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[bookmark: _Toc122427454]Introduction
This report aims to discuss how both the Welsh Parliament Building the Senedd and the Scottish Parliament Building Holyrood, carried out their respective projects. It will observe the approaches made to manage time and cost effectively, specifically through the procurement, tendering, and contractual stages. The effectiveness and success of the projects will be evaluated, and a potential re-development of the projects’ management and contracts will be considered.  





[bookmark: _Toc122427455]Senedd

[bookmark: _Toc122427456]Background
The Senedd Building was designed by RRP and constructed in two phases by separate contractors. Skanska Ltd began the construction of the project in the first phase, and later on the National Assembly changed both the contractor and the project management; Schal International Management Ltd (part of Carillion) acting as project manager with subcontractor Northcroft Group Ltd, and Taylor Woodrow Construction as contractor. The entirety of the project was between 1998 to 2005 (RSHP, 2022).
The cost of the project was originally priced at £12m in 1997. By the time the project was completed in 2006, the cost had risen by 580%, at £69.6m.


[bookmark: _Toc122427457]The First Phase
During the first phase of the project, it was managed by a team in the Management Services Division of civil servants in the assembly. Their role was to co-ordinate work of the project to the contractors involved and advise the first secretary. However, the team contained no one with experience of large construction projects. A range of external advisors and consultants were in place to provide expertise, Symonds Group and PACE (Bourn, 2000).
In the procurement stage, it was found that there were six major contracts used, three of which were already existing contracts. Auditors in 2000 stated that “the contracts and sub-contracts were procured competitively” (Bourn, 2000).
However, it was also said that more competitive prices could have been presented to compensate for the large amount of additional work. Furthermore, deficiencies in the procurement of specialised IT applications led to a big impact on the cost of the project. The audit concludes by implying that the procedure followed for the procurement was inadequate and the Assembly’s Central Procurement Unit had not been used effectively or appropriately.
The procurement route chosen for the project was management contracting, which was in the Assembly’s best interest to retain control of the project, the design, and thus hopefully achieve a faster completion (Bourn, 2000).

6 months after the start of the project, the contract with RRP was terminated by the Welsh Assembly. The project came to a halt due to various problems arising, cost being the most significant. The project restarted in 2002, which lead to the second phase of the Senedd construction project, with a revised structure and different procurement route (National Assembly for WalesAudit Committee, 2008).
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The second phase implemented stricter measures to control cost compared to the first phase by using fixed-priced design build contract (Colman, 2008).
An audit from the National Assembly for Wales Audit Committee in 2008 stated “The adoption of a design and build fixed price procurement process for the construction of the building was the correct route to secure the Assembly Government’s stated aim of greater cost certainty” (National Assembly for WalesAudit Committee, 2008).
In the re-tendering process of the project, only two contractors submitted formal tenders, one of which did not comply with the stipulated requirements of the Assembly Government, which therefore left the Assembly with limited options. Taylor Woodrow won the tender, however, if a fixed price contract could not be agreed between Woodrow and the Assembly Government, David Mclean agreed to be a fall-back (National Assembly for WalesAudit Committee, 2008).
One of the biggest delays to the project in the second phase was the ICT system. A six-month delay occurred due to procurement issues with Merlin, the IT system, and damaged equipment. There were also further issues with the ICT system; a specification was not produced due to inadequate in-house expertise and the current ICT providers were involved with bidding for Merlin (National Assembly for WalesAudit Committee, 2008).
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The Welsh Assembly chose management contracting (MC) as the procurement route initially for the project. They appointed a MC to oversee all the works by the contractors. The purpose of this procurement route is to cut down on costs, improve buildability, and reduce risk. The potential for a high-quality delivery of a project is greatly increased for a project such as this where subcontractors are In place to do complete specialist work. This procurement route allowed the Welsh Assembly to retain control of the project and the design, whilst also benefiting from external experience and expertise in the professional teams and managerial roles, and part of the design process of which the MC can contribute to. Furthermore, risk is removed off the client and onto the MC as they are responsible for the procurement and delivery, management of the project and carrying out of the work (Designing Buildings, 2021).

As the MC, work packages can be tendered out to subcontractors and some works such as groundwork can begin early, even before the design process is complete, which provides cost savings to the client and time saving. This can be seen as a positive as it allows flexibility within the scope of works and the design (Designing Buildings, 2021).

However, this may have been a possible drawback to the procurement route chosen as the design of the project was reviewed only a few months into the project, so it could be suggested that the project started before it really should have. Furthermore, it is a poor choice of procurement for a client with inexperience when some nature of the work starts before the completed design has arrived. This lack of experience may cause unproductive periods or poor decision making.

