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ABSTRACT

The economic imperatives imposed by global competition and the continuous drive
for improved performance has promoted a need to consider the implications of
decisions
strategic
on physical assetbasein the public sector. The public servicesare
evolving in a new context of rising public expectation,increasing focus on improving
It,
efficiency and value for money, and the continuousemergenceof new technologies.
Given the rapid changesin the education sector, the future presentsever-increasing
for
challenges
educational institutions to improve the managementof their support
services.These services are vital for them in providing better quality outputs to meet
the needsof their students,academicstaff, customersand visitors.
The Nigerian Federal Colleges of Education are therefore under direct pressureto find
new and better ways to effectively and efficiently managetheir physical assetbaseto
meet service delivery needs, especially given that their budgets are coming under
increasingconstraint and pressure,and demandsfrom service usersnot just very high
but also increasing.Theseprovided the impetusfor this study.
The study is therefore concerned with examining the state of physical assetbase in
these Colleges and how the institutions understand and manage them, and then
developing a strategic framework that will ensureoptimum use of theseresourcesfor
more effective and efficient service delivery.
The study developed an Asset Strategy Model which will guide the Colleges to
develop their individual asset strategies that will align their asset planning and
managementpractices with their service delivery priorities and strategies,within the
limits of resourcesavailable. This has been achievedby review of relevant literature
and conduct of field studies in someof the Colleges.
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CHAPTER ONE

INTRODUCTION

1.1 Introduction
This chapter describesthe context of the study, the researchproblem, and the Aims
and Objectives of the study. It outlines the researchmethodology, and the structureof
the thesis. It also includes a brief overview of the system of education in Nigeria and
the place of Federal Colleges of Education,the focus of this research.
1.2 Research Context
The need for effective managementof physical assets and associated facilities in
tertiary education institutions in Nigeria cannot be over emphasized. Educational
institutions rely on their assetsfor effective teaching and leaming; assetsalso create
the first impression of the institution to the public. The direct relationship between
learning environments and learning outcomes is very much obvious. Education is
about excellenceand inadequate/inappropriateor poorly managedassetsand facilities
will undoubtedly affect the ability of institutions of higher learning to achieve their
goals and objectives. This clearly underscoresthe need for effective managementand
maintenanceof physical assetsin educationalinstitutions.
Given the central role of assetsin ensuring effectivenessor otherwise of attaining an
in
having
the estate department of a
this
served
researcher,
organization's mission,
Federal College of Education for ten years, is interested in developing strategies
which will ensure that assets and facilities in these colleges are developed and
managedoptimally, in order to effectively and efficiently meet their service delivery
requirements. To achieve this therefore, there is need for strategic plans for the
developmentand managementof assetsand facilities which should be rooted in and
supportive of the colleges' overall corporate goals and objectives, and must take
accountof the financial resourcesavailable. Adoption of assetmanagementprinciples
by the colleges is therefore essentialfor the attainmentof their corporategoals.

Asset managementis the process of guiding the acquisition, use, safeguarding and
disposalof assetsto make the most of their servicedelivery potentials and managethe
is
life.
The
their
to meet a
costs
entire
goal
of
asset
management
relatedrisks and
over
required level of service in the most cost effective way through the creation,
for
disposal
to
provide
acquisition, operation and maintenance,renewal and
of assets
presentand future demands.A better service, not a better asset,is a key indication of
successfulassetmanagement.If properly applied, assetmanagementwill provide the
Colleges with the strategic link between strategic academic planning and asset
management.In the context of any organization or business unit, the focus of asset
managementis to reconcile the demand for, and supply of, physical assetbase and
associatesupport services essential for the delivery of its core products or services.
Simply expressed,the principal role of asset management in this case will be to
supportthe core businessof the colleges,which is teaching and learning.
This study therefore is about investigating the managementof assetsin the Nigerian
Federal Colleges of Education; identifying problems associated with the current
practices and proffering workable solution that will ensure more effective and
efficient service delivery. The study specifically focused on identifying how the
Colleges understand and manage these important resources and on developing a
framework that will guide the colleges to establish sustainablesystemsof managing
their assetsoptimally.
Accordingly, the study examined the existing literature on asset managementand
associatedestate and facilities management.A robust and holistic approach to the
been
developed
has
by many Government and private
management of assets
establishments, including

the Australian Commonwealth Government, State

Governmentsand other related agencies,as well as the British StandardsInstitution,
with a view to ensuring optimum performanceof physical assetsto meet stakeholder
needs and expectations. The study has therefore drawn much from these models
which dwells extensively on the need,the processesand benefits of assetmanagement
and from much other relevant literature. The models also which provided the study
impetus
for
basis
for
development
the
the
the
of
with
and necessary
asset strategy
Colleges.
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Asset managementstrategy as shown in the literature is a key element of the strategic
resource plan of any organization. The strategy provides a better understanding of
how to align the assetportfolio so that it best meetsthe service delivery needsof the
stakeholders, both now and in the future, to enable the organization's asset
has
for
Colleges
be
An
to
the
managementpolicy
achieved.
asset strategy model
therefore been developed through the interrogation of the literature and conduct of
field studies in some selectedcolleges.A College that adopt the model will be able to
develop
its
it
to
use
own asset strategy which is expected to outline and guide the
its
to
asset
service delivery requirements.The Asset Strategy will
college's
response
review the college's existing assetportfolio for its adequacy in supporting services
cognizant of non-asset or less-assetdependent solutions and asset risk to service
delivery. The Asset Strategy will define the relationship between the college's
Corporate Objectives, Academic Plan and its Capital Investment, Maintenance and
Asset Disposal Strategic Plans. It will identify any needsor 'gaps' and addressthese
through planned investment (including maintenance,replacement and/or upgrading)
in
longer
delivery,
both
the
terms.
to
short
and
necessary maintain service

1.3 Statement of the Problem
Vigorous economic growth in the private sector has influenced public opinion
towards greater reliance on private-sector principles as the preferred basis for
managing public systems. Many public agencies are moving towards the
implementation of assetmanagementsystems.The major driving force is pressureto
operate on a business like basis. Accordingly, business practices from the private
sector are being utilized. The consequenceis that public agencies have found
themselvesfaced with the needto justify how they conduct business.
In adjusting to these changes, public organizations are embracing management
conceptsfrom the private sector which ensuresthat public expectationsare matched
with an efficient use of limited resources.Effective asset managementrequires an
understandingof an organization's businessand demandson its operations.This has
led to an increasing emphasison identifying and understanding
core businessof
-the
public agencies with a view to providing a holistic, inclusive and coordinated
approachto managing physical assets.
3

The colleges under study have significant investment in physical assetswhich are
for
the realization of their corporate goals and objectives. The management
essential
and maintenanceof these assetsconstitute a very substantialcost on revenuebudgets.
It follows that any improvement in. the strategic and operational management of
impact
financial
have
the
on
resources available to the
capital assetscould
a real
colleges.There is therefore the need for them to seriously embraceassetmanagement
conceptsand principles in order to meet up with the emerging trend and achieve their
corporategoals effectively and efficiently.
Further, the continuous challenges faced by the Colleges to accomplish more with
less, as evidencedby the increasesin demand,regulatory requirements,infrastructure
deterioration, and political and economic forces. These have significantly outpaced
increasesin capital and operating budgets. The Colleges therefore need to turn to
Asset Management principles and practices to cope with these challenges and
improve business performance and effectiveness. They should focus on several
aspects of developing an asset management system that could help improve
performance, reduce long-term costs, and maximize return on investment in assets
framework
formal
facilities.
At
the
no
structured
asset
management
and
moment,
exists in the Colleges to enableprocurement,maintenance,renewal, enhancementand
dispo§aldecisionsto be made in an informed and coherentmanner.
The challenge to this study therefore is to develop a structured and systematic
approachby which a college can align its assetplanning and managementpractices
delivery
limits
its
the
strategies,
priorities
and
within
of resources
with
service
available. This will help the Colleges to achieve better planning and managementof
their physical assets and facilities, both existing and those to be acquired. In this
literature,
field
this
to
examine
relevant
conduct
studies to
study
undertook
regard,
understandthe assetsituation in the Colleges vis-A-vis their corporate objective, then
subsequentlydevelop an Asset Strategy Model which will serve as a benchmark and
individual
for
Colleges
develop
to
their
the
assetstrategies.
proper guide
1.4 Aims of the Study
The aim is to develop a framework for a structured, integrated and holistic approach
to managingphysical assetsin the Nigerian FederalColleges of Education, which will
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delivery
the
with
service
efficient
of
assets
ensure an effective and
alignment
requirementsof the colleges.
1.5 Objectives of the Study
The main objectives of this study are to:
*

Examine the state of physical assetsand facilities in the Federal Colleges of
Education and review their ability to meet the service delivery requirementsof
the Colleges

e Examine the current managementpractices and levels of knowledge of the
assetsown and rented by the Colleges.
*

Identify the main factors that inhibits effective and efficient managementof
assetsand facilities in the colleges

*

Examine the existing literature in respect of Asset, Estate and Facilities
management, with a view to drawing lessons that will help improve
managementof assetsin the Collegesin question
Develop managementstrategiesthat will enhanceeffectivenessand efficiency
of assetsin meeting service delivery requirementsof the Colleges.

1.6 Original Contribution to Knowledge
The original contributions of this researchto the existing body of literature are:
1. Revealing how the Federal Colleges of Education in Nigeria understandand
manage their physical asset base compared to what is applicable in other
contexts as documentedin the literature.
2. Bringing together, estate and facilities managementconcepts along with the
assetmanagementconcepts,to producea managementsystemthat will ensure
effective, efficient and economic performance of assets and facilities in
Nigerian Federal Colleges of Education.
3. Developing an Asset StrategyModel that is adoptableby the Nigerian Federal
Colleges of Education, including the processes and responsibilities for
developing such strategy by individual colleges, then testing the developed
Asset Strategy Model on the case study colleges and other colleges not
involved in the study

5

4. Raising the awarenessof College staff and other stakeholderson the need and
necessaryprocessesfor the development of asset strategy that will ensure
effective aligm-nent of college assets and facilities to its service delivery
requirements.

1.7 Outline of Research Methodology
The key concern in choosing the researchmethodology has beenthat the study should
developpracticable system that will ensureimprovement in the managementof assets
and facilities in the colleges under study. The choice of methods has therefore, been
guided by the nature of the researchproblem and that of the topic being researched.
Qualitative methods were felt to be most appropriateto allow for theories and themes
to emerge, employing a grounded theory-based holistic approach, as described in
Chapter 5.
Also employed in this study, is the case-studyapproach,involving three colleges, in
addition to the pilot study college. Theseare consideredadequaterepresentationof all
the Federal Colleges of Education in the country, because of their high level of
commonality. The selection of the Colleges studied and individuals involved in the
whole exercisewas basedon purposive sampling, conductedin a manner that ensures
adequaterepresentationand richnessof data.
Realization of the objectives of this thesis comprisedthree integral stages:a literature
field
study of selectedcolleges,and a validation exercise.Literature review of
review,
Asset Management, Estate Management and Facilities Management was conducted
identifying
be
that
to
a
view
andrelevant
aspects
could
employed
with
understanding
in achieving the stated objective of this research.
' The inclusion of Estate and
Facilities Managementis informed by the fact that they share common objective with
Asset Management,in the provision of an enabling workplace environment to ftilfill
corporateobjectives of an organization,as shown in Chapters 2&3.
The field study stage was aimed at examining the assetssituation in the Colleges;
identifying levels knowledge of assets own and capabilities of the Colleges to
effectively and efficiently manage them; and collaborating with the stakeholdersto
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develop strategiesthat will optimize managementof assetin the Colleges. It involved
a mix of document analysis, observation,interviews, and iterative feedbackprocessin
the form of workshops involving a pilot study college and three other Colleges,
selectedbasedon an opportunistic sampling approach.
The validation exercise was conducted at the end of the study to supplement the
feedback and verification workshops, in ensuring the validity of the proposed
framework that has been developed for adoption by the Colleges. The exercise
involved presenting the developed asset strategy model to participants who were
drawn from the casestudy Colleges,other collegesnot involved in the study and other
relevant organizations. During the presentations participants were encouraged to
commenton and make suggestionsto the proposedmodel.

1.8 Contextual Background
1.8.1 Socio-Political Framework of Nigeria
Nigeria, a former colony of Britain, gained her political independence in 1960.
Geographically, its landmass is about 222,919 square Kilometers. It is bordered by
Benin, Niger, Chad and CameroonRepublic. Nigeria's population as at 2006 stood at
140 million (NPC 2006). The country, according to Yeloye, in Postlethwaite (1995),
is multiethnic and multi religious, whose 140 million population speak at least 394
languagesand belong to over 250 ethnic groups.The country is historically composed
of three regions: North, East and West. However, ethno religious diversity has led to
political subdivisions based on parochial interests.This resulted in emergenceof six
geopolitical zones, from the hitherto three regions. Administratively, the country is
governed through three tiers of government, i. e., Federal, State and Local
Government. The political unit is composed of 36 States, 774 Local Government
Councils and the Federal Capital. The key administration's strategy is on
decentralizationand developmentfrom the grassroots.
Economically, Nigeria's Human Development Index is low, evidenced by its HDI
position of 152 out of 175 countries (UNDP, 2006). The GDP per capita (purchasing
power parity, PPP) stood at E896.00The nation is heavily dependenton petroleum
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resources,which provides 20 percent of GDP and 95 percent of foreign exchange
earningsand 65 percent of budgetaryrevenues.
1.8.2Nigerian Education System
The Federal Government of Nigeria views educationas "an instrument par excellence
for effecting national development and a dynamic instrument of change" (FGN
.....
1996). Specifically, the Government, like in many other developing economies,
recognizes education as a panaceato all underdevelopment-relatedproblems. The
national education policy is based closely on Nigeria's national goals and identifies
the following as the core beliefs underlying the country's philosophy on education:
Education is an instrument for national development;to this end, the formulation
of ideas, their integration for national development,and the interaction of persons
and ideasare all aspectsof education;
*

Education fosters the worth and development of the individual, for each
individual's sake,and for the generaldevelopmentof the society;

9 There is need for equality of educational opportunities to all Nigerian children,
irrespective any real or imagined disabilities, eachaccording to his/her own ability
*

There is need for functional educationfor the promotion of a progressive,united,
Nigeria; to this end, school programs need to be relevant, practical and
comprehensive;while interest and ability should determine individuals' direction
in education' (FGN 1986)

The Nigerian Education philosophy is therefore based on: the development of the
individual into a sound and effective citizen; the full integration of the individual into
the community; and the provision of equal accessto educational opportunities for all.
The adoption of this philosophy is basedon the belief that the multi-ethnic and multicultural composition of Nigeria needsto be blended and integrated if the nation is to
record a steadyeconomic, political and social growth and stability.
Higher educationinstitutions are thereforeestablishedto achievethe aboveby providing
educational programmes at various levels. All institutions offering post-secondary
degrees,certificates and diplomas constitutethe higher or the tertiary educationsystem.
There are three institutional types- universities,polytechnicsand collegesof education.
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By 2007, there are 89 Universities, 42 Polytechnicsand 64 Colleges of Education in
Nigeria. Overall, Nigeria has a far larger and more diversified tertiary educationsector
than any other country in Africa.
Collegesof educationran three-yearprogrammesleading to the Nigerian Certificate in
Education(NCE). Polytechnicson the other hand,run two- and four-year year programs
leadingto National diploma and Higher National diploma. Universities run a wide range
functions
Education
lasting
between
The
Higher
4
7
to
years.
major
of
of programs
Institutions, according to National Policy on Education are: teaching; research;the
disseminationof existing and new information; the pursuit of service to the community
knowledge
being
(FGN 1982).
storehouse
a
of
and
Colleges of Education, particularly those owned by the Federal Govenunent are the
major focus of this researcher,having servedin one of them for a period of ten years.
The ownershipstructureof Collegesof Educationin Nigeria is as shown in table 1.
FederalGoveniment StateGovermuents
39

20

Private

Anny

4

1

Table I Ownership structure of Collegesof Education in Nigeria.

Source: NCCE 2006

As shown in the above table, there are 64 Collegesof Education in the country, out of
which twenty were establishedand controlled by the Federal Govenunent while four
have been privately establishedwith one, owned by the Army. As at 2006/2007, the
total studentenrolment in colleges of educationstood at 191,578,while the academic
staff strengthwas 8,872 (NCCE 2006)
Colleges of Education are specifically tailored towards meeting the demands for
for
the nation. The goals and objectives
teachers
qualified
production of
and effective
of Collegesof Educationaccordingto a Governmentreport (FGN 1996)are:
1. Teaching,encouragementof the spirit of inquiry in teachers;
2. Production of highly motivated, conscientious and efficient classroom
teachersfor the

Primary and junior secondarylevels of the educational

system.
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Other objectivesof the collegesare as follows:
a) To provide full-time coursesin teaching,instruction and training:
9 In technology, applied science,commerce,arts, social science,humanities,
and management leading to the award of the Nigeria Certificate in
Education (NCE)
a

In such other fields of applied learning relevant to the needs of the
development of Nigeria in the areas of industrial and agricultural
production and distribution and for research in the development and
adaptationof techniques

b) To conduct coursesin Education for qualified teachers
c) To arrange conferences, seminars and workshops relative to the fields of
leaming specified in paragraph(a) and
d) To perform such other functions as in the opinion of the Council may serve to
promote the objectives of the Colleges.
The Federal Government established three autonomous bodies to coordinate the
activities of higher education (tertiary) institutions. Theseare as follows:
1. The National Universities Commission (NUC) for Universities
2. The National Board for Technical Education (NBTE) for Polytechnics and
Colleges of Technology
3. The National Commission for Colleges of Education (NCCE) for Colleges of
Education.
TheseCommissionsserve as regulatory bodies and are chargedwith the responsibility
of setting minimum standardsfor curricula and disbursing funds to the institutions
under their control. They also organize accreditation of academic programs. In
addition, these bodies are charged with the responsibility of overseeing the
developmentof physical facilities in the institutions.

1.8.2.1The National Commission for Colleges of Education (NCCE)
The National Commission for Colleges of Education (NCCE) was established by
Decree 3 of 1989, to among other things, advise govenunent on financial needs of
Federal Colleges of Education, accredit academicprogrammes of the Colleges and to
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receive block grants (for capital and recurrent expenditure) from Government and
allocate them to the Colleges on annual basis. The statutory functions of the
Commission also include the planning of training facilities, preparation of periodic
master plans for balanced and coordinated development of Federal Colleges of
Education, and monitoring and control of project execution, with a view to ensuring
that physical development programmes are not only well planned, but that their
execution are prudently controlled within the allocated available resources. The
ultimate objective of this is to ensure that Colleges account fully for capital funds
releasedto them.
In discharging its responsibilities therefore,NCCE had developed some guidelines and
proceduresfor the implementation of capital projects in the Colleges, with the aim of
ensuring judicious use of the scarce resources. To qualify for allocation of grants
therefore,Colleges are required to properly accountfor previous allocations and also to
submit to the commission, their annual budgetsand three year developmentplans. The
three year plan should among others, indicate the College's proposed capital projects
and growth projections in terms of academic programmes, staffing and student
enrolment.

1.8 Structure of the Thesis
This thesis is structured into nine chaptersas follows:
Chapter two - Setsout literature review of assetmanagementwith particular attention
on the strategic assetplanning, which discussesthe alignment of the assetplanning
and managementwith the service delivery priorities.
Chapter three - Setsout a similar review in areasof estatemanagementand facilities
management.These are considered very much relevant to the study. The chapter
shows that understanding the role of buildings and how they can be deployed
effectively, in the context of operationsof each individual business,is the essenceof
both facilities and estatemanagement.
Chapter four - This chapter discussesthe importance and composition of asset
strategiesand how the interim assetstrategy model was developed,prior to the filed
studies.It concludeswith an interim assetstrategymodel
II

Chapter five - Discusses the appropriate research methodologies the researcher
employed for the study. It provides the wider theoreticaljustification for the proposed
methodologywith referenceto the various options for social scienceresearchmethods.
The chosen researchstrategy is then described,outlining the procedure implemented
duringthe field study stage,and validationexercise
Chapter six - This is a continuation of the researchmethods chapter. The chapter
discussesthe activities of field studies, covering the pilot study and main studies in
three other colleges, including the conduct of verification and validation workshops.
Chapter seven - In this chapter, results from the field has been presented and
discussed.The field study data is analyzedand comparedwith what is obtained in the
literature'earlier discussedin chapterstwo and three. The validation exercise is also
discussedin this chapter which concludeswith provision of a modified assetstrategy
model, justification for the changesmade to the model and the responsibly for the
developmentof the model by individual colleges.
Chapter eight - The theoretical framework for organizational change is discussedin
this chapter, including general discussionson innovation and change. Some factors
that will engenderorganizational changesin the colleges as a result of assetstrategy
implementation have identified along with how the organizational change can be
implementedin the context of this research.
Chapter Nine - Conclusions and recommendationsfor further researchare contained
in Chapter 9 where the realization of each of the stated aims and objectives are
discussedand contributions to body of knowledge outlined.

12

CHAPTER Two
UNDERSTANDING

ASSET MANAGEMENT

2.1 Introduction
The relevant asset managementdisciplines and procedures have generally emerged
from the highly structured or regulated institutions - initially the armed forces,
airlines and nuclear sectors but now rapidly spreadingto power, water, housing and
other sectors(Woodhouse2001).
AssetsManagementas relates to physical assetsis a relatively new concept. It covers
the procurement,operational management,maintenance,rehabilitation and disposalof
assetssuch that their use is maximized in regardsto their service delivery potentials
and that risks and cost are managedover their entire life (Woodhouse2001)
In the past, increasing public demand for services invariably meant the creation of
new infrastructure, with inadequate attention given to asset life and whole-of-life
costs. Too often, assetswere seen as 'outcomes' rather than simply platforms from
which services were delivered. The existing asset base was often under-utilized or
under-performing,with only minor assetrationalization programmesin place.
Public and private sector organizations are now committed to optimizing their asset
baseand recognizing that physical assetshave a vital role to play in providing service
delivery that fulfils their corporate objectives. Good assetmanagementrequires the
planning and acquisition of the most appropriate assetsto meet current and future
service delivery demands. This requires inf6n-ned decisions about which assetsare
needed,where and in what numbers.
This chaptertherefore outlines a formal systematicprocessfor assetmanagementand
also discussesthe asset managementactivities that are necessaryfor a robust asset
managementprocess. Understanding Asset management is the basic tool for this
researchwork. The chapter also includes a toolkit of approachesthat can be used to
undertakeassetmanagementactivities including developmentof an assetstrategy.
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A key element of assetmanagementwhich is given particular attention in this section
is the strategic assetplanning, which discussesthe alignment of the assetplanning and
managementwith the service delivery priorities, so that all asset support services in
the most appropriate, effective and efficient way. The next section gives definitions
and explanationsof assetmanagement.

2.2 Defining Asset Management
Asset management represents some fundamental rethinking about how public
agencies and private organizations function. The scope, technology tools and
procedures must be able to deal with"a range of practical issues identified in the
previous section.
The traditional design-build-maintain approachis simply inadequatein the face of the
current challenges for more proactive practices in managing assets.A transition to
modem assetmanagementprinciples and techniquesis needed.One of the first steps
to understandingand using assetmanagementprinciples is to have a clear definition
of the term. Unfortunately, this has not been an easy task as both a variety of
definition and some confusion over the scope of asset managementexist. First, as
guiding principles, Ralph Haas(2000) statesthat:
1. Asset (AM) Management should be viewed as a process and an Asset
ManagementSystem (AMS) as the operational application or implementation
of the process.
2. The fundamental requirement of an AMS by administrators and engineersis
that it employs good business practices and effectively integrates or
incorporatesthe already establishedcomponentmanagementsystems.
The following example definitions addresstheseguiding principles wholly or in part:
ý> "Asset management is the optimum way of managing assetsto achieve a
desiredand sustainableoutcome" (IAM 2003)
> "Asset managementis a comprehensivebusinessstrategy employing people,
information and technology to effectively alloýate available funds amongst
valid and competing assetneeds"(TAC 19997)
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> "Asset managementis a comprehensiveand structured planning process for
developing capital and recurrent budgets. It aims to focus on customer and
community needs,provide quality servicesand a commitment to excellenceto
ensurethat assetsremain productive".(RTA 1996)
> "Asset managementis a comprehensiveand structured approachto the longterm managementof assetsas tools for the efficient and effective delivery of
community benefits. The emphasisis on the assetsbeing a meansto an end,
not an end in themselves." (Austroads2006)
Practitioners generally tend to define asset management in terms of the
property/infrastructure for which they are accountable.However, according to TAM
2000, it generally covers the procurement, operational management, maintenance,
rehabilitation and disposal of assets,such that their use is maximized in regardto their
delivery
service
potential and that risks and costs are managedover their entire life. It
is a businessprocessand decision-supportframework that covers the extendedlife of
an asset and draws from engineering as well as economics. In essence, asset
management should be directed to gaining the greatest possible benefits for the
ownersand usersof the assets.

2.3 Approaches to Asset Management
Conventionally, the prime objective of managingassetshas been to control short-term
running cost. The main concerns, according to Lloyd (2003), have been with
immediate, operational and maintenancematters. He further observedthat there are a
numberof reasonsfor that approach;
"
"
"

"

Expenditure on assetsis generally the secondhighest businesscost after payroll,
so that it is an obvious target for cutting cost to boost annual profit
Physical assetsare often perceived by managersto be a 'sunk cost' that has little
impact on strategic decision-making
Operating and maintenancecost of assetsarc easily measured,whereasthe longterm strategic benefits of buildings and facilities are less readily quantified and
their effect on the 'bottom line' is not so apparent, so that they tend to be
overlooked
Property is a relatively permanentassetand the transactional cost of acquiring or
disposing of property assetsare high, which tendsto reinforce.the statusquo
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The approachto managing physical assetsis now changing. The Asset Management
is
being
it
involves
the
over
world
and
consideration of shortapproach,
adopted all
term, operational as well as long-term, strategic issues, and includes both costs and
benefits. It is simply the way we look after the assetsaround us both day to day in
maintenanceand operations and medium to long term in strategic asset planning.
Asset management is directly related to current or desired level of service to
customers;the cost of providing the services,and the practicesand systemsthat assist
in achieving this in the most efficient and cost effective ways.
Organization's assetsare of utmost importance and should be managedto maximize
the organization's stakeholdervalue as well as its well being, irrespective of whether
it is a public or private organization. The main streams in asset managementare
(NSWT 2004):
"
"
"
"

Identification of needsfor the asset,in the light of stakeholderrequirements
Provision of assets,including its ongoing maintenance and rehabilitation to
suit continuing needs
Operation of the asset
Disposal of the asset when the need no longer exists or it is no longer
appropriatefor the assetto be retained.

Good assetmanagementwill always result in achieving best value from the total asset
costs over their life cycles, including the cost delivering services using these assets.
Sustainableassetinvestment requires organizationsto be accountablein maintaining
and wisely using their existing assets.Optimal assetmanagementis achievedby (DTF
2005):
"
"
"
"
"
"
"

Defining desired levels of service in consultation with the stakeholders,and
matching thesewith assetsthat enablethe servicesto be delivered.
Adopting a life cycle approachto planning assetinvestment and management
decisions.
Balancing competing needs across all organizations functions and selecting
options which best meet desiredoutcomes.
Monitoring, evaluating and improving service delivery.
Managing the risks of assetownership and operating to ensure continuity of
service.
Providing for presentneedswhile sustainingresourcesfor ftiture needs
Adopting continuous improvement approachto assetmanagementpolicies.
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Woodhouse (2001) describes asset management as the set of processes, tools,
performance measures and shared understanding that glues the individual
improvement or activities together. This is depictedin the Figure 2.4.
Asset Management
Philosophy and Framework
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The Who
and How
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Asset Management Enablers
(Risk management,Asset Register,Work Mgmt system,Education,
Fig 2.1 Building a single AM structure -

adopted from Woodhouse (2001)

Simply stated, asset managementfulfills a much needed intermediate role between
strategic management and operational management in

any

organization.

Representationin assetmanagementshould comprise of strategic inputs from senior
managementstaff responsiblefor strategicplanning.

2.4 Excellence in Asset Management
It is essential that a business managementapproach be taken to ensure public and
private organizations receive maximum value for their investment in physical assets
and that services can be provided at the lowest life cycle cost. Practicing asset
managementis not just fulfilled by complying with statutory requirement, but also
directly related to:
current or desired level of service for the stakeholders
cost of providing theseservices
the practices and systemsthat assistin achieving this in most efficient and cost
effective ways.

17

Male et al (2006) report suggeststhat assetmanagementshould be a top-down policy
driven and bottom-up needs verified approach."The former perspective sets out the
policy framework within which property assetdecisions will be made, including an
associated basis for priorit izing investment and the consequent shape and
configuration of the property portfolio held by a department. The complementary
latter approachderives from those responsiblefor the operational delivery of services
and property confirming through feedback mechanisms whether the property
portfolio, its performance over time and the investment made meets adequately
service delivery needs and requirements". In order to get the best from an
organization, the top team needs to hold the reigns lightly enough to allow the
detailed articulation of assetmanagement(at the operational level) to be fed back into
the leadershipprocess.
Asset managementis a full cycle managementof such assetsin order to maximize
their advantage.According to TAM 2000, it covers site acquisition and disposal, the
replacementand remodeling of buildings, roadsand bridges to include extensionsand
improvements,plus the managementand maintenanceof such physical assets.
Good asset management usually meets the following criteria (Scottish Executive
2005):
"
"

"

"

The authority knows what is in its assetportfolio, where those assetsare, and
who is responsiblefor their upkeep.
The authority has developeda meansof relating the assetsin its portfolio to its
wider objectives, thus providing a basis for investment and disposal decisions
and for setting priorities betweenthem.
The assetportfolio is reviewed regularly, both on a department wide and an
authority wide basis, according to criteria set centrally and used consistently
acrossthe authority.
The authority has considered both long term (5-10 years) and short tenn
objectives
It links the use of assetsto the use of other resources
Decisions about reviews, additions, disposals,maintenanceprogrammes and
collaboration with other partners are taken systematically and implementation
is monitored by members.

Asset management effectively represents a shift from a "management by exception"
in operations and planning, that is prevalent in most public organizations. It now
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guides the manager to purposely deploy scarce public resources to achieve the
greatest public benefit. A fully-implemented asset management system will allow
decision makers to explore how eachaction - e.g., operating and maintaining existing
building
is
likely
influence
both
budgets
to
as
ones
current
and
assets well as
new
long-term stakeholder needs. Assets exist to support delivery of organization's
key
following
Therefore,
that
the
asset
effective
ensures
services.
management
propositions apply (DPW 2006):
"

Assets should align effectively with and support organizational businessneeds
for the short and long-term : and

"

The long term cost of using, maintaining and operating assetsshould influence
decisions on acquiring assetsso that the most economical long-term cost is
achieved.

Guidelines in subsequentsections have outlined how the above objectives can be
achievedby applying various principles and processesin planning, capital investment
and maintenance.

2.5 Objectives and Principles of Asset Management
The principal objective of assetmanagementis to enable an organization to meet its
service delivery objectives effectively and efficiently. To be effective, asset
management needs to be considered as a comprehensive and multi-disciplinary
activity that takes into account a rangeof factors such as (NSWT 2004):
the assetlife cycle and assetmanagementprinciples;
the needsof the usersof the asset;
the policy and legislative environment;
the organization's corporatemanagementand planning framework;
technical adequacyand commercial viability;
external or market factors (commercial, technological, environmental or
industry implications);
the competing demandsof stakeholdersand
the need to rationalize operations to improve service delivery or to enhance
cost-effectiveness.
Managersresponsiblefor assetshave recourseto a range of techniquesto assistthem.
These include value management, demand management, economic appraisal, life
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important
is
it
Risk
management.
management
as
cycle costing and risk
particularly
underpinsmany of the key decisionsmadeabout assets.
Public sector asset management should be governed by the following principles
(DPW 2003):
Service delivery needsare to guide assetpracticesand decisions
Asset planning and managementare to be integrated with corporate business
plans, budgetary and reporting processes.
Asset decisions are to be basedon alternatives that take into account full life
cycle costs,benefits and risks of assets
Ownership, control, accountability and reporting requirementsfor assetsare to
be established,clearly communicatedand implemented
Asset management activities are to be undertaken within an integrated
governmentassetmanagementpolicy framework

2.6 The Benefits of Asset Management
Asset management is a key component of efficient organization. Good asset
managementwill enablean organizationto (NSWT 2004):
Assessthe make-up of the bestportfolio required to deliver the given services
Minimize operational costs,and maximize assetefficiency
Maximize efficiency of servicedelivery
Facilitate long term planning in the context of corporateobjectives
Develop corporatethinking
Develop valuable long term partnerships
Free up resourcesfor reinvestment,should the financial policy of the authority
allow it, and subject to the Prudential Code
Allocate resourceseffectively to areasof greatestneed
Account to the public for its use of public assets
Countries that adopt asset management practices have recorded tremendous
improvement in the efficiency and effectiveness of their physical assets.The next
section therefore discussesassetmanagementin some countries that have developed
and entrenchedassetmanagementpracticesin Governmentpolicies.
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2.7 International

Activities in Asset Management

As earlier stated, the relevant asset management disciplines and procedures have
generally emerged from the highly structured or regulated institutions - initially the
armed forces, airlines and nuclear sectors but now rapidly spreading to power, water,
housing and other sectors.

Australia, New Zealand, USA and the UK have incorporated the concept in their
operation and are leading the world in the holistic approach to asset management.
This section has therefore outlined a number of international activities related to asset
management.

2.7.1 Asset Management in the USA
In the past several years, the United States Federal Government's real property
managementpractices had undergoneextensivescrutiny with a view to improving the
managementof its hundreds of thousandsof infrastructure and real property assets
worldwide, and worth hundreds of billions of dollars. A large portion of these assets
in
were
serious state of deterioration, with repairs estimated at tens of billions of
dollars. Many agencies consider the assetsas no longer able to meet their service
delivery requirementseffectively and efficiently. Theseproperty assetswere in 2003,
designatedas a high risk areaby the GovernmentAccountability Office (GAO)
Following the GAO report, PresidentBush signed an Executive Order (EO) 13327,in
February 2004, for real property asset management, adding it to the President's
Management Agenda (PMA) (Teicholz 2005). The EO's. primary objective is to
promote efficient and economical use of the Government's real property assets.It
calls for executive branch agenciesto appoint a Senior Real Property Officer (SRPO)
to be held accountablefor the effective managementof the agency's real properties.
Each agencymust determine what it owns, what it needsand what it costs to manage
its real properties. It must develop and implement assetmanagementplans, develop
and monitor real properties performancemeasuresand dispose of properties that are
notneeded.
As part of E013327, the inter-agency Federal Real Properties Council (FRPC) was
forrned and is responsible for developing guidance,serving as clearing housefor best
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practices, and facilitating the efforts of the SPRO. The FRPC has establishedf6ur
working committeesto focus on various aspectsof the Executive Order (GSA 2004):
Asset management
Performancemeasures
Inventory, and
Systems
These committees are charged with the responsibility of developing asset
managementbaseline data, performancemeasuresreporting, real property inventory
databasestandards,as well as promoting other-toolsfor effective assetmanagement.
Federal highway Administration (FHWA), US Department of Transport
FHWA has initiated several programmesto addressthe issue of infrastructure asset
managementin the US. In 1999, FHWA establishedthe Office of Asset Management.
It is one of four offices within FHWA's Office of Infrastructure. Its mission is to
bring state-of-the-art managementsystemtechnology and best practices to US states
and local agencies and to provide leadership and expertise in the managementof
highway infrastructure assets.The office hasthree key responsibilities:
e Provide national leadershipin assetmanagementfor the highway programmes
Develop assetmanagementpolicies for the pavementand bridge systems;and
Partner with the American Association of State Highway and Transportation
Officials (AASHTO) and othersto conduct nationwide programmes.
To summarize,Asset Managementpractices in the US was initially introduced in the
highway infrastructure sector, to provide leadershipand expertise in the management
of the Highway infrastructure assets.The challengefaced by the Federal Government
to not only arrest the deteriorating condition of its physical assetsbut to also plan a
programmeof repairs and improvements,also triggered the developmentof a property
assetmanagementprocess mandated by Presidential Order. A national council has
been established to oversee the development and dissemination of best practice in
property assetmanagement,a seriesof Key PerformanceIndicators (KPIs) have been
establishedfor measuring the performance of property assetsover time and a senior
managerwithin each major agency must be nominated who will be held accountable
for the managementof property assetson behalf of the agency.
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2.7.2 Asset Management in Australia
Unlike what is obtained in the United States, accounting standards and/or public
sector financial reporting system have been a key driver of asset managementin
Australia. Both federal and state governmentshave implemented strategiesaimed at
securinggains in efficiency and productivity. Australian Accounting Standards(AAS)
has given engineers and accountants the opportunity to introduce business
financial
The
to
the
managementsystem
managementof physical assets
standards,
which requires assets to be accounted for and included in financial statements
includes (IAM 2002):
e AAS 27 for local govemment
o AAS 29 for governmentdepartments
e

AAS 31 for govemments.

A robust and holistic approach to the managementof assetshas been developed by
Australian Commonwealth Government, State Governments and other related
agencies,with a view to ensuring optimum perfonnance of physical assetsto meet
stakeholderneedsand expectations.Theseare therefore discussedin the next section.

Australian NationalAudit Office (ANAO)
The Australian National Audit Office (ANAO) is a public sector organization meeting
audit service needs of parliament and commonwealthpublic agencies.The aim is to
improve commonwealth public sector administration and accountability. The ANAO
assiststhe Auditor-General by providing objective evaluation of the performanceand
financial management of public sector agencies.The ANAO's Asset Managenlent
Handbook (ANAO1998) helps asset managers implement asset management
principles. The handbook provides an overview of asset management principles,
instructions on application of assetmanagementprinciples and concepts,a selection
of casestudies,and a glossary of terms. The ANAO found that (ANAO 1998):
Most organizationscan benefit from proper assetmanagementstrategies
Asset management strategies should integrate with other strategic planning
processes
Alternatives should be consideredwhen purchasingand replacing assets
Life-cycle costing analysis should be used
Improved asset managementcan occur from proper codification of cost of
assets
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Decision about assetdecommissioningshould be made at a strategic level, and
Regular inspection of the condition and performanceof assets,combined with
investment.
for
the
return
replacement,can maximize
on
proper planning
The ANAO also published a better practice guide entitled Asset Managenient Guide.
The guide and handbook are basedon the assetmanagementprinciples developedby
the ANAO. By 1997-98 the ANAO re-examinedthrough a further audit the extent to
which its earlier recommendationshad been implemented. "The subsequentreport
for
that
many
noted
effective strategic asset management remained a challenge
government organizations" (Male 2006). The audit had also confirmed the limited
nature of central policy advice and guidancecomparedthat which existed in a number
of State Governments.A consensusfrom a number of their reports confirms that there
has been a much stronger drive towards improved asset management, including
property asset management at State compared to the central Commonwealth
Government.

The subsequentsections give examplesof state Goverm-nentand other organizations
approachesto Managementof assets.

New South Wales Government
The NSW Government established an Asset Management Committee (GAMC) in
1998 to bring together NSW Government agencies and asset experts to ensure a
"whole of government" approach to asset managementand office accommodation
planning. The Committee meets quarterly or more often when required and its terms
of reference are to provide advice to the Budget Sub-Committee of Cabinet on
(GAMC 2003):
"

The alignment of asset and office
Government's service delivery priorities.

"

The appropriatenessof agencyassetmanagementstrategies.

"

Strategicassetand accommodationissuesinvolving more than one agency.

"
"

Office accommodationstrategiesfor metropolitan and regional areas.
Major investment strategies - acquisition, major refurbishments, lease predisposals.
leasehold,
and
property
and asset
commitments,

"

Benchmarksand performancestandardsfor assetand property portfolios.

accommodation resources with
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A Senior Officer Sub-Committee has also been establishedunder the GAMC to meet
regularly and consider matters prior to their referral to the full GAMC. The SubCommittee meets in a similar timescale to GAMC. The Secretariat for GAMC is
by
the Treasury. Each year, agencies are required to submit to NSW
provided
Treasury an integrated set of five TAM plans which comprise an Asset Strategy
driving the following

related plans; a Capital Investment Strategic Plan, a

Maintenance Strategic Plan, an Asset Disposal Strategic Plan, and an Office
Accommodation Strategic Plan.

The above Asset Strategy and Strategic Plans are to be consistentwith the Guidelines
outlined in the published TAM Manual and the processhas been incorporatedinto the
annual Budget allocation process.The Treasury considers an agency's RSP (or SBI)
incompleteunlessit is supportedby the Asset Strategyand its supporting Plans.

QueenslandGovernment
The challengefor QueenslandGovernmentis to ensurethat communityexpectations
for servicesare matchedwith an efficient use of limited resources.Governmentis
also required to maintain a high level of essentialservices to the community and, at
the same time, be responsive to the changing social, political and economic
environment.

This has led to an increasing emphasis on identifying and

understandingthe core businessof governmentand its agencies.
In response,the Public Works Department of QueenslandGovenunent develops a
range of asset managementpolicies, guidelines, systems and support tools to assist
QueenslandGovernment departments deliver enhanced services to the community
through better management of assets.The Department also provides advice to the
QueenslandGovernment and its departmentson a range of assetmanagementissues
affecting the life cycle management of buildings, including capital investment
planning, building procurement, tendering and selection of contractors and
consultants,maintenanceand disposalof building assets.
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These products and services ensure that the Queensland Goverment and its
departmentsare better informed on how to best manage the State's assetportfolio,
dollars
billions
(DPW 2003).
worth
of
StrategicAsset Management guidelines have been developed for use by Government
departmentsand agencies.Strategic assetmanagementunderpins all activities related
to managing physical assetsfor optimal outcomes.The Strategic Asset Management
Guidelines provide a best practice framework for implementing strategic asset
management.They document the responsibilities of public sector assetowners, users
and managers,and provide information and direction on all aspectsof physical assets
throughout their Lifecycle
The guidelines requires agencies through effective planning to identify the assets
required to deliver their outputs cost effectively. Under this framework assetsare
classified as inputs to service delivery and agencieswill need to know the full cost of
holding assets to determine the true output cost of services being delivered. The
guideline maintained that "The assetbasein Queenslandis generally sound however,
it will not keep pace with future demand unless a strong framework is in place to
ensureassetsare effectively managed"(DPW 2003).
The guideline further noted the increasing need for a forward-looking approach to
assetmanagementthat will lead to:
structuredand accountablecorporateplanning;
demonstrablelinkages betweenservicedelivery and resourceplanning;
formal capital, maintenanceand disposalplanning for assets;
the use of appropriatemethodologiesto managethe demandfor new assets;
more effective and innovative ways of delivering services;
private sector participation in the financing, provision, management and
maintenanceof public infrastructure;
infrastructure
from
public
assets
enhancedcoordination of
and
a whole-ofgovernmentperspective.(DPW 2003).

Institute of Public Works EngineeringAustralia (IPWA)
The Institute of Public Works EngineeringAustralia and New ZealandNational Asset
Management Steering (NAMS) Group have jointly developed an International
Infrastructure Management Manual (JIMM 2000). The manual defines asset
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Management,introduces the conceptof total assetmanagement(assetmanagementas
an integral part of all organizations' activities) and life cycle asset management
(decisionsare made basedon costs associatedwith all stagesof an asset'slife); shows
the benefits provided by assetmanagementtechniques;outlines best practices; shows
how to evaluate and implement information systems to support good asset
management planning and decision making; cite case studies, and includes an
implementation plan. The implementation section contains details of asset
managementstandards,guidelines, techniquesand referencestogether with examples
of key assetmanagementactivities such as:
Developing and consulting on servicelevels,
Demand forecasting and management
Optimizing decision making
Maintenanceplanning
Risk managementmethods
The manual has an extensive glossary of terms related to asset management. In
conclusion, the Australian approach to asset management is more holistic. The
commonwealth, states and local Governments have developed robust asset
managementand improvement plans, techniquesand strategieswhich should integrate
well with other strategic planning processes. Asset managementmanuals have been
developedwhich provides an overview of assetmanagementprinciples, conceptsand
their application. The assetmanagementconcept was tied into Government agencies
through accounting standardsand public sector accounting systems, The Australian
National Audit Office (ANAO) with a view to improving strategic approach and
generalassetmanagementpractices. Asset Managementapproacheshave been better
developedat State Government level, and exampleshave been provided of the close
similarities in thinking adopted by some State Governments. States usually link the
assetmanagementprocessinto their budgetaryregimes.

2.7.3 Conclusions from the US and Australian Models of Property Asset
Management
Asset Management models in the US and Australian has been developed from
different drivers, but they are both developedwith a view to ensuring effective and
efficient performance of the physical assets. There are a number of similarities and
differencesthat can inform developmentof a model of excellence:
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The Asset Managementmodels of both recognizethe need for a central coordination
committee to develop and disseminatebestpractice in assetmanagement;for
example,the FRPC in the US and the GAMC in the NSW StateGovernment.
Physical assets age and deteriorate leading to growing proportion of
expenditure, and that pushed both countries to develop asset management
approachesthat bring about improved efficiency and effectivenessof physical
assets.
The US approachhas been mandatedby Presidential Executive Order, the US
and Australian models link the property assetmanagementplanning process
into budgetary cycles.
Both countries have produced best practice guidance centrally; States
Governments in Australia have also developed their own approach and a
review of three of these (New South Wales, Victoria and Queensland)
indicates close similarities and consistencyof approaches.
*

The US model has set out the requirementthat a named individual at strategic
level in all major agencies should be held responsible for property asset
management.

*

The ANAO has conducted a number of formal audits of the embedding of
asset management and property asset management in central government
departmentsand agencies.

9 The Australian model involves the developmentand maintenanceof whole-ofgovernment assetmanagementframework, basedon life cycle costs
*

The Australian Model, particularly the statelevels, have establishedprinciples
and guidelines which emphasizes
m service delivery needs;
" life cycle approachto assetmanagement;
"

integrated approachto assetmanagementand service delivery; and

" increasedemphasisfor accountability for assetinvestment
Both countries have recognized the strategic importance of managing assets
and property assets as an important national and State resource. The next
section looks at Asset Managementpracticesin the UK.
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2.7.4 Asset Management in the UK
In the United Kingdom (UK), the leading asset managementpractices have come
from the water industry which operates in a privatized (since 1989) but heavily
regulatedenvironment.
Water companies are required to develop strategic asset managementand business
plans (which outlines the investments required to meet service obligations) and
submit these to the Office of the Water Regulation (OFWAT) for audit purposes.
This requirement has driven water companiesto develop robust business casesfor
future expenditure and led to the development a more comprehensive asset
managementapproach.
Asset managementhas been generally recognisedin the UK as a key part of business
planning which connectsat strategic level, decisionsabout an organisation's business
needs,the deployment of its assets,and its future investment needs. Accordingly, a
number of holistic approachesto asset managementhave been developed. These
amongothers, include the Lyons and Male reports on property assetmanagement,the
PAS 55 and RICS & ODPM Guidanceon Asset Management2005.

2.7.4.lProperty Asset Management
Public services in UK are evolving in the context of rising public expectation,
increasing focus on improving efficiency and value for money, and the continuous
emergenceof new technologies. An asset base worth around f220 billion across
central government underpins these services and needs to develop to reflect and
support their evolution (OGC 2006). The Government's strategy for increasing
efficiency'in the public sector gives further impetus to these developments.Asset
managementis a key part of this story:
*

selling surplus assetsto free resourcesfor new investment;

*

transferring ownership of assetsto the private sectorwhere this securesaccess
to new funding and skills, or by placing risk where it can be better managed;

o identifying and capitalizing hidden assets;and;
e increasingvalue for money from retainedassetsand property
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Experts were also commissioned to undertake various studies and make
recommendationsfor the optimum utilization of public assets.

Sir Michael Lyons Report
In 2004, Sir Michael Lyons published his report: Towards the Better Managenientof
Public Assets. The reports investigated how the managementof public sector assets
could be improved and contribute to the Government's objectives of achieving further
efficiency savings. It focused on the need for governmentto pay more attention to its
assetsand to ensure that its investmentsprovided an effective and efficient rate of
return in terms of value for money. Lyons concludedthat the targets set in his report
are achievableby 2010, if effective assetmanagementstrategieswere put in place by
the central civil governinent.
Whilst Lyone's report consideredthe wider definition of assets(roads, infrastructure
and intangible assets) there was an emphasis on property assets, whose portfolio
managementrepresents a considerable proportion of an organization's outgoings,
often second only to staff payroll. Property held either as freehold, leasehold or
through PFI, is a major investment. In order for a return to be realized, investment in
property is not often a short-terin term decision. Acquiring property is a major
decision and disposal is often a time-consuming process. Lease terms may be
reducing in length, and the inclusion of break options in lease terms may be
increasing,but such flexibility comes at a cost. After all, landlords need to generatea
return from their own investmentstoo. (Lyons 2004)
By raising the profile of property assets Sir Michael has ensured that asset
managementbecomesa key contributor to businessthinking. Disposal targets aside,
good asset management contributes to the ongoing effective management of an
organization's business.Good assetmanagementmeanschallenging the statusquo in
order to seekbetter ways of doing things.
In responseto the recommendationsin Sir Michael Lyons' report to the Chancellor,
OGC has responsibility for embeddingeffective property assetmanagementin central
civil government within the HM Treasury initiative to improve asset management
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acrossthe wider public sector. To supportthis role therefore, OGC engagedProfessor
Steven Male, of Leeds University, to undertake a study into the current state of
property assetmanagementin Central Civil Government.The researchhas provided:
*a

baseline assessmentof the current status and practice of property asset
managementin central civil government

oa

model for excellence in property assetmanagementpractice with a range of
practical examplesincluding developmentof a maturity matrix

*

an assessmentof the potential for efficiency gains and the interventions
required to achievethem

from:
The LeedsUniversity recommendationshave beenbasedon evidencedra-%vn
0 international literature on bestpractice
US and Australian governmentmodels
an extensive review of existing processesin government that impact on asset
management
questionnaire responsesfrom Heads of Estates across departments,agencies
and NDPBs
in depth follow-up interviews
a2 day work-shopheld in February 2006 including: OGC, HMT, NAO and
departments
*

shared information on ongoing work within government, in particular the
property performance benchmarking study, an OGC Property Asset
Management Skills study and the NAO report Getting the bestftoni public
sector office accommodation.

The research identified wide-ranging issues that impact on the effectiveness of
property asset management,the ability to achieve efficiency savings and to release
capital. Wider benefits were also identified. Theserelate to improved alignment of the
asset base to the delivery of government services, together with improvements in
governanceand accountability for the assetbase(OGC 2006).
Recommendationsencompasseda number of areasand ftirther analysis of these has
identified four emerging themes:
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The fragmented nature of ownership and responsibility for the civil estate
allied to a lack of strategic direction.
A lack of standardsfor assetmanagementplanning, capability requirements
and aspirationsfor delivery of property solutions.
*A

lack of understanding of the property asset managementfunction and the
in
capability required goverment, particularly at the strategic level.

*A

lack of review, audit and challengemechanisms.

A property asset managementmatrix of maturity has been developed as part of the
research to enable Government organizations to establish how well they are
conducting PAM. It also provides organizations with an indication as to the
requirementsfor excellence in PAM. The matrix consists of a set of enablersagainst
itself.
judge
which an organization can
The Maturity Matrix defines levels of organizationalmaturity and capability acrossall
aspectsof Property Asset Management(PAM). It has been developedto underpin the
Skills and Capability Component of High Performing Property (HPP) and to support
delivery of a rationalized effective central governmentestateby 2012. It is a profiling
tool for understandingthe total requirementfor PAM capability regardlessof whether
provision is in-house or through private sector partners. Application of the Matrix
recognizesthat a range of factors impact on the required levels of capability
Although the Matrix has been developed for buildings and office accommodationit
applies equally to specialist and infrastructure assets and there is an increasing
expectation of wider application. The Matrix is primarily to be used in selfassessmentand self-developmentbut it can also be used in a PAM audit (Male, et al,
2006). Using this matrix in assessingthe organizational capability in PAM gives the
following benefits:
based
An
assessmentof the existing organizational capability across
evidence
e
all the enabling aspectsof PAM
*A

well founded evaluation of the areasof shortfall in PAM capability enabling
in
assessmentof changesrequired any aspectof PAM
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9 Insight into the activities required to support PAM and thus an appraisalof the
action required under HPP in terms of time, resourceand cost
*A

defined methodology that underpins the justification for agreeing a
capability Transition Strategy
Assuranceof availability of capability in line with delegatedresponsibility and
accountability, and
Assuranceof capability to comply with PAM regulatory, propriety, value for
money, and managementof property related risk.

