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Company: J Randall Roofing Contractors Ltd
Project: Greenway Primary school
Start date 1st January 2020


Company description 

J Randall roofing contractors Ltd are an established roofing company working throughout the UK with offices in Cardiff and Ammanford. They have recently been awarded a four-year contract to refurbish and renew any roofs owned or managed by Cardiff City Council. The company has been in existence for over 15 years and has 30 direct employees and a pool of sub-contractors. 
The company was awarded the contract to renew 17 different roofs on Greenway Primary School, Rumney, Cardiff. The project is estimated to last 8 months and involves various types of roofing. My roles during this project are to source all materials just in time ready to be installed, I have to use this method as storage is limited on the school. Ensuring we do not exceed the budget, keeping track of the progress against the programme of works and meeting with the clients, assisting with any issues or problems. I will also deal with the financial side of the contract, purchasing, sub- contractor orders and Valuations.  

Health and safety 
The health and safety implications that effect the company and the project at Rumney are laid out in statute through the health and safety at work act 1974.The site manager is responsible for all the work undertaken on the site and is entrusted with the welfare of the men undertaking the project and any member of the public in the surrounding area. As we are a roofing contractor scaffolding is apparent on 95% of our projects. As a company this is our biggest risk, if the public gain access to the scaffolding and fall or injure themselves then we are responsible. This is one of our main focuses when conducting the site set up. We install timber hoarding around the Haki staircase, heras fencing around our compound and all scaffolding will be locked and alarmed. 
The project starts with a prestart meeting where the work that has been confirmed is discussed and a programme of works issued. Health and safety considerations are essential to comply with the laws that are particular to the site. The setting up of the site should be approved by the client. Scaffolding and fall protection must be sufficient before the project can start, with adequate fencing to separate the work area from public areas.  

Roles involved in the project 
As the project manager for this project I run all areas in house, organising and sourcing materials, Valuations, Client meetings, Programme and budget management and other roles. I have a close working relationship with the site manager as he is my man on the ground. If there are any issues or variations that occur on the job, I will be his first point of call. He will also oversee all health and safety on the project, which is crucial for us as we pride ourselves on this being immaculate. We have our tradesmen who are just as important, they will be given the programme of works before the project starts and will be expected to meet the deadlines as closely as possible. Our contracts manager will then visit the site once a week to ensure the workmanship is maintained to the highest level. 
Our health and safety advisor who writes all of our RAMs is in involvement in the project to ensure that the works are completed safely and in line with the construction phase plan and the method statement. He also carries our weekly inspections. 
In the office we have the accounts department who are involved in the invoicing and paying sub-contractors and suppliers. The time sheets will also be processed through them.  The admin staff are there for any queries the men on site have and help with the day to day running of the company. The two directors will have weekly meetings with myself, in these meetings we will catch up on the work completed that week.

Marketing 
At J Randall Roofing Contractors Ltd we offer a learning Programme to the schools that we work on. We carry out a presentation about construction and in particular roofing as we feel that it is looked down upon in the UK. We try and give children a better understanding of the potential careers within the construction industry. We recently carried this out at Greenway Primary School, where we have had a letter thanks from the head teacher. This will then be published on social media accounts in the hope that other schools and councils see it. 
I am currently a member and sit on the board of the FFT (Future for Tomorrow) construction group which is linked with FBE (Forum for The Built-Up Environment). Within this group we hold networking events once a month for people in construction in the surrounding area. These events offer the opportunity to give a presentation or for J Randall Roofing to sponsor the event; this gets our business heard by an audience that we would not normally target.

Software and hardware 
Software used on this project are as simple as Excel, we run spread sheets for all costings, budgets and creating the programme of works. We have recently introduced a live portal linking the site managers with office staff. All site managers have a Tablet that is linked to the J Randall server allowing them to access emails, All health and safety documents and variation notes. We have found this has increased productivity in the recent months. 

Materials and process
Materials will be sourced from the manufacturer which will be in line with their specification. There is no room for altering this as every project needs a guarantee. We source all woodwork, fixings and other sundries from local suppliers where possible. The processes of the works involve torch on felt work, this is highly skilled method and we have a number of men who have worked within the company for over 8 years. They believe it takes up to 6 years to master and understand the system of Built up felt roofing. 





Career 

I spend roughly 2 hours a day on this project as it is worth £500,000. It was a great achievement to secure this project, this comes with added pressure ensuring there are no issues or errors on the project. I have grown in my role over the past 5 months whilst dealing with this project as it is the largest and most pressurised project I have run. The understanding of working within a live school can be extremely challenging at times. I hope the next 3 months will have more learning in store. 



