenential knowledge explicit and challenging their own
assumptions.

The case study demonstrates that tacit and expenential knowledge can be
gained through collaborative inquiry providing insight into both canonical and
non-canonical practices, and demonstrating the systemic nature of
organisational processes. Moreover it demonstrates that managers'
perceptions of users facility related needs can result in decision making which
compromises the efficiency and effectiveness of the service through poor

understanding of the implications of their decisions.
In the final section and analysis | have justified the praxis adopted against the

criteria laid down to test the validity of action research projects.

The thesis is divided into 8 chapters.

Chapter 1

Sets the scene by arguing that modem society is such that gaining access to
dispersed knowledge within organisations will become a key task of
management in an increasingly complex and demanding business
environment. | argue that accessing knowledge which is often tacit, or
practices which are non-canonical, is a critical component in fostering
organisational leaming, and suggest that new means of intervention are
necessary.

Chapter 2

Considers briefly the aims of Environmental Evaluation Research, and the
emergence of the field of Facilities Management. | argue for the inclusion of a
fifth dimension to the established framework for Environmental Design
Research, that of context, which | contend is the way in which the system as a

XVH



whole references itself with regard to its environment. The five notions above
are posited, in order to delineate Facilities Management research as a field of
inquiry distinct from other management or social science research.

Chapter 3

Considers theories of organisations and charts the development of
organisational theory from classical and neo-classical or humanist approaches
to modem systems theory. | argue that organisations, like natural systems are
integrated wholes whose structure anses from the interactions and
interdependence of the parts. They are also intrinsically open systems existing
in a state of dynamic balance with their environments, but are reliant upon
feedback to adapt to changes to the system environment. Organisational
communications, it is argued provides the key to adaptive behaviour, by which
social systems might leam.

Chapter 4 4

Considers the nature of knowledge and leaming arguing that reality is -
cognitively and socially constructed by individuals. It is considered that tacit or
experiential knowledge is unconscious and explicit often denying articulation. It
is argued that gaining access to such knowledge, together with an
understanding of non-canonical practices, provides the opportunity to develop
organisational leaming. | argue that dynamic evaluation, using focus groups

engaged in dialogue, affords the opportunity to elicit distnbuted knowledge, in
addition, by forming a dialectic between espoused and actual practices,

improved understanding can be gained of organisational processes.

Chapter 5

This chapter is divided into four parts A - D inclusive. In Section A social
science research is explored together with issues of objectivity, validity and

reliability in qualitative research in the social sciences. The appropriateness of

focus groups evaluation techniques is considered. Section B considers the
role of environmental behaviour research and provides a critique of evaluation

research methodology. Section C explores some of the factors which can
influence individual environmental evaluations and places particular emphasis

XIX



on the concept of service and service quality. Section D considers recent
thinking on the nature of facilities management research and argues for the
consideration of context as a dimension of study for understanding system
complexity.

| argue that as individuals perceive of their environments holistically,
environment and service are inseparable and should accordingly be
considered together as part of a facilities evaluation methodology.

Chapter 6
Presents the research design and methodological considerations for the

conduct of a pilot study using focus groups for evaluation research. The pilot
focus groups provided insight into areas that would not have been accessible
by other forms of data collection. Moreover, it indicated that the basis for
individual evaluations of the physical environments, were inseparable from
other organisational and social factors which impinged upon users’
satisfaction. The experience gained during the initial pilot study formed the

basis for the research design used for the principal case study. In particular the
use of a service quality instrument was included to identify convergent validity
with the focus group evaluations.

Chapter 7

Presents the research design or the action research praxis, together with the
principal methodological considerations, description of case organisation, and
the evaluation conduct.

The data analysis based upon the groups dialogues is presented by way of
pattem models, demonstrating the interrelationships involved in the area under
study, and based upon the researchers' interpretations of the dialogue. The
service quality instrument was used to provide convergent validity of findings
generated by the main dialogue praxis.

Chapter 8

Presents conclusions on the basis of the contentions put forward for the nature
ot Facilities Management research, and judges the study against criteria laid
down for the conduct of action research.
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In conclusion, the research has demonstrated that dynamic evaluation using
tocus groups can make explicit experiential knowledge and generate insight
Into systemic problems within organisations.:

The research has demonstrated that organisations are particularly vulnerable
to stress adaptation following the transfer of practice to new agents for
example when outsourcing services. The basis for this is that much knowledge
of a situation is tacit, ineffable, experiential and generally incommunicable. As
such it demonstrates that Facilities Management decision making can

compromise the effectiveness of an organisational performance.
Whilst the research has demonstrated the use of Facilities evaluation research

in the context of organisational leamning, It is not demonstrable that the
organisation has leamed. Whilst new knowledge or insights can be generated,

without accompanying changes in practice only the potential for leaming
exists.
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Research Objective

To demonstrate the value of focus group methodology in evaluating the -~
performance of facilities and their management, and in developing new levels
of understanding and improved communications between users of facilities
and those responsible for its operational management.

Sub-Objectives

To provide evidence that the critenia for facilities management research
posited by this thesis are appropriate. These are that:-

Facilities Management fééearch should concerned with strategic decision
making,

Facilities management research should be concemed with the systemic

relationship between people and their environments in a holistic sense.
Facilities Management research should be rooted in practice,

Facilities Management research should be action oriented,

Facilities Management research should be aimed at collaborative inquiry.

