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Section 3: Introduction to Strategic 
Planning

Facilities represent a significant portion of an organization’s expenditures. For many 
organizations, the cost of acquiring, operating, and maintaining facilities is the second 
largest line item in their budgets, after human resources. It is increasingly important to 
organizations that FM defines its role as leveraging the organization’s other investments. 
FM is no longer just about controlling operational and capital costs; it must focus now on 
how it can help management use the facility portion of its budget to create value, in the 
same way that human resources or research and development does. This is the role of 
facility strategic planning and management.

Some Strategy Basics

Before we get started, let’s review some basic information about strategy. We’ll start with 
the terminology.

A strategy is a plan to create long-term value for customers and stakeholders and, in the 
case of for-profit businesses, future competitive advantage. “Long-term” is an admittedly 
vague description, varying from two or three to ten years. The time frame for strategic plans 
will vary by industry. Industries marked by rapid changes and fewer physical assets may 

After completing this section, the student will be able to:

• Define terms, such as strategy, strategic planning, and strategic management.

• Explain the concept of strategic alignment and “line of sight.”

• List benefits of strategic planning to the organization/customer and to the FM 
organization.

• List skills facility managers need to effectively plan facility strategy.

• Describe the Facility Strategic Planning Framework, including inputs (e.g., information, 
mission, values), outputs (capital projects and asset management plans), and tools used 
to analyze the gap between facility services and customer needs and to propose 
solutions.

• List key principles in organizational design.

• Provide examples of organizational models used by FM service providers.

• Explain the role of policies and procedures in strategic management.

• Provide examples of systems in FM.

• Summarize the challenge of implementing change in organizations.

• Describe common elements in change management models.
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need to revise strategy more frequently, while established sectors with extensive physical 
assets tend to react more slowly to changes in their environment. Strategy is relevant to all 
organizations: private or public, for-profit and not-for-profit.

Strategic planning is the process of gathering and analyzing internal and external 
information, setting goals based on that analysis, developing plans to accomplish those 
goals, and defining performance objectives that can be used to assess progress. This process 
helps create strategic alignment, a consistent relationship between the external 
environment (e.g., the industry and market, government regulations), an organization’s 
strategic goals, and the way the organization deploys its resources.

Strategic planning is the beginning of the strategic management process, which is the 
continuous process of planning, implementing, monitoring and measuring, and revising 
and improving strategies.

In an ideal situation, strategy is generally developed in a hierarchical fashion, starting at the 
organizational level and flowing down to divisions (in a corporate setting) and functions 
(such as facility management). At each level (divisional or functional), strategy influences 
the creation of goals and plans/initiatives aimed at supporting the organization’s goals.

Strategy must be communicated—in whatever manner is most effective (e.g., writing, 
audiovisual messages, meetings)—to all members of the organization. At a high level, 
strategy may be communicated as an organization’s mission, vision, values, and strategic 
goals. As strategy flows through the levels of the organization, it is communicated through 
actions aligned with the organization’s strategy and through team and individual 
performance objectives tied to successful implementation of those actions or initiatives. 
Ideally, each facility management employee should be able to draw a clear connection 
between each job responsibility and FM’s and the organization’s strategic goals. In 
business, this is referred to as “line of sight” management.

Although strategic direction is set at the top of the organization, strategic management is a 
feedback loop, much like the Plan-Do-Check-Act model described in Section 5 of  
Module 1: Competencies for Facility Professionals. Information about the effectiveness of 
the strategy and the emergence of environmental factors that could affect the strategy is 
continually cycled back to the top. This may lead to small or large “midstream” adjustments 
to the strategy, or in some cases it may trigger a new strategic planning process.

Benefits of Facility Strategic Planning

The major benefit of strategic planning is that it takes facility managers, who are often 
working hard just to respond to immediate needs and crises, out of a reactive posture. It 
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allows then to exert more control over FM activities and to be more accountable to 
management and customers for the FM budget.

More specific benefits of strategic planning include the following:
• FM’s strategic plan can be used to leverage its influence with customers and senior

management groups since it links the FM’s goals with overarching organizational
goals.

• FM can provide better customer service, and FM staff can feel more engaged in their
work. The strategic planning process begins with understanding customer needs and
setting goals on how to meet those needs at the lowest possible cost. This aligns the
activities of FM staff with the proper goals. It also helps them see the meaning their
individual jobs hold and their potential impact of the customer and the FM
organization.

• The timing and spending on operations and maintenance and on capital projects can be
planned over a longer period and possibly achieve synergy on spending and better
return on investment.

• FM decision making can be more flexible. Mindful of external influences on occupant
needs, FM has explored and validated various options to provide needed services.

