Doing the
right thing
Why ethical decision making holds the key to
success in business and facilities management.
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Introduction
Some say that ethics are irrelevant in business –
that only laws matter. But we know instinctively
that the letter of the law is not enough.

o

We understand that exploitation, whether of
employees, of customers, or of suppliers,
is morally problematic. This speaks to an
intuitive understanding that businesses have
a responsibility to their stakeholders, however
much day-to-day pressures can cause that to
be realised imperfectly. Few would disagree that
businesses have power, or that with power
comes the responsibility to not abuse it.
We also understand that a failure to live up to
that responsibility will eventually prove counterproductive – employees leave, customers
defect, and suppliers disappear. In the long term,
government may change the law.
There is a very fundamental relationship between
ethical decisions and positive business outcomes.
During a moment’s opportunity, challenge or
pressure, this may seem trying – but in the
context of history and economics it is obvious.
Business is not a zero-sum game. For us to be
better off, you do not have to be worse off. We
should both gain from doing business together.
If a zero-sum attitude were the route to
success, then business would not have the
extraordinary power that it does; would not have
driven the multiplication of prosperity, longevity
and wellbeing across the world; would not be
the underpinning of healthcare, of culture, of
social mobility, of education and of personal
opportunity in the world today.

That legacy is built from countless transactions,
from countless instances of two parties deciding
that both would benefit in working together – that
what was proposed, was fair.
It is, of course, up to both sides to decide if
this is the case. And, in an ever-more complex
world, the question of what is fair and what is
exploitative gets harder to answer. But doing
so is as important as ever. As complexity
grows, so do risks and rewards.
Business is a co-operative effort. By co-operating
in transactions, together we create prosperity,
and fundamentally that makes the world a better
place. But when one party uses imbalances
of power, wealth or information to benefit
themselves at the expense of another, that
makes the world a worse place – with short-term
detriment for the victim, and long-term
damage for the perpetrator.
These issues are particularly relevant in our
industry. Facilities management is a sector
in which borderline-exploitative practices are
common – extended payment terms, low
pay, poor training, work charged for but not
delivered, ‘optimistic’ reporting. All common;
none universally frowned on. That doesn’t mean
that the facilities management industry is full
of crooks – just of people doing their best in an
environment of unreasonable pressure. Whatever
industry we work in, we understand that common
pressures have the potential to force us into
decisions we’d rather not take, in the name
of ‘expediency’ or ‘practicalities’.
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Introduction continued...
But the consequences of this are severe,
and material. In facilities management,
we’ve seen this year how ethically
questionable practices can conspire to
wreck even plc-scale organisations. We see
every day how such practices destroy
value for organisations large and small.

o

And facilities management is not the only
industry where that is the case. Finance,
professional services, automotive manufacturing,
food and travel are all other sectors where,
in the recent past, ethically unsound decisions
have led to a negative commercial outcome.
It was these issues that saw Cloudfm
founded to change the rules of facilities
management. We identified an opportunity to
shun short-term thinking in favour of sustainable
success – and we very quickly found that
commercial achievement was the natural
by-product of ethical decision making.
That isn’t always easy, but it is worth it. We
recognise the responsibility that businesses
have to their stakeholders, and we relish the
opportunity we have to make the world a better
place. But our industry is a complex one – in
fact, there are few sectors we don’t touch. To
realise our responsibilities we need to change
things beyond just our own transactions and
relationships. That means changing the rules
not just in FM, but in business more generally.

our industry – and given that those outcomes
have been realised as a direct result of ethical
decision making – it would belie our claim to
be doing the right thing if we did not share the
principles behind our success.
We don’t necessarily believe that we’re more
enlightened than any other organisation, but our
experience has shown – and our success has
proven – that the right thing and the successful
thing are almost always one and the same.
We understand that the question of what the right
thing is, is always open to argument, to debate,
to interpretation. And we realise that making the
right thing happen can be even more challenging
than knowing what it is in the first place. We don’t
pretend we always have the answers. But we
believe that it is better to try than not to try; that
success will be realised more often than it is not
– and that the best ethical answers we can reach
will also be the best commercial answers.
We’ve created this paper to illustrate how we
arrive at the decisions we do, how we use these
to guide the behaviour of those in and outside
our organisation, and how that drives commercial
success – for us, for our clients and for our
suppliers. We hope that this will offer business
leaders in our industry, and in others, a
starting point for their own efforts to create
better commercial and ethical outcomes.

