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Abstract: Optimizing Mobility to Marginalize Interruption 
A fromework for facility management professionals thuf integrutes 

virtuel officing as a component d business continuity planning. 

Interruptions in business are costly events to the organization, the workforce and the 
general community. Business contintdy planning reduces the chance of intemption. 
However, often the methods prescribed involve costly processes that are not particularly 
attractive to the cost-conscious senior executive of an organization. Virttlal ofici~zg 
( working wi th portable technology to support otherwise O ffice-bound activi ties) ma y 
provide a more cost-effective implementation alternative. Virtuai officing can enable the 
workforce to conduct their critical business functions in locations other than the affected 
area. Developing and implementing a program that integrates business continuity 
planning with a virtual officing environment requires knowledge of the workplace, 
workforce and the organization's core hinctions. Fnci[ity nta~zagenzent can provide this 
integrated strategy with the appropriate context for its pursuit and realization. 

Although the above three practices may offer a better continuity strategy, we must 
provide a ludd justification and identify key motivators for their integration to be 
worthy. The argument must be strudured so that the decision-maken within the 
organization (the senior executive) may appreciate the findings generated in a proposal 
and provide their conunitment to full implementation. 

Facility management, business continuity planning, and virtual officing are examined 
through a review of Iiterature pertaining to each practice. Relevant matenal on each is 
brought forward and analyzed (Le. comparisons, contrasts, complementarities). Based 
upon this analysis an integration is presented which respects the objectives of each 
practice. This study culminates with a framework which c m  be utilized in creating a 
proposa1 for its implementation within an organization. 

In this shidy we discover that each practice can provide support for the others on 
various fronts. Together, their benefits underpin a unified proposal that is stronger than 
if each were to stand alone. Benefits which are generated from the integrated proposal 
extend beyond the cost-effective continuity of critical business functions. It also creates 
the potential for a reduction in operational expenses and an increase in the level of 
productivity in the workplace. Also, the workforce is provided with a flexible working 
environment that supports both their professional and personal needs. Finally, we leam 
that the general cornmunity may benefit from a greater nurnber of their memben outfitted 
to operate vimial environrnents; providing personal and corporate support in times of 
regional crisis. 
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In early 1996, 1 decided to buy myself a laptop cornputer for work At work 1 monitor 
and review the physical condition of çome 250 sites throughout Manitoba; much of my 
time is spent away from my office, visiting their locations. The acquisition of the laptop, 
along with a cellular phone, e-mai1 and voice mail have changed the way 1 conduct my 
work. Now, more than ever, 1 am comected to the office, via telecommunication and 
technology . 

It was not difficult to undentand the benefits that someone, regularly out of office for 
their work, may receive by irnplementing portable technology, commonly referred to as 
'virfxal officing'. My journey into the redm of virtuai officing has been a typical example 
of the activities best served by a virtual environment. 

In spring, 1997, during the high water levels of the Red River, my work activities were 
concentrated dong the areas in greatest threat of flooding. 1 made frequent site visits 
along this region inputang my 
information into the laptop and 
conveying critical information by 
cellular phone. Reporting at this critical 
time was possible with short cycle 
times; thanks to generating them on- 
site, instead of retuming to an office to 
do the same. It was at this time that I 
began to wonder how someone could 
function without this technological 
environrnent to support them when 
away from their office. 1 also wondered 
how an organization would maintain 
critical information and real-time 
communications with their field staff in 
times of crisis. 

Figure 1.01: A "flood water" sign overstates the 
obvious along highway 59 outside Winnipeg, 
Saturday, ApriI 26, 1997. Areas outside the 
aty's floodway were surrounded by water and 
residents were left homeless.(CP Photo 1997) 

Çomething else came to mind; how would an organization function if, only for the period 
deemed a crisis event, they acquired and outfitted individuals with portable equipment 
or alternate work environment.? During the flood crisis 1 (as well as thousands of other 
Manitobans) was functioning at a more intense level of activity for longer p e n d s  in 
order to minimite the effects of the flood on the sites under greatest threat Aithough my 



work was more intense, it wasn't dzffeent from my usuai way of operating. In other 
words, 1 was functioning with the equipment and in the manner that 1 operated dunng 
normal times. The difference was that 1 was in a period of msis that suddenly 
demanded fledbility and irnmediacy in reporting and communication. A requirement 
which is fuily supported by a virtual offiang environment 

Since then, 1 believe that firstiy, had 1 not been equipped with the telecommunications 
and technology support that 1 was, 1 would not have been able to condud my activities 
in the tirneframe required during the flood event Secondly, that had 1 not been well- 
versed in the equipment and support services that 1 utilized, 1 would have had great 
difficulty in quiddy adapting to a portable work environrnent, particularly during a 
period of both persona1 and workplace crisis. 

In light of rny own experience, 1 found it hard to imagine an organization, in periods of 
crisis, able to shutdown their activities and roll out alternative methods of conducting 
business for the interim. For example, how successfd is an organization going to be in 
outfitting their critical staff with a portable environrnent in order to maintain business, 
when their staff may not be familiar with the technology? The altemate method of 
working may end up being as disastrous as the initial cause of the crisis! 

I believe the pradice of virtual officing may have found its justified reason for 
implementation - maintaining the critical functions of business. So my next question 
was how would an organization introduce a portable environment to resist interruptions 
in business activity? 

We are hvly in a world of technology, the Digital Age, and we continue to discover what 
the real benefits are in al1 this progress. It is not unlike buying a new car and gradually 
discovering features that you were not aware of as you drive i t  There are numerous 
'features' or concepts available to an organization, such as virtual officing and business 
continuity planning. However, like the car; air bags are only good if you have a car to 
put them in; benefits like virtual offiang are only useful when applied in the right 
environment 

Practices such as business continuity planning and virtud offiting require identification 
and proper integration so that they best serve the organization. Facility management can 
be the identifier of these and other pracüces, maintaining a constant search for ways to 
improve the working environment. 



This thesis addresses the linkage of the two - interruption avoidance (business 
continuity planning) and virtual offidng - and examines the justification for such a 
marriage. The task of implementation is assigned to the facility manager. Although the 
interruptions in business are addressed as the prime objective, it is aiso suggested that 
there is a "greater gwd" in undertaking such an initiative. OutFitting staff with portable 
equipment in order for the Company to maintain profits during interruption is a benefit. 
However, the framework presented here also enhances the readiness of the general 
community by supplying its memben with equipment that c m  assist others in regional 
crises. 
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Chapter One: Introduction 

"While some designers saw possibilities for innovation that could 

hamess technology to human purposes ... there were othen who saw in 

it only disaster." 
fie Rooh of our Modem Conceph 

Paul O. Spisiregan 

Purpose of this Study 

Facility management, business continui ty planning and virtual O fficing constitute three 
individu1 'practices' applied in a workplace setting. Each are identifiabiy unique. 
However, when examined more closely, simiiarities and complementary characteristics 
emerge which encourage an innovative amalgamation. Together, they may provide 
benefits to a wide spectnim of interests through application in pursuit of a joint 
objective, namely, maintaining continuity during business interruptions. This thesis 
punues the interrelationship of faality management, business continuity planning, and 
virtual officing. Their association is explored in terms of a framework that might offer a 
cost-effective and productive method of reducing the impact of interruptions in business 
operations. 

Interruptions in regular business operations, as a result of unforeseen or unavoidable 
events, can place an extraordinary burden on a Company or organization. Staff-time, 
equipment costs and office expenses may sti11 be charged through an interruption of 
operations. Factor in the lost income during the down-time - and the loss of 
consumer/ shareholder confidence - and the repercussions to the financial fitness of the 
organization can reach significant proportions (see Figure 1.01). The above cost does not 
account for any expenses that may be incurred due to clean-up or repair to facilities if 
the interruption was coupled with physical damages. 

I ~ n p u t s  Procers ~ u t p u t s  

I R a w  Matarials Transformation into Deliired to 
and Human Retoutcer Product or Sswiee CTient for Revenue 

Figure 1.01: A simpIe mode1 of a business process. If the process is 
interrupted the effect on the organization can be significant. 
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Interruptions in Business Affect Everyone 

Someone, inevitably, must pay for the cost of an organization not operating for any 
period within its regular business hours. Often, it is the pnvate bzaiizess owners that are 
identified as the individuals who suffer the financid impact of an interruption. 
However, there are many other stnkeho[ders interested in the organization's business 
continuity: the customers, staff, sub-conbactors and shareholden are but a small 
sampling of those who rnay be affected (see Figure 1.02): 

"'The modem corporation realized that it was increasingly buffeted by a 
growing number of constantiy shifting players in a complex system. This 
set of playen can be called stakehoIdm .... those vested interest groups 
who either affect or are affected by an organization's policies and - 
behaviour" (Mitroff, 1987 pp 167-168f. 

lrutihdions Companies Cornpetiton 

Figure 1.02: An ilIustration of stakeholders of a corporation (Mitroff, 1987). 

The nrstmirer suffers a cost due to the interrupted organization's product not being 
available at the time required, or the increased cost due to recovery expenses passed on 
to the consumer. The staff may suffer Ioss associated with wages and the emotional 
impact of abrupt alterations in their typical environment SI&-wntracted agmcies and 
p r d e r s  of s-ces to the interrupted organization 10% income during the period that the 
organization is not functioning. 

-2- Chapter One 



Slurreliolders receive less of a retum on 
their investment in the interrupted 
organization, due to lower eamings in the 
year. Also, a diminished confidence in 
the resilience of the organization may 
cause a nui on its shares, leaving 
stockholders with a significantly reduced 
share value and a decreased IikeIihood of 
receiving a full return of their initial 
investment (see Exhibit 1.01). 

Return pp investment denotes the earnings 
made on the principal amount invested. 

Return pf investment rafsn to whefhsr an 
investor con sxped to receive thsir original 
invested fundr. 

Exhibit 1.01: Return 011 or Of Investrnent? 

If the organization has business interruption insurance, then the claim made by the 
organization is paid by the incorne generated from al1 insurance premiurns. Those 
premiums are set based upon statistical loss, and will affect the premiums paid by al1 
ir 1st irnrr ce holders. 

Finally, as a tax-payer, the organization will pay less taxes due to reduced reportable 
income. It may also be eligible for tax concessions due to the interruption and recovery 
time. These costs affect the ta-base and must be absorbed by the remaining tax-payers. 
It is clear that maintaining business continuity through times of potential interruption is 
an objective that can be appreàated by everyorte in the comrnunity. 

Preparedness Saves Businesses 

It is during difficult times that an organization is most tested. Whether an organization 
is healthy or struggling, an interruption could effectively terminate its very existence. 
Today's global market has spawned competition of global proportions. Corporations 
have consistently pared down their operating environments in order to continue to 
provide affordable products. At the onset, the reductions provided corporations with a 
method of undercutting their cornpetition or providing a better service to the client. This 
rnovement has been in effect long enough to see most companies now operating in a 
similar fashion. Thus, competition has tightened to its current fierceness. The result is 
that companies are operating on slim margins with IittIe room to impiement further 
operational efficiencies. More importantly, any disruption in the organizationfs business 
operations at this stage could have significant ramifications. 

The likelihood of an organization swiving any interruption is closely related to its level 
of preparedness. It must be able to adapt its environment to meet the challenges faced 
with working in a temporary, alternative location. Such loss of the farniliar environment 
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results in a reduced ability to hinction Aronoff and Kaplan in Total Wurkphce 
Perfm~untce (1995) observe that: "A disrupiive, uncornfortable work environrnent is not 
merely a less desirable place to work; it also exacts a performance cost, no matter how 
talented the individual. These factors may cause significant losses to the organization, 
and possibl y permanent closure". 

For the facility manager, due diligence is required to ensure a low IikeIihood of extended 
interruptions, as it relates to the broad scope of a facility management department The 
hcility manager's task is twofold: to identify a method that addresses the continuity of 
critical functions, and to demonstrate additional benefits as a result of the implemented 
strategy. This new knowledge and ability would be a benefit for the organization, and 
for the field of facility management. 

Avoiding an interruption in business will minimize the loss of income. Typically, the 
longer the interruption, the greater the loss of income: " A t  is estimated that more than 
80 percent of the financial institutions would lose nearly $1000 per hour; an additional 
10 percent of the surveyed financial institutions clairned Iosses of more than $100,000 
per hour" (Ianna, 1997). 

As mentioned earlier, confidence in an organizationfs abilities is put to the test during 
adverse events. Al1 things being equal, any investor or customer that is looking for 
stability will almost certainly pass over the organization that was unable to continue 
operations during an adverse event - for, 
one that was able to maintain business 
continuity (see Figure 1 .O3). Thus, the 
residual effect of an interruption can 
damage a business as much or more than 
the interruption itself. More than 43 
percent of businesses never reopen and 
almost 29 percent close within two yean 
of experienting a local disaster (lama, 
1997). 

We must rernind ourselves that not a11 
adverse events can be forecast, nor is it 
possible to avoid disaster indefinitely. 

Consumer '=7 

Therefore, we are best served by l 

prep&% for the repercussions that an Figure 1.03: Which cornpany would you choose? 
adverse event may make on the business 
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operations (see Figure 1.04): "...it is wise to invest most of your Iimited time, money and 
energy in the development of recovery plans at the funaional, or work group level" 

Organization t 
Figure 1.04: Preventing al1 disasters is Iimited because of Our inability to 
forecast al1 types. Preparing for the recovery at the organizationd level 
provides an intrinsic resistance to more events. 

How Does an Organization Prepare? 

How does an organization prepare for potential interruptions? How cm it rninimize the 
impact that implementation of related measures may have on the financial resources of 
the company? 1s it possible to empioy resources such that the implementation has 
immediate and ongoing benefits for the organization in other areas? Clans, and 
Stamieszkin (1997) stress the importance of improving the regular functions of business 
when implementing a continuity plan. Are facility management, business continuity 
planning and virtual officing a compatible mix? The hamework built in the course of this 
thesis should provide answen to these questions. The research attempts to achieve an 
altemate work environment arrangement that enables staff to hinction through periods 
of interruption. In this way, fewer billable houn would be lost during a transition or 
down-time. The framework if properly operationalized, could also minimize costs 
associated with equipment and office expenses. Chwsing the right day-to-day 
"enablers" for staff to conduct work in a trnnsitioml environment may minimize costs 
asxiaated with temporary equi pment and space during interruptions (see Figure 1-05). 
If it is possible to maintain staff productivity then not ody is corporate income 
maintained, but consumer/shareholder confidence is enhanced, as it becomes apparent 
that the organization has proven itself resilient in a time of advenity. 
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4-, Transition .-b 1 

Normal 

Figure 1.05: Enablers in our day-to-day activities that can 
provide support through transitions, such as an interruption, are 
of greater value to an organization. 

What this Study Offers 

This study represents the research and development of an alternative to purely 
conventional business continuity planning. in this alternative, the benefit in this route to 
an interruption-resistant organization is not so much the destination, as it is the joumey. 
The framework presented offers a business continuity planning alternative that is 
attractive, due to attributes such as cost-effectiveness, ease of implementation, minimal 
testing requirements and potential for an increase in daily performance. The research 
seeks to develop a framework that, above al], is able to offer an office environment the 
ability to maximize business continuity through interruptions, by optimizing mobility 
through virtual offiang. 

The underlying strategy is to focus on workers. They are to be provided with a work 
environment that can help overcome interruptions. The means are provided through the 
introduction of equipment (technology) that enables the work environment to function as 
required by the user. The framework generated through this research also offen an 
organization immediate benefih uutside of the area of business continuity. Its 
implernentation shodd provide the organization with a work environment that is 
intnnsicalIy more dynarnic and productive. 

The thesis is that the faciIity manager can best integrate virtual officing and business 
continuity planning. Both have been proven beneficial on an individual basis. Togeilter 
they are utilized here, to create an organization that is more resistant to the effect of 
interruptions, and more flexibly productive under normal conditions (see Figure 2.06). 
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This thesis examines the proposition 
that facility managers can potentiaily 
provide an organization with the ability 
to function through an intemrption by 
implementing a virtual officing 
program. There are three key concepts, 
or practices, that fint require 
understanding by the facili ty manager 
in order to successfully facilitate this 
goal. They are: certified facility 
management practices; business 
continuity planning practices; and 
virfxal officing practices. The practices 
are first exarnined and presented as 
individual overviews, and then are 
incorporated into a fiunieiuurk that 
could optimize mobility of the 
workplace in a marner that 
marginalizes the consequences of 
interruption of business processes. 

Facil i ty Management  

Business Continuity 

The Organizat ion 

Figure 1.06: Virtual Officing and Business 
Continuity PIanning. Integrating the two and 
applying them within the activities of 
facili ty management for the organization. 

The Responsibilities of the Certified Facility Manager as  they 
Relate to this Research 

The facility manager requires understanding of the responsibilities assoaated with their 
work, as outlined b y the l~itmtatio~inl F a d i t y  Managmneri t AssoMtion (IFMAI. Facil i ty 
managers must aiso be conversant in the un'fpefazcies required for recognition as a 
Certf id Facility Maiurger. This is important because facility management's certification 
requirements have a breadth that mirrors many of the business functions associated with 
any organization Having knowledge of al1 business functions makes it possible to 
identify the appropriate areas in which to implement efforts to marginalize interruption. 
Chapter Two provides an introduction and ovemiew of facility management in the 
context of the interests being pursued in this study. 

Developing a Business Continuity Plan 

The facility manager must comprehend the prindples of bwiness continiiity pkinning. The 
principles provide an understanding of the steps that an individual must initiate, in 
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order to develop a proper business continuity plan Having this understanding will 
enable the hcility manager to: 

1. Identify and assign priority to the critical functions and sub-hnctions that must 
be maintained through an interruption. 

2. Prepare viable alternatives that maintain the business fundion. 

Chapter Three provides an introduction and ovewiew of business continuity planning. 

Application of a Virtual Offking Environment 

Finally, the fadity manager requires a clear understanding of teleruurking and virttinl 
oficing in particular. Virtual officing provides freedom of location. The experienced user 
will become flexible in their work envùonrnent needs, having the ability to adapt their 
environment with minimal confusion or anxiety. This ability dlows staff to mobilize 
when exposed to a situation that forces alteration in their normal work environment. In 
turn, the staffs mobility will maintain their contribution to key business fundions. 
Managing a virtual office environment provides the facility manager with the experience 
to support selected critical business functions with an adaptable environment, 
supporting continued operations during an interruption. 

Chapter Four introduces teleworking 
and discusses, in particular, virtual 
offiang practices. It reviews the best 
methods for implementation, and 
personality/staff types that are 
typically most successful when placed 
in a virtual officing environment. 

The Objective of the Study 

The objective of this research is to 
determine how virtual officing might be 
successfully integrated with business 
continuity planning (see Figure 1.07). 
The research also explores how the 
integration might be implemented by 
facility managers. Finally, the research 
considers the integration in tenns of a 

Facility 
Management 

Business 
Continuity Officing 

Planning 

Figure 1.07: The Study's Objective. How might 
virtuai offiang be integrated with business 
continuity planning, so that fadlity managers 
may implement a cost effective alternative for 
the organization that reduces interruption and 
increases productivity- 
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cost-effective alternative, reducing potential interruptions in an organization's critical 
operations. 

The study culminates in a framework, presented in Chapter Five, that has the capacity 
to reduce the necessity to continudly plan, manage and s u p e ~ s e  business continuity 
practices. It offers a solution that consciously implements a particular workplace 
environment, the goal of which is to aeate an organization that is inherently less prone 
to interruption during adverse events. This should be of interest to the facility manager 
because the strategy that is outlined integrates two separate concepts - business 
continuity planning and teleworking - both concepts having demonstrated prior 
benefits to an organization. Together, they allow the facility manager to implement a 
teleworking strategy, with a central objective of entrenching the maintenance of business 
continuity. 

There are several apparent benefits to the realization of such an objective: 

1. It can offer facility managers the opportunity to enhance their skills in 
business continuity planning, adding value to their role in the organization. 

2. It can provide business continuity plans with a cost-effective way to ensuring 
marginal interruption of critical functions. 

3. It can provide an organization with a solid business case for implementing a 
vimial office environment, by supporting the core business fuctions of the 
organization in periods of interruption. 

Rationale 

Adverse events are inevitable. Good organizations plan accordingly to minimite 
interruption. Unfortunately, many organizations consider discussions regarding the 
possibility of interruptions in business as a sign of weakness. Such considerations are to 
the detriment of their own business plans. In January 1998, more than one-million 
customers of Hydro Quebec were without power due to freezing rain toppling power 
lines (see Figure 1.08). An event like this is extremely rare; however, a workplace without 
power is not unthinkable. The organization that prepares for a loss of power will, more 
than likely, have a response that will assist them more than an organization that never 
prepared at dl. Having prepared for such an incident enables the organization to 
condud business during the intemiption. 
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The reasons for an interruption are as 
varied as the types of business that can 
be affected. Typically, interruptions are 
defined as the result of events such as a 
building fire, flood, earthquake or severe 
storm. Other potential influences on an 
organization's continuity must also be 
acknowledged: sabotage, terrorism, 
power gnd failure, asbestos, toxic 
contaminations, cornputer viruses and 
equipment failure are only a few. The Iist 
is virtually endless (see Figure 1.09). So, 
how could an organization prepare for 
any, if not all, of them? Professions have 
emerged around attempts to respond to 
this question. 

Business continuity planning has 
demonstrated value in the mitigation of 
the effeds of interruptions within an 
organization. The objective of business 
continuity planning is Co "ensure 

Figure 1.08: Downed Power Lines. People look at 
a series of Hydro-Quebec high voltage towers 
near St-Bruno, Que., south of Montreal that 
collapsed after the severe ice storm hit 
southwest Quebec in early January, 1998. The 
storrn Ieft over one million households without 
electricity for several weeks. (Jacques 
Boissinot/ CP PHOTO) 

continuity and survival of the business, provide protection of corporate assets, provide 
management control of risks and exposures, provide preventative measures where 

appropnate, and to take proactive 
management control of any business 
interruption (Herriott, 1997)." Business 
continuity planning: 

1.  Reviews an organization's operations to 
determine which functions are essential to 
the core business of the organization. 

2. Determines the critical time-frame for 
each spedic  component of the core 
business. This will identify time 
constraints in resuming each individual 
fimetion. By doing this, the plan is able to 
provide strategies that minimize 

Figure 1.09: The number and variety of intermption (Hemott, 1997). 
surrounding threats are si gni fican t. 
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The plan considers the needed functions and the maximum allowable time before 
significant repercussions might impact the organization. 

The faQIity manager can play a significant role in developing a business continuity plan 
for their organization. An advantage in employing the facility manager in this manner is 
that they provide the inherent skills assoâated with managing the physical resources, 
and can utilize these skills in a manner that can marginalize the effed of interruptions in 
the workplace. Also, fadlity managers provide an ability to promote business continuity 
by design as an alternative to business continuity by pknning. The difference between the 
two is illustrated in Figures 1.10 and 1.11, and well stated in the following: 

There is a subtle and overlooked but important distinction between 
planning and design. Both are attempts to achieve a desired real-world 
outcome by infiuencing nature. Although the difference is sometimes 
obscure in practice, planning refers to the attempt to produce the outcome 
by actively nrnriaging the process, whereas design refen to the attempt to 
produce the outcome by establislting criteriz to goneni the opemtions of the 
process so tluit the desired resdt zuill ocnir niore or less autonintically ruifhorit 
ftlrtlier Bnarnn i~itmention (Opbuls, 1977). 

The facility manager is well-versed in creating a work environrnent suited to its 
occupants. Their activities will be described in greater detail in Chapter Two. Utilizing 
pnnciples and practices in the design of a workplace, that allow for an organization to 
cany on through interruptions, is a natural extension of the facility manager's current 
ativities. However, the facility manager is already inundated with numerous roles and 
responsibilities that limit the ability to initiate or implement other beneficiai 
organizational strategies. Adding yet another role, due to its relevancy to facility 
management, may not be particularly attractive to the faality manager whose time is 
already consumed by other responsibilities. Would undertaking business continuity 
planning be attractive to the facility manager? To answer this we need to undentand 
what facility managers consider as being important. 

Facility management entails enabling organizations to conduct business. Supporting core 
business functions is a principal objective. For the facility manager, minimizing 
interruptions in business hnctions is an integral component of their activity and a 
primary concern. According to IFMA's Resemch Report #16: FaciMy Management Praaices 
(1996), it would appear that facility managers agree: emergency planning and disaster 
recovery are the two written policies most often identified by facility managers as having 
been undertaken by them (84 percent of respondents). 
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The study also reveaied that the facility management department itself is instrumental in 
developing emergency and disaster recovery plans for organizations: 83 percent of 
respondents reported that it was their responsibility. Interestingly, only 13 percent of 
those responsible contract other resources for this service (Funbions relating to financial 
and space planning were the oniy two roles that had a lower occurrence of contracting 
out). The findings of the report indicate that facility managers take emergency 
management very seriously. It suggests that they are experienced at ensuring the safety 
of facility occupants and the prevention and mitigation of, and for the recovery from 
adverse efferts associated with disastrous events. These two areas of experience are 
critical services to any organization wanting to minimize personal injury and loss of 
physical assets. 

A New Front for Facility Managers 

However, another component in disaster recovery management that facility managers 
could examine more closely, relates to the efforts undertaken to ensure business 
continuity following an adverse event. Business continuity planning, as it relates to the 
processes of a business, has not been explored as thoroughiy as the previously 
mentioned activities. A recent survey suggests that only 45 percent of businesses have a 
forma1 plan in place to avoid disruptions (Comdisco, 1997). It is, however, a critical 
activity that supports the core business. 

Facility managers, already familiar with disaster recovery, understand that it is 
impossible to plan for and forecast every type of potential disaster. In order to minimize 
the effed of unforeseen events, it is important to dlow for flexzldity in the respotzse to a 
disaster. Limiting the number of assurnptions in underlying plans is one method of 
increasing flexibility to minimize negative effects. For example, in a disaster, it camot be 
assumed that business activities could be transferred to a building across the street, for 
it may also be affected by the same disaster. Instead, it would be safer to consider an 
alternative site that is less likely to suffer a similar impact from the same event. 
Interruptions in a business' funcfions should be approached the same way. Maintaining 
flexibility in the organization's functions will provide a greater ability for the workforce 
to quickly adapt the work environment when there is a threat or ~ctuality of 
interruption 

How can an orga~zation be more flexible in conducting its core fundions? The response 
could be by introducing an environment that encourages more dpamic work practices, 
with the objective of maintaining business continuity. Applying good business continuity 
planning techniques with the practice of virtual offking cm, - it is hypothesized - 
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potentially, create a workplace that is able to adjust to altered setfings when 
circumstances demand. 

The objective of integrating business continuity planning with virtual offiang is 
envisaged as supporting the business' core function during potenüal interruptions by 
eliminating location dependency. This is adueved by providing a mobile work 
environment (virtual work-place) that enables key staff (people) to condud their 
business (purpose) during disruption. This objective has al1 the makings of good, 
proactive facility management 

Study Approach and Methods 

The research problem has been approached in an heuristic fashion. The problem was 
analyzed from the specific perspectives of each practice, namely: 

facility management, 
business continuity planning, and 
teleworking (as in virtual officing). 

Facility Management 

Facility management was reviewed pnmarily through texts, professionai journal articles 
and some website sources. Presentation of the practice in Cotts and Lee Tlte Fanlify 
Maringe~iinzt Hmdbook (1992) and Rondeau et al Faciliiy Mmagmrent (1995) addresses 
the scope of adivities that represent the responsibilities of facility managers. The 
International Facility Management Association's (IFUA) research publications, 
especiall y Facility Mnnngemnit Prtzctices Research Report # 1 6 (1 996) provided sta tis tical 
analysis of the activities associated with facility management As well, matenal 
prepared by IFMA regarding the cornpetencies and certification of facility managers is 
presented. The Building Owners and Managers Association's educational manual, 
Fzindamenfnls of FaaIify Mamgment, provides valuable history on the evolution of 
facility management. 

Other books which provide relevant information on facility management or related 
issues are cited, induding Aronoff and Kaplan Total Workpiace Perfontzmrce (1995), which 
presents key information on workplace productivity, and on psychosocial factors 
involving the workplace. Cotts and Fnday's (1995) Quality Faalities Management is cited 
for its presentation of the concepts of value, continuous improvement, and customer 
service. Franklin Becker's The Total Wwkplace (1990) and Wmkspace (1981) were 
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. reviewed and are referred to when discussing the physical setong as a social 
phenornenon, and an organization's physical assets as its "hidden resource". Finally, 
several articles h m  the periodical Facility Ma?1~1gemnzt ]our~ml are cited for speàfic 
items, including the future of facility management, areas for facility management 
improvement, and implementing special initiatives, such as teleworking. 

Business Continuity Planning 

Business continuity planning was reviewed utilizing the same type of sources as the 
work undertaken in Çacility management. However a greater emphasis was placed on 
select articles from several professional joumals (Disasfer Recuuery ]mintal, Disuster 
R e c w q  WorLi and Silmme!) or from various websites (Natural Hazards Center, 
Emergency Preparedness Canada, Canadian Centre for Emergency Preparedness). The 
articles utilized cover a wide spectrum of business continuity planning, including 
managing the recovery process, creating awareness at the senior executive level, asset 
management, business interruption analyses, legislating business continuity planning and 
justiwng the business continuity plan. The authon of the articles were business 
continuity planners or others providing advice in the realm of business continuity (eg. 
risk manager, lawyer, accountant). 

