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1.1 Introduction - Understanding Asset Management

1.2 The asset journey

Physical assets have a life: they are planned and created, used and managed, and when no longer required are either disposed of or altered for a new use.  The life cycle of assets is often known as the asset journey.  It can be depicted as shown in Diagram 1.
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Diagram 1 The Asset Journey


University Assets must be seen as platforms from which service delivery takes place.  Assets are owned and managed throughout their life within a framework of return and risk.  All asset owners and users expect appropriate returns or benefits from their investment, the minimisation of waste, and the matching of their assets with the services they deliver.


Conversely, risks brought on by political, financial, operational, workplace health and safety, and environmental factors (to name just a few) must be managed by asset owners, managers and users.


A comprehensive understanding of assets and their full life cycle costs can allow us to influence directly the quality of service delivery, and to optimise the value, use and returns from the assets under the control of the University.

1.3 The importance of good planning


The greatest savings and most enduring efficiencies are achieved in the earliest planning phases of the asset journey, with decreasing opportunities for savings as asset investment projects progress towards completion.  The importance of good planning of assets is illustrated by Diagram 2.




Diagram 2 Influencing cost across an asset’s life


More effective planning and an understanding of the various service delivery options can lead to large savings being made during the asset creation phase.  Similarly, planning for effective management of the asset can lead to significant savings in the operational costs during its life cycle.
2. Strategic Asset Management

2.1 Definition


Strategic Asset Management can be defined as the planned alignment of physical assets with service demand.  It is achieved by the systematic management of all decision-making processes taken throughout the life of the asset.

2.2 Principles of Strategic Asset Management


The principles of Strategic Asset Management are:

· assets only exist to support the delivery of services;

· asset planning is a key corporate activity that must be undertaken along with planning for human resources, information systems, knowledge creation and transfer, and finance;

· non-asset solutions, full life-cycle costs, risks and existing alternatives must be considered before investing in building assets;

· responsibility for assets should reside with the elements that control them;

· asset management at campus and element level should reflect the University’s overall asset policy framework;

· the elimination of waste;

· the full cost of providing, operating and maintaining assets should be reflected in the delivery of services. 

2.3 The Strategic Asset Management Framework



Strategic Asset Management provides a framework for better practice in the planning, provision, management, and eventual disposal or adaptation of assets for a new use.

The framework provides a lateral perspective, to allow the University to develop strategies that match the quality, quantity and type of assets with the defined service need, and a vertical perspective that ensures the decisions taken about each asset or group of assets are supported with structured methodologies and decision making tools that take into account the total life of the asset.

2.4 Service Demand


Strategic Asset Management commences with the identification and analysis of community demands and expectations of service.  In the case of the University this is influenced by Government policy at both State and Commonwealth levels about access, levels of government funding, decisions on the levels of user-pay and the levels of support for research.


Such policies can have significant flow-on effect on the resources available to the University to deliver its services.  In many ways, the University must not only be responsive to economic, social and legislative change but should also be a driver of change.


All impact on the type and distribution of the physical assets required by the University.

2.5 Strategic Directions


The University uses a structured approach to developing its forward plans for teaching, learning and research.  The Strategic Plan provides a medium term horizon against which performance can be measured and which elements to use to provide direction to their own strategic plans.


Fundamental to the development of corporate plans and service delivery strategies is rationalisation of demand against available resources.  To achieve this, it is essential that senior managers responsible for the co-ordination of resources participate in all phases of service delivery planning.


Typically, financial, information, knowledge and human resource managers have dominated the service delivery planning process.  However, it is important that managers responsible for the planning and provision and use of physical resources are also involved.  The operating expenses of the physical assets over their life far exceed the initial capital cost and are a significant part of service delivery.  The involvement of resource managers in the planning process maintains the focus on service delivery and encourages innovation.

2.6 Resource Planning


The delivery of teaching and research services by the University consumes most of its resources.  It will be important for the University to have in place good processes for the optimisation of limited resources and this is more likely to occur when resource managers work together at the strategic level.


