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Stage checklist

Key processes:
* Project brief
* Project manager selection
* Feasibility studies
* Business case
¢ Funding options
¢ Delivery parameters

Key objective:

* ‘Is the need feasible?’
Key deliverables:

* Project brief

* Signing off business case

Key resources:
* Client team
* Project manager
* Specialist consultants

What is the meaning of feasibility?

36

A dictionary definition :- ‘Analysis or research into the practicality of a proposed plan or method, based on factors

like marketplace, competition, available technology, manpower, and financial resources’.
What is a feasibility study ?

‘A study designed to determine the practicability of a system or plan’
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Stage process and outcomes

During this stage, the client is establishing objectives and reviewing the various options available to achieve these
objectives. Commencing with only a conceptual understanding of what the client requires, this stage involves
developing and defining the client’s requirements, identifying and appraising all the options, and concludes with
a client decision to proceed on a firm course of action.
Outcomes:

¢ definition of client’ objectives

* appraisal of different options

* arecommended best course of action to achieve the objectives

* demonstration of the financial viability of the preferred solution

¢ confirmation of a project brief

* business case (produced by the client)

* client executive-level approval to project proposals (usually based on a business case)

* client decision to proceed or not to proceed to the strategy stage

* prepare core consultant scope of services

Client’s objectives

The main objectives for the client at this stage include identifying and specifying the project objectives, outlining
possible options and select the most suitable option through sustainability, value and risk assessment. At this
stage, establishing the project execution plan (PEP) for the selected option should be the key output.

A PEPis a plan for carrying out a project, to meet specific objectives, that is prepared by or for the project manager.

In some instances this is also known as the project management plan.
Outline project brief

For most clients, a building is not an end in itself, but merely the means to an end: the client’s corporate objectives.
The client’s objectives may be as complex as the introduction and accommodation of some new technology into
a manufacturing facility or the creation of a new corporate headquarters; or they may be as simple as obtaining
the optimum return on resources available for investment in a speculative office building.

The client’s objectives are usually formulated by the organisation’s board or policy-making body (the investment
decision maker) and may include certain constraints — usually related to time, cost, performance and location.
The client’s objectives must cover the function and quality of the building or other facility.

If it is considered that the objectives are complex enough to merit the engagement of a project manager, the
appointment should ideally be made as early as possible, preferably after approving the project requirements at
the inception stage. This will ensure the benefit of the special expertise of the project manager in helping to define

the parameters and in devising and assessing options for the achievement of the objectives.

37



Figure 2.1
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Outline Project Brief

The project manager should be provided with, or assist in, preparing a clear statement of the client’s objectives

and any known constraints. This is the initial outline project brief to which the project manager will then work. A

typical example of a template for an outline project brief is shown in Figure 2.1.
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Feasibility studies

There is seldom, if ever, a single route available for the achievement of the client’s objectives, so the project
manager’s task is to work under the client’s direction to help establish a route which will best meet the client’s
objectives within the perceived constraints that are set. In liaison with the client, the project manager will discuss
the available options and initiate feasibility studies to determine the strategy to be adopted. In order that the
feasibility studies are effective, the information used should be as full and accurate as possible. Much of that
information will need to be provided by specialists and experts. Some of these experts may be available within
the client’s own organisation or be regularly retained by the client: lawyers, financial advisors, insurance
consultants and the like. Others, such as architects, engineers, quantity surveyors, project planners, planning
supervisors, town planning consultants, land surveyors and geotechnical engineers, may need to be specially
commissioned. In some instances, it is desirable to involve constructors (e.g. in case of framework contracts or

even design and build contracts) in preparation and completion of the feasibility study.

