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Abstract

This thesis’ original contribution to knowledge is creating the awareness that facilities
management (FM) departments and organisations do not consciously socialise external
service provider staff into the client workplace and the development of a framework
that can successfully achieve this integration. To provide a solid theoretical background
for this framework, it reviews current literature on FM, outsourcing, organisational
culture, and organisational socialisation. The aim of this study was achieved with the
development of the ‘Cultural Fit’ framework which should go a long way in solving the

research problem and answering the proposed question.

The study was conducted as a qualitative multi-method design. This was selected
because there were obvious gaps in socialisation especially in the FM industry.
Qualitative methods are believed to provide richer data and this was adopted to begin
closing those gaps through the provision of literary data. The research was conducted
using the ethnographic approach because of the focus on culture and to maximise the
gualitative approach. Interviews and focus groups are the qualitative methods used to

collect this data.

Reliability and validity are not always easy to verify but researchers have proposed
several methods to improve them. This study employs the triangulation of more than
one method of data collection, peer debriefing with colleagues, member checks by
confirming the initial results during subsequent data collection and a rich, thick

description.

The major findings of this study are that organisational socialisation can be successful in
socialising external service provider staff into the client workplace despite a current
unawareness of its use. This study has developed a framework and guide that can be
used to achieve this integration if client organisations and service providers work

together to socialise external service provider staff.

Keywords: Cultural Fit, Organisational Culture, Organisational Socialisation, Service Quality,

Facilites Management.
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1. Introduction to the Research

1.1 Introduction

This chapter provides a summary of the background to the study and presents the
research problem that has informed the study. This then leads to the aim derived from
the research question and the objectives developed to achieve the aim. Therefore, it
highlights how this study contributes originality to knowledge. The later part of this
chapter provides a research overview by stating the contents and structure of the thesis

chapter by chapter.

1.2 Background

A report released by The Business Services Association (BSA, 2014) states that the
outsourced and business services sector have a current turnaround of £199 billion and
employ 3.3 million people. Outsourcing was responsible for GBP79 billion of the UK’s
gross domestic product in 2007/2008 and an employer of over 1.2 million people
(DeAnne, 2008). A look at those two facts will reveal that outsourcing has grown
considerably in just six years. Facilities Management (FM) workplaces across Great
Britain nearly doubled between 1998 and 2008 (Asset skills, 2010). The FM/ Real Estate
sectors are responsible for a Gross Value Added (GVA) figure of GBP303, 179 million and
149,325 sector establishments across the UK and a workforce of approximately 978,000
with the vast majority of these involved in soft services (UKCES, 2012). The 2013 AMA
research report on FM outsourcing also valued the corporate market for outsourced
bundled services at approximately GBP9.5 billion with the possibility of increasing to
GBP10 billion in 2014(FM World 2013). This report further discusses the establishment
of FM outsourcing in the corporate sector showing the importance of minding today’s

FM.

Constant growth and increasing complexity in the FM sector especially in the area of
outsourcing and contracting requires an excellent strategy on the path of the service
provider and the client organisation to derive maximum benefit from the relationship

and achieve company goals. A notable example is the GBP 150 million contract won by



Amey to combine and manage the FM services of three boroughs in London (FM World,
2013). The 10-year contract is expected to save each council GBP 2 million annually and
focus on soft services only. The length of the contract and the sheer amount of detail
necessary to combine services across three boroughs requires an excellent strategy and
a dependable staff in addition to tools and equipment. The ability to deliver and
consistently maintain quality service is only possible where everyone involved feels like
part of the team and are ready to put in their best. This study provides a significant
contribution to knowledge and to the service delivery sector of FM by applying a
theoretical framework on organisational socialisation to external service provider
employees in FM companies. It intends to explore the current organisational

socialisation process practiced in FM service companies and client organisations.

The popular trend of outsourcing non-core aspects of a business has several advantages
and disadvantages (Belcourt, 2006). It is quite obvious that the advantages outweigh the
disadvantages but some of its disadvantages can cost businesses more than they have
anticipated. It is normal that we expect staff in organisations to reflect the culture and
brand that the business sells. Staff cover everyone who performs a function, either paid
or unpaid, on behalf of the business. They are seen as the first point of contact for the
business by customers and organisations often train them in the prevalent culture to

ensure that they are well represented.

These employees more often than not help shape the impression customers have of the
organisation by their delivery of service, also known as ‘moment of truth’. Moment of
truth is the point during an interaction with an organisation that enables the customer
form or change their perception of service (Soderlund and Julander, 2009). This
perception can either be negative or positive but it is difficult trying to change this
perception once it has been formed. When it goes well, the customer is able to form or
reinforce an already held positive impression of the organisation and vice versa
(Moment of truth, 1996). Many customers have withdrawn or started commitments

based on this premise.

In their research on customer satisfaction in FM, Tucker and Pitt (2009) discovered that
there was a significant relationship between the customers’ perception of people
involvement/ cultural fit and service delivery. These two seemingly separate factors are

assessed by the customer on the same level. This signifies that a team that presents a
2



cohesive front to the customer they interact with and shows the necessary skills and
abilities required to deliver the service needed will be seen as efficient by their clients.
They must be polite, responsive, communicate well and know all that is necessary to
delivering their job while at the same time advancing the organisation. The use of
‘cultural fit" aptly describes the proper cultural socialisation of employees where
socialisation is “the process by which an individual acquires the social knowledge and
skills necessary to assume an organisational role” (Van Maanen and Schein, 1979); and is
a new term to facilities management. While these customers might not realise what this
means, the service organisation is made aware that the employee’s degree of

involvement in the organisation directly affects customer perception of service received.

This shows how important the customers’ perception of the organisation is. The modern
organisation is aware of this and strives to ensure customers are satisfied and new
customers feel welcome. They improve their chances by training their employees in the
culture of the organisation, how they work and what is expected of every new employee.
This process is also known as organisational socialisation. Review of literature does not

show this process for external service provider staff as it does for in-house staff.

The socialisation process for external service provider staff is far more complex than that
of in-house staff. There are always a minimum of two employers involved in an
outsourcing contract: the service provider and the client organisation the external
service provider staff is detailed to work with as shown in figure 1.1 below. In several
instances, external service provider employees may work for more than one client
organisation. Mullins (2010) work on the matrix structure is very useful in explaining the
position of the external service provider staff in the service organisation and the client
organisation. Examples of commonly outsourced functions, and the position of the
external service provider employee in relation to client organisations is shown in figure
1-1. The question of whose responsibility it is one of the major deterrents to
socialisation Other barriers such as lack of time, financial constraints, staff reluctance to
participate and difficulties overcoming language barriers can make socialising external

service provider staff a minefield for the unprepared organisation (UKCES, 2012).



Figure 1-1 : Outsourcing relationship matrix adapted from Mullins (2010)

The diagram originally presented here cannot be made freely available via LIMU Digital Collections
because of 'copyright'. The diagram was sourced from Mullins (2010)

External service provider staff are not always seen as a part of the team and in some
instances, they might have a contract of 6 months or less. This makes it difficult to invest
in them as the benefits are usually spread out over time and the high rate of turnover
makes organisations skittish. Things are changing today. Service contracts now run for 2-
5 years (Cotts, 2010) or even more in some cases making organisational socialisation
necessary for every employee regardless of work status. Outsourcing today is no longer
an isolated business; it is a partnership between two or more organisations all seeking to
achieve their individual goals. This motivates all involved parties more as any clog in the
wheel of the partnership is seen as a barrier to success. The socialisation process which
varies by organisation needs to be adapted to suit the peculiar situation of the external
service provider employee. The very issues that make FM flexible and adaptable to
specific situations also make it difficult to devise a framework that fits all. This calls for a
flexible framework which will maintain the core requirements necessary for excellent
results. The knowledge of if and how FM companies and their clients successfully
socialise an external service provider employee, which enables them perform at

optimum demand and achieve their goals is the critical aim of this study.



1.2.1 FM and outsourced services.

The service sector in the UK is currently responsible for 77.7% of the national GDP which
includes financial and health services, public, private and the ‘third’ sectors (CIA World
fact book, 2012). With that overwhelming percentage and the need for efficient
management of their physical premises, these organisations seek avenues to maximise
output from their facilities while reducing running costs (Kurdi et al., 2011). This explains

the need for an efficient facilities management function.

FM is a profession that encompasses multiple disciplines to ensure functionality of the
built environment by integrating people, place, process, and technology (IFMA, 2007).
Tucker and Pitt (2008) have defined it as: “the integration and alignment of the non-core
services, including those relating to premises, required to operate and maintain a
business to fully support the core objectives of the organisation”. This definition shows
that facilities management should be streamlined to provide facility and non-core
services to an organisation. Situations such as reactive maintenance are not ideal when
considering facilities management if it is to be effective. FM has evolved to become a
component of the business value chain, providing most services which directly relate to

business indicators e.g. customer satisfaction (Becker, 1990).

FM typically covers the non-core but crucial services of the organisation such as cleaning,
maintenance, ICT, catering and security. To better monitor these services and reduce
costs, these services get outsourced to the service provider with the most favourable
contract (Kurdi et al., 2011). Outsourcing purchases products or services from sources
that are external to the organisation, and also transfers the responsibility of the physical
business function and often the associated knowledge (tacit and codified) to the
external organisation (McCarthy and Anagnostou, 2004). Staff involved in these non-
core services have roles: clean office premises, fully functional facilities and friendly staff
which when successfully managed, often improve customer perception (Tucker and Pitt,

2009; Chiang, and Birtch, 2009).



1.2.2 Culture

Culture is “a pattern of basic assumptions-invented, discovered or developed by a given
group as it learns to cope with problems of external adaptation and internal integration.”
(Schein, 1985). It is what becomes accepted as the norm for everyone under its influence
and provides the standard by which they relate to their environment. Culture is the
underlying bedrock that defines a society and provides the moral, social, religious,
economic and physical guidance for everyone connected to it. Culture affects how we
work, what we think, our relationships and even our relaxation periods and methods to
a great extent. It becomes embedded in our natures and often unnoticeable which is
why anthropologists often spend several years with a people in an attempt to

understand and document what drives them.

Culture is so ingrained in humans that what we see as our reasoning pattern, is really
internalised culture (Hall, 1976). We are as unaware of it as the next person is unaware
of theirs. It is bred into our bones unconsciously and forms a basis for how we operate
and deal with others. Culture is such a powerful tool which when adapted and adopted
with purpose, changes the way everyone under the influence of that culture think.
Culture follows us wherever we find ourselves; school, social gatherings and work.
Where work is concerned, culture is imbibed when a new employee joins an
organisation as he/she absorbs the pre-existing culture. This is important as it enables
the employees understand the goals of the organisation and key into the strategy of the
leadership for success. This is perhaps routine for most staff that are fully employed in-
house by an organisation but will be more challenging for the external service provider
staff who will grapple with the cultures of both the service provider and the client

organisation. How culture affects us at work is discussed next.

1.2.3 Organisational culture

The current wave of interest in organisational culture dates back to the 1980’s (Alvesson,
2002). The possibility that managerial issues could be easily resolved by successfully
managing the people in that organisation was an exciting one which CEO’s and managers

pursued wholeheartedly. Organisational culture became a fad which gave birth to



several theories and frameworks on organisational behaviour. This is further explained

in chapter three.

Everyone taking up a new job comes with different expectations, goals, attitudes and
ethics which are borne of the culture they have acquired from birth up till their last place
of employment. (Buelens et al, 2006; Cox, 1994). They are also highly likely to meet an
already established culture at their new place of employment except where that
company is a new start. Thus, organisational culture is made up of more than one
subculture as there are likely various sets of professionals with varied backgrounds
working in any given organisation (Brooks, 2009). This leads every organisation to
establish for itself whether consciously or otherwise a governing and overriding pattern

of work that enables them work on similar wavelengths and deliver their set goals.

There is no agreed definition of organisational culture by the various researchers who
have studied the subject. The business, anthropological and sociological perspectives
adopt different approaches to culture and therefore organisational culture (Gustav,
2012). Brooks (2009) argues that strong cultures exist in organisations which exhibit a
close relationship between themselves and their environment. The best societies
therefore had the strongest cultures and routines which held them bound in the system
passed down in time. This system would then form the basis from which business and
financial decisions can be made. Schein (1985) also defines organisational culture as

existing on different levels.

= The core at which lie people’s assumptions and beliefs which influence our
‘common sense’ view of the organisational world.
= Cultural values which lie at the intermediate level; and,

= At the surface, culture manifests itself as behaviour.

For the purpose of this research, organisational culture will be defined as a dynamic and
complex system of social patterns that govern the mechanism of core beliefs and
assumptions, values and behavioural rituals by which an organisation relates with itself
and external bodies. ‘Dynamic and complex’ because of the layers of culture that are
blended together to become the ‘mechanism of core beliefs’ or an internalised code of
conduct. ‘Values and behavioural rituals’ are the acceptable criteria which the

organisation and its staff assess themselves and others. This cultural behaviour is not
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automatically imbibed and can only be learned. The degree to which an employee

inculcates this culture is known as ‘cultural fit’ and will be explained in section 1.2.5.

1.2.4 Organisational socialisation

Socialisation provides new recruits with a set pattern of behaviour they can emulate to
enable them to blend into the organisation (Buchanan, 2010) in essence; organisational
socialisation is the key to ensuring a seamless entry of newly employed staff. (Ge et al.,

2010).

Newly employed staff are able to integrate into the organisation through training and
managerial interventions (Brooks, 2009) and by watching more experienced employees.
The greatest risk to company success both financially and socially is a dilution of its
traditional method of getting results. Socialisation of new recruits is currently the best

way to preserve these traditions.

Several theories currently exist on the best socialisation process for employees (Saks and
Ashforth, 1997). Not all of these frameworks are applicable to the external service
provider employee as they have been designed to suit various work scenarios. Several
were produced during the industrial age when employees could start and retire from the
same organisation. The current social age has employees moving on to the next
challenge after a few years in a bid for professional advancement and growth. This
makes the use of early socialisation models difficult except they are adapted to the

unigue circumstances of the external service provider staff.