To explore and investigate the potential of multi-user focus group avaluation of
the built office environment.

To develop a methodology for the involvement of users in the evaluation of
facilities and articulation of needs.

To explore the extent to which homogeneous and heterogeneous groups differ
in content in their evaluation critena of faciiities and their management.

To identify attributes of the built environment or facilities organisation in which
there is a significant divergence between groups’ perceptions of quality.

To identify pattems of relationship between the attribution of dissatisfaction

with the built environment and that with the facilities management

organisation.
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Chapter 1

Organisational Knowledge and New World Realities

1.1 Summary

This chapter briefly explores the Knowledge based society in which we now live,
which is characterised by globalization of business, technological innovation,
increasing competition and societal expectations.

The chapter suggests that gaining access to knowledge within organisations and
making sense of chaos and uncertainty will become one of the key tasks of
management. Such knowledge however is dispersed across a network of

organisational nodes which is often ineffabie, non-canonical and characterised
by complexity.

The contention that traditional notions of science are less relevant for the study
of organisations is suggested, together with the need for an holistic approach to
understanding complex, adaptive organisational systems.

The notion is put forward that an intervention praxis can gain access to
experiential knowledge as a platform for organisational learning and adaptation

to occur.



1.2 Towards the new Millennium - The Knowledge-based Society

As we approach the new millennium we are undergoing a relentless
transformation towards becoming a knowledge based society. Some futurists

such as Toffler [1990] go as far as to suggest that in the new millennium, society
will have evolved such that knowledge will be the primary source of power.
Toffler suggests that knowledge in the 'Post Smokestack era', his term for the
post industrial age, will take precedence over the previous principle sources of
power which he considers as Violence in the Agricultural age and material wealth

in the Industrial age.
Others such as Drucker [1992] suggest that, our current society, calls for a

rethink of the traditional factors of production. According to Drucker:-

knowledge is the primary resource for individuals and the economy overall.

{Drucker, 1992.95)
Drucker maintains that traditional factors of production used by economists, such
as Land, Labour and Capital, do not disappear however but can be obtained by

the application of specialised knowledge. But Drucker maintains that:-

specialised knowledge by itself produces nothing. it can become productive only when it is

integrated into a task....the purpose and function of every organisation, business and non-

business alike, is the integration of specialised knowledge into a common task.

[Drucker, 1992:96]

Individuals and the organisations of which they are part, work and live in a
society which is characterised by rising education levels, increased competition,
dramatic technological advances, increasing if often inequitable affluence and
social welfare, and increased consumer consciousness, through commodification
and the media. Whilst attempting to fully identify the characteristics of modern
society would be a fruitiess task, the implications of the above examples
highlight the fact that we live in a society in which knowledge has both utility and
value. The basic values, social and political systems, arts, practices and beliefs
which constitute our society are changing to the extent that according to Drucker

[1992;95], our age can be described as a period of transformation.



Such profound transformation, in addition to having a significant effect on nature
of society, may change the ways in which individuals and the society of which
they are part, view work practices. Dr Lars Ramqvist in the 1994 UK Innovation

lecture to the Royal Society, stated that:-

Capital no longer knows any boundaries, nor do skills and knowledge. Global competition is
the name of the game and only the fittest will survive.
[Ramqvist, 1994.9]

1.3 Change, adaptation and shared values
From an individual perspective, changing values, expectations, and
technologies, together with different pattems of work and organisational
structures, change the relationship between people and their physical and social
environments.
Ramaqvist [1994:5] suggests that in a changing business world we must be willing
to re-examine our values and update them as necessary.
Talking of shared values according to Ramqvist is not enough, but requires a
commitment to constantly confirm them in practice, and to take action if the are

at cross purpose.
Such changes therefore have a profound effect on how organisations will be

managed and resources deployed both now and in the future. Managers often
have to make sense in conditions of ambiguity, to anticipate rapid change, and
in effect do more with less in an increasingly dynamic, complex and demanding
environment. The key to business survival according to Ramqvist [1994:7], is
perseverance in pursuit of goals and an ability to adapt; to show an open mind to
innovation; to respect the needs and ideas of others; and to be willing and able
to change.

Drucker [1992:97] concurs, suggesting that the dynamics of knowledge are such
that every organisation has to build the management of change into its very
structure.

Ramqvist [1994:6] describes people as an organisations most important
competitive asset, since no other resource he argues is capable of long term

growth and improvement. Despite this, he asserts that no-one has been able to



place on the balance sheet the combined skills and thoughts of their staff,
despite this being the real stronghold of a company.

1.4 Organisational Knowledge

Drucker [1992:97] argues that management has to draw upon three systematic
practices, of continuing improvement, learning to exploit its knowledge; and
learning to innovate.

However, In traditional organisational structures which are often characterised by
bureaucracy and formal communication channels, the structure and flow of
information, according to Toffler [1990:177] surpresses spontaneous discovery
and innovation, According to Toffler:-

The way we organise knowledge frequently determines the way we organise peopie- and vice

versa.
[Toffler, 1990:178])

Organisational knowledge Toffler [1990:178) suggests, tends to be frozen into
place, obstructing the reconceptualizations that can lead to radical discovery.
The nature of both bureaucracy and a dynamic knowledge based business
environment are such that it is impossible to know precisely in advance who will
need what information. A consequence of this, he suggests, is that information
needed to be able to do one’s job well, let alone to innovate or improve, at both
strategic and operational level, is unavailable or inaccessible through the official

communication channels.
Individuals, according to Toffler [1990: 179] attempt to circumvent formal

channels of communication and canonical practices in order to do their jobs. To
be a doer he suggests "they must trash the bureaucracy”.

