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Assignment 1: Construction Project Management (M6X01890) - How quality of construction can be affected by subcontracting and how to avoid it
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[bookmark: _GoBack]The ability to construct an acceptable level of quality in the construction industry has started to become a major problem for projects that have certain complexities and require to be subcontracted. Quality is a major component of construction projects, particularly in today’s industry where there are a large amount of companies competing against each other to work on the best and biggest projects. 
The UK Construction Sector - is one of the largest sectors in the UK economy, contributing a figure of around £90 billion each year. With a significant amount of importance to the economy than other sectors, it creates, builds and maintains the workplace in which businesses operate and grow, the economic infrastructure which keeps the nation connected, the homes in which people live and the schools and hospitals which provide the crucial services that society requires. 
However, since the recession in 2008 the industry has been affected disproportionally, with a struggling start into early 2012 the contracting construction industry entered its third recession in 5 years, the industry was badly impacted, and work began to decline which resulted in certain elements of a project being subcontracted as most of the construction projects could not be efficiently completed without some degree of sub-contracting. (Great Britain. Department for Business, 2013)
What are the benefits of subcontracting? Subcontracting has become a significant element in the construction industry which is a contractual process where a prime contractor will entrust a third part to perform a job under specified conditions whilst the main contractor retains the responsibility for the finished product. Subcontracting offers many quantitative and qualitative advantages.
Quantitative benefits:
· Reducing costs – It is the greatest and most obvious advantage and there are two avenues of saving money: remuneration and performance of the work produced. 
· Ensuring product and service quality – quality of any work is vital to a project, and with subcontractors there is a level of expertise and their mission as a hired contractor is to deliver a quality product that meets the criteria, expectations, budget and deadline from the client’s needs.
· Increasing productivity – Tasks are completed faster when specialists are called upon, leading to productivity gain. Allows a larger volume of work to be done under strict deadlines. This sort of subcontracting is beneficial to gain new clients and keep current ones in future developments. 
· Preventing problems – Choosing the correct, qualified and most trustworthy subcontractor is key to preventing any problems or complications. And guarantees a certain/good level of quality and retaining professional services. 