• Facilities can be planned to be more flexible and resilient to change. The FM
organization becomes better at managing change and more confident in the eventual
outcomes.

• Crises can be averted by planning future needs and decisions.
• Immediate decisions can be made in a more deliberate mind frame, with the facility

manager mindful of strategic direction and prepared to make the right choices.
• There is greater transparency about the use of organizational resources on facility

programs since the effects of investments can be measured. This has a secondary
benefit: it allows FM to demonstrate the value it delivers to the organization and
customer.

Facility Strategic Planning and ISO 41012

Facility strategic planning is included in the ISO 41012 model of the facility management 
sourcing process. This model was presented and described in the introduction to Module 1. 
The ISO model describes the entire process of facility management, from understanding the 
environment to the assessment of services delivered. The activities are distinguished as: 
[Definitions are from ISO 41011.]
• Strategic level: “level at which an organization defines its objectives and policies and

plans and assesses how to achieve its goals”
• Tactical level: “level at which an organization plans and manages the specific

mechanisms and resources for the operational delivery of products”
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• Operational level: “levels at which activities are performed in a routine way in support
of the organization’s functions”

The activities associated with strategic planning include the highlighted steps in 
Exhibit 2-6. These steps include:
• Understanding the business environment—identifying external factors that may shape

the organization’s facility needs.
• Aligning the FM strategy with the organization’s business strategy—making sure that

the strategic objectives of the organization and FM are consistent.
• Conducting a needs analysis, gap analysis, or programming to identify areas in which

facility resources (supply) do not align with needs created by the organization’s
strategy and the business or external environment.

• Specifying requirements—what resources and capabilities must be acquired or
developed.

• Setting objectives for the level of service that will be delivered. Periodic assessment of
the impact of strategic actions is essential to effective strategic management.

• Exploring options to delivering service. This includes examining the costs and risks
associated with each option.

• Gaining management support (release of resources) for strategic initiatives in facilities
operations and maintenance and in capital projects.

The requirements and major activities in these steps will be discussed in Topic 1 of this 
section.

Exhibit 2-6: Strategic Planning in ISO 41012
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Once the facility strategic planning is completed, FM decides how it will “source” its 
services—with in-house resources or through sourcing partners (contractors or vendors). 
Tactics are defined at the program level (e.g., capital projects, space management). The 
implementation of the tactics occurs at the operational level, as facility managers confirm 
that services are being delivered as planned. These activities are discussed in more detail 
throughout the Learning System.

ISO 41012 depicts FM as either an internal and external provider of services: an internal 
function providing services to its organization or a separate FM services provider who 
contracts with customers to provide services. It is important to note that facility strategic 
planning applies to both business models. In an internal model, the FM function must align 
with and propose plans for senior management. In an external model, the FM services 
business must align its plans with its own strategy and with the business strategies of its 
clients.

Facility Strategic Planning Skills

As you review the ISO model, you can see that this perspective on facility management 
requires some knowledge and skills beyond the traditional facility manager technical skill 
set. To be effective at facility strategic planning, a facility manager must be able to see the 
implications of the service customer’s strategy on facility assets and plans, and then to plan 
and deliver what is needed.

This means that a facility manager skilled at facility strategic planning:

• Understands the parent organization’s business—how it creates value. This 
requires understanding the organization’s industry, including rivals and how they 
compete, industry trends, and key critical success factors in the business. A critical 
success factor is something an organization must have or be able to perform in order to 
fulfill its mission and achieve its goals. Facility managers should understand their 
parent organizations in the same way they understand their own FM organizations. 
What are the organization’s mission and values? What are its strengths and 
weaknesses? What are its principal risks and how does it view risk? Having this level 
of understanding allows the facility manager to play a more proactive role in applying 
the organization’s assets to achieving its strategic goals.

• Is able to present FM solutions in a compelling way to management. This requires 
understanding and reflecting the customer’s main interests in proposals. This in turn 
uses many of the competencies discussed in Module 1—especially communication, 
collaboration, and innovation.
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• Is fluent in financial statements and measures. This allows the facility manager to 
understand the impact of investments and operating expenses on the customer’s 
financial performance.

• Believes in business control and continuous improvement. A strategically-focused 
facility manager selects meaningful performance indicators that can be measured to 
show the value of investments in facilities. Measuring performance is not enough, 
however. Strategic FM leaders always look for ways to correct mistakes and build on 
successes.