Information accumulated on the website provides the same breadth of information as 
the journal sources, but ensuring more depth in the research undertaken. Several books 
were reviewed as well, in order to hirther understand business continuity planning. 
Federal and provincial govement  publications on the subjed of business resurnption 
planning have been reviewed and are cited. As well, two commercial publications, 
prepared by large consulting firms in the realrn of business continuity planning. were 
referenced: StrohI Systern's Tlie Business Co~ttiiiziify P[aming Guide (1996) and 
Comdisco's 1997 Vthetability Index. Both provide valuable information on business 
continuity planning from the penpective of an extemal service provider. As well, 
Comdisco's publication offers interesting research data on disaster recovery/business 
continuity. Finally, a book by Kenneth Myers, Total Contingency Planning Jbr Disasters is 
cited throughout for its unique presentation of the business continuity planning process. 
Myers presents an overview of, as well as detailed information on, the preparation of 
business continuity plans. Specific interest in his perspective lies however, in his de- 
emphasis of complex, costiy plans which require heavy maintenance to remain current. 
His perspective is a mode1 built on education and awareness of the workforce, providing 
support for the arguments presented here. 
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Teleworking Wirtuai Officingl 

The subject of teleworking has been reviewed using the same source types as the 
previous two: books, journds and websites. This subject has a more even distribution of 
sources throughout the three types. Much of the website information cornes from 
professionai resource websi tes or large institutions (Gil Gordon and Associates, 
Haworth, AT&T's Telecornmute Amenca). Articles are cited on the subject of 
teleworking or virtuaI officing from professional joumais (Facilify Management Jarmal 
and Ginndia~z Facilities & Design). 

On telework and virtual officing, severai books were reviewed: JacIyn Kastner's Virhial 
Leadership (1994) provides an interesting perspective on the organizational and 
management implications of a vimial office environment. Shaw's Telecommzite! (1996) 
and Bredin's Virtual Office Stirvivd Handbook (1996) can both be categorized as "how- 
to" books on the subject of teleworking. They provide valuable information on the 
interest of the workforce in such an initiative, as well as effective methods to achieve 
cornmitment from senior executives. Gil Gordon et al, Teleworking Explained (1993) is a 
text that provides comprehensive information on the subject of telework and virtual 
officing. Valuable research data from this book is employed here. Franklin Becker is 
referred again, in his ceauthored work with Sims and Joroff Mannging the Reirtvenfed 
WmkpIace (1996). It provided a valuable reference on the perspective of facility managers 
with respect to teleworking. 

- 

Facility Business Continuity 
Managernent Q Planning 

Figure 1.10: illustrates the spectrum of each pradice and how they are 
expected to share similarities. These areas of similarities provide strong 
support for their integration. 
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Following review of the individual literatures, patterns were sought and similar elements 
of each practice were identified (see Figure 1.10). Elements that enhanced, or contributed 
to, the other practices were also recognized. While reviewing al! sources, a search for any 
articles that suggested virtual officing as a gwd  disaster recovery/business continuity 
planning component was also conducted. Excepting brief suggestions as to the benefit 
teleworking would have as a disaster recovery component (Pacific Bell, 1996; Becker et 
al, 1996; Tobin, 1994; Pratt, 1991 and Jamn , 1994), there were no items that explored 
the concept in any satisfactory detail for the present projecYs purposes. Following this 
analysis, a framework was developed which provides an integration of the three 
practices, so that each other's intents are served, and providing a greater benefit to the 
organization than if they were to be introduced individually, without any framework 

Research Application Context 

The research is direded to generating a hybrid method of business continuity 
planning/virtual officing that is relevant for facility managers. The result of the work is 
expected to be a clear framework that can be utilized to create an implementation 
proposal for the workplace, and that supports knowledge workers, in particular, in the 
context of rninirnizing the effeds of interruptions during adverse events. The integration 
of business continuity planning and virtual officing in the workplace should not ody 
prepare an organization for tirnes of interruption, but should also facilitate a more 
dynamic workforce during normal operations, allowing for improved performance. 

The product of this research is intended to be of value to facility managers who are 
interested in implementing virtual officing, or who are concemed about their 
organization's exposure with respect to interruptions of critical business processes. 
Implementation as an integrated initiative yields a clear focus on marginalizing 
interruptions, and increasing the level of workplace performance. Interest in such an 
initiative, particularly at the executive level, should be heightened. This will elevate the 
role of the facility manager to a stronger value-adding position. 

Limitations of the Research 

This research has been constrained as folIows: 

1. Although various types of workplaces presented may involve businesses with 
manufacturing, retail or customer service environments, the synthesized work is 
focused upon providing solutions to an office environrnent that supports krimledge 
ruorkm (see Exhibit 1.02). This does not necessarily limit the application of the 
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research to other types of workplaces. However, it does limit the ability of the 
framework to be adapted to other workplace setting types. 

2. Interruptions of an organization's 
business functions can occur for a 
multitude of reasons. Examples of 
some catalysts for intemption, and 
the recovery efforts, are discussed. 
However, the focus here is on the 
period of interruption. The targeted 
frarnework will not address in any 
detail the cause of the interruption, or 
recovery efforts. Also, during the 
interruption period, the prime 

Knodedge work ir that which involves 
nonprocedural tasks. It demands the 
comprehension, evaluation, and motion of 
information as well as the skills and initiative 
to a d  on it. Knowledge-worken comprise a 
l a r ~ e  part of services and are significant in 
professional services such as health and 
education institutions as well as enginesn 
and management consultants. They rnake up 
52 to 77 percent of the white collar 
workforce (Aronoff & Kaplan, 1995). 

objective of business continuity 
Exhibit 1.02: Knowledge Work 

planning is to maintain business 
functions. As such, the framework will be prepared with the objective of providing 
proactive resolution of potential disruption of critical organizational processes. 

3. Teleworking is a young concept which nonetheless has acquired a wide spectrum of 
application methods. The methods most widely cited are presented as an overview 
of the subject in Chapter Four. The thesis will concentrate on the challenges of 
implementation, as well as the cultural adaptation associated with telework 
initiatives. Although the framework will feature a virtrial office environment in pursuit 
of business continuity, other teleworking methods may be equally successful in 
certain workplace environments. 

4. The pnmary focus of this research is lirnited to producing a framework, based upon 
the facility manager's forma1 responsibilities and business continuity planning and 
vimial officing practices. It is hoped that the framework presented will be the 
catalyst for future model-building and case study efforts, that may further test 
expectations generated in this thesis. 

5. The definition presented for facility management features three areas that facility 
managers coordinate and manage: people, places and process. Al1 three will be 
discussed and presented. However, the objective of this thesis is to emphasize the 
maintenance of business processes dunng periods of interruption. As such, the 
framework is focused on a design for marginalizing p'ocess interruptions. 
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Chapter Two: What is Facility Management? 

"The individual may still be the ultirnate actor, but the actions ohen stem 

from the context in which the individual operates. Leadership therefore 

consists increasingly in the design of seîtings which provide tools for 

and stimulate constructive, productive, individual actions." 
The Change Moden 

Rosabeh Mou Kantsr 

Introduction 

This chapter features an examination of the essential features of facility management, 
but with business continuity planning and virtual officing in mind. We will leam in 
Chapter Three that a good business continuity plan requires the input of a facility 
manager. In order to minimize interruption, a good plan will take into account the 
recovery needs of the organization as they relate to physical fncilifies. Ensuring facilities 
support the business processes is part of the plan development. Thinking about redziced 
n c m  to an organizationfs facilities, as potential causes of interruption, is a proactive 
step to lowering the risk of occurrence. "ln other words, the concem is not what to do if 
assets are desboyed, but how to continue to operate a business if primary work 
locations are temporarily inaccessible or unusable." (Myers, 1993). 

Because a good business continuity plan requires regard for facilities, the need exists to 
examine, more closely, the role of facility management in an organization- Understanding 
this practice will provide insight into the complex relationship of the activities 
undertaken, and the clients served, by hality managers. This, in tum, should provide 
the reader with an ability to visualize the relationship that facility managers have with 
their facility setting. This relationship is what gives the hcility manager an ability to 
understand the impact that new initiatives, such as business continuity planning and 
teleworking, might have on the workplace. 

The facility manager undentands the facility as a workplace. Hence, they are potentially 
effective stewards for the implementation of business continuity planning - particularly 
as part of a new workplace strategy. Their present involvement with the people, place 
and process elements of an organization provides an appreciation of the impact of 
neglecting any of the elements in an interruption of business functions. The faality 
manager is able to orcheshate the implementation of workpiace changes while taking 
into consideration the impact of the alterations on the workforce. Cotts and Friday 
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point out that facility managers want to make sure that their senior management knows 
they are in touch with, and listening to, their customen in the workforce(l995 pp 86-87). 

This chapter provides the reader with an introduction to the field of facility 
management, induding a definition and a brief history. Also provided is an overview of 
the responsibilities and cornpetencies of a facility manager. This will enable the reader to 
understand the relevance of faality management in deveioping business continuity 
plans, and implementing telework programs. 

Upon reading this chapter, the reader should comprehend the relationship of a facility 
manager to their organization. They should appreaate the circumstances of the 
development of facility management and undentand the relationship that it may have 
to the irnplementation of workplace programs or initiatives. For more detailed 
information on the subject of facility management, the reader should refer to the sources 
referenced throughout this chapter. 

Facility Management Defined: 

The International Facil ity Management 
Association (IFMAY defines fadity 
management as: "The pradice of 
coordinating the physical workplace 
(place) with the people and work of the 
organization (process)." Figure 2.01 
illustrates the association of people, 
process and place to facility 
management. The Building Owners and 
Managers Institute (BOMI)' adds that 
"the primary kinction of facilities 
management is to plan, establish and 
maintain a work environment that 
effectively supports the goals and 
objectives of the organization." 

Figure 2.01: Facility Management integrates 
the people, place and process of the workplace 
(Rondeau et al, 1995). 

' Established in 1980, the International Faality Management Association (IFMA) is a not-for- 
profit, incorporated association dedicated to serving the realm of facility management. in 
1992, it initiated the first certification prograrn designed speafically for facility managers. 
Since inception, more than 1600 facility managers have attained the Certified Facility 
Manager (CFM) designa tion. 
' The Building Owners and Managers Institute is a not-for-profit, incorporated association 
dedicated to providing quality education on building hance and operations and maintenance. 

- - 
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In other words, facility managers in a corporate organizational context are working to 
provide their employer and its workforce with a workplace that enables the organization 
to pursue its objectives in a safe and productive environment Facility management has 
evolved from its initial focus on maintaining a building and its systems, first expanding 
to ensure the comfort of the occupants of the building, and then to including the broader 
context in which the building and occupants interab. See Figure 2.02 for a linear 
representation of the evolution of facility management 

Facilities Management 

FMI i IFMA 

Boiter Room i b Board Room i r + 
I Reengineering - 

The Economy Outsourcing ! .. ;' Telecornmutirtg 

Blue Collar i White Collar i S & L  i 
j first PC Collapse I Th. lnbmd 

Figure 2.02: Facility Management Timeline. Extracted from BOMI Institute 
Fundamen tals of FaciIity Management (BOMI Institute, 1997). 

The History of Facility Management: 

Anne Fallucchi, IFMA Fellow' provides insight on the origins of facility management in 
the following statement: 

"What eventually gave rise to full-fi edged facility management traces back 
to several factors occumng in the 1960s and 1970s. The first was a 
changing business climate; the second was formation of the Facility 
Management Ins titute4. 

' Anne Fallucchi, LFMA Feliow is the founding editor and editor emerita of the FaaIities 
Design & Management magazine. Its first issue was mailed in January, 1982, making it the 
first magazine devoted excIusively to the field of faality management, 

The Facility Management Institute (FMI) was forrned at AM Arbor, Michigan, in 1979 as a 
focal point for training and research in facility management and is credited with labeling the 
practice as "Faality Management". It was through this organization that the National 
Facility Management Assoaation was formed, later becoming the International Facility 
Management Association. 
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During those decades, the business world was undergoing drastic change. 
For the fint time in the history of American business, white collar workers 
outnumbered blue collar workers. This statistic from the Department of 
Labor signaled a shift from Americats Industrial Society to the 
Information Age. 

Also influencing changes in business was the advent of the computer, 
which entered the office workspace slowly at first, but gained popularity 
with the introduction of the personal computer (PC) in 1982. With such a 
tool, Amencan business shifted its work from a manual process to a 
computerized one. 

No doubt, the computer was the pivotal influence that changed the work 
process and, in hm, the physicai workspace. NearIy al1 environmental 
aspects were affected, from spatial arrangements and acoustics to 
lighting and wire/ cable requirements. To achieve workplace fi exibility, 
open plan office hrniture systerns replaced both the wall-less bullpen 
and the private office with its simple complement of desk, credenza, and 
file. Corporations that were struggling to keep up with new work methods 
eagerly sought the "right" solution in workplace design" (1997). 

This statement is summarized by Michael Bril15 when he states: "Foilowing a 40-year 
period of modem-office evolution, we are now experiencing very rapid, almost 
revolutionary change in the four basic components of office work the work's 
structure.. .the workforce.. .the work tools.. .and the workpIace"(l993 p 2). This 
revolutionary change has required dedicated attention by managers of fadlities in order 
to achieve strategic control of the planning and implementation of changes to the work 
environment. 

Well into the 1980s, many of the tasks associated with the office environment were 
undertaken by staff from various departments within an organization on an "other 
duties as assigned" basis. Due to the demand for quick response, as well as the strategic 
planning and implementation associated with the new technology, the need increased for 
staff that would be devoted to optirnizing the workspace functioning. The fadlity 
manager was then formed from various departrnents within a corporation (see Figure 
2.03). The finance department, personnel (human resources), engineering, maintenance 
and property management represent some of the sources of contribution to what has 
become the practice of facility management (Rondeau, 1995). The activities of the staff 
coming from these varied backgrounds began to evolve. This was assisted by a cross- 
pollination of knowledge and experience from people in similar circumstances from other 
departments or organizations. The field of faality management began to fom. 

Michael Brill is an architect and President of the Buffalo Organization for Social and 
TedLnological Innovation Inc. of Buffalo New York (BOSTI). Since 1978 Briil and BOSTI have 
been conducting research in how planning and design of the office contributes to organizational 
effectiveness. 
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Responsibilities of the Facility Managez 

From the description above, it is possible to understand how fatility management is 
considered a complex hybrid, perhaps a mongrel, generated h m  other activities 
undertaken in and for the workplace. The practice adopted roies that were considered 
appropriate to the objectives of a facility manager, as it came to be defined. 

IFMA asserts that facility management integrates the principles of business 
administration, architecture and the behavioural sciences. These three sets of printiples 
may be separated into more specific practices. For example, biisiness administrntion 
adivities for a facility manager may incïude facility finances, real estate acquisition and 
disposition, long-term planning and budgeting. The elements of mdritecfzire may indude 
interior design, construction management, information systems planning. code 
cornpliance, and engineering. BehauÙnirnl science activities include customer service, 
personnel management, negotiation and arbitration. 

The integration of the above-mentioned 
practices may have been sornewhat by 
accident, however the catalyst for their 
integration was more by necessity than 
by choice. The reason for this orïginates 
in the mid-1980s, when facility 
management was still taking shape. 
Corporate America was entering into 
particularly hard times economicalIy. 
The newly assernbled facility 
management deparbnents or faality 
groups were beginning to face staff 
cuts, losing people with specific 
knowledge from one of their needed 
pradices. Facility management 
departments however, were still 
required to undertake their duties and, 
in this age of extreme expense 

Facility Management 

awareness, q u i r e d  skll in jdentifying Figure 2.03: The Facility Management 
Cocktail. A number of departments within 

and im~lementing cost-saving larger organizations have contributed to the 
strategies that would benefit the creation of facility management practices. 
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"Office environrnents today are the focus of close scrutiny. Facilities costs 
keep rising in a business environment that mandates increased attention 
to cost containment. And the push for better performance by occupant 
organizations is stronger still.. .Today's facîlities managen have 
developed, and can access, an array of knowledge and techniques to 
address the double-edged challenge to the economy and effectiveness of 
facili ties assets" (Finlayson6 , 1989). 

The remaining facility managers reaiized that the knowledge lost through staff cuts 
would have to be acquired by them in order to meet their organization's needs. From this 
realization, IFMA began forming the framework for a Certified Fadity Manager (CFM) 
prograrn that would address the need for further education (the CFM program will be 
discussed in more detail, later in this chapter). The education of facility managen in 
these previously separate practices has not only given facility managers the ability to 
perform in these areas but, more importantly, it has required them to attempt to view 
the organization from a more holistic perspective. The advantage for the organization is 
that it has managers who are potentially able to appreciate the impact a functional 
change may have on the organization's staff, equipment and buildings. 

Faeility Management t 

Figure 2.04: The Responsibilities of Facility Management 

I I 

1 

I I I I I 

" Bruce Finiayson, au thor of S teelcase's Fadities Management Process, designs systems, sea ting 
and lighting products for major fumiture manufacturers, and heads an independent industrial 
design and consulting £hm in Grand Rapids, Michigan. 
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The definition of a facility manager can be answered by what a facility manager does 
and the marner in which their activities are conducted. The responsddities that a facility 
manager pe r fom have been closely reviewed and identified by facility managers 
themselves, through FMA, since 1982 (IFMA, 19%). This has been in order to 
undentand, and formalize, the complex assembl y of tasks routinely undertaken by a 
facility manager or department. Figure 204 illustrates IFMA'S identified responsibility 
areas. AIso, a more detailed list of responsibilities perfomed by fadity managers is 
provided in Appendix 2.02. 

The benefit of identifymg Çacility managemenfs responsibilities is understanding the 
inter-relationship of activities undertaken by facility managers for their workplace 
setting. It also illustrates the breadth of knowledge and management skills required by a 
facility manager in order to perform their duties. The responsibilities relate back to the 
main objective of fadity management, narnely, enabling the realization of objectives of 
the corporation, by ensuring that staff are provided with the proper work environment 
for their roles 

A significant component in the application of faciliv management is the facility plnn~iing 
responsibilities. It is where the activities related to emergency planning and disaster 
recovery are found. This will be expanded upon in subsequent chapters. It is also fadlity 
planning that separates facility management from the reactive, ad hoc assembly of 
building staff from which it evolved. Through planning, facility management is being 
recognized as a valuable component of a successfu1 organization. David Cotts' and 
*WchaeI Leee have written that: 

"Facility management is the quintessential business hnction affecting not only 
revenues and costs but production, quality of Iife for employees, health and 
safety, the work environment, and increasingly, areas such as the ability to 
remit and hold employees. When faàiity management is practiced properly, 
the following benefits accrue to the company: 

Facility plans match company plans. 
Space is available when and where needed. 
Capital expenditures are planned and controlled. 
Employee productivity is maximized. 
Costs are minimized, sometimes avoided, and always predided. 
(1992, p 9-10) 

' David Cotts was Chef of Building Maintenance and Repairs for The World Bank in 
Washington, D.C., now retired. He has been involved in the facility management programs at 
severai universities and has CO-authored two books on facility management. 
Michael Lee is principal of Michael Edward Lee and Associates in Minneapolis, Minnesota. 
He consulb with industry on corporate facilities policy formulation, workplace analysis, and 
operations management. 
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Thus, an organization will find value in 
having resources available to them when 
they are required, in as much quantity as 
the task demands. Facility management 
strives to maintain this flow of benefits 
for the organization so that it may 
undertake its m e  bzrsirress (see Exhibit 
2.01) effectively. 

IFMA's Eight Core Cornpetencies 

Since 1979, several organizations have 
been created that are dedicated to 
furthering research into, or the practice of 
facility management around the world. As 
well, the number of universities and 

Core business is a term used to identify the 
main fundon that a business does in order 
to generate revenue. For example, an auto 
service station may have a retail display in 
its waiting area that vends produd for 
revenue, but the operator of fhs shop rnay 
identify its core business as repairing cars. 
This distinction allows a Company to 
strotegically align ib priorities to satisfy the 
needs of the core business of the operation. 
If the operator of fhe service station, was 
forced ta allocate limitsd resources to only 
one area, they would allocate the resources 
to support their core business, repairing 
cars. If this did not occur or if they were 
dissatisfied with their allocation, they may 
require a re-examination of their identified 
cors business. 

colleges that are providing education in 
the field of facility management has Exhibit 2.01: Core Business 

grown over the past 15 years. The wealth of research being conducted has assisted in 
developing facility management into a field that is experienced in application of the 
research findings The Iargest organization that solely represents facility managers is the 
International Facility Management Association (IFMA). "Organizations like IFMA.. .have 
educated their professional memben about these new options (virtual office and 
telecommu ting) and helped them stay ahead of the curve" (Froggatt, 1997). 

IFMA was estabIished in 1980 and has steadily grown, with a current worldwide 
membership of over 15,000. IFMA'S vision is to be the leader in promoting excellence in 
the management of the work environment. They have been able to establish a basis for 
quality fatility management practice, and provide guidelines for evaluating what 
comprises good hcility management. 

IFMA has developed a certification prograrn designed spetifically for facility managers. 
The program tests, and awards certification to, hcility managers who demonstrate 
proficiency in a range of experiences known as compefencies. These cornpetencies are 
individual areas that encapsulate the functiow described eariier and crystallize what a 
Certified Facility Manager should be able to provide. The importance of presenting 
IFMA'S eight competency areas here is that they comprise a recognized bmchmnrk (see 
Exhibit 2.02) for practices conduded in the field of facility management. They are areas 
of standards that define what a faulity manager does, or should do, in order to be 
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certified as one. The eight competency 
areas are: 

Operation and Maintenance 
Real Estate 
Human and Environmental Factors 
Planning and Project Management 
Facility Function 
Finance 
Quality Assessment and Innovation 
Cornmunica tion 

Benchmark is a term creatsd by suneyon 
to denote an indelible rsfersnce on the 
landscape which provides a point of start, 
finish or intsrmediary. In mors recent 
applications it has been usrd in business to 
indicote a standard by which al! othen may 
be comparsd to, in ordsr to determina their 
rffectiveness or efficiency. 

Exhibit 2.02: Benchmark 

Planning 8 Project Quality 
Management & Innovation 

Human Operation 
& & 

Environmenial Maintenance 

Figure 2.05: The Competency Areas of Facility Management According to iFMA 
the competency areas are not equal in stature. The three central competenaes 
are considered the core functions of faality management practices. (IFMA). 
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Refer to Figure 2.05 for a graphic representation of the competencies. A summary of 
what each competency area entails, is presented in Appendix 2.03. A detailed listing of 
IFMA's competency areas, cornpetencies and performances is provided in Appendix 
2.04. The competencies which are significant to the framework in this study are 
discussed in greater detail in later chapters. Chapter Four will discuss how virtual office 
programs can affect the office requirements of an organization, necessitating the 
revisiting of red estate plans. Chapter Three will present how elements of hzîmn and 
muironrnmfnl ficfors affect a business continuity plan. hplementing and managing 
projects such as a business continuity plan or a vimial offidng program can be lengthy 
and involved. Each requires careful planning and project mn~zagement for success and is 
discussed in Chapter Five. Demonstrating expertise infamnce assists the facility manager 
in gaining access to senior management in order to present and review financial 
information. This is critical for new initiatives that require executive approval, such as 
for business continuity plans or teleworking programs. This is also discussed in Chapter 
Five. Although aperatiotzs and mai~iteticziice is instrumental in the physical execution of 
such a framework, it is more 'tactical' than 'strategic' and is beyond the scope of this 
study. 

Competency areas are the measure of effectiveness for a faàlity manager. They provide 
the basis for examination of the knowledge and expenence required to becorne a 
Certified Facility Manager (CFM). An examination candidate must demonstrate 
expenence in a minimum of seven of the eight competency areas, and subsequently pass 
seven of eight competency exam sections, in order to achieve certification. The 
requirements for certification are demanding. However, it provides both the organization 
and its workforce with the confidence that a Certified Facility Manager offers quality 
service that enables the organization to function in a safe and productive environment. 

With respect to this study, the competencies, and responsibilities which are detailed in 
the appendices identify disaster recovery and emergency preparedness as sub- 
components. However, there is no reference to maintaining the continuity of business 
hnctions through interruptions. Earlier, we leamed that facility management supports 
an organization's objectives through the integration of people, plnce and processes. Yet, it 
appears that fadlity management has inadequately addressed an organization's 
processes, as it relates to business continuity. 1s this due to faàlity managers not 
recognizing the similarïties in their objectives with those of business continuity planning? 
Or is it due to a defident appreciation of the full set of their organization's supporting 
functions? In later chapten we will discuss the relevancy of business continuity to the 
facility manager. We wilI also examine how the fadlity manager can improve upon basic 
business continuity plans through their leadership and pracüce of virtual officïng. 
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The Role of FaciIity Management Within a Corporation 

This is a particularly important section in the context of the study. It provides an 
understanding of the facility managefs pursui t of increasing cost-effecliveness and 
produaivity in the workplace. It also introduces value, beyond the financial statements 
of an organization. 

A pnvate sector corporation's primary objective is to generate a retum greater than the 
value of the resources applied to create their product or provide their service; Le. to 
generate a profit Staff and resources are allocated based upon this primary objective, 
i.e. to produce a retum on the funds invested (see Figure 2.06). 

Therefore, activities undertaken within the corporation are accountable as to the value 
they add, or the costs they Save, to the corporation: How does a function conhibute to 
the core business? In the private sector this is easier to demonstrate due to the visible 
exchange of money for product. The public sector situation may be less apparent, due to 
social programs such as health care, education or govenunent services, where an 
exchange of money for service does not occur at the consumer level. The underlying value 
of money is still present however, in the goverment's annual budget. It renews programs 
based upon the demand for services that are funded through tax-dollars. 

Reinvest in the Company 
I 

'1 Invest in the 
Company Shoreholdsn / Owners Receive profits 

as dividends 

Figure 2.06: Distribution of Profits: In Figure 1.01 we looked at a simple process 
map of an organization's input and output. This figure illustrates the relationship 
of profits to the organization, with respect to its owners and future corporate 
development. 
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As individual functions are accountable 
in terrns of the value they add to their 
corporation, so too is the corporation 
accountable to its ownen. Simply put, 
ownership of a corporation rnay be 
private individuals or shareholders, or 
public shareholders trading in secondary 
markets such as the Toronto or New 
York Stock Exchanges. Ownenhip rnay 
also be tax-payers, when businesses are 
identified as Crown Corporations. The 
importance of understanding ownenhip 
is that it distinguishes the level of 
tolerance by the ownen for profits and 

Figure 2.07: A businessman look at the closing 
nurnbers indicating large losses on the Toronto 
Stock Exchange Od. 27 in Toronto. (CP 
PHOTO) 

losses. Ownea of a privately-held corporation rnay tolerate greater losses over an 
extended period due to their level of comrnitment to the organization The sarne rnay be 
said for Crown Corporations: the underlying objective is to provide a service or product 
required by the public that rnay otherwise not be available or cost-effective, if privately 
mn. Tax-payen rnay be more prepared to subsidize the corporation in exchange for the 
service or product. Adam Smith's 1776 classic Wealth of Nations asserted that: 
govemrnent had the duty . . . 

"of ereding and maintaining those public institutions and those public 
works, which, though they rnay be in the highest degree advantageous to a 
great society, are, however, of such a nature, that the profit could never 
repay the expense to any individual or small number of individuals, and 
which it therefore cannot be expeded that any individual or srnail nurnber 
of individuals should erect and maintain" (quoted in Hunt, 1981 p 46). 

Corporations that are publicly-traded, however, are exposed to the least tolerance with 
respect to losses. Shareholders are primarily seeking a retum on their invested dollar. If 
the organization is not providing them with a return they are, more than any other f o m  
of ownership, Iikely to seIl their interests and pursue others. As a result, publicly owned 
cornpanies are exposed to a more volatile reaction to reports of profits, losses or change 
in the value of their core business. 

A recent, highly publicized exarnple is the rise and fa11 of Bre-X Gold9. See Exhibit 2.03 
for a brief overview of the Bre-X &Id experience. AIthough extreme, the Bre-X event 
illustrates the fickleness of investor loyaity to a publicly traded organization. Investon 
will not want to maintain ownership of a stock that is producing losses or attracting bad 

As chronicled by the Calgary Sun on their website (http:/ /canoe2.canoe.ca/calgarybrex). 
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news. So how does this relate to the 
facility manager? The facility manager 
will punue strategies that positively 
affect the bottom-line. By doing this, they 
are able to increase shareholder interest 
in the organization. In retum, increased 
investment by the shareholdea will 
stimulate growth in the organization. 

The corporation will sMve to maintain a 
healthy retum that maintains successhil 
growth. As stated, this assists in 
retaining shareholder confidence. As 
well, the corporation, whether private or 
public, will be interested in rninimizing 
the cost of delivering their product 
without compromising its value (see 

Figure 2.08). To achieve these two 
objebives, increasing productivity and 
rninimizing expenses, a corporation will 
market, sel1 and deliver their products 
and services, as well as work to increase 
their market share. The corporation will 
also review its operations to determine if 
there are areas for cos& to be reduced. 

A common cost reduction in a 
corporation has been through staff 
reduction. Staff costs, by no coincidence, 
are typically a corporation's greatest 
expense. "Salaries are, we must 
remember, the largest continuing expense 
an organization has. At the same time 
that organizations have corne to highly 

Bre-X Gold had daimed the discovery of a 
massive gold deposit that would produce 
millions of ounces in mined gold. Over a 
period of a year, estimahs of the size of 
the gold deposit grew steadily, from 70 to 
200 million ounces. As the daims grew, so 
did the value of the publicly traded sharss, 
Original investon, at pennies a share, were 
becoming ovsrnight millionaires as the value 
of the stock exploded to over $250.00 per 
shars, before a 10 for 1 split. In eady 
1997, reports of the claimed discovery 
were being examined for their authenticity. 
As it turnsd out, officials reported the find 
to be a hoax. Upon hearing this news, the 
Toronto Stock Exchange experienced its 
largest day of trading on record, with over 
53 million shares sold. The value of the 
shares plummeted to below their original 
issue price of pennies a share. 

