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1.0 Introduction

The purpose of this report is to develop a link with subcontractors in the construction industry, to gain understanding of how the quality of construction can be affected by subcontracting and how to avoid it. This is a very important topic as it informs the reader of how to overcome these issues and to prevent any loss whether it be quality, financial or reputable.  

It is common knowledge that not all construction projects go to plan, even with the most rigid planning and exact design detail the human error factor will play its part. This can happen through a lack of communication / delegation & derogation. The subcontractor often bears the brunt or it is made the scapegoat by the main contractor. Many issues occur onsite and this could be down to the main contractor’s poor management, delays and all other failing contributors. 

Throughout this report the author will be aiming to identify the quality of construction through subcontracting, what are the contributing factors that could lead to subcontractors failing on construction projects, how to overcome such issues and the action which is require to prevent it from re-occurring. This report will not just focus on negative points but also highlight the positive points that sub-contracting can offer.

The success of a construction project usually falls on the ability of the main contractor in appointing the appropriate sub contractors’ during the bidding process, and the sufficient management of subcontracting during the project. 

The learning outcome from this report allows the author to evaluate project management processes and select suitable processes to meet the client’s needs. To critically evaluate methods of controlling and co-ordinating subcontractors on large complex construction projects. 


1.1 Background into Subcontractors 

Subcontractors undertake a contract from the contractor. Subcontractors undertake work that a contractor cannot do but for which the contractor is responsible. It is the duty of the construction manager to manage the subcontractors to maximise their output. 

There are very few general contractors in the construction business these days as most projects rely on a managing contractor to organise and supervise the work and a series of specialist subcontractors who carry out site operations.

Subcontracting is the vicarious performance of a contractual obligation where:
· The main contractor normally enters into a direct contract with each subcontractor.
· Subcontractors may sublet their work to sub-subcontractors.
· The main contractor retains contractual responsibility for the subcontractor’s work.
· Subcontractors are commonly referred to as:
· Work package contractor.
· Trade contractor.
· Specialist contractor with different types of contract.
· Attendances are normally provided by the main contractor, which may include the provision of water and power, use of standing scaffolding, use of tower crane and removal of rubbish.
· Specialist attendances may be supplied, such as offloading of materials, provision of hard-standings, task lighting, etc. 
(Cooke and Williams, 2013).

According to CIOB (2014) code of Practice for Project Management for Construction and Development, it defines a subcontractor as ‘An individual or company to whom the contractor sublets the whole or any part of the works. This covers such elements as design, specialist trades and labour-only supply’ (CIOB, 2014).


2.0 Subcontractors 

The quality of construction can be affected in many ways; it would be unfair just to blame one discipline on the outcome of the project from the sub-contractors work.

Sub-contractors can play an important part in the success of the construction project, the work they do is pivotal to the finished product / outcome of the design. The sub-contractors ability to deliver the project on time and to the required quality and safety standard is equally important. 

It is important to note that when the contractor is appointing the subcontractor then they should not be appointed purely on cost, it should be based on their quality of workmanship, their experience in the that particular field i.e. if they are working in the Health Board then they should have previous experience of working in that environment. 

The subcontractor should be able to bring many qualities to that particular job. Problems arise onsite when the sub-contractor has not had the clear instructions or is not fully aware of what the completed design is. 

2.1 Communication

Communication is a major factor in the success of a project, it is vital that all of the stakeholders involved in the project communicate well with one another. Good communication can improve teamwork and lead to better project collaboration. Poor communication can result in misunderstandings, delays and problems down the road.  

Problems can arise when there is lack of planning and coordination, poor communications result in little opportunity to develop a relationship of trust with each other. According to Jones (2018), ‘it’s important to determine a chain of command for communication on a construction project’. He also states ‘The architect is responsible for communicating with its consultants and the general contractor is responsible for communicating information to the suppliers and sub-contractors’ (ConstructConnect.com, 2018). 

Communication and cooperation are essential aspects in the construction industry, by strong communication between stakeholders and the ability to share vital information freely in an effective manner, and then problems can be resolved efficiently. However, if stakeholders are unable to engage in discussions, there exists a potential for reduced productivity and schedule delays. Flynn (2009) states that ‘by working together to achieve project completion, the construction manager and subcontractors can improve relationships and reputations, while ensuring future work’. While it is important to communicate information to other parties, it is equally important to listen and understand what others have to say (Thomas, 2005). 