That’s part of why we’re so open about how we
achieve what we do – not just so we can change
how things are done in our own industry, but so
that our learnings are available to innovative
leaders in other sectors as well. Given that we
have realised the best commercial outcomes in
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The
meaning
of fair
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fair
A

business transaction
should generate an
increase in value –
and that increase
should be shared
equitably between
the stakeholders involved. That is
how we define fairness in business.
And fairness is the foundation
of a business transaction.
We will not do business with
you unless we feel that the proposed
transaction is fair, nor should
you with us. We should all benefit
from engaging with each
other in commerce.
In practice, that means that we forgo
some of the short-term rewards
potentially available to us, in order
to benefit our suppliers and clients.
Equally, we retain a measure of
reward, to benefit our employees
and shareholders, and build a
business for the long term.

We will not do
business with
you unless
we feel that
the proposed
transaction is
fair, nor should
you with us.
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After all, for a business to act like a
charity would in itself be unethical.
Charities compensate their donors
with the sense of having done an
unambiguously good thing, but
businesses cannot favour any one
stakeholder group like this without
creating some form of exploitation.
Where this happens, it is most often
shareholders and clients that benefit
at the expense of employees and
suppliers – but the examples of
Carillion and others demonstrate that
any benefit is a short-lived mirage,
and a destructive one at that.
A focus on fairness ensures this doesn’t
happen. Cloudfm was founded on
the New Rules of FM – and the first
of these is ‘Be Fair’. In a complex
business, identifying what is fair and
equitable is not always easy, but we
put a great deal of effort into identifying,
defining and executing what fair means
in our business and our industry.
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Some things, of course, are
fundamental.
We pay very quickly compared to
the industry as a whole, and offer
faster payment terms for our highestperforming suppliers – those who add
the greatest value to our business.
We pay fair rates, with bonuses for
high performance, and administration
charges for sub-standard performance.
We do not make unreasonable
demands of our team members –
and no-one at Cloudfm is ever put
under pressure on numbers alone.
Conversely, we never restrict the
scope our team members have to test
and challenge themselves. We pay
fairly, we set clear, realistic goals for
progression, and we place no limits on
the ambitious. We shun unreasonable
rules, and focus on creating an
environment that fosters positive,
productive behaviour.

We never take on contracts with
our clients that we aren’t certain
we can fulfil. We always charge
fairly, and we are completely honest
about our pricing structure, our
margins and our delivery.
All this seems basic. But, in a
widely commoditised industry,
where questionable practices are
common, nothing is guaranteed.
Human behaviour is by default
self-preserving – where rewards
are finite and decisions pressured,
the instinct to do right by ourselves
and by our families is strong. In
moments of pressure, it’s hard
to see the bigger picture, and
to appreciate how fairness builds
greater long-term rewards
for everyone.
To ensure that we meet even basic
tenets of fairness, and to deal with

the complexities that arise once we
apply them, we need to rethink how
we encourage fair behaviours in the
business environment.
In practice, that means reducing
the scope for unfair behaviours.
Reimagining how we create and
apply technology holds the key to
achieving this – make a system
genuinely comprehensive and easy
to use, and it becomes possible to
bring all significant activity within
it. That’s why an automated and
paperless process is worth more
than the just the raw efficiencies it
offers. When everyone – clients,
team members and suppliers – is
working on the same system, then
that system can be designed to
effectively guide behaviour so as to
ensure fair outcomes.
It’s possible to bake the principles
of fairness into the fabric of a

system. Set up workflows and
transactional processes to share
benefits appropriately, and it becomes
possible to guarantee that that will be
the case. All scope for self-interested
decision-making on the part of
individuals or organisations
can be removed.