1.2.5 ‘FM Cultural fit’

Many FM organisations prefer to outsource these non-core services to professional
service providers and concentrate on hiring employees who have a direct impact on
their goals. This often results in external service provider employees from different
providers who likely have no idea what the company’s goals are and who might come
into the company with pre-ingrained culture in them from their employers. Whilst Coyle-
Shapiro and Morrow (2006) believe the employee’s commitment to their contracting

organisation might actually improve their commitment to the client organisation, there



is still a need to socialise the newly external service provider employee. UKCES (2012)
agrees by reporting that investment in staff through accredited training activities can

make individuals feel like valued members of the company.

The discrepancy in the cultures of these two organisations may cause the external
service provider employee to deliver below target and find it difficult to integrate with
the client organisation while an in-house colleague blends in with relative ease. This
difference in the degree of congruence between an outsourced FM employee and the
client organisation will be termed ‘FM Cultural Fit’. A higher ‘fit’ level makes it difficult or
even impossible for outsiders to distinguish between the in-house and the external
service provider employee. ‘FM Cultural Fit’ will be used to determine if the discrepancy
between both organisational cultures is been managed, how it is being managed and if

the management is done by the FM organisation or the client organisation.

The current gap identified above in the field of facilities management shows the
importance of employee management as a key to achieving KPI's (Key Performance
Index) and delivering quality service as agreed in a contract and as expected by the

customer.

1.3 Research problem

A detailed research of concluded studies has shown that no prior study has been done in
applying socialisation theory to FM or external service provider staff in FM. External
service provider staff are a vital part of the FM sector and are an essential key in
attaining quality service delivery and ensuring customer satisfaction. They form the
bedrock of the service staff; cleaners, maintenance engineers, caterers, security and
increasingly front desk/customer care. They are more often than not competent in their

various fields and understand their duties but the critical question being asked is:

How prepared are external service provider employees for the set-down cultures that
exist in the companies they are outsourced to, in order to deliver high quality

customer-facing services?



1.3.1 Research aim and objectives

The background discussed in section 1.2 shows where the gaps in the industry are.

Therefore, the aim of this study is:

To create a holistic ‘FM Cultural fit’ framework that establishes how external service

FM employees are socialised into their contracted workplace.

To achieve the research aim set out above, the following research objectives need to be

met.
1. Analyse the importance of organisational socialisation in FM.

2. Understand the role of service experience and customer satisfaction to

outsourced arrangements.

3. Investigate the current socialisation processes undertaken by stakeholders in the

FM service delivery process.

4. Construct an FM Cultural-Fit framework based on the outputs of objectives 1-3 as

a business support tool on delivery of FM contracts.

5. Investigate and validate the applicability of the specific components of the
proposed FM Cultural-Fit framework to stakeholders in the FM service delivery

process.

1.4 Contribution to knowledge

This thesis provides an original contribution to knowledge by developing literature on
organisational socialisation in relation to organisational culture in facilities management.
The research provides evidence that socialisation of external service provider staff is not
yet a common practice in FM departments and organisations but there is a willingness
amongst stakeholders to embrace such a process. To this end, the research develops an
innovative framework that is original from existing socialisation models and data
collected through a qualitative multi-method design which is validated for use in

facilities management departments and organisations.
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1.5 Research overview and thesis structure

This section provides an overview of the thesis structure. Information given in this
section details chapter presentation, and a diagrammatic overview of study phases and

chapter corelation.

Chapter One: Introduction to the research

This chapter introduces the background to the study and presents the research question,
the research aim and the objectives of the study. It also provides the overall structure of

the thesis.

Chapter Two: Facilities management and the role of outsourcing in service

delivery

This chapter is the first segment of the literature review. It is an exhaustive look at
facilities management, its scopes and service and the move toward more strategic
purpose in FM. It also covers the use of outsourcing non-core FM services to service
providers and goes into detail on outsourcing including the process of, and the contents
of an outsourcing contract. Next, it considers how outsourcing can be used strategically
in FM for better quality of service and more satisfied customers. There is therefore a

review of service quality, the customer experience and customer satisfaction in FM.
Chapter Three: Culture and socialisation in organisations

This is the second aspect of the literature review and it looks exhaustively at culture and
its definitions including how it is utilised in communities. This information is then used
by organisations to develop a culture and a brand and determine how they would like to
be represented by their staff and perceived by their customers. Staff are thought to
‘learn’ this culture through the organisational socialisation process adopted by their
employers and whilst organisations are concerned about the socialisation of their

internal staff, they do not show as much concern for those who work for them through

11



service providers. This chapter reviews existing socialisation models to determine if they
can be used to socialise external service provider staff in FM. However none was

consider suitable or adaptable to the purpose.
Chapter Four: Research design and methodology

This chapter provides a detailed look at the process of research methodology selected
and why. It also explains how it was executed in this study by providing information on
each data collection method. Next, it discusses how collected data was organised and
analyses in subsequent chapters. Finally, it discusses the reliability and validation

strategies used in the study and compliance with ethics.

Chapter Five: Stage 1: Interview analysis and results

This chapter provides information on the organisation and analysis of the data collected
in the first round of data which was from interviews. It explain how the data was coded
and synthesised and analyses the nodes by explaining each node and providing
information on the synthesised nodes. It does this through an exhaustive description of

the nodes.

Chapter Six: Stage 2: Discussion and development of FM ‘Cultural Fit’

framework

This chapter summarises the analysis done in chapter five by tabulating each theme
explained and deriving the implication of that summary to the proposed framework.
Next, there is an in-depth look at frameworks and their design and benefits to ensure
that there is a theoretical basis for the framework construction. The relevant steps to be
used in developing the proposed framework are then selected with references showing
their theme of origin. The relevant components selected from the socialisation models in
chapter three are also compiled and the steps from both the analysis and the
socialisation frameworks are combined to create the proposed framework. A guide is

developed as a key to understanding the framework.

Chapter Seven: Stage 3: Two stage framework validation - Focus group and

interviews
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This chapter presents the organisation and analysis of the data assembled from the
second stage of the data collection which is focus groups. It shows the coded data and
how the coded nodes were synthesised into mid and high level themes. Next, it uses
exhaustive description to discuss each node in relation to the framework. A summary of
each mid-level theme is conducted and the implication of each summary for the
proposed framework is noted. Based on the implications, changes are made to the
framework and guide and an updated and validated framework is presented. The
updated framework is then sent to the facilitators of the focus group for validation of

their contributions.
Chapter Eight: Discussion, conclusions and recommendations

This chapter provides a summary of the conclusions arrived at in the course of this study
by taking another look at the research question, aim and objectives laid out in this
chapter and how they have been achieved or answered. It also presents the conclusions
made based on each objective and how this research has contributed an originality to
knowledge by theory and practice. Its final aspect is to provide some recommendations

for future research.
Chapter Nine: References and appendices

Chapter 9 provides the full list of references used within the thesis. Finally, a list of

appendices are provided including key supplementary information relating to various
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2. Facilities Management and the Role of Outsourcing in

Service Delivery

2.1 Introduction

In just a little over thirty years, FM has established itself in the construction and service
industry (Tay and Ooi, 2001), and is now a recognised name in its field even though it is
yet to achieve full recognition for what it means and what it encompasses is still
emerging (Shah, 2006). Today’s FM is an octopus with legs in a combination of classic
professions which span real estate to engineering and several others in between. This is
one of the initial issues it had when practitioners sought definition. What is FM? What is
its scope? Whom does it benefit? How does it relate to older professions? Who can
come into the field? Essentially, what does FM add to its field that the other professions

do not provide and who owns FM?

An integral part of FM growth is outsourcing. A huge percentage of organisations now
outsource more than 50% of their non-core services which are often under the FM
department (RICS, 2012). This gives the facilities manager the opportunity to strategise
and develop a plan that will enable an anticipatory approach to delivery and create
satisfaction which depends on what the original expectation of the client was.
Customers judge their experience depending on preconceived notions they had before
receiving a service. Where they had expectations higher than the provided service, they

develop a negative view of their experience and vice versa.

Today’s’ facilities manager has to constantly improve his skills if he is to stay ahead when
starting and renewing service contracts for his organisation (Booty, 2006). The
Outsourcing institute (2013) defined a segment of outsourcing that FM works with.
Business process outsourcing is defined as the “act of using an outside firm's services to
handle certain tasks associated with the operation of a firm.” Tucker and Pitt (2008)
suggest that FM should be used strategically, especially non-core services to support and
achieve the goals of the organisation. The major value outsourcing brings to the modern
organisation is strategy. Kang et.al. (2012) explain that outsourcing strategy is now used

to gain competitive advantage in the business field. The potentials are great and yet,

15



several firms are repeatedly getting disappointed by the results they receive from their

service providers (Rigby and Bilodeau, 2009).

2.2 The multi-disciplinary field

The huge popularity FM now enjoys might be surprising but shouldn’t be as the
management and maintenance of our physical structures and co-ordination of our
support services are too important to be done on a whim. Set-down guidelines with
allowances for change will go a long way in ensuring a stable work environment for goal
delivery. FM has received recognition in various countries over the years beginning with
the United States of America (USA) in 1980. There are now several established FM
bodies all over the world either as a branch of the bigger bodies like International

Facilities Management Association (IFMA) or as localised institutions.

Changes in the economic climate the world over has caused most organisations to seek
avenues of delivering best service throughout their business and not just in their core
aspect (Pathirage et al., 2008). Further to this, facilities management was awarded a
Standard Industrial Classification of Economic Activities Code (SIC) in 2008, thereby
legitimising it by the Government. The amazing possibilities of what we can do to
successfully manage our organisations and work places today will keep FM on its toes for

a while to come.

2.2.1 Defining FM

FM now has several existing definitions given by industry experts and researchers. One
of the reasons it was difficult to define is because it cuts across several other fields some
of which have closely related roles, leading to some confusion as to the relevance of FM.
The various fields of the practitioners also means that they approach FM from different
angles and this will affect how they define it (RICS, 2009). The other major reason it was
difficult to settle on a single definition was, and still is the ever expanding role of FM.
Currently, a fair number of the definitions (e.g. Atkins and Brooks (2005), Price (2003),
Nutt (2004), Tucker and Pitt (2008), Shah (2006),) that were recently developed or
updated often give an insight into the broad field FM covers and are constantly

undergoing modification to include the ever-expanding roles that FM covers.
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The BIFM (BIFM, n.d.) has however formally accepted the definition given by the
European Committee for Standardisation and ratified by BSI British Standards which
defines 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.” This definition is succinct but does not contain any direct links to the services
it mentions. Whilst this might make it confusing for the uninitiated, it is acceptable to
the professional because it is not restrictive and allows room for future developments in

the profession.

2.2.2 FM services/ scope

FM has its core areas of influence which easily overlaps that of other professions. The
service sector in the UK is currently responsible for 77.7% of the national GDP which
includes financial and health services, public, private and the ‘third’ sectors (CIA World
fact book 2012). With that overwhelming percentage and the need for efficient
management of their physical premises, these organisations seek avenues to maximise
output from their facilities while reducing running costs (Kurdi et al. 2011). This explains

the need for an efficient facilities management system.

Thierault (2010) produced a chart detailing the current responsibilities of FM in a pie
popularly called the FM pie. Divided in sections and sub-divided into roles, the FM pie
shown in figure 2-6 has 8 broad sections with new roles such as quality assurance and
forecasting. The new roles in FM arise as a result of gaps found in the system. Where the
current system works, there is no need to create new roles. The rise in business
uncertainty, recession, earthquakes and tsunamis for example, gave rise to the role of
emergency preparedness to ensure organisational and human survival in the case of a
natural or man-made disaster. This role has always been in the background but is now a
defined role in its own right. Business continuity in the face of negative events is the only

way to ensure the organisation does not fall apart (Theriault, 2010).
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Figure 2-1: The FM pie

The diagram originally presented here cannot be made freely available via LIMU Digital Collections
because of 'copyright'. The diagram was sourced from Theriault (2010)

Challenges in the profession became obvious with the development of FM over the
years which now clearly distinguishes between the operational, strategic and tactical.
(Price, 2003). Using the above criteria, Price also separated professional FM into three
different categories: strategic, tactical, and operational. This study sits firmly in the
strategic corner as it is focused on improving currently existing systems and strategic FM
will be discussed fully in the next section. It is important though to note that strategic
FM deals with the foundation and support systems of any organisation making it critical
for success. Table 2-1 by Then and Akhlagi (1992) shows the various roles played by

strategic, tactical and operational FM.

Tactical FM focuses on the administrative process involved in service delivery. It sits
above operational FM and below strategic FM and is the translation and management of
strategic ideas into operational processes. Alexander (1996) opines that tactical FM
involves organisational and administrative procedures and ensures all operational
procedures fall in line with the organisations’ set down policies.
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Operational FM involves providing the non-core support needed by the organisation to
meet its goals and objectives. It is the daily delivery of non-core services to the
organisation as required. Price, (2003) believes that if FM is to be a true value-adding
pursuit in a corporate framework, it must be pro-active rather than reactive and should

make forward plans for the organisation.

Table 2-1: Strategic, tactical and operational FM

The diagram originally presented here cannot be made freely available via LIMU Digital Collections
because of 'copyright'. The diagram was sourced from Then and Akhlagi (1992)

2.3 Strategic FM

Strategy is the long term direction of an organisation. It shows a connection of seemingly
random decisions made by an army, a country or an organisation (Johnson et al., 2011).
Strategy is a plan of action set out to enable the achievement of a goal or objective.
When it is closely implemented, it often leads you to the set goals where there are no
external or internal forces working against it. General strategy is used by organisations
to gain advantage in some form over their competition in business. Strategy can also be
the creation of a unique and valuable position, involving a different asset of activities
(Porter, 1996). Strategy evolves as a combination of internal decisions and eternal

events which require a line of action for execution (Johnston et al., 2012).
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Johnston et al. (2012) defined strategy as “the set of plans and policies by which a
service organisation aims to meet its objectives”. Having an excellent set of goals and
objectives is not enough, organisations need to have a well thought out plan to achieve
them. True strategy should cover every department in an organisation and coordinate
them to work together for the greater good. If any department is left out of the overall
strategy, it has the potential to defeat the already set goals. Johnston et al. (2012)
established five elements of strategy but Johnson et al. (2011) in Figure 2-8 identified 3

main levels of strategy.

