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1. [bookmark: _Toc93678567]Our Project

[bookmark: _GoBack]Swansea City Construction (SC Construction) have been awarded planning consent to construct a new student accommodation building in the SA1 area of Swansea. SC Construction have received preliminary design information to forecast accordingly. 
We have generated our construction programme through Microsoft Project, which can be seen and explored in the accompanying documents. As below, we can produced various reports using the project data. We will explore these reports and look to use the software track changes in the programme through the project lifespan, identifying the impacts on time, cost and resources.

2. [bookmark: _Toc93678568]Programme Overviews

We have generated our construction programme by way of a Gantt chart using Microsoft Project. To clearly inform of our forecasts in cost, time and resources, we have generated a number of reports outlining key data using visual aids. 
A good starting point in reviewing the visual data is our ‘Project Overview’ report, as seen in Figure 1 below. This report identifies the level of project completion as it progress, displays the milestone dates which have been set, as well as giving cost forecasting for overarching activities. We can also use this report to show late tasks and their cost implications as the project progresses.	
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Figure 1: Project Overview Report
	

Looking further in detail, we have then generated a ‘Cost Overview’ report (Figure 2), which depicts the overall target cost, the remaining cost as the project progresses, and can also provide a cost analysis of progress versus cost, showing any deviation. Additionally, any cost variance due to delays in programme can be identified in the ‘Cost Variance’ column of the ‘Cost Status’ table. We can also see the initial forecasted costs for each overarching activity stages in both the ‘Cost Status’ graph and table.
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Figure 2: Cost Overview Report











We have provided a ‘Resource Overview’ report which gives a clear indication of the various labour and material used and their individual forecasted cost. Figure 2 has arranged the varying resources. Labour resources have been ordered in number of hours required for each resource to reach project completion. Material resources have been ordered in total financial cost required. Below these bar graphs, we have a more in-depth view on the individual resources, depicting their required quantity and commencement. This report can be used to report actual quantities of resource used as the project progresses, giving comparison and analysis.
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Figure 3: Resource Overview Report







	The figure below is our ‘Resource Cost Overview’ report, which measure the duration and cost of our various labour resources as the project progress. As the ‘Cost Status’ bar graph shows, the baseline is set at the forecast cost. Deviations from this forecast will be shown in a blue bar depicting actual cost. The ‘Cost Details’ table will take note of the actual working hours completed in the various stages of the project, and identify any additional cost. 
In this particular report, we have already forecasted a delay in programme of five weeks due to a strike from our nominated concrete supplier. As the ‘Site Manager’ bar shows in the ‘Cost Status’ graph, the cost has exceeded our originally set baseline target cost, due to the delay on site. 
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Figure 4: Resource Cost Overview Report





	Finally, our ‘Cost Overruns’ report depicts variances in cost as our project progresses and changes. We have already been informed of a five week delay in our concrete supply from its required start date. We have factored this into our programme, with our Site Manager requiring to attend site during this delay. We can see the additional cost implication of this additional without production. Further cost variances will be displayed in this report. 
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Figure 5: Cost Overruns Report







3. [bookmark: _Toc93678569]Productivity and Incentivisation

When considering maximising labour productivity, we can look to incentivise our available workforce. Incentivisation can be described as “a proves by which a provider is motivated to achieve extra ‘value-added’ services, over those already specified and of material benefit to the user” (Bower et al., 2002). As a response to widely reported conflict and inefficiencies in the construction industry, Egan (1998) highlighted the need to improve performance through incentivising suppliers, considering contractors as team members who deserve a share of the client’s benefits. Often, productivity and efficiency can be adversely affected by disputes within the contract. Cheung et al. (2018) found that by including incentivisation to the contract, a level of interdependency is created and thus, co-operative behaviour, which is economically beneficial for the project as a whole.
We can explore incentivisation through financial or other tangible gains. Initially, it is important to identify the parameter which will be used to measure a positive gain outside of what is expected from the contract and programme. Lavrova et al. (2018) give a concise framework of formulating and applying an incentive, which allows the user to which method would work best given the uniqueness of the users project and what assets their workforce may consider most important and thus, most motivational. Additionally, a benchmark would need to be set so identify what is above or below expected production in a given project. 
Key performance indicators (KPI) are common and efficient mechanisms in motivating individual employees to achieve higher results, whilst also making the employee more aware of their contributions to the project objectives and the strategy of the wider organisation (Lavrova et al., 2018). We would advise the utilisation of KPI’s as a mode of motivation, with a simple method of using the Gantt chart to confirm an allocated time for work. If said work is completed before this time with no detrimental effect on the quality of work, then an agreed financial incentive can be awarded. It is possible to use Microsoft Project as an indicator of particular labour resources productivity. By measuring a labour resources duration to completion or total cost against forecasted duration and/or cost, we can measure an increase or decrease from the expected productivity. An enhanced level of productivity would be depicted by a lower ‘actual cost’ compared to the ‘baseline cost’ of a resource.  With a number of differing work packages being completed with this project, we believe that the use of KPI’s would be a useful mechanism is both increasing productivity and fostering good working relationships.
The study of Rose and Manley (2011) examined four projects which attempt to implement a range of incentives. The study found the key motivation driver was risk allocation, which is a common theme when considering the differing factors. The second and third ranked key motivation drivers were future work and relationship workshops, which both fell within the relationship management area of project activities. As we have previously discussed, actively pursuing a health relationship between client and contractor will reduce the risk of exasperated tensions and miscommunication in procedures, driving efficiency in both procedure and productivity. 




