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without reducing service quality



Introduction

My Vixus colleagues and I are often asked to provide advice to customers 
on how they can save money against their Facilities Management (FM) 
budget.  The immediate response of ‘reduce your cleaning hours’ or 

similar is almost always met with resistance; “we’ve already cut our services back 
as far as we can”, they reply.

The turmoil caused by the COVID-19 pandemic has brought these budgetary 
pressures even further to the forefront.  This got me thinking; is there a concise, 
user-friendly guide that provides guidance on cost-saving measures for my 
clients and contacts?  We looked, and couldn’t find one. 

This booklet ‘5 ways to reduce your FM spend without reducing service quality’ 
has been created to fill that void.  It has been written in a manner so that everyone, 
regardless of their level of FM knowledge can understand the principles, and is 
hopefully of use for anyone looking to uncover savings against their FM budget. 

Each item can be implemented as a standalone initiative or applied in conjunction with 
the other measures outlined in the booklet.  Whilst I have provided a grading system to 
quantify the ease of implementation and potential savings achievable, in reality, this 
will be largely dependent on your organisation’s starting position.  The same is true for 
the selection of measures that you choose to implement and the order in which they 
are undertaken.  

There are of course other ways to save money that have not been included in this 
booklet, and a range of nuanced approaches that can be adapted to suit your 
organisation’s specific requirements.  The measures outlined herein are designed 
primarily as principles that should be developed to address your wider business 
objectives, rather than an instruction manual to be followed verbatim.  



Disclaimer
Whilst the figures quoted throughout this booklet are based on our own experience 
and successes, it goes without saying that the level of savings that can be achieved 
is dependent on a range of factors including but not limited to current spend levels, 
your relationship with your supply chain, and your negotiating prowess.  

The savings mentioned herein are therefore indicative of what could be achieved 
but are by no means guaranteed.

Key:  
EASE OF IMPLEMENTATION 

  Green: implemented with minimal disruption.

  Amber: requires internal cooperation.

  Red: requires external support and/or specialist expertise.  

POTENTIAL SAVINGS

     Significant savings potential.

    Good savings potential.

   Limited savings potential.



Negotiate a reduction

DETAIL
This is by far the most straightforward option and has the biggest potential for ‘quick 
wins’.  By engaging with your incumbent service providers you can explain the budgetary 
pressures you are facing.  Whilst many FM companies work on small margins, there may 
be scope for them to reduce their profit levels if they fear that you will take the business 
off them completely.

If they do not agree initially, consider incentives that are highly valuable to them but not 
as important to you.  If they are able to reduce their fixed costs you can in return offer to 
extend their contract by an additional year, without going to tender.  This provides them 
with another 12 months of stable income, which gives them more incentive to reduce 
their margin.

Payment terms are another under-utilised negotiating tool.  For the majority of FM 
providers, cashflow is highly prized.  Your standard supplier payment terms might be 
45 or 60 days, but does that offer you any noticeable advantages?  Maybe a few pounds 
interest but almost certainly no operational benefits.  Ask your supplier how much they 
would be willing to reduce their contract costs by if you reduced their payment terms to 
30 days, or even 14 days.  You may well be surprised how much favour that will buy you.

1.
EASE OF IMPLEMENTATION

POTENTIAL SAVINGS



BENEFITS 
Depending on the maturity of your 
FM operation, there could be some 
low hanging fruit in terms of savings 
opportunities available here.  As an 
example, we recently managed to 
negotiate a 5% reduction to a client’s 
cleaning contract in the course of a single 
phone call to the supplier’s MD.  

Cost reductions can be negotiated 
across all FM service streams, from 
your consumables supplier to the total 
facilities management company.  So 
long as you don’t give up anything that 
you are not willing to, then any saving 
that results from these conversations 
must be beneficial to your organisation.  
They are also very tangible; it’s easy to 
demonstrate to your boss how much 
money you’ve saved the organisation as a 
result of your efforts.

