An Evaluation of Procurement and Tendering Strategies for a Construction Training Centre in Swansea
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Introduction
Procurement is a fundamental aspect of the construction process, determining how a project is designed, managed and delivered. The choice of procurement route has a significant impact on project outcomes, particularly in relation to cost, time, risk and quality. Selecting an appropriate procurement strategy is therefore essential to achieving successful project delivery.
This report evaluates the most suitable procurement route for the development of a new construction training centre in Swansea (SA1). It analyses three common procurement methods used in the UK: traditional procurement, design and build, and management contracting. Each method is assessed in terms of its advantages and disadvantages, followed by a justified recommendation based on the client’s priorities, particularly cost control. The report also examines different tendering processes and provides a recommendation for the most appropriate approach for this project.

Overview of Procurement in the UK
Procurement in construction refers to the process by which a client obtains the design and construction services required to complete a project. Different procurement routes allocate responsibilities, risks and control between the client, contractor and design team in different ways. The choice of procurement method influences project performance, particularly in terms of cost certainty, programme duration and risk allocation. Procurement strategies should align with project objectives and risk allocation (HM Government, 2020).
In the UK construction industry, the most commonly used procurement routes include traditional procurement, design and build, and management-based approaches. Each route offers distinct advantages and limitations, making it important to select a method that aligns with the specific requirements and priorities of the project.

Analysis of Procurement Routes
Traditional Procurement
Traditional procurement, also known as design-bid-build, is a method where the design and construction phases are separated. The client appointments a design team to complete the design before inviting contractors to tender for the construction work.
One of the main advantages of this approach is that it provides a high level of cost certainty, as the project is fully designed before construction begins. It also allows the client to retain control over the design, ensuring that quality standards are maintained. However, this method is generally slower than other procurement routes due to its sequential nature. Additionally, there is limited collaboration between the design team and contractor, which can lead to potential conflicts and inefficiencies.
For a large-scale project such as a construction training centre, the slower programme and lack of integration may present challenges, particularly if time and coordination are critical factors.

Design and Build
Design and build is a widely recognised as an efficient procurement route due to its integration of design and construction under a single contractor. This approach reduces fragmentation and improves communication, which are common causes of inefficiency in traditional procurement systems (Morledge et al.,2013). In addition, the allocation of responsibility to a single contractor reduces the likelihood of disputes, a key issue highlighted in industry reports such as Latham (1994).
A significant advantage of design and build is its ability to provide early cost certainty, which is critical for clients operating within fixed budgets. This aligns directly with the client’s priorities in this scenario, where external funding has been secured and financial control is essential. Furthermore, the overlapping of design and construction phases enables a shorter project duration, supporting more efficient delivery (Walker, 2015).
However, critics argue that design and build can lead to reduced quality, as contractors may prioritise cost savings over performance (Hughes et al., 2015). This highlights a key trade off between cost certainty and design control. Nevertheless, this risk can be mitigated through clearly defined employer’s requirements and robust contract documentation. Therefore, while design and build are not without limitations, its advantages in cost control and risk reduction make it highly suitable for this project.

Management Contracting / Construction Management
Management-based procurement methods, such as management contracting and construction management, involve the appointment of a management contractor to oversee and coordinate multiple trade contractors. This approach allows construction to begin before the design is fully complete, enabling a fast-track programme.
The main advantage of this method is its flexibility and speed, making it suitable for complex or time sensitive projects. It also allows for early contractor involvement, which can improve buildability and innovation. However, these benefits come with increased risk, particularly in terms of cost certainty. As the design is developed during construction, final costs can be difficult to predict.
For a client focused on budget control, this lack of cost certainty represents a significant disadvantage. Additionally, management-based procurement requires a high level of client involvement and expertise, which may not be ideal for a project of this scale.

Comparison and Evaluation of Procurement Routes
A critical comparison of procurement routes highlights the inherent trade-offs between cost certainty, time efficiency, risk allocation and control. Traditional procurement offers strong design control and clear cost definition at tender stage; however, its sequential nature often results in extended project durations and limited collaboration (Masterman, 2002). In contract, management-based procurement allows for greater flexibility and faster delivery but introduces significant cost uncertainty and increased client risk.
Design and build occupies a middle ground between these approaches, offering a balance between cost certainty and programme efficiency. This reflects industry trends identified by Egan (1998), which emphasise the need for integration and improved collaboration in construction procurement. By reducing fragmentation and assigning responsibility to a single contractor, design and build addresses many of the inefficiencies associated with traditional procurement.
Importantly, procurement selection should not be based solely on theoretical advantages but on alignment with project objectives (Naoum, 2016). In this case, the client’s priority of budget control outweighs the need for maximum design flexibility, reinforcing the suitability of design and build as the preferred procurement route.
This reinforces the importance of selecting a procurement route that aligns with the client’s specific priorities, particularly cost control and risk management in larger-scale developments.

Recommended Procurement Route
Based on the analysis, the most suitable procurement route for the proposed construction training centre in Swansea is design and build. This method provides the best balance between cost certainty, efficiency and risk management.
The client’s emphasis on staying within budget makes cost control a critical factor. Design and build allows for early agreement of price, reducing the likelihood of cost overruns. In addition, the single point of responsibility simplifies project management and reduces the risk of disputes between contractors and designers.
Although this approach may reduce the client’s control over design, this can be mitigated through the use of detailed specifications and performance requirements. Therefore, design and build represents the most appropriate procurement strategy for this project.
For a developer undertaking a project of greater scale than previously experienced, this procurement route reduces the complexity of project management by providing a single point of responsibility. This is particularly beneficial in this scenario, as it limits the client’s exposure to risk while ensuring greater cost certainty, which is essential given the reliance on external funding.

Tendering Process
Overview of Tendering Methods
Tendering is the process by which contractors are invited to submit bids for a construction project. The main types of tendering used in the UK include open tendering, selective tendering and negotiated tendering.
Open tendering allows any contractor to submit a bid, promoting competition but often resulting in a large number of submissions, which can be time-consuming to evaluate. Negotiated tendering involves selecting a single contractor and agreeing terms directly, which can save time but may reduce competitiveness. 
Selective tendering involves inviting a shortlist of pre-qualified contractors to submit bids. This approach balances competition with quality, ensuring that only capable and experienced contractors are considered.

Recommended Tendering Method
Selective tendering is particularly appropriate for projects where quality, reliability and contractor experience are critical. By pre-qualifying contractors, the client can ensure that only organisations with the necessary technical capability and financial stability are invited to tender (RICS, 2022). This reduces the risk of the contractor failure and improves overall project outcomes.
In contrast, open tendering, while promoting competition, may attract unsuitable contractors and increase the administrative burden of tender evaluation. Negotiated tendering can offer time savings but may reduce cost competitiveness and transparency. Therefore, selective tendering provides a balanced approach, combining competitive pricing with controlled risk.
Given the scale of the project and the client’s limited experience with projects of this size, selective tendering ensures that only experienced and financially stable contractors are considered. This reduces the risk of project failure and provides greater confidence in achieving cost certainty and successful delivery.

Conclusion
This report has evaluated three procurement routes and identified design and build as the most suitable option for the proposed construction training centre in Swansea. It’s ability to provide cost certainty, efficient delivery and reduced risk makes it well aligned with the client’s priorities.
In addition, selective tendering has been recommended as the most appropriate method for contractor selection, ensuring that experienced and capable contractors are engaged while maintaining a competitive process.
Overall, the success of the project will depend on selecting procurement and tendering strategies that align with the client’s objectives, demonstrating the importance of careful planning and informed decision making in construction projects.
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