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ABSTRACT

It is a pervasive tradition for the building process
to be split up for a nunber of different parties to do
different things at different tinmes. There are nany
reasons for this but nost inportant is the increased
specialization in the process. This trend is likely to
continue but yet there is need for integration since
decisions taken in isolation nay cause distruption or
distortion somewhere along the line of the whole process.

This research has been attenpted in order to investi-
gate the ways by which rationalised decisions at the
vari ous stages of a project can enhance control and coor-
di nation throughout the whole process; that is from design
to practical conpletion of the construction work.

The follow ng factors have been found to hi nder both
the progress, control and coordination of construction
pr ogr anmes.

a) Desi gn changes (sometines nade as late as the

construction stage) which may be due to
various reasons.

b) Desi gn i nadequanci es.

C) Design priorities being at conplete variance
with other requirenments as function, contract
admni stration, construction practice etc.
These should be mutually benefitial to al

parties.



d) Managenent procedure adopted. (including the
rel ationshi ps between the various parties to
the contract, and, office and site nmanagenent
of the contractor). Sonetimes the practice is
non- conpl enent ary.

e) Gover nnent i nvol venent through the introduction

of economc nmeasures and regul atory sanctions.

This thesis takes the premses that coordination
and control of building project are intrinsic parts of
creative and functional design,, well established contract
practice and procedure, and of sound construction practice;
that the various parties involved at different stages of
the project process do not have to think in isolation
but rather to have in their contenpl ations what coul d be
both the negative and positive effects of each others
contributions to the realisation of a project nanagenent.

The success of any project will depend upon this
ability to closely align the requirenents of these various
parties both in terns of cost, quality, functional val ues,
aesthetic satisfaction and the ability to nmeet the conple-
tion date. It will also depend upon the parties being
able to realise the prime objectives for which they have
been set up-w thout nmutilating any of the project goals.

It then neans that effective project devel opnent
and nmanagenent is a ganme where there should be no w nner

or loser. It is a ganme of conpromses wthin acceptable

t ol er ance.

Vi



The thesis itself consists of eight chapters.
Chapter one highlights the general problens of the
construction industry in N geria and devel ops a thene
for the purpose of the thesis. Specific objectives
were set and a brief account of methodol ogy given to

show how the proposed objectives mght be acconpli shed.

An evaluation of the theory of the thesis concept
was given in chapter two coupled with an account of
what has been done along the same |ine by other
resear chers.

Chapters three and four provide the basic data
for the devel opnent of the concept. Specifically an
account of the procedural matters was rendered in
chapter three while chapter four provides the inforna-
tion on the flaws existing in the application of the
procedural natters discussed in chapter three.

In chapter five and six the concept and the basic
application of proposed systemwere described. The
concept devel oped is based on findingthe common grounds
wher e cooperation, hence control can be acconpli shed.
Such information is then fed into a system operating
on both feedforward and feedback control system In
other words the stability of the systemis assured by
the fact that both the feedforward (Ff) and Feedback

(Fb) are equal for each stage of a project devel oprent.
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The highlights of the advantages and di sadvant ages

of both existing and proposed systens were stated in

chapt er seven.
Final |y conclusions and suggestions for further

research were recorded in chapter eight.
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1.0

CHAPTER__ONE ,

g = P e i =]

INTRODUCTION

The overall performance of the constructicn
industry in Nigeria has never been quite acceptable
to an average e¢itizen of this country. This is so
because the management control and technical inputs
are grossly inadequate in gquantitative and qualita~-
tive terms at the various stages of the building
process,

Militating against adeguats management control
and technical inputs are certain conditions under
which the industry operates and which, unless corrected,
will continue to retard the expected progress in the
industry.

In this regard cne would like to point out that
practice and procedure pertaining to building project
management as at now is to a large extent an adopted
system from more advanced country. The adaptation
of such a system or established standards, has
unfortunately proved ineffective in the face of local
norms angd conditions, The attendant problems ape
numerous delays in the completion of projects, loss
of integrity and lack of satisfaction by those
operating within the system,.

Additionally the construeticn market in Nigeria
is dominated by foreignnationals who have come

from a different background from the source of the



adopted system. Problems therefore arise of under-
standing and implementing contract conditions and
terms. Unfortunately this aspect is usually ignored
during the negotiation of a building contract.

The case of the illiterates and non-professionals
who have infiltrated the system that is highly
technical in nature provides a worse example than
the case of foreign owned organisations, This has
often led to confusion, misunderstanding and mis-
interpretation of purpose, resulting in delayed
project execution and shoddy performance.