Exhibit 2.03: The Bre-X Gold Experience. 

Total Revenue 

Net lncome 

I 

Total Expenses / 

value the individual's contributions, thw Figure 2.08: Objediveç of a Corporation. The 

have great desire to both reduce the size corporation will strive to increase growth and 
revenues while minimizing their costs of 

of the workforcer and have those people operation. The combination provides a greater 
remaining be more productiveff (Bnll, net income for the holders of the corporation. 

1993a pp 9-10). The cost of ninning 
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facilities is, for many corporations, the second largest expense. Figure 2.09 illustrates the 
distribution of an organization's operational expenses, as provided through Haworth's 
research document A Gziide fo Sfmtegic F~cdities Planning (1994). Since the facility 
departrnenrs budget is so large, there wiI1 be close sautiny by management to determine 
possible excess. A 1989 survey conduded by Louis Hams and Associates found that: 

"A 63 percent majority of top executives view the money that their 
organization spends on facility management as a form of asset 
management.. . (andi consider the money spent on facili ties management 
as a strategic tool" (quoted by Finlayson, 1989 p 6). 

As a result, the facility manager receives constant pressure to identify areas where 
savings may be found. The faaIity manager regularly examines alternative methods of 
supporting the core business, to minimize the financiai impact of the deparbnent to the 
organization: "The facility manager's ultimate challenge is to find the simplest, most 
cost-effective solutions that match u p wi th corpora te business strategi es and objectives" 
(Haworth, 1993 p 3). 

Facilities 25% 

Finances 15% 

Product 17% 

Miscellaneous 5% 

People 38% 

Figure 2.09: The Operating Expenses of a Corporation. For many, faalities 
related costs are second only to staffing costs (Haworth, 1994). 
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Value in Facility Management 

The fadlity management department is a service provider for the organization. And, as 
mentioned above, the service it provides is, after payroll, the largest component of an 
organizationfs administrative expense. As a high expense service, an organization wiil 
want to be assured they are receiving value for their dollar. Most everyone seeks value 
when they are selecting a product or service. How we define value diffen from one 
person to the next. See Exhibit 2.04 for a discussion on how consumen determine value. 
From the discussion, one can derive some of the value-seeking factors, beyond price, that 
may be considered: quality of product, relative convenience, level of service, ease of 
payment. 

Why is value important? Faciliv managers, being associated with a high-cost service, 
must demonstrate value to their customers in order to justib the expense the 
organization incua. The perception of value by their customers will be varied. For some, 
such as an office worker, they may hold a higher consideration for convenience in 
receiving service than the cost of the service. On the other hand, the financial officer will 
place a higher consideration on the cost of service and ease of adminisbating those 
costs. The facility manager must be sure to continue to maintain a high level of quality, 
service, convenience and ease of administration, to the organization and their staff and 
management, to be considered valuable. Additionally, they must diligently minimize 
h d i t y  costs and maximize cost avoidance. (Cotts & Lee, 1992) 

The facility manager needs to constantly 
review their services to determine if they 
are providing the right services at the nght 
time. The facility manager should be aware 
of trends in how businesses are operating. 
what staff are looking for in their 
work/ home life balance, and extemal 
influences on the day-to-day operations of 
an organization. in the current 
organizational environment, is the facility 
management department offerhg senrices 
that are appropriate and cost-effective? 
Maintaining relevancy to the same issues 
that people in the work environment are 
wrestling with will instill confidence in the 

Two stores offer oranges; Store A offen 
hem at a lower price thon Store B. For 
some, value rnay be based solely on price 
and they would choose Store A. However, 
value rnay also be on other, leu 
quantitative evaluation. Ir their produce of 
equal qualitya Do they both bag your 
grocsries2 Which one is more conveniently 
located tu homet Do they accept choques, 
credit card, autodebit card? All of these 
criteria may be fadored in by consumen 
and will affed their purchasing decision. 
Therefore, if Store B sefis their more 
expensive oranges it is because people who 
are comparing the oranges h w e  placed a 
higher value on other factors. 

customers, that their concerm are being Exhibit 2.W: How Consumers Define Value. 
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addressed (Cotts & Friday, 1995). 

Impiementing a program such as virtual officing demonstrates that faality managers are 
providing timely services. The organization benefits from the cost savings. The 
workforce, environment and community benefit from a vimtal offidng program for 
reasow that will be stated in Chapter Four. What is important to note here is that, the 
benefits gained by the efforts of the facility manager extend beyond the financial 
statements of an organiza tion. 

When facility managers are viewed by their organization as proactive, providing the 
appropriate services required, minimizing cost and maximizing effitiency, ease of 
administration service, convenience and quality, they are providing value for the cost of 
the service. As a value-added service, an organization wouId consider the removal of a 
facility department as a net loss, and contrary to the objectives of the corporation and 
i ts shareholders, 

Conclusion 

In this chapter, a definition of faàlity management and the roles of facility managers has 
been presented. Their relationship to the corporation was also expressed. Significant 
points that were presented in this chapter and that require consideration in the 
proposed framework integrating business continuity planning and virtual officing are 
Iisted below: 

Fatility managers are working to provide their employer and its workforce with a 
workplace that enables the organization to pursue their objectives in a safe and 
productive environment. 
The computer was the pivotal influence that changed the work process and, in 
tum the physical workspace. 
The activities of facility management staff that came from varied pradices began 
to evolve, assisted by a cross-pollination of knowledge and experience from 
people in similar circumstances from other departments or organizations. 
The education of facility managers in previously separate fields has not only 
given facility managers the ability to perform in these areas but, more 
importantly, it has given them the specialized ability to view the organization 
from an holistic perspective. 
Demonstrating expertise in finance assists the facility manager in gaining access 
to senior management in order to present and review financial information. 
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The facility manager must also have knowledge in the development and 
maintenance of emergency preparedness procedures 
The objective is to strive for continuous improvement of the facility process 
within the organization as well as fostering growth and achievement 

These points drawn frorn the chapter are used Iater in the justification that facility 
managers should further involve themselves in business continui ty planning. They can 
also provide the motivation for investigating an accompanying virtual officing program. 
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Chapter ïhree: Whut is Business Continuity Planning? 

"Grief for the calamity of another is pi ty... and ariseth from the 

imagination that the like calamity may befall himself." 
Leviaifran 

Thomas Hobbes 

Introduction 

Similar to facility management in certain respects, business continuiv planning focuses 
on the peopie, place and process of an organization in order to support their core 
business functions tlrrmglr periods of iiztemlption. Presenting the practice of business 
continuity planning here introduces its objectives, pnnciples and methods of 
management. This enables more ready identification of the gaps in emergency response 
related activities in an organization that could be addressed through business continuity 
planning. In Chapter One we discussed the lack of formal business continuity programs, 
compared with disaster recovery and emergency plans, in place at organizations. Later 
in Chapter Two we revealed that facility management has inadequately addressed an 
organization's processes, as it relates to business continuity. Hence, we have established 
that: 1) there is a need within business for hrther development of business continuity 
plans and 2) the facility management department may well be the most suitable place 
for such a program to be situated. However, if facility managers are to assume greater 
responsibility for the fundion of business continuity planning then a greater 
understanding of its practice is required. 

In addition, later in this study discussion regarding teleworking (vimial officing) is 
presented. Teleworking has not been Mly embraced by the business cornmunity, even 
though telework initiatives have proven beneficid to staff, management and the 
organization in generai. Severai reasons for this will be discussed in future chapten. 
However, business continuity planning may be a key component of a strategy to justify 
implementation of a telework program in an organization. A strong requirernent of a 
good business continuity plan is that it be flexible (Myers, 1993), allowing the 
organization to adapt its environrnent or plans to accommodate its core functions. 
Virtual officing in a business continuity plan assures flexibility. It enables the 
organization to adapt more readily, when required. However, in order to killy 
undeatand the opportunities and limits of initiating virtual officing to minimize 
in t e m p  tion, business continuity planning requires spea fic considera tion. 
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The following sections of this chapter present the pradice of business continuity 
planning. It identifies the definition of business continuity planning, its objectives and 
how i t strives to rneet those objectives. Following this presenta tion, discussion focuses 
on its relevance to the corporation, to facility managers and to teleworking. Upon 
completion of this chapter, the reader should appreciate the strategic relationship that 
business continuity planning and virtual officing may offer for the corporation. The 
reader should also be considering the facility manager as the appropnate person to 
implement such a strategy. 

Business Continuity Planning Defined 

Business continuity planning has been identified by several ternis: contingency planning, 
business resumption planning, and disaster recovery planning are three cornmon 
venions. Its definition, however, remains fairly constant for a11 identifiers of the 
practice. Emergency Preparedness Canada1 provides the following definition: 

"Business resumption planning c m  be defined as "planning to ensure the 
continued availability of essential services, programs and operations, 
including ail the resources involved." Business resumption planning 
prepares an organization to respond to an interruption of essential 
business fundions and provides the guidelines to fu1Iy recover operations, 
services and programs" (1995, p 2). 

Like facility management, business continuity planning is a relatively new practice, with 
its beginnings comected to the influence of cornputerization in the workforce. During the 
past twenty years, there has been a significant increase in an organization's reliance 
upon technology to support systems such as communication, information and 
manufachring. A recent survey conducted by The Diwister Recovery lor,ml ' polled 
disaster recovery consultants in North America and found that the average length of 
time they have been in operation was 11.7 years (Winter, 1995). When a system shuts 
down it internipts the activities of businesses and individuals that have become very 
technology-dependent. Today, more than ever, a natural disaster, or an accidental, 
negligent or malicious event has significant repercussions on an organization. Their 
influence on the physical, cultural or human elements of an organization can be the 
catalyst for what is the real organizational crisis - an extended interruption of regular 
activities, 

' Emergency Preparedness Canada is the Canadian federal agency that provides awareness, 
education, and initial liaison with provincial and territorial offiaals responding to the 
immediate effects of a disaster. 
' nie  Disaster Recmey [ourrral is a quarterly magazine for business continuity planning and 
disaster recovery practitioners. It is based in St. Louis MO and has been in circulation since 
1987. 

-36- Chapter Three 



The dramatic increase in office/business technologies over the past twenty yean has 
been mimred by the increase in disaster recovery services. In 1995 alone, $1.5 billion 
was expended on disaster recovery services (Wilson, 1997). To minirnize loss due to 
systems shutting down, one of the business continuity planning strategies relied upon by 
businesses is to acquire computer back-u p services: 

'The US. computer backup industry began in the mid-1970s with the 
introduction of severai srnaIl regionai backup computer facilities located 
in the Midwest ... over the next ten years, the industry grew to over 100 
providers of backup computer centers located throughout the US. By 
1989, $240 million in annual subscription fees were generated from a 
rapidly growing number of clients. Vendors rnarketed their services as 
"hot-sites" which were designed to provide stand-by computer resources, 
in the event that one or more subscriben required an alternative computer 
center to process critical applicationsJf (Schreider, 1995). 

Schreider' adds that today the "hot-site" industry alone generates $620 million in 
annual fees and is expected to rise to more than $1 billion dollars by year 2000, with the 
number of clients doubling. The corporate world's reliance upon technology, tightened 

DR Test Went Wrong 

Network Failur 
Snow/Wind Stor 

Power outagel- 

Figure 3.01: Types of Interruption. The bar graphs indicate the number of 
interruptions and types that have occupied back-up faalities in the U.S. since 
1982 (Schreid er, 1 995). 

Tari Schreider is Director of Researdi with Contingency Planning Research. 
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operating budgets and narrowing of profit margins has made an interruption in business 
potentially fatal. This has fueled the need to examine how they can reduce the likelihood 
of an interruption affecting their business. Figure 3.01 indicates the types of interruption 
that businesses have experienced when they have initiated their backup cornputer 
facilities. Figure 3.02 provides a graphic that illustrates the time spent recovenng by 
those businesses, 

Why does an interruption of regular adivities present problems to an organization? 
There are several reasons (Myers, 1993).It hampers the casMow process (income and 

O - 24 Howç 20% 

25 - 48 H o m  1 7% 

m 4 9  - 72  ours 1 1 %  

0 7 3  - 120  ours 15% 

Hl21 - 264 Hours 6% 

265 - 336 Hours 9% 

337 - 720 H o m  12% 

721+ Hours 10% 

;igure 3.02: Length of Interruptions in the Workplace. Since 1982, one in five 
nterruptions in the United States requiring back-up facilities have been less 

than Genty-four houn in length (Schreider, 1995). - 

expenses); it severely affects the ability to deliver products or services; and it cm lead 
to a reduced market share (lack of consumer confidence). 

Apart from these reasons, for rnaintaining business continuity dunng interruptions, there 
are also other infiuences that compel an organization to engage in the creation of a 
business continuity plan. These influences are: 

1. Lack of a business continuity plan in an interruption may lead to legal 
consequences, on the basis of negligence, initiated by shareholders, custorners or 
staff (Copenhaver & Iyer, 1994). 

2. Business audits are identifying the lack of a contingency or disaster recovery plan 
in the mnugement letter (see Exhibit 3.01), as a weakness in the client 
org aniza tion(M yers, 1993). 



A growing number of businesses 
that rely upon services or products 
from other businesses are requiring 
continuity plans as part of their 
service agreements (Strohl, 1995). 

As mentioned earlier, computerization 
was a significant influence in the 
formalization of planning for continuity. 
The heightened awareness of business 
continuity planning has been due largely to 

A management letter is provided to dients by 
an auditor at the conclusion of their audit. The 
letter typically cites interna1 control 
weaknesses discovered by their 'test of 
tronsadions'. The purpose of the management 
leiter is to prompt dient management into 
action progmms hat address and correct 
those weaknesses. 

mandaang 'OrPorate contingency planning Exhibit 3.01: Management Letter (Myers, 1993). 
at a regdatory level. In the United States, 
the Foreign Corrupt kactices Act of 1977 signaled the beginning of Company concem 
about continuiy. Myers has observed that "The Foreign Corrupt Practices Act of 1977, 
probably more than anything else, increased awareness of the la& of contingency 
planning in corporate America" (1993, p 4). The Act is an amendment to the Secunties 
and Exchange Act of 1934. This amendment provides a more direct assignrnent of 
fiduciary responsibility to officers and directors for the assets of a publicly-haded 
corporation. It states that: 

"A director or officer is liable for loss of corporate assets through his 
negligence, fraud or abuse of trust ... The directors and officers owe a duty 
to the corporation to be vigilanr and to exercise ordinary or reasonable 
care and diligence and the utmost good faith and fideliv to conserve the 
corporate property; and, if a loss or depletion of assets results from their 
willfd or negligent failure to perform their duties, or to a willful or 
fraudulent abuse of their trust, they are liab1e7, provided such losses were 
the natural and necessary consequences of omission on their pae"  
(Corpus Juris Secundum, 1990 Vol 19, Sec 491). 

This means that, with respect to business continuity planning, the executive management 
of any organization can be held perçondly and crirninally negligent if they knowingly 
failed to minimize the cornpany's Ievel of risk However, as John Copenhaver' mentions, 
in order for a director or officer to be found guilty; "...you would have to prove that 

MO.- Boulicant v. Oriel Glass Co., 223 S.W. 423,283 MO. 237. 
U.S. - City National Bank of Huron, S.D. v. Fuller, C.C.A.S.D., 52 F.2d 870. 
U.S. - Rabinovitz v. Oughton, C.C.A.Pa, 92 F.2d 297, certiorari denied 58 S.CL 746,303 U.S. 
649,82 L.Ed. 1110. 
' U.S. - Ohio Drill .6r Tool Co. v. Johnson, C.A.Ohio, 625 F.2d 738,19 0.0.3d 339. 
US. - Lewis v. Council, D.C.N.C., 291 F. 148. 
' John B. Copenhaver is a Certified Disaster Recovery Planner and is Worldwide Crisis 
Response Team Advisor for IBM. 



virtually any reasonable and prudent corporate executive would have mandated a IeveI 
of preparedness sufficiently higher than was present at the tirne" (1997, p 26). Whatever 
the ultimate consequences may be for an executive's degree of involvement or 
malfeasance, the Foreign Corrupt Practices Act has created the environment for a greater 
Ievel of interest and awareness at the senior executive level in minimizing the Ioss of 
assets due to an extended interruption. 

Senior executives however, may have been slow to appreciate the Ad, if not for the 
occurrence of regular audits of their corporation. Corporations are regularly audited by 
management and accounting firms in order to confimi to the shareholders that their 
practices and conduct is within prescribed laws and regulations of the appropriate 
governing bodies (Cronin, 1997). Following the audit of a corporation, a management 
letter is submitted to the executive, stating the auditor's findings. This letter would 
criticize the client corporation if they did not have in place a disaster recovery or 
business continuity plan. Now an executive not only had reason to discuss continuity 
requirernents due to the 1977 Act, but they were being advised by their auditing firms to 
impiement a continuity plan. 

A third influence on corporations to develop a business continuity plan is other 
businesses. Corporations that are entenng agreements with providers of key services or 
products are increasingly requiring that the providea have a business continuity plan in 
place. This requirement gives a corporation greater assurance that the delivery of 
essential provisions for their key business functions wilI be maintained during times of 
potential interruption. The introduction of business continuity plan elements into supply 
agreements suggests the importance being placed upon a corporation having one in 
place. It also suggests a vehicle that is broadening the awareness of business continuity 
plans among the business community. 

Business continuity planning strives to reduce the threat of interruption during periods 
when systems shut dom.  Kenneth Myers1° has stated that the objective of a business 
continuity plan is to "keep the business ruming, not the technology" (1993, p 32). This 
objective provides a focus frorn which business continuity plannen may work By 
focusing on mainfaining fhefuncfions ofa business, solutions may be explored that provide 
alternate ways of maintainhg core functions, other than relying upon and pnorizing the 
restoration of the 'technoIoW. This is explained in greater detail later in this chapter. 

'O Kenneth N. Myers is an internationally recognized expert in contingency planning. He has 
been president of his own consuiting firm K. N. M y e s  & Associates since 1972, preparing - - 
disaster recovery and business con&uation plansfor organkations in North Arnerica G d  
Europe. He has developed his own copyrighted contingency pian process and has published a 
book entitled Total Contingency Planning for Disasters 



Principles of Business Continuity Planning 

Business continuity planning will have a different meaning for different organizations. 
As well, areas within an organization identified as requiring a plan will be selected for 
vanous reasonç. However, there are underlying activities that most business continuity 
plans will strive to maintain. As stated earlier, the objective of business continuity 
planning is to maintain key business functions during moments of potential interruption. 
The activities that are critical to the survival of an organization as noted earlier, are 
ensuring that casMow is maintained, that the service or produd that the organization 
provides continues, and that the market share does not decline due to unacceptable 
performance ievels as a result of an interruption (Myers, 1993). 

Maintain Cashflow 

Maintaining casMow (see Exhibit 3.02) 
is a significant factor for any 
organization. Without the ability to 
colled for senrices rendered, or pay for 
debts incurred, an organization loses 
controI of their financiaI state and 
becomes vulnerable to closure. A good 
business continuity plan will identify the 
critical functions, as they relate to 
maintaining cashflow. It will provide 
alternate methods to ensure that, for the 
interim, casMow remains active. 

The term cashflow is ured to identify al1 
financial transactions within an organization. It 
recognizes their incoms receivsd and the 
expenses paid. Problems in cashflow occur 
when the timing and quantity of manies 
received does not satisfy the requirsments to 
pay for expenses incurred and that are due. 

Exhibit 3.02: Cashflow. 

Maintain Delivery of Service 

Maintaining delivery of a corporation's services or product is also essential in a business 
continuity plan. Ensuring customers are provided with continuous service during 
interruptions will maintain consumer con6dence and generate income. This means that, 
not only does the corporation need to consider how they will continue providing services 
through an interruption, they also need to examine how their own suppliers and support 
services will provide services to them. This supports the earlier statement regarding how 
one organization developing their business continuity plan can foster an awareness for 
other businesses. If a corporation is unable to provide for their clients, the clients will 
look elsewhere for a sirnilar product or senrice. If the interruption in product delivery is 
extended, it will begin to diminish the number of dients that were held pnor to the 



interruption. This leads to the third critical activity that also requires a business 
continuity plan- maintaining market share. 

Maintain Market Share 

Interruptions in the operations of any organization can severely affect a customer's 
perception of its services. The effed of a changing reputation can impact the market 
share the organization may have enjoyed pnor to the interruption. This varies due to the 
duration and magnitude of the intemption It is also dependent on the nature of the 
business the organization is involved in Essential services providing items such as fuel 
or food will find the consurnefs reaction to an interruption different than services that 
provide items such as movie videos or doughnuts. In any scenario however, art 
interruption will affect the loyalty of customers, particularly if the method by which the 
interruption was handled did not take the long-tem interests of customers into 
consideration. This is what Mitroff defines as the 'second crisis'; the inadequate 
managing of the initial crisis, leading to repercussions of greater proportions (Mitroff, 
1993). 

Keep the Business Running, Not the Technology 

Myers' stated priority in business continuity planning: 'lceep the business running, not 
the technology"is, in part, an atternpt to reduce the occurrence of 'second crisis' events. 
When the central computer system that enables essential business hnbions is down, 
Myers recommends focusing resumption activities on the business function, not on 
reviving the entire computer system. This way, activities such as customer service are 
placed before other, seerningly self-swing, resumption activities. Although his view 
embraces many of the concepts and practices of business continuity planning that are 
presented by others, it is rather unique in that it de-etnphasizes the urgency of mainframe 
technology (central computer systems) restoration during periods of interruption. 

For exarnple, an organization that relies upon its mainframe or large central computer for 
al1 information alI the time will have an extremely difficult tirne hinctioning if that 
system were to shut down. They have structured their operations so that they are very 
technology-dependent In the event of a shutdown they will be brced to halt activities 
until the tedinology is once again running. If, on the other hand, the organization 
regularly backed-up crifiml and m e n t  information to a disk-drive in another physical 
location, then critical business information may remain accessible when the mainframe is 
d o m  This way, the same technologydependent organization has distributed their risk 
via data storage in multiple locations. During an interruption, the organization is able to 
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access needed information and maintain cri ticd business funcüons 1oh17e the mainframe 
is king restored. 

It should be noted, to avoid confusion, that Myers does not identify stand-alone 
personal computen as 'technology'. In his strategy, both personal computen and 
manual processes provide adequate interim altemates while the Iarger mainframe units 
are brought back on line. Mye& key objective is business continuity of essential 
resources; however, it should be at a low cost to the organization. In subsequent 
chapters, it will be shown that this perspective provides support for the stated 
objectives of this study. 

Myen does concede that there are some activities or types of business that would be 
unable to switch to alternative methods of processing. These activities tend to be 
processes tha t require 'real-time' or instant response transactions. For example, financial 
institutions or telecommunications providers are unable to switch to alternative metlrods 
suggested by Myers due to their core business relying heavily upon transactions that 
require instant feedback They also are providing a service that, in itself, is technology- 

One of the few industries thar has regulatory requiremenh for business 
continuity planning is financial institutions. These regulations ara applied by 
Federal and State auditors of thsse institutions. The standards applicable to 
financial institutions are the Controllsr of Currency Banking Circutan 177, 
187, 226 and the Federal Financial Institutions' Examining Council S ~ p e ~ s o r y  
Policy. These apply to al1 organizations which are subjed to periodic Federal 
Examination. This indudes banks, credit unions, and savings and loan 
organizations. 

The regulations do not didate a specific planning process but outline such a 
process in an appendix to Banking Circular 177. The process described 
incorporates the following major points: 

1 .  Obtain top management commitment. 
2. Establish a planning cornmittee. 
3. Perfomi a risk asssssment. 
4. Evaluate critical needs. 
5 .  Establish priorities for recovery barsd on critical needs. 
6. Determine recovery stratsgies. 
7. Develop written agreements. 
8, Organize and document ci written plan. 
9. Establish criteria for testing maintenance of the plan. 

10. Pressnt the plan to senior management and the board for revkw and 
approval. 

Exhibit 3.03: Major points of a business continuity planning process as outlined 
by the Controller of Currency Banking Circulatç 177. Extracteci kom "Standards 
the Amencan Waf' in Survive! (Mel Musson, May, 1995). 



demanding. However, in these industries business continuity is intrinsic to the core 
business; redundancy is plamed for, and created in, the systems that support their 
services. In lad, costly aitemate sites provided by extemal companies are often a 
necessary requirement of these institutions and, as such, are a component of their 
business continuity plan. Exhibit 3.03 provides some major points outlined by 
regulations addressed to the finantial institution industry. Over 65 percent of all 
alternate sites accessed since 1982 have been utilized by financially-oriented fims 
(Schreider, 1995). 

Keep the PIan Cost-Effective 

For many other businesses, Myen believes that costs associated with continuity plans 
which plan for full computer support by an alternate site are unnecessary. Business 
continuity for these organizations should have lower costs associated with them. His 
reasoning is thus: 

"The Iow probability of a disaster means an obligation to search for the 
Iowest-cost solution. It does not make economic sense to allocate the 
same level of resources to solve a problem that has a high probability of 
happening. as one that will probably never occur" (1993, p 21). 

It will be unlikely that the lowest-cost solutions wilI provide the sarne level of service. 
Myers recognizes this: 

"Be careful that individuals developing the plan do not assume that 
inefficient solutions are not viable. Quite the contrary! Given the low 
probability that a disaster will occur, it is important that it be understood 
that loss of efficiency is expeded during a disaster recovery period" 
(1993, p 29). 

We are rerninded that the situation (interruption) is a t e m p o r q  one and that normal 
operations wil1 resume in a relatively short time-frame. The objective is to survive the 
interruption, not to thrive dunng it. The savings created by not spending a large arnount 
of money on back-up systems will offset the loss of income during lower-than-peak 
periods of eficiency dunng an interruption. 

One point of Myers', that is not accorded full support here, is the suggestion that 
disasten are rare occurrences and may never happen to an organization. It is true that 
disasten are regionally-infrequent events. However, given the globalization of trade and 
the abili ty for transactions to occur world-wide, disasters are fast-becoming regular 
events due to the myriad of interrelationships and interdependencies of organizations 
around the world (Tobin, 1994). Also, an i~ztenuption does not entail the impact of a 
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disaster, therefore interruptions can occur more frequently than what is commonly 
defined as a 'disaster'. In the 1997 Vulnerability Index commissioned by Corndisco, a 
provider of business continuity services, 55 percent of the companies surveyed daimed 
to have experienced a business disruption of one hour or more. The median length of 
disruption was eight houn (1997 pp 25-26). 

Disasters, more specifically interruptions, should be recognized as potentiaily routine 
and as part of doing business. The frequency of significant interruptions is dependent 
upon the organization's qudifiers in determining what a 'significant interruption' 
actually is. Therefore, Myers' argument of the plan's 'cost effectiveness due to infrequent 
occurrences' is replaced wi th 'cost-effectiveness to increase the saleabiliîy of 
implementation to senior managemenY. This argument may still be relevant to Myers' 
business continuity planning objectives. It could also be argued that the frequency of 
interruptions alone could provide greater Çamiliarity, thus profiaency, in conduding 
business during an interruption. 

Define What Constitutes a 'Disaster' 

'Disaster' is a tenn that will warrant 
different responses from different 
organizations. "A situation that is very 
stressful to one person may be mildly 
stressful or not stressful to someone 
else"(Aronoff & Kaplan, 1995 p 289). 
Therefore, claiming that a disaster has 
occurred is dependent upon what the 
organization defines as a disaster or 
interruption. This is important because it is 
one of the base criteria for identifymg 
critical activities in a business continuity 
plan. For example, if an organization 
deems interruptions extending over eight 
hours to be the initiator of altemate 
functions, then they will not be concemed 
with arranging interim activities for time- 
frames which are shorter. 

Figure 3.03: The Major Types of Disaster. This 
illustrates the relationship that major 
disaster types - natural, human-induced and 
technologicd - have with each other. 
Technological disasters c m  occur as a chain- 
reaction from a natural or human-induced 
disaster. 

Every organization will have different signais, or qualifiers, that identify a disaster, 
interruption or a crisis event as having occurred in their place of business. This is due, in 



part, to the lack of an outward, cataclysmic signa1 when a technological disaster occurs. 
TechnoIogical breakdowns can occur as a result of a natural or human-induced disaster. 
However, more often they occur independent of a "disaster event". Figure 3.03 
illustrates the relationship of the major types of disaster. Technological disasters do not 
necessarily provide signals that uniforrnly register with a11 people involved. Therefore, 
the event rnay lead to further confusion if the determinants of a disaster are not defined 
earlier. Audrey Kaplanu and Stan AronofP2 have stated that 

"Without a shared understanding of the event, individuals, organizations, 
and experts working to mitigate the problem (will} respond on the basis 
of their unique assessments of the situation. As a result, the actions of 
one group rnay appear inappropriate or even dangerous to those who 
interpret the Qrcumstances differently" (1995 p 285). 

Therefore, it is important to ciarify, within an organization, what constitutes a disaster 
event and when is the response to an event initiated. 