Physical Asset Strategic Plans need to be developed that have clear linkages to service delivery strategies.  Such plans need to demonstrate the implications of the Asset Journey or Life Cycle of the asset.  In particular, it is important to understand that Physical Asset Strategic Plans are generally different from other resources plans in that the time horizons are often longer and decisions once made are much less flexible.

2.7 Implementation


Implementation of efficient and effective asset management requires a clear understanding of the responsibilities of ownership.  The outcome includes comprehensive plans for facilities management, capital investment, management and maintenance of existing assets, and disposal or adaptation for a new use of surplus assets.  


The plans must demonstrate strategies that yield the following benefits:

· a clear understanding of the role that assets play in support of the University’s objectives

· alignment of assets with service delivery strategies

· the provision of an environment that supports service delivery

· the optimal functionality and utilisation of assets 

· the development of assets which are environmentally sustainable in design and operation

· management efficiencies and effectiveness

· maximum return on investment

· appropriate workplace health and safety management 

· rapid identification and reporting of surplus or under-utilised assets

· access to accurate data and information

· maximum benefit from the application of capital and maintenance funds

· the identification and quantification of opportunities and risks.

2.7.1 New investments


Built assets are platforms for the delivery of services.  Proposals for new buildings or infrastructure should only be implemented if they directly support new or improved service delivery outcomes.  Strategic Asset Management requires that a structured approach be taken through which the need for new investment can be demonstrated.


In particular, the University must consider

· the need for the asset and whether existing assets can meet the need

· alternatives to physical assets which may deliver the service

· the opportunities for private sector to provide the service to the University or its clients eg.  student housing, stores, workshops, commercial facilities, corporate computer space.

In all cases where it is decided to proceed with the delivery of a new investment in physical assets, the full life cycle costs and function of the assets should be considered with this information being used to shape the investment decision.

2.7.2 Disposal of surplus assets


The opportunity for the University to dispose of individual assets such as a building is limited when the building forms part of a larger campus.  However Strategic Asset Management will identify those assets which are under-utilised.  Opportunities will then be reviewed for increasing utilisation in their current form by transferring functional responsibility to another element within the University which has a need for additional space or by altering and adapting their form for another purpose or by renting it to an external user.

2.8 Service Delivery


The primary focus of Strategic Asset Management is to achieve optimal service delivery through effective asset solutions and efficient asset management.  Traditional performance has been measured in terms of inputs and the minimisation of waste at the input end of the resource equation.  Strategic Asset Management requires us to focus on outcomes and the output end of the resource equation.  The real measure of success is enhanced service delivery.  Performance measures and benchmarks in Strategic Asset Management plans should therefore be primarily directed at measuring these outcomes.

2.9 Legislative framework


The legislative requirements imposed by the three tiers of government must be addressed.  These include compliance with the requirements of the Higher Education Funding Act, Financial Administration and Audit Act, the Financial Management Standard, the Building Act, Workplace Health and Safety Act, the Environmental Protection Act, the Fire Safety Act, and the requirements of the various Council Ordinances in the cities of Brisbane, Gold Coast, and Logan.  In addition, as part of the operations of assets the requirements of numerous Australian Standards come into play.  The University’s operations are also governed by the Griffith University Act and the subordinate legislation contained in various statutes.

2.10 Organisational framework


The organisational framework for the management of the University’s assets must be supported by sound methodologies and appropriate professional and technical advice.  


The framework must take into account the academic structure and nature of the University as well as the administrative and other support structures.


Management of assets to service the University at its various and varied campus locations must take into account the specific needs of the local communities as well as the need to be efficient in the use of resources.


Management of the diverse range of assets contained in the University’s portfolio of buildings also suggests that reference to international best practice in the area impacts on the organisational framework within which the Office operates.

