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1  INTRODUCTION 

1.1 Background to the research 

With a global economy, rapid product cycles, capital constraints and advances in tech-
nology, no one firm has all the capability to maintain and grow market share (Stanek 
2004). The highly competitive and volatile business environment motivates companies 
to engage in cooperation with other companies (Varis 2004). The majority of large and 
medium-sized companies are using external service providers and support from profes-
sional service firms, at least in some areas of the business (Leino 2004). Rapidly chang-
ing technology and increasing global competition have forced companies to become 
more flexibility and to adapt more quickly (Hallikas et al. 2002). This has resulted in 
shrinking supplier bases, forming closer relationships and adopting a partnership ap-
proach with remaining partners. 
 
The practice of replacing in-house support functions with support bought from external 
service providers has expanded during the 1990s for facilities related services (Bröchner 
et al. 2002). Following general and global business trends the closer inter-organisational 
arrangements are also taking place in facilities management (later referred to as FM) 
(e.g. Lundgren 2003; Ancarani et al. 2004; Lehtonen and Salonen 2005). Building own-
ers are increasingly using partnerships with external service providers to provide those 
services that operations and maintenance of buildings and systems, as well as end-users, 
require. It seems, however, that managing partnerships is not an easy task, and entering 
into them requires careful consideration (Varis 2004). For a company to survive, the 
management of business relations has become crucial. Consequently, a deeper under-
standing of business relations and their dynamics is needed, both in theory and in prac-
tice (Mittilä 2000). 
 
The application of inter-firm relationship strategies has caused dramatic changes in the 
nature of the relationships between companies, moving from a traditionally broad range 
of suppliers towards fewer suppliers and therefore a greater degree of dependency and 
complex relationships (Cousins 1999b in Cousins 2002). Entering into inter-firm coop-
eration results in a partial loss of control over one’s own resources and a partial gain of 
control over the partner’s resources. Thus, in alliances there is the risk of the partner not 
cooperating in good faith (relational risk) in addition to the usual risk of unsatisfactory 
business performance (performance risk) (Das and Teng 2001b). The current business 
trends of increasing product/service complexity, outsourcing, globalisation and e-
business, which have led to more complex, dynamic supply networks, have resulted in 
the risks shifting around supply networks (Harland et al. 2003). There are many benefits 
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associated with networking and partnering, but they are new phenomena that have 
brought with them a number of risks (Hallikas et al. 2002). 
 
In spite of the fact that the role of risk has gained increased recognition in organisations, 
few studies have focused on risk problems in alliance relationships, except Nooteboom 
(1996), Nooteboom et al. (1997), Das and Teng (1996, 1998, 2001a,b) and Delerue 
(2004). The risk management of dynamic alliances has not received the attention it de-
serves until now (Li and Liao 2004). In the FM context risk is still mostly viewed from 
a narrow perspective and understood as a business recovery plan related to physical 
breakdowns.  
 

1.2 Research problem, propositions and contributions 

We can observe that companies outsource the provision of even those support services 
which are essential for the continuity of the company, such as information technology 
and maintenance. A company outsourcing such critical activities may want to ensure 
that they function smoothly by tying a closer relationship with the service provider. 
Whilst companies are modifying their sourcing strategies for provision of support ser-
vice functions from in-house or arm’s-length solutions to partnerships, there is a need to 
readjust mechanisms to manage such transactions and related risks. The demand for 
closer inter-organisational relationships in FM for stronger core business support has 
been an acknowledged topic in strategic corporate real estate management (CRE) and in 
the more operational facilities management (FM) literature. However, there is a limited 
understanding of the FM partnerships and related risks. 
 
The purpose of this study is to develop a framework for facilitating understanding of 
relational risk and management in facilities management partnerships. The study aims at 
delineating the characteristics of FM partnership and their consequences on FM partner-
ship management and also to provide information about the connection between trust 
and partnership management. 
 
The main objectives of the dissertation are pursued through the following research ques-
tions and through the more specific goals and research questions of the individual pa-
pers. My doctoral dissertation’s general research question is: 
 

How can partnerships be created and managed in the FM industry? 
 
When approaching the general research question in this dissertation I have followed the 
train of thought described next. Companies in many different industries around the 
globe are moving towards more collaborative relationships. I think that this sift is also 
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going on in the FM industry. As companies move towards closer relationships they be-
come exposed to potential opportunistic behaviour of a partner. Thus companies should 
be more focused on to the management of their partnerships. Essentially I argue that 
companies should identify the risk related to close relationships and that trust, even 
though it is essential to successful partnerships, does not remove relational risk. My 
specific research propositions or working hypothesis are as follows: 
 

• Firms are moving towards closer relationships in the FM industry. 
• Firms face new kinds of uncertainties and risks as they move towards collabo-

rative relationships. 
• These new uncertainties and risks require new management methods. 
• Uncertainty and risk cannot be managed with trust. 
• Trust only affects perceived risks. 

 
Following from my working hypothesis I formed following four sub-questions to guide 
my research process: 
 

1. Are firms moving towards partnerships in the FM industry? 
2. If companies are moving into the partnerships how this movement affects on 

relationship management? 
3. How FM partnerships can be managed? 
4. What role has the trust inFM partnerships? 

 
Answering the research questions made contributions that will be presented in Section 
5. This dissertation research made several contributions. The results of this research 
contribute to the facilities management and to some extent relationship management 
disciplines. The dissertation increases our knowledge of partnerships in the FM context. 
Dissertation adds to the stream of relationship management literature by delineating a 
study in new context. This dissertation adds the relationship management literature by 
widening the partnership studies into the field of business services. The relationship 
management discipline is improved by introducing the difference between risk and per-
ceived risk and its consequences on relevant management methods in FM industry. Ad-
ditionally, the much debated concept in partnership literature, trust, is examined and it is 
stated that trust only affects perceived risk. 
 

1.3 Justification for the research 

How has the scholarly community responded to the growing importance of partnerships 
in the FM industry? According to Nutt (1999), the field of FM is still at a very early 
stage of development in which it is not supported by an adequate knowledge base; its 
development to date has been unsupported by practical theory and it is grossly under-
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researched. Chotipanich (2004) notes that the systematic framework, method and tools 
for positioning FM have yet to be developed. Then (2000) found three emerging 
themes, which indicate the need for further research: 

(1)  the need to link real estate/facilities decisions to corporate strategy; 
(2)  the need to proactively manage functional space as a business resource; 
(3) the need for the development of conceptual models and frameworks to integrate 

business resource management to the provision and management of corporate 
operational assets and associated facilities support services, in their business 
settings. 

What is clear, according to Then (2000), is the lack of an integrating framework for 
considering the likely impact and implications of business management trends and stra-
tegic management decisions on the provision, and subsequent ongoing management, of 
corporate operational real estate assets. 
 
Following their widespread establishment, research into inter-organisational relation-
ships is proliferating (Dekker 2004). During the last two decades, partnerships have 
been studied widely and they have formed one of the focal research issues in manage-
ment studies (Varis 2004). Contemporary partnership research is often divided between 
types of arrangements, durations, returns, failures and best practices (Stanek 2004). The 
organisational literature focuses mainly on three interrelated issues in partnerships (1) 
the motivations for partnership formation, (2) the choice of governance structure and (3) 
the effectiveness and performance of partnerships (Kale et al. 2000). Relationships and 
partnerships in particular have been studied to a great degree. Many previous studies 
have focused on partner selection or success factors (e.g. Ellram 1995; Hitt et al. 2000; 
Varis 2004; Lehtonen 2004, Whippel and Frankel 2000). However, only few research-
ers (e.g. Gietzmann 1996; Van der Meer-Kooistra and Vosselman 2000; Langfield-
Smith and Smith 2003) have examined the actual management of those partnerships. So 
far, management of partnering relations has not been studied in the context of support 
services (except Langfield-Smith and Smith 2003).   
 
Traditionally, relationships between facilities service providers and clients have been 
based on the adversarial approach (Atkin and Brooks 2000). Services have been pur-
chased separately for single sites and price has been the determining factor in choosing 
a service provider. As companies continue to outsource non-critical activities and to 
reduce and trim their supplier bases, existing outsource contracts have been expanded 
and, on the other hand, strategically more important services have also been outsourced 
(Loosemore and Hsin 2001). As a consequence, the need to develop relationships based 
on a more collaborative approach has arisen (Incognito 2002), and nowadays only few 
would question the general trend towards using specialist service providers also in the 
FM context (Usher 2004).  
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In line with general business trends, also in the FM context everyone now appears to be 
“into partnering”. However, partnership research undertaken in the field of FM services 
has been scarce (save Houston and Youngs 1996), and in business the term partnering is 
used rather loosely to refer to a variety of different relationship types (Jones 1995; Miet-
tinen et al. 2004). On the other hand, procurement and relationship management seem to 
be topics of increasing importance in academic FM publications (Salonen et al. 2005). 
However, in the FM discipline the amount of partnership and partnership management 
literature has remained small.   
 
Whilst there has been substantial research attention to date on risk, there has only been 
limited empirical research on risk relating to partnerships. Recently there have been 
some studies noting the risk aspect of outsourcing and partnerships. Lonsdale (1999) 
studied what he considered the two main risks of outsourcing, though he notes that there 
are many other issues which are not studied. Van der Meer-Kooistra and Vosselman 
(2000) found that the risk factor plays an important role in the way outsourcing relation-
ships are controlled. They pointed out that it would be interesting to study in other cases 
what the effect of the risk factor is on the control relationship type. Hallikas and associ-
ates (2002) guided future research to focus on alternative risk management processes 
and policies in network environments. According to Langfield-Smith and Smith (2003), 
carrying out a more thorough investigation of the control-trust-risk relationship associ-
ated with new organisational forms would bring considerable benefits. 
 
Despite the growing interest in partnership risk, the area is still under-researched. Del-
erue (2004) states that only few studies focus on risk problems in alliance relationships, 
except Das and Teng’s works (1996, 1998, 2001a,b) and Nooteboom’s model (1996). 
More recently Das (2004) wrote that we should note that the particular type of risk as-
sociated with opportunism in alliances – namely, relational risk – has yet to be explored 
adequately in the literature. Not many studies can be found on partnership risks or man-
agement of those risks in the FM context. While studying healthcare services Okoroh 
and associates (2002), based on a synthesis of available literature and research projects 
investigating support service, stated that there is a significant dearth of studies address-
ing the subject of risk management (except Alexander 1992; Downey 1995; Finch 1997; 
Okoroh et al. 2002). So far, only Gombera and associates (2002) have discussed rela-
tional risk. However, instead of discussing this type of risk separately, they employed it 
only as a minor sub-construct of commercial risk. 
 
One additional but very important argument for justification of the research is that the 
case study research was industry driven. The firms had decided to ask the help from 
research organisation. This demonstrates clearly that they had recognised that there are 
challenges in partnerships and there might be risks related to them. 
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Interestingly, partnerships, relational risks, as well as FM, have been under-studied ar-
eas when compared to their practical prevalence and likely economic importance. 
Therefore, given the lack of earlier studies in the aforementioned areas of specific and 
practical importance to FM partnerships, the questions outlined (in section 1.2) appear 
to point out fertile areas for research. 
 

1.4 Methodology 

This dissertation deals with research on inter-organisational relationships in the FM 
context. The research approach of the empirical study of this dissertation is based on the 
constructivist paradigm aiming to interpret and decode the studied phenomenon of rela-
tional risk in FM partnerships.  
 
The study is composed of three empirical phases and a literature survey running parallel 
through the whole research process. The first phase is a qualitative pilot study to gain 
understanding and form preliminary research questions. This is conducted through four 
pilot cases. The second phase of the research process is a qualitative longitudinal case 
study. In this case work I will able to investigate the proposed research questions more 
thoroughly as I will work with one case for over two years from the beginning. In the 
third phase I will conduct a descriptive survey to study the generalisability of results as 
well as to validate the findings from earlier phases. The survey is carried out among 
buyers of facilities services in Finland. While my dissertation consists of three separate 
but partly overlapping phases, the appended publications in the second part of the thesis 
adopt different approaches to this phenomenon, and each paper has its own theoretical 
discussion and empirical viewpoint on related research problems. 
 
In constructive researches, qualitative methods are typically used to a larger extent than 
quantitative methods because (a) they are more suited to dealing with multiple realities 
and (b) they are more adaptable to the various influences and value patterns encountered 
in the field (Tacconi 1998). Methodologically the weight is on qualitative studies in this 
dissertation research. However, as this may give only a partial picture of the phenome-
non, also the survey study is conducted. The research employs the various research 
methodologies in order to select a suitable approach, and the nature of the “how” and 
“why” questions to be posed during the research, as well as the involvement of both 
qualitative and quantitative data, suggested the use of case study methodology. Accord-
ing to Yin (1994), this approach is ideally suited for areas where knowledge building is 
in its formative stages with few prior studies to build on. In this sense, case studies have 
an important function in generating hypotheses and assessing existing theory (Sarshar et 
al. 2002). 
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1.5 Outline of the report 

Basically, this dissertation consists of two parts. The first part of the research report 
comprises this summary text and the second part includes the appended papers. The first 
part of the dissertation is constructed as follows. The introductory chapter is followed 
by Chapter 2, called Research Issues. Firstly in Chapter 2, the dissertation delineates a 
more cooperative perspective on the field of business support services. It will describe 
the shift from the traditional adversarial relationship to more collaborative types. Sec-
ondly, it introduces the discipline of FM and FM partnership. Thirdly, it discusses the 
risk concept related to the issue and delineates what risks the actors are exposed to when 
forming closer relationships. These will be called relational risks. Chapter 2 will close 
up with suggesting how ”new” partnerships, with cooperative control mechanisms and 
trust, could be applied in the FM context. The adjective “new” was in inverted commas 
because there is actually nothing new in partnerships, as they have existed already since 
the 1980s. After Chapter 2, the dissertation discusses the empirical study in Chapter 3, 
including research strategy, approach and process. Chapter 3 also describes the phases 
of the dissertation research. In Chapter 4, the dissertation presents the results of the em-
pirical study, while discussion and conclusions of these results are presented in Chapter 
5.   
 

1.6 Definitions 

As my dissertation discusses partnerships in facilities management, there is need to 
clearly state what is meant by the terms ”partnership” and ”facilities management” in 
this dissertation.  
The publications in the second part of this dissertation had different research aims and 
settings and, thus, they adopt different approaches to the phenomenon of FM partner-
ships. Each paper has its own theoretical discussion and empirical viewpoint on the re-
lated research problems. 
All papers have been prepared to meet the requirements of the specific publications and 
conferences for which they were intended. This had effect on used terms and thus there 
are some differences on terms used in appended papers. 
 
I will start by describing the context that gives an answer to the question “what is the 
scope and objectives of facilities management?” Giving a definition for facilities man-
agement has been a core element of the academic debate on facilities ever since the 
emergence of FM as a managerial activity and a profession, and it still shows a continu-
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ous evolution attested by literature (Meneghetti and Chinese 2002). We nevertheless 
still lack a generally agreed definition of what FM is (Hinks 1998). 
 
From more general business perspective facilities management can be seen as a part of 
business services and thus to be included into the service sector. Recently Tay and Ooi 
(2001) provided a comprehensive review of definitions of facilities management intro-
duced throughout the last fifteen years. Becker (1990) gives following definition: FM is 
responsible for co-ordinating all efforts related to planning, designing and managing 
buildings and their systems, equipment and furniture to enhance the organisation ability 
to compete successfully in a rapidly changing world. The Centre for Facilities Manage-
ment (1992a, b) defines FM as ”the process by which an organisation delivers and sus-
tains a quality working environment and delivers quality support services to meet the 
organisation’s objectives at best cost”. Alexender (1999) states that the scope of the 
discipline covers all aspects of property, space, environmental control, health and 
safety, and support services. The British Institute of Facilities Management (BIFM) 
(1999) defines FM as ”the practice of coordinating the physical workplace with the 
people and work of an organisation”. According to Then (1999) the practice of FM is 
concerned with the delivery of an enabling workplace environment – the optimum func-
tional space that supports the business processes and human resources. Atkin and 
Brooks (2000) define FM as ”an integrated approach to operating, maintaining, improv-
ing and adapting the buildings and infrastructure of an organisation in order to create an 
environment that strongly supports the primary objectives of that organisation”. Tay and 
Ooi (2001) tried to give a succinct definition for FM: ‘‘The integrated management of 
the workplace to enhance the performance of the organisation’’. However, all of these 
definitions are somewhat ambitious and amorphous. 
 
According to the above definitions, the aim of FM should be not just to optimise the 
running costs of buildings, but to raise the effectiveness of the management of space 
and related assets for people and processes in order that the mission and goals of the 
organisation may be achieved with the best combination of efficiency and cost 
(Amaratunga and Baldry 2002b). Facilities Management should be defined as the multi-
dimensional enhancement of business competitiveness involving the strategic manage-
ment of the built asset, rather than the cost-efficient management of the built asset for 
the benefit of business (Hinks 1998). 
 
Facilities management is a term that encompasses a wide range of activities involved in 
the effective management of built assets. FM is an umbrella term under which a broad 
range of property and user related functions may be brought together for the benefit of 
the organisation and its employees as a whole (Amaratunga et al. 2000). In practice, FM 
can cover a great variety of services including real estate management, financial man-
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agement, change management, human resources management, health and safety and 
contract management, in addition to building maintenance, domestic services (such as 
cleaning and security) and utilities supplies (Atkin and Brooks 2000). 
 