Section 3 Overview

This section focuses on strategic planning; the way in which strategy is implemented 
through structure, policies, and systems; and the skills required to promote the rapid and 
successful adoption of organizational changes. The section has five topics:
• Topic 1: Facility Strategic Planning Framework, describes planning process inputs 

(e.g., portfolio assessments) and outputs (e.g., capital expenditure plan). This topic also 
reviews strategic planning tools, such as environmental scanning, strengths/
weaknesses/opportunities/threats (SWOT) analysis, gap analysis, scenario analysis, 
and business cases.

• Topic 2: The Role of Structure. Effective and efficient structures support control but 
also flexibility, agility, and responsiveness. This topic reviews several ways to 
structure the FM function.

• Topic 3: The Role of Policy. Policies drive the organization’s behavior. Policies that 
reinforce the organization’s values and systems provide an important control on 
organizational performance.

• Topic 4: The Role of Systems. In organizational design, systems refers to the way 
work is performed and controlled. Systems aligned with strategy create a 
communication/feedback loop within the organization—helping to communicate 
strategy and goals, making sure that work is consistent with the strategic focus, and 
providing information that helps leaders assess the effectiveness of their decisions and 
actions.

• Topic 5: Managing Facility Change. The facility strategic planning process will 
result in new projects and changes to existing programs and procedures. Organizations 
that are good at strategic management are good at implementing change. This topic 
focuses on how change may be viewed in organizations and the most effective tactics 
for introducing change, overcoming resistance, assessing the results of change 
initiatives, and institutionalizing changes.
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	Single-Site Facility Plan



	Topic 4: Business Cases for Capital Projects
	Elements of a Business Case
	Problem or Opportunity
	Strategic Fit
	Financial and Nonfinancial Analysis Results
	Risk and Opportunity Analysis Results
	Project Management and Delivery Strategy
	Alternative Solutions
	Recommendation
	Business Case Approval

	Statement of Work
	Descriptive Specifications
	Prescriptive Specifications
	Performance Specifications

	Topic 5: Capital Plans and Budgets
	Capital Planning and Budgeting
	Inputs
	Process
	1. Obtain a funding source from finance and gather requirements.
	2. Compare numbers, requirements, and rationale for each project. This should include current capacity and identified future needs and constraints.
	3. Categorize and rank projects in priority and financial benefit order.
	4. Evaluate and include alternatives, including construct vs. buy, owning vs. leasing, using space within other division structures, and use of alternate work methods (multiple shifts, working from home, overtime, etc.)
	5. Submit the capital budget request.
	Capital Budget Request

	1. A discussion of current capacity/operations and how the project/funding plan supports future needs laid out in the organization’s strategic plan and fills the gap identified by the portfolio strategic space review.
	2. The project’s purpose and what it is intended to accomplish for the organization. If appropriate, how it enhances or expands operations at the current location.
	3. The summarized request amount. any previously approved amounts, future requirements identified, and the total cost by the end of the project. State any relationship of the funds to previous or future requirements. These should be attached as suppo...
	4. The capital investment plus all related expenses juxtaposed against macro-level estimates identified by organization and operations/facility management long-range analyses.
	5. If the project was not part of the above estimates, include an overall explanation of the project’s impact on planned organization and facility management results.
	Capital Budget Evaluations



	Long-Range Capital Plan
	Facilities Portfolio Rationalization
	Construction Projects Plan
	Capital Replacement Planning
	Combined Plans


	Annual Capital Plan/Budget




	Progress Check
	1. From an organizational level, what is the purpose behind capital planning and budgeting?
	a) To plan budget expenditures around supply costs
	b) To prioritize capital projects and arrange for funding
	c) To review property and facility condition surveys for code violations
	d) To perform market and community analyses for location suitability

	2. Within an asset’s life cycle, what are the stages and their associated costs in the correct order?
	a) Disposal, planning and design, construction and commission, OM&R
	b) Construction and commission, OM&R, disposal, planning and design
	c) Planning and design, construction and commission, OM&R, disposal
	d) OM&R, disposal, planning and design, construction and commission

	3. What is the difference between interest and inflation?
	4. The difference between present value and net present value is that net present value applies discounting to equalize the value of money over time.
	( ) True
	( ) False

	____ 5. Descriptive
	____ 6. Prescriptive
	____ 7. Performance
	a) When the only standard for success is that it works well
	b) When the contract spells out the material makeup, production methods, etc.
	c) When the contract indicates the exact manufacturer, brand, and/ or model that must be purchased
	8. A life cycle analysis evaluates long-term costs of ownership; an LCCA does not.
	a) True
	b) False

	9. The difference between simple and compound interest is
	10. What analysis(es) and/or estimate(s) are conducted during a portfolio analysis and review?
	a) Facility condition analysis
	b) Facility condition index
	c) Property condition analysis
	d) All the above

