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[bookmark: _Toc236043838]Introduction
Construction projects rarely stay exactly as they were designed at tender stage. Changes often happen because of client requests, design development or unforeseen issues once work starts on site. The JCT Standard Building Contract with Quantities 2016 (SBC/Q 2016) includes procedures for managing these changes through contract instructions and variations. Following these procedures correctly helps ensure contractors are paid for additional work while protecting the employer from unnecessary costs and disputes.
As an apprentice Quantity Surveyor working for a small to medium-sized contractor in South Wales, I have seen how important contract administration is, particularly on refurbishment projects where variations are common. In my experience, projects that have been rushed or not fully designed before starting usually generate the most variations. This report discusses Clauses 3.10, 5.1–5.3 and 4.20 of the JCT SBC/Q 2016, the role of the Contract Administrator and how contractors should respond to variation instructions.
[bookmark: _Toc236043839]Clause 3.10 – Contract Instructions
Clause 3.10 allows the Contract Administrator (CA) to issue instructions needed for the proper completion of the works. These may include changes to drawings, specifications or additional work that becomes necessary during construction.
This clause is important because it clearly identifies who has the authority to issue instructions. Contractors should not carry out additional work based on requests from clients, school staff or consultants unless those requests have been confirmed by the Contract Administrator.
For example, if a school caretaker asks for extra decorating work during a refurbishment, the contractor should explain that the request must first be approved by the Contract Administrator. Completing the work without a formal instruction could result in the contractor not being paid. This process protects both parties by providing a clear record of the instruction.
[bookmark: _Toc236043840]Clauses 5.1–5.3 – Variations
Clauses 5.1 to 5.3 explain what a variation is and how it should be managed. A variation includes changes to the original contract works such as additional work, omissions, different materials or alterations to the sequence of work.
Variation instructions should normally be issued in writing. If an instruction is given verbally, it should be confirmed in writing as soon as possible. From the contractor's perspective, written confirmation is important because it provides evidence if payment is disputed later.
On refurbishment projects in Wales, variations are often caused by hidden defects that only become visible once existing finishes have been removed. Damaged timbers, asbestos or defective drainage are common examples that require additional work outside the original scope.
[bookmark: _Toc236043841]Clause 4.20 – Valuation of Variations
Clause 4.20 explains how variations should be valued. Existing rates within the Bills of Quantities should be used where they remain suitable. If the work is significantly different, new fair rates should be agreed based on labour, materials, plant and site conditions.
As a Quantity Surveyor working for Neath Construction, keeping accurate records is essential. Labour hours, supplier invoices, plant costs and photographs all help support the valuation. Without good records, recovering additional costs becomes much more difficult.
[bookmark: _Toc236043842]The Role of the Contract Administrator
The Contract Administrator is responsible for issuing instructions, deciding whether work is a variation, valuing variations and assessing any extension of time. Although appointed by the employer, they are expected to act fairly when carrying out these duties.
Clear communication is essential. Delays in issuing instructions or agreeing valuations can affect the contractor's cash flow and delay progress. From my experience, subcontractors are often reluctant to continue additional work until they know it has been formally instructed and will be paid for.
[bookmark: _Toc236043843]How the Contractor Should Respond
When a variation instruction is received, the contractor should first check that it has come from the Contract Administrator. If it has only been given verbally, written confirmation should be requested before carrying out the work where possible.
The contractor should then assess the effect on labour, materials, plant, programme and cost. If completion is likely to be delayed, the Contract Administrator should be notified promptly so an extension of time can be considered.
Detailed records should be kept throughout the work, including site diaries, photographs, labour allocations and supplier invoices. These records provide valuable evidence when agreeing the value of the variation or resolving disagreements.
[bookmark: _Toc236043844]Commercial Control and Reducing Disputes
Good contract administration improves commercial control by ensuring variations are identified, recorded and valued correctly. This reduces the risk of additional work being missed during interim valuations or the final account.
It also helps reduce disputes. Many disagreements occur because work has been carried out without written instructions or because there is little evidence to support additional costs. Following the JCT procedures creates a clear audit trail and protects both the employer and contractor.
This is particularly important on local authority and school projects across South Wales, where refurbishment works often uncover unforeseen issues that require changes to the original scope.
[bookmark: _Toc236043845]Conclusion
The JCT SBC/Q 2016 provides a clear process for managing instructions and variations through Clauses 3.10, 5.1–5.3 and 4.20. These clauses help ensure changes are instructed correctly, valued fairly and properly recorded.
The Contract Administrator has a key role in issuing instructions and valuing variations, while the contractor must keep accurate records and follow the correct contractual procedures.
From a contractor's perspective, good management of variations is not only about complying with the contract but also about protecting profit, maintaining cash flow and reducing disputes. On the type of regional projects commonly undertaken by contractors in South Wales, effective contract administration is essential for successful project delivery.
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