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1. Procurement Method Recommendation.
What is procurement? - "Procurement is essentially a series of considered risks – each method has individual strengths and weaknesses, which must be carefully calculated by clients and industry alike... construction professionals view procurement as absolutely crucial to the delivery of a project on time, on budget and to a high quality" (Ciob.org, 2019)
To choose the most suitable Procurement Method we must first look at the Client (Rosco Pension Group UK) and Project Brief.
Rosco Pension Group UK is primarily a pension fund management organisation with the primary role of creating a good return on investment for their members investment funds. The Client has identified an opportunity to invest in the construction of a new private hospital to create a financial return for their fund. It will be 'assumed' that the client has experience of such projects and limited existing team infrastructure to manage this project.
The project brief will be created by the client with considerable input from the end user (the ultimate owners of the private hospital). Both the needs and objectives of the client and end user have to be met to make the project profitable for the client and 'to the required specification' for the end user.
An optimum balance must be achieved between -

· On-time delivery

· Quality

· Costs

· Client satisfaction

The preferred Procurement Method for this project would be Design and Build (by Negotiation). Design and Build is a form of procurement where the contractor performs architectural and engineering as well as the construction. The client's consultants create the design concept which is then developed (in detail) by the contractor.

For this project the advantages of this method are -
· Single point of contact for the client to the contractor or through a project manager.
· More financial risk is shifted to the contractor.

· Cost certainty can be predicted at an early stage. This may come at a higher cost and potentially lower margins but minimise the clients risk. Anything other than a low risk strategy would not be acceptable for an investment fund. It also allows for more accurate investment fund profit forecasts in the medium to long term. The Design and build method will only achieve cost/price certainty if correctly detailed and specified, i.e. no changes to design or specification at a later date.
· Speed of mobilisation - With progressive design and construction the project can move forward quickly (fast tracked) reducing the overall project completion time. The client does not have to fully complete a design for the building upfront, instead the developers will take the design to a stage where groundworks can be started early, completing design during the build. There will also be a time saving as the client will not be initiating the sub-contractor or supplier tendering process. This fast-tracked approach may negatively impact on time and quality.
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(Consolidated-const.com, 2019)
· Construction expertise input to design - Design and Build procurement favours specialist developers/contractors who will have worked on very similar projects beforehand.  The contractor has a vested interest in providing more cost effective solutions which will have been 'tried and tested'.
· Once the Design and Build contract is awarded the client only has one organisation to deal with. i.e. a single point of responsibility.
For this project the disadvantages of this method are -
· To ensure certainty in cost and time requirements need to be clearly defined.
· If the clients brief is not clearly developed there will be loss of control over the design.
· Changes in requirements and specification can be costly.
· Higher costs to client due to increased risk and tendering costs to contractor.
· The client must make a cost commitment to construction and design sooner in the process.

2. The Structure of the Project Team, Organisation and Control of the Project and Expenditure Logistics of the Project.
Structure of the Project Team -

Client team - appoints advisor, consultants, architect and design team, project manager. Design team will move to contractor at level 4, client may retain architect.
Project manager - main point of contact between client and contractor, design team (novated at level 4) and consultants.

Contractor has established subcontractors and suppliers.

Organisation and Control of the Project -




Client team - communicates with advisor, consultants, architect and design team, project manager. Design team will move to contractor at level 4, client may retain architect.

Project manager - main point of contact between client and contractor, design team (novated at level 4) and consultants.

Contractor - communicates with subcontractors and suppliers, design team (from level 4), consultants and project manager.

Design team - as part of client team until level 4, then novated to contractor, in communication with project manager, contractor, consultants and subcontractors.

Consultants in communication with contractor, design team, project manager and specialist suppliers.
Expenditure Logistics of the Project -










Client team - contracts advisor, consultants, architect and design team, project manager. Design team will move to contractor at level 4, client may retain architect.

Contractor - contracts subcontractors and suppliers, design team (from level 4) and consultants.
3. The Stages of the Project up to Pre-Construction.
For this report I will refer to the stages of the project defined by the CIOB as shown below -
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(Code of practice for project management for construction and development, 2014)
Stage 1 - Inception - 'What is the need?'
This is the first stage of development process which transitions between the Clients brief and the implementation of the project. It confirms the business 'need' concluding with a decision to continue with a viability appraisal of the development. The key outcomes are -

· Establish business objectives, constraints and project mandate
· Selection of a Project Manager 

· Establish the project management structure

· Statement of environmental mandate

· Outline the BIM strategy
Stage 2 - Feasibility - 'Is the need feasible?'

At the beginning of this stage the Clients requirements are at a conceptual level. These will be developed and defined looking at all possible options available to best achieve objectives. The key outcomes are -

· Define Clients objectives

· Confirm project brief

· Appraisal of options, factoring sustainability, value and risk.
· Establish a project execution plan to achieve objectives
· Feasibility studies to determine strategy
· Demonstrate financial viability and explore funding options

· Establish delivery parameters

· Client produces business case and approval to proposed plan

· BIM brief 
Stage 3 - Strategy - 'How will the need be realised?'