2.7.4.2PAS 55
PAS (Publicly Available Specification) 55 aims to make sure that an organization's
assets are effectively managed over time. By providing guidance and structure
through an independently audited and externally recognizedprocess,the specification
allows organizationsto ensuregood stewardshipof their physical infrastructure.
By clarifying and defining what asset managementis (and isn't), the specification
allows organizations to develop good practices for the sustainable, long-term
administration of their assets,thereby demonstratingthat assetsdeliver the required
level of performanceof a service or product at an optimal cost.
The Publicly Available Specification (PAS), according to John Woodhouse (2006),
has been developed in responseto demand from industry for a standardfor carrying
out assetmanagement.It is applicable to any organization where physical assetsare a
key or critical factor in achieving effective service delivery. PAS 55 covers the
managementof physical infrastructure assets,particularly those that form elementsin
our built environment - such as utility networks, power stations, railway systems,oil
and gas installations, manufacturing and processplant, buildings, airports, etc (PAS
55-12003). It is currently published in two parts:
o PAS 55-1 Part I-

The Specification (released in 2004 - contains 21

requirements)

e PAS 55-2 Part 2- Guidelines for the Application PAS 55-1
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PAS 55 has been developed in consultation with a large number of major
organizations and individuals that are active and proficient in the field of asset
management.IAM is organizing body responsiblefor development of PAS 55 and it
has been prepared and published by BSI. It is likely'to be adopted as a British
Standardin due coursewith eventualadoption as an ISO standard.
The PAS also covers asset management from an organizational. perspective - applying
to cases where the organization's ability to deliver services or products is dependent
on the function and level of performance of its assets. The scope of the PAS is limited
to the physical asset, but the PAS recognizes four other broad categories of asset that
must be managed to achieve organization's strategic plan, these being: human assets,
information assets, intangible assets (reputation etc) and financial assets (PAS 55-2,
2004)

Definitions
PAS 55 provides definitions of many terms, including:
Asset ManajZementwhich is defined as: "systematic and coordinated activities and
practices through which an organization optimally manages its assets, and their
associatedperformance, risk and expendituresover their lifecycle for the purpose of
achieving its organizational strategicplan".
Assetsare "plant, machinery, property, buildings, vehicles and other items and related
systemsthat have a distinct and quantifiable businessfunction or service".
Note that this definition reflects the scopeof the PAS.
Critical Assets: "Assets (or subset componentsthereof) that are identified as being
critical (now or in the future) to achieving the assetmanagementpolicy, strategy and
objective"
Lifecycle: "Time interval that commenceswith the identification of the need for an
asset and terminates with the decommissioning of the asset or any liabilities
thereafter"

PAS 55 stresses the relationship between the asset management system, the
organizational strategic plan and stakeholders, continual improvement through
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monitoring performance of processesand assetsand assetcondition, and feedbackto
the organizational strategicplan and the stakeholder'sexpectations.

2.7.4.3 Asset Management in UK Local Government
Introduction
With the introduction of the prudential capital regime, pressureon revenuebudgetsto
fund capital infrastructure investment is a permanent management issue for Local
authorities in UK. They are therefore searching for new and better ways to deliver
servicesto meet their financial and serviceneeds.
Authorities are under direct pressure to improve the school estate, social housing
local
the
and
of
roads, and evidence of good assetmanagement
provision
condition
may become a condition of discretionary grants. Good asset managementcan also
help the authority contribute to the achievementof sustainabledevelopment,which is
part of its obligations under Best Value. These prompted the development of
strategiesthat ensuresimprovementsin utilization of public assets.

RICS & ODPM Guidance on Asset Management
In 1998 the Audit Commission published a report on local authority property
management,which recommendedthat councils give greater attention to the strategic
and policy implications of property ownership and use. In 2000 the Commission
published Hot Property - Getting the Best ftom Local Authority Assets, which
recommendedthat councils review the needto retain property assets,especially those
that '... do not contribute to service objectives'. This report includes severalexamples
of bestpractice in local authority assetmanagement(Audit Commission 2006).
In 2004 the Office of the Deputy Prime Minister (ODPM) commissioned the Royal
Institute of Chartered Surveyors (RICS) to produce guidance for local authorities on
producing asset management plans. The guidance (RICS, 2005), seeks to make
stronger links between property management and effective service delivery. It
provided the necessaryguide on how local authorities can use good property asset
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managementtechniques as a vital tool to help them meet their corporate and service
objectives.The guidanceservesa number of aims:
1. ODPM wants local authorities to have accessto infonnation on how to use
assetmanagementtechniqueseffectively
2. Best practice guidance shows local authorities how they can use those
techniques to improve services,make operations more efficient and increase
cost effectiveness
3. RICS promotes high standardsof property managementthroughout the public
sector.
By adopting the best practice set out in the guidance, Local Authority can gain the
maximum benefit from its assets- efficiency savings,better services and modernized
working. The ODPM/RICS guidelines address these issues. They give Local
Authorities the tools needed to ensurethat their authorities' property assetscan be
properly managedso that property managementis configured to drive the delivery of
serviceand corporate goals.
One of the important issues in the guideline is the position that because asset
managementplanning has implications acrossthe authority, it is imperative that all
the stakeholdershave an opportunity to contribute to and influence the development
of the plan. To achieve this, lead membersshould ensurethat they actively contribute
to the developmentof the plan, and that they are seento be doing so. Asset managers
should ensurethat they identify all of the stakeholderswho need to be involved in the
assetmanagementprocess,while service managersshould not only participate in the
process,but they should also ensurethat they include all of the stakeholderswithin
their departments.Local authorities should also seek to learn from other authorities
and other organizationsto seewhat they can learn from the experiencesof others.

Conclusion from the UK approach
The UK, like the USA, Australia and New Zealand has recognized that Asset
managementprovides a challengeto the way things are done and looks for options to
improve delivery. Accordingly, robust and holistic approachto assetmanagementhas
been developed to ensurethat where assetsare retained they need to be measuredto
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inadequate
be
delivering
they
they
they
to
that
where
are
ensure
are
effectively;
need
replaced; where they no longer meet the business need they must be disposed of
Recognising opportunities for embedding the thinking processesthat lie behind this
approachhas been focus of the various approachesdeveloped.
The clear conclusion is that property assetsare an important strategic resourcewhich
need to be managed accordingly. A number of central and other initiatives that will
have an impact on property assetmanagementhave been identified. For example, the
OGC Efficiency Programme, including the Relocation initiative, the Property
Benchmarking initiative, and, the SustainableDevelopment initiative, all of which
impact Property Asset Management.

PAS 55 is a useful framework against which organizations can structure and review
their assetmanagementactivities. Independentassessmentagainst this framework is a
means of providing assurance both internally and to external stakeholders that
corporaterisk issuesare being tackled properly and that the organization is controlling
its assetbasefrom a position of knowledge. PAS 55 is applicable to any organization
that depends upon its physical assetsfor the performance and continuance of its
businessoperations.
The Local Government Asset Management Guidance impacts on all areas of
management,operation and delivery of property assetsand the associatedgovernance
frameworks. It indicates that successful asset management can bring significant
improvements in service delivery. It provides a brief understanding of how local
authority assetmanagementcan make a difference.

2.8 Best Practice in Asset Management
Best Practices are those specific businessprocessesthat work for one organization
and create ideas, options and insights for other organization. Best Practices are
methods, processes,or practices about which one of the following pertains (GSA
2005):
It producessuperior results;
It leadsto exceptional performance

LEEDS
UNIVEKSITY
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It is recognizedby an industry expert;
It is deemedso by an organization's customer;
It is clearly a new or innovative use of personnel,resourcesor technology.
In a report to the OGC on improving assetmanagementin GovermuentDepartment,
Howarth (2006) observed that the best practice asset management relies on the
integration of the following:
Knowledge/understanding/experienceof how assets contribute to business
planning, such as acquisitions, disposals,workplace strategies,refurbishments,
benchmarking,etc
Experience of developing a business strategy which meets the delivery
requirementsof the organization and takes into account all resourceimpacts:
(staffing), asset-base(property) and economic(funding)
A thorough understanding of the economic tools for ensuring that the right
financial decisions are taken, such as business case preparations and option
appraisal,whole life costing and performancemeasurements
And the IAM manual statesthat best practice AM is the implementation of advanced
AM techniques. To achieve best practice in asset management therefore, an
organizationmust be able to demonstrateQAM 2002):
Knowledge of Assetsowned.
Knowledge of the physical condition of the assets.
Knowledge of the levels of servicerequired by customers.
Knowledge of assetperformanceand reliability.
Knowledge of assetutilization and capacity.
Knowledge of assetvalue.
Ability to predict future demandsfor service.
Ability to predict failure modesand estimatedtime of failure for assets.
Ability to determine the likelihood and consequences(risk) of different failure
modes.
Ability to analyze alternative treatmentoptions.
Ability to prioritize treatmentoptions basedon risk.
Ability to optimize maintenanceand operationactivities.
Ability to preparean assetmanagementplan demonstratingthe above.
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The above attributes identified by the IAM manual break down essentially into two
major groupings:

9 Knowledge of the physical assetbaseat a strategic and tactical level
Organizational Capabilities in asset management at a strategic and tactical
level.

The IAM Manual however contendsthat best practice is. not always the appropriate
practice. Setting the right level of asset managementpractices is part of a needs
analysis process, taking into account such factors as legal requirements, customer
expectations,nature of assets,risk exposureand availability of resources.
Basic and Advanced Asset management
The degree of complexity of asset management will differ according to an
for
has
The
Institute
Management
identified
Asset
corporate
needs.
organization's
two generic types of Asset Management organization, the basic and advanced
organization; providing important parameters for deciding the scale of change
in
required
moving towards organizational excellence in Asset Management.
Initially, plans are often developed at a level designed to provide basic technical
management outputs such as forward programmes and associated financial
is
by
This
'basic'
defined
IAM (2002) as one
to
the
as
approach
projections.
referred
which:
*

Takes a life cycle approach.

9 Develops basic assetmanagementplans covering:
-

The using of the best current
condition/performancesampling.
Determining existing levels of service.

inforination

and

random

opportunities for

-

Contrasting existing management strategies with
improvement.

-

Calculating long term (10 - 20 year) cash flow predictions for asset
maintenance,rehabilitation and replacementbased on local knowledge of
assetsand options for meeting current levels of service.
Developing initial plans which are relatively simple but addressthe key
identified
intend
be
improved
to
subsequently.
areas
above and

-
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After the development of the initial AM plan, the sophistication of AM should
improve incrementally to an optimum level, appropriate to needs of the particular
organization also as more information become available or improved system and
in
processesare place. An 'advanced' assetmanagementapproach seeksto optimize
activities and programmesthrough the collection and analysis of detailed information
about assetcondition, performance, life-cycle costs and managementoptions, before
providing the required level of serviceat least cost. It entails (IAM 2002):
Using predictive modeling, risk management and optimized decision
making.
defined
levels
Having
well
and
agreed
of service.
9
Using accurate and detailed asset data with associated high levels of
confidence.
Understanding the impact of other tactical plans on the corporate Asset
Managementplan.
logic
Undertaking
the
technical
that
confinu
reviews
and appropriate
a
implementation to meet community and other key stakeholderneeds and
strategic objectives.

More advanced AM practices and systems will be justified for assets with the
following characteristics:
e High value (i. e. AM decisionscan have high financial impact)
*

Advanced age/deterioratingcondition

9 Complexity in terms of number and variety of assetcomponents
Higher levels of risks exposurewill lead to more advancedAM techniques.Exposure
to risk in ten-nsof impact of assetfailure on businessperfon-nance,the level of service
and public image of service provider should always be assessed.Advanced AM will
also require greater level of financial resourcesand staff input than a basic approach.
In developing AM objectives therefore, the benefits and costs, AM options, and
availability of resourcesmust be considered(IAM 2002). The value, complexity and
consequencesof assetfailure are factors in deciding what level of assetmanagement
techniquesare required.
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2.9 Asset Management Process
In simple terms, there are four main steps in what might be described as Asset
ManagementProcess.Theseare:
Identifying objectives
Preparingan assetmanagementplan
Implementing the plan and its programmes
Auditing and review.
Australian New South Wales and Queensland States had developed Total Asset
Management(TAM) and Strategic Asset management(SAM) policies respectively.
The aim is to provide better planning and management framework in respect of
limits
by
the
the
efficient
means
resource
government assets,
most
and within
of the
community. The policies outlined a number of strategies aimed at improving
efficiency, effectiveness and value for money. The policies, which underpins all
activities related to managing physical assets for optimum outcomes, requires
organizations, through effective planning, to identify the assetsrequired to deliver
their outputs cost effectively. Under these frameworks, assetsare classified as inputs
to service delivery and agencieswill need to know the full cost of holding assetsto
detenninethe true output cost of servicesbeing delivered.
Asset management activities espousedby both TAM and SAM extend from the
identification of user expectation to the daily operation of the assetsrequired to meet
defined levels of service. The activities and strategiesthat make up the Total Asset
Management process are shown in Fig 2.3 and are divided into three phases: the
strategic planning process, the operational planning process and the audit/review of
the implementation of the assetplans (TAM 2000):
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Fig 2.3 Total Asset Management Process

SourceDPW(2003)

The basic principles, activities and strategiesthat make up the TAM and SAM asset
managementprocessesas well as the tools that managersuse, are basically; Strategic
Planning; Operational Planning and Audit/Review. These are therefore discussedin
the subsequentsections.

2.9.1 Identifying Objectives
The Asset Management development process should begin with the organization
setting broad corporate AM goals and objectives and move logically through the
following steps(IAM 2002):
e Confirm AM overview structureand responsibilities
a Assess current status/future requirements for
improvement programme and resourcesrequired

AM

and confirm

an
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"

Prepare suitable AM plans based on desired (or existing) levels of service
basedon known or assessedcustomerrequirements

"

Maintain two-way information flows between AM

plans and other

organizational plans, seeking ways to improve the effectivenessof AM plans
outputs
"

Monitor, review and audit the AM plan

Specific objectives should be developed for the managementof assetswhich satisfy
the broader corporate objectives. AM objectives should be able to be understood
Fasily and relate to the quality, coverage,timeliness and cost of AM outputs. Specific
objectives according to the IAM manual should relate to:
Establishmentof AM team and/or coordinator
Completion of needsanalysis and improvementplans
Undertaking service level review
Preparationof AM plans
Implementation of plans for AM systems,data and processes
AM audit and review
Meaningful performancemeasureswill be required in order to monitor progress(IAM
2002).

2.9.2 Service Delivery Strategy
An organisation's Service Delivery Strategy defines what services it will deliver in
accordancewith their CorporatePlansthus satisfying its stakeholderswhile providing
community benefits. It translatesthe broad goals and objectives into specific service
requirementsthat it plans to deliver outlining the strategy that is to be adopted. It
should (NSWT 2004):
define the scope,standardand level of servicesto be provided;
utilise the techniques of demand management, economic appraisal, value
managementand risk managementin evaluating service delivery options;
look at future service configurations and considering mid to long term issues
demand
have
impact
service
and supply;
which will
an
on
assessthe methods of service delivery and the resources needed, including
requirements for the use of assetsto achieve the most efficient and effective
delivery of services.
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2.9.3 Asset Management Strategic Planning
There have been developments in the management of assets, not the least of, %vhichis
introduction of the strategic asset management as a set of principles which is meant to
guide or focus senior management on the disciplines required to manage assets for the
most efficient and effective outcomes. Queensland's DPW (2004) define strategic
asset management as the process of developing management strategies that will:

*

contribute to the best utilisation of assetsin the delivery of services to the
community in line with corporateplans and service delivery strategies
ensure ongoing compati i ity

etween the composition of an asset portfolio

and the changing environment within which it operates.
The objective of asset strategic planning is to ensurethat strategies implemented in
managing an asset portfolio. are -focused on providing efficient and cost-effective
services in line with corporate planning and service delivery strategies.The process
representsthe translation of the demandsand/or expectationsof users/customersof an
organisation into service needsthrough the preparation of long-term strategieswhile
conforming to legislative requirement in order to determine the optimum operational
activities for the businessDPW (2004)
The IAM Manual has developed an advancedframework that take a holistic view of
Asset Managementwhich assessesthe need for, and the roles and objectives of the
managementof all assets,that will ensureneedsand benefits are optimized. As shown
in the flowchart below (Figure 2.4), there is the opportunity to feed all information,
customer and legislative expectationsand requirementsand decisions throughout an
organization. Such a framework ensuresthat a managementdecision-making group or
delegated individual accepts responsibility for the programme. Their responsibility
should be to a member of the organizations corporate team. An asset management
programme is likely to fail unless there is a commitment from the staff and strong
corporatesupport. (Styles 2000).
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Fig 2.4 Flow Chart for Developing and Using Asset Management Plans,

Source:

International Infrastructure Asset Management Manual (2006)

Key componentsof the strategicplanning processare (NSWT 2004):
The development of a mission statementwhich describes the long-term desired
position of the organisation.
9A

review of the operating environment, to ensurethat all elementsthat affect the
organisation's activities have beenconsidered.

*

Identification of strategic options to achieve strategic goals arising from the
mission statement.

aA

clear statementof strategic direction, goals and desired outcomes.
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The development of asset strategies through analysis and direction-setting process
basis
disposal,
for
a
strategic
plans,
and
capital, maintenance
provides
compiling asset
and management-in-useprograms formalized through an annual budget process.The
objective of planning, according to the SAM policy, is to ensure that strategies
implemented in managing an assetportfolio are focused in providing effective and
cost-efficient servicesin line with corporateplanning and service delivery strategies.
The greatest savings and most enduring efficiencies are said to be achieved in the
earliest planning phases of an asset life. It is also observed that more effective
planning and understanding of the various service delivery options always leads to
large savings. Sometimesassetrelated costs can be avoided if non assetsolutions are
found.

Benefits of Strategic Asset Planning
The implementation of effective management strategies will promote the best
utilization of assetsin the delivery of servicesto the community in line with corporate
plans and service delivery strategies.Benefits to be gained include (DPW 2004):
*

forecastingbudget requirements
determining future assetrequirementsto allow for forward planning
identifying changes in asset requirements to facilitate formulation of the
following
Capital
for
facility)
Investment
Plan
(e.
the
a
g.
need
new
Maintenance
implement
Plan
(e.
g.
essentialmaintenanceonly, pending
sale)
Management-in-use
Plan
(e.
layout
improve
tenancy
to
g.
review
functionality)
declare
Disposal
Plan
(e.
include
in
g.
surplus,
and
saleprogram)
providing a basis for the preparationof an annual Capital Investment Strategic
Plan

o assisting agencies in meeting the goals of the Government Financial
Management

2.9.4 Operational Planning
The Operational Planning process, or Asset ManagementFramework, translatesthe
service delivery strategy into specific action plans for managing an organisation's
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assetsso as to cost-effectively achieve the organisation strategic goals in the longterm. The TAM operational planning process consists of the development of four
componentsthat are interconnectedwith eachother. Theseare (NSWT 2004):
The Asset Strategyand its integrated

0

"
"
"

The Capital investmentStrategicPlan
The Asset MaintenanceStrategicPlan
The Asset Disposal StrategicPlan

Asset Strategy
Asset Strategy is "the planned alignment of physical assets with service demand"
(DPW 2004). It is achieved by the systematic management of all decision-making
processes taken throughout the life of the physical asset(DPW 2004). The strategy
enables organizations to focus on service delivery requirements of the assets rather
than on the assets themselves, it also enables organizations to establish the asset
portfolio that is most appropriate, effective and efficient in meeting the demands of
their service delivery requirement. The development of Asset Strategy is described by
the NSW TAM policy as the critical stage in agency strategic planning. It is seen as a
vehicle by which an agency matches its asset portfolio

to its service delivery

requirements.

The strategy is the top-level plan in the TAM process which establishesthe basic
relationships between Service Delivery Strategy and the Capital Investment, Asset
Disposal and Office Accommodation Strategic plans with how these plans interrelate. The plan outlines and guides the organization's asset responseto its service
requirements, through the development of an asset portfolio, risk management
strategiesand assetperformancemeasures.The strategyidentifies any needsor 'gaps'
to support services and addressesthose through planned capital investment, disposal
or maintenance including replacement and/or upgrading. In doing so, the Asset
Strategy(NSWT 2004):
e demonstrates how the organisation's asset portfolio supports its service
delivery;
0

developsan assetportfolio to support servicedelivery;

0

setspriorities for the assetsto be managed;

9 developsgap analysis betweenthe existing and required assets;
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identifies asset-relatedrisks which affect delivered services;
identifies asset performance levels required to achieve service performance
establishedin the RSP;
addresses risk and compliance with mandatory requirements such as
OccupationalHealth and Safetyor assetstandards;and
defines the relationships betweenthe RSP, the CorporatePlan; and
Provides information for Capital Investment, Asset Maintenance, Asset
Disposal and Office Accommodation Strategies.

Asset Strategy Development Framework
In preparing an assetstrategy,Stewart (1999) observedthat it is necessaryto:
9 prepare an inventory of assets, including details such as the date of
construction/refurbishment,floor area, category of use, type of construction,
etc
"

confirm the level of service required by building users and the cost they are
preparedto pay for that level of service

"

develop a long term plan, including annual maintenancecosts and estimated
datesand costs of future refurbishmentsand replacements

"

identify and assessareas of risk and develop strategies and costs to mitigate
those risks
explore the best methods of delivering the assetmanagementstrategy, using
in-house resources,external resourcesor both, and how best to procure these
services

9 set key performance objectives to enablethe performance of your assetsto be
measured
*

determine how funding required for these programmes will affect the
organisation's performance.

And the key phasesin developing assetstrategyaccordingto TAM policy includes;
Service requirements
Asset portfolio
Risk and risk management
Asset performancemanagement

48

Service Delivery Requirements
The primary focus of Strategic Asset Management according to TAM 2000, is to
delivery
through effective asset solutions and efficient asset
service
achieve optimal
inputs
been
in
has
Traditional
terms
measured
of
and the
performance
management.
minimization

of waste at the input end of the resource equation. Strategic Asset

Management requires an organization to focus on outcomes and the output end of the
is
delivery.
The
measure
of
success
enhanced
service
real
resource equation.
Performance measures and benchmarks in Strategic Asset Management plans should
therefore be primarily directed at measuring these outcomes.

An Organisation's service delivery information as contained in the corporate planning

documentsshould provide necessarydetails about which servicesare to be delivered.
In addition to that, the following questions should be answered to ensure that the
Asset Strategyis developedin responseto more specific service needs(NSWT 2004):
"
"
"
"
"

What servicesdoesthe organizationplan to deliver?
To whom are the services to be delivered and what are the
stakeholders'expectations?
When are the servicesrequired to be delivered?
Where are the servicesto be delivered; and
To what level/standardare servicesto be delivered?

Developing an Asset Porffiolio
The assetportfolio developedby the organization should representthe assetresponse
to its service requirements. It is derived from analysing the services delivery
requirementsand other organisation's corporateplanning documents.The processof
developing an assetportfolio should be undertakenin the context of overall resource
managementand service delivery.
Identify asset-relatedrisks )vhich may affect delivery of services and achievementof
results
A risk is the chance of something happeningthat will have an impact upon results.
Risk managementis the culture, processesand structures that are directed towards
effective managementof potential opportunitiesand adverseeffects. The management
delivery,
is
because
it
beneficial
to
service
contributes
more economic
of riskopportunities to reduce uncertainty and costs, and more effective contingency
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planning. Asset-related risks may include those that directly affect the assetsduring
their useful life or which have an impact on the level of demand for services.When
assessingasset-relatedrisk to delivery of services agenciesshould adopt a whole of
life approachas the risk exposurevaries during the assetlife-cycle (NSWT 2004).
The Australian TAM 2000 states that asset management requires identifying,
analysingand evaluating risks associatedwith the acquisition, operation, maintenance
and disposal of assets.Potential asset-relatedrisks are numerousand may include:
1. Risk directly affecting assetsduring their useful life, such as:
Inadequatemaintenance;
Capability;
Equipment breakdowns;and
Industrial action; and
2. Risks which have an impact on the level of demandfor service, such as:
Stakeholderexpectations;
Technological change;
Demand trends;
Population growth; and
Environmental events.

Asset Performance Measures
Asset performance measures are essential to the development and implementation of
an Asset Strategy as they provide a gauge of how well the management of assets is
supporting services. There are two groups of asset performance measures that must be
identified and applied in the Asset Strategy. They are equally important and focus on
two distinct aspects of asset management (NSWT 2004): Effectiveness measures and
efficiency measures.

Efficiency measuresshow how the cost of assetsaffects the cost of services. They
demonstratewhether value-for-money service delivery is being achieved. They may
also show whether the assetsare being managedwithin the budgetary and industry
standardsfor similar assets.Effectiveness performance measuresprovide the most
objective method of determining how successfully assets have been used in
supporting services. It helps to identify asset-relatedrisks and establish service
focussedpriorities.
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Performancemeasurementalso involves assessingthe adequacyof a processor result,
in qualitative or quantitative terms. The inclusion of a comprehensive set of
qualitative and quantitative measuresdemonstratesthe organization's knowledge of
its assetportfolio and that it understandsits greater role in maximising the use of
available resources.
Qualitative measuresmay include (DPW 2004):
establishing that strategies contributed significantly to the achievement of
objectives outlined in corporateplans and service delivery strategies
gaining acknowledgement that the process of consultation with key
in
(such
delivery
stakeholders
planners) resulted due
as resourceand service
considerationbeing given to their assetrelatedneeds.
having the assetstrategiesreflected in the following plans:
Investment
Plan
-Capital
Plan
-Management-in-Use
Plan
-Maintenance
Plan
-Disposal

2.9.5 Implementation Plan
Implementation of efficient and effective asset management requires a clear
understanding of the responsibilities of ownership. The outcome includes
comprehensiveplans for facilities management,capital investment, managementand
maintenanceof existing assets,and disposal 'Oradaptation for a new use of surplus
assets.The University of Griffith (Griffith 2004) Strategic asset Management Plan
states that the implementation plans must demonstrate strategies that yield the
following benefits:
a clear understandingof the role that assetsplay in support of the institution's
objectives
delivery
alignment of assetswith service
strategies
the provision of an environment that supportsservice delivery
the optimal functionality and utilization of assets
the developmentof assetswhich are environmentally sustainablein design and
operation
managementefficiencies and effectiveness
maximum return on investment
appropriateworkplace health and safety management
rapid identification and reporting of surplusor under-utilized assets
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accessto accuratedata and information
maximum benefit from the application of capital and maintenancefunds
the identification and quantification of opportunities and risks.
After having detailed knowledge of the organization's assetbase,including locations,
functions, physical attributes, and condition, the gap between the existing and the
required asset capacity is then developed into capital investment, assetmaintenance
and assetdisposal options, which are discussedin the subsequentsections.

Capital Investment Strategy
A capital Investment Strategic plan seeks to provide efficient and effective planning
of organization's capital resources by making sure that there are clear and detailed
links between assets and the service delivery outcomes they maintain. It involves
assessment of all investment options to meet service delivery requirements using laid
down processes.

The Capital Investment Strategic Plan (CISP), according to the NSW TAM
guidelines, applies where the Asset Strategy indicates investment may be neededin
new assetsor significant improvementsor upgrading of existing assets.Development
of the CISP relies on a robust Asset Strategyand involves (DPWS 2001):
*

Developing a Project Brief, which translates service delivery needs into
specific and detailed project objectives

9 Generatingoptions which satisfy the Brief, including ensuring that alternatives
to capital project procurementhave beenconsidered.
*

Evaluating and comparing options, by using assessmentand decision tools
accompanyingthe TAM Guidelines.

The essenceof Capital Investment Planning is to assessall investment options to meet
service delivery requirements including purchase, lease, service contract, and nonassetsolutions together with all the required outcomes.
By recognizing that built assets are only platforms for delivery of services, new
investment strategies should be implemented only if they diredtly support new or
improved service delivery outcomes.SAM policy requires that a-structuredprocessbe
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followed, through which the need for new investment can be demonstrated.In all
caseswhere it is necessaryto proceed with the delivery of new investment, the full
life cost and function of the potential investment should be considered, with this
information being used to shapethe new investmentsolution.

Asset Maintenance Strategic Plan
The Asset Maintenance Strategic Plan is meant to practically managethe threat of the
inability of assetsto support service delivery strategies, with a view to yielding a
more productive and reliable assetportfolio within the limits of available resources.
The plan defines maintenancestandards,describeshow the work is to be parried out,
and forecast the necessarymaintenanceexpenditure for the planning period (NSWT
2004).

Maintenancecost of assetsare likely to continue to increasedue to gradual aging of
the assets, poor management of assets, and the changing expectations and
technologies,which prompts the renewal or reffirbishment of assets,even though they
work adequatelyto provide the required level of service.
The Queensland Strategic Asset Management document describes Maintenance
Strategic Planning as the "process that provides a strategic link between an agency's
maintenanceprogram and its corporatedirections and core business.The objectives of
maintenance strategic planning are to ensure that assets continue to support the
business objectives and service delivery requirements of the agency. Maintenance
in
implement
to
planning
an
agency
plan
a
maintenance
strategic
allows
and
program
alignment with its capital investment,operationaland disposal plans" (DPW 2004).
The processof maintaining physical assetscovers all actions necessaryfor:
Retaining an asset in a specified condition

0

Restoring an assetto a specified condition

It requires a properly structured and professionally managedsystemto achievethis in
a cost-effective manner.
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Asset Disposal Strategic Plan
Assets Disposal Strategic plan is an elaborate assessmentof assetsthat the asset
strategydesignatesas no longer satisfactorily meeting their servicesneedsas required
for
disposal,
lowest
long-term
identify
This
to
the
all
costs.
plan assistsagencies
at
redundant assetsthat might otherwise reduce efficiency and effectiveness in service
delivery.

Asset Disposal Planning "requires two separatebut distinct elements: the detailed
by
identified
followed
by
Strategy,
Asset
'surplus'
the
an
assessmentof
assetsas
analysis of the physical 'disposal' of the assets" (DPWS 2001). An asset is
characterizedas surplus when any of the following ensues:
is
for
delivery
The
the
asset
not
required
of services, either currently, or over
e
the longer planning frame
The assetturns out to be too costly to maintain and/or operate
The assetis inappropriatefor servicedelivery
If an assetis considereda surplus, its physical disposalwill then dependon one of the
following:
in
disposal
benefits
financial or other tenns
Whether
there
are net
e
e Whether there are secondaryservice obligations that has to do with the asset,
which necessitatesits maintenance
Whether a disposal can be carried out without affecting the physical
environment negatively.
Strategiesto dispose of surplus assetsaccording to the Queens land's SAM, will
focus, firstly, on identifying those assetsthat no longer meets the service delivery
needsof the agency, and secondly, on disposing of these assetsin a structured and
prioritized manner, in ftill knowledge of prevailing market conditions (DPW 2004).
Assetsidentified as being surplus to existing or anticipated requirementsas part of the
assetreview and analysis processshould be examinedin detail to establishfirstly, that
there are no alternative economic or community usesof these assets,and if disposed
of, that maximum return to government is achieved. Disposing of surplus assets,in
do
become
disposal
that
they
a maintenance
not
plan, ensures
accordancewith a
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and/or financial burden. It may also free up funds required for capital works,
influence decision-making and support the forward estimatesand budgetprocesses.

2.9.6 Audit/Review
The objective of auditing, according to TAM 2000, is to ensure the effective
development, implementation and operation of asset management plans which is
essential in order to establish a continuous assetsmanagementimprovement cycle,
maintain best industry practice and assessthe quality ofAssetsmanagementprocesses,information systemsand data
Asset managementplans
The implementation of assetmanagementplans
It is essentially an assessmentof the organisation's perfon-nancewith regard to the
management of its asset portfolio while critically reviewing the current level of
serviceprovided and possible areasof improvement.
Audits can be a very useful tool in assetmanagementand the entire businessprocess
of an organisation but a certain culture has to be created in order to maximise its
effectiveness.Audits have to be (NSWT 2004):
*

Logically structured and repeatableas to enablea future review to monitor the
progressor decline that has occurred.

9 Carried out with a view to encouraging improvement, not blaming past
performance.
*

Structured in such way as to identify the greatestbenefits for the organisation
from a total "business" sense.

9

Completedby a suitably qualified auditor specialising in this areaof practice.

Benchmarking asset management activities will assist this process of measuring
performance in order for the development and improvement of future asset
managementplans. This therefore leads to the discussion of asset management
decisiontools in the next section.
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2.10 Assessmentand Decision Tools
In developing the Asset Managementstrategieslisted above, Asset Managerswill be
required to critically assess their organisation's operating envirom-nent and its
competency to respond to that environment. They will need to make difficult
decisions that have long-term and often critical consequencesfor their organization
and/or its stakeholders.
NSW TAM policy has given a number guidelines and decision tools that will improve
the accuracyof their assessmentsand the soundnessof their decisions. Some of these
include:
"
"
"
"

Demand Management
Value Management
Risk Management
Asset Information

This sectiontherefore makes a brief discussionon eachof the abovetools. The details
are mainly drawn from the Australian models, which has asset management
processes.
2.10.1 Demand Management
In the past, Government's responseto community demandsfor more or better services
in order to raise their standardof living was to improve its capacity to supply, but this
in no longer sustainable.The demand for service must now also be managed(DPW
2004).

Demand Management policies enable the interaction between supply of service and
demandfor assets.Demand Managementis defined as: 'The active intervention in the
market to influence the demand for services and the assetsgeneratedand/or used in
supplying these services to best match available resourcesto real needsand ensuring
the services provided are delivered with the best value for money.' (GAMC 2003).
Successful Demand Management requires organizations to clearly understand that
their corporaterole is not to provide ever more services,but to provide:
effective service outcomesto meet identified community needs
assessif this need is changing and
e to respondappropriately and within the available resources.
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Demand Management should be an essentialpart of the development of the Service
Delivery Strategy, and its process requires asset managersto first understand both
their clients and the true cost of providing services.They then identify demandas the
needs of services, rather than wants of assets. Decisions as to which needs are
satisfied are then made from a whole of organisationor governmentperspective.
According to the NSW TAM policy, demand motivates the supply of services and
leadsto the provision and use of resourcesincluding physical assets.When demands
are satisfied by the supply of a service, new expectations arise. When one need is
satisfied, other needs will also need to be satisfied and the relationship between
demand, services and assetsis often cyclical. Focusing on service supply alone is
thereforenot sustainablein the long term, as (DPWS 2001):
e demandwill always outstrip supply
9 the capital cost of additional assetsmust be considered in the light of the
limited resourcesof the community at large, and
in
it
bringing
increase
the
to
overall
will cause
stock of assets grow,
about an
e
the operating and maintenancecostsof the assets.
Demand Management Process
Demand Management is an evolving process requiring ongoing review in order to
achieve the most equitable, cost-effective and efficient service delivery and best use
distribution
and
of resources. Organizations need to regularly monitor the
effectivenessand achievementsof their Demand Managementprocessesand, where
necessary,fine tune and/or re-define measuresto achievethe desiredoutcomes.
Demand Management involves a number of key steps within the three characteristic
phasesof any strategic managementprocess - Preparation, Analysis, Planning and
Implementation.

The preparation phase involves gaining a proper understanding of the
stakeholders together with establishing the true costs of providing service.
This provides the basic information for the
Analysis andplanning phasein which the demand is clearly identified and a
responseto its managementformulated.
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documenting
is
In
implementation
the process
the
phase,
a
plan
prepared
9
stagesincluding proceduresfor implementation, monitoring and evaluation of
the defined Demand Managementresponse.
This processneedsto be applied at eachstageof the Asset Managementprocessand it
is an essentialpart of the developmentof the ServiceDelivery Strategy.

2.10.2 Value Management
Male, et al (1998) define Value Management (VM) as,proactive, creative, problemsolving or problem-seeking service which maximizes the ftinctional value of a project
by managing its development from concept to us. The process uses structured, teamoriented exercises that make explicit and appraise existing or generated solution to a
problem by reference to the value requirement of the client.

Value Management may be described as a structured, analytical process for
developing innovative, holistic solutions to complex problems. It has the following
key characteristics(GAMC 2003):
a specific methodology
basedupon a creative problem solving approach
involves key stakeholdersin a managedteam approach
focuseson function i. e. what it must do, not what it is
focuseson achieving value-addedsolutions
basedupon on integration
focuseson project learning
The greatestgains of Value Managementcan be achievedwhen it is directed towards
obtaining maximum value from a total system.The examination of function remains
fundamental,however this occurs within the systemwide context. It is the systematic
analysis of functions, which sets Value Managementapart from other approachesto
improving value.
Objectives of Value Management

Value managementis a tool that has application at all stages of the strategic asset
managementcycle, from the identification of service requirements through to the
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implementation of resource and assetplans. It may also be used in operational and
maintenanceplanning. It provides the managerwith a tool that can (DPW 2004):
ensurethat a project is cost-effective
resolve a complex problem
identify a number of options and assistin the selection of a preferred one
identify the meansby which a servicemay be provided
review a brief
identify the meansby which a project may be delivered
identify ways of providing functions at a lower total cost (life cycle cost)
identify additional functions which improve the outcome of the project
separateneedsfrom wants and establishpriorities
improve the standardof performanceor quality of the project outcomes
generate commitment to outcomes through structured participation of
stakeholdersplanning.

Value Management concept
Value Management is a structured, systematic and analytical process that seeks to
achieve all the necessary functions at the lowest total cost consistent with required
levels of quality and performance. Underlying the Value Management theory is the
principle that there is always more than one way to achieve project objectives and that
examination of the alternatives will produce the most acceptable conclusion (Male, et
al, 1998).

Through the analysis of functions, wastage,duplication and unnecessaryexpenditure
can be identified giving opportunity for value to be improved. The functional analysis
perspective not only enables Value Management to explore the project and/or
program brief but also to test the assumptionsand needsperceived by the author(s) of
the brief

The concept of value as used in Value Managementdistinguishes this method from
conventional methods of cost review. It achievesthis by considering the relationship
betweenfunction, cost, and worth. Value Managementis not a review process,but a
means to assist in the better management of the procurement process. Value
Management essentially aims to produce solutions creatively and economically by
(GAMC 2003):
o

identifying unnecessary expenditure
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challenging assumptions
generatingalternative ideas
innovation
promoting
optimizing resources
saving time, money and energy
simplifying methodsand procedures
items
eliminating redundant
updating standards,criteria and objectives.

Application of Value Management in Asset Management
The system based functional analysis of Value Management allows consideration of
complex interrelationships. Consequently, Value Management has a broad range of
applications throughout the strategic planning and procurement processes. It is
particularly useful in focusing or distilling objectives and priorities, and in generating
alternative solutions. The application of Value Management varies in intent and
outcome depending on the timing within the delivery or resolution process.

In the strategic planning process, Value Management is especially useful in analyzing
service strategies and in generating alternate and innovative options for meeting
service needs. This includes identifying options that do not require additional capital
investment for physical assets. At that level, Value Management can be used to
(NSWT 2004):

test and validate planning assumptions
identify and confirm stakeholdervalues
direction
createa sharedvision or agreed
develop alignment to Corporatedirections
establishMaster Planning principles and objectives, and
define key challengesand strategies

Value Management benefits
Benefits of a Value ManagementStudy are (DPW 2006):
a better understanding of needs and the functions necessaryto meet those
needs
a better definition of program or project objectives
a better definition of quality and performancestandards
reducedwastageof resources
capital funds savings
improved operational efficiencies
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team building and strategieswhich
createa climate of sharedunderstanding
reduceconflict and risks
fosterjoint ownership of problems and solutions
createnew ideasfor improved outcomes
enhancethe skills of the participants
save on project development time and ultimate service delivery to the
community

2.10.3 Risk Management
Risk is defined as the chanceof somethinghappeningthat Nvill have an impact, either
positive or negative, on objectives and/or outcomes.Risk managementis the process
of identifying, analyzing and addressingrisks and opportunities on an ongoing basisnot only to avoid negative outcomes,but also to exploit emerging opportunities. It is
a systematic process to identify risks that may impact on the organization's
objectives,analyze their consequencesand develop ongoing measuresto treat them. It
should be part of organization's corporateand project-managementculture

Risk management is essential at all stages of the asset life cycle, whenever a
significant decision has to be taken. The risks associatedwith the decision and their
implications should be weighed with other factors -vvhendetermining a course of
action. The objectives of risk managementtherefore are to:
o systematically identify risks
*

determinethe magnitude of theserisks

9 develop ongoing measuresto addressthem
Risk management should begin with service demand assessmentand continue
throughout the life cycle of the asset.It should be formally applied and documented
during the Total Asset Managementprocesswhen (GAMC 2003):
0

Setting strategic directions,

Developing
and evaluating programsand projects, and,
@
into
Entering
contractswith the private sector
a
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2.10.4 Asset Information
Organizationscan not effectively and efficiently mange their assetswithout knowing
is
demand
for
it.
it
is,
its
is
have,
they
the
and
condition,
what
what
where
what
Identifying the extent to which the assetmeets current and future needs,recognizing
short falls and examining running costswill facilitate strategic decision-making.
Unlike in the past when physical assets were managed with modest levels of
infon-nation that was centrally recorded and historic costs were recorded only for
accountingpurposes.Local assetmanagerswere familiar with each of their assetsand
less pressured to ensure their cost effectiveness.The environment in which public
assetsoperate has changed and consequently,the Queensland'sSAM statesthat the
information necessaryfor agenciesto managetheir assetshas also changed.
The increased demands for government services without a similar increase in
government resources have led to a focus on service, and whole of life asset
managementapproach. Consequently,the need for asset information has increased
significantly. Asset Management requires the use of asset registers to provide an
invaluable source of information of the organization's asset usage and on-going
capacity as an efficient and effective serviceprovider (DPW 2006).
Asset registers -also provide the information base for further management
improvement techniques such as benchmarking.The assetregister should be seen as
the core of an agency's information managementsystem.The potential to integrate all
the different functional registers and plans to create more efficient information
linkages is growing as technology advances(GAMC 2003).
Asset Register
Asset registers, according GAMC (2003), are listings of information relating to
various aspectsof an assetportfolio, in a form that allows data to be cross-referenced
and retrieved as required. Assets should be recorded if they have a service potential
and/or the capacity to provide economicbenefits used in delivering agencyservices.
An assetregister is designedto record all assetson the balance sheet, together with
basic information as to use, size, value, occupying departmentetc. The register is only
to record the existenceof the asset,in order that an accurate,regularly updatedlisting
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is in existence.This basic information is then enhancedto form the basis of the asset
database,which managesall assetdata to support day to day assetmanagementand
performance measurement.An asset register may be computer, card file or paper
based and contains data relating to one or more asset categories including (GAMC
2003):
service delivery functions
physical properties
technical data
financial information
property title details
key operational data
maintenancedata
performancerecords
StrategicAsset ManagementPlan of the University of Tasmania,Australia statesthat
the effective managementof an asset portfolio is dependent on the availability of
relevant, reliable and timely information. Asset management information must
include the ability to (UTAS 2005):
- accumulateand report on the full costsof eachasset;
generateand record user charges;
organiseand monitor maintenancework; and
- record and report performanceinformation.
Meaningful and up-to-date assetdata provides the basis for all physical assetstrategic
planning processes.Asset registers should be reviewed regularly in order to update
values.

2.11. Conclusion
This chapterhas shown that assetmanagementcoversthe procurement,operational
management,maintenance,rehabilitation and disposalof assets,such that their use is
maximized in regard to their service delivery potential and that risks and costsare
managedover their entire life.
A comprehensiveunderstandingof assetsand their life cycle can allow assetowners
and users to influence directly the quality of service delivery, and to optimize the
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value, use and returns from the assetsunder their control. Some key elementsof good
practice in assetmanagementare given below:
An integrated approach to asset management across an organization,
taking both individual departmental requirements and corporate
requirementsinto account.
for
Explicit
and
"
separateresponsibility
strategic assetmanagement.
based
for
holding
Clear
assets which are
on an
and explicit objectives
"
organization or government-wideview.
in
decisions
Asset
"
management
are planned a co-coordinated manner and
are consistentwith corporatepriorities needs.
" Changesto the portfolio that are achievedand plans and programmesthat
are implemented,achievecorporateobjectives.
performance measurement system that is simple and robust with
"A
indicators which relate to objectives.
" Sufficient, comprehensive and accurate data to facilitate analysis of
decisionperformance
measurement
and
asset
management
portfolios
making.
"

Through the adoption of assetmanagementapproachesdiscussedin this chapter, the
Nigerian Federal Colleges of Education can ensure that all physical assets are
managed in a structured systematic and consistent manner that best supports the
colleges' businessaims, with the optimum utilization of both its short and long-term
resources.
Asset managementwill provide the required informed input that will contribute to
making the Colleges' budget planning cycle and process more effective. To ensure
effective and efficient attainment of service delivery objectives, the assetmanagement
objectives of the Colleges should thereforefocus on the following key areas:
providing an assetbasethat matchesand supportsthe businessneedsof the
Colleges
" consolidating existing corporate capital assets and optimizing asset
utilization;
its
" meeting statutory complianceobligations; and
" aligning assetoperating costs with businessplanning and service delivery
requirements.
The Collegesneedto use a structuredapproachto developing their forward plans for
"

the provision of the right environment for teaching,learning and research.To achieve
this, the Colleges,should in addition to the assetmanagementapproachesdiscussedin
this chapter,also incorporatethe conceptsand principles of EstateManagementand
Facilities Managementwhich are discussedin the next chapter.
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CHAPTER THREE

FACILITIES

AND ESTATE MANAGEMENT

3.1 Introduction
Understandingthe role of buildings and how they can be deployed effectively, in the
context of operationsof each individual business,is the essenceof both Facilities and
Estate Management. Hence, these will increasingly form part of organization's core
businessstrategy and operations. There is a clear trend in recent years that supports
the proposition that the push by businessto demonstratevalue for money necessitates
a managementapproach that embracesall businessesresources which emphasizes
effectivenesson top of generaleconomicefficiency.
This chapter which is basicallY in two sections therefore takes an overview of both
FM and EM in the first and second sections respectively, with emphasis on their
strategic functions and development. This is with a view to showing the
interrelationshipwith Asset Management.

3.2 FACILITIES MANAGEMENT
3.2.1 Introduction
Organizations are recognizing the need to anticipate, shape and exploit a business
environment that is becoming progressively synonymous with pervasive and rapid
changein order to maintain and improve competitiveness.It is within this context that
organizationsare increasingly focusing their attention on maximizing the contribution
of their internal servicesto the competitivenessof their core businesses.In particular,
the role of organizations' facilities is attracting a widespreadshift of conception, from
an uhavoidable 'dormant' overhead to a dynamic service which has the potential to
progressivelysupport the core business.
Facilities Management (FM) is about planning, providing and managing the
productive work enviromnent. It is a total set of process that operates at strategic,
tactical and operational levels. These are discussedin this chapter, along with the
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definitions, scope of FM and other relevant topics that gives a general overview of
Facilities Management.

3.2.2 Defining Facilities Management
Facilities Management is an evolving practice and therefore, a range of definitions
abound in academicjournals, conferencepapersand statementsfrom institutions and
associations.There are virtually as many definitions as there are different types of
organizationsin the industry. Almost every sourceinvestigated gives its own version,
only that some sources may refer to another's definition before citing their own,
usually remarkably different, statement. Amaratunga,et al, (2001), for example,view
FM as a "term that encompassesa ivide range of activities involved in effective
managementof built assets. It involves the total management of all services that
support the core businessof organization ". While the US Library of Congressdefine
facilities managementas "the practice of coordinating the physical ivorkplace ivith
the people and ivork of an organization, (it) integrates the principle of business
administration, architecture and the behavioral and engineering sciences." And the
British Institute of Facilities Management (BIFM) gives a definition of FM as
follows: "Facilities Management is the integration of multi-disciplinary activities
ivithin thd built environmentand the managementof their impact uponpeople and the
ivorkplace
Instead of definition, the Royal Institute of Chartered Surveyors (RICS) gives a
description of FM thus: "Facilities Management(FM involves the total management
of all services that support the core businessof an organization. It deals ivith those
areas that the managers of the organization consider to support their fiIndalnental
activities. FM focuses on the interaction betiveen the core business, the support
fiinctions, and the facilities, throughout- all sections of industry, commerce and
service." The implication of the above definitions and description is,that FM is about
the following:
9

Supporting the core business of an organization

e Understanding the impact of workplace can have on people and how they
perfonn in an organization
*A

multi-disciplinary approachto the above.
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College of Estate Management (CEM), Reading, suggest that after collecting and
it
definitions,
is clear that a description of FM achieves more
FM
analyzing many
than a definition. Definitions, although constantly being updated, are thought to be
either too general or too specific and do not accommodatethe rapid developmentof
FM. Descriptions can allow for greaterlatitude and provide a more flexible fon-natin
which to convey the true nature of FM (CEM 2004).
In general,facilities are the tangible fixed assetsrequired for an enterpriseto function;
for instance, land or real estate, buildings or structures, process machinery, and
support equipment, both stationary and mobile (Muther 1979). Therefore, facilities
in
defined
in
infrastructure
their
that
the
the
people
organization
are
as
supports
endeavors to achieve business goals and they are the tools which people in the
businesshave at their disposalto carry out their tasks (McGregor 1999).
Alexander (1996) observed that FM is first and foremost about organizational
facilities
is
further
He
the application of total
management
effectiveness.
agued
in
improve
involved
to
techniques
quality,
add
value
and
reduce
risks
quality
occupying buildings, and delivering reliable support services. Such an approach is
required to provide and sustain an operational environment to meet strategic needsof
an organization. An ambience of quality can ensurethat core businessprocessesare
well integratedand supportedin an operationalenvironment- the work place.
It is clear that FM is about planning, providing and managing the productive work
environment. It is an umbrella term under which a wide range of property and user
for
benefit
its
functions
brought
the
the
together
of
organization
and
may'be
related
employees as a whole. Therefore, the aim of FM should be not just to optimize
running cost of buildings, but to raise the efficiency and stability of the management
of spaceand other related assetsfor people and processes,in order that the mission
and goals of the organization may be achievedat the best combination of efficiency,
it
is
important
has
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the
to
to
and
quality.
contribute
significantly,
cost and
potential
identify and measure the extent that it supports, or can be adapted to the changing.
needs of organizations, and contribute to productivity, profitability, service and
quality. The BIFM statesthat 'Effective Facilities Management,c.ombining resources
it
level,
is
At
to
the
of
a
corporate
vital
success
any
organization.
and activities,
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contributes to the delivery of strategic and operational objectives. On a day-to-day
level, effective Facilities Management provides a saf6 and efficient working
environment which is essentialto the performanceof any business- whatever its size
and scopeof works" (BIFM 2004).
The existence of active FM may also help to identify potential problems with
maintenanceand running cost before they result in component breakdown or even
temporary shut down of buildings. It can provide a disciplined framework for the
examination of many of the relationshipsbetweendecisionsand the satisfaction of the
end user of the property, whether in economics or environmental terms. It also
provides a framework for the review of user satisfaction as business and other
circumstanceschange.

3.2.3 Scope of Facilities Management
A fundamental aspect of Facilities Management is its function as a link between the
primary business functions and secondary support services within an organization.
The International Facilities Management Association, IFMA describe the profession
as managing and coordinating interrelated "people, process and place" issues and
functions within the corporation or organization. (IFMA 2003)

Facilities Management of buildings covers both 'hard' services such as maintenance
of fabric and engineering plant, and 'soft' services such as cleaning, security and
catering. The Department of Trade and Finance (DTF) facilities managementmanuals
states that in recent years, these services have assumed a growing significance
because of the need to comply with increasing health, safety and environmental
legislation, as well as the importance of identifying, controlling and minimizing the
cost of operating buildings. This importancehas beenfurther emphasizedas facilities,
including their engineering services have become more complex to meet the
requirementsof usersthrough the use of developingtechnologies(DTF 2005).
Then and Akhlaghi in Peter Barrett (1993) illustrates in Figure 3.1, the context and
role of facilities managementwithin an organization in terms of the organization's
businessobjectives.

68

RESOURCES

I Buildings

----------------------------
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Staff

Delivery of core business
POLICY
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Management
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Utilization of
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APPI. TCATION

Fig 3.1: Facilities Management in its

COnteXt

- Adopted from Peter Barrett (1993)

In managing the relationship between the business performance in financial and
qualitative terms and the financial provision of support services, the premises,
together with people and equipment, represent the resource base supporting the
ftilfillment of organization's businessobjectives.
Facilities Management is also described as the process by which an organization
ensuresthat its buildings, systemsand servicessupport core operations and processes
as well as contribute to achieving its strategic objectives in changing conditions. The
principal componentsof FM as describedby Alexander (2000) are:
The premises
The support services,and
9 The information services/informationtechnology
The function of Facilities Management is really building a bridge between the
changingworkplaces and users(Alexander 1996). It focusesand developsappropriate
action plans for property owners, managers and tenants of facilities to deal with
current and future critical environmentalissuesin the workplace for customers.
PeterBarrett used three groupings to proposea model as in Figure 3.2, to expressFM
and tying into it, the concept of core and non-core business. To demonstratethe
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variable nature of organizations, a fourth category is shown in the figure - that of
personnel(or HR management)(Barrett 2003)

Non-core
business

(H.R)

Premim

Key
FM Components
Corebusiness

FIGURE

3.2 FM supporting

the organization's

core business

PeterBarrett,etal,2003

There are a number of subheadingsunder each of the main FM comPonents,some of
which are describedFigure 3.3 and Tables below:
Premises

Real Estate

ProplertyAsset
Management
Site Selection
Relocation
Lease
Management
Acquisition
Disposal

Maintenance

Stfucture and
Fabric
Maintenance
Service
maintenance
Finishes
Maintenance
Energy
Management
C.,
IT infrastructure
Security
Infrastructure

Capital

"
"
"
"
"
"
"

rianning
Architectural
design
Structural Design
Mechanical and
Electrical Design
Interior Design
Project
Management
Capital Building
Works

Fig 3.3 the Premises components of Facilities Management

Space

VdIumetric
Furniture
Layout
Partition
Layout
Space
utilization
Juxtaposition

Adopted from Barrett

(2003)
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Information Services

Support Services
I
.
I
I
I
I

0

Mail Services
Car Fleet
Catering
Reception
Housekeeping
Office
Administration
Furniture

0
9
0
0

RefuseDisposal
Reprographics
Security
Stationary
Travel
Vending

0
0
0
0

Data Network
SystemIntegration
Voice and dataNetwork
Network management

0
0
0

Wiring Installation
Planning and Design
Studies
Software develonment

3.2.4 Approach to Facilities Management
Understandingthe role of buildings and how they can be deployed effectively, in the
context of operations of each individual business, is the essence of Facilities
Management. Hence, Facilities Management will increasingly form part of core
business strategy and operations (Nutt 2000). The many and varied functions
performed by the facilities manager are not new, but the trend towards an allembracing professional who harnessescomplementary functions together into a
cohesive approach to workplace management- the coordination of people, process
is
and workplace - new (Payne2000).
Recently, the overall approach of facilities management has taken a different
emphasis (Jones 1998). There is a shift from Facilities Management as a separate
subject to a total approachincluding all the support serviceswithin an organization or
for more organizations working together (Everards 2003). This more comprehensive
approach calls for much higher levels of competence and business skills than
traditionally has been evident among many facilities management practitioners
(McGregor 1999).