These multiple multifaceted and non-specific definitions bring us to the concept of so-
called service components. As it is hard to give an explicit definition of what is included 
in FM services and what is not, I use Axelsson and Wynstra’s (2002, p.14) idea of a 
service component as a cluster of distinguishable activities within a total service pack-
age. This idea is in line with the concepts of ”bundling” and ”unbundling” that are used 
to illustrate how integrated a service is. 
 
More recently we have seen other definitions of the objectives and scope of FM. Nutt 
(2004) defines FM as the management of infrastructure resources and services to sup-
port and sustain the operational strategy of an organisation over time. One of the latest 
definitions is Chotipanich’s (2004) definition that FM is a key function in managing 
facility resources, support services and working environment to support the core busi-
ness of the organisation in both the long and the short term.  
 
The focus of facilities management has always been the working environment. Never-
theless, over the years some evolution paths can be identified (see. Kincaid, 1994; Then, 
1999; Meneghetti and Chinese 2002): the diversification of serviced working environ-
ment, the broadening of the range of managed services, with a tendency towards a gen-
eralist and service orientated facilities management, and the consequent widening of the 
range of activities and of the spectrum of competencies belonging to FM. As a conse-
quence of this development, FM can also be seen in a wider context, as a part of corpo-
rate real estate management (CREM) or workplace management. 
 
The workplace management function at its lowest level has a number of disciplines 
closely aligned with professional skills, such as FM, project management and property 
management. On top of these are two layers of consolidation, firstly on an asset-by-
asset basis, and on top of that at a portfolio level. It is primarily at this latter level that 
the property resource interfaces with the “business” of the organisation that is using it, 
particularly from the perspective of strategic planning and decision-making. This level 
also provides the natural interface for other corporate resources, such as IT, finance and 
people/HR, to provide a total Corporate Infrastructure Resource (CIR) perspective 
(Varcoe 2000). 
 
CREM concerns the management of buildings and parcels of land at the disposal of pri-
vate and public organisations that are not primarily in the real estate business. An or-
ganisation that occupies space is in the real estate business and needs to manage it prop-



Relational risk and relationship management in facilities management partnerships 
 

10 

erly. CREM covers the entire range of activities concerning portfolios of buildings and 
land holdings: investment planning and management, financial planning and manage-
ment, construction planning and management, and facilities planning and management 
(Bon et al. 1998). Some authors even see corporate real estate (CRE) and facilities man-
agement (FM) as interchangeable and refer to them as ”CRE/FM” (Miciunas 2002). 
 
In this dissertation the scope and objectives of facilities management are seen as under-
stood in organisations studied in the case study. The scope and objective is providing 
world class workplace solutions and services that enhance employees’ work lives and 
increase company’s business performance, flexibility and cost-effectiveness. 
 
In appended papers there is some variety of facility terms used, such as “facility service 
industry” (II), “real estate industry” (IV), “facilities management” (V) and “FM ser-
vices” (VI). In this dissertation research these terms are related as follows. With terms 
“facility service industry” and “real estate industry” I have meant same wide range of 
services including facility management, property management, real estate management, 
portfolio management, financial management, change management, human resources 
management, health and safety and contract management, in addition to building main-
tenance, domestic services (such as cleaning and security) and utilities supplies. Alike 
in this dissertation I have used the terms “facilities management” and “FM services” 
interchangeably meaning same group of activities.  
 
This thesis examines FM from a specific point of view. It aims to examine FM from the 
perspective of buyer-supplier partnership. Much has been written in academic and busi-
ness journals regarding partnerships in general. Perhaps one of the most confusing areas 
of inter-organisational studies is about establishing a definition/understanding that is 
acknowledged by the majority of academics and practitioners (Stanek 2004; Varis 
2004). Partnership is a complex term, meaning different things to different people (Vi-
rolainen 1998). Many different terms are used to describe the concept, such as partner-
ing, partnerships, alliances, strategic alliances, inter-organisational relationships and 
networks. These terms essentially describe a similar proposition or process (Frankel et 
al. 1996). In order to avoid the ambiguities in terminology, this dissertation utilises the 
following definition of a partnership: A partnership is understood as a mutually benefi-
cial relationship in which both parties are committed in the long term to developing and 
maintaining this two-way relationship (cf. Ellram 1995). Finally, it should be noted that 
the partnership may be formed with a competitor or with a firm operating along the 
value chain. Contrasting to earlier relationship literature which has been focusing on 
partnerships between rivals or client – component suppliers I will focus on partnership 
between client and business service supplier. From this perspective, FM partnerships in 
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the context of this dissertation relates to the long-term, mutually beneficial relationships 
between the client and the FM service provider. 
 

1.7 Delimitations of scope and key assumptions and their justification 

As seen in the previous section, the objectives and scope of FM are broad and heteroge-
neous. Thus, it was considered unrealistic to conduct the study across all the facilities 
services due to their diversity (Shaw and Haynes 2004), so the main focus of the study 
was on the FM maintenance service. It would be unsafe to make the generalisation that 
these findings are applicable across FM per se due to the limited scope of the research, 
and as a result, this research requires repeating across other FM services and also within 
other organisations. As FM by its nature is highly diverse, without this further investiga-
tion it is unclear whether a common set of FM service dimensions could be established 
or whether it would be more appropriate to generate dimensions to suit each discrete 
area of FM (Shaw and Haynes 2004). 
 
The study focused on buyer-supplier FM partnerships in Finland. The buyer-supplier 
partnership was selected because in the real world partnerships are emerging between 
buyers and suppliers. There is not too much evidence (yet) of horizontal partnerships 
between suppliers. Care must therefore be taken when covering horizontal partnerships. 
Limiting the study to a single country was considered reasonable as the FM markets 
have some country-specific characteristics (e.g. laws). The results are therefore directly 
applicable only on Finnish FM markets. 
 

1.8 Conclusions 

Over the last few decades, there has been a significant shift in the way organisations 
approach buyer-seller relationships. As market places have become more dynamic and 
competitive, earlier recommendations of arm’s length-relationships with suppliers to 
avoid dependency and keep prices down have been replaced with an emphasis on the 
benefits that can be gained from close relationships. For a few years we have seen an 
ongoing transition to partnership sourcing in the procurement of FM services. At same 
time, the contracts and management methods for the partnerships have not responded 
fully to the changing world, as they have not been able to keep pace with the develop-
ment. Still too many organisations say that they have partnerships with their service 
suppliers but in contrast they use short-term price bidding to provision of those services.   
 
There are many special characteristics in FM services which cause uncertainty and re-
lated perceived risks in buyer-supplier relationships. When companies outsource their 
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maintenance, it usually results in a contrast between the client’s long-term maintenance 
strategies and the supplier’s motivation to provide quality service. Other common char-
acteristics causing uncertainty in FM partnerships are the wide selection of services and 
geographical dispersion. The collaboration models adopted from other industries cannot 
be applied directly. One needs to pay attention to the characteristics of the transaction, 
parties and environment. A long time span and active interaction during the negotiation 
phase helps the parties to overcome their uncertainties. Companies should distinguish 
uncertainty and the perceived risk. While trust is important in reducing the perceived 
risk and smoothing out the relationship, the management control system should be set 
up based on uncertainty. This results in the need for the client to pay more attention to 
the management of the relationship instead of the traditional performance management 
of service operations. Trust seems especially important during the contracting phase. 
This is because there are no control mechanisms yet. In collaborative relationships mu-
tual trust, active interaction, as well as joint decision-making and resolution of disputes 
are the most important management methods. 
 
The results indicate that companies do not take full advantage of the relationship man-
agement methods available. However, care should be taken because management meth-
ods are environment, task and partnership specific. Additionally, companies face new 
types of risks (i.e. the relational risk) when they enter into closer FM relationships, such 
as partnerships. All too often companies are not fully aware of these new risks and do 
not have proper risk management schemes. The dissertation provides a framework for 
helping companies to assess and manage relational risks. 
 
The dissertation argues on a general level that post-modernist organisations, such as 
network, boundaryless, temporary, hybrid and virtual organisations, which are frag-
mented and managed informally can benefit from formal control mechanisms and meet-
ings. In previously published partnership literature, trust is mentioned as an important 
management mechanism for partnership. I argue that trust only affects perceived risk 
and companies should have other control mechanisms for dealing with relational risks. 
 
The conclusions of this dissertation may be transferable to other situations. However, 
there should be great caution to do so as the degree to which transfer is possible de-
pends on the similarity between the different contexts. This may be judged by compar-
ing the conditions specific to the context of this dissertation with the conditions prevail-
ing in the alternative context.  
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2 RESEARCH ISSUES  

In this chapter, I discuss issues relevant to the topic of my dissertation research, FM 
partnerships and related risks. First, I will discuss partnership in general. I will cover the 
partnership management and characteristics of partnerships.. Then I will describe the 
context of the dissertation, which is the facilities management discipline. After that I 
will turn into the FM partnerships more specifically. The last section of this chapter 
deals with risk. Risks will be discussed from the partnership point of view, focusing on 
a specific risk type called relational risk. I will close with discussing risk management 
and summing up the literature review by presenting a framework for management of 
FM partnerships. 
 

2.1 Outsourcing and partnership 

When a client and a supplier start to work together, a business relationship is formed 
between them. When companies deepen this relationship and abandon the discrete mar-
ket exchange, a tailor-made form of organisational relationship is built. Over the last 
few decades, there has been a significant shift in the way many organisations approach 
buyer-seller relationships. Rather than manage the relationship with a supplier exclu-
sively via short-term price bidding, the client may find it desirable to use alternative 
governance structures to manage and coordinate a relationship (cf. Gietzmann 1996). 
This is true especially when firms are seeking ways to make relationships with their 
business suppliers and customers more productive and enduring (Cannon and Perreault 
1999). In response to the needs of the industry in the real world, we have seen the emer-
gence of two significant trends in business and academic literature, namely on outsourc-
ing and partnerships. As most of the business fads, also these terms are widely used and 
usually given vague definitions (e.g. Kakabadse and Kakabadse 2003). Sometimes one 
can find that the two terms are even used interchangeably. 
 
Outsourcing involves the use of specialists to provide competence, technologies and 
resources for producing parts of the whole (Ford et al. 1998; Lonsdale 1999; Harland et 
al. 2003). The term ”outsourcing” can cover many areas, including outsourcing of goods 
and services, the latter becoming increasingly common (Brandes et al. 1997). Outsourc-
ing as a term and concept has been heavily over-utilised as a catch-all for tasks simply 
not performed by the client (Usher 2004). By definition, outsourcing means contracting 
out some of the in-house activities and personnel to an external service provider. The 
most frequently quoted activities chosen for outsourcing have been those associated 
with FM (Kakabadse and Kakabadse 2003). According to Usher (2004), outsourcing 
has existed within the FM industry longer than the entire concept of FM, albeit in its 
earlier incarnations in a very different form from the relatively sophisticated delivery of 
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the early 21st century. In this dissertation I use the term outsourcing as found in the case 
study, to contract out some of services which were earlier done by company’s own em-
ployees.  
 
In this dissertation, my focus is on the relationships that are based on a more collabora-
tive approach or on partnerships, which may, but not necessarily, be formed through 
outsourcing. Many different terms are used to describe the concept, such as partnership, 
alliance, strategic alliance, inter-organisational relationship and network.  
 
A partnership is understood as a mutually beneficial relationship in which both parties 
are committed in the long term to developing and maintaining this two-way relationship 
(cf. Ellram 1995). An alliance is a formal agreement between two or more business or-
ganisations to pursue a set of private and common goals through the sharing of re-
sources in contexts involving contested markets and uncertainty over outcomes. They 
may involve either two firms, a consortium of firms or networks of organisations (Ãrino 
et al. 2001). Strategic alliances are voluntary cooperative arrangements between firms, 
often characterised by an inherent instability arising from uncertainty regarding a part-
ner’s future behaviour and the absence of a higher authority to ensure compliance 
(Parkhe 1993). Some researchers see strategic alliances as widely varying relationships, 
which may encompass joint ventures, franchises, joint research and development, joint 
marketing ventures, long-term supply arrangements and outsourcing relationships (e.g. 
Langfield-Smith and Smith 2003). Inter-organisational relationships are defined as vol-
untary cooperative agreements between at least two organisations which involve ex-
change and sharing; which can include partners’ contributions in the form of capital, 
technology or firm-specific assets; and which aim at achieving competitive advantage 
for the partner (e.g. Ring and Van de Ven 1994; Gulati 1995, 1999; Das and Teng 2000; 
Peng and Kellogg 2003). Networks and network organisations are, in some cases, a set 
of external relationships, while in other cases networks mean informal ties between 
managers (Charan 1991). Essentially all these terms describe a similar proposition or 
process (Frankel et al. 1996). It should be noted that all described terms are some kind 
of ideal models and in real world we typically don’t find such pure models but some 
kind of modifications. In order to avoid the ambiguity in the terminology, this disserta-
tion utilises the term partnership. Finally, it should be noted that the partnership may be 
formed with a competitor or with a firm operating along the value chain.  
 
It has been claimed that partnerships have value creation potential. Generally, partner-
ships contribute to value creation through several means, including scale economies, the 
effective management of risk, cost efficient market entries and learning from partners. 
In addition, partnerships help companies to minimise transaction costs, cope with uncer-
tain environments, reduce their dependence on resources outside their control, and suc-
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cessfully reposition themselves in dynamic markets, as well as to share fixed costs, to 
enhance their own core competencies, to gain access to complementary competencies 
and to increase the speed of market entry. (e.g. Ireland et al. 2002; Nooteboom et al. 
1997). Thus, cost advantages are gained, which service providers can convert into cor-
responding lower prices or higher service levels, new technologies or innovative struc-
tures and procedures (Meneghetti and Chinese 2002). The partnership drivers fall into 
four categories – asset and cost efficiencies, customer service enhancements, marketing 
advantages and profit growth or stability (Lambert and Knemeyer 2004). 
 
Many companies have achieved good results with partnerships (Arnold 2000). How-
ever, partnerships are not the panacea for every situation. Additionally they are hard to 
manage. Most researches indicate failure rates between 50 and 80 per cent (Das and 
Teng 1999; Kale et al. 2002; Park and Ungson 2001; Parkhe 1993). Partnerships are 
costly to set up – they require extra communication, coordination and risk sharing. They 
are justified only if they stand to yield substantially better results than what the firms 
could achieve without partnering (Lambert and Knemeyer 2004). As these benefits de-
rived from partnership cannot be taken for granted, the challenge is to construct govern-
ance structures that safeguard the exchange while simultaneously maximising benefits 
for the participants (cf. Cannon et al. 2000; Ireland et al. 2002). Since the formation and 
maintenance of partnerships are costly and time-consuming processes (Virolainen 1998; 
Lambert and Knemeyer 2004), there is a need for a more thorough understanding of 
when it is worthwhile to choose a collaborative approach, how these relations should be 
managed and what kind of relationships they are by nature. In next chapter I will dis-
cuss of general characteristics influencing in partnerships and partnership management. 
The partnership management will be covered with more detail in chapter 2.1.2. 
 

2.1.1 Characteristics influencing in partnerships and partnership management  

Being able to understand more thoroughly the partnerships one should identify what are 
the characteristics affecting into partnerships and how those influence. Particularly one 
should think how these characteristics mediate with partnership management. Van der 
Meer-Kooistra and Vosselman (2000) claim that the characteristics of transaction, 
transaction parties and the transaction environment are all relevant factors to be consid-
ered when choosing the most suitable management control pattern for a partnership. 
They also claim that being able to indicate which characteristics of these three elements 
have an influence, particularly on the design and function of the inter-firm relationship, 
improves our understanding of the changes in the co-operative process. Langfield-Smith 
and Smith (2003) used these same three elements in their study of outsourcing relation-
ships. Bensaou and Venkatraman (1995) term the affecting elements as task uncertainty, 
partnership uncertainty and environment uncertainty. Cannon and Perreault (1999) de-
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fine conditions such as market and situational antecedents as factors affecting relation-
ships. They list such conditions as availability of alternatives, supply market dynamism, 
importance of supply and complexity of supply. It seems that we can break up all above 
mentioned characteristics into the three levels. Claro and associates (2003) suggest that 
the determinants affecting business relationships fall into three analytical groups: the 
transaction level, dyadic level and business environment level. These three levels seem 
to cover the characteristics comprehensively. In this dissertation, I will use these same 
three levels, but name them the environment level, partnership level and task level. I 
will discuss each of these three levels more closely later in chapter 2.2.4 The character-
istics of FM partnerships and look them from the specific viewpoint of this dissertation, 
that is in the context of facilities management in Finland. 
 

2.1.2 The management of partnerships 

Moving into partnerships also results in a need to change the management focus from 
contracts to the existing relationships. Management of partnership over time is usually 
more important than creating the initial formal design (Doz and Hamel 1998). Under-
standing how partnerships are formed and successfully managed requires the study of 
processes, including those designed and used to effectively manage alliances (Doz 
1996; Gulati 1998; Barringer and Harrison 2000; Ireland et al. 2002).  
 