Figure 2-2: Levels of strategy

The diagram originally presented here cannot be made freely available via LIMU Digital Collections
because of 'copyright'. The diagram was sourced from Theriault (2010)Johnson et al. (2011) Johnson et al.
(2011)

These strategic plans are been implemented by various professional bodies who produce
models that can be adapted by FM organisations. RICS (2011) produced a strategic
management information plan which shows the process from developing a strategic plan
to reporting outputs as seen in the figure 2-9. This shows the rate of growth experienced

by FM in the short time it has been in existence.

Figure 2-3: Framework for building up a facilities Ml

The diagram originally presented here cannot be made freely available via LIMU Digital Collections
because of 'copyright'. The diagram was sourced from RICS (2011)
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A new report by RICS (2012) states that 70% of FM professionals believe that they
operate at a strategic level. The truth showed that they spent 50% of their time on
operational issues, mostly reactive maintenance. Even though this can be discouraging,
it is important to remember than the major job of the FM department is to keep the
organisation running smoothly every day. The success at the daily operations of FM has
been the major focus of BIFM up to this point. Advancing the cause of FM since 1993,
BIFM is now a foundational basis for anyone involved with FM at any level in the UK.
BIFM believes education is the best way to establish FM (Mitchell, 2008) and has proven
it by providing access to everyone who desires it at their own level. A total approach to
FM is the way forward and BIFM must visibly integrate strategy into FM to advance it to

the next level.

Another major player in the field of strategic FM is RICS. Their constant research and
articles discuss the possibility of strategising FM and go further by seeking ways to make
this a reality. They believe the main aim of the ‘facilities manager should be to derive
value from FM service provision, rather than to have a mere focus on cost’ (RICS, 2009).
Derivation of value is what makes FM indispensable to the organisation. Value- added
via proper co-ordination, accurate future projection, elimination of waste, maximum
output from staff and excellent collaboration with other departments should be the goal
of FM. RICS has been instrumental in constantly challenging the comfort level of most

FMs and increasing the professionalism of the discipline (RICS; 2009, 2011, 2012).

As Saurin (2008) noted, technology plays a great part in today’s’ strategic FM.
Organisations that had inflexible systems had to pay more to incorporate the changes
technology brought with it. Technologically automated systems as simple as motion
sensors or as complex as buildings that predict tomorrow’s temperature and create the
ideal environment ahead of time are all part of today’s strategic FM. The design and
build stages have also become more strategic. Finally, the daily running of the facility is
easier as knowledge has been acquired about the various facets to be managed
(Rowland, 2012). The feedback of information from operational to the design and
construction phases and the promotion of best practice in the profession are key areas
through which the CIOB tackle operational FM and Building Information Management
(BIM) is another way. BIM “models and manages information as well as graphics for

sharing information through construction and the whole building lifecycle, eliminating

21



the need to re-enter data, and avoiding data loss, miscommunication, and translation
errors” (BSRIA, 2013). Through the use of Continuing Professional Development (CPD),
CIOB encourages training and education to target weak areas and improve the skills of

involved professionals (CIOB, 2008).

2.3.1 Bridging the gap

Figure 2-10 shows how FM planning is integrated into a project brief for a new building.
Organisations streamline their business to deliver best practice, a value for money, show
social responsibility and a healthy respect for their environment. They must come up
with creative means of using their facilities in the best possible manner by applying

strategy to their business practices.

Figure 2-4: Coordination between business planning and FM planning at various levels
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The diagram originally presented here cannot be made freely available via LIMU Digital Collections
because of 'copyright'. The diagram was sourced from Ryd and Fristedt (2007)

This is where FM becomes strategic. According to RICS (2012), six gaps where FM can be
strategic and deliver on in the organisation are represented in the figure 2-11. The level
of strategic involvement and operational control of the facilities manager in any
organisation depends on the type of organisation and his/ her staff position. (Cotts,
2010), suggests placing the facility manager two organisational levels below the chief
executive officer to balance organisational access. This is a very important issue for the
manager. A junior organisational position increases the facilities manager’s difficulties in

efficiently performing duties.

Figure 2-5: Gaps in strategic FM

The diagram originally presented here cannot be made freely available via LIMU Digital Collections
because of 'copyright'. The diagram was sourced from RICS (2012)

Strategy from which strategic is derived means “An elaborate and systematic plan of

action”. Strategic FM is then defined for this purpose as planning an innovative line of
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action that will put the organisation ahead of its competitors whilst aligning itself with
the company’s core business and strategy. A properly constructed FM strategy can
provide genuine commercial returns as well as ensuring compliance, therefore
protecting the organisation and helping to provide a significant contribution to

corporate social responsibility and for the environment (RICS, 2009).

The traditional FM position worked with the place where the people and process meet.
An established process is acted upon by staff in a work environment but that has
changed today. Modern FM is so fluid today that most of the boundaries that restrict
what it can do and it is known for have, or are melting away. When it is well planned,

almost anything is possible for a facilities manager.

Figure 2-6: Developing FM strategy

The diagram originally presented here cannot be made freely available via LUIMU Digital Collections
because of 'copyright'. The diagram was sourced from Wiggins (2014)

Figure 2-12 by Wiggins (2014) show an example of how FM can be strategic. FM needs
to adopt a strategy for the department whilst working within the corporate business
strategy of the organisation and that strategy should be a point of reference and an
influence on any decision made on the premises. This is what is often missing in FM as

daily duties can become overwhelming to the detriment of strategy.
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Figure 2-7: Delivering Excellent FM practice

FM in any organisation should go from being merely operational to being strategic. It
needs to be seen as one of the major avenues for innovation as it is a necessary aspect
of innovation and modern fluidity in development. The operational aspect should be
funnelled through the strategic aspect of FM to ensure excellence in the field as shown

in

IFMA has come up with strategic facility planning as a term for strategic FM. The
strategic facility plan (SFP) can run from 2- 5 years and is defined as “the process by
which a FM organisation envisions its future by linking its purpose to the strategy of the
overall organisation and then developing goals, objectives, and action plans to achieve
that future. The result of the strategic facility planning process is the strategic facility
plan.” The SFP is developed in the context of the organisation’s master plan and must be
included in the annual facility plan too (IFMA, 2009). It includes three components:
understanding the prevalent culture of the organisation and its core values, an analysis
of the use of new and existing facilities in light of their location, use and condition; and a
plan that uses the non-core aspects of the business to meet the goals and objectives of
the organisation.

These three aspects lead to the four point process of understanding, analysing, planning

and implementing of the strategic facility plan (IFMA, 2009).
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2.4 Outsourcing

The rapidly changing landscape of FM and the wide range of activities discussed earlier
in this chapter have made it difficult to continually perform all organisational tasks in-
house. There gradually arose a need to outsource certain tasks especially non-core to
external service providers. This section discusses outsourcing in detail including
outsourcing in FM and how it can be used strategically to achieve FM and organisational

goals.

Modern outsourcing has its roots in farming out IT functions to other firms both in a
country and internationally. Outsourcing is a multi-billion dollar business in the world.
Lacity and Hirschheim (1993) write in their paper that the outsourcing business was
estimated to grow from USD 1.5 billion (GBP938, 086,500) in 1990 to USD 10 billion (GBP
6,253,910,000) in 1996. Outsourcing was responsible for GBP 79 billion of the UK’s gross

domestic product in 2007/2008, employing over 1.2 million people (DeAnne, 2008).

That was six years ago and the rate of expansion has continued to increase. The scope of
services being outsourced, the reasons for outsourcing and the amount spent are
variables that constantly change. FM typically covers the non-core but crucial services of
the organisation. To better monitor these services and reduce costs, these services get
outsourced to the service provider with the most favourable contract (Kurdi et al., 2011).
Staff involved in these non-core services have roles: clean office premises, have fully
functional facilities and friendly staff which when successfully managed, often improves

customer perception (Tucker and Pitt 2009; Chiang, and Birtch 2009).

Outsourcing is the ideal solution for organisations who want maximum output with
minimal internal resources. Your in-house staff on the other hand will need to get their
salary even when the organisation is not making profit (Booty, 2006). It is easier to sever
an outsourced contract than to let go of loyal staff that have been part of the
organisation for a long time. FM is one of the professions which benefit the most from
outsourcing as they are often the support structure of organisations and are therefore
non-core. This section will examine outsourcing in general including its advantages and

disadvantages and particularly what part it plays in FM.
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2.4.1 Definitions and reasons for outsourcing

Outsourcing is the procuring of material inputs or services by a firm from outside the
firm which can be done either on a domestic or international basis (Amiti and Wei, 2005).
Outsourcing is also known as the practice of hiring an outside firm to handle certain
operations for a business (Outsourcing institute, 2013). It has also been defined by
Taplin (2008) as “the delegation or handing over to a third party (external supplier)
mediated via a contractual agreement, all or part of the technical, process and human
resources, including management responsibility for transferred staff”’. This definition
covers the major issues organisations should be aware of when deciding to outsource. It
occurs when a customer organisation transfers the ownership and operation of a
business process previously performed in-house to a service provider in return for the
service provider supplying services back to the customer on agreed terms (Pinsent

Masons, 2008).

Outsourcing refers to the situations where an organisation contracts with another
organisation for the provision of a service that could equally be provided by a person,
unit or department within the organisation that requires the service (Cigolini et al.
,2011). Veredarajan (2009) defined it as the practice of a firm entrusting to an external
entity the performance of an activity that was erstwhile performed in-house which could
either be the manufacturing of a good or the performance of a service. Essentially,
outsourcing is a decision (strategic or otherwise), made by an organisation to externalise
part or all of their internal services to specialists (service providers) who will deliver

those services back to them on the basis of an agreed-upon contract.

Different structures are applied in the workplace depending on the business practice,
the size of the organisation or even the core business they engage in. This flows through
every aspect of the organisation and affects the FM department too. Some organisations
need to protect their core function, as such; they employ the majority of their staff on a
full time basis. Some others might prefer the flexibility of staff which can be increased or

decreased as necessary.
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A plethora of reasons for outsourcing exist and (Bragg, 2006; Cotts, 2010; Outsourcing
institute, 2013; McCarthy and Anagnostou, 2004; Verma, 2000) have detailed several of

them. Some other advantages have been added to this list.

Table 2-2: Advantages of outsourcing

Advantages of outsourcing

Organisations that outsource are able to concentrate on their core
business.

Outsourcing saves organisations money.

Contracted staff are better able to adjust to workplace changes

The expertise factor, where the outsourced company needs to provide
highly skilled workers enabling organisations easily access skills that
have been honed to a high degree.

Large scale contractors are better able to bargain for lower prices and
services which translate to lower costs for the client organisation.

Organisations have a better image as they appear to have fewer staff
that they work with.

The client organisation is able to reduce the floor space needed and
downsize their facility. This reduces overall cost of running a large
facility.

There is a higher level of service expected and delivered by the
external service provider staff.

There is a great abundance of outsourcing companies so there is no
great challenge at procurement. Deciding who to outsource to now
becomes the major issue.

Organisations do not need to employ more qualified staff as the
service landscape changes.

Better management of the organisation. There are fewer staff to
manage, hence there are lower turnover rates, better service
delivery and lower absenteeism.

Avoidance of major investments caused by trying to keep up with the
latest trends.

Small organisations or recent start-ups can improve their credibility by
hiring reputable service providers.

Outsourcing is excellent as a strategic tool.

Outsourcing might help organisations compete favourable with their
rivals and ensure they keep their customers

Organisations can improve performance in departments that are very
expensive to run.

Source

Cotts (2010); Outsourcing
institute (2013)

Cotts (2010); Cigolini et al. (2011)
Cotts (2010)

McCarthy and Anagnostou
(2004); Cotts (2010)

Cotts (2010)

Cotts (2010)

Cotts (2010)

McCarthy and Anagnostou
(2004);
Cotts (2010)

McCarthy and Anagnostou
(2004);
Cotts (2010)

McCarthy and Anagnostou
(2004);

McCarthy and Anagnostou
(2004);

Verma (2000)

McCarthy and Anagnostou
(2004);

McCarthy and Anagnostou
(2004);

Organisations that do not outsource often consider a breach in internal security as a
major deterrent to outsourcing depending on the service they deliver. Cigolini et al.
(2011) listed some disadvantages as loss of control over the daily running of that
department, the cost of setting up an outsourcing relationship, the cost of monitoring
the service providers to ensure quality delivery, the risks to company information

security and the loss of expertise that was formally in house.
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Raiborn et al., (2009) identified four broad categories in figure 2-18 under which the
negatives attached to outsourcing fall. These four disadvantages are considered as risks

to having a positive outsourcing experience.

Figure 2-8: Pitfalls of outsourcing

The diagram originally presented here cannot be made freely available via LIMU Digital Collections
because of 'copyright'. The diagram was Inspired by Raiborn (2009)

2.5 The outsourcing process

Successful outsourcing follows a series of steps that have been used over time to
institute business relationships between organisations. The need to acquire the best
services available to an organisation where its position in its sector and the amount of
funds available to it are considered encourage the tendering process. This process sieves
through all the potential contractors to find the best fit for the service in every
ramification. Booty (2006) explains the tendering process as consisting of three steps:
detailed specification of requirements, invitation to tender, and; preferred contractor

selection.

Cotts (2010) outlined several factors that should be considered when embarking on a

contract: Understanding company goals and objectives, A strategic vision and plan,
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Selecting the right vendor, On-going management of relationships, A properly structured
contract, Open communications with affected individuals and groups, Senior executive
support and involvement, Careful attention to personnel issues, Near-term financial
justification, and; Use of outside experts. The majority of these factors are people- based

and require communication for success to be achieved.

The terms of an outsourcing contract determines how it will be treated by both parties.
These terms are arrived at after negotiations have been satisfactorily made by both
parties. The different nature of services rendered lends itself to different types of
contracts so there is no universally accepted type but, there are basics such as the
parties to the contract, the essential terms, provisos, contract length and termination
clauses which should appear in every contract (Vetrakova, 2013). An outsourcing
contract will differ except for the basics and the final outcome depends solely on both
parties. It can be as detailed as including the number of external service provider staff
expected on site once the contract begins and have clauses either party deems
important for a successful relationship. Wiggins (2014) explains that there are different
types of outsourcing models an organisation can choose depending on their needs and

the resources available to meet those needs (see figure below).

