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1. Introduction 
The aim of this report is to take the role of a Project Manager for an organisation called Rosko Pension Group that helps individuals with pensions and investments. The company is aiming to build a new private hospital facility to sell after the construction works are complete, as a profit-making exercise. The new development will be funded from Rosko’s members’ investment funds and have found that there is a high demand for this type of facility after some in-depth research. 
The role of the Project Manager is to compile a report for the Rosko Pension Group advising what type of procurement is to be used and the structure of the project team of the whole project. The report is to also include the stages through which the project will progress up to pre-construction stage and the key resources required at each stage of the projects life. (NTU,2018).
2. Procurement Method
As Project Manager of the project I would suggest that the Traditional method of procurement is used, also described as the “DBB” method. This is due to the project having three main stages; Design, Bid, Build.
In this type of procurement method, the design element of the project consists of the client, Rosko Pension Group, appointing a group on consultants. The consultants would include a Project Manager, Quantity Surveyor and an Architect (possibly even an Engineer). These three would meet with the client to discuss the type of building required, funds available by the client, the type of quality required and the location of the development. In this instance, the consultants would also need to understand how much the potential buyers are willing to pay for the hospital, as this will determine the budget for the construction works. As part of the Project Manager’s role they are responsible for finding out where the client will get the funds required, the exact amount of fund the client can get, the source of the funds to the client and when the client requires the building to be completed.  After many of these meetings, the architect will then present a set of tender drawings of the proposed development. Once agreed with the client, the Quantity Surveyor will price the construction of the project using a range of techniques and cost data resources to get a budget for the works and to see if the project is feasible. Once this is carried out the team will get together with the client and decide what type of tender technique is to be used. As Project Manager on this development, I would suggest that a Selective tender. This is when the team collates all the agreed and approved drawings, documents and specifications and issues them to a few selected contractors to provide a price for the works. I would chose this type of tender process because the project is of such a high cost and specification, the client needs to be assured that the successful contractor is capable of building the hospital to the agreed specification, in the agreed timescale with the highest quality possible.
Once the tender submission date has occurred, the client and the consultants (QS, PM and Architect) will sit down and go through the submitted tenders, analysing and checking all of them to make sure they are all compliant to the tender documents. This means that the contractor has included for the exact information that was sent out by the clients QS. This in turn, will make sure that the successful contractor can provide the quality, cost and time required for the hospital. 
After the proposed contractor has been chosen, a pre-start meeting will be held between the consultants and the contractor to discuss and review the tender. Once this is complete, the contract will be signed by both parties and the contractor will take possession of the site and start the construction of the hospital. 
In conclusion, I propose a traditional procurement method because it is a well understood process that will give the client certainty the hospital will be built on time, unless any unforeseen circumstances occur. The client will also have clarity that they will have a good quality hospital for the price, as they will be responsible for choosing the specification and details. Although this procurement method is a lengthy process, as the design needs to be fully signed off before the tender can be issued, the clients team will have a much better control over the cost of the project and will result in a higher profit margin for the client when they sell the hospital after construction is complete. 
“The cost should be fixed from the start, which offers some certainly for the client – and they retain control of the design throughout.” (Mike Johansson,2018). 



