Space management Guidelines for the H E Sector

1
Objective of the guidelines

One of the objectives of the HEFCE Good Management Practice project is to generate guidelines for good space management that can be used as a basis for policy across the sector.  The guidelines were originally envisaged as principles and recommended decision-making structures. Effective tools for space management were to be identified but the guidelines could not in themselves provide detailed methodologies for calculating space requirements.  The effectiveness of the guidelines is expected to be in raising the status of space management on institutional agendas and encouraging the tackling of cultural issues, the need for modernisation to achieve effectiveness and the management of change.

2
Identify the institution’s objectives and constraints

The following principles should be observed in identifying the objectives and constraints. 

The objectives of space management should be framed in terms of both efficiency and effectiveness. 

The space management strategy must support the HEI’s mission statement and the institutional strategy. 

It is necessary to have at least one senior management ‘champion’ with high level commitment to the process of change, to drive it on and prevent it lapsing.

Quantitative data with compelling analysis is crucial for success in identifying efficiency and effectiveness targets, designing measures to bring them about and monitoring their success. 

The availability of revenue or capital for reconfiguration, refurbishment and new building constrains the way in which efficiencies can be delivered. Investment will normally be required to make longer-term revenue savings.

The culture of the institution – its openness to change, its teaching and research cultures – dictate the way that efficiencies can be realised. A process of education, persuasion and incentives and penalties can modify the culture.

The availability of Estates Team resources and skills dictate what efficiencies can be achieved, and the timescales for them.

2.1
Efficiency

PRINCIPLE: The strategic target size of the estate must be identified. This is the estate size which the institution’s income will be able to support, allowing for

· running costs, 

· maintenance 

· a programme of updating the estate to fitness for purpose.

Identifying the target estate size enables frequency of use rates to be identified for different sections of the estate: teaching rooms, offices, laboratories and workshops, to achieve the target size of the estate.

Efficiency planning must account for the costs of the process, including

· the capital cost of reconfiguring space

· relocating occupiers if necessary,

· managing the change through a process of consultation, education and training

· the cost of space management staff and systems

As an initial step, efficiencies might be sought in only one or two uses, for instance teaching space and workshops. However, where reconfiguration or refurbishment is required, all types of use will have to be reviewed simultaneously.

2.2
Effectiveness

PRINCIPLE: Effectiveness of space is as important as its efficiency. New standards for space use and working practices should be introduced in consultation with users, on the basis of evidence rather than speculation as to the balance between efficiency and effectiveness.

Space records should include an assessment of fitness for purpose.

Research should be carried out to identify potential gains in effectiveness and the cost of bringing them about.

New working practices should be considered as a possible way of increasing efficiency.

3
Management structures

A management structure should be created which ensures that responsibility for the efficiency and effectiveness of the estate is recognised and implemented energetically at top management level and disseminated through all parts, and at all levels of the institution. 

This may be achieved by creating a Space Management Committee that meets regularly and frequently to drive forward improving efficiency and effectiveness of space use. The Committee should include:

· a member of top institutional management, for instance a Pro-Vice Chancellor,

· the senior officer responsible for space management, whether the Director of Estates, University Planning Officer or other officer,

· the institution’s estate manager or equivalent

· an officer responsible for central timetabling of pooled teaching space

· the space data manager

· the officer responsible for teaching space facilities such as IT provision.

The committee should be responsible for analysing regular reports on space issues, including

· utilisation of different types of space

· space performance indicators, including efficiency and effectiveness of space

· improvements to space management systems

· space planning,

and acting upon them appropriately to increase efficiency and effectiveness of space use.

Space management systems should ensure that responsibility for space management is taken at all levels of the institution.

4
Data collection and analysis 

Data collection should be aimed at decision-making as a basis for action in improving space efficiency and effectiveness.

Data should be collected for all sections of the estate: academic and administrative departments in order to provide compelling analysis as a basis for sound decision-making by the Space Management Committee and by space users.