When everyone – clients,
team members and suppliers
– is working on the same
system, then that system can
be designed to effectively
guide behaviour so as to
ensure fair outcomes.
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Openness
and
honesty
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honesty

E

ven within the context
of a system with
strong guidelines, we
understand that selfserving behaviours are
natural. Indeed, they are
so natural that it is normal to sense
them in others, whether they are
present or not.
In an industry where sharp
practice is widespread, this effect
is common. Cloudfm was born to
address this issue.
Even where no sharp practice
has occurred, honest oversights
have the potential to be seen as
attempts at such. This fosters tension
and mistrust where there was no
need for either.
That’s why the second of the New
Rules of FM is ‘Be Transparent’.
Our systems are designed so that
the same information is seen by
ourselves, by our clients and where
appropriate, by our suppliers. Nothing
can be hidden without agreement
(we must retain the facility to obscure
personal information under GDPR).

In combination with the process
that guarantees the veracity of data
and the accuracy of its capture, this
dramatically reduces the scope for
disagreements, mistrust and stress.
But there is another, deeper reason.
We deliver a service measurably
superior to the rest of the industry –
across 250,000 tasks each
year – but it is inevitable that we
will make mistakes. We believe
that being honest about those
mistakes is fundamentally the right
thing to do, and that it will lead to
material benefits for us and our
clients, as that honesty empowers
us to work together to optimise the
service that we deliver.
Equally, it also makes working life
easier for our own team members. A
surprising number of difficult decisions
in business concern whether or not to
share specific pieces of information.
Often, the stress in these moments
comes from our moral sense that one
should tell the other party something,
but that it would be against our own,
or our organisation’s (or just our
manager’s) interests.
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Where disagreement
does take place,
transparency provides
the means for its swift,
effective resolution.
By making disclosure the default (in
fact, the only) option, we remove
that stress from our teams and our
stakeholder network. Indeed, we
encourage our account managers, our
helpdesk and our commercial finance
team to draw their contacts’ attention
to any unflattering information that
they may have overlooked.
We create a safe environment – for
discourse, for collaboration and,
occasionally, for disagreement. But,
where disagreement does take place,
transparency provides the means for
its swift, effective resolution.
And we also extend that principle to
the way in which we manage our own
organisation, and how we interact
with our team members. We are a
completely open organisation, in that
anyone, from apprentices to the MD,
has the facility to email the CEO,
who guarantees that their email
will be answered personally.
We have a completely transparent
progression structure, where every
team member knows exactly what
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We don’t behave in this
way solely because we
believe it’s the right thing
to do, or because we see
the material benefit – but
because both are true
together.
they need to do to reach the next
level of the organisation’s structure.
We are entirely clear about what
every team member can expect in
terms of pay and progression for a
given level of performance, and we
have a completely objective structure
for assessing that.

Again, we don’t behave in this way
solely because we believe it’s the right
thing to do, or because we see the
material benefit – but because both
are true together. While there may be
some short-term upside in behaving
otherwise, that would be far outweighed
by the long-term downside.
Transparency has become something
of a buzzword in the FM business.
Indeed, it is a watchword in commerce
and across the wider public realm – a
common demand of shareholders,
customers and businesses alike. But
to preach transparency while still
concealing information is to create
further mistrust. We practice
what we preach, and we invite
and we are comfortable with
challenge on that.
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Objectivity
amid
complexity
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objectivity

W

e believe that
there is a moral
and material
imperative for
transparency – in
business and in
FM. But we understand that being
transparent with something that is
not true is no transparency at
all. Being open with inaccurate
information is as bad as concealing
information in the first place.
That is why we believe that we have
a moral and financial imperative to
create accurate, relevant data, and
to protect it as surely as we would
protect any other asset.
It has been said that data is the new
oil. But for us, data is more than that.
It’s the new warm handshake, the new
post-work drinks, the new round of golf,
the new box at Twickenham. Business
relationships are important – but we
recognise that they are all eventually
worthless without a basis of objective,
clear and verified fact. Data is the
cornerstone of trust and confidence
– and therefore the cornerstone of
a positive environment in which two
parties can do business profitably.

Being
transparent
with something
that is not
true is no
transparency
at all.