Qualitative benefits:
· Strategic use of resources – focusing on what is most important for a project by seeking a subcontractor who is professionally qualified to handle the task, and the main contractor using the time and energy wisely and more strategically to complete other tasks. Thus, resulting in less work to manage and jobs complete by highly qualified expertise. 
· Improving flexibility – By subcontracting work, resulting a greater flexibility of time and focusing on the real priorities of a project. 
· Preserving your reputation – Reputational damage, ensuring the right people are employed to perform and provide a high level of quality. 
· Assessment opportunities – Subcontracting allows businesses to assess the types of work that can only be done by experts in that field, expanding relationships and the possibility of more work is a huge advantage. (Filion, 2016)
Why do some Subcontractors fail? Subcontractor default is an occuring problem that is neither understood nor under-reported. After the recession in 2008 and the economy started to tank, the construction industry experienced a number of subcontractor defaults where general contractors or at-risk managers would use to mitigate the risk of default of their subcontractors. 
Subcontractor failure is a known problem in the industry, and everyone that is associasted with a project is affected in some form or another by a subcontractors failure. The general contractors, developers and lenders at the top of the chain must absorb the loss, whilst appointing a new subcontractor to do the work, and deal with the extra payment and damages dispute. Thus likely to cause a project delay and further expense. Understanding where the failure has occurred could help fix a problem rather than focusing too much on the failure symptoms. 
Three reasons why a subcontractor may fail during a construction project:
· Cash Flow – There simply arent enough funds for the business organisatiion to complete the project as it is expected that the subcontractor is to float the project costs.
· Lack of capital access – Subcontracting is a cash-hungry business, and with a higher diffiicultly since the recession to get access of thye capiotal from the cource lenders are reluctant to fund any construction investments. (Wolfe, 2014)
What is the aim of the report? To undersatand and identfiy the factors that could be affecting the quality of a subcontractors work in the construction industry. And recommending solutions to ensure that these problmes do not reoccur in any future construction developments that are subcontracted. 
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Principal Contractors Roles and Responsibilities – appointed by a client in order to control the construction phase of any project involving contractors and subcontractors. They must manage the health and safety risks during the construction stage and me knowledgeable, experienced and skilled where required and able to work with ongoing changes on the project. They must do the following: 
· Organize, observe, control and correlate the entire construction project and stages
· Have a clear understanding and made aware of the health and safety risk apposed to everyone affected by ongoing work (especially the public), and organizing and monitoring the measures to keep under control
· Liaise with the client and especially contractors and subcontractors are vital, also consulting and engaging with everyone on site about the health, safety and welfare
· Have ongoing meetings and deadlines in place for managing the H&S throughout the project
· Ensure that anyone employed such as subcontractors have the appropriate skills, knowledge, experience, qualification and the relevant capability to carry out the work required of them in a safely manner without any risk to health.
If there is no principal contractor appointed the main contractor must take on these roles and responsibilities to ensure the safety and welfare of everyone working on the construction project. And all work must be done in accordance with the Construction Design Management Regulations of 2015 (CDM). (Health and Safety Executive, 2018)
Pre-qualification Questionnaire (PQQ) - is a series of questions for potential tenderers to answer regarding their commercial, technical and financial competencies to determine whether they meet the minimum criteria of the contract. Thus, will enable the main contractor to produce a short list of subcontractors that are most likely to be appropriate for the job available, essentially eliminating and reducing the number of potential tenders to those whom are genuinely appropriate for the task in hand, which requires a subcontractor to complete within the contractual agreement made. 
A typical PQQ will request the full company contact details, evidence of previous work and require answers based on the following; financial standing, status and legitimacy, insurance, quality, environment, equal opportunities and finally health and safety. 
Application of Quality Management System (QMS) – The ISO 9001 Quality Management System (QMS) is a set of policies, processes and procedures required for planning and execution and is vital to the success of an organisation. It will enable the organisation to deliver a product or service that will meet both customers’ requirements and regulations, essentially protecting their reputation whilst reducing costs and driving improvements. 
The purpose of a QMS is to integrate the various internal processes within the organisation and is to provide a process approach for the project execution. It will identify, measure, control and improve the various core business processes that will fundamentally lead to an improved business performance. (9000 Store, 2017)
ISO 9001 Quality Management certification will help main contractors and subcontractors the following;
· Continuously improving the managerial system within projects
· Be recognised as a business or contractor who is reliable and has a history of good work
· Satisfaction of fulfilling previous client’s expectations 
· Stronger and a sustainable business
· Working effectively with supply chains. (The British Standards Institution, 2018)
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1. Time and Cost Constraints - On large construction projects, main contractors are often under a huge amount of pressure to ensure completion of building is on time and within budget. In some cases, a subcontractor can be appointed to finish an element of the project which requires a certain amount of expertise. For example, a building services engineering firm being subcontracted to carry out the mechanical and electrical installation for a community facility under pressure to work within a tight budget and timeframe. Thus, resulting in a rushed installation of services which may not be safe but has been authorised to be completed by a certain deadline, with the likelihood of affecting the final quality of work produced.
· Solution: To ensure the quality is to the standard required, the main contractor should plan a schedule and have the subcontractor involved early in the project and as to when the work can be done in a larger time scale. To allow the complicated installation to be done correctly with no defaults which will come down to the subcontractor themselves. 

2. Budget (Cost) – The cost of any project is a crucial and changing factor throughout the cycle of the project. In order to have a good quality of work and finished product comes at a larger price. Employing highly trained and skilled labourers or experts comes at a cost, and the high-quality brands of materials that come with it as well. Essentially the main contractor has one requirement, and that is to provide a finished product to a high standard, wanting the highest quality of work at the lowest price available. In today’s construction industry there is so much focus on the cost of things and so little attention at the quality, and generally nowadays subcontractors are employed with the cost in mind and not the quality of their previous work.
· Solution:  The main contractor needs to have a clear indication of what elements of the project is to be subcontracted and at what price before considering anyone. Using the pre-qualification questionnaire to employ the right person for the job who will have quality assurance policy in place, someone who is reliable and will produce good quality work within the budget provided. 

3. Relationship and Communication - Communication is key between all parties to the success of any project, the lack of it is an issue. On some occasion’s subcontractors may ignore or not be up to date with the latest information, expectations and standards of the main contractor when undertaking work on a project. With subcontractors overly keen to ensure meeting the main contractors’ expectations, the relationship between them must be understanding and there can be no complications or disagreements on a regular basis that could result in poor quality of work being produced by the subcontractor being mistreated or underestimated with good experience and qualifications. 
· Solution: Consistency is important with a subcontractor and employing someone who will be difficult to work with but has good quality maybe the difference between an excellently completed element of a project and or extra cost damages and timed setbacks. A good relationship with a subcontractor is important to the survival of an element of work undergoing and what comes with that is communication, providing the information that is required. 