The society in which we now live is increasingly referred to and characterised by
such phrases as, the 'Information age’, the 'knowledge society’, the 'Post
industrial era’, the '‘post smokestack era’' . Ours is said to be an age in which
knowledge becomes the key resource by which individuals and organisations
achieve their goals. Tofflers' [1992] argument, is that whilst force, wealth and

knowledge constitute "the power triad", or a single interactive system which



constitutes power, under certain conditions, each can be converted into the
other. The revolutionary aspect of the information age however, is that where
force and wealth are the property of the rich, knowledge can be grasped by the
poor as well. The struggle for power Toffler [1992] maintains, despite the
inequalities of income and wealth, will become a struggle over the distribution
and access to knowledge. Of the three root sources of social control knowiedge
is both the most versatile and in turn both force and wealth have come to
depend upon it.

From a management perspective, gaining access to knowledge is fundamental
to understanding and framing complex decisions. Knowledge of the mechanisms
of organisation is not held by any individual however, but is dispersed across an

interrelated network of people and information systems, canonical and non-

canonical practices (formal and informal often elicit rules), conscious and
unconscious beliefs and values both within and outwith the organisational

environment.

1.5 A world characterised by chaos and complexity

Whilst the traditional scientific approach to management promised to provide

managers with the capacity to analyse, predict and control the behaviour of -
complex organisations Freedman [1992:26-38] argues:-

The world most managers currently inhabit often appears to be unpredictable, uncertain and

even uncontrollable.”

[Freedman, 1992:27]
Freedman goes on to suggest that given the dynamic and volatile business world

in which managers now operate, the traditional mechanisms of "scientific
management" seem not only less useful but positively counter productive.
Science itself he argues appears less and less relevant to the practical concerns

of managers. .
However, the problem Freedman [1992:26] contends, lies not so much in the

shortcomings of a scientific approach to management as with managers'

understanding of science. In the same way as managers have become



concerned with the volatility and dynamic nature of their business environments,
the scientific community has moved away from the traditional focus on analysis

prediction and control towards an emphasis on chaos and complexity. Freedman
suggests therefore that there lies an opportunity for fruitful dialogue between the
world of management and the world of science, in that new scientific research on

chaos theory and systems thinking may provide managers with useful new ways
of looking at the world.

Whilst Newtonian science posited a neat correspondence between cause and

effect, scientists believed that the most complex behaviours could be reduced to
the interactions of a few simple laws, and as such the behaviour of systems
could be predicted into the future. Such traditional notions of science and the

workings of natural systems have however subsequently been challenged, and
found in many cases to be fundamentally wrong. Nature has been found to be

far from predictable.

The term for the new theory of how things work is "Chaos theory" first posited by
James Gleick, and is based on research conducted by Edward Lorenz in the

1960's in developing computer models for simulating weather systems. Lorenz
found that an infinitesimal change in initial conditions could have a profound
effect on the evolution of the entire system. Moreover the patterns of change are
such that they cannot be modelled as they appear to display random behaviour.

Chaos theory goes on to suggest however that behind the seemingly random
and unpredictable behaviour which characterises natural systems, certain

patterns of behaviour can be observed, and their probability predicted. The way
in which patterns are predicted however involved taking a more holistic
approach requiring a focus on the dynamics of a system as a whole rather than
breaking down the system to component parts.

Similarly, Waldrop's [1992] research on self organising systems has
demonstrated how simple actions of independent components can combine to

produce extremely complex behaviours.



Waldrop has developed some basic rules for complex adaptive systems, which
can be extended to understanding the economy as organic as opposed to
machine like. Freedman [1992] draws upon Waldrop's research concluding that:-

The business environment is something that is "organic, adaptive, surprising and alive

‘ : : [Freedman, 1992:32)
Waldrop maintains that few researchers in the emerging field of complexity have
attempted to apply the concepts to the specific problems managers face, namely
operating in an uncertain and frequently chaotic business environment.
Business organisations by Waldrops [1992] definition are ‘complex adaptive
systems'. The main characteristics of these are that they are "seif managed” in
that they consist of a network of "agents” which act independently of one another
yet are capable of engaging in co-operative behaviour by forming
"communities”, in order to achieve behaviour that cannot be achieved by

individual agents.

Self management is possible through feedback by which the system learns
through interaction and feedback with its external environment which is
subsequently embedded in its actual structure. in other words the organisation

can be construed as an open system which evolves and responds to changing
internal and external environmental conditions.

Freedman [1992:32] argues that self management and learning through
feedback allows the system to operate by "flexible specialisation” in which self
organising sub-systems contain an array of specialised behavioural niches
occupied by specific agents or groups of agents.

The holistic approach which reflects the chaos theory approach to understanding
the overall behaviour of a system, is also advocated by Senge [1992} who
suggests that, in order to understand complex managerial issues, it is necessary
to consider the whole system that generates the issues. As with living systems in
which the character depends on the whole, the same he maintains is true for
organisations. Senge [1992:68] considers the role of systems thinking as a
means of allowing managers the capacity for "seeing wholes".