Reflective Journal 1: Housekeeping
Date: 1 – 16th January

1. What new skills did you learn in the period?

Within this time period I have learnt various key skills, managing direct employees and sub-contractors on the same site has been challenging. 


2. How have you been able to adapt / use the new skills learnt within the work environment? e.g. time management / technical / soft skills

Having various sub – contractors on site at once has been difficult to keep track of their work and the budgets. I have adapted the way I keep track of the budget as I used to log costs as I go along and then review at the end of the project, whereas now I keep a running total against their quotation to ensure it does not exceed it. I do this with an excel spread sheet. 



3. What was the highlight and why?

This question is for the end of the project. 



4. What part of the task / activity were most challenging and least challenging?

The most challenging part of this project is ensuring the work is done in line with the programme of works. We have had a lot of direct labour on site last week, we are currently ahead of schedule based on the programme of works. 

The most challenging problem I was faced with was I had to get the solar panels removed from both roofs at the same time. This created an issue as both sets were disconnected at the same time creating no power being generated. After various discussions, this was resolved, and we are now trying our best to get both roofs completed as soon as possible. 


[image: ][image: ]
Another issue that is apparent is the waste coming off the roofs, we are not allowed a skip on site due to the small site compound. This creates a low of waste on the roofs, which is often hard to control. As show in images below. This can create poor working conditions and have a knock-on effect on the time scales that we have set ourselves. 
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The least challenging part of this project is the day to day organising, I have a great contracts manager and site manager that help ensure material orders are always sent over with two days in advance to allow me to order them in time. Making sure the men are all in the correct PPE, all health and safety forms are filled in. This has been a huge help with the project. 


5. How are you progressing according to your objectives (learning contract)?

I have completed various site audits and meetings with the site manager meetings to ensure works are going ahead according to plan and have been carried out in the highest order, leaving no defects. With so many members of staff on site, housekeeping has been an issue. So, I do a site walk around every couple of days ensuring no rubbish has built up. 




Reflective Journal 2: Suppliers 
Date: 16th – 30th January


1. What new skills did you learn in the period?

Within this period, I have focused on the financial control element of the project. I have learned that we have spent a lot of money on sundry items which we try and keep to a minimum as we do carry stock. The new skill I have learnt is finding suppliers which do next day delivery but are also extremely competitive with our current suppliers. 



2. How have you been able to adapt / use the new skills learnt within the work environment? e.g. time management / technical / soft skills

This is an ongoing process as I am constantly looking for new suppliers, but I have been able to reduce the number of sundry items purchased, by collecting all the invoices that the workers have bought and collating the most popular items. I have now found various suppliers where we can buy these items at wholesale prices, sometimes at a ¼ of the price. I run a excel spreadsheet as a stock book for the warehouse to ensure that all items are logged to jobs and I track when stock is low. 



3. What was the highlight and why?

This question is for the end of the project. 



4. What part of the task / activity were most challenging and least challenging?

The most challenging part of this was having to be patient, suppliers often took longer than anticipated. I often found myself chasing them numerous times for prices and lead times on products. This was more frustrating than challenging as the workers were still purchasing needed items from local stores. 

Another challenge is that I am in the office on my own, this makes it hard to regulate what is being logged in and out to different sites. If items are missed, then the spreadsheet does not match up to what is in stock and can cause issues going forward. So, this is a crucial aspect of having stock to hand. 

The least challenging aspect of this new skill I learnt has been the creating of the spreadsheet. I have created various spreadsheets and systems within the office and has become one of my fortes. The spreadsheet is emailed around to all the site managers every Monday to ensure that they know exactly what we have in stock to reduce the purchases at local stores. 


5. How are you progressing according to your objectives (learning contract)?

The project is about 2 weeks in front of schedule not including the bad weather days where we have had to close site. That aspect is on target. The budget is something I am currently looking at and hoping to reduce the sundry items spend in the latter stages of the project. If this is reduced, we should be within budget for the whole project. I try to work to 1% of the project total to be spent on sundry items with projects over £100,000. This project ‘s overall budget is estimated at £682,990.00 and so 1 % =£6,829.00 for Sundry spend. We are currently at £5,276.00 for all sundry items with 4 weeks left on the project.  I anticipate that with the new stock system in operation we should be within the budget at the end of the project. 