Contrnlled and coordinated performance can be
a huge task to necomplish when the interaction is
between various groups who understand what has to be
done differently from nne another and what has to
be done is complex and technical in nature.

Lack nf unified method of applying the adopted
standard by both the professiocnals and their clients
has hightened the horizon of control problems. This
can be seen in the fact that the groups 4o not
encounter, study and try to solve the same problems
in the same order. This fractured approach is
being buttressed out of ignorance and fear both
by the government and the general public. Therefore
the pap between the two (professionals and clients)
is getting wider and wider and control more and more

difficult to accomplish.



Beyond the horizon of the general symntoms =are
specific problems of the construction market in
Nigeria,

Desipgn and desin specifications do not always
take into consideration the labour, level of
technclogy, and material (including components)
available for the imnlementation of a project.

Nigerian labour market is quantitatively
encouraging but unfortunately it does not relate to
the standard of design. As such there is slow,
wasteful, and unsatisfactory production.

Designers are yet to appreciate that desipgns
must be aligned with the available level of
technology to ensure control not only of the quality
of output but alsc the control of productivity.
Design solutions have in most cases, been experimental
and as such thc control of both the quality of the
building and the contractor's organisation have been
badly affected, To restore order and promote contr.l
measures, design solutions must be found in a realis-
tic assessment of consideration for the contractor's
organisation,

Another factor affecting proper coordination
and control is the aspect of materials and compcnents
specified for ineorporation into the building., The

subsequent arranpements for their supply and the



probability of their procurement can, and often docs
throw out of balance the control of a project both
in terms of prompt completion at the planned cost, and
the user satisfaction. These problems arise as most
materials and components arce on importation, and
invariably there is delayed supply and sudden increase
f21lowing depressed economic activities. Both
delayed supply, price fluctuation, and non-availability
of thespecified materials 2nd components are mainly
responsible for encrmous amount of variations result-
ing in slow prosress, additicnal elaims, and a
preference for a second choice. It has tc be mentioned
here that variations may change the basis of the
original contract from competitive to negotiated
especially that the contractor may use the situa-
tion to hold client to ransem to recover for a
previous loss situation,

Ironically the government that stands to
benefit more from a controlled construction industry
'(especially when it is recalised that ocver 60% of any
government spendins is on construction) has nct been
too keen in playing sufficicently nrominent role which
will aid a controlled situation. Some of the
government present repgulatory actions have been
either ton restrictive discriminating or hoth., Some have over-
all nepative effect., Consequently the interests

of the various groups arc divergent, and the parties
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are no lenger able to communicate efficiently with
one another., Government can stimulate control more
positively.

Nothing so far is supgesting that we are on the
brink of techneoleopgical changes which will affeet the
organisational structure of the industry. Most of
our moves have been tactical rather than strategic.
Therefore n lasting scluticn must be found nnt only
by the members of the constructien team but alsec by
the govermment, Neither the povernment nor the
various individuals responsible for the execution
of the variocus phases of 2 construction rroject can
take unilateral decision without serious consequ-

ences on the overall control of the industry.

The Need for the Reseanrch

The outlook of modern construction projects has
charnred considerably both in size, requirements, and
complexity. This fact; coupled with changing techni-~
gues, and the relative shortage of skilled manpower
and material rescurces, have focused attention on
the need to apply the princi-les and practice of best
modern management more widely and systematically
in the construction {rdustry in this country.

An urgent necd has also been expressed for

an improvement of the present approach to the

management of construction project due to tremedous pressure



peinr exorted by the various sovernments, companies
and individuals. This pressure is beins renerated
by rovernment's project criented schemes such as
Acvelorment of new Federal Capital, creation of new
states and other develonment progremmes; the indivi-
duals becomins more eonscious and more 2ffluent ete,
Such 2n overhaul will not only ensure that futurc
demands are met ndequately but also that the objec-
tives of the persons concerncd with the prejects
arc met properly.

Current rractice has come under serious attnck
so much sr that one can safely say that the appraoch
to project manarement can n: longer be considered
durable.