According to HEFCE (2000), Institutions that needto gain the benefits of FM need to
adopt a planned approach that takes into account managementinput, evaluation of
options, implementation cost and so on. Institutions are recommendedto define the
service level required against their strategic objectives, and to understand the
important contribution madeby theseservicesto businesssuccess..
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To be effective, management of facilities should embody strategic, tactical and
operational dimensions. Developing service oriented funding mechanisms,investing
in staff training and managementskills, and adopting quality service standardsare
other issues that senior management teams of institutions need to consider. If
Facilities Managementis to be developedfurther, its role needsto be reflected more
job
in
descriptions,responsibilities and managementskills.
clearly

3.2.4.1 Developing Management Approach
A flexible approach to FM has been advocated. Individual managers should be
allowed greater flexibility in meeting service demands through coordination with
following
The
arrangements.
issues are then considered
other support service
(HEFCE 2000):

Alignment of Activities: As the nature of FM services changes, so business
opportunities will need to be re-evaluatedand businesscase revised. As stakeholder
requirements change, there may be changesin elements of the organization's core
activities. These are dynamic changeswith implications for the arrangementfor key
supportservices.
Reviews.of key support services and subsequentactions should be detennined by
clearly defined statementsabout service standardsand delivery processto achievethe
organization's businessobjectives. Organizationsare recommendedto define service
levels required against their strategic objectives and to understand the important
contribution made by theseservicesand the essentialinterconnections.
Management Structures: Having developed objectives and assessed potential
be
from
functional
the
able
groupings
of
support
services,
organizations
will
synergies
to consider the most appropriate management structure. As an example, the
managementstructures in higher education for the traditional service areas usually
job
disciplines
Under
facilities
titles.
each
estates
and/or
within
reflect
management
job title there is commonality among some institutions in assigning the responsibility
for support services.
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Informed Client Function: The key to effective FM procurement processis defining
the 'informed client function'. This role may be undertaken by a member of senior
managementteam or by a group of individuals who are independent of the more
detailed procurement processes.They should ensurethat organizations requirements,
in terms of standards, are reflected in any procurement process, be it in-house or
contracted out. The informed client function is a critical one, acting as the cliefit
representativefor both internal and externally procured support services.It requires a
thorough knowledge of existing arrangementsand of the organization's business,
culture, values, goals and objectives. Informed client function involves coordinating
views within the organization in establishing service level arrangementsfrom service
providers (whether internal or external); and in formulating the institution's corporate
strategic plan, to set the objectives. The role also includes coordinating FM service
reviews.
Developing management Skills: HEFCE (2000) recommends flexible working and
enabling staff to acquire multi-skills. The present need is therefore for directors and
managersto develop managementskills with a strategic and tactical, as well as an
operational, focus. The Facilities Management role and functions can be assigned
within the institution's senior management structure, with the individual roles of
director and manager requiring a broad range of skills, to meet the demandsof the
institutions business.There is need for greater investment in staff development and
team building. This is an important areafor organizationsto consider.

3.2.5 Adopting FM
The nature or focus of Facilities Management may vary between organizations,
ranging from strategic through tactical to operation management task. Alexander
(1996) is of the opinion that organizations should have a clear strategy and well
developedpolicies for facilities managementembodiedin a facilities plan, and should
establish a single point of responsibility. He further stated that "the way in which
facilities are organized in relation to central functions and to other relating units will
determinethe extent to which facilities support strategicneeds". (Alexander 1996)
Organizationsthat want to gain the benefits of FM need to adopt a planned approach
that takes into accountmanagementinput, evaluation of options, implementation costs
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dimensions
Basically,
there
three
to develop such an
and periodic reviews.
are
approach: strategic, tactical, and operational. This is illustrated in a Barrett (2003)
diagram shown in Figure3.3:

MANAG,EMENT
---71
1
Strategic
Tactical

Consultancy

"
"
"
"
"

Management
consultants
Designers
Lawyers
Accountants

OPERATIONAL

Operational management
.
.
.
.
.

Managing agents
Managing engineers
Catering managers
Security managers
I.S. managers

Implementation

.

Contractors
Artisans
Industrial workers
etc.

etc.

FIGURE 3.3: How facilities management is carried

OUt - Adopted from Barrett, et al, (2003)

Facilities Managementis a total set of processthat operatesat three levels: strategicwhere key planning decisions are made; tactical - where analysis and design process
take place; and operational - where implementation and day-to-day running of
facilities processare handled. Theseare discussedin the subsequentsections.
Strategic Facilities Management
Basically, the aim of strategic FM according to Barrett (2003), should_be to achieve a
facilities
fit
between
business
the
of
strategic
core
management.
needs and
provision
It is managing the response to business priorities. The main issues here relate to
framework
including
for
FM,
the
the vision, purpose and culture of the
setting
overall
organization. An essential task is to establish a rationale that guides the support
management. The organization can apply the rationale systematically to identify
clearly how services may contribute to business success. Organizations will want to
decide what services and physical resources to include in their FM arrangements. The
way in which strategic and operational elements of facilities management work is
illustrated by Barrette in a generic facilities model illustrated in Figure 3.4.
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Fig 3.4 Generic facilities Management Model Source:Barrett(1998)

Using the model in Figure 3.4, relationships and interactions can be seenbetweenthe
facilities manager or Facilities Management Company and the core business. This
allows the facilities managerto respondto any changesthat may occur in the business
such as increasedor new competition, enabling a strategy to be developed that will
keep the facilities servicesprovided at the desiredlevels.
The facilities Manager will also look for any developments that occur within the
facilities managementsector, such as new techniques, technologies, legislation and
ideas or ways of thinking. The above interactions will help Facilities Managementto
develop the strategic framework allowing the organization to move in a positive and
sustained direction towards the strategic objectives that it wishes to achieve. The
strategy allows the facilities managementorganization to effectively make decisions
feeding through to the operational side of facilities management so that current
operationscan be delivered while still consideringand moving towards future trends.
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While the relationships and working interactionsthat are described above and shown
in the generic model represent the way in which operations should work, it is
important to note that the reality is often much different. The difference between
reality and the ideal working situation is often due to the ways in which organizations
handle and managethe different interactions and the emphasisthat they place on the
different aspectsof building a strategy. In any organization, the strategic aspect of
planning for the effective provision of services offers opportunities for economy,
efficiency, effectivenessand competitive advantage.
If an FM approachis adopted,the varying requirementsand use of the organization's
physical resourcesand support serviceswill be agreedand clearly defined responseto
its strategic needs.The different procurementoptions for satisfying those needsmay
then be implemented,or reviewed as necessary.

Strategic Planningfor

Facilities Management

For any organization to attain success in the management of its facilities, it is essential
to infuse rational tools and procedures into the strategic planning process. It is only
through this rationalisation that strategic facilities management can achieve a strategic
fit between core business needs and the provision

of Facilities

Management.

However, the above factors, backed up by case study evidence (Barrett, 1995),
illustrate that in reality there may be a huge chasm of misunderstanding between the
two groups and thus many facilities departments are forced to remain in a reactive
operational mode. Obviously

such problems cannot be conquered overnight and

changes are unlikely to happen unless the facilities team can demonstrate how a
facilities strategy, designed to support the core business strategy, could benefit the
organisation. It may be that the facilities team will have to formulate a strategy,
discussing the implications at various stages with key members of staff within the
be
facilities
hopefully
Then
in
business,
team
the
to
their
will
support.
gain
core
order
in a position to approach senior management and demonstrate why the facilities
strategy should be considered alongside the core business strategy.

In the parlance of Andrews (1987) the facilities strategy can be viewed as the pattern
function
determines
facilities
decisions
the
which
and reveals
management
of
within
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its objectives,producesthe principal policies and plans for achieving those objectives,,
and defines the range of service provision the function is to pursue, and the nature of
the contribution it intends to make to the core business.
So how should a facilities department go about producing a facilities strategy?
Obviously organisations vary substantially and so will their strategies, but the
facilities managermay find it helpful to follow the processillustrated in Figure 3.5:
Objectives

Finn's Strength and
Weakness

Opportunities and
Threats

Strategies

Implement

Fig 3.5 Strategic Planning ProcessAdoptedfromAgenti(1980)

Ohjectives
The first stage of any strategic planning processis to determine the objectives of the
organisation.According to Adapting Slack (1991), the Facilities Managementshould
aim to link their objectives by making sure that they are: appropriate, in that the
objectives should advancefacilities activities towards making a positive contribution
to the competitivenessof the core business;coherent, in that all the objectives should
synergistically interact to avoid conflict; and consistent over tinle, in that the
objectives should be flexible, but not so changeableas to causeuncertainty and loss of
credibility. In the case of a facilities strategythis will mean interacting with the core
businessto seewhat their objectives are and what changesare likely to occur over the
next few years. As statedearlier, many facilities departmentsoften do not understand
is;
Only
business
therefore
the
this
take
a
when the
core
stage
may
while.
'what
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facilities group understandswhat the organisation'sobjectives are, will they be able to
identify how they as a group will need to change to meet the challenge ahead. In
doing this, a5 -10 year perspective should be taken to draw consideration beyond a
purely financial view.

SWOTanalysis
Having identified what the organisationintends to do; the next stageis focusedon the
facilities department itself and involves analysing the group's internal Strengthsand
Weaknessesand then the external Opportunities and Threats that it may encounterin
the future (Porter, 1980). "External" in this context would include the core business.
This element of the process is becoming increasingly well known and is commonly
referred to as,a SWOT (Strength, Weakness,Opportunities, and Threats) analysis.
The aim is to produce a relatively short list of the major factors that the organization
ought to take into account when formulating its strategies.

Developing a Strategy
It is important that in developing a strategyfor the organization to consider the clients
needs and wants. Strategic Facilities Management should aim to provide an
appropriate fit between the core businessneeds of the client and the provision of
Facilities Management. The route of developing a strategy will naturally throw up
new ideas and divert unwanted ideas on the way to implementation of a desired
strategy.Figure 3.5 illustrates the way the realized strategyis developed.

In .tendedStrategy

Strategy Deliberate

RealisedStrategy

Implementation

Unrealized

Strategy
Emergent
Strategy

Fig 3.6 Development of Strategy

Source: Barrett (2003)
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Firstly the facilities managementteam needsto establish the objectives that it wishes
to meet and move towards it realization. This will also mean interacting with the core
businessto establish its objectives and likely changesin future. Establishing the needs
and objectives will allow the facilities manager or organization to identify the areas
that it needs to change. A long-term view should be taken when developing the
strategy and identifying objectives in order to genuinely improve the level of service
and quality.
Identification of the organizations strengths and weaknessesis an integral part of
developing the strategic plan. Analysis of its strengths and weaknessesshould be
is
important to look at all aspectsof the organizations activities, rather
It
out.
carried
than focusing purely on finance and performance. Operational performance,
technology, organizational structure and culture, people, finance, legislation and
economics should all be examined to identify how the organization should move
forwards. The results of the analysis will provide the basis for and how the objectives
of the developing strategy are to be met.
Once the facilities organization has identified its objectives, analyzed its internal and
external strengths and weaknessesand where any possible threats in the future may
arise from, the organization can identify the precisechangesthat needto be made.

Relationships betweenFM and Corporate Strategic Planning
It is critical that facilities managementand corporate strategic managementmesh.
Sexton (1993) arguesthat if the facilities managementfunction is to provide a well
focused service provision, it should be elevated to a strategic level by the
organisation. Firstly, this enhanced strategic status would allow the facilities
managementstrategic layer to scan the changing internal and external environments
for information and trends that may impact upon its activities; rather than using the
filtered interpretation of the environment from the corporate strategy perspective
which may exert a very different set of, possibly, inappropriate influences on the
facilities management strategy. Secondly, based on this enriched information, the
facilities managementfunction would be in a position to inject meaningful input into
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the formulation of the corporate strategy, thereby creating synergy between an
its
facilities.
business
core
organisation's
and
The synthesisof Adler et al. (1992) and Becker (1990) provides a more descriptivediagnostic dimension to this conceptual prescription by proposing four possible
facilities
between
that
managementand corporate strategic
relationships
could exist
planning:
Isolated - the facilities managementprovides day-to-day operating support,
but is itself relatively unimportant to the rest of the organisation and makes a
minimum contribution to the planning process.
Reactive - the facilities management largely reacts to corporate strategic
initiatives, but rarely identifies its own long-term strategy.
Proactive - the facilities managementhas a reciprocal and interdependent
relationship between itself and the corporate strategic planning process.Here
facilities managementis viewed as credible and important. It is proactive and
ftilly involved in helping guide the developmentof strategicplans.
Integrative - the facilities managementhas a dynamic, ongoing dialogue, both
formal and informal, between the facilities management planners and
corporateplanners. At this level the facilities managerwould both support the
core business and help create new opportunities by being involved in all
strategic businessdecisions,even thosethat do not directly concernthe facility
ftinction.

Tactical FM
The tactical level focused on developing appropriatepolicies and systemsto establish
what is needed,including issuesrelating to quality, value and risk. It is basically the
level of managing the processof delivery. This requires planned approach:that is an
evaluation of options, provision of resourcesand input of managementtime Gelnay
2002). The role and responsibilities of stake holders will also require definition,
within a structure that clarifies the role of clients, customer,user, serviceprovider and
supplier. Changes to management structure may also need to. be considered and
implemented.
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Also. important according to Barrette (2003), are consideration for quality (fitness for
purpose), value, cost and price. Value relates to performance standards that are
achieved through adopting a quality approach. Standards should be agreed for
operating proceduresas well as service performance,to ensurethat customers' needs
are met.

Operational Facilities Management
The operational level will involve using the agreed systems, monitoring results and
taking appropriate action to secure and maintain the desired targets and standards. It is
the level of managing performance. It also requires investment in staff training and
development; consideration of options for change; and the definition of appropriate
management structures and service standards. Quality

ought to be consistent;

performance benchmarking underpins consistency (Barrette 2003).

The ftinctional units that operate within the organization are directly related to the
responsibilities and work that is required under the specific agreement.The functional
units should carry out their instructed work while being aware and understandingof
current techniques and practices. Any difficulties, exceptional cases or new
developments that the functional units come across should be reported back to
facilities manager.

3.2.6 Implementation
By this stage the facilities team should have a workable facilities strategy that has
been developed with the cooperation of key staff from the core business.
Consequently, the facilities team should now be in position to approach senior
managementwith their ideas. It is probably highly unlikely that senior management
will agree in the first instanceto every proposal and so the facilities managershould
not be disheartenedif he or she is not welcomed with open anus! As statedearlier, it
may take years before facilities strategies are viewed as an integral part of the
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into practice. Consequently the facilities team will now be at the implementation
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identify
individuals
it
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stage.
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be responsible for pursuing matters on a day-to-day level. A mechanism that can
assistin this respect is to requestthat those identified for a given area provide a brief
review of that area and also provide specific targets for the next year, plus an outline
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thus the department should make definite progress towards achieving the required
changes.
The current requirementsof the core businessshould be regularly monitored through
meetings and evaluation of any new needs that may need to be catered for. As a
quality and improvement tool, benchmarking of the functional units performance,
done
be
in an internal
(2006),
be
Alexander
to
this
should
should used and
according
benchmarking
The
and evaluation of user needs will
and an external environment.
enablethe organization to deliver an effective level of service provision while feeding
back the results to the facilities manager for evaluation and use in strategic
management.

3.2.7 Audit/Review
In order to successfully implement the strategy, individual members of the staff will
needto be allocated duties that will allow the organization to move forward towards
the objectives that have beenidentified in the strategy.Implementation of the strategy
will involve a constant review process where step-by-step targets are the basis of
improvement. Yearly targets, with outlines for the future goals steadily allow the
organization fulfill the long-term strategy. The review process that the organization
adopts allows them to assesstheir current situation and see how they are shaping up
for the long-term targets. It may be necessaryobserved Alexander (1996), for the
in
have
that
they
targets,
the
the
to
strategy,
set as
and possibly
organization rethink
be
improve
to
the
may
not
able
at the
of
organization
some cases; certain aspects
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desired pace, either due to being in a sub-standardstate or possibly due to other
restrictions that may have beenimposedupon it.
The setting of specific individual targets meansthat a control mechanism is now in
Thus
be
the
the
targets
to
that
periodically
and
systematically
reviewed.
place
allows
next stage is to establish a monitoring system to track whether the targets are being
achievedand whether this is being done in the most effective and efficient manner.It
is important to remember,however, that the targets are being pursued for the benefit
of the whole organization and so the facilities group must ensurethat their activities
remain relevant to what is occurring in the core business. If necessary, the
have
to reassessthe situation and revise their targets, or even
organization may
rework their strategy entirely (BFM 2004).

Stakeholder Relations and Facility Performance
Following Jones,et al, (1998), Facilities Managementmust consider the needsof all
building users, together with the situation of others who might be affected by the
managementof the building. Hence in the case of operation, attention is directed
toward the determination of information structures inside organizations, which are
treatedas "teams". Although a team - membersof an organization - needsto have the
sameinterests and beliefs, they do not sharethe sameinformation (Philips 1988). For
example, the information that stakeholderscirculate (provides and receives) can be
imperfect, incomplete or asymmetric. According to management theory, it can be
reliably assumedthat stakeholdersto the assetand operation of a building will have
different aims, interests, aspirations, competitors, levels of satisfaction and
information at their disposal. Part of the task of the facilities manager is to accept
thesedisjunctions and to negotiateworkable symmetriesinto operating situations.
The 'symmetries' would encompass the standard microeconomic elements of
effectiveness(doing the right thing, or using resourcesto socially valuable ends) and
efficiency (achieving the defined and desired outcomeswith minimum attribution of
resource inputs) (Wadley 2004). In allied terminology, these elements embody the
concept of allocative efficiency (effectiveness),and productive efficiency (efficiency
improve
defined).
businesses
In
to
to
enable
continuously
order
organizations or
as
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performanceand, hence, add value to organizationsand stakeholders,considerationis
required of effectivenessas "adding value to businessperformance" and efficiency as
"driving down occupancy costs". Indeed, details of both effectivenessand efficiency
have been widely considered in businessoperations (Butt 1985). However, the tenn
refers respectively to aggressiveand defensive actions, so a balance between them
needsto be struck in any practical setting (Nutt 2000).
Facility performance is usually measuredvia performanceindicators and by a process
known as benchmarking in relation to performance outcomes. Indicators representa
set of measuresfocusing on the aspectsof performancethat are most critical for the
current and future successof the organization. The focus therefore is either on the
aspectsof performance that require improvement, or on those which must be kept
within a specified level to ensure the continued successof the organization (Baker
2002).

Although there are two types of indicators, performance measuresand performance
indices, they are both about identifying (Timo 1997):
*

where there is need for improvement,

9 how can performancebe measured,and
o what changeswill bring about improvement
As the success of facilities managers depend on asset perforinance, they need to
determine a set of key perforinance indicators (KPIs) to help organizations set and
reachindividual goals, and then use theseKPIs to measurethe progressmade towards
achieving these goals - especially when the goals are about to change or need to be
improved (Timo 1997). Although most indicators concern financial outcomes (for
example pounds spent or earned per meter square), there is no single performance
indicator for every organization (Baker 2002). Facilities Managers and management
teamsneedto tailor their own for individual measurement.
To optimize performance in the Facilities Management of buildings to meet
stakeholder orientations, consideration of performance outcomes is essential. Thus,
Facilities Managementhas its rationale in performance.In order to relate performance

84

in
business
in
built
Facilities
Management
the
with
achievement
environment
within
terms of performance indicators and outcomes, a list of facility conditions to
investigatein different built environmentsand a suitable building type to demonstrate
theseconditions becomea fundamentalrequirement.
3.2.8 The Facilities Manager
Within this fast growing professional discipline, Facilities Managers have extensive
responsibilities for providing, maintaining and developing myriad services. These
infrastructure
from
range
property strategy, spacemanagementand communications
to building maintenance,administration and contract management.This firmly puts
the emphasis on the performance of the organization and infers an added-value
approach.
Facilities Managersare generalistswho, accordingto Rondeau(1995), understandthe
its
legal
business
financial,
respect
and quality
corporate
philosophy and
requirements. They facilitate and manage budgeting, interviewing and hiring
consultants, set design, construction, furnishings, scheduling, space and office
furnishing standards,capital purchasingprogrammesand translate corporatecustomer
facility requirements into cost effective, environmentally safe and aesthetically
pleasantworkplace.
Alexander (2000) observed that the strategic facilities managers will be judged by
their managerial capabilities rather than their technical competence.In many cases,
this will mean adding business,social and personalskills to a baseof technical skills.
3.2.9 Conclusions
From the foregoing, it is apparentthat facilities managementis an important part of an
organization's ability to effectively deliver the servicesthat it provides. FM's role is
to support the core business of an organization, primarily through coordinating the
non-core businesscomponentsof premises,support services and IT. It can genuinely
help an organization gain a competitive edge,help staff to work in more efficient and
pleasantenvironmentsor offer financial benefits through more efficient processes.
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Facilities Management needs to create an environment in which people know what
better.
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be
done
business
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a robust mechanisms
and linkages that embed an organization's decision making processesand activities
framework
is
therefore
to consider FM activities as
an
appropriate
strategic
within
falling into three layers: strategic, tactical and operational. The strategic layer
identifies its present and future service offerings, as well as establishing strategic
checkpoints to evaluate its progress toward the accomplishment of given strategies.
The operational core executesthese strategies.The tactical layer concernsitself with
linking the strategic layer and operational core effectively and efficiently to ensure
that actual outcomesconform to strategically intendedoutcomes.
Institutions of learning require support servicesthat offer the best reliable standardsto
internal and external customers in terms of quality, time and value. FM is about
establishing an integrated managementand resourcesinfrastructure that will enable
the institutions to meet the clearly identified and agreed requirements (needs and
wants) of their stakeholders.Underpinning any decisions in facilities provision, is the
constant interplay between the pulls from three key resource drivers: that of people,
technology and the workplace environment (property). This therefore leads to the
discussionof the related estatemanagementin the subsequentsection.

3.3 Estate Management

3.3.1 Introduction
The principal objectives of Estate Managementare to provide buildings which are
efficient and safe and which effectively support organizational activities, and to
achieve the maximum benefit from estateas a resource. It seeks to ensure efficient
utilization of property as an input resource to the organization's primary function.
Organizationsusually devise a strategyto managetheir estateresources.This should
include developmentof strategic and tactical Plans,and monitoring systemto measure
the effectivenessof their strategyat meetingtheir organizational objectives.
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This section therefore takes a look at the estate management framework and
developmentstrategicplans that will align with organization's corporategoals.

3.3.2 Deflning Estate Management
Estate Managementis w idely interpreted as being concernedwith the administration
of tenanted land or property. The Irish Property and Facilities Management
Association IPFMA, see it as "the establishmentof an appropriate framework within
which to overseeproperty holdings to achieve agreedshort and long-term objectives,
having regard to the purpose for which the estateis held" (IPFMA 2003), while the
definition given by the Royal Institute of Chattered Surveyors, RICS put it as "all
facets of the use, development, and managementof urban land, including the sale,
purchase, and letting of residential, commercial and industrial property and the
managementof urban estate;and advice to client on planning".
I
Stepleton (1986) defines estate management as 'simultaneously a generic description
of a broad range of activity and specialist discipline'. For the purpose of this project,
the description given by Duben and Syce (1991) is adopted. The Authors take estate
management to mean the management of large number of properties, probably of
different types, held by an individual or single organization such as a company,
school or local government authority, probably for a variety of motives. For example
it could refer to the management of a company's property holding comprising of
headquarters building,

production and distribution

units, trading outlets, or local

authority with offices for occupation, council housing, schools and other units used
for statutory purposes together with investment lands. In the later cases the manager
will be trying to balance the financial and social needs of the local population. The
keynote in each case is that the properties tend to be disparate in type, tenure and
ownership motivation. They may or may not be concentrated geographically.

3.3.3 Estate Management Framework
Estate Managementpractice is influenced by procedure developed over many years
and exercised by a profession evolved over several hundred years with all the
strengthsand weaknessesinherent in such groups.Tim Stapletonobservedthat during
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the sixteenth century changesin social and trading conditions and the rise of growing
number of smaller landlords created an environment in which the science of
develop
boundaries
to
was
able
measurement, recording and presentation of
(Stapleton 1986).

Corporate real Estate Management, refers to the management of property that is
incidentally held, own or leasedby an organization to support its corporate mission.
As such the primary value of corporate real estate is not its investment value but
rather how it contributes to business operation. The real estate function within a
its
to
strategic and operational objectives. It
corporation exists mainly
support
line
in
facilities
both
fon-n
the
to
support
senior
and
management
of
strategic
provides
planning as well as specific analytical and transactional activities. "These services,
orchestratedby professionalsof the corporatereal estateand facilities function enable
the corporation to acquire, manage and dispose of its real estate interest within
acceptablecost and time parameters"(Rondeau1995).
Property ownership can indeed tie up large amount of capital and managementenergy
that business could employ more productively elsewhere. Competitive pressures,
accountingchangesand increasingly sophisticatedoccupier requirementsare building
demand for new and innovative ways to satisfy corporate occupation needs. The
current vogue for shareholder value, combined with increasing globalization and
changing work practices have all combined to center attention on performance of
corporate real estate. Pottinger (2000) observed that organizations are now being
challengedto managetheir real estateproactively and as an integral part of corporate
strategyto gain competitive advantagein their industry.
Institutions of learning have increasingly recognized the importance of good estate
management.They understand the need to ensure their mission and objectives are
supportedby effective arrangementsto managethe estateand its associatedfacilities.
The Higher Education Funding Council for England, HEFCE states that an
institution's estateis one of its most valuable assets."It createsthe first impression of
the organization, so it is a key element in marketing the institution. Appropriate
budgetstherefore needto be set to addressthe level of work identified as necessaryby
the institutions to achieve: a suitable learning, teaching and research, and social
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environment; statutory compliance; maintain building

condition and energy

efficiency" (HEFCE 2000).
The funding council further observedthat Estate Management should be undertaken
in a methodical and systematicway such that it is aligned w ith the academicneedsof
the institutions; otherwise it will be of little benefit. That puts a responsibility on both
estate professional and the academic community. In particular, unless there is
communication and consultation through out, there will be little senseof ownership
and little motivation to work towards the achievement of the institution's strategic
objectives.
To managethe estateoptimally, there is the need to develop a strategy which draws
its aims from the institution's corporate plans and establishes the estate needs to
achieve these aims. The strategy should look at the buildings and facilities available
and addresspotential shortfalls in space,surplus space,unsuitable or in appropriate
space. It will

also consider opportunities for development, rationalization. or

reconfiguration of the estate.
EstateManagementissuesin higher educationinstitutions include: land; buildings and
improvementsto owned and leasedbuildings; maps and development plans lay outs;
valuation, leaseand insurance;environmentaland safety; landscapeand parking.

3.3.4 Strategic role of estate management
In recent years financial issues and the role of the real estate as an investment has
gained prominence. Property has come to be seenas a facilitator of an organization's
operations.In line with this new role, increasingattention has been given to property
with the development and adoption of new managementtechniques. Some of these
techniquesare operational. Some techniquesare due to seeking to align the provision
of property with corporatestrategy.
Further more, the economic imperatives imposed by global competition and the
continuous drive. for improved performance has promoted a need to consider the
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implications of strategic decisions on the corporate physical asset base. Such
implications, opined Then (2000), include:
"

Businessincreasingly demandflexibility in responseto competition in order to
survive, the supporting physical infrastructure (the corporate real estate
portfolio) must be able to respond accordingly, increasing a proactive
management approach, based on full knowledge of the portfolio (that is,
opportunities as well as constraints).

"

Buildings as operational property and the space business units occupy is a
legitimate expenseno longer hidden within the corporateoverheads.

"

Buildings as physical assets are durable assets demanding a life-cycle
approachin their managementover time.

"

The service element of the delivery of facilities related services (customer
interface) is seen as a critical dimension of the facilities-provision and
facilities-support service delivery package

From the foregoing therefore, it is clear that strategic management of property
requiresthe coordination of businessand property strategies.The adoption of business
planning to the property provision will bring a longer-term perspective,and achieving
this requires consideration of three aspectseach with distinct and dynamic strategic
implications for the organization. The aspects,according to Kenley and Heywood
(2000), are:
The property assetsare part of organization's capital and therefore compete
with other assetsfor allocation of organization's capital finance;
Property financing criteria, consisting of both the financing methods available
to provide property's investmentvalue; and
Customer interface through retail outlet or some other means of providing
service to customers.
The purpose of developing a business strategy is to focus the operations of the
businessin ways that are predicted to bring successand gain competitive advantage.
The estatemanagementprocess that can bring about such an advantageis therefore
discussedin the next section.
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3.3.5 Estate Management Process
The application of the general function of management to estate, according to
Stapleton(1986)can be seen as a process, the complexity of which, and frequency
with which it is repeated,is appropriateto the natureof each individual estate.
A proactive management model of the corporate real estate resource necessitate
constanttwo way dialogue; from strategicmanagement- the strategic intentions and
direction of where the organization is going, from operational management the best
way of achieving the desired outcome (Then 1995). The conceptual framework
which justifies the need for a constant dialogue between strategic managementand
operationalmanagementis illustrated by in Figure 3.7.

Strategic
Management

Strategic
Facilities
Brief

00
Real Estate Ak"
Asset Management
N-, y Tb. % Na 119's

Service
Levels
Brief

Operational
Management

Figure 3.7: Real Estate Management

as Integrating

Mechanism

Adopted from Then

(1995)

The above figure is given as a conceptual representationof current practice of real
estatemanagementin many organizations.A key requirement of proactive model is
not only to raise awarenessof the two sidesof strategic importance of closely aligning
the estateresourceto the corporatestrategicintent, but to establish channelsof formal
communication that keep both parties fully informed of the external market and its
likely implication on the corporateoperationalassetbase.

Strategy and Tactics

The responsibility and objectives of the estate and facility ftinction should be
establishedthrough strategic planning, from which all other estateand facilities plans
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and action should emerge(Rondeau 1995). The strategic planning processshould not
ignore
fashion.
Doing
top-down
the real estate function's
only
on
a
so
operate
will
valuable knowledge of the market, stakeholderneeds,inventory status, and the risks
and opportunities surrounding its estateassetbase.
Acknowledging property's significant worth to the organization, through property's
influence on the organization's ability to deliver its business aims is basis of
property's strategic importance. As property is strategically important, its
managementto meet organizational strategic ends is required. Support for strategic
is
high
from
levels within the
management
corporate property
also required
organization if its adoption is to be successful.There should also be a support for the
strategic consideration of the estate resourceas an integral part of prudent business
is
The
management.
principal aim to strategically integrate, and to continuously align
the supporting role of the corporateoperationalproperty assetswith the organization's
businessplan.
Stapleton (1986) identified property as part of the organization's capital
considerations. The consequence of this is that property strategies need to be
coordinatedwith the organizations capital strategies.The estateand facility function
and other corporate functions in the strategic planning process should have an
interactive and, in many instances, a proactive relationship. Strategic estate
considerationsshould be linked to the core businessstrategy of an organization. A
written statementof some broadly basedgoals will enable the policy maker to give
emphasisand weight betweenthese and so react to changesin underlying factors. The
strategyshould be subjectedto regular review in order to addressemerging problems.
Further Education Funding Council for Wales (FEFCW) Estate ManagementManual
statesthat all institutions should have an estatestrategy,the main purpose of which is
to ensure that institutions have an appropriate estate for meeting the current and
anticipated needs of academic and support functions, particularly given the
increasingly rapid changes within the education sector. The estate should be
appropriate in terms of location, size, configuration and quality (FEFCW 2001).
Given the significant capital and recurrent cost associatedwith institutional estates,it
is essential that land and accommodation are used effectively and efficiently. An
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important component of all estate strategieswill be an assessmentto determine if
in
be
order to accommodate
space can
managed more effectively and efficiently
existing and future requirements and, where possible, to assist in minimizing capital
and recurrent estatecosts.
Estate Strategies,according to the Scottish Further Education Funding Council, are
strategic documentswhich contain contextual information and demonstratethe means
by which the estatewill be used as a resourceto contribute to the achievementof the
institution's strategic objectives (SFEFC 2000). It draws its aims from the
institution's corporate plan, and establishesthe estateneedsto achieve these aims. It
looks at the buildings and facilities available and addressespotential shortfalls in
space, surplus space, and unsuitable or inappropriate space. It also considers
opportunities for development,rationalization or reconfiguration of the estate.
i
The estate strategy, in terms of its estate, land, properties, etc is essentially an
institution's plan for considering where it is now and, within the context of its overall
strategy, where it wishes to be in the longer term. The strategy outlines the key estate
objectives and considers options the institution may take in order to reach the desired
future.

Benefits of an Estate Strategy
An institution's estate is one of its most valuable assets. On average, 12 per cent of its
income will be used on the estate. The 'look and feel' of the estate has a major
bearing on the perceptions of the institution as a whole, by staff, students, and
commercial and local stake holders (HEFCE 2000).

In addition, the long lead times of capital projects, the interrelationship between one
project and another, and the large sums of money involved mean that developments
have to be planned well in advance. It is therefore essential to have a plan for the
estate in order to make the best use of physical resources for the benefit of the
institution and its surrounding community. A well thought through estatestrategy can
also play a significant role in attracting external funds, particularly where there is
competition for funding.
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The estatestrategy is the key meansby which the estate,as a major resourcecan be
future
for
institution
to
the
meet
and
requirements
reconfigured and adopted
existing
within its strategic plans. It also provides an assessmentof existing lands and
buildings againstthe strategic goals of the institution and an evaluation of options for
developing the estate and clear direction for working towards continuous
improvement in relation to fitness for purposeand quality. HEFCE (2000) seesestate
strategy as a process, rather than an end in itself. It also recommends that estate
strategyshould be developedtaking into account,the financial resourcesavailable and
the institutions' overall corporateplan.

Estate Strategy Development Process
Developing an estate strategy is an important process and the Higher Educatio n
Funding Council for England, HEFCE provides a comprehensive guidance for the
development of an estate strategy by individual institutions. Estate strategies should
be relevant, up to date and sustainable. They should also be affordable and feasible
within the funding framework of both public and private resources. HEFCE noted that
the strategy should be supported by a plan to assist its implementation and be subject
to ongoing monitoring

and review to ascertain the extent to which the stated

objectives have been achieved. Developing an estate strategy will require a sufficient
knowledge of academic plan as well as financial strategy of an institution. This is
ten-ned as a planning triangle as shown in Figure 3.8 (HEFCE 2000):

Academic
DIan

Financial needs

Cash flow generated

II

Q4%%%
facilities needs
Spaceand fat

Spaceand facilities available
Investment
possible

Finance
strategy

F-.

F n7lneed.,

I

Estate
strategy

Figure 3.8: The planning triangle adopted from HEFCE (2000)
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The processesfor developing an estatestrategy are many. What matters, however, is
taking into accountthe key issuesdiscussedso as to ensurethat effective and efficient
is
is
developed.
Developing
strategy
a key process, which will
strategy
an estate
provide a framework within which the institution's aims can be developed and
invested
in
limited
the most effective way.
that
resourcesare
realized, and ensure

3.3.6 Implementation
This according to FEFC (1996) is the field in which the Estate Department staff
should have most training and experience.If the selection of the preferred tactic is
followed by clear and concisebrief, and assumingstaff of reasonablecompetenceare
available within

an organizational structure appropriate for the task, then

implementation should be the least difficult part of the process. It can be assistedby
availability of an estate managementmanual and access to specialist advice. The
content and regular review of the manual is a major function of the senior estatestaff.
The act of producing the manual and its regular review will provide senior staff with
the opportunity to clarify their own approach.
Some of the estatemanagementfunctions and activities that organizations now need
to carry out are outside the traditional core skills of estates-relatedstaff This may
lead to the need for new appointments,structuresand skills to be introduced. Estate
managementpractices within organizations vary widely. In some organizations, all
aspectsof estate managementare contracted out, usually with one individual in the
managementteam responsible for estatematters. In others, large estatesdepartments
and direct labour teams have been formed which undertake the majority of estates
activities in house.
There is no universally-applicable right way to managean organizations portfolio in
terms of organizational structure. What is clear however is that the organization's
managementstructure should facilitate the integration of property considerationsinto
the decision-makingprocess.
At the operational managementlevel, the main concern is with the delivery of the
functional operation space in the right place, at the right time and for the right
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economic price. The on-going managementof the estates over time must strive to
balance the requirements for flexibility in supply of space (measured in terms of
facilities
in
appropriateness
and
supply
quantity), and
affordability
of associated
services(measuredin terms of service quality)
3.3.7 Control
Whilst the information containedin a regular systemof reports is interesting, it is only
useful when measured against some objective, either quantitative or qualitative
performance criteria. Since control follows from delegation, the pattern of
responsibility will indicate the necessary form of control. Information must be
collected and then presented in such a form that the decision-maker can reach
conclusions on action at various levels of both policy and implementation. The
information contained within the core data set should, with appropriate analysis, be
sufficient to plan and managethe estateso that it is capableof sustainingthe business
objectives. In this context, Hedley, et al, (1999) observedthat information is required
to:
Monitor the effectivenessof expendedresources;
Rationalize the estateto meet both current and future needs identified in the
businessplan;
Carry out meaningful option appraisalsand preparebudgets;
Plan the control of the capital programme, replacement and upgrading and
identify priorities; and
Identify the cost of the estatemanagementfunction.
Data is not required for its sake, but to provide essential reference and assist in
measuringperformance.Without the right data,the right decision cannot be made.
Performance Evaluation
Fundamental to good management is the setting of performance monitoring
procedures.These will enable the contribution of the estateand its managementto be
assessedfrom individual actions and premises through to total impact on the
organization. Organizations set performance measuring systems to assess the
effectiveness of their strategy at meeting their objectives and to improve decision
making. (Walters 1996). In details it may be used
To improve the performance of the organization in terms of efficiency,
effectivenessand quality of product or service.
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Infonn decision makers of links betweenperformanceand budget
To motivate staff to improve performance.
The role of operational real estate resourceswithin an organization must evolve to
accommodatechangesin the market place. The desiredoutcome from real estateasset
managementin physical fon-n is an appropriateportfolio structure that is aligned with
the organization's businessoperational requirements.The realization of an integrated
approach necessitatea formal planning framework that must cater for the cultural,
proceduraland existing knowledge baseof the organization concerned.
Then (1997) chose three measures for evaluating the performance of real estate
managementwithin an organization. The choice of the measuresaccording to him, are
driven by the need to measure how organizations responsd to managing their
operationalreal estateas businessresource.Figure 4.6 illustrate a model that proposes
the performance of real estate managementcan be evaluated in terms of three key
organizationalvariables:
"
"
"

Structure - organizational set-up for operational real estate provision and
facilities servicesmanagement.
Process - the systemsand proceduresfor the managementof the delivery of
operational assetsand their associatedfacilities support services.
Conipetences- the necessaryskills required for an efficient and effective
delivery system- both in-houseand brought-in expertise.
Market Factors

I

Strategic Management I
- posbining
* infhjenoo
* advice

Real Estate Asset
Managernent
(keyargantSationBI
measures)

Processes

* effectiveness
* efficiency
* add value
appropriateskills
provide solutions
market knowledge

Operational

Management
SupplyFactors

Figure 3.9: Estate management key organizational variables.

Source: Then (1996)
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The performanceof real estatemanagementis seenas the outcome whereby the above
three organizational variables as structw-e,process and competencesmust work in
concert.
3.3.8 The Estate manager
Estate Management activities should be performed with the benefit of functional
expertiseand knowledge. Beyond being able to managethe baselineof work required
to be carried out, the estate manager should be capable of identifying the sporadic
demandsof the estate for services. That requires an ability to stand back from the
routine of operational estate management and take a strategic perspective.
Furthermore, the estatemanager should be able to deal with strategic maters and be
empoweredto do so.
Whilst there may be a consensus of opinion by the estate owner, whether an
individual, board or elected members,as to the goal or goals to be pursued,the Estate
Manager has a more difficult task. Alternative tactics will exist, all of which can
achieve that goal. The choice of preferred tactic test all the qualities of the estate
manager;judgment, knowledge, technical expertise, financial acumen and personnel
management.

3.3.6 Conclusions
Estate Management, as the term suggest, is a managementactivity. It is therefore
concernedwith matters such as organization, resourcing, reporting, monitoring and
control. Proactive management of the corporate estate resource demands clear
strategic direction and measurabledeliverablesfrom operation management.After its
studentsand staff, the estate is the most important assetof an institution. It directly
supportsthe delivery of teaching and research;it provides stimulating and supportive
environment for students and staff alike. An appropriate and well managedestateis
therefore critical to delivering the institution's core business objective in a costeffective way.
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Buildings and land as physical assetsare relatively static products. Effective matching
of demand for, and supply of, functional accommodation and associated support
servicesto meet operational requirementsin an institution demandsthe management
of the estate as a dynamic integrated process. The realization of an integrated
approachnecessitatesa formal planning framework that accommodatesother related
servicesthat ensuresvery conducive workplace envirom-nents.
3.4 Conclusions from EM and FM
The desired outcome from EM/FM in physical form is an appropriate portfolio
structure that is aligned with the organization's businessoperational requirements.It
is important to point out that underpinning any decisions in facilities provision is the
constant interplay between the pulls from three key resource drivers: that of people,
technology and the workplace environment (property/place). Buildings and land, as
physical assetsare relatively static products. Effective matching of demand for, and
supply of, functional space and associated support services to meet operational
requirements in a dynamic business environment demands the managementof the
estate assets as a dynamic integrated managementprocess. The realization of an
integrated approachnecessitatesa fon-nalplanning framework that must cater for the
organizational and procedural variables, and the existing knowledge base of the
organization concerned.
The next chapter discuseshow EM and FM inter-relate with Asset Managementand
sharecommon objectives, and also the processof developing an interim assetstrategy
model, using assetmanagementconcepts,complementedby EM and FM.
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CHAPTER FOUR

4.0 THE INTERIM

ASSET STRATEGY MODEL

4.1 Introduction
The Colleges under study have vast physical assets without which they cannot
operate.The value of investmentsin theseassetsmust therefore be maximized for the
successof their present and future corporateobjectives. From the literature discussed
in the previous chapters, it is clear that the Colleges need an integrated approach
towards asset planning and management for them to deliver quality asset based
serviceseffectively and efficiently. This can be achieved through the formulation of
assetstrategiescovering acquisition, maintenance,reftirbishment, redeployment and
disposal,together with related estateand facilities managementstrategiesand tactics.
By integrating assetplanning with its overall planning processes,the Collegeswill be
better able to make most appropriate decisions about their assetprofile, particularly
when respondingto such factors as:
9 New or changing service delivery requirements;
9 Different methods of service delivery; and
e Evolving technology
Developing an Asset Strategy involves a very long process and rigorous field
exercises.An Interim Asset Strategy model, based on a literature review, was first
developedwhich was tested during the field studiesand then the model was improved
upon, basedon the outcomesof the studies.And this is what is basically discussedin
this chapter. In developing an Asset Strategy,it is important to also incorporate the
concepts and principles of Estate Management and Facilities Management, as
discussedin the previous chapters,as they are all interlinked and share the common
objective of providing an enabling workplace environment to fulfill

corporate

objectives.How AM, EM and FM differs has also beendiscussed.The strategybrings
together, issues relating Estate Management, Facilities Management, Asset
Managementand those issuesthat are generaland common to all,' in order to develop
a system that will bring about improvement in the way assets and facilities are
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managedin the Colleges. This chaptertherefore discussesthe strategiesand how the
Interim Asset StrategyModel was developed,prior to the filed studies.

4.2 Critical Analysis of AM, EM and FM
Asset Management has been extensively discussed in Chapter two. It covers the
procurement, operational management,maintenance,rehabilitation and disposal of
physical assetssuch that their use is maximized in regards to their service delivery
potentials and that risks and cost are managed over their entire life. It is about
effectively managing physical assetsto enablean organization maximize its corporate
goalsand objectives.
Asset management, in its wider sense,needs to be seen as a contributor to core
businessresource planning, so as to ensurethat physical asset base is aligned with
organizational objectives. It is a strategic perspectivethat takes a long view of assets
performance and cost, and considering options in a comprehensive,proactive and
informed way. It is driven by policy goals and objectives and relies on systematic
assessments
of assetperformanceand cost in making decisions on ftiture actions. Also
Then (1997) statesthat assetmanagementprovides the platform and vehicle for:
9- defining and quantifying demand emanatingfrom strategic businessdirection
in terms of operational needsof assetsand support services to core business
activities;
defining supply in tenns of the necessaryphysical assetbase and appropriate
service levels from the delivery perspectivesand their managementover time;
*

matching supply to demand over time as a continuous processof maintaining
relevancein terms of an appropriatephysical resourcestructure to support the
corporatestrategic intent.

Simply stated, asset managementfulfills a much needed intermediate role between
strategic management and operational management in any organization.
Representationin assetmanagementshould comprise of strategic inputs from senior
managementstaff responsiblefor strategicplanning.
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The objective of asset managementin this context is to ensure (and to be able to
demonstrate)that the assetsdeliver the required function and level of performancein
terms of service or production (output), in a sustainablemanner and at a minimum
health,
compromising
safety, environmental performance,or
whole-life cost, without
the organization's reputation.
Asset Management Process
In the reviewed literature, the Australian models classified assets as inputs to service
delivery

and identified

four main steps which

might

be described as Asset

Management Process. These are:

Identifying objectives
Preparingan assetmanagement.
plan
Implementing the plan and its programmes
Auditing and review.
Identifying Objectives
Asset management development process as discussed in the literature reviews in
chapters 2, should begin with the organization setting broad corporate asset
managementgoals and objectives which should be able to be understood easily and
should relate to the quality, coverage, timeliness and cost of asset management
outputs. It should also define what services it will deliver in accordancewith their
corporate plans thus satisfying its stakeholderneeds, and should translate the broad
goals and objectives into specific service requirements that it plans to deliver,
outlining the strategythat is to be adopted.
Preparing and implementing Asset Management Plan
The objective of asset strategic planning discussed in the reviews, is to ensure that
in
implemented
managing an asset portfolio
strategies
efficient and cost-effective

are focused on providing

services in line with corporate planning and service

delivery strategies. The process represents the translation of the demands and/or
expectations of users/customers of an organization into service needs through the
legislative
in
long-term
to
requirement
while
conforming
strategies
preparation of
order to determine the optimum operational activities for the business.
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The literature review in question has emphasizedthat there is an increasingneed for a
forward-looking approachto assetmanagementthat will lead to:
structuredand accountablecorporateplanning
demonstrablelinkages betweenservice delivery and resourceplanning
fonnal capital, maintenanceand disposalplanning for assets
the use of appropriatemethodologiesto managethe demandfor new assets
more effective and innovative ways of delivering services
private sector participation in the financing, provision, management and
maintenanceof public infrastructure
The objective of planning, according to the literature, is to ensure that strategies
implemented in managing an assetportfolio are focused in providing effective and
cost-efficient services in line with corporateplanning and service delivery strategies.
The Operational Planning processtranslatesthe service delivery strategy into specific
action plans for managing an organization's assetsso as to cost-effectively achieve
the organization strategic goals in the long-term. This process consists of the
development of four components that are interconnectedwith each other. These are
extensively drawn from the TAM 2000 as given in the subsequentsections and
include:
The Asset Strategyand its integrated
"

The Capital investment StrategicPlan

"

The Asset MaintenanceStrategicPlan

"

The Asset Disposal StrategicPlan

Asset Strategy
Basically, the literature reviewed has shown that asset strategy is all about getting
alignment between an organization's business strategy and its assets, both now and in
future years. It enables organizations establish the asset portfolio that appropriately
and effectively meets their service delivery requirements. In particular, asset strategy
includes (NSWT 2004):
-
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0

developing a good understanding of organization's present assets and
determining how they might meet its businessneeds both now and in future
years
determining how the assetspresently perform and comparing that with how
the stakeholderswant them to perform, again both now and in future years

least
determining
how
to
the
at
cost
assets
and
performance
required
provide
0
long
in
both
tenn
the
these
short
and
costs
and predicting
in
business
investigating
how
these
the
strategy.
costswill affect
organization's
0
the long term.

Capital Investment Strategy Plan - According the Australian TAM 2000, Capital
Investment Strategic Plan aims to provide efficient and effective planning of capital
resourcesby ensuring that there are clear and detailed links between assetsand the
indicates
Strategy
Plan
Asset
It
the
they
applies
where
support.
services and results
the need for investment in new assetsor significant improvement or upgrading of
existing assets
Asset Maintenance Strategy Plan - The Queensland SAM documents shows that
Asset Maintenance Strategic Plan aims to proactively manage the risk of the assets
becoming unable to support service delivery strategies. The outcome is a more
productive and reliable asset portfolio within the constraints of available resources.
Maintenance planning involves an analysis of maintenance needs against an
(DPW
delivery
the
and
organization's
priorities
objectives
service
organization's
2006).

Asset Disposal Strategy Plan - An Asset Disposal Strategic Plan involves a detailed
longer
indicates
Strategy
Plan
Asset
that
the
those
no
are
assets
assessmentof
effectively meeting their service delivery requirementsat the lowest long-term cost to
the organization. This assists organizations to identify those redundant assets for
disposal that might otherwise inhibit efficient and effective servic'e delivery. Asset
Disposal planning involves two distinct elements(DPWS 2001):
by
Strategy
identified
Asset
detailed
the
The
as
surplus
assets
of
assessment
9
Plan; and
disposal
An
the
the
assets.
of
physical
analysis
of
0
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AuditlRevieiv
Audit is a very useful tool in asset management and the entire business process of an
development,
is
The
to
the
ensure
effective
auditing
objective of
organisation.
implementation and operation of asset management plans which is essential in order
to establish a continuous assets management improvement cycle, maintain best
industry practice and assessthe quality of (NSWT 2004):
Assets management processes, information systems and data
Asset management plans
The implementation of asset management plans
It is essentially an assessment of the organisation's performance with regard to the
management of its asset portfolio

while critically

reviewing the current level of

service provided and possible areas of improvement.

In reviewing and evaluating the strategiesadopted(to invest in, maintain, re-invest in,
be
dispose
key
to
addressed:Is the assetsupporting
or
of assets)some
questionsneed
the most effective delivery of the service?If so, is the assetperforming optimally? To
undertakethis review successfully, eachphaseof the assetstrategic planning process
must be questioned.

Estate Management - Similarly and as earlier discussedin the previous chapter, the
principal objectives of estatemanagementare to provide buildings which are efficient
and safe and which effectively support organizational activities, and to achieve the
maximum benefit from estateas a resource.It seeksto ensureefficient utilization of
property as an input resourceto the organization's primary function.
Then (1997) observed that Estate Managementprovides the strategic link between
strategic businessplanning and operational estatemanagement.In the context of any
organization or business unit, the focus of estate management is to reconcile the
demand for, and supply of, property assetbase and associatedservices essential for
the delivery of its core product or services. Simply put, the principal role of estate
managementis to support the core businessof the organization it is serving.
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As stated in Chapter three, estate managementhave both strategic and operational
perspectives. The process of strategic estate management could start with setting
be
formulated.
Such
property objectives around which an estate strategy could
how
include
of
an
assessment
properties contribute towards the
objectives must
primary task of the organization. Avis, et al, (1989) concludedthat in order to manage
operationalproperty efficiently, organizationsneededto:
*

Understandorganization's overall objectives

into
Establish
translate
them
specific
organizational property requirementsand
9
objectives
e Determine how to achievethe property objectives
9 Instigate a monitoring system to assessproperty and property management
perfonnance
9 Construct an information base to support property asset management and
monitoring

In the caseof educational institutions, developing an estatestrategy will according to
HEFCE (2000) require a sufficient knowledge of academicplan as well as financial
strategyof an institution. This is termed as a planning triangle and is given in chapter
three (figure 3.8).

