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1.0 [bookmark: _Toc503252755]Introduction
In this report I will be analysing how to select appropriate sub-contractors based on the sub-contract package available. I will be discussing different possibilities on how to select a sub-contractor and I will then link these sub-contractor selection & management techniques to the selected case study. Another factor which I will discuss is how to manage the chosen sub-contractors whilst on site and to ensure the quality of the work from the sub-contractor is at the required standard. 
Sub-contractors play a vital part in the success of any construction project. Sub-contractors should not be chosen purely on price, if the contractor hires the cheapest sub-contractor the work might not be up to standard, and to rectify the poor standard of work, it could cost the principle contractor more money. If the work carried out by the chosen sub-contractor doesn’t meet the client’s expectation then this will reflect badly on the principle contractor as “subcontractors are viewed by the client as an extension of the main contractor…” (Netscher, 2015) and the client might not choose the contractor to carry out future work.
[bookmark: _Toc503252756]2.0 Sub-Contractor Planning & Co-ordination
The first stage in identifying potential subcontractors is to identify the sub-contract packages available from the Bills of Quantities/Drawings/Specifications/Client Requirements. Some points to consider are as follows:
· Type of Project. 
· Scope of works. 
· Specification. 
· Quantities. 
· Programme. 
The next phase is to identify a selection of ‘appropriate’ potential sub-contractors for each sub-contract package. The majority of existing companies will have their own database of ‘approved’ specialist sub-contractors from which to choose from. However if this is not the case, there are databases in the public domain e.g. ‘Constructionline, CHAS, Safe Contractor, Builders’ Profile etc. (all of which should have a prequalification process based on PAS 91 Standard) 
See appendix ‘A’ for a typical sample questionnaire (ref: PRC-FM-002) 
From analysing the existing databases or gathering information from the database in public domain there are some key selection criteria to consider from the prequalification data for each contractor, these are as follows:
· The proposed Sub-Contractor’s skills and experience must reflect the sub-contract package scope.
· Where applicable: - the Sub-Contractor is approved to install the specified system/equipment etc. (e.g. if there is a named Cladding Manufacturer).
· Overall anticipated value of the package in relation to turnover/commercial capability of the Sub-Contractor (a ‘rule of thumb’ might suggest that a maximum package value should be set at 25% of turnover). This is to ensure that the sub-contractor is capable of carrying out the job and isn’t ‘too small’ of a business to perform the work needed.
· Financial standing of the proposed Sub-Contractor.  If unsure a simple further check via a ‘credit risk assessment company e.g. ‘Creditsafe’ or ‘Dun & Bradstreet’ should indicate if the proposed Sub-Contractor is viable.
· Previous experience of packages of a similar size and value.
· Previous experience of carrying out works on a project of a similar nature (e.g. Civils; Retail/Commercial; Industrial; Education; Health Sector etc.). 
· The Sub-Contractor’s accreditations and insurances are at the correct level and are up to date.
· The Sub-Contractor has an acceptable, evidenced HSE record and has CHAS, SSIp accreditation or equivalent.
· The Sub-Contractor has policies for and demonstrates awareness of environmental and sustainability and ethical issues including: - Modern Slavery; Sustainability; Corporate Social Responsibility; Bribery and Corruption Act; Eligibility to Work in UK; Equality, Diversity & Inclusion (EDI) etc.

Once the list of all potential sub-contractors has been narrowed down and the suitable sub-contractors have been identified there will then need to be contact made between the principle contractor and these chosen sub-contractors. In this initial contact there will need to be a brief overview of the project – including, the scope of works for the project, the programme and all relevant deadlines, the required tender return date and indicative value of the project. However there will be no enquiries made at this time, enquiries are to be made in the next step once the sub-contractors have agreed to tender for the job.

Now that the sub-contractors are aware of what works they would be expected to carry out and the programme of works, the main contractor can issue enquiries to the list of sub-contractors. The contractor needs to ensure these enquiries incorporate key information and details including:
· Relevant tender documents: - Specification; BOQ/Schedule; Drawings; Programme.
· Salient contractual items: - Form of Contract; LADs; Retention level; Required Insurances etc.
See appendix B for sample enquiry document (ref: PRC-FM-012) 

Following receipt of tenders, the main contractor is to carry out a detailed commercial and compliance analysis and invite one or many chosen sub-contractors to a ‘pre-award’ meeting to rationalise, verify and agree all key matters relating to the sub-contract package prior to actually issuing an ‘order/agreement’.
See appendix C for sample ‘Pre-Award Meeting Minutes/Agenda’ document (ref: PRC-FM-007) 
Key Topics must include:
· HSE
· Programme
· Commercial/Contractual 
· Scope of Works
· Technical/Specification Compliance issues
· Site/Construction issues
· Interface with other works/sub-contract packages.

Following award of Sub-Contract the Sub-Contractor will commence work on site in response to issued notification (all as agreed and recorded in section 2 of the Pre-Award Minutes Appendix C).
Actual works on site will commence following site induction and subject to the requirements of the Main Contractor Project Management and will be continuously monitored with regard to progress and quality. 
Part of this monitoring will be in the form of (weekly) progress meetings where salient activities/requirements/constraints – including the interfaces with other works and sub-contractors – will be reviewed and addressed as necessary. 
See appendix D for sample ‘Progress Meeting Minutes/Agenda’ document (ref: PRC-FM-008)
Contractual and commercial matters relating to the Sub-Contract will be managed and processed by the Project Quantity Surveyor throughout the Sub-Contract period.
Following completion of the works the performance of the Sub-Contract should be assessed using a system based on industry standard Key performance Indicators. 