Data should be transparent to all space users, to encourage fairness, efficiency and effectiveness.

Security should be considered in deciding what data to publish.

The extent and detail of data required depends on the space management measures chosen, but as a minimum, HEIs should establish:

1. an up to date database of clearly identifiable rooms, categorised into teaching, research and support occupation, or unoccupied, and split by percentage use for each function

2. room sizes, measured by capacity and by floor area,

3. identity of the occupying faculty and department or unit, 

4. occupancy of offices, full-time and part-time,

5. frequency of use of teaching rooms and occupancy of rooms.

6. annual cost of operating each building, including utilities, rates, maintenance, security, cleaning and an apportionment of Estates Department costs,

7. an assessment of fitness for purpose and state of repair of each building,

8. annual depreciation for each building.

Desirable refinements to the data include:

8. modules being taught and student numbers on each module, for comparing room size with class size

9. frequency of use of space other than teaching rooms and offices, for instance:

· meeting rooms

· teaching laboratories

· research Laboratories

· workshops

· study spaces, including computer facilities

· performance areas and studios

· design studios and display areas

· other specialist types of accommodation.

Data should be updated annually. The date should align with either the annual submission for the EMS project, or the cut-off date for the HEI’s space charging system. 

Departmental or faculty occupiers should be involved in the updating process and spot verification should be carried out. Data should be provided either by spreadsheet or preferably by web interface.

5
Central timetabling

PRINCIPLE: The larger the proportion of teaching rooms subject to pooling and central timetabling, the greater the resulting efficiencies that can result from the system. 

For the greatest efficiency all lecture and small group teaching rooms should be included. It may be practical to develop the system progressively, starting with rooms of a chosen capacity threshold, and reducing the threshold as expertise, software and booking procedures are developed.

PRINCIPLE: Significant efficiencies will only result if total teaching room capacity is related to the total need for taught student hours. Efficiency will not result where there is substantial spare capacity. 

Utilisation surveys should inform an incremental change towards the optimum spare capacity, bearing in mind 

· the needs of  teaching and learning, including room configuration and facilities

· staff and student mobility 

· the need for some flexibility to be maintained.

It will probably be necessary to prioritise rooms near to departments, for their own use, to achieve timetables that are practical for students and staff.

A clear procedure should be adopted for quickly deciding room use in case of conflict. When there is conflict over a room, class size should be the deciding factor.

The timetabled day should run at a minimum from 9.00 am to 5.00 p.m. and a longer day may be adopted, if greater efficiency is necessary.

An annual timetable and related procedures should be developed, for requesting and processing bookings. 

An individual in each department, or other smaller unit, should be responsible for co-ordinating bookings with the timetabler. The timetabler should operate at university or faculty level. 

Web-based booking systems may be adopted, supported by room details, including location, access, seating type and capacity, IT and teaching aid facilities and support staff contact details. 

Room bookings should be transparent to all users, to encourage efficient room use. 

Block bookings from year to year should not be permitted.

Pooled room bookings should be followed up with utilisation surveys and detailed analysis. 

6
Utilisation surveys

PRINCIPLE: Improvements in the efficiency and effectiveness of space cannot be managed without compelling analysis of its utilisation, disseminated to all levels of the institution.

Surveys should be carried out each year to

· free rooms at critical times and in locations under pressure

· analyse space use, to inform change to the pool of teaching rooms, length of the teaching day, and decisions about new build and space reconfiguration.

· educate users about the effects of their use on space efficiency.

Spot checks on the most heavily used types of room, times or locations may be carried out in the first two weeks of a semester, to free space under intense pressure.

Full surveys should take place each semester at times chosen to be representative of full use of rooms. This is usually 3 to 4 weeks from the start of the semester.

The methodology may be developed incrementally, starting with pooled teaching rooms and extending it to laboratories, workshops, offices etc. The institution should identify the uses that constitute significant proportions of the estate in order to decide which types of space to survey. 