Facilities Management has got similar concepts and objectives. It encompassesa
business
the
supporting
core
of an organization. FM
wide range of activities aimed at
entails the integration of people, technology and support services to achieve an
organization's mission. FM operates on the premise that the efficiency of any
organization is linked to the physical environment in which it operatesand that the
environment can be improved to increase its efficiency. Organizations that want to
into
benefits
FM
that
takes
the
to
account
need
adopt
a
planned
approach
gain
of
managementinput, evaluation of options, implementation costs and periodic reviews.
Effectively planned facilities and quality support services can create significant
businessreturns. A successful building is thus an amalgam of people, process and
space.Understandingthe role of buildings and how they can be deployed effectively,
in the context of the operationsof eachindividual business,is the.essenceof facilities
management.
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Traditionally, Estate Management has had a low profile, playing a largely reactive
role as far as businessstrategy has been concerned.Lyons (2004) recognizesthis in
his report. Facilities Management,which has grown as an independentlyrecognizable
adjunct to Estate Management over the last ten years, has also suffered from this
mindset. There is a view that support services,and the correspondingneed to manage
those service contracts, are not sufficiently important to influence future business
planning. The fact that the property and facilities' budgets are often second only in
size to the payroll has not always been seen as a reason for essential strategic
involvement.

The Link betweenAM, EM and FM
From the previous chaptershowever, it can be said that there are clear shifts in focus
as the practice of AM, EM and FM gradually matures.It is already discemable from
published literature and review of practices that the initial preoccupation with tasks
and functions has given way to an emphasison processesand their management.Then
(1997) observedthat more recently, the shifts has been towards resource integration
with the emphasison provision of enabling working environment where tlie issuesof
people, process and properties are elementsof the same problem seeking a common
solution.
The concepts of AM, EM and FM are therefore inextricably linked and share the
common objective of providing an enabling workplace envirom-flent to fulfill
corporate objectives. Figure 4.1 illustrates how these practices interrelate. The
corporate level is concerned with adequacyof assetsas business resource to fulfill
strategic objectives. The estate level then interprets this strategic intent in terms of
implications on the current operational estateportfolio, i. e. facilities provision. The
building level primary concern is with meeting user's requirements on an ongoing
basis,while at the sametime, minimizing disruptions while taking actions to adjust to
the next steady state as a consequentof the strategic responseinitiated at corporate
level.
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Business Strategy

Resource
Allocation

Concemedwith
adequacyof Assets

Asset Management

Assetsas business
resourcesto fulfill
strategicobjectives

Estate Management

I

Facilities Management

Accommodation
Space Stral

I

and

Focus on on-going management

Figure 4.1: Interrelationship of EM, AM and FM
Proactive application of EM, AM and FM practices demandsclear strategic direction
from senior management. To be effective estate, facilities and asset management
dimensions.
4.1
The
Table
tactical
shows
and operational
should embody strategic,
someconcepts,tools and issuesof EM, AM and FM.

Concepts

AM

FM

EM

A total management of all

All

services that support the

development,

core

business

organization. It

of

facets

of

use, An
and

an management of urban

involves

land,

including

optimum

managing assets to achieve
desired

and

sale, outcomes. It

managing and coordinating purchase and letting of

of

way

sustainable
the

covers

procurement,

operational

the 'people, process and residential, commercial management,

maintenance,

and industrial property

place issues

rehabilitation and disposal of
assets such that their use is
maximized in regards to their
service delivery potentials

space Strategic/Tactical

Tools and

Benchmarking;

Techniques

analysis; maintenance plan;

Strategic/Tactical

Planning;

Planning; Operational operational Planning; Audit &
0
demand
people/skills audit; service Planning; Audit and Review;
Risk management; infon-nation;
provider audit; effective Review;
communication;
management

risk

management; demand value
management

management,

Risk

Management,Life-Cycle Cost
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Issue

in

this study

building

Minor
maintenance;
works;

College

land,

decoration development

telecommunication valuation,

maps, Asset
layout;

lease

&

procurement,

remodeling,

rationalization,

reconfiguration;

disposal;

and IT facilities; floor space insurance;

repairs,

allocation and utilization;

rehabilitation of assets;assets

environmental;

air conditioning; cleaning; landscape & parking;
security;

vehicle

fleet;

etc

safety; etc

own,

maintenance and

their

capacity, age,

performance & functionality;
physical condition of assets;
level of service required; asset
data; infrastructure; etc

Table 4.1: Concepts, tools and issuesof EM, AM and FM:
Whilst specialist knowledge or technical competency is very important to the
everyday running of property and estates,assetmanagement,as proposed by Lyon
(2004), implies a wider understandingof the part property can play in the delivery of
the organization's primary objectives. There are therefore differences between the
property/estate management view of assets and the asset management view of
property. Asset Management properly lies at the level of corporate resource
management.It is a feature of thinking at a strategic level, which means matching
future capabilities to a future environment in order to achieve defined outcomes.
Asset managementtherefore aligns itself with strategicresourceand ICT management
at the business thinking level. Decisions to utilize property assetsas an enabler to
business planning stem from this level and manifest itself as strategic property
management.As Male (2006) puts it: "Strategic Asset Management is a structured
built
holistic
the
to
of
and
managing
performance
physical
and
approach aligning
assetsas an organizational resourceto meet businessobjectives and drivers. It is a top
down policy drive and bottom-up needsverified approach."
While all the three managementmethods of EM, FM and AM have been employed,
the Asset Strategy Models developed are basically AM-led due principally to the
strategicview of the Asset Managementas earlier explained. This also fits well with
the major issues that need to be addressedin the colleges under study. The next
sectiontherefore gives highlights on Asset Strategy.

109

4.3 Understanding Asset Strategy
Asset Strategy which has been discussedin Chapter two can be described as the
planned alignment of physical assetswith service demand. It is achieved by the
systematicmanagementof all decision-makingprocessestaken throughout the life of
the physical asset(DPW 2004). The strategyenablesorganizationsto focus on service
delivery requirementsof the assetsratherthan on the assetsthemselves,it also enables
organizations to establish the asset portfolio that is most appropriate, effective and
efficient in meeting the demandsof their servicedelivery requirement.
The strategyestablishesthe basic relationshipsbetweenService Delivery Strategyand
the Capital Investment, Maintenance and Asset Disposal Strategic Plans with how
theseplans inter-relate. The plan outlines and guides the organization's assetresponse
to its service requirements, through the development of an asset portfolio, risk
managementstrategies and assetperformance measures.The strategy identifies any
needs or 'gaps' to support services and addressesthose, through planned capital
investment,disposal or maintenanceincluding replacementand/or upgrading.
For the purposeof this study, Asset Strategycan therefore be describedas a long term
plan for developing and managing the assetsand facilities in an optimum way in
relation to the colleges' academicplan and businessneeds. It is basedon an analysis
of the assets and facilities, the academic plan, current resources and future
opportunities.The strategywill enablethe Collegesto:
9 Develop the assetsand facilities to achievecollege goals
*

Effectively and efficiently managephysical resources

*

Demonstrate that provision, maintenanceand development of the assetsand
related services are consistent with the college's strategic plan, and to secure
*
for
value
money.

The Asset Strategy is expected to set out the most appropriate long term course of
action for implementing assetmanagementpolicy and thereby supporting the delivery
of college strategy. It is the processby which a College can define and determine its
corporate objectives, design and formulate the actions required to achieve these
objectives, implement the necessaryaffirmative action, and evaluate the progress
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is
It
the
achieved and measure
results.
concernedwith establishing the scope of the
college activities and matching these to the environment in which it is required to
operate. It is therefore essential that asset strategy is realistic, well thought out, of
has
detail
taken into accountthe views of all relevant stakeholders.
and
appropriate
Developing an Interim Asset Strategy Model
The development of Asset Strategy is described by the NSW TAM (2000) policy as
the critical stage in organization's strategic planning. It is seen as a vehicle by which
delivery
its
its
to
service
requirements.
an organization matches
asset portfolio

This study has developed an asset strategy model which will help improve the
in
delivery
Federal
Nigerian
Colleges of
the
and
of
service
effectiveness
efficiency
Education, for their overall goal attainment within the limited resourcesavailable. It
provides an avenue through which various stakeholders within each College can
develop
implement
for
the
to
their
asset
strategy.
and
support
need
an
appreciate
and
institution

Effective assetmanagementrequires an understandingof the Colleges' businessand
the demandsof its operations. The Asset Strategy policies of each College can only
follow the strategic plans of that College as a whole, becausesuccessfulbusinesses
are those that not only reflect on the past but look strategically into the future. Hamel
and Prahalad (1994) argue that a business needs to develop insight of how their
businessmight operatein the future with a view to getting there first. Any future plan
in the Colleges must include a careful analysis of what assetsthe business needs,
where they should be located and of what type. Asset strategy should therefore align
the vision of College overall strategicplanning process,the managementteam and the
assetmanagementteam. It should:
9 Provide the managementteam with a picture of the complex questionsrelating
to their assetsfor which they have responsibility
*

Enable the managementteam to more clearly identify and quantify the best
investment oppoi-tunities to enable the college to efficiently meet its stated
objectives

ill

9 Enable the managementteam to predict future needs with great accuracy and
hencecreatemore robust academicactivities
9 Ensure assets meet the changing academic policies and programmes in an
effective and efficient manner
TAM 2000 suggeststhat an Asset Strategywill "enable agenciesto establishthe asset
portfolio that most appropriately, effectively and efficiently meets their service
delivery requirements". The developmentof an assetstrategy is a critical stagein the
college strategic planning. Johnson and Scholes (1993) define strategy as "the
direction and scope of an organization over the long terni: ideally, which matchesits
resourcesto its changing environment and in particular its markets, customers or
clients so as to meet stakeholderexpectations".
To develop an asset strategy, TAM 2000 indicates that there is the need for a
participative, problem solving, coping, and continuousprocess,which identifies asset
needs, examine gaps between existing and required assets and identify factors
responsiblefor such gaps. Therefore, efforts to involve and empower staff, students
and other stakeholders in the change process are necessary. Thus a participatory
approach should be used in appraising the problem, identifying the strategic needs,
and working out the processof solving the existing problems.
The participatory approach is adoptedbasedon the assumptionthat the major source
of knowledge is understood to be people themselves, based on their own life
experiences,and on the basis of their own involvement in the study of the situations
surrounding them. The methods for developing the strategy should be in such a way
that people themselveswill think, reflect on the problems at hand, build capacity for
critical thinking and debate,and to develop in themselves,confidence as well as the
commitment to act for the desired change.
01-Although the asset strategy developed involved much of the identified stakeholders
and set long-term targets, nonetheless,the production of the strategy document is not
an end in itself, thus it is unthinkable to assumethat everything is completed once a
strategy is developed. The strategy also has to be rooted in and supportive of the
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college's overall corporate plan, and must take account of the financial resources
available.Johnsonand Scholes(1993) rightly observedthat:
"Since strategy is about the long-term direction of an organisation,it
is typically thought of in terms of major decisions about the future.
However, it would be a mistake to conceive of organisational
strategy through one-off major changes.The strategic development
of organisations is better described and understood in terms of
continuity.... Once an organisationhas adopted a particular strategy
then it tends to develop from and within that strategy, rather than
fundamentally changing direction".
The above statementis particularly important becauseof the need to plan an asset
strategy to be flexible enough to allow for continuity over a period of time.
HEFCE (2000) report noted that changes to an asset portfolio could be
necessitatedeither due to changesrequired in the form of the asset (utilization,
location, capacity or functionality) or as a result of changesto service delivery
requirements or budget allocations. The asset strategy is expected to define
actions required to respond to these changesand direct the detailed development
of the college capital investment, assetmaintenanceand asset disposal strategic
planning. Planning a dynamic and flexible strategy could permit these changesto
be cateredfor without necessarilyaffecting the overall plan.
In developing an assetstrategy, Stewart(1999) suggeststhat it will be necessaryto:
a preparean inventory of assets,including details such as floor area,the date of
construction/refurbishment,categoryof use,type of construction, etc
e confinn the level of service required by building usersand the cost they are
preparedto pay for that level of service
*

develop a long term plan, including annualmaintenancecostsand estimated
datesand costs of future refurbishmentsand replacements

e identify and assessareasof risk and develop strategiesand coststo mitigate
thoserisks
*

explore the best methodsof delivering the assetmanagementstrategy,using
in-house resources,external resourcesor both, and how best to procure these
services
set key performanceobj ectives to enablethe performanceof your assetsto be
measured
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a determinehow funding required for theseprogrammeswill affect the
organization's performance.

4.4 Processof Developing the Model
Based on the above and also the interrogation of literature in the previous chapters,
and particularly gaining insights from the Australian Asset Managementframework in
figure 2.3 and that of the JAM in figure 2.4 therefore, eight stageshad been identified
for developing the asset strategy interim model as given in figure 4.3. These eight
stagesas explained.in the next sectionsreflect the said frameworks in figures 2.3 and
2.4, as well as the linkages between AM, EM & FM in figure 4.1. The developed
stagestherefore constitute the main componentsof the interim asset strategy model
given in figure 4.4. The interim model was then tested and later modified in the
courseof the field work in order to properly contextualizeit and make it adoptableby
the colleges. Stakeholders in each College are expected to develop their own
individual assetstrategy, taking into consideration,their local peculiarities, and using
the assetstrategydevelopmentguidelines (process)developedfor the purpose.
:
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Figure 4.3 Stagesin Developing the Asset Strategy Model

As earlier discussed, Asset Strategy is basically aimed at aligning the College's
businessstrategyand its physical assets,both now and in future years. It encompasses
two interacting components:
1. A strategic component focusing on the medium and longer term and involves
decisions on appropriate investment in physical assetsto meet stakeholderneeds
and service delivery requirements..In the case of this study, the Asset Strategy
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identifies College corporate goals, service delivery requirements and needs for
physical assets.It also challenges these needs and the use of physical assetsto
deliver services, and seeks alternatives that may make service delivery less
dependenton physical assets,if that would subsequentlyprovide greatervalue for
both
by
first
is
This
the
the
two
of
component represented
elements
money.
Strategy Development Stagesof Figures 4.3 and the Interim Model (Figure 4.4),
which are also in tune with the strategic planning componentsof the Australian
framework in Figure 2.3 and the IAM Asset ManagementPlan in Figure 2.4. This
strategic component is therefore dealt with at the College Council and
ManagementBoard levels in line with the assetmanagementposition as depicted
in Figure 4.1.
2. An operational component focusing on the ongoing management of physical
assets and facilities over the short to medium term time horizon, within an
framework
decisions
budgetary
level
investment
the
set
allocated
at
strategic
once
in physical assetshave been made. Typically the time frame would be less than
one year up to three years. It involves the managementof the estateand facilities
that support the core businessof the college, i. e. teaching and learning. The locus
of the operational element will be, for example,at or belaiv-estatelevel within the
college, reflecting Figure 4.1. This operational component is again derived from
the literature, particularly from Figures 2.3 and 2.4, which largely informed the
developmentof the third to the eighth stagesof the Strategy Development process
in Figure 4.3 and subsequently the corresponding components of the Interim
Model in figure 4.4.

How these various stages of the strategy model are developed as in Figure 4.3 are
thereforediscussedas follows:
Stage One - Identify College Corporate Goals and Objectives
In this study, the principal objective of asset strategy is the alignment of physical
assetswith college corporate objectives. Therefore the first segment of the asset
strategy should be the College Corporate Goals and Strategic Objectives. This is in
line with the literature on assetmanagementdiscussedin chapter two, which shows
that assetmanagementprocessshould begin'with the organization setting broad asset
in
is
tune with its own corporate objective, and
that
objectives
managementgoals and
which should be able to be understood easily; relate to the quality, coverage,
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timeliness and cost of asset managementoutputs. Of particular interest is the IMM
framework in Figure 2.4 which indicates that the setting of the corporate Asset
Management Direction as the first activity in developing and using Asset
ManagementPlans. This involves identifying corporateplans and businessobjective;
legislative
and
requirements.These stand points
stakeholderneeds and expectations;
also satisfy the Australian Asset ManagementProcessframework given in Figure 2.3.
Similarly it has been shown in Chapter three that both- EM and FM are about
supportingthe core businessof an organization.A fundamentalaspectof EM, FM and
AM is their function as a link between the primary businessfunctions and secondary
support serviceswithin an organization. Understandingthe corporate objective of the
College should therefore be the first step in developing an assetstrategy.
Each College is responsiblefor developing its own assetstrategywithin the context of
its corporate objectives and academic plan. The strategy should be based College
-corporate goals and objectives, and must be part of and flow from the College
Development Plan and consist of a separatedocument consistent with, and designed
to further, the strategic objectives of the college. The following factors are expectedto
be reflected and guide the developmentof the first segment-6fthe strategy which also
constitutes the first component of the Interim Asset Strategy Model given in Figure
4.4:
College corporate objectives
Stakeholderneeds
Decreeestablishingthe college
Academic plans
Stage Two - Identify Service Delivery Requirements
The next crucial segment of the asset strategy as discussed in the previous chapters is
the service delivery requirements. Asset strategy has been described in Chapter two as
the planned alignment of physical assets with service demand. The strategy enables
delivery
focus
to.
service
requirements of the assets rather than on the
on
organizations
is
it
that
them
to
-establish
the
selves, also enables organizations
asset portfolio
assets
most appropriate, effective and efficient in meeting the demands of their service
delivery requirement. Assets should align effectively with and support organizational
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business needs for the short and long-term (NSWT 2004). It was also argued in
Chapter three that Strategic Asset Managementshould aim to provide an appropriate
fit between the core business needs of the client and the provision of Asset
Management.These therefore demonstratethe importanceof linking service demands
to the provision of assets.This segment,like stageone, is also a feature of strategic
thinking and is in tune with Figures 2.3,2.4 and 4.1.
Here, the College should be clear, through a processof internal consultation basedon
the overall strategyfor the College, of what the assetstrategywill deliver; the strategy
should be developed in close consultation with representativesfrom the academic
community, finance, estatesand planning. This has the benefit of focusing subsequent
debate and providing a framework against which different options can be assessed.
The service delivery objectives, as shown in the literature review, should be basedon
a needsanalysis and a review of how servicesare currently being provided. A should:
9 define the scope,standardand level of servicesto be provided;
assessthe methods of service delivery and the resources needed, including
requirementsfor the use of assets;and
consider methods of containing demand by using demand management
techniques.This may involve reducing the need for the service (for example,
by combining it with another service, or by dealing with the situation that
the service to be sought).
c-auses
This segmentof the strategy developmentis reflected as the secondcomponentof the
Interim Model in Figure 4.4 and should include information relating to:
Current and projected numbersof academicprogrammes
Current and projected studentand staff population
Academic and other spacestandards
College budget
Statutory requirements
The service delivery segment should also contain elements of Estate Management
(EM) and Facilities Management,(FM) that forms part of the service delivery
requirementsof the College. While citing HEFCE (2000) estatestrategy, the literature
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review in Chapter three has indicated that developing an estatestrategy will require a
sufficient knowledge of academicplan as well as financial strategy of an institution.
This is termed as a planning triangle as shown in Figure 3.8.
The service delivery objectives for the assets/facilities should be clear and, where
possible, their attainment capable of being measured. These objectives should
demonstrate what the assets are expected to deliver in terms of the College
Development Plan. As far as possible, and within the period covered by the college
Development Plan, they should be set out in a bullet-point form of delivery in the
Specific, Measurable, Achievable, Relevant and Timed (SMART) format. Setting
objectives in this way not only assistsin option appraisalbut will also assistcolleges
in the processof post implementation review and analysis of how well the objectives
have beenmet.
The Asset Strategyshould look at requirementsand set out aims and objectives for the
shorterand longer terms. The principal aim should be to rationalise the College assets,
to provide the spaceand facilities required to meet the College strategy over a period
of 5-10 years.Different levels of objectives exist which may be classified as ultimate,
intennediateand immediate, as defined below:
a

Ultimate objectives are usually framed in terms of longer term (i. e. more than
three years), strategic or 'high-level' variables.Annual reports or statementsof
Govenunentpolicy can be usedas a sourceof such objectives.

*

Intermediate objectives are a step down from ultimate objectives and are short
term i. e. within the three year planning period covered by the College
Development Plan. These need to be met if the ultimate objectives are to be
achieved. Generally, intermediate objectives should be measurableand their
contribution to ultimate objectives clears.

directly
Immediate
objectives
usually
e
are
concemed Nvith the outputs of a
specific project and require to be met if the intermediate objectives are to be
achieved. These objectives Nvill normally be measurable and, to a greater
for
delivery.
those
the
control
of
responsible
extent, within
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Ultimate objectives can be thought of as the underlying principles, aims or goals of
the Asset Strategy flowing from the DevelopmentPlan. These longer term objectives
are often the most difficult to define in SMART terms as they represent a College's
in
immediate
Intermediate
objectives
which
are
achievable
and
aspirations or goals.
the three year strategic planning cycle should be defined in SMART terms and
included in the Asset Strategy.

Stage Three - Analyze Existing Assets and Facilities
In this segment, and with the specification set out as to where the College wants to be
in terms of its assets, the next process is to assemble the appropriate data on the
existing assets. Defining

an appropriate asset portfolio,

according to TAM

2000

discussed in the literature review in Chapter two, is essential to the overall
development of an Asset Strategy. The process of developing an asset portfolio
should be undertaken in the context of overall resource management and service
delivery. This is an operational planning component of the Asset Strategy as earlier
discussed, and it is in line with the Australian framework in Figure 2.3 as well as the
IAM framework in Figure 2.4.

One of the early tasks in preparing an Asset Strategyaccording to the literature is for
an organization to prepare an inventory of assets,including details such as the date of
is
floor
It
type
of construction, etc.
area, category of use,
construction/refurbishment,
dealt with at the estateand facilities managementlevels as in Figure 4.1. A range of
information can be collected, which include: Physical condition of assets
Location of assets
Use
Size
Age
Value
Tenure
Functional suitability
Spaceutilization
Running cost
The list is not exhaustive, nor is it suggestedthat all items should be included in the
final assetstrategy document. It would be more appropriatefor the information to be
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in a separate document or in appendices to the asset strategy. This segment is
correspondingly given as the third component of the Interim Model in Figure 4.1. In
developing this segment, other information such as assetregister, valuation reports,
FM contracts,tenancy agreementdocuments,etc will also be required.
Stage Four - Analyze Gaps between Existing and Required Assets and Facilities
This phase of developing the model involves the comparison of information
assimilated on the existing facilities with the effective performance specification for
facilities that are developed by analysing the College's strategic and assetobjectives.
This is also part of the operational planning component of the strategy and is in line
with Figures 2.3 and 2.4. The analysisrevealsthe "gap" betweendemandand supply.
Articulation of these gaps provides a seriesof problems or facility shortfalls together
with opportunities, whether financial, physical or operational. The resulting schedule
of problems and opportunities provides more detailed parameters for developing
Strategy options. Key headings by which the gap may be identified could
include(DPW 2004):
" Developmentopportunities;
" Asset condition;
" Functional suitability;
" Refurbishment/adaptation;
" Spaceutilisation; and
" Spaceneed.
Having identified the current assetsheld and what assetsare likely to be required in
the future, a 'gap analysis' can be undertakento identify the necessaryadjustmentsto
be made to the asset base. Successfulanalysis as shown in the literature review is
ensuredby (DPW 2004):
"
"
"
"

having available all relevant information on existing assets
knowing the trends in demand
having a clear strategic direction and objectives
applying appropriateplanning tools and methodologies

This segmentwhich is at the Estate/FaciliticsManagementlevels as in Figure 4.1 will
also outline any likely future changesthat will affect the overall performance and
assetneeds.These data will enable the College to work out the contribution of each
asset,and how it will support the college's strategic aims and objectives. A matrix
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table could be used to comparethe elementsof assetperformance.Such a matrix can
be usedto focus investment and as a performancetarget for the College.
It may be appropriateto use this section as a long-term 'wish' list and then focus on
in
that
the shorter ten-n within the resourcesavailable. They
achievable
aspects
are
should be prioritized with reference to academic need and the strategic objectives.
This leaves scope for more ambitious plans should money become available or
circumstanceschange.
In developing this segment, which correspondingly is the fourth component of the
Interim Model in Figure 4.4, the following, will amongothers be required;
Asset Register
Asset condition survey report
Current/Projected populations figures
Capital/Maintenance Plans
Current/Projected Academic Programs
Asset disposal plans

Stage Five - Identify Problems, Opportunities and Proposals
This segment is also reflects from the literature review chapters and can be
in
undertaken three distinct sections:problems, opportunities and proposals.However,
one of the strategies developed by HEFCE (2000) linked the three together and
produceda diagrammatical representationof the three items. It helped to seethe issue
through from the problem, to the opportunity and proposal stageson each individual
building, rather than looking at the problems of the institution as distinct from its
opportunities and consequently its proposals. There is no right or wrong format to
follow; however, Colleges should ensurethat problems, opportunities and proposals
are all covered within their assetstrategy. It should be an analysis that highlights the
shortfalls of the assets.It looks for options to addressthese shortfalls, and results in a
proposalto rectify the situation.
A variety of fon-nats can be adopted to represent problems, opportunities and
proposals,colleges may wish to illustrate this section with tables and flowcharts, or
alternatively to present the narrative asset by asset, or problem by problem. The
developmentof this segmentrequires information regarding the following as reflected
in the Interim Model of Figure 4.4:
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Staff Structure/Skills and developmentplan
College Budget
FM services
Revenuegenerationplan
Stage Six - Choose Strategic Options
Having established the problems and opportunities associated with the existing assets
and facilities,

together with the performance specification of requirements, this

segment is where the option appraisal, which is a key part of developing the asset
strategy, is carried out. It pulls together all of the considerations outlined in the
previous sections of this process, and involves developing a range of options aimed at
addressing shortfalls, reducing operational costs and providing facilities which meet
the physical and functional needs of ihe College, both now and for the projected
future. The asset strategy should include an appraisal of the high level strategic
options open to the college to meet its estate objectives. Normally this would include:

a 'do-nothing' or 'do minimum' option to set the baseposition against which
other options may be judged;
a 'ceiling' option to examine, for example, moving the entire college to
anothersite-,
mid-range options which may include, for example, consolidation to one or
more sites, where the college is split acrossa number of sites or ýome form of
reconfiguration or remodeling of the assets.
Information that will normally be required in developing this segmentincludesthe
following:
"
"
"
"

NCCE Guidelines and standards
Funding schedules
Statutory requirements
Non assetSolutions

Stage Seven- Develop Implementation Plan
In this segment,having refined, reviewed and appraisedthe full spectrum of potential
options and solutions, an implementation framework for the resultant preferred
option, in the form of discrete sub-projects and programmes is necessary.Whilst
detailed project specifications are beyond the remit of a strategic document, outline
project parameters,associatedcosts, financial implications and a logistical critical
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be
indicating
inter-relationship
tasks
the
used to provide the
of
should
path
implementation overview for the preferred option. This is very much in line with the
"Implement the AMP" componentof the IAM Asset ManagementDevelopment Plan
in Figure 2.4. It is important that the preferred option should be capable of
implementation. The assetstrategy should include a provisional strategic programme
for implementation and set out specific tasks or milestones which need to be
undertakenwith an associatedtimescale.
The Asset Strategy should include a realistic assessmentof the levels and sourcesof
funding available to finance the preferred options. If necessary, it should also
highlight shortfalls. If there are insufficient funds, the assetstrategy should highlight
fulfillment
implementation
indicating
have
impact
the
the
this
of
plan,
will
upon
what
impact
be
delayed
their
on the strategic
and
or
postponed
which projects would
objectives. The final strategy should also be widely understood and acceptedwithin
the college and mechanisms should be put in place to monitor and review progress
include:
implementation.
These
may
with
"

Planning - the planning implications of the Asset Strategyshould be considered.

"

In many cases it will be appropriate for a meeting to be--held with the local
discuss
implications
The
timing of any
the
to
the
authority
of
strategy.
planning
relevantplanning applications will also needto be considered;

in
feasibility
Scheme
Study
Design
Feasibility
the
more
study
will
examine
and
e
detail the design and cost implications of the preferred options. External
professional advice may be sought to undertake this task and to advise on a
suitable route for procurement;
9 Building Regulation Approval\Tender Period;
*

Marketing and Disposal of Surplus Land; and

9 Contract Procurement.
The programme would be set out in terms of feasibility, not a detailed plan.
Information that will be required in developing this segment.which mirrors Figure 2.3
include
following:
in
is
Figure
4.4
the
will
among
others
and which also reflected
*

Capital Investment Plan

e MaintenancePlan
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Disposal Plans
Asset Register
Human Resources plan

StageEight - Conduct Asset Audit and Management Review
It is important to ensure an effective development,implementation and operation of
assetmanagementplans. This is therefore the objective of the Audit/Review segment.
This is emphasizedin both Figures 2.3 and 2.4. Auditing, according to TAM 2000,
how
an
ongoing
assessment
of
an organization is perfon-ningwith regardsto
provides
its approach to the managementof its assetsand facilities. The audit and review
functions also include a critical look at the current levels of service provided by the
improvement
in
the
stock
areas
of
owning and operating the assets.This
asset
and
segmentis reflected as the eighth main componentof the Interim Model in figure 4.4,
and is shown to link up with and provide necessaryfeed back to all other components.
The audit should be structuredto identify:
The current statusof assetmanagement.
Appropriate service level required by the businessunits and assets.
The gap, and the priority or criticality of the gap.
The improvement program:
" Tasks required.
" Costs.
" Benefits.
" Timetable
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4.5 Conclusion
The Nigerian federal colleges of education can effectively develop and managetheir
assetsand facilities in a way that ensuresefficiency and value for money, if they have
an assetstrategy.The strategy is a long-term plan for developing and managingassets
and facilities in an optimum way in relation to the college's academic plan and
businessneeds.
Interim asset strategy model had been developed, based on the interrogation of
literature in estate,facilities and assetmanagementfields. The model was found to be
very relevant in the course of the field studies and stake holders made useful inputs
for its review. Development of modified model and requisite guidelines (process),
with active participation of all stake holders during the field studies are discussedin
the subsequentchapters.
The field work processesand appropriateresearchmethodologiesthat will be applied
in the field are therefore discussedin the next chapter.
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CHAPTER FIVE

RESEARCH METHODOLOGY
5.1 Introduction
Traditionally, the essentialfeature for researchfor a doctoral degree(PhD), according
to Fellows and Liu (1997), is that "the work makes an original (incremental)
contribution to knowledge". This research therefore has synthesized and analyzed
ideas
findings
in
theories,
and
of
other
existing
researches seeking to provide new
insights into management of Education infrastructure, with a view to proposing
managementstrategiesthat will help bring about improvementsin the managementof
assetsin Nigerian Federal Collegesof Education.
The chapter is presented in two main sections. The first section examines the
underlying principles of the research process. Those principles include the various
types of research,its context, and the effects of knowledge, experienceand bias. The
various types of. data, its collection and analysisare also identified. The secondsection
builds on the first and presentsthe method developedfor this study and demonstrates
how it satisfiesand reflects the establishedtheory of research.

5.2 Research Design
To research, according Webster (1985) is to search or investigate exhaustively. It is a
careful or diligent search, studious inquiry or examination especially investigation or
experimentation aimed at the discovery and interpretation

of facts, revision of

laws
in
light
facts
the
theories
or
of
new
or practical application of such new
accepted
or revised theories or laws, it can also be the collection of information

about a

particular subject.

Design in this context means the overall configuration of the research.What kind of
evidenceis to be gatheredfrom where and how it is interpreted in order to satisfy the
help
designs
'Knowledge
to
objectives?
can
recognize
which
will work and
research
which will not and to adapt designsaccordingto the constraintsof different subjectsor
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knowledge structures' (Easterby-Smith1994). The key issuesunderlying any research
design are:
involvement
is
independent
involved
Degree
the
of
researcher
or
*
involve
large
Size
the
will
research
samplesor small numbers?
e
Approach
it
the
to
test
theories
will
research
attempt
existing
or
will
aim
0
to generatenew theories?
9

Style - will the researchbe basedupon experimentalor fieldwork methods

Induction
falsify
the
to
will
research
attempt
verify
or
9
Degree of involvement means how distant or independentof the Phenomenabeing
observedcan the researcherremain. The traditional view is that independencemust be
maintained. The size of the sample is dictated by, or dictates to the choice between
cross-sectional or longitudinal design. Cross-sectional design involves selecting
different organizations and investigating how other factors vary across them. This
approachtends not to explain why correlation exists. It has the added disadvantageof
eliminating all of the external factors, which could possibly have causedthe observed
correlation. Longitudinal studies focus on organizations over a long period of time.
The researchfocuseson eventsin a broader context by gathering time seriesdata over
periods of time significantly longer than the immediate focus. This approachgenerates
patternsof action, which can help to explain what has happenedand why it happened
during the period of the study.
The approachdetermines what comes first, theory or data..Starting with a theory or
hypotheses,the researcherwill confirm or refute that theory. This method provides an
initial clarity about what is to be investigated and hence information can be gathered
quite quickly and efficiently. The results however can be quite trivial, confirming only
what is known already. Worse still, if the results are inconclusive or negative, the
approachwill provide little explanation as to why. By contrast, data can be used to
generategrounded theory. This is achieved by looking at the same kind of event in
different settings or situations. The groundedtheory should be sufficiently analytic to
enable some generalization to take place but at the sametime it should be possible to
relate the theory to actual events.The grounded1heoryapproachis good at providing
both explanation and new insights.
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Experiment, in this context, involves assigningsubjectsto either an experimentalor a
control group. The experimenter then manipulates conditions for the experimental
group in order to assesstheir effect in comparison with the control group who are
subjected to no unusual conditions. The alternative to experiment, fieldwork, is the
into
becoming
This
an
absorbed
study of real situations.
will probably mean
organization in order to understandits culture. Induction suggeststhat however much
data is obtained in support of a theory; it will never be possible to reach a conclusive
is
look
for
The
to
the
truth
that
theory.
that
of
way
conundrum
proof of
out of
evidencethat will disconfirm or falsify the theory. Failure to achieve falsification may
in itself strengthen the theory. Whatever research approach is selected, it must be
appropriateto the nature of the study, both in terms of theoretical positions and the
subjectunder investigation.
In designing a research methodology it is necessaryto identify the aims of the
research,describe the problem or purpose of the inquiry, and the required format of
the conclusions(Gill and Johnson,1997).
This researchstudy was aimed at investigating the situation in respect of physical
assets in the Nigerian Federal Colleges of Education, including the level of
knowledge of these facilities by the colleges and how they are managed,with a view
to developing management strategies that will ensure an effective and efficient
managementof these important resources.This researchis therefore directed towards
theory and framework building. The nature of the researchstrategy employed should
following
by
these
the
elementsof researchtheory:
reflect
aims examining
Researchorientation.
Samplingthe population.
Data collection methods.
Data analysistechniques.
The theoretical basis of each of these issueswill be closely examined in the following
sections,in order to devise an appropriateresearchmethodology.
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5.2.1 Research Orientation
The Concise Oxford Dictionary defines research as "the systematic investigation into
and study of materials, sources, etc. in order to establish facts and reach new
conclusions".

And research methodology has been defined by Sturnan (1997) as "a

generalization of techniques and a concretization of philosophy".

Researchmethods are variety of techniques that people use when studying a given
deliberately
They
They
are
are planned, scientific, and value-neutral.
phenomenon.
is
in
designedto maximize the accuracyof the results.
that
employed a way
The aim of any researchstudy is to simplify reality, allowing a number of interrelated
variables to be mapped together showing their over all effect (Martin and Turner
1986). There are various ways of conducting research. Cohen et al, (2000) for
instanceidentified three broad 'categories' through which a study could be conducted.
These are (a) scientific and positivistic/quantitative methodologies; (b) naturalistic
different
interpretive/qualitative
(c)
The
methodologies.
and
methodologies;
critical
approachesare deemedcomplementaryrather than competing againsteach other.

PositivistlQuantitative Research
Positivism as an approachto researchis driven from an acceptanceof natural science
as the paradigm of human knowledge. According to Cohen, et al, (2000), it
be
directly
the
science
presupposes methodological proceduresof natural
can
applied
to the social sciences. The philosophical basis of positivism is 'objectivity'. They
claim that the social world exists and can be understood as it is. The positivist
intended
is
deductive,
to ascertain or verify causes and
essentially
approach
relationshipsbetweenphenomena.Data for this type of researchis usually structured,
is
investigating
It
therefore
explicit
mainly
concerned
with
concise,
and
quantitative.
things, which we could observe and measure in some way. Such observation and
be
by
can
made
objectively
and
repeated
other researchers.Positivist
measurements
approach is more concerned with questions about: How much? How many? How
often? To what extent?
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Quantitative researchis most commonly encounteredas part of formal or conclusive
research but is also sometimes used when conducting exploratory research.
Quantitative research techniques are part of primary research and differ from
qualitative researchin the following Nvays(Vulliamy et al, 1990):
"

The data is usually gatheredusing more structuredresearchinstruments

"

The results provide less detail on behaviour,attitudes and motivation

e The results are based on larger sample sizes that are representative of the
population,
The researchcan usually be replicated or repeated,given it high reliability;
and
*

The analysis of the results is more objective.

The most common quantitative researchtechniquesinclude:
*

Observationtechnique

9 Experimentation
9

Survey technique

Quantitative research methods were originally developed in the natural sciencesto
study natural phenomena.Examplesof quantitative methodsnow well acceptedin the
social sciencesinclude survey methods,laboratory experiments,formal methods(e.g.
econometrics)and numerical methodssuch as mathematicalmodeling.

Interpretive-lQualitative ResearchApproach
Interpretive paradigm is particularly a phenomenological approach to inquiry,
according to Cohen, et al (2000), is a perspectivethat advocatesthe "study of direct
experiencetaken at face value; and one which seesbehaviour as determined by the
phenomenaof experience rather than by external, objective and physically described
reality". Qualitative researchemphasizesthe individual's subjective experience,which
typically seeksto understandand describean event from the participant's perspective.
Mertens (2005) explain that in a Qualitative approach,the focus is on understanding
how individuals createand understandtheir own life spaces.
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This approachdenies the existenceof an objective reality: 'what is important is 'reality
as people perceive it, experienceand interpret it'. Maso (2001), suggeststhat although
in terms of common-sensethinking, people have only "a more or less personal,
fragmentary, restricted, often inconsistent, and partly indistinct knowledge of the
world, it is sufficient for coming to terms with this social reality". This is so because,
according to Seidman (1991), the social world is itself an inter-subjective world, and
becauseindividuals' knowledge of it is in various ways socialized.

Interpretive (Qualitative) researchis concernedwith developing explanations of social
phenomena.It aims to help us to understandthe world in which we live and why things
are the way they are. It is concerned with the social aspect of our world and with
finding the answers to questions which begin with: why? How? In what way? It is
concerned with the opinions, experiences and feelings of individuals producing
subjectivedata.

Basedon his researchexperiencein Africa, Stephens(1998) arguesthat it is within this
researchparadigm that 'a more suitable way forward' could be found. He favors a
qualitative methodology in addressinga culturally sensitiveresearchproblem because:
1. It focuses on meanings and attempts to understandthe culture of those being
studied,which makesresearcher'swork as far as possible in natural settings';
2. It strives to generatehypothesesand theories from the emerging data, rather
than testing preconceivedhypotheses;
3. It involves the ongoing collection of data thýough its focus on the processof
social interaction, instead of collecting data at discrete points in the research
process;
4. It is holistic, which attempts to provide a contextual understanding of the
complex interrelationship of causes and consequencesthat affect human
behavior. This permits researchto infuse a wide range of specific techniques,
even within one researchproject.

Actions and meaningsare socially and subjectively constructed,and are dependent
beliefs,
is
is
individual
the
and
which
why
a
qualitative
study
actors'
perceptions
upon
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in
deeper
likely
the
to
situation a particular cultural
understandingof
more
produce a
(2002),
Darlington
Qualitative
techniques
opined
are part of primary
setting.
research
researchand differ from quantitative in the following ways:
instruments
data
is
less
The
gathered
research
usually
using
structured
0
in-depth
findings
The
are
more
since they make greater use of open-ended
*
questions
*

The results provide much more detail on behaviour, attitudes and motivation

flexible,
intensive
The
is
allowing the researcherto
and more
research more
9
do
latitude
has
to
so
probe since s/he
greater
The results are basedon smaller samplesizes and are often not representative
of the population,
The researchcan usually not be replicated or repeated,given it low reliability;
*

The analysis of the results is much more subjective.

Becauseof the nature of the interaction with respondents,the training and level of
expertise required by the person engaging in the direct communication with the
respondentsmust be quite high. The most common qualitative research techniques
include:
"
"
"
"
"

In-depth interview
Focusgroup
Projective methods
Casestudy
Pilot study

Critical ResearchMethodology
Critical researchmethodology approacharguesHaralambosand Holborn (1991), aims
'to be critical of society in order to facilitate change'. Critical researchgoes beyond.
'appending critique to an accumulation of "fact" or "theory" gathered via some
knowledge'.
it
denies
The
(literally)
the
objective
status
of
mechanicalprocess,rather
approach does not believe that the 'truth' can be discovered using the appropriate
is
in
'knowledge
It
that
a process'
quantitative or qualitative methods. rather posits
incomplete,
is
Knowledge
the
towards
move
understanding
social
world.
which we
fragmented and changing because the social world is dynamic and constantly
changing.
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5.2.2 Sampling the Population.
A sample is a finite part of a statistical population whose properties are studied to gain
information about the whole (Webster, 1985). When dealing with people, it can be
defined as a set of respondents (people)
from
larger
for
the
a
population
-selected
purpose of a survey.

A population is a group of persons,objects, or items from which samplesare taken for
measurementfor example a population of engineersor professors,books or students.
To draw conclusions about populations from samples, we must use inferential
statistics which enables us to determine a population's characteristics by directly
observing only a portion (or sample) of the population. That is what is referred to as
sampling. A sample can therefore be defined as a portion of the units/elementsin a
population which will provide all information necessaryfor tackling the original
researchproblem (Dane, 1990; Gill and Johnson,1997).

The fact that we cannot study everyone everywheredoing everything raises the need
for sampling. Punch (2000) states that sampling decisions include those relating to
whom to interview, which eventsto observeand-in which settingsto carry out a study.
All researchersattempt to draw general conclusions from fragmentary data about a
particular population. Sampling is the processof examining a representativenumber
of parts of a population in order to gain an understandingof some feature or attribute
of that population. Any knowledge thus gained can only be an estimate of the
characteristics of the whole population, the level of accuracy of that estimate
depending upon the size of the sample, how it was selected and the extent of
variability in the population.
Sampling logic assumesthe sample to be representativeof the whole population and
on the basis of that assumption, confidently' forecasts the behaviour of the whole
population. It is useful for determining frequency of eventsor rates of incidence. Case
studies are not an appropriate technique for establishing rates or frequencies. If this
type of data is required, survey is a more appropriatetechnique.
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The quantitative researcheruses statistical tools designedto provide a representative
is
known
but
sampling
subject to experimental
sample of a
all statistical
population
error and results are given in terms of probability. Qualitative researchersusually use
small purposive samplesfrom within a context,%vhichare studied in depth.
Descombe(1998) observethat there are three primary kinds of samples:the
convenience,the judgement sample,and the random sample.They differ in the
mannerin which the elementaryunits are chosen.
The conveniencesample -A conveniencesample results when the more convenient
elementaryunits are chosenfrom a population for observation.
Thejudgment sample -A judgment sample.is obtained according to the discretion of
someonewho is familiar with the relevant characteristicsof the population.
The random sample - This may be the most important type of sample. A random
sampleallows a known probability that each elementaryunit will be chosen.For this
reason, it is sometimes referred to as a probability sample. This is the type of
sampling that is used in lotteries and raffles. For example, if you want to select 10
players randomly from a population of 100, you can write their names,fold them up,
mix them thoroughly then pick ten. In this case,every name had an equal chanceof
being picked.

5.2.3 Data Collection Methods
All researchfollows the same process of data collection, analysis and presentation.
Taken globally, data can be either qualitative or quantitative each type having its own
methods of collection and analysis. When qualitative data is in the form of words (it
could also be still or moving pictures) the words are basedon observation, interview
and documents.
There exist three main types of quantitative research data: nominal, ordinal and
interval. Nominal is the labeling of different categoriessuch as professions, gender,
and age groups. Ordinal results from the classification or ranking of data such as that
produced on Likert type scales. Ranking means arranging in order, with regard to
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some common aspect. It displays the order or sequence,but the size of the rank
intervals is unknown and can only be assumedto be unequal. Interval is the difference
betweenagree/disagreedefinable points.
Data can also be described as being primary or secondary.Primary data are collected
directly from respondentsand would include any body languagethat may be present.
Secondarydata are statementsand interpretationsof previous events and are found for
example by library searches.They are non-reactive, unobtrusive and economical in
terms of time and money.
Data can be obtained in formal or informal settings, and involve verbal (oral and
written) or non-verbal acts or processes(Open University, 1979). Each of thesedata
collection methods has certain advantagesand limitations which will be discussed.
The chosen method will depend on the nature of the data for collection. Gill and
Johnson (1997) identify four different methods of obtaining data: survey,
ethnographic,experimental and action research,

Survey Research
Survey research is the method of gathering data from respondents thought to be
representativeof some population, using an instrument composedof closed structure
or open-endeditems (questions).This is perhapsthe dominant form of data collection
in the social sciences, providing for efficient collection of data over' broad
populations, amenable to administration in person, by telephone, and over the
Internet. Some forms of survey research by telephone or the Internet may be
completely automated.Critics of survey researchmethodology hold it to be a method
which artificially forces respondentsto formulate opinions, masking the complexity
of conflicting views and unconsciousbiaseswithin each respondent,and critics note
that in many arenas(e.g., race relations) survey items poorly predict actual behavior.
Surveys are concerned primarily with addressing particular characteristics of a
specific population of subjects, either at a fixed point in time or at varying times for
comparative purposes (Gill and Johnson, 1997). The main concern of surveys is to
secure a representative sample of the relevant population which in turn dictates
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whether any subsequent assessmentsof the attributes of that population are
generalisable,i. e. the population validity.
The form a survey takes differs considerably depending on the intentions and
dispositions of the researcher. "Surveys may take the form of an interview
(Gill
just
by
by
questionnaires"
or
self-administered
accompanied
a questionnaire,
and Johnson, 1997). Glastonbury and Mackean (1991) suggestthat if the quality and
depth of information is more important than its quantity, then interviews should be
large
fairly
if
Whereas
to
the
number Of
easy
answer
and
a
undertaken.
questionsare
be
is
to
then
komplete
may
more
analysis
questionnaires
required
statistical
responses
suitable and sufficient.

Useof Interviews
Interviews, says Darlington (2002), are among the most challenging and rewarding
forms of measurement.They require a personalsensitivity and adaptability as well as
the ability to stay within the boundsof the design of the interview.
Face-to-faceinterviews are a direct communication,primary researchcollection
technique.If relatively unstructuredbut in-depth, they tend to be consideredaspart of
qualitative research. When administeredas an intercept survey or door-to-door, they
are usually part of quantitative research (Lincoln 1985).
The opportunity for feedback to the respondentis a distinct advantage in personal
interviews. Not only is there the opportunity to reassurethe respondentshould s/hebe
instructions
interviewer
but
the
to
clarify
certain
or
can
also
participate,
reluctant
by
has
interviewer
The
to
the
asking the
opportunity probe answers
also
questions.
The
interviewer
to
can also
a
specific
response.
or
expand
on
respondent clarify
is
for
instance
by
his/her
there
no
own observations,
supplementanswers
recording
day/place
interview
took
time
the
the
the
to
where
or
of
respondent'sgender
need ask
place

Seidman (1991) posits that "we can have an 'observational understanding' of an
individual's action, but to understandhis/her behavior, we will have to gain accessto
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the individual's 'subjective understanding', i. e., to know what meaning he/shemakes
in
be
behavior
to
to
the
this
action,
out of
able put
context". He further assertsthat a
researchercould approach the experienceof people through documentary analysis or
observation, but if the primary goal of a study is to understandthe meaning people
involved in education make of their experience,then interviewing provides almost a
sufficient method of investigation. It offers researchersan accessto people's ideas,
thoughts, and memories in their own words, rather than in the words of the researcher.
Seale(1998) addedthat the advantagesof interviewing lie chiefly in its flexibility. She
observedthat if carefully applied, interviews could be used "to gather infon-nation of
greaterdepth and more sensitiveto contextual variations in meaning".
Qualitative interviews may be used either as the primary strategy for data collection,
or in conjunction with observation, document analysis, or other techniques (Bogdan
1982).

Qualitative interviewing utilizes open-ended questions that allow for

individual variations. (Patton 1990) writes about three types of qualitative
interviewing: 1) informal, conversational interviews; 2) semi-structured interviews;
and 3) standardized,open-endedinterviews.

Addressing issuesof 'Bias'in Interviews
Interviewing is a complex activity that is shaped,affected and influenced by a number
of factors. These include the power relations between the interviewer and the
interviewee, their gender, age, and class identities, etc. Thus, issues of researcherand
respondents'biasesare likely to occur and deliberatemeasuresmust be put in place to
addressthem. As Greenbank (1999) states, "those who profess to carry out valueneutral research are deluding themselves...[and they] are also misleading others by
presenting their research as depersonalized and value-free" He further state that
however well designed a research is, it will never achieve neutrality, as even the
researchers'sampling methods,"are likely to reflect their (often unconscious)values".
This researcher addressed issues of bias by triangulation of instruments of data
feed-back
inter-views)
(documents
and
of results to
analysis,
observation
and
collection
researchparticipants.
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Focus Group Discussions
A focus group interview has been defined as "a researchtechnique that collects data
through group interaction on a topic determinedby the researcher"(Morgan 1984)and
from
learning
(1999)
listening
Kitzenger
"way
to
them"
posited that
people
and
of
a
focus groups are especially useful "for allowing participants to generate their own
questions,frames and concepts to pursue their own priorities on their own terms, in
their own vocabulary". They also assertthat a focus group has the potential of enabling
researchersto examine individuals' different perspectivesas they work within a social
network. Particular advantageof focus group, observedDarlington and Scott (2002),
ccrelates
to the benefits of group interaction, such as the extent to which the cross-flow
of communication sparks ideas that would not emerge easily in a one-to-one
interview"- Groups also take the pressureoff participants to respond to every question.
Hearing others talk about their experiences,in a supporting environment, may enable
participantsto feel comfortable about sharingtheir own experiences.

There is however some limitations of focus groups as discussed in the research
literature. Hedges (1996) have for instance, observed issues such as peer group
influence, which might compel some membersto agreewith dominant positions, and
become'constrained in what they say in front of their peers'. He also warned that focus
groups might be less suitable for handling sensitive or 'private' topics and stressedthe
in
difficulty
getting voluntary participants at a given time
possibility of organizational
and place.

Useof Questionnaire
In usability glossary, Brehob (2001) defines a questionnaireto be "a form that people
fill out, used to obtain demographic information and views and interests of those
in
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A vital skill in undertaking a survey is the ability to structure, focus, phrase and ask
sets of questionsin a manner that is intelligible to the respondents(Gill and Johnson,
1997). Such questions also need to minimize bias, and guide the respondentsin order
to optimize the information obtained. To achieve these objectives Gill and Johnson
(1997) identify four interrelated issues that need to be considered in questionnaire
design: questionnaire focus, question phraseology, the form of response which
determines the use of open-ended or closed questions, and the sequencing of
questions and overall presentation. It is believed that open-ended questions give
respondentsa greater freedom to answerthe question,while closed questionslimit the
breadthof answerto be given (May 1997).
Questionnairesmay be mailed for self-completion or used to accompany interviews.
Mail or self-completion questionnairesenable a large number of respondentsto be
approached within a short period of time. It does however require considerable
planning and pre-testing to ensure understanding of wording to minimize
inconsistencies. In the case of questionnaires accompanying interviews, the
questionnairehas several ftinctions (McCracken 1988):
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Ethnography
Ethnography is a social science research method. It relies heavily on up-close,
personal experience and possible participation, not just observation, by researchers
trained in the art of ethnography. These ethnographers often work in multidisciplinary
teams. The ethnographic focal point may include intensive language and culture
learning, intensive study of a single field or domain, and a blend of historical,
observational, and inter-view methods. Typical ethnographic research employs three
kinds of data collection:

interviews,

observation, and documents. This in turn

produces three kinds of data: quotations, descriptions, and excerpts of documents,
resulting in one product: narrative description. This narrative often includes charts,
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diagrams and additional artifacts that help to tell "the story" (Hammersley 1989).
Ethnographic methods can give shape to new constructs or paradigms, and new
variables, for further empirical testing in the field or through traditional, quantitative
social sciencemethods.
The key feature of the ethnographic approachis that it is based on what are termed
naturalist modes of inquiry, such as participant observation, within a predominantly
inductivist framework. It allows the researcherto use the socially acquired and shared
knowledge available to the participants to accountfor the observedpatterns of human
activity (Gill and Johnson, 1997).
Ethnography focuses on the manner in which people interact and collaborate in
observativeand regular ways (Fetterman 1989). Ethnographersattempt to understand
the culture of the situation and to interpret it in the way that its members do without
conducting experiments or interviews in artificial environments. Smircich (1983)
identifies three main approachesto ethnography:
*

Obsei-vation:where the researchertakes the role as a spectator only, observing
eventsand processeswithout being involved in interactions with the subjects.