Figure 2-9: FM outsourcing models

The diagram originally presented here cannot be made freely available via LIMU Digital Collections
because of 'copyright'. The diagram was sourced from Wiggins (2014)
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2.5.1 TUPE

The Transfer of Undertakings (Protection of Employment) (TUPE) Regulations 2006 (S|
2006/246) is defined in section 3(1) (a) as

‘a transfer of an undertaking, business or part of a business situated immediately before the
transfer in the United Kingdom to another person where there is a transfer of an economic entity
which retains its identity’. For this purpose, ‘economic entity’ is defined, in Regulation 3(2), as ‘an
organised grouping of resources which has the objective of pursuing an economic activity,

whether or not that activity is central or ancillary’ (McMullen, 2006).

This regulation exists to protect the rights of employees where their services are
transferred to another organisation in the event of a takeover, buyout or even business
outsourcing. It prevents termination of contracts owning to the transfer and ensures

working terms and conditions are kept as they appear in the employees’ contracts.

The 2013 changes to the TUPE regulations which came into effect in 2014 have several
small changes made to them. One of these proposed changes was the removal of service
provision from under the TUPE regulation but this was rejected. This means that
outsourcing and all staff who are connected to outsourced services in organisations will
continue to be affected by TUPE. The need to determine where loyalties lie should be
taken up by the service provider and client organisation to eradicate sources of
confusion. Divided loyalties especially for employees who get transferred under an
outsourcing contract leads to an inability to deliver best service as they might not be
sure who they work for. The popularity of TUPE amongst organisations makes it very
important to this study as motivation, responsibility for training and loyalty are some

areas that might get affected if the transition is not well done.

2.6 Ensuring service quality

Previous sections in this chapter have explained the evolution and business of FM, its
advancement into strategy, and its still evolving functions, one of which is outsourcing.
Despite the myriad challenges faced by organisations, the most important reason why
they went into business remains constant: the delivery of high quality service. The
nature of FM means that its focus is on the people and the services they offer so the rest

of this chapter will focus on successfully delivering that end goal.
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Outsourcing is a major aspect of the FM industry and its very nature brings the delivery
of service to mind. Catering, maintenance, customer care, cleaning and even I.T. are all
forms of service that FM is called upon to deliver in-house or through outsourced
means. This shows that all aspects of the FM industry involve the delivery of service to
those who need it or have paid for it and it is important to understand different services
in relation to FM and outsourcing. The rest of this chapter will focus on service delivery

and its recipient (the customer).

The face of service delivery is changing even though service technically remains the
same. The expectations keep rising and the feedback reception is immediate even by
indirect recipients of the service. Service demands a lot from organisations and requires
a heightened level of professionalism from organisations that are determined to stay
ahead. Tucker and Pitt (2009) report that customers attach a high level of importance to
front-end services thus marking the organisation up or down mostly based on their

perception of the front-end service.

The social age of online media has erased quiet responses and hidden negative reports
hence the perception of the service you deliver is as important as the quality. Peer
review means organisations need to put their best foot forward. This is often through
the services they deliver and the staff that deliver them. Training all staff, both in-house
and outsourced to give the customer what he/she requires is the way forward. Inability
to socialise the external service provider staff adequately can lead to disastrous results
as the client might be unable to differentiate in-house from external service provider
staff. An ideal partnership will have both the service provider and the client organisation
socialise the external service provider staff to ensure proper integration into the

organisation and to improve ‘cultural-fit’.

Another point to consider is that service is different from both the perspective of the
organisation and the customer (Johnston et al., 2012).The Meyer and Schwager paper of
2007 reported a survey conducted by Bain and Company of 362 companies. The survey
showed that 80% of the organisations believed their service to be superior but this was
only corroborated by 8% of their customers. Such a huge disparity in perception only
confirms that the service provided by an organisation will be measured by different

yardsticks on their part and that of the customer. Such differences are even more
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worrisome in today’s almost unlimited market. There are several options available to
customers even in specialised markets. This is especially true in the field of FM where
there is an abundance of service providers. It is easier for organisations to keep their
service providers where their requirements are being met as they are unlikely to risk
their reputation by changing their outsourced partners on a whim. Nevertheless, they
will be on the lookout for a better outsourced partner if they develop issues with their

current one.

The ardent desire to improve organisational position through improved service delivery
can have a huge part attributed to competitiveness between rivals whom are trying to
attain outstanding results in a tight market (Pansoo and Jang-hyup; 2013). This theory
also propels a shift in the attitude of public sector organisations as they will be left
behind the private organisations if they do not update their products and services. Any
such perception by the customer will reduce their patronage and increase the chances

for the private sector to excel.

Johnston et al. (2012) in figure 2-19 shows the outcomes received when certain
processes are put into operation. The staff being one part of the equation is very
important to consider especially as the human factor is more unpredictable in relation
all others. Prior preparation and training will go a long way in determining the outcomes
achieved and this training is as important for external service provider staff as in-house

staff.

Figure 2-10: Service provided and received.

The diagram originally presented here cannot be made freely available via LUMU Digital Collections
because of 'copyright'. The diagram was sourced from Johnston et al. (2012)
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2.7 Customer satisfaction in FM

Siu et al. (2013) defines customer satisfaction as a pivotal element in long term customer
relationships making it a must for a successful business practice. In general, customers
are deemed to be happy when services/ products meet their needs, desires and
requests (Helgesen, 2006). Customer satisfaction is derived from the totality of the
customers’ experience and does not always depend on the quality of service provided
though higher quality often leads to increased satisfaction (Ghandhi and Agrawal, 2013).
Organisations need to keep the customer in mind when delivering services, as the
customer is the main reason they are in business (Parke, 2012). Customer satisfaction in
FM is even more important as a lot of the outsourced functions have a direct bearing on
the customer. Research done by Tucker and Pitt (2009) shows that customers appear to
be positive towards service delivery in FM. This is excellent feedback as facilities
managers can build upon this information to deliver even better service. As seen earlier
in this chapter, FM can be practiced as a service provider, in-house or as a consultant. It
can be practiced by all sectors of the economy and can be implemented at the start of a
project (best option) or later on in the project. FM can also be practiced in a Small and

Medium Enterprise (SME) or a worldwide conglomerate.

Customers who patronise an organisation will have no idea what services are outsourced
or in-house as that is not a priority to their patronage. Their main focus will be on
receiving service commensurate with, or exceeding their expectations. This will go
smoothly where the staff have been trained on what to expect and do, and where the
servicescape and service delivery process have been perfected and set to meet the
clients every expectation This smooth transition does not often occur where the staff in
guestion are outsourced for a variety of reasons. Their loyalty is the first point of conflict
and is one of the issues that will be questioned at the data collection stage as the
external service provider staff will not understand his/her true place in an organisation
except where it has been specifically imparted. The aforementioned diverse nature of
FM makes its stakeholders wide and varied as well. They cut across all sectors and
industries as facilities are a part of everyday life for most people from schools to prisons
but there are certain groups that can be found in all of these industries. These two
groups are the major stakeholders that can be found in any setting and any field as they

are necessary for any FM relationship to exist and they are:
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= The FM client

= The service provider

These stakeholders are the determinants of success and failure in the business and so
need to be discussed. The stand they take can lead to unimagined heights of success or
make them lose their competitive edge. All stakeholders in FM fall under this broad
segments but there are other small stakeholders like the consultants who work on
behalf of one or in some cases both segments to find the best work solution for the

organisations involved.

2.8 The customer experience

A customer is the recipient and often also a provider (co-producer) in a service process
and refers to every individual unit or organisation to whom and often with whom an
individual unit or organisation provides service (Johnston et al., 2012). A customer is the
most critical aspect and the focal point of any business (Tatikonda, 2013) as they are the

reason there is a business in the first place.

The customer experience is built by what a customer knows about a product or an
organisation and can often starts long before any purchase is even made.
Communication has never been as good as it is today and this plays a great part in how
products are perceived as the internet can tell a lot to prospective buyers. Friends,
advertisements, fellow buyers and other subtle messengers also affect the customer’s

perception of a product or service.

Meyer and Schwager (2007) defined it “the internal and subjective response customers
have to any direct or indirect contact with a company. Direct contact generally occurs in
the course of purchase, use, and service and is usually initiated by the customer. Indirect
contact most often involves unplanned encounters with representatives of a company’s
products, service or brands and takes the form of word-of-mouth recommendations or

criticisms, advertising, news reports, reviews and so forth.”

It was also defined as the customer’s cognitive and affective assessment of all direct and
indirect encounters with the firm relating to their purchasing behaviour by Klaus and

Maklan (2013). There is a stress on the use of all as it is not meant to show the
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customers perception in view of their initial expectations; rather it is meant to cover all
of their encounters with the organisation from when they first learn of them till their

transaction is over. This is summarised effectively by Verhoef et al (2009), who state:

The “customer experience construct is holistic in nature and involves the customer’s
cognitive, affective, emotional, social and physical responses to the retailer. This
experience is created not only by those elements which the retailer can control (e.g.,
service interface, retail atmosphere, assortment, price), but also by elements that are
outside of the retailer’s control (e.g., influence of others, purpose of shopping). The
customer experience encompasses the total experience, including the search,
purchase, consumption, and after-sale phases of the experience, and may involve

multiple retail channels.”

The physical environment (servicescape) is an important aspect to consider when
delivering service. A service scape is the environment in which a service is performed.
Taken from ‘service’ and ‘landscape’, it refers to the physical environment which the
customer will encounter while receiving a service. It includes the interior outlook,
temperature control, lighting, use of space, the sense of comfort or even a particular
smell or odour which can be attached to an organisation in the sub-conscious of a
customer (Wakefield and Blodgett, 1996). The intangible nature of service makes it
difficult to determine its quality hence a customer needs to judge it in another form or

manner.

Considering its importance, organisations take their servicescape very seriously and
endeavour to create the right atmosphere in which business can take place. Customers
often use the servicescape as an indicator of the calibre of service they are receiving or
expect to receive (Reimer and Kuehn, 2005). It is one of the several cues they put
together to determine if they have received quality service or not. Pretty much like the
end product or the staff that performs a service, the servicescape helps the customer
associate a high or low rating with the organisation. The soft services of cleaning and
maintenance are very instrumental here as they play a huge part in the customers’
perception of the servicescape. Whilst it is not usual for the cleaner to work when the
customer is receiving service, this is not as uncommon as we may think e.g. chain stores
that open round the clock have to maintain hygiene standards somehow. Such situations

can either improve or worsen the customer experience. This evidences the importance
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of socialising all staff whether they are perceived to have direct contact with the

customer or seen as back office/ soft service staff.

Verhoef et al. (2009) in figure 2-21 presented a concept of the customer experience
which shows all the aspects through which the customer experience is built and
consequently, how organisations can manage the experiences of all the customers they

come in contact with them.

Figure 2-11: Conceptual model of customer experience creation.

The diagram originally presented here cannot be made freely available via LUMU Digital Collections
because of 'copyright'. The diagram was sourced from Verhoef et al. (2009)

The social environment portion of the model is where the service personnel fall. The
external service provider staff that are important to this research are within this
construct and it shows how critically all employees should take the customer experience.
Shorter interactions like grocery shopping where no binding contracts exist between the
customer and the business are even more delicate as it is easy for a dis-satisfied

customer to leave.
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Organisations which take the customer experience seriously are able to develop a
competitive advantage as customers are more inclined to return to a store which they
are satisfied with. True to human nature, there is a reluctance to change a service
provider when there is a positive experience. This is important to this research as
customers who are satisfied with the product and the staff who deliver this product are

less likely to seek out other service providers.

The customer experience covers every area of the organisations’ product: the quality of
customer care, of course, but also advertising, packaging, product and service features,
ease of use, and reliability (Meyer and Schwager, 2007). It is difficult to improve the
customer service experience except the organisation shows dedication to change which
should be reflected in employee attitudes and even processes or company structure.
This will be great work practice if the integration of external service provider staff is to
be considered. Ensuring they are a seamless part of the team should be a bonus point
for an organisation that cares about improving customer experience. The obvious
benefit of improved customer satisfaction alone should be enough to drive this (Klaus
and Maklan, 2013). A satisfied customer often increases patronage by word-of-mouth
and will most likely become a repeat customer him/herself as experience is seen as a key

determinant of satisfaction and loyalty.

2.8.1 What constitutes the customer experience

Customers assess satisfaction on different levels as described by Tatikonda (2013) and
seen in figure 2-22. There are the threshold attributes, the performance attributes and

the delightful attributes.

Threshold attributes are basic values customers expect when a service is being delivered.
Absence of these attributes leads to outright dissatisfaction. Performance attributes are
the second level and their inclusion in service delivery makes the customer delighted as
they improve the quality level of service received. Finally, the delightful attributes are
often not considered by the customer but their inclusion creates a feeling of value. One
important point to note is that delightful attributes eventually become performance
attributes and finally ends up as threshold attributes. The quest for higher value is ever

active and innovation is the key to keeping customers happy.
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Figure 2-12: Attributes of the customer experience

The diagram originally presented here cannot be made freely available via LIMU Digital Collections
because of 'copyright'. The diagram was adapted from Tatikonda (2013)

There are different aspects that come together to make up what the customer
experiences when receiving or purchasing a service as described by (Johnston et al.,

2012) and shown in figure 2-23.
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Figure 2-13: Components of the customer experience

The diagram originally presented here cannot be made freely available via LIMU Digital Collections
because of 'copyright'. The diagram was adapted from Johnston et al., 2012

All the above factors are important to a customer in determining if they have been
satisfied but customer intimacy; the extent to which the customer feels valued by the
organisation and, interaction with other customers will have a less noticeable effect on
satisfaction if they are not met. Personal interaction, responsiveness of the service staff,
flexibility of the forward-facing staff, ease of access and courtesy go a long was in
satisfying customers and mollifying upset clients. A properly tailored socialisation
process will need to represent all these factors in the measure in which they are needed
as determined by the organisation. Whilst organisations can strive to meet or even
exceed these factors, it is difficult to know when success has been achieved. This led to
the need for some measure of customer indications to be taken to foster better service

in the future.
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2.9 Measuring customer satisfaction

The incredibly completive world of service delivery has compelled organisations to
continuously search for ways to improve the service they deliver to their clients with the
view to keeping them and gaining more clients. Good references bolster client’s bases
and produce a feeling of achievement. Alternately, previous clients can spread negative

reviews which can damage goodwill and deplete the client base all too quickly.

It is also far more expensive to gain new clients than to work at retaining old ones
(Tatikonda, 2013). You will need to fight the competition for them and most clients are
content to stay with the familiar provided their needs are met to their satisfaction. This
does not mean that every customer that changes its’ service provider is dissatisfied but
it is true in most cases. This translates to higher profit margins when loyal customers are

retained.