This focus of this stage is to look at how the project will be implemented, managed and controlled. A project team will be assembled by the project manager to execute the project. A project management plan will be produced detailing the strategy and implementation of the project. The key outcomes are to establish -
· Project governance parameters

· Definitions and procedures

· Project implementation strategy

· Facility management strategy

· Project organisation and control

· Project time schedule

· Project capital budget

· Accountability and responsibility

· Health and Safety plan

· Procurement strategy

· Selection and appointment of project team/consultants
· Risk and value management

· BIM strategy

· Project execution/management plan (PEP/PMP)
· Clients performance brief

Stage 4 - Pre-construction - 'What do we need to build, how will it look, how will it be delivered, how will it be managed?'

The plans defined at the strategy stage will be implemented to ready the project for the start of construction. The key outcomes are to establish -

· Design delivery process

· Completed Technical design 

· Procurement (D + Build contractor)

· Contractual arrangements

· Statutory consents and planning approval

· Building regulations compliance

· BIM strategy (continued)
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(4sdai.com, 2019)
BIM - 
The main advantage of BIM (Building Information Modelling) is that of communication, whether visual, textual or numeric information sharing. It aids collaboration and quantification between the all parties.

At Inception the an outline BIM strategy is formed. At what stage will BIM be implemented and what does the Client require from it? It is recommended that BIM be adopted from the very start with the use of a project BIM execution protocol to ensure BIM is used to maximum advantage.

At Feasibility stage the BIM approach allows for alternate design options to be quickly developed and visualised for evaluation by the client, contractor and other stakeholders such as local residents and end-users. With existing BIM datasets already available for similar projects a cost feasibility study will be quicker to undertake with increased accuracy. 
At Strategy stage the development of a clear BIM execution plan must be developed. It should include -

· a statement of objectives for the use of BIM

· protocols for integrated working

· outputs required by the client, contractors and end-users
· responsibilities

· appointment of a BIM manager

· which BIM tools are to be used
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(Hoar.com, 2019)
BREEAM (Building Research Establishment Assessment Method) -

The BREEAM scheme can be used to assess and rate the environmental impacts arising from a newly constructed building development at the design stage (CIOB pre-construction) through to post construction stage.
At the design stage the project team will plan to achieve an Interim BREEAM certified rating to confirm the building’s performance at this point of the life cycle. The performance grades are pass, good, v. good, excellent and outstanding. Categories are as follows -
· Management

· Health and well-being

· Energy use

· Transport

· Materials

· Land use and ecology

· Water use

· Waste

· Innovation

· Pollution

All of these categories can impact on time, cost and quality, not just to the construction project but to the whole life cycle of the project. Short and long term economic benefits would include -

· efficient management of the site

· reduced use of resources through innovative design and materials
· reduced transport to site

· reduced creation of waste and pollution

· innovative methods such as modular construction

· increase in value of development due to end-user well being
The relevant design information must be available for the BREEAM assessment by the end of the detailed design stage to have certification ready for construction stage.

Many of the same factors that will create a favourable BREEAM rating will also help ensure a positive EIA report, and together help in aspects of the planning process.
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(Peak Sustainability, 2019)
4. The Key Resources required for Inception, Feasibility and Strategy Stages of the project.
Key resources.

Stage 1 - Inception

· Client team

· Investment decision maker

· Project sponsor

· Clients advisor
The clients role at this stage is to define the needs and objectives of the project and that it has adequate resources to develop the project and to appoint a project manager.

· Project manager - the PM's roles at this stage are to -

· prepare the project brief

· advise on budget, programme and risk management

· create a project mandate
Stage 2 - Feasibility

· Client team - the clients key roles are -

· specify the projects objectives, selecting the most viable option

· create project execution plan (PEP)
· Project manager - the PM's key roles are -
· Arrange feasibility study and report

· Initiate the project handbook

· Appoint consultants
· Specialist consultants - 
· Land surveyor

· Quantity surveyor

· Structural and civil engineers 

· Environmental 

· Transportation

· Buildings surveyors
· Sustainability 

· Solicitor

· Architect

Stage 3 - Strategy

· Client team - the clients key roles are -
· Create project organisation
· Establish strategy for procurement and delivery
· Establish project plan
· Project manager - the PM's key roles are -
· Select the project team

· Develop project strategy

· Develop BIM strategy
· Design team - 
· Architects

· Structural, civil, electrical engineers
· Technology specialist
· Specialist consultants -

· Quantity surveying

· Planning and scheduling

· Legal

· Valuation

· Finance

· Insurance

· Design audit

· Sustainability

· Health and safety

· Environmental

· Facilities management

· Highways planning

· Construction management

· BIM management

Stage 4 - Pre-construction
· Client team - the clients key roles are -
· Evaluate tenders
· Project manager - the PM's key roles are -
· Coordinate design processes

· Value management

· Contractual arrangements

· BIM strategy

· Health and safety plan

· Design team - Novated from Client team to Contractor*
· CDM coordinator

*alternatively Architect can be retained by Client, executive architect then employed by Contractor.

Why employ specialist consultants? -
A specialist consultant is a person who can offer expert advice or service. During a project they will often only be required for a short amount of time to undertake a task. As such they would usually be independent of the client or contractor, be contracted (not employed) and work for numerous other organisations so as to be working full time. As specialists they will be expert, experienced and fully qualified in their field and will work efficiently.
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