Senge argues:-

Systems thinking Is a framework for seeing interrelationships rather than things, for seeing
patterns of change rather than static snapshots. |
[Senge, 1992:68]

However Senge [1992:67] suggests seeing the whole does not mean that every
organisational issue must be understood in its entirety. The principal of the
system boundary determines the critical systemic forces which n<ed to be
understood. In some cases this will be the interactions between organisational
functions, whereas in others it may be the dynamics of an entire industry.
According to Senge:-

The key principle, called "the principle of the system boundary” is that the interactions that " |

must be examined are those most important to the issue at hand, regardiess of parochial -

organisational boundaries.

[Senge, 1992:67]

In the same way that chaos theory demonstrates that small, seemingly
insignificant changes can have significant and often catastrophic
effects in physical systems, the crucial concept in Senge's [1992] systems theory
is "leverage", the idea that small well-focused actions can produce significant
enduring improvements. Mastering systems thinking, according to Senge
[1992:6] provides the opportunity to build an organisation that can truly learn
through an understanding of the pattems of change affecting the system. |
Freedman [1992:37] considers the leaming organisation as described by Senge
11992] as having characteristics remarkably similar to the complex adaptive
systems scientists are finding in nature. Whilst the ability to adapt and respond

to changes in the system environment, is a characteristic of complex adaptive
systems, building a leamning organisation according to Senge [1992.6] demands
the assimilation of five new component technologies which are gradually
converging to innovate learmning organisations. Senge describes these as:-
systems thinking, personal Mastery, mental models, building shared vision and

team learning.



1.6 Learning Organisations
Garvin [1993:78-91] argues however that learmning organisations and knowledge-

creating companies, whilst in vogue tend to be somewhat superficial, in that in
many ways change remains cosmetic and improvements are either fortuitous or
short lived. The reason he suggests is that most companies have failed to
commit to a basic truth that continuous improvement requires a commitment to
learning.

The concept of the learning organisation he maintains remains somewhat
confusing and difficult to penetrate. The blame for which he suggests lies partly

at the door of academics:-

[whose] discussions of leaming organisations have often been "reverential and utopian, filled

with near mystical terminology. Paradise, they would have believe is just around the comer.

[Garvin, 1992.78]

Nonaka [1991:96-104] in referring to knowledge creating companies suggests
that they are places in which inventing knowledge is not so much a specialised
activity but a way of believing, a way of being in which everyone is a knowledge

worker.
Nonaka [1991:97] suggests that Japanese companies adopt a more holistic

approach to knowledge than in the traditional (scientific management) view of
the organisation as a machine for information processing. Nonaka argues that
viewing the company as a living organism as distinct to a machire is
fundamental. The organisation he argues, much like individuals, possesses a
collective sense of identity and fundamental purpose. As such he argues that
this is the organisational equivalent of self knowledge.

Creating new knowledge Nonaka maintains:-

...Is not simply a matter of processing objective information. Rather it depends upon tapping

the tacit and often highly subjective insights, intuitions, and hunches of individual employees

and making those available for testing and use by the company as a whole.

[Nonaka, 1992:97]
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Such knowledge creating companies he suggests use metaphors and analogies
and organisational redundéncy to focus thinking, encourage dialogue, and make
tacit ideas explicit. The key challenge in understanding knowledge creation, is
that of making tacit ideas explicit, which has direct implications for how a
company designs its organisation and defines managerial roles and
responsibilities within it. This, according to Nonaka [1992:101)} is the "how of the
knowledge creating company, the structures and practices that translate a
company's vision into innovative technologies and products.

However, the conversion of tacit knowledge into implicit knowledge means
finding a way to express the inexpressible. Nonako himself argues that:-

...unfortunately, one of the most powerful management tools for doing so is also among the
most frequently overiooked: the store of figurative language and symbolism that managers can

draw from to articulate their insights.

[Nonaka, 1992:100]
Whist Garvin [1993:79] finds the notion of the knowledge creating company

desirable, he is highly critical of Nonaka, describing his recommendations as too
abstract, by focusing on high philosophy and grand themes which use sweeping
metaphors rather than the gritty details of practice.

Garvin [1993:79] suggests that three critical issues, essential for effective
implementation remain unresolved.

First he suggests we need a plausible and well-grounded definition of learning
organisations that is actionable and easy to apply. Secondly we need clearer
guidelines for management practice which has operational advice rather than
high aspirations. And thirdly, we need better tools in order to measure or assess
an organisations rate and level of learning to demonstrate that gains have been
made.