But data is also the new governance
process, the new compliance
department, the new quality control
and, in many cases, the new ethics
committee. Data allows us to
measure and control the delivery
and quality of our services – and
therefore, how well we are fulfilling
our ambition to do the right thing.
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It is a truism that statistics
can be made to say anything,
but it is lot harder to doubt
them when their presentation
is clear and the underlying
process demonstrably
watertight.

The modern business environment is
so complex that it cannot be understood
adequately without data. Indeed, it
cannot be managed effectively without
data. In order for communication and
understanding to be more than simply
a matter of personal trust (both within
and outside an organisation), data must
be captured and displayed in a way that
allows exploration; that offers access
to both detail and overview; that
prioritises the things that matter;
and that doesn’t require technical
knowledge to interpret.
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Anything that falls short of this will, in
our opinion, fall short of the moral and
material requirement to capture, use
and share accurate, verified data.
In our industry, but also in most
others, that requirement must be met
across three main areas:
• To manage our own business
ethically, ensuring that we base all
our decision-making on objective fact,
and delivering value to our clients, our
suppliers, and our own business.

• To report fairly, accurately and
transparently to our clients and
suppliers on our performance.
• To ensure the safety of the public
and workers, and the quality of the
environments we look after every day.
Our whole business is built
on respect for and focus on data.
Practically, that manifests itself in
three key ways, and these too
are applicable across almost all
complex industries:

• Our systems automate all
data transfer, and have no
editing facility, for anyone inside,
or outside the company – so
there is no scope whatsoever
for human error.
• We automate as much data
capture as possible, using
geolocation technology and
prescribed workflows, and enforce
full data entry in the few
circumstances where human
input is required.

• We employ teams of trained
experts to check exceptions and
complex items, and verify that the
documentation is valid – this includes
100% of compliance certificates,
quotes and costs. We have
removed the principle of ‘sampling’
data and moved to 100%
verification of data.
These are powerful commercial
differentiators, but they’re much more
than that – they’re ways in which
a company can demonstrate it is

doing the right thing, making sure
that clients, shareholders and the
business only ever see data that is
100% accurate.
It is a truism that statistics can
be made to say anything, but it
is lot harder to doubt them when
their presentation is clear and the
underlying process demonstrably
watertight. We believe that
ensuring this is key to both doing
the right thing, and to achieving
commercial success.
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Delivering
on promises
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promises

In questions of fairness and
ethics, delivering on promises
should be fundamental.

T

he processes and
technology that guarantee
the integrity and veracity
of our data, also ensure
that we always deliver
what we say we will.

In questions of fairness and
ethics, delivering on promises should
be fundamental – the elemental
building block of a fair deal. To
do otherwise is to undermine the
foundations on which a business
transaction is built.
There is an extent to which the
question shouldn’t even need to
be asked – if I buy a tin of beans at
the supermarket, I may not know
exactly what it will taste like, but I
know its weight, whether it contains
any allergens, and when I should eat
it by. On the supermarket’s part, they
know exactly how many tins are left
on the shelf, and exactly how many
must be delivered to replenish stock –
so I can be confident they will be
able to offer me the range of products
they say they can, every time I visit.
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But most of the facilities management
industry is not like that. The majority of
the sector is 15 years behind leading
industries in the use of technology
and process. And this means that, in
our sector, the question really does
need to be asked – ‘have we received
everything we paid for’? And, just
as important – ‘have we delivered
everything we promised we would’?
When we discuss the mistrust that
can arise when data is incomplete,
unverified or unclear, the prime
suspicion is often that a provider or
supplier has not delivered as they
promised they would.
Without effective measurement and
reporting, the potential to overpromise
and underdeliver is considerable.
In facilities management, where
inefficiency and disregard have led
to margin pressure at all levels,
incomplete or inaccurate reporting
is often used – intentionally or
unintentionally – as an opportunity to
maintain profitability in the face
of unrealistic targets.
There are many ways that
this can happen:
• An unqualified or partially qualified
engineer may be sent to a job where
a statutory qualification is required
– resulting in potentially dangerous
electric, gas or refrigerant installations.
• A site may be recorded as ‘compliant’
when remedial works remain
outstanding, and it really is nothing
of the sort. Across a number of
disciplines, this opens the possibility
of genuine physical danger for team
members and the public.
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It’s the process
that allows us to
demonstrate beyond
doubt that we have
delivered exactly what
we say we have.
• Time on site may not be tracked
precisely, allowing charges for time
that has not been used as part of
the job. This is a common reason
for inflated charges on quoted and
reactive works.
• A job may be charged for as
complete – when actually it has
simply been ‘made safe’ or sent to
quote. This results in a job being
charged for twice, in its entirety.
• PPM intervals may be extended
beyond the agreed timescales, with
some visits never actually delivered at
all – this causes increased breakdowns
and inflated costs in the medium term.
• Extra charges, for travel, sundries,
disposal and other miscellaneous
items may be invoiced without
agreement. This commonly results
in inflated charges.
Not all of these actions are born
of malign intent – in our experience,

