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Introduction
For at least thirty years, the construction industry in the United Kingdom has been suffering from an over competitive market. Outdated practices and mind-sets, coupled with lack of knowledge, can lead to short sighted incentives being targeted regarding project procurement and can ultimately be to the detriment of all involved. Sir Michael Latham’s report in 1994 ‘Constructing the Team’, and later Sir John Egan’s report in 1998 ‘Rethinking Construction’, both sought to explore an approach that would progress the construction sector and promote a move away from such practice. 
The adversarial culture within the construction industry is driven by lack of knowledge and the age-old idea that ‘lowest cost’, means ‘best value’. Suppliers are compelled to outdo each other to win work and must sacrifice margins to achieve this hollow prize. Often this practice can mean that contracts are won ‘at a loss’ to a supplier and puts pressure on them from the outset. When operating under such conditions, it is common that in order to recuperate costs and attempt to claw back on poor margins, suppliers will need to exploit the only other option they have in the arrangement… quality. 
In many cases, a client can be fully advised as to the risks when pursuing the ‘lowest cost’ outcome on a project. However, due to budget constraints and a lack of knowledge, communicating the ‘Value’ of quality can be difficult. Often, clients simply do not understand why they would need to pay a premium for a scheme/project, when they can achieve the completed article utilising minimum expenditure. When these situations arise, suppliers are forced to tender for the work at a reduced rate or see their competitors win the work. This adds to already stressed conditions within the industry and lower and lower margins can get passed down the supply chain. With major cashflow issues caused by these conditions, this can become a catalyst, and insolvency is often a plausible outcome.
The traditional procurement route can isolate the client and their team from their prospective suppliers. With little in the way of reward, suppliers must carry unnecessary risk to be able to cash flow their businesses. This of course is a false economy which creates a ‘smash and grab’ culture across the board.
With modern technologies being far more utilisable now compared to the time where these old-fashioned mindsets were forged, collaboration is far more attainable. A good example of this is the modern ‘Alliance’ approach to business which encourages inclusion of all parties that are to be involved and shares out the risks and rewards proportionately, with the aim of promoting flexibility and the ability to adapt together as projects progress. 
“Any gain or pain is linked with good or poor performance overall and not to the performance of individual parties. The idea is to create an integrated structure whereby multiple suppliers work together under one central alliance to deliver the project as a whole.” (The Perfect Storm, 2021)







Traditional Tendering
For decades, traditional tendering has been the chosen method of procurement. This technique, in which the client engages with consultants to develop a project's design before going through a separate procurement process to pick contractors, has divided the respective teams and prevented the client and contractors from working collaboratively. This strategy has always been preferred since it allows the client to have complete control over the project. With the primary goal of achieving the lowest capital cost, they are able to choose contractors based on the lowest price. 
As a result, the building industry in the United Kingdom has formed a vicious cycle. It puts pressure on vendors to price work in an unreasonable and unprofitable manner, resulting in poor quality work. Contractors will be forced to undertake legal battles to collect lost earnings, which will result in cost and time overruns. This is poor value for money, and as a result, the overall costs of asset maintenance and operation will rise (Constructing Excellence,2022).
The detrimental impact of lowest-cost tendering has become more generally accepted during the previous decade. Again, Latham 1994 and Egan 1998 are two important reports that have been issued since the 1990s. These reports point out the growing need for more teamwork in the sector, as well as the benefits that would result. Several papers in recent years have backed up this notion, including 'The Perfect Storm,' which was published in the CABE Building Engineer journal. James Cash noted the industry's 'downward spiral,' and outlines what needs to be done to correct it.
He discusses how more needs to be done to align the interests of designers, contractors, and suppliers during the early stages of a project in order to create a collaborative working environment. 'They might reap considerable efficiency improvements across the construction sector, and they can establish a whole-life integrated sector to increase performance, end-user happiness, and bring larger social benefits through higher-quality buildings through collaborative working,' says the report (The perfect storm, 2021).

