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ABSTRACT
Problem statement: The process based management is very important for improvement of the four major areas such as effectiveness, efficiency, internal control and compliance of various policies in public sector. The current problems of business processes implementation in public administration sector are mostly connected with supporting processes management, especially in the field of Facility Management. 
Procedure: This article analyses a maps of supporting processes strategies integrated with the tasks of public organizations. The theoretical application is based on House of Facility Management used for implementation of particular strategies in the area of Facility Management. 
Findings: Process oriented management analysis in facility management is practically applicable in the context of Quality Management in public sector organization and should be included in executive management of quality. Such strategies are especially important for public organizations developing quality management systems based on ISO standards, and other operational standards such as environment, occupational health and safety norms and so on. 
Conclusions: The article pays strong attention on supporting processes as a components creating environment for quality management of public sector.  The main goal of the analysis is to create the map of applicable strategies for those processes occurring in public sector. Presented solution constitutes the base for implementation of Integrated Workplace Management Systems in public sector.
Key words: public sector economics, quality management, facility management

INTRODUCTION

Global economy experiences the fluctuating recession which is deeper than any previous in last few decades. The economic crises affected as well private as public sector and raised up uncertainty in supply chains. Liberal economy rules seems to be over due and we can observe in many countries split between public and private sector. Recent government interventions in the banking sector and industries established a new trend with greater long-term impact of state control in the economy. Direct government management is no longer only an anachronism of centrally planned economy and it does not mean any more that the whole system should be unsustainable (however it’s still quite probable). 
Governments manage large entities and direct flows of capital not only in emerging countries, where the governments try rather to command  economy instead of creating business environment. In developed economies politics have a strong influence on state-owned companies and the danger of overregulated economy hitting growth broadens. State-owned enterprises dominate in strategic sectors and the rise of sovereign wealth funds shows government growing asset management role also in private sector[footnoteRef:2]. Beside that the public sector in most developed countries redistribute almost half of GDP[footnoteRef:3].  [2:  Teslik L. H. (2009)]  [3:  http://stats.oecd.org/Index.aspx?DataSetCode=SNA_TABLE11] 

In the world of public sector organisations, decisions are driven by pressures to improve public sector services quality, reduce costs and overheads and minimize all types of risks. Given the quest for improved effectiveness, the Facility Management in public sector expands rapidly. The other factor influencing this area is the fact of rapid escalation of technology, which has impact on all building types, including public sector buildings. In other words, there is no escape from modern Facility Management in public sector building nowadays. Organization must think strategically if they are to do more than simply survive in today’s increasingly competitive markets. In those organizations where there has been, historically, an interest in real estate, there is likely to be recognition of the strategic importance of Facilities Management in supporting its core business[footnoteRef:4]. Most organizations choose to focus on their core business, making efforts to reduce their involvement in any auxiliary activities. [4:  Atkin B. (2003)] 

The concept of Facility Management includes economical, technical and infrastructural aspects of a real estate usage, which are subordinated to the criteria of functionality and demands, made by basic economical processes conducted by real estate users. Resource made by real estate is more and more important element of business activities and – what is not less essential – by technological changes stronger integration of technological infrastructure with the basic activity of a company takes place.[footnoteRef:5]  [5:  Śliwinski B., Gabryelczyk R. (2009)
] 

NEW CHALLENGES FACING PUBLIC SECTOR

Continuously changing environment of public sector create new challenges such as: technological progress and knowledge-based economy development, globalization and international competition, growing market power and position of central government, stronger impact of international institutions, higher level of education and awareness of society, and permanent deviation of demand depends on quality and ecological approach of consumers. 
Furthermore in Central Europe we have additional circumstances such as: not completed transformation process of economic and socio-political structures, drastically changed capacity of public sector volume, lack of structural reforms in education or health system, new social problems (unemployment, poverty, ageing, emigration), new political and social standards as a consequence of EU and NATO accession, and the danger of rent seeking behavior losses during the construction of new order. 
Unstable external environment creates new dilemmas for public institutions and impel whole public sector to operate in new and dynamically changing conditions, in the nonreactive but active and anticipated way. Public institutions have to be more high-duty and competently empowered, without corruption and non transparency. 
Responsibility of governments in terms of public service delivery is growing, but the leadership abilities of the resources and the quality of processes not. Practical implementation of public policy differs among countries so the effects of that policies at the local government level. Public sector faces challenge of adapting multi-order governance to become sustainable. 
Centrally delivered services are more widely replaced by locally ordered and competitively delivered services under framework of supporting processes. Local societies have stronger relations with local government, so people are demanding higher quality of local services and they expect improvement. However local governments are in quite difficult situation, from one side there is a local pressure to play a leadership role in local economic development, but on the other side tension and financial constraints imposed by central government restrain area of operation. The role of local governments should be adapted to the new world economic order through creation of long-term strategies of supporting processes and building managerial capacity. 