Despite the extensive attention paid to partnership governance in literature, research into 
the actual structuring, management and control of those relationships has received less 
attention (Gulati and Singh 1998; Sobrero and Schrader 1998). To understand the man-
agement and control of partnerships, and its consequences, it is suggested that research-
ers study and describe the coordination mechanisms and processes used for partnership 
management (Grandori 1997; Ireland et al. 2002; Dekker 2004). 
  
Management control has been defined in numerous different ways. In any case, most 
appear to describe management control as a purposive process or set of devices and 
mechanisms which, through its influence on the behaviour of actors within an organisa-
tion, is intended to contribute to the achievement of certain pervasive objectives of that 
organisation (Speklé 2001). One of the fundamental problems of management control as 
a field of scholarly inquiry is to explain control structure variety within and between 
organisations.  
 
Different governance forms rely on different control mechanisms to enable successful 
contracting. Different control mechanisms serve as the building blocks of complex 
structures of governance that combine elements of markets, hierarchies and relational 
exchange in complementary, supplementary or alternative ways (Cannon et al. 2000). 
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In literature, a common framework for viewing the choice of governance structures in 
inter-firm relationships is transaction cost economics (TCE) (Dekker 2004; Langfield-
Smith and Smith 2003). TCE is based on the idea that three aspects of transaction de-
termine the appropriate mode of governance: the frequency of the transaction, the un-
certainty encompassed by those transactions and the asset specificity of the transactions. 
Most of TCE studies have focused on the asset specificity and frequency issues. This 
may be because those are quite easy to measure. Later we have seen partnership man-
agement studies with extended view by adding theories and elements into TCE. Van der 
Meer-Kooistra and Vosselman (2000) developed a model of control in inter-firm rela-
tionships that integrates the TCE concepts and trust. Their model takes into account not 
only the transaction characteristics, but also the transaction environment, the character-
istics of the transaction’s parties and the role of trust in achieving control. Speklé (2001) 
developed the TCE theory of management control to explain nine archetypes of control. 
The model focuses on the characteristics of the transaction as determinate of the control 
systems archetype. Ireland and associates (2002) examine alliances and their manage-
ment by drawing primarily from three theories – TCE, social network and resource-
based view. Dekker (2004) develops his framework for explaining control in inter-
organisational relationships by building on TCE, organisation theory and notions of 
formal and social control. But still so far the uncertainty issues have received much less 
attention in partnership management studies. 
 
Uncertainty, when combined with some form of dependence, is a major factor affecting 
the organisation and governance of exchange (Cannon et al. 2000). Tomkins (2001) 
described two similar management problems in relationships, alliances and networks, 
which he labels “the generation of trust” (i.e. the management of appropriation con-
cerns) and “the mastery of events” (i.e. the coordination of activities). Summarising, 
appropriation concerns and coordination requirements are powerful concepts in explain-
ing partnership management and control, by jointly describing collaborating firms’ need 
to manage the creation and safeguard the appropriation of value (Dekker 2004).  
 

2.2 Facilities management 

In this section I will delineate the specific context of this dissertation, namely the facili-
ties management. The scope and objective of facilities management is providing world 
class workplace solutions and services that enhance employees’ work lives and increase 
company’s business performance, flexibility and cost-effectiveness. To map the previ-
ous academic literature from the field of this dissertation I first discuss the history of 
FM. The history of Facilities Management services research is not long. A research 
seminar held in association with the Second International Symposium on Facilities 
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Management organised by the Association of Facilities Managers (AFM) was a first 
step towards a consolidated approach to facilities management research (Crawshaw 
1992). According to Cairn and Beech (1999) there is still a lack of critical thinking in 
facilities management research and writing. Much of FM “research” is concerned with 
the validation of practice-based concepts, which have been derived and implemented in 
a small group of specific organisations. Thus it can be said that there is the lack of theo-
retical research in the FM field.  
 
Since the late 1980s, facilities management (FM) has gradually gained a foothold as a 
discipline and profession within the property and construction industry. The emergence 
of FM as a discipline and industry during the late 1980s and early 1990s provided a link 
between the previously discrete industries of real estate and construction (Varcoe 2000). 
Nevertheless, FM is still a relatively new profession (Tay and Ooi 2001, Gilleard et al. 
1994). This is seen in practice where professionals have very different backgrounds and 
there are not too many professionals with facilities management training yet. From its 
dispersed origins FM has tried to transform into a more coherent discipline. Growing 
number of reports have shown that companies should look at property issues broadly 
and adopt a more integrated approach to their buildings as a structure, working envi-
ronment and strategic asset (Balch 1994, Pitt and Hinks 2001). Additionally, the organ-
isational facilities function cannot exist in strategic isolation if the organisation is to 
effectively exploit its entire asset base to best support the delivery of core services 
(Amaratunga and Baldry 2002a).  
 
The raison d’être of a firm is to generate profit or to achieve a margin within a particu-
lar market structure. This needs to be translated through all the core and support func-
tions of the business in such a way as to align activities with this overall intent. There-
fore, as FM in most cases is merely a support function for the firm’s business, it is im-
portant to maintain the right focus (Cox and Thompson 1997). It must be noted that cer-
tain widely quoted yet meaningless sales-oriented factors, in particular the claim that 
”outsourcing allows the organisation to focus on its core business”, are irrelevant when 
evaluating the FM position, as those parts of the organisation devoted to FM in all but 
the smallest of premises (and therefore not those to which partnering would apply) are 
not part of the core business (Usher 2004). Only in a business that conceives itself as 
running a facility will FM approach a core competence that is to carry both strategic and 
operational risks of failure (Price 2004). Dean and Kiu (2002, p. 405) found in their 
study that FM functions (building and grounds maintenance, cleaning, and security) are 
relatively unimportant to the success of a client’s business. Accordingly, it is clear that 
FM has minor strategic importance (Amaratunga 2001; Lehtonen 2004).  
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Even when sometimes seen as a mere support function, there is growing evidence about 
the strategic importance of FM. There are some industries where FM can be seen as 
having strategic importance, healthcare being one of them. Within organisations which 
deliver healthcare, the provision of services such as catering and housekeeping have a 
significant impact on the outcome of the core product (Payne and Rees 1999). The need 
to achieve the economic, non-core business objectives of NHS Trusts in the UK has 
meant that healthcare FM operations are now strategically considered value-adding 
business services (Gombera et al. 2002). This stands in contrast to the past when they 
were considered “backroom” services with no corporate or strategic value. Another 
typical example would be accommodation industry. 
 
From a wider perspective it can be said that FM services are an important part of the 
business service sector. Facilities management is an important emerging business sector 
having a significant global market. Fearon and Bales (1995) found out that FM services 
is the most important service category in terms of volume. In the UK, the market has 
recently entered a more mature phase heralded by the formation of market sectors and 
the creation of exact definitions of products (Tranfield and Akhalagi 1995). There is a 
good reason to expect that this is the case also in Finland. The economic significance of 
FM is clearly evident. Thus, changes or innovations that are geared towards an im-
provement in FM works would enhance the efficiency and quality of the property and 
construction industry (Ali et al. 2002) and hence have a great effect on the national as 
well as international level. 
 

2.2.1 Organisational impacts of facilities and facilities management  

Property and facilities are an integral part of most organisations’ resources, but just how 
important they are? It is relatively easy to theorise about their importance in conceptual 
terms, but less easy to assign a real monetary value to their contribution to the produc-
tion of the workplace. It is possible, however, to calculate its drain on monetary re-
sources and compute this in terms of turnover, overheads or profit. It is generally ac-
cepted that employee wages, including higher management and executive salaries, are 
the highest overhead for most organisations; property is generally the second highest. 
This drain on resources is often seen as a necessary evil as opposed to a factor which 
can influence production. However, the real cost of property or facilities are not often 
recognised since it has several facets which may well come under different budget head-
ings (Buda 1999). 
 
In broad terms, accommodation costs from a property point of view amount to 20 per 
cent of total expenses or about 15 per cent of revenue (Robinson 1999). The FM budget 
of an organisation can often require 30 to 40 per cent of the outlay, second only in cost 
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to payroll (Amaratunga et al. 2000; Bon et al. 1998, p. 211; Balch 1994). On the other 
hand, Kaczmarczyk and Murtough (2002, p. 173) refer to studies conducted by Carne-
gie Mellon University that an organisation’s expenses are traditionally made up of 8 per 
cent for rent, operations and maintenance and churn, 13 per cent for technology and 79 
per cent for salaries and benefits. However, for many organisations, the fact that real 
estate costs represent a major item in their expenses (Kincaid 1994, Chilton and Baldry 
1997) has reinforced the strategic importance of real estate as a business resource and 
the need for managing this resource as effectively and efficiently as possible (Alexander 
2003).  
 
It is important, though, to differentiate between running costs and maintenance costs, as 
many confuse the two (Boussabaine et al. 1999). Running costs (or operational costs) 
refer to all costs associated with enabling the building to function other than mainte-
nance costs. Boussabaine and associates (1999) estimaed that, for non-domestic build-
ings, the average annual running costs are approximately the same as the annual repay-
ments on a mortgage or other such financial package. To provide some kind of perspec-
tive on the components associated with the total running costs of an office building they 
refer to Flanagan and Norman’s (1983) text identifying five components: repayments 
account for 42%, rates for 16%, maintenance for 12%, energy for 10% and cleaning for 
20%. FM deals with the last three components, accounting for over 40% of total run-
ning costs. 
 
The importance of FM can also be seen from other than monetary perspectives. Accord-
ing to Amaratunga and Baldry (2002), FM is seen as being able to contribute to the per-
formance of organisations in many ways, including having an effect on strategy, culture, 
control of resources, service delivery, supply chain management and, perhaps most im-
portantly, the management of change. But so far any studies have not been able to show 
the actual link between the FM and organisational performance. Grimshaw (1999) men-
tioned examples demonstrating clear attempts by organisations to change working cul-
tures via radical change in the configuration of the workplace. Other researchers illus-
trate the relevance of facilities performance for organisational success based on envi-
ronmental differentiation as a source of competitive advantage and environmental influ-
ence on human/organisational performance (e.g. Balch 1994; Gajendran and Sabarat-
nam 2002). But again there is not clear answer about the exact effect of FM. The rela-
tive importance of different business services may differ across sectors, industries and 
individual companies. However, all companies need a workplace (i.e. a physical place 
and related services) to carry out their activities.  
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2.2.2 The unrealised strategic importance of facilities management  

Despite many claims concerning added value, reduced risk and multiple futures, FM 
remains rooted in an operational and cost-focussed stance, unable to enunciate its con-
tribution to “the core business” (Price 2004). While FM literature has been suggesting 
that FM should be a strategic function with a connection to strategic objectives of core 
business (e.g. Barrett 1995, 2000; Bon et al. 1998; Alexander 2003), it is commonly 
accepted that facilities management has a strong tendency to be technically oriented and 
reactive (Barrett 2000). While the growth of the profession has been dramatic, many 
companies still view the provision, operation and maintenance of facilities as a techni-
cal, rather than strategic, function with a vague relationship to core business objectives 
(Lim 1997). Western authors highlight the fact that, in spite of the complexity and im-
portance of the property management and maintenance sector, the public image of this 
career is poor (Liias 2002). 
 
According to Grimshaw (1999), there are three paradoxes which lie at the heart of fa-
cilities management (FM). FM professes to be a strategic discipline when it is clear that 
most of its practitioners are at an operational level in their respective organisations; FM 
professes to want to be at the heart of organisational development when, clearly, many 
FM services are provided by either external consultants or in-house teams set up as in-
ternal consultants; and FM professes to be proactive in managing change within organi-
sations when quite clearly it is reactive in most cases.  
 
Often stuck at an operational level, both in terms of FM’s perception of itself and in 
terms of management’s perceptions, FM struggles to demonstrate its strategic value 
(Kaya et al. 2004). The unrealised strategic importance of FM might be due to the mis-
perception issues and FM’s inability to demonstrate results, performance or added value 
to the core business process. There is a need to describe FM and FM partnerships in the 
language and terms of business managers. Perhaps FM partnerships could work as a 
laboratory for testing a company’s partnership models before implementing them in 
more critical core business partnerships. 
 

2.2.3 FM partnerships 

Increasing competition has forced to companies to seek new competitive advances. One 
of areas to seek those has been rearranging the supply arrangements. Recent years have 
seen an increased interest in buyer-supplier partnerships, which tend to be long-term, 
existing relationships involving a mutual exchange of ideas, information and benefits 
(Ellram 1995). The same kind of transition seems also to be going on in the procure-
ment of FM services. Traditionally, relationships between facilities service providers 
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and clients have been based on the adversarial approach (Atkin and Brooks 2000). Ser-
vices have been purchased separately for single sites and price has been the determining 
factor in choosing a service provider. However, this first generation of outsourcing has 
resulted in problems and costs related to the management of broad service provider 
bases using the adversarial approach. And thus there is need to evolve the management 
of the services providers. As my dissertation study is centred on buyer-supplier FM 
partnerships, I will focus on partnerships along the value chain. 
 
As companies continue to outsource non-critical activities and to shrink and trim their 
supplier bases, existing outsourcing contracts have been expanded and, on the other 
hand, strategically more important services have also been outsourced (Loosemore and 
Hsin 2001). As a consequence, the need to develop relationships based on a more col-
laborative approach has arisen (Incognito 2002), and nowadays only few would ques-
tion the general trend towards using specialist service providers also in the FM context 
(Usher 2004). 
 
Partnerships have generated interest also in the FM field. Furthermore, also in the FM 
context everyone now appears to be “into partnering” (Jones 1995). One of best-known 
examples of partnering in FM is the outsourcing partnership between Rank Xerox and 
CBX Ltd (Houston and Youngs 1996). More recently published examples may be found 
in Asia and the Far East. In Hong Kong more building owners, in both the private and 
the public sectors, have started to cut the costs of the operation and maintenance work 
for their buildings through outsourcing (Yik and Lai 2005). Municipalities in Saudi 
Arabia are more and more looking at acquiring asset management services from exter-
nal service providers, for the purpose of accessing the specialist knowledge needed to 
provide services of high quality (Hassanain and Al-Saadi 2005). Partnership has been 
seen as a tool to cutting costs while maintaining the quality and overcome the problems 
related to the adversarial approach. 
  
However, partnership research undertaken in the field of FM services has been scarce, 
and in business the term partnering is used rather loosely to refer to a variety of different 
relationship types (Miettinen et al. 2004; Jones 1995). On the other hand, procurement 
and relationship management seem to be topics of growing importance in academic FM 
publications (Salonen et al. 2005). 
 

2.2.4 The characteristics of FM partnerships 

Facilities management has many special characteristics which cause uncertainty and 
related perceived risks in buyer-supplier relationships. In this chapter I cover these 
characteristics in three levels mentioned in chapter 2.1.2, the environmental, the task, 



Relational risk and relationship management in facilities management partnerships 
 

23 

and the partnership level. At the environment level, one can find such factors as the de-
gree of market risk, network intensity and institutional environment. Environmental 
instability is derived from the environmental uncertainty that refers to the volatility and 
diversity of the market (Claro et al. 2003). While market volatility represents the rapid 
changes in the environment, which may catch firms by surprise, market diversity repre-
sents the multiple sources of uncertainty in the environment. 
 
From the general environment level characteristics of facilities services it can be high-
lighted that the number of service providers in Finland is large and they are technically 
highly developed. We need to note that out of approximately 10,000 Finnish facilities 
service companies, there are only few large companies who are able to provide a wide 
range of services. This is an important detail when focusing on co-operative partnership 
relationships between a client and suppliers. In this study I only deal with large and sig-
nificant players in the Finnish facilities service market. The small number of such par-
ticipating organisations means that everybody knows each other, so the network inten-
sity is high. This in turn has a direct effect on the participants’ behaviour. The possibil-
ity of gaining a good partner reputation or the fear of loosing it guides decisions and 
actions. The other effect (the partnership level effect) of high network intensity is that 
parties are usually acquainted with and have prior experience of working with each 
other. This in turn seems to lead to better partnership performance (Draulans et al. 2003; 
Kale et al. 2002). 
 
From a technical perspective, facilities services is a highly developed business. Even 
though the facilities and related systems are becoming more complex, the services are 
still relatively simple. This will be discussed in more detail below when considering 
task level characteristics, but on the environmental level one can say that considerable 
technical development leads to a stable environment. Due to internationalisation, com-
panies tend to look for service providers who are able to deliver a consistent level of 
service regardless of national boundaries (Bröchner 2001). This has resulted in some 
international service companies emerging into the Finnish facilities service market. This 
phenomenon is expected to continue and grow. These events will have an impact on the 
Finnish facilities service market. Since it is not strongly regulated by the government, it 
is easy to enter the Finnish facilities service market. However, the government affects 
facilities services at the task level by imposing statutory equipment inspections. Look-
ing at these environmental level characteristics, the level of environmental uncertainty 
of the Finnish facilities services market is low.  
 