The author has reason to more than believe that one-sided conversations or withholding information will prove ineffective work productivity. It is worth noting that each stakeholder / team member has valuable information that should be shared freely between everyone, this will help the cause rather than delay/hinder it.

By presenting, each party with the opportunity to understand what actions are necessary, subcontractors can improve upon their communication and cooperation. The simple action of a construction manager creating a plan can significantly benefit the overall project due to the subsequent actions of subcontractors (Flynn, 2009).

To cooperate in a highlight efficient manner, communication becomes a critical requirement. Without the ability to discuss problems and foster ideas to advance past difficult situations, delays inevitably continue to accumulate. In order to improve communications, each party should be allowed to express its opinion on the situation so that others can understand opposing viewpoints (Melvin 1979).

From the author’s experience construction work can benefit greatly by all of the stakeholders communicating clearly. It is important to note that information can get lost when it is not transverse appropriately, such as emails. When people communicate by emails, they have the impression that the other party has the information and the responsibility is passed onto them, this is the wrong way to work. Important information that relates to the project should be transverse directly. Please see case study 1, Appendix A for further reference.


2.2 Chain of Command

Following the chain of command is essential to good practice in the construction industry, establishing a clear line of communication that includes identifying points of contact information is key.

Construction work requires a strict chain of command to create accountability for managers in project management and workplace safety. A proper hierarchy allows clear roles for each individual, which makes it possible for construction jobs to be completed on schedule without compromising the budget or safety of onsite works (Construction project management services and construction books, 2018).


2.3 Subcontracting Management 

Jason Hook (2016) develops the theory that there are six things to remember when managing subcontractors:

· Contracts and project safety compliance – All contracts should contain the roles and responsibilities of the subcontractor. Expectations and project specifications need to be outlined in the contract. Terms and conditions should be clearly defined and explained to the subcontractors.
· Provide information ahead of schedule – the subcontractor should have all of the information needed to complete their job safely, on schedule and to standard. The subcontractor should be prompted to any changes to the work schedule.
· Hold regular meetings – Regular meeting will once again keep everyone informed and on schedule. The meetings give the opportunity to the subcontractor a platform to express ant concerns or matters regarding safety, quality of work, general project issues and potential disputes.
· Sign and acknowledge receipt of documentation – Situations can arise where subcontractors claim they have not received individual drawings or documentation to proceed with the job. To prevent this from causing disruption to the construction project, subcontractors should sign for drawings, revisions and any documents they receive. If a signature is not required, then confirmation via email is suffice. It is important to keep their correspondence on file should any disputes arise in the future.
· Communications Channels – Communication needs to be clear and succinct. Always keep subcontractors up to speed with any project changes as soon as possible. The construction manager needs to be approachable and listen to any feedback they have. It is important to make notes and keep a diary or log tracking conversations or disputes. 
· Construction management software – CMS is a lifesaving tool for construction managers managing subcontractors. It helps the CM with scheduling, keeping a paper trail or all communications and allows them to see where the subcontractor is up to on the project. Even more importantly, it assists the CM to stay within budget (Buildsoft.com.au, 2018).








2.3.1 Management Control 

Good control depends on the fullness of agreement on the contract conditions; there is better control if mutual respect and understanding is transparent between the construction management and the subcontractors. 

There are potential problematic areas:
1) Information – Subcontractors, full schedule indicating requirements and recording all working information. 
· Details. 
· Submission. 
· Offsite manufactured goods.
· Builders work details.
· Record of receipt of information.
2) Site Progress – A regular reporting system should be in place.
· Progress of work. In relation to short and long term performance.
· Amount of work executed during last period.
· Percentage of total work completed.
· Record of resources in use, particularly labour.
· Record of materials on site.  
3) Bottlenecks and key resources – Report outlining any anticipated problems such as:
· Work execution.
· Manufacture.
· Procurement of materials and labour. 

The above action points helps the construction manager to develop an understanding with the subcontractor to enable action to be taken to minimise problems and achieve the targets. (Juan AF Papi, 2018).