BUILDING CAPACITY OF GOOD GOVERNANCE

Let’s review the theories of local government management, attempt to eliminate ineffective models of local responsibilities which doesn’t meet the requirement of local society. We have to start from traditional fiscal federalism and new public management model. They are concerned primarily with market failures and how to deliver public goods efficiently and equitably. The fiscal federalism approach is focused on internalizing benefits and costs of service provision under the same competences and treats local government as a part of the national system[footnoteRef:6]. The public choice theory and new institutional economics perspective also concerned with government failures. Another model based on the perspective of network forms of governance is concerned with institutional arrangements to overcome both market and government failures.  [6: Broadway R., Shah A. (2009)] 

However the widest known theory is the New Public Management approach assuming that local government is an independent facilitator of creating public value. In many countries NPM have to be an answer on government failure in the age of global economic crises and public finance crises as a result. In many countries there is a broad need of new management methods development guaranteed higher effectiveness lower costs, and better meet citizens needs and expectations. New public management model is in substance managerial and incorporate the rules of management mandatory from private sector into the public one. According to this approach public sector have to develop culture oriented on processes strategy and economic effectiveness. It means that public sector should be more decentralized and market oriented. External audit seems to be a necessary condition, as well as supervision of the strategy, outsourcing of the secondary processes, and the partnership or alliance across sectors. 
	The broad characteristic of the NPM include the following determinants:
· Acting through the authorities, elasticity, cooperative approach and openness for reforms
· Results oriented strategy based on achievements and costs indexes
· Market oriented mechanisms, broader competition and possibilities of choice
· Decentralization and stronger steering function of institution center
· Planning and management similar like in the private sector
· Wider utilization of informative technologies such as e-government, e-administration.
New public sector develop new measures to achieve new goals. Calculating of the costs and results, as well as incentives and the level of customer/citizen satisfaction become the crucial points determining the effectiveness. Consequently processes shift towards economic mechanism and managerial accounting (controlling, cost accounting, costs and profits centers, activity based budgeting). A wide range of new instruments well known in private sector management, such as output measurement or result-oriented management, are implemented in the public sector. Although the successful of the new management system depends mostly on human factor, so the human resources management based on job performance, managerial capacity, education, professionalism and qualifications is the most important part of change.  
Public sector managers create value by mobilizing and facilitating a network of providers beyond local government and creating public value, encourages innovation and experimentation, bounded by the risk tolerance of the median voter in each community. Local authorities create incentive environment in which managers are given flexibility in the use of resources, but at the same time held accountable for results.

EU FRAMEWORK

All the EU countries’ governmental organizations have to organize tenders accordance with rules of the EU. There can be found several reasons for contracting-out activities in local governments[footnoteRef:7]: [7:  Wagenber, A. F. van (2003)  ] 

− want to restrict own activities to the core business
− want to increase flexibility and profitability
− want to solve capacity problems by shifting to an outside supplier
− want to make costs transparent,
− want to reduce costs (usually 10-30%)
− want to get access to knowledge which isn’t available in the own organization
− want to use competence, which has been developed by supplier
− want to restrict own investments in staff and / or capital goods
− a municipal policy to increase competition
− insufficiencies in the own resources
− retirement of own personnel
− belief in the efficiency of mixing direct labor with external contractors
− belief in cost reductions and quality increases
− lack in the special know-how (for example building automation)
− playing along with the fashion trend of privatizing in the public sector
− requirements for specialist skills
− want to have better adjustment for work fluctuations
− need for specialist equipment
− want to improve customer satisfaction.
The main obstacles and problems to using the contracted-out services in the municipalities are[footnoteRef:8]: [8:  Soini A.  (2002)
] 

− running out of resources in the contracting (order) organization
− supply of the services is insufficient in the area (the market is usually undeveloped)
− total outsourcing of the facilities services may give a monopoly to the undertaking firm
− tradition of the municipality as an employer
− lack in the local knowledge of the private service firms
− the costs of own work must be clear before the contracted-out services can be considered
− own employees will usually bind themselves better to the looking after of the buildings
− the process of public procurement is a drag on the contracting out, but it is not a total obstacle
− political barriers in the top-level decision-making
− quality control
− loss of skills and knowledge by municipal employees
− personnel and labor issues
− risk of negative economic side effects
− lengthy bid process
− longer response time to problems
− contract employees are less company-oriented.




