
  
HEALTH SERVICES ADMINISTRATION
Facility Management - Management of the Organization

1.3  MANAGEMENT OF THE ORGANIZATION
The facility management structure is usually well established in the existing health administration organization.  In the facility management integration process of planning, organizing, staffing, directing, controlling, and evaluating, the planning and organizing functions are usually decided at the executive level.  The task of the Air Force facility manager is to finalize the planning and organizing function and to continue the integration process through the remainder of the functions.  

Figure 3 illustrates the organizational structure that usually exists in an Air Force Medical Center.  The Facility Management Office is normally in the Logistics Flight and the Support Squadron. Other flights that report to the Support Squadron Commander would be the Resource Management Flight and the Systems Flight.  These are two offices that were previously mentioned.  In this example, the Facility Management Office reports to the Clinical Engineering Department, who in turn reports to the Logistics Flight Chief.  In smaller organizations, the Clinical Engineering Department might be deleted and the Facility Management Office would report directly to the Logistics Flight Chief.  
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Figure 3

Air Force medical center organizational structure

Planning and Organizing

As stated, the planning and organizing functions are usually predetermined at a higher level.  But in truth, the design of the organization must undergo periodic changes in order to insure continual improvement.  To effectively do this, the facility manager must understand that the organizational design and inevitable changes to that design are quite dynamic.  Both are related to the organizational process, the process outcomes, and the external influences that affect the process.  So, the facility manager must be closely attuned to the overall environment when evaluating the success of the organization. 

In order to do this, it is important that the facility manager insure that the organizational design integrates well with other major management activities in the office.  A good method to accomplish this integration is through the feedback process shown in figure 4.  This figure shows how the organizational design relates to other management activities and how each depends on feedback to provide a measurement of the activity’s success.  


Statement of Organizational Mission - What is the mission of the 
facility management office, and does it correspond with the mission of the parent organization?


Strategic Development and Implementation - How does the facility management office intend to conduct itself in its business?

Feedback - What changes

need to be made?

Organization Design - Who has the power to make decisions in the facility management office?


Information Needs - What information is needed in the facility management office in order to make those decisions?


Rewards - How are the people in the facility management

office rewarded?






Performance Evaluation - How do we know how well we 

are doing in the facility management office?



Figure 4 (3)

Organizational design/major management activity integration process

Staffing

Organizations are made up of people. The life and personality of the organization, as well as its success, depends on the performances of these people.  Obtaining trained and knowledgeable personnel to staff the facility management office is important, especially considering the number of tasks that are the responsibility of the office.  But, reality dictates that most offices will contain a range of employees across the entire spectrum of experience, and that there may be no experienced personnel available to cover some tasks.  

To manage this shortfall, the facility manager must evaluate the mix of the staff and determine what tasks are to be performed through outside assistance.  This assistance may come from contractors or from other base agencies.  A good example of this outside assistance is the design of construction projects.  It is not common for personnel in the facility management office to have extensive training in this area, so the effort is normally contracted to an off-base company, or passed on to Civil Engineering. 

Another method of overcoming staffing experience problems is through training.  Continuing training can be arranged for personnel who have some experience in tasks that need to be covered.  But, training can also be scheduled for personnel to learn a new task.  This is a good way to reward staff members that are showing initiative as well as to adequately cover organizational tasks.  

Directing

Personnel work scheduling and coordination can be approached a number of different ways.  Each facility manager has a different style of directing, and his/her personality, as well as the personality of each staff member, plays a big part in how this function is accomplished.  The best advice is to develop an approach and be consistent.

The bulk of work scheduling and coordination efforts are directly associated with facilities operations, maintenance and repair.  The facility management office’s ability to do this effectively depends a great deal on the work order clerk/receptionist.  This is a difficult job and requires a great deal of thought in its work duties, processes, and even the type of person that is assigned to do the job.  If the right person is found, the majority of the scheduling and coordination can be done there.  Unfortunately, this is a position that receives most of the complaints coming in to the office, so stress is high.  And since it is a customer service entry point for the office, the person who is doing the job must be able to handle the stress in a positive manner.  Constant monitoring of the stress load and the person’s reaction is needed.  If necessary, frequent rotations of personnel through this job may be required.  

An important part of the directing function is the development of the office policy and procedure manual.  It is most important that this document be clearly written and that it leaves no room for misinterpretation.  The success of this effort will be measured by the number of personnel problems that exist.  A well written policy and procedure manual can head off potential staff problems before they have a chance to occur. 

Controlling
Some of the elements of this function, specifically work reception and scheduling, are part of the operations, maintenance and repair chapter and will be discussed there in further detail.  Standards establishment in itself is extremely important to the controlling function.  For the most part, the standards are already established through Department Of Defense (DOD) and Air Force regulations, as well as applicable regulatory agencies. 

An ever increasing part of the controlling function is through the use of computers and management software.  Facility management has traditionally been accomplished through the use of bulging file folders in tall metal file cabinets.  It has not been uncommon for the facility manager to show up for a meeting with a number of overstuffed manila folders, blueprints, and other paper documents, which usually results in a paper search instead of effective contributions to the meeting.  Figure 5 shows a typical taxonomy of facility management systems and how the system’s level of automation, from paper to software, relate to the level of complexity and size of the facility.  
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Typical taxonomy of facility management systems
There are a number of exceptional software packages out there designed to aid the facility and project manager, as well as programs available for other facility management tasks.  Some of the off-the-shelf products are used in this report for examples, and others are designed by the Air Force.  Basic computer literacy is extremely important in the facility office, and more advanced computer training on software applications is a must to allow continued performance improvement.

Contracts with outside companies are managed through the Base Contracting Squadron.  The facility management office’s position in this relationship is as the “owner’s representative”.  What this means is that contractual responsibilities, to include award, price negotiation, change order approval, and final close-out, reside in the office of the designated contract officer.  The facility manager’s job is to advise this officer on the technical aspects of the contract and to relay the wishes of the hospital commander concerning the expected outcome of the contract.  

Finally, now that a comprehensive policy and procedure manual has been established, consistent use of it in controlling the operation of the facility management office is imperative.  If written properly and executed consistently, personnel will have no question on what is expected of them, and how they are to function within the organization.

Evaluation

Some functional elements of evaluation, to include design, punch list preparation and execution, post-occupancy evaluation, and contractor evaluation are part of the construction project management effort and are accomplished cooperatively with the contracting officer and the Civil Engineering inspector.  Evaluation elements that deal directly with the day to day operation of the facility management office fall under the all-encompassing category of program analysis.  Program analysis is important to insure continuous improvement takes place in the office, and is assessed through the use of performance improvement techniques.  Facility management programs are as dynamic as the organization itself, and are equally relating to both the outcome of programs as well as the program processes themselves.  Performance improvement techniques are methods of evaluating the individual processes and outcomes to identify areas of improvement.

These functions of the facility management integration process are very important to insure an effective and efficient organization.  But, as was shown in figure 3, successful integration of management activities starts with the statement of the organizational mission, and this mission statement is critical for the planning process.  This process includes short-, medium- and long-range planning and is important enough to the overall planning of the facility management office to warrant additional discussion. 
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