2.10.1 Management levels


The management levels which must be recognised are:

· The Council of the University and its Committees

· The Vice-Chancellor, and the Vice-Chancellor’s Executive Group, which set the strategic and policy direction of the University

· The Pro-Vice-Chancellor (Administration) at University Administration level for overall general administration of the University

· The Director, Campus Life, the Deputy Directors, the Manager, Engineering Services, and the Manager, Finance and Resources for strategic planning, construction and management of the physical assets of the University

· The Campus Facilities Managers who are responsible for the daily operation of the assets on each campus.

2.10.2 Implementation components


Key implementation components need to support each level of management.  These are briefly:

1. Policies and processes

· policies and guidelines for financial and asset management at government level

· university-specific policies and procedures for asset management

· decision-making tools for planning, risk assessment, operational management and maintenance.

2. Skills and competencies

· relevant qualifications and experience

· staff numbers relevant to the workload

· training and education to support the staff in achieving the best outcomes.

3. Roles and responsibilities

· the appropriate organisational structure 

· appropriate position descriptions and responsibilities

· appropriate and adequate delegations of responsibility.

4. Information and systems

· asset information

· human resource information

· work management systems.

5. Performance measures

· performance measures in both input and output terms

· benchmark data.

2.11 Competitive framework


The University wants to achieve results that represent best value for money in asset management.  This will not always be achieved through the use of in-house resources.  However, outsourcing for its own sake is not always cost effective either.  Campus Life Management (Facilities) will continue to review the appropriate mix of internal and external sources to provide the asset management service required to allow the University to achieve its desired service outcomes.

The Griffith University Strategic Asset Management Plan


The University’s Strategic Asset Management Plan has been developed by Campus Life  in conjunction with stakeholders and takes into account the following:

2.12 Corporate Objectives


The University has published its Strategic Plan for 2009 to 2013.  That document sets out the University's Vision, Mission, Goals and Objectives.

2.12.1 The University’s Vision is:

Griffith University, a multi-campus, learning-centred, research university, will be acknowledged as an outstanding university which combines the best university traditions and values with the innovation necessary for success.  Ideally positioned in the fastest growing region in Australia, the University will build on its established reputation for responding creatively to local, national and global change by embracing diversity and nurturing innovation.
2.12.2 The University’s Mission is:

In the pursuit of excellence in teaching, research and community service, Griffith University is committed to:

· innovation

· bringing disciplines together

· internationalisation

· equity and social justice

· lifelong learning

for the enrichment of Queensland, Australia and the international community. 

2.12.3 Values

In pursuit of our mission, the University values:

· rigorous standards of scholarship

· continuous quality improvement and accountability as befits a learning organisation

· commitment to individual rights, ethical standards and social justice

· participatory decision making and problem solving

· lifelong learning and personal development

· contributing to a robust, equitable and  environmentally sustainable Australia

· tolerance and understanding of diversity in society.

2.13 The Griffith Graduate

Griffith graduates will be known for their expertise and ability to apply their multi-disciplinary knowledge and skills in innovative ways to novel problems.  They will possess high level skills in:

· oral and written communication

· problem solving

· analysis and critical evaluation

· information literacy,

and the ability to:

· undertake independent lifelong learning 

· initiate and lead enterprises

· work effectively as a member of a team

· assume responsibility and make decisions

· undertake employment or further study nationally and internationally 

combined with high ethical standards.

2.14 Goals

The University's goals for the period 2009 to 2013 are:

2.14.1 Teaching and Learning 

Goal
Griffith will be the dominant university in the Brisbane-Gold Coast corridor, and will attract talented students from across the country and abroad. Its programs will be distinctive in their emphasis on preparation for global citizenship and development of inter-cultural competence, and for incorporating work-integrated learning. It will provide an excellent learning experience for its students, supported by the best possible facilities. Griffith will also have a reputation for producing successful graduates.

Strategic Priorities
The University’s strategic priorities for teaching and learning are:

· Comprehensive 

· Griffith will be a university of a size sufficient to support a comprehensive range of programs across a network of different campuses

· Excellent

· To improve retention of students

· To improve the CEQ Overall Satisfaction indicator of Griffith graduates

· Distinctive

·  Griffith will offer a signature learning experience by providing students with identifiable work-integrated learning opportunities in all its programs, and by preparing them to be global citizens.