Surveys can be successfully conducted by students, cleaning, portering or technician staff.

Frequency of use, as described by NAO (1996) is the most important item of data.

Occupancy is influenced by two factors:

1. size of class, identifiable from student registrations on the unit timetabled

2. student attendance

Experience shows that attendance may be low. For this reason it is preferable to compare booked class size with registered class size and with room capacity rather than with occupancy, unless there are particular reasons for suspecting that characteristics of the space are causing low attendance.

Utilisation data should be analysed to identify

booked  c.f.  actual frequency,

booked occupancy c.f. registered class size

booked  occupancy c.f. room capacity,

· for different room groups. These groups may be based on size, location, facilities, occupying faculty etc. 

· for different periods during the day. These may be individual hours, or periods such as morning, afternoon, evening.

· for different days of the week

The objective is to identify overbooking, spare capacity and unsatisfied demand.

Utilisation survey analysis should be available to all space users and providers, to educate them about space use and engender fairness and efficiency.

PRINCIPLE: Utilisation survey data should be reviewed annually in the light of frequency targets and action should be taken at senior management level to adjust the number of teaching rooms to progress towards the target frequency rate. 

The targets should relate to an assessment of the total number of teaching rooms the institution seeks to operate, as part of its target estate size. Alternative frequency rates can be calculated, based on alternative room totals and total student hours taught. The preferred number of rooms should be identified by relating it to affordable operating cost, allowing for investment to rectify depreciation.

7
Space norms and standards

PRINCIPLE: Space standards should be tailored to the mission of an individual institution, reflecting its operating style, and projecting its chosen image to all stakeholders.

Where space standards are transparent, their perceived fairness helps resolve disputes over space allocation.

Space standards can be used to judge whether departmental/unit/faculty space is sufficient. This informs decisions about refurbishment, new build, space alteration and users’ requests for change.

Space allocations based on standards can be time and resource intensive to assemble and agree. Space managers should consider whether their benefits justify the resource commitment.

‘Bad fit’ between room sizes and space standards must be taken into account.

PRINCIPLE: Space standards should encourage progress towards efficiency goals based on an institution’s strategic target estate size. They are however, only one of several available space management tools, not a prerequisite for efficient and effective space use.

Attention must be paid to the implications for the effectiveness of space when using space standards to improve space efficiency.

Appropriate space standards can be chosen with guidance from:

· best practice within the institution

· existing standards such as the UGC, PCFC  and AAPPA Norms, 

· research into current working practices outside the HE sector

Space standards should remain under regular review, informed by a comparison between the existing estate size and its strategic target size.

8
Space charging

PRINCIPLE: Space charging should create an incentive to users to employ space efficiently by clearly showing them the cost of their space and charging them for it.

Cost centres should be chosen at either faculty, or department/ research institute level, bearing in mind the need for the centre’s annual income to be sufficiently stable to budget for space use.

The cost should be levied according to a well-defined floorspace driver, which includes all space used at a specified date, including the appropriate share of centrally pooled teaching space. 

Space used may be adjusted for ‘bad-fit’, to allow for unalterable and inefficient room configurations.

Users will have no efficiency incentive if someone else is unknowingly paying for their space. For example, consideration should be given to the cost of non-academic departments’ space. Space use and charging should therefore be transparent to all users. 

The introduction of a space management system should be prepared for by educating users as to its purpose and operation, so that it increases space cost awareness at all levels of the institution.

PRINCIPLE: Charging will not drive efficiency if the charge per sq.m. is so low that it is easily affordable. The system must therefore be calibrated to achieve the target estate size.

The charge should allow for three cost elements:

a) annual estate operating costs, including the cost of capital employed (COCE)

b) maintenance to keep the estate’s condition as originally specified

c) depreciation, i.e. the long-term cost of planned renewal and upgrading of the estate to maintain fitness for purpose. 