4. Absence of Stability - There appears to be in the construction industry an apparent instability within the sector of main contractor and subcontractor relationship longevity, this results in the main contractor having to appoint different subcontractors during a project. Due to this change of newly appointed subcontractor there is little opportunity to strike an effective working association there by affecting the quality of work produced by the subcontractor. 
· Solution: Becoming familiar and knowing the quality of good work that certain subcontractors can produce is key and ensure an understanding with them for future developments in which require a certain level of expertise in a different element of a project. 

5. Contractual Obligations and Accountability – During construction projects time and cost plays a significant role in the success of a project. The contract will specify the price of materials and work before commencement, how payment is to be made to the subcontractor is listed and the drawings for the project included in the contract. Quality is always overlooked during the contract stage which is a disadvantage to the main contractor who is uncertain with what will be the final product once subcontractors have completed. Quality clauses are not used effectively and affect the main contractor’s advantage to a level of certainty in quality. During any legal agreement a subcontractor will usually not agree to the project if any clauses are inserted in the contract, as it will result in the subcontractor having to spend more money on higher quality material and work rate to ensure a high level of quality. 
· Solution: Partnering is an option where an arrangement between the subcontractor and main contractor flows smoothly. This will give the subcontractor motivation to produce high quality work and in return the main contractor will help whom he employed. 

6. Bound (Tolerance) – During large construction projects there are so many elements undergoing construction that the main contractor is under pressure to ensure the completion of the project is on time and within the tight budget. Thus, resulting to tolerance to poor quality of work, and it is difficult to find a subcontractor replacement for those who are not performing or producing high quality work due to the time constraints and the pressure with such a difficult and complex project. 
· Solution: The main contractor should employ a clerk of works to oversee all building work during the project right through to the completion of the project, to inspect all work from beginning to deadline day.  

7. Resource Management – Due to the advancement in technology and complexity of designed structures, there is a larger amount of work which requires certain expertise where work will have to be subcontracted. Although, the resource management put in place by subcontractors is very poor. And the shortage of correct tools and the availability of qualified/skilled labourers will certainly have an impact on the quality of work being produced. On many occasions’ subcontractors have several projects on going and focus their highly skilled labourers on the important projects, so they ask for lower qualified labourers to cover less significant projects.
· Solution: The main contractor should ensure that all tools are in place before any work is undertaken on site, and all labourers should undertake an induction presentation the first time the enter the site. Logging the tools and storing on site is anther solution to ensure the correct and appropriate tools ae available. 
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The construction industry has adapted and changed rapidly in the past decade since the recession in 2008. With more structurally advanced developments each year across the country with the funding from the EU, a large proportion of projects have had to be subcontracted and the average total of work in the pipeline has increased by 4 weeks since the evaluation in late 2016 when a subcontractor would average 22 weeks’ work throughout the year. The study in 2018 also found that subcontractors take an average of 45 new contracts each year, which increased by 5 since the last report in 2016. (BIBBY, 2016/2018)
Large expenditures of time, money and resources are wasted year after year due to the inefficient or non-existing quality management procedures. In recent decades the construction industry has been criticized significantly for its performance and productivity compared to other industries. (Mallawaarachchi and Senaratne, 2015) Poor quality is common occurrence in construction projects across the world, and that the satisfactory standard is not being achieved and it is a serious problem as found in the report. There are many factors that affect the quality of a subcontractors work as discussed above with according and appropriate solution to ensure they do not reoccur. But, with the current political situation of the UK leaving the EU possibly having a massive effect on the UK economy and seeing the pound drop in value, it is time for the construction sector to come together and enforce some sort of legislation where quality is also a policy that must be followed from all bodies or they must suffer the consequence with penalties either financially or with business opportunities. 
Found in an article, just a shortage of workers from leaving the EU would lead to projects costing more than ever, the post-Brexit environment where the demand will outstrip supply, UK labourers and workers could insist on a higher salary which will impact the quality of work throughout building projects in the UK in the future. IT is time for action to be taken and organisation made for the construction sector which is one of the largest sectors that helps the UK economy. (UK Construction Online, 2018)
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