According to Tucker and Pitt (2009) customer service was not a key function but today
tells a different story. They are now important strategic tools for increasing effectiveness
and value by the service provider. Understanding the delivery of a good or service from
the perspective of the customer is also instrumental in improving service quality as the
customer is the final consumer. Confirmations of excellence or obvious gaps that are
reflected both give the organisation an idea of their current standards and can produce

strategic concepts for future delivery.

These major reasons and the natural human need to learn, achieve and improve had led
to the desire to measure customer views on service and determine their satisfaction

level.

Klaus and Maklan (2013) have put together 6 tenets that should be considered when
measuring the customer experience. After all, you can only get better when you know

where you’ve failed or are lacking.

1. It is assessed as an overall perception by customers and not as a gap to
expectations.
2. Customers’ assessment is based on overall value in use and not just a

summation of performance during individual service episodes.
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3. The measure of experience has a broader scope than that proposed by
SERVQUAL. It includes emotions and peer influences.

4. Experience begins before service encounters and continues after the
encounters.

5. Experience is assessed against service encounters across all channels.

6. An ideal measure should link more directly to customer behaviour and

business performance than do either SERVQUAL or customer satisfaction.

Ensuring that the FM department of an organisation reflects the core services of that
department are is very important. It doesn’t really matter whether it is in-house or
outsourced anymore. A partnership is formed and certain standards are now expected
of the partners. When an outsourced company does not perform up to the standard
stipulated in its contract, an organisation can search for a better one. This motivates
companies to give their best to their partners. An example is that of organisations now
demanding green cleaning products and asking that they be sourced nearby to reduce
transportation costs which in turn reduces carbon emissions (RICS, 2009). Smart
partners will strive to meet these demands to ensure they retain their customers. It is
also important to establish key performance indicators (KPI’s) and service level
agreements (SLA’s) to ensure the organisation’s core goals are being met and realised.
These measures are “a common set of metrics, benchmarks, and performance standards

for operation across borders” (Global FM, 2007).

Benchmarking is used by organisations to check if they are with their colleagues or
behind. A good example of this will be the energy efficiency demanded of all buildings.
An organisation can check its performance against that of building similar in age and use
or do a comparative analysis. Furthermore, a lot of customers and fresh graduates now
consider socially responsible organisations when doing business or choosing a job. They
compare companies before picking one that meets their requirements. This, in its own
little way encourages companies to adopt better social values to stay ahead of
competitors. Facilities also, now consider space management a priority to make the

most efficient use of the net area available to them (RICS, 2009).
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2.10 Chapter summary

FM is an established profession today. Its emergence over three decades ago as a
profession that spans several fields of knowledge was and still is surprising to
many but its continually changing landscape shows that the transformation is not
complete and in reality, might never be.

It is better recognised now but it’s ever changing scope makes it difficult to give
it a permanent definition. What is clear though, is that FM creates a balanced
system which supports the business processes and services of an organisation
and often achieves this by outsourcing services to an external service provider.
Outsourcing can be highly beneficial to organisations especially to minimise costs
but it is now used a strategic tool by most organisations to improve the services
they deliver to their customers.

Strategy is a tool countries, organisations and individuals can adopt when
planning to achieve a goal or objective. It is often innovative, seeking the best
path and can be used as a guide as well as a weapon to gain an advantage with
rivals.

Strategic FM therefore uses FM as a business tool to advance the cause of the
organisation and not just a support system.

Outsourcing refers to the situations where an organisation contracts with
another organisation for the provision of a service that could equally be provided
by a person, unit or department within the organisation that requires the service
Outsourcing is a critical cornerstone of FM and will continue to be so for the
foreseeable future. This means facilities managers must become strategic about
the contracts they enter and how they manage their outsourced functions
especially the human element.

Customers and their patronage dictate majority of an organisations strategy and
direction, therefore their satisfaction is a critical aspect of every business.

The change in the way we communicate has an impact on every other aspect of
our daily lives. We've now come to expect the best service possible as the social
media shows that there is always better to be had. This puts the pressure on
organisations to constantly produce the best service possible or risk losing their
customers.
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3. Culture and Socialisation in Organisations

3.1 Introduction

The study has discussed the ever-evolving face of FM and outsourcing and it’s constantly
widening scope of activities. The complexity of contracts was confirmed by BDO Stoy
Hayward (2007) where 83% of participants in their BIFM survey believed that the
bundling of FM services is increasing 83% and 72% expected contracts with supply chain
partners to get more complex. The same research shows that 67% of facilities managers

believed that training will reduce attrition amongst staff members.

Today, training of staff is even more important than it was in 2007 and that starts with
the socialisation of all new employees either in-house or outsourced. Tucker and Pitt
(2009) have termed the alignment of staff in an organisation ‘Cultural Fit’. This study has
refined it further to fit the research area as: ‘FM cultural fit in external service provider
employees’. It determines staff reaction to different scenarios and the ability of
organisations to socialise new employees will determine the level of service they are
able to deliver to their clients. Figure 3-1 shows that when in-house, outsourced and
consultant staff work together; they will produce quality service delivery to the

organisation’s customers.

PN

TN

External
service
grovider

In-house
staff

—

High quality service delivery to customers

Figure 3-1: Delivering high quality service to customers.

44



Human culture is the basis by which all humans interact and understand each other. It is
a universal concept and everyone born has a culture, which can be strongly apparent in
cases where an individual is little travelled or more diluted as individuals encounter and
relate with people from other cultures. Culture is a term that is applicable to numerous
professional fields which makes it important for clarification to be made whenever it is
used. It is applicable to medical sciences, life sciences, social sciences and the
management field. The concept of culture in any context dates back to the beginning of
civilisation which makes any attempt to date it difficult though there has been research
done to determine what culture means in social sciences and how it can be established

today.

3.1.1 Origins and definitions of culture

Every human being carries their own patterns of reasoning, feeling and reaction which
have been acquired throughout their lifetime. Hofstede (1991) argues that a person’s
source of mental programming usually lies within the social environment in which the
individual has collected their life experiences. This ‘programming’ is often invisible and
lies beneath the surface of human consciousness, only surfacing when we need to
interact with the environment and society (Schein, 2004). Culture is a particular way of
life, usually of a people (Storey 1993) and affects how they work, think, relate and even
their relaxation periods and methods to a great extent. It is learned and helps people

interact and communicate with those around them (Luthans, 2005).

Along with language, there are several other forms through which humans communicate
and exchange information. These other methods of communication and exchange build
up the social network of a group of people and are passed on from generation to
generation. They comprise rules of conduct, stories, songs, dances, music and rituals and

a way of making and doing things (Isaac et al., 1989).

Schein defined culture as “A pattern of shared basic assumptions that was learned by a
group as it solved its problems of external adaptation and internal integration, that has
worked well enough to be considered valuable and, therefore, to be taught to new
members as the correct way to perceive, think and feel in relation to those problems”

(Schein, 2004). Schein’s definition has been used for a long time in the management
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field because of its all-encompassing nature. Other definitions are also bound to evolve

as culture itself is still being studied in an attempt to better understand it.

Culture is what becomes accepted as the norm for everyone under its influence and
provides the standard by which they relate to their environment Edgar and Sedgwick
(2002). Culture is the underlying bedrock that defines a society and provides the moral,
social, religious, economic and physical guidance for everyone connected to it. Edgar and
Sedgwick (2002) suggested that culture can be seen as the chalk used to write whatever
we want on the blank slate that is the human mind at birth. This paints a picture of how

powerful culture can be and how it can be used as a tool of development.

In light of this and to build upon previous definitions, culture can be defined as an
established set of constantly re-evaluated values passed down to new members of a

society to distinguish them and ensure their continued survival.

3.2 Organisational theory and culture

Organisational culture is simply how processes and issues are handled in an organisation.
It was defined as the informal values, norms and beliefs that control how individuals and
groups in an organisation interact with each other and with people outside the
organisation (Vazirani and Mohapatra, 2012). Organisational culture rarely exists in a
pure form as people often add fresh layers of culture from every organisation they’ve
been a part of which influences the decisions they take on a regular basis. It is an
amalgamation of the original culture which the founders wanted to portray, fused with
all the cultures of the employees that have passed through the doors of that
organisation. The intended culture is often a factor of national, regional and professional

cultures which determine operation (Hatch, 1997).

However, the cultures brought in by the employees remain the strongest influence on an
organisation’s culture. Everyone taking up a new job comes with different expectations,
goals, attitudes and ethics which are borne of the culture they have acquired from birth
up till their last place of employment. (Buelens et al, 2006, Cox, 1994). This does not
totally eliminate the organisation’s basic culture. It merely enhances it in most situations

and helps it stay flexible which is a key requirement of growth.
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3.2.1 Organisational behaviour

Cole (1998) explains that organisations are regularly evolving and change from one
moment to the next due to the human components whose physical, emotional, and
intellectual states vary on a constant basis. It is thus imperative to study how to get the
best that we can from these interestingly diverse bodies. A broader definition with
similar terms: “organisational behaviour is the multidisciplinary field that seeks
knowledge of behaviour in organisational settings by systematically studying individual,

group, and organisational processes (Greenberg and Baron, 2003).

Organisations are collections of people joining together in some formal association in
order to achieve group or individual objectives (Dawson, 1996). “An organisation is a
structured social system consisting of groups and individuals working together to meet
some agreed-upon objectives. In other words, organisations consist of people who,
alone and together in work groups, strive to attain common goals” (Greenberg and

Baron, 2003).

In figure 3-3 below, culture, technology, physical structure and social structure all
interact with each other and the environment at different levels. They are all extremely
important in defining the organisation that exists in a certain area or society and their
influence might be subtle but it is necessary to note that they are always present (Hatch,

1997).

Figure 3-2: Five Circles Framework

The diagram originally presented here cannot be made freely available via LIMU Digital Collections
because of 'copyright'. The diagram was sourced from Hatch, 1997
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These definitions are meant to buttress the importance of people in organisations. The
true study of behaviour in organisation is to understand what happens at the individual,
group and organisational levels as shown in the table below but emphasis is placed on

organisational culture which is explained in the next section.

Table 3-: Individual, group and organisational level processes

Level
Individual Group ‘ Organisational
Independent decision | Communication Structure
making (coordination, control,
Characteristics human factors)
Motivation levels Leadership \ Design
Memory and learning
capacity of individuals
Managing stress Change

3.2.2 Organisational culture

Organisational culture is the set of rules, often unspoken which govern the way staff of
an organisation behave, and relate with each other (Schein 1985). Gregory et al. (2009)
posits that individuals will behave in a manner consistent with the organisations’ rules
which indicates that whatever is expected of employees should be integrated into the
organisational culture. Buchanan and Huczynski (2010) relate culture to the personality

of an organisation.

The current wave of interest in organisational culture dates back to the 1980’s (Alvesson
2002). The possibility that managerial issues could be easily resolved by successfully
managing the people in that organisation was an exciting one which CEO’s and managers
pursued wholeheartedly. Organisational culture thus became a fad which gave birth to

several theories and frameworks on organisational behaviour.

For the purpose of this research, organisational culture will be defined as a dynamic and
complex system of social patterns that govern the mechanism of core beliefs and
assumptions, values and behavioural rituals by which an organisation relates with itself
and external bodies. ‘Dynamic and complex’ because of the layers of culture that are

blended together to become the ‘mechanism of core beliefs’ or an internalised code of
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conduct. ‘Values and behavioural rituals’ are the criteria by which the organisation and

its staff assess themselves and others.

Organisational culture has several uses as coined by Cheung et al. (2011) and listed

below:

® |t conveys a sense of identity for the organisation’s members.
= |t facilitates the generation of commitment to the organisation.
= |t enhances the stability of the organisation.

= |t can be used to guide and shape behaviour.

An important point to note concerning commitment is that, organisational culture can
foster long term dedication by staff or be the advocate for mass turnovers. It can be
closely linked to motivation as people are more willing to stay in an environment where
they feel comfortable. Monetary benefits and promotions are unlikely to beat a sense of

welcome.Schein (1985) defines organisational culture as existing on different levels:

= The core at which lie people’s assumptions and beliefs which influence our
‘common sense’ view of the organisational world.
= Cultural values which lie at the intermediate level; and,

= At the surface, culture manifests itself as behaviour.

Figure 3-3: Schein’s three levels of culture

The diagram originally presented here cannot be made freely available via LIMU Digital Collections
because of 'copyright'. The diagram was adapted from Schein, 2004
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3.3 Socialisation

Socialisation is the “active creation of a new identity through a personal definition of a
situation” (Reinharz, 1979). This often takes place when an individual transfers from one
group to another within a social structure. It is the “totality of modifications produced in
the individuals’ relationship with their environment (material, social, mental) as a result
of interaction with others.” (Berry et al., 1996)This means absorption of the prevailing
culture in which an individual is found. Socialisation is the manner by which man adapts
to his immediate environment to ensure survival and avoid sticking out. The socialisation
process is used either formally or informally in schools, universities, new homes or jobs
to make newcomers feel welcome and adjust accordingly. Informally, it can be learned
by watching what those already established in the environment one wishes to
understand. Praise and encouragement easily point the way towards right behaviour
while negative comments, punishment and ridicule are sure pointers of wrong behaviour.
These positive and negative feedback quickly show what language is appropriate, what

to wear, where to eat, to whom to speak, etc. ( Buchanan, Huczynski, 2010).

Socialisation refers to the process by which persons acquire the knowledge, skills, and
dispositions that make them more or less able members of their society (Hall, 1987).
This definition shows socialisation to be a process a person passes through before they
can be seen as a member of that society. They will likely spend time to understand what

is important to the society they find themselves in or would like to a member of.

3.3.1 Person-organisation fit

Job seekers consider more than the financial benefits and the prestige associated with a
job when they apply. They also wish to derive satisfaction in their role, feel fulfilled and
‘belong’ in the organisation. Organisations regularly worry about the suitability of new
recruits and how they are adapting to the work environment as a result of the time,
effort and money spent on recruiting and training (Taormina, 2009). They aim to reduce
high turnover rates and low motivation issues by trying to select employees suited to the
job. This has led to a rise in person profiling to check the suitability of incoming
candidates for the job they seek to do. This led Hesketh and Myors (1997) to state that

the person who seeks a job and the organisation s/he wishes to work for have a large
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part to play in socialisation and adaptation. There is a higher level of satisfaction when
congruence exists between them where congruence is defined as the extent to which
the organisation's resources and an individual needs and skills are mutually satisfying

(Feldman, 1976b). This level of congruence has been termed person-organisation fit.