Alternative Approaches
In the construction industry, it is commonly understood that a client would always aim for the lowest cost, but also for the highest quality and completion within the set period. When utilising a low-cost tendering strategy, however, cost always takes precedence over time and quality. Clients should choose a contractor based on value for money, with a suitable weighting of selection criteria for competence, experience, and previous performance, rather than selecting the lowest tender, according to the Latham research (Holt et al.1994). Other than the lowest cost, there are other procurement alternatives that, if correctly implemented, would considerably improve the industry's standards.
· Benchmarking
The industry should be able to benchmark contractor performance by creating a value index. This proposed technique will remove the cost focus from the procurement process and encourage clients to focus on the contractors' competence and ability to deliver the project according to the key metric measurements. Benchmarking can be measured using key performance indicators (KPIs), which allow for the measurement of the project and contributary performance across the construction industry. The information generated by the KPIs allows clients and supply chain companies to effectively engage in benchmarking in order to achieve the best results (DETRE, 2000). This will increase client satisfaction with both the service and the product, as well as cost, time, profitability, and productivity, by properly measuring contractors' performance using KPIs.
· Tender Evaluation Objectives
Given the current market conditions, the tender process should get the client the most competitive price for the building. Tender evaluation involves a larger appraisal technique to improve current conditions (Holt, Olomolaiye, and Harris, 1995). Assessment is required to find the best tender. Is required to detect the submission's hidden repercussions, which is also the most cost-effective (MERNA and SMITH, 1990). This can be accomplished by conducting a secondary investigation on contractor potential in relation to the proposed project (Holt, Olomolaiye, and Harris, 1995). The contractor's ability and experience may be appropriately appraised through adequate evaluation, which can then be combined with the tender price to create an overall score.'
Prequalification is a standard method for determining a contractor's competency to carry out their responsibilities when examining possible contractors for a project. Despite the fact that many clients use such methods to assess skill, the final selection is controlled by the lowest price. According to studies, 87 percent of consumers base their purchasing decisions on price, and 84 percent of contractors believe the price to be the most significant element in contract awarding (Baker and Orsaah,1985).
· Project ‘Value’
Value indicators must be promoted in the tendering process to encourage the sector to shift away from the traditional tendering cultures. Holt (2010) explains how the failure of contractors to provide the best value for their clients has highlighted the need of evaluating acquired contractor services using criteria that promote long-term advantages. As described in the Perfect Storm article, introducing a project-specific value profile will aid in determining which traits are most valuable for a given project.
According to (Aliakbarlou, Wilkinson, and Costello (2018)), during several reviews, clients stated that they receive better value from contractors who can complete work ahead of schedule and value a contractor who can reduce construction costs by introducing innovative solutions while improving end-user satisfaction. Clients can determine what is most important to them and feed this criterion into the procurement process by creating a value profile (The perfect storm, 2021).
· Collaboration
Collaboration is perceived as the new way forward. The term collaboration is defined by (Anon, 2010) as “The act of working together; united labour”. Collaboration was used as a general term to encompass all forms of situations where different parties worked together. These situations included partnering, alliancing, joint ventures and networking and the words are occasionally used interchangeably (Hibbert et al., 2008). Collaboration is perceived as the new way forward.
According to studies, projects that employ a collaborative working strategy are 15% more likely to be completed on time and 44% more likely to be completed within budget than those that use typical tendering channels focused on lowest cost (Constructing Excellence,2022). For several years, collaborative approaches have been used. It is an approach that encourages collaboration between the project's major stakeholders and is typically managed on a cost-reimbursable, target-cost, and open-book basis, which directly incentivises the client and contractor to work collaboratively. 
On design and build contracts, when early collaboration can improve the design and construction element of more unique projects, partnering approaches are very efficient. It will also promote value engineering, which can encourage more sustainable building and boost end-user happiness, by exchanging knowledge at an early stage. This strategy will shift the focus away from expense and toward delivering value to the consumer (Garner, 2019).
Alliancing is a type of collaborative working that was suggested as an alternative to the traditional tendering approach in the 1998 Egan Report. Alliancing is a contract in which the parties agree to act in a certain way in order to attain a common goal. Participants are chosen based on capabilities such as passion, commitment, compatibility with the sponsor team, and the potential of the united team generating excellent results, as opposed to traditional procurement (MacDonald, 2019).
· Information Exchange & Management
As before mentioned, with technologies being updated and refined all the time, people in prominent positions in the industry 30 years ago wouldn’t have been able to dream of the capabilities we have now, especially surrounding BIM and its many excellent application opportunities. These capabilities are now shining light on new and far more efficient ways of effectively communicating, organising and managing. In the long run, this converts to a more successful model, which increases output and efficiency.
With modern day culture shifting towards a ‘Greener’ outlook, promoting sustainability is key. This again, can be achieved through utilising modern methods, using technological and collaborative techniques to deliver efficiency. For example, this can produce good results regarding minimising waste due to inefficient management. 
This is of huge benefit to the industry. The more effective and strategic operations can be, with the help of collaboration and technology, the less unnecessary micromanagement and outlay need to be expended. 
Education is going to be a key driver here, with modern techniques needing to be ingrained into industry professionals from the very start of their respective journeys.