One nther unfortunate dimecnsion teo the problem
of the existing system is the fact that the construc-
tion industry in this country accommodates the gamut
of illiterates with whom the professionals must work
to realise the objectives of a project. Yet the
realisation of a precject goal throush the coopera-
tion of these individuals is by understanding 2
compex and unique body of procedures,

The industry has gradually, over the past
several years, become enveloped in 2 maze of statutory
enactments 2nd common low precedents unlike most other
industries. A basic undcrstandins «f the esscnce

of this somewhat unique body of law has become a



nceessary working tocl for o truly nrofessional
individual within the systcm. It is throuch this
maze of laws that the individuals must navigate
their courses ~f rerf-rmonce to survive cconomically
and satisfy their crurses ofexistence.

To ecmnound the problems associated with illEracy
within the industyy is the fact that the contract
agrecment. has been drafted with p'rotesque and
aveidable technicnlity, Its comrlex language concenls
trans which =nly an experienced lawyer cculd be sure
to avoid,

Another complicntion is the contingency approach
te the project manarpemant by the various individuals
or ;roups onerating the system, This means that there
is no one best way of manasing a2ll situations, It alsc
menns that the manacere of the system are free to
manage in any way that might fit their biases. As
a result there has been mutilation and adjustment
to the standard arproach with its own attendant problems.

It is as 2 result of these shortcomings both on
the part of the system and the system operators that
the records of performance of the eonstruction industry
in this country have left much to be desired and it
is why the imare of the industry still remnins hagpard,

The rrojeet manamement contrel system in this
country can be divided inte three brrnad stages of

operaticn ns in the later mndels. There is a need
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1,3.1

s .

for boundary adjustment to nromote harmony,
cooperation, and coordination necessary for the
realization of a controlled output, There is also

a need to simplify procedure to ensure understanding:

amony; the variocus parties concerned.

THE AIMS AND OBJECTIVES

The Aims

This research has becn undertaken to provide
conceptual framework into the problems of cecordina-
tion and control »f the whole process of building
project manargement- that is from design stare tc the
'practieal' completicn stacce. The need arises from
rressure that exists te see that maost building projects
must be comprehensive in assessing both their requirc-
ments and their imrplications in order to avoid
unnecessary spending and waste of time while at the
same time ensurine that the client pets value for
money.

The Objectives

The prime objeetives of the study therefore are:

(2) To examine the mechanics ~f coordinaticn
and contral of the building peonject
processes,

(b) To highlight the symrtons of the present
fractured approach to a building project,

analyse them to estzblish which are likely



t» stimulate an exchanpge »f ideas betwecn
the various stages.

(¢) To mitipate or remedy the imract of certnin
adverse elements and pnlicies in the prcject
environment,

(d) To evrlve a project manarement control
concept based on the knowledre of the
problems existing in the present system.

(e) To provide an overall philosorhy for, 2
method of thinkings ¢f, and an crpanised
approach t~, the planning and manarmement
of a building project by induecing the
evolutisn of the system in use to intep-
rated concent which will compensate for

the short-comings of the rresent system.

LIMITATIONS OF THE STUDY

The study has been based on historical data and
2s such its application c¢2n only be seen in form of
comparison of merits and demerits of both the existing
and the new systems. Tho projeets chosen for the
study are mainly government prcjects but since the
matters are similar to those concerning private
developments, it is hored that there should be no
difficulty in anplyinis the concept to privately

owned projects,
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THE PLAN OF STUDY

Thce first step towards the realization of the
aims and cbjcetives of the study has been an ex~rmina-
tion of the theory of the coneept to cnsure undepr-
standing., The second step has been to examine the
present system in terms of rrocedure and performancc
analysis. PFollewing from this 2 concept has been
developed on the basis “f the existin- situation,

A simplificd method of aprlying the concent has been
prcosed and the merits ang demerits of the existing
and the new systems compared to stimulate implementa.

tionof the new system.

Finally @ertan conclusions and recommendations

have becn made to provide a froamework for future

work.,
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CHAPTER _TWQ

. B My

EVALUATION OF SYSTEM AND CONTROL TECHNIQUES

During the past few years there has been a
remarkable prowth iIn the number, sizo, and complexity
of eanstruetion projects. Equally, a tremendous
emphasis has been placed on improving the performance
of the construction industry the world over.

The effective management, in terms of proper
coordination and eontroel of cost, timing and value
of these capital investment nrojects, 1is important
because of the large sum of money invnlved.

Obvinusly therefore the management of a project
is not jwt to resnlve the problems »f its size,
complexity and sheer number alone but rather the
problems must be resclved within the framewerk
of certain objectives.