Factors affecting the task level include the nature of exchange, transactional salience, 
volume, degree and type of asset specificity, measurability of activities and outcome, 
and task uncertainty. As a general task level characteristic, I should mention the fact that 
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facilities services are mostly intangible services, even though there is a degree of mate-
rial included in some areas of service provision. Facilities services are also quite simple, 
and for most clients they represent non-core support services. In contemplating a mix of 
support services, such as cleaning, security, building, as well as mechanical and electri-
cal maintenance, it is easy to see the diversity of the tasks involved (Atkin and Brooks 
2000). Facilities services may include a large number of different services and there is 
no single definition for the term. The differences between the various facilities services 
occur as a result of the duration of the service, the skills and expertise required and the 
importance of the service to the client and customer. Most facilities services are simple, 
but there may be some very challenging tasks as well. Accommodation services, such as 
cleaning, do not require high levels of expertise, whereas services such as statutory 
equipment testing and the maintenance of major appliances do (Atkin and Brooks 
2000).  
 
Due to the simplicity of the service, organisations in the facilities service market have 
no chance to gain a competitive advantage by standing out from the rest by technical 
differentiation. Consequently, facilities service partnerships are mostly grounded on 
benefits gained through economies of scale and the offering of extensive service pack-
ages. The extensive service packages may be formed by bundling either sites or differ-
ent services. The negative effect of forming larger service packages is that it reduces the 
number of potential service providers. This is due to facilities service companies in 
Finland being typically small and only operating in local market places. Because the 
nature of facilities services is simple and labour-intensive, there is usually no need for 
partner-specific investments. The labour resource is easily moved from one client’s site 
to another.  
 
The support service nature of facilities services reduces the strategic importance of the 
service to the client. This leads to the client being relatively independent of the supplier 
and results in buyer dominant relationships. In this way, the support service nature has 
an effect on the partnership level characteristics. 
 
At the partnership level, factors that come into play are trust, information asymmetry, 
reputation, experience of cooperation in networks or of a specific party, risk attitude, 
and bargaining power or pattern of pay-offs. Openness relates directly to information 
asymmetry: the greater the openness, the smaller the information asymmetry. Since 
many outsourcing decisions are not based on the benefits of accessing another firm’s 
resources and efficiencies (Downey 1995), openness could be a general characteristic of 
facilities services on the partnership level. Despite the close relationship, there is a pos-
sibility for open communication between the client and the service supplier, because 
there is no need for the client to share sensitive core-business related information. There 
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is also another distinction between FM partnerships and typical alliances presented in 
the literature. This is the type of knowledge shared between parties. Usually alliances 
are also used as a vehicle for learning. This is not the case with a facilities services cli-
ent – in FM supplier relationships, alliances are made in order for the parties to benefit 
from economies of scale.  
 
Due to the fact that partner-specific investments in facilities services are rare, there 
tends to be a lack of commitment from the parties. Human resources used in extensive 
contract negotiations are an exception. During negotiations both parties usually need to 
invest resources, which are not easily usable in other cases. The sacrificed resources are 
not easily used, but they can help in developing alliance ability (Draulands et al. 2003), 
which is usually usable in other alliances. Alliance ability leads to better performance. 
The engagement of resources, along with the anticipation of future benefits, increases 
the parties’ commitment to the relationship. 
 
Other general characteristics of facilities services on the partnership level are buyer 
dominance, novelty and obscurity of the partnership model. According Cox and associ-
ates (2003, p. 543), power structures are the major factor in determining how surplus 
value is shared. Collaboration can be undertaken in different circumstances of power. 
However, the outcomes of the collaboration will be very different. Yan and Gray (1994) 
found that the bargaining power of potential partners affects the structure of manage-
ment control in a joint venture, which in turn affects the overall venture performance. 
 
Collaboration can be adversarial (i.e. one side dominating, unilateral (Heide 1994)) or 
non-adversarial (i.e. balanced or bilateral (Heide 1994)). An example of adversarial col-
laboration would be a case in which the client is working with its suppliers to increase 
the surplus value generated by its transactions and appropriating most of that value. 
There are examples in literature of adversarial buyer dominated relationships being suc-
cessful (see Toyota case in Cox et al. 2003, p. 544). Collaboration can, in fact, be a 
double-edged sword. Although there is “security” in the relationship, there is a possibil-
ity that the powerful partner (usually the buyer) shows the strength of its muscles, 
squeezing the submissive partner (usually the supplier) to such an extent that the proc-
ess becomes potentially harmful for both sides of the relationship (McHugh et al. 2003). 
It may be argued that the abuse of power beyond a certain point may have an adverse 
effect on the buying company itself. McMillan (1990) argues that a large firm that 
pushes undue risk onto its small subcontractors may be acting against its own interest. 
 
Bargaining power has two context-based and seven resource-based components (Yan 
and Gray 1994, p. 1478). Context-based bargaining power includes the strategic impor-
tance of alliance (i.e. stakes) and the availability of alternatives for the potential partner. 
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Resource-based bargaining power includes the resources and capabilities that the part-
ners in an alliance are committed to, such as technology, management expertise, global 
service support, local knowledge, product distribution, material procurement and equity.  
 
According to the principal-agent theory, bargaining asymmetry exists. The principal 
(client) is usually much larger than the agent and is therefore able to design the transac-
tion and set the terms of the exchange. For the agent – usually the supplier – there are 
two important factors which may mitigate its bargaining weakness. One is the ability to 
reject a proposed contract. The other is the fact that knowledge is power, and the sup-
plier, being a specialist in its field, is likely to be more informed about the details of the 
buyer’s production capabilities than the buyer itself. (McMillan 1990, p. 39) 
 
Trust is mentioned as one of the attributes of partnering (Lehtonen 2004). In business 
relationships, trust is manifested in the belief that the partner will restrict the chasing of 
his own advantage in favour of mutual advantage. Ireland and associates (2002, p. 438) 
maintain that predictability, dependability and faith are the three key components of 
trust. Trust between partners smoothes and facilitates collaboration. According to the 
findings and theoretical reasoning of Cullen and associates (2000), higher levels of mu-
tual trust and commitment lead to alliances that perform better, in terms of both finan-
cial and non-financial aspects. Galli and Nardin (2003) state the critical role of trust in 
reducing the risks related to organizational decision-making. They claim that there are 
two main domains of trust: a rational and an emotional one (see also Cullen et al. 2000). 
The significance of these two is context-dependent. The contexts may be divided into 
simple, competence-driven and complex contexts. The dimensions of trust in simple and 
competence contexts are mainly linked with the rational dimension, whilst in complex 
contexts they are specifically linked to the emotional one. Based on these observations, 
the most significant dimension in the facilities service context seems to be the rational 
dimension. 
 
The parties’ experience of (van der Meer-Kooistra and Vosselman, 2000) or familiarity 
with (Campbell 1985 in Ford 2000) each other, the costs and the ways of doing busi-
ness, particularly cooperation, seem to be important factors in predicting alliance suc-
cess. Firms may be more effective at capability development when they develop 
mechanisms that are purposefully designed to accumulate, store, integrate and spread 
relevant organisational knowledge acquired through individual and organisational ex-
perience (Kale et al. 2002). Such mechanisms could be evaluation methods, dedicated 
alliance functions and alliance training (Draulans et al. 2003). The findings of Reuer 
and associates (2002) underline the importance of differentiating the type of knowledge 
that firms accumulate in their collaborative activities. Prior ties tend to facilitate the 
post-formation adaptation of alliances as a consequence of partner familiarity and the 



Relational risk and relationship management in facilities management partnerships 
 

27 

development of inter-organisational routines. The accumulation of experience in similar 
technological domains is more suitable for assisting during the structuring of collabora-
tive arrangements than in the post-formation period. Novelty of partnership arrange-
ments means that companies do not have experience of such contracts. The novelty of 
the partnership model also results in the market participants having a greater interest in 
partnering. The term partnering, like other trendy business terms, is used in many con-
texts and in refering to various arrangements (Lehtonen 2004). However, real and suc-
cessful partnerships are scarce in the facilities service environment.  
 
The dominant characteristics of facilities services are simplicity and their tendency to be 
perceived as support services. These characteristics have the strongest effect on business 
relations in the facilities services. The general and Finnish relationship factors specific 
to facilities services are summarised in Table 1. 

Table 1: General and Finnish business relationships factors specific to facilities ser-
vices 

High wastage rateNumber of partners

Labour-intensive

Ease of measuringGood attitude to partneringUnregulated business

SimplicityOpennessFew actors – all familiar

No partner-specific assetsNovelty of partneringSteady markets

Non-core  support serviceBuyer dominanceNon-technical business

Facility services taskFacility services 
business relationship

Facility services market

Task uncertaintyBargaining power

Measurability of activities and outputInterdependency

Length of transaction periodRisk attitudeNetwork intensity

Degree and type of 
asset specificity

Experience of co-operation in networks 
or of specific parties

Institutional environment
(rules, systems and organisations)

Frequency / VolumeReputationDegree of market risks

Transactional salienceInformation asymmetryEnvironmental uncertainty

Nature of exchangeTrustUncertainty about future contingencies

Transactional levelDyadic levelBusiness environment level
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2.3 The risks 

Since each firm is oriented toward maximising the return on its dedicated resource 
(Cousins 2002) while minimising the risk, the resource and risk serve as the key deter-
minants of a partner’s orientation (Das and Teng 1998). All purchasing organisations 
encounter supply risk, whether it is explicitly understood and assessed, or reactively 
managed (Zsidisin 2003). This is important point even the organisation does not recog-
nize the risk it still may be remarkable. It has been claimed that the risk is greater the 
closer the relationship between organisations. In case of partnerships, where close ties 
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with a single transaction partner are developed without entering the safety of a hierar-
chy, the parties put themselves at greater risk of opportunistic behaviour by their trans-
action partners (Masters et al. 2004). Three factors bring about risk: lack of control, lack 
of information and lack of time (Finch 1992). The company would not have risk if it 
could control all the variables. Even if the company could not control the variables but 
it would have all the information considering the variables it could make rational 
choices and avoid the risks.  If the company would have all time it would wait and see 
what are the outcomes of different choices and thus again escape the risks. The degree 
of risk inherent in any transaction will generally increase in direct proportion to de-
crease in time, information and control (Ring and Van de Ven 1992). Risk has been 
defined as “the extent to which there is uncertainty about whether potentially significant 
and/or disappointing outcomes of decisions will be realized” (Sitkin and Pablo 1992, p. 
10). 
 
The concept of risk has been studied extensively in various business contexts (Zsidisin 
2003). Recently, the interest in risk management has increased in purchasing, logistics 
and supply chain management research (e.g. Hallikas et al. 2000; Ritchie et al. 2000; 
Johnson 2001; Andersson and Norrmann 2003). More recently there have been studies 
examining relationship related risks in certain specific contexts, such as networks, alli-
ances and partnerships. Harland and associates (2003) studied risks related to supply 
networks and Li and Liao (2004) in dynamic alliances, while Delerue (2004) studied 
relational risk in partnerships of European biotechnology firms. However, FM literature 
has not yet properly focused on this issue of growing importance.  
 
According to Das and Teng (2001c), there is an advantage in explicitly differentiating 
and measuring specific risk types rather than dealing with the risk concept in a mono-
lithic manner. A more productive approach appears to be to refine the concept of risk by 
classifying it into different categories of downside risk (Das and Teng 1999). Having 
categorised the types of risk and the types of losses that can arise, they can be combined 
to help managers assess and manage risk (Harland et al. 2003). Hallikas and associates 
(2002) ask for a deeper insight into the nature of risk. The deeper/in-depth analysis of 
the nature of risks supports a proactive management approach. To help people to deal 
with risk in FM partnerships, it should be divided into specific types. In this disserta-
tion, I focus on a specific type of risk, namely relational risk. 
 
In next chapter 2.3.1 I will discuss the relational risk. Following that discussion, in 
chapter 2.3.2 I will delineate risk concept in facilities management context. In chapter 
2.3.3. I will deal with risk management issues.  
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2.3.1 Relational risk 

The lack of success in partnerships is remarkable. Many causes have been suggested for 
the widespread dissatisfaction and high dissolution rate, but one particular factor which 
attracts attention is the risk associated with these arrangements (Delerue 2004).  
 
Entering into partnership arrangements with larger partners within a supply chain can 
mean, on the one hand, having a competitive advantage through interchange of re-
sources and know-how. On the other hand, there is the risk of becoming economically 
dependent on larger companies or even having to give up economic sovereignty. The 
examination of specialised literature shows that empirical studies have until now paid 
little attention to this problem (Zanger 1997). According to Zsidisin (2003), there is still 
insufficient understanding of what risk means within a supply management context, 
although a few scholars have begun to address the issue. 
 
Generally, relational risk is defined as the probability and consequence of not having 
satisfactory cooperation (Das and Teng 1996) or as the probability and consequence of 
opportunistic behaviour by the partner (Nooteboom et al. 1997). Relational risk includes 
parallel risks associated with the cooperation and risks associated with the partner’s 
behaviour (Delerue 2004). 
 
The inter-organisational risks are dependent on the structure and coordination of the 
relationship which will fail if one of the actors takes advantage of the other’s depend-
ence in order to obtain benefits for himself (Andersson and Norrman 2003). Relational 
risk depends on informal rather than formal factors (Delerue 2004). 
 
Given the growing importance and proliferation of partnerships, it would appear that the 
relevance and significance of a relational risk measure will grow in the future (Das and 
Teng 2001c). However, it must be stated that it is not possible to define a typical part-
nership risk (Hallikas et al. 2002). The risks vary a great deal according to company size 
and branch.  
 

2.3.2 Risk concept in FM  

There have been some studies of risks in the FM context since the 1990s. However, 
traditionally the view on risk management in the FM environment has been narrow and 
focused on disaster recovery plans for incidents affecting supplier’s activities. Finch 
(1992) introduced the general idea of risk related to facilities manager work. Finch also 
describes and emphasises the importance of a risk management process. The five phases 
of his process are recognition, evaluation, adjustment, choice and tracking. His exam-
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ples illustrated risks related to technical projects, such as choosing a new heat recovery 
system, or to uncontrollable events, such as weather conditions. Alexander (1992) sees 
risk management as an integral part of the long-term approach of facilities management 
and introduces the basic concepts of risk management and their application to the field 
of facilities management. He proposes a four-step risk management process: identifica-
tion, analysis, control and financing risk. Davies and Walters (1998) see the facilities 
manager as the key person in an organisation who is often charged with the responsibil-
ity of restoring the support services that will enable the business to start functioning 
again after a risk has occurred. However, they still view risk mostly as a safety issue. 
Pitt and Goyal (2004) argue that FM should be a part of companies’ general business 
continuity planning. They found that among the companies surveyed in UK, 80 per cent 
had a business continuity plan covering premises/facilities. 
Traditionally in the FM context, and still in many cases, risk management has included 
only the narrow and focused view on disaster recovery plans for incidents affecting 
supplier’s activities, resulting in a business recovery plan. One example of such a plan 
is Castillo’s (2004) business continuity model (Figure 1). 
 

 

Figure 1: Business continuity model (Castillo (2004)) 

More recently, the view on the risks has widened also within the FM context. To get a 
more holistic view on the risks, researchers have covered issues such as financial risk 
and strategic risk. The Rodney and Gallimore (2002) study of Private Finance Initia-
tive/Public Private Partnership projects in UK found that the methods used to identify 
the financial risk of the projects are generally restricted to a simple sensitivity analysis, 
which is a very limited technique, incapable of measuring risk. For example, if a build-
ing is too user-specific, the business risk to a particular end-user is more likely to trans-
late into a financial loss for the building owner. Increased understanding of financial 
risk is, therefore, likely to lead to a greater focus on building design to minimise risk. 
Respectively, the clients and service providers should think about relational risks with 
partnership arrangements. 
 



Relational risk and relationship management in facilities management partnerships 
 

31 

Gombera and associates’ (2002) research has established that in managing the non-
clinical business process, purchasers are faced with seven major classes of strategic and 
competitive management risks. The risk factors were arranged in order of relative im-
portance, starting with customer care risks (0.75) and followed by business transfer 
(0.71), legal (0.669), facilities transmitted (0.662), corporate (0.654), and commercial 
(0.63) risks, the last one including partnership as the second most important sub con-
struct. The least important were financial and economic (0.615) risks.  

 
Gombera and associates (2002) note that by developing business models for manage-
ment and decision-making, FM purchasers will be able to monitor management related 
risks effectively either in the pre- or post-contract stage of healthcare FM operations, in 
order to improve the delivery of high-quality non-clinical services in NHS trusts. An 
effective corporate risk management and decision support system or model will ensure 
that these business factors, although qualitative if carefully managed, become the criti-
cal success factors (the best practice) against which future healthcare FM operations are 
benchmarked. However, unfortunately they do not present such a system or business 
model. 
 
Thus, some kind of risk assessment and management tool would be appropriate. Vari-
ous approaches have been developed to facilitate decision-making under uncertainty. 
Finch (1992) and Rodney and Gallimore (2002) mentioned three approaches, namely 
sensitivity testing, scenario analysis and simulation. This dissertation aims to provide a 
framework for helping companies to manage relational risk in their FM partnerships. 
The provided framework should be used as a starting point when a company develops 
its specific risk management scheme. 
 