Below is a diagram which highlights and indicates what each process should include for every stage whilst managing a sub-contractor correctly. 
[image: http://www.bakertilly.com/uploads/effective-subcontract-management.png]


















[bookmark: _Toc503165608]Figure 1 - Effective Sub-Contractor Management

(Tilly, 2015)

[bookmark: _Toc503252757]2.1 Possible problems with Sub-Contractors 
However, with the nature of the construction industry there is likely to be some issues with sub-contractors. “It’s important to understand the reason for these problems which may be due to the main contractor’s poor management, delays, or lack of communication or change of scope. However, it is also often due to the subcontractors poor management, lack of cash flow or incompetence.” (Construction project management services and books, 2015) If the project manager is aware of these problems early on in the project then a resolution can be made to rectify the problem or prevent it from getting worse. Problems for the project manager arise when the project is on a tight timescale and there are issues with sub-contractors. 
[bookmark: _GoBack]“It is important to follow the contract and ensure the correct notifications are given. Withholding payment for poor performance without providing the appropriate notifications may result in the GC being in breach of contract”. (Construction project management services and books, 2015) 

[bookmark: _Toc503252758]3.0 Case Study – Choosing a Sub-contractor
When linking sub-contractor management back to the case study for the assignment the areas in which I would look to acquire a sub-contractor would be in specialist works that an ordinary contractor would not specialise in. This means that if the contractor were to purchase the necessary plant and equipment the money would be put to waste as the specialist job is not carried out often, this is where the use of a sub-contractor becomes useful. The sub-contractor would also accept the risk for the task. For this case study the tasks that I would subcontract out would be the piling of the basement, the erection of steel and the curtain walling.
In the chosen case study I would be using contiguous piling to construct the basement of the commercial buildings. These sub-contractors would be the first on site as this is one of the first tasks that would need to be carried out. As a project manager I would review the approved sub-contractor list that the established contractor I work for has provided. By having an already approved list of sub-contractors this reduces time dramatically as there is no further need for investigations into chosen sub-contractors, as a project manager I will be aware of the skills and certificates every sub-contractor has on the approved list as they would’ve needed to provide them to the contractor before getting on the approved list. After analysing this list and reviewing the different sub-contractors that are suited to carry out piling I would then contact the selected sub-contractors and give them an overview of the project e.g. – We want to build a commercial building block divided into different sub-blocks with different heights, and 2 underground floors. One complete floor is 2,000m2 and is split into 4 separate slabs (500m2 each). Once the sub-contractors have received this information they decide whether they will tender for the project or not. The sub-contractors who decide to tender for the project will accept the project from the principle contractor and then receive further details from the contractor. Once the contractor has received these bids for the project the decision on which sub-contractor will carry out the work must be taken. The factors that will need to be taken into are, the price the sub-contractor is proposing, the experience and skills associated with the sub-contractor, the financial situation of the sub-contractor etc. Once the agreement on which sub-contractor has taken place there will then be meetings to discuss attendances that the sub-contractor would need on arrival to site. For this case I believe that piling mats will be required, an excavator and machine operator.  
The same process would be carried out for selecting sub-contractors for erecting the steel frame and for the curtain walling however the attendances will change. 
[bookmark: _Toc503252759]3.1 Case Study – On Site with Sub-contractors 
On the first day that the sub-contractor comes to site, there would be a site induction given to every employee for each sub-contractor. This induction would be given by a member of staff working for the principle contractor. There would then be a general tour of the site to get the sub-contractor familiar with the site and the areas of the site that the majority of their work will be. 
Once the sub-contractors work has commenced there will be weekly held progress meetings that the principle contractor will hold, where all sub-contractors on site will give a progress report and highlight any issues that needs to be resolved. From experience I have found that progress photographs are an effective way of highlighting progress made each week. I will be enforcing that all sub-contractors take weekly photographs. These photographs can also be sent to the client to highlight progress. In these weekly meetings there can be arrangements for slight adjustments in work to aid the work of one sub-contractor to another, this will hopefully reduce/eliminate conflict between sub-contractors on site. An example of this could be when the steel erection is taking place over one section of the works that the principle contractor doesn’t allow for their ground workers to enter the work area of the sub-contractors.
Following the completion of works by the sub-contractors onsite, the performance will be assessed and recorded using a system based on industry standard key performance Indicators. The work can also be logged in the contractor’s databases and can be used to decide if the sub-contractor will be used again. Maintaining a good relationship between sub-contractors is key in the production of high quality work and keeping the project on schedule. 
4.0 [bookmark: _Toc503252760]Conclusion 
In conclusion, I believe that using sub-contractors is essential for principle contractors in modern day construction, this is because projects are becoming more complex and a wider variety of structures are being built, this requires more specialist contractors to undertake the work. The use of sub-contractors eliminates the risk on the principle contractor as the sub-contractor takes on the risk when accepting the job. Choosing the correct sub-contractor is another factor that is vital for a successful project, the correct sub-contractor can aid in the construction of a project by spreading the workload from the principle contractor and the sub-contractor may be more experienced in the certain area of construction. One factor that I have learnt from experience is to try and use the same sub-contractors where possible, maintaining a strong relationship results in increased trust and ‘openness’ between contractor and sub-contractor.  
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