Person-organisation fit has been defined as the compatibility between people and
organisations that occurs when: (a) at least one entity provides what the other needs, or
(b) they share similar fundamental characteristics, or (c) both (Kristof, 1996). Kasimati
(2011) explained the various levels of person-organisation fit found and they are briefly

outlined in the diagram below.

Figure 3-4: Levels of person-organisation fit

The diagram originally presented here cannot be made freely available via LIMU Digital Collections
because of 'copyright'. The diagram was adapted from Kasimati (2011)

Person-organisation fit is most easily achieved where the behaviour, vision and
characteristics of the employee or job-seeker reflect that of the organisation he is in or
seeks to join. This ‘fit’ should be the goal of every service provider and client
organisation where socialisation is concerned. Ensuring the satisfaction of both the
employee and the organisation will lead to an ease in adapting external service provider
employees into their assigned organisation and reduce the headaches associated with
non-congruence. It also leads to a reduction in turnovers as employees are more content

(Kasimati, 2011).
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3.3.2 Components of socialisation

Socialisation does not exist in a vacuum. It is a bundle of parts which is used as
machinery by organisations to socialise new recruits. Assimilation of new concepts and
behaviour is a gradual process which involves both the brain and different aspects of

social behaviour in an organisational setting.

Absorption of the prevalent organisational culture that exists in a workplace is the goal
of socialisation, so its components are derived from organisational culture itself. These
components are displayed below and the diagram shows that they all work together

with organisational culture as an anchor.

Socialisation components are essentially the several ways in which a new culture is
passed on to the new members of the society. The processes, rituals and routines,
stories and symbols, norms and organisational structure can either be taught formally
through a socialisation process or picked up informally by the new employee.
Punishment and rewards are used to reinforce the knowledge they want retained by the

employee or to help remove previously imbibed culture.

Organisational structure
and processes

(-]
¢
¢

Stories and symbols

000000 Q
— Norms Cultural Q Post-
socialisation QOO0 O socialisation O QOO OOO socialisation

-

Rituals and routines O

QOO000O0 O

Punishment and reward O

Q00000

Figure 3-5: Components of Socialisation
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3.4 The socialisation process and possible barriers

Socialisation follows a pattern and often begins long before the employee resumes at his
duty post, in some cases even before the appointment has been awarded. Often, some
employees seek the glamour or perks associated with having a particular job with an in
depth understanding of what they will be required to do. When this occurs, the work
environment can either exacerbate or alleviate the feeling of inadequacy. Feeling
welcome in an environment will give the recipient time to adjust to it even in cases
where there is a negative aspect. The newly employed staff also has to decide if it is all
worth it. They are able to confirm this by the level of satisfaction they derive from the

job. The various stages of the socialisation process are explained below.

3.4.1 Anticipatory socialisation

Human beings have the capacity to think, understand and anticipate the older they get.
Starting something new is rarely met with a total lack of awareness especially in cases
where there has been some sort of forewarning. Feldman (1976a) explains that the
employee forms opinions about the organisation at this stage through discuss with
prospective employers and the final decision made concerning employment. He
postulates two aspects of anticipatory socialisation as realism and congruence where
realism is the extent to which the employee was right about the new job. Congruence is
the level of satisfaction the employee derives from the job and his/her ability to
successfully carry out the job role. Cases where the anticipation of the new employee is
not met often leads to low satisfaction with the job and increases the probability of

leaving the job (Scholarios et.al. 2003).

3.4.2 Accommodation

The encounter stage is where the employee is able to understand what really goes on in
the organisation, how it is run, who runs it, and a general sense of awareness. Here, the
actual journey to become a member of the organisation begins. They start the slow
morph that makes them a recognisable member of the organisation to outsiders. New

staffs imbibe a new way of doing things even when they have carried out those tasks in a
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previous workplace. They learn to become productive members of the team by carrying
their own share of the work. They also learn about their new colleagues and begin to
form a relationship with them. Bosses, level-colleagues and subordinates are courted or
shown who is boss. The dynamics are set for future interactions and if a bad impression
is made at this point, it might take a while to undo it if it ever can be undone. In
organisations with close-knit teams, this might take longer and the employee has to

carefully follow the rules in order to avoid losing their fledging trust.

3.4.3 Role management

The third step in this process is the struggle for balance that the new employee embarks
upon. There is a need for better management of all the roles we assume both at work
and on the home front. Family and responsibilities both outside the workplace and the
home front also have to be managed. Priorities have to be set even in the workplace as
the demand on their time may come from more than one source at work. Managing a
place in the team and overseeing various aspects of the organisation is a regular role
description for the facilities manager. A facilities manager needs to be organised if
he/she is to achieve set goals and objectives in the workplace. Coupled with
responsibilities outside the workplace, there is a need for flexible schedules, delegation
of duties, and the resolution of both conflicting demands and clashes that occur as a

result of personal issues.

3.4.4 Barriers to socialisation

However, there are often significant barriers to training within the Real Estate and FM
sector. These barriers typically revolve around a lack of time, financial constraints, staff

reluctance to participate and difficulties overcoming language barriers.

Additionally, employers may also be reluctant to invest in training if they feel that they
will not get the benefit of this training in the long-term. For example, high staff turnover
rates within the services to buildings and landscapes sub-sector often deter employers
from investing in staff due to concerns that once the training is completed staff will

search for better paid employment. (UKCES, 2012).
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3.5 Organisational socialisation

Socialisation of staff in organisations is the series of initiation rites through which newly
recruited employees adapt to their new jobs, the work environment and create a
professional identity for themselves. This process is commonly referred to as
organisational socialisation. Organisational socialisation is the process by which new
hires acquire the attitudes, behaviours, and knowledge required to participate and
function effectively as a member of an organisation (Van Maanen and Schein, 1979).
This Organisational socialisation provides new recruits with a set pattern of behaviour
they can emulate to enable them blend into the organisation (Buchanan 2010). In
essence, organisational socialisation is the key to ensuring a seamless entry of newly
employed staff. (Ge et al., 2010). The level of socialisation that occurs in the employee is
reflected in how well they are able to adapt the set-down socialisation procedures in

addition to their own individual characters.

This process is necessary to preserve the current organisational culture which is the
basis on which most organisations are run. The way and manner of business is what has
worked in the past and distinguishes them from rival companies, and there is often a
need to teach this culture to newcomers. Simple practices like a colour code to show
uniformity to a certain manner of speech can be used as artifacts to identify the

organisational culture of an employee.

Whilst it is very important to watch what new employees are ‘taught’, the way and
manner in which they are taught is even more important. Employees can either be taken
through a process (institutionalised), or left to go through the process on their own by
depending on their natural proactive abilities (individualised). Ashforth et al. (2007)
shows in Figure 3-11 that the process the new employee passes through has a high
impact on the final ‘fit’ they achieve in the organisation. The use of investiture to build
upon the characteristics the organisation desires coupled with a previously proven
method of socialising new employees will have a positive effect on the ease with which
they adjust. Finally, they build the employees’ confidence and encourage them to exhibit
proactive behaviour which can only be positive in this light as all instances of self-doubt

and uncertainty can be dispelled. The results of high performance, organisational
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identification, and job satisfaction can be felt. There will be a reduction in intentions to

quit where the staff are comfortable in their work roles and the organisation.

Figure 3-6: Organisational socialisation methods

The diagram originally presented here cannot be made freely available via LIMU Digital Collections
because of 'copyright'. The diagram was sourced from Ashforth et al. (2007)

3.6 Socialisation models

The organisational socialisation process focuses on assisting the newcomer learn the
behaviours, attitudes, and skills necessary to fulfil their new roles and function
effectively as a member of an organisation (Fischer, 1986). This socialisation process
varies from organisation to organisation and is dependent on their goals/ objectives and
the role the new recruit will take up. These models have been proposed by various

researchers to explain the different ways in which organisations integrate new recruits.

Proposing a socialisation framework for the external service provider staff is important
for the aim of this study to be achieved. The selection of an existing or the creation of a
new framework is important for a high cultural fit to be accomplished in staff routinely.
This has prompted the examination of existing socialisation frameworks to determine
the best fit. New studies should always be based on previous studies where some exist
to ensure the accumulation of scientific knowledge (Nieto and Perez, 2000). This ensures

continuity and prevents repetition of similar studies also allowing for gaps, mistakes and
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further direction. The use of a theoretical framework is necessary as globalisation has
brought the rising number of international research studies to light which will allow for
more precise detection of gaps within existing knowledge across all borders

(Amaratunga and Baldry, 2003).

Amaratunga and Baldry (2003) proposed four issues to consider when attempting

incorporating existing theory into an on-going research:

e Examine existing models
e Study practices
e Look for theoretical explanations; and

e |dentify potentially useful theories and compare them with practice

To a great extent, this research will observe the above issues in the examination of
socialisation models. Several theories currently exist on the best socialisation process for
employees (Saks and Ashforth 1997). A selection of these popular frameworks has been
chosen for adaptability to this study as shown in section 3.7. Not all of these models are
applicable to the external service provider employee. Feldman and Wanous have the
models with components best suited to the study as they have designed processes
which are may be adaptable to the external service provider staff. The models discussed

below can be seen in the figure.

~
Buchanan’s three stage early ) T
e A five year plan for socialisation
career model
\ p )
Feldman's three stage *This framework shows the significant portion of anticipation

del that new employees go through before they assume their role
moae in the organisation )
<

Wanous's integrative N . A
¢An individual journey to socialisation
approach

J
<

Pascale's 7 step approach | *A detailed approach to socialisation which includes mentoring
J
S

o *This framework proposes an informal approach to socialisation

Schein’s three stage model and allows new employees find their way in the organisation.

J

Figure 3-7: Socialisation models
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3.6.1 Buchanan’s three-stage early career model.

Buchanan’s early model is a detailed socialisation process which was developed with
long long-term employees in mind. It is a five-year plus socialisation process that though
detailed, will need an employee signed unto a long term contract to execute. It holds
that the first year is the most important as employees have a special desire to conform
to the organisational membership and their general outlook is often formed during this
period. There is a high level of concern with job security and acceptance by colleagues
often prompting an attachment to other established staff or a mentor for guidance/
reassurance. Another area of concern is the type of work undertaken for the
organisation. Duties seen as important tend to bolster self-confidence and improve

feelings of relevance and vice versa.

The second to fourth years are marked by a desire to make a significant contribution to
the organisation and solidify their place. Feelings of uncertainty will likely precede these
achievements. Promotion, increased salary and reassurance from senior colleagues will
increase the innate acceptance perception of the new employee. The fifth year and
beyond involves the maintenance or alteration of firmly established behaviour rather
than the formation of fresh ones. It exists to prove that stages one and two worked for

the individual and that the organisation can depend on them to deliver their duties.

In the fast moving pace of today’s organisation, the rate of change in organisations even
by upper management staff is very high. There is a constant desire by employees to seek
better working environments and greater opportunities for growth. This makes it almost
impossible to adopt a five- year socialisation framework especially in the unpredictable
world of outsourcing. Establishment of role clarity, attachment to a member of the
organisation and a desire to conform are critical points that can be used to socialise the
external service provider employee in FM. Despite being external service provider staff,
encouragement via bonuses or other similar means can foster team spirit and increase a
desire to deliver their best in external service provider staff. This model employs the
formal, sequential and fixed tactics to socialisation. The fixed tactic which uses a fixed
length of time for socialisation might be very useful in socialising external service
provider employees as time is of the essence. Key portions of each step in this model can

be seen in the figure.
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Figure 3-8: Three Stage Early Career model

The diagram originally presented here cannot be made freely available via LIMU Digital Collections
because of 'copyright'. The diagram was adapted from Buchanan (1974)

3.6.2 Feldman’s three-stage model.

Daniel Feldman is a pioneer in the field of organisational socialisation and motivation in
the workplace. His basic model makes it easy to adapt it to most employees with
minimal adjustments. The first stage encompasses all that the new employee learned
before assuming employment and all the decisions made about the job before
commencement. The second stage occurs when the employee finally understands what
happens in the organisation and begins to integrate him/herself into it. This integration
is achieved through the employee’s success in learning new tasks at work, success in
establishing interpersonal relationships, clarity and definition of role within work team
and the degree of congruence between the employee and the supervisory team on

achievements.

The third stage is marked by the employees’ ability to manage outside work conflicts and
conflicts that arise within the work team as well as their ability to be less upset about
these conflicts. The fourth stage delivers the expected outcomes of the socialisation
process. General feelings of satisfaction and the ability to influence activities in the
department top the aspects of this stage. Internal job motivation and the extent of

commitment to job role are the other two aspects.
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Anticipatory socialisation is a key stage of the socialisation process and is experienced by
everyone who starts a new job. Preformed ideas and concepts will be either confirmed
or shattered as the job progresses. The second stage is similar to the second stage of
Buchanans’ model in section 3.6.1. Internal conflicts in the form of culture clash might
very well be an issue for external service provider employees as there will be a need to
reconcile ‘the way things are done over here’ with the culture of the service provider.
External conflicts are largely dependent on the role assumed in the client organisation.
Expected outcomes in stage four bar an ability to influence activities in the department
all apply to the external service provider employee. There is a desire to be settled in the
workplace which affects all employees regardless of employee status. This model follows
a formal and sequential socialisation tactic as new employees pass through a fixed set of

steps to get socialised. Key portions of each step in this model can be seen in figure 3-15.

Figure 3-9: Three-Stage model

The diagram originally presented here cannot be made freely available via LUIMU Digital Collections
because of 'copyright'. The diagram was adapted from Feldman (1976a, 1976b)

3.6.3 Wanous’s integrative approach to socialisation.

Wanous’s socialisation process whilst simple retains a greater level of detail than that of
Feldman. The stages show how new employees first understand what they are signed up
for and the gradual process they follow to adapt and eventually enjoy. It is easy to see

how new employees can decide quickly if the job will suit them or push themselves to
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find another. The first stage involves accepting the reality of the organisation. There is
the confirmation or disconfirmation of initial expectations. New employees will need to
decide if the level of compatibility will serve them in the organisation and enable them
deliver their duties and achieve personal satisfaction. The second stage involves role
clarity. New employees will need to complete assigned tasks, and define interpersonal
relationships and roles within the organisation. This is also the stage where the new
employee can adjust (cope with all the changes thrown at him/her). As with Feldman’s
model, there is a need to reconcile the perception of the employee’s achievement with
that of his/her supervisory team. Finally, there is a need to understand the prevalent
structure and culture in order to effectively understand the organisations’ unspoken

language.