Negotiation is all about leverage.  Before 
entering any negotiation consider what 
your counterpart might value; this will 
extend beyond just profit margin.  We 
have discussed payment terms and 
contract extensions, but there are a 
range of tools that you can use to help 
achieve your reduction without causing 
any ill will.

POTENTIAL DRAWBACKS 
There are few downsides to simply 
requesting a reduction from your 
suppliers, aside from a potential loss 
of goodwill if handled badly.  Strong 
negotiation skills are key to ensuring a 
favourable outcome for both parties.  It 
is crucial that you set out your reasons 
for requiring a fee reduction and have 
a set figure in mind.  You must also 
resist the urge to accept reductions 
to the scope or service quality; these 
should be non-negotiable except in 
exceptional circumstances.

There is a time element involved in 
preparing for these negotiations, 
albeit this should be considered in the 
wider sense of achieving savings for 
your organisation.

If you offer a contract extension as a 
bargaining chip, be aware that you are 
relinquishing the opportunity to seek a 
better priced service on the open market.



Reconfigure your invoicing and 
works approval model

DETAIL 
A client of ours undertook a review to calculate the cost of processing each invoice 
that passed through their accounts department.  The figure they arrived at was quite 
alarming; £61.44 to process each invoice!  

Assuming a modest 1000 invoices a year, that equates to over £60,000 in labour costs 
alone.  The obvious conclusion?  Identify ways of reducing the volume of invoices coming 
into your business.

This doesn’t have to mean reducing orders; instead, you could consider asking your 
service providers to invoice their fixed costs on a quarterly instead of a monthly basis.  
This needn’t have any impact on their payment terms, the invoice can have a line for 
each month with auto-payments arranged.

A slightly more radical but potentially even more effective option is to change your hard 
services (M&E maintenance) provider contract to a semi comprehensive arrangement.  
If they are currently charging for all call outs and parts on an ad-hoc basis, you could 
introduce a £250 or £500 semi-comprehensive limit, whereby all works under that value 
are covered within the provider’s contract.   

A variation on this theme is to provide formal pre-approval for your FM providers to 
spend up to a certain threshold (say £250) without the requirement to provide a written 
quotation, wait for a purchase order, then send an invoice for each specific item or job.  
Instead all low value spend would be logged and submitted at the end of the month as a 
single combined invoice.

2.
EASE OF IMPLEMENTATION

POTENTIAL SAVINGS



BENEFITS 
By moving from monthly to quarterly 
invoicing for your regular spend items you 
are in effect reducing invoice volumes 
by 75%.  For each service provider 
currently billing monthly that you moved 
to quarterly invoicing, over the course of 
a year will potentially save you over £500.  
Roll this out across your whole supply 
chain and that soon adds up. 

Switching to a semi-comprehensive 
maintenance model can offer huge time 
and cost savings for both client and 
supplier.  Minor fixes can be completed 
without the requirement for the quote 
and invoice to be processed each time. 

To ensure best value is being provided, 
when switching from a cost-plus (PPM 
plus reactive) contract to a semi-
comprehensive model, it is worth asking 
the bidding parties to provide options for 
a range of comprehensive limits.  This will 
enable you to pick the most cost-effective 
solution for your organisation.  Most good 
maintenance companies will be happy to 
provide a recommendation that is in the 
best interests of both parties. 

POTENTIAL DRAWBACKS
If you choose to adopt a comprehensive 
maintenance model and/or spend 
thresholds where an invoice is not 
required there is always a risk that the 
supplier might attempt to take advantage, 
for instance by categorising certain jobs 
as ‘outside the scope of the contract’, or 
breaking larger jobs into several lower 
value aspects to avoid the requirement 
for client sign off.

Such instances are generally the 
exception rather than the rule, however, 
it would be prudent to routinely scrutinise 
supplier spend by sample testing invoices 
and challenging any costs that do not 
appear reasonable.  