Feasibility study reports should include the following:

* scope of investigation (from outline project brief) including establishing service objectives and financial

objectives

* studies on requirements and risks

* public consultation (if applicable)

* consultation with stakeholders and third parties

* a geotechnical study (if applicable)

* environmental performance targets (e.g. BREEAM or LEED, Code for Sustainable Homes and EcoHomes;

* an environmental impact assessment

* a health and safety study

* legal/statutory/planning requirements or constraints

* risk management strategy

* estimates of capitals and operating costs (demolition costs, if applicable)

¢ assessment of potential funding

* potential site assessments and remediation strategy (if applicable)

* master development schedule
The client will commission feasibility studies and establish that the project is both financially viable and deliverable.
The client may instruct the project manager at this stage and, if so, his input will be made alongside the reports
and views of the various consultants.
The client may ask the project manager to engage and brief the various specialists for the feasibility studies,
coordinate the information, assess the various options and report on his conclusions and recommendations. The
feasibility report should include as a minimum a ‘risk assessment’ or each option and will usually also determine

the contractual procurement route to be adopted and an outline development schedule
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applicable to each. The client may also require comparative ‘life cycle costings’ to be included for each option.
The issue of sustainability is now a significant part of all development projects, whether new build or
refurbishment, and the three elements of environment, economy and society must be considered from the earliest
stages of each project.

During the progress of the feasibility studies, the project manager will convene and minute meetings of the
feasibility team, report progress to the client and advise the client if the agreed budget is likely to be exceeded.
Feasibility studies including revenue assessment are the most crucial, but also the least certain phase of a project.
Time and money spent at this stage will be repaid in the overall success of the project. The specialists engaged
for the feasibility studies are most commonly reimbursed on a time—charge basis and without commitment to
engage the specialist beyond the completion of the feasibility study, although often some or all members of the
feasibility team will be invited to participate in the selection process to become design team members.

The project manager will obtain a decision from the client on which option to adopt for the project and this option
is designated the outline project brief. The process of developing the project brief from the client’s objectives is

shown in Figure 2.2.

Concept design
1:100 floor plans, elevations, sections

Options for discussion Preliminary specifications
QOutline plans, Space allocation/arrangements
Feasibility studies elevations, perspectives Appearance
| Budget/funding Approximation of Construction method
' Time scale cost : Structural schematics
Funct!on Outhpe plannlng Services schematics
Location permission
Risk assessment Cost plan
Funding and location Schedule
secured Statutory approvals
Legal, financial and environmental
considerations

Maintenance and management

Figure 2.2 Development of Project Brief from Objectives
Site selection and acquisition

Site selection and acquisition is an important stage in the project cycle where the client does not own the site to
be developed. It should be effected as early as possible and, ideally, in parallel with the feasibility study. (It is to
be noted that the credibility of the feasibility study will depend on the major site characteristics.) The work is
carried out by a specialist consultant and lawyers and may involve a substantial due diligence exercise. This will

be monitored by the project manager. The objectives are to ensure that the requirements for the site are defined
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in terms of the facility to be constructed, that the selected site meets these requirements and that it is acquired

within the constraints of the outline development schedule and with minimal risk to the client.

To achieve these objectives the following tasks will need to be carried out:

* Preparing a statement of objectives/requirements for the site and facility/buildings and agreeing this with
the client

* Preparing a specification for site selection and criteria for evaluating sites based

* on the objectives/requirements

* Establishing the outline funding arrangements

* Determining responsibilities within the project team (client/project manager/ commercial estate agent)

* Appointing/briefing members of the team and developing a schedule for site selection

* and acquisition; monitoring and controlling progress against it

* Actioning site searches and collecting data on sites, including local planning requirements, for evaluation
against established criteria

* Evaluating sites against criteria and producing a shortlist of three or four; agreeing weightings with the
client

¢ Establishing initial outline designs and developing costs

* Discussing short-listed sites with relevant planning authorities

* Obtaining advice on approximate open-market value of short-listed sites

* Selecting the site from a shortlist

* Appointing agents for price negotiation and separate agents for independent valuation

* Appointing solicitors as appropriate

* Determining specific financial arrangements

* Exchanging contracts for site acquisition once terms are agreed, conditional on relevant matters, for

example, ground investigation, planning consent
Project brief

The formulation of the brief for the project is an interactive process involving most members of the design team
and appropriate representatives of the client organisation.