9 Participation: where the researcheris immersed completely into a social setting
and adopting a role of full participation in everydaylives of subjects.
Gathering docunientsfrom all available sourcesand wherever possible comparing
information.
The ethnographicmethod of researchhas a number of weaknesses:it has low internal
validity, low population validity, and low reliability (Gill and Johnson, 1997). It is
also time consuming. It is generally suited to small scale exploratory work to
discover areasworth further investigation; cross validating in a natural setting results
achieved by other methods; investigating relatively unknown social in their natural
setting to develop theories to be validated by other researchmethods(Bell 1994)
Triangulation
Triangulation is the application and combination of severalresearchmethodologiesin
the study of the samephenomenon.
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It can be employed in both quantitative (validation) and qualitative (inquiry)
studies.
It is a method-appropriatestrategy of founding the credibility of qualitative
analyses.
It becomesan alternative to " traditional criteria like reliability and validity"
It is the preferred line in the social sciences
By combining multiple observers, theories, methods, and empirical materials,
sociologists can hope to overcomethe weaknessor intrinsic biasesand the problems
that come from single method, single-observer,and single-theory studies. There are
five basic types of triangulation (Dane, 1990):
datatriangulation, involving time, space,and persons
investigator triangulation, which consist of the use of multiple, rather than
single observers;
theory triangulation, which consistsof using more than one theoretical scheme
in the interpretation of the phenomenon;
methodological triangulation, which involves using more than one method and
may consist of within-method or between-methodstrategies.
multiple triangulation, when the researcher combines in one investigation
multiple instrumentsof data collection

CaseStudy Approach
Casestudy researchis a time-honoured, traditional approachto the study of topics in
social science and management.Becauseonly a few instancesare normally studied,
the case researcherwill typically uncover more variables than he or she has data
points, making statistical control (e.g., through multiple regressions)an impossibility.
This, however, may be considered a strength of case study research: it has the
detail,
through
of
and
mechanisms,
and
richness
capability of uncovering causalpaths
identifying causal influences and interaction effects which might not be treated as
operationalizedvariables in a statistical study,
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Hartley (1994) characterizesa case study as consisting of "a detailed investigation,
often with data collected over a period of time, of one or more organizations,or groups
within organization, with a view to providing an analysis of the context and processes
involved in the phenomenon". (Yin 1994) adds that case study approach can be
theoretically exciting and data rich.

Robson (1993) defines a case study as: 'a well establishedstrategy where the focus is
on a case(which is interpreted very widely to include the study of an individual person,
a group, a setting, an organization, etc) in its own right and taking its context into
account'. This strategy is basedon the belief that understandingand explaining why a
init
happens
does,
Sturman
(1997),
"an
the
to
according
requires
way
phenomenon
depth investigation of the interdependenciesof parts and of the patternsthat emerge".

Critics of the casestudy method believe that the study of a small number of casescan
offer no grounds for establishing reliability or generality of findings. Others feel that
the intense exposureto study of the casebiasesthe findings. Some dismiss casestudy
researchas useful only as an exploratory tool. Yet researcherscontinue to use the case
study researchmethod with successin carefully planned and crafted studies of real-life
situations issues, and problems. Reports on case studies from many disciplines are
widely available in the literature.
Many well-known case study researcherssuch as Robert E. Stake, Helen Simons, and
Robert K. Yin have written about case study researchand suggestedtechniques for
introduction
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Detennine and define the researchquestions
Selectthe casesand detennine data gatheringand analysistechniques
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Collect data in the field
Evaluateand analyzethe data
Preparethe report
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Casestudies,according to Feagin, et al (1991), are the preferred strategy when 'how'
or 'why' questions are being posed, when the investigator has little control over
events, and when the focus is on a contemporaryphenomenonwithin some real-life
context. The case study is especially appropriate when the boundaries between
phenomenon and context are not clearly evident. The case study copes with the
technically distinctive situation in which there will be many more variables of interest
than data points, and as one result relies on multiple sourcesof evidence, with data
needingto convergein a triangulating fashion.
In recent years there has been increasedattention to implementation of casestudiesin
a systematic,stand-alonemanner which increasesthe validity of associatedfindings.
However, although case study researchmay be used in its own right, it is more often
recommendedas part of a multi-method approach("triangulation") in which the same
dependentvariable is investigated using multiple additional procedures (ex., also as
survey research, network analysis, focus groups, content analysis, ethnography,
narrative analysis,archival data, or others.

5.2.4 Data Analysis Techniques
Qualitative data usually consist of the words or actions of participants. Thesedata can
be difficult to condense and organise without losing their meaning. Analysis of
qualitative data requires considerable creativity on the part of the researcher. It
involves summarizing the mass of data collected and presenting the results in a way
that communicatesthe most important features.
Bogdan and Biklen (1982) define qualitative data analysis as "working with data,
organizing it, breaking it into manageable units, synthesizing it, searching for
patterns,discovering what is important and what is to be learned, and deciding what
you will tell others". Qualitative researcherstend to use inductive analysis of data,
meaning that the critical themes emerge out of the data (Patton 1990). Qualitative
analysis requires some creativity, for the challenge is to place the raw data into
logical, meaningful categories;to examine them in a holistic fashion; and to find a
way to communicatethis interpretationto others.
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Sitting down to organize a pile of raw data can be a daunting task. It can involve
literally hundreds of pages of interview transcripts, field notes and documents.The
mechanicsof handling large quantities of qualitative data can range from physically
sorting and storing slips of paper to using one of the several computer software
programsthat have been designedto aid in this task (Browne 1996).
Analysis begins with identification of the themes emerging from the raw
a
-data,
processsometimesreferred to as "open coding" (Strauss 1994). During open coding,
the researchermust identify and tentatively namethe conceptualcategoriesinto which
the phenomenaobserved will be grouped. The goal is to create descriptive, multidimensional categories which form a preliminary framework for analysis. Words,
phrasesor events that appear to be similar can be grouped into the same category.
Thesecategoriesmay be gradually modified or replacedduring the subsequentstages
of analysisthat follow.
As the raw data are broken down into manageablechunks, the researchermust also
devise an "audit trail"-that

is, a schemefor identifying these data chunks according

to their speakerand the context. The particular identifiers developed may or may not
be used in the researchreport, but speakersare typically referred to in a manner that
provides a sense of context (Brown, 1996). Qualitative research reports are
characterizedby the use of "voice" in the text; that is, participant quotes that illustrate
the themesbeing described.
The next stage of analysis involves re-examination of the categories identified to
determine how they are linked, a complex process sometimes called "axial coding"
(Strauss and Corbin, 1994). The discrete categories identified in open coding are
comparedand combined in new ways as the researcherbegins to assemblethe "big
picture." The purpose of coding is to not only describe but, more importantly, to
acquire new understanding of a phenomenon of interest. Therefore, causal events
contributing to the phenomenon;descriptive details of the phenomenonitself, and the
ramifications of the phenomenon under study must all be identified and explored.
During axial coding the researcheris responsiblefor building a conceptualmodel and
for determining whether sufficient data exists to supportthat interpretation.
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Finally, the researchermust translatethe conceptualmodel into the story line that will
be read by others. Ideally, the researchreport will be a rich, tightly woven account
that "closely approximatesthe reality it represents"Straussand Corbin, 1994).
Although the stagesof analysis are describedhere in a linear fashion, in practice they
may occur simultaneously and repeatedly. During axial coding the researchermay
determine that the initial categories identified must be revised, leading to reexamination of the raw data. Additional data collection may occur at any point if the
researcheruncovers gaps in the data. In fact, informal analysis begins with data
collection, and can and should guide subsequentdata collection..
A well known method of analysis that deals with large volumes of data is that of
groundedtheory (Glaser 1967). This method aims to generaterather than test theory.
This is achieved by focusing on the development of substantivetheory drawn from
the organizational participants as it emergesand looks to integrate new insights as
they are introduced throughout the investigation. The inquiry is therefore viewed as
an interactive processbetween the researcherand the participant. Straussand Corbin
(1994) consider the definitive features of the grounded theory method to be: the
grounding of theory upon data through the process of dataltheory interplay; the
making of constant comparisons; the asking of theoretically oriented questions;
theoretical coding; and the developmentof theory. Bryman (1988) gives three reasons
for the prevalenceof this approachwithin qualitative research:
e It allows theory to emerge from data so that it does not lose touch with its
empirical referent.
*

It provides a framework for the qualitative researcher to cope with the
unstructuredcomplexity of social reality and render it manageable.

*

It allows the development of theories and categorieswhich are meaningful to
the subject of the research,an important virtue if the investigation is meant to
have a practical pay-off
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The proceduresof the groundedtheory approachare summarizedin table 5.1.
Step,

Artivity

Comment

I

Collect data

Any source of textual data may be used, but semi-structured
interviews or observationsare the most common.

2

Transcribe data

It is necessaryto produce full transcripts of the data in order to
analyzeit.

3

Develop categories

Categoriesare developedfrom databy open coding of transcripts.

4

Saturatecategories

Further examplesare gatheredas one proceedsthrough transcripts
until no new examplesof a particular category emerge.

5

Abstract definitions

Once categorieshave been saturated, formal definitions in terms
of propertiesand dimensionsof each category may be generated.

6

Theoretical sampling

From the categorieswhich have emergedfrom the first samplesto
help test and develop categoriesfurther.

7

Axial

coding

development
testing

(the

Using the method of axial coding, possible relationships between

and categoriesare noted, hypothesizedand tested againstdatawhich is
of

being obtained in ongoing theoretical sampling.

relationships between
categories)
8

Theoretical

A core category is identified and related to all the other subsidiary

integration

categories by means of the coding paradigm, and links with
existing theory are establishedand developed.

9

Grounding the theory

The emergent theory is grounded by returning to the data and
validating it againstactual segmentsof text.

10

Filling in gaps

Finally, any missing detail is filled in by the further collection of
relevant data.

Table 5.1 The Processes of a Grounded

Theory Study. source:Payne,
S. and

Bartlett, D. (1997)

Section 5.1 has reviewed the theoretical basis of the variety of research methods
available. Based on this assessmentthe remainder of the chapter will discuss the
adopted methodology and the specific techniquesand instruments utilized to collect
and analyze data for this particular research study, and present how the research
strategywas implemented during the researchperiod.
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5.3 Adopted Research Methodology
In this study, it is believed that aspectsof qualitative and quantitative approachesare
complementaryand the design of the methodology draws on both. However, the study
is driven primarily on qualitative approach. Schumacher (2001) suggest that
individual
"describes
and collective social
qualitative research
and analysespeople's
actions, beliefs, thoughts and perceptions. The researcherinterprets phenomenain
terms of the meanings people bring to them". Thus, qualitative method of enquiry is
being considered because of the subjective nature of the study. Nevertheless, the
application of quantitative approachwas usedto addressmeasurablephenomena.
Since the study sought to explore peoples' beliefs and actions in a given social world,
it is important to adopt a methodology that includes the direct experience of those
actors for an interpretation and understandingof their social world, which is a strong
featureof much qualitative research.
The view that objectivity is superficial is very much accepted.Rather, subjectivity is a
in
he/she
feature
human
life.
has
Everyone
a way which
perceivesan
permanent
of
individual
develops
it
is
that
this
an
and
within
perception
an
object or a phenomenon,
it.
behaviour
Thus,
how
towards
and why persons or
and
exhibits
some
attitude
groups of persons act the way they do can only be fully understood within the
individuals' perspectives, i. e., their subjective interpretations of their social world.
Accordingly, this researcherfavour those proponentsof the qualitative paradigm who
claim that knowledge is socially constructed, historically developed and is valueladen.

A positivist approach on the other hand is deemed inappropriate as a principal
because
(1999)
"it
for
Bassey
this
as
particular
study
argues,
methodology
predominantly regardsthe 'truth' as universal and somewhere'out there', beyond us".
Vulliamy (1990) also opined that "it adopts an objective. view where the truth is
dehumanized,tests hypotheseswhere the subjectsof the researchbecome the objects
and believes that scientific knowledge is free from social construction". Positivism,
according to Cohen et al, strives "for objectivity, measurability, predictability,
controllability, patterning, the construction of rules of behavior and the ascription of
causality"- These standpoints do not meet with the realities of this research,or with
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the researcher's beliefs about social reality, as earlier advanced in the preceding
paragraphs.
There are several considerations when deciding to adopt a qualitative research
methodology. Straussand Corbin (1994) claim that qualitative methodscan be usedto
better understandany phenomenonabout which little is yet known. They can also be
used to gain new perspectiveson things about which much is already known, or to
gain more in-depth information that may be difficult to convey quantitatively. Thus,
qualitative methods are appropriate in situations where one believes that quantitative
measurescannot adequatelydescribeor interpret the situation under study.
The ability of qualitative data to more fully describe a phenomenonis an important.
consideration not only from the researcher's perspective, but from the reader's
perspective as well. "If you want people to understand better than they otherwise
might, provide them information 1n the form in which they usually experience it"
(Lincoln 1985). Qualitative researchreports, typically rich with detail and insights
into participants' experiencesof the world, may be epistemologically in harmony with
the reader's experienceand thus more meaningful.

Featuresof QualitativeResearch
Severalwritershaveidentifiedwhat they considerto be the prominentcharacteristics
of qualitative,or naturalistic,research(see,for example:Bogdanand Biklen, 1982;
Lincoln andGuba,1985;Patton,1990;Eisner1991).The list that follows represents
a
synthesisof theseauthors'descriptionsof qualitativeresearch:
1. Qualitative research uses the natural setting as the source of data. The
researcherattempts to observe, describe and interpret settings as they are,
maintaining what Patton (1990) calls an "empathicneutrality"
2. The researcheracts as the "human instrument" of data collection.
3. Qualitative researcherspredominantly use inductive data analysis.
4. Qualitative researchreports are descriptive, incorporating expressivelanguage
and the "presenceof voice in the text" (Eisner 1991)
Qualitative research has an interpretive character, aimed at discovering the
meaning events have for the individuals who experience them and the
interpretationsof those meaningsby the researcher.
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6. Qualitative researchers pay attention to the idiosyncratic as well as the
pervasive,seekingthe uniquenessof eachcase.
7. Qualitative researchhas an emergent(as opposedto predetermine)design,and
researchersfocus on this emerging processas Nyellas the outcomesor product
of the research.
Patton (1990) points out that these are not "absolute characteristics of qualitative
inquiry, but rather strategic ideals that provide a direction and a framework for
developing specific designsand concretedata collection tactics". These characteristics
are considered to be "interconnected" (Patton 1990) and "mutually reinforcing"
(Lincoln and Guba, 1985).
It is important to emphasize the emergent nature of qualitative research design.
Becausethe researcherseeksto observeand interpret meaningsin context, it is neither
possible nor appropriate to finalize research strategies before data collection has
begun (Patton, 1990). Qualitative research proposals should, however, specify
primary questionsto be explored and plans for data collection strategies.
The particular design of a qualitative study dependson the purpose of the inquiry,
what information will be most useful, and what information will have the most
credibility. There are no strict criteria for sample size (Patton, 1990). "Qualitative
studiestypically employ multiple forms of evidence... [and] there is no statistical test
of significance to determine if results 'count"' (Eisner, 1991). Judgments about
usefulnessand credibility are left to the researcherand the reader.
The critical area of importance in this case is the need to gain a full and true
understandingof the reality in question, in terms of the way assetsand facilities are
managedin the colleges, and how these can be improved. This requires a research
approachthat offers the ability to achievedepth, as:
4, The study is attempting to propose a framework for the. implementation of a new

concept, which necessitatesan open and active exchangebetween the researcher
and participants.
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" The nature of the area of investigation, improving management of assetsin the
Nigerian Federal Colleges of Education, is such that it relies on communication,
human interaction and relationships.
" The sample of stakeholdersinterviewed within each college is small, thus leading
to the needfor depth versusbreadthfrom the information collected.
" Assessmentof condition of existing facilities and prevailing managementpractices
in eachcollege will rely to a certain extent on perception.
Further, as organizational issuesmay be seenas a "softer" more intangible aspectof
science,this reinforces the need for an inductive perspectiveso that it would facilitate
the most appropriate collection and interpretation of information. It is argued,
therefore, that investigation of the researchproblem should incorporate an inductive
approach in order to understand the different aspectsand influences on processes
within an organization.
Basedupon theserequirementsand the assessmentof the methodsoutlined in section
5.1, it is argued that due to the exploratory nature of this researchstudy qualitative
methods of research present the most appropriate basis from which to develop a
specific method of inquiry. A grounded theory basedapproachhas been utilized as
the basis for methodology and data triangulation by applying an interactive holistic
process mirroring that of Cunningham (1988). This holistic view of the research
methodology was considerednecessaryto link the large volumes of data and use the
outcome to spark further inquiry in order to arrive at the emergent theory. It is also
believed that the use of a number of researchmethods leads to more valid results
(Roseand Sullivan, 1996).

5.3.1 Data Collection Procedure
The method chosento collect data was determinedfrom an extensive literature search
as earlier discussedin this chapter. Data was collected via case studies, interviews,
participant observation, data analysis and by review of the appropriate literature
within a multiple case study design. Sample was selected by the judgment and
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conveniencemethods.This section thereforehighlights thesemethods as well as gives
a brief overview of how the researchprocesswas administered.
5.3.2 Case Study Approach
Case study research approach has been discussed in section 5.1.3.6 above. The
method excels at bringing researchersto an understanding of a complex issue or
object and can exiend experienceor add strength to what is already known through
previous research.Case studies emphasizedetailed contextual analysis of a limited
numberof eventsor conditions and their relationships.Researchershave usedthe case
study researchmethod for many years acrossa variety of disciplines. Social scientists,
in particular, have made wide use of this qualitative research method to examine
contemporaryreal-life situations and provide the basis for the application of ideasand
extension of methods. Yin (1984) defines the case study research method as an
empirical inquiry that investigates a contemporary phenomenon within its real-life
context; when the boundaries between phenomenon and context are not clearly
evident; and in which multiple sourcesof evidenceare used.

Yin (1994) also seescasestudy as a preferred strategywhen 'how' or 'why' questions
little
has
the
and
researcher
are raised
when
control over events,noting that the distinct
call for case studies emerges out of the desire to understand a complex social
phenomenon. In other words, a case study provides insights into how and why a
phenomenonworks in real life situation. On this basis, Yin (1994) argues that case
studies contribute uniquely to our knowledge of individual, organizational, social and
political phenomena.
Casestudiestend to be selective, focusing on one or two issuesthat are fundamental
to understanding the system being examined. In this study, a case study research
strategywas usedto explore how assetsin the Nigerian Federal Colleges of Education
are managedand how best to bring about desired improvements.The study addressed
some of the challengesthat revolve around the validity of casestudies mainly through
testing the developed model and strategy guide against the case study collages and
other collegesnot involved in the study, and the triangulation of methods and data.
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A pilot study was carried out where researchinstrumentswere developed and tested,
before the conduct of the main study, which involved three colleges. Case study
in
by
is
fact
is
the
that
researchers
asserted
all
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research not sampling research;
the field, including Yin, Stake, Feagin and others. However, selecting casesmust be
done so as to maximize what can be learned in the period of time available for the
study. The researcher therefore employed purposive and convenient sampling to
discussed
in
have
been
Details
the
sampling processes
of
select case study colleges.
the next section.

5.3.3 Sampling
Sampling techniquesin qualitative researchhas beendiscussedin section 5.1.2 above.
It is the act, process, or technique of selecting a suitable sample, or a representative
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whole population. The purpose of sampling is to draw conclusions about populations
from samples.Inferential statistics are usedto determinea population's characteristics
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Social researchershave been using two types of sampling techniques as discussedin
the said section 5.1.2. The first is known as probability sampling, the secondas nonprobability. Probability sampling, as the name suggests,is based on the idea that the
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This researcherhad employed forms of non-probability sampling as the basis for
selecting the sample. The crucial and defining characteristics of non-probability
sampling whatever from it takes, is that the choice of colleges or people to be
included in the sample is definitely not a random selection. Streubert & Carpenter
(1995) point out that there is no need to randomly select individuals because
manipulation and control are not the purposeof the exercise.
In selecting casestudy Colleges and those who participated in interviews, workshops
and conferencestherefore, the researcherused purposive sampling, a method that
selectsinformation rich casesfor in-depth study. A purposive sample is one which is
selectedby the researchersubjectively. The researcherattemptsto obtain samplethat
appearsto him to be representativeof the population and will usually try to ensure
that a rangefrom one extremeto the other is included.
Dane (1990) points out the advantageof purposive sampling is that it allows the
researcher to identify people or events, which have good grounds in what they
believe, will be critical for the research.Instead of going for the typical instances,a
cross-sectionor a balanced choice, the researcherwill be able to concentrate on
instances which display wide variety - possible even focus on extreme cases to
illuminate the researchquestion at hand. In this senseit might not only be economical
but might also be infon-native in a way that conventional probability sampling can not
be (Descombe, 1998). With a non-probability sampling methods the researcherfeels
that it is not feasible to include a sufficiently large number of examples in the study,
this very much goeshand in hand with qualitative research.
There are some sound theoretical reasonswhy most qualitative research uses nonprobability-sampling techniquesand good practical reasonswhy qualitative researcher
dealswith small numbers of instancesto be researched.Phenomenologyis well suited
to purposeful sampling. This type of sampling permits the selection of interviewees
whose qualities or experiencespermit an understandingof the phenomenain question,
and are therefore valuable. This is one of the strengthsof purposive sampling.
Conducting studies in three selected colleges, in addition to the pilot college is
considered as adequate representation of the twenty one Federal Colleges of
Education in the country, and conclusions drawn from the case studies can be
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applicable to all colleges, becausethey all share some high level of commonality. In
the first place, the colleges are all establishedand funded by the Federal Government,
with the mandate of producing primary and junior secondary school teachers.
Therefore, they have common corporate objectives (see chapter 6) and are bound by
the samepolicy guidelines. A central body, the National Commission for Collegesof
Education (NCCE), established by same Federal Government, coordinates their
facilities
development.
including
activities,
curriculum and physical
In this research therefore, the sampling technique used in drawing the case study
interviews/workshop
fieldwork,
is
The
which was
collegesand
participants purposive.
conductedover a period of six months, involved a pilot study in one of the medium
size colleges.The main study involved three FederalColleges of Education; one each
from the former three geopolitical regions of Nigeria - Northern, Southwesternand
Southeasternregion, respectively. This is aimed at reflecting the cultural diversity of
the country. The selection of the casestudy colleges also reflects the three categories
of the Federal Colleges in terms of size (population). Each case study College
therefore belongs to a particular region and a particular size category of the colleges.
Appendix A'shows the categorization of the colleges according size (population) and
geopolitical zones.
In the same vein, sampling of interviewees and workshop participants was done in
mannerthat involved those whose qualities or experiencespermit an understandingof
the aims and objectives of the study, and are therefore valuable. The sampling also
reflects the broad spectrum of stakeholders in manner that provides adequate
is
in
E.
This
given
appendix
sample
representation.

5.3.4 Instruments and Procedures for Data Collection
The study used a triangulation of instruments, involving examination of documents,
observationof physical facilities and interviews. This is a common practice with case
for
data.
is
in
It
the
to
achieving
credibility
aimed
at
study research, order strengthen
the researchfindings. Since the meaningsof the social world are dynamic, the use of
different methodswas aimed at overcoming the intrinsic bias that is bound to come in
document
interviews,
Accordingly,
this
and
observations
study used
case studies.

155

analysis.Interviews and observationswere the principal tools, while documentswere
usedas a springboardto interviews and observations.Below is the detail of how these
instrumentswere used in the research.

DocumentsAnalysis
Yin (1994) arguesthat documentarydata are likely "to be relevant to every casestudy
topic". This researcherused it in conjunction with other methods as outlined in the
precedingsections.Overall, the central point for incorporating this source of data is to
help in providing a rich vein for analysis.

It is important to note that documentary records are themselvesnot value-free. Punch
(2000) suggestsfour ways of evaluating documentarydata. These are: its authenticity
(its originality and genuineness),its credibility (which relates to its accuracy), its
representativeness(whether it representsthe totality of documentsof its class) and its
meaning (what it is intended to say). The researchertherefore examined relevant
documents that could provide insights into college goals and objectives; service
delivery requirements;what assetsand facilities are available; how and why they were
procured; what are the projected assetsand facilities requirements; what are the gaps
betweenthe required and existing facilities; what factors are responsible for the gaps;
what assetmanagementpractices employed; etc. Documents examined among others,
include the following:
College corporate goals, mission statementand academicplan
Current and projected studentand staff population
Governmentpolicy on assetprocurement,maintenanceand disposal
Maps, building plans and photographs
Budget plans
Estateterrier (scheduleof all properties)
Information on tenure of buildings
Maintenanceplan
Building use and floor spaceschedules
Valuation, leasesand insuranceinformation
Major works programmes
Environmental policies, transport and parking policies
Running cost
Developmentplan
Managementstructure of estatedepartmentand staff developmentplan

156

It may be noted that while the researcherfound most of the above documentsand many
more, some documents however, were not available in some colleges. In such
situations,the researcheronly relied on information gatheredfrom physical observation
of facilities/events, and interviews/group discussions, along with the available
documents,and the researcher'spersonalexperiences,to arrive at conclusions.

Observation
Punch (2000) posits that a researchershould decide 'what will be observedand why'.
The main objective of the observation is to ascertainthe extent to which assetsmeet
servicedelivery requirementsof the colleges.This is very essential,especially that the
adequacy/functionalityor otherwise of assetscan affect the realization of goals of the
colleges as a whole. Observation had helped this researcherin gaining insights into
what is on the ground. Such insights were useful in the content of interview questions
as well as in understanding the context within which interviewees respondedto the
researcher'squestions.Darlington and Scott (2002) noted that "observation is a very
effective way of finding out what people do in particular contexts, the routines and
interaction patterns of their everyday lives". They argue that observational research
methods can provide an understandingof what is happening within and between an
organizationand the community, in this casewithin the colleges.

Observationwas used for two main purposes:to have a first hand experienceof what
goes on. Here, it was used as a way of understandingthe context of the phenomenon.
This aided the researcherin getting to know the researchcontext and begin to raise
infor
data
hold
Observation
then
to
the
research.
were
used
some pertinent questions
depth interviews and group discussions with

stakeholders, notably college

administrators,lecturers and students.Then at the interview level, this researcherraised
he
have
that
their subjective
to
to
comment
on,
so
will
observations respondents
interpretationof what goes on regarding assetsand their management.

Each assetwas looked at in terms of its existing use and its future potentials. Cameras
were used where necessaryto record situations. The researcherparticularly noted the
following:
9 Number and age of assets
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"
"
"
"

Physical condition of assets - new or as new; sound operationally safe,
exhibiting only minor deterioration; operational, but minor replacement
neededsoon; inoperable or seriousrisk of failure or breakdown
Capacity of assets
Functionality of assets- fitness for purpose
Spaceutilization
Availability and functionality of Telecommunicationand IT facilities

*

Functionality of infrastructural facilities

"

In-Depth Interviewing
Seidman (1991) posits that "we can have an 'observational understanding' of an
individual's action, but to understandhis/her behavior, we will have to gain accessto
the individual's 'subjective understanding', i. e., to know what meaning he/she makes
out of this action, to be able to put the behavior in context". He further assertsthat a
researchercould approach the experienceof people through documentary analysis or
observation, but if the primary goal of a study is to understand the meaning people
involved in education make of their experience,then interviewing provides almost a
sufficient method of investigation. It offers researchersan accessto people's ideas,
thoughts, and memories in their own words, rather than in the words of the researcher.
Seale(1998) addedthat the advantagesof interviewing lie chiefly in its flexibility. She
observedthat if carefully applied, interviews could be used "to gather information of
greaterdepth and more sensitive to contextual variations in meaning".

Interviews were held with students,lecturers, the college authority and the funding
organizations, both at a start and at the end of the fieldwork. In conducting the
interviews, the researcherwas be conscious of the need for inclusion of different
categoriesof respondents,in tenns of gender, age, ethnicity, experience and socioeconomicstatus.
The first phaseof the interview was to understandrespondents'views on the assetand
facilities needed to support the college corporate goals. It was to also seek
respondents' views on how adequate, effective and efficient existing assets and
facilities are, in meeting service delivery requirements of the institutions and how
procurement, maintenance, renewal and disposal of assets were planned and
implemented. The second phase of the interview 'was focused more on the
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researcher's observations, areas of ambiguity and sharp disagreements between.
respondents.It was meant to help clarify and even reshapeearlier information as well
interviews.
insights
have
been
in
that
the
as provide new
might not
captured
earlier
The use of interviews in researchhas a long tradition. Interviewing is largely favoured
in qualitative research.Darlington and Scott (2002) argue in favour of interviewing
thus: "Probably the central value of interview as a researchprocedure is that it allows
both partiesto explore the meaning of the questionsand answersinvolved. There is an
implicit or explicit sharing and/or negotiation of understanding in the interview
situation, which is not so central and often not present,in other researchprocedures."
Interviewing is thus an active interaction, making-meaning process. Meaning is not
merely elicited by apt questioning; it is actively and communicatively assembledin
the interview encounter.Hence interviewing is chosenas a principal researchtool for
this proposed study mainly because getting access to individual actors will help
explain and put into contexts,their assumptions,beliefs and actions.
As earlier indicated, the principal questionthat this study hopesto addressis: To what
extent are assets in Federal Colleges of Education adequate in meeting service
delivery requirementsand what are the implications for achieving institutional goals?
To help answer this broad question, the semi-structuredinterview had a number of
largely
basedon researcher'sobservation of physical facilities and
that
questions
are
examination of documents. Example of the questions that featured during the
interviews is given the attachedappendix E.
For the semi-structuredinterviews and focus group discussions,a range of 45 - 55
respondentswere targeted for each case study college, depending on the size the
college under study. This number was madeup of,
5 principal officers - the Provost, Director of Estate, Bursar, Registrar and the
Librarian
five officials of the estatedepartment
Ten officials of staff associations,for group discussions
Five individual academicstaff
Five non academicstaff
Ten officials of studentunion for group discussions
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Ten respondentsfor the secondphaseof the interview, who helped to clarify
and even reshape earlier information as well as provide new insights that
might not have been captured in the earlier interview. The respondentswere
drowned from across all stakeholders, including officials of supervisory
agency.

5.3.5 Methods of Data Analysis
Analysis of data in this researchinvolves summarizing the mass of data collected and
presenting the results in a way that communicates the most important features.
Analysis was concurrent with data collection. It was systematic, comprehensiveand
endsonly after the new data no longer generatenew insights. Data analysis was an ongoing exercise throughout the fieldwork. After the completion of data gathering, the
researcherfurther analyzedall data segmentsto achievea senseof whole.

Data for analysis came from many sources and were in many forms. They were
obtained through interviews, group discussions,observation and content analysis of
existing data and materials, and they include interview tapesor transcripts, observation
field notes, photographs,notes on interview context and process, analytical notes and
memos,etc.
During the various stages of the study interview transcripts, findings from
questionnairesand document analysisproducedrich and voluminous amountsof data.
Due to the qualitative nature of this data the groundedtheory approachwas seento be
appropriatedue to the reasonspreviously discussedin section 5.1.
The data analysis process involved studying the raw data obtained from interviews,
questionnaires,observation notes, documentation and the interaction workshop at
each case study college to arrive at emergent categories. From the emergent
categories,a cross-caseanalysis was undertakenand the more general problem areas
that impede the efficient and effective managementof assetsin the colleges studied
were identified. These categorieswere presentedat the verification conferenceas the
basis for the discussion to arrive at a consensusregarding what neededto be done to
bring about improvement in the system.Details of theseanalysesare given in chapter
six (The Field Studies).
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5.3.6 Reliability and Validity
Reliability is of central concern to social scientistsbecausethe measuring instruments
they employ are rarely completely valid. It relates to whether different researchers
using the samemeasuringdevice would get the sameresults when measuringthe same
event. A method frequently used by social scientistsfor evaluating an instrument is its
degreeof reliability.
Validity is concernedwith how accuratelya variable fits a concept and the confidence,
which others may have in the findings. It is also concerned with the relationship
between a measuring instrument and the measurement outcomes. Validity is the
is
findings
faithful
true
to
or
Nvbat
one
assessmentof whether ones
or conclusionsare
studying.
In respectof this research,the design for data gatheringand data analysis was set out to
be transparent and to ensure as far as possible that the data gathered reflects the
contexts studied. The approach to data gathering and analysis thus incorporates
rigorous cross checking and methodological triangulation to eliminate bias and
feedback
There
was
systemas well.
establishreliability and validity.
The triangulation strategy of verification is a method in which the researchercollects
data through a combination of interviews, observation and document analysis. For
interview
in
be
checked against what the
what
someone
says
an
can
example,
researcherobservein a field visit and what he seeor read in documentsrelevant to the
study. This facilitates some kind of pooled judgment which strengthensreliability and
validity.
Feed back method involved asking the participants to comment on the researcher's
interpretation of the data. That is, the tentative findings were taken back to someof the
interpretation
data
interactive
if
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to
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workshop, confirm researcher's
participants an
were correct.
The developedassetstrategy model and the assetstrategydevelopmentguide (process)
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participants and other stakeholderswere conducted for each college studied to verify
and validate results.

5.3.7 Ethical Issues
Ethics generally refers to rules of conduct, typically, confori-ning to a code of set of
principles. It is also understood that ethical issues permeate the research process,
which arise at different stagesof the researchprocess. Ely, et al, (1991) posits that
"Striving to be faithful to another's viewpoint is striving to be ethical. Striving to
maintain confidentiality is striving to be ethical. Striving to be trustworthy is striving
to be ethical. Actually, ethical issues are present from the beginning and are woven
throughout every step of the methodology". The concernsfor reliability and honesty
are consideredcritical and very important and should be part of every research.
Given that interviewing is one of the research tools employed in this study, and
becausethe objects of inquiry in interviewing are human beings, extreme care was
taken to avoid any harm to them. Traditional ethical concerns, according to Denzin
and Lincoln (1998), have revolved around the topics of informed consent (consent
received from the subject after he or she has been carefully and truthfully informed
about the research), right to privacy (protecting the identity of the subject) and
harin
(physical, emotional or any other kind).
protectionfroin
In carrying out the study therefore, the following ethical issues were taken into
consideration:this researcher:
"
"
"
"

"

"

Wrote official letters to the colleges, citing approval to conduct research,
therefore solicited for cooperationand easyaccessto the researchfields.
Explained to the respondentsand the gatekeepersthe actual purpose of the
researchand abided by this in the processof the research.
Gave assurancesof confidentiality and anonymity to the respondentsand the
researchfields.
Gave assurancethat the data to be collected would solely be used for the
information
for
of
and
sharing
any
except
researchpurposes
purpose resedrch
will only be attendedto with due permissionfrom the concernedcolleges.
Was committed to non-exploitation of respondents.They determine when to
be interviewed, what to say, and had the right to withdraw part or all of their
opinion.
Would not take as part of the data, any information from any individual
is
data
before
information
knowledge
their
used
as
or
such
approval
without
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5.4 Conclusions

In this chapter, research methods had been discussed and research orientation and
instruments of data collection that is most appropriate for addressing the research
objectives has been identified and justified. Since the study seeksto explore peoples'
beliefs, attitudes,expectationsand actions in a given social environment, it is important
to adopt a methodology that includes the direct experience of those actors for an
interpretation and understanding of their social environment, and these are strong
featuresof much qualitative research,the methodsadoptedby this researcher.

The researchobjectives set out in the introduction are best answeredthrough casestudy
approach,while triangulation data collection methodswill be applied to addressissues
back
findings
be
Validity
the
through
testing
of reliability.
of
research
will
achieved
study results in casestudy colleges and other collegesnot involved in the study.
In the next chapter details of field studies, involving the pilot and three main case
study collegesare discussed.
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CHAPTER SIX

The Field Studies

6.1 Introduction
Literature reviews in Chapters tivo and three

had established the need for

organizationsto have in place an assetstrategy which will align its assetplanning and
managementwith service delivery priorities and strategies,so that all assetssupport
servicesin the most appropriate, effective and efficient way. Accordingly, an interim
assetstrategy model was developedas shown in Figure 4.4, with a view to aiding the
Nigerian FederalColleges of Education in developingtheir own strategies.

For the model to properly addressthe aspirations of the colleges however, it requires
informed inputs of the college stakeholders,after making thorough examination of its
in
(discussed
Chapter
5)
A
was therefore
goals.
case
study
approach
contents and
in
involves
field
by
This
the
to.
these
objectives.
studies
researcher
achieve
employed
some selectedcolleges, with interactive workshops organized at the end of study in
each college, as discussedin this chapter. The workshops provided the opportunity to
developing
the
the
of
asset
needs,advantagesand
processes
sensitize stakeholderson
strategies,in addition to getting them to actively participate in developing the asset
strategymodel. A pilot study was conductedfirst, where the interim assetstrategyand
instruments
before
in
the
three other
tested,
the
of
main
study
were
conduct
research
Colleges.

This chapter therefore is basically a continuation of the previous on Research
Methodology. It summarizesthe field study exerciseswhich beganwith a Pilot study,
in
field
from
15'h
September
2005,
August
7h
three
then
the
main
studies
conducted
th
between
7th
Nov
2005
16
June2006.The analysis of
and
colleges,which took place
data obtainedin the course of the field studieshas also beendiscussed.
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6.2 The Field Studies Process
In this study, the researchfocuseson exploration and gaining insight into the activities
of the FederalColleges of Education, in respectof the way they managetheir physical
assets and facilities; it also focuses on doing so through interpreting and
understanding the perspectives of those being explored. As such the research is
inductive and focuses on discovering meaning in context. The choice of case study
was therefore based on applicability and utility in developing understanding, while
choice of case study Colleges and those who participated in interviews/workshops
ware basedon purposive sampling as earlier discussedin Chapterfive. The principal
method chosento gather data was interview. This was complementedby analysis of
documents,physical inspection of assetsand facilities in the case study colleges and
through interactive feedbackworkshops conductedin eachcollege studied.
The field studies were conductedin three field visits (phases)which extendedover a
period of ten months. A fourth visit was undertakena year after, for the purpose of
validation of the asset strategy model. The first was the pilot study in one of the
colleges that the researcher is very much familiar with, and where the earlier
developedinstruments of data collection were tested.At the end of the pilot study, an
interactive workshop was conducted where the data obtained ware verified. The
interim asset strategy and. study instruments were also further strengthened and
stakeholderssensitized on the need for the colleges to develop strategic policies for
managingtheir assetsand facilities effectively and efficiently.
The secondleg of the field work involved researchstudiesin one of the three selected
th
between
Colleges,
November
2005
January 2006, using
7h
20
main casestudy
and
the instruments reviewed during the pilot studies. An interactive verification
workshop, similar to the one done during the pilot study was conducted,involving the
major stakeholders.
The third field visit took place from 27h March to 16th June 2006 and it involved
studies of two main case study Colleges. The exercises were conducted in same
manner as the previous studies. Finally, a validation workshop was conducted,with
participants drawn from case study colleges and other colleges not involved in the
study.
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Interim periods were spent back at Leeds. This moving in and out of the field offered
the opportunity to stand back and reassessthe process,consult with supervisorsand
in
best
to
the
necessary
make
adjustments order get
out of the whole exercise.Figure
6.1 illustrates the processof the field work.

PILOT
Model and Instruments Tested]

CASE I
Confirmed and Modified
I

Validation Workshop

CASE 2 Confirmed and modified
CASE 3 Confirmi

Introduction

Data Collection

Document
Analysis

II

Physical Assessmentof
Assets and Facilities
.

Interviews and
Group Discussions

Data Analysis

Preparation of Interim Repori for
Interactive Workshop
-

Interactive Workshop

Data Analysis, Review and
contextualization of Model

Figure 6.1 Field Study ProcessDiagram

I

- Author 2007
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I

Vertflication workshops
Interactive workshops ware conductedat the end of the pilot study and also at the end
of study in each of the main study Colleges. It was based on the concept of Eden
(1990) that the desired model should be continuously constructed and modified in
front of the participants by utilizing a "brainstorming" approach. This process is
similar to focus groups which are widely used in qualitative groundedtheory research
(Stewart and Shamdasani, 1990; Morgan and Spanish, 1984). It is, however,
dependenton the ability of the researcherto record, in real time, the views expressed
by participants, and on the awarenessof participants of the record being made so that
they are able to verify the framework as it changesfollowing the discussion. This
allows for data to be fitted into the framework immediately through a process of
gradual refinement, and seen in the full context of an agreed version of the
framework.

This approachhas been utilized during the field studies by conducting an interactive
workshop at each of the casestudy colleges, following the interview sessions.During
the workshops the interim assetstrategy model was presentedalong with the general
findings from the document analysis, observations and interviews. Discussion then
took place regarding the field findings; the model and its applicability; gaps that
neededto be filled and comparing the model with the current practice in each college.
Flip charts were utilized to provide a way of attaining a senseof ownership that is
built into the process which comes from giving a group a senseof history during a
workshop. This has been achievedby building an array of flip charts which provided
the opportunity to reorganizeprevious material to reflect the addition of new material
into the model.
The information compiled during those workshops, in addition to the results from the
physical inspection of assetsand facilities, interviews and document analysis were
then processedto introduce a modified and contextualized asset strategy model as
discussedin Chapter 7.
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6.2.1 Field Work Phase 1- The Pilot Study
The term pilot study, according Bogdan (1982) is used in two different ways in social
science research. It can refer to so-called 'feasibility study' which are small scale
versions or trial runs, done in preparation for major study. It can also be the pretesting or 'trying out' of a particular researchinstrument, and this is basically the case
in respectof this study.
One of the advantagesof conducting a pilot study is that it might give an advance
warning about where the main researchcould fail, where researchprotocols may not
be followed, or whether proposed methods or instruments are inappropriate or too
complicated.
The field study therefore commencedwith the conduct of a pilot study in one of the
colleges where this researcher.is very much familiar with. The pilot College is of
averagesize, in relation to other Colleges, in terms of studentpopulation and number
is
in
located
The
College
the northern region of the
of academic programmes.
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for
lasted
five
2005
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the
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exercise
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on
and
country.

6.2.1.1 The Pilot Study Process
After observing necessaryprotocol and gaining accessinto the College, the procedure
adoptedby the researcherin the pilot study can be summarizedas follows:
"

Examination of existing documents, carrying out physical inspection of
facilities and then conducting semi-structured interviews and group
discussions with pilot respondents,in exactly the same way as it would be
done in the main study

"

Asking respondents for feedback to identify ambiguities and difficult
questions

"

Recording the time taken to complete the interview, observations and
documentexamination, to decide whether it is reasonable
Assessingwhether eachquestion got an adequaterange of response
Establishing that replies could be interpreted in terms of the information that
was required
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Checking that all questions are answered, physical facilities observed and
documentsexamined
Revising the earlier developedassetstrategymodel and the study instruments
Conducting workshop with all stakeholdersto verify. researchinstrumentsand
the assetstrategymodel
DocumentsAnalysis.
Most available documents (as in appendix D), were obtained and examined. The
exercise was smooth and completed in good time, as most of the documents were
assembledbefore commencement of the exercise. This was made possible by the
notice given vide the introduction letter earlier sent to the college. Some of the
documentshowever contained very little information becauseof poor documentation
and record keeping. In such circumstances,the researcherhad to lay much emphasis
on physical observations,interviews and the interactive workshop, in order to obtain
neededinformation. Those that could not be obtainedinclude the following:
1. Maintenance plan - formal maintenance plan has not been developed.
Maintenanceis generally carried out on reactive and ad-hoc basis
2. Valuation report - experts had just been commissioned to undertake asset
valuation of some selectedassetsfor the purpose of insurance only. The last
time such exercisewas conductedwas in early 2000.
3. FM contracts - no such documentsavailable as all FM services are done inhouse
4. Environmental, transport and parking policies - no formal documentson these
exist
5. Estatedepartmentstaff developmentplan - no formal staff developmentplans
exist for the estatedepartment.Members of staff are however encouragedto
improve their skills by attending courses organized by professional bodies,
universities and polytechnics. The college normally pays for such courses.
Observation
Physical assessmentsurvey on all College assets and facilities were successfully
conducted with the aid of an assistantand the college map. Each building/physical
facility was inspectedand broadly appraisedto ascertainthe extent to which it meets
its service delivery requirements. Field notes were taken to record the physical
condition as well as fitness for purpose for each building/facility. Some photographs
were also taken. The observation had helped the researcherin gaining insights into
became
in
during
that
was
on
ground
and
of
questions
what
very useful
content
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interviews that were conducted thereafter, and also in understanding the context
within which intervieweesrespondto researcher'squestions.
The exerciseafforded the researcheropportunity to gain insight into the real condition
functionality
and
of all physical facilities and the utilization of same. Each
asset/facility was looked at in terms of their existing use and future potentials. This
was later to help the researcherin content of interview questions and in properly
understanding the context within which interviewees respond to questions. The
exercisewas completed within the one week time frame.
The observationreport was further analyzedalong with that of the document analysis
as well as the interview report to grade the facilities. Condition of buildings were
accordingly graded A, B, C,& D according to RICS (2007) maintenancedefinitions,
while fitness for purpose for each building was accordingly graded as good fit; above
average;below average; and poor (see appendix B). Factors considered in grading
fitness for purpose include: room sizes, location, furniture, environment, fittings and
equipment.

Interviews and group discussions
Semi structuredinterviews and group discussionswere held with the earlier proposed
stakeholders. Some questionnaires were sent out to participants before the
commencementof the exercise to enable them prepare adequately for the interview
and also to afford those that might not be available for the interview, the opportunity
to respondin writing.
The interviews ware conducted in two phases; the first phase was to mainly
understandrespondents' views on the level of knowledge of college assetsand asset
managementpractice; how adequate,effective and efficient the existing assetsand
facilities are, in meeting service delivery requirements of the College; how
procurement,maintenanceand disposal of assetsare planned and implemented, etc.
The second phase of the interview focused more on the researcher's observations,
areasof ambiguity and sharp disagreementsbetweenrespondents.That had helped to
clarify and even reshapesome earlier information as well as provide new insights that
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were not captured in the earlier interviews. Interviews were tape recorded and later
transcribed and analyzed. Results were further analyzed along with the document
analysis and the physical observation results. All these were to later constitute the
inputs to the stakeholders'interactive workshop.
Major problems encountered ware getting respondentsfor interview at scheduled
times and venues. Many of the respondentswere not available at the earlier agreed
times either because they ware busy with other activities; they forgot about the
appointmentor the environment was not conducive (e.g. too much heat occasionedby
harsh weather and power outage). This had made the one week time frame earlier
scheduledfor the interview inadequatein addition to causing some logistics problems
in terms of fixing new venuesas well as convenienttimes. All these combined to add
cost of the study. To address these problems in the subsequent study therefore,
questionnaireswere sent to respondentswell ahead of time and interviews started
from the commencementof the study to the end, and for each main study College,
two weeks were dedicatedto interviews only, on the study programme, as opposedto
the one week period dedicatedduring the pilot.
Questionspreparedfor the semi structuredinterviews (Appendix E) had servedwell in
guiding the interviews which ware semi structured.

Data analysis
Data for analysiswas obtained from analysisof existing document,physical survey of
facilities and interviews/group discussions.Theseincluded interview tapes/transcripts,
interview
field
The
etc.
analysis
context
and
process,
notes,
notes
on
observation
involved summarizing the mass of data collected and presenting the results in a way
that communicatesthe most important features. This exercise was concurrent with
data collection and it is an on-going exercise.Detailed discussionon the data analysis
is given in section 6.6.
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Interactive workshop
As earlier stated,an interactive workshop was conductedwith the stakeholderson 15th
September2005, instead of 9'h Septemberas earlier scheduled.The change of date
was occasionedby the unexpectedtemporary closure of the college as a result of
students' unrest, two days to the earlier scheduleddate. The workshop was the last
activity scheduledfor the pilot study and was aimed at:
Sensitizing Stakeholders on the need for the colleges to develop Asset
Strategy;
Identifying critical areas that the proposed Asset Strategy needs to address;
Generating altemative/complimentary

data;

Identifying problems that might hinder the effective development of Asset
Strategy;
Strengthening/modifying research instruments;
Initiating process of change;
Identifying harmonious strategies for developing the asset Strategy;
Empowering

Stakeholders to initiate,

execute and manage the required

reforms for effective realization of college corporate goals; and
Providing

in

a participatory

manner, an avenue for

consulting

with

Stakeholders on how to effectively design and implement the asset strategy.

WorkshopProcedure
The workshop was organized in collaboration with stakeholders in a participatory
SWOT
'Action
Sheet'
'Problem
Tree',
The
the
the
the
and
workshop used
manner.
(Strength, Weakness,Opportunities and Threats) analytical framework. The former
entailed participants identifying the root causes of identified problems, their
for
options
addressingthe problems, as well as
opportunities,
available
consequences,
the likely threats to effecting change.The SWOT analysis,on the other hand, entailed
Strengths,
identifying
the
weaknesses,opportunities, and threats to
participants
identified options (examples of these analysesare given in the appendix). This way,
the workshop participants brainstormed on the issues that needed to be addressed
before a viable Asset Strategycan be developed.
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Participants
The workshop was attended by the major stakeholders. There was an observed
cordiality and enthusiasm amongst all participants, irrespective of their status. A
representativeof the NCCE who had earlier agreedto participate could not however
attend,due to the suddenchangeof date for the workshop. Participants included:
-

Principal Officers: Provost, Registrar,Librarian, Bursar and Head of Estate

-

Two professionalsfrom EstateDepartment

-A

staff of the Bursary
The StudentAffairs officer
Two representativesof the academicstaff
A representativeof the non academicstaff
Two representativesof the studentbody

A very important group that should have been representedat the workshop but was
not invited is the representativesof the community in which the college is located.
This group is invariably impacted by the college and ought to have participated and
make their contributions to the development of the strategy. Subsequent studies
however,did involve such groups.