2.4 Relationships

A valuable prevention to dilemmas that may arise is the formation of positive relationships between management and subcontractors. The creation of this relationship enables many aspects of the managerial process to be improved upon including teamwork and trust (Wallace 2007).

Quality of construction is effected by the lack or non-existent relationship between the main contractor and subcontractor. To develop a successful relationship, trust between both parties must be established. Each party must understand the capabilities and limitations of others. In the event of personality clashes onsite then this has the potential to delay the project but if a prior relationship exists, then solutions can be resolved quickly. 

One of the major components of creating lasting relationships is to be aware of differences among subcontractors. The ability to recognise that each subcontractor is comprised of individuals from varying backgrounds and experiences allows management the change to create a strong work environment for each individual by catering to specific needs (Thomas 2005). 

A practice that can ruin the relationship between a construction manager and a subcontractor is bid shopping (Hinze 1994). Bid shopping is when a subcontractor is forced to lower their tender bid due to the size of the project, this practice could lead to dispute and create a bad relationship with both parties before any work starts onsite. This will then lead to further problems and in theory a savoury environment within the project team. Bid shopping is bad practice and should be avoided at all times; the construction manager should develop and maintain a trusting relationship with subcontractors.




2.5 Contract Administration 

The contract between the main contractor and subcontractors should work equally for both parties; it should not be the case that the main contractor will mainly benefit from the contract. The contract between both parties should be clear and concise, with both parties acknowledging each other’s commitments. 

The contract conditions could be:
1) Commencement date and duration of work.
2) Resources required by the subcontractor.
3) Site Services / Welfare Facilities.
4) Final Design / Clear Vision
5) Payment dates / Interim Certificates etc.
6) Protection of secured contract. Legally contractual agreement.
7) Method and frequency of reporting site progress.
8) Compliance with contract conditions for insurance, taxation, registration, etc.
9) Schedule / Programme of works required.
10) Details off special clauses that could affect the subcontractor (damages clause).
11) Subcontractor to provide adequate supervision on site.
12) Submission (date) of all schedule information required by the subcontractor.


2.6 Subcontractor Performance

One of the most efficient ways to understand the value of work performed by subcontractors is to perform project reviews. Whenever subcontractors are involved with construction, management should conduct constant reviews of their work (Wallace 2007).

By reviewing the subcontractors’ performance then it presents the construction with comfort that the job is progressing well and that the subcontractors are performing to the best of their ability. The construction manager could use project review tools such as requesting or stating in the contract that the subcontractor has to produce frequent / daily progress reports, this way the construction manager can inform the project manager on progress and alert for any potential delays. At the end of the scheme, a good tool to use is Key Performance Indicators (KPIs), this tool assists the construction manager to evaluate the subcontractors’ quality of work. 

KPIs were devised to generate information on the range of performance being achieved on all construction activity and they generally, in a typical project, these will comprise of:

· Client satisfaction – product 
· Client satisfaction – service
· Defects
· Predictability – cost
· Predictability – time
· Profitability
· Productivity
· Safety
· Construction cost
· Construction time

These KPIs are intended for use as benchmarking indicators for the whole industry whereby an organisation can benchmark itself against the national performance of the industry and identify areas for improvement, that is, where they perform badly (Wiley Blackwell 2014).




2.7 Rewards and Incentives

Subcontractors can meet, exceed or fall behind a construction manager’s level of satisfaction. When subcontractors exceed expectations, management has the opportunity to provide rewards. This provides compensation for subcontractor’s high productivity and increased performance (Flynn 2009).

The most valuable reward for a subcontractor is rewarding them with continued business, the construction manager / project manager will appreciate the level of work the subcontractor has done and will look to or include in their next tender process. Tender process is not always won on price, it also consider level of expertise, quality of work, level of competent staff and sometimes the size of the company as to whether they can carry out the level of work. This is always an incentive for the subcontractor to carry out their work to the best of their abilities at the highest quality. 

2.8 Training 

Training plays a major role in making sure the subcontractors are fully capable of carrying out their duties and roles effectively. By the subcontractor being competent then there is less possibility that mistakes / errors occur onsite. Training also entails safety training, so all subcontractors are inducted onto site and made aware of all health and safety risks. Another good way of making sure that the subcontractors are trained to be on a construction site is by each worker having a construction skills certificated scheme (CSCS Card).