However, it is possible that institutional income and the size/nature of the estate may mean that users cannot afford all three elements and in the initial years it may cover only items a) and b). The charge should then be calibrated to increase efficiency towards the affordable target estate size, and item c) should be included. 

The charge may be calculated as a flat rate, or may be refined to differentiate between different types or qualities of space, levels of energy use etc.

The charge should be reviewed annually, bearing in mind the need for departments/faculties to plan budgets.

There should be clear rules about relinquishing space, including

· any minimum amount which will be accepted

· requirements for its accessibility to other users.

Some departments may be in deficit as a result of space charging. Clear procedures should be in place to decide what management action should ensue.

Space managers should consider the disadvantages of space charging before adopting a system, including:

· it can be resource and data intensive

· it may have little effect on the space use of ‘wealthy’ cost centres

· cost centres without access to high value research and consultancy income may be in deficit and be subsidised, undermining the system’s rational

· it is difficult to use space charging to drive efficiency in departments without academic income; this may mean a substantial part of the estate is untouched by the efficiency motive

· its effects may diminish over time

· the space relinquished may be difficult to redeploy effectively.

9
Performance indicators

PRINCIPLE: Performance indicators measuring space/student, space/staff and financial data/space should be used to compare the space use of different departments, faculties or research groups to their performances and to each other.

The menu of performance indicators includes:

Utilisation data

Frequency, and booked and actual room occupancy for all types of teaching space.

Space/student data
Teaching space per student FTE

Research space: research students

Library space per student FTE

Computing space per student FTE

Space/staff data
Research space: research staff FTE

Research space: research associates

Teaching space: teaching staff

Faculty support space: faculty support staff - (this may be a new HR category)

Departmental support space: departmental support staff

Central support office space: central support staff

Financial/space data
Total income: total space

Teaching income: teaching space

Research income: research space

Research income: cost of research space

Property costs as a % of faculty or departmental costs 

Property costs by faculty/department (applying flat rates per sq.m. but becoming more accurate over time).

All HEIs should assess the difference between estate spending and a realistic estimate of the level of long-term maintenance and updating necessary to support the estate’s fitness for purpose. A benchmark PI should be developed to express this relationship.

Performance indicators should be reported to senior management and monitored over time in order to:

· raise awareness of property performance and develop Senior Management Team responsibility.

· feed space information into institutional strategic planning.

· integrate different data streams for planning purposes, for support services departments, academic faculties, departments and research institutes

PIs will mainly serve to identify outlying performers and any action based on them will require subjective judgement by senior management.

In considering space performance and target PIs, estate considerations such as the physical constraints of the buildings have to be taken into account, and detailed space studies will always be required to deal with particular circumstances.

10
New ways of using space.

PRINCIPLE: universities should rethink their use of space in the light of new working practices. 

Opportunities include open plan offices, shared laboratories, research hotels, and the mix of hotdesks, permanent desks, quiet offices, touchdown areas, meeting rooms, mixer spaces, physical and virtual workspaces, home and on-site working, temporary and permanent spaces. 

Changes should be based on systematic assessment of the workspace and support needs of different types of work, taking account of space effectiveness as well as efficiency.

Any change should be preceded by an assessment of its likely impact on all university stakeholders, in the context of the mission statement. 

11
 Change management
PRINCIPLE: Space management should make all University staff aware that space is an expensive resource. The benefits from changes in space management policy and processes can be maximised by a programme of change management designed to engage staff commitment to efficient and effective space use.

Given the nature of Higher Education communities, staff at all levels should be informed of the reasons for intended change, consulted about it and informed about its implementation.  

Pilot studies, demonstration facilities, peer examples and consultation can be successful in persuading staff to accept change.

Staff should be trained in the philosophy and use of new types of space.

Evaluation and feedback to staff should follow the introduction of new types of workspace and working practices.
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