The third stage enables the new employee to settle in and determine their position in
the organisations’ web. They are able to determine what the organisation wants and
conform to it. The fourth and final stage is where the new employee shows commitment
to the organisation and determines if they are truly satisfied in their position thereby
increasing their motivation and their involvement in the organisation. This model
employs the formal, individual and sequential tactics to socialisation.Key portions of

each step in this model can be seen in the figure.

Figure 3-10: Integrative Approach to Stages of Socialisation

The diagram originally presented here cannot be made freely available via LUIMU Digital Collections
because of 'copyright'. The diagram was adapted from Wanous (1980)
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3.6.4 Pascale’s 7 step approach to socialisation.

Richard Pascale developed a 7-step approach to socialisation in 1984 which advocates a
middle ground between total individuality and total conformity. The first step proposes
a careful selection process for employees to ensure that those that eventually make it
into the organisation will fit the job role and organisational culture and that those that
believe they will not fit should leave of their own accord. The second stage prompts the
new employee to question previously held beliefs about work ethics, and the
organisation to encourage a free acceptance of the new values and beliefs encountered.
The third stage makes employees work for all they get. They are only promoted when
they have hit or superseded their targets and are made to understand that progress is
based on individual performance which reduces the competitive spirit and increases
personal motivation. The fourth stage makes the new employee aware of the stringent
measures taken to ensure that organisational values are closely monitored and enforced.
The fifth stage creates a strong commitment to the organisation enabling the employee
to resolve work and home related conflicts with ease. In return this same commitment
makes the employee sure that all the promises and benefits accrued will be given to

him/her when due.

The sixth stage promotes the underlying assumptions of the organisation in the form of
stories as discussed earlier in this chapter. This aims to inspire loyalty and ensures the
new employees are aware of the culture in the exact way the management wants it
presented. The final stage embraces the role of powerful role models in moulding the
new employee. They have a guide who will explain all they need to know and show them
the ropes as they go along. This model employs the serial, sequential and formal tactics
of socialisation. Employees follow a strict set of steps and are groomed through role
models who help them establish their identity in the organisation. In this model, step 5 is
deemed the most important as the final socialisation of the employee depends on
his/her personal beliefs about the organisation. This model is not totally applicable as
the employees are selected by the service provider rather than the organisation and the
second step might not be applicable in the world of FM soft services. Key portions of

each step in this model can be seen in the figure.
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Figure 3-11: Pascale’s 7 step approach to socialisation

The diagram originally presented here cannot be made freely available via LIMU Digital Collections
because of 'copyright'. The diagram was adapted from Pascale (1984)

3.6.5 Schein’s 3 stage socialisation model

Schein developed a 3 stage socialisation model in 1978 which has the entry, socialisation
and mutual acceptance stages. The first stage expects a prospective employee to seek
for a job of their choice and apply for it. Acceptance of their application will compel
them to anticipate what their job role will be and their place in the organisation followed
by the actual reality. The second stage involves the acceptance of the organisation also
termed as ‘reality shock’ by Feldman (1976a, 1976b). The new employee will deal with
interpersonal relationships and decipher what success means in the new setting. The
third stage involves acceptance on both the part of the individual and that of the

employee. If this mutual acceptance takes place, the individual will be motivated to
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perform their best and continue on in the organisation. The organisation plays its part by

rewarding hard work with promotions, a deeper involvement, and an increased salary.

This model employs an informal and sequential approach to socialisation. External
service provider staff need to thoroughly understand their job role before assuming the
position to maximise efficiency and deliver excellent service to the client organisation.

Key portions of each step in this model can be seen in figure 3-18.

Figure 3-12: Schein’s 3 stage socialisation model

The diagram originally presented here cannot be made freely available via LIMU Digital Collections
because of 'copyright'. The diagram was adapted from Schein (1978)

3.6.6 Evaluation of the socialisation models

This section examines the degree of adaptability of the various models discussed above
to this study and the action that will be taken on them in the creation of a specialised
framework for external service provider employees. An important theme that arose
during the examination of these models is that the socialisation process takes place in
three stages: Pre- socialisation, In-socialisation and Post-socialisation. The Pre-
socialisation stage is what occurs before the employee begins work and comprises what
they anticipate the organisation and their duties to be. Only two of the models (Feldman,
Schein) have this stage. From their models, the reality is mostly different form the

expectations.
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The In-socialisation stage comprises what happens after socialisation has commenced up

till the new employee has been integrated into the organisation. This is where the

induction takes place and the organisation arranges a training schedule for the new

employee/s. It ends when the employee understands the culture of the organisation and

has accepted their role in it. This stage was present in all the socialisation models and

was the major focus as it is the most important aspect of the process. The Post-

socialisation stage is what happens after the employee has been fully integrated into the

organisation. It dwells on the ‘What happens next?’ question which these models have

all failed to answer. It is important to the ‘cultural fit’ that a high integration level is

maintained at all times especially where the employees are straddling more than one

organisation at the same time.

Table 3-4: Organisational socialisation models theories.

Organisational
Socialisation Models

Degree of adaptability to study.

Action

Buchanan’s Three
Stage Early Career
Model (Buchanan
1974).

The basic features of this model have an In-socialisation
stage but do not include what happens before the
socialisation process.

This model bases organisational socialisation on a 5-year
plan which will not be practical in the ever changing field of
FM.

Employs formal, sequential and fixed tactics

Use relevant features of
model in a substantially
reduced timeframe.

Feldman’s Three
Stage Model
(Feldman 19764,
1976b)

Feldman’s model is one of the most applicable to the FM
sector as its stages can be adjusted to fit the outsourced FM
staff.

The anticipatory socialisation stage or Pre-socialisation
stage here is relevant to all new employees and should be
utilised in training all new staff as it discusses what happens
before the socialisation process begins

The second stage is similar to Buchanan’s second stage and
so can be merged. The expected outcomes should also be
detailed to ensure that the desired output has been
achieved or create room for change.

Employs formal and sequential tactics

The anticipatory
socialisation stage will
be useful in the
creation of a new
model for external
service provider
employees as this will
be useful in starting the
socialisation process.

Pascale’s Seven
Stage Model (Pascale
1984)

Pascale’s model is not for the typical external service
provider employee who is placed to do a specific duty in an
organisation for the duration of a contract.

Employs sequential, serial and formal tactics of socialisation
Has a recruitment level that selects only employees who ‘fit’
the organisation.

It does not have a defined post-socialisation stage.

The sixth step may be
included in the new
socialisation model as
folklore is an excellent
way to present
organisational culture
to employees and
customers alike.

Schein’s Three Stage
Socialisation Model
(Schein 1978).

This model is expects the laying of false expectations by
both parties which does not always have to be especially
where pertinent issues are discussed amongst all parties. In
FM, the contract should be honoured by the FM Company,
the client and the external service provider staff.

The acceptable aspects
will be incorporated
into the new
framework.
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e |t has a Pre-socialisation stage but expects it to be
disappointing to the employee after work commences. It
also has an In-socialisation stage which is necessary for a
well-adjusted socialisation process but skips the Post-
socialisation stage.

e Employs informal and sequential socialisation tactics

Wanous’ Integrative e This model picked the best points from the other models It will be useful as a

Approach to Stages and makes it stages succinct. It also has a well-defined In- basis for this research

of Socialisation socialisation stage but skips both the Pre and the Post- with the best pieces

(Wanous 1980) socialisation stages. incorporated into the
e Employs the formal, individual and sequential tactics new framework.

3.7 Chapter summary

e Culture is a basic outcome of human interaction and affects the behaviour and
characteristics of everyone. It is borne of the environment we live, school or
work in and the more we develop, the more we add layers of culture we’ve
absorbed.

e Culture is especially prevalent in organisations and is the way organisations have
accepted over time to handle their business and external parties. It affects
everything they do from who they recruit to how they treat their customers and
whilst not always visible, it is the bedrock and chief differentiating factor of most
organisations.

e In order to pass culture onto new employees, organisations need to socialise
them into their methods of handling business. This socialisation process can be
formal or informal and the process used often determines the eventual ‘cultural
fit’ level of the employee.

e The socialisation process starts before the employee resumes work as some form
of expectation will be created based on the job description and information the
new employee has found. The reality of the role is always different to some
degree from the expectation but that degree of difference depends on how
detailed and correct initial research was. Reconciling anticipation to reality is
often helped along by the socialisation process.

e Several models on socialisation have been proposed by researchers but they
have all been created to fit a specific scenario which is not applicable to
outsourced FM staff. Useful aspects of all these models have been identified and
will be utilised in the creation of a different framework that will satisfy the

unique circumstances of the outsourced FM staff.
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In developing an outsourced FM framework, the person-organisation fit and
barriers to socialisation should be considered to prevent seemingly insignificant
glitches.

Frameworks are different from models and although several socialisation designs
have been labelled models, the socialisation design produced at the end of this

study will be called a framework.
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4. Research Design and Methodology

4.1 Introduction

The previous chapter explained what organisational behaviour is and specifically culture
in an organisation. It also covered what socialisation means in an organisational setting
and how it can be applied to external service provider staff to ensure they blend in with
the culture of the client organisation. Unfortunately despite several models that exist on
socialising staff, none was found to cater to external service provider staff and
inadequate literature on socialising external service provider staff emerged from the
literature review. Several of the models are also outdated and not applicable today. This
led to this study’s focus to create a framework for external service provider staff by
confirming what exists in today’s organisation and using the information gained to

fashion a flexible framework for socialisation.

A methodology is a set of principles and ideas that inform the design of a research study
while methods are the practical procedures used to generate and analyse data (Birks
and Mills, 2011). It explains how these have guided collection of data underpinned by
relevant theory. The final aspect deals with the data analysis, the validity and ethics of
the study. This chapter is focused on analysing qualitative data only as all data was

gathered through qualitative means.
4.2 Research problem

Organisations have evolved over time and will continue to do so as people seek out
better ways to achieve their goals through the use of social, technological, physical, and
mental means available to them. Organisational behaviour and culture is one of these
ever-changing aspects and it becomes more defined and streamlined as the organisation
grows. This cultural identity is more apparent when collaboration in the form of
partnerships or outsourcing is formed between two or more organisations. Differences
in policies and procedures and organisational strategy can bring a premature end to the

collaboration. This is very evident in outsourcing relationships where the staff of the
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service provider work in the client’s premises. They may have the same final goal but
different objectives especially staff that are contracted in from external service providers.
The prevalent cultures from their employers tend to override the new culture in the
organisation they are contracted out to. This means there is a need for them to be
socialised into the new organisation in order to blend in better with the home team and
deliver better service. The literature study has revealed questions which when answered

will revolutionise the perception of the outsourced customer in service delivery.

This research’s main question thus: Is there a widely accepted and established
socialisation process for FM companies and business organisations to ensure that
outsourced FM staff understand company culture and are able to portray this

understanding when dealing with customers?

4.2.1 Aim and objectives of the study

The background discussed above shows where the gaps in the industry are. Therefore,
the aim of this study is: To create a holistic ‘FM Cultural fit’ framework that establishes

how external service FM employees are socialised into their contracted workplace.

To achieve the research aim set out above, the following research objectives need to be
met.
1. Analyse the importance of organisational socialisation in FM.

2. Understand the role of service experience and customer satisfaction to

outsourced arrangements.

3. Investigate the current socialisation processes undertaken by stakeholders in

the FM service delivery process.

4. Construct an FM Cultural-Fit framework based on the outputs of objectives 1-

3 as a business support tool on delivery of FM contracts.

5. Investigate and validate the applicability of the specific components of the
proposed FM Cultural-Fit framework to stakeholders in the FM service

delivery process.
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Figure 4-1 shows the objectives outlined above and how each objective will be met. The
first two objectives have been achieved through the literature review in chapters 2-3.
The last 2 objectives on the other hand require the collection of primary data which will
be done through qualitative means as was stated in the introductory part of this chapter.
The interview process will be used to collect the first set of primary data and the
resulting analysis will be used to develop a proposed framework in conjunction with the
applicable stages selected from the socialisation models in chapter 3. The developed
framework will be tested for validity through the use of the focus groups using a
different data set to increase the reliability of the final accepted and validated
framework. Finally, the facilitators of the focus groups are interviewed to confirm that
the updated framework reflects the changes they had made to the initial framework and

further increase the relaibility of the study.

Analyse the importance of organisational

socialisation in FM delivery process

Literature
review
Understand the role of service experience and
customer satisfaction to outsourced
arrangements
Investigate the current socialisation processes
undertaken by stakeholders in the FM service Interview
delivery process delivery process process

Construct an FM Cultural-Fit framework based
on the outputs of objectives 1-3 as a business
support tool on delivery of FM contracts

delivery process Focus groups

and 2"

Investigate and validate the applicability of the interviews

specific components of the proposed FM

Cultural-Fit framework to stakeholders in the

\ o<t/

FM service delivery process

Figure 4-1: Objectives and action plan for execution

The intention of this research notwithstanding, there must be a logical sequence of
events which will translate to the validated framework anticipated at the end of this
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study. To achieve this, we will look at a framework below proposed by Saunders et al.
(2012) on the series of steps to be taken when answering a research question after the

literature has been critically reviewed.