Another reason for determinhg what defines a disaster in advance is that every 
organization will have different levels of tolerance for adversity in their places of 
business. One organization rnay be unable to survive an interruption of one hour, while 
another organization rnay be able to withstand an interruption of several days. The cost 
associated with an interruption, and the ability to absorb the repercussions of an 
interruption, are determinants for the point at which the organization declares that they 
are in a state of disaster. It is best to develop a planning cornmittee that is created from 
several departments within an organization, so that a disaster rnay be recognized 
uniformIy through an organization 

Obtain Breadth and Depth in Organization's Cornmitment 

Myers suggests that representatives from the following areas be considered for 
mernbenhip: finance, operations, auditing, management information systems, and 
executive (1993 p 69). Other departments representatives rnay indude human resources, 
the facilities department, and marketing/public relations. The breadth of the 
involvement, not to mention the availability of different departments, is dependent upon 
the size of the organization. 

" Audrey Kaplan is President of Workplace Diagnostics Limiteci in Ottawa. The firm 
speaaiizes in the evaluation and design of office workplaces. Ms. Kaplan holds a Masters of 
Science degree in Architecture. 
" Stan Aronoff is the Director of Research at Workplace Diagnostics Limited and holds a Ph.D. 
in Environmental Science. 



Equally important to having staff fiom diffeent deparbizents is to have involvernent from 
vmiorls leaels of mnnagmmt. In developing plans to conduct business in an altemate 
mode. the 'front-line' worker, or practitioner of the business function needs to be 
involved. It is the front-line staff that understand best what they do. 

Supervisors or managers of front-line staff require involvement in order to provide 
support to their staff and encouraging them to leam and develop proper business 
continuity practices. The supervisor is affected by the front-line that is utilizing time to 
generate business continuity plans instead of product/service. Their support provides 
the focus needed at the practitioner level. 

Department or area managers require involvement because of the funds requiring 
allocation to the development and maintenance of a business continuity pian. At this 
level, vying for and maintaining budget allocations for a business continuity plan is 
essential. Finally, of greatest importance is receiving the support and involvement of the 
senior executive, To achieve the necessary drive to power the objective. 

Involving staff from different departments, and all levels of the organizational 'ladder', 
provides breadth and depth of cornmitment essential for the business continuity plan to 
be effective. 

PIan Must be Accountable to the Staff and Management 

Finally, as a pnnciple of a business continuity plan, the plan must be accountable to the 
staff and management. Up to this point, the stated objective of business continuity 
pIanning has been the resumption of business hnctions for the customer and 
shareholder. However, above al1 objectives relating to business continuity planning, the 
most important is the consideration of al1 people who may be affected by an 
interruption and resumption efforts of an organization. Steven Crimando" and Jakob 
Steinberg discuss this effort as 'Human Resource Recovery' and indicate that it 
"encompasses not only the immediate emotional needs following exposure to traumatic 
event, but it addresses ail aspects of getting people back 'online' after an event" (1997, 
p 37). Ian MitrofP4 expands the spectrum of those irnpaded by an organization's 
interruption, or aisis, to indude, among others, the staff, management, shareholders, 

l3  Steven Crimando, and Jakob Steinberg, are principals of Crisis Management Consultants, Inc. 
They specialize in disaster mental health and human resource recovery services, including 
critical incident debriefing, crisis counseling and disaster recovery career longevity programs. 
'' Ian 1. Mitroff is the founder and President of Corporate Crisis Management. He is a researdier 
and writer in the field of Crisis Management, and in general management. He has published 
over 250 papers and 15 books. 
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cus tomers and local community . These 
people, as defined by Mitroff, are 
considered stakeholders (see Exhibit B I  

3.03). Or~anizations should d a n  to n e  Essential Guide to Munuging Corporate - . u 1 

C h  (Mitroff, 1993) defines the tenn 
address the stakeholden in their stakeholder as 'aitical ~artier. indudina both 
business continuitv planning efforts, individual people and iAstitutiAs, who -would * L - 

be aficted b i  a crisis or who would affect taking into account how the intemption +,,. oma,,kation,s abililv to manoa. aUir.., - - 
may affect them penonally. 

Developing a Business Exhibit 3.04: Shkeholderç (Mitroff, 1993 p 66). 

Continuity Plan 

As in any good planning process, when developing a business continuity plan one must 
follow established planning or project management methods. The Amencan Management 
Association and the Canadian Institute of Financial Planning represent references for 
appropriate established planning methods. The process of planning for business 
continuity utilizes the same basic stages: establish objectives; gather, process and 
anaiyze relevant information; develop a plan; implement the plan; monitor and evaluate 
the plan, making changes where necessary. Appendix 3.01 presents the stages to a 
business continuity plan, as prepared by Strohl Systems. Appendix 3.02 provides a 
brief descriptive overview of each stage. Only data gathering will be presented here. It is 
this stage in developing a business continuity plan that is most relevant to this study. 
We will also discuss the critical importance of gaining senior managemenrs approval, as 
this has significant relevance for not oniy developing a business continuity plan, but in 
forming the integration argued in this thesis. 

Data Gathenng 

An organization will need to examine its current state, acquiring a snapshot of the 
organization. This is done in order to understand any unique situation, relative to others, 
and the specific requirements they will need to address, in order to maintain business 
continuity. This "taking stock" of the organization will provide clear understanding of 
the organization and how a business continuity plan should apply. Strohl Systems, in 
their book The Business Confinuity PLimi>ig Guide states: 

"Your continuity plans must refled the specifics of your organization. The 
individuds or teams diarged with the responsibility to constmct and 
maintain your organization's plans must have or must develop a dear 
understanding of your organization's needs, i ts cri tical business 
operations and their dependencies" (1 995 p 1-1). 
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Gathering information c m  be undertaken in several stages. First, ail kinctions or 
adivities that are conducted by the organization should be reviewed, then the hinctions 
which are dependent upon e x t ~ L f i i ~ z c t i o n s  should be identified. Data gathecing for 
business continuity is primarily subjective, since there is a lack of useful statistin to 
refer to in justifymg the critical nature of each function. Myers mentions this is: 

"Because many department managers are reluctant to admit to a non- 
critical roie under any circumstances. Asking, 'How long can you do 
without?' elicits a subjedive answer. Al1 through the plan development 
process, you will be deding not with fa& but with egos and 
personalities. You need to.. .continually remind plan deveiopment 
participants about.. .the need to look for cost-effective solutiow" (1993 p 
52). 

Identifymg individual activities in the organization will enabIe planning staff to quickly 
determine which activities are critical to maintaining the set objectives of the 
organization's business continuity plan. Appendix 3.02 presents some evaluative critena 
for determining the critical elements in an organization. This allows for dropping items 
less essential to maintaining short-term kinctions. This business continuity planning 
process is identified as the biisiness inpd mmlysis (HA) which Strohl Systems defines 
as: 

"A management level analysis which identifies the impacts of losing 
Company resources. The BIA measures the effect of resource Ioss and 
escalating losses over time, in order to provide senior management with 
reliable data upon which to base decisions on risk mitigation and 
continuity planning" (1995 Glossary). 

FoIlowing the short-listing of mtical activities, an organization should priorize those 
hnctions as to their time-sensitivity. This allows for the most critical to rise to the top of 
the identification list, to be addressed f in t  Prionzation will take the stated objectives 
into cowideration, i.e. each activity will be reviewed with the following question in 
mind: "does this activity directly support the maintenance of cashflow, product delivery 
or market share?" Emergency Preparedness Canada (1995) suggests that critical 
adivities should be assigned a priority on a numeric scale, based upon the length of time 
a disruption may continue without any significant impact on the organization. Their 
exarnple given appears as the following: 

1 day or less - - pnority 1 
2 - 4 days - - pnority 2 
5 - 7 days - - priority 3 
8 - 10 days - - pnonty 4 
11 or more days - - priority 5 



Time frames assigned to the level of 
priority are set by the organization; a 
high volume business with heavy 
dependency on transactions may assign 

of hotcrs priority based upon units 
instead of days. 

Myers suggests that al1 activ 
review should be dassified 
separate areas, for the dura 

ities under 
into three 

ltion of an 
interruption: al1 activities that do not 
affect the casMow, delivery obligations 
or market share of the organization 
should be suspended; al1 other activities, 
having effectively been identified as 
critical, should be separated further. The 
critical activities are differentiated in 
ternis of those that an be adapted to an 
alfmuzte, interna1 method, and those 
activities that m n o t  be adapted, and 
require extemal, back-zrp facilities. See 
Figure 3.04 for an illustration of this 
selection process. Also, Figure 3.05 
illustrates the distinction and separation 
of activities under review in a bubble 
diagram. 

Business Continuity 

Critical Non-Critical 

Alternate 
Systsms 

Figure 3.04: The Classification of Activity 
Process Within a Business Continuity Plan 
(Myers, 1993). 

Organizational Activities 

Critical 
Requiring 

Critical Requiring 
Alternute 

Figure 3.05: The Distinction of Activity Types 
in an Organization. 

This part of plan development identifies and assesses the resources needed to maintain 
the fundion of critical business activities during an interruption. Maintaining 
communication with staff, management, customers and al1 stakeholden is an essential 

f such as element of dl plans. Other resources would indude essential equipmen, 
telephones, corn puters or other specialized equi pment utilized by the organization. It 
includes critical information such as databases and manuals of operating instructions. 
Finally, key individuals that would assist in the recovery process need to be identified 
within the organization and, if necessary, outside the organization (Emergency 
Preparedness Canada, 1995). Exhibit 3.05 presents criteria for selecting individuals to 
assume d e s  in a business continuity plan. 



Key indMduals will have to be identified in a business continuity plon. They will Iead, 
manage and inform the staff and management and (heir stakeholden when an 
interruption in business occun. 

Considerations 

1. The Business Resumption Plan (BRP) manager should be appointed by senior 
management. Subsequint positions should be filled by the mort appropriate 
personnel as detennined by senior management and the BRP coordinator 

2. The tenn "appropriate' indicates that people should be undertaking roles that 
they are already familiar wih. For example the o r g a n i ~ ~ o n ' s  information 
manager should undertake the position of records recovery coordinator unless 
some other reason precludes hem hom taking this position. 

3. These positions are not nscessarily filled by planning team members- 
4. Managers may be appropriate to fiII positions but should be discounted if they 

wiB be required to ovenee the rasstablishment over their departments 
essential operatiom. 

5 .  Do not appoint anyone who has an emergsncy response capability rince roles 
in the recovery plan may be established during the emergency period. 

Exhibit 3.05: Identification of Key Individuals for Speafic Resumption Roles. 
Extracted from the publication Business Resumption Planning (Manitoba Ernergency 
Management Organization, 1996). 

Gaining Senior Management's Support 

Ali sources that discuss the stages in business continuity planning stress the importance 
of gaining the support and cornmitment of senior management Strohl Systern~'~ state 
that: 

"Management's cornmitment and 
support are the key requirements that 
affect the success and effectiveness of 
your business continuity plans 
Managernenvs cornmitment and 
involvement must be ongoing and 
backed up by adequate funding to 
ensure the continuity of organizational 
services in the event of an 
intemuption" (1995 p 1-8). 

Myers (1993) also adds that the role of 
senior management is to make certain 
that the contingency plan supports the 
busi~zeu plan (see Exhibit 3-06), to 

A business plan is like a road map for 
organizations. It minirnizes the risk of time and 
money lost due to inadequate plans. A 
business plan will state the obieaive, or 
destination, that the business wanh reach. It 
will alro specify the timdrame in which to 
arrive at (ho destination. The business plan will 
thon outline how the ocganiration expscts to 
arrive at thsir spscified destination, taking 
into consideration the resources required. 

Exhibit 3.06: Business Plan 

l5 Strohl Systems is a consulting firm that offers business continuity planning services and 
professional education in disaster recovery and contingency plans for orgariizations. 
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emphasize the importance of a cost-effective solution, and to support the 
impiementaiion strategy 

A h ,  Emergency Preparedness Canada (1995) mentions the importance of senior 
management being given an opportunity to confirm any of their previous risk 
management decisiom, as they may not be aware of the implications and liabilities 
associated with a prolonged business interruption. This last point reminds us of the 
obligations of the corporate executive, as Legislated in the Foreign C o m p t  hactices Act 
mentioned earlier in Uùs chapter. 

It is dear that senior managernerfs role in the business continuity plan is more than 
simply approving a proposal. Their stated comrnimient validates the initiative for al1 
staff and helps gain support throughout ail levels of the organitation; Hence the 
importance of gaining their support early in the planning stages. However, this does not 
mean that management is introduced to the proposal prior to initial research efforts 
being undertaken. Management should be presented with a well-thought-out and 
researched plan that provides them with the ability to make a jJgo/no go" decision. 
Upon approval, the planning team can begin by preparing the objectives of the plan and 
allocating the time and resources required to implement and maintain it. 

The Impact of Business Continuity Planning on a Corporation 

The protection that a corporation receives from having a business continuity plan is 
apparent when faced with a disaster event. Cornpanies that have or do not have a 
disaster recovery plan in place are about equal in their chances of being affected by a 
disaster. However, the companies that have a plan in place will, more often, recover in a 
shorter tirneframe than the companies that are not prepared. Table 3.01 displays the 

Longth of Disruption Total Have Plan No Plan 

Expossd ta Disruption 52% 58% 
4 Houn or Less 36% 41% 3 2Oh 
5 - 8 Houn 1 7Oh 17% 16% 
9 - 24 Houn 25% 21% 28% 
More Than 24 Houn 20% 18% 23% 
Median Longth of Interruption 8 Houn 6 Houn 10 Houn 

Table 3.01: Cornparison of companies with and without disaster recovery 
plans, extracted from 1997 Vulnerabilily Index (Corndisco, 1997). 



difference in recovery time and the median length of interruptions. Figure 3.06 illustrates 
the disparity of interruptions of businesses with, and without, a plan. According to a 
study produced at the University of Wisconsin, cited by Frank Ianna16, more than 43 
percent of businesses never re-open, and almost 29 percent dose, wilhin two years of 
experiencing a local disaster (1997). 

1 . Have Plan Do Not Have Plan 1 

10% : I 1 r 

4 Hours or Less 5 - 8 Hours 9 - 24 Hours More Than 24 Hours 
Length of Disruption 

Figure 3.06: Length of Disruption in the Workplace. A Cornparison of companies 
with and without disaçter recovery plans, extraded from 1997 Vrdnerabilify 
1 n dex (Corndisco 1997). 

Theexecutives of an organization wi11 undentand this direct benefit from having a 
business continuity plan However, in the executive's mind, it may be thought that the 
likelihood of this occumng is slim. If resources within the organization are low, why 
allocate time and money towards an initiative that will not generate any immediate 
value to the organization? Glancy and Stamieszkin17 support this statement 

''The probability of any BIG threats occumng is fairly small. Most senior 
managers know that those threats exist and what the general impact 
would be to an organization. We found that you won't get much support 
from senior managers by running The Big One up the fiag pole over and 
over again. Most senior managers are optimists by nature. They look 
beyond obstacles and focus on opportunities. There is little appeal for 
them in Iooking at the infinitesimdly small likelihood of huge disasters. 
On the other hand, keeping management focused on an effort that will 
address the safety of the organization's people, mitigate the impact on 

l6 Frank rama is the Exemtive Vice Preçident of Network and Computing Services, an 
organization of 35,000 employees responsible for A T W s  worldwide operations and 
information technology systems. 
" Chris Glancy is a Business Resumption Planning Consultant for LTNUM Corp. Piotrek 
Stamieszkin is the Director of Business Resumption Planning for UNUM Corp. UNUM Corp. is 
based in PortIand, Maine with operations in the U.K., the Pacific Rim, Europe and Bermuda. 



customer service, and maintain the financial well-being of the company 
are much more powerful motivators for senior management They speak 
to the need to create a positive work environment and to ensure strong 
cornpetitive positioning of your company in the marketplace" (1997). 

This perspective from the executive is fair. It is the responsibility of the promoter of 
business continuity planning to provide justification (as was presented earlier in this 
chapter regarding frequency of interruptions in comparison with large disasters) for 
initiating such a plan. Myers supports this argument, providing the following points that 
suggest how a business continuity plan provides benefits to the corporation (Myers, 
1993): 

1. Corporate responsibility and executive obligation to its shareholders 
2. Cost-avoidance during an interruption 
3. Increased productivity on a regular basis 
4. Favourable audits 

Myers also mentions that it is hard to cost-justify an arnount to be spent on developing 
a business continuity plan. This is because there has not been enough recorded 
interruptions of business from disasters to establish credible probability statistics. This 
makes the selling to senior management d l  the more difficult. However the plan which 
Myen promotes - that being one focusing on the activities, not the technology - allows 
an organization to balance the cost of providing continuity senrices (his prescribed 
method) against the traditional, back-up facilities method. Myers (1993) claims the 
following bene f i t .  through his method: 

1. Lower plan development cost 
2. Lower backup communications cost 
3. Minimization/avoidance of backup compter subscription fees 
4. Lower maintenance cost 
5. Lower testing cost. 

In summary, the corporation benefits by implementing a business continuity plan. The 
plan minimizes interruptions and enhances the operational vitality of the organization. 
However, cost-justification is difficult It is best for an organization to analyze costs and 
benefits of implementing a simplified method of recovery over one that requires great 
expense to acquire and maintain. 



Conclusion 

In UUs chapter, business continuity planning was explained in overview. Its ongins, 
growth, rationale and future were reviewed. Also, alternative methods of planning for 
disasten were discussed, as well as the consequences of not implementing a business 
continuity plan. Significant points that were presented in this chapter, and that require 
consideration in the proposed framework with virtual officing, for implementation by 
facility managers, are listed below: 

Business continuity planning entails ensuring the continued availability of 
essential services, programs and operations, including al1 the resources involved, 
during externally-induced interruptions. 
Business continuity planning is a relatively new practice, with its begimings 
associated with the influence of computenzation in the workplace. 
Lack of a business continuity plan can lead to legal action, on the basis of 
negligence, initiated by shareholders, customen or staff. 
A growing number of busineses that rely upon services or products from other 
businesses are requinng continuity plans as part of their service agreement 
Keep the business running, not the (mainframe) technology. 
The areas that are critical to the survival of an organization are ensuring: that 
cashflow is maintained; that the delivery of service or product continues; and 
that the market share does not decline. 
Disasten are becorning regular events as generators of interruptions, due to the 
increasing interrelationships and interdependencies of organizations around the 
world 
Organizations should plan to address a11 the stakeholders in their business 
continuity efforts, taking into account how the interruption may affect them 
personally. 
Managemenvs cornmitment and support cm be aucial to the success and 
effectiveness of your business continuity plans. 
Ail functions or activities that are conducted by the organization should be 
reviewed to determine which are critical, and then priorized as to their time- 
period sensi tivi ty. 
Of equal importance to the development of the plan is the ongoing maintenance 
of the plan. 
Al1 activities under review should be classified into three separate areas: non- 
critical, and therefore szispended; critical and therefore adapted to an altentate 
interna1 method; or critical and adapted to an extemal, bnck-iip facility. 

- 55 - Chapter Three 



It is hard to cost-justify an arnount to be spent on developing a business 
continuity plan due to Iack of statistical data. 
A justification effort addressing the safety of the organization's people, 
rnitigating the impact on customer service, and maintaining the financial well- 
being of the Company is much more powerful as a motivator for senior 
management action. 

These points, drawn from this chapter, can be used to argue that business continuity 
planning shows strong signs of correspondence in objectives with those of facility 
management The points also provide an argument for implementing a virtual officing 
program as a part of a business continuity plan, as will be elaborated later. 



Chapter Four: What is VimKIl Officing? 

"As for those modern forms of utopia, which under the name of 

science fiction relate al1 ideal possibilities to technological 

innovations, they are so close to the working premise of modern 

civilization that they hardly have time to be absorbed as ficiion 

before they become incorporated a s  fad." 
Utop&, The City arid The Machine 

Lewis Mumford 

Introduction 

A gradua1 change occurring in the workforce has centered on the employee's phce of 
work Staff of both large and small organizations have begun to work from places otlzer 
t h  the conventio~zd ofice. According to a survey conducted by FIND/SVPL, in 1997, the 
number of people working outside of the conventional office in the United States more 
than doubled in the span of four years. (from 4 million in 1990 to 9.1 million in 
1994)(AT&T, 1997). The reason for this change is straightfonvard: staff want to work 
differently, with more personal time, and their employers are Iooking for alternative 
ways for their staff and organization to be more productive. These objectives may not be 
new for either party. However, the introduction of technology has enabled the two, once 
opposing, views to be simultaneously satisfied. Cynthia FroggatF also mentions that a 
reason for this trend is sirnply beunw rue ml: 'Technology (mobile computing with 
communications capabilities) now gives us the ability to collaborate while working in 
different places and at the same or different times" (1996). This movement of working 
beyond the typical office environment, supported by technology is called teleruorking. It 
has also been identified as home-working. telecornmuting, remote working and flexible 
working (Gray, 1993). 

Teleworking is king considered here because it can be shown to play a critical role, in 
combination with the business continuity plan, in the context of the integrated 
framework to be elaborated in Chapter Five. However, in order for the reader to 
understand what teleworking is and how it relates to the framework, some introduction 

' FindfSVP is a research firm based in New York City. 
2 Cynthia C. Froggatt has more than ten years experience conçuking on new work directions 
(such as telework, virtual office, and non-territorial offices) and strategic facilities planning. 
She has a master's degree fkom Corne11 University's Fadities Planning and Management 
program- 
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is required; in particular with respect to the type of teleworking utilized in the 
kamework, narnely, nnhml ofici~zg: 

"A briefcase approadi to the office; worken carry everyüung they need to 
work, from lacsirnile to telephone to laptop cornputer; a workplace 
disassociated from a specific time and place; can be located at home, in 
the car, at art airport, at a customer location and in the corporate office; 
the headquarters facility cari become just a place to meet and socialize 
with CO-workers" (Haworth, 1995). 

Virhial offiang is one of several types of tefeworking and, for reasons that will be 
presented, is the most appropriate for supporting a business continuity plan in an 
organiza tiom 

As was mentioned in the previous chapter, a successful business continuity plan should 
be flexible. The plan should allow for alteration kom, or adaptation to, current 
situational demands so that the core business activities may continue functioning. 
Teleworking, virtual officing in particular, 
allows for flexibility in the operations 
that it supports. However, implementing 
a telework environment is a physical of faaliv monagen ,,,ho 
change to the teleworker's workplace and responded to a suwey on alternative officing 

- V A 

stiategies iaid that they have investigated 
requires a proper im~lementaoon telecornrnuting in the past, 83 percent 
strategy that addresses changes in the reportd  thG heir kciliiies were currenéy 

partiupafing in some level of alternative people, place and Processes officina and 94 pgrced expe&d (0 be 
with the teleworker. Implementing a involva by th. 2000 (H&& 1995). 

telework program is well-suited for a 
facilit~ manager, due their knowledge Exhibit 4-01: me Facility Manager's Exposure 
and past experience in this area to Alternative Officing Strategies. 

(see Exhibit 4.01) 

This chapter provides a brief history of teleworking and discusses present and future 
trends, as offered by key sources identified earlier in the introduction. Also, there is a 
discussion of the challenges and benefits of teleworking for the organization Important 
items covered, that relate directly to the thesis' frmework, are the selection criteria 
regarding appropriate people and activities for a teleworking program and, of equal 
importance, aspects regarding the appropriate cultural fit for the organization. 

The dependency on and requirements of tedinology for a good teleworking program, and 
the cornmitment required from staff, management and senior executives, are also 
identified. Each major teleworking initiative is presented. However, virtual offiung is 

-58- Chapter Four 



reviewed in the greatest detail since this provides an understanding of the best current 
option available to the telework plamer. Also, the beneficial relationship between 
teleworking and other alternative officing strategies is presented. This relationship also 
factors into the framework presented in Chapter Five. Findly, the impact of the 
implementation of teleworking on the corporation is discussed. 

This chapter should contribute a good understanding of what teleworking is, and its 
attraction as well as the reservations it instills, for organizations and their workers. The 
reader should also become convenant with the types of teleworking, understanding their 
differences and the rationaie for chwsing a virtual office initiative over the others for 
implementation in the framework Finally, the reader should aiso begin to appreaate the 
similarities in anaiysis, approvd and implementation stages, between business 
continuity planning and a teleworking project. This, combined with an understanding of 
the role a fadlity manager might have in implementing these initiatives, should prepare 
the reader to progress to the following chapter on the integration of virtual officing with 
business continuity planning in a faülity management context. 

Teleworking Defined 

Teleworking, or the concept of teleworking has, as Mike Gray3 mentions, been desaibed 
in various terms, usually dependent on the context in which teleworking is applied. In 
his CO-authored book, Tel~rvorkn~g Explni~red, he defines it as folIows: 

"Teleworking is a flexible way of working which covers a wide range of 
work activities, al1 of which entai1 working remotely from an employer, or 
from a traditional place of work, for a significant proportion of work 
time. Teleworking may be on either a Ml-time or a part-time basis. The 
work often involves electronic processing of information, and always 
involves using telecommunications to keep the remote employer and 
employee in contact with each other" (1993 p 2). 

June Langhoff, in The Telecornmuter's Advisor asserts that: "The first telecornmuter on 
record was a Boston bank president, who arranged to have a phone line strung from his 
office to his home in Some~ille, Massachusetts, back in 1877." Although it is impressive 
to imagine teleworking could have such "ancestry" we are limited by the way we 
currently view teleworking, which provides us with a history that is more contemporary 
than what is presented by Langhoff. Her suggestion of the telephone alone denoting 
telecommuting is only one piece of the current mosaic that creates a telework 
environment. To communicate and produce from a distance requires interaction that is 

Mike Gray has been involved in teleworking since 1988, as the Teleworking Systems Group 
Technical Group Leader for BT Laboratones in Engiand. 
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reguiariy at a higher level #an telephone discussions. Exhibit 4.02 (Knik, 1995) 
identifies the fui1 garnut of the teduiology entering the workplace. 

Telework is a concept born out of the 
advancements of technology. The 
suggestion regarding elecfronic cottages 

in Alvin Toffler's 1980 book The Third 
Wme is citeci by several teleworking 
au thori ties (e-gg. Gordon 1994, Shaw 
1996, Gray et al 1993) as the spark that 
igni ted the slow-burning but persistent 
growth of telework The idea may have 
been created, but at that time the 
technology was still too bulky, and 
expensive, to provide the environment to 
conduct the same activities in the office 
by distance. It was the introduction of 
the PC in 1981 that began to make 
telework as we see it today, more 
feasible. However, enabling a workforce 
to conduct business activities outside of 
the conventional office was not, in itself, 
a justifiable reason to implement such 
change. There had to be other, more 

Current and emerging technologies impading 
the workplace: 

Fauimile 
Multi-fundion processors 
Voice mail and electronic mail 
CD-ROM and optical storage 
technologies 
Centtalizsd recordmanagement storage 
High-end, color work stations 
torger VDTs, averaging 17' par work 
station, 20" to 30" for CAE and CAD 
Thin flatprrnel, color and monochrome, 
lowpower demand display scteens 
Digital printing 
Local arsa networks 
Large capaciîy removable disics 
Digital paper 

a Digital fiche 
Pert.based input 
Trackballs, touchpads, touchscreens 
Eledronic smart boards 
Dssktop videoconferencing 
Wirrless communications 
Intelligent documents 
Laptops and docking stations 
Group meeting hardware and software 
Voice recognition systems 

signi ficant, drivers to make investiga ting Exhibi t 4.02: Current and emerging technologies 
impacüng the workplace. Exlracted from 

a telework initiative paficular1y "Striking the Balance Behveen Technology and 
worthw hile. Human & Environmental Factors" (Kruk, 1995). 

During the aucial 1980s decade notion of work was changing on numerous fronts: 

The emergence of the PC was automating more adivities in the office (Fallucchi, 
1997). 
The workforce was comprised of an increasing proportion of knowledge-based 
workers (Kaplan, 1995). 
The number of dual-incorne households was steadiIy rising, lookuig for alternative 
work methods that balanced family and work (Foot, 19%). 
The workforce was aging and fewer recruits were available to replace them, therefore 
companies were Iooking for ways to attrad or retain qudity staff (Shaw, 1996). 
Cornmutes to work were becorning longer and congestion was increasing 
(Gray, 1993). 
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Re-engineering initiatives were dominated by searches for ways to reduce cos& and 
increase production (Kaplan 1995). 

As a result of the above, employers, staff and governments were researching alternative 
methods for conducüng a day's work 

Teleworking began to have a presence as an "attractive expenment." It had not boomed 
as initiai forecasters had thought. Gray attributes its slow evolution to the global 
recession that was experienced from the late 1980s into the 1990s. 

"Reliable forecasts in 1988, just as the recession was being noticed by the 
public, predided explosive growth, taking the number of UK teleworkers, and 
by implication in the USA also, up to 15 percent of the working population 
by December 1995. In early 1993, the figure was nearer 4 percent" (Gray, 
1993 p 30). 

In any event, growth was still experienced, albeit at a slower Pace than forecasted. 
Figure 4.01 illustrates the growth of teleworking in both US and üK markets since 1980. 