	11. Which of the following is NOT one of the three methods used to evaluate capital budget submissions?
	a) Time value of money
	b) Payback period
	c) Rate of return
	d) Present value

	12. What steps does FM follow to align with their organization’s strategic plan?
	a) Assess today’s capacity and perform a strategic review of all structures
	b) Assess capability and capacity of structures to come up with the current supply
	c) Review strategic plan and outputs to calculate demand and compare supply and demand
	d) All the above in that order

	13. From an organizational perspective, what type of returns are required from capital investments?
	a) Performance, capacity, and financial
	b) Performance, capacity, and safety and security
	c) Financial, capacity, and safety and security
	d) None of the above

	14. What is the purpose of a statement of work?
	a) To equalize the value of money over time
	b) To list expected work products during a project phase
	c) To explain the rationale for a capital budget request
	d) To lay out the requirements for structure installations

	15. What are the contents of a capital budget request or submission?
	a) A description of current capacity and how the proposed project fills gaps
	b) An overall project cost summary and any previously approved funds
	c) A comparison of requested funds to macro-level organizational estimates
	d) All the above in that order

	16. What kinds of analyses or estimates does a single-site facility manager perform to create the site facility plan?
	a) Feasibility analysis, macro cost estimate, lease vs. buy analysis, due diligence analysis
	b) Feasibility analysis, life cycle analysis, life cycle cost analysis, TCO
	c) Due diligence analysis, LCA, LCCA, macro estimate
	d) Lease vs. buy analysis, life cycle analysis, macro estimate, life cycle cost analysis

	17. What are the three steps within a life-cycle analysis?
	a) Performance, feasibility, and due diligence analyses
	b) Capacity, financial, and performance analyses
	c) Macro estimate, inventory, and lease vs. buy analyses
	d) Inventory, assessment, analysis


	Progress check answers
	1. b. Typically, an organization’s controller reviews all capital project submissions, prioritizing them according to organizational need and evaluating their potential ability to make appropriate returns on investment. (t05, p. 1-1)
	2. c. The stages within a structure’s life cycle in the correct order are planning and design, construction and commission, OM&R, and disposal. Operations and maintenance and renewal costs by far outstrip the other costs in a structure’s life cyc...
	3. Interest is the amount charged to borrow money; inflation is the rise in prices over time. (t02, p.1-14 & 19)
	4. True. Present value is a simple valuation that does not take into account how the value of money changes over time; therefore, present value is never accurate to use within an LCCA because it requires net present value and applies the discount rat...
	5. c. Descriptive specifications are when the contract spells out the material makeup, production methods, etc. and are the most commonly used specifications. (t04, p. 1-4 & 5)
	6. a. Prescriptive specifications are when the contract indicates the exact manufacturer, brand, and/or parts that must be purchased; these show up most often when the customer is adding on to an existing system or inventory. (t04, p. 1-4 & 5)
	7. b. Performance specifications occur when the only standard for success is that it works well. The contractor may choose what they want to buy and install; they are responsible for its performance. (t04, p. 1-4 & 5)
	8. False. A life cycle analysis explores the asset’s environmental impact over its estimated useful life; a life cycle cost analysis calculates the total cost of ownership over an asset’s life cycle. (t02, p. 1-8-18)
	9. Simple interest is a cost assigned for borrowing money applied over the period of a loan; compound interest not only charges for borrowing money, but also accumulates interest on the interest. Simple interest is calculated by multiplying the loan ...
	10. d. To assess the overall condition of an organization’s portfolio, a facility condition analysis reviews a structure’s overall fitness for its required organizational functions; the property condition analysis does this and includes the groun...
	11. a. The time value of money is the same name for discounting or cost of capital. The three ways that capital budget submissions are evaluated are payback period, rate of return, and present value (t05, p. 1-3).
	12. d. Alignment with the organization’s strategic plan requires an exhaustive review and evaluation of current structures and their condition, capability, and capacity before comparing supply and demand.
	13. c. The three types of return on capital investments that matter most to an organization are financial, capacity, and safety and security. (t03, 1-2)
	14. b. A statement of work relates the work products and expected quality performed during a project phase. For a new construction project, an SOW is developed and evolves through the pre-design and design phase, but its requirements drive the activi...
	15. d. A capital investment request/submission must state the reason for the project and how it fills any gaps, summarize all costs and expenses, and compare it to the macro estimate of the organization’s current portfolio to justify the expenditur...
	16. a. Though not as exhaustive as organization-wide facility planning, a single-site facility plan that a facility manager creates requires a feasibility analysis, a macro cost estimate, a lease vs. buy analysis, and a due diligence analysis. (t03, ...
	17. d. The three steps within a life cycle analysis are (in this order) inventory (gather information), assessment (classification of inventory flows and categorization of outputs), and analysis, where environmental impact is determined. (t02, p. 1-8-12
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	5. Develop specifications for quantity, quality, and custom design features.
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	7. Set space standards after considering design standards and reevaluate feasibility including budget constraints.
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	Progress Check
	1. In a traditional design-bid-build construction project, when should the request for proposal/invitation to tender (RFP/ITT) go out to prospective general contractors?
	a) Once the charter is signed
	b) Once the schematic design is complete
	c) Once the design is substantially complete
	d) Once the construction documents are substantially complete