Workshopprogramme
The workshop focused on three main issuesnamely:
1
2

Presentationof assetstrategyconceptand the pilot report
Examination and review of the pilot report

3

Presentationand critique of the interim Asset Strategymodel
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WorkshoD Proeramme
TIME
9.00arn
9.30m

-

9.30arn
10.30am

-

10.30am
10.45am
10.45am.
11.30am

-

11.30 am
12.30pm

-

ACTIVITIES
Opening formalities

ACTION LINES
EXPECTED OUTCOME
W Introduction
n Keynote presentation by,
Provost of the college
Presentation
n Presentationof concept paper
Of
M Familiarization
of
concept paper and
and the pilot report by the
participants with concept of
pilot report
researcher
assetstrategy and modalities
Moderation by
for its development
Dean,
2
School of Education
a Familiarization of existing
and required assets and
facilities
0 Set the tone for subsequent
discussions
TEABR
EA K
Discussion of the
concept paper and the
pilot report

Review of existing
facilities

N
ff
0
5
E

12.30pm
1.45pm.
1.45prn

L UNCH

1.45pm
2.45prn

Critique
the
of
interim AS model

2.45pm

CL0SING

Chaired by the Head of
EstateDepartment
Contribution by participants
Moderation by Dean School
of Vocational Education
Chaired by the Chairman of
Academic Staff union
Moderation by the Chairman
of Non Academic Staff
union

-

Enable a critique of the
presentation,
provide
clarification for on areas of
doubt
Full appreciation of the
existing and required assets
and facilities that will meet
delivery
service
requirements
Appreciation of the need for
an assetstrategyand set tone
for discussion of the interim
model

BREAK

Presentation of the
interim
Asset
Strategymodel

Chaired by the Registrar of
the college
by
the
M Presentation
researcher
F Moderation by Head of
EstateDepartment
5 critique of the proposal by
participants
E

Table 6.1 Pilot Study Interactive Workshop Programme

Familiarization with the interim
model,

Better understandingof the interim
assetstrategy model and inputs for
improving the model

Sourcc: Ficid Study

Workshop Outcome
The out come of the workshop can be summarizedas follows:
1. A better understanding of the existing and required assetsand facilities that can
meet the presentand ftiture service delivery requirementsof the College - interim
report on College corporate goals, current and future service delivery
requirements and assetsand facilities data obtained through the instruments of
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document analysis, physical survey and interviews were discussed and areasof
for
identified
Critical
along with opportunities
ambiguity cleared.
areaswere also
improvements.At the end of the day both the researcherand the participants were
better informed.
2. An understanding and appreciation by participants, of the need to develop
Asset Strategy for the College - the workshop was used as an avenueto sensitize
develop
long
for
development
the
the
to
term
and
on
need
a
plan
participants
managementof assetsand facilities in an optimum way in relation to the college's
developing
business
Participants
that
an asset
academic and
needs.
appreciated
strategyis the best way of effectively and efficiently marching assetsand facilities
to their service delivery requirements as the strategy is based on an analysis of
future
facilities,
the
resources
and
opportunities.
and
academic
plan,
current
assets
3. Enhancing collaboration between the College Management, Staff and students,
for
institutionalizing
in
initiating,
developing
the
asset strategy
especially
and
College - there was an active participation by all. The existing power relations
between and among participants was broken which provided a stimulating
environment for open and honest discussions on all issues. The workshop
by
in
them
the entire
actively engaging
participants were sufficiently motivated
innovation
(asset
is
likely
the
to
them
that
strategy) as their
see
make
processand
product and its successtheirs
4. Initiating process of change - the approach to asset strategy development
discussedat the workshop operatethrough a focus on participative processwhere
those involved define and address needs which brings about changes in
managementof college assets
5. Concretizing/enhancingresearch instruments for the fieldwork - the workshop
had provided the researcheran opportunity to reassessthe researchinstrumentsto
deletions
in
Accordingly,
to
the
them
study.
additions and
more relevant
make
be
list
documents
that
to
the
accessedand analyzed, physical
needs
of
of
respect
facilities to be observedand interview questionshasbeen effected.
6. Strengtheningthe assetstrategymodel - the interim assetstrategy model had been
by
by
by
made
observations
occasioned
strengthened some minor adjustments
participants.
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General Outcomes of the pilot study
At the end of the pilot study, the researcher had among others, been able to:
1. Identify the College corporate goals and objectives - This has been achieved
through document analysis and interviews.
2. Identify assets and facilities needs that are necessary for the achievement of these
goals -

Through document analysis, interviews and workshop, current and

projected student and staff population; the various types of academic programmes
run by the college; minimum standards imposed by regulatory bodies for facilities,
and the state of the existing assets and facilities
3. Identify

problems

of the assets/facilities,

prospects and opportunities

for

improvement - All assets and facilities were inspected, assessed and graded in
order to determine their availability, ownership, age and physical condition.
During

interviews

and workshop problems, prospects and opportunities

for

improvement were identified.
4. Determine the level of knowledge and application of Asset management principles
and tactics by the college.
5. Confirm that the developed instruments can indeed be applied in the main study,
it
improvements
At
the
the
that
end
of
exercise,
was
clear
with only some minor
the developed instruments and the model could be successfully employed in the
sub_scquentstudies with only some minor adjustments.
6. Identify potential practical problems in following the research procedure - The
pilot had afforded the researcher an opportunity to predict some constraints that
could be encountered during in the course of the main studies. The summary of
in
identified
the next section.
the
are
given
of
some
constraints

Constraints to application of study instruments
The study instruments were generally considered as satisfactory for generating the
required data for the study and same can be applied for the main study with some
minor improvements. An interactive workshop was conducted in place of the earlier
planned VM workshop. This was infbrnýed by the need to employ strategy that
stakeholders are very much familiar with in order to maximise the benefits of the
however
during
Some
the pilot, which were then
observed
workshop.
constraints were
taken into consideration in the subsequent study. These include:
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Absenceof Governing Council - the College Governing Council hadjust been
reconstituted and was not even inauguratedwhen the study was conducted,
there was no inputs from such important body, hence full implementation of
the strategycannot be guaranteed.
The College was temporarily closed down during the study period, as a result
of student riot. Such closures, occasionedby student riots or staff strikes are
very common in the Nigerian institutions of higher learning and mostly
occasioned by government's inability to meets certain agreements reached
with either students.or staff. Alternative arrangementwas therefore made for
the main study so that the researcherwould always go to another College if
earlier identified College is closeddown.
Poor record keeping - it was observedthat the Collegeswere just beginning to
introduce use of computers for record keeping. Data are very scanty and
management of same, very poor. Records on exact dates and reasons for
procurement of assets, dimensions of buildings, extent and dates of
maintenanceof buildings, were observedto be inadequate.Where particular
document could not provide sufficient information. however, emphasiswere
placed on observationand interviews
Information on finances - College officials were not very much willing to
provide enough information regarding revenues and financial expenditures.
This however did not constitute much problem as the purpose of the study is
only to provide guidance to the Colleges to be able to develop their own
strategiesby themselves.
Out-Sourcing of Services - Out-sburcing of some FM services such as
cleaning, gardening, security, catering, etc will ensureefficiency, effectiveness
laying
lot
introduction
Its
of staff
and cost savings.
will obviously require
off a
who might not be needed for the attainment of college goals. This action,
desirableas it is however, will have a lot of political implications. The College
will therefore have to be extremely careful in handling such issues.
At the end of the pilot study, the researcherreturnedto Leeds for consultationsbefore
the commencement of the main studies, whose procedure are discussed in the
subsequentsections.
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6.3 The main Studies
The main objective of the pilot study as earlier stated, is to pre-test the study
instruments that have been developed for the main field studies. After a successfill
conduct of the first phase (pilot study) therefore, and having being satisfied with the
reviewed model and study instruments, the researchercommencedthe main studies
which involved three Federal Colleges of Education; one each from the three former
geopolitical regions of Nigeria - Northern, South-Westemand South-Eastemregion,
respectively. Sampling methods used in the selection of the case study colleges have
beenearlier discussedin chapter 5.

6.3.1 Field Work Phase Two
The second phase of the field visit involved studies in one of the main case study
th
in
South
Eastern
It
7
the
the
the
region of
commenced on
colleges
country.
November 2005 and lasted up to 20'h January 2006. The college is classified as
relatively small in terms of its student and staff population and the number of
academicprogrammesprovided.
The College authorities showedtremendouswillingness to benefit from the study and
therefore gave maximum cooperationtowards the successof the exercise. Data were
collected as done during the pilot study, after which an interactive workshop
involving 14 participants was conductedto verify the results and sensitizeparticipants
on the needto develop structuredpolicy for the effective and efficient managementof
College assets.

6.3.1.1 Processof Data Collection
As in the pilot study, the researcherused a triangulation of instruments, involving
examination of documents, observation of physical facilities and interviews for the
purpose of collecting necessarydata. This is a common practice with case study
research,in order to strengthenthe data. It is also aimed at achieving credibility for
the researchfindings. Since the meaningsof the social world are dynamic, the use of
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different methods can help overcomethe intrinsic bias that is bound to come in case
studies.Accordingly, this study useddocumentanalysis,observationsand interviews.
During the main field studies, questions were asked relating to the enablers which
were identified from the literature as the basic principles for effective and efficient
managementof assets.Data from the main studies ware analyzed in a manner that
largely mirrors the procedure adopted in the pilot study stage. Data was presented
under emerging theme groups, for each college studied, with interim asset strategy
model as the main guide.
As in the caseof the pilot study, observationsand interviews were the principal tools,
while documents were used as a springboard to interviews and observations. The
procedureadoptedfor documentanalysisis given in Table 62.
Objective(s): To further strengtheInthe researcher'sunderstandingof:
Relevantpoints in corporateplan which influence assetsand facilities;
e Targets, such. as projected

academic programmes & student numbers, to

determineassetsand facilities requirements;
Assets data: numbers, age, sizes, condition, use, tenure, value, etc, to deten-nine
fitness for purpose, space utilisation, and adequacy of assetsin meeting current
and projected requirements;
What assetsand facilities the college plans to develop in order to meet its service
delivery requirementsandthe likelihood of achievability;
Level of knowledge assetsown and rented by the college
Funding for planned projects and výhetherdevelopment plan is consistent with
corporateobjectives and academicplan;
Reason for choice: It was necessaryto back up information received from the i nterviews
with other sources of data. The analysis of documents allowed the researcherto draw
specific information and gain mor.e insight into issues raised by interviewees. It also
allowed the researcherto distinguish betweeninformation applicable to all collegesfrom
that subjectto the intervieweesown college experience.
Sampling method: The.documentsanalyzedwere from four main sources:
College general management/policydocumentssuch as: Decree establishingthe
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college; Corporate goals and mission statement; Academic plan; staff
developmentplan
Physical facilities development/management/maintenance
related documents
such As: maps; Building plans & photographs; Asset Register; Information on
tenure of buildings; Capital developmentand Maintenanceplans;
Academic development/managementrelated documents such as: - Current and
projected student & staff population; Number of academic programs; Central
Time table
Finance related documentssuch as: Budgets; grants; Local revenue generation;
Valuation reports

Table 6.2 Research Study Document Analysis Procedure

Observation
Physical assessmentsurvey on all assetsand facilities in the.college were successfully
conductedas in the pilot study. The observationhad helped the researcherin gaining
insights into what was on ground and that becamevery useful in content of questions
during interviews that were conducted thereafter, and also in understanding the
context within which intervieweesrespondto researcher'squestions.
Condition of buildings and fitness for purposewere accordingly graded in accordance
with the earlier stated RICS maintenancedefinitions given in appendix B. Factors
considered in grading fitness for purpose include: room sizes, location, furniture,
environment,fittings and equipment.The observationprocedureis given in Table 6.3.
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Objective(s): To further 'strengthen the researcher's understanding of the physical
condition, functionality, and fitness for purpose of all physical facilities and the
utilization of same
Reason for choice: It was necessaryto back up information received from the interviews
with other. sources of data. The physical inspection allowed the researcherverify what is
obtained in the documents earlier analyzed and also to draw specific information and gain
more insight into issuesraisedby interviewees
Sampling method: All existing physical assets/facilitieswere examined
Administration Procedure: Each physical asset/facility. was inspected and broadly
appraised to ascertain the extent to which it meets its service delivery requirements.
Field notes were taken to record the physical condition as well as fitness for purpose
for each asset/facility. Some photographs were also taken.
Presentation of results: Condition of buildings were accordingly graded A, B, C,& D
according to RICS maintenance definitions, while fitness for purpose for each
building was. accordingly graded as good fit; above average; below average; and
for
location,
in
fitness
Factors
room
poor.
purpose include:
sizes,
grading
considered
furniture, environment, fittings and equipment.

Table 6.3 the procedure for physical observation/inspection of assets and
facilities

Interviews
Semi structured interviews and group discussionswere conducted in same way as in
the pilot study. The interviews were tape recordedand later transcribed and analyzed.
Results were further analyzed along with the document analysis and the physical
later
inputs
All
these
to the stakeholders'
to
the
were
results.
constitute
observation
interactive workshop. Procedurefor the interviews is given in Table 6.4:

Objective(s):
identify
is
College,
To
the
the
strategic
which
crucial to assetstrategy;
objectives of
0
highlight relevant points that influence provision of assetsand facilities;
0 Identify the asset/facilities needs that are necessaryfor the attainment of College
corporateobjectives.

delivery
for
between
Identify
meeting service
gaps
existing and required assets
0
.......
....
....
.........
...
............
...........
....
............
....
......
....
....
.........
.................................
.............
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requirementsand factors responsiblefor the gaps;
To identify necessarycollaborative arrangementsand other non assetsolutions with a
view to optimizing the use of scarcecollege resources;
e Identify the general impression of respondentsabout the effectivenessand efficiency
of the College assetsand facilities their general recommendationson bringing about
improvements;
Determine college's level of understanding of assets own and Asset Management
practices;
Complementthe literature review and fill in uncoveredgaps in knowledge.
Interview type: The information required at this stage was general in nature, thus
.
requiring open-ended questions. This necessitatedthe use of unstructured interviews
freedom to talk about the topic. It also enabled the
which
allowed
more,
participants.
.
interviewer to pick up particular "leads" that were worth following up.
Sampling method: 28.respondentswere interviewed. Theseincludes Principal Officers
Provost,
Registrar,
Head
from
Librarian,
Bursar
Estate),
Estate
and
of
professionals
:
ýDepartment,staff of the Bursary, the Student Affairs officer, represen.tatives of the
academic.staff, representativesof the non academic staff and representativesof the
studentbody
Administration

procedure: An interview schedule was developed beforehand and

during
interview
The
topics
tested/modified
pilot
studies.
schedulewas used as an aide:
memoir and Alsoas a starting point.
Presentation of results: A: sample list of interview questions and a summary of the
interview scripts are presentedin appendixE.
Table 6.4: Phase2 Field Study Interview Procedure

Verification Workshop
Following the collection of data an initial processing of obtained data and problem
structuring took place. This was then followed by an interactive workshop aimed at
findings,
verifying
sensitizing participants on the importance of developing asset
strategy and strengthening the strategy model. The workshop, conducted as earlier
discussed in Section 6.2.1, was attended by the major stakeholders, including
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principal officers of the College, members of academic and non-academic staff,
students and representativesof the community where the college is located. The
procedureadoptedfor this verification workshop is presentedin Table 6.5.
Objective(s):
To verify the researcher'sunderstandingof the research problem, and ensure an
accurateunderstandingof the college activities and physical facilities.
To sensitize stakeholderson the need for the college to develop a structuredpolicy
that ensureseffective and efficient managementof assetsand facilities
To allow forf. eedback,and point directions for future stages.
To generatealternative/complementarydata
To confirm/modify the interim Asset StrategyModel
Sampling method:, An invitation was given to the major stakeholders,most of who
participated during the data collection exercises.Fourteen people, including principal
officers, staff of Estate and:Bursary departments,academic and non academic staff,
studentsand representativesof the college host community acceptedthe invitation and
participated actively in the workshop:
Administration

procedure: The workshop was scheduled for a morning session,

followed by a lunch, then a brief concluding session.A summary presentationwas given
at the start of the workshop. Questions were then invited from participants, during the
morning session. In the afternoon, an open discussion session was conducted to
encourageparticipants to challengethe findings and modify the Asset StrategyModel.
Presentation of results: Table 6.6 gives a summary of workshop outcome, while
chapter 7 summarizesall finding relating to the effective and efficient managementof
assetsand facilities in the collegesand modification of the Asset StrategyModel.

Table 6.5 Phase 2 Study Verification

Workshop Procedure

The information obtained at the end of the phase2 study has been summarizedand
presentedin Table 6.6.
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The workshop identified a number of factors that contributed to the inadequacy
and poor condition of college assets.These include poor funding, sharp rise in
student enrolment without corresponding expansion of physical assets,
insufficient maintenancebudgets and lack of properly structured assetspolicy.
The workshop also discussedthe poor stateof public utilities and the high cost of
generationof power and provision of water locally. Suggestionswere then made
on how to addressthese important issues.After an exhaustive deliberation, the
workshop adoptedthe interim report and the interim assetstrategymodel.
Table 6.6 Summary of Results from Feedback Workshop at the I't main study
College

6.3.2 Field WorlcPhase Three - Study in the remaining lhvo Main Study Colleges
The third phaseof the field work took place between27th March and 16th June2006.
It involved studies in two main casestudy colleges. One is a relatively large College
in terms of population and number of academicprogrammes offered and it is located
in the northern geo-political region of the country. The other, classified as medium, is
locatedin the south western region of the country.
A similar study to those conducted during the previous field work exercises was
therefore undertaken in ýhe two colleges. Choice of these colleges was based on
purposive sampling as earlier discussedin Chapterfive.
The first and secondphasesof the field studieshad given the researchera remarkable
insight into what to expect in respectof the third phase.Some relevant aspectsof the
implication
for phasethree of the studiesinclude:
previous studieswith
e Study instruments - these have been developed and successfully applied in the
previous studies. Experience gained by the researcher had therefore made
application of the instrumentsin subsequentstudiesmuch easier.
9

Collection of preliminary data - given that the colleges are all establishedby
sameGovernment and for samepurposeand that NCCE regulatesactivities of all
lot
data
includes
These
the
to
common
corporate
a
of
are
all.
colleges,
required
goals, managementstructure, academic requirements, space standards,funding,
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budget procedure, students and staff residencepolicies, etc. These data collected
from the previous studies were therefore applicable to the third phase of the
studies,thereby saving time cost and other logistics.
Condition offacilities - becausemany factors that impact on physical facilities of
the Colleges are similar, the conditions and performance of these facilities also
seemsto be similar in all Colleges.What the researcherexpectedin the collegesat
the commencementof the third phase of the studies, in terms of condition and
performance of physical facilities were therefore not be too far from what is
obtainedin the previous collegesstudied.
Constraints - major constraints observedin the two earlier studies are common.
During the third phaseof the study, the researcherhad already therefore expected
similar constraints such as poor record keeping and unwillingness by College
authorities to provide sufficient information on their finances.

Data Collection Procedure
Procedurefor data collection is very much similar to that of the previous studies. In
eachof the two Colleges, data was collected by meansof document analysis,physical
inspection of assetsand facilities and interyiews/group discussions. Similarly, in the
case of each College, interactive workshop was organized to verify findings and
confirm/modify the earlier developed interim asset strategy model. It was also a
forum for the sensitization of participants on the need for the Colleges to develop
structuredpolicy for the effective and efficient managementof their assets.A detail of
findings from the colleges is discussedin Chapter 7, while procedure for interviews
for the third phaseof the field study is given in Table 6.8.

Objective(s):
To,further investigatethe strategicobjectives of the Colleges, which are crucial to the
proposed asset strategy and highlight relevant points, that influence provision of
assetsand facilities
To determine the ftiture direction of the colleges as defined by its strategic
objectives and the assets/facilitiesneedsresulting from these
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identify
To
the scopeof the existing assetsand facilities, their capacity and fitness for
"
purposein meeting service delivery requirements
To
how
facilities
understand
effective
and
efficient
assets
and
are managed and
"
compare to what is Obtainedin the previous colleges studied, to determine level of
understandingof the principles of assetmanagement.
To
dept
the
the
understand
skills
and
competence
of
estate
staff in the Collegesand
"
compare with other colleges studied with a view to identifying necessarytraining
programmes
To identify the general impression of respondents about the effectiveness and
efficiency of the College assets and facilities their general recommendationson
bringing about improvements,with a view to strengtheningthe Asset StrategyModel
Interview/Questionnaire type: The information required at this stage of the research
was starting to have a specific focus. Semi-structured.interviews were therefore chosen
as they focused the discussion,whilst allowing for further explanation and probing. The,
accompanying questionnaire was open-ended,to allow for filling gaps in information
obtainedat the interview sessions.:.
Sampling. method: As in the previous studies, purposive sampling was used. In each
college, a total of 28 persons,including principal officers, lecturers, estateand bursary
interviewed.
The selection done to target those who could
staff and students were
provide the right information.
Administration

procedure: A questionnaire was used as a guiding framework to

accompanythe interview session.It also servedto complement questionsthat were not
during
due
the
to time limitations. The questionnaires were sent in
covered
session
advance to allow participants to prepare and were collected on the interview day
whenever possible. This ensureda higher return rate than would normally be expected
from postal questionnaires.Additionally, the interviews. were tape recorded to ensure
that the researcher concentrateson asking questions,- and does not miss any crucial
replies.
Presentation of results: a sample of interview questions and a sample of summary
notesfrom interview transcripts are presentedin appendicesE
Table 6.7 the Phase 3 Study Interview Procedure
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Verification Workshops
As earlier discussed, interactive workshops, similar to the ones organized in the
colleges previously studied, were conducted in each of the two case study colleges
involved in this third phase of the fieldwork. The workshop procedures for the two
colleges studied under phase three and summary of workshop outcomes for each of
the two collegesis respectively given in Tables 6.8,6.9 and 6.10.

Objective(s):
To achievean interactive exchangeof information with stakeholdersin order to give
the study,a practical edge.
To feedback preliminary findings to stakeholders and verify the researcher's
understanding of the College activities, 'its assets and how they are managed,
especially the level Of College understandingof their asSets/facilitiesand their level
of competencein assetmanagement
To strengthenthe interim assetstrategymodel
Sampling method: For each College, an open invitation was given to all interview
participants to attend the workshop. 15 participants attendedthe workshop in the first
college of the phasethree study while 13 attendedin the caseof the secondcollege
Administration procedure: In each case,the workshop was scheduledfor three hours.
At the beginning of each workshop a. presentation was made. to the participants,
summarizing findings and research progress to date. Following the presentation,
participants were encouragedto challenge the findings, provide additional infori-nation
and suggestimprovementsto the model.
Presentation of results: Findings from the Workshops and a sample of summarized
discussionsare presentedin Tables 6.9 and'6.10
Table 6.8, Phase 3 Study Verification Workshops Procedure

The secondcase study College was going through similar challenges as the pilot
therefore
first
Colleges.
The
focused on the
workshop
and
case study
was
inadequaciesin the current practice in assetmanagementand needs for the new
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approach.A number of issuesevolved from the discussionwhich included needto
improve IT facilities, classroomand laboratory accommodation,student and staff
residencesand local revenuegeneration.T he Interim Strategy odel was examined
and adopted as model that if used by the College is capable of addressing
problems associatedwith assetneeds.
Table 6.9, Summary of Results from Feedback Workshop at 2nd Main Case
Study College

The third case,study College also faces similar challengesas the previous Colleges
studied. They range from inadequateaccommodation,old and dilapidated buildings,
unsuitable buildings, erratic power supply, poor funding, to issuesrelating capacity
building for

estate staff, improvement of

sports facilities,

collaborative

arrangements with other organizations and improvement of local revenue
..
generation. On the interim modelýparticipants expressedsatisfaction and noted its
potential tobring about improvement in the effective andefficient managementof
assetsand facilities in the College.

Table 6.10 Summary of Results from Feedback Workshop the 3rd Case Study
College

6.4 Data Analysis Procedure
Qualitative data usually consist of the words or actions of participants. Thesedata can
be difficult to condense and organize without losing their meaning. Analysis 'of
qualitative data requires considerable creativity on the part of the researcher. It
involves summarizing the mass of data collected and presenting the results in a way
that communicatesthe most important features.
During the various stagesof the study, interview transcripts, findings from document
analysis and observationsproduced a rich and voluminous amount of data.'Due to the
qualitative nature of this data the grounded theory approach, discussed in Chapter
five, was seento be appropriatedue to the reasonsgiven in the said Chapterfive.
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The processutilized during the field studies, basedon the grounded theory approach
is illustrated in Figure 6.2. The processinvolved studying the raw data obtained from
interviews, questionnaires,documentation and an interactive feedback workshop at
each individual college to arrive at emergent categories. From the emergent
categories,a cross-caseanalysis was undertaken. How the colleges understandand
managetheir assetsand the more general problem areasthat impede the efficient and
effective management of assets in the Colleges studied were identified. These
categorieswere presentedat the verification workshopsas the basis for the discussion
to arrive at a consensusregarding the key priority requirementsfor the assetstrategy
model, which reflect the needs of the stakeholdersfor a revised approach to the
managementof assetsand facilities to improve effectivenessand efficiency.
I

Field Studies
Background, Knowledge of AssetsOwn, AM
Capabilities and GeneralProblemsIdentified

A--N

A-N

Raw Materials
FromDocument
Analysis,
Observations,
Interviews

Emergent Categories
FromIndividualCases

Key Problem Areas
FromAcrossCaseAnalysis

Required Framework
ModifiedAssetStrategyModel

Fig 6.2 Data Analysis Procedure:

Author 2007

Qualitative modes of data analysisprovide ways of discerning, examining, comparing
and contrasting, and interpreting meaningful patterns or themes. Meaningfulness is
detennined by the goals and objectives of this research. In quantitative analysis,
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numbersand what they stand for are the material of analysis. By contrast, qualitative
analysis deals in words and is guided by fewer universal rules and standardized
proceduresthan statistical analysis.
In qualitative evaluation, data collection and data analysis are not temporally discrete
stages: as soon as the first pieces of data are collected, the researcher began the
in
information.
be
It
this research,
the
that
stressed
processof making senseof
should
is
iterative
began
in
data
it
that
tandem
set of
almost
with
and
an
analysis
collection,
processesthat continued over the course of the field work and beyond. Moreover, the
different processesinvolved in qualitative analysis also overlap in time. Part of what
distinguishesqualitative analysis'is a loop-like pattern of multiple rounds of revisiting
the data as additional questions emerge, new connections are unearthed, and more
deepening
formulations
develop
with
understandingof the material.
along
a
complex
Qualitative analysis is fundamentally an iterative set of processes.
Basically, the data analysis involved examining the assembled relevant data to
determine how they answer the questions set by the objectives of this research.
Throughout the course of the data analysis,the researcherwas asking and re-asking a
number of questionssuch as:
What patterns and common themes emergein responsesdealing with specific
items? How do these patterns (or lack thereof) help-to illuminate the broader
study questions?
Are there any deviations from these patterns?If yes, are there any factors that
might explain theseatypical responses?
What interesting stories emerge from the responses?How can these stories
help to illuminate the broaderstudy questions?
Do any of these patterns or findings suggestthat additional data may need to
be collected?Do any of the study questionsneedto be revised?
Two basic forms of data analysis, essentially the same in their underlying logic was
is
College.
A
intra-case
case,
a single
analysis and cross-caseanalysis.
carried out:
Intra-case analysis will

examine a single College, and cross-case analysis

systematicallycomparedand contrastedthe three colleges.

190

In the processof making senseof the data, this researchhad adopted the framework
developed by Miles and Huberman (1984) to describe the major phases of data
analysis:data reduction, data display, and conclusion drawing and verification.

Data Reduction: First, the mass of data had to be organized and somehow
meaningfully reduced or reconfigured. Miles and Huberman (1984) describe this first
of their three elementsof qualitative data analysis as data reduction. "Data reduction
refers to the processof selecting, focusing, simplifying, abstracting,and transforming
the data that appearin written up field notes or transcriptions." Not only do the data
need to be condensedfor the sake of manageability, they also had to be transformed
so they could be made intelligible in terms of the issuesbeing addressed.
Data reduction often forces choicesabout which aspectsof the assembleddata should
be emphasized,minimized, or set asidecompletely for the purposesof the research.In
this project, the researcher did not make any vein effort to remain "perfectly
for
large
data
"
by
of
volume unassimilatedand uncategorized
objective,
presenting a
the reader'sconsumption. In qualitative analysis,the analyst decideswhich data are to
be singled out for description according to principles of selectivity. This usually
involves some combination of deductive and inductive analysis. While initial
categorizations were shaped by pre established study questions, the researcher
from
data
data
inducing
The
to
the
available.
process
of
remainedopen
new meanings
reduction adoptedby the researchercan be summarizedas follows:
interview
document,
field
Look
transcripts
such
notes,
at
as
e
e Look for indicators of categories in events and behaviour - name them and
document
them
on
code
Comparecodesto find consistenciesand differences
e

Consistenciesbetween codes (similar meanings or pointing to a basic idea)
reveal categories.So needto categorizespecific events
Memo on the comparisonsand emerging categories
Eventually category saturateswhen no new codesrelated to it are formed

focus
become
Eventually
more
central
categories
certain
9
- axial categoriesand
perhapseven core category.
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In this analysis,data reduction was guided primarily by the need to addressthe stated
study objectives of how the Colleges understandand manage their assets;existing
problems and how to improve effectiveness and efficiency in the managementof
college assets.This selective winnowing is difficult, both becausequalitative data is
very rich, and becausethe researcherplayed a direct, personalrole in collecting them.
The words that made up qualitative analysis representedreal people, places, and
events far more concretely than the numbers would have been in quantitative data
sets; a reality that made cutting any of it quite painful. But the acid test bad to be the
relevanceof the particular data for answering particular questions. The approachto
datareduction is the samefor intra-caseand cross-caseanalysis.
Data Display: Data display is the secondelement or level in Miles and Huberman's
(1994) model of qualitative data analysis. Data display goes a step beyond data
information
"an
to
that permits
reduction provide
organized,compressedassemblyof
conclusion drawing..." A display can be an extendedpiece of text or a diagram, chart,
or matrix that provides a new way of arranging and thinking about the more textually
embeddeddata. Data displays, whether in word or diagrammatic form, allow the
analystto extrapolatefrom the data enoughto begin to discern systematicpatternsand
interrelationships.At the display stage, additional, higher order categories or -themes
first
discovered
during
initial
from
data
beyond
the
that
those
the
process
go
emerged
of data reduction.
From the perspective of evaluation, data display in table, charts, for both intra-case
helpful
in
identifying
in
the
situation
of
assets
cross-case
analysis
was
extremely
and
the Colleges. The researchercould discern patterns of interrelationships to suggest
condition of assetsand their managementin the Colleges.
Conclusion Drawing and Verification: This activity is the third element of
drawing
involves
back
Conclusion
to consider what the
analysis.
stepping
qualitative
analyzed data mean and to assesstheir implications for the questions at hand.
Verification, integrally linked to conclusion drawing, entailed the researcherrevisiting
the data as many times as necessary to cross-check or verify these emergent
conclusions.Miles and Huberman (1994) observedthat "the meaningsemerging from
the data have to be tested for their plausibility, their sturdiness,their 'confirmability' that is, their validity". Validity means something different in this context than in
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quantitative evaluation, where it is a technical term that refers quite specifically to
whether a given. construct measures what it purports to measure. Here validity
encompassesa much broader concern for whether the conclusions being drawn from
the data are credible, defensible, warranted, and able to withstand alternative
explanations.
The researcherhad now begun to develop a reasonablycoherent explanation for the
situation of the assets,their objectives and how they are managed by the various
colleges. Arriving at this point required stepping back and systematically examining
and re-examining the data, using a variety of what Miles and Huberman (1994) call
"tactics for generating meaning." They describe a number of such tactics, including
noting patterns and themes, clustering cases, making contrasts and comparisons,
partitioning variables, and subsuming particulars in the general. Qualitative analysts
typically employ some or all of these, simultaneously and iteratively, in drawing
conclusions.
To verify the validity - or truth value - of the interpretation of the data, Miles and
Huberman (1994) again outlined a number tactics for testing or confirming findings,
all of which addressthe need to build systematic "safeguardsagainst self-delusion"
into the process of analysis. However, it is very important to stress at the outset:
severalof the most important safeguardson validity - such as using multiple sources
and modesof evidence- had beenbuilt into the researchdesign from the beginning.
The next chapter (Chapter 7) therefore relates literature reviews of Chapters 2&3 to
the field study activities. Key results of the study are also presentedwhile the asset
strategy model modified to make it more adoptable and relevant to the prevailing
situation in the Colleges.
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6.5 Conclusion
This chapter discussedthe general activities involved in the field studies, which was
conducted in three phases,spanning a period of ten month. The first phase was the
instruments.
This
the
the
was
study,
conducted
with
aim
of
pre-testing
study
pilot
followed by main studies in three other Colleges,conductedin two batches.
The process of data collection and analysis was also discussed. The studies being
exploratory in nature, requires qualitative approach.Thus, a holistic grounded-theory
based methodological process was adopted as it acknowledges and facilitates the
study characteristics.This method which involves a triangulation of data collection
and methodology approachesensures the validity of data on which the emergent
theory is based. A chronological sequenceof events in the implementation of the
adopted researchmethodology was then presentedoutlining the objectives, reasons
for choice, and administration proceduresfor each stage. This included the iterative
is
feedback
a central part of the adopted
process of
and verification which
methodology.
The field studies,conducted in line with aims of the study as outlined in chapter one,
has
in
five,
Chapter
the
methodologies
as
qualitative research
and adopting
in
on the need and the processesof the
raised
awareness
of
stakeholders
successfully
developing asset strategy for each College. This resulted in active participation of
in
is
development
stakeholders
of a contextualizedmodel as given Chapter 7.
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CHAPTERSEVEN

DISCUSSION

OF RESULTS,

ASSET STRATEGY

REVIEW

AND VALIDATION

OF

MODEL

7.1 Introduction
The previous chapter discussedprocessesof the field studies and analysis of the data
from
the studies.This chapteris thereforepresentedin two main sections.In
obtained
the first section, results from the field studies are presentedand discussed. The first
review of the interim assetstrategymodel, basedon the field studiesis also discussed.
The second section discusses the research validation exercise and the final
modification and evaluation of the Asset StrategyModel. This chapter also concludes
with provision of a modified asset strategy model and responsibilities for the
developmentof assetstrategyby individual Colleges.
7.2 Presentation and Discussion of Results and Review of Model
In this section, results of the field studies conducted as in the previous chapter is
presentedand discussed.Also the qualitative data extracted from the existing Asset
Management and the related Estate and Facilities Management theories (Chapters
2&3), and from the field studies (Chapter 6) are analyzed and appraised. The
objective of this exercise is to confirm the existing literature and the asset strategy
model, and to also facilitate any necessaryextensionor additions by:
establishing the degree of correlation between the existing theory and the
data presentedin the field study report (to confirm)
identifying and articulating any relevant data contained within the field
study not reported in the current literature (to facilitate extending)
The field study data is also analyzed to establish the context within which the asset
strategy model was developed, a requirement of the case study approach to data
collection as discussedin Chapter 5
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7.2.1 Field Study Results

The field study data obtained from document analysis, observations, interviews and
in
had
been
discussed
Chapter
interactive
analyzed
as
earlier
workshops
subsequent
six. Findings from the field studiesare therefore summarizedas follows:
Stakeholder interest in the study - In all the Colleges studied, the stakeholdershave
demonstrated sufficient interest in the study. This is evidenced by their active
be
in
The
the
and
can
active support
cooperation
participation
whole exercise.
attributed to the new trend whereby public organizationsare embracing management
conceptsfrom the private sector which ensuresthat public expectations are matched
with an efficient use of limited resourcesand also their desireto develop a systemthat
can bring about improvement in the way assetsand facilities in the Colleges are
dwindling
in
face
high
demand
for
the
the
of
services
managed, especially given
revenues.
Strategic Objectives - The Collegeshave similar strategic objectives becausethey are
establishedby samedecreefor samepurpose.Theseobjectives are:
Teaching,encouragementof the spirit of inquiry and creativity in teachers;
To produce highly motivated, conscientious,and efficient classroom teachers
for the primary andjunior secondarylevels of the national educationalsystem.
in
inculcate
To
teachers,the spirit of enquiry, creativity and
and
encourage
9
pride and to enhancetheir commitment to national objectives.
learning
Provide
opportunity through progressive academic and
superior
a
e
administrative development that ensures the production of quality NCE
teachersand preparesthe Colleges for a degreeawarding institutions to meet
the overall teacherrequirementsfor the nation.
Growth of Colleges- All the Colleges studied have been observedto have witnessed
is
in
This
in
years.
attributable
population
recent
staff
and
student
very sharp growth
to the high demand for Teacher-Education,occasionedby government policy on the
for
junior
large
teachers
secondaryschools.
primary
and
number
of
production of
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Asset Objectives - The assetobjectives of the Colleges are also common, and they
include the following:
e Provision of suitable accommodation, which is fit for purpose and which
provides an envirom-nentsuitable for the institution to carry out its activities;
Efficient use of space whether it be for dedicated departmental use or for
generaluse;
Value for money in tenns of budgeting, specification, tendering and
supervision of the estate including maintenance,running costs and building
works;
Flexibility in responding to opportunities with operational, financial or
resourceimplications;
A healthy and safe working environment;
Developing an attractive asset portfolio of appropriate quality that will
enhancethe image and activities of the colleges;
Protection and maximisation of the value of the assetsin terms of existing and
alternative uses;
Economic, efficient and effective use of the assets.
Demandfor Assets and Facilities - the sharp increasein population of the Colleges
in recent years has not been sufficiently matched with corresponding increase in
quantity and even quality of physical facilities. This has resulted in over-stretchingof
the existing facilities. There is therefore very high demandfor additional facilities and
also maintenance/remodellingof the existing ones,in all the Colleges.
Condition of AssetslFacilities - Most assets and facilities in all the Colleges,
including academic and administration buildings, sports facilities, staff and student
residences,central facilities, road, etc are in poor condition and therefore needssome
form of maintenanceor refurbishment/rcmodelingto meet demandsof modem times
and increasingstudent figures. Summaryof the assetcondition-is given in appendixJ
Asset Management Practice - The colleges had been observedto have progressively
improved control over their assetsby developing more reliable asset records and
introducing better proceduresfor capturing assettransactions.However, it was noted
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that the Colleges had yet to take a strategic approach to Asset Management. In
particular:

e decisions on the purchase,operational use and disposal of assetshad not been
effectively integrated into strategic resourceplanning processes,for example,
capital expenditureplanning was still largely treatedas a separateexercise;
9 insufficient regard was observedto be given to alternatives to assetacquisition
or ownership (i. e. non-assetsolutions);
the focus of assetdecisions was the capital cost of an assetrather than the total
life-cycle costs associatedwith its acquisition, use and disposal;
the colleges lack structured maintenanceframework to ensure that appropriate
maintenancepolicies, strategies,systemsand delivery mechanismsare in place
to meet service delivery needsof the Collegesand to facilitate the development
of maintenancestrategic plan. In all Collegesstudied, only reactive maintenance
is undertaken,as funds permit
disposal decisions were generally made in isolation from asset planning
frameworks.

Space Utilization - The study of the Colleges revealedthat most classrooms,lecture
halls, laboratoriesand studios are grossly over populated. In some instances,students
were observedto be hanging on windows during lecture sessions.In the schools of
sciences however, some classrooms/ lecture balls have very law occupancy rate.
Theseproblems can be attributed to the following factors, among others:
"

the general inadequacyand poor stateof academicbuildings and furniture;

"

poor record of academicspacedimensions;

"

decentralizationof classroom/lecturehall control;

"

bad fit betweenstudentnumbersin classand room size;

"

sharprise in studentenrolment

"

low number of students offering science courses compared to those
offering arts basedcourses,even as Governmentis placing more emphasis
on the production of scienceteachers
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Electricity and water supply - Public utilities in Nigeria are generally erratic and
highly unreliable. The colleges are therefore faced with the burden of sourcing their
own electricity and water to meet their demands.Providing these services is very
expensiveand therefore overstretchingthe lean resourcesof the colleges
Funding and Finances -A critical issue that needs to be addressedin order to
successfullyimplement the proposedassetstrategyis funding and proper management
of College funds. The main source of funding for the College activities is Federal
Government grants which has always been grossly inadequate to meet its capital
investment and maintenancerequirements.The Colleges are however, not willing to
provide much information about their finances. This can largely be attributable to
allegationsof less transparentmannerwith which College finances are mana&d.
Internal generation of revenue - Opportunities for internal revenue generation has
not beenadequatelyexploited by the colleges.
College Management style - For each college, there is a Governing Council
appointed to provide policy guidance, and Management Committee headed by the
provost, who is the Chief Executive Officer of the College. The Management
committee, whose other members include the Deputy Provost, Registrar, Bursar,
Librarian and the Director of Works, is responsiblefor the day to day administration
of the college. Both the Governing Council and the Provost are appointed by the
Presidentof the country. Their powers are defined in, and backed up by, Decree4 of
1986. In all the colleges, the Works and Services(Estate) Department is responsible
for physical planning and development of the Colleges, in consultation with the
NCCE. It also carries the maintenanceof the College assetsand infrastructure, and
sourcing and distribution of electricity and water. In each case,Works Departmentis
headedby a director who reports directly to the Provost.
Training of estate staff - Like funding, skilled estate workforce is also very much
implementation.
At the
the
to
the
asset strategy
critical
success or otherwise of
for
have
do
Colleges
the
or
appropriate
structured
policies
programmes
not
moment,
training of estate staff to update their knowledge and skills in order to make them
Individual
to
the
staff members who wish to
new
challenges.
responsive
more
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improve their knowledge, and who gain admission into Universities or Polytechnics
are however given sponsorship by the Colleges to pursue their training, as funds
permit.
Factors responsiblefor assetgaps - Major factors that are responsible for the gaps
between the required and the existing assetsand facilities in the colleges have been
identified. These include inadequate finance, lack of structured strategy for
developmentand maintenanceof assetsand facilities, inadequatetraining for estate
staff, poor management of finances, sharp and unrealistic rise in population, etc.
General assets and facilities problems, opportunities and proposals have being
identified as given in appendix K.
Level o!f Asset Management Application - The I,4M nianual identified attributes of
good asset management which can be broken down essentially into two major
groupings:
9 Knowledge of the assetbaseat a strategic and tactical level
e Organizational Capabilities in assetmanagementat a strategic and tactical level.
This sets an important parameter for deciding the scale of change an organization
wishes to make on its journey to become a good practice organization in asset
management.Positions of the Colleges in regards to asset managementapplication
were therefore assessedand it is clear that the knowledge of assetbaseof the Colleges
is averagewhile score for Colleges' capabilities in assetmanagementis low.
Asset Strategy Model - The study has confirmed through interviews and interactive
workshops that the asset strategy model has been very much appreciated and can
indeedbe adoptedby the Colleges,especially in view of*

The statedassetobjectives of the College

in
The
the country whereby public organizations are
trend
current
general
9
embracing managementconcepts from the private sector which ensuresthat
public expectationsare matchedwith an efficient use of limited resources
9 Willingness of the Collegesto challengethe statusquo in order to seekbetter
ways of doing things.
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The simplicity of the strategy model, generally viewed as being very much
user-friendly.
It is expectedto bring about tremendousimprovement in the managementof assets
and facilities, if adopted
Key Similarities betweenthe Colleges
1. Aims and Objectivesof the Colleges- Theseare samefor all Colleges, as they
are all establish by same Government to operate under same policies and
provide sameservices
2. Condition of assets and facilities - because many factors that impact on
physical facilities of the colleges are similar, the conditions and performance
of thesefacilities also seemsto be similar in all Colleges.
3. Management of assets and facilities;

including

Capital Investment,

Maintenanceand disposal decisions - Unstructuredand ad-hoc approach
4. Power and Water Supply - Very much erratic in all colleges. The Colleges
therefore locally sourcefor electricity and water suppliesto meet their needsat
very high cost
5. Funding - Samesource; the FederalGovernmentof Nigeria
6. Staff Development: No formal and structuredprogramme for improvement of
skills for the Works Dept Staff
7. Land ownership - The Colleges have about 95% freehold ownership of their
lands and each College is located on a single compact campus.
Key Differences betweenthe Colleges
1. Focus of Individual Colleges: while some Colleges lay more emphasis on
running science based courses,others focus more on arts based courses.The
implication here is that Colleges with more science students attract more
funding from the Governmentbecauseof its policy of producing more science
students.
2. Location: Some Colleges are located in urban cities while other are located in
semi urban or rural areas.Colleges located in the cities have the advantageof
a better residential accommodationfor staff and studentsfrom outside*sources,
better public transport services,better supply of public utilities, etc, than those
located in the rural areas where such facilities and services are either not
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available or grossly inadequate. Colleges in the cities also have the added
advantage of opportunities for non asset solution to their service delivery
needs.They can collaborate with other institutions, Government agencies,non
governmental organizations, or even private establishmentsto get servicesas
conferencefacilities, sports facilities, classroomspaces,*etc. they also have a
better chance of generating revenues locally through some commercial
activities or consultancy services.All these may not be available to the rural
colleges.
3. Size of assets:The Colleges have different numbers of physical assets.Older
colleges have more number of academic programmes and population,
thereforemore numbersof physical assets.

4. Population: while student and staff population in all the Colleges is observed
to be rising sharply, the figures are not same. The older Colleges are more
populated.
5. Management/staff1studentrelationship: the way management, staff and
students interact varies from one College to another, depending on the
disposition of administrators in each college.

While there seems to be

cordiality and harmonious relationship in some Colleges due to the open,
inclusive and transparent manner the management run the affairs of their
college, others seemsto run theirs with high handedness,resulting to mistrust,
rancour, and strikes.
6. Influence of immediate environment: Environment in which the Colleges
operate,such as cities or rural areashave great impact on colleges, particularly
in respect of complementing College efforts in provision of alternative
accommodation,sports and conferencefacilities, transport services,etc.
External Influences on the Colleges
1. Federal Ministry of Education: The Federal Government, through its Ministry
of Education owns and ftinds the colleges. The ministry therefore provides the
policy guidelines and dictates the operations of the Colleges through the
appointment of the Provost and Governing Council.
2. National Coninzission of Education (NCCE): NCCE receives funds from the
Government and disburses same to the Colleges; sets standards for academic
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progranu-nes and physical developments; monitor and ensure College
complianceof standardsand all Governmentpolicies.
3. Neighbouring communities: Host cornrnunities in which Colleges have
representativesin the college governing councils and therefore have influence
on the policies and operationsof the Colleges

7.2.2 Analysis and Appraisal of Existing AM, and the related FM and EM
Theories
Relevant literature reviewed in chapterstwo and three describesassetmanagementas
the optimum way of managing assetsto achieve a desired and sustainableoutcome.
The literature review, comprising more than 200 referenceshas also shown that asset
managementactivities extend from the identification of user expectationsto the daily
operations of the assets required to meet defined levels of service. It covers Ahe
procurement, operational management,maintenance,rehabilitation and disposal of
assetssuch that their use is maximized in regardsto their service delivery potentials
and that risks and cost are managedover their entire life.
The literature review carried out reveal four key elementscentral to the role of asset
management,and these include:
0

Identification of needsfor the asset,in the light of stakeholderrequirements

9 Provision of assets,including its ongoing maintenanceand rehabilitation to
suit continuing needs
0

Operationof the asset

*

Disposal of the asset when the need no longer exists or it is no longer
appropriatefor the assetto be retained.

The signifieance to any organization of the inter-relatednessof these four elements
can be seenfrom the following three perspectives:
1. Defining and quantifying demandemanatingfrom strategic businessdirection
in tenns of operational needsof assetsand support services to core business
activities;
2. Defining supply in terms of the necessaryphysical assetbase and appropriate
servicelevels from the delivery perspectivesand their managementover time;
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3. Matching supply to demandover time as a continuous processof maintaining
relevancein terms of an appropriatephysical resourcestructure to support the
corporatestrategic intent.
Discussionof assetmanagementin Chapter Avo indicated that it is commonly defined
as the full life cycle managementof such assetsin order to maximize their advantage.
It covers site acquisition and disposal, the replacementand remodeling of buildings,
roads and bridges to include extensionsand improvements,plus the managementand
maintenanceof such capital infrastructure assets.From a financial standpoint, regard
must also be made to the opportunity cost of such assets,i. e. the costs of having
capital tied up in the assetrather than available for investment.
It has beenarguedthat good assetmanagementusually meetsthe following criteria:
9 The organization knows what is in its assetportfolio, where those assetsare
and who is responsible for their upkeep (usually this means that each asset
assigned a short asset statement: these are summarized into service asset
statementswhich support the corporateassetmanagementplan)
The organization has developeda meansof relating the assetsin its portfolio
to its wider objectives, thus providing a basis for investment and disposal
decisionsand for setting priorities betweenthem
The assetportfolio is reviewed regularly, both on a department wide and an
organization wide basis, according to criteria set centrally and used
consistentlyacrossthe authority
9 The organization has consideredboth long ten-n(5-10 years) and shorter tenn
objectives
*

It links the use of assetsto the use of other resources

Decisions about reviews, additions, disposals, maintenance programmes and
collaboration with other partners are taken systematically and implementation is
monitored by members

Asset Management Goal
The goal of Asset Managementas given in the literature review chapter is to meet a
required level of service in the most cost effective way through the creation,
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for
disposal
to
provide
acquisition, operation and maintenance,renewal and
of assets
presentand future customers/communities.The life-cycle approachis central to Asset
Managementby taking account of the total cost of an asset throughout its life. A
better service,not a better asset,is a key indication of successfulAsset Management.
Simply stated, Asset Management fulfils a much needed intermediate role between
strategic managementand operational managementin any organization. In order to
achieve the much needed alignment between organizational structure, work process
and the enabling environment, the organization's strategic intent must clearly reflect
the assets/facilities dimensions in its strategic business plans. In this respect, the
literature review highlighted three emerging themes:
the needto link assets/facilitiesdecisionsto corporatestrategy;
the needto proactively manageassets/facilitiesas a businessresource,and
The need for the development of conceptual models and frameworks for
integrating the emerging evaluation tools and managementskills as they are
applied to the provision, operation and managementof assetsand associated
facilities for the attainmentof corporateobjectives.
The reviews therefore show that assetsare owned and managedthroughout their life
within a framework of return and risk. All assetowners and users expect appropriate
returns (benefits) from their investment including financial returns, and more
importantly the matching of their assetswith the servicesthey deliver
A comprehensiveunderstandingof assetsand their life cycle can allow assetowners
and users to influence directly the quality of service delivery, and to optimize the
value, use and returns from the assetsunder their control. The emphasisis on control
it.
does
to
to
not need own or physically possessan asset control
- an organization

7.2.3 Analysis and Appraisal

of the Field Study

The field studies were carried out in line with what is discussed in the literature
review

(Chapters 2&3)

and the interim

strategy model chapter (Chapter 4).

Discussions in these chapters basically view asset management as the optimum way
of managing assets to achieve a desired and sustainable outcome, and Asset Strategy
its
its
delivery
by
College
to
the
a
match
asset
service
vehicle
which
can
portfolio
as
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requirements.The strategy defines the basic relationship between the service delivery
strategy and the capital investment, assetmaintenance,assetdisposal strategic plans
and how theseplans interlink.
In order to facilitate later comparison,the field study data analysis generally emulates
the structure provided by the existing theory. This is because an objective of this
researchis to confirm and also extendthe existing theory. The Processof analysiswas
not tightly constrainedby that structurebut was allowed to develop around it.
It is argued in reviewed literature that there is no ideal template for an assetstrategy:
it should meet the needsand circumstanceof eachcollege. The studies were therefore
conducted,in line with the literature and the assetstrategy model infig 4.4, which is
itself a product of the literature review. The study processtook the pattern given in
fig 6.1 which resulted in:
Identification of College CorporateGoals and Objectives
Identification of Academic Plans and servicedelivery requirements
Establishingthe link betweenthe Academic Strategyand Asset Strategy
Establishing the level of Collegesunderstandingof itsasset/facilities and their
competencesin Asset Management
Identification of the College's existing assetsand facilities, their condition and
performance
Identification of current and ftiture requirementsof assetsand facilities and the
changesrequired to implement thoserequirements
Identification of the problems of the existing assetsand facilities
Identification of the opportunities for development, rationalization and
reconfiguration of assets
Identification of the options available to the Colleges
An evaluation resulting in a preferred option
Identification of staffing needs of the estate department and structured
programmefor staff capacity-building
Review and adoption of the assetstrategymodel
The above was achieved through document analysis, observations, interviews and
interactive workshops/conferences.At the end of the workshops, a number of
implemented
bring
have
forward
if
been
which
will
about
put
recommendations
tremendous improvements in the way assets and facilities are managed in the
Colleges. It should be emphasizedthat the study is only intended to provide useful
overview and framework that will facilitate effective and efficient managementof
assetsand facilities by the College.
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7.2.4 A Synthesis of the Eýisting Theory and the Field Study Data
This section brings together the activities and events identified in both the theory and
the field study to enable them to be compared and discussed. Through this process the
robustness of the existing theory will be established and consequently justification for
any extension to it identified.

The literature in Chaptei-s2-4 indicates that assetmanagementprovides the strategic
link between strategic business planning and operational asset management.In the
context of the Colleges, the focus of Asset Managementas expressedin their strategic
assetob.ectives is basically to reconcile the demandfor, and supply of, physical asset
base and associate support services essential for the delivery of its core,business.
Simply expressed,the principal role of Asset Management is to support the core
businessof the Colleges,which is teaching and leaming.

7.2.4.1 The Asset Strategy Model
An Interim Asset Strategy Model earlier developedand given infigure 4.4 provided
necessaryguide in the conduct of the field studies.Asset Strategy, as defined in the
reviewed literature, is the planned alignment of physical assetswith service demand.
It is achieved by the systematic managementof all decision-making processestaken
throughout the life of the physical assetDPW (2004).
Business objective
Analysis of the field study revealsthe strategicbusinessobjectives of the collegesand
their asset objectives which are observed to be common to all colleges and are
properly documentedand understood.These constitute the first requirements for the
developmentof an asset strategy, as discussedin chapters 2-4. The literature argues
that effective assetmanagementrequires an understandingof the Colleges' business
and the demandsof its operations. The Asset Strategy policies of each College can
thereforeonly follow the strategicplans of that College as a whole.
Literature has indicated that in order to achieve the much neededalignment between
organizational structure, work process and the enabling environment, the
organization's strategic intent must clearly reflect the assets/facilities dimensions in
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its strategic businessplans. These objectives are provided in the decree establishing
the Colleges, NCCE guidelines, College Academic Plans as well as stakeholder
needs/expectationsobtained through interviews and workshops.
Service delivery requirement
According to the literature, an organization's service delivery strategy defines what
services it will deliver in accordance with their corporate' plans thus satisfying its
stakeholders. It translates the broad goals and objectives into specific service
requirements that it plans to deliver outlining the strategy that is to be adopted.

Accordingly, service delivery information contained the College's corporate plan
provided necessary details about which services are to be delivered and to what
minimum standards. Though the plan obtained in the Colleges did not provide
sufficient details, the following generic questionswere answeredto ensure that asset
strategyis developedin responseto more specific assetneeds:
"

What servicesdoesthe college plan to deliver?

"

To whom are the services to be delivered and what are the stakeholders'
expectations?

"

When are the servicesrequired to be delivered?

"

Where are the servicesto be delivered; and
To what level/standardare servicesto be delivered?

"
Answers to these and similar other questionshad provided the necessaryinformation
required in identifying assetrequirementsof the colleges vis-A-vis the existing assets
and their functionality.
Existing and required assets
The IAM manual identified attributes of good assetmanagementwhich can be broken
down essentiallyinto two major groupings:
"

Knowledge of the assetbaseat a strategicand tactical level

"

Organizational Capabilities in assetmanagementat a strategic and tactical level.

The Colleges therefore need to have a good understandingof their assetportfolio to
be able to manage them effectively and efficiently. According to the literature, the
assetportfolio developedby an organization should representthe assetresponseto its
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service requirements. It is derived from analyzing the service delivery requirements
and other organization's corporateplanning documents.The processof developing an
assetportfolio should be undertaken in the context of overall resource management
and servicedelivery.
TAM policy discussed in Chapter two identifies five fundamental service delivery
characteristicsof an assetportfolio. Matching assetperformance to service delivery
objectives requires an analysis of these five indicators. These service delivery
characteristicsare (NSWT2004);
9 Asset/Service Dependency (which asks: can asset delivery be made less
dependenton asset?);
0

Asset Utilization (which asks:are assetsfully used in service delivery?);
Asset Location (this is concerned with addressingthis question: Are assets
appropriately located for effective servicedelivery?);
Asset Capacity (Have the assets sufficient capacity to provide required

);
services?
*

Asset Functionality (are assetssuitable for optimal delivery of the services
they are intended to support?).