2.9 Pre-Qualification Questionnaires

Pre-qualification questionnaires (PQQ) are used to help public sector buyers/purchasers shortlist suppliers, in these subcontractors to invite to tender where a certain level of technical ability is required, and form part of the restricted tendering procedure. 

PQQs enable to the main contractor to assess the organisation’s commercial, technical and financial competencies and determine whether they meet the minimum criteria of the contract. Within the construction industry, private sector construction companies have also adopted pre-qualification questionnaires as they provide an effective method of assessing subcontractors’ competencies (Constructionline 2018).

The information required for a PQQ should be relevant and suitable to the scale of the project i.e.

1) Organisation and contact details.
2) Level of insurance
3) Financial information / accounts.
4) Relevant experience / project specific questions.
5) Information about technical and professional ability.
6) Information about capability and capacity.
7) Health and Safety policy.
8) Quality Assurance policy.
9) Environmental management policy.
10) Equal opportunities policy.











3.0 Conclusion

There are many reasons why the quality of construction can fail in a project, throughout the report the author concentrated on what affects the subcontractor has on the quality of construction and how they can be avoided. The author has the opinion that the construction success of the project lies with the main contractor and how they consider the subcontractor as part of the team and treat them as key members. The main contractor – subcontractor relationship is a business partnership, with both companies working toward the same goal (FTQ360 2017). 

The author believes that the main contractor should take some responsibility in the subcontractors’ work, as it is down to the main contractor to appoint them in the first place. The main contractor should carry out all background checks on the subcontractor to see if they are capable and competent in carrying out the works required. 

The main contractor should concentrate on the key elements in working with a subcontractor, these elements could be to communicate and cooperate in a clear manner, to develop and maintain a trusting relationship, to hold regular progress meetings, to draft a contract, which benefits both parties, which in turn opens a transparent way of working. 

A potential way to avoid poor quality from subcontractors’ quality of work would be to conduct regular reviews of subcontractor performance and to provide them with adequate safety training. 

The author has the opinion that if the main contractor carries out these actions that have been suggested then it will benefit all of the stakeholders within the project because the subcontractor will be fully functioning and their work output will be at the highest and maximum level. 
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5.0 Appendices

5.1 Appendix A1
Case Study 1:
Subcontractor project failure. The caption below indicates the fundamental reasons why projects can fail, which is mainly through poor communication.  

Potts (2008) states ‘it is important that we understand the causes of project failures and apply the lessons learned. The Major Project Association (MPA, 2003) identifies the major reasons for project failure as follows: Poor project definition, unclear objectives, unrealistic targets, inadequate risk evaluation, client experience, poor forecasting on demand, lack of effective sponsor and strong leadership, poor communication and lack of openness, inadequate stakeholder management, management focus wrongly targeted at the back end rather than at the front end of the project (Potts and Ankrah 2013).


5.2 Appendix A2
Case Study 2:
The risk of the sharing nature: The information below indicates how the impact of subcontracting by sharing the risk. 

The Risk Sharing Nature The risk sharing mechanism between the general contractor and its subcontractors depends on the contractual options, which bind the parties into a framework of responsibilities. From the cases examined in this study, the general contractor transfers full component manufacturing responsibilities to the prefabrication subcontractor, as depicted in Figure 2a. The general contractor performs quality inspection when components are transported to the construction site. From then on, it assumes full construction responsibilities until the completion of construction. Such division of responsibilities as well as risks reflects the fact that, given that, the general contractor does not own the prefabrication facility, it is in fact for both parties to be better off if the general contractor does not interfere with the prefabrication of components, if it provides complete and timely detail design information to the subcontractor. Indeed, such a balance of risk sharing is quite delicate and relies heavily on a "reasonable" pricing system in the subcontract (Iaarc.org. 2018).


5.3 Appendix A3
Case Study 3:
Conflicts between contractors and subcontractors: This case study reviews how easy conflicts can arise between main contractors and subcontractors in a volatile geographical location.