	2. When a facility manager acts as the general contractor on a small to mid-size construction project, what can sometimes offset the cost savings of not needing to pay a general contractor fee?
	a) Conflicts between this role and the role as the representative of end users’ interests
	b) Subcontractors may provide higher bids
	c) Changes may not be proposed until later in the process
	d) Lack of facility manager involvement until designs are complete

	3. Define commissioning.
	4. Which feature of building information modeling (BIM) can prevent discrepancies between 2D plans and 3D elevations that sometimes occurs using more traditional drafting methods such as computer aided design/drafting (CADD)?
	a) Rules contained in object parameters
	b) Non-redundant parametric objects
	c) Automatic alignment with existing geometries
	d) Automated links between various BIM systems

	5. Organizations in which sector need to carefully document when they make a decision to hire a general contractor who didn’t have the highest overall weighted score based on the RFP/ITT decision criteria?
	a) Public sector
	b) Private sector
	c) Educational sector
	d) Not-for-profit sector

	6. A single freight elevator at a new facility is an example of what in relation to initial occupancy planning?
	a) A security risk
	b) A sunk cost
	c) An opportunity
	d) A bottleneck

	7. During programming, how should input from actual or potential end users be utilized?
	a) To create the initial set of requirements for space needs per worker plus support space.
	b) To validate the technical analysis of space needs per worker plus support space.
	c) To validate the space and design standards at the end of programming.
	d) As the sole component of programming.

	8. Which step in programming often requires the assistance of contractors even if the rest of programming is conducted in house?
	a) Forecast the number of workers by function or program for the planning horizon.
	b) Develop specifications for quantity, quality, and custom design features.
	c) Compile information on relevant design standards.
	d) Calculate minimum space requirements per function or program.

	9. According to Roper and Payant in The Facility Management Handbook, where is the last point in the facility design cycle when one can still make substantive changes to the design without significant increases in cost and schedule?
	a) At the 80 to 85 percent complete phase of the schematic design.
	b) At the 25 to 35 percent complete phase of the design.
	c) At the 80 to 85 percent complete phase of the design.
	d) After the design is complete.

	10. What is the minimum ratio of net internal area to gross internal area for most landlords, according to Wiggins’ Facility Managers’ Desk Reference?
	a) 60 percent
	b) 70 percent
	c) 80 percent
	d) 90 percent

	11. True or False. Once the design is complete and signed off on, construction can begin.
	( ) True
	( ) False

	12. What is the perspective of a reflected ceiling plan?
	a) From the floor looking up at the light fixtures and ceiling
	b) From just below the light fixtures looking down
	c) From just above the light fixtures looking down
	d) From the exterior windows in a side perspective

	13. Going over changes to shop drawings or verifying approved choices in finishes or colors have been communicated to workers are examples of things usually done at which time?
	a) During preconstruction meetings
	b) During the “shell finish”
	c) During construction meetings
	d) During the punch list review

	14. What is best option listed for construction site sustainability when it comes to concrete and asphalt in a demolition phase?
	a) Ensure it is going to a responsible landfill.
	b) Break it up into small enough pieces to fit into construction site dumpsters.
	c) Bury it somewhere on the site.
	d) Recycle it on the site.

	15. Describe what owner-furnished items are.
	Progress check answers
	1. c (p. 2-188)
	2. b (p. 2-194)
	3. A systematic process of verifying and providing documented evidence that a building and its systems function per the specifications set in project documents and satisfy the owner’s operational requirements that were used to develop the design. (...
	4. b (p. 2-205)
	5. a (p. 2-208)
	6. d (p. 2-213)
	7. b (p. 2-215)
	8. c (p. 2-215)
	9. b (p. 2-224)
	10. c (p. 2-228)
	11. False. (p. 2-234)
	12. c (p. 2-235)
	13. c (p. 2-238)
	14. d (p. 2-242)
	15. All materials, minor construction work, painting, or furniture needed for occupation but not provided in the construction contract. (p. 2-247)