We propose scheduled meetings for general discussions and updates in programme and quality to harbour this type of relationship building. This should dissipate any potential misunderstandings and avoid any lapses in misalignment in expectation from all parties involved (Hughes et al., 2012). In addition, this interorganisational relationship building requires very little co-ordination. We suggest that the meetings should not be so robust in required preparation that additional staff would be needed, considering the finding of Hughes et al. (2009). Although, the attendees should be selected based on the level of involvement and knowledge of both their contract, scope of works, and on site engagement. Furthermore, good working relationships between differing contractors can increase cohesiveness on site, given that they are interdependent in their work (Zhu & Cheung, 2020). 
The student accommodation project for SA1 take a number of contractors for varying degrees of time and cost. It may be beneficial to look at implementing a level of partnering and pain/gain sharing between the client and a particular contractor as part of cost incentivisation for both parties. As the particular package of works can be carry more risk, the groundworks package to the project may be one to isolate as good option for applying a partnering strategy. The sharing of risk for a groundworks contractor may allow them to operate with more efficiency and more co-operatively, with the safeguard that the burden of any unforeseen difficulties in the ground will be the problem of both the contractor and the client. We would expect the same level of information to be available to both client and contractor, with a target cost being achievable from an early stage. If any abnormalities were to arise, then the risk of these costs would be shared, whilst unspent provisions would be shared as profits. 
Understandably, there are often contractors who see this pain and gain partnering as a negative to their total potential profits. To counteract this detriment for the contractor, we could highlight the likelihood of future works with the client, notably when considering the scale of this particular project. It may be beneficial for the client to consider a long-term arrangement with a particular contractor, as this will likely avoid opportunistic behaviour in the short-term from contractors (Richmond-Coggan, 2001). Additionally, the aspect of relationship management plays an important role in reinforcing and solidifying the partnering ethos. 











4. [bookmark: _Toc93678570]Scenario

Our development has been affected by a strike carried out by our supplier of concrete. The strike is set to behind on the first day we require concrete. This delay has been factored in to our programme, which can been seen in our updated Gantt chart.  Given the critical nature of our initial intended use of concrete, it is difficult to progress works on site without this activity being completed. As the strike is intended to last five weeks, we have factored a five week delay into our project duration.
As previously discussed, we have factored this scenario into our Gantt chart. The additional duration can be seen in the Gantt chart, and the additional cost implication are denoted in the generated cost reports. 
We must consider the contractual implication of this delay. It is clear that the delay is non-culpable, the concrete is to be supplied by the client or contractor, the strike is neither party’s fault. An extension of time will be granted to our groundworks and auger piling contractor. Given that this delay is a fairly long duration, we would advise our groundworks and auger piling contractor to seek concrete supply from elsewhere to mitigate the delay. If there are additional cost implications through using an alternative supplier, then client and contractor will need to agree the split of cost or the client must calculate whether the additional cost outweighs the overall delay in completion. 
The incentive proposals outlined in the previous section may play a part in the client’s considerations, as there are opportunities to recoup some of the lost time with time incentives with contractors and activities in the latter stages of construction. Additionally, if the groundworks contractor forms part of the client’s partnering strategy, the contractor may consider being more transparent in additional costs reporting and more co-operative in apportioning financial risk.
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