Figure 4-2: The research ‘onion’

The diagram originally presented here cannot be made freely available via LUMU Digital Collections
because of 'copyright'. The diagram was adapted from Saunders et al. (2012)

The research onion should be peeled away starting with the outermost layer to
determine how the research should be conducted. Following these steps will take us
through the philosophical assumptions, and approach used for this study including the
choice for methodology and why. The strategy used will also be considered and the bulk
of this chapter will focus on the data collection methods and analysis. The time horizon
will not be discussed as it is not critical to the success of this study but for clarity
purposes, it should be stated here that this study will be cross-sectional as it does not
have the privilege of time. The framework that will be produced at the end of this study
does not also depend on long-term observations that are associated with longitudinal

studies as might be required in some fields e.g. psychology research.
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4.3 Research philosophy

The first layer of the onion is the philosophical standpoint chosen for this study.
Research data is often defined by the chosen methodology and analysis of said data is
guided and restricted by the researchers’ acceptance of the selected assumptions and
methodology. (Mesel, 2013). Philosophy is simply the “use of abstract ideas and beliefs
to inform our research” (Creswell, 2013). Active research is shaped by the philosophical
assumptions the researcher uses. These assumptions influence the way we carry out our
research and why we carry it out in that manner. They are the building blocks of
knowledge that are adopted by the researcher to justify the research process (Gringeri
et al., 2013). There are primarily four philosophical approaches that influence qualitative
research: ontology and epistemology, axiology, and methodology (Creswell, 2013).
These approaches may be presented in other forms depending on the researcher
(Bryman, 2012; Denzin and Lincoln, 2011; Mertens, 2010) but they often have the same
basis. Three reasons given by Creswell (2013) on the importance of philosophy in

research are:

® |t shapes how we formulate our problem and research questions to study and how we
seek information to answer the questions. It helps researchers know what path to take
to achieve the end goal and get results.

= These assumptions are deeply rooted in our training and reinforced by the scholarly
community in which we work. The research community constantly use these
assumptions to approach a study and determine its suitability which makes them almost
impossible to avoid for any researcher who seeks to add new knowledge to literature.

= Unquestionably reviewers make philosophical assumptions about a study when they
evaluate it. It is useful to have foreknowledge of reviewer’s philosophical leanings before

a review as it helps the researcher know how to defend their study.

4.3.1 Philosophical assumptions

It was previously thought best to adopt a particular assumption but in more recent
studies, there is a leaning toward adopting several positions to conduct research
(Saunders et al., 2012). All the philosophical assumptions will be discussed including

their application to this study.
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4.3.1.1 Ontological

The ontological question is: “what is the form and nature of reality and, therefore, what
is there that can be known about it?” (Denzin and Lincoln, 2011). Ontology focuses solely
on the nature of reality and its characteristics which can be evidenced in qualitative
research. Here, researchers conduct studies which relate the multiple realities of the
participants through evidence of themes (derived from actual words of the participants)
put together from presenting different perspectives (Creswell, 2013). Ontology seeks to

know ‘what is’ as it is without embellishment.

4.3.1.2 Epistemological

Epistemology focuses on what is or what should be accepted as knowledge in a
particular field (Bryman, 2012) and how these claims to knowledge are justified
(Creswell, 2013). It tries to answer the question: “what is the nature of the relationship
between the knower or would-be-knower and what can be known?” (Denzin and Lincoln,
2011). Creswell (2013) states that with the epistemological assumption, researchers try
to get as close as possible to the subject(s) of their study which means ‘knowledge’ is
based on individual views. This is why researchers who assume this position should
conduct their studies in the participants’ natural environment for as long as possible to
ensure first-hand information and improve their knowledge of the participants. This
view is adopted in this study as the data collected will be based on the views of the
participants. These views will then be utilised in the construction of the framework

needed for building a cohesive team.

4.3.1.3 Axiological

The axiological perspective is based on the role of researcher values in the scientific
process (Poterotto, 2005); that is, what is considered good which is often manifest in
what the purpose of use of the model is as well as who develops and uses said model
(Mingers, 2003). Creswell (2013) explains that in a study that assumes an axiological
standpoint, the researcher should ‘position themselves’ and actively state their values

and biases both before and after conducting the study.
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4.3.1.4 Methodological

“How can the inquirer (would-be-knower) go about finding out whatever he or she
believes can be known?” (Denzin and Lincoln, 2011). Suffice to say, the methodology
used in any study depends on what the study seeks to know as not just anyone will do.
This requires the researcher to be certain of their goal. According to Creswell (2013), the
methodology is the process of the research undertaken to answer the questions asked.
It is important to note here that research methods differ from the methodology and that
methods are fitted to suit methodologies (Denzin and Lincoln, 2011) and might even be
changed when the question changes but the methodology stays the same (Creswell,

2013).

Table 4-1: Philosophical assumptions with implications for practice and this study

The table originally presented here cannot be made freely available via LIMU Digital Collections because
of 'copyright'. The table was sourced adapted from Creswell (2013)
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Table 4-1 shows the different philosophical assumptions, the questions they raise, their
characteristics and practical applications. These frameworks are not mutually exclusive
and any suitable one can be used via an interpretive framework to create a research
process. According to Creswell (2013), philosophical assumptions take different forms

depending on the interpretive framework adopted by the researcher.

4.3.2 Interpretive frameworks

The philosophical assumptions discussed in section 4.2 above are not often translated
directly into quantitative or qualitative research. They are rather channelled through
certain frameworks which are used to determine a research process. The list of
interpretive frameworks is ever expanding as researchers constantly find new ways to
conduct a study. Positivism/postpositivism (Douglass, 2012; Ponterotto, 2005),
constructivism (Douglass, 2012; Creswell, 2009), pragmatism (Creswell, 2013),
objectivism (Bryman, 2012), critical-ideaological (Denzin and Lincoln, 2011; Douglass,
2012), feminism (Creswell, 2013), and postmodernism (Bryman, 2012; Creswell, 2013)
are some of the several frameworks that exist for use by researchers. This study will use

the constructivism framework and the reason why will be explained in the next section.

4.3.2.1 Constructivism

Each framework uses the philosophical assumptions to create a research process that
will answer questions the research raises. The questions raised in this research seek to
know what is currently practised in FM by service providers and client organisations
where the socialisation of external service provider staff is concerned. This is abductive
in nature as it relies on the views of the facilities managers to determine current practice
and is achieved via constructivism. The goal is to ‘explore’, and based on the data
gathered from the exploration stage; to create an acceptable framework for socialising

external service provider staff.

Constructivism maintains that meaning is hidden and can be uncovered through
‘interactive researcher-participant dialogue’ (Ponterotto, 2005) which can then be used
to create a reality construct. From an ontological perspective, the reality sought by the

researcher can only be accessed by the one who is experiencing, processing and labelling
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it, which is the research participant (Ponterotto, 2005). Epistemologically, researchers
are central to the construction as they are responsible for asking the right questions and
creating the conditions that will unearth the hidden meanings they require which often
require discussions (Douglass, 2012). The nature of this framework requires qualitative

methods as interaction is necessary for success.

This framework will ensure that participants can be asked specific questions and whilst
they will be able to answer the surface questions, it will ensure that there is an
opportunity to go in-depth and perhaps uncover themes that neither the researcher nor
participants have considered. These hidden themes might then aid in the creation on an
even stronger framework for external service provider employee socialisation.
Methodologically, this study will employ qualitative means (interviews, focus studies) to

achieve the objectives stated in section 4.1 where the research problem was discussed.

Constructivism is ideal for this study as there is no guarantee where the answers are
concerned. It will allow the research to develop through various stages with no fixed
timelines, hypotheses or sampling frames as the results received at each stage will

determine the next stage.

4.4 Research approach

Research approach is the second layer of the onion and it deals with the reasoning for a
study, i.e. the logic behind it. This logic is a product of the theory which guides the
researcher in understanding all the information they come across and enables them
project this understanding into predictive data for the future or a framework as is the
case in this study (Cargan, 2007). Theory provides a ‘backcloth and rationale’ for the
research that is being conducted and the data collected during a study can be used to
either test or build a theory. But most importantly, it provides a framework through
which all the studies done can be understood (Bryman, 2012), acting as a pair of

binoculars to provide clarity.

The necessity of theory notwithstanding, there is no one way of introducing data to a
study. Researchers have always worked in line with the best plan for the study but these
plans fall into 3 different approaches. Deduction involves the development of literature
based on certain assumptions (hypothesis) after which data is collected to support or

76



oppose the hypothesis before conclusions can be reached. Induction does the opposite
as it seeks to find out what is obtainable in the field through data collection before
developing a theory born of the findings. Abduction is the third method and is used
when the researcher goes back and forth between data/theory and theory/data to

develop and refine a research.

4.4.1 Deduction

Deductive theories are often developed through literature reviews(Cargan, 2007) and
set out to test a hypothesis thereby requiring more structure before data collection
commences to ensure that the right information is sought and collected (David, Sutton;
2011). Deductive reasoning is explained by (Hyde, 2000) to be: “a theory testing process
which commences with an established theory or generalisation, and seeks to see if the
theory applies to specific instances.” It is mostly concerned with variables and tends to
measure one variable against another leading to numbering and counting to determine
suitability (David, Sutton; 2011). Due to this, deduction is more commonly associated
with a quantitative study than a qualitative one but because of the very nature of
research, several studies do have elements of both deduction and induction with one of
them being more prevalent. Deduction requires hypotheses to be subjected to empirical
scrutiny by translating the concepts of the study into researchable entities and a

common process for deduction can be seen below.

Figure 4-3: Deduction process

The diagram originally presented here cannot be made freely available via LIMU Digital Collections
because of 'copyright'. The diagram was adapted from Bryman (2012)
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4.4.2 Induction

Induction works from the other end of the spectrum in which deduction works. It uses
the findings of data collection to develop a theory. Generally, this works well with
qualitative studies as they often explore a subject matter rather than test it. Inductive
reasoning has to guard against overgeneralisation or oversimplification of the results to
develop theory as this is a common fault (Cargan, 2007). Data collected via induction is
often used to identify themes and patterns and create a framework for the study
(Saunders et al. (2012). It is usually clear from the beginning of the study that it is
exploratory and that generalisations can only be made after data has been collected and
analysed (Silverman, 2013). To simplify the process, a diagrammatic representation can

be seen below.

creation of
concept,

framework,

model, etc.

Data

collection il

Proposal

Figure 4-4: Induction process Source: Self study

Inductive studies are clear and logical as they wait to gather data before creating a
concept based on the information they have. It might have been a good fit for this study
except for the fact that there is a need to go a step further and that step is satisfied by

the abduction process.

4.4.3 Abduction

Abduction starts with the basis of either deduction or induction and moves between the
two. Essentially it begins with theory/data, works through to data/theory and works
back to theory or data to validate its results. Bryman (2012) explains it as ‘weaving back

and forth between data and theory and is evident mostly in grounded theory but can
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also be employed in other strategies for inquiry. According to Saunders et al., (2012),
data collection is used to explore a phenomenon, identify themes and patterns, locate
these in a conceptual framework and test this framework through subsequent data
collection and so forth. There is often interplay between induction and deduction and
this is clarified in abductive reasoning. Indeed, with the aim of this study as stated in
section 4.2.1, this research will adopt abduction as its approach. This is not because it is
thought to be better than the other approaches, but because it will be best suited to

achieve the set down aim and objectives. Abduction works as shown below.

Creation of
concept,
framework, Modification
model, etc. of creation
from
theory

Data
collection

Proposal

Findings

Figure 4-5: Abduction Source: Self study

4.5 Methodological choice

Methodological choice focuses on the third layer of the research onion. Research is an
investigation conducted with the aim of understanding phenomenon or solving a
problem. A research design covers both the broad and the detailed plan for carrying out
a research. The peculiarity of research designs is that they provide a framework for
collecting and analysing data (David and Sutton, 2011) so it is important to select the
one best suited to the study. The research theory demands an approach from which we
shall infer/induce patterns based on previous research (Creswell, 2009). Research results
need to be valid, descriptive, and informative before it can be applied to social or

organisational problems (Miller and Salkind, 2002).

To achieve this, a proper and systematic methodology which will ensure successful
functioning of the research process needs to be developed (Maxwell, 2005). The
research design is the overall plan and procedure for a research study and covers the

details as well as the grand vision (Creswell, 2009). It is a procedural plan that is adopted
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by the researcher to answer questions validly, objectively, accurately and economically
(Kumar, 1999). This section deals with the choice of methodology to be used for this

study.

The three choices for methodology currently used by researchers are qualitative,
quantitative and mixed methods (Creswell, 2009). Qualitative design utilises more of
words when capturing data while quantitative design utilises numbers. This may make
them seem like opposites but they merely occupy different positions along the research
continuum. It is important to note that both methods do not have to be used exclusively.
In several studies, the best set of data is obtained by using both. This often occurs when
one design is only used as an initial test run or a validation tool and the other is used for
the main data collection and this double use is known as mixed methods design. The
three methods will now be discussed in further detail to explain the rationale for

selecting the research design for this study.

4.5.1 Quantitative research design

Quantitative research is often used to test objective theories through the examination of
variables (Creswell, 2009). It was explained by Yoshikawa et.al. (2013) as “methods of
inquiry used by researchers to gather numeric representations of the world through the
use of survey, questionnaire, biological or physiological data and analysed in
guantitative units”. This means quantitative data largely uses numbers and figures
(variables) to gather specific sets of data for analysis. Variables as used in quantitative
research is a characteristic or attribute of an individual or an organisation that can be
measured or observed and that varies among the people or organisations being studied.

(Creswell, 2009).

According to Amaratunga et.al. (2002), the quantitative research process focuses on developing

‘testable hypotheses and theory which are generalizable across settings and is more concerned

with how a rich, complex description of the specific situations under study will evolve’.

It mostly employs the process of deduction as it progresses from theory to data to
confirm or challenge the hypotheses set out in the theory. It is excellent for studies that
have a prior knowledge of the information it seeks and want to prove or disprove that

information. It starts with the hypotheses and works its way through the data to find
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proof. A quantitative study whilst excellent in several respects, cannot be applied to this
study because it is not certain at the start what the end goal is. It instead seeks
information on a subject matter and will use the data provided to construct a framework
that will be useful in the subject. Bryman (2012) proposed the process for quantitative

research in the figure below.

Figure 4-6: Quantitative research process

The diagram originally presented here cannot be made freely available via LIMU Digital Collections
because of 'copyright'. The diagram was adapted from Bryman (2012)

4.5.2 Qualitative research design

Qualitative design employs the use of non-numeric data collected through words, texts,
narratives, pictures, videos or observations (Yoshikawa et al., 2013). A qualitative
research method adopts a different approach to research than quantitative inquiries.
They are not opposites; they just differ from each other. As with other forms of research,
the philosophical assumption and interpretive framework are the foundation on which a
qualitative research is built. Qualitative research seeks to understand, explain, discover,
explore and clarify different feelings, values and attitudes or beliefs and experienc