These three 'M's’ of meaning, management and mea#surement, Garvin suggests,
provides the foundation on which learning organisations might be built, and
without which progress is unlikely. |

Garvin's own definition of a learming organisation reflects his view that cognitive
change in itself is not enough but that also behavioural Ehange in response to

new ideas is required:-

1



A learning organisation is an organisation skilled at creating acquiring, and transferring
knowledge, and at modifying behaviour to reflect new knowledge and insights.
[Garvin, 1993:80]
New insights, from whatever source he argues, cannot in themselves create a
learning organisation:-
) Without accompanying changes in the way that work gets done, only the potential for
improvement exists
- [Garvin:1993.80]
Clearly Garvin's definition and argument presents a significant challenge to
those who would profess to belong to a leaming organisation. Moreover, it poses
a serious challenge to those who would choose to intervene in organisations with
a view to generating new insights and modifying work practices. Organisational
intervention, whether by an outsider or from within the organisation, is often
aimed at changing established values and practices to take account of new
insights. This demands a commitment on behalf of the organisation to be not
only receptive to changing beliefs about the world, but also to modify practice to
account for new insights. The extent to which this is possible in practice will

depend upon numerous factors, not least the willingness of the organisation to
be receptive to challenges to its current practices.

1.7 Conclusions - Towards a Knowledge Generation Praxis

This thesis presents a praxis for gaining insight to peoples experiential
knowledge of facilities and their management. In so doing it may be possible for
organisations or individuals to learn through developing a shared understanding
of the different needs and expectations of others. For leamning to occur, cognitive
attitudes have to be changed at the very least, thereafter such attitudes may
subsequently modify behaviour. Whether such learming actually occurs will be
dependent of course upon the extent to which it can be demonstrated or
measured through resulting changed attitudes or practices. The use of the term
praxis however is intended to emphasise the practical nature of participating
within organisations to facilitate learning, as distinct to the development of a

theory of learning. The basis for which is that knowledge generated within and
for use in a practice based context is primarily of local utility. | argue however,
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that the process of fostering an environment by which tacit knowledge can be
elicited and shared in itself, can provide new insight and affords the opportunity
for a more holistic understanding into the complexity of social systems. Such a

praxis | argue is particularly relevant in the chaotic and dynamic environment in
which businesses and individuals now compete.

The nature of organisations and knowledge and learning will be key components
to the progression of my thesis, as will be research methodology appropriate to
gaining access to often tacit, experiential and distributed knowledge within

organisations. All of which should be seen in a context of the evaluation of
facilities and their management.
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Chapter 2

Environmental Evaluation and Facilities Management

2.1 Summary

This chapter discusses the role of environmental design research and
suggests that the dynamics of societal change call for new means of

intervention into organisational settings.

It is argued that the existing model of environmental design research by
concentrating on dimensions of Place, People and Phenomena and their
dynamic relationships with one another over time, influenced by context,

provides for a less than complete understanding of complex adaptive
systems, and call for context in itself to be the prime focus of study of

organisations.

The emergence of Facilities Management is briefly discussed with a view to
differentiating Facilities Management as a field of study distinct from

management, social or engineering sciences.

The chapter posits five contentions by which research might be distinguished
as Facilities Management Research, such that a research platform might be
established for the emerging discipline distinct from other research fields.

These contentions are;- -

Facilities Management research should be concerned with strategic decision
making;

Facilities Management research should be concerned with the systemic
relationship between people and their environments on an holistic sense;
Facilities Management research should be rooted in Practice;

Facilities Management research should be action oriented; and

Facilities Management research should be aimed at collaborative inquiry.
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2.2 Towards a new paradigm for Environmental Evaluation Research
Practice.
This thesis is about the relationship between people and their work
environments. Individuals, groups and organisations function within social
systems and interrelate with and can be influenced by their physical
surroundings. That is not to say however that human behaviour is
necessarily architecturally determined nor that the physical designed
environment can satisfy the social, psychological and physiological needs of
individuals. However, through a better understanding of the relationship

between people and their environments, it is possible to produce information
by which both the design and management communities might produce

better quality environments.

Environmental Design research has been defined by Moore, Tuttle and
Howell, [1985], as:-

the study of relations between people and their surroundings. The purpose of the field is to

produce information that can be used to improve the quality of life through environmental

policy, planning, design and education.

[Moore et al.,1985:4]

They also suggested that in the 1960's the need for a more socially
responsible approach to the planning and design of the environment was
identified. To meet this challenge a new multidisciplinary field emerged from
the more traditional disciplines. The field has been labelled environment

behavioural studies, environmental psychology and environmental sociology
- the collective term for which is environmental design research.

The factors which contributed to the growth of this new field are no less
prevalent today than they were some thirty years ago. Becker [1992:92] has

suggested that many of the failures in the built environment were invariably
placed on architects which served to discredit the profession. Those failures

he suggested are a result of a lack of consideration of the full range of
stakeholders and other contextual factors in the built environment.

In point of fact the accelerating pace of change in many aspect of our society
places is change the nature of the workplace, calling for arethink on the way
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in which the physical environment meets human needs. Ths calls for the
need for further and more systematic forms of research between the social,
psychological and environmental sciences in order to understand the
relationship between people and their environments.

The dramatic social and cultural changes, brought about by rapid advances

in technology, have generated what many current management theorists,
[Toffler, 1990], [Nonaka, 1991] [Garvin, 1993] refer to as a knowledge

society which is affecting every aspect of our lives and defines in part how
people relate to their environments. In addition they may be major modifiers
in the way the environment is construed In terms of needs and expectations.

Changes in working patterns, rapid technological advancements and political
and economic systems change the inherent value systems of individuals and
the society of which they are part, and in so doing redefine the relationship
between individuals, the social system of work and the work setting.

Such factors however are systemic. They operate in a living system, a
system of dynamic complexity in which each of parts affects and is affected

by other parts of the system. Like all living systems social organisations have

to evolve to adapt to changes in the environment with which they interact.