Reducing invoice volumes has few 
long-term downsides, however, there 
is potential for teething problems at 
the beginning as your internal accounts 
department and your suppliers’ make 
the necessary adjustments.  Clear 
communications explaining the rationale 
for the change, and strong ownership for 
the first quarter or two should mitigate 
any issues. 



DETAIL 
Rationalising the supply chain involves the reduction in the number of suppliers 
and service providers being used by your organisation.  In the context of facilities 
management, you can, in theory, rationalise your supply chain to 1 supplier, a Total 
Facilities Management company.  

That is not to say that rationalisation needs to be an attempt to cut your supplier base 
as small as possible.  Your supply chain needs to offer the best value for your business, 
whilst also incorporating 
a degree of resilience.

The first stage of a rationalisation exercise is to scrutinise spend data across your 
building or portfolio.  Do you have multiple suppliers delivering the same service?  Is 
there any good reason for this?  Depending on the scale of your organisation there is 
usually little value in having more than 2-3 providers for any given service stream across 
the country, or 1 per geographical region.    

Next, you may wish to consider bundling services.  For example, could you combine your 
cleaning and security contracts into a single solution with a soft services provider?  Is 
there any reason why your HVAC contract is not being delivered directly by your hard 
services provider?

Rationalise your supply chain3.
EASE OF IMPLEMENTATION

POTENTIAL SAVINGS



POTENTIAL DRAWBACKS 
A thorough rationalisation exercise 
can be a complex and time-consuming 
exercise.  It could involve an overhaul of 
your entire FM structure including the 
negotiation of multiple new contracts 
and the termination of even more existing 
arrangements.  That said, the benefits of 
rationalisation can be significant.  You 
may wish to consider utilising an FM 
procurement specialist to manage the 
project to ensure that the process is 
followed correctly.

In extreme cases, rationalisation can 
result in an over-reliance on a small 
number of suppliers.  In the event that 
they start to underperform or go bankrupt, 
your organisation could be left in a very 
difficult position.  To avoid this, consider 
rationalising in stages, initially reducing 
only suppliers that are non-critical and 
where you retain a set of good companies 
that can provide resilience in unforeseen 
circumstances.

BENEFITS 
The most obvious benefit of 
rationalisation is that by reducing the 
number of suppliers, each remaining 
supplier will have increased revenue and 
can offer discounts based on economies 
of scale.

Additionally, if you have fewer suppliers 
you should, in theory, need less time to 
attend performance review meetings and 
undertake supplier management duties.

Bundling options have another benefit 
in that it reduces the supplier’s ability to 
‘pass the buck’.  When something goes 
wrong, your hard services provider can’t 
blame your HVAC provider if they are 
responsible for delivering that service 
themselves.



DETAIL 
A lot of people have an inherent aversion to the ‘R’ word.  Perhaps this is because of 
the perception that rebates are too often used to avoid transparency when reporting 
profit margins to the ultimate client (which unfortunately still happens in the industry).  
However,  rebates, when implemented effectively and in the correct spirit, can be a 
straightforward and effective means of recuperating costs off your bottom line.

Rebate agreements tend to work best when sales volume is high and variable.  Whilst 
they can be introduced at a contract level with your FM providers, there is often little 
incentive at this level for the provider to agree to it, particularly if the contract agreement 
is already in place.

Instead, identify areas where you have authority over a portfolio of buildings or contracts.  
Where the supplier can see scope for increasing revenue with your organisation, they 
are generally much more open to the concept of volume-based rebates.  

Even if you have responsibility for only 1 site or a small portfolio, there are still options for 
agreeing on rebates.  Discuss with your waste management provider what refunds are 
available for the collection of certain waste streams such as cardboard and metals.  It 
might even prove economically advantageous to lease a compactor or bailer to increase 
rebate revenues.