Industry Obstacles Hindering Change
· Historical Culture
One of the most prevalent obstacles when trying to shift away from outdated procurement is historical culture within the industry. This gets passed down and is accepted by the next generations of industry operatives to come through. Although professionals from past generations are likely to have had successful careers using techniques that were accepted in their time, cultures that were once relevant are now obsolete.
There is no doubting that there will have been countless scores of successful project outcomes, contractors, suppliers and professionals in the previous decades. So, a culture of ‘If it isn’t broken, don’t fix it’, has surely added to solidifying the traditional methods in place. If the professionals within the industry have consulted in a way that promotes traditional practices, clients and other figures will have not had any influences contrary to this.

· Lack of Knowledge & Trust
Without the presence of the ‘client’ in the industry, there would be no business. The client is the pillar in the equation with the funds and desire to get a project off the ground. However, a client is often not involved with the construction industry in any way and therefore not in a position to be able to make decisions based on much more than purpose of build, budget allocation and finish objectives. This can lead to bias in the outcome priorities of a project. The top outcome priority usually being minimum outlay cost. Instead of minimum outlay cost, ‘Value for money’ should take its place. This would push the client’s money further across the project, past completion and on to whole-life cycle.
There can be a perception surrounding construction whereby ‘Builders’ are not trustworthy. The term ‘cowboy builder’ has surfaced and it is used regarding constructors being far more informed than the client and being able to exploit this to their gain. Distrust in the industry can lead to segregation where it becomes client versus constructor.
· Volatile Markets
With the events of Brexit and subsequently Covid-19, unprecedented market conditions have emerged. This has created an environment of uncertainty. What is applicable today, may not be applicable tomorrow. This unrest has caused supply chains to disintegrate and businesses that have had long relationships can no longer honour the conditions of agreements in place. We have seen this in the form of massive price rises across the industry for materials due to supply issues. This has in turn meant that tendering has become more difficult, with costs being passed on to the client. This can exacerbate client/contractor mistrust when tender submissions come under scrutiny and lead to success rates being lower or projects being abandoned altogether.

Conclusion
The construction industry is in dire need of a culture shift away from ‘lowest cost’. This needs to be achieved by more robust systems being in place as standard practice. This can be achieved by new legislation and British Standards being introduced to promote the use of ‘Best Value’ over ‘Lowest Cost’. An effective way to achieve this is by using ‘Collaboration’ techniques. There are a variety of categories under this umbrella that have been successful in creating positive operating conditions for businesses using these techniques. The benefits of such practices will provide positive returns on investments into construction projects such as, lower maintenance costs, streamlined construction programmes, lower outlay costs, less financial risk and good safety ratings. All thanks to higher efficiencies.
Correct advice provided by client consultants can encourage early involvement from all potential suppliers involved. This extends the pool of knowledge far beyond what has been provided using traditional procurement methods. With increased suppliers from all sectors contributing to the project information at an early stage, greater efficiency will be gained. This in turn can help to fix costs as the potential risks and hazards have been identified and measures put in place to mitigate them. The extra efficiency gained by involving all suppliers at an early stage, can then convert back to a lower cost output for the client. However, this version of a lower cost output will not necessarily have to compromise on quality.
As previously mentioned in the report, technological advancements can be exploited as the tools to further efficiencies. BIM (Building Information Modelling) and its many applications is an effective way of managing information, especially when you have multiple parties/stakeholders working together. A CDE (Central Data Environment), is one of these applications that provides a platform for all parties to have access to the latest information on the project. This is another element that can further bolster efficiencies by contributing to greater ease of collaboration. 
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