These five characteristics form the basis of the framework for development of an
Asset Strategy.The policy further suggeststhat if assetsegmentsdo not comply with
any of the above indicators, there is then the need to examine if services could be
more efficiently provided by adjustmentto the assetportfolio, or by changing the way
in which servicesare delivered to make better use of the available assets.
In line with the above therefore, and to get real understandingof the context in which
assetsoperates,the field studies establisheda number of background facts in respect
of the college assetsand facilities. Theseinclude: the scopeof the assetfunctions; the
number of physical assets; location of assets;tenure of assets; age mix of assets;
condition of assets; dimensions of buildings and provision of FM services. Data
collection on the assetsand facilities were detailed and all encompassing.The data,as
stated in the literature review, is needed to build an overall picture with which to
inforin the strategic planning process. Identifying and gathering relevant data on
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existing assetsand facilities was undertakenwith a view to identifying problems and
opportunitieswhich allowed the subsequentgenerationof options and solutions.
Sound information about the existing assets and facilities in the Colleges is a
in
for
appropriate
strategy,
order to ensure that the
prerequisite
a robust and
asset
information available to the Colleges is sufficiently comprehensive to undertake a
complete evaluation of options. Comprehensive,but simple views of the condition of
buildings,
facilities,
College
administrative
all
assetsand
comprising of academicand
student and staff residences and sport fields have therefore been documented. A
sampleasset/facilitiesdata for one of the Collegesis given in appendix H.
A gap analysis was then undertakento identify the necessaryadjustmentsto be made
to the asset portfolio and related facilities. Successful analysis, according to the
literature, is ensuredby:
Having available, all relevant information on existing assets
Knowing the trends in demand
Having a clear strategic direction and objectives
Applying appropriateplanning tools and methodologies.

Problems, opportunities andproposals
After identifying the gaps between assetand facilities neededto effectively meet the
service delivery requirements of the Colleges (current and future) and the existing
for
identified
factors
gaps
were
carefully
and analyzed, as
responsible
such
assets,
in
literature.
is
This
the
with a view to providing workable solutions.
provided
The study, through the data collection methods discussedin the proceeding chapters
and verification/validation workshops/conferencestherefore, had identified most of
the existing problems, opportunities and proposedsolutions. Accordingly the interim
assetstrategy model was adopted with some minor modifications that were aimed at
it.
properly contextualizing This is discussedin the next section.
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7.2.5 The Modifled Asset Strategy Model
The interim asset strategy model (Figure 4.4) was developed based on literature
review and using insights from the researcher'sbackground.It was then used to guide
the conduct of the field studies and was at various interactive workshops, presentedto
stakeholdersfor necessary modification and adoption. Details of the field studies
including workshops and conferencesare given in Chapter six.
Basically, stakeholderswere generally satisfied with the interim model as a veritable
tool for effecting improvements in the managementof College assetsand facilities.
To make the model more robust and adoptableby the Collegeshowever, the analyzed
data from the field studies and the observations raised by the stakeholdersduring
verifications workshops were taken into considerationwhich resulted into someminor
modifications of the interim assetstrategy.
The field study data and workshops had identified a number of factors that neededto
be included in the model, principal of which are:
decision
demand
Assessment
tools
and
of
management, risk management,
9
value managementand Asset information.
*

Spaceutilization and management

Thesefactors were then appropriately insertedinto the new assetstrategymodel given
in Figure 7.1, and reasons for the insertion as identified in the workshops are
discussedin the next section:
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7.2.5.1 Justification

for the review of model

The Interim Asset Strategy Model earlier developed was presented to stakeholders for
the purpose sensitizing them on the need to develop their asset strategies and to also
get them to participate in the development of the model which will subsequently
guide them in developing their own strategies. They were therefore encouraged to
properly understand, and critically

examine the interim

model and then make

necessary additions or deletions in order to strengthen it. The justifications

for the

discussed
below:
therefore
additions
are
main

Asset managementdecision Tools
Service delivery by the Colleges will consume resources.It will therefore at least
partly rely on how efficiently limited resourcesare managedand coordinated. Service
delivery will be optimized at all levels when resource planning and various asset
management tools are integrated, which includes Demand Managemenf, Risk
Management; Value Management; space Management and Asset Information.. In
developing Asset Strategies,Colleges are required to critically assesstheir operating
environmentand their competencyto respondto that environment. Those assignedthe
task of developing asset strategiesneed to make difficult decisions that have longterm and often critical consequencesfor their Colleges. These decision tools are
thereforerequired to provide the necessaryassistance.
Demand Management - As discussedin chapter two, demand motivates the supply
leads
including
to
the
and
provision
and
use
of
resources
physical assets,
of services
and demand managementaligns demand for serviceswith the available resourcesto
ensuregenuineneedsare met and College benefit is maximized.
It was observed that the Colleges cannot possibly meet up with the stakeholder
demand for assetsand facilities. Even if they can, and the colleges keep building
assetswithout some constraint on demandit is likely that their capital requirementsto
operate and maintain these assetswill eventually jeopardize the services they are
seekingto provide.
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DemandManagementshould therefore be a key elementof the Asset StrategyModel,
which should essentially identify demand as the needsof services, rather than wants
of assets.Decisions as to which needsare satisfied should then be made from a whole
of college perspective.It is expectedto managedemandin a variety of ways, suchas:
"

by reducing the underlying need for the service, e.g. curtailing student
population

"

by changing the way in which stakeholder needs will be met to reduce
pressure on available resources. These needs, expectations, hopes and
aspirationsare the driving force for the supply of services.

"

by raising awareness of the connection between stakeholder needs and
expectations and the subsequent delivery of services and expenditure on
physical assets

41 suggestingways that colleges can respond to the needs and expectationsin a
manner that best matchesservice delivery (and the relevant supporting assets)
to the available resources
Risk Management - Risk is defined in the literature review (Chapter t-vvo)as the
chanceof something happening that will have an impact, either positive or negative,
on objectives and/or outcomes. It arises becauseof limited knowledge, experienceor
information and uncertainty about the future or through changesin the relationships
between parties involved in an undertaking. This latter category is particularly
relevant to situation in the colleges where provision, operation and maintenanceof
assetsand facilities are contracted out and private sector participation initiatives are
being undertaken, in addition to the active Government involvement in the policy
formulation and funding of the colleges. Other potential asset-relatedrisks in the
Collegesare numerousand may include:
"
"
"
"

Inadequatemaintenance;
Capability;
InadequateElectricity and water supplies
Industrial action;

"

Stakeholderexpectations;
Technological change;

"

Demand trends;

"

214

Population growth; and
Enviromnental events.
9 Govenunent policies
Funding constrains
It is therefore recommendedthat risk managementshould be another key element in
the model, as it is the process of identifying, analyzing and addressing risks and
opportunities on an ongoing basis - not only to avoid negative outcomes, but also to
in
is
Inclusion
Risk
Management
the
model
aimed at
exploit emerging opportunities.
identifying
Colleges
the
structured
way
of
and analyzing potential
with
a
providing
risks, and devising and implementing responsesappropriateto their impact.

Value Management - Value Management is another powerful management tool
which should be integrated with demand management and risk management to
for
foundation
for
decision
effective
making process the colleges.
provide a strong
As discussedin Chapter two, Male, Kelly, et al (1998) define Value Management
(VM) as proactive, creative, problem-solving or problem-seeking service which
by
its
development
from
functional
the
managing
value
of
a
project
maximizes
concept to use. The process uses structured, team-oriented exercises that make
explicit and appraise existing or generatedsolution to a problem by referenceto the
value requirementof the client.
As part of the asset strategy implementation process, the model provides for the
development of asset management strategies involving three interlinked planning
processes,namely:
o

Capital Investment StrategicPlanning

o

Asset Maintenance Planning

o Asset Disposal Planning
Each of these plans and their resulting programs projects must be based on sound
is
Management
Value
an appropriatetool that can
of
analysis
and
planning.
principles
be used to develop and implement theseplans, hencethe imperatives of its inclusion
in the Asset StrategyModel.
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Asset Information - It was observedthat assetinformation is also another important
factor in the developmentof an assetstrategy,and should form part of the model. This
is informed by the fact that colleges can not effectively and efficiently mange their
physical assets without knowing what they have, where each asset is, what its
condition is, and what is the demand for it. The effective managementof an asset
portfolio is dependenton the availability of relevant, reliable and timely information.
The ob ective of an Asset Information therefore is to provide data in a form which
all ows the Asset Manager to accesssummary data which will enhancethe strategic
planning processes.
It is therefore quite obvious that effective implementation of assetstrategiesrequires
the use of assetregisters to provide the statedinvaluable source of information of the
College assets.The registers are listings of information relating to various aspectsof
college assetportfolio, in a form that allows data to be cross-referencedand retrieved
as required, and should record all assetson the balance sheet, together with basic
information as to use, size, value, occupying departmentetc.

SpaceManagement
Space management is an important aspect of estate/facilities management of any
college and therefore needs to be incorporated into the asset strategy. Poor space
utilization had been observed in all the colleges studied. The Colleges will therefore
need to assessspaceutilization and spaceneed in order to objectively consider their
accommodation requirements as part of the asset strategy. This will highlight the
extent to which the accommodationis being efficiently utilized and opportunities for
rationalization and remodeling and more effective timetabling. Reducing estatescosts
by using spacemore efficiently can releasefunds for other important activities.
The Colleges are continuing to expand at a time of funding constraints, and so the
needto eradicatewaste and inefficiency in the use of spaceis particularly important.
New teaching and learning practices and developments.in researchare changing the
space needs of the Colleges. Information technology, part time students are major
influences. In addition, student numbers are apparently on the increase. All these
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factors have combined to make it imperative recognizespacemanagementin the asset
strategyand this has been duly insertedin the model as shown in Figure 7.1.
The next section discusses the conduct of the research validation exercise, the
modified asset strategy model and the responsibilities for the development of asset
strategyby the Colleges.

7.3 Research Validation and Final Evaluation of Model
This researchhas developed an asset strategy model by first developing an interim
model, based on literature review, which was then modified during the field study
exerciseand finally validated. The purposeof this section therefore is to discusswhat
validation is and how the validation exercise was conducted. Also discussedis the
modification of the asset strategy model, the various phasesof the model and the
responsiblyfor its developmentby individual collegeswishing to adopt it.

7.3.1 Research Validation Exercise
Validity has been defined as: "the assessmentof whether one's findings or conclusions
are faithful or true to what one is studying" (Braud, 1998). It therefore deals with the
appropriatenessof the method to the research question. Proponents of qualitative
methodologies have developed techniques that safe guard against the possibility of
error in, excessive subjectivism, and delusion whilst ensuring trustworthiness,
including credibility, transferability, dependability, and confirmability (Lincoln
1985). These techniques include prolonged engagement, persistent observation,
triangulation (of sources,methods, and investigators),peer debriefing, negative case
analysis, referential adequacy, member checks, thick description, dependability and
confirmability audits, and the reflexive j oumal. One particular aspectof validation has
specific implications for model building research, namely outcome validity
(Darlington 2002).

In respectof this research,the design for data gatheringand data analysis Nvasfrom the
onset set out to be transparentand to ensureas far as possible that the data gathered
data
The
the
to
gathering and analysis thus
reflects
contexts studied.
approach
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incorporatesrigorous cross checking and methodologicaltriangulation to eliminate bias
and establish reliability and validity. There was a feedback system as well, through
structuredinteractive workshops.
The triangulation strategy of verification is a method in which the researchercollected
data through a combination of interviews, observation and document analysis. For
example, what someonesaid in an interview was checkedagainst what the researcher
observedin a field visit and what he saw or read in documentsrelevant to the study.
This facilitated some kind of pooled judgment which strengthened reliability and
validity.
Feed back method involved asking the participants to comment on the researcher's
interpretation of the data. That is, the tentative findings were taken back to someof the
participants to confirm if researcher's interpretation of data is correct. Interactive
workshop was then organized at the end of study of each College, involving research
participantsand other stakeholderswho were not involved in the field studies.
It can be arguedthat the adoptedmethodology describedin Chapterfive has a number
of in built techniques which contribute to the validity of the outcome, such as the
interactive feedback workshops. Additionally, most of those interviewed throughout
the study were from the senior managementof the Colleges, which should guarantee
the quality of that data. At the end of the whole field studies however, a validation
in
focus
to
of the validity of proposed
exercisewas undertaken order place specific
NCCE
At
the
the
the
was
study.
validation
conference,
as
outcome
of
research
model
representedby an expert on Asset Management.An academic and expert in Asset
Managementin the Department of Civil Engineering of a University located in same
College
hosted
the conferencealso attended.The active participation
the
that
as
city
further
has
the
the
two
conference, and particularly
experts
of all attendees of
strengthenedthe validity of the model.
A common claim made by sociologists is that an analysiscan be validated by the very
members interviewed in the sample described (Silverman 1985). Focus groups are
by
discussed
findings
the
practitioners.
and
conclusions
are
and
reviewed
used,where
This is done by seeking consensuson the investigator'sdescription, and the perception
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of the members of the collectivity that is being investigated (Silverman 1985). This
in
by
findings
this
the
and the modified asset
study
presenting
was
adopted
method
th
held
13
July 2007,
final
framework
the
to
on
a validation conference
strategymodel
in the conferencehall of one of the casestudy Colleges.Participation was drawn from
the casestudy colleges and other collegesnot involved in the casestudies.
The procedure adopted for choice and administration of the validation conferenceis
presentedin Table 7.1.
Objective(s):
field
findings
from
To
the
studies
"
validate
" To Validatethe applicability of the proposedAsset StrategyModel in real-life situations.
for
fulfils
To
the
the
that
the
an
colleges
requirements
of
proposed model
ensure
9
effective and*efficient managementof their physical resources,now and in the future.
Sampling procedure: The choice'of the colleges and organizations to participate in the
based
on a purposive sampling approachwhere casestudy colleges,
validation exercisewas
three other colleges and Government and private organizations that are believed to have
influence on the Colleges were targeted. Choice of participants from within each
left
to the recommendationof.their.respectivemanagement.
was*
college/organization
Administration procedure: A letter was sent to the headsof the selectedcolleges,Federal
Ministry of Education, National Commission for Colleges of Education (NCCE) and the
Departmentof Civil Engineering of a University that is located in samecity as the college
that hosted the conference. This was then followed by phone calls to further explain the
by
involved
30
The
the researcherof
the
a
minute
presentation
of
exercise.
session
purpose
the findings, including report on identified problems and opportunities (appendix K) and
.
half
hour
discussion,
by
followed
(fig
7.1).
this
review
atwo
and
a
was
proposed model
.
by
Each
the
model.
sessionwas attended principal officers of the colleges
and critique of
and representativesof the organizations selectedfor the exercise. NCCE was represented
by an assetmanagementconsultantwhose participation greatly enhancedthe quality of the
exercise.
Presentation of results: Findings from the validation exercise are discussed below.
Additionally, a list of participants is also presentedbelow

Table 7.1 the Validation

Exercise Administration

Procedure
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List of Validation ConferenceParticipants
" Two representativesof each,from the three Collegesthat participated in the
main study
" Two representativeof each,from three other Collegesthat did not participate
in the study
A representativeof the FederalMinistry of Education
A representativeof the National Commission for Colleges of Education,
NCCE
An academicfrom the Departmentof Civil Engineering of a University in the
samecity as the conferencehost College

7.3.1.1 Validation Conference - Summary of Discussion
The discussionat the validation conferencecentredaround three main issues:
1. A debate on the general finding of the study and common problems and
opportunities identified during the field study in the various Colleges.
2. A consensuson stakeholderneedsthat are applicable to all Colleges.
3. A general deliberation on the proposed asset strategy model, including
whether it is implementable,what it should do and what should constitute the
model in order to meet the stakeholderneedsand aspirations.
The delegateswere divided into three groups. A deliberate plan was made to keep
in
from
participants
same college/organization different groups in order to avoid bias
in opinions. The groups were then asked to present a summary of their discussion.
These summariesxveredebatedin plenary sessionand consensusreachedon how the
Asset Strategy Model should be. The following provide a summary of what was
discussed:

Issue 1: A debate on the generalfindings of the study and common problems and
opportunities identified in the colleges
The study results in Section 7.2.1 and the common problems and opportunities
identified and presented in appendix K were used as the basis for the discussion,
where each issue was brainstormed and debated.The terminology was also debated,
and a consensusreached. During the courseof discussionparticipants also described
the practice in their respectiveCollegesas well as their knowledge of what is obtained
in other organizationsthat have well developedstrategiesfor managing their physical
facilities, and suggestedwhat should be reflected in the proposed model. The groups
were askedto examine the common problems and opportunities identified during the
field studies,and discussthe following:
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How well the study results reflect the situation in the Colleges
How well the presented table (appendix K) reflects the current problems
within their colleges and also reflects their needsas stakeholders.
How feasible are the identified opportunities
The terminology usedto describethe problems.
Any other issuethat could impact on the model.
Summaryof the report on issue I is as follows:
The study results have generally reflected the actual situation in the colleges
The table presentedhas largely reflected the problems and opportunities in the
collegesand needsof stakeholders.
The opportunities are largely feasible, particularly if the Colleges are more
prudent and transparentin the managementof their finances.
The terminologies used are clear and conforms with what is generally used in
the Colleges
Issue 2: A consensuson stakeholder needsthat are applicable to all colleges
Stakeholder needs presented was based on the asset objectives of the Colleges
discussedin chapter seven, which are common to all the Colleges. The list of the
stakeholderneedswas therefore adoptedafter exhaustivedeliberations.
Issue 3: A deliberation on the proposed assetstrategy model
Three catalyst questionswere proposedto begin the discussion:
I- Do you think the colleges can be able to develop and implement an asset
based
on the proposedmodel?
strategy
2. What do you want the assetstrategymodel to do?
3. What do you want the assetstrategymodel to include?
The following answerswere generated:
1. A consensusthat the Colleges can indeed develop and implement Asset Strategy
basedon the proposedmodel
2. Participantsexpect the proposedmodel to:
"
"
"
"
"
"
"
"
"

provide a strategy that would ensure optimum utilization of College assetsand
facilities.
identification
for
proper
of servicedelivery requirements
provide
provide for proper documentationof existing and required assetsand facilities
Provide for demandmanagementand risk management
Provide for spacemanagement
for
identification of problems and solutions.
provide
provide for human resourcesdevelopment.
Pool ideasto instill "good practice" into the current practice in the colleges
Provide for assetperformancemeasures
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o be simple and user-friendly
At the end of the exercise, the assetstrategy model was strengthenand confirmed in
line with the needs and expectationsof the stakeholders.A modified and confirmed
Asset Strategy Model is given in Figure 7.2 and discussion on the evaluation of the
model is given in the next section.
7.3.1.2 Evaluation of the Asset Strategy Model
One of the principal objectives of this research is the development of management
strategies that will enhance effectiveness and efficiency of assets and facilities in
meeting service delivery requirements of the Colleges. Literature has shown that this
can be achieved through the development of asset strategies. The strategy is based on
an analysis of the assets and facilities, the Academic Plan, current resources and future
opportunities. It will enable the Colleges to:

*

Develop the assetsand facilities to achieveCollege Goals

9 Effectively and efficiently managephysical resources
e Demonstratethat provision, maintenanceand development of the assetsand
related services are consistentwith the College's Strategic Plan, and to secure
value for money.
Asset Strategy is a top-level plan that will outline and guide the College's asset
responseto its service requirements,through the development of an asset portfolio,
and identifies any needs or 'gaps' to support services and addressesthose through
planned capital investment, disposal or maintenanceincluding replacement and/or
upgrading.

Accordingly, this research,through interrogation of the literature, developedan Interim
Asset Strategy model as shown in Figure 4.6. The model then guided the conduct of
field studies and stakeholders were provided with the opportunity to study and
participate in the review of the model to make it more robust and adoptable by the
colleges. Involving staff, studentsand other stakeholdersin the process of developing
the model is very important for the success of its adaptation and subsequent
implementation. Thus a participatory approach was used in appraising the model,
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identifying the strategic needs,and working out the processof strengtheningit for the
benefit of all the Colleges.
The interim model was reviewed and slightly modified (Figure 7.1) in the course of
the field studies. The modification was achieved after the interim model was
subjected to critical analysis by the stakeholdersduring interactive workshops, in
order to align it with their needs and aspirations. A final modification of the asset
strategymodel was carried out at the end of the validation conferenceas discussedin
the next section.
7.3.1.3 Final Review of the Asset Strategy Model
The validation conference deliberated exhaustively on what the assetstrategy model
should do and include. The stakeholders'needsand aspirationswere observedto have
been largely addressed by the model. Accordingly the asset strategy model was
adopted,albeit with some minor amendments,as being implementable and capableof
ensuringeffectivenessand efficiency in the managementof assetsand facilities in the
colleges. The amendments that needed to be effected, as observed during the
verification conferenceis the inclusion ofe Asset PerformanceMeasuresand
0

Staff developmentPlan.

Accordingly, theseobservationshave beenduly incorporatedand a final assetstrategy
model producedas in Figure 7.2.

Justification for the amendments
The aspects identified in the validation conference for inclusion in the model are
considered very vital to its successful implementation. The justification for such
additions is given below:
Asset perfon-nancemeasures
The inclusion of assetperformance measuresin the model is considered essentialto
the developmentand implementation of an Asset Strategy as they provide a gaugeof
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how well the managementof assetsis supporting services. This should be directly
linked to the identification of existing assetsand facilities.
The Australian asset strategy models observe that there are two groups of asset
performancemeasuresthat must be identified and applied in the Asset Strategy.They
are equally important and focus on two distinct aspectsof assetmanagement.(TAM
2000):
Effectivenessmeasures
e demonstratehow well the assetportfolio supportscollege services;
*

demonstratethe extent to which an asset'sperformance supports the delivery
of services.And

Eff leieney Measures
*

demonstratehow 'well' assetsare managed;and

*

what is the cost to operateassets.

Effectiveness performance measures provide the most objective method of'
determining how successfully assetshave beenusedin supporting services.It helps to
identify asset-related risks and establish service focused priorities. Efficiency
measuresshow how the cost of assets affects the cost of services. Demonstrate
whether value-for-money service delivery is being achieved. They may also show
whether the assetsare being managedwithin the budgetary and industry standardsfor
similar assets.The inclusion of a comprehensiveset of qualitative and quantitative
its
demonstrate
College's
knowledge
therefore
the
of
measureswill
asset portfolio
and that it understandsits greaterrole in maximizing the use of available resources.
Staff Development Plan
The conference participants had identified

lack of structured staff development

programs for College estate staff as one of the problems militating against effective
management of College assets and facilities. In order for the Colleges to fulfill their
asset objectives effectively and efficiently, it is important that estate department staff
be provided vAth the necessary support and training opportunities to enable them to
undertake their roles to the highest standard.
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It is therefore important for each College to have staff development program that is
flexible and adaptable to the changing environment. New programs and initiatives
needto be consideredand implementedon a continuousbasis. This staff development
program should be embeddedinto the assetstrategymodel, for it to achieve its stated
objectives. It is added as a major input to the implementation phase of the model,
along with capital investment, maintenanceand disposalplans.
7.3.1.4 Evaluation of the Asset Strategy Model
The asset strategy model has been developed and reviewed to ensure that Colleges
adopting it are able to effectively align their asset planning and managementwith
service delivery priorities and strategies,sothat all assetssupport services in the most
appropriate,effective and efficient way.
The model which was first developedprior to commencementof the field studieswas
subjected to critical analysis, resulting to some modifications during interactive
workshops organised in each Case Study College to review field study data. It was
further reviewed during the Validation Conferencewhich took a holistic view of the
final
in
Asset
Strategy
Model
to
the
model, resulting
production of an
as given Figure
7.2. It is expected to bring about tremendous improvements in the managementof
College assetsand facilities.
The Asset StrategyModel is expectedto outline and guide a College's assetresponse
to its servicerequirements,through the developmentof an appropriate assetportfolio.
It will identify any needs or 'gaps' to support services and addressesthose through
planned capital investment, disposal or maintenance,including replacement and/or
upgrading. Each College adopting the model will be able to develop its own Asset
Strategythat will:
*

establishthe assetportfolio that most appropriately, effectively and efficiently
meetstheir service delivery requirementswithin available resourcelimits;
demonstratehow the College's assetportfolio supportsits service delivery;
for
the assetsto be managed;
set priorities
develop gap analysis betweenthe existing and required assets/facilities;
identify asset-relatedrisks which affect delivery of services;
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identify assetperformancelevels required to achieve serviceperformance
for
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The Asset Strategy as in the above model should therefore translate into one
documentwhich describes:
link
The
between
Academic
Strategy
the
and Asset Strategy
"
The
College's
existing assetsand facilities, their condition and performance
"
The current and ftiture requirements of assets and facilities and the
"
changesrequired to implement those requirements
" The problems of the existing assetsand facilities
The
opportunities for development, rationalization and reconfiguration of
"
assets
The
options available to the College
"
" An evaluation resulting in a preferred option
department
the
new
staffing
needs
of
estate
and structured programme for
"A
staff capacity-building
including
Implementation
Strategy,
financing
Asset
the
the
of
"
and how this
strategicdocument can be convertedinto annualplans which enabledelivery.
implementation
Audit
development
to
and
review
of
ensure
effective
and
"
implementation of the strategy.

7.3.1.5 The Key Components and Processes of Developing the Asset Strategy
Model
The Asset Strategy Model has been made as simple and user-friendly as possible to
ensure its easy adoptability by the colleges. It is basically made up of some key
componentsas depicted in Figure 9.1. Most of thesecomponentshave been discussed
ion Chapterfour. A brief explanation of the functions of the key componentsof the
model is however given below, which also provides the necessaryguidance to the
Collegeson the processesinvolved in developing an Asset Strategy.
College Corporate Goals
The Asset Strategy is essentially expected to be the College's plan for considering
where it is now in respect of its assetsand facilities and,-within the context of its
overall strategy,where it wishes to be in the longer term. The strategy should outline
the key assetobjectives and consider options the college may take in order to reach
the desired future position. The corporateobjectives of the College are therefore very
important to the development of an asset strategy and should be the first to be
identified and analyzed.
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The strategy must be part of and flow from the College Development Plan and
consist of a separatedocument consistentwith, and designedto further the Strategic
Objectives of the College. The Asset Objectives should therefore emerge from the
strategic objectives expressed in the College Development Plan. In this phase,
relevant points in the college corporate objective (e.g. Production of qualified
teachers)that informs the need for assetsand facilities should be highlighted. This
will be aided by projections in respect of student enrolment, staffing and academic
programmes,etc.

Service Delivery Requirements
In this component, the services that needs be delivered, in accordance with the
College corporate objectives should be clearly identified and documented. In
identifying these services, College finance and academicplans should be taken into
consideration. College requirements in respect of academic space, central facilities,
sports/leisurefacilities, residential accommodation,infrastructure facilities, power and
water supply needs,etc, should all be clearly stated.
Service delivery information contained in the College Corporate Plan and Asset
Objective provides necessaryservice details about which services are to be delivered
and how, to develop an Asset Strategythat best meetsthe college's needs.In addition
to the information presentedin the college assetobjectives, the following questions
should be answeredto ensurethat the Asset Strategyis developedin responseto more
specific serviceneeds:
"
"
"
"
"

What servicesdoesthe college plan to deliver?
To whom are the services to be delivered and what are the stakeholders'
expectations?
When are the servicesrequired to be delivered?
Where are the servicesto be delivered; and
To what level/standardare servicesto be delivered?

Performancemeasuresshould also be incorporatedin this phase.The primary focus of
Strategic Asset Management is to achieve optimal service delivery through effective
asset solutions and efficient asset management.Traditional perfon-nancehas been
measuredin terms of inputs and the minimization of waste at the input end of the
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focus
Strategic
Asset
Management
to
asset
managers
on
requires
resourceequation.
is
The
the
the
equation.
real
measure
of
success
end
of
resource
outcomesand
output
enhancedservice delivery. Performancemeasuresand benchmarksin Strategic Asset
Management plans should therefore be primarily directed at measuring these
outcomes.
Existing Assets and Facilities
Sound information about the College assetsand facilities is a prerequisite for a robust
and appropriate asset strategy, in order to ensure that the information available to
colleges is sufficiently comprehensiveto undertakea complete evaluation of options.
This componentof the strategy model is therefore expectedto give a comprehensive
but simple view of the existing assetsand facilities, including number of buildings &
sizes, their condition, age, fitness for purpose, space utilization, value, usage,
ownership,provision of FM services,etc.
Data on the existing assetsand facilities are neededin this phase,not only to facilitate
inform
build
decisions,
but
the
to
to
with
which
overall
picture
an
also
operational
data
Identifying
on the existing
and gathering relevant
strategic planning process.
be
indicators
facilities
should
and across a range of performance
assets and
identifying
to
problems and opportunities which will allow
undertakenwith a view
the subsequentgenerationof options and solutions.
Information on the assetsneedsto be stored within an appropriate data system. The
both,
be
of
should
a
combination
or
manual
or
computerized
system, whether
interrogation
for
flexible
to
of
and
storage, updating, retrieval
provide
sufficiently
data. However, because of the complexity of the asset information involved, it is
has
data
is
This
that
a number of
system
considered.
computerized
a
recommended
advantagesover a manual system including the easeof storage,the ability to retrieve
large amounts of data as required, the facility to cross-reference,and the ability to
interact with other databases.
GapshetweenExisting and RequiredAssets andfacilities
In this phase,an analysis will be made of the existing assetsand facilities, vis-A-vis
This
identify
delivery
future
to
gaps.
will
any
requirements,
service
current and
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provide a schedule of problems to be solved and the opportunities opened to the
college to solve them. It will also focus on the future assetsand facilities needsof the
college to satisfy its corporate objectives and provide a prioritized long term 'wish'
list with emphasis on aspects that are achievable in the short term, taking into
considerationthe financial resourcesavailable to the College.
Having identified the current assetsheld and what assetsare likely to be required in
the future, a 'gap analysis' should be undertakento identify the necessaryadjustments
to be madeto the assetbase.Successfulanalysisis ensuredby:
"
"
"
"

having available all relevant information on existing assets
knowing the trends in demand
having a clear strategic direction and objectives
Applying appropriateplanning tools and methodologies

To achievethese,assetmanagementtools of demand,risk, value managementas well
as assetinformation, should be effectively employedto identify:
"
"
"
"
"

existing assetsthat are required and are suitable to meet the service delivery
requirements;
existing assetsthat are required but are in need of refurbishment to meet the
servicedelivery requirements;
assetsthat are surplus to long term needsand can be disposedof or mothballed
for future use;
assetsthat are not currently required and should be mothballed for future use;
assetsthat must be acquiredto meet the service delivery requirements.

Problems, Opportunities andProposals
Under this phase of the model, problems and opportunities of the college will be
examined and proposals suggested to maximize the potentials of the assets and
facilities. It is expectedto be presentedin a tabular form, indicating the links between
the problems, the opportunities and the subsequentproposal for each asset and
facility.

All problems, both existing and those which may hinder future progress, should be
identified and brought together in the asset strategy. There may be many feasible
ways to solve some of the identified problems. For example, new build is only one
option for dealing with insufficient accommodation: remodeling existing space,
adapting surplus accommodationor the acquisition of an existing building, extending
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operational hours, leasing or the use of outreach centers are other options which
should be considered.

Strategic Choice
In many cases, there will be several strategic alternatives that have asset implications.
This phase of the model involves

identifying,

evaluating and selecting these

alternatives:
involves establishing the potential ways to address
Identification
considerations or outcomes identified during the 'gap analysis. These may include:
Identification

"
"

"

addressing demand (i. e. developing strategies to influence the demand for
assetusage
addressing supply (i. e. developing strategies to ensure that assetsperform
more effectively and efficiently, for example, in respect to functionality,
and/or maximum utilization)
improve
the existing
to
solution,
providing a non-asset
expanding capital
assetor to provide a new assetsolution

Evaluation - The evaluation of strategic alternatives.requires an assessmentof the
issues
to
compatibility of alternatives,giving consideration
such as:
the external factors (e.g. political imperatives, NCCE or Federal Ministry of
Education demands,etc)
the internal factors (e.g. budget imperatives,service delivery imperatives)
measurability (e.g. Can it work? Are there performance measuresthat can
measureit?)
risk exposure
Selection - Strategic alternatives significance to stakeholdersand their ability to be
implemented,before the preferred needto be arrangedin priority order, basedon their
be
into
Categories
can
selected.
which the strategicoptions are groupedare:
strategies
riýw assetsto be procured
existing assetsto be upgraded
assetsthat are performing in accordancewith predeterminedcriteria
assetsthat are surplus to requirements

I

Option appraisalis a key part of developing the assetstrategy as it pulls togetherall of
the considerationsoutlined in the previous sectionsof this model. The Asset Strategy
should include an appraisal of the high level strategic options open to the,College to
meet its assetobjectives.Normally this would include:
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a 'do-nothing' or 'do minimum' option to set the baseposition againstwhich
other options may be judged;
a 'ceiling' option to examine, for example, moving the entire College to
anothersite
e mid-range options which may include, for example, consolidation to one or
more sites, where the College is split acrossa number of sites or some form of
reconfiguration or remodelling of the somebuildings.
The 'do nothing' (or status quo/do minimum option) and 'ceiling' options will
benefits
for
the
the
parameters
comparing
costs and
of all other options.
provide
However, it is acknowledged that there may be some circumstances where an
examination of the latter option is artificial and inappropriate and colleges should set
their own 'ceiling' options for comparative purposes. It is essential, however, that
Colleges demonstratethat a full range of realistic assetoptions have been identified,
thoroughly appraised,costedand evaluated.
The following stepsshould be undertakenwhen conducting an appraisal:
(Specific,
Timed)
SMART
Measurable,
Achievable,
Relevant
and
specify
9
objectives;
*

identify all possible options;

9 identify, quantify and where possible value the costs, benefits, risks and
uncertaintiesassociatedwith eachoption;
*

analyzethe information;

*

conduct a sensitivity analysiswhich involves examining the impact of changes
in the underlying assumptionsof the preferred option;

9 presentthe results and make recommendations.
This important phase of the model is intended to demonstratethat options chosenare
be
having
Preferred
may
constrained
of
options.
options
considereda range
realistic,
by some factors, including finance, security and environmental issues, NCCE
be
The
overall
strategy
achievable, not an ambition which
must
requirements,etc.
dependson unrealistic assumptions.
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Implementation
The strategy model contains an implementation component which should provide
implementation plan for the preferred options. It will include realistic assessmentof
the levels of funding available to finance the preferred options. There will be a series
of operationalplans that includes capital investmentplan, maintenanceplan and asset
disposal plan. Staff development issues are also important factors which should be
part of this phase of the model. In order to ensure effective and efficient strategy
implementation, an appropriatemanagementstructureshould to be in place to address
issuessuch as:
adequatestaffing levels
appropriately skilled personnel
information technology systems
accurateassetregistration systems
appropriateorganisationalsystems
financing provisions
The implementation plan should be accepted by the College Governing Council,
document.
The
in
is
to
the
asset
case,
required
approve
strategy
any
which
implementation plan will contain a number of different projects or proposalsto meet
the detennined strategy. Senior managersin the college should take responsibility for
implementing the plan. It may be beneficial for the Governing Council to establisha
implementation
College
the
the
to
group
of
committee
or
working
oversee
standing
assetstrategy.
The final strategy should be widely understoodand acceptedwithin the College and
mechanisms should be put in place to monitor and review progress with
implementation.

Appendices
Some relevant documentswill be annexedto the strategy, or may exist as supporting
documentsto aid effective implementation. Theseinclude;
College corporate goals, mission statementand academicplan
Current and projected studentand staff population
Governmentpolicy on assetprocurement,maintenanceand disposal
Statutory requirements
Capital investment plan
Maintenanceplan

233

"
"
"
"
"
"

Asset disposalplan
Budget plans
Asset register
Building use and floor spaceschedules
Valuation, leasesand insuranceinformation
Major works programme
Environmental policies, transport and parking policies
Staff recruitment and training plans
Any other relevant document

AuditandReview
The strategyneedsto be reviewed and evaluated.This phasewill therefore provide for
important
factors
to
that
the
are
all
of
strategy
ensure
each
phase
meansof questioning
taken into consideration,so that the College can have assetsand facilities that meet its
service delivery requirements effectively and efficiently. Particular emphasis should
be given to physical, financial and operational planning issues. The objectives of the
assetaudit and review processare to:
"
"

delivery
the
service
requirements with the quantified
quantified
match
capabilities of existing assets
maximize return on the assetportfolio
develop disposal strategiesto cater for surplus assets
develop investment strategiesto overcomeassetdeficits
develop maintenancestrategiesfor continuing use requirements

This phase of the model is an ordered process of determining and quantifying the
delivery
in
College's
terms
the
of services
of
effective
asset
portfolio
of
performance
and economic optimization of assets.
An initial

investment

of resources, staff and training,

as well

as supporting

infrastructure, will be needed to set up the asset review and analysis process. A rolling
in
improvement
lead
to
thereafter
asset utilization as
will
a gradual
review process
compared with criteria established as part of the asset audit and review process.

To develop the strategy therefore, each college is expected to appoint a dedicated
team that will be chargedwith responsibility carrying out the job as in the model. The
next section discussesthose that needto be saddledwith such responsibility and what
develop
be
done
in
to
to
successfully
an assetstrategy.
order
needs
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7.3.2 Responsibility

for the Development of Asset Strategy

Having developed an asset strategy model, the researcher also identified those that
should have the responsibility

of developing such strategies for their individual

colleges. This is aimed providing the necessary guidance for each College to be able
to develop its own Asset Strategy. It is important to note that good management
cannot be imposed externally, so this project did not seek to prescribe a definitive
asset strategy, but to provide a useful overview and framework for developing such
strategy by individual Colleges, while the asset strategy model serves as a benchmark.

Developing an asset strategy is an important process and thus requires the active
participation of stakeholders.The Director/Head of estate department should be the
coordinator and major contributor to the assetstrategy,but the involvement of other
stakeholdersis also essential, in order to ensurethat the process and its product are
owned by the college as whole. As earlier observed"ownership of an innovation by
stakeholders is among the key factors responsible for the success of its
implementation" (Stromquist 1996). Figure 7.3 shows a diagram of those who should
have responsibilities in the development and implementation of asset strategy in the
college.

Goveming Body

Headsof
Admin
Departments

Senior Management
Team

Consultants [j

Working

NCCE

Fig 7.3 Responsibilities

Group

Director of Works

Academicsstaff

L]

Students

Other
stakeholders

for Developing an Asset Strategy theauthor,2007

A working group should be constituted which should liaise with all stakeholdersand
overseethe production of the assetstrategy. The composition of the working group
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and the useto which it is put lies with the Governing body and the Managementof the
College. However, the following points will be taken into consideration;
1. The working group can work better when it is small and focused. A large
committee type can createdelays and stifle creativity.
2. The working group will need to include representativesfrom the academic
community (ideally the Deputy Provost), the Finance department (ideally the
Bursar), the Registry department (ideally the Registrar), Works and services
(estate) department (the Director of Works) and a consultant. The working
group should consider how it would communicatewith the governing body.
It is recognized that many colleges may not have the in-house resourcesrequired to
develop their assetstrategiesand may have to engagethe servicesof consultantsfrom
outside. The key issue is that the college's senior managementmust ensurethat the
consultants engaged provide a technical assessmentwhich is appropriate for the
individual college. While the developmentof the College assetstrategy may involve
the use of a consultancy it is vital that the processis owned by the college, as outlined
above, and that the involvement of key staff in the project enablesthe transferenceof
the required skills to enable the college to undertake future reviews and revisions of
the strategy. Involvement of other stakeholders can be facilitated by conducting
interactive workshops as earlier discussed.

7.3.3 Interactive Work Shop
To enhance the asset strategy development process, which will produce a working
document that will stand the test of time, there is a need for a planned and structured
focuses
key
that
around
activities and ensures effective engagement of
approach
stakeholders. An interactive workshop should therefore be conducted at this stage to
development
the
the
of
asset
strategy
working-group,
work
critically review

with a

view to ensuring:
functions
better
to
that
meet
are
of
college
and
necessary
understanding
needs
-A
those needs
developing the asset strategy
better
definition
of
objectives
of
-A
definition of quality and performance standard
better
-A
improved
An
of
resources
efficiencies
and
reduced
wastage
operational
innovative and holistic ways of solving the identified problems
Development
of
-
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-

Effective participation of stakeholders,which fostersjoint ownership of problems
and solutions.

The use of interactive managementin strategic planning is especially important in
analyzing service strategiesand in generatingalternative and imaginative options for
meeting service needs.These include the identification of options that do not require
additional capital investment of physical assts.

WorkshopParticipants
The workshop should be attendedby the major stakeholders that include:
Principal
Officers:
Provost,
Registrar,
Librarian,
Bursar
Head
Estate
and
of
from
Estate
Professionals
Department
Staff
Bursary
the
of
The
Student
Affairs
officer
Representatives
the
of
academicstaff
Representative
the
of
non academicstaff
body
Representatives
the
of
student
NCCE/Federal
Education
Representatives
Ministry
of
of
is
located
Representatives
the
the
college
of
where
community
Expected Outputsftom the Workshop
The major output from this study is the detailed report, which will contain all the
ideas generatedthat have been worked up and put forward. The report will form the
basis on which ideas are put forward for implementation. This study report is the
Asset Strategy for the college, which will basically conform to the asset strategy
is
bring
developed
improvements
in
It
to
the way
earlier.
expected
about
major
model
assetsand facilities are managed.It is therefore important to get collective agreement
of the participants on the proposedoutcomes.

7.3.4 Adopting the Asset Strategy Model by the College
A formal approach to management of assets and the introduction of asset strategy as a
tool

for

effective

and efficient

management of assets will

no doubt bring

in
in
the
the colleges. This expected
way
assets
are managed
unprecedented changes
change will

be for

example, from

an ad-hoc, largely reactive "Maintenance

Management" processes, to improved decision making, based on strategic asset
planning. Some of the factors will force changes in the colleges, if the proposed asset
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strategy is implemented has been identified and discussedin the next chapter. It is a
common knowledge that any attempt to implement a new approachmust be expected
to face hurdles and challenges,despite the benefits that the new approachmay offer.
Resistance and hurdles that need to be overcome may range from subconscious
resistanceto the unfamiliar, to stubbornand orchestratedresistanceto change.
The best approachesto addressthese challengesare through increasedand sustained
communications and education. For the proposed changes to be meaningful and
sustainable, college management and indeed all stakeholders needs to be vitally
interested in asset management issues, and particularly the techniques that aid
responsibleassetmanagement.It is therefore particularly appropriate to introduce the
next chapter(chapter 8) which discussesorganizationalchange.

7.4 Conclusion
The theory assertsthat assetmanagementprovides the strategic link between strategic
business planning and operational asset management. In the context of any
organization or business unit, the focus of asset management is to reconcile the
demandfor, and supply of, physical assetbaseand associatesupport servicesessential
for the delivery of its core products or services. Simply expressed,the principal role
of assetmanagementis to support the core businessof the organization it is serving.
This assertion has been supported by the field study data which shows how the
colleges have been striving to provide assets and associated facilities that are
necessaryfor the delivery of their core businessof teaching and learning. To achieve
this effectively and efficiently, the theory indicates that an assetstrategy needsto be
put in place which will serve as the vehicle by which the Colleges will match their
asset Portfolio to there service delivery requirements. The strategy will enable the
colleges to focus on service delivery requirements of the assetsrather than on the
assetsthemselves,it will also enablethe collegesto establishthe assetportfolio that is
most appropriate, effective and efficient in meeting the demands of their service
delivery requirement.
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Field study data corroboratesthe theory.on assetstrategy and consequently,an asset
strategymodel developedprior to the commencementof field work was reviewed and
modified in the course of the field studies, to make it more robust and adoptableby
the colleges.
An asset strategy model therefore had been developed and explanations given as to
how it was validated through a conferencethat had the participation of stakeholders
from the casestudy colleges as well as other stakeholdersoutside these colleges. The
model had been made simple and user-friendly which has been observed to be
adoptableand implementable by the various colleges for the purpose of improving the
managementof their assetsand facilities. Simplification is the strength of all models
as it makes reality more comprehensibleand generalization of the developed theory
more readily achievable.This model portrays a simplified picture of the assetstrategy
for the Colleges. It is a synthesisof the literature reviews in Chapters two and three
and the outcomesof the field studies.
The validation exercise provided an opportunity for stakeholders to actively
in
participate the process of developing the model, thereby giving them a senseof
ownership. The exercise had also provided opportunity for sensitization on the need
for each college to have an assetstrategy,the main purposeof which is to ensurethat
the colleges have appropriate assets and facilities for meeting the current and
anticipatedneedsof academicand support functions.
Brief explanation of the major phasesof the model has been given, as well as the
responsibility for the developmentof an assetstrategy.All these are aimed at guiding
the collegesto appreciatethe needand then develop their own strategiesas well as the
processesof doing so.
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CHAPTER EIGHT

ORGANISATIONAL

CHANGE

8.1 Introduction
In the previous chapters,this researcherhad arguedfor the need to changethe present
practicesregarding managementof assetsand facilities in the Colleges, to ensurethat
they becomemore responsive to the needsand aspirations of the stakeholdersand to
enhance value for money, while also ensuring effective realization of college
corporategoals and objectives.
This chapter therefore becomes very important in view of changes that have been
proposed which will be a remarkable departure from the current practices in the
colleges. Organizational changeshould not be conductedfor the sake of change;such
efforts should always be gearedto improve the performanceof organizations and the
people in those organizations. Significant organizational change occurs, for example,
when an organization changes its overall strategy for success,adds or removes a
by
it
to
the
wants
change
very
which
operates.
major section or practice, and/or
nature
It also occurs when an organization evolves through various life cycles, just like
people must successfully evolve through life cycles. For organizations to develop,
they often must undergo significant changeat various points in their development.
Theoretical framework for organizational changehas been discussedin this chapter,
including general discussionson innovation and changeand then how organizational
implemented
in
be
the context of this research. The expected
change can
organizational changes that will be brought about as a result of implementing the
have
in
the
colleges
also been identified. Finally, necessary
proposed assetstrategy
activities precedent to the implementation of the proposed asset strategy has been
identified along with time frames.

8.2 Theoretical Framework
The purpose of this part of the literature is to use the aim and context of this
innovation to analyze relevant theories and approachesto change and ultimately to
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apply the model and accompanying managementstrategies to ensure its effective
implementation and institutionalization. Havelock and Huberman (1978) observed
that 'a theory is important becauseit enablesus to predict the successof an innovation
by identifying areasof similarity to other innovations tried out in similar settingsand
also provides us with suggestionsand recommendations'.

It is appropriatehere, to examine Rondinelli et al (1990) contingency theory since, in
its use of adaptive management strategies within a systems approach, there is
considerablereference to participative problem-solving models. The theory involves
assessingthree variables: the degree of the innovation; thý certainty of the external
environment; and the value orientations of the implementers.The aim is to determine
the required managementstrategies,current practices and the gap between them and
allow for this gap in formulating implementation action plans.
If the gap between current practice and required management strategy is wide,
Rondinelli et al (1990) recommend building up management capacity within the
organization through changing management processes and structures. While
acknowledging that this involves changing deep-rootedvalues, the strongestbarriers
to changeand must be continued over a long period of time, they are confident that it
can be done.

8.2.1 Innovation
The literature aboundswith definitions of the term 'innovation'. Most of them label it
as somethingnew and planned to bring about changeto a system. The concept of the
asset strategy model employed in this research is itself not new, but it can be
consideredan innovation, as the model is being tried in the colleges for the first time.
Recent literature on initiatives seems to come from 'innovative perspective', focusing
institutions.
becomes
introduced
into
Attention
educational
on organizational change
it
is
innovation
into
the
the
the
of
and
organization
which
on
characteristics
centred
introduced. The term 'innovation'

has a distinct meaning from 'change', as the

following definitions suggest:
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"An innovation is somethingwhich is new and is intendedto bring about
improvement.Although not all change is improvement,all improvement
involves change." Stoll, L. & Fink, D. (1996) (Stoll 1996)
"The essential difference betweeninnovation and change lies in thefact
that the innovation is planned, the idea being that through planning, one
can increase the chancesof bringing about desired change." Havelock,
R.G. and Huberman,A. M. (1978)
"It is a process, deliberate and intentional.... and as a result of the
experiences,views and perspectives of those who will be using it, the
innovation becomesa dynamicprocess which can be constantly refined
and redefined...the term connotesnoveltyftom thepoint of view of those
who use it" Morrish, 1. (1976)

Before delving further into a conceptualunderpinning, it is essential to note that an
educational innovation may not necessarily work as the theories suggest. "The
uniquenessof the individual setting is a critical factor - what works in one situation
may or may not work in another". As such, theories should be applied with an
ironclad
do
that
they
an
guarantee of
understanding
not necessarily possess
effectiveness. Their adoption should depend on a number of factors such as the
organizational culture, resource availability, and the nature of the innovation itself
Furthermore,an innovator should be ready to accept the weaknessesof the theories.
Therefore at any stage in implementation, one should strive to be pragmatic bearing
in mind that theoretical perspectivesare only a set of generalizationsthat may or may
not work in a given circumstance. Consideringthis position, this researchertherefore
did not attempt to develop assetstrategy for adoption by the various colleges; instead
an assetstrategymodel had been developedso that individual colleges can be guided
in developing their own asset strategies. This will help to ensure a careful and
feasible innovation.

8.2.2 Change
On the perspective of change, Hewton (1988) looks at two sources, which can
lists
'external
He
these
to
sources
change'
as
stimulate colleges
adopt new methods.
and 'internal problems'. He discusses Erut's (1995) theory that external stimuli are
internal
'change
the
stimuli are associated with
with
paradigm'
while
often associated
the 'problem solving paradigm'. Hewton (1988) addresses both sources in his model
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of staff development, using teachers themselves to identify and address their
problems.
With this in mind, the phenomenologicalapproachand problem solving approachto
innovate have the strongest likeness to this researchwork. Both approachesoperate
through a focus on a participative processwhere those involved define and address
needs,and are adopted here, to bring about changesin managementof college assets.
For it to be effective and meaningful, changeshould be executedin cyclical manner,
going from diagnosisof the problem to planning and implementation of solutions, and
after evaluation,the processis adjustedand repeateduntil goals are achieved.
Fullan (1992) suggeststhat changeis endemic.
...... External eventsare always happening to individuals, whether they like it
or not, so ability to manage change is essential skill in post modern society.
Change is mandatory, growth is optional. Thus we do not have a choice
between change and non-change, but we do have a choice about how we
respond".
Moreover, one cannot ignore the claim that all change involves loss, anxiety and
forward
is
(1994)
"change
Fullan
that
nor without
neither
straight
struggle.
state
personalcosts". The above statementatteststo the considerableconfusion, anger and
uncertainty that changeoften stirs up. Yet Whitaker suggeststhat changemust not be
regarded as something that has to be feared, resisted or avoided. He stressedthat
issue
is
This
the
exciting
prospects.
central
changecan presentnew opportunities and
in all the workshops and conferences conducted during the field studies, where
stakeholdersare sensitizedon the need for the proposedchanges.Fullan (1994) writes
that the secret of growth and development is how to contend with forces of change
"... becoming forces of change rather than victims of change". This implies that
knowledge
insights
effectively
requires
and
about the change
coping with change
process.
An important consideration is the often-statedphrasethat the process of changecan
it
is
individual.
different
Phenomenologist
that
to
caution
realities
each
connote
involved
Not
their
to
those
to
of
change.
all
create
own
meaning
allow
essential
people will want to change and the changeswill be different to each. The multiple
but
be
bring
disagreement
all
must
given
about
conflicts
and
realities of changewill
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the opportunity to react and interact with others and form their own position even if it
meansrejection of the innovation. However it is comforting to find support in Fullan
(1994) who statesthat rejection does not necessarilysignify failure, but must be used
to illuminate knowledge about the changeprocessin its context.
From discussionsin the previous chapters,it is clear that the proposed assetstrategy
will obviously bring about changesit the way the colleges manage their assetsand
facilities. The expected changeswill be brought about as a result of the following
factors, among others:

The proposed Asset Strategy is a Structured Asset Management Framework
formal
framework
in
At
the
no
asset
moment,
structured
management
exists
the colleges to enable procurement,maintenance,renewal, enhancementand
disposaldecisionsto be made in an informed and coherentmanner.
9 Level ofAsset Management Application -The knowledge of the assetbaseat
a strategic and tactical level and the college capabilities in assetmanagement
at a strategic and tactical level needsgreat improvement. The current practice
hasto changefor better, with the adoption of Asset Strategy
e Life-Cycle Approach - Currently, the focus of assetdecisions in the colleges
is the capital cost of an assetrather than the total life-cycle costs associated
with its acquisition, use and disposal, as will be required if the Asset Strategy
is adopted
9 Non Asset Solutions - The proposed Asset Strategy requires colleges to
look
for
delivery
to
their
non
always
assetsolutions
service
requirements.At
the moment, insufficient regard was observed to be given to alternatives to
asset acquisition or ownership. Devising non-asset options will challenge
traditional conceptsand assumptionsabout the delivery of services,and enable
innovative methodsto be developed.
9 Demand Management - The proposed Asset Strategy requires colleges to
properly study and effectively manage demands for assets by adopting
strategiesthat Nvill among others,reducethe unreasonablesharp rise in student
enrolment.
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-

Centralization of classroomllecture hall control - It was observedthat while
some classrooms/lectureshalls in the colleges are grossly over utilized others
are very much under utilized. This is attributed luck of centralization of
control of these facilities as will be required if the proposed asset strategy is
adopted.
Funding and Management Finances - Colleges will be required to
vigorously pursue additional sourcesof funds, including improvement of local
revenue generation, to be able to effectively implement the proposed asset
strategy. They will also be required to be more open and transparent in the
managementof their finances.
Public Private Partnership - The Colleges will be expected to collaborate
with the private sector and other relevant government agencies in the
managementand even provision of some of the facilities, such as student
hostels,sports facilities, etc.
Staff Training -A formal and structuredStaff training programme is required
to be developedand implementedin each College adopting the proposedasset
strategy,as opposedthe current practices.