Teleworking in the future is expected 
to become more of a factor in the 
workplace. The price/ performance 
ratio of cornputers, as well as their 
size, will continue to drarnatically 
decrease, allowing the necessary 
enablers of teleworking to become 
more portable, affordable and 
intuitive. This permits the user to be 
iess concemed with the interface 
(the technology) and more focused 
on the work, giving rise to greater 
levels of productivity. Also, more 
staff will demand the option of 

Figure 4.01: Growth of teleworking, extracted from 
"Teleworking Explained" edited by Gray, Hodson 
and Gordon, 1993 (millions of teleworkers). 

working at home, as a result of teleworking becorning more visible in their, or other, 
organizations. As Gray states, the future of teleworking will be "an evolutionary change 
in working practices as a long-term result of the Information Technoiogy Revolution. 
Teleworking will increasingly be absorbed into the mainstrearn of normal working 
practice.. .It will become accepted practice for people to spend part of their time working 
outside the haditional office" (1993 p 22). 
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The Benefits and Challenges of Teleworking 

Teleworking, as with any new program or initiative introduced to an organization, 
requires carefd examination of its benefits and challenges. 

in a telecomrnuting guide produced by Pacific Bell (1996) a leading example of 
teleworking companies, the following benefits are identified: 

The typical geographic boundaries for employment in a company are no longer a barrier 
to attracting quality staff. Staff can work from the location they prefer for a Company 
located in an area otherwise deemed too remote or less attractive. Offering new and 
flexible work structures to prospective employees may also enhance the attractive nature 
of the company to the candidate. Also, teleworking enables staff that are mobility- 
impaired to conduct work for an organization, without the physical difficulties 
associated with cornmuting. 

Assists in Employee Retention: 

Teleworking can offer the flexible balance 
of work and home that more staff are 
seeking in their daily life (see Exhibit 

131 
m m .  

4.03). Adapting to satisfy existing A kcus group undertaken by GTE Corp. on 

quality staff be a cost which is less their staff revealed that 61 percent of their 
~art ici~ants had looksd for other iobs that 

prefer, it raises employee morale: 
"Teleworkers tend to be healthier and Exhibit 4.03: Workers Seek Fiexibility 

more energetic at work, partly due to 
being able to choose and adjust their working environment, and partiy due to their 
increased leisure time" (Gray, 1993 p 135). This is particularly attractive to facility 
managers who, among other tasks, are atternpting to rninimize their employer's costs of 
reauiting. Also, interruptions due to worker inexperience is reduced when 
knowledgeable staff are retained. 
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Reduces Office Space Costs: 

Introducing teleworking will enable the reduction of current office space in an 
organization by raising office/occupant ratios to 1:2 or greater. This reduces the cost of 
occupancy to the organization. See Exhibit 4.04 (quoting Michael Bell, diredor of real 
estate for DUM & Bradstreet). 

If there are fewer work-stations in an 
organization, then oü-ter costs associated 
with the workplace can be reduced 
(janitoriai, parking, fumishings, power, 
water). Pacific Bell states that 
teleworking can reduce office space 
requirements by up to 33 percent. The 
opportunity to reduce office space costs 
can not be overlwked by the facility 
manager seeking reductions in operating 
costs. Also, a business continuity plan 
will be more appealing to the senior 
executive if it offen real estate savings 
via virtual officing. 

"lelecommuting at Dunn & Bradstreet means 
15 - 20 percent real estate cost 
savings ... The average rual estate cost for 
one employee per year is $4500. If you 
include secratarial support and equipment, 
the cost could go up to $10,000. But in our 
program of shared office space and 
tetecommuting, the costs are CUI in half" 
(loanna Smith-Ben, 1993). 

Exhibit 4.04: Cost Savings in Real Estate 

Documentation Can Provs a Program's Succsss 

American Express, which is  often citrd for the success of its virtual office 
initiative, keeps track of productivity changes such as: 

Rate of sigwps per sales cal1 (from 4.2 to 6+ calls a day: up 43%). 
a Number of account development calls(from 2.5 to 3.5 calls/day: up 40%). 

Days in the field for sales managers (from 2.5 to 4 days/week: up 60%). 
Sales administration (from 1 1 0 to 65 support staff: productivity up 4 1 X ) .  
Customer satisfaction (up 28%). 
Employee satisfaction (up 26%). 

The Company also keeps track of real ertate savings and of the costs involved 
in running the virtual office program. It i s  able to report a total savings in real 
estate cosh of 3 million to 5 million dollars per year from dosing 44 satellite 
sales offices, 7 districf offices (ultimately 32 were closed), and 2 rsgional sales 
offkes. In addition, it reports a total sale productivity gain of opproximately 40 
million dollars par year. This kind of information attracts favourabls 
management attention. 

Exhibit 4.05: American Express' performance from their vixtual office prograrn. 
Extradeci from Managing the Reinvenfed Workplace (Becker et ai, 1996). 
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Inaeases Productivi ty Levels: 

Produdivity increases have been noted by many organizations who have initiated a 
teleworking program. %me of the savings reviewed have ranged h m  13 percent in BC 
Systems Corporation's Teleconimuting Report (BC Systems, 1994 p 2) to 40 percent 
celebrated by Amencan Express. In Exhibit 4.05 an oveMew of the productivity gains 
expenenced by American Express' Virtual Offiang Program is discussed. Again, for the 
same reasons as in reduced office expenses facility management and business continuity 
planning are rewarded for an association with vimial officing. 

Reduces Absenteeism: 

Barrien due to weather are reduced through telework because there is no need to leave 
the home. Fewer sick days are reported by teleworkers than conventional workers. A 
monitored teleworking projed at a bank in London, England found that their 
teleworken reported half the number of sick leave days as did the conventional worker 
(Gray 1993, p 119). Also, teleworken who have a family member who is sick have the 
flexibility to work at home and attend to their family member as needed. This reduces 
the potential for interruptions in the workplace due to illness. 

Complies With Air Quality Legislation: 

In California and in other states, there is legislation that requires a reduction of the 
nurnber of commuting vehicles to a workplace of 100 staff or more by 25 percent. This 
act is called the "Clean Air Act" (Gray, 1993 p 20). Initiating a teleworking initiative 
provides the opportunity for cornpliance with such regulations, which are likely to 
increase in the future. This is relevant to faàlity managers who are concemed with issues 
relating to the environment. Teleworking indirecüy reduces the pollution emitted by 
vehicles, reduces the consumption of fossil hiels, accidents, insurance costs - Le. al1 the 
negatives associated with the commute to the office. As noted earlier, teleworking also 
supports the disaster recovery plan and provides assistance for al1 disasten. 

Although there have been great benefi ts identified wi th telework, there are aIso drallenges 
identified that affect the organization: 

Resistance by Management 

Management have concerns regarding teleworking because of the change that must occur 
in the way their staff are managed. Teleworkers are not in sight during the day, so the 
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perception arises that they may not be as productive. Management may not be prepared 
to change its working style to accommodate a work initiative that relinquishes such 
control over staff. If, however, the change was as a component of a larger initiative to 
reduce interruptions in work processes, managers will envision a benefit more relevant to 
their work needs and subsequently provide their support (Froggatt, 1997)- 

Cultural Change: 

A key component in the success of a telecommuting project is that the culture of the 
organization must represent an appropriate fit for the initiative. There is less success 
forecasted for an organization which has strong hierarchicd stmchue, with formal 
reporting lines, than for one that is relatively Bat in its structure, and where 
communication is conducted more freely (Gordon, 1994). That is not to Say the former 
could not adopt teleworking in its organization. It does suggest however, that it would 
require being part of a larger workplace alteration in order to associate itself with a 
greater shift in the way the organization functions. A business continuity plan may 
facilitate the shift required in the organization Corporate culture is discussed further, 
Iater in this chapter. 

Start-up costs associated with fumishing staff with appropriate equipment is a 
discouragement to an organization. See Exhibit 4.06 for a discussion on BC Systems 
pilot project costs. It should be noted 
that start-up costs are expeded to be 
balanced out by the long-term savings 131 

1 1 3 .  

generated through the program'~ A telecornmuting pilot projed undertaken at 
implementation. Repafing the financial BC Systems in 1993 monitored their start-up 

cosh for the program. They found that a argument is the responsibility the 
home telecornmuter added corh of $5300 

fatility manager in the proposed per year (opemting cortr and dqweciation of 
capital). A satellite office's effective cost per framework They are individuals who are 
telecornmuter war $8600. 

experienced in analyzing and forecasting (BC Syrtems, 1994 p 2) 

the payback penod of an implementation 
such as this. Exhibit 4.06: S M - u p  Costs at BC Systems. 

Organizations may be concerned with the potentiai loss of information or equipment 
that may ocnir when they are distributed beyond the walls of their office environment. 
The concem is fair, considering the lack of control compared to the 1eveI of exposure to 
risk This is discussed in greater detail later in this chapter. 



Liabilities of Teleworking: 

A large concern for organizations who 
have staff working at home is the lack of 
control over the safety of their 
environment The legal Iiabilities 
assodated with an injury to a teleworker 
sustains a formal opposition to 
implementation in some businesses. 
Exhibit 4.07 discusses some of the legal 
IiabiIities associated with telework 
programs. 

Who is Right for a Teleworking 
Initiative? 

Although teleworking pmvides more 
freedom and flexibility to users of the 
concept, it is not a practice that is 
appropriate for, nor appealing to, 

"Employment lawyen are sncouraging 
companies to require telacornmuten to sign 
agreements releasing the employer from 
Iiability for work-rdated injuries and 
negligence in the home office. But in soma 
stator, it is the company's responsibility to 
ensure safety. California labor laws, for 
example, mquire employers to provide a 
safe wodcplace, even if it is someone8r 
home' (Wells, 1 997). 

"According to James Kaufman (a real estate 
attorney for Proskauer, Rose, Goetz & 
Mendelsohn in Washington D-C.), companies 
nesd to look into at kar t  three Isgal araas: 
employmsnt, real estate, and taxes ... there 
are so many la- implicated by 
telecommuting. Cornpanies must be 
extrsmsly careful to assess the issues before 
diving into a programu (Smith-Bers, 1993). 

Exhibit 4.07: Liabilities of TeIeworking 

everyone. Certain personal characteristics lend themselves well to a teleworking 
initiative. The teleworking programs that have recognized this, and apply it in the 
implementation of their program, have fuund greater success than prograrns that did 
not: "Telecommuting tends to work best in companies that have dear, formal and tested 
poliàes - instead of having it start casually from the ground up, as one worker 
persuades one manager to hy it" (Wells, 1997). Teleworking provides benefib to the 
teleworker, such as: 

hcreased flexibiiity 
Increased motivation and cornmitment 
Reduced commuting thne 
increased individual produdivity 
Limited work distractions 
Impmved work/ life balance 
Reduced stress (Pacific Bell, 1996) 

4.02 displays a graph of elements that make a successfui telecornmuting program. 
However, it does represent a higher Ievel of challenge and responsibility for the 
teleworker: 
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Isolation and lack of interaction with fellow staff 
Household distractions (family, neighbours, chores) 
Perceived hindrance of career advancement due to less visibility 
La& of support services such as semetarial and photocopying 
Reduced living space at home (PaQfic Bell, 1996) 

Figure 4.03 iIIustrates the main reasons for dropping out of a telework program (Smith 
Bers, 1993) Skills in time management, and the ability to be product-driven in the 
workday, are required in a telework environment Social interaction is conduded in a 
"virtual" environment, and for some this may not be enough to fulfill their soda1 needs. 
Areas where a prospective teleworker is not a good fit in ski11 or behaviour c m  be 
addressed and adapted to suit the new workstyle. There are few charaderistics that are 
impossible to Bnd solutions for. However, adaptation requires a higher Ievel of 

1 What Makes a Successful Telecornmuter 1 
-- -- - 

Supportive Famil 
Computer Familiarit 

Supportive Organi 

Supportive Management]-[ 

Figure 4.02: What Makes a Successful Telecornmuter. Percentages are based on 
the results of a ho-year study of 25 companies in Puget Sound, Washington 
(Smith-Bers, 1993). 

1 Reasons for Dro~ping Out 1 

Didn't Like it{-; 
Personal Absence 

Office Job Problems 

Lack of Equipment] 

Figure 4.03: Major Reasons for Dropping Out of a Telecornmuting Program. Baseci 
on the results of a twu-year çtudy of 25 companies in Puget Sound, Washington 
(Smith-Bers, 1993). 
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commitment from one les-suited Uian from one who is initidy a good fit for the 
environment In situations such as this, a teleworking program of a voluntaq nature may 
be more successful than one that is involuntary, because the staff are more willing to 
provide the commitment to change their work habits in order to telework Appendix 
4.01 is a checklist to determine the appropnateness of a teleworker, as created by Alice 
Bredin4 . 

Equal in importance to the ideal type of person for teleworking is the type of job or 
adivity that is identified as a prospective telework environment. For obvious reasons, 
not al1 activities are able to be conducted in a telework environment For example, it is 
unlikely there will ever be a telework program for production line staff in an automobile 
manufaduring plant. Requirernents for specialized equipment (such as a production line 
or surgery room) is a large inhibitor for a teleworking program. Other examples of 
activities that are a poor fit with a telework initiative are retail sales, due to the volume 
of product sold in a controlled environrnent, or new or low level employees who require 
regular supervision and direction (Shaw, 1996 p 24). Activities that tend to be the most 
successful for teleworking are knowledge- or experiencebased; the requirements of the 
position are satisfied by the individuals themselves, and require liffle in the way of 

Parsonal Requirements 

Not everyons will be an ideal homeworker. If a homeworking arrangement is  to 
be a success it is important that the potential homeworker has the following 
personal qualities commensurate with working unsupervised or being supervised 
remotely: 

Self-motivated 
Selfdisciplined 
Committed to homeworking 
Capable of working with minimum supervision 
Safsty conscious 

a Adaptable (e.g. it may be necessary for the homeworker to be trained 
on new equipment or take on nsw work such as that previoudy 
undertaken by administrative support fundions in fhs office base, like 
purchase stationery, photocopying, typing, etc,) 
WeII organized 

a Good communications 
Able to cope with minimal social contact 
Abte to balance work with domestic responsibilities 
Not a 'wortcaholic~ 
Willing to travel to attend meetings, courses, etc., when required 

Exhibit 4.08: Personal requirements for suitability in teleworking program. 
Extracted f rom Teleworking Explained (Gray, et al 1993). 

Aiice Bredin's finn WorkAnywhere Inc- conducts research o n  telecommuting and advises 
companies interested in reaching the smail business, home office, or  telecommuting market. 
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specialized equipment. A list of characteristics considered good for teleworking is 
presented in Exhibit 4.08. Also, administrative activities are good candidates for a 
telework program. In fact, some of those production line staff may have report-writing 
duties that could be undertaken via te!eworking, if only once or twice a month. Like 
personality traits, job types can be adapted from, what may initially appear to be, an 
activi ty which is not sui table for a telework environment. 

The culture that is present in an organization can kill a telework program, or allow it to 
thrive. It is the equivalent of using the right blood type in a transfusion on an individual. 
'Technology enables remote work, but cultural change will determine its success. 
Address cultural issues from the staK (Froggatt, 1997). Culture in an organization is 
not quantifiable. It is present - although not too often descrïbed. It often has a strong 
influence on what an organization is or "how things get done around here". Corporate 
culture is comprised of management svles, rewards and promotion structures, 
organizational hierarchy, and communications protocol, to narne a few. The more 
authority-oriented and rigidly-structured the organization, the more difficult it will be 
for a telework initiative to achieve success. The corporate culture will need to be 
addressed, if it currently does not display the characteristics of a dynarnic organization: 

"If you give office-based professionals 
a bunch of technology and anoint them 
as 'mobile workers' but you don't do 
anything about the command-and- 
control style of management that was 
the norm, those mobiIe workers are 
still going to be micmmanaged and 
hstrated as before ... On the other 
hand, if you are making a major 
change in the corporate culture, there's 
no better way to send a signal about 
the seriousness of this change than to 
give up the old style office"(~ordon, 
1994). 

Appendix 4.02 illustrates an 
"Organizational Readiness Tool" as 
created by Cynthia Froggatt. It is an 
evaluation exercise to determine if an 
organization would be a good candidate 

"Wu were a functionally-focused organization 
in which everyone {was) associated with 
their own department instead of with the 
agency as a whole and with the dient. W e  
were managementdriven; h e  managen saw 
themselves as the centrai figures and felt 
they had to control everything. We realized 
the architectural change was only part of 
what we had io change; we had to change 
the way wu were organized and 
manage ... W e  used to treat people like they 
were in kindergartsn, now we h o t  thern 
like adufh. We Say to them 'Here's your 
assignment. It's due in two wesks. It botter 
be great. Work on it wherever you want" 
(Gordon, 1 994). 

Exhibit 4.09: Chiat / Dais Integration Succeçs. 

for integrating a teleworking initiative. A 
good example of a successful integration is Chiat/Day, an advertising agency that has 
received a significant amount of attention for its innovative workplace strategies. It is 
discussed by its co-founder, Jay Chiat in Exhibit 4.09. 
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Prior to the introduction of any telework initiative to an organization the corporate 
culture should be reviewed and evaluated to determine the appropriateness of the 
program for the organization. Lf confhct is apparent, then changes to the culture must 
occur prior to initiating a teIework program. Cultural change cannot occur without 
receiving support from senior Ievels within the organization. 

Senior management commitment provides the executive "seal of approval" that qualifies 
a telework project as valid in the eyes of department and middle management. It assures 
the availability of funds to develop and install a teleworking program and is the catalyst 
for change within the organization: "The facts of life are that it is very difficult for a 
first-line, or even middle manager to implement a teleworking program without the 
backing of a senior executive or board member" (Gray, 1993 p 33). Seeking senior 
management3 approval should occur early in any teleworking initiative. 

Apart frorn senior approval, a telework initiative should involve staff that represent ail 
departments in the organization that may be involved or affected by the program. By 
involving al1 affected parties, ownenhip of the program is fostered. This creates an 
environment where more staff want to make it work than would have been the case if it 
was limi ted to o d y  teleworken and their supervisors: 

"In al1 cases, no matter where a strategy originates, those who manage it must work 
across disciplinary lines, job classifications and departmental boundaries. The 
skills they bnng to the task relate to work process design, faciliv management, 
information technology, administrative logistics, security, procurement, and 
change management ...In addition they require broad involvement of users. For 
ultimately, it is the satisfaction of usen that will determine the success of the 
alternative workplace; and their satisfaction derives, in large part, from their 

- engagement in planning and ongoing management" ( M e r ,  1996 p 4). 

Types of Telework Practices 

There are several different types of teleworking methods and, depending on the author, 
can Vary in total number. Each type offers a different relationship of the office to the 
worker, and some authors simply provide a finer distinction between types. For a11 
however, there are three basic teleworking types: 

1. Telecommuting (Home-working): A remote workstation that supports the work 
of a single individual on a full or part-time basis. 

2. Satellite Office (Remote Telecentre): A remote cluster of workstations that can 
support the work of severai individuals on a full or part-time basis. 

3. V i a 1  Ofncing (Mobile Worker): A portable workstation that supports the 
work of a single individual on a full or part-time basis. 
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Figure 4.04 illustrates the teleworking 
types. Teleworking has a close 
association with alternative officing 
strategies. This is because a telework 
initiative often leads to an aiternative 
officing strategy at the workplace (a 
Company implements a part-time 
telework program for 10 percent of its 
staff and then implements a shared space 
strategy which reduces i ts  office space by 
5 percent). The cost of implementation is 
balanced with the savings in office space 
or reconfigured office arrangements. This 
however, may not always be the 
preferred route: Delta Consul ting provide 
their high-level management consultants 
with offices and a virtual environment, to 
maximize their potential when out of the 
office: the real estate costs are deemed 
less significant than the billable hours 
these consultants generate (Becker, 1996 
p 111). Some definitions consider 
teleworking itself an al temative office 
stra tegy : 

"Alternative officing is an umbrella 
tenn for the evolving spectrum of 
approaches to how, when and where 
people work; the related office 
design5 may or may not look like 
tradi tional layou ts" (Haworth, 1995). 

Figure 4.05 illustrales the different types 
of teleworking. What is important to 
stress here is that teleworking and 
alternative offidng can occur at the same 
time, providing complementary objectives 
that satisfy the needs of the organization 
and the worker. 

Teleworking n 
Telework Types 

I 

Tel e- Telework Virtual 
commuting Centers Officing 

I 
Virtual Officing Arrangements ( 

Non- 
Assigned Territorial Mobile 

Figure 4.04: Virtual Officing Implemented 
With Other Office Skrategies. Adapted from 
"Managing the ~einvented Otfire ", Franklin 
Becker et al, 1996, 

I 

Shared Proid Twrn Group 
Space Environments Address 

L 

Figure 4.05: Alternative officing types. 
Adapted from "Alternative Officing and Other 
Workplace Strategies" produced by Haworth 
Inc., 1995. 
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Virtual Off king 

VimiaI officing is the telework method selected as the best form of teleworking for 
irnplementation in the conte* of the framework king developed here. In the previous 
chapter, it was mentioned that a requirement of a good business continuity plan is that 
it be flexible, allowing the organization to adapt its environment or plans to 
accommodate the core functions of the organization The reason for seleding virtual 
officïng, following identification of al1 telework methods and understanding business 
continuity planning, should be apparent: virtual officing is the most flexzble of al1 forms of 
teleworking. 

Altemate fonns of teleworking satisfy some requirements of a business continuity plan, 
such as providing a physically-removed worksite in which aitical activities are able to 
hinction while the worksite is disabled. However, if telecommunication or power lines 
were disabled, the remote worksite would also be disabled. Or, if the disaster affected 
both the worksite and the remote site, access to the facilities to enable work, in both 
circumstances, would be denied. If instead, the worksite is mobile, with the ability to 
convert to altemate power supplies and communication infrastructure, and adaptable to 
work in most environrnents, then location dependency would be completely removed 
(see Figure 4.06). Without the requirement 
of a specific location, an interruption 
affecting a worksite, community or region 
would not disable the mobile worker, for 
they are be able to relocate wherever the 
need didates. In the process of relocating, 
the worker continues to function while in 
transit. Virtual officing provides the 
greatest flexibility in maintaining 
operations when considering a telework 
initiative to satisfy requirements related 
to business continuity planning. 

With the implementation of any telework 
initiative, an appropriate perïod of 
training should be provided to the new 
teleworker: T h e  value of training in 
telework programs has been clearly 
demonstrated. It makes the di fference 
between trial and e m r  and trial-and- 

Figure 4.06: Alien Road Warrior? Maybe the 
ultimate in virtual officing. The Mars 
Pathfinder rover makes its way aaoss the 
surface of Mars in this image from NASA 
television Wednesday, Aug. 27, 1997 (AP 
Photo/NASA TV). 
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suc ces^'^ (Gray, p 66). Gray suggests a successful approach for training is undertaken in 
three segments; the fint is for the teleworker; the second for their managers; and the 
third is for both the teleworker and manager. Items that require training relate to the 

Technology: Leaming how to use the 
technology that is provided for the 
vimial officing environment 
Communications. Leaming how to 
link with office and clients by phone, 
e-mail, fax and odine access to files. 
Change Management: Leaming how 
to adapt to the new workplace 
d ynamic. 

The financial investrnent firm Merrill 
Lynch may be, as the Nezv York Times 
writer Kirk Johnson states "at the 
forefront" of providing the appropnate 
preparation to prospective teleworkers. 
Others may Say that they rnay also be the 
most "OrweIIian" (see Exhibit 4.10). It 
must be noted that the Ievel of success 
they have had with this prograrn has been 
very high. Since the program was 
implemented in early 1996, they have had 
a dropout rate of oniy 0.25 percent. These 
are impressive statistics, when one 
considers the estimate by Christena 
Nippert-Eng, assistant professor of 
socîology at the Illinois Institute of 
Technology, as well as author of 
Transition to Telewmmziting, that one in 
every five telecomrnuting arrangements 
fail. 

The importance drawn from this review is 
that there should be a formaiization of a 
teleworking program; i.e. institutionalizing 

MerriIl Lynch fonnalized their telewoding 
program aher four yeon of research in the 
area. They set up a "Telecommuting 
Simulation Loba the goal of which is to teach 
people to work at home "the Merrill Lynch 
way". This induded every component of a 
tslework initiative: processes, work houn, 
furnishings/ergonomia are but a few of the 
issues addressed. The prospective teleworkers 
are thoroughly saeened and prepared prior to 
implementation. One example given reveals 
ho t  an applicant "will have undergone four 
full months of applications, inte~'ews and 
formal training about how tslecommuting 
should and should not be done.'* Also, the 
applicant spends two weeks in the simulation 
lab, doing their regular worlc, physically cut 
off from al1 ceworksn and managers, as they 
would be at home: 

'Evsn the lob's view is calculated. The 
huge bank of windo ws...p rovides visual 
distraction to telecornmuten in training, 
tempting hem to gaze blankly, as if 
from windom at home. The philosophy 
is: they had botter get used to it nowa 
(Johnson, 1997). 

In the lab there is  also a refrigerator around 
the corner, For potential food disttactions. 
Johnson also notes the following: 

"Technical instruction is jammed into the 
first few houn of the fint day, and 
after hotr people are largely loft to 
their own devices, iust like mal 
telecommuten. And h i l e  there is  no 
test at the end, trainen make a 
judoment after the fint week about 
whether a penon is ready to leave the 
nest. So fat, no one has been rejsded, 
though some employees decided overali 
that they'd rather be in the office' 
(Johnson, 1997). 

Exhibit 4.10: Merrilt Lynch's Telework Succes. 

-73- Chapter Four 



it similar to other programs irnplemented in an organization. Robert Straus, an analyst 
for IDC/Link Research confirms that "Formal arrangements are almost always better for 
both parties" (Wells, 1997). 

An area of greater concem for virtud officing than for other teleworking initiatives is 
security, primarily due to the mobility factor. Proper security measures need to be in 
place: to prevent or control access to any equipment, or its use; to provide access to the 
information processed or generated on the equipment; and to deted any unauthorized 
attempts to access either (Gray, 1993 p 192). Al1 teleworking types are threatened by 
breaches of security. The level of threat to each potential scenario varies based on how, 
where and when the equipment is used. This determines the level of risk assoaated with 
each teleworksite. For example, a worksite located in a d e  neighbourhood, in a 
residence with a security system, will have a lower risk of theft than a worksite that is 
located in a car which is regularly left unattended. For reasons such as this, vimial 
officing is considered to be at a higher risk than other forms of teleworking. 

The tolerance of risk wil1 determine the prevention measures taken to ensure the 
equipment and information is secure. Determination criteria should be based upon the 
level of codidentiality associated with the information and the willingness to absorb 
loss due to theft or damage of equipment; in short, do not risk more than one can afford 
to lose. 

The Effects of Implementing Virtual Officing in an Organization 

Virtual offking can have Iiffle effect, or a major impact, on the organization's traditional 
workplace. It is dependent upon the overall objectives under which the the virtual office 
program is initiated. If the program was initiated to provide reductions in office space, 

occur in the workplace. If, on the other 
hand, the program was implemented to 
enable high performance staff to hnction 

there are obvious alterations in physical 

whiIe out of the office, the changes to the 1 Shar& ORur 1 

layout and process systems that will 

work environment may be minimal. There 1 1 

1 I 

is no hard mle on how virtual officing is 1 1 
applied, independently or jointly, with 
other alternative offihg initiatives. Figure Figure 4-07: Virtual Officing and its 

Implementation in an Organization. Adapted 
4.07 ihstrates this rela tionship. The M M ~ ~ ~ ~ ~ ~ ~  the Rnnoen ted ofiCe; 
fouowing are sorne examples of virtual Franklin Becker et al, 1996. 
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officing initiatives with different impact on the traditional workplace: 

Aetna Insurance estimates that there are over 5000 employees authorized to 
work remotely. However, nearly al1 of them still have dedicated offices in the 
workplace (Becker, 1996). 

Conversely, Arnerican Express implemented their mandatory virtual office 
program for al1 sales representatives, and closed nearly al1 fifty satellite local 
sales offices along with many larger district offices (Gordon, 1994). 
Somewhere in the rniddle are firms such as IBM who have workplaces with 
staff/office ratios as high as 10:1, encouraging staff to be out of office and 
meeting clients (Gordon, 1994). 

Working from home, in the car, on the road, at the airport, at a client's office.. .the places 
are as varied as the landscape, virtual offidng enables the teleworker to conduct their 
business - wherever they are, whenever they need to. It is bue that virtual officing was 
originally the realm of sales forces and field workers, allowing them to work more 
productively while on the road, but the concept's potential has spilled over into many 
other activities undertaken in an organization. It is allowing people to function based on 
their own personal rhythm and, as Becker states; "people work where it makes sense to 
be, depending on the nature of the work being done" (1996 p 107). 

An organization that implements a virtual officing initiative will enjoy produdivity gains 
among other benefits, as outlined earlier in this chapter. The greatest caution to 
organizations, when considering implementation, is to examine its current culture and 
question whether it is right for a teleworking program. If not, the organization will have 
to pursue greater, holistic change in order for the teleworking program to take root and 
flourish. 