Itis for the project manager to manage the process, resolving conflicts, obtaining client’s decisions, recording the
brief and obtaining the client’s approval. Managing the client organisation to ensure input into the brief comes
from the right person is as important as it is time consuming. This ensures that the project manager gets to know
and understand the structure, culture and personalities of the client body. At best this establishes ownership and
champions for various aspects of the project at an early stage. Figure 2.3 lists some suggested contents for a
project brief.

If earlier work has been done, the project brief may refer to the document(s) containing useful information, such

as the outline project brief, rather than include copies of them. It is not unusual during this phase for the client
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The following is a suggested list of contents, which should be tailored to the requirements and environment
of each project.

Background
Project definition, explaining what the project needs to achieve. It will contain

Project objectives

Project scope

Outline project deliverables and/er desired cutcomes
Any exclusions

Constraints

Interfaces

mmkAwN e

Qutline business case
1. A description of how this project supports business strategy, plans or programmes
2. The reason for selection of this solution

Funding objectives
Performance expectations
Acceptance criteria

Risk assessment

Figure 2.3 Contents for Project Brief

to modify his thinking on various aspects of the proposals, and there is certainly the opportunity and scope for
change during this phase. Figure 2.4 demonstrates graphically the relationship between ‘scope for change’ and
the ‘cost of change’ set against the time-scale of a development. It will be seen that the crossover point occurs
at the completion of the strategy stage. The client’s attention should always be drawn to this relationship and to
the benefits of brief and design freezes.

The key emphasis for the client should be to understand and establish enough information about the end
requirements and objectives for developing the project. This point cannot be overemphasised. It is essential that
the project manager identifies the client’s needs and objectives through careful and tactful examination, in order
to minimise the risk of potential future changes to the project brief. Many clients who are unfamiliar with the
development process are not perhaps fully aware of the importance of getting the design right as much as feasible
at the start of the project, and therefore the importance of making sure the brief fully reflects the client’s
requirements, before design commences and getting the design right before materials ordering and construction
commences. The project manager should do his utmost, therefore, to familiarise the client with the potential cost
and time implications of design changes and identify as clearly as possible the precise requirements of the client.
While this input may come from the project manager, it is advisable, especially for complex and business critical
projects, that a ‘client advisor’ is appointed to give independent advice until the need for a construction project

has been established.
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Design brief

Within the project brief, the assembly of the design brief will normally be the responsibility of the lead design
consultant along with the project manager and, where appropriate, the client and the constructors. The project
manager will monitor the assembly of the design brief to ensure compliance with the outline project brief, the
project budget and the master programme.

Depending on the nature of the project, procurement method adopted and the master programme, it is sometimes
practical for some activities to proceed in parallel. However, if the design brief is not finalised before the final
concept design is started, then change, delay and increased costs are almost bound to follow. The site preparation
should never start until after the concept design has been finalised and signed off.

While decisions on some elements of the design brief may be deferred by the client even until after construction
has commenced, this inevitably involves some risk for which time and cost contingencies should be provided.
Accordingly, in order to promote certainty, it is much better and usually possible (except in extreme circumstances)
to complete the brief and the design before construction begins. It just needs good project management.

The project manager will advise the client of the implications for cost, time and risk in the deferment of any
elements of the design brief. The project manager will monitor the progress of the assembly of the concept design
and notify the client of the effects on cost, time, quality, function and financial viability of any changes from the

design brief.
Funding and investment appraisal

In all development projects, a balance between cost and value must be established. The financial appraisal of the
project can either be assessed by calculating the total cost and then assessing the value or alternatively, calculating
the value of the end product and working out the project costs with an eye to value. In either case, the client will
expect value to exceed cost, and in the case of developer-led projects the client will at inception stage have decided
on the level of profit (or benefit) required for the amount of risk involved. A thorough risk analysis, particularly
analysing the market conditions on the potential revenue generation, interest rate changes, potential impact of
programme delay and outcomes of similar historical precedents (which may be incorporated within the business
plan or development appraisal for the project), is usually performed to assist in decision making.