The problems »f a building project are of
dynamic nature and must be treated by the applica-
tion of dynamic technigue. The concent of system
approach holds crnsiderable promise in terms of
providing a single interlocking approach. By the
application of this technique within a dynamic
overall system c¢oncept, and with the aid of
data processing equipment when and where appropiri-
ate, 1t should be possible to firmly puide the
most complex projects towards minimum cost, on-time

completion, and profitable operation.
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System Concents

The primary concern of the systems appreach
is that any system should be treated as a whole1’2’3
and that, however, the individual interests should
not mo unrecmgnised.“ The initial step , and which
is one of the hardest, i1s £t~ defince what 1s mecant
by the particular system under consgideration. This
is done by firsft defining the objective nf the
system and then by identifying the parts bearing on
the chjective. These narts may then be grouped into
gubgoals to form subsystems.

Smith5 defined a system broadly as a "group
of interdependent elements acting together to
accomplish a predetermined task" and that the objec-
tives, interrelationships, and constraints of the

system shruld be recognised and isolated, and in turn

stated through the true universal languape of a model.

1. Johnson, R.A,; Kast, E,F.; and Rosonzwig, J.E,,
“The Theory and Management of Systems.," MeGraw-
Hiil, New York (1965).

2, Clecland, D.I.; and King, W.R.; "System analysis
and Project Management,” McGraw-Hill, New York
(1968),

3. Optner, 3.L,: "System Analysis for Business and
Industrial Problem Solving." Prsentice Hall,
Englewnod-Cliffs (1965)

b, Child, J. "Organisational Structure, Environment
and Ferformance. The Role of Strategic Cholce:
Sociology 6(1) 1972 pp 1 - 21,
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Siegel6 has s2id that “thinking of systems simplifies
peneralization which in turn improves understanding.
That this is true providing it is realised that the
system is neot what is beins studied but that it is

a model of the reality under investigation.® 1t is,
in another words, a way of explaining interaction of
a2 phenomena and so inereasing our knnwledge of, and
insight into their working.

Having these boundaries clearly defined means
that not only the places where attention is required
can be identified more readily but also that the
source of attention will easily be known. For this
reason boundary management ls a key systems concept;
management is centred on the systems' most critical
areas.

The use of system puts one at n distinct advan-~
tage whether in matters of cuntrcl of current situa-
tion or in adapting quickly to change arising in

the technolopy »f the process or in the environment.

5. Smith, Gordon, F., "Preface to Dimitris N. Chorafas:
Systems and Simulatiocons, (Smith - the Vice
President UNIVAC Operations Eurcpe, Middle East
and Africa).

6. Siegel, P.: '"Management Information Systems”
Petrrcell, New York {(1975). pp 6-7.
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7 defined system "as an integrated

Hence Donald
approach to a situation which will assist in under-
standing how the undertaking functions and hence in
achieving more effective control’.

If therefore system is for contral purposes
therce is the need to fermulate its »oliey and cobjec-
tive whether explicit ~r implicit, in terms of value
Judgements and consider how fully this prlicy and
objective arce understood and accepted by thnse res-
ponsihle for Mhplementing it., This then is the frame-
work.

The systemé way of looking at events gives
nne the insightwhich if properly applied could lead
to a more efficient or more effective management of

8 draws a2 distinetion hetwcen

a situation. Donald
peing efficient and being effective., Efficiency he
defines as a concept of looking towards inputs and
answering such gquesticns as "whnt is the best way

in which T cnn use my available resources?” Effective-
ness he says locks towards ocutputs and the gnals that

are achleved. "What is the best way ta achieve my

objectives?" In practice both are inextricably

7. Donald Archie "Management Information and Systoms.
Parsamon Press, pp 22-23 (1979)

8. Donald Archie, ‘Management Information and Systoms,
Pergamount Press. pp 10-11 (1979)
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interwoven., One cannot ipgnore one at the expense of
the other, But the need to recognise this fact is
even more so in » bullding process where there are
various individuals in charpe of the different inter-
faces of 2 prnject develcrment and where there is
reciprocal interdenendence. In this cnse the effec-
tiveness of one stage has a direct bearing not only
on the efficiency of the cother stapes but alsc on

the effectiveness.,

It £0llrws therefore thnt the elements which
form thc brsis of a system are not hyp~thetically
eonetructed but rntionally and delibrately chosen or
discovered. The pencral characteristics of the
behavioural and technological processes must be at
hand before a system con be ennstructed. Hence it
is possible to state that n complete scientific system
is made up of fuandamental laws which are supposed
to be valid, if scientific conclusinns are zoing to
be reached by leosicnl deduction. It is these conclu-~
sions which must correspond with the separate
experiences. And it 1s this correspoundencce which
tells mueh of the story »f what roes on in experimen-
tation concerning systems work.