Conclusion 

In this chapter, teleworking has been explained in overview. The background of 
teleworking, the different types, and the advantages and drawbacks to the organization 
and staff were discussed. Virtrrnl offinng was presented in greater detail as an 
appropriate candidate for integration with a business continuity plan. Finally, the 
impact of a virtual offiang program on an organization was presented. Significant 
points that were developed in this chapter, and that require consideration in the 
proposed framework with business continuity planning, for implementation by facility 
managers, follow on the next page. 
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Workers want to work differently, with more personal time, and their employers 
are looking for alternative ways to inaease productivity. 
Virtuai officing provides the teleworker with the most mobile form of telework, 
enabled through technology to work anywhere, anytime. 
Implementing a telework environment needs to address changes in the people, 
place and processes associated with the teleworker. 
The introduction of the PC in 1981 began to make telework, as we see it today, 
feasible. However, there had to be other, more significant, drivers to make a 
telework initiative particularly attractive. 
The benefits of telework to an organization are that it: improves recniiting and 
employee retention; reduces office space costs; increases productivity; reduces 
absenteeism; and complies with air qudity legislation. 
The challenges of telework to an organization are: resistance by management; 
cultural change requirement; start-up costs; security of equipment/information; 
and liabilities. 
The benefits of telework to the teleworker are: inaeased ffexibility, motivation 
and commitmenS reduced commuting time; increased individual productivity; 
lirnited work distractions; improved work/life balance; reduced stress. 
The challenges of telework to the teleworker are: isolation; household 
distractions; hindrance of career advancement; lack of support services; reduced 
living space at home 
Equal in importance to the type of person that is ideal for teleworking is the type 
of job or activity that is identified for a telework environment. 
Senior management cornmitment provides the executive "seal of approval". 
TeIeworking and alternative officing can occur at the same time, providing 
complementary objectives that satisfy the organization and the worker. 
Formalization as instihiti~nalization~ with training, increases chances of a 
telework program's success. 
The organization should provide as much support as possible to the teleworker 
in order to ensure success. 
Organizations need to examine its current culture and question whether it is right 
for a teleworking program. If not, the organization will have to punue greater, 
holistic change in order for the teleworking program to take rcmt and flourish. 

These points, are utilized in the justification that vimial offiang strengthens the business 
case for implementing a business continuity plan. The points will provide support for 
the implementation to be undertaken by the facility management department. The next 
chapter wili andyze and integrate facility management, business continuity planning 
and vimial officing. Through this presentation, a frarnework for their integration is 
provided. 
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Maginalize Intemipiion 

"Any judgement of a visionary idea with mechanical overtones is 

twofold: we must evaluate its possibilities for irnproving the quality of 

urban life and we must be sure that we have the means to achieve 

proper usage of a new device. Otherwise, it can simply make things 

worse in the name of expedience or in the guise of progress." 
The Roob daur Modem Conceph 

Paul D. Spreiregan 

Review 

Ço far we have reviewed three individual practices in separate chapters of this thesis. 
Each practice - facility management, business continuity planning and virtual officing 
- have been found to provide an identifiably unique service to organizations. 

In this chapter, a comparative analysis of the three practices, based upon the material 
presented up to this point, is offered. It identifies similarities foound between facility 
management, business continuity planning and virtual officing. This chapter also 
discusses how each relates to the other, based on their individual characteristics, 
objectives and application. Following the analysis, the chapter explores the viability of 
their explicit integration, and the benefits to an organization, its worker and the 
community-at-large. Challenges associated with this synthesis are presented, as is a 
suggested order of activities by which implementation of the framework could occur. 

By the end of this chapter, the reader should understand the possible inter-relationship 
of facility management, business continuity planning and virtual officing, and how these 
practices can be positioned in a framework that provides the basis for a proposal to 
senior management- The h e w o r k  represents the functional relationship of the three 
practices hamessing their individual qualities and their overail complementarity. 
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Analysis 

Although the three practices presented are distinct in their application to business, there 
are several areas of sirnilarity that are worth noting. The similarities help understand 
how, in developing an integration, their compatabilities may be utilized jointly to benefit 
the organization. 

Relative Youth 

Probably the most interesting similarity discovered during research was their relative 
youth in the business environment Each practice c m  identify the introduction of the PC, 
in 1981 as a watershed event, which dramatically infiuenced their objectives and 
forrnalized their presence in the 
workplace (see Figure 5.01). Each was in 
existence in some form prior to office 
automation normally by another name. 
However, the ativities were not then 
assembled into what we currentiy 
experience as facility management 
s e ~ c e s ,  business continuity planning or 
virtual officing. It is true that there were 
many professions that dramatically 
changed as a result of the introduction of 
the PC - such as architecture or 
accounting. However, unlike architecture 
or accounting, there was no establislied 
pracüce of any of Our three entering the 
automation era. The practices of 
architecture and accounting had been Figure 5.01: The Central Relevance of 

create fie practice in the same way as the PC. As a result, many of th& a d ~ i t i e s  
revolve around computer automation. 

t h e  fields considered here. 
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Recognizing this youth is important because it suggests that difficulties implementing 
change due to an "establishment mentdity" are l e s  likely. Seventeen years is a long time 
for an individual; however, as a practice, it is still new and forrning. An integration of 
three concepts that are still in their relatively formative years brings the prospect of 
greater ease of integration, and presents the opporhmity to "strike while the iron is hot." 

Support the Core Function 

Another shared feature is that they support the functions of an organization's core 
business. In any organization, a function can support the core business, or it is the core 
business. Facility management provides support by maintaining a cost-effective and safe 
work environment, enabling the workplace to be productive. Business continuity 
planning supports the business by preparing the work environment for periods of 
interruption, enabling the workforce to hinction through such periods. Virtual officing 
supports the core business by enabling a workforce to function wherever and whenever 
they are most productive, for example, inside the office in the daytime, or on a flight in 
the evening. 

Having a common objective, such as supporting the core business of an organization, 
provides a strong commonality amongst the three practices. It gives the integration a 
solid foundation. If development of a framework maintains the objective of ensuring the 
organization's core hinctions are supported, there is less oppominity for one of the three 
practices to become diluted, or provide concessions, in order to be successful. This is not 
uniike three individuals, each desinng to visit the same city, but because of personal 
limitations having difficulty realizing that desire. The constraints may be overcome by 
the individuals working together (Le. car-pooling) to arrive at their shared objective. 

Contribution to Business Processes 

Each of the three practices also contributes to the way business processes are 
conduded. As mentioned earlier, facility management coordinates an organization's 
processes with people and places. It strives to support the processes by ensunng people 
and places are given an ided working environment, maximizing their effectiveness. 
Business continuity planning focuses on maintaining the processes of an organization 
through interruption. Virtual offiting, by supplying people with the nght mobile 
environment, ensures business processes may continue beyond the restrictions that place 
and time may present. 
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Again the faa  that each practice positively impacts the sarne, identifiable component in 
an organization is positive overall. This means that, not only is each working towards 
meeting the same objective, with respect to core functions, but al1 three share the 
component of an organization (process) through which the objective is pursued. 
Applying this knowledge in such an integrated manner instills confidence that the 
application of the frarnework will not stray from enabling the processes of an 
organization, due to any conflict in how they serve the organization. Comparing this to 
the individuals who wish to visit a shared destination; if each are interested in getting to 
the destination by car, the diances of working out a joint venture are excellent If 
however, one individual has to travel via train, the working partnership couid be 
scuttied. 

Heavy Reliance on Senior Management Approvd 

Finally, each practice relies heavily upon senior management's support. This rnay not be 
unusual. However, it does convey that each of the three practices need to operate at the 
highest level within an organization. It suggests the importance that each rnay have with 
respect to the success of an organization It also suggests, on the other hand, the level of 
exposure that a program's success or failure will have to the executive. Considenng this, 
the individual initiatives would benefit from the preparation of strong business plans, 
buttressed with support hom other prograrns, minimizing the risk of failure. Since each 
places a strong ernphasis on senior management cornmitment, they are more likely to 
benefit from exploring the possibility of joint or integrated initiatives. This will offer the 
executive an integrated proposai, providing benefits on several fronts. Weaknesses of 
one rnay be offset through the support of the others; the whole is potentially greater than 
the sum of its parts. 

Refemng back to our car-pool example, if each individual was young and still living at 
home, their parents rnay have reservations about alIowing their child to venture on such 
a journey alone. The reasons rnay be justified: the child doesn't have enough money; they 
do not know anyone in the city they wish to visic they have never traveled before. 
However, if the child suggests going on the trip with two others who show merit where 
the first rnay be lacking (e.g. one has relatives in the Qty they are visiting, the other has 
traveled the same route before, and the cost of travel is split three ways) then the 
parents rnay consider this joumey to be an acceptably safe venture for their child to 
undertake. 

Upon reviewing fadlity management, business continuity planning and virtual offiung, it 
becomes clear that each presents unique opporturtities for the others not only because of 
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their similarities, but also as a result of their differences and their complementarity. How 
they relate to each other provides insight into what might enhance their working 
relationship, and what might cause difficulties or unwanted challenges. The following 
three sections examine each individual practice and discuss the relevance that one bears 
for the other two. 

f aired Parallels 

Facility management and business continuity planning's attributes are more similar than 
those of vimial officing. Both manage resources to ensure support of the core business 
hinctions. They strive to maintain functions that are significant to the organization, such 
as casMow, produd delivery and market share. Facility management however, extends 
its borden beyond base s u ~ v a l  requirements, to indude issues associated with 
workplace health, design and ongoing management of the physicai resources of an 
organization Certainly, the scope of a business continuity pIan falis wifhin the 
organizationd reach of a facility manager. 

There are several characteristics that business continuity planning and vimial officing 
share. Their similarities are due to their method of implementation. Each require stages, 
or phases, Iike those prescribed by other 
management As su&, their individual 
implementation procedures can be 
carefully stitched together to create a 
joint process, satisfying the appropriate 
constructs for a business continuity plan 
and a vimtal officing environment. Aisof 
both programs require careful evaluation 
of individuals and activities, to identify 
the most appropriate for their respective 
programs. Each have developed 
evaiuative tediniques to determine the 
appropriate individuals and activities. 
The similarity in the evaluation methods 
allows greater ease of integration to 
create an overlap of individuals and 
activities identified as critical and 
appropriate for a virtual office 
environment (see Figure 5.02 for a 
graphic representation). 

associations involved in planning and projed 

Back-up Activities Suspend Activities 

Officing 
Fu nctionr 

I Alternats Activitiss 

Figure 5.02: Cnticd Functiow in a Virtual 
Offiang Environment. Identifying the 
criticality of the functions, and the functions 
appropriate for a virtual office program 
dlows for the determination of an appropriate 
integration. 



Mutually Supportive Attributes 

Faulity Management 

Facility management has evolved from several independent trades, occupations and 
professions. The early education of any facility manager may have been quite 
speciaiized, but thnist into a facility management context has obliged these specidists 
to become comparative generalists, taking an explicitly holistic perspective. A position 
like this in an organization is valuable for the implementation of any program or 
workplace strategy that affects a wide spectrum of the organization. Both vir tud 
offiang and business continuity planning have a strong ükelihood of widespread 
application in an organization, affecting activities that are aitical including some that 
are able to be supported by a virtual office environment. Implementation that is 
conducted by someone already convenant in the organization's physicai, operational, 
and environmental factors, to name a few, provides a significant boost of confidence in 
the realization of plans. 

Secondly, because faality management is formed from varied sources, it has an intrinsic 
ability to adapt, or transforrn, the role of facility management within the organization. 
As new and innovative methods of managing people, places and processes are 
presented, facility managers are able to embrace them, if they serve the objectives of 
facility management Business continuity planning and virtual officing are already within 
the purview of the facilib manager. Integration of these programs within the role of 
facility management enhances its role for the organization. Facility managers c m  provide 
effective solesource serviâng in managing people, places and process. 

Clearly, the evolution of the faality manager is ongoing. Although facility management 
embraces change, that does not mean they slrozïld assume every activity relevant to its 
roles. Outsourcing, or contracting once intemalized services to extemal cornpanies is 
widespread, and is a concem to facility managers. Any activities that are undertaken 
should provide value, and support the evolution of facility management in the years 
ahead. 

Virtual officing shows dl indications that it is a growing prograrn in future terms. As 
mentioned earlier, the decrease in price/ performance and size/ performance ratios of 
cornputen will continue. This wiIl provide an interface more intuitive for the user, thus 
attracting more participants. Business continuity planning is also a growing market The 
frequency of interruptions and the p a t e r  reliance on technologicd systems will continue 
to inuease. In tum, this will raise the penalty of business transactions lost and litigation 
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launched against an intempted business. The prevalence of legislation, supply contract 
obligations and an increase in business continuity planning providen will cultivate 
growth in this area. 

Facility managers can undertake these activities, rounding out their contingency planning 
skills with the inclusion of business contuiuity planning for process, as they already have 
for people (emergency planning) and places (disaster recovery). 

The Competency Components of a FaQlity Manager 

In Chapter One we discussed the cornpetencies of a Certified Facility Manager and 
referenced to several appendices to provide context for a facility managefs professional 
pursuits. This section revisits the competenaes relevant to this study. Each cornpetency 
is discussed with respect to its direct relevance to a business continuity pian or virtual 
offiang initiative. 

Finance 

One of the requirements of a Certified Facility Manager is that they must demonstrate 
expertise in finance. This provides a Brm understanding of the costs and financial 
planning associated with facility management. It also enables the facility manager to 
present issues to senior management that utilize concepts and practices commoniy 
applied by the executive (e.g. retum of investment, life-cycle costing, net present value). 
These skills provide the facility manager with the ability to present proposed programs, 
justifjing their cost-effectiveness and their impact on the bottom line. 

As mentioned earlier, business continuity planning and virtual officing are both 
programs that require support at the senior management level. In order to receive that 
support, justification will have to be presented by a champion of their cause. The 
number of departments within an organization that possess these skills are limited; 
particularly in the physical assets arena. The Certified Facility Manager has 
demonstrated the competency to be that champion. Providing a balanced presentation 
on both the costs and benefits of irnplementation should successfully convey the positive 
effects of the prograrns and the merits of implementation. Without the support of the 
executive, business continuity planning and virtual offiang will not be utilized. 
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Hirmurt and Envirotrrnental Factors 

Another requirement of a Certified Facility Manager, as an aspect of competency with 
respect to human and environmental factors, is that they must have knowledge in the 
development and maintenance of emergency preparedneçs procedures. As mentioned 
above, business continuity planning c m  support this requirement, rounding out the 
facility manager's emergency activities in terms of the people, places and processes of an 
organization. 

PInnning and Project Management 

in the competency identified as planning and projed management, the facility manager 
must be able to provide aeative and strategic thought to issues as they relate to the 
organizationfs people and their work environment The implementation of either 
business continuity planning or virtual officing c m  be lengthy and involved. Each 
requires careful planning and management for their successful implementation and 
maintenance. The Certified Faality Manager, is qualified to guide the implementation 
through each stage, from identification to monitoring of the prograrns. 

Qicality and Innovation 

The objective in quality and innovation is twofold: to strive for continuous improvement 
of the facility process within the organization and to foster growth and achievement. 
Lntroducing a business continuity plan 'raises the bar' for the organization. It allows an 
organization greater functionaiity through periods of interruption, improving ability to 
provide service to customen. V ida i  offidng provides growth and achievement within 
an organization by having the potential to reduce costs associated with facilities and to 
increase productivity within the organization. 

Real Esfate 

Findy, facility managers must demonstrate competency in real estate management to 
receive certification. Their application of red estate pracüces should be to attain 
corporate goals. lmplernenting a virtuai offiung program jointly with alternative offiang 
strategies offers the facility manager more flexibility in the assignrnent of space as well 
as in the acquisition and disposition of physical assets. 

The facility manager c m  provide the proper implementation of bo t .  business continuity 
plans and virtual officing arrangements. The combination of skills, background, 
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education and access that a Certified Fadlity Manager offers provides the qualification 
required to successfulIy ca ry  the proposed programs to implementation However, 
facility management is no secure panacea. It is a department that is continually faced 
with demands for justification of their existence within an organization. Good faality 
management is rarely noted and, in many instances, is not detectable: "No one ever talks 
about what a great job you did; they always mention that one box out of two million 
{that] got lost, or that {the) ringer on the telephone in their new supply closet wasn't 
tumed on" (Cotts & Friday, 1995 p 16). 

The facility management department requires initiatives that are highly visible, highly- 
celebrated, widely-distributed and very effective in order to continue thriving within an 
organization The facility manager needs to be open to embracing alternative or 
complementary methods of management so that they can provide deliverables that are 
noticeable and appreaated. The facility manager can benefit by applying business 
continuiv and virtual officing programs to their organization. 

Business Continuity Planning 

Business continuity planning may contract a positive benefit by integrating with facility 
management and virtual officing. It supports and is supported by them, providing an 
opportunity for measurable gains in a joint implementation. Independentiy, these gains 
may not be realized. There are many business continuity planning characteristics that 
should be of interest to the facility manager - many of them enhancing the facility 
manager's roles. 

A business continuity plan reduces the risk of legal repercussions, due to negligence, 
should a plan not exist. This should be of interest to facility managers because the laws 
refer to the assets of an organization: by not taking reasonable care in protecting the 
physical assets of an organization, an executive may be charged for negligence. A facility 
manager, because of their association with the physical assets of an organization, may 
du, be identified in a negligence suit 

Business continuity planning is relevant to facility managers, for it ensures the processes 
of an organization are maintained through interruption. An objective of faality managers 
is to support the business processes. With respect to planning a response to adverse 
events, facility managers have successfully supported the prevention of disasters and 
recovery of the place of work Facility managers have also been successful in their 
development of emergency plans for the safe egress of the people in a facility. Business 
continuity planning supports the third element, p r m ,  wwhidi facility managers could 



apply. This completes the coverage of d l  three elements of a faality manager's 
objectives (see Figure 5.03). 

Implementing a business continuity plan requires reflection on an organization's 
definition, functions and customers. It examines an organization's physicd, 
organizational and cultural attributes in order to maintain, enhance or eliminate 
activities, based on their role within the organization. Reviewing an organization as 
dosely as a business continuity plan does, will either galvanize the organization's culture 
or alter it, becoming more resilient during periods of interruption. Either way, an 
organization that is prepared for periods of interruption is intriwically dynamic. It is 
able to adapt more readily than one that is without a business continuity plan. The 
culture of a prepared organization will have better lines of communication, a 
performance-based method of production and a dear understanding of each other's 
activities. The process of creating a business continuity plan features close scnitiny of 
the organizationd culture, determining its readiness. This is dso an essential requirement 
for a successfd virtual offiang program. 

A caution that was presented earlier was the ability of a corporate culture to either kill a 
telework prograrn, or allow it to thrive. An organization that does not have the 
appropriate cultural make-up may have great difficulty in maintainhg a successfd 
vimtal officing program. The attributes of an organization that is prepared for 
interruptions are dso the right indications of receptiveness for a virtual officing 
environment If business continuity 
planning was initiated jointly with a 
vimial offiang program, the 
implementation would have a greater 
likelihood of success than if virtual 
officing was initiated on its own. 

Secondly, we have also seen that 
teiework programs are more successfd 
when implemented as a formal program 
with training (i.e. Memll Lyich in 
Chapter Four). Business continuity 
planning, provides both the formality of 
the prograrn and the justification for 
training that can be integrated with the 
benefit of a vimial officing initiative. 

- - 
Planning 

Business Continuity 
Planning 

Process 

Figure 5.03: The Relationship of FaciIity 
Management to Ernergency Management. 
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Management resistance to virtual offidng may also be reduced when integrated with a 
business continuiQ plan. It becomes part of a 'bigger pichw' that managers may have an 
easier time 'buying into'. A manager's prïmary concem is to ensure the maintenance of 
their stated objectives to the executive. Interruptions in workflow will hamper the 
objectives of any manager. A virtual officing program, for the purpose of continuity, may 
be a more attractive objective for the manager to support than a telework program that 
stands soiely on its own rnerib. 

Virtual officing provides support to both 
facility management and business 
continuity planning. In many ways, this is 
the exciting synergizing element to the 
framework suggested in this thesis. The 
technology in the telework arena is fast- 
evolving, advanang in performance and 
possibilities while decreasing in expense. 
Certainly, what was unimagined a few 
years ago is being implemented today, 
and irnproved upon for the future (see 
Figure 5.04). So, when we discuss the 
possibilities that virtual officing provides 
for both facility management and 
business continuity planning, it is only as 
a snapshot of its present abilities. We 
can oniy imagine the possibilities in the 
years to come. 

Virtual officing offers an abundance of 
benefits to facility management and 
business continuity planning. It will 
support their objectives and provide esse Figure 5.04: "Swatch-Talk is the world's first 

watch with a built-in wireless phone. 
in meeting their requirements. Earlier, we 
identified the benefits of a virtual office 
program for an organization: improved reauiting and employee retention; reduced office 
space costs; increased produdivity; reduced absenteeism; and cornpliance with air 
quality legisla tion. These benefits also support the objectives of faali ty management and 
business continui ty planning. 
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improved recniiting and employee retention allows an organization to acquire and 
maintain select staff. For the faality manager, a reduction in the turnover of staff means 
reduced maintenance of staff records. Less time is aiso spent educating or acdimatizing 
staff to new hcilities, practices and policies (e.g. keycard access, passwords, inventory 
îracking). For a business continuity plan this reduces the maintenance time spent 
educating new staff on business continuity plans and their specific requirements as they 
relate to criticai activities. 

A reduction in office space costs directiy affects the facility manager's operating 
budget's bottom line, which is certainly a favourable atûibute. The facility manager rnay 
experience decreases in maintenance costs, real estate costs and support services with 
the impiementation of a viriual office program. By reducing costs in this area, it rnay 
allow for increased expenditures in other activities such as a green plan for the 
workplace or a more ergonornic environment for the workforce. 

A joint proposal of business continuity planning with virtuai officing is enhanced with 
the prospect of reduced office space cost as one of the benefits. A business continuity 
plan rnay be identified in an organization's list of objectives, however, as it is a 
discretionary expense, it will factor rather low in the 'to do' list (Myers, 1993). For the 
executive, a business continuity plan rnay be desirable, however the start-up and 
maintenance costs of implementation, in relation to the possibility of an interruption, 
rnay seem difficult to justify in normal times. On the other hand, if the executive is given 
a proposal which offsets the cost of implementation with reduced costs in areas such as 
office space, they rnay find this option easier to approve and support. Imagine, too if 
the proposai also forecasted an increase in productivity. 

Roductiviiy has been shown to increase as a result of implementing virtual officing. We 
saw this in various examples, such as the 13 percent increase in BC Systems 
Corporation and the 40 percent celebrated by American Express. For facility managers 
to implement programs that generate produdivity increases such as these would place 
them squarely in the value-added column. Again, a business continuity plan that can 
demonstrate an increase in productivity is more saleable to the profit-conscious 
executive, who must explain their actions to the shareholden. 

A reduction in absenteeism is dso  an altribute of a virtud officing prograrn. Again, for 
the facility manager this means they are successhilly supporting the core business by 
ensunng staff are able to work For the business continuity plan, it provides a preuentive 
measure agains t poten tial in fem<ptions . Business functions are maintained due to staff's 
ability to work It is not unusual, for example, for infIuenza seasons to affect a large 



percentage of a workforce at the same time. If the workforce was able to stay home and 
recover or tend to those in their family who are ill, and still be able to attend to their 
activities, a criticai office department may minimize any slowdown or interruption in 
their activi ties. 

Virtual officing facilitates compliance with air quality legislation A facility manager 
explores their environment for ways of improving the quaiity of the workplace. This 
includes, if they can have an influence, the extemal environment as well. Irnplementing a 
vimial officing prograrn provides the ability to meet or exceed the current codes, or 
initiate a best practice in a region that does not have air quality legislation in place. 

Vimial officing is also relevant to the facility manager because of the alternative officing 
strategies which may be undertaken at the sarne time. If assigned offices are in place 
with a virtual office prograrn, the equipment and office requirements as well as the 
impact to a facility manager's activities will be quite different than with shared or no 
offices in the workplace. Virtual offiting can affect al1 of the faciIity manager's major 
responsibility groups (as outlined in Appendix 2.02). The breadth and depth of the 
effect of a virtual office program on facility management is related to how the 
teleworken are resourced by the organization (e.g. workplace fumishings for the home, 
technical equipment, insurance coverage, etc-). 

Virtual officing also provides business 
continui ty planning with flenbility in the 
workplace, supporting the alternate 
location strategy in a business continuity 
plan. Laptop cornputers, cellular phones, 
and ail the needed portable office 
equipment offers the worker the ability to 
function away from their regular office 
(Le. on a fiight or at an alternate location 
due to interruption). in fa&, an 
established alternate location for virtual 
workers rnay become rnoot, because they 
are able to comrnunicate successfully 
wi thout being located together. Exhibit 
5.01 provides an example of staff 
working from separate locations during 
an interruption in regular business 
functions. 

A fire at the Dallas Times Herald in June, 
1990 only intsrrupted operations for hree 
days ... but that can be absolutely crucial to 
a newspaper. The newspaper's president, Ike 
Massey, saved the operation by establishing 
operations out of the reportefs homes. 
Most reporien had laptops and fax/modem 
ca pa bilities- 

Massey usid his own vehicle as a virtual 
office; linking to the reporter's homes and 
coordinating the papefs production. The 
final copies were ttansmitted to another 
local paper for printing. This parficular 
operation was ad hoc. However, the 
emeqency made h e m  aware of the need 
for evsry business to have an effective 
contingsncy plan that includes a telework 
program in the mix (Tobin, 1994). 

Exhibit 5.01: Fire at the Dallas Times Herald. 

-89- Chapter Rve 



Paradoxically though, a virtual offiang program also instills standard practices in the 
workplace that are applied during a penod of interruption (the virtual officing 
equipment utilized by the worker during normal operations is dso utiiized in an 
interruption). The worker does not have to undertake significant adaptation in their 
work processes during times of interruption. This assists in memory retention of business 
continuity plans, without excessive testing or driIls, thus l o w e ~ g  the cost of maintaining 
the business continuity plan. 

The testing of a business continuity plan can be a large expewe for an organization, due 
to the down-time and potential problems that may occur during the test. There are 
documented occasions where a test went so wrong that the organization had to resort to 
their badc-up facilities or "hot site" while the systems were restored (Sdwider, 1995). A 
virtual officing program assigned to critical activities simplifies the continuiq plan, 
reducing the need for fiequent tests. "Minimize testing requirements b y encouraging 
'plain vanilla' business continuity solutions that, because of their simplidty, require less 
exotic procedures" (Myers, 1993). 

Finally, installing a viriual office program in an organization, at the sarne time as a 
business continuify plan, provides visuai reinforcement to the cultural changes occurring 
as a result of the business continuity plan. 

Nurnerous benefits and positive attributes of virtual officing have been mentioned. The 
concept does present problems as well. There are limits to its effectiveness in a business 
continuity plan, and there are new burdens pIaced on a facility manager by its 
implementation. We also discussed earlier the need for an appropriate organizational 
culture fit, with a virtual officing environment, in order for success. It also requires a 
champion to promote, develop, implement and maintain a virtuai O fnang program. This 
is where the reliance upon business continuity planning (for the cultural 
appropriateness) and facility management (for the implementation skills) are greatest 

Challenges and Conflicts 

Ço far we have reviewed the appropriateness of a frarnework that integrates facility 
management, business continuity pIanning and virtual officing. There are aiso challenges 
presented as a resuit of a formai association of the three. These chailenges need to be 
adaiowledged and properly addressed, if an implementation strategy is to be 
successful. 
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Faulity Managers Get Busier 

Implementation of a business continuity plan and a virtual offiang program will increase 
a fadlity manager's workload. Initially this will not be attractive to the faulity manager. 
However, following the irnplementation of an integrated hiimework the initiative should, 
if not minimize the impact on a faciliv manager's time, then at Ieast shift it to another 
bundle of activities. Recalling Opbul's (1977) distinction of planning and design, the 
implementation as a 'designed-in-place' initiative iwtead of an 'applied-on-top' 
program reduces the demand for ma~uzging the process. Consider the combined reduction 
of size and associated duties of a workplace, with the reduction of testing in a business 
continuity plan This should help balance the time allotment dedicated to implementing 
and maintaining the initiative. It should be noted that vim<al officing increases 
productivity and reduces faality costs. Business continuity planning avoids work 
intenuption costs. These factors provide more than adequate justification for the extra 
initiai strain on a fadlity managefs time. Certainly, it may aiso be possible to refocus 
some time, from other less productive activities, toward such an initiative. 

Not a Comprehensive Business Continuity Plan 

Pursuing business continuity via a vimial officing strategy does not make a 
comprehensive business continuity plan A comprehensive business continuity plan 
identifies certain activities as being non-critical - and therefore suspendible during an 
interruption or diml - triggering alternate arrangements to maintain the function, or 
the use of back-up facilities. Virtual officing c m  provide support only to the critical 
acfivities reqztiring alternate arrangements. This means that an organization which 
identifies criticai areas requiring back-up facilities will need to outsource such services, 
or incur a large expense to provide redundancy systems. As Myers (1993) has 
mentioned though, expenses in this area should be minirnized, focusing on providing 
al temate activi ties to temporarily maintain the business functions. 

Raised Security Risk With Virtual Office Environment 

An area that was identified earlier as a great concem to an organization is the increased 
level of risk associated with loss due to a viviral officing environment. Virtual officing is 
more susceptible to loss of information and equipment due to theft or vandalism. 
Speaal security measures would be required to minimize such loss. Lockdown devices 
on each workstation would reduce the nsk of stolen portable equipment More secure 
practices by teleworkers when they are in transit with their equiprnent would also be 
required. As well, synchronization of information from portable unit to semer would 
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require regular practice to minirnize loss of information if the hard disks are damaged or 
stolen. On the positive side, an event affecting one virtual workstation is of less impact 
than an event affecting a mainframe or sarver. The very nature of a vVtual environment 
allows for distribution of the workforce, thus reducing the risk of an event affecting al l  
workstations. 

Change Management 

Change in an organization can be very disruptive. The transition from one process to 
another, one place to the next, or alteration in the workforce, affects the organization's 
effectiveness. While the integration presented in this thesis reduces the amount of change 
in an organization, nonetheless diange will still exist. New equipment and pracüces will 
require alterations in an individual's environment, thus having an affect on their 
professional and personal lives. A development/ training program should hke this into 
account- 

Both business continuity planning and vimial officing programs embody some 
precautions to rninirnize the impact of change in their implementation strategies. The use 
of department-wide and multi-level steering cornmittees and task forces allow for 
concerns to bubble to the surface, prior to a widespread implernentation. Al1 the same, 
facility managers will need to dosely monitor the implementation and manage the 
change with care to avoid negative repercussions from a shift in the workplace and its 
processes. 