Rebates4.
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BENEFITS 
Consider a model whereby the supplier 
returns a 1% rebate for every £50,000 
spend, up to a cap of 5%.  This is usually 
fairly straightforward to negotiate (don’t 
be afraid to ask for higher percentages) 
and could provide a return to the company 
of £12,500 for every £250,000 spend with 
the supplier.

I have seen first-hand how rebate 
mechanisms can be hugely beneficial 
to both parties.  A while ago I was 
responsible for all fire systems spend 
in my organisation.  We had multiple 
contracts and a network of fire alarm 
companies on our approved supplier list.  
We had recently started doing business 
with a new company, and the feedback I 
was getting from my colleagues was very 
positive.  

I arranged a meeting with them and 
explained that they currently represented 
around 3% of our fire systems 
maintenance spend.

The potential for them to increase their 
revenue with us was obvious.  I presented 
a rebate model where I asked for 
incremental returns, up to 7% if we spend 
over £1 million in any given year with 
them.  The supplier was grateful for the 
opportunity and signed the agreement, 
knowing that at the time their income 
from us was less than 20% of that.

The supplier continued to provide a 
good service, and sure enough, new 
opportunities were found to offer them 
more work within the business.  Within 
18 months we had rationalised our supply 
chain significantly and were spending 
over £1 million with them.  

I have since moved on from the business 
but am reliably told that the mechanism 
has remained in place and continues to 
prove fruitful for all involved.

POTENTIAL DRAWBACKS 
There is no hiding from the fact that 
rebates do sometimes garner a bad 
reputation in the industry.  If adopting 
a rebate strategy, care must be taken 
to ensure that the supplier understands 
the benefits to them as well as your 
organisation.  There needs to be a genuine 
desire on your part to expand their remit 
in order to drive more work through them 
and achieve higher rebate volumes.  

When considering waste-related rebates, 
note that these are usually calculated by 
the waste provider based on how much 
they can sell the material for.  It is not 
uncommon for waste providers to pay 
you to take away certain materials (say 
glass) 1 month, then charge you a fee for 
collecting the exact same volume of glass 
the following month.  A well-prepared set 
of terms can help mitigate this. 



DETAIL 
The list of alternative maintenance strategies could incorporate a book in its own right; 
often when we speak to clients about ‘condition- based maintenance’, or ‘business-
focused maintenance’ we see a genuine interest in the concept but a larger fear of 
changing from the status quo (usually rigidly following SFG20 and manufacturers’ 
guidelines). 
Alternative maintenance strategies need not be overwhelming and can be introduced in 
incremental steps if preferred.  Below we have set out some of the more straightforward 
initiatives that you or your maintenance provider can adopt, most of which should have 
an immediate payback.

SENSOR TECHNOLOGY
Sensors can monitor a myriad of assets these days, and the price of them is coming 
down rapidly.  By using sensors to monitor air quality, water quality and lubrication levels, 
routine maintenance visits can be stopped (or at least reduced) as these assets are 
effectively being monitored 24/7.  The best systems link a series of sensors to the site 
Building Management System (BMS), however, sensors can be monitored individually via 
PC or App too.  

NON-INTRUSIVE PLANNED PREVENTATIVE MAINTENANCE (PPM).  
This includes using thermal imaging and vibration analysis tools to identify faults without 
the need to cut through a wall or ceiling.  Thermal imaging can also help identify heating 
and cooling losses, which are invariably adding to your energy bills and potentially 
causing damage not visible on a typical maintenance round. 

RUN TO FAIL
This is another concept that fills many facilities managers with dread, but in reality, is a 
much under-utilised tool in the efficient operation of a building.  In order to extend the life-
cycle of your assets, it is crucial that you understand which are critical to your business, 
and which are not.  Anything relating to health and safety is generally classed as critical, 
as are core access and security systems and backup generators for emergency systems.  
But how critical would it really be if the air conditioning stopped working for a few hours?  
No doubt there would be some complaints from the building users, but this short term 
discomfort should be measured against the cost of a quarterly A/C maintenance visit 
from a specialist engineer.     (continued...)