3. Structure of the Project Team 
3.10 Client’s Project Team
As mentioned above, as part of the traditional method of procurement, the client is responsible for appointing a team of consultants that will design and cost the project before any tendering has occurred. The Project Manager (or sometimes the Quantity Surveyor acts as both) leads the team and is the single point of contact for the client. They will be in charge of making sure the design, cost and quality are exactly what the client is looking to achieve, whilst making sure the client has the sufficient funds and land required for the proposed development. 
[image: ]The client’s project team for this project will usually consist of a Project Manager, Quantity Surveyor, Architect, Structural Engineer and possibly a Services Engineer when required (as shown in Figure 1 below) (Cartlidge D,2018).
The Project Manager’s role is to lead the team and gain all the relevant information from the client as required (as mentioned above). Then when the project is “live” (building stage), the PM is responsible for making sure the contractor is staying on programme and achieving the required milestones on time, whilst achieving everything set out in the tender documents, such as the correct specification. 
“A project manager is a person who has the overall responsibility for the successful initiation, planning, design, execution, monitoring, controlling and closure of a project” (Duncan Haughey 2018). 
The clients Quantity Surveyor is responsible for estimating the total cost of the project. This will include preparing take-offs and advising the client on any cost decisions that becomes apparent at design stage. The QS will also gather and issue the tender documents to the contractors that have been selected to tender for this project. Once all the tender submission date has taken place, the QS will evaluate all tenders and discuss with the client’s team what contractor will complete the works. Once this has been achieved, the QS will make sure that the project goes to the budgets set at planning stage and push to achieve the best quality for the price paid. Finally, the QS will also agree the final account with the main contractor when the project has achieved practical completion and will release any retention after the making good defects certificate has been raised. 
“their role is to keep a close eye on project finances and contractual relationships” (Willmott Dixon, 2019). 
The Architect is heavily involved at the planning stage. They will provide initial designs and specifications, which will be agreed by the client. Whilst the contract is live, the architect will be responsible for producing, and issuing, revised drawings if any adjustments are required. 
“An architect is involved in the planning and drawing of this design, as well as overseeing its construction” (Rosie Langord,2019).
The Structural Engineers role is to design the structure including the foundations. Therefore, they will be required to calculate the loads and stresses the building will need to safely withstand. They will also be involved with the planning and building control representative to meet any of their requirements. 
“Structural engineers design, assess and inspect structures to ensure they are efficient and stable” (DesignWiki,2019). 
These professionals will either be freelance individuals or a consultant that will provide multiple roles. This is an advantage as the client’s in-house team will be working under one company, which would mean that they will be working in the same office so any meetings would be easy and feasible to set up.







3.20 Main Contractors Project Team
[image: ]As shown in the figure below, the main contractor will have their own project team on the contract. The contractor’s management team will usually consist of a Quantity Surveyor, Contracts Manager, Site Manager, Building Surveyor and Admin Team who have various tasks, which are detailed below. They may also have an inhouse team of tradesmen who will perform elements of the work (such as carpenters, labourers, plasterers etc.). The main contractor will also employ various sub-contractors to perform certain packages of the work required due to the main contractor not having the resources/workforce that is needed to do these works such as the roofing, flooring, mechanical and electrical. These sub-contractors will have a contract between the main contractor and themselves and will be the responsibility of the main contractor, therefore, if anything goes wrong with the sub-contractor, it is down to the main contractor, not the client, as the main contractor is the only point of contact to the client’s team. 
The main contractor’s management team will have various tasks, in order to manage the project efficiently in order to complete the project on time and to budget. The below table shows the contracts management team and their responsibility in the project.

	Title
	Responsibility

	Contracts Manager
	Monitor risk and progress on site. Deal with issues that the Site Manager cannot deal with and will be the main point of contact for the clients representatives 

	Quantity Surveyor
	Maximise profit for the contractor. Will be responsible for procuring sub-contractors and will monitor costs for the project. They will submit monthly valuations to the client’s representatives. 

	Site Manager
	Responsible for the day to day events on site. Will be in charge of getting the sub-contractors on site on time. They will also have weekly/monthly paperwork to complete and issue to site team

	Building Surveyor
	Handle planning applications, work with statutory services with applications/designs/installation dates etc. They will also do pre-handover checks and produce a defects list for the site manager

	Admin Team
	Collate and prepare paperwork. They will update site files/records.  



As part of the “DBB” method of procurement, the client will pay the main contractor (normally on a monthly basis), after the contractor’ QS has submitted a valuation to the clients QS. The sub-contractors will be paid by the main contractor because as mentioned above, they have a contract with the main contractor. The sub-contractor’s payment terms will usually be 30 days from invoice, as per the construction act, but other payment terms can be agreed between the main contractor and themselves.


4. RIBA Stages 0-4
[image: ]The lifecycle of the project will have different stages that are well known throughout the industry. There are many organisation’s that characterise these stages by different terms, but they all have the same meaning, as shown in the figure below. (UWTSD,2019)