MC can advise the client on; appointments, buildability, costs, programming, key performance indicators, inspections, tendering of works to contractors, arranging site accommodation and services, setting-out, arranging labour, health and safety, construction phase plans, and more (Designing Buildings, 2022).
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When the project was revised, not only did the contractor change, but the procurement route also changed. Design and Build (D&B) Fixed Price was used to allow better cost certainty. To begin this process the Welsh Government restructured its project management and team by using more efficient methodology and the appropriate independent advice. An audit concluded that this revision was crucial to the project delivery (National Assembly for WalesAudit Committee, 2008).
In a D&B, the main contractor appointed has the responsibility of designing and building the project (Designing Buildings, 2022).
This helped simplify the project management of the contract as it reduced the number of parties involved in the delivery of the project, as the Welsh Government continued with the initial design of the building, but now the main contractor held all of the responsibility to deliver the scheme. 
A fixed price was used to provide certainty however this is dependent on further changes to the design being kept to s minimum, as they can prove to be very expensive.

There are two types of D&B, single stage and two stage. Single stage is when the contractor is chosen under a unison agreement to both design and construct the project, usually through the tendering process where calculating the cost of the project can be achieved due to all the necessary information being available. 
Two stage D&B works differently due to the price of the contract being implemented in two stages, hence the name. In the first stage the contractor is appointed based on their preliminaries, overheads, and profits. A design team chosen by either the client or contractor then works with the contractor to develop a design suitable for a fixed price. This procurement route is particularly useful when an early start to a project wants to be achieved due to the design and construction process being able to overlap, also where the client wants the risk to be more on the shoulders of the contractor, or where a contractor’s expertise is useful in the design. The obvious advantages to D&B are that it can be faster and more efficient than other procurement routes, a clear set price is fixed which provides certainty over the project, and the contractors experience plays a big role in the delivery of the project. However, the client does lose some control over the project and therefore if the brief doesn’t portray exactly what the client wants to achieve then the contract may not be delivered with the desired requirements. Also due to cost being such an important target as its fixed, quality can be reduced due to the contractor trying to maximise their profits (Designing Buildings, 2022).
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The debate over whether the Senedd was a success is controversial. If the project is considered in its entirety and broadly, then it can be concluded that the project was nearly six times over budget and delivered nearly 5 years late. There was not an independent cost appraisal till three years after the original estimate for the project, and even after the project was reviewed and delivered in a second phase, it was still 6 months late and over budget (Colman, 2008).

However, even though the cost of the Senedd was significantly higher than the initial estimate, the second phase proved more efficient, and the Welsh Government potentially did all they could to keep cost to a minimum. Security design of the building needed to be increased after the 9/11 attacks, costs of items had increased over time, and the building was not originally designed adequately in line was cost certainty. There was a risk to using design and build fixed price as the contract, as the contractor will obviously take advantage of any situation to try and claw back more money, especially considering that the design of the building wasn’t a straightforward office block. A spokesperson named Mr Wilson was confident that the project could not have been built for less than the final amount of nearly £70m. A variety of methods were used to ensure the project was delivered cost effectively such as; comparing costs to the current market, open book accounting, value engineering, using an established supply chain by the contractor, whole life costing (National Assembly for WalesAudit Committee, 2008).

What is even more interesting is that stated in the Senedd audit committee report, “The risk was that if the project had not stopped when it did, it would have gone the same way as the Scottish Parliament building project” (National Assembly for WalesAudit Committee, 2008)

The Welsh Audit Office Report stated that the building was delivered broadly to time and cost and quality and met the required quality standards in the project brief (Colman, 2008).
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The procurement of the project was crucial due to the scale of challenges and complexity of the building. For example, compared to a normal building with 150 points that control the environment interface of the building, the Senedd had 1,860 points.
Furthermore, it was hoped that four companies would compete in the formal re-tender, whereas only two companies submitted tenders, one of which didn’t meet the requirements. This could have been due to the well known problems faced in the first phase, and other major Welsh government projects also facing difficulties (National Assembly for WalesAudit Committee, 2008).
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[bookmark: _Toc122427464]Background
The Scottish Parliament Building was opened in 2004. Parliament, the media, and the Scottish public continuously scrutinised the project for the design, contractor, architect and location. The project was delivered three years late and cost 40 times more than the original £10m estimation. The client was the Scottish Parliament Corporate Body on behalf of the Parliament. Project Management was the Chief Executive of the Parliament. The architect was EMBT/RMJM Limited. The construction manager was Bovis Lend Lease Limited (Audit Scotland, 2004).

