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ABSTRACT

Deciding what to provide in-house and what to outsource is not always easy, because
of the pros and cons of each approach. This study assessed the suitability of outsourcing
and in-house routes for procurement of facilities management (FM) services in public
buildings to develop a framework to assist FM practitioners in making decisions on the
procurement of FM services in Abuja. A mixed methods research methodology was
adopted involving the administration of 122 structured questionnaires and semi-
structured interviews with 10 International Facility Management Association (IFMA)
members in Abuja-Nigeria. Findings show that the top three factors driving outsourcing
of FM services delivery are cost reduction, improved performance standards, and
improved customer orientation and service. While, the top three factors driving in-house
of FM services delivery are improved quality of services, improved performance
standards, and improved responsiveness and cycle times. This indicates that the
framework to procure FM services includes the provision of a clear policy which should
consist of a policy statement, methodology resource mobilization, government policy
regarding the maintenance of the facility mapping of the facility, and a means of
measuring the performance of FM services providers. The developed framework
provides a significant understanding that can support decision-making on FM services
in terms of whether the route to be adopted is either in-house or outsourcing.

Keywords: procurement routes; facilities management; in-house; outsource; public
building

INTRODUCTION

Facility Management (FM) is a key function in managing facility services and working
environments to support the core business of an organization (Chotipanich, 2004). Although
traditionally carried out wholly in-house, by staff employed directly within organizations, in
recent times organizations might contract out (outsource) some or all of the FM services that
were hitherto carried out in-house. Deciding what to continue to provide in-house and what
services to outsource is not always easy. This is because each approach has its pros and cons
(Campbell, 2011). In-house procurement of FM services (or insourcing) on the one hand is
the management process that delivers facilities management services by in-house staff
directly employed by organizations (Musa, 2011). The Association of People Supporting
Employment First (APSE, (2011) posited that insourcing was regarded as a means of
delivering efficiency and savings in the face of mounting budgetary pressure. Outsourcing on
the other hand leads to the creation of a new contractual relationship where the jobs
undertaken by in-house employees are transferred to external companies. Typically,
organizations are pushed to adopt outsourcing because of the potential to realize cost
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reduction objectives, by freeing up capital, refocusing on core corporate business, transferring
real estate-related risks, and increasing occupational flexibility (Jensen et al., 2012). Fuelled
by the globalization of business, outsourcing has become one of the most popular and widely
practiced business strategies (Cigolini et al., 2011; Willcocks, 2010).

The ideal delivery mode of FM should be the one that adds the most value to the
organization concerned. The problem thus becomes one of deciding how much value is added
by any specific delivery mode (Kamarazaly, 2007). The theoretical background of
outsourcing underlines the assumption that organizations who outsource their facility
services, gain more added value than organizations that control their facility services in-house
(Perera, et al., 2016). Although relatively untested, this assumption has provided increasing
support for the selection of outsourcing as a better route over in-house procurement of FM
services. The benefits of in-house procurement of FM services are rarely fully explored and
considered when decisions on how to procure FM services are being taken (Perera, et al.,
2016). Kamarazaly (2007) and Perera et al. (2016) have shown that facilities management
services that are aligned to strategic functions are best suited for in-house delivery, while
those that are aligned to project management and operational functions are best handled
through outsourcing. In the Nigerian public sector, most key capacities concerning FM
services are dealt with by in-house sourcing, notwithstanding whether outsourcing would
provide better value. To change the status quo, research must provide easy-to-apply
frameworks that allow FM services sourcing to be made between in-house and outsourcing by
the Facility Managers in charge of public buildings.

Although FM is being increasingly accepted in commercial and public organizations,
little has been researched in the area of FM sourcing strategies. Predominantly, there is no
evidence for such decision-making criteria or framework for choosing between outsourcing
and an in-house approach to meeting the FM needs of public buildings in Nigeria. A previous
attempt to determine the suitability of in-house and outsourcing approaches in institutional
buildings (Kamarazaly, 2007) focused on FM practice in New Zealand. Facilities
management practice in Nigeria has seen steady growth in recent years with a wide range of
applications (Alaofin, 2003; Opaluwa, 2005; Adewunmi et al., 2009). With the increasing
complexity of FM needs of organizations, the need for a simplified yet holistic means of
choosing the optimum delivery mode for FM services also increases. Research in this area has
either focused on institutions and business organizations (Kamarazaly, 2007; Vitasek et al.,
2018), or a specific subset of public buildings (hospitals in the case of Ikediashi, 2014). To
this end, what framework will be effective for procuring FM services in public buildings in
Abuja-Nigeria using either outsourcing or in-house route?

LITERATURE REVIEW
Procurement of Facilities Management Services

Facilities management services may be procured in a variety of ways, although two
routes have received greater attention in the literature. These are the in-house and outsourcing
routes. Although outsourcing has sometimes been touted as the panacea to the shortcomings
of the in-house procurement route, it is not without its failings. For example, in the Malaysian
property maintenance and management (PMM) sector, Sheng and Baharum (2015) discovered
that a service chasm exists in the implementation and practice of outsourcing.