2.3.3 Risk management 

As companies increasingly move towards inter-firm cooperation to achieve sustained 
competitive advantage, research in risk management has begun to examine risk man-
agement at the level of inter-organisational relationships and more recently at the level 
of supply chains and networks (Harland et al. 2003). However, so far only limited re-
search has focused on uncertainty and changes in the risk situation, and the risk man-
agement processes for the buyer and the provider in an outsourcing situation (Anders-
son and Norrman 2003). 
 
Traditionally, risk management processes include risk analysis, risk assessment and risk 
management. The risk management process can also be divided in more detail, as 
Engblom (2003) did in his dissertation. He divides the risk management process into 
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five phases: identifying risk, estimating the dimensions of the risk, assessing manage-
ment methods, organising management and establishing a monitoring scheme.  
 
Risk analysis (or risk identification) can be seen as a fundamental phase in the risk 
management process. It follows that by identifying a risk, decision-makers become con-
scious of events that may cause disturbances. Besides risk analysis, there is a need to be 
able to protect oneself against identified risk factors and to choose suitable management 
actions for the situation. It is, hence, important to assess and prioritise risks. (Andersson 
and Norrman 2003) 
 
A very important task in risk management is to establish those risk factors that are im-
portant to a particular company. With the help of risk assessment, the company is able 
to focus its resources more efficiently. The assessment of causes helps companies in 
two ways: the assessment of causes provides a proactive view on the reasons for the 
risks, and it helps in the prioritisation of risks (Hallikas et al. 2002). 
 
In their study of risk management processes in an outsourcing situation, Andersson and 
Norrman (2003) mention that generally used strategies for risk management are to 
avoid, reduce, transfer, share or even take the risk. In dealing with risk, parties will se-
lect a governance structure that provides appropriate safeguards against that risk (Ring 
and Van de Ven 1992). The choice of governance structure will vary with the risk pref-
erence of the firm (Chiles and McMackin 1996). The way that businesses trade off risks 
depends on what are deemed to be acceptable levels of risk, the size of the benefit and 
the attitude of the organisation to risk-taking (Harland et al. 2003). The potential risk 
positions or risk attitudes for a company include reactive, defensive, prospective and 
analytical (Harland et al. 2003). These terms are similar to the adjectives cautious, risk-
averse and risk-seeking. 
 
Decision-making in the risk management process may be analysed on the basis of how 
much information is available to the decision-makers (Engblom 2003). These situations 
can be separated into situations where information is objective, in which case we call it 
”risk”, and into situations where information is subjective, in which case we say that the 
situation is “uncertain” (Arnold 1998; Das and Teng 2001b). The difference between 
risk and uncertainty is important (Chiles and McMackin 1996, p. 80). According to Ar-
nold (1998), in a risk situation, management has an idea of the probability of the risk’s 
occurence and can decide whether such a risk may be too high. Uncertainty means that 
the management does not even have an idea of this probability. However, since prob-
abilities are hardly known in the areas of management and strategy, the term risk tends 
to be used broadly to refer to variances with both unknown and known probabilities 
(Das and Teng 2001a, p. 6).   
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I also want to note the critical difference between “risk” and “perceived risk” (Das and 
Teng 2001b). The perceived risks will be influenced by acceptable risk level, risk pref-
erence, as well as estimated probability and quantity of the risk (Chiles and McMackin 
1996; Sitkin and Weingart 1995). Thus, there seems to be no good reason to expect un-
certainty and perceived risk to have a highly correlating relationship. Theorists tend to 
agree that it is the “perceived” environment that is most relevant to the process of mak-
ing strategic decisions. Managerial perceptions are considered a key ingredient in stra-
tegic decision-making (Das and Teng 2001a). 
 
I use the concept of “uncertainty” (i.e. objective risks or contractual problems) with 
unknown probability and “perceived risk” (i.e. management’s estimate of uncertainty) 
with estimated probability. I will use the term “uncertainty” to denote consequences or 
outcomes of alternatives and their probabilities. This is close to the Das and Teng’s 
(2001b, p. 254) term “objective risk” that is something inherent in given situations. I use 
the term “perceived risk” to denote managers’ estimate of objective risk. This is similar 
to the Das and Teng (2001b) definition. Perceived risks can be minimised through in-
formation (i.e. control mechanisms) or trust (Chiles and McMackin 1996, p. 89-90; 
Tomkins 2001, p. 165).  
 
Trust has been debated extensively in partnership literature (e.g. Doney and Cannon 
1997; Poppo and Zenger 2002). Even though research on trust has become popular, 
there is still confusion about the concept itself and many researchers have only focused 
on parts of the whole (Blomqvist 2002). The term ”trust” is never clearly defined and 
certainly not operationalised (Cousins 2002). Trust has been defined as one party’s con-
fidence in that the other party in the exchange relationship will not exploit its vulner-
abilities (Sako 1992; Ring and Van de Ven 1992; Barney and Hansen 1994; Zaheer and 
Venkatraman 1995; Dyer and Chu 2003). The economic relevance of trust is that it re-
duces the specifying and monitoring of contracts, provides material incentives for coop-
eration and reduces uncertainty (Hill 1990). Transactions are thus cheaper, more agree-
able and more flexible (Nooteboom et al. 1997). 
 
All relationships depend to some extent on trust. Trust enables partners to accept risks 
and positively affects the quality of their relationship (Ireland et al. 2002). Trusting in 
someone enables us to act as if the uncertainty that we face is reduced, although it does 
not actually do that (Tomkins 2001; Das and Teng 2001). Trust and control jointly de-
termine one’s perceived risk (Das and Teng 2001b; Chiles and McMackin 1996). This 
is a crucial point, because trust only reduces the perceived risk, and management deci-
sions are made on the basis of the perceived risk which does not always correlate with 
uncertainty. Therefore, the decisions made may be wrong when considering the actual 
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risk and the firm’s acceptable risk level. Even though trust is a vital component of every 
interaction system, it is a risky investment, because of the ”the problem of time and 
knowledge”. Hence, trust has to be supplemented with mechanisms which take into ac-
count the risk of misplaced trust (Lane and Bachmann 1998). 
 
The risk management process requires the examination of all aspects of risk facing a 
corporation, i.e. the relational risk and the performance risk. Because there is a wide 
range of possible sources of risk, it is necessary for any organisation to develop its own 
tailored risk management scheme. This is important, as each and every organisation has 
its own particular risks (Downey 1995; Sheppard and Sherman 1998). The more generic 
versions might be used as a starting point, but these are not likely to include the full 
range of possible risks to every project/business, so they must be modified accordingly 
(Hillson 2003). The purpose of this dissertation research was to offer such a generic 
framework for companies to be used as a starting point. 
 
As a summary of Chapter 2, Research Issues, I propose (Figure 2) that the characteris-
tics of the task, parties and environment cause some uncertainty in alliances. The uncer-
tainties can be controlled with control mechanisms. Those uncertainties that the parties 
are not able or willing to resolve due to high costs are perceived as risks. The perceived 
risks may be mitigated through trust or control. The trust does not affect uncertainty.  
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Figure 2: FM partnership management framework 

 
 

3 EMPIRICAL STUDY  

Action research is likely to be a problematic research methodology for doctoral stu-
dents (Eden and Huxham 1996, p. 85). As I like personal challenges, I took these words 
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by Eden and Huxham as a gauntlet to take up. I am also glad that I did not have a super-
visor to quote me those words when I was starting this work. 
 
This chapter will present the empirical study and discuss methodological issues. I will 
delineate the research strategy, research approach and research process. In the research 
process section, I will also place the appended papers into the respective phases of my 
research process. 
 

3.1 Research strategy 

The selection of the research strategy was made on the basis of the nature of this study. 
Firstly, it must be noted that the phenomenon of partnerships is a multi-dimensional 
issue. Therefore a multi-theoretical and multi-method approach is needed to cover all 
aspects of the phenomenon (Varis 2004). Secondly, although the urge to apply conven-
tional scientific method to FM is strong and the scientific method is firmly established 
in both political and academic institutions as being the only way to establish truth, it 
does not serve as a platform for FM research. Facilities management is a multidiscipli-
nary, multifaceted phenomenon, symptomatic of a post-modern view of the world; 
modernist research paradigms are unlikely to be able to deal with it. FM does not fit 
easily into the modernist paradigm of distinct academic disciplines or experimental sci-
ence; it can only be dealt with an equally multifaceted concept (Grimshaw 1999). Re-
lated to the above-mentioned reasoning, I have chosen a multi-method research strategy 
for my FM partnership research. A research strategy may be thought of as the overall 
direction of the research, including the process through which the research is conducted 
(Remenyi et al. 1998). The research strategy of this study builds on the research ap-
proach and the research process. The research approach describes the general philoso-
phical approach that reflects the researcher’s perception of reality. The scientific phi-
losophy behind the research should have an effect on the research process, which de-
scribes the actual phases of the process.  
 
This study examines the issue of FM partnership from several standpoints. My disserta-
tion research process consists of three empirical research phases and a literature survey 
which runs through the whole research process. The publications in the second part of 
this dissertation had different research aims and settings and, thus, they adopt different 
approaches to the phenomenon of FM partnerships. Each paper has its own theoretical 
discussion and empirical viewpoint on the related research problems. 
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3.2 Research approach 

The general philosophical approach of the research may be delineated through the scien-
tific paradigm. A paradigm consists of researchers’ value judgements, norms, standards, 
frames of reference, perspectives, ideologies, myths, theories and approved procedures 
that govern their thinking and action. The specific paradigm adopted by the researcher 
structures the research problem by providing implicit rules regarding what issues are 
relevant, how to proceed in the analysis and what analytical tools may be employed in 
addressing the research questions. 
 
Since the research tradition within FM is not very old, there have not been many ex-
haustive academic writings on the philosophical issues of FM research. Few researchers 
involved in the FM area spend much time thinking about research methodology. In the 
author’s recent literature survey (Salonen et al. 2005), the research team did not find any 
methodological reviews in the surveyed FM articles. Although functionalist-positivism 
remains dominant in organisational studies, theorists are grounding their work more and 
more within more critical and interpretative paradigms (Lewis and Grimes 1999). Grim-
shaw (1999) argues that FM is a multidisciplinary, multifaceted phenomenon, and that 
FM does not fit easily into the modernist paradigm of distinct academic disciplines. 
Thus, I would like to point out that, in FM research, we are only at the beginning of a 
voyage of methodological exploration. 
 
The purpose of this study is to develop a framework for facilitating the understanding of 
relational risk and management in facilities management partnerships. This dissertation 
aims to accomplish that purpose by answering the main research question “How can 
partnerships be built and managed within the FM industry?” Thus the focus is on under-
standing, and so the study is interpretative and descriptive in nature. Therefore, the sci-
entific philosophy of this study that guides the research process rests on a non-
positivistic foundation. In addition to the focus on understanding FM partnerships, this 
study takes interest in the generation of a new theory on relational risks in FM partner-
ships. Furthermore, this focus is different from the focus on the positivistic approach to 
confirming theories. The research approach of the empirical study of this dissertation is 
based on the constructivist paradigm aiming to interpret and decode the studied phe-
nomenon of relational risk in FM partnerships.  
 
Ontologically, the constructive paradigm assumes that realities exist in the form of mul-
tiple mental constructions, which are socially and experimentally based, local and spe-
cific, and dependent for their form and content on the person who holds them (Guba 
1990, p. 27). This dissertation research bases its theory formulation on the case study 
respondents’ experiences and interpretations of, as well as on the researcher’s interpre-
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tations of the respondents’ mental constructs of FM partnerships. The respondents view 
FM partnership and related risk in their local and specific company contexts. For in-
stance, during the case study phase, the respondents in the client company communi-
cated their view about the FM partnership from the buyer side of the partnership, while 
the respondents in the supplier companies viewed the partnership from the standpoint of 
their specific company and communicated their experiences and interpretations from 
that specific company context. This issue of multiple mental constructions is raised par-
ticularly in the responses of the survey study during the extrapolation phase. One must 
be careful when interpreting the survey responses, because every respondent looks at 
and answers the questions from their context-dependent point of view. 
 
Epistemology is the philosophical basis for claiming to know what we know. The nature 
and origin of knowledge about phenomena are investigated by epistemology. The con-
structivist paradigm focuses on subjectivity, and aims to unlock the constructs held by 
individuals. This dissertation focuses on unlocking the respondents’ perception and in-
terpretation of FM partnerships, and the generated knowledge is the result of the com-
munication process between the researcher and the respondents, and thus it is subjec-
tive. For example, in the case study phase, the researcher and the respondents developed 
their constructs individually between the meetings, and together in the organisational 
meetings. Thus, the findings are literally the creation of the process of interaction be-
tween the researcher and the respondents. 
 
Methodology describes ways to study phenomena. In the constructivist paradigm, indi-
vidual constructions are revealed and refined hermeneutically and compared and con-
trasted dialectically, with the aim of generating one construction on which there is a 
strong consensus (Guba 1990). In the hermeneutic research tradition, absolute truths do 
not exist. Instead of absolute truth, the researcher tries to find new ways of understand-
ing a phenomenon. The present study discusses FM partnerships in maintenance ser-
vice. However, the findings in the specific case study cannot be generalised directly to 
other cases. Hence, the present study aims to find new ways of understanding FM part-
nerships and related risks. 
 
There are always local and unique conditions that limit the usefulness of time- and con-
text-free generalisations which is characteristic of the positivist methodology. However, 
constructivist researchers may make time and context specific generalisations, or work-
ing hypotheses, using their in-depth knowledge of the specific situation gained through 
the extended, interactive research process (Tacconi 1998). Working hypotheses come 
late in the research process and are preliminary both for the particular condition in 
which they are developed and for other contexts. Working hypotheses of this disserta-
tion may be transferable to other situations. However, the degree to which this is possi-
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ble depends on the similarity between the different contexts. This may be judged by 
comparing the conditions specific to the context of this dissertation with the conditions 
prevailing in the alternative context. The aim of this constructivist research is an idio-
graphic interpretation, meaning that the data are interpreted in terms of the specific case 
rather than formulated into statements resembling law. This process of increasing un-
derstanding is developed through an iteration process, using both inductive and deduc-
tive research. Inductive research starts with real world data and develops theories form 
that input, whereas deductive research starts with existing theories and develops hy-
potheses that are tested. 

 

Gummesson (2000) argues that despite their origin, all research becomes an iteration 
process between the deductive and the inductive after the initial stages. He claims that 
even if this is sometimes referred to as abductive research, it should not be mistaken for 
a third type of approach. The iterative process of this dissertation research may be de-
scribed as ”systematic combining” (Dubois and Gadde 2002). Systematic combining is 
a process where theoretical framework, empirical fieldwork and case analysis evolve 
simultaneously, and it is particularly useful for the development of new theories. 
 
The starting point of this dissertation was induction from an exploratory pilot study. 
However, the deductive approach began to gain momentum shortly after the beginning 
of the research process, as I gained confidence about the relevant literature on FM part-
nerships and relational risk. The very essence of the research has been an interaction of 
inductive reasoning and deductive reflection of existing theories (Picture 3). The spe-
cific phases of the research will be described in the next section that focuses on the re-
search process. 
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Picture 3: The systematic combining of the research process 
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3.3 Research process 

This section places the appended papers into the respective phases of my research proc-
ess. My study consists of three separate but partly overlapping phases. The first phase 
may be called elaboration, which helped to gain pre-understanding and formulate my 
research questions and propositions. The second phase, called certifying, consisted of a 
longitudinal case study. It operated as an empirical research laboratory for testing my 
ideas and propositions. During this phase, I was able to study my research questions in a 
real-world environment. The third phase’s main purpose was to increase the external 
validity of my results. The extrapolation of the results was tested with a descriptive sur-
vey study. We conducted a survey among important FM buyers in Finland. A literature 
survey was carried out in parallel with these three phases (Figure 4).  
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Figure 4: The positioning of the papers with regard to the research phases 

In first phase, I studied collaboration between organisations from a network perspective 
on the business unit level for nine months. On the basis of this exploratory pilot study, I 
formulated my preliminary research question “How can partnerships be built and man-
aged in the FM industry?” With the help of the pilot study, I could determine that study-
ing partnership on the business unit level was not sufficient to gain understanding of 
FM partnerships. Instead, to understand the functioning of networks one should first 
identify the basic constructs of the network and understand their functioning. Networks 
consist of actors and the links between them. In the facilities management environment, 
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the network organisation is composed of multiple clients and service providers support-
ing core business. The relevant lines of questioning should focus on the external net-
work’s interaction with the user organisation on both the centralised strategic client 
level and the decentralised business unit level. On the one hand, the study should be 
more focused on one partnership at a time and, on the other hand, it should be extended 
to cover the whole relationship between companies. Based on this I focused my research 
on the partnership between two actors, while subjecting both partners to a full examina-
tion.  
 
The second phase of this dissertation study consisted of a longitudinal case study and it 
covered a period of over two years, starting from the beginning of the partnership. In 
this phase I concentrated more fully on the collaboration between organisations and 
particularly on partnership management. This phase was carried out using the action 
research method in the longitudinal case study setting. I had a good opportunity to gain 
varied information as I worked closely with the studied companies for over two years. I 
also had numerous chances to discuss with the managers the issues relevant for the 
study. Great caution should be taken when one intends to extrapolate the results of a 
constructivist study. Thus, I planned and completed the third phase to study the gener-
alisation of the findings. 
 