Alternative maintenance strategies5.
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DRONE TECHNOLOGY
Whilst drones often get a bad press for invading people’s privacy or preventing aeroplanes 
from taking off, when used correctly they open up a plethora of opportunities to deliver 
FM services in a safer, quicker and more cost-effective manner.  They are increasingly 
being used to conduct roof and gutter surveys.

Drones are also being utilised in the security sector; in retail and industrial parks a drone 
can conduct a ‘fly-by’ of the whole estate far quicker and more thoroughly than a mobile 
patrol.  They can even be programmed to follow a set route, effectively flying on autopilot 
thus reducing the potential for user error.  

BENEFITS 
The cost savings from several of these 
devices is self-evident.  A drone is 
cheaper to run than a car and can 
complete a patrol in a far shorter time-
frame than a patrol.  
For roof surveys, drones have significant 
cost benefits as they remove the 
requirement for scaffolding and abseilers, 
where suitably qualified operators are 
required to undertake these works.
Sensor technologies can increase 
the lifespan of your equipment, as it 
optimises the maintenance frequency.  
If filters only need changing every six 
months rather than quarterly, you are 
immediately saving 50% of your filter 
(and associated labour) costs.
Non-intrusive maintenance such as 
thermal imaging is a particularly easy 
sell to your senior management team, 
as any measures that prevent damage 
to the building fabric and associated 
disruption are generally welcomed.  No 
longer is there a need to cut through 
that freshly plastered wall to check the 
wiring behind it!  

POTENTIAL DRAWBACKS 
The biggest potential drawback of moving 
to an alternative maintenance strategy 
is that you will most likely need to drag 
your maintenance provider kicking and 
screaming.  Whilst most preach about 
the benefits of these strategies in bid 
documents, in practice, it is often not 
in their best interests to deliver them 
(either because of the time commitment 
to develop the best strategy, the fact 
that they make less money from a more 
efficient solution, or both).  
Such resistance must be countered firmly 
and consistently, with the incentive of 
contract extensions being used as your 
best leverage.  
There is also an upfront cost element 
to many of the technologies involved in 
this form of maintenance.  Whilst the 
cost of many sensor technologies is 
now relatively negligible, a good thermal 
imaging camera, for example, can run 
into the thousands of pounds.  Any outlay 
should be compared against the cost of 
carrying on ‘as-is’ to calculate the payback 
period before making any final decisions.  
Note however that if you work with a 
specialist maintenance provider they 
are likely to have purchased much of 
this equipment already, allowing your 
contract to receive the benefit with none 
of the expenditure.  



I hope you have found the information in this booklet useful; if so please feel free to 
share it with others who may also benefit from it, or direct them to www.vixus.co.uk 
where they can download their own copy.

If you plan to adopt some of the practices I have outlined, I should at this point add a 
note of caution.  All of the options require an element of negotiation with suppliers 
and/or internal functions.  Be aware, the art of negotiation is just that.  If you impose a 
rebate on a supplier to the point that they feel they have no choice, they will invariably 
reduce the service standards or inflate variable costs in backlash.
Negotiations must be undertaken in a manner that maintains good relationships.  If you 
are not a trained negotiator, consider appointing a specialist to support you with this 
process.  The savings that they can achieve without incurring any hostility will likely be 
far greater than the cost of their time.  
If you would like further advice or support in identifying or implementing measures 
to reduce your FM spend without impacting service quality, get in touch using the 
contact details below.  At Vixus we specialise in driving added value across our clients’ 
FM functions and have a wealth of experience across a range of sectors including 
corporate, retail and arts/culture.  

Best wishes

Darien

Darien L. Jay

Director | Vixus Property Advisory

M: 07470 528 906     |     T: 01453 827 246

E: darien.jay@vixus.co.uk

W: www.vixus.co.uk     |     L: www.linkedin.com/company/vixus/
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