Social Organisations are accordingly open systems. They are integrated
wholes which cannot be understood by the study of constituent parts. The are
inherently open as they deny the conditions for closure through a

dependence on feedback and interaction with the external environment.
Open systems are both capable of adaptation and sensitive to environmental
changes, they are emergent phenomena, as such they are capable of
evolution. Designed settings by contrast are less responsive and adaptable
to a myriad of perhaps evolutionary changes within the system they

contribute to and interact with As such they can limit the potential of the
system to adapt and to create new conditions towards a new homeostasis or

equilibrium.

| would argue that, it is through an improved understanding of the

imperceptible evolutionary changes in the system as a whole that will
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generate new knowledge of the way in which the physical environment
responds to, interacts with, and adapts to the changing needs of users.

This knowledge demands an understanding of the underlying processes
which generate change rather than snapshots in time of linear-cause/effect
relationships. Knowledge of the relationship between users, organisations

and environments should seek to recognise the systemic nature of social
processes. Moreover, they should provide the opportunity for the system
{Organisation] as a whole to learn through introspection of their evolving
facility related needs, in so doing providing an opportunity for organisational
learning in addition to providing new knowledge to the design and research

communities.

The praxis offered by this thesis is to challenge the validity of existing
approaches to the generation of knowledge of environrﬁental evaluation. In a
wider sense however the term facilities evaluation would be more
appropriate to use, as it is primarily an interest in how facilities and their
management might be evaluated, rather than soley the organisations
physical environment. Similarly the case studies referred to should be

termed facilities performance evaluation, as distinct from Environment
Design Research or Post Occupancy Evaluation.

In this thesis | argue that dynamic facilities evaluation can be used to foster
organisational learning of system interdependencies which traditional means
of knowledge generation fail to address.

The Environmental Design Research Association (EDRA) suggested a model
for Environmental design research, with dimensions of place, people, socio-
behavioural phenomena and the dynamic interaction of the three over time.
(See figure 2.1 below)

Moore et al. [1985] suggested that any one of the four dimensions suggesfed
might be used as a prime focus of research.
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2.3 EDRA Model for the development of theory of environment

behavior relations [Figure 2.1]

Source: Moore G., Tuttle D., and Howell S., Environmental Design Research Directions: Process
and Prospects, Praeger, NY, 1885

Despite reference to the contextual issues within which environmental design
research takes place, context does not serve as a focus of research in its

own right. o S B
This thesis suggests that a fifth dimension is required. That of the

organisation, or system as a whole, which sets the context within which the
system boundaries of people, place and process and time interrelate.

Accordingly context should be the focus of study of organisations as living
systems, continually adapt in response to changing environmental and

~ system component conditions.

Context is considered to be the way in which the system as a whole
references itself with regard to its environment, and accordingly requires a
more holistic understanding of the system complexity. This system
complexity is a product of the interrelationship of a wider variety of
dimensions than can be conceptualised as individual variables in a
traditional linear sense. The complexity of a ‘living system’ such as an
organisation therefore demands alternative methodologies for determining
patterns of relationships than those offered by traditional reductionist

scientific paradigms.

2.4 The emergence of Facilities Management

In the early 1980's, as global competition, increases in operating costs,
competition and the impact of new technology combined to create a greater
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awareness amongst managers of the important role facilities and their
management play in organisations overall performance. A new phrase
entered the management vocabulary: Facilities Management.

Whilst numerous definitions abound of facilities management , a working
definition might be:
The process by which an organisation delivers and sustains agreed levels of support

service in a quality environment at appropriate cost to meet the business need.

{ Alexander, 1992]

In truth facilities Management eludes precise or even consensus definition.
There are probably as many definitions of facilities management as there are

practitioners who profess to be facilities managers. For the purposes of this
thesis it is appropriate however to expose my own understanding to set the
boundaries within which a definition of facilities management might lie.

Within the various definitions of facilities management which currently
abound, there are numerous attempts to make concrete some of the specific
functional areas of responsibility, or the activities which generally fall under
the remit of the Facilities Manager.Whilst | would argue that many
institutions and individuals seek to define facilities management for their own
ends perhaps the abstraction of definitions serves little purpose in informing

the individual as to its intent. Invariably such definitions encompass such
items as buildings, equipment, physical and human resources, services and
technologies, with processes including planning co-ordination and control.
The remit in point of fact is so extensive that it is perhaps more appropriate
to say what does not fall under the remit of facilities management. The usual
response to such a retort is ‘all core business activities.' | would content
however that the core/non-core split is much too simplistic to understand the
role facilities management plays within organisations. Rather than black or
white the split is more like shades of grey with often imperceptible
distinctions between core business activities and non core activities which
fall under the remit of facilities management.

In one organization for example, the facilities management contract for a
military airbase includes not only the maintenance of all infrastructure and
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supporting services but the provision of test pilots for military aircraft. The
nly activities that are not directly managed by the facilities manager are the
military sorties and control of military staff.