Initiation

of Change

Using Fullan's framework, there are factors, which influence the initiation of change
projects. But he used same precautionary measures and also advised that innovation
should avoid the following pitfalls;
"

Change adopted for opportunistic reasons, as it will have little likelihood of
follow through

"

Large scale change that bite off too much, as it can easily become vague

"

Narrow perspective, which may restrict those involved

"

Imposed change which lacks meaning to those involved

Instead,he argued that strong advocacy needsactive initiation and a clear model for
proceeding must support the initiation phases.He explained that initiation is more
likely to succeedif relevance, readinessand resourcesare established at the launch
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stage.However, this is the ideal situation and it is not always possible to sort out the
three elementsin advance.This is representedin the Figure 8.1:

RELEVANCE

READINESS

I>
INITIATION

RESOURCES

Fig 8.1: consideration for initiation:
Featuresfor Effective Change
Warwick, et al (1991) from a study of failed innovations, has described necessary
features for the implementation of innovation, which is adopted for this researchas
follows:
"
"

"
"
"
"

Organisation intelligence - the presence of feed-back mechanism for self
monitoring and evaluation at all stagesof innovation
Policy setting process- personswith influence on policy and implementation
must be participants in formulation and design of innovation, these include the
Governing Council, ManagementCommitteeand the NCCE
Task and Technologies - resourcesmust be adequateso that those involved
can have the meansto act
Management and Organisation - the innovation must be integrated into
administrative structureand routine of the College
Field.Implernenters- those directly involved (staff of estatedepartment)must
know the purposeand must be able and motivated to carry it out
Client (Governors and membersof management)- must be willing to tolerate
and provide for whatever is involved
Culture - the College as well as society's culture must support the innovation
Politics - local and national politics must be willing to support the change,the
innovation will bring

Barriers to Change
In the attempt to manage change and achieve improvement, some factors, which
impede development of, an innovation, are given particular mention in the literature.
These have been surnmarised by West and Ainscow (2000) as: "lack of
limited
lack
resources and
of necessary skills, existing attitudes,
understanding,
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inappropriate organisation". The list of possible barriers is not exhaustive. This
researchconsidershere, those issuesthat are most obvious. Clearly what is required is
an awarenessof specific barriers, with a view to addressingthe change processas
thesefactors are experienced.

8.3 Implementation
Theorists and practitioners have identified a number of factors that either enhanceor
inhibit effective implementation of planned change in educational institutions.
According to Stromqusit (1996) "literature on educational change often reveals the
forces,
intellectuals,
especially,
grassroots groups and political
role of external
representativesin bringing new ideas and practices into educational institutions".
Fullan and Stiegelbauer (1991) also acknowledged that external forces could
influence changein educational institutions. However, the successof any innovation
whether borrowed from external forces or developed from within an institution is
dependentupon many factors such as: perception of need; clarity of the featuresof an
innovation; organisational incentives; increased ownership by its implementers;
ongoing technical assistanceand permanentmonitoring.
The characteristics of the proposed change itself are a factor in implementation.
According to Fullan (1994), the "perceived impact of the change itself on potential
userswould determine the level of its acceptability. In addition, the size, complexity,
for
need to effect changeare
as
well
as
recognition
prescriptivenessand practicality
essential in determining the successof its implementation". In other words, it is
(1994)
Fullan
the
to
needs.
proposedchangeaddressespriority
necessary ask whether
likely
innovations
to succeed.
that
are
most
qualitative and practicable
suggests
According to him, practical projects are those that addresssalient needs,fit well with
stakeholders' situations, and those that are well focused as well as have concrete
attainablepossibilities.
In support of these factors, Warwick et al (1991) identified a proper planning "that
by
done,
how
is
be
to
and
whom
as
what
asksand effectively answersquestionssuch
innovation".
Louis
for
implementation
and
effective
of
an
as necessarycomponents
Miles (1992) have also noted the need for a vision building. "This is a situation
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where the values and needs of what and how to improve in an institution are
infiltrated". However, according to them, this vision building should be a constant
processwith a continuous, shaping and reshaping. Fullan (1994) divides the vision
building in to two categories:a sharableand sharedvision; and the sharedvision of
the changeprocess.The former dealswith what the institution could look like, which
provides directions and driving force for change as well as the criteria for judging
whether a changeoccurs. The later on the other hand, dealswith the generalprocess
for achieving the sharablevision. Thus, for this researchwork to succeed,there is a
need to convince stakeholders of its indispensableneed, with a clear vision both
sharedand sharableof what needsto be done and finding a feasible way of achieving
it.
An evolutionary planning approach is another significant factor for a successful
implementation. This is a situation where both top-down initiative and bottom-up
participation are integrated in the sharablevision. This suggeststhat for a successful
change to result, it is unwise to have a highly specified planning. Fullan (1994)
doing".
but
implementation
"have
learn
by
This
that
plan,
suggested
should
,a
suggestionindicates that having a full-fledged blue print might not necessarilywork
since it hardly takes care of unforeseen circumstances. Also, as Fullan (1994)
observed,"change is a journey, not a blue print". Recognisingthis earlier, Rondinelli
et al (1990) cautioned that planners should design projects that are dynamic and
changeableas managers learn from experience. They noted that the World Bank
findings -strongly suggest that straightforward solutions are mostly impracticable in
is
largely
"this
blueprint
In
Nigeria,
syndrome
solving educational problems.
responsiblefor the failure of the country's new educationsystem-the6-3-3-4, and the
Universal Primary Education (UPE) programme" Aiyepeku, T.F. (1989). This is
becausethe Government overlooked certain likely problems that could hinder a
leamt
failures
by
innovation
has
from
implementation.
The
these
present
successful
its
development.
incorporates
design
for
It
that
evolutionary
making sure
allows
what Fullan (1993) described as "a leaming attitude and structure for problemsolving" as the project goesalong.
The need for initiative taking and empowerment is also identified as a necessary
ingredient for a successful and sustainable innovation. A major step to

248

implementation is the ability to get people to interact towards a purposeful goal.
Louis and Miles (1992) found that initiative comesfrom different sources,but power
sharing remains a comer stone at the implementation stage. The involvement and
active participation of all concerned, the delegation of authority and resourcesto
steering groups and maintaining active involvement with the group is essential in
implementation. In support for empowerment,Warwick et al (1991) also suggested
that successful innovations require transactions among policy

proponents,

implementers and others whose support is necessaryfor an action to happen. The
lack of empowerment through active involvement of implementers and those
concerned is believed to have been greatly responsible for the failure of some
educational innovations in Nigeria. Hence, a shared vision, according to Fullan
(1993), must evolve through active interaction of organization membersand leaders.
The above positions suggestthat the governors, management,staff, students and all
other stakeholdersin the colleges have strategic roles to play in ensuring a successful
implementation of the asset strategy innovation, and this has been adequately
in
interactive
involving
in
the
the
major
workshops,
stakeholders
addressed
use of
developing the asset strategy. Stakeholdersshould be involved appropriately. The
literature says that when people are involved, they're more committed. It's also clear
that the proposedchangesto the way assetsare managedin the colleges require broad
involvement and input from across the stakeholders.But involvement won't save a
have
doesn't
involvement
that
must
a purpose. The purpose and
change
add value,
benefits of the proposed strategy and the expectedroles of the various stakeholdersto
ensureits successfulimplementation therefore needsto be effectively communicated.
Since it is proposed that only a few people will be selected and saddled with
responsibility of developing the asset strategy, not every stakeholder will therefore
participate in its development,but researcherswho are famous for their studieson the
don't
have
involvement
to
that
conclude
on goal achievement
effects of
people
be
do
But
they
to
need to trust the people setting the goals,
committed.
participate
believe that the goals will lead to greater performance,have accessto feedback,and
have control and ownership of the stepsand actions for achieving the goals. In other
words, there needsto be participation at the level of getting things done. Successful
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changesalways involve the people affected becausethey have important contributions
to defining or implementing the change.
As Stromqueist(1996) observed,educational innovation should be seenas involving
a complex set of actors and actions. She ftirther noted that support from the
leadership of the institution involved is a strong incentive to foster the
implementation of change. However, Fullan (1993) observed that innovations die
prematurely when leadership teams dictate them or when they attempt to impose a
false or superficial consensus. He stressedthat a successfulchange is a processof
overcoming isolation as well as not succumbingto groupthink. He is of the view that
a changeis "too important to leave to leadersand so-called experts". Fullan (1993)
strongly posits that it is only by all individuals taking action to change their
environmentsthat there is a chancefor meaningful and sustainablechange. Hence,
collaborative work culture is essential for raising morale and enthusiasm as well as
for opening a room to experimentation and increasedsenseof efficacy. Warwick et
al (1991) further supported this when they stated that implementation is likely to
succeedif "those responsible for it are ably motivated to carry it out. Perhapsthe
best way of motivating them is to actively engagethem in the entire process. This is
likely to make them seethe innovation as their products and its successas theirs".
This innovation of developing an asset strategy model is intended to help improve
the effectiveness and efficiency of service delivery for the overall goal attainment
limited
the
resourcesavailable. The proposed changesare in respect of how
within
assets/facilities are managed such that it will have positive effects on the overall
structure of the Colleges.

It will provide an avenue through which various

stakeholderswithin each college can appreciateand support the need to develop and
implement an assetstrategy for their college.
Colleges developing their individual strategiesbased on the model are expectedto
observethe need for a participative approachin doing so. This is in line with position
of Fullan (1994) and Warwick, et al (1992) and other sourcesearlier discussed,which
advocatesparticipatory approach in appraising the problem, identifying the strategic
needs,and working out the processof solving the existing problems, for changesto be
effective and enduring. The participatory approach is adopted based on the
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assumption that the major source of knowledge is understood to be people
themselves, based on their own life experiences, and on the basis of their own
involvement in the study of the situations surrounding them. The methods for
situational analysis is such that people themselveswill think, reflect on the problems
at hand, build capacity for critical thinking and debate,and to develop in themselves
confidenceas well as the commitment to act for the desiredchange.
The approachto innovation in respectof this assetstrategy model necessitatethat all
involved have to be willing to relinquish their accustomedpositions of control and
being controlled to allow flexibility. The adage 'old habits die hard' is the foremost
considerationhere and therefore opennessto changecannot be taken for granted.It is
anticipated that in the context of this assetstrategy model, this opennessto change
will take time, but have to be encouraged.Stakeholdersare expected and allowed to
feel a senseof ownership of the process.The best approachto addressresistanceis
through increasedand sustainedcommunicationsand education. The opportunity for
open discussion at interactive workshops, where they generate their own priorities,
and set their own agenda for what is to be changed,how and when, will hopefully
increasetheir opennessto change.

8.4 Monitoring and Evaluation
The need for monitoring and evaluation of the implementation of an innovation
should also be seenas important as the implementation itself. Louis and Miles noted
that every serious innovation has problems, but a successfulimplementation has to
deeply engage in problem-coping and solving; for example, redesign, creation of
additional roles, the provision of more time and assistance,and so forth. To do these
demandsa continuous monitoring and evaluationat all stages. Successfulinnovations
monitor and evaluatewhat has beenachievedas well as what needsto be done. In the
process, it also evaluates everyone's involvement in the entire implementation.
According to Fullan (1994), monitoring serves"two functions: the provision of access
to good ideas by making information on innovative practices available; the exposure
of the new ideas to a close examination and helping to avoid or eliminate mistakes
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while developing promising practices." He suggesteda participative monitoring and
evaluation where all stake holders are involved in the entire process.After developing
an asset strategy therefore, a College needs to put up a structured monitoring and
feedbacksystemto ensureeffective implementation.

8.5 Activities Leading to the Development of Asset Strategy
Asset managementis an evolving processthat improves as the condition, performance
and the operational cost requirementsof assetsbecomebetter understood. To ensure
that supporting activities are improved and incorporatedinto assetmanagementplans,
an improvement plan is required to accomplish this in a planned and progressive
manner.
The knowledge of own assets and asst management capability levels in all the
colleges studied are similar (averagefor knowledge and low for capabilities). For a
college to be able to effectively develop its own assetstrategy therefore, a series of
asset management activities Precedent to the strategy development needs to be
realized. Theseactivities can be summarisedas follows;
Stage I
Basic Aivarenessand Skills Iniprovement: As earlier statedin this chapter, major step
to implementation of change is the ability to get people to interact towards a
purposeful goal. The involvement and active participation of all concerned, is very
much essential in implementation. For stake holders to actively get involved in the
development and implementation of the strategy therefore, they need proper
sensitization on the needs and benefits of the proposed changes at the initial stage.
Staff of Works/EstateDepartmentsshould be given relevant training and be motivated
to be able to successfully participate in the development and implementation of the
assetstrategy.
Stage 2
Identiflcation ofstrategic P-oalsand service delivery obiectNes:The next stageshould
be the identification and proper documentation of college corporate goals and
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objective, The asset objectives of the College should also be identified and
documented.These will serve as the main referencepoints in all subsequentactivities
of the assetstrategydevelopmentprocess.
Stage 3
Basic Asset Reizister:The third stagein the processof preparing for the development
of an assetstrategy should be the setting up of a basic assetregister. All college assets
being usedt o,deliver the service needto be identified and registered.How effectively
these assetssupport service requirements also have to be determined and properly
documented.

Stage 4
Basic Asset Manajument: The fourth stageof the preparation process should involve
optimizing data collection, improving the assetregister and introducing some basic
asset management tools such as risk management, demand management, value
management,etc. Capital development, maintenanceand disposal plans should also
be documentedwhile non assetsolutions be identified and properly documented.
Stage 5
Develop assetstrat

The fifth and final state in preparation for the assetstrategy

development should be the constitution of the strategy development committee and
the implementation committee that will be saddled with the responsibilities of
developing and monitoring of the successfulimplementation of the assetstrategyand
then the developmentof the assetstrategy,basedon the proposedmodel.
Table 8.1 shows the various stagesand milestones that a college needs to develop
over a period of time. The time it takes for each stage may vary from College to
college, depending on human and financial resourcesavailable, among other factors.
However, most colleges, with the assistance of consultants, would be able to
successfullydevelop it within a period of two years.
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8.6 Conclusion
This chapter discussedorganisational change and innovation, if adopted, is intended
to bring about changes in the way assets are managed in the Nigerian Federal
Colleges of Education. The chapter examined change from the point of view of
Fullan and other theorists in which phenomenologyplays an important part in the
presentationof factors that are related to the initiation and implementation of change.
Discussionsof the features of successfulinnovation, as well as barriers to changeare
presented. These are discussed in the light of the context, so as to present an
understandingof the preparation for the introduction of an assetstrategy approachto
improving assetmanagementin the Colleges.
Expected organizational changes in the colleges has also been identified and
from
discusses
The
the
the
conclusion and recommendations
presented.
next chapter
study.
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CHAPTER NINE

CONCLUSION AND RECOMMENDATIONS

9.1 Introduction
In this final chapter of the thesis, the achievement of aims and objectives of the
researchhave been addressed.Also the implications of implementing the developed
assetstrategymodel in the colleges have been examined.The chapter concludeswith
the summaryof contributions that has beenmadeto knowledge and recommendations
for further research.
9.2 Achievement of Aims and Objectives
The aims and objectives of this study have been achieved through literature reviews
and the field study exercises,resulting in the developmentof an assetstrategymodel
as discussedin the previous chapters.This section therefore gives a summary of how
had
beenachieved.
these
eachof
aims and objectives
9.2.1 Aims of the Study
The main aim of this study as stated in chapter one is to develop a framework for a
structured, integrated and holistic approach to managing physical assets in the
Nigerian Federal Colleges of Education, which will ensurean effective and efficient
alignment of assetswith the service delivery requirementsof the colleges. This aim
has been achievedwith the developmentof an Asset Strategy Model (Figure 7.2) for
the collegesto emulate in developing their individual assetstrategies.This was done
with the active participation of College stakeholders,to ensurethat colleges adopting
it are able to effectively align their asset planning and management with service
delivery priorities and objectives, so that all assets support services in the most
appropriate,effective and efficient way.
The model which was first developed(Figure 4.4) prior to commencementof the field
studies was subjected to critical analysis, resulting to some modifications during
interactive workshops organisedin each casestudy college to review field study data
It
in
discussed
Chapter
six.
was further reviewed during the validation conference
as
(Chapter seven) which took a holistic view of the model, resulting to the final
256

production of an Asset Strategy Model as given in Figure 7.2. Due processesfor
developing the strategy had also been provided in Chapter seven, along with the key
componentsof the strategy, for the guidanceof the Colleges.
Asset Strategy, according to the literature, enablesorganizations to focus on service
delivery requirementsof the assetsrather than on the assetsthemselves,it also enables
organizations to establish the assetportfolio that is most appropriate, effective and
efficient in meeting the demands of their service delivery requirement. The
development of Asset Strategy is therefore observed to be a critical stage in the
Colleges' strategicplanning. It is viewed as a vehicle by which the colleges can match
their assetportfolio to there service delivery requirements.

9.2.2 The main objectives of the study
1. Examine the state of physical assets and facilities in the Federal Colleges

of Education and review their ability to meet the service delivery
requirements of the Colleges: This objective has been achieved through the
findings
in
field
colleges
and
presentation
of
conduct of
studies some selected
as discussedin Chapters six and seven. The field study data and interactive
workshopshad provided the required information regarding the statusof assets
and facilities in the Colleges, knowledge of the asset base at strategic and
tactical levels and the College's capabilities in assetmanagement. These are
important ingredients that contributed to the development of the Asset
Strategy.

2. Examine the current

management practices and levels of knowledge of

the assets own and rented by the colleges: This objective has been achieved

by conducting field studies discussedin Chaptei-six. Findings from the field
had
field
have
discussed
in
been
The
exercises
study
chapter
seven.
studies
revealed a number of weaknessesin current approachesin the management
had
in
Colleges
Even
the
the
though
assets
colleges.
practices of operational
by
improved
developing
their
more reliable
control
over
assets
progressively
assetrecords and introducing better procedurefor capturing assettransactions,
improvement
be
for
is
NCCE
to
there
able to
still
much
room
guidelines,
using
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had
Colleges
It
the
Asset
Management
that
practices. was noted
meet up with
yet to take a strategic approachto Asset Management.In particular, the studies
had noted some key weaknesses,amongwhich are:
9 reactive approachto management;
decision
informed
information
for
inadequate
making;
asset
o
*

lack of perfonnanc.e monitoring.

3. Identify the main factors that inhibit effective and efficient management
has
been
This
in
facilities
too
the
achieved
objective
colleges:
of assetsand
through conduct of field studies as discussed in Chapter six and findings
include
factors
identified
inhibiting.
Some
in
Chapter
the
of
seven.
presented
insufficient funding, poor record keeping, sharp rise in student enrolment
budgets,
in
increase
in
reactive
or
maintenance
assets
without a corresponding
approachto managementof assets,etc.
This research study therefore advocates that the above weaknesses are
lack
the
of a strategic view of the
symptomsunderlying a persistentproblem business
College's
the
and
context of
role of physical assetsresourcewithin
business
into
Integration
or
operational
of asset strategies
academic plans.
be
for
framework
to
effectively
and
new
assets
existing
plans will establish a
utilized and their service potential optimized
4. Examine the existing literature in respect of Asset, Estate and Facilities
management,

with

a view to drawing

lessons that will

help improve

been
has
This
in
in
the
objective
question:
colleges
management of assets
in
Chapters
literature
by
tivo and three and also
review of relevant
achieved
the discussion of organizational change in Chapter eight. Literature reviews
had been carried out to provide proper understanding of asset management and
its associated estate and facilities management practices. This is with the view
to relating the practices to what is obtained in the Nigerian Federal Colleges of
Education.
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Asset Managementhas been projected in the literature as an evolving process
that improves as understanding of asset condition, performance and
operationaI cost improves, in conjunction with decision-making process, and
its principles are derived from common senseand are based on the life-cycle
approach.The assumptionupon which the principles are based is that assets
exist only to support programme delivery. Estate and Facilities Management
share common objective with Asset Management in providing an enabling
workplace environment to fulfill corporate objectives. The key starting point
to ensure this is the case in respect of the colleges' assets therefore is to
establish a link betweenprogramme delivery and assets.Literature has shown
that this can best be achieved through the development of asset strategies.
These literature reviews then formed the basis of developing an interim Asset
Strategymodel in Chapterfour, which was subsequentlymodified in Chapter
seven.

5. Develop management strategies that will
efficiency

of assets in meeting

enhance effectiveness and

service delivery

requirements

of the

Colleges: this objective has been achieved. It is in fulfilment of this objective
that asset strategy model was developed to guide the Colleges to establish long
term plans for the developing and managing their assets and facilities in an
optimum way in relation to the colleges' academic plans and business needs. It
is based on an analysis of the assets and facilities, the academic plan, current
resources and future opportunities. The responsibilities and all the processes
involved in developing an Asset Strategy has been developed in Chapter
seven, along with the model to provided necessary guidance to the Colleges.

For the asset strategy to be adopted and implemented in the Colleges, the
had
recognized the need to involve the major stake holders in its
research
development. That will give them senseof ownership which will engender
commitment for its implementation. Therefore', involving and empowering
staff, studentsand other stakeholdersin the changeprocessbecomesnecessary
in
discussed
as
chaptersfour and seven. The opportunity for open discussion
at interactive workshops, where stakeholdersgeneratetheir own priorities, and
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for
their
own
set
agenda
what is to be changed,how and when, will increase
their opennessto change.
9.3 Implication of Research to the Federal Colleges of Education
A key outcome in implementing Asset Strategy will be the assurancethat existing
assetsare being managed and maintained effectively and efficiently, and that they
fully support the delivery of College's services.The physical, operational, functional
performanceof the assetswill be monitored continually and programmesput in place
to address performance deficiencies or to initiate programmes for performance
improvement.

The processes for the development of an Asset Strategy for a College and
responsibilities for developing such.a strategyhad been fully discussedin Chapter 7.
The key points of this initiative areý
a an Asset Strategy needs to be part of the College's corporate strategy as
outlined in it's corporate goals, supporting the achievement of strategic aims
and objectives by the setting of clear assetobjectives for the usually three year
by
the College DevelopmentPlan;
covered
planning period
9 the College should be clear, through a processof internal consultation based
on the overall strategyfor the College, of what the Asset Strategywill deliver;
*

the strategy should be developed in close consultation with representatives
from the Academic Community, Finance, Planning, Estates Department and
the NCCE;

9 to ensure successful implementation, the Asset Strategy requires the support
and approval of the Governing Councils;
9 the Asset Strategy should aim to cover a reasonably long timescale and
certainly no less than the period covered by the Strategic Planning cycle i. e.
three years and should indicate a future point at which the College will
undertakea formal review;
*

the strategy should include clear objectives for the assets for the planning
form
longer
These
take
the
term aspirations and goals and also
may
period.
of
short term objectives to be achievedwithin the three year planning cycle of the
DevelopmentPlan;
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a short term objectives should be Specific, Measurable, Achievable, Realistic
and Timed (SMART) to enable the Collegesto determine progress and assess
performanceagainstthe intended outcomes;
the Asset Strategy should be supported by a full performance assessmentof
each asset unit, including size, condition, running costs, value, fitness for
purpose,spaceutilization, tenure,title restrictions, etc;
the processof developing the Asset Strategymay generatea large number of
options, but comprehensiveappraisalshould be focused on a small number of
realistic options;
9 the Asset Strategy should be developed within the. context of the College's
Financial Strategy and include a robust funding framework to enable the
achievementof the statedobjectives.
9 introduction of Public Private Partnership (PPP), currently being pursued by
the colleges to bring private sector funds and efficiency into the development
and managementof some physical assets,particularly the student residences,
will not affect the future implementation of the model as given in Figure 7.2.
The developedAsset StrategyModel is made flexible enough to accommodate
in
development
trend
the
emerging
global
and managementof public
such
assetsand facilities.
Asset strategiesshould therefore be relevant, up to date and sustainable.They should
also be affordable and feasible within the funding framework of both public and
by
its
be
The
to
strategy
should
supported
private resources.
a. plan
assist
implementation and be subject to ongoing monitoring and review to ascertain the
extent to which the statedobjectives have beenachieved.
The introduction of asset managementpractices, particularly Asset Strategy in the
Colleges,though clearly a novel approachthat will bring about improvements in the
effective and efficient managementof College assetsand faciliti es, such changesto
the accustomed approach are likely to face resistance. The required changes and
improvements are of the same nature as those that took place in many other
happen
if
in
Colleges.
However,
therefore
these changes
the
establishments,and can
are to occur, the attitudes of the traditionally mind-set in the Colleges will have to be
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overcome.This will not happenover night. It is anticipated that in the context of this
Asset Strategy Model, this openness to change will take time, but have to be
encouraged.
Stakeholdersare expectedand allowed to feel a senseof ownership of the process.A
systematic and sustainable programme of raising awarenessand developing skills
needs to be put in place. The opportunity for open discussion at interactive
workshops, where they generatetheir own priorities, and set their own agendafor
what is to be changed,how and when, will surely increasetheir opennessto change
and the future will see the gradual demise of the traditional approach to managing
College assets,as the benefits of the new approachcannot be ignored in terms of cost
savingsand effectivenessand efficiency in the delivery of services.
After the developmentof the initial Asset Strategy,also as more information becomes
available or improved system and processesare in place, the sophistication of the
assetstrategywill improve incrementally to an optimum level, appropriateto needsof
the particular College.

9.4 Contribution to Knowledge
This study has contributed to knowledge in a number of ways. Theseinclude:
1. The thesis revealed how assetsand facilities are managed in the Nigerian
FederalColleges of Education and the similarities and differences with what is
applicable in the context of Asset Managementpractices as documentedin the
literature.
2. The study developed an Asset Strategy Model, including the processesand
responsibilities for the developmentof such a strategy by individual colleges.
A college adopting the model will be able to develop a long term plan for
developing and managing its assets-and facilities in an optimum '%vayin
relation to the College's Academic Plan and businessneeds. The novelty of
this model is that it has beenmadevery simple, flexible and user-friendly. The
Colleges can easily adopt the model and develop their respective asset
strategies, not withstanding, their current level of competency in Asset
Management.
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3. Bringing together, Estate and Facilities Managementconcepts along Nviththe
Asset Management concepts, to produce a management system that will
ensureeffective, efficient and economicperformanceof assetsand facilities in
Nigerian Federal Colleges of Education
4. The researchhad successfully tested the developed Asset Strategy Model in
the casestudy Colleges and other Collegesnot involved in the study, and also
raised awareness on the need for Colleges to develop their own asset
managementstrategies.
It is believed the adoption of the proposedassetStrategy Model by the colleges will
bring about tremendous improvements in the effective and efficient managementof
their assetsand facilities for better servicedelivery.

9.5 Recommendations for Further Research
It is recommended that research should continue in the area of improving the
managementof assetsin the Nigerian Institutions of Higher Learning, with particular
emphasison:
legislative
facilitate
Developing
that
structural
supportive
reforms
will
9;
and
developmentand adoption of Asset Managementpractices
9

Developing

relevant

training

programmes

for

professionals

that

are

responsiblefor managing assetsand facilities in such institution
*

Developing effective and efficient monitoring systems for asset management

performancein the institutions to ensureimprovementsare achieved.
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APPENDIX A

CATEGORIZATION

OF FEDERAL COLLEGES OF EDUCATION

a) Categorization of Colleges according to geo-polifleal zone
Zone I- The Northern Region
I.

FederalCollege of Education, Bichi, Kano State

2.

FederalCollege of Education, Gombe,Gombe State

3.

Federal College of Education, Gusau,Zarnfarastate

4.

FederalCollege of Education, Kano, Kano State

5.

FederalCollege of Education, Katsina, Katsina State

6.

Federalcollege of Education, Kontagora,Niger State

7.

Federal College of Education, Okene,Kogi State

8.

FederalCollege of Education, Pankshin,PlateauState

9.

FederalCollege of Education, Potiskum, Yobe State

10. FederalCollege of Education, Yola, Adarnawa State
11. Federal College of Education, Zaria, Kaduna State
Zone 2- The Southeastern Region
I.

Federal College of Education, Asaba, Delta State

2.

Federal College of Education, Eha-Amufu, Enugu State

3.

Federal College of Education, Obudu, Cross River State

4.

Federal College of Education, Omoku, Rivers State

5.

Federal College of Education, Umunze, Anambra State

Zone 3- The Southwestern Regio
1.

Federal College of Education, Abcokuta, Ogun State

2.

Federal Collejge of Education, Akoka, Lagos State

3.

Federal College of Education, Oyo, Oyo State

4.

Adeyerni College of Education, Ondo, Ondo State

b) Categorization of Colleges according size (studentpopulation)
CategoEyI (Large): Colleges with Studentpopulation above 8000
1. FederalCollege of Education, Akoka
2.

FederalCollege of Education, Asaba

3.

FederalCollege of Education, Kano

4.

FederalCollege of Education, Oyo

5.

FederalCollege of Education, Zaria
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Categ II (Medium): Colleges with Studentpopulation of 600-8000
goEy
1. FederalCollege of Education, Gombe

Categ

2.

FederalCollege of Education Kontagora.

3.

FederalCollege of Education, Obudu

4.

FederalCollege of Education, Okene

5.

FederalCollege of Education, Omoku

6.

FederalCollege of Education, Pankshin

7.

FederalCollege of Education, Yola

III (Small): Colleges with Studentpopulation below 6000
gory
1. FederalCollege of Education, Abeokuta

2.

FederalCollege of Education, Bichi

3.

FederalCollege of Education, Eha-Amufu

4.

FederalCollege of Education, Katsina

5. Adeyemi College of Education, Ondo
6.

FederalCollege of Education, Potiskum

7.

FederalCollege of Education,Umunze
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APPENDIX

B

The RICS Building Maintenance Definitions
The field study applied RICS building maintenancedefinitions in assessingconditions of buildings
as given below:
A-

As new condition.
Featuresone or more of the following: Typically built within the last 5 years, or may
have undergonea major refurbishment within this period. Maintained / serviced to ensure
fabric and building services replicate conditions at installation. No structural, building
envelope, building services or statutory compliance issues apparent. No impacts upon
operation of the building.

B-

Sound, operationally safe and exhibiting only minor deterioration.
Typically features one or more of the following: Maintenancewill have been carried out.
Minor deterioration to internal/external finishes. Few structural, building envelopes,
building services or statutory compliance issuesapparent.Likely to have minor impacts
upon the operation of the building.

C

Operational, but major repair or replacement neededin the short to medium term
(3 years).
Typically features one or more of the following: Requiring replacement of building
building
Several
in
term.
to
the
structural,
short
medium
elements or services elements
envelope, building services or statutory compliance issues apparent, or one particularly
significant issue apparent. Often including identified problems with building envelope
(windows / roof etc.), building services.Likely to have major impacts upon the operation
of the building, but still allow it to be operable.
Inoperable or serious risk of majorfailure or breakdown.
Building is inoperable, or likely to becomeinoperable,due to statutory compliance issues
building
be
breach.
May
health
structural,
or
and
safety
risk
a
or condition representing
issues.
The
building
conditions
with
compliance
coupled
problems
services
envelope, or
items
building.
Exclude
the
which
to
minor
very
within
operations
are expected curtail
can be rectified easily.

Fitness for purpose
This is an assessmentof how effective each building is, in supporting its service delivery
requirements. It has been carried out through the triangulation of document analysis, physical
in
Factors
four
from
the
interviews,
to
considered
poor.
categories
good
using
observation and
assessmentinclude: room sizes, location, furniture, environment,fittings and equipment.
The categoriesare:
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Goodfit: the floor of the building or building fully supports current functions. There are no
negativefunctions taking place. (The spaceis highly suitable for current functions)

A-

B- Above average: the floor of the building or building provides a good environmentfor current
function in all or most respects.There may be shortfalls in certain areas but these have only a
minor effect upon current functions. (The spaceis suitable for current functions)
C- Below average: the floor of building or building has provides a reasonableenvironmentfor
falls.
These shortfalls may be causing
has
but
in
function
short
a
number
of
many respects
current
mismatchesbetween space and function that is having a more significant effect upon functions
than gradeB room. (The spaceis generally unsuitablefor current functions)
D- Poor. the floor of the building or building fails to support current function and is unsuitable
for current use. The operational problems associated with such space are major and are
constraining current functions in the space. Space in this category may require alternative
solutions, rather than straight forward improvementsin particular feature of the space.(The space
is very unsuitable for current function)
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APPENDIX C
Coding and Categorization of Data during Data Analysis

Categorization of Themes
Data from all sourceswere initially categorizedinto ten sub-themesas follows:
A- Stakeholderneeds/servicedelivery objective;
B- Academic plans/studentand staff population;
C -Assets own/rented and condition of assetsand facilities;
D- FM servicesand infrastructure;
E- Current/projectedrequirementsof assetsand facilities;
F- Funding/capital and recurrent expenditure;
G- Capital investment/ maintenanceplans;
H- NCCE/Governmentpolicies and guidelines;
I- Information/managementsystemand human resources;
J- Problems,opportunities & options
Then a further categorizationunder the following headings:
I- Corporategoals/servicedelivery requirements;
2- Existing assetsand facilities;
3- Gapsbetweenexisting and required facilities;
4- Problemsopportunities and appraisals;and
5- Strategicchoice and implementation
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APPENDIX D
List of Documents Examined and Factors Considered in Physical Observation
A. Documents Examined
Decreeestablishingthe college
College corporate goals, mission statementand academicplan
Current and projected studentand staff population
Developmentplan
Managementstructure of estatedepartment
Budget plans
Central time table
Governmentpolicy on assetprocurement,maintenanceand disposal
Maps, building plans and photographs
Estateterrier (scheduleof all properties)
Information on tenure of buildings
Maintenanceplan
Building use and floor spaceschedules
Valuation, leasesand insuranceinformation
Major works programme
FM contracts
Local revenuegenerationplans
Environmental policies, transport and parking policies
Running cost
Estatedepartmentstaff developmentplans

A Factors Consideredduring Physical Inspection ofAssets/Facilifies
Number and age of assets
Physical condition of assets- new or as new; sound operationally safe, exhibiting only minor
deterioration; operational, but minor replacementneededsoon; inoperable or serious risk of
failure or breakdown
Capacity of assets
e. Functionality of assets- fitness for purpose
Spaceutilization
Availability and functionality of Telecommunicationand IT facilities
0

Functionality of infirastructuralfacilities
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APPENDIX E
List of Interview Respondents in each College studied and Interview Questions
Interview Respondents
40 respondentsinterviewed. This number was madeup of5 principal officers - the Provost, Director of Estate,Bursar, Registrar and the Librarian
five officials of the estatedepartment
Ten officials of staff associations
Five individual academicstaff
Five non academicstaff
0 Ten officials of studentunion

InterviewQuestions

The following questions,among others, featured during the interviews:
" What are the corporatecollege goals and objectives?
What are the assetsand facilities needsthat can effectively support thesegoals?
"
" To what extent are the existing assetsand facilities adequate in meeting service delivery
requirementof the college?
" What factors are responsiblefor inadequacy/poorstate of assetsand facilities and what could
be done to remedy the situation?
What are the levels of service expectedof the assetsand facilities?
"
What is the source(s) of power and water supply and how efficient?
"
" Does the college consider non-assetoptions in meeting its service delivery needs?
What factors are responsible for the inadequacy of assets in meeting service delivery
"
requirements?
" Does the college have comprehensive,accessibleand reliable assetdata base?
" Does the college have a reliable processof determining assetcondition, and performance?
" How do you rate budget implementation in respect of development and maintenance of
physical facilities?
" How adequateis the government funding for assetsand facilities expendituresand how does
the college augmentshortfalls?
What method of valuation is used and how appropriate?
"
" How are spaceneedsassessedand how is spaceallocatedand managed?
" How suitable and functional are the assetsto deliver the required service?
" How is maintenancecoordinatedand implemented?
" How are maintenancerequestslogged, prioritized and what is the responserate?
0 What is the assetdisposal policy of the college?
" What strategies can be developed to ensure the adequacy, effectiveness and efficiency of
assetsand service in meeting service delivery requirements?
" How effective is the staff developmentprogrammeof the college?
" How does the college identify all potential income-earning opportunities from assets and
facilities and how doesthe college set studentrents
" How effective is the coordination and monitoring of asset development and maintenanceby
the NCCE?
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APPENDIX F
Sample of Summarized Interview and Scripts
Main points from the interview with the Provost of I" caseStudy College
Interview text
>

>

Theme
Category

The strategic objectives of the coUege,details of which you can obtain A
from the documentsmadeavailable, includes
highly
production
of
efficient and motivated teachers
Preparation
for
of
college
upgrade to Degree awarding
institution
We have 20 or so academicdepartmentsrunning programmes leading B
the award of the Nigerian Certificate if Education, NCE. We also have
over six thousand students and hope to considerably increase these
figures in the near firture.

>

There is a Government requirement regarding student enrolment in the
ratio of 60:40 in favour of Science.Presently we have more studentsin
the Arts basedcoursesbut are trying hard to meet the target

B

>

Existing assetsand facilities are inadequateto meet current and future
demands
Existing assets and facilities are largely unsuitable for effective and
efficient service delivery
College cannot afford to adhereto the NCCE standardsregarding space
utilisation becauseof insufficient space
Academic development committee is responsible for space allocation.
Very few spacesare centrally controlled
Insufficient funding and years of neglect by successiveGovernment is
responsiblefor inadequateand poor stateof assetsand facilities
Immediate non asset solutions to service delivery problems is the
extensionof lecture hours
No formal collaborative arrangementwith other organisationsfor use of
assets
Sports
are currently inadequateand not very much in good
'facilities
condition
Presently, the college does not have a comprehensive,accessibleand
reliable asset data base, however experts have been commissioned to
study and preparesuch data base.
We only rely on NCCE guidelines for example on space utilisation to
assessasset performance. Assets and facilities users are required to
report to works departmentfailures and maintenancerequirements
We normally prepare'annual capital investment and maintenance
budgets in accordance-with some laid down guidelines and submit to
the Government through NCCE. Implementation however dependson
the funding we get from the Government. We usually get only a
fraction of what is budgetedand approved.
We try to augment funding shortfalls through local revenue generation,
but that is not enough, we are currently reaching out to some donor
agencies and individuals, particularly, members of our Alumni
Association, to come to our aid
We are supposed to conduct valuation of assets every year but to
financial constraintswe are not able to do that. Only selectedassetsare
valued for purposeof insurance,and even that is not done annually
The Governing Council is vestedwith the responsibility of determining

C

>
>
>
>
>
>
>
>

>

>

>

>

>

C
C, H, J
D, 1,J
C
J
J
C
I

G, H

F, G

F, J

C

C
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how college assets are disposed of. So far the college has-never
diTosed of any fixed assets.
> The most critical factor that can help ensure,adequacy, effectiveness
and efficiency of college assetsif funding. Without sufficient fund, we
may not be able to realise our goals as far as provision.of these facilities
are concerned. The Governing Council has just been inaugurated and
we hope to put he-adstogether and find lasting solutions to this funding
problem.
>. We also need to design a robust capacity building programme for the
Works department staff in order to prepare them for the challenges of
ensuring that our physical facilities and managedoptimally
> Most of our FM services are currently provided in-house. However we
are discussing the possibilities of outsourcing some services such as
security, gardening and so on, but there are a lot of political as well as
social problems that we first of all have to address.
> Outsourcing services that are currently done in-house will entail
retrenching some staff and this can generatelots of problems, so we are
very careful.
> Public utility services in this country, as you are aware, is very poor.
Sometimes we can be without such services for days or even weeks.
Ile college theref6re has to source its electricity and water supplies
locally and at a very heavy financial cost. This is a very big problem,
especially given the fact that funding from, the Government is very
much inadequate.
> We are trying to negotiate with NEPA (power utility Company) for
improved servicesbut there is no much hope for successbecauseI think
their problems has much to do with capacity.
> In our renewed efforts to locally generate more funds, we are now
shifting emphasis from students' registration charges to commercial
activities in the campus.We are also thinking of raising chargesfor use
of college facilities by outsiders. A committee has been set up under
chairmanship of the Bursar to study ways of improving our local
revenuebase.
> NCCE has been discharging its statutory responsibilities in the college
in most satisfactory manner. They. provide accreditation for our
academic programmes and monitor execution of capital projects to
ensure compliance. with standards. They also give guidelines and
standardsfor development,maintenanceand operation of our facilities

F, J

1,J

D, J

D, J

D, J

D, J

J
ýF,

H

Main points from the Interview with the Registrar of the 2ndCase Study College
>

>

>

>

You go through our documentsto seewhat exactly the college strategic
objectives are. But basically we aim at producing qualitative teachersfor
the primary andjunior secondaryschools.We also hope to attain the
status of a degreeawarding institution in the near future.
Our current studentenrolment is around 8000, we hope to raise this
figure to 12000,by the year 20 10, if we get funds to expandour
physical facilities.
Governmentdirective on studentenrolment is in the ratio of 60:40 for
scienceand Arts basedcourses.At presentwe have more arts students,
but we are gradually trying to reversethe situation, to comply with
Government directives. The Laboratorieshowever needsto be upgraded
if we are to meet the target. Studentsalso needto be encouragedto
study sciencecourses.
We have at the moment a total of 25 academicdepartmentsand plans to
introduce about six new academicprogrammesin the next five years.

A

B

B

B
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>

>

>

>

>

>

>

>

>

>

>

This is in line with Governmentobjectivesof having qualified teachers
in all subjects.
Our needsin terms of assetsand facilities are numerousand details can
be obtained from Works department.But basically, we need classrooms,
lecture halls, laboratories,studenthostels,staff houses,and so on. I
should also add that we need a befitting central library. The facilities on
ground at the moment are inadequateand also some are unsuitable for
the servicesthey are expectedto provide.
We have a committee with membershipcomprising staff from academic
departments,works and the Registry, who work out spacerequirements
and allocate spaceaccording to needsand availability.
The college has not beenconducting spaceutilisation survey, but we
know that almost all academicspaceis being over utilised due to
inadequacyof facilities on one hand and ever increasingstudent
enrolment, on the other hand.
Th spaceproblems can only be addressedif additional buildings are
provided and existing onesproperly maintained.However all these boils
down to one thing and that is funds, which unfortunately we have not
beenreceiving enough
The only non assetsolution we are able to initiate is the extension of,
lecture hours which now run to 8.00pm in somedepartments.This
arrangementis not without its costsas we have to pay staff over time
and also ensurethat the generatoris run if NEPA is off.
Becausewe are located in a relatively small town, it is difficult to have
somekind of collaborative arrangementwith other organisationsfor use
of facilities. In fact the our community here rely heavily on some of our
facilities for their social activities. For examplethey rely on our sports
facilities and also lecture halls for meetingsand other social gatherings.
All theseare provided free of charge.
Our sport facilities are best in town, but certainly do not meet standards,
both in ten.-nsof numbersand their conditions. A lot needto be done to
improve thesefacilities in order to meetthe high demand.
Many factors are responsiblefor the inadequacyand poor stateof our
physical facilities. The principal factor, of courseis.lack of sufficient
funds with which to improve thesefacilities. This madeworse by the
sharp increasein studentenrolment, occasionedby very high demand
Data on college assetsand facilities at the moment is very scanty. We
are however planning to establisha comprehensiveand reliable data as
recommendedby the NCCE
Generally, budget in the college is hardly implementedas proposed and
approved due to our inability to get ftinds. This theref6re adversely
affects maintenanceof our physical facilities
To ensureadequacy,effectivenessand efficiency of our assets,we need
improvement of our financial base.At the moment we rely heavily on
Governmentgrant which hardly meet our requirements.It is therefore
necessaryto device other meansof getting money and we are planning
to go commercial with someof our facilities. The staff of estatealso
needssome form of capacity building for them to meetthe challenges

A, E, C

C, I

C, I

F, J

J

J,

C

F, J

I

F

F, I

Main points from the Interview with the Registrar of the 2ndCase Study College
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APPENDIX G
Purpose & Summary of Discussions at Interactive Verification Workshops
The verification workshops were intended to draw together participants from within each case study
college. Each was attendedby approximately fourteen participants, including the interviewees as well
as other stakeholderswho wished to contribute to the study.
The group discussionapproachwas chosento meet specific requirements:
"

To further sensitise stakeholders on the need to develop strategic plan that would ensure
effective and efficient managementof college assetsand facilities

"

To feedback preliminary findings and verify the rýsearcheesunderstandingof the problems of
assetsand facilities in meeting service delivery objectiveswithin eachcollege.
To help clearly identify inadequaciesin the current practice from the stakeholders'viewpoint.
To allow for an interactive exchange of information and minimise unintentional bias by the
researcher.

"

To benefit practitioners/participantsby enabling them to shareideasand experience.

"

To explain the reason for key problem areasand generateideas as to how they can be overcome
within the framework basedon the knowledge and experienceof participants.

"

To strengthenand confirm the interim assetstrategymodel

To fulfil thesespecific requirementsopen-endedquestionswere usedto allow participants to detennine
the direction of the response.The questionswere designedto evoke group discussionsand explore the
various dimensions of an issue, and not to arrive at a solution. Examples of questions that have been
usedin the feedbackworkshops are shown in table AG- 1.

What are the main service delivery requirementsof college assets?
How accurateis the interim report on college assets/facilities?
What factors and additional information that needsto be included?
What are the expectationsof stakeholders?
How can the interim assetstrategymodel be improved upon?
Table AG-1 Examples of Questions used in the Field Study Feedback Workshops

The investigation at the feedbackworkshopsresulted in a number of common issuesthat kept recurring
in all workshops.These issueswere mainly focused on the increasingstudent enrolment in the face of
inadequatephysical facilities and dwindling revenues.Thesehad helped to shapeand contextualizethe
assetstrategymodel.

281

The workshop identified a number of factors that contributed to the inadequacy and poor
condition of college assets.These include poor funding, sharp rise in student enrolment without
corresponding expansion of physical assets,

insufficient maintenance budgets and lack of

properly structured assetspolicy. The workshop also discussedthe poor state of public utilities
and the high cost of, generation of power and provision of water locally. Suggestionswere then
made on how to addressthese important issues.After an exhaustive deliberation, the workshop
adoptedthe interim report and the interim assetstrategymodel

Table AG-2 Summary of Results from Feedback Workshop at the 0 main study college

The second case study college was going through similar challenges as the pilot and first case
study colleges. The workshop was therefore focusedon the inadequaciesin the current practice in
asset management and needs for the new approach.
discussion which

included need to improve IT

number of issues evolved from the
facilities,' classroom and laboratory

..
accommodation,student and staff residencesand local revenue generation. The interim strategy

model.was examined and adopted as model that if used by the college is capable of addressing
problemsassociatedwith assetneeds.

Table AG-3 Summary of Results from Feedback Workshop at 2ndCase Study College

The third case study college also faces similar challenges as the previous colleges studied. They
range from inadequate accommodation,old and dilapidated buildings, unsuitable buildings, erratic
power supply, poor, funding, to issuesrelating capacity building for estate staff, improvement of
sports facilities, collaborative arrangementswith other organizations and improvement of local
revenuegeneration.On the interim model, participantsexpressedsatisfaction and noted its potential
tobring about improvement in the effective and efficient management.of assetsand facilities in the
college..

Table AG-4 Summary of Results from Feedback Workshop the 3rd Case Study College
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APPENDIX J
Summary of Condition of Buildings in the Colleges Studied.
Age of buildings
Most of the buildings in the colleges were constructedbetween 1975 and 1978 after which there ware
virtually no finiher developmentuntil the period 1988-94,then 1995-2007.The distribution is shown
in Fig AJ- I below.

C

C

1985-94
Age of buildings

1975-1978

1995-2007

Fig AJ-1 Age of buildings

Condition of college properties

D
7%

A
20%

c
38%
B
35%

Fig AJ-2 condition of properties
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Most of the properties of the colleges fall within categories C and D. Figure 3 below shows
overall fitness for purpose of the college properties

Fitness for purpose of college
buildings

D
24%

A
5%

B
18%

6XXX. .....
... ........ .....

c
53%

Fig AJ- 3 Fitness for purpose of buildings
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APPENDIX K

Summary of Problems, Opportunities and Proposals identified at the Workshops

Problems
Academic space
insufficient
halls to
classrooms/lecture
meet
growing
student
population
unsuitable classrooms/lecture
halls
insufficient/ill equipped labs
inadequate maintenance of
buildings
shortage of office space
too much' space in some
departments
inadequate library

Proposals

Opportunities
develop
facilities
0
0
0
*

additional

new
academic
construct
buildings
introduce planned maintenance
of building
reorganise labs, classrooms
and lecture halls to release

academic

refurbish/remodel
classrooms/laboratories
improve maintenance budget
revert some offices back to
classrooms
staff to share offices
number
of
increase
classrooms/lecture halls under
central control
adopt proactive
maintenance
strategies
improve furniture
expand central library
to
offices
create
collapse
classrooms
introduce non asset solutions

space
more staff to be made to share
offices
Some
classrooms
earlier
,
partitioned to create offices be
reverted back to classrooms
broken furniture to be mended
and additional ones provided
to meet demand
increase maintenance budget
identify more lecture halls to
be centrally managed
Expansion ýof Libraries be
vigorously pursued
IT facilities be improved
Introduce
more
part-time
studies
Review

Administration
"
"
"

space
poor condition of building
insufficient
office
accommodation
inadequate furniture

IT
Telecommunication
and
facilities
telecommunication
poor
network
inadequate IT facilities

Student residences
insufficient student hostels
poor condition of hostels
over crowding of hostels
demand for improved quality
of hostels
Very low rent

0
0

r6urbish/remodel offices
improve furnishing
adopt office sharing
provide additional offices
build more office blocks
convert more classrooms to
offices

internal
existing
communication system
Provide
external
additional
communication lines
Incorporate open access to IT
facilities in general teaching and
administration space
Increase IT workstations in the
library
Upgrade

Hand

over management and
hostels to
maintenance
of
private investors
Restructure the Student Affairs
improve
Department
to
management of student hostels
Rehabilitate all student hostels
Construct additional hostels
Increase rents payable per bed
space

0.

0
0

lecture time table to
d weekends
cover evenings
and
refurbis. lilremodel
reorganise
offices to
release space
repair bad furniture and
provide additional ones
staff be made to share
offices
propose construction of
additional offices
Expand the intercom system
and Procure more external
lines
Provide IT training to all staff
upgrade IT facilities in the
Libraries

hostels be. handed
Existing
over to private investors who
manage and properly
will
maintain them, then charge
appropriate rent
land
Provide
to
private
investors to build new hostels
under the BOOT partnership
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Sports facilities
Insufficient sports facilities
"
demand
Increasing
for
"
facilities
Poor condition of facilities
"

Energy.
Poor public utilities services
"
Increasingcost of energy
"
Very high cost of providing
"
own electricity and water

Administration of assets' and
facilities
Estate staff not properly
..
trained to meet challenges
Poor data management

Funding
Poor funding
developments

for

maintenanceactivities

new
and

0
0

Upgrade existing facilities
Develop additional facilities
Charge appropriately for use of
facilities, to fund necessary
improvements
Restrict use of facilities to
studentsand college staff only
Seek external funding for
facilities
Reduce energy consumption by
existing
improvements to
buildings
and
review.
specifications for new buildings
to ensuresustainability
Provide
additional
power
generators
Introduce power rationing,
betweenvarious units

0
0

0

0

0

0

Provide appropriate training to
equip estate staff with new
managementtechniques
Train staff to use existing
computersfor datastorage
Reorganiseestatedepartmentto
make.it more responsiveto the
challenges
Employ more qualified staff
Hand over provision of certain
servicesto contractors
Source for grants from other
sources
Strengthen revenue, generation
drive
Releaserentedproperties
Rationalisýestaff
Increasestudentcharges
Seek donations from external
bodies
Review budgetaryallocations to
the various departments/units

0
0

Table AK-1
workshops

Summary

of problems, opportunities
Source:FieldStudyInteractive
Workshops

Refurbish existing facilities
.
Collaborate with State Sports
council to construct additional
facilities
Reorganise management of
introduce
facilities
and
appropriatechargesfor use

Identify
high
areas
of
,
take
consumption
and
appropriatemeasures
Renegotiate
with
utility
improved
for
providers
.
services
Curtail hours of local power
generation
Solicit support from state
government to sink additional
boreholes
and
provide
additional generators
Device a training programme
to update knowledge and skills
of estatedept staff
Reorganise and rationalise
dept ý for
efficiency and
effectiveness
Out source some scrvices such
as gardening, cleaning,etc

Solicit for grants from donor
agencies
Review the various fees
charged student to make it
more realistic and generate
more funds:
Some rented properties to be
released
Appropriate rents to be
chargedfor the hostels
Appropriate fees be charged
for hire of halls for functions
by individuals or groups
Lay off redundantstaff
Improve transparency and
in
the
accountability
managementof finances

and proposals

identified

at the
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