Syn thesis 

An Integrating Framework 

So far we have seen how faality management might benefit by initiating a business 
continuity plan in an organization and by applyng virtuai officing to support the plan. 
We have also discussed the mutual support that a business continuity plan and virtual 
officing program provide each other. The whole is greater than the sum of the parts, by 
virtue of the synergy generated. 

We have also discussed how an organization benefits from the orchestrated effort 
envisaged in this thesis. Minimizing interruptions, cost-avoidance, increased 
productivity, and reduction of operating costs, al1 provide the organization with the 
cornpetitive edge needed, allowing the organization to focus on produdng the service or 
produd that is their core business. 
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We have not yet considered in any great detail the impact on the workforce, or the 
cornmunity, of this integrated framework WhaYs in it for the staff? For the local 
community? Do they benefit from such an arrangement? And whether or not they do, 
does the organization care? 

The Benefits to Staff 

The workforce must receive a benefit from such an initiative regarding their workplace. 
Without the support of the staff, there is no cornmitment to making the new initiative 
work Fortunately, both business continuity planning and vimial officing provide 
benefits to the workforce. More importantly, their integration increases the benefits to 
the workforce. 

Interruptions in business mean the halting of work processes. Hence, staff are unable to 
work for income. Some organizations may continue to pay a lower percentage of their 
staff's salaries. Others wiII maintain a payroll that staff are required to pay back, 
following the disaster, by way of an extended workweek, until the debt is repaid to the 
organization. Also, transfer payments may be available to displaced individuals who 
are unable to work During the Red River flood of 1997, we saw an example of each of 
the above. 

However, with the integration staff are presented with options that are more attractive 
than simply maintainhg their existing salary by virtue of being able to work Minimizing 
the chance of interruption means, to the workforce, that the risk of their jobs being 
affected by an interruption is reduced. Therefore, they are more likely to maintain a full 
salary through an adverse event. 
Statistics on the rate of survivability of 
organizations following a disaster were 
presented earlier (Cha p ter Three). The 
workforce is diredly affected by a 
permanent closure of their employer's 
business. Exhibi t 5.02 discusses the 
impact of the 1994 Northridge 
Earthquake on employrnent in the region. 
Another disaster, was the Lorna Prieta 
earthquake of 1989. Exhibit 5.03 presents 
a differing telework event through 

In the Northridge California earthquake 
(1 9941, over 10,000 indmduals were Ieh 
unemployed due to h e  damage to their 
employer's businesses. Companies in the 
area, sueh os Intel, RAND and GTE 
California, set-up temporary telecentras for 
displaced staff to maintain ttieir work. The 
worbtations were quickly snapped up by 
those temporarily unemployed, in ordsr for 
them to continue ttieir activities und 
maintain their income. [Tobin, 1994) 

disastrous interruptions. 
Exhibit 5.02: Northridge Earthquake (1994). 



A business continuity plan, which 
indudes staff in a virtual officing 
environment, offers a reduced Iikelihood 
of unemployment and therebre, of 
overaI1 financial burden, in an 
interruption. The cost of an interruption 
is not passed on to the tax-payer, 
through bander payments to 
unemployed staff. It is not passed on to 
the organization, through paying salaries 
where there are no retums generated, and 
where the chance of the businesses' 
survival rnay be in question. Aiso, It  is 
not passed on as undue strain to the 
workers, that rnay be associated with 
paying back any interim loans bestowed 
upon them by their employer. 

The teleworker is able to conduct their 
work from wherever is appropriate at the 

Eightaen months prior to the large Lomo 

Prieta earthquake of 1989, the California 

Public Utilities Commission had initiated a 

pilot teleworking proieet with at least 8% of 

their staff. The teleworking staff were 

already working at home whm the 

sarthquake strudr. These employses were 

able to continue working the rest of the 

week unimpaired by the consequences of 

the quake. The telecommuting program was 

succsssf~~l in reducing stress and lost time 

caused by disrupted cornmutes. When the 

pilot proied was comphte the program 

continued on as a result of such successes. 

(Pratt, 1991) 

Exhibit 5.03: Loma Prieta Earthquake 

time of an interruption. If the interruption is as a resuIt of a regional disaster, 
able to hinction and tend to their family at the same time: 

(1 989). 

they are 

"Emergency Response Organization (ERO) memben are more effective in their 
roles if they can first verify the safety and care of their own family, pets and 
property. This is resolved more easily if the ER0 are already in their homes" 
(Tobin, 1994). 

Also, Tobin adds the following comment regarding stress in the workplace dunng a 
disaster: 

"Critical Incident Stress (US) is becoming a larger issue with al1 emergency 
responden. Without adequate attention stresses can cause permanent 
disabilities. If the E R 0  is in a iow-stress setting and in familiar 
surroundings, they have a better chance of reducing CIS impacts" (1994). 
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Finally, (regarding the benefits of an integrated business continuity plan and virtuai 
officing program) there are the earlier stated benefits that a teleworking program offers 
its staff. These benefits are: increased flexibility, motivation and cornmitment; reduced 
comrnuting time; increased individual productivity; limited work distractions; improved 
work/life balance; reduced stress (refer to Chapter Four: Who is Rîght for a Teleworking 
Initiative?). In Chapter Four we also discussed the challenges associated with telework 
for the teleworker. These challenges are addressed through the suggested integration with 
business continuity planning and the associated formafization - to the extent of 
institutionaiization - of the combination. It is 'designed in8 to the organization, 
effectively accomplishing what would otherwise require continuous intensive process 
activi ty. 

The Benefits to the Community 

Does the community benefit from such a strategy? The above explanation for the benefit 
to the workforce should begin to answer this question. If programs were in place that 
allowed the 10,000 unemployed staff in the Northridge Earthquake case to continue 
functioning dunng the interruption, they would have provided the community with a 
maintenance of the tax-base and a gainfully-employed constituency. 

The United Nations General Assembly has declared the 1990s as the International 
Decade for Natural Disaster Reduction (IDNDR). It has noted that "natural disaster 
prevention, mitigation and preparedness measures cm reduce the need for disaster 
response and contribute to improved levels of safety.. .they are essentid elements of 
integrated disaster management programs" (United Nations General Assembly, 1994). 
Davenport M e r  explains that "the objectives of the IDNDR are, fint of dl, to reduce 
loss of life {people}, property damage (place} and rconornic disruprion {process) due to 
na tural hazards" (1 994). 

The initiative generated by the United Nations has heightened activity in disaster 
preparedness amund the world. It has aiso aystallized the relevance of the framework 
presented here to disaster management programs. The current number of ment or 
projected conferences and symposiums on disaster mitigation is staggering. One needs 
ody  to view, on the intemet, the Natural Hazards Center Websitel (19%) in Colorado 
to understand the worldwide interest. 
Losses from disasters continue to increase from such events as: large-scale flwds and 
tidd waves, droughts, volcanic eruptions, earthquakes, humcanes, tomadoes, wild fires, 
blizzards, hazardous material accidents and terronsm. By the year 2000 there will be 28 

Naturai Hazards Center Website (http:/ /www.adder.co~orado.edu/-hazctr/home.htrnl). 
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cities in the world with populations of over eight million, and two will surpass 20 
million (Tobin, 1994). The losses in regions such as these can be staggering, if they are 
not prepared, or are unable to receive assistance in times of disaster. Having stated this, 
how does having an organization prepared for business continuity by virtual officing 
contribute to the community at large? 

Two important points should be noted: 1) technology's proximity to emergency 
situations; and 2) the history of corporate support in times of regional disaster. 

Technologis Proximity to Emergency Situations 

The prevalence of technology has changed the way news is broadcast and how notice of 
events occurs. Now, more than ever, we view events such as tornadoes, earthquakes, 
and accidents on the news, with electronic recording devices such as video cameras that 
witnessed the event Why? Because the cost and size of technology has dedined, rnaking 
it more accessible to the generd public- 
were once only available to professionals 
and the wealthy. Now the availabiliS of 
such equipment has led to lay-persons 
recording events which are then carried 
by large media networks. 

Another example of technology's 
enhanced availability is the cellular 
phone. The number of cellular phones in 
use suggests that at every corner of North 
Arnerica is a person that is able to 
communicate immediately. It would be 
interesting to discover how many calls to 
911 services are made from cellular 
phones. The increase in the immediacy of 
a reaction to an emergency event has also 
been indicated by others in the past (refer 
to Exhibit 5.04). 

Expensive equipment such as video carneras 

During Hurricane Andrew (August, 1992), 
the Fsderal Emsrgency Management 
Association (FEMA) distributed 4,000 
cellular phones to staff with other 
nrponding hdeml ogencies. This was 
credited as part of the reason that no 
deaths occurred, due to la& of timely 
medical aid. FEMA also used portable 
damage assessrnent cornputen and 
rpeciaÏized sohware that k t  reports 
immediately to processing. They speculate 
that it may huve saved $10 million to $20 
million in administrative cosh and reduced 
recovery check processing by as much as a 
week. Thesa were al1 bensfits attributed to 
the automation of their activities. 
(Jamn, 1994) 

Exhibit 5.04: Humcane Andrew (1992). 

Another question emerges: what is the likelihood of individuals providing assistance to 
those in need if 1) they are exposed to an event of emergency or disaster proportions, 
and 2), are outfitted with portable equipment by their employer (that enables them to 
function h m  wherever they are)? Of course, an answer can only be speculation. 
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However, it may be safe to suggest that teleworkers exposed to such events are better 
able to provide immediate communication needs, than individuals at the scene that do 
not have the same equipment. Therefore, an organization that equips their staff with 
portable equipment is providing indirect assistance to their local communities by 
enabling their staff to act quiddy at an emergency or disaster event for the benefit of 
those affected. Sirnilar to the increased use of video cameras and cellular phones, 
outfitting an inaeasing ratio of the population with portable workstations and 
adaptability skills could prove essential in times of crisis. 

The Kistory of Corporate Support 

Regarding the second point, namely, a corporation's history of providing assistance in 
disastrous events, corporations may appear large, faceless and unfeeling to much of the 
generai public - and that perception may well be deserved. It is not necessary here to 
confirm that they are one way or the other. However, in the past we have seen large 
organizations provide assistance to communities in need during penods of disaster. 

Recent examples, such as the January 1998 Quebec icestorm, saw hydro companies from 
al1 over New England in the United States and from other provinces in Canada ~rovide  
Hydro Quebec with staff and resources to assist in restoring power to the region Dunng 
the Red River flood of 1997, Manitoba Telecom Services ( M E )  provided portable phone 
centers for use by the displaced residents. M T S  also made cellular (KS) phone service 
available to emergency management officiais as well as long distance cdling cards to the 
serving military. 

Histoncally we have seen corporations assist communities in need. Based upon this, 
there should not be any reason for this to end. Corporations that are able to withstand 
disastrous events are able to contribute their resources to provide assistance to others in 
need in their community. Offenng assistance through the assignment of telework staff to 
a disaster region provides a community with individuals that have the equipment and 
skiils to estabüsh communication and information links with other regions quickly and 
cost-effectively. The corporation's support of their community, through the abilities of 
their staff offers those in need with familiar faces assisting when it is needed most. This 
corporate contrîbution c m o t  have a value placed on it. Does the community benefit 
from the implementation of a business continuity plan with virtual offifiang? Yes. Do the 
corporations care? Arguably, the response in both cases would be in the affirmative. 
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The Relationship Structure of Facility Management, Business Continuity 
Planning and Virtual Officing 

We have discussed how facility management, business continuity planning and virtuai 
offidng are relevant to each other. We have also identified the benefits that the three 
practices, the organization, the worker and the community gain from the proposed 
arrangement. The final question to be answered in Uiis thesis is: how do these three 
individual practices actually relate to each other in a unifymg framework? Figure 5.05 
and the following explanation should begin to provide an answer. 

Facility Management 
L 

I 

O aratioru Management 

I 

FaciMy Planning Financial Planning Heafth 44 Safmly Rea l  Eitate 
r 

Business Continuity 1 1 1 EZv 1 1 , ,,,,,in, 1 

Virtual Officing 

I 
r 

Auigned Shared No 
Space S pace Otfics 

I I 1 
. 

I I 
7 L 1 

Figure 5.05: Relationship of Facility Management to Business Continuity Planning and 
Virtual Officing. The path towards virtual officîng is highiighted. At that particular 
stage, implementation of the virtual offiang program follows more conventional paths, 
through appropriate Caality management roles. 
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To establish the relationship we must fint review the responsibilities of a facility 
manager. What is it that they do and how are they arranged? From Chapter Two, and 
its related appendices, we now understand that a fadlity manager's responsibdities 
include (see Figure 2.04): 

maintenance and operations; 
administrative services; 
space management; 
architecture & engineering services; 
facility planning 
finanaal planning; 
health and safety; 
red estate. 

We aiso know that, within 
the role of ficilify planning, 
a facility manager will 
undertake the following 
activi ties (See Figure 5.06): 

operational plans; 
emergency plans; 
strategic plans; 

I Facility Planning I 

Operational Emergency pi?q 
energy plans. Figure 5.06: The Sub-Responsibilities Within Facility Planning. 

The position taken in this thesis is that 
business continuity planning Wfills the 
need for an organization to prepare for 
interruptions in their process. We have 
also identified that the facility manager 
currently undertakes actions as they 
relate to people (ernergency plans) and 
place (disaster recovery). Business 
continuity planning, covers off the 
faality manager's third elernent (process) 
in their stated objectives. It is integrated 

Emergency Plans s 
).LI.[ I I  

(safety) (damage) (continuity) 

Planning 

with the other related emergency 
Figure 5.W: Emergency Plans Categorized by 

planning for people and place- the Elernents of Facility Management. Business 
Currently, emergency planning and continuity planning hlfills the need in the 

process context, 
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disaster recovery activities are conduded within the emergency plans component of 
facility planning. Business continuity planning can logically be undertaken as a 
component of the respowibilities of facility planning (see Figure 5.07). 

Business continuity planning, as 
suggested by Myen (1993), should 
identify al1 activities as either szispended, 
adapted or backed-up during penods of 
interruption (refer to Figure 3.04). We 
have identified that, for the purpose of 
business continuity, virtual offidng 
wouId be introduced for the activities 
requVing alternatiues or adaptation. 
Therefore, when reviewing the structure 
of a business continuity plan, it will split 
into three critical action areas: suspend, 

I Business Continuity 
Planning I 

Virtual Outsource 

Officing 

" 
(see Figure 5.08). 

Findly within the relational framework, 
we have the virtual officing component 
of the initiative. The breadth of its 
application will depend upon the 
activities identified through the business 
continuity plan. The depth of its 
implementation will Vary, based upon 
the type of activities converted to the 
virtual office environment. For exarnple, 
an administrative position identified as 
aitical may retain their reguiar office, 
however their critical information is 

Vittual Officing 

Facility Management 

transportable via Iaptop cornputer. Field 
Figure 5.09: Virtuai Officing rnay be applied in 

worken that are identified as aitical ttiree difieKent offiang obie&ves. It is 

may have portable workstations with dependent upon the or&rtk&tion. Following 
equipment that supports teleco-uni- the "griment of TaCe and equi~ment 

strategies, the proposal returris to the 
cations- They maJ' have offices Or mventionai ffaciiity management processes for 
no office, implementation. 
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The mix of office spaces will be dependent upon the organization; however, the 
potential exists to have a virtud office program that retains assigned offices, 
incorporates shared offices, or initiates no offices for some staff (see Figure 5.09). Once 
the offiang strategy is determined, the proposal retums to conventional facility 
management activities for implementation (Le. real estate, space management, etc.). This 
framework is not cyclical in nature. The process may occur only once, with penodic 
reviews of staffing and activities. However, regular maintenance checks of the vimial 
offiang prograrn would be required, to ensure it is operating to the satisfaction of the 
user, management and the clients. 

Initiating the Framework 

So, now that a framework which illustrates the relationship of the three practices has 
been provided, how rnight it be utilized? How shodd the suggested integration be put 
into action? This final section will offer responses to these questions. 

Simply put, the facility manager must be the leader in this initiative. There is no other 
department within an organization that has spetific interests in the areas amalgamated 
in this framework Early on in the study, we discussed the appropriateness of the 
facility manager for implementing a business continuity plan. Buttressed with the 
distinction made by Opbuls (1977), it was noted that faality managers have the ability 
to design the plan into an organization, making the plan intnnsic to the organization's 
cultural make-up. This is in contrast to applying a plan ont0 an organization at greater 
expense, and hoping that it fits by applying rules and regular testing. Interestingly, this 
perspective may also be appealing to architectural and interior design firms. It may 
allow design fims to consider involving their initial analysis and design of a dient's 
workplace at the organizational Ievel. Factoring fledbility of aitical business hnctions 
into the overall design and specification of the offices, hvnishings and equipment might 
entrench business continuity into the workplace. in turn, this may allow for a better fit 
between the organization's culture and the designed environment 

The faality manager is dready familiar with designing in personal safety and physical 
preventive measures to an organization's workplace (i.e. sprinkler systems, fire escapes, 
first-aid stations, sump pumps). They have aiso b e n  exposed to designing in continuity 
for systems such as uninterrupted power supplies ( L E )  and redundancy systems for 
badc-up. However, many of these systems do not maintain continuify if the building is 
not accessible or gone. Similarly, just as a ship has built-in safety and preventive 
measures, to minimize chances of sinking, shipbuilders stili outfit the ship with lifeboats 
and notation devices that enables survival ifyou must 'abandon ship'. Facility managers 



can consider a sirnilar scenario for their workplace, and design virfzlal continziity into 
their organization, when al1 the physical facilities 'go down'. 

The frarnework, in many respects, has been developed to arm the fadlity manager with 
valid arguments that may be utilized in a business plan. The justification for explorhg 
the opportunities stated here can be presented to the senior executive by the Çacility 
manager, in their bid for implementing this virtual continuity plan. The facility manager 
must do more research of their own (research of their workplace) in order to apply the 
appropnate information for their organization. However, this proposa1 is being created 
to gain approval for a detailed assessrnent and implementation of a virtual business 
continuity plan. 

The facility manager should refer to the appropriate tables, appendices, and exhibits for 
examples and clarification. The fadlity manager will then be able to undertake the 
following actions. These actions should move them towards preparing a business plan 
that seeks the approval of senior executive to attain necessary resources to undertake 
the development of a vimial business continuity plan. The facility manager should: 

1. Examine the organization's current emergency preparedness plans. The facility 
manager will first require an undentanding of their organization's current plans. 
Do they have a disaster recovery plan? Do they have emergency plans in place? 
Is there currently a business continuity plan in place? Based on this information a 
faality manager is either going to adapt their operating environment, or 
implement new plans through the framework presented here. 

2. Define what 'critical' means to the organization. An understanding of what is 
critical to the organization both in time and finance. 

3. Identify the critical activities and key individuals required dunng a period of 
interruption. 

4. Review ail critical activities to determine what must be badced-up via 
outsourang. There shodd no more than a very few activities requiring badc-up, if 
any at ail. 
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The remaining critical activities require evaluation in terms of the 
appropriateness of an alternative virtual officing environment. What is their level 
of criticality? The shorter the criticai time-hame, the greater the sophistication in 
the presmbed virtual environment. For example, an individual who canot  be 
out of communication for more than an hour may receive a satellite phone, 
whereas one who may be out for several days can rely on conventional phone 
lines. The appropriate virtual offidng equipment can then be determineci 

Identify which of these critical activities and individuals are able to function 
periodically from a distance (i.e. home office, satellite office). Determine which 
individuais are able to hnction with a shared office, no office or require an 
assigned space. 

Following the above identification steps, the faality manager is able to assign 
prelirninary costs associated with the initiative: 

1. What is the cost of the prescribed vimial officing equipment? 
2. What are the costs associated with software and online support? 
3. What will be the cost of training? 
4. What will be the cost of altering the workplace? 

At the same time, a facility manager should examine the cost of utilizing a business 
continuity plan which is heavily outsourced. Any projected savings should then be 
exarnined. 

This initial exercise shouid generate discussion amongst the senior executive, and 
ultimately their approval for proceeding with the plan. As mentioned earlier, this study 
provides arguments for integrating a virtuai business continuity plan. The facility 
manager should utilize them for the benefit of their proposal. 

This chapter has revisited the conclusions of the chapters on facility management, 
business continuity planning and vimial officing h m  an integrating and synthesizing 
perspective. It has addressed significant components of each, introducing their direct 
similarities, relevancies, and their interdependencies. Also, the benefits as well as the 
challenges, of an integration initiative were discussed. The concept was mapped out to 
illustrate the relationship of each practice. Finally, the data gathering and analysis steps 
of the proposed framework were outiined for the faality manager. 
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The objective of this chapter was to convey to the reader how facility management, 
business continuity planning and vimial officing c m  be woven together, so that they 
support each other, through their shared objectives. The reader should also undentand 
the benefits a facility manager receives by Ieading in the undertaking of such an 
initiative. It should be dear that the rewards extend beyond their own department, into 
the organization, staff and comrnunity and should outweigh concem about the initial 
time and resources required for such a program. 

The reader should now be aware of how a business continuity plan cm be enhanced 
through the application of virtual officing. They should know that the expense, 
associated with creating a business continuity plan with virtual officing has the potential 
of being recovered, not only by expenses avoided in an interruption, but in increased 
produdivity and reduced office-related costs. 

Finally, the reader should appreciate the following: firstly, the value that virtual offidng 
may have to an organization, staff and community, when implemented for the purpose 
of business continuity; secondly, that through a business continuity plan, virtual offiàng 
is validated to the management, and, with the confirmation of corporate culture 
compatibility, is more likely to succeed. 
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Chapter Six: Summary, Conclusions, and Implications for 

Further Research and Development 

"...the imaginative jump From present fa& to future possibilities." 

This thesis has investigated the question: how could facility management, business 
continuity planning and vimial officing be integrated to provide an organization with the 
ability to marginalize the affects of interruptions? To answer this question we needed to 
examine each individual 'practice' more dosely so that we understood what we were 
dealing with. We needed to know the definitions of facility management, business 
continuity planning and virtud officing. We also had to be convenant with each, in 
order to extract and synthesize the attributes that were relevant to an integration, and to 
place caution flags where problems could occur. With this in mind, we began to review 
what each practice was about. 

Facility management was the fint, presented in Chapter One. The primary function of 
faciliv management was discussed, namely; to plan, establish and maintain a work 
environment tha t e ffectivel y supports the goals and objectives of the organization. This 
is accomplished through the coordination of the physical workplace with the people and 
work of the organization. It reviewed the evolution of how fadlity management came to 
be, and the formai responsibilities with which faaiity managers have come to be 
entrusted. 

In Chapter Two, an overview of business continuity planning was given. Business 
continuity planning was defined as planning to ensure the continued availability of 
essential services, programs and operations, induding al1 the resources involved. The 
prime objectives of a business continuity plan are: to maintain cash Bow; to maintain 
delivery of product or service; and to preserve market share. We also leamed that, 
above di, a cost-effective business continuity plan should stnve to keep the business 
running, not the technology. 

Chapter Three discussed teleworking, with a particular focus on virtual offiang. Virtual 
offidng was defined as the ability for an employee to work anywhere, anytime, 
supported by technology to condud their activities. Its benefits were presented, as well 
as its greatest challenges, some of these being start-up costs, security and corporate 
culture. We reviewed what type of people, jobs and organizations are most appropnate 
for a telework initiative, and referred to appendices that provide rnethods of evaiuating 



each type's appropriateness. In the future, vimial officing will be a common form of 
conducting business activities, that is, where it will not be unusual to condud business 
mrtside of the conventional office. 

After building this knowledge, the characteristics of the three practices were compared. 
The cornparison addressed significant components of each, introducing their direct 
similarities, relevancies, and their interdependencies. The benefits as well as challenges 
of integration were discussed. 

After establishing that the three practice may 'fit' together, we began to ask if there were 
benefits that a facility manager might adiieve by undertaking/ leading such an initiative. 
We also examined the potential benefits which extend beyond the facility management 
department, to the rest of the organization, the staff and to the wider community. 

We established that it is possible for a business continuity plan to be enhanced through 
the application of virtual offidng. Also, that the expense associated with creating a 
business continuity plan wi th vida1 officing has the potentiai for being recovered - not 
only by expenses avoided in an interruption, but also by increased productivity and 
reduced office-related costs. 

Finally, the value that virtual officing may have to an organization, staff and community 
- when implemented for the purpose of business continuity - was revealed. Also, 
through a business continuity plan, virtuai officing is seen to be more easily validated by 
management and more apt to succeed in the culture created through the introduction of a 
business continuity plan. 

It was the objective of this research to establish how the three practices - facility 
management, business continuity planning and vimial officing - may be integrated in 
order to marginaiize the affect of interruptions. Based upon the knowledge achieved by 
review, analysis and synthesis, a framework expressing/ representing their relationship 
was prepared, providing the basis for an integrated effort, extending the notion of 
business continuity in a broader, deeper manner. 

It needs to be acknowledged however, that this study has been conducted at a strategic 
level, developing a frarnework that best establishes the groundwork for implementation 
detailing and experimentation. There is more work required at the tactical level, such as 
actual implementation 'manuals' and 'routinesf, before we c m  hlly and accurately 
forecast the effectiveness that such an integration may provide. 
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A model of how implementation would be undertaken has been developed, based upon 
the integration presented in this thesis. Various types of models could be explored; for 
example, a model could embrace several different organizational types and structures. 
The model could also be used to explore an intemal facility management department or 
extemally sourced facility senrices. Whatever the sfzucture of the organization, or the 
source of the facility s e ~ c e s ,  the mudel should feature developing a business continuity 
plan utilizing a vimial officing environment as presented here. 

Other work that could be undertaken in this area would be exploratory case studies, 
where the framework presented here is applied to existing organizations. The 
organizations that undertake this would require carefui monitoring of key indicators 
prior to, during and after an implementation, in order to determine its effectiveness. 
Factors such as customer satisfaction, user satisfaction, productivity, facility costs, and 
implementation and maintenance costs, are a few areas that should receive dose 
examination. 

Studies of the kind mentioned above may provide answers to many questions. How do 
you actually impIement an integration of business continuity planning and virtual 
offiang? What, exactly, are the specific financial costs and benefits? ExactIy how much 
does a program such as this impact the facility manager's time and other activities? 1s 
the preparation of a manual feasibie? 1s it practical? 

Once we have documented formal programs based upon this frarnework, it may be 
possible to explore the realm of automating the development of an integrated business 
continuity/virtuaI offiang plan. CurrentIy there is software that provides computer- 
automated hcility management (CAFM). Software also exists for developing and 
managing a business continuity plan. It would be interesting to consider developing 
software that integrates facility management, business continuity planning and virtual 
offiang. 

The software could assist in developing business continuity plans and in identifymg 
prime candidates for virtud offidng activities. It would aiso help with the formulation 
of recommendations regarding the appropriate equipment and structure of the vimial 
office environment for each user. This could be Iinked to conventionai CAFM features, 
although a p a t e r  emphasis on establishing alternative officing arrangements within the 
organization would be provided. The CAFM component could dso  support concepts 
such as telecomrnuting, telework centres and shared offices. It would integrate the 
prescribed virtual offiang equipment into the facility assets, providing the ability to 
track equipment and its maintenance in a virtual environment. 



Facility management is entering the digital age. Its activities, like those of the parent 
organizationç, are becorning more autornated, and digitally documented. It is providing 
organizations with fa& and figures that may not aiways be welcome. if a cost can be 
identified, then perhaps that cost can be reduced, or re-allocated through outsourcing- 
The facility manager must continually demonstrate their value within the organization, 
undertaking successful programs that support the people, place and processes of an 
organization. This requirement is the catalyst for continual change and rationalization of 
services, in order for an organization to view their facility management services as 
critical to the success of their business. Business continuity planning, paired with virtud 
officing, shows promise in providing facility managers with a service for their 
organizations that is pradical and progressive. 

Facility managers must also satisfy their 1 * 1 
professionai objectives, as it relates to their 
cornpetencies. They must not compromise 
health and safety to produce attractive 
figures in the annual report. And, wherever 
possible, the facility manager must 
demonstrate leadership in issues such as 
dean air Iegislation, baianced work/ home 
life and responsible community support. 
The kmework presented here does not 

into a virtual comrnunity; dlowing for a tornado hit. At least 10 people were missing 

spontaneous, humane reaction to events, as and more than 250 were injured. (AP 
Photo / Michael S. Green) 

those events relate to their organization, 
their customers or their comrnunity. 
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Appendix 2.01 

Common Fonctions of Facility Management 

Extracted h m  VIhe Facility Management Handbook" Cotts & Lee, 1992, pp 47. 