Systemsg renresent the study of a practical
optimisation problem which requires a renlistic
representation »f the system by means »f a suitable

model and the expliecit and implicit formulation of

G.
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an appropriate performance criterion. The model must
describe corrcetly at least the qualitative features
of the practical system in the complete range of the
probable cperating conditions. This presupposes that
the model »of a riven siiuatinn 1s built ineorporating
all asvects it wished to study. This model can then
bc used for analysis of the situatirn it represents
and if it is a ;ood model, for prediction as well as

9 defines simulation

for planning. Hence Dimitris
as essentinlly a workine anolopy. Anoleapy means
similarity of provertics or rclations without identity.
Where we are able to construct analopgous systems,
measurements or other obscrvations mnde on one of
these systems may be used to predict the reaction of
the others,

It is therefore considered here that management
is 2 system - facilitatiny; process which, through
various social, and technolojrieal activities utilizes
resources, influences human actions, and plans
change in order to acecomplish a rationnlly conceived
moals, The complexity of most systems necessitates
some sort »f manarsement to ensure that each part

performs for the benefit of the whole,

9. Dim&;ris N. Chorafas "Systems and Simulations"
(1965) page
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System apnrach will influence preatly the oroatilsa-
tion structurc in thnt it cstablishcs the criteri-
upon which the boundarics f an creanisntieon sub-
systems ean be frunded. It has also locked 2t how
chanizes in the nrranisaticn or its environment affect

the definition of those boundarics.

Types of Systems

Leelo classifies man-made systems into four
groups namely procedural, physical, social and concep-
tual. A procedural system is a collection of relative
rules and procedures set up to help in decision makine
or problem solving; a physical system is a collection
of physical elements connected or assembled for a
miven purpose- a social system in a group of people
working topether or bandinr tocether for a common
purpose a conceptual system is a theory or a model.
However, the purpose for which the investigation is
takines place determines which system model it will
be best to set up. Tt may be necessary in certain

cases to combine any or all the distinct tynes.

Characteristic of Systems

The elements of any system are:
(i) Inputs - these are the resources that
initiate the system
(ii) Process - this is defined as the mechanism

that transforms input - into outputs

10. Lee A.N,, "System Analysis Frameworks".

Maemillan London (1969).
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(iii) Outputs - these are the transformed
inputs
(iv) Control loops - these are either
feedforward or feedback information
to regulate the system performance

The modes of working of a sysftem according to

11 can he analysed in the following categories:

Donald

{a) - Static System (no change of state)

{b) Deterministiec change of System state

(¢) Probabilistic changme of system state

(d) Adaptive, learning or self-organising mode

of system state change

{e) Reactive and impactive mode of system

state change.

The only need for conbtrel in statiec system is
regular inspection tc ensure that the framework
is not altered,

In the deterministic asystem a level af perfor-
mance is set which will need to be resct at certain
repular intervals to maintain the original standard.
This is similar to setting the level of performance

for a mechanically operated system such as a car.

11. Donald Archie “Management Information and Systems”™
Perpamount Press,
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Probabilistic system shows s8ipns of uncertainty
as to what course the system will actually follow,

In which case as what will happen on any particular
occasion is not known, strategies must be developed
for each situation to puarantee control.

Adaptive system is the cne that learns from its
mistakes, organise and adapt itself so that its
reaction to specific stimuli chanpgcs as time elapses.
This sort of mode of working has a frame of refercnce
throurh which the stimuli are tested before any output
is 2llowed to pass.

Most systems are treated as reactive in that

their outputs are reaetions to input stimuli.

Controls in Systems

Coordination is the efforts to assure a smooth

interplay of funections and forces of all the different

component parts of a system to the end that its
purposes will be realised with a minimum of friction
and a2 maximum of collaborative effectiveness.

This in effect is the primary goal of a system.
Control on the other hand is tc 1imit the arbiteary,
capricious, and errntic behaviour as may be exhibited
by the system net only by setting standard but alsc
through careful examination of the parameters

impingins upon the system objectives.

19



Degree of control is rclated to the organic or
mechanistic character of the system, Orpranic
character relates to free-flowinpg communicntion and
an open structure that depends less on lines of
authority and mechanistic character relates to rigid
chain of command that forms = path for the movement
of information along an official channels of communica-
tion. This is bureaueratic system and construction
projecets are not gquite susceptible te this type of
control.