On the African continent, Nakanjako (2016) in a bid to establish the effect of
outsourcing on the performance of public institutions found that outsourcing IT functions are
most significant to institutional performance. However, other factors influence institutional
performance other than outsourcing which are leadership experience, academic rank of the
managers, applied policy and procedures, making a professional learning community,
enduring efficient financial management, and accountability. An investigation of maintenance
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management strategies used in tertiary institutions was carried out by Faremi et al. (2017).
The authors also examined the extent to which the physical and functional conditions of
buildings are impacted by such strategies. The study found that the general condition of
buildings and services in tertiary institutions appeared to be uninfluenced by the maintenance
sourcing strategy adopted. Aliyu et al. (2015) found a low application of facilities
management in high-rise commercial properties; the use of outsourcing and in-house sourcing
was influenced by the level of familiarity with the procurement routes. A study by Perera et
al. (2016) showed that facilities management services that are aligned to strategic functions
are suitable for in-house delivery, while those that are aligned to tactical and operational
functions are best handled through outsourcing.

Frameworks for Procurement of FM Services

Most frameworks for the procurement of FM services focussed on the adoption of
outsourcing, with limited attention to insourcing as a procurement option. Some studies have
however attempted to guide how insourcing can be employed as an FM delivery mode. These

are shown in the table below.

Table 1. Summary of FM Outsourcing and In-house Frameworks

Author(s)

Type

Description

Limitation(s)

OUTSOURCE
Hassannain and Al- Saadi
(2005)

Mohammed and Baba
(2005)

Kremic et al. (2006)

Ghodeswar and
Vidyanathan (2008)

IN-HOUSE

Bernard Williams
Associates (1999)

Barret and Baldry (2003)

Connors (2003)

Atkin and Brooks (2005)

Wise (2007)

Outsourcing
framework

Outsourcing
contractual
framework

Outsourcing
decision support
framework

The business
process outsourcing
model

Demerits of in-
house sourcing

Best practices in
FM

Comparative study
of in-house and
outsourcing in
terms of
innovativeness
Disadvantages of
in-house sourcing

Advantages of in-
house sourcing

5 sequential processes for
outsourcing asset
management services

Involved mainly literature
review to develop a best
practice framework

The system showed typical
elements of the outsourcing
decision

Processes for outsourcing
decisions and management in
a business environment

Posited that cost, quality,
flexibility, motivation, and
skills availability
considerations do not support
in-house mode

Mainly literature review of
the merits and demerits of
delivery modes for FM
services.

In-house staff loses cutting-
edge knowledge once
removed from the cross-
company competitive
environment of out-sourcing.
Providing a total view of FM

Geared towards improving
leadership in project
management

No empirical investigation; specific

to Saudi Arabia municipality;

No statistical investigation;
anecdotal evidence only;

Focused mainly on profit-oriented
organizations

Decision and management variables
not clearly defined; Focused mainly

on profit-oriented organizations

Limited to premises audits as a
means of tools for facilities
economics

No fieldwork-based statistical
investigation

Focused on innovativeness in FM;

No statistical investigation

No statistical investigation;
anecdotal evidence only;

No statistical investigation;
anecdotal evidence only;

Source: Adopted from lkediashi (2014) and author's summary
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METHODOLOGY

The study employed a mixed-methods research design, which pursued the study
objectives through the use of a questionnaire survey and interview. Mixed methods research
design helps to offset the weaknesses inherent in single method designs made up of either
qualitative or quantitative methodology. Mixing the two methods in the same study allows the
strengths of one to complement the weaknesses of the other. This increases the researcher's
confidence in the findings and provides the opportunity to better understand the task under
study (Dunning et al., 2008). The concurrent mixed-method approach involved the collection
of a combination of quantitative and qualitative data at the same time to find out whether
there exists any sort of convergence, differences or combination (Greene, 2005).