The construction sector is one of the key economic sectors and is the main force motivating the Palestinian National Economy. Upon the establishment of the Palestinian National Authority and the assumption of its powers over the Palestinian territories in 1994, the construction sector has witnessed noticeable expansion and activities. 

Strain in the relationships between the main contractor and subcontractor may develop due to poor communication, lack of information on site, poor supervision, master and slave syndrome, and lack of management systems. Inevitably, this will lead to poor overall management of the projects, poor quality products, late project delivery and create dissatisfaction between the main contractor and subcontractor as well as clients (Othman, 2007).

The aim of this paper is to identify and rank problems that exist between contractors and subcontractors in the construction industry in Gaza Strip according to their relative importance index (RII). The findings of this research could help both contractors and subcontractors to gain better understanding of the problems in order to resolve or reduce them as early as possible (Emeraldinsight.com, 2018).



5.4 Appendix A4
Case Study 4:
Subcontractors’ role in quality production. 
This case study reviews the role of subcontractors in the competiveness of building companies and integration of value chains. How to improve the quality of production and motivation of subcontractors.

Improves the Product’s Quality: if qualified workers are used, the specialties of the labour take better quality products. However, according to Brandi (1998), subcontracting leads to control and coordination problems that can result in low quality products. Okoroh and Torrande apud Brandi (1998) on the other hand, maintains that the quality of the products is not affected by the main contracting party’s competence, and attributed it exclusively to the subcontractor’s performance.

Workers are Motivated - as the workers' relationship with the company is insecure, or simply temporary, they lack an identification sense with the company, and they can lose motivation [Villacreses (1994)]. However, this negative aspect can be overcome through the establishment of partnering among contracting and subcontracted parties that guarantee future contracts, motivating the labour force with the possibility of new jobs (Pcc.usp.br, 2018).


5.5 Appendix B1
NEC3 Contract Case Study:
New Engineering Contract (NEC3)
A4232 Eastern Bay Link, Cardiff, UK
· location:
Queensgate to Ocean Way, Cardiff Docks, Cardiff, UK
· Value:
£57 million
· Contracts Used: NEC3 ECC Option C
· Start-Finish:
2015-2017
· Employer:
Welsh Government
· Contractor:
Dawnus Ferrovial Agroman Joint Venture
· Project Manager:
WSP 
Under the NEC’s required ‘spirit of mutual trust and cooperation’ and incentives built into the ECC through Z clauses, the team worked together to resolve the issues as quickly and cost-effectively as possible.

According to John Evans, ‘The team worked closely during the preliminary design to overcome major issues by working flexibly, and this approach continued in the detailed design phase and throughout the rest of construction. Without NEC’s flexibility and obligation to work in a spirt of mutual trust and cooperation, it would have been very difficult – if not impossible – for the project team to reinvest in a completely new design, allow such an overlap in design and construction, and still complete on time and budget.’

The NEC3 contract proved to be instrumental in the success of the project, the NEC3 contract brought the team together. The subcontractors worked extremely well with the main contractor, through the process of regular team meetings and briefings, each discipline had a clear vision of what was required of them throughout the project (Neccontract.com, 2018).





5.6 Appendix C1
Post-Project Evaluation (PPE):
Health Board evaluation process:
The PPE example shows how the Health Board valuates completed projects over a certain value; the project is scored and marked from start to finish. The PPE takes into consideration every stakeholders report regarding the project. This assist the Health Board with lessons learned from each project and how to avoid similar scenarios in future projects. For legal reasons the author is not authorised to publish the exact template but the text below is a good example of what is included.


· Post-project evaluation is a mandatory requirement for all major capital schemes subject to Capital Investment Manual regulations (i.e. projects with a value of £2 million and above). The purpose of PPE is to improve project appraisal, design, management and implementation. Details of CIM PPE are attached.

· Within the Health Board, the PPE process has broadly followed the advice set out in the ‘Good Practice Guide – Learning Lessons from Post-project Evaluation’.

· The reports, together with details of costs, equipment and project timetable are provided to the Evaluation Team, who meet in order to address the items set out in the PPE Review Observations document and to provide conclusions as set out in the PPE – Summary Conclusions document.

· PPE reports are accessible via written requests.
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