Current situations need to be controllcd as
they cceur, Uncontrolled system may deviate from
tpe agreed pgnals by increasing amount until a crisis
situation occurs. Hitherto the control approach
to a building project has been backward-lonking
rather than antiecipantory, That is deviations are
corrected after the fact, rather than anticipated.
Therefore crntrnl approach at various stages of
the development of a project will be a valuable

first approximation of the process.
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Solving Complex Building Project Problems

There are so far, a few number »f systematic
studies aimed at solving the numerous and cemplex
building project problems that have been sugpmested.
This paucity of infeormation has not helped in under-
standing, appreciating or identifying any suitable
approach to an effective control of project manage-
ment, |

The relatively short span of time within which
the approaches have been developed suggests that
most of them are s5till subject to modifications in
the face of new discoaveries of more facts and
problems arising from the new developments in
project requirements nnd technology.

Approaches that have been developed so far
were done independently ¢f one annther. There had
been no eross~linking; mcaning that their further
developments can only be based on critical commen-
tary of their readers and the acceptance of risks
on the part of those wishing to prant their consents
for the applicaticn.

Notable among these contributicns are the
concept of desisn and build, management contracting,
and project organisationnl analysis.

The concept of design and baild, through being
applicd in varying deeree of sorhistication, is
simply to promote a closer association between the

parties to a building contract in order to reducc
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the incidence of misunderstanding; improve communi-
cation:; increase individual commitment thrcugh

greater teamwork, and identification with the project,
and last, but by nec means least to make the best

use of contractor's knowledye of project constructicn
management.

In certain instances the defined problems have
been partially resolved and in other instances the
definition of the problems is further broadened and
nmore confusing by the use of this concent.,

The concept of 'Design and Build' as proposed
by Titmusl2 in his article titled 'Desipgn and Build
in Practice' has been scriously criticised by some
people in that it attempted to nrovide solution to
the problem of teamwork and can only be successfully
applied where time is n critical factor. Aspects of
cost and owner's functional requirements receive only
marginal attention., The faoct that matters relating
to these issucs are resclved once may at first seem
an advantaye but one must consider that owner whose
mind is made at once 1is difficult to find. Besides
the individunl's perception of a situation may vary
from time to time depending on his state of mind at

the time the decision was being made,

12, Titmus P.D.,, "Desirn and Build in Practice™
Building Technology and Management April, 1982
ppo 9 - 12-



Design and build concept alsc overlooks other
éspech of control measures which are very difficult
to appreciate at the onset and which promoticn of
teamwork cannot resclve. Such problems usually rear
their heads only at the construction stage. 1If these
problems are to be rescrlved we shall have to revert
to the traditicnal way of doinys things. The only
advantage here is that we need not eontact the
client again if the solution to the problem is to
be found in the site mcthods.

Matters affecting initial decisions must be
reviewed cnce apain with the elient if they relate
clnsely tr his chcice or preference. This process
of necessary reassessment of owner's chonice or
preference throws out of balance the initial time
saved working as a team.

The revision ~f deeisions well after the cons-~
truction work has started is a principal problem
which any desien approach should endeavour to
eliminate »r mitipate.

Desirn and build is silent over the issue of
whether cost is fixed or subject to plusares arising
from construction site »roblems as well as other
external influences in construction market., These
can amount to a substantisl sum ~f money for any

orsanisation to bear on behalf of an individual
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unless certain things will be made to suffepr. A
successful scheme is one that retains and performs
the expectations of all the parties to it with or
without a changre,

Titmus reaetion t» a criticism of the design -
build approach, which states the difficulty or the
inadvisability of introducing variations inte the
scheme once construction has commenced, was that
client might see it advantageous in a tight financinl
situation. As much as this may be true, one thing
that should not be rverlonked is the fact that
variations do nceur not just boecnuse the client
feels that there is redundant cash to spend more on
the job but perhaps because the originally specified
materials can nn 1nnger be found on the market or
cannot be applied successfully or for some other
reasons,

Design nand build and management contracting
both rely to some extent on the architectural
profession aceenting n change of emphasis in their
relaticnshipy with the contractor. On the other
hand the contractor's own philoserhy as to whether
he employs 'in-house'! designers, or an external
practice selected for their past experience of a
particular type of project, has a bearing on the
attitude of the professionals towards design and

build approach.
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While the desirn and build approach has the
obvious advantarme of the contracter being able to
contribute his expertise during the evoluticnary
state of the scheme in terms of constructicon methods
and technolopry, other critical areas are only
tangentially touched upcen to the detriment of the
project success. As will be shown later in the
development of the concept of integrated project
management control system,s conflicts do exist between
the interfaces of a2 prnject development which are
largely responsible for failurc or success of the
project,

Management contracting has been seen as another
form of cnst-plus contract. This view can be supported
by looking at its semantic diagram fig. 2.06. The
introduction of prnject management contractor between
elient and the consultants and between sub-contracting
firms to work for the elient, is an added burden on
the clients payroll of professionals,

Project manager's position dnes nnt seem to
favour direct interaction between client and the
professicnals. This interaction is a necessity for
positive determination of client's requirements.