In the third phase, I looked at whether the results of the pilot and case studies could be 
generalised to some extent outside the specific cases. This phase lasted for approxi-
mately four months. The extrapolation of the results was studied with an internet survey 
among important Finnish buyers of FM services. Additionally, the internet survey also 
served to recognise the procurement trends of FM services and to describe the partner-
ship control mechanisms that contribute to the success of FM partnerships. 
 

3.4 Literature study 

This study draws from several research traditions: facilities management, relationship 
management, relational risk, interaction network approach, and also to some extent or-
ganisational theory. I have selected many research traditions, because research in the 
area of relational risk and facilities management itself is still limited. The research tradi-
tions mentioned include aspects which are useful in studying relational risk and rela-
tionship management in FM partnerships. Several research traditions are used in order 
to understand the complex phenomenon of FM partnership. 
 
A comprehensive literature review was undertaken in the areas of facilities manage-
ment, relationship management and relational risk. This has led to the identification of 
the most appropriate methodologies and technologies for use during the research pro-
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ject. The review of literature included a detailed examination of the material relating to 
current partnership management in general and issues relating to FM partnerships in 
particular. The literature review revealed the established and generally accepted facts 
and has enabled me to identify and understand the theories and models which have been 
used by previous researchers in those fields. The main purpose and outcome of this was 
the identification of important factors to be addressed in the management of FM part-
nerships and relational risks. Although the areas of partnership and risk are not new, the 
constructs are neither well-established nor standardised across the board. There are, 
therefore, numerous areas in FM partnerships and related risks that require further in-
vestigation. 

 
The literature review defines partnerships, identifies the reasons for partnership man-
agement and describes the factors underlying an effective management of relational 
risks. The next three sections on the research phases deal with the application of such 
partnership management concepts in FM, and discuss the relationship between partner-
ships in FM and relational risks.  
 

3.5 Pilot study - Elaboration 

In this pilot study phase, I examined inter-organisational relationships through roles. 
Because of the explorative nature of the pilot study, I examined relationships in four 
distinct network contexts. The research was conducted with four pilot cases divided into 
four types of business units: (1) corporate headquarters (financial service group), (2) 
large business unit/subsidiary (telecommunications service provider), (3) medium busi-
ness unit from the property management perspective (real estate investment company), 
and (4) small business unit (technology park). The pilot cases functioned as a laboratory 
for testing ideas and propositions for the author’s future case study. 

 
The network service organisations (Tuomela and Salonen 2003, 2005) were studied 
from specific perspectives by interviewing the staff who have various client and service 
management roles. The exploratory pilot study was conducted by interviewing 25 peo-
ple responsible for buying and managing support services representing a range of work-
place and service functions. The four environments were analysed by interviewing: 

 
1. HR and CRE clients, FM service providers and site managers of service provid-

ers in the corporate headquarters of a financial service group, 
2. HR and FM clients and key account managers and site managers of service pro-

viders in a subsidiary of a telecommunications service provider company func-
tioning as the large business unit, 

3. the property manager, business unit directors in part-time client roles and service 
provider representatives in the medium business unit, which is managed by a real 
estate investment company, 
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4. the managers, a FM service provider and site managers of service providers in a 
technology park, which represents the small business unit. 

 
The interviewees were selected with the organisations’ strategic client representatives 
using the snowball sampling method (Scott 2000). Interviews were analysed by cross-
checking the answers to avoid bias and to obtain a comprehensive picture of the connec-
tions in the organisations, and the analysis was confirmed afterwards by the interview-
ees. A simple network analysis was carried out on the answers. 

 
In the pilot study, I identified the roles and interaction between the business units. The 
network perspective was chosen as a starting point for the study. This turned out to be a 
good point of departure for developing understanding of the importance of relationship 
management. Analysing single networks in asymmetric environments was deemed su-
perficial. Even though the network perspective was chosen as the viewpoint of the 
study, it turned out that analysing single networks in asymmetric environments could 
not reveal the whole picture and that studying a single relationship would be more fer-
tile in the actual case study phase. Connections and different network roles should be 
studied on a portfolio basis in order to understand and improve interaction between 
functions in the network context. The exploratory network analysis of four separate pi-
lot cases on the business unit level did not explain the whole value of inter-firm rela-
tionships. Based on this exploratory pilot study I formulated my preliminary research 
question “How can partnerships be built and managed in the FM industry?” 
 

3.6 Case study - Certifying 

Based on the findings from the pilot study, I entered the next phase of my dissertation 
research. The purpose of this study was to offer a perspective that helps to understand 
the nature of cooperative long-term arrangement, and to manage and produce FM ser-
vices collaboratively. My focus will be on a triadic collaboration network. The studied 
network is comprised of a buyer and two suppliers who are collaboratively responsible 
for providing maintenance and space management functions. The studied transaction 
included only part of those facilities services client organisation was responsible to pro-
vide. Namely real estate maintenance, which ensured the appropriate condition of build-
ings, technical systems and optimal indoor conditions, as well as move management 
functions in the client’s premises in Finland. This case was selected, because it was 
considered to be the first of its kind in the Finnish FM environment and the participants 
had a real need for research. Additionally it provided a good opportunity to collect ex-
tensive data. When realised, it would be the first really big collaborative outsourcing 
contract of maintenance functions in Finland based on openness and trust. The client 
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and suppliers found that switching to the cooperative relationship mode would be a sig-
nificant challenge. The research process was launched to respond to this challenge.   

 
The case study is a research strategy which focuses on understanding the dynamics pre-
sent in a single setting (Eisenhardt 1989). As a research strategy, the distinguishing 
characteristic of the case study is that it attempts to examine: (a) a contemporary phe-
nomenon in its real-life context, especially when (b) the boundaries between phenome-
non and context are not clearly evident (Yin 1989). Case studies may combine different 
data collection methods, such as archives, interviews, questionnaires and observations. 
Additionally, the evidence may be qualitative, quantitative or both. 
 
The reason for choosing a single case study approach is the in-depth knowledge that is 
needed of organisational processes, contractual arrangements and complex performance 
indicators in order to understand FM partnerships. Information about these phenomena 
is often confidential and latent, and the researcher must have good access to an organi-
sation to be able to identify them (Mitronen and Möller 2003; Yin 1994). Case research 
can be very helpful in gaining insights into factors that influence the establishment of 
control structures in inter-firm relationships (Van der Meer-Kooistra and Vosselman 
2000). To understand the management and control of partnerships, and their conse-
quences, it is suggested that researchers study and describe the coordination mecha-
nisms and processes used for partnership management (Grandori 1997; Ireland et al. 
2002). An additional benefit of using the case study methodology was that it enabled me 
to identify and describe a set of specific control mechanisms used in an partnerhsip 
(Dekker 2004). In this study, I use the term “case study” in the sense described by Re-
menyi and associates (1998). 

 
The methodology utilised in this study phase has been a combination of a case study 
and literature review. A literature survey was conducted which included the identifica-
tion of a number of texts specifically devoted to the study of partnerships, strategic alli-
ances or other forms of collaborative strategy. The management journals and texts 
yielded a great deal of generic material on the subject of partnerships, which was sup-
plemented by a survey of facilities and services related journals that provided a more 
limited contextual literature relating to partnerships in the facilities related support ser-
vice. 
 
The research phase was completed using the action research (Eden and Huxham 1996; 
Huxham and Vangen 2003) method. Because the study had a dual goal, i.e. to contrib-
ute both to the companies and to science, action research seemed a suitable method for 
fulfilling these goals (cf. Gummesson 2000, p. 199; Sanderson et al. 2003, p. 1030). As 
the name suggests, action research is an approach to research that aims both at taking 
action and at generating knowledge or developing a theory about that action. Action 
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research is a “live” case study being written as it unfolds. Action research projects are 
situation-specific and do not aim to generate universal knowledge. However, it is im-
portant to extrapolate the results to other situations and to identify how the action re-
search project could inform like organisations and similar issues (Coughlan and Cogh-
lan 2002). Eden and Huxham (1996) stated that action research must have some impli-
cations beyond those required for action or generation of knowledge in the domain of 
the project. Given that action research generally deals with an individual case study and 
hence involves all the issues inherent in case study research, the history and context of 
the intervention must be considered critical to the interpretation of the likely range of 
validity and applicability of the results.  
 
Action research can involve all types of data gathering methods (Coughlan and Coghlan 
2002). The data gathering methods used in this particular action research included inter-
views, company documentation, as well as observation of a variety of organisational 
gatherings. Because some variables in our study were bilateral (e.g. relational govern-
ance and trust), the data were obtained from all parties of the partnership. This will 
bring the advantage of more diverse data in comparison to the earlier studies of control 
systems in outsourcing relationships that have mainly used interviews (e.g. Langfield-
Smith and Smith 2003; van der Meer-Kooistra and Vosselman 2000; Mouritsen et al. 
2001; Houston and Youngs 1996).  
 
The observations included following a project group at work during a two-year period, 
training sessions, steering group meetings and the three mid-evaluations of the out-
sourcing process for everybody in a managerial position. During the latter half of the 
study, the researcher observed the functioning the implemented model. The model was 
also evaluated and further developed in concert with the companies. 
 
The researcher participated closely and actively in the companies’ shared development 
project (related to the outsourcing process), whose aim was to develop a collaboration 
model for real estate and facilities services. In total researcher participated in around 
forty five meetings including over twenty operation group meetings during the two and 
half years. The researcher missed some meetings due the time limitations, but he was 
typically informed of those meetings through the memorandums and discussions with 
participants. 
 
The researcher collected information about the process by participating in project meet-
ings and at the same time shared academic knowledge with the companies. The re-
searcher was allowed to follow and take part in discussions and negotiations between 
partners. Furthermore, he presented options for discussion and decision-making based 
on prior surveys and knowledge found in literature and the pilot study, but he also 
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helped companies analyse their operation. On the other hand, the researcher compared 
methods and mechanisms used by the companies to literature and pre-understanding 
gained from the pilot study. During the development project, the researcher documented 
its progress, focusing on the decisions that were made and the reasons behind them. To 
improve the quality of research, the researcher kept a regular journal to capture his ex-
perience of key events soon after they happened and before the passage of time changed 
his perception of them. The research material was completed with interviews and com-
pany documents.  

 
According to Mitronen and Möller (2003), one way of investigating the management of 
any complex organisation is to identify the different levels of the major decision do-
mains, the players involved in these domains and their relatedness, as well as the gov-
ernance mechanisms through which the organisation with its layered players is directed 
and coordinated. For the purpose of the interviews, the researcher identified the key 
informants as belonging to three organisational levels: senior executive, middle man-
agement and operational (day-to-day) management. The interviewees were chosen on 
the basis of them being managers from all three companies who were involved in the 
outsourcing and partnership decisions, and in the ongoing management of the out-
sourced function (i.e. controlling the relationship). The use of multiple respondents 
from different organisational levels on both sides of a relationship dyad provides greater 
reliability and validity for inter-organisational relationship reports (Frankel et al. 1996). 
The interviews were carried out shortly after the implementation of the service concept 
using semi-structured interviews. All interviewees were voluntary and willing to par-
ticipate in the research. All interviews were recorded on tape and transcribed, except for 
one at the request of the interviewee. An interview may generate feelings of anxiety, 
suspicion, apathy and hostility or create expectations in a workforce (Coughlan and 
Coghlan 2002), and some people will feel that they will be disadvantaged by the organi-
sation change that results from the intervention. It is also unlikely that the researcher 
will gain the full trust of all parties (Eden and Huxham 1996). However, such reactions 
were not observed. The companies’ key members were willing to have an action re-
searcher working with them. 

 
When using action research, it is important to recognise that the intervention will result 
in organisational change and threaten the status quo. The process of change forces a 
dialectic – a contrast – which helps articulation (Eden and Huxham 1996). This in turn 
helps the identification of phenomena and matters that would otherwise easily remain 
unidentified or would not be found using other research methods.  
 
During this extensive and intensive study phase, I was able to test in a real-world con-
text the ideas that I had developed through my dissertation research. In this case work, I 
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was able to investigate the proposed research questions more thoroughly as I worked 
with one case for over two years from the beginning. 
 

3.7 Survey study - Extrapolation 

To gain more confidence about the results of my previous phases of FM partnerships 
research, and to solidify earlier relationship research conducted in the FM field, there 
was a need for a descriptive survey. To address this need, and to gain a deeper under-
standing and to investigate the importance of different management methods or success 
factors in establishing and maintaining partnering relations, a questionnaire was devel-
oped. Survey provided methodology triangulation for research and thus increased the 
value of dissertation. 
 
To gain synergy advantages we merged the ideas and questions of two researchers to 
form one comprehensive questionnaire. The questionnaire was aimed at companies buy-
ing FM services (i.e. user or user-owner companies, real estate investors, property man-
agement companies). In this study, FM services mean real estate maintenance, technical 
maintenance, cleaning, grounds maintenance and waste management. In the question-
naire, a partnering relation was understood as a mutually beneficial relationship in 
which both parties are committed in the long term to developing and maintaining this 
two-way relationship (cf. Ellram 1995). 
 
The questionnaire was divided into four parts. The first two parts covered the procure-
ment of FM services. The first part of the questionnaire consisted of questions related to 
purchasing management, and the second part of questions related to changes in service 
procurement practices. The last two parts considered the partnering approach. There 
were questions about the motives for and circumstances of partnership sourcing, and in 
the last part the success factors of partnering relationships were investigated. 
 
Previous surveys have seen the use of secondary data (Gilbert 2000), expert opinion 
(Clow et al. 1997) and interviews (Marshall et al. 1998) to generate questionnaire items. 
Shaw and Haynes (2004) felt that focus group sessions, as used by Walker and Baker 
(2000) and Amaratunga (2000), would be a more appropriate method. The first draft of 
this questionnaire was developed by the authors on the basis of their previous studies. 
The precise wording of the questions was tailored to fit the FM context in collaboration 
with industry experts. The purpose of this collaboration was to develop a set of items 
that would tap each of the relevant topics and to provide an initial test on some of the 
measures. The first version was modified together with representatives from RAKLI 
(The Finnish Association of Building Owners and Construction Clients), an interest 
group and trade association representing the most prominent real estate owners, inves-
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tors and service providers in Finland. Based on their recommendations, a few questions 
were removed and some questions were modified. The next version was piloted with the 
Senior Vice President of a Finnish real estate investment company. On the basis of his 
comments, one question was added to the final version of questionnaire. 
 
The questionnaire survey was carried out in cooperation with RAKLI. The internet-
based questionnaire was sent to the 50 most important buyers in the Finnish FM market, 
the buyers representing both public and private organisations. This was considered to 
cover the Finnish FM market extensively, especially as the focus of the study was on 
partnership sourcing. 
 
The importance of the buyers was determined using the following approximations of 
importance: firstly the amount of owned square metres and, secondly, for management 
companies the turnover and for municipalities the size of the population. The selection 
of key informants was based on information in the databases of RAKLI. The database 
contains information about the buyers of FM services and people who are responsible 
for decisions related to relationships with FM service providers. The key informants 
were contacted via e-mail and asked if they would to respond to the survey. To improve 
the response rate, the importance of the survey for RAKLI and for the development of 
the FM industry were promoted. Initially we received 19 responses, and one week after 
the first contact a reminder was sent to the 31 informants who had not responded yet. 
Due to the data capturing methods used we were not able to analyse the possible differ-
ences in the answers of the early and late respondents. The total amount of responses 
was 33 while the response rate was 66%. This could be seen as a very good response 
rate. But still, as always in surveys, there is a question of non-respondents. We could 
not analyse these if they have similar profile or not. 
 
The questionnaire form was filled in anonymously. For questions covering procurement 
trends, respondents were asked to answer either yes or no. In relationship management 
questions they were asked to rate the importance of different factors on a 5-point scale 
(from strongly agree to disagree) and then to choose the most important factor of the 
group. The authors did not target the interviewees’ assessment towards any specific 
relationship, which facilitated the capturing of general trends, perceptions and goals. 
 
The questionnaire provided a good opportunity to seek possibilities for extrapolating 
findings from the previous phases of this dissertation research. The results mainly sup-
ported observations from the author’s earlier qualitative studies. The survey confirmed 
that partnerships are a growing trend that is gaining more and more popularity and 
growing in importance also in the FM context. This gave some confidence that the rela-
tional risk is an unexplored issue which companies are not aware of in the FM context. 
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Parties of partnerships do not have formalised risk management methods related to the 
relational risk.  
 
The survey indicated that the results may be applied to other business services to some 
extent, particularly to support services which are operational by nature. However, it is 
important to note that relationships which work successfully in one business environ-
ment may not be as successful when transplanted elsewhere.  
 

4 ANALYSIS OF THE DATA 

Previous sections discussed the methodological issues as well as presented the actual 
study phases of the empirical study conducted within this dissertation research. This 
section provides a summary of the key results and main contribution of the appended 
six papers. All papers have been prepared to meet the requirements of the specific pub-
lications and conferences for which they were intended. In this section I will also top up 
the picture of the process how the author has drawn the conclusions in each paper. 
 