Facilities management | argue can only be interpreted by the unique context
of a given situation. To suggest that it is a support function serves to
denigrate the importance of something which may be critical to the
achievement of organisational goals. | interpret facilities management then
not as a support function but as a catalyst. The role of facilities management
is to bring together the various component functions or technologies of a
business such that organisational goals might be achieved, in a co-ordinated,
controlled and resource effective manner. Facilities Management is as much
an attitude of mind as it is a discipline, demanding an holistic understanding
of business processes, people and environments, their needs,
interdependencies and aspirations. The question posited here and later then
must be what distinguishes facilities management from general

management?
The answer | think lies in the growth and roots of the profession as an

amalgam of both technical and managerial disciplines.

2.5 The emergence of the Facilities Management discipline

As a professional discipline FM came into existence in the USA with the
formation of the International Facilities Management Association (IFMA) in
1980, soon to be followed in the UK by the Association of Facilities
Managers (AFM) and the Institute of Facilities Management (IFM), which ..
subsequently merged to become the British Institute of Facilities
management (BIFM). Similar bodies exist across Europe brought together
under the auspices of EuroFM, an enabling organisation dedicated to the
sharing of FM knowledge and experience and the promotion of the discipline

of facilities management as both a science and management function.
Existing professional bodies in the UK whose members may include facilites
mangers include the Royal Institution of Chartered Surveyors, The Royal
Institute of British Architects, The Chartered Institute of Engineers, The

Chartered Institute of Builders. These bodies are all acutely conscious of the
emergence of this new field and the implications it will have on their
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management, or are blatantly claiming the right to be recognised as the lead
body.

2.6 The Facilities Management Marketplace in the UK

The FM marketplace is characterised by in-house and extemal providers of
non-core business services, and, to a certain extent by consultancies offering
strategic business advice on organisational remodelling and strategy. FM is
accordingly perceived as a contracting strategy aimed at increasing margins
and providing a buffer against uncertainty in an increasingly dynamic and
competitive marketplace. However, whilst organisational strategies such as

outsourcing are likely to continue in the future, they provide short term
solutions to more fundamental working practice problems.

Market research conducted by The Centre for Facilities Management (CFM) at

the University of Strathclyde estimated in 1992, that the market for contracted
business services in the UK alone is £64.1bn. There is Iittle wonder that
competition amongst many players for a slice of market share leads to greater
confusion as to what Facilities management means to individuals and
organisations. In a survey by ROMTEC [1989], whilst 72% of senior company

managers thought FM was about contracting out only 26% considered it to be
about the management of an organisations support services.

2.7 The Facilities Management Challenge

The real challenge for Facilities Management is to combine both the
managerial and technical issues associated with the occupation and
management of facilities to create and sustain productive environments which
are resource effective and support a quality of working life for employees. This
must be done however in conditions of ambiguity and uncertainty, shifting
goals and alliances, and in the face of increasing pressure on resources,
regulatory constraints and changing stakeholder expectations.

The effective 'balance-in-use’ of resources requires innovative approaches to
organisational re-engineering in addition to ensuring the correct fit between an

organisation, its facility related needs and its facility users.
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The effective 'balance-in-use' of resources requires innovative approaches to
organisational re-engineering in addition to ensuring the correct fit between
an organisation, its facility related needs and its facility users.

FM has been the focus for extensive research as organisations strive to

reduce operating costs whilst maintaining value for money and effectiveness
in an increasingly competitive business environment. Of the workplace
based research, most activity to date has focused on the office environment
in fields as far reaching as Real Estate portfolio analysis at the macro level,

to ergonomic workspace design at the micro level, including extensive
studies on new technology issues which have combined innovative working
practices such as 'free address’ with high technology buildings and systems
to provide the 'office of the future'.

Facilities Management as a discipline or strategy goes beyond mere
consideration of individual components of the productive workplace.
Facilities Management is an ‘attitude of mind' which requires a fundamental

rethink of the way in which an organisation approaches all aspects of
husiness. it is the appropriate balance of the technological and social needs
in a framework which addresses the culture, values, behavioural standards
and strategies of an organisation which will determine positioning its chosen
marketplace.

Facilities managers in practice operate across all business sectors from
Airports to Zoological parks, and in public sector managing libraries,
museums, offices and hospitals, although in many cases they go under a
host of other titles such as Estates, works or support services, office services
etc. Regardless of the title the parameters of such posts are generally
similar. Facilities managers are responsible for the provision, maintenance,
advice and professional services pertaining to land, buildings, equipment,
infrastructure, business support services, logistics etc. Facilities managers
manage resources be they physical, intellectual or human.

The distinct discipline itself has emerged in part due to the increased

complexity of the workplace demanding of higher levels of co-ordination of a
wide range of business support services. In addition, organisations are now
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coming to recognise that second to staff costs, facilities are usually the next
highest item on the organisational balance sheet. The consequence of which,
in combination with increased competition, has forced organisations to focus

more on the way in which their facilities contribute as a factor of production.

Y

2.8 Distinguishing Facilities Management Research

If Facilities Management is to progress and establish itself as a recognised
professional discipline then it must do so on a sound platform of education
and research. To date there are around 20 Universities in the United
Kingdom offering Degrees at Post Graduate level. The content of these
appears however to be little more than some additional modules to existing
technically oriented courses, as the University sector, in common with other
sectors of industry, seeks to capitalise on ‘the bandwagon' effect in the face
of increasing competition.