Since transmission of the client's reguirements is
through the project manager, there is o chance of

ineonsistency creeping intc elther the quality and/
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or quantity of the information being transmitted -~nd
where there is inconsistency there also is the
probability of misunderstandineg and misinternretation
at the execution stage.

Cumpetitive tendences tend to vanish under manace-
ment contractins when one locks critically at the
situation durins~ the desivn manaj-ement stare of the
system especially that the desipn tenm have the
option to modify and remcdify their judrement thercby
contradiceting the basis unon which the team may
have been apprinted. This means that the initial
crriteria for the appointment of a manarement con-
tracting firm may have now been falsified by subse-
guent modifications.

The rrinciples of the desipgn and build appreoach

13

have been aprlied 2s reported by Titmus to confirm
the ndvantapes of the system. The demonstration

prejects included ~ne multi-purpnse building and the
cther a sneial services building. These are eomplex

desirns needinr- rapid and interwoven solutions to

which figpures 2.03%3 and 2.04 refor.,

13, Titmus, P.D. "Desirn and Build in Practice"
Building Technclory and Management April, 1982
np., 9 - 12,



One wruld hasten t~ point out here that the
principles of interactive soluticn forms the backbone
of the specification of a2 successful level of perfor-
mance of the projects. This jsces further to surpest
that what is needed most to be emphasised is not in
the relationship but rather in the information that
could be renerated for mutual understandini and
cooperation. In other words emphasis should be placed
on findinr answers to the communal arecas likely to
brine conflicts nas well as strengstheninis areas where
cooperation already existed in nrder to specify a
hirh level of project nerformance.

The first demonstraticn projcet demanded that
the contractor's architect and eniineers should
ineornorate within their desirn not only the require-
ments of the client, but also those of the prospec-
tive supermarket tenarts, an 0ld prers-ons' organisa-
tion and becnuse of the character of the surrounding:
area, the particular demands of the loecal authority.

The second demonstration project was a Sneial
Services Building for a Borourh. Arain this required
provision for a ernss-section of persons of different

background.,
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In the first case early discussions with the
various age rroups ccncerncd, established various
rerfcrmance criteria and in the second case, a2 set
of questins was drafted, following an early series
of meetinm, to cbtain detailed brief on the project.,

The aprroach here supiests that no matter what
sort of relationship exists between the members of
the team early cxchanpe of views and of information
is necessary t~ arrive at a definite scheme which
tends to mould attitudes and create the kind ~f
understandine, cocperation and eontrnl that nre
prerequisite to 2 successful prnject.

The various management structures of design and
build, and management eontracting and nroject mana-
rement are illustrated in fimures 2.05 t» 2.09.

Desij'n and build eontractual link is between
the owner and the eantractor, =2nd between the
contractor, and the desirn team, Contractor in
this case is not only responsible for the coordination
cf the separate desirn team but 2ls~ for the complete
buildinr, The contractor may also be committed to
rerformance specification for the nroject.

As a check on ensuring valuce for money and that
content and quality arc satisfactory, the client
may appoint 'in housc' staff or a separate

consultant,



Unlike the management structure in the desipn
and build, management contractor is anpointed by the
owner as additional consultant to thase in the design
grour: Lo give construction management serviee in
return for reimbursement on a fee bnsis. The mana~
sement contractor rather than beinz invelved in the
execution of any part of thc project lets nut each
element of work on competitive basis to a number
of specialist sub-contractors. In most cases the
management contractor 1s respoensible for the setting
ur of overall site establishmont and general back un
services, for the use of varicus speeialist subcont-
ractors. The underlying philosophy of this approach:
igs to allow the contractor to become nart of the
client’™s team and for the total manapement function
to be carried out in nartnership with the members
of the desipn team to the overall benefit of the
client.