A report by Audit Scotland describes that the procurement route chosen was Construction Management, of which the auditor dislikes due to the risk of the contract lying mostly with the client (Audit Scotland, 2004).


[bookmark: _Toc122427465]Construction Management Procurement
The client appoints a construction manager (CM) to oversee the work, which Is carried out by trade contractors (TC). The client is also responsible for appointing the TC. The management of the project is carried out by the CM, however, the client still holds some control over the direction of the project (JCT, 2022).
The main difference between construction management procurement and management contracting is that the CM is not affiliated with the TC. The manager does not hold a contract with the TC. Additionally, the CM is responsible for appointing the design team. Similarly, management contracting has a reimbursable contract and therefore charge a fee. A problem with this procurement route is that any serious disputes between the manager and the TC has to be commenced by the client against the TC. Both procurement routes risks lay with the client (abdjaber, 2022).
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The delays that lead to such significant delays to the delivery of the project snowballed. There was a 20-month delay to the project due to the production of detailed design variations and late supply of information during the construction process. The original timetable and completion date of the project in hind-sight was unachievable, and both the client and construction management should have realised the targets were unrealistic. The construction manager continuously reproduced programmes that were based on estimates and assumptions which were consequently not achieved by the design team and contractors. Furthermore, the risk lied with the client, and the risks weren’t managed effectively. Due to these delays, cost continuously increased and at a rapid rate.
There were 20 main contracts for the Holyrood project, and over half of the contracts had fewer than three contractors submitting tenders. Half of the contracts were also reviewed and considered to have great uncertainty over the design detail in the tender stage. Most normal contracts would have a fixed price, therefore, due to many of these contracts having such uncertainty it was left for the contractor to have to negotiate prices without knowing the full extent of the designs. The client was left in weak positions when contractors claimed for extra time related costs due to not providing sufficient detail and information. Due to their being a lack of completion in the procurement stage, contractors gained the upper hand when claiming back compensation for delays and extra work. This was the consequence for poor planning for the construction project. Budget control procedures were also not implemented in the decision making process to allow for considerations to quality cost and time (Audit Scotland, 2004).
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The projects shared some similarities which highlight the possible causes to the projects delays and cost increases. The first similarity is that they both had huge delays, price implications and increases. Both had delays due to security needing to be increased in their designs, but also suffered multiple cost revisions due to poor planning and incomplete designs. Both projects also had limited options in the procurement and tender stages. This left them with potential poor-quality contractors and management teams, higher costs, and therefore an uncompetitive selection process. This was due to the high cost of the contract, previous government projects having negative media attention and non-profitable outcomes, and lack of design and planning for the contractors wanting to submit tenders. Furthermore, it can be assessed that both projects rushed their planning and procurement stage, and chose their procurements based on unachievable completion dates so that construction needed to begin before design completion, thus design and build as a procurement route wasn’t a viable option.

However, The Welsh Government identified they were making a mistake during the construction phase and changed their plan which ultimately reduced the failure of the project and in some peoples’ eyes helped deliver a successful project.





[bookmark: _Toc122427468]Conclusion
The Welsh Government acknowledged that there were important lessons learnt from the project. Mistakes in the first phase in the procurement route, contract type, and project structure were used as guidance in the second phase of the Senedd as well as other Welsh Government buildings in other parts of Wales. Improved collaborative forms of contract design to reach target prices and share risks have also been implemented in further projects as a result of the Senedd. Furthermore, the Welsh Government has also considered that significantly more time should be allowed in the tendering process (Welsh Parliament, 2020).

The Scottish Government also acknowledged their mistakes and since the Holyrood there has not been a project as complex or proved as difficult to deliver. The contract chosen and the procurement route selected should be done so with such care that the risks and benefits are considered appropriately. Design and build procurement wasn’t selected due to not being able to meet the required completion date. Possibly more thought and consideration to cost and planning over time should have been implemented (Audit Scotland, 2004).

Contracts and Procurement routes should be selected in respect to which party is most suitable to manage the risk involved with the project. The client should provide substantial design detail, budgeting, and requirements, and allow significant time allocation in the tendering process. The contractor should evaluate whether these have all been put in place and evaluate the proportion of risk that is being shared with the client.
The key element in both projects which wasn’t followed sufficiently was time, specifically in the planning stage, and inadequate or inappropriate cost plans. Both projects chose their procurement routes since construction could commence before a completed design.
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