IS FACILITY MANAGEMENT IN THE PUBLIC SECTOR STILL ADMINISTRATIVE? 
		Facilities management is the process by which an organization ensures that its buildings, systems and services support core operations and processes as well as contribute to achieving its strategic objectives in changing conditions.[footnoteRef:9] 	  [9:  Alexander K. (1999)] 


		Facility Management follows similar paths of evolution in both the public and private sector as well. It is on path of evolution, reaching next stages (eras) of approaches to real estate management, which occurs also in both sectors (although with some delay in public as compared to the private sector). According to Roulac (2001), five eras can be distinguished in real estate management:
· Custodial (prior to 1970) – characterized by limited concern of the management for real estate-related processes, the so-called “benign neglect” of real estate and focus on cost as the basic effect of the manager’s activities.
· Entrepreneurial (years 1970-1985) – characterized by growing interest in active investing in the real estate market, as well as in return on investments in this area (including the benefits offered by the choice of ownership/lease). 
· Administrative (years 1985-1995) – focussing on productivity and efficiency achieved through cost reduction, outsourcing, downsizing, reengineering or benchmarking.
· Managerial (years 1995-2002) – emphasizing efficiency of organization’s processes achieved through development of systems supporting the process and provision of services;
· Strategic (since 2002 until today) – real estate is recognized as one of the key resources enabling the organization to achieve competitive advantage through creation of a place which attracts employees and customers and through stronger integration with the organization’s key processes.
	Another, simplified approach, distinguishes two strategies observable in the public sector’s Facility Management functions, arising from historically embedded solutions and bundles of goals: administrative and strategic. These have been outlined in Table 1.


TABLE 1. FACILITY MANAGEMENT APPROACHES IN THE PUBLIC SECTOR
	Approach
	Recognition 
	Budget perspective
	Direction of organization’s activities/organizational goal
	Facility Manager’s activities

	Administrative
	 high
	Low cost / investment 
	Reduce cost, avoid emergencies and shut-downs, reduce the volume of assets,  
	Active maintenance policy, outsourcing, benchmarking

	Strategic
	low
	One of the key assets
	Enhance customer service quality (internal and external customers), achieve competitive advantage through incorporation of the FM function in the organization’s ERP system
	Developing  systems supporting the process and services provision to external customers; space planning; contributing to achievement of the organization’s strategic goals; supporting core processes through the workplace integration


Source: author’s studies
	The administrative approach to Facility Management can be defined as a conservative real estate main strategy, with a focus on facility operating costs and the need to minimize these considered to be the primary objective of management. In this approach, a facility is not perceived as a corporate strategic asset, nor are relations between the property and the quality of processes taking place there emphasized. The administrative approach is a relatively popular Facility Management strategy, one might be even tempted to state that it prevails in the public sector. A Facility Manager is a “fire fighter” and a person responsible for the property to perform its functions at a cost as low as possible.
	Since the beginning of the XXI century a new trend has been emerging in defining the role of real estate in organizations. According to this conception, real property is a means connecting the employees with suppliers and customers, but on the other hand it is an asset that may contribute considerably to achievement of organization’s strategic goals. A shift to strategic approach has occurred here, as the task of Facility Management is not only to focus on property management, but also to enhance or support the organization’s performance.
	The Facility Management function suffers often from the recession-imposed pressure to make economies. This pressure is particularly visible in the public sector, as a result of the perception of real estate as a cost driver first of all. No prompt changes should be expected here. Possibly, the long-term wake of cost reduction may bring further outsourcing of FM functions in the public sector. Stressing the cost-saving effect of outsourcing some of the services still seems to remain a dominant trend in the public sector, but on the other hand, external providers of FM services begin offering active support to their clients in search for new solutions for the time of recession and promoting implementation of these. Activities seeking cost reduction in FM solely are not the only purpose here – the point is to manage the value added by this area to the entire organization. This approach becoming one of the main global trends in FM is also indicated by the organizers of the European Facility Management Conference 2009. According to Albert Pilger (EuroFM Chairman) “Especially in times like these, the importance of facility management is in the very centre of attention. It is not only about cost cutting but sustainable added value to the core business. For most of us in the FM sector, the current situation is more a chance than a threat”.  
	John McGee (Chair of IFMA Board of Directors) expresses an opinion that “In hard times, budgets get reduced, projects get deferred and maintaining a positive flow becomes more difficult. Facility management professionals are critical to the business in these times including leading the prioritization of maintenance projects, staying in control of day-to-day building costs, reducing energy consumption and advising on where to defer and where to invest in building improvements."
	Another important aspect is the public sector’s orientation towards the sustainable development practices. This is particularly weighty for FM as a source of significant environmental impacts on a macro scale. Therefore, special focus is on sustainable energy, water or waste management. Local communities and self-governments are becoming increasingly engaged in collaboration in this field as promoters of changes. Co-operation of FM specialists with environment protection, safety management, financial management and reengineering experts is assumed to become closer and stronger than ever before.