Management of the Organization 
Planning 
Organizing 

- by function, by organization, 
or by building 

- Centralized vs. user-driven 
Staffing 

- Personnel management 
- Evaluation of mix of staff, 

consul tank and contradors 
- Training 

Directing 
- Work scheduling 
- Work coordination 
- PoIicy and procedure 

development 
Controlling 

- Work reception 
- Standard establishment 

(dollar range, quality, 
quantity, time to deliver) 

- Scheduling 
- MIS use and basic compu ter 

li teracy 
- Contract administration 
- Poiicy and procedure execution 

Evaluating 
- Design 
- Punch list preparation and 

exetution 
- Pos toccu pancy evalua tion 
- Program Analysis 
- Contractor Evaluation 

Faality Planning and Forecasting 
Five to ten year plan 
Three to five year plan 
Eighteen month to three year plan 
Space forecasting (macro-level 
organization-wide) 
Macro-level programming 
(organization-wide) 
Financial forecasting and macro-level 
estimating (organization-wide) 

Capital program development 
Lease Admirristration 

OutIeasing (as owner) 
Lease administration (as owner or 
lessee) 
Property management (as lessee) 

Space Planning, Ailocation and Management 
Space allocation 
Space inventory 
Space forecasting (micro-ievel, one 
location) 
Space management 

Archikctua4bgineering Planning and 
Design 

Ma<ro-level programming (one 
location) 
Building planning 
Architectural design 
Engineering design of major systems 
Maao-level estimating (one location) 
"As-built" maintenance 
Disaster recovery planning 
Design documents 
Code compliance 
Traffic engineering 
Zoning compliance 

Workplace Planning, Allocation, and 
Manat?==t 

Workplace planning 
WorkpIace design 
Furdure  speafication 
Estimating 
"As-built" maintenance 
Code compliance 
Art program management 

Budgeting, Acanmting, and h d c  
Justification 

Programming (2-3 years) 
Work plan preparation 
Types of budget (1-2 years) 
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- Administrative 
- Capital 
- Operations and Maintenance 
- Chargeback 

Economic justifications 
Financial forecasting (1-2 years) 
Budget formulation 
Budget execution 

R e d  Estate Acquisition and Disposal 
Site selection and acquisition 
Building purchase 
Building lease 
Real estate disposa1 

ConstrucüonFrojec t~ent  
Project management 
Construction management 
Procurement management 
Procurement (to construd) 
Preparation of "as-builts" 

Alteration, Renovation, and Workplace 
Installation 

Alteration management 
Renovation management 
Furnituse installation 
Datacom installation 
Voice installation 
Provision of furnishings 
Equipping 
ReIocation moving 
Procurement (to alter, renovate, and 
install) 
Preparation of "as-builts" 
Project management 

Operations, Maintenance, and Repair 
Exterior maintenance (roofs, shell, 
and window systems) 
Preventive maintenance 
Breakdown maintenance 
Cydic maintenance 
Grounds maintenance 
Road maintenance 
Custodial maintenance 
Pest and rodent control 
Trash removal 
Hazardous waste management 
Energy management 
Inventory 
Maintenance p r o j e  

Repair projects 
Correction of hazards (asbestos, bad 
air quality, radon, underground leaks, 
P a s ,  etc.) 
Disaster recovery 
Procurement (operations, maintenance, 
and repair supplies and services) 

Telecarnmuni~ilticms~ data communication^^ 
Wire, and Network Management 

Operations 
Maintenance 
Central voice operations 
Data system reconfiguration 
Network management 
"as-built" maintenance 

Secrrtity and Life-Safety Management 
Code compliance 
Operations 
Criminal Investigation 

GeneraI Administrative Semices 
Food senrices 
Reprographies 
Mail and messenger management 
Transportation and vehide 
maintenance 
Property disposal 
Moving services 
Procurement (as a hnction) 
Health and fitness program 
management 
Day care center management 



Appendix 2.02 

The Responsibilities Most Commonly Assigned to the 
Facility Management Depattment 

Extncted h m  Researdt Report t16: Facility Managentent Pradices prepued by the 
International Facility Management Asdat ion  in 19% (IFMA, 1996 p 14-15). 

Maintenance Operations Real Estate 

Fumiture Maintenance 
Finishes Maintenance 
Preventive Maintenance 
Breakdown Maintenance 
Exterior maintenance 
Custodial / Housekeeping 
Landscape Maintenance 

Building Leases 
Site Selection 
Acquisition / Disposal 
Building Purchases 
Property Appraisals 
SubIeasing 

Facility Planning 
Administrative Services 

Corporate Artwork 
Mail Services 
Shipping / Receiving 
Records Retention 
Security 
Telecommunications 
Copy Services 

Space Management 

Space lnventory 
Space Policies 
Space Allocation 
Forecasting Needs 
Furniture Purchase 
Furniture Specifications 
Furniture inventory 
Interior Plans 
Furniture Movs 
Major Redesigns 
Major Moves 

Architecturai / Engineering Semices 

Code Cornpliance 
Construction Management 
Building Systems 
Architectural Design 

Operational Plans 
Emergency Plans 
S trategic Plans 
Energy Planning 

Operational Budgets 
Capital Budgets 
Furniture Budgets 
Major Financing 

Health and Safety 

Ergonomies 
Energy Management 
Indoor Air Quality 
Recycling Program 
Emissions 
Trash / Solid Waste 
Hazardous Materials 
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Appendix 2.03 

A Description of each Facility Management Competency 

Operations and Maintenance Huaan and Environmental Factors 

Operations and maintenance is recognized as 
the facility manager's primary role. It 
requires conducting the appropnate operation 
and maintenance senrices on a11 facility 
components to ensure a safe and productive 
environment. The goal is to provide the 
service effectively and efficienüy so that the 
organization's objectives are without 
compromise due to faality-related failures. 
Some items identified in this competency area 
include overseeing the acquisition, 
installation, maintenance and disposition of 
building systems, furniture, equipment, and 
exterior elements. The facility manager is 
also required to show expenence in managing 
and maintaining the building shchires and 
built interiors. 

R e d  Estate 

The competency identified as real estate 
provides the knowledge required to 
effectively manage real estate assets as well 
as manage and implement a real estate master 
planning process. Faality managers should 
provide expertise and advice in support of 
real estate decisions such as leasing, buying, 
renovations and relocations. Most 
importantly, facili ty managers should be 
applying real estate practices and prinaples 
towards the attainment of corporate goals. 

Human and environmental factors is the area 
that demonstrates the role facility managers 
play with people, the conditions in which 
they work, and the impact of the business on 
the cornrnunity. It stresses the rote facility 
managers have in developing and maintaining 
practices that support the health, safety and 
welfare of those in the work environment. 
These concepts are criticai to overall 
employee performance and morale. The 
facility manager must also have knowledge in 
the development and maintenance of 
emergency preparedness procedures, conduct 
due diligence studies and assure cornpliance 
with local and federal laws. 

Planning and Roject Management 

Planning and project management is the 
competency that initiates strategies for the 
faality management process. The facility 
manager must be able to effectively plan and 
manage al1 phases of projeds - prograrnming, 
design, construction and relmations. Also 
included here is the ability to develop short-, 
mid- and long-term facility plans that 
acknowledge external and internal influences 
on the management of facilities. This 
competency requires the facility manager to be 
able to apply creative and strategic thought 
to issues as they relate to the organization's 
people and their work environment. 
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Facility Fundion Quality Assessrnent and Innovation 

Facility fundion reviews activities of the 
faàlity management department, as they 
relate to daily management of the services 
they provide. It reviews the activities of a 
facility manager as an administrator, 
coordinator, evaluator and leader. As an 
adrninistrator, the facility manager must 
demonstrate knowledge in implementing 
poliaes and procedures as well as items such 
as receipt and distribution of material 
resources. Coordination of the human resources 
in the facility department, such as staffing 
needs, hiring, performance evaluation and 
providing leadership are elernents of the 
facility function. Finally, the facility 
manager must be able to manage the delivery 
of the services of the facility management 
department. 

Finance 

The finance competency requires the facility 
manager to demonstrate proficiency in 
standard financial theory and practices. This 
should be present through activities such as 
analysis of financial information, 
management of a chargeback system, 
preparation of budgets or the cost-control 
monitoring of income and expenses. This area 
provides an important foundation for facility 
managers because it offers a strong 
relationship to the core business functions and 
the senior executive of the organization. 

Quality assessrnent and inriovation is the 
competency that demonstrates a facility 
manageis ability to initiate effective 
methods for gathering evaiuative data on the 
performance of the faality department 
wi thin an organization. Facility managers 
review their services to determine its quaiity. 
Areas in need of improvement are identified 
and new methods may be implemented. 
Customer satisfaction is monitored. Audits of 
the facilities are also conducted as required. 
The objective is to strive for continuous 
improvement of the facility process within 
the organization as weil as to foster growth 
and achievement. 

For facility management, the area of 
communication is the ability to effetively 
receive and disseminate information as it 
relates to their duties. This competency 
reflects the level of professionalism a facility 
manager should possess in order to undertake 
their activities. Apart from ski11 in 
presentations, writing, and conducting 
meetings the facility manager requires the 
ability to negotiate contracts for services and 
resources. Competency in communication also 
requires the faality manager to utiIize 
various forms of information, to effectively 
communicate with staff, management and 
clients. This is demonstrated through 
experience in comprehension of technical and 
financial information, utilizing technology to 
convey and receive information and the 
ability to network effectively with personal 
and professional associations. 
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Appendix 2.04 

The Cornpetencies, Competency Areas and 
Performance Requirements for Certified Facility 
Managers 

Extracted from the Handbook for the Certifid Facility Manager Exnm, prepaxed by the 
Intemational Facility Management Association (IFMA, 19-1. 

Opeidions and Maintenance 6. Oversee acquisition, installation, 
operation, maintenance and disposition 
of grounds and exterior eiements: 

1. Oversee acquisition, installation, 7. Assess the effect of climatic and 
operation, mainteriance and disposition of extreme environmental conditions. 
building systems: 8. Assess the need for aiterations in 

Assess a facility's need for building erounds and exterior elements. 
systems 
Recommend building systems 
Oversee the acquisition installation 
and operation of building systems. 
Recornmend policies. 
Establish practices and procedures. 
Determine and administer the 
allocation of building systems' 
resources. 
Monitor and evaluate how well 

u 

9. Recommend policies. 
10. Establish standards, practices and 

procedures. 
Il .  Evaluate the performance of grounds 

and exterior elemenb. 
12. Manage the maintenance and custodial 

needs of grounds and exterior elements. 

Real Estate 
building systems perfonn. 
Manage corrective, prevenlive and 1. Manage and implement the real estate 
predictive maintenance. master planning pmcess: 
Develop emergency procedures. 1. Manage the development and 
Implement disaster recovery plans. implementation of a real estate master 

2. Manage the maintenance of building 
structures and permanent interiors: 
1. Evaiuate building structures and 

permanent interiors. 
2. Manage the maintenance and deaning 

needs of building structures and 
permanent elements. 

3. Oversee acquisition, institlation, 
operation, maintenance and disposal of 
fumiture and eqrripment 
1. Assess needs and oversee acquisitions. 
2. Recommend poiiaes. 
3. Esbblish standards, practices and 

procedures. 
4. Evduate furniture and equipment 

performance. 
5. Manage the maintenance and deaning 

of furnilure and equipment. 

plan for the organization. 
2. Maintain the real estate master plan. 
3. Evaiuate and recommend action on 

development deasions. 
Manage real estate assets: 
1. Manage the acquisition and disposition 

of Company leased and owned property. 
2. Evaluate and recommend action on 

development decisions. 
3. Direct highest and best use studies. 
4. Evaluate the effects of proposed real 

estate changes on different business 
UnitS. 

5. Manage the real estate Iease portfolio. 
6. Inventory, track and report real estate 

asse ts. 
7. Maintain real estate documents. 

- 
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8. Manage development support services 
for other functionç. 

Hurnan & Environmenial Factors 

1. Deveiop and implement practices that 
promote and protect hedth, safety, 
security, the quaiity of work life, the 
~Pin,nment and organizational 
eff ectiveness: 

Evaluate and manage the facilivs 
support of organizational goals and 
objectives. 
Monitor changes in laws and 
regulations. 
Assure the facility and its operation 
comply with Iaws and regulations. 
Monitor and assure changes in the 
facility fundion and services. 
Monitor changes in the people who use 
and visit the facility. 
Monitor information trends about 
human and environmental concem. 
Provide training to maintain safe and 
effective use of the facility. 
Direct the development and 
administration of environmentaily 
conscious programs. 
Conduct due diligence studies. 

2. Develop and manage ernergertcy 
preparedness procedures: 
1. Develop emergency plans. 
2. Assure people are trained in emergency 

procedures. 
3. Assure all ernergency systems and 

procedures are tested as planned. 
4. Assure emergency drills are conducted. 
5. Develop disaster recovery plans 

Planning & Project Management 

Develop facility plans: 
1. tnterpret overall business goais and the 

corporate strategies used to accomplish 
these goals. 

2. Develop long-term, interim and short- 
term facility plans. 

3. Maintain long-term interirn and short- 
term facility plans. 

4. Evaluate long-term, interim and short- 
term facility plans. 

5. Plan and manage aI1 phases of projeds: 
6. Define the scope of the project. 
7. Identify the project team. 
8. Develop the projed plan. 
9. Generate alternative strategies. 

10. Identify needed resources. 
11. Develop bid speafications. 
12. Set compüance and performance 

criteria. 
13. Secure necessary resources. 
14. Develop and coordinate the approval - - 

process. 
15. Coordinate project tasks. 
16. Monitor the project. 
17. Identify and evaluate changes. 
18. Control change orders. 
19. Evaluate the results of the project. 

2. Muuge prognmming and desi&n: 
1. Manage the programming phase. 
2. Evaiuate the adequacy of the program. 
3. Manage the design phase. 
4. Evaluate the design. 

3. Manage construction and dotations: 
1. Manage construction projectç. 
2. Evaluate how well construction projects 

meet business needs. 
3. Manage relocation projects. 
4. Evaluate how well moves are 

performed. 

Facility Function 

1. Plan and organize the facility hction: 
1. Create a mission for the facility 

fundion. L 

2. Asses business trends. 
3. Plan hcility function activities. 
4. Organize the fadi ty  hnction. 

2. Manage personnel assigned to the facility 
fundion: 
1. Plan staffing needs and requirements. 
2. Hire, contract, reassign, retrain, right- 

size. 
3. Coordinate personnel assignments. 
4. Coordinate work performed as 

contraded services. 
5. Evaluate performance. 
6. Support personnel development. 
7. Provide leadership. 

3. Admtiister the faality fundion: 
1. Administer policies, procedures and 

practices. 
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2. Administer the acquisition, 
distribution and use of material 
resources. 

3. Maintain documentation systems. 
4. Manage the delivery of facility services: 

1. Plan for the delivery of services. 
2. Assure services are delivered. 
3. Evaluate service delivery 

Finance 

1. Manage the finuices of the facility 
function: 
1. Analyze financial information. 
2. Manage chargeback systems. 
3. Prepare budgets. 
4. Manage the budget. 
5. Monitor revenues and expenditures to 

contain costs. 
6. Manage the financial obligations of 

facility function. 

Quality Assessrnent & Innovation 

1. Manage the process of assessing the 
quality of semices and the facility's 
effetiveness: 
1. Assure surveys of customers are 

conducted. 
2. Assure processes are dmmented. 
3. Select methods to collect data. 
4. Establish standards. 
5. Analyze data. 
6 .  Improve the facility and service 

delivery processes. 
7. Monitor and promote the quality 

process. 
2. Manage the benchmarking process: 

1. Estabiish benchmatks. 
2. Determine the potential for improved 

performance. 
3. Integrate findings into the facility 

management function and business 
goals. 

3. Manage audit activities: 
1. Comply with laws and regulations. 
2. Conduct internat audits. 
3. Conduct mandatory audits as required 

by regulation. 

4. Manage developmentai efforts of facility 
services to make innovative improvements 
in facilities and facility services. 
1. Investigate ways to improve facility 

s e ~ c e s .  
2. Assess risks and opportunities. 
3. Conduct pilot tests when developing 

new procedures. 

Communication 

1. Commdcate effectively: 
1. Use effective communication 

strategies. 
2. Give directions. 
3. Actively clarify interpretations and 

confirm understanding. 
4. Make oral presentations. 
5. Actively Iisten. 
6. Present information visually. 
7. Communicate in writing. 
8. Use communication technologies. 
9. Conduct effective meetings. 

10. Comprehend written and graphic 
inforrnation. 

Il .  Comprehend financial and technical 
information. 

12. Negotiate for services, resources, 
information and commitments. 

13. Establish personal and professional 
networks. 
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Appendix 3.01 

The Stages of a Business Continuity Plan 

Exfracted from The Business Continuity Planning Gui& prepved by Strohi Systems (Strohl, 

Stage One: Project Initiation 

1. Prepare for the initial meeting with 
senior management, 

2. Draft the project schedule. 
3. Conduct kickoff meeting with senior 

management 
4. Form the project team. 
5. Finaiize the detaiIed project schedule. 
6. Prepare the business impact anaiysis 

(BIA) questionnaire. 
7. Conduct second senior management 

meeting. 
8. SeIect BIA questionnaire recipients. 
9. introduce the project to division, 

branch and / or department 
management. 

10. Distribute BIA questionnaire to 
recipients. 

Stage Two: Business Impact Analysis 

1. Gather business impact analysis data. 
2. Review initial business impact 

analysis results. 
3. Conduct BIA interviews. 
4. Identify time-sensitive business 

operation processes and application 
sys tems. 

Stage Thtee: Business Continuity Strategies 

1. Define and cost business contuiuity 
al terna tives. 

2. Recommend business continuity 
strategy(ies). 

3. Prepare senior management report and 
presen tation. 

4. Obtain business continuity strategies 
approval. 

Stage Four: Plan Consfrudion 

1. Define the scope and nurnber of business 
continuity plans. 

2. Develop aitemate site request for 
proposal. 

3, Define the business continuity team 
organization. 

4. Conduct initial meetings with the 
business continuity teams. 

5. Organize plan data. 
6.  Conduct periodic meetings with the 

business continuity tearns. 
7. Identify team tasks and procedures. 
8. Conduct plan document reviews. 

Stage Five: Plan Exercise and Maintenance 
Procedu~es 

1. Develop plan maintenance procedures. 
2. Estabiish training requirements. 
3. Establish a plan exerase program. 
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Appendix 3.02 

Developing a Business Continuity Plan 

Establish Objectives 

The objective of business continuity planning is 
to maintain key business funetions during 
moments of potential interruption. The 
activities that are critical to the survival of 
an organization are ensuring: that cashfiow is 
maintaineci, that the service or product that 
the organization provides continues, and that 
the market share does not decline due to 
unacceptable performance levels as a result of 
an interruption. The objectives of the 
organization will be rnirrored in the general 
objectives of business continuity planning. 
However, the stated plan objectives should 
provide as much detail as is practical at this 
early stage of the plan's developrnent. 

Data Gathering 

An organization will need to examine its 
current state, acquiring a snapshot of the 
organization. This is done in order to 
understand any unique situation, relative to 
others and the specific requirements they will 
need to address in order to maintain business 
continuity. This "taking stock" of the 
organization will provide clear understanding 
of the organization and how a business 
continuity plan should apply. 

Developing Strategies 

Following colledion of al1 data and the 
identification of appropriate staff to assist in 
creating the plan, each identified activity 
needs to be addressed as to how it wil 
maintain continuity. Each funcüon must be 
deait with individually, independent of the 
impact of other processes, The plans should 
also address what must be done in various 
circumstances ( i .  staff unavailable, 
facili ties lost, information lost, etc.). The 
plans should a h ,  individudy and 
cumuIatively, identify the cost of recovery in 
personnel, finance and any other appropriate 
resource!3. 

Execute Pian 

Executing the plan means assembling the 
individual contributions into the 
comprehensive business continuity plan for the 
organization. It should be formally announced 
to the staff and management of the 
organization, and presented in information 
serninars that explains the plan in detail. 
Individuals that are assigned activities or 
responsibilities as part of the plan should be 
personally instructed in the their rote in 
maintaining business continuity. Finally, the 
compileci pIan should be kept availabfe for 
staff to review, and copies of the plan should 
also be kept in a secure offsite location in case 
access to the building is not possible. 

Monitor and Evaluate Plan 

0 1  equai importance to the development of 
the plan is the ongoing maintenance of the 
plan. This includes testing the plan on regular 
intervals, to ensure al1 players are able to 
cary  out their responsibilities. Any problems 
during the test are identi fied and correded- 
Finally, the plan must be kept current. A 
business continuity plan that d o s  not reflect 
the current structure of the organization or its 
physical faalities will prove useless when 
called upon. 
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Appendix 3.03 

The Identificution of ûitical Activities 

Extncted frorn "Disaster Recovery Process" in the Disaster Recmery Jounral prepared by  
Geoffrey Wold Wold, 1992) and Total Contingmcy Planning fm Disastms, by Kenneîh Myes 
(Myers, 1993). 

Geoffrey Wold, National Director of 
Information Systems Technology Consulting 
for the CPA/Consulting finn of Mdladrey & 
Pullen, suggests, in order to determine the 
critical needs of an organization, the 
following should be asked: 

1. If a disaster occuned, how long could 
the department function without the 
existing equipment and departmental 
organization? 

2. What are the high priority tasks 
induding critical manuai fundions and 
processes in the department? How often 
are these tasks performed, e.g., daily, 
weekly, monthly, etc.? 

3. What staffing, equipment, forms and 
supplies wouid be necessary to perfonn 
the high priority tasks? 

4. How would the aitical equiprnent, 
forms and supplies be repiaced in a 
disaster situation? 

5. Does any of the above information 
require long Iead times for replacement? 

6. What reference manuais and operating 
procedure manuals are used in the 
department? How would these be 
replaced in the event of a disaster? 

7. Should any forms, supplies, equipment, 
procedure manuals or reference manuals 
from the department be stored in an off- 
site location? 

8. Identify the storage and security of 
origind documents. How would this 
information be replaced in the event of a 
disaster? Should any of this 
information be in a more protected 
location? 

9. What are the current miaocomputer 
backup procedures? Have the backups 
been restored? Should any critical 
backup copies be stored off-site? 

10. What would the temporary operating 
procedures be in the event of a disaster? 

11. How would other departments be 
affecteci by an interruption in the 
department? 

12. What effect wouId a disaster at the 
main cornputer have on the department? 

13. What outside services / vendors are 
relied on for normal operation? 

14. Would a disaster in the department 
jeopardize any legal requirements for 
reporting? 

15. Are job descriptions available and 
current for the department? 

16. Are department personnel aoss-trained? 
17. Who would be responsible for 

maintaining the department's 
contingency plan? 

18. Are there other concems related to 
pIanning for disaster recovery? 

The following questions are presented in 
Myers' book with an intent to priorize which 
technology restoration should be undertaken 
first, following a disaster: 

1. What are the business functions 
performed? 

2. Which business functions are vital, for 
example, can have a significant impact 
on cash flow or se rv ihg  customer orders? 

3. What alternative methods could be used 
to continue those Functions during a 
disaster recovery penod (regardles of 
how inefficient they might be)? 

4. After eliminating those vital business 
functions for which there are ai ternate 
methods of support, what business 
functions are left? 

The residuai of this process is what Myers 
considers as "redly criticai". 



Appendix 4.01 

Pemnal Readiness Test for Teleworking 

Exbracted h m  nie Virtuol OfJie Suroival Handbook, by Alice Bredin (Bredin, 1996 11-20). 
Each question is answered 'yesf or 'nof. Following each section, the totai responses are assesseci- 
Bredin pmvides refommendations for each section, based upon responses that are high in either 
the affirmative or negative. Presenting the questions here illustrates the type of d y s i s  that 
should be undertaken when individuals are considerhg a teleworkurg environment. 

Time Managemenk 
1 am reludant to give myself a 
concrete schedule for compLeting daily 
work tasks. 
The beginning and ending point of my 
work day varies greatly, depending on 
my work 
At the beginning of the day, 1 do not 
usually have a clear idea of what 1 
want to accomplish by day's end. 
When 1 am faced with many 
responsibilities, 1 have difficulty 
determining what to do first. 
1 often work very hard and later 
realize 1 have not accompiished some 
of my most important tasks. 

Ability to Deal With Challenges: 
When I am faced with an unfamiliar 
task, concem about failing causes me to 
postpone embarking on i t  
1 tend to procrastinate when faced 
with an unappeafing task 
When 1 experience rejection or failure, 
1 have a difficult time getting back on 
track. 
When people around me do not believe 
in what 1 am doing 1 question my 
objectives. 
When 1 encounter roadblocks, 1 lose my 
motivation and question my goals. 

Dealing With Distractions: 
When peopIe ask me to do things 
during the day, it is difficult for me to 
say no, and 1 usually agree to their 
requests. 
1 often get a later start in the morning 
than 1 had planned.When my farnily 
and friends cal1 during the day, 1 feel 

that 1 should make time to talk to 
them no matter how busy 1 am. 
Because 1 have a flexible schedule, 1 
assume the bulk of household 
responsibilities. 
When 1 am b o r d  or am faced with a 
difficult task 1 go to the refrigerator. 

Internally M o  tivated versus Externdy 
Onented 

1 prefer to get input from other people 
before proceeding with projects. 
1 believe other people can do parts of 
a job as well as, or better than 1 can. 
1 feel cornfortable asking for support 
and guidance. 
1 enjoy work which involves constant 
interaction with others. 
1 am more focused on the world around 
me than on my own thoughts. 

Work Life Balance 
My farnily and friends consistently do 
things without me because 1 am 
working. 
1 am almost aiways reachable for 
work calls, including after work hours 
and on weekends. 
1 am not able to take time off from 
work without feeling anxious. 
When 1 a m  setting weekly, monthly, 
or yearly goals, 1 exclude personal 
objectives and aeate work objectives 
only. 
At the end of the day, al1 1 can think 
about is what 1 have yet to 
accomplish rather than what 1 have 
already completed. 
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Appendix 4.02 

Organizational Readiness Test 

Extracted h m  Facility Management Ioumal article: Telecommuting offers viable option for 
workplace, by Cynthia Froggatt (Froggatt, 1997 pp 8-9). As Froggatt states; 'This is not a 
q&...it is a bol designed to encourage analyzing an existing situation in order to judge the 
organization's readiness for new ways of working and to access the levd of resistance that aay  

New Work Directions Organizational 
Readiness Assessment Tool 

What is (are) your organization's core 
competency(ied3 

Manufaduring a product 
Designing a product 
Providing a senrice 
Researching new products 

Corporate culture: 
Does management encourage risk taking 
and innovation? 
1s the mission/vision of the organization 
clearly understood by a11 employees? 
Are staff members encouragecl to 
participate in making decisions? 

8 Have there been significant efforts to 
cornmunicate a new corporate culture? 
What is rewarded in your organization? 
W ha t are the unstated assumptions? 

Orga&ational/ Re-engineering: 
How many levels of management are 
there between an entry-level employee 
and the CEO? 1s this expected to change 
significantly in the short-term? Ln the 
long-tenn? 
Has your organization been reorganized 
within the last two yeats? is it expected 
to reorganize in the future? 
Does your organization sel1 products or 
services to the teleworker market? 
How has globaliza tion affected your 
organization? 
Have you been involveci in a re- 
engineering process? 
Was it successfu~? Were there any 
obstacles? 

Performance / Effectiveness: 
1s improved produdivity / creativity one 
of the organization's top three goals? 

1s getting a product to market faster a 
primary concem? 
Is getting accurate information to clients 
faster an important cornpetitive 
advantage? 
Is spertding more time in face-to-face 
interaction with clients a goal? 
Has an emphasis been placed on increasing 
teamworkl collaboration? 
1s there a well-established performance 
measurer.ent system? 
Are people familiar with managing 
remote workers? 
Are managers expected to oversee 
performance of outsourced staff? 

S t&g: 
Has headcount inaeased or deaeased in 
the last three years? 
Are recruiting or relocation costs high? 
Are you having problems attracting 
quality employees to your locations? 
Have there been any changes in the 
required qualifications of new applicants? 
Wiil there be in the future? What are the 
expeded changes? 
Are some job positions more difficuIt to fil1 
than others? 
Are u d l e d  jobs considered detrimental to 
the performance of certain units? 
Have people lefî the Company because the 
work is not flexible enough to 
accommodate parental responsibility, 
short-term or long-terrn disability, or 
other personal crises? 
Are your cornpetitors for employees 
offering Bexibility of time and 
workplace? 
1s turnover or absenteeism considered a 
significant cost to the company? 
Are there representedl unionized 



employees within your organiza tion? 
How large is your organization's sales 
force? 

Flexible Arrangemente= 
Does your organization offer any kind of 
flexible work arrangement? 
Are employees encouraged to take 
advantage of flexible work arrangement? 
Are there any cases within your 
organization of employees working from 
home or in some other remote way (even on 
an informal basis)? 
Does your office have casual dress days? 
Summer hours? 
Are amenities such as child care or fitness 
center provided? 

TechnoIogy integration Ievd - what percent 
of employees are comptent users of the 
following hardwue/sofhvare? 

Cornputers 
Word processing/ spreadsheet 
applications 
Fax/modern 
Mu1 timedia software 
Beepers/ cellular phones 
Remote access to network 
E-mail 
Voice mail 
Laptops 
Groupware 
Videoconferenang 
Internet/ intranet 

Travel/commuting: 
What is the average commuting time for 
emp loyees? 
How do employees commute to work (car, 
train)? 
Does the commute to work negatively 
affect some employees' perception of 
quality of life? 
Do employees kequently travel for their 
work? 
1s travel a significant cost to the company? 

Envhnmentak 
Does your organization promote recycling? 
1s there a strong cornmitment to 
green / sustainable architecture? 
Is there an interest in reducing energy 
consumption and air pollution? 
1s your organization affected by state or 
local Clean Air Act legislation? 

Facilit- management / r e d  estate: 
1s there an incentive for business units to be 
concerneci about the arnount of space 
occupied or cost of real estate? 
What are the three most common facility 
compIaints? 
Are offices frequently unoccupied for more 
than 50 percent of the day? 
Is space assigned by rank or by function? 
1s there a shortage of conference or meeting 
spaces? 
1s the real estate market strong in your 
current locations? 
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