The research instrument for quantitative data collection was developed from similar
instruments employed by Kamarazaly (2007) and Ikediashi (2014). The questionnaire was
developed to gather information from respondents. Which comprised of sections designed to
be answered by respondents. It is the vehicle used to offer the conversation starters that the
analyst needs respondents to reply (Clark & Creswell, 2014). An interview protocol was
developed in line with the work of Kamarazaly (2007) to collect qualitative data from facility
managers of 10 selected public agencies in Abuja. The IFMA members selected were targeted
through purposive snowball, and were selected based on the experience of FM in public
agencies and willingness to participate in the study. It contained semi-structured questions
that led to a discussion with the selected IFMA members. All participants were officially
communicated and a convenient time was agreed upon for the exercise. At the
commencement of the interview, the consent and permission of the participants were soughed
to record all of their conversations using a digital recorder. Each interview was planned to
take between 30 minutes and one hour. The data were analyzed using percentile and relative
importance index. Relative importance index analysis is an important tool for prioritizing
indicators rated on Likert-type scales and it allows for identifying the most important services
or factors based on respondent's feedback (Rooshdi et al., 2018). As suggested by Akadiri
(2011), five important levels are transformed from relative importance index analysis values:
high (H) (0.8 < RI < 1), high medium (HM) (0.6 < RI < 0.8), medium (M) (0.4 < RI < 0.6),
medium-low (ML) (0.2 <RI < 0.4) and low (L) (0< RI < 0.2). The data for the services that
were suitable for both in-house and outsourced and the factors driving both in-house and
outsourced routes were determined using structured questionnaires. In a related development,
the data for the factors to be considered in the selection of in-house or outsourced routes and
the ingredients expected in facilities management policy were determined from the interviews
conducted. One hundred and twenty-two (122) structured questionnaires were self-
administered while 93 questionnaires were returned and 10 IFMA members participated in the
semi-structured interviews. The data collected were based on the experience and qualification
of the respondents, and the majority of the respondents work with public organizations.

RESULTS

In determining the variables to be included for the two procurement routes in the
framework developed as shown in Figure 1, 10 variables each out of 22 variables were
selected for those facilities management services that are suitable for either in-house or
outsourced. In a related development, 10 drivers each out of 36 variables having the highest
relative importance index were selected for in-house and outsourcing as shown in Figure 1.
Those facilities management services that were most suitable for the outsourced route based
on the responses received were security (0.8138), catering/restroom management (0.8116),
landscaping maintenance (0.8047), waste disposal & environmental management (0.7859),
general cleaning services (0.7705), plant maintenance & repairs (0.7586), facility
refurbishment (0.7548), recreations (0.7398), residential accommodation (0.7318) and courier
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services (0.7238). Also, for the in-house route, the 10 highest variables were purchasing and
contract control and negotiation (0.7839), human resource management (0.7800), real
estate/property portfolio management (0.7655), public relation/liaison services (0.7632),
office furniture & stationary provision (0.7494), residential accommodation (0.7463),
recreations (0.7459), reception & telephone operator (0.7333), car park maintenance (0.7295)
and créche administration (0.7293).

The results from the 10 drivers having the highest values of relative importance index
for the outsourced route were to improve quality of services (0.8541), improve performance
standard (0.8437), improve responsiveness and cycle times (0.8165), permit quicker response
to new needs (0.8163), to improve the timely delivery of services (0.8115), to improve
quality, productivity and operational efficiencies (0.8047), in response to client demands
(0.7929), to achieve increased innovation (0.7907), as a way to respond to pressure from
employees and shareholders on sustainable practices (0.7904) and to be able to handle varying
demands more effectively (0.7881). In a related development, the 10 drivers having the
highest values of relative importance index for the in-house route were to achieve cost
reduction with enhanced performance (0.8847), improve performance standard (0.8773),
achieve improved customer orientation and service (0.8636), to focus on core competencies of
staff (0.8634), to improve quality of services (0.8614), to improve the timely delivery of
services (0.8533), to compare in-house performance with vendor’s staff (0.8494), to
concentrate on the core business of organization (0.8442), to improve/maintain corporate
image/organizational ethos (0.8442) and to improve quality, productivity and operational
efficiencies (0.8437).

The summary of the results from the interviews conducted indicated that the 10
interviewees posited that the essential factors to be considered in outsourced route were
technical competence, cost, track record of the company, availability of materials and
equipment, experience base/practice, financial stability, and Integrity/trust. For an in-house
route, the factors were availability and competence of in-house staff, the policy of the
organization, worth of service, availability of funding, legal/regulatory requirement,
environmental health, and safety requirement, and customer satisfaction. In a related
development, the ingredients that could be found in a typical facilities management policy for
the procurement of services either through outsourcing or in-house were policy statement,
methodology resource mobilization, trading and mapping of the facility and management
regime, government policy regarding the maintenance of the facility, schedule of
maintenance, time and funding, and personnel required.
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CONCLUSION

Based on the quantitative and qualitative research conducted via questionnaires survey
and semi-structured interviews with IFMA members in Abuja metropolis that led to the
development of a framework, this study concluded that organizations favor the use of in-
house FM services in handling strategic functions while outsourcing is in charge of
operational functions. The factors driving FM services in-house and outsourcing delivery
mode decisions have cost reduction with enhanced performance, improved performance
standard, improved customer orientation, and service, the core competency of staff improved
quality of service, and improved responsiveness and cycle times. The developed framework
provides a significant understanding that can support decision-making on FM services in
terms of whether the route to be adopted is either in-house or outsourcing in public buildings.
To this end, top management in FM organizations should enhance the training of staff on new
technologies, sustainable issues, and intelligent buildings to perform effectively in both in-
house and outsourcing FM services depending on the route to adopt.
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