even borderline fraudulent activity
in the facilities management industry
is seldom deliberate. Rather, these
are the actions of individuals and
organisations that do not have
access to the systems and
technology necessary to control
the delivery of work.
Further, these are the actions of
individuals and of organisations that
are under severe financial pressure
and consequent psychological
stress. Without the means of driving
and demonstrating efficient and
effective delivery, the industry itself
creates environments that compel
questionable behaviour.
This scenario is far from unique
to facilities management, and the
consequences are severe – not only
in terms of the general ethical and
financial impact, but in the bodily
safety of workers and the public,
who do not expect to be exposed
to risk in their daily lives.

Eradicating these ethical and material
risks is a matter of designing,
developing and maintaining processes
that control a workflow at every
possible step, and closing all loopholes.
We’ve shown that such a process
allows us to generate sustainable
profits, while still offering our clients the
lowest costs in the industry and paying
our suppliers some of the highest rates
around. Equally, it’s the process that
allows us to ensure the safety of our
clients’ customers and teams, as well
as our engineers and suppliers.
And it’s the process that allows us to
demonstrate beyond doubt that we
have delivered exactly what we say
we have. That’s not just the right
thing to do, but the commercially
sustainable thing to do as well.
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Fulfilment and
productivity
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fulfilment
W

hen we go to
work, we engage
in a system that
supports the
wellbeing of
us all.

That isn’t only in the material sense,
either. Work forms a vital part of our
personal identity, and we spend some
third of our waking hours there –
some of us even more.
If, as business leaders, we can make
that time more enjoyable, more
satisfying and more fulfilling, for more
of the workforce, then we make a
material difference to the wellbeing of
our team members, and to the sum of
human happiness in general.
The sum of human happiness is
not necessarily front-of-mind for a
hard-pressed middle manager under
pressure to meet an unrealistic target.
But the problem in that situation is the
target, not the manager.
We’ve found that instituting processes
and systems that manage targets,
inputs and outcomes creates an
environment where stress is reduced,
where targets diminish in importance,
and where it is possible to focus on the
wellbeing of both teams and managers.
We do everything we can to encourage
team members to bring the best of
themselves to work every day – but the
system they work within guarantees
they are never under pressure to meet
unrealistic targets. And the rewards
of that are not just ethical – but offer
material gain for us and for our clients.

Not only does that eliminate many of
the unproductive behaviours that are
otherwise common in our industry and
many others, it also frees up our team
members to focus on the higher-order
decision-making that allows them to
rapidly solve more complex problems
for our clients.
For, us automation does not mean
that we hire fewer team members
(though our helpdesk team is
proportionately small, compared to
our client base), but that we employ
them a great deal more productively.

If, as leaders,
we can make
that time more
enjoyable, more
satisfying and
more fulfilling,
for more of
the workforce,
then we make
a material
difference to
the wellbeing
of our teams.