STRATEGIC MANAGEMENT MODEL FOR THE FM FUNCTIONS IN THE PUBLIC SECTOR

To be able to support the core activities and the achievement of a public sector organization’s strategic goals, the Facility manager needs to define the strategy precisely, to implement it and follow it step by step. What is required here is to distinguish between the Facility Management  function and Facility management Services. The purpose of the Facility Management function is to carry out the managerial process aimed to procure, organize and control services and products used by the organization within the frames of its Facility Management strategy. Provision of Facility Management Services is a process of producing or supplying products and services under control exercised by the Facility Manager. Services may be provided by the organization’s own resources (internally) or by external providers (under a service contract or an outsourcing contract). 
Table 2 presents the main actors of the organization’s FM function. It characterizes allocation of tasks and activities typical for FM departments in the public sector organizations. 
TABLE 2: THE FM FUNCTION ACTORS
	Actor
	Purpose
	FM activities
	Method

	Public sector organization’s management 
	Implement and follow the organizational strategy
	Defines needs as regards FM services to be provided  
	Performance budget, service-related requirements, integration of FM into the ERP system

	Facility Manager
	Implement and follow the organization’s FM strategy
	Defines methods for FM services provision
	Planning, organizing and supervising the process of FM services provision; developing a catalogue of services and products, as well as requirements related to them; preparing SLA contracts

	Service provider
(internal, external)
	Meet the contract requirements within the FM service
	Provides FM services
	Producing or providing FM services under the contract. 


Source: author’s studies

	It is worth trying to define the basic Facility Management strategies of the public sector organizations:
· Minimizing occupancy cost (Cost Minimizing, CM) – consists in emphasizing the costs generated by the Facility management area, with a focus on avoiding unnecessary costs and minimizing short- and mid-term costs.
· Flexibility in adapting the space to accommodate organization’s changing needs (Space Flexibility, SF) – the conception of active space management and achieving organizational benefits that arise from the capability of providing adequate space within the facility as well as functional optimization thereof.
· Promoting an environment friendly to human resources (Working Environment, WE) – developing a friendly working environment, enhancing productivity (including HVAC improvements, lighting, equipment, furnishing, sound insulation, etc.)
· Promoting the marketing message (MS) – building the company image through the facility (real property) as an indicator of the organization’s standing and prestige
· Supporting business processes (BPS) – this strategy enables the organization to integrate its management systems in the Facility Management function with organization’s other areas, through describing FM processes and integrating them into the entirety of organization’s processes.
· Increasing the real estate value (Value Management, VM) – initiating activities to retain or increase the property value through such measures, as e.g. active investment and maintenance policy. 
	All of the strategies referred to above cannot be followed concurrently. Nevertheless, before choosing a real estate management strategy which fits the organization’s strategic goals best, organization’s FM-related requirements need to be defined. Moreover, differing initial costs involved in strategy implementation, as well as results that can be achieved for the entire organization have to be taken into account.
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	The Facility Manager, when following the strategy selected in consultation with the public sector organization, defines implementation methods for each of the FM areas (technical, economic, infrastructural), specifying process requirements (using such tools, as e.g. a Catalogue of Products and Services, quality requirements, SLA, etc.) and thereafter decides, whether an internal or external provider will be used. The concept is presents on Graph 2. 
	





Graph 2: Strategy of Facility Management and House of Facility Management
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Source: author’s studies, House of Facilities Management concept based on Śliwiński, Gabyelczyk (2010) studies
Evolution occurs in the field of public sector Facilities Management. For the last 10 years above all a transition from isolated Facility Management inside an organization to a systematic look on Integrated Workplace has occurred. The systematic look on FM strategies, their connections with the strategy of an organization on the one side and with information systems on the other is very important role of modern public sector manager. It leads to realization of comprehensive projects which objective is defining precisely a set of strategies, a construction of processes architecture, designing and implementation of isolated processes and measurement of efficiency. 

CONCLUSIONS
· The significance of public sector is growing due to the changes in global economy architecture, the consequences of financial crises accelerate that process
· Public sector is the biggest agent and very important customer in most developed countries
· The innovative approach to the public sector Facility Management is manifested in two principal aspects. Firstly – this area has not been subject to any attention from management theoreticians or practitioners for years, while strategic approach to auxiliary processes management, together with the Facility Management, is actually the first formal and consistent concept ever, based on orientation towards organization’s auxiliary processes management addressing its goals and strategies. 
· Secondly FM is a manifestation of a broadening perception of Facility Management as of a number of auxiliary processes contributing to the quality of the public sector services, instead of associating it merely with the building.
· Many organizations in the public sector do not have any clearly defined FM strategy yet. Though, enterprises in many countries are increasingly realizing the beneficial effects of real estate management (production volumes, working environment, employees’ health, safety and quality of life, environment protection) and integrating this area of their activity in the strategic management. This proves that strategic approach to corporate real estate management is becoming increasingly popular and allows one to presume that the growing share of strategic approach followed by its domination over the administrative one will become typical for the public sector as well. 
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