Reflective Journal 3: Wet Weather 
Date: 20th – 12th March 


1. What new skills did you learn in the period?

During this time period the site has been extremely busy, but we are still on target for completion at the end of March. The recent  stormy weather over the last 3 weeks  has been a concern as it has been difficult to keep the men working throughout the weeks, as no felting works can be laid in the rain and once wind speeds are greater than 17 mph it is recommended the men do not work on the roof.  Fortunately, there is a lot of rainwater goods, for example fascia, soffit, gutter and downpipes that need to be installed throughout the school. This allowed our men to continue working throughout the severe weather and to ensure that we were still on target for the proposed date of completion.
 The skill I have learnt in this time frame is that there needs to be a plan devised at the beginning of the job, to set aside jobs that can be completed when the weather is wet so that the work force keeps working to targets regardless of the weather.


2. How have you been able to adapt / use the new skills learnt within the work environment? e.g. time management / technical / soft skills

The Management of J Randall Roofing Ltd have always encouraged me to save wet weather work for the workforce to complete on wet/ rainy days. However, it is a difficult aspect of the job to balance as you have deadlines to meet and jobs to complete on the project. It is essential therefore to be in communication with the client to inform them of any setbacks to targets due to the poor weather.
I have always found this aspect difficult to manage but in this instance  I informed the client that there would be certain areas of the roof  that would not be completed due to the fact that they were part of the planned wet weather work and so they would be completed later in the project. 
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Photos taken from site of the guttering and fascia’s completed in wet weather


3. What was the highlight and why?

The highlight was having the satisfaction of knowing that we are still on target after all the bad weather we have had. It is testament to our workforce that when the weather is dry, they have worked tirelessly to make sure we stay on target. 



4. What part of the task / activity were most challenging and least challenging?


The most challenging part was laying the men off work when all the wet weather work had been completed. I try my best to ensure we keep the site open every day, but it was just not possible with the amount of rain we have had in the last 3 weeks. 



5. How are you progressing according to your objectives (learning contract)?
In relation to the objectives I set at the start of the project I am on track in succeeding. The project programme of works below is being followed and we are on target to finish within the timescale given. 
Trying to keep a record of what is bought and the waste we have on site is still an issue that I have not yet fully resolved. This will be my next area I wish to improve on going forward
2 | Page
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Programme of works for Greenway Primary school – J Randall Roofing Contractors (this has been cropped to only show the last 5 roofs as the first 8 have been completed)



Reflective Journal 4: Solar panels and COVID – 19  
Date: 12th – 2nd April 


1. [bookmark: _gjdgxs]What new skills did you learn in the period?

This time period has been extremely challenging for myself and the operatives on site. Firstly, we as a company decided to close the site on the 24th March. On 23rd March, I had to do a final site inspection to ensure there was no dangerous items or works that potentially could cause any members of the public an injury if they managed to gain access to the roof. 

Secondly, there were 25 solar panels stolen, this was the first time I had anything stolen from a site and had to follow certain procedures. The skill that I improved was communication and learning how to re-assure people when an event like this happens. The Headmaster was very irate and extremely concerned that these people would continue to break into the school. 

2. How have you been able to adapt / use the new skills learnt within the work environment? e.g. time management / technical / soft skills

I have had to adapt my working day as I am now working at home, this has been a challenge for me. Normally when a problem arises such as the solar panels getting stolen, I would visit site straight away to try and diffuse the situation, ensuring everyone that the issue is in hand. I found trying to do this over the phone was extremely challenging as people interpret words differently. 

Reporting an incident to the police was a first, I had to follow company protocol this consisted of getting a police incident number, doing a full report from site and holding a meeting in the school to discuss how we can prevent this happening again. Again, this became an issue as we were unable to hold a meeting on site and I had to phone each member individually. 

3. What was the highlight and why?

The highlight of this period for me was when I managed to control the situation of the solar panels being stolen from working at home. At the start of the day I was in the mind frame of ‘this is going to be impossible’ but as the day went on, I got firmer and ensured everyone was on the same page. 

4. What part of the task / activity were most challenging and least challenging?

The most challenging aspect was working out how we could restrict any more solar panels being stolen. I decided to get our men to move them into the storage unit which has access to 4 CCTV cameras with 24-hour surveillance. 


5. How are you progressing according to your objectives (learning contract)?

My objectives have been put on halt during this time whilst the site is closed. Our expected finishing date is now unknown as we are unsure to when we will be allowed to continue works. The budget aspect has not altered as we are not spending on the project, I managed to get the scaffold company to not charge any hire costs during this period. 


Reflective Journal: Final Project review 
Date: 30th April 

Over the last 3 months I have been evaluating my project based on the objectives I set at the start. It has been more challenging than I originally thought as this was my first self-evaluation task, I was unsure what to expect. “the process whereby knowledge is created through the transformation of experience. Knowledge results from the combination of grasping and transforming experience.” (Alice Y. Kolb, 2007)

1. What has this exercise taught you about yourself (personally and professionally) and what will you change going forward?