4.1 Paper I:    

Tuomela, A. & Salonen, A. (2003) Network Service Organization – a Multiple Pilot 
Study. Proceedings of the EuroFM International Research Symposium, Facilities,  

 
The first paper is an empirical discussion of a multiple pilot study. The empirical data in 
this paper was collected through interviews. The used interview question themes are 
appended in the Appendix A.  
All interviews were advised by the same basic outline of questions. The additional ques-
tions were asked when there was an interesting discussion with the interviewee. Also in 
the later interviews additional questions were added as researcher was informed both by 
prevailing theories and by a fresh set of empirical observations. The main contribution 
of this paper is that I was able to formulate and revise my preliminary research question 
while gaining more knowledge of the relevant issues. I was also able to define and focus 
my research more accurately.  
 

4.2 Paper II:   

Salonen, A. (2004) Characteristics of Facility Service Industry and effects on buyer-
supplier relationships, Nordic Journal of Surveying and Real Estate Research, Special 
Series,  
 
The objective of this theoretical paper was to delineate the characteristics of facilities 
services and to provide a conceptual model for the management of FM relationships. 
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The underlying idea was that being aware of the characteristics of facilities services 
helps companies to manage their relationships with service suppliers and clients. Firstly, 
the paper describes the general characteristics of business relationships on the basis of a 
literature review and then looks at the specific characteristics of facilities services. Fi-
nally, the paper presents different relationship control mechanisms and formulates a 
conceptual model for the management of FM relationships. The main contribution of 
this paper is the delineation of the characteristics of FM partnerships. Additionally, it 
suggests that companies could use the conceptual model provided as a starting point for 
the management of their relationships. 
 

4.3 Paper III:  

Salonen, A. (2004) Managing outsourced support services: observations from case 
study, Proceedings of European Research Symposium in Facilities Management, Facili-
ties,  

 
The third paper is a discussion of an empirical case study. The empirical data was col-
lected through participant observation using an action research methodology. The start-
ing point for the research was companies’ real need for external help for their develop-
ment process which they had recognised to be challenging. From this perspective the 
author designed two parallel research processes. In the first one he would take part in to 
the companies’ research process and help them by coming in their discussion and hav-
ing a hand in their work. In the second process he would act as an academic researcher 
trying to develop a framework for facilitating understanding of relational risk and man-
agement in facilities management partnerships.  
It was thought that the researcher would gain the most important and relevant informa-
tion of the companies’ partnership development process by attending regularly into the 
meetings of the operating group. The operating group was defined to be the point at 
which to examine the progress of partnership. This was because all three companies, a 
client and its two suppliers, were represented by the managers responsible for the con-
trolling the partnership. This group was responsible to functioning of the partnership. 
Their duty was to form the agreement and the management system including a monitor-
ing system, to negotiate potential disputes and formulate the actual partnership.  
The researcher was invited to all meetings and allowed to actively take part in to discus-
sion of the operating group. Researcher was asked to bring his knowledge to help com-
panies to create the partnership. The agreements and service concept was worked in 
concert with companies and researcher. Suggestions made by the researcher were ac-
cepted, modified or rejected by the companies. Then it was possible to assess the re-
searcher’s impact to the companies’ development process. 
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This paper was written at time point of one year from origin. In total researcher partici-
pated in around forty five meetings including over twenty operation group meetings 
during the two and half years. The researcher missed some meetings due the limitations 
in time, but he was typically informed of those meetings through the memorandums.  
Researcher used also written material to assess the case. Written material used included 
the agreements, memorandums, and the company presentations presented in different 
meetings related to outsourcing process. The written material was analysed to see if the 
researcher’s interpretation of observations was correct. 
The empirical data was enriched by attending also to the kick off session of the partner-
ship process and three mid-evaluations held by the companies to analyse the progress of 
the partnership process. In these meetings there were represented by wider group of 
people attending to the service provision in operational level. 
In addition to the attending meetings and informal discussions with company represen-
tatives the interviews were held. The selection of interviewees was done based on the 
knowledge of who are responsible to create or manage the partnership. It was consid-
ered that only one set of the interviews is sufficient because researcher had numerous of 
changes to discuss with these people through the two year of research process. The used 
interview questions are appended in this research report as Appendix B. 
Focusing on a collaborative FM environment, this empirical paper examines coordina-
tion mechanisms that go beyond the traditional market mechanisms. The paper deline-
ates a single case study of a triadic alliance between a client and its two partners, pro-
viding outsourced maintenance operations together. The paper’s purpose is to add to our 
knowledge of how inter-firm relationships can be established and controlled in the FM 
environment. This paper draws on Van der Meer-Kooistra and Vosselman’s (2000) 
work and extends it to consider the difference between contractual problems and the 
perceived risk, and its consequences on the management and control of the relationship.  
 
The paper contributes to the FM literature by describing a single case of working and 
successful FM partnership. It delineates the service concept. The collaboration models 
adopted from other industries cannot be directly applied, so one needs to pay attention 
to the characteristics of the transaction, parties and environment. A long time span and 
active interaction during the negotiation phase help the parties to overcome their uncer-
tainties. Trust seems especially important during the contracting phase. This is because 
there are no control mechanisms yet. In collaborative relationships mutual trust, active 
interaction, joint decision-making and dispute resolution are the most important man-
agement methods. 
 
However, a partnership is not a static union, it is rather a developing process. Thus the 
paper states that there is a need for further research with a more dynamic and longitudi-
nal approach, which is needed to fully understand the management of FM partnerships. 
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4.4 Paper IV:   

Salonen, A. (2004) Dynamic View to Relationship Management – A Case Study in Real 
Estate Industry, Proceedings of the 13th International IPSERA 2004 Conference,  

 
This empirical paper concentrates on investigating the progress in control-trust-risk rela-
tionships associated with new organisational forms. The paper contributes to our 
knowledge of the FM partnership as follows. Conditions will not remain fixed through-
out the duration of a partnership. Usually information on the desirable properties of the 
transaction, and on the actual general situation, gradually becomes available during the 
process of contract execution. This new information allows contractual gaps to be filled 
and activates the need to realign contract execution with emerging insights (Speklé 
2001). Levels of risk in deals, and reliance on trust between parties, can and will change 
over time; with these changes parties will alter their choices regarding governance struc-
tures and accompanying safeguards (Ring and Van De Ven 1992). 
 
In studied case, I found some uncertainty concerning the dimensions of coordination 
and behaviour. Uncertainty was mostly caused by pricing, defining performance meas-
urement indicators for how the two-supplier model would work out, and the continuous 
improvement of relationship and service processes. However, the uncertainty dimin-
ished during the outsourcing negotiation due to the ongoing interaction between parties. 
 
Even as the paper was written at time point when the data analyse was partly unfinished 
these findings became evident in interviews with the managers. The researcher was able 
to recognise the progress in trust and mutual understanding in conversations held with 
the managers in operating group. Especially this became visible when parties negotiated 
about the agreement and monitoring system. 
 
This was facilitated by social mechanisms. Social mechanisms were formed among es-
tablished representatives of the operating group. The main control mechanisms found in 
the studied case were the organisational structure and the two organisational groups in 
particular, i.e. the Steering Group and the Operating Group. All three parties had a rep-
resentative in these management groups. Also, a dispute settlement was considered an 
important control mechanism. Trust existed between the parties from the beginning of 
the negotiation. Due to the great trust, the parties were able to start services with incom-
plete contracts. 
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4.5 Paper V:  

Salonen, A., Lehtonen, T. and Ventovuori, T. (2005) A review and classification of em-
pirical research in facilities management, Proceedings of the EuroFM International 
Research Symposium,  

 
The fifth paper is a literature review, in which earlier literature regarding FM criteria is 
critically reviewed. To gain an understanding of the evolution of FM research, and to 
solidify previous research and pull together earlier work carried out in the FM field, we 
can use a similar literature review as Scudder and Hill (1998) did within operation man-
agement and Carter and Ellram (2003) within supply chain management. A critical and 
thorough review of published work should yield useful insights as to how to continue to 
improve the quality of published research and to further advance the FM field. The pur-
pose of this paper is to review, evaluate and classify the empirical research that has been 
published in FM journals and conferences, and to analyse how FM research and practice 
are linked. The objective of this study was to answer the following questions: 

- How does empirical research appear to be published in FM literature? 
- How can empirical research in FM be analysed? 
 

The paper has its limitations as it unfortunately due to the limited resources is not inclu-
sive in the analysed data especially from earlier years. This is recognised by the authors 
and thus it was given more weight on the formulation of general view of the progress of 
the FM research than comparing a specific year to another year. Despite of the missing 
data the paper forms an extensive picture of FM from the perspective of published aca-
demic text and gives valuable hints how to improve the quality of published research 
and further advance the FM field.   
 
The main contribution of this literature review paper is that it offers a framework for 
analysing published empirical FM research. Additionally, it offers a critical review the 
current state of the FM discipline. It seems that there is a need for more thoroughly re-
ported case specific studies. Altogether, the normative approach seems to be a common 
way to write papers on FM. On the one hand, this is typical in a completely new or 
emerging area of research. In order to progress, the discipline must continue to carry out 
hypothesis testing and employ valid data analysis techniques more. On the other hand, 
this should not result in the avoidance of rigorously conducted and effectively commu-
nicated qualitative studies. Simultaneously, theoretical frameworks need to be intro-
duced in the discipline (cf. Chotipanich 2004). The lack of conceptual and theoretical 
frameworks is perhaps, in part, the reason why facilities management remains misun-
derstood in the general business sector (McLennan 2004). 
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4.6 Paper VI:  

Lehtonen, T. and Salonen, A. (2005) Procurement and relationship management trends 
in FM services, Proceedings of the 21st IMP Conference,  
 
The sixth paper is a descriptive survey of Finnish FM buyers. The paper summarises an 
Internet survey on professional buyers in Finland who purchase facilities management 
services. The aim of this paper is to recognise the procurement trends in FM services 
and to describe the partnership control mechanisms that contribute to the success of FM 
partnerships.  
 
This paper differs from other appended papers of this dissertation as this relies on sur-
vey. The objective of this paper was not to offer a comprehensive quantitative analysis 
but to depict more diversified picture of FM partnerships. We calculated the mean val-
ues of those answers where respondents used a 5-point scale to rate the importance of 
different factors (Table 2). The paper’s principal merit is that it offers a methodological 
triangulation and thus increases the value of the dissertation. 
 

Table 2: Success factors of FM partnerships (published in Lehtonen and Salonen 
2005b) 

Clearly defined and mutually agreed goals 
Partners have shared visions and values 
Partners have mutually-agreed upon goals for the relationship 

Mutual involvement 
Joint planning 
Mutual relationship development 

Joint problem solving 

Two-way information sharing 
Reporting between parties is systematic 
Content, frequency and participants of various meetings are defined 
Meetings between the top management of the companies 
Managerial level meetings 
Operational level meetings 

Partners’ ability to meet performance expectations 
Service provider takes care of problems related to its subcontractors 
Service provider takes care of advising new service employees 
Sufficient technical know-how and skills of service employees 
Accomplishment of the goals is monitored and goals are updated if required 

 
4.39
4.58

3.79
4.33

4.27

3.81
3.69
3.19
3.75
4.54

4.36
4.32
4.24
4.14

 
The main contribution of this paper is that it delineates the current state of FM partner-
ship management in Finland. As well as contributing to the relationship management 
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literature, this study offers potential benefits to both FM service providers and buyers in 
terms of how to establish successful relationships and to improve the performance and 
efficiency of partnering relations. The Internet survey also helped to test the possibility 
of extrapolating findings from this dissertation’s earlier phases. The descriptive survey 
mainly supported the author’s earlier findings. According to our survey we can say that 
partnership sourcing a growing trend also in FM services. The paper gave also support 
that FM partnerships would differ from those found in literature and have their unique 
characteristics as stated in paper II. The survey questions are appended in this research 
report as Appendix C. 
 

5 DISCUSSION AND CONCLUSIONS 

The last chapter presented the findings of this dissertation research by summarising the 
key results and most important contribution of the appended six papers. In this chapter, 
I will dissect the findings, proportion them to existing literature and draw some conclu-
sions. Additionally, I will analyse the validity of the research, as well as present poten-
tial issues for further research. 
 

5.1 Contribution of the research 

The purpose of this study was to develop a framework for facilitating the understanding 
of relational risk and management in facilities management partnerships. The study dis-
cussed the characteristics of FM partnership and their consequences on FM partnership 
management, and also provided information about the connection between trust and 
partnership management. The results of the research supported the original working 
hypothesis as follows. Firms are moving towards closer relationships in the FM indus-
try. Firms face new kinds of uncertainties and risks as they move towards collaborative 
relationships. Uncertainty and risk cannot be managed with trust. Trust only affects per-
ceived risks. In this section, I will discuss how the research process helped to answer to 
the research questions discussed in the introduction. 
 
The results of this research contribute to the facilities management and to some extent 
relationship management disciplines. The dissertation adds to our knowledge of partner-
ships in the FM context. This dissertation adds the relationship management literature 
by widening the partnership studies into the field of business services. The relationship 
management discipline is advantaged by introducing the difference between risk and 
perceived risk and its consequences on relevant management methods. Additionally, the 
much debated concept in partnership literature, trust, is examined and it is stated that 
trust only affects perceived risk. 
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My doctoral dissertation’s general research question was presented in the introduction 
as “How can partnerships be built and managed in the FM industry?” The question was 
formed mainly on the basis of findings from the pilot study (Paper 1). To answer the 
general research question, this dissertation firstly confirms that there is a similar transi-
tion towards closer relationships and larger purchase entities taking place in the FM 
context (Paper 6). The study contributes to the FM literature by describing the general 
characteristics of FM partnerships and their consequences on partnership management 
(Paper 2). Until now there have not been studies that would discuss the characteristics 
of FM or FM partnerships thoroughly. Additionally, this research provides the FM dis-
cipline with a detailed description of how to set up and manage a working and success-
ful FM partnership (Papers 3 and 4). Despite the growing interest in partnerships, there 
have been only a few publications discussing this issue in FM literature (Jones 1995; 
Yik and Lai 2005). The dissertation also provides a conceptual model for FM partner-
ship management (Paper 2). Furthermore, it suggests that risks should be addressed 
more comprehensively within FM, by introducing the concept of relational risk. Tradi-
tionally, FM literature has seen the risk from a more limited perspective. The relational 
risks have been addressed as important issues in other disciplines (Das and Teng 1999, 
2001; Delerue 2004). However, the academic world has not yet devoted effort to this 
issue of growing importance in the FM discipline. This might be because so far there 
have been only very few partnerships in FM industry. So far only Gombera and associ-
ates (2002) have discussed relational risk. Instead of discussing it as at separate type of 
risk, though, they employed it only as a minor sub-construct of commercial risk. The 
proliferation of FM partnerships the issue of relational risk will unavoidably increase its 
importance in FM. Additionally, the dissertation provides a definition of relational risk 
in order to guide and promote the practice of and future research on relational risk and 
its management in FM partnerships. 
 
The relationship management literature is also extended to cover the partnerships be-
tween the client and the support service provider. This extends the traditional views 
which have mainly studied partnerships between client and component supplier or be-
tween rivals. The dissertation promotes FM as an important part of the business service 
sector. Additionally, this may improve the position of the FM function within compa-
nies. Perhaps FM partnerships could work as a laboratory for testing a company’s part-
nership models before implementing them in more critical core business partnerships. 
Despite of the genenral trend of FM literature emphasising the strategic importance of 
the FM function, it has not attracted attention within the general management of com-
panies. Hitherto many companies have viewed the provision, operation and maintenance 
of facilities as a technical, rather than strategic, function with a vague relationship to 
core business objectives. Furthermore, this dissertation delves into the management of 
partnership. As many previous studies have focused on partner selection or success fac-
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tors, there has been only a limited amount of studies on how the partnerships should 
actually be managed (van der Meer-Kooistra and Vosselman 2000; Ireland et al. 2002; 
Dekker 2004). This dissertation will draw on van der Meer-Kooistra and Vosselman’s 
(2000) work and extend it to consider the difference between contractual problems and 
perceived risk, as well as its consequences on the management and control of a relation-
ship. 
 
As well as contributing to the FM and relationship management literature, this study has 
implications for management through potential benefits for both FM service providers 
and buyers in terms of how to establish successful relationships and to improve the per-
formance and efficiency of partnering relations (Paper 6). As one of the main practical 
contributions of this dissertation, it is suggested that companies could use the presented 
conceptual model (Paper 2) as a starting point for the management of their relationships 
and risks, particularly the management of relational risk. Since organisations have not 
yet fully recognised the importance of the relational risk or formalised their manage-
ment mechanisms for providing services in closer relationships, there exists a strong 
potential for them in taking advantage of and adopting relational risk management 
schemes as well as more sophisticated relationship management methods which are 
already used widely in the more matured industries. The managers can implement the 
delineated FM partnership model by assessing the similarity and differences between 
the context of the specific case and their own context. This is made easier as the context 
of this research is described in detail in the appended papers (Papers 2, 3 and 4). Essen-
tially I argued that companies should identify the risk related to close relationships and 
that trust, even though essential for successful partnerships, does not remove relational 
risk. 
 