· Successful

· To improve graduate success in terms of full-time study or full-time work outcomes

2.14.2 Research and Research Training 

Goal

Griffith University will establish a small number of internationally recognised areas of research excellence through its Areas of Strategic Investment, while ensuring that all disciplines have good quality research of at least national standing. Griffith will support its staff and academic leaders to develop a culture of research quality, performance and innovation.
Strategic Priorities
The University’s strategic priorities for research are:
· To increase research income

· To increase the number and quality of research publications

· To increase the number of research higher degree (RHD) commencements and completions

· To increase the proportion of staff who are research active 

2.15 The external environment


The University is required by its stakeholders to provide a high level of service to students, staff and the community in fulfilling its obligations for teaching, learning and research.  This service must be provided in a changing social, political and economic environment.


The changing environment is characterised by: 

· Government targets set for participation in education

· Introduction of the voucher system

· changing technology in teaching, learning and research

· reductions in the level of government funding

· increased internal competition for resources

· demand for accountability at all levels

· expectations of year-round delivery of service.

2.16 The challenge


The challenge is the strategic alignment of the University’s current and future assets, to ensure limited funds are expended to optimise the teaching and learning outcomes identified in the Strategic Plan.  


The University’s physical asset base is generally sound; however, it must keep pace with future demand by having a strong framework in place to ensure assets are effectively managed.


This reinforces the need for a forward-looking approach to asset management that leads to:

· structured and responsive corporate planning

· demonstrable linkages between service delivery and resource planning

· formal planning and accountability for the acquisition, maintenance and disposal of assets

· the use of appropriate methodologies to manage the demand for new assets, 

· the use of appropriate methodologies to measure the condition and functionality of existing assets

· more effective and innovative ways of delivering services.


This management framework is Strategic Asset Management.

2.17 The Role of Campus Life (Facilities)

The role of Campus Life (Facilities) is to optimise the strategic use and development of Griffith University’s physical resources and associated services for scholarship.

The Office’s core business is “customer-oriented strategic facilities management”.  This has a number of components:

· Planning and acquisition of physical assets; 

· Management and operation of physical assets and facilities management support services; and 

· Disposal of physical assets. 

The Office has clearly identified its current core business as identifying opportunities and providing facilities and services for the better delivery of teaching, learning and research. 


The Office gives effect to these responsibilities through the preparation and execution of the following plans:

2.17.1 Capital Development Plan  (Appendix 1)


The Capital Development Plan sets out proposals for the construction and redevelopment of buildings and infrastructure to meet expanding or changing needs of the University for physical assets in support of its teaching and learning.

2.17.2 Facilities Management Plans  (Appendix 2)


The facilities management plans for the University’s Physical Assets are guided by corporate policies which are implemented at campus level by the Campus Facilities Managers and their staff.  These are operational plans which have been or are being developed for the following:

· Security and Traffic

· Cleaning and Waste Removal

· Space Allocation and Management

· Management of Utilities.

2.17.3 Maintenance Plans  (Appendix 3)


The University’s Physical Assets are maintained in accordance with a Maintenance Plan for buildings, building services, infrastructure, and landscaping.  The plan covers the requirements for Statutory Maintenance, Preventive Maintenance, Corrective Maintenance and Deferred and Backlog Maintenance.  The Maintenance Plan includes conditioned based assessment through comprehensive Facilities Audits.

2.17.4 Disposal and Adaptation Plans  (Appendix 4)


Plans for the disposal of Physical Assets will be developed as individual assets are identified as surplus to requirement and where it is logical and possible to dispose of them.  In cases where such assets form part of an existing campus which is intended to be on-going, plans will be developed to adapt these assets for a new use which may or may not be related to the core mission of the University.  Options for leasing to other parties as revenue-generating assets will be reviewed as part of these plans.


These responsibilities are supported by the organisational framework of the Office.
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