As shown above, the first stage of the RIBA Plan of Work 2013 is stage 0, Strategic definition. This is where the client will get with their proposed project manager and discuss their proposed project and the use of the building. The main objective of this stage is whether the client will invest in the construction/development project. The project manager will ask the relevant questions in order to get assurance that the client can provide all the money required to fund the project and understands the legal requirements and risks when investing into a construction project. The project manager will also advise the client on BIM and its purpose including the benefits and implications.
Once the client has agreed with everything mentioned in stage 0, the client will appoint a professional/management team, as mentioned earlier in this report. After the team has been compiled, it is then onto stage 1, which is named “Preparation and Brief”. This is where risks are identified, the client’s objectives are identified and confirmation of the project brief. This will include the specification and drawings for the project. At this stage of the project, research into the practicality of the proposed building will be done based on marketplace, competition, manpower and financial resources. 
The next stage, led by the project manager, will identify how the development will be implemented and managed. Also, the team will agree on the contract duration, type of contract (NEC/JCT) and will confirm the employer’s requirements document. This stage is called “Concept Design” (Stage 2). 
The final pre-construction phase is “Developed/Technical Design”, which is stages 3 and 4 of RIBA, is when all tender documentation and design information is agreed and finalised. This is also when the tender process is started and the contractor is appointed for the works. Also, the BIM strategy for the project is confirmed. In short, this stage is when the plans developed at strategy stage is implemented to ensure all aspects needed for the commencement of the works is resolved and agreed. 
Throughout the project BIM (Building Information Modelling) will be used frequently and will influence the project in many ways. BIM is the technology and process to produce, manage and share information (drawings and designs) in a collaborative environment. As a result, the whole project team (client and contractors’ team) can update and share any revised designs electronically as and when required, saving time due to not having to print off and issue new drawings via post. 
BIM will influence the project as it will improve the accuracy of the project’s design as the contractor will be able to see the external and internal design at all stages of the project life. As such, if one party can see a future issue, for example, heating pipes in the same location or too close to electrical cables, this can be alerted a long time before any heating/electrical works have started. Therefore, saving time and money and avoiding a design clash. Finally, BIM will increase the team’s knowledge of the project and will be used as a risk management and communication tool.
As part of this project, BREEAM (Building Research Environmental Assessment Method) assessments will be used to assess the sustainability of the hospital. (Richard McPartland,2016).  These assessments will aim to improve the hospitals design, construction and operation in order for the building to be more environmentally sustainable. BREEAM helps the building be more sustainable by implementing strategies to use less CO2 emissions, minimise construction waste and help the wildlife’s habitats in the surrounding area. 
5. Key Resources
As mentioned earlier in the report, different professionals are required at the 4 different stages of the RIBA Plan of Work 2013. As the table below shows, myself, the Project Manager will be involved throughout every stage, making sure that everything has been accounted for and the client is happy with the design and budget for the hospital. This meaning that the client will be happy with the completed product, the hospital.
	RIBA Plan of Work 2013 Stage
	Key Resource

	0 - Strategy
	Client Team (Representative, PA)
Project Manager

	1 - Preparation
	Client Team
Project Manager
Specialist Consultants

	2 – Concept Design
	Client Team
Project Manager
Specialist Consultants

	3+4 – Developed/Technical Design
	Client Team
Project Manager
Design Team
CDM Coordinator 



The specialist consultant, which will be the Architect and Engineer, will be involved in the project to draft and prepare drawings and technical information. They will also be able to guide the client/PM ton any local and national building regulations or specifications that will be required for the hospital.
6. Conclusion
In conclusion, as a project manager on the contract, I would propose the client to chose the traditional procurement method. The DBB (Design, Bid and Build) method will ensure the client that the hospital is to the specification and design they want and will ensure the hospital is built to the proposed budget (unless any unforeseen circumstances occur) meaning that the client will make a comfortable profit when selling the building after construction.
As a result of this method, the client will employ a team of specialists. This will include a project manager, architect, quantity surveyor and an engineer. These will work together to produce estimates, drawings and appoint a contractor to complete the works. Whilst the project is live, this team will work for the client, but with the main contractor in order to get the project complete for the proposed price, within the proposed duration.
Whilst working or the client, the project team will work in order of the RIBA Plan of Work 2013, which ensures certain aspects of work are completed during certain times of the project’s life. The 4 pre-construction stages will ensure that the budget, drawings, design and specification is compiled and agreed with the client before the contract is issued out to tender. The final stage of pre-construction will be appointing the right main contractor to complete the works. This will be agreed by the client team (Project manager and QS) and presented to the client to agree.
Finally, different resources, and professional’s, are required during different stages of the contract’s lifecycle. Therefore, it is essential the project manager is well organised and makes sure that all the teams are completing their required tasks on time so nothing gets missed or left out.
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