5.2 Evaluation of dissertation 

The objective of this constructivist research was to give an idiographic interpretation, 
meaning that the data is interpreted in terms of the specific case rather than formulated 
into statements resembling law. This process of increasing understanding consisted of 
an iteration process using both inductive and deductive research. This research report, 
however, follows deductive logic, where the theory is presented at the beginning, and 
the empirical part is discussed at the end of the report. The validity comes from the con-
tribution of the individual studies, which have been peer-reviewed and evaluated indi-
vidually before each paper was published in academic forums. The reliability of the 
study was supported by reporting both the research methodology and the results in de-
tail in the appended papers and this research summary report.  
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The greatest weight in my dissertation research was attached to phases 1 and 2, as phase 
3 largely served the purpose of methodology triangulation and extrapolating the find-
ings from phases 1 and 2. The research methods used in the empirical part of this disser-
tation research were qualitative in research phases 1 and 2, while in research phase 3 a 
survey method was used. Therefore, I can say that this dissertation research belongs to 
the qualitative research tradition.  
 
The scientific quality of a research may be judged by various criteria. The qualitative 
and quantitative studies are based on different paradigms. Where the qualitative re-
searcher seeks understanding, the quantitative researcher seeks, instead, generalisation 
of findings. Thus, I use criteria aimed at determining the quality of case studies to ana-
lyse both phases 1 and 2, and criteria aimed at analysing surveys in analysing research 
phase 3. In qualitative research, a study is valid if it truly examines the subject which it 
claims to have examined, whereas in survey research a study is valid if an instrument 
actually measures what it claims to measure. In surveys, validity is focused on methods; 
an example is the validity of rating scales in a survey. In qualitative research, the main 
concern is the validity of interpretations, for instance, whether a researcher’s conclusion 
that x is the main theme to emerge from interviews is valid. 
 
Research phases 1 and 2 were both modifications of a ”normal” case study. The first 
phase, called elaboration, was a multiple case study that leaned towards an explorative 
study. This can be handled within this section that discusses the validity of the research 
process. The second phase, called certifying, was a single longitudinal case study con-
ducted using the action research method. Given that action research deals with individ-
ual case studies, it hence involves all the issues inherent in case study research. There-
fore the validity of the second phase can also be assessed within the discussion of the 
research process in this section. Action research also has its own unique characteristics, 
and the term is sometimes used rather loosely to cover a variety of approaches (Eden 
and Huxham 1996). Thus, I will include a separate subsection to discuss of the validity 
of action research (Section 5.2.1). I also discuss the validity of research phase 3 in a 
separate subsection (Section 5.2.2). In this section, I present a summary of the key is-
sues affecting the validity and reliability of the research process. 

 
The quality of a study may be assessed through the concepts of construct validity, inter-
nal validity, external validity and reliability (Kidder and Judd 1986; Yin 1989). Validity 
is the extent to which the researcher is able to use his method to study what he intends 
to study, rather than studying something else. The credibility of the study may be in-
creased if the final interpretation is subjected to the scrutiny of those individuals upon 
whom it is based. In this research, the credibility has been validated by allowing the 
interviewed managers to evaluate and comment on the researcher’s interpretations in 
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accordance with their own empirical and contextual understanding. In the first phase of 
this research, the respondents were given an opportunity to comment on the transcrip-
tion of their interview. Additionally, the researcher went over the results of the pilot 
study with the representative from each case. In the second phase, the results were ac-
cepted by the companies as they had a chance to read and amend the papers (Papers 2 
and 3) before sending them for publication. Also the long time span of the action re-
search served as a means to gain credibility. 
 
Good construct validity means that the focal characteristics and concepts of the research 
subject are revealed and the correct operational measures for the concepts, ideas and 
relationships are studied (Remenyi et al. 1998). To gain construct validity, the focal 
concepts were defined and redefined through the iterative research process in order to 
find the most suitable ones. The formulation of the focal concepts has been an iterative 
process over three years. The concepts were derived from literature and discussed with 
peers, as well as practitioners, in academic and practical seminars where the researcher 
was presenting his study. There were some problems with the concepts of “risk” and 
“perceived risk”. We found that the division into “risk” and “perceived risk” is chal-
lenging, and it seems that managers have hard time to differentiate the two in practice. 
Additionally the term partnership has been stated to be a complex term, meaning differ-
ent things to different people. In this dissertation due to the longitudinal case study re-
searcher had a good opportunity to be secured that each participant organisation under-
standed it equally. Additionally, even the levels for characteristics seem to be universal 
and in line with earlier studies it was noted that the described characteristics of FM are 
derived from the researcher’s observations of the studied cases. Further research should 
examine whether or not there are some other relevant characteristics.  
 
Internal validity refers to the validity of the research process as research (Eden and 
Huxham 1996). Internal validity means establishing a causal relationship, whereby cer-
tain conditions are shown to lead to other conditions, as distinguished from spurious 
relationships. Checking and improving the internal validity of research was based on the 
literature analysis while I developed my conceptual framework. The case study analysis 
was based on the developed framework. Internal validity was also ensured by triangula-
tion of data both by interviewing several interviewees on the same themes and by com-
bining and comparing data from various sources. Especially phase 3 was used to trian-
gulation and thus to increase the internal validity. 
 
External validity of research is concerned with the degree to which the results may both 
be justified as being representative of the situation in which they were obtained and 
have claims of generality. The aim of this constructivist research was an idiographic 
interpretation, meaning that the data are interpreted in terms of the specific case rather 
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than formulated into statements resembling law. Thus the most weight was focused to 
that results are representative of the situation. In order to be able to assess the represen-
tative of the results the actual situation was pictured as perfectly as possible. The gener-
alisability was improved with a thorough description of the research process and the 
specific context of the empirical study. The generalisability of the results was also stud-
ied in the third research phase. Furthermore, it will be discussed below in Section 5.2.2, 
The validity of survey. 
 
Reliability means that other researchers can replicate the study with similar results. 
Given that qualitative studies generally deal with an individual case study and are often 
both time and context specific, the repeatability concerns the documentation of the re-
search process. This applies particularly to the action research method used in phase 2. 
By its very nature, action research does not lend itself to repeatable experimentation; 
each intervention will be different from the previous one (Eden and Huxham 1996). 
Thus, the history and context of the intervention must be considered critical to the inter-
pretation of the likely range of validity and applicability of the results. However, it is 
believed that if another researcher would listen to the recorded tape interviews, read the 
transcriptions and other research material, rather similar findings could be obtained. 
 
A research diary was used, because it allowed the researcher to document ambiguous 
matters and to continue their systematic analysis later. In practice, an electronic data file 
was used to document new ideas, questions and challenges related to the different 
phases and themes of the study. In his dissertation research, Seppälä (2004) found that 
this has been especially helpful when following an abductive (i.e. systematic combin-
ing) approach.  
 

5.2.1 The validity of action research 

The distinguishing feature of action research, when compared to other forms of organ-
isational research, is the tight coupling of research and action and the deliberate in-
volvement of the researcher in the changes made to the situation being researched 
(Huxham and Vangen 2003). It should be remembered that there are actually two coex-
isting action research projects. First, there is the core action research, in this case it was 
the outsourcing project. Second, there is also the dissertation action research project. 
This distinction is useful as it is the dissertation project which will be submitted for ex-
amination, rather than the core project. 
 
One should note that much of action research’s validity comes from the developed the-
ory not simply being ”grounded in the data” but being ”grounded in action” (Eden and 
Huxham 1996). This has a potential for a more comprehensive ground for theory devel-
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opment, because it is possible to determine what participants actually say and do in cir-
cumstances that really matter to them. The validity of research may be improved 
through triangulation. Action research provides an opportunity to search for triangula-
tion between (i) observation of events, (ii) the accounts of events, and (iii) the changes 
in these accounts and the interpretation of events as time passes (Eden and Huxham 
1996). The conducted action research offered a good opportunity for triangulation due 
the diverse sources of data available for the researcher. 

 
The quality of action research should not be judged by the criteria of positivist science, 
but rather by its own criteria. According to Coughlan and Coghlan (2002), the suitable 
questions are as follows: 

− How well does the action research reflect the cooperation between the action 
researcher and the members of the organisation? 

− Is the action project governed by constant and iterative reflection as part of 
the process of organisational change? 

− Does action research include a plurality of knowing? 
− Does action research engage in significant work? 
− Does sustainable change come out of the project? 

As I participated closely and actively in the companies’ outsourcing process and was 
involved in the discussions, it can be said that there was intensive interaction between 
the researcher and the managers. The managers faced a real challenge in set up a work-
ing partnership and they were willing to discuss this with me. This intensive interaction 
resulted in more extensive academic knowledge, as well as a partnership model used by 
the companies. The academic knowledge increased with insights gained during the in-
teraction. The development of the partnership model benefited from academic knowl-
edge. Thus, we can say that the research process fulfils the criteria of high-quality action 
research. 
 

5.2.2 The validity of survey 

The third phase of this dissertation focused on extrapolation of the findings obtained 
from earlier phases. Thus, the objective of this survey was to find whether the findings 
could be generalised to some extent beyond the specific case studies. It was found that 
the results of the survey conducted as the third research phase are representative in the 
FM field and may be applied even to other business services to some extent, particularly 
to support services which are operational by nature. Thus the survey supports the gener-
alisability of the findings from this dissertation. In survey research, a study is valid if an 
instrument actually measures what it claims to measure. This was tested and improved 
in collaboration with industry experts. In survey methods, validity is focused on meth-
ods; an example is the validity of rating scales in a survey. In this survey, the scale was 
determined together with researchers and the industry experts. The researcher defined 
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the academic objective while the industry experts told what had been used in earlier 
studies and hence the scale that the respondents were familiar with.  
The most essential weaknesses of our survey relates to the data capturing method. It did 
not allow us to analyse the potential differences between the early, late and non-
respondents. 
 
The generalisability of the results was reduced for four reasons. The first reason is that 
the study was only carried out in a single country. Thus, differences between different 
markets could not be observed. The second limitation is related to the sample. Even 
though the response rate was exceptionally (total 66%) high, one should also pay atten-
tion to the possible effects of non-response. On the other hand, although the sample 
covers the Finnish FM service market extensively, it is still quite small from the statisti-
cal point of view. Furthermore, the study sample may be somewhat skewed towards 
companies with proactive facilities management. The third reason is that the data were 
gathered only from the buyer side of the dyadic relationship. It has been noted in the 
literature that the emphasis on each control mechanism differs between suppliers and 
buyers (cf. Leek et al. 2004). However, this was not seen as a serious deficiency as the 
survey was created on the basis of previous knowledge, which was gained from dyadic 
studies. Finally, FM relationships (in Finland) are often buyer-dominated. As a conse-
quence, further research should involve the use of the same questionnaire in different 
business environments. In addition, to be able to make stronger claims to support the 
supposition that particular governance mechanisms result in partnership success, one 
should conduct an extensive test that includes the mechanisms’ effect on the partner-
ships’ performance (cf. Cannon et al. 2000). 
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APPENDICES 

Appendix A: The interview questions of the pilot study 
The interview themes of the pilot study presented in paper I. 
 
Theme 1) How are your services organised? 
Theme 2) How do you communicate about different services with the client (e.g. build-
ing owner)? What 
are the issues and how frequently? 
Theme 3) How do you communicate about different serviceswith the end-user organisa-
tion (e.g. 
management and staff)? What are the issues and how frequently? 
Theme 4) How do you communicate about different services with the other service pro-
viders (e.g. 
cleaning, maintenance, catering etc.)? What are the issues and how frequently? 
Theme 5) How would you improve the overall cooperation in the network? 
 
 
Appendix B:The interview questions of the case study 
The interview questions of the pilot study presented in papers III and IV. 
 
Background 
Why you entered into the partnership between three partners? 
What expectations or objectives you had initially? What were the possibilities you saw? 
Has these objectives changed during the process? How? What elements has caused the 
change? 
Was there some critical phases? Which ones? Why? 
 
Characteristics 
Did the characteristics affected to the formation of relationship? How? 
What resources you have put into this partnership?  
How would you describe the intended relationship? Does it meet the outcome? 
How this partnership differs from other relationships? 
 
Challenges 
What type of challenges you faced during the partnership process? 
What were the issues that were hard to agree? why? 
How these challenges were solved? What kind of solutions were found? 
Is there still some issues that you perceive as challenges? 
What issues you rate as important in order to formation of collaboration? 



 

 

 
Perceived risks 
What kind of risks you perceived initially? Did they were consequences on used part-
nership model?  
Have these perceived risks changed? What issues have caused the change? 
Have you prepared to perceived risks? How have you prepared? 
Have you evaluated the amount or possibility of those risks? How? 
What is your risk preference or tolerated risk level? Does this vary compared to your 
other relationships? 
 
Management 
How do you get everyone involved to understand the partnership and work as intended? 
How can the partnership be managed? What mechanisms you have? 
What are the differences between management mechanisms? 
What mechanisms you intended to build into the partnership? Are those come true? 
In which time point the trust formed? How has the trust been built? 
 
Productization 
Is the used partnership model usable in other situations? 
What would you do differently? 
Is it possible to generalise the partnership model? What would be the advantage of it? 
How would you describe the partnership process? 
 
 
Appendix C: The survey questionaire of the survey study 
The survey questions of the survey study presented in paper VI. 
 
Background information 
I am a representative of a: 
– user or user-owner company 
– real estate investor 
– property management company. 

Procurement of real estate services 
We have a general procurement policy, which describes the goals and practices of pur-
chasing. (yes/no) 

We have a written (version of) sourcing strategy, which defines the guidelines for the 
purchasing of real estate services. (yes/no) 

We have reduced the number of our real estate service providers in the last five years. 
(yes/no) 



 

 

We have reduced the number of personnel who are responsible for purchasing of real 
estate services and management of relationship with real estate service providers in the 
last five years. (yes/no) 

We have chosen preferred service providers from whom we buy real estate services. 
(yes/no) 
– If your answer was yes, how many preferred service providers do you have? 

_______ 

We have outsourced functions related to real estate services during the last five years. 
(yes/no) 
– If your answer was yes, what functions have you outsourced? 

___________________ 

We have grouped real estate service purchases into larger units. (yes/no/we purchase 
real estate services nowadays in smaller entities) 
– If your answer was yes, has it happened by entrusting more sites to one service pro-

vider? (yes/no) 
– If your answer was yes, do you purchase services regionally or nationwide? 

________ 

Have you entrusted multiple services to one service provider? 
– If your answer was yes, has it happened on the level of a single site or on the level of 

multiple sites? _____________________ 

During the recent years, have the periods of agreement of the contracts with real estate 
service providers become longer. (yes/no) 

Nowadays we purchase real estate services more often from certain service providers. 
(yes/no) 

We have established close partnering relations with some real estate service providers. 
(yes/no) (If the answer is no, the questionnaire “ends”) 

What have been your motives to move towards the partnering approach? (Select the two 
most important factors.) 
– to reduce and trim our service provider base 
– to improve service quality 
– to save on costs 
– to reduce the amount of work related to competitive bidding 
– to increase development activity of real estate services 
– none of above. 

In which situations does the partnering approach seem to be necessary? (Select the two 
most important factors.) 
– wide service packet with high purchasing volume needed 
– tailored and complex service packet needed 
– service needed is strategically important  
– service requires us to share sensitive information with the service provider 



 

 

– there are only a few alternative service providers in the market 
– resources of own organisation needed for the purchasing of real estate services are 

scarce 
– none of above. 

We have analysed the risks related to partnering relations. (yes/no) 

Management of partnering relations 
Respondents are asked to rate the importance of every factor on a 5-point scale (strongly 
agree/disagree) and after that to choose the most important factor of the group. 

Co-operation 
Partners have shared visions and values. 
Partners have mutually-agreed upon goals for relationship. 
The accomplishment of the goals is monitored and goals are updated if required. 
Partners have a joint action plan. 
There are well-defined command structures and authority systems between partners. 
Both partners participate in and put effort into relationship development activities. 
Flexibility of partners and willingness to make relationship-specific investments. 

Economical aspects 
Open books -approach to costs and pricing. 
Both partners agree to take risks. 
Benefits are shared proportionally with respect to the investments of the various parties. 
Benefits are shared in some other way. 
Service provider has the possibility to gain a larger profit by developing its own opera-
tions. 

Service quality 
No variations in service quality between sites and regions. 
Service provider takes care of problems related to its subcontractors. 
The amount of forc-account work is minimised. 
Service provider reacts immediately to service failures and complaints. 
Service provider replaces its employee with another immediately, if service failures 
caused by the employee appear. 
Service provider takes care of advising new service employees. 
Service employees have the technical know-how and skills, needed to provide service. 
Service employees are able to provide customer service. 
Positive feedback from end-users. 
 
Interaction 
Joint problem solving. 
Good interpersonal relations. 



 

 

Partners have defined what kind of information is shared, how often, and who is respon-
sible for collecting the data. 
Deviations and needs for change are reported immediately. 
Partners have defined the content and frequency of different type of meetings and de-
fined which organizational levels take part in these meetings. 
There are meetings between the top management of the companies to set mutual strate-
gic long-term goals and to try to discover the potential synergies between the operations 
of the service provider and the client. 
There are meetings between the managerial levels of companies to develop the opera-
tions related to the relationship. 
There are operational level meetings to adopt new courses of action and to solve practi-
cal problems related to service providing. 
Consolidation of data systems related to e.g. property data and customer feedback chan-
nels. 

Problems related to partnering relations: ______________________ (written, free form) 
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