The research platform is no more favourable. To date facilities management
research has not distinguished itself from other research fields in the
engineering sciences, social sciences or management research. An
interesting question then is whether it should and whether there is anything
genuinely distinct about this emerging new concept about the way in which

facilities should be managed as a factor of production.

Professor Markus whilst chairing a research forum at The European Facilities
Management Conference, Brussels, 1994, suggested that if Facilities
Management does not establish a research platform it may be in danger of
extinction, as it will come to be recognised as a passing fad.

| agree with Professor Markus on this point. | do not consider however that
facilities management needs to develop its own epistemology of practice as
these can be borrowed from other fields, in particular management and
social sciences. = |

At this moment it appears that many areas of workplace research are being

placed under the banner of Facilities Management Research, as the field is
concerned with both management and Physical and social sciences.

Much research which pertains to facilities management is currently placed
under sub-categories such as performance research, environmental design

research, workplace research and so on. To what extent anything is gained
by bringing them under a single roof | am unsure. It may serve only to further
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confuse a field which to most is characterised by great breadth and
proliferate further confusion when above all else clarity is required.

The question remains then what is different about facilities management
such that it should be considered as a research field in its own right. For me
the answer lies in holism. Facilities management research to distinguish itself

from other established research field should ground itseif in a holistic
approach to understanding the relationship between people, organisations

and their environment. Existing research fields provide a resource to draw
upon but not necessarily to subsume. " :

2.9 Contentions guiding the conduct of this research

First and foremost facilities management is a management discipline.
Management, as distinct from administration, suggests that there must be
some form of decision which changes the status quo of a situation. Decisions
must be made from some form of information which changes the context of
the decision, and in tum influences the action outcome.

Facilities Management research then should naturally be concerned with
making decisions, often in conditions of complexity and ambiguity. Equally it
should be concerned with the action outcomes of such decisions. All
decisions have some form of strategic intent. They are aimed at achieving
some goal or at directing some goal seeking behaviour, to reduce the
discrepancy between where the individual or organization is and where it

intends to be.
2.91 Facilities Management research should concerned with

strategic decision making
- with respect to the complex array of interrelationships which constitute the

organisational environment. This is distinct from general management
research on strategic decision making to the extent that facilities managers
require a fuller understanding of the relationships between people and their
environments. By environments | mean the whole range of environmental
influences, through which individuals construct their perceptions through
experience. The emphasis on the term 'strategic’ is not intended to imply
however that facilities management research should not be undertaken in

areas which are tactical or operational concerns, but that the emphasis
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should be on generating information such that decisions can be made. The
emphasis will therefore be based upon the research objectice and the
managerial level at which findings have to be applied.

Environments are perceived holistically. People's experiences and
perceptions are influenced not only by the physical environment in terms of
its tangibility, but with their relationship to the way in which it came about,
and the way in which it is managed. Facilities management is therefore
concerned with product, process and service. In common with general
mariagement. facilities managers also need to be grounded in the social
psychology of work, of interpersonal behaviour, of strategy, structure and

finance ad infinitum. My second contention however, is that;
2,92 Facilities Management research should be concerned with the

systemic relationship between people and their environments in

a holistic sense.
Organisations operate in a system of dynamic complexity in which system
variables impact upon and are impacted by one another. Adopting a holist
standpoint requires studying the whole human system in its setting. The
basis for which is that the characteristics of a part are largely determined by
the whole to which it belongs. Understanding variables of any sort requires
an understanding of the context of the system whole. Holism is concerned
therefore, not only with the interrelationships among the parts, but also the
unique characteristics which differentiate the system from others.
By adopting principles of systems thinking | argue that sense can be made of
complexity, in so doing patterns of relationships may be observed by which
new theory, or perhaps more appropriately new practice grounded on theory

might be generated.

This leads to the my third contention;

2.93  Facilities Management research should be rooted in practice,
in s0 doing responding to the evolving needs of organisations and the
changing nature of value systems and technologies of society.

My fourth contention is that;
2.94 Facilities Management research should be action oriented,
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but take a relativist and social constructionist perspective to the resolution of
organisational problems. Much research which purports to be of value to the
field of facilities management, leads to only small incremental increases in
knowledge and in may cases removal from reality. Moreover such basic
research more often than not fails to be effectively disseminated to practice.

Action research by contrast has been described as:-

an involvement by the researcher with members of an organization over a matter which is
of genuine concern to them and in which there is an intent by the organization members to

take action based on the intervention.
[Eden, and Huxam, 1994 forthcoming]
By adopting an action praxis, research practitioners can respond both to

evolving needs in a rapidly changing organisational environment, and ground
new theory on the systematic nature of facilities management processes.

Such systemic processes, despite their complexity, can be pattern modelled
and extended to demonstrate the interdependencies of the system whole.

Pattern models whilst rarely if ever completed can be used to demonstrate
the outcome of facilities related decisions, in so doing providing a feedback

loop by which the organization might leamn.

My fifth contention is that;
2.95 Facilities Management research should be aimed at

collaborative inquiry.
Facilities involve many stakeholders with interests ranging from corporate
image and capital efficiency at the macro level to individual task and
psychological needs at the micro level.
Facilities management research as collaborative inquiry should aim to
address the needs of a much wider range of stakehoiders as to their facility
related needs. This extend beyond the physical product itseif to include

management processes, organisational communications, service quality and
other factors which impinge upon productivity, satisfaction and well-being.
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