By automating and controlling an
ever-growing proportion of the lowerorder and basic decision-making
in the organisation, we are able to
remove many of the stressful, routine
activities that cause team members to
become unfocused and disengaged.
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Of course, that means our teams
need a far higher level of skill than
they would otherwise. But it also
means that we have the resource
available to give them those skills –
opportunities that they would not
have elsewhere in our industry:
• Our most junior helpdesk workers
have an intimate, detailed knowledge
of their client’s estate; have a handson familiarity with the actual assets
on that client’s sites; and have the
opportunity and support to solve
complex problems every day.
• Our engineers are trained across
multiple disciplines, including
customer service, training and task
management – they are empowered
to be the face of our brand, to take
ownership of the sites they visit, and
to help those working at our client
sites to make the most of our
systems and technology.
• Our back-office teams are all
experts in their field – across
compliance, PPM, finance and
quoted works, we train even our
junior administrative team members
until they have knowledge and
insight far beyond their peers in
any other part of the industry.
We believe that people are
more fulfilled when work gives
them the opportunity to stretch
themselves. We never put undue
pressure on our employees to do
more than they are qualified to do,
but we empower them to do as

much as they feel themselves
capable of. And we work constantly
to increase those capabilities.
We equip team members for their
work through our Academy, a
purpose-built, £1m facility, specifically
designed to meet the needs of our
organisation and the wider industry.
Uniquely, its engineering suite is
stocked with the actual makes and
models of equipment our clients
use, so everyone in the organisation
is familiar with them. We deliver
practical and classroom courses that
are open to all, and that furnish our
teams with the skills they need to
thrive in an environment where
basic and routine tasks are
taken care of by automation.
Further, we have a clear and specific
progression structure, so all of our
team members know exactly what
they have to do to achieve their career
goals. We’ve been in business seven
years, and only had an appreciable
size of team for five of those – but we
have former helpdesk team members
who are now working in marketing,
in finance, in management and
elsewhere, with the qualifications and
rewards that come with that.
All of this results in employees who
are happier, more engaged and more
fulfilled at work than they would be
elsewhere. And that means that they
are more effective and more efficient
than any of their peers in the industry
– with all the material benefits that
brings to us and to our clients.

All of this results in employees
who are happier, more engaged
and more fulfilled at work than
they would be elsewhere.
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Conclusion
We don’t believe that we have the answers to all the ethical questions
in business, or even in facilities management. But we believe that we
have a responsibility to seek those answers, and to put our conclusions
into practice as well as we are able. And we can prove that we,
our clients, and our suppliers benefit materially from that.
Our purpose as an organisation is to restore trust in our industry,
by changing the rules. But even becoming the biggest and most
successful company in our sector will not be enough to achieve that.
To do so, we need others to adopt our way of doing things.
That is not the case in our industry only – many of the factors that have
caused clients and the public to lose trust in FM have caused a loss of
trust in business more generally. And many of the remedies that we have
demonstrated to be so effective are relevant across all industries.
That’s why we’re so open about how we’ve achieved what we have,
from the mindsets, attitudes and behaviours we encourage, right
down to the software stack and management processes we employ.
At the root of our identity as a company is our determination to
do the right thing. We might not always manage to be successful in
that, but we never stop trying. And our success stands as a powerful
demonstration of how commercial and ethical concerns can be
reconciled effectively – indeed, that they are one and the same.

0844 357 3560
info@cloudfmgroup.com
cloudfmgroup.com
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beginning

About Cloudfm
Cloudfm is changing the rules of facilities
management. We deliver the most
advanced, most effective solution for facilities
management programmes on complex
estates. By bringing together innovative
process, cutting-edge technology and the best
training programme in the industry, Cloudfm
delivers superior quality, reduced cost and
peerless control.
Founded in 2011, turnover passed £75m in
2017, and we employ over 300 people, with a
further 9,000 sub-contracted engineers. Based
in Essex, London, Nottinghamshire, Barcelona
and Dublin, we operate across Europe, helping
drive business performance at some of the
world’s most successful brands: KFC, TUI,
Wolseley, BPP, PizzaExpress, Guardian Media
Group and many others.
Part of our effort to change the industry
is our extensive thought-leadership
programme, which includes original research,
exclusive events and our market-leading
magazine, Perform.

Cloudfm House, Charter Court,
Severalls Industrial Park, Newcomen Way,
Colchester CO4 9YA

cloudfmgroup.com