Developers and many clients experienced in construction procurement may not require specific help from the
project manager in these areas but should keep him well informed of the financial arrangements so that they can
be taken into account in any project decisions. On the other hand, clients unfamiliar with construction may require
an input by the project manager or from another independent advisor.

In any case, although the project manager may have knowledge of project finance, it is unlikely that he will be
expected to advise in this area. Specialist advisors or the client himself will arrange bank finance; take tax and
legal advice in all those areas relating to the acquisition of the site and the financing of the development
project. The project manager should be able to advise on certain matters relating to VAT, budgetary systems, cost
and cash flow. The project manager should also know when and where to go for specialist advice to augment his

own expertise or his client’s expertise in such matters.
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Development planning and control

Planning has become a key means of delivering a number of the government’s objectives relating to climate
change, reducing carbon emissions, access to housing and improving the supply of housing, enhancing biodiversity
and a number of other emerging priorities. Typically these are addressed via the process of formulating local
planning policies for the area of each LPA (Local Planning Authority) on a local basis.

Any significant development will also require a variety of different consents from different agencies before
commencement, such as approval of construction materials and methods under the relevant Building Regulations).
Based on the fundamentals of the Town and Country Planning Act (1947) and various subsequent amendments,
over 400 LPA’s regulates land use and new buildings relying on a ‘plan-led system’ whereby development plans
are formed and the public is consulted. Subsequent development requires planning permission, which is granted

or refused with reference to the development plan as a material consideration.
Stakeholder identification

Stakeholders are those individuals or groups who directly or indirectly has an influence on and or is influenced by
the proposed project. External stakeholders would usually include financial institutions, customers, end users and
members of the public. In some instances, some stakeholders would be identified through regulatory or legislative
requirements.

Internal stakeholders will include organisations involved directly in the project which may include suppliers and
service providers, and the individuals who have sufficient power to determine the strategy of the organisation.
Stakeholder mapping is the process which identifies stakeholders and the associated expectations and power. It
also helps to understand any underlying political priorities within the stakeholders. It underlines the importance
of two issues:

* How interested each stakeholder/group is to impress its expectations on the project

* Whether the stakeholders have the power to do so
Business case

A business case is used to obtain management commitment and approval for funding or investment through
demonstrating a rationale for the funding or investment. The business case provides a framework for planning
and management of the proposed development as well as a monitoring benchmark for the ongoing viability of a

project.
Approval to proceed

The client, reviewing the documents generated throughout this phase, has to re-affirm the decision to proceed
with the project, in order to:-

* Provide the authorisation of financial management and control throughout the project

* Ensure that no commitment is made to large expenditure on the project before verifying that it is sensible

to do so
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At the early stages of a project, it is unlikely that the actual costs will be known. It is important to check the need
for financial provision (including time, cost and risk contingencies) has been recognised by all the parties. The
predicted project cost at later stages, which will in most cases be different to the original estimate, requires the

guestion of affordability to be revisited at that stage to be sure that adequate funds are available.
BIM brief

Once the project brief has been established, this will set the parameters for the project. This will include
programme, budget, and requirements around function, quality, standard of provision, environmental
performance and lifecycle. Using a BIM approach, it is possible to quite quickly develop basic conceptual options,
not only for evaluation by the client but also discussion with other stakeholders such as local community,
development control and end users. In an established BIM environment with experienced practitioners, libraries
of data and content will be available. These could include benchmarking data for costs, procurement, product
libraries and information from related or similar projects. All of this will help inform the feasibility process, the
aim of which is to identify the preferred option to take the project forward. There are also benefits of BIM from
a lifecycle perspective in terms of building services, management and replacement of components.

Simple visualisations could be used at this stage to illustrate proposals and simulation and validation techniques
used to quantify costs, assess environmental factors, orientation and access requirements for instance. In this

way, the project brief can developed in detail and expectations and understanding aligned across the team.
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Exercise

1. Whatis a PEP?
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7. What would you consider to be the 5 most important considerations to be included in a feasibility report
and, very briefly, why?
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