During this project I have learnt many things about myself on a personal level and within the working environment. On the personal level I found that as the weeks went on there was a common theme, scaffolders and deliveries were turning up late. This caused me major issues on site, reviewing this I need to manage people’s expectations and express that if deadlines were not hit then there will be consequences. This is a weakness of mine and something I am working on daily; I realise that it is necessary to question aspect of the project to go gain the best outcome. Learning to be more confrontational when necessary has been highlighted during this project.
On the professional aspect, I have learnt that our systems are outdated and are not sufficient for the size of projects we are undertaking. The current systems in place have been there since the company opened in 2006 when they only had 4 employees, we now have over 50. The main aspect that I will review with the office team is the recording of the finances on each project. There is currently no system to determine what stock is taken where unless noted by myself. At the end of the project this gives us an incorrect reading on the profit and loss. To do this it will require training from either myself or an external company to get the office team understanding the concept. Implementing a new system will be a new learning experience for myself. 

2. What was the journey to your goals, including successes and failures; how were issues resolved. 

The objectives I set prior to this project were all areas that I thought needed reviewing as I saw them as weaknesses within my projects. In Figure 1.0 David Kolbe’s Experiential Learning Cycle is something that I have tried to follow throughout this Project. It identifies each stage in which we fully learn from experiences, this section is the Abstract Conceptualisation; concluding all that has been learnt throughout the project. 
[image: Kolb's Learning Styles and Experiential Learning Cycle | Simply ...]












Figure 1.0: Kolb’s Experiential Learning Cycle (McLoed, 2017 )



1. Ensure all checkpoints are met throughout the project. This will be compared to the programme of works completed at the beginning of the project. 
 
Throughout this project we have been remained on target in relation to the programme of works, the completion date was 4th April. Due to COVID-19 I made the decision to close the site on the 23rd March. The weeks leading up to the 23rd we had a significant amount of poor weather, thus meaning we lost 3 weeks of the programme in total. When the site re-opens, I am confident myself and the team can get this completed within 3 weeks. 


2. Identify any reasons for reaching or subsequently not reaching the checkpoints. 

Objective two is based around the workforce, quality of work and snags, ultimately these variables would be the reason for not reaching the checkpoints set. On this project we hit all the checkpoints, this has been challenging for the site manager as the school required constant communication with daily updates. 


3. Make certain the project is within the budget at all times and that we do not overspend per roof. This will include all quotations from subcontractors. 

This objective was the hardest to track due to the poor internal systems we have in place. The majority of the orders are placed through myself, so I know what is being spent. However, there is a grey area where the site manager can go and buy materials / equipment if necessary. This needs better control as the current system of reporting manually is not working effectively. 
Secondly, we had several rain days in the first 3 months of 2020, in order to keep our workforce motivated and valued we have sent them into work knowing that productivity would be significantly lower due to the weather. This has had an effect on the project’s profits. However, teamwork and motivation within the company is vitally important for long term success. 




3. Given what you now know, would you do anything differently (if you were to do the project again)?

If I was going to do this project again, I would ensure that there was enough stock for the whole project on site, this would reduce the number of items being bought at local dealers at a greater price. Therefore, creating a scale of economies and maximising the profit. 
We decided to use a new scaffolding company on this project as their cost were significantly lower, however, I spent a lot of my time chasing alterations and new scaffolding to be erected as they were not as efficient as other companies. If I were to complete this project again and any project going forward, I will review a sub-contractor / supplier on its customer service, delivery, reputation and not just on cost. 
In my last journal the solar panels had been stolen from the roof, if I was to go back, I would ensure they were stored in the welfare unit with CCTV cameras facing the unit. The solar panels had been stored on the roof for 2 months before COVID – 19 struck as soon as I closed the site and the school was empty; break- ins started to occur. This was difficult to foresee as the solar panels would have been reinstated by now. 


4. Has what you have done changed your ambition or strengthened it?

Upon reviewing this project even though it is not complete I feel like I have succeeded in my role and the objectives. We are currently on track to make a profit and both our workforce and the client is highly satisfied.  This exercise has made me more confident within my role and making high level decisions, as the project went on, I felt it was less necessary to turn to the top management for confirmation of ideas. 
My ambition to introduce new systems and grow the Company has increased. This project has highlighted to me that as company we cannot continue carrying out projects over £500,000 with the basic financial systems we have in place. In the near future I will be proposing the company looks into a new stocking system and updating the financial tracking system. By doing this I hope the company will recognise me as an asset and I will be able to go up the ranks and be a director of the Cardiff Office one day. 
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