A notable research work providing o framework
of understanding complex nature of building works
is the orpanisational analysis of Praject Manapgement

by Morris.ln In this work Morris attempted to

14, Merris, Peter, W.G. "An Orronisational Analysis
of Project Manarement in the Buildine Industry"
Build Internationnl 1973 pp. 595 - 616,

33
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harmonise relationshin with defined ~rganisational
differences ns relate to specific project by raint-
in out the danrers and minimising any disruptive
effects that may exist.

The research method used in this work was
based cn investiration of the way in which the
coordination and eontrol on a buildiny nroject
varied in relation t- the pattorn of differentia-
tion by usings a mndel of the building jreccess.
Six projects were modelled, each one having a greater
derree of overlan between desipn and construction
than the last, The aim was to compare projects of
differins size, s;peed and complexity, to see how the
projects subsystems were interrelated in each of the
different cases and t- compare how the nrnjects’
interration variedyithrespect to their type of
differentiatinn, Particular attenti-n beine given t-
the pattern of coordination and control at the Desirn -

Construction interface,
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The model has seven major subsystems: Sketch
Design; Detail Desirn: Working Drawings; Billine;
Estimating; Propjrammine and Planning; and Construc-
tion. By rlatting the sequence of activities on each
case study the bcundaries of the studies' subsystems
were pogsitioned, Intcractions betwecen the subsystems
rave rise to the projects' sets of subsystem inter-
faces.

Depree of differentiation at ench of these
interfaces was determined by asking members ~f the
project a set of questions. Principal dimensions
of structural differentiation at interfaces between
buildine project subsystems narticularly with
respect tc the differentiation between Desivns and
Construction - werc nrpranisational and technological,

Measure ~f environmental differentiation at
each of the nrnjects' interfaces was cbtained by
askine the members ~f the projects to deseribe the
derree of uncertainty and the rate - of -~ chanpge that
they fclt at various stares of the projects and their
answers were numerically scored.

General intcrface analysis revealed that when
twc or more rarties were in reciprocal interdepen-
dence (that is when the outputs of cach became the
inputs of the other) then coordination between those

rarties was carried nut by some form of meetine.
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When the interdependence was scquential (that when
there is a direct interdependence between two subsystems
in a2 specified direction) however, conrdination was
more by plans and ~rocrammes than by meetins,

Secondly, the membership of these mectings was
Seen, renerally, te be made up frem the srisanisations
most dircctly concerncd, althouph this was not alwnys
the case when the interderendence between the parties
was not recinproeal. Further, when the coordination
was between Desipn and construction the membcrship
of the meetines was frequently found to exceed just
the rroun directly affected,

Lastly, the frequency of eocrdination was found
to be derendent u-on the amount of uncertainty and
the rate-of-chanre «f the project as felt by the
parties eoncerned - that is mwron the depree of
environmental differentintion. The frequeney of
eoordination was also renerally frund to be hirher
when the coordination was of a Desirn Construetion
kind and when the rarties were in reciproeal inter-
derendence,

The sirnificance nf Morris rescarch findines
are of tremendous impact in the attemnt t- rpovide
2 lasting solution te irnject manacement contrnl
preblems.  Pirst it wag rossible to note that therc

are differences at the varicus interfaces of a



b1

building project in terms of corganisaticnal and
technoloyical inputs, meaning that for any effective
measure of contrcol to be aprlied these differences
will need to be normalised. The first step towards
achieving this is te icdentify what differences there
are bctween the varicus interfaces. The research has
alsc stressed the point that building project menape-
ment control can be rreatly influenced by factors
completely outside the control of the rarties te the
rrcject orranisation. These are the uncertainties and
their rate-of-chanre at varicus stapes ¢f the project
execution, This asrect of Morris findincs has special
implications in a construction industry that is still
driftins and where the environmental conditions can
casily exargerate the peosition of thinges such as we
have in Nigcrin.

The present work differs sirnificantly from
Morris' in that the needs of the individuals making
up a building rroject both in terms of nature and
causes of their variations can be reenpnised and inte-
rrated to ensurc the success of the project. This
is even more necessary when cne realises the
reciproeal nature of interdependcnce between the parties
and other environmentnl factors that tend to militate
asainst project success, Morris' work has pointed

to three essentinl arens for consideration if we are
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to expect success. These are:
(a) an aprreciation of the desipn process,
of desirn e@ostin: and of process costing.
(b) 2 major exrertise in prrduction control,
primarily prorrammingz 2and orsanisation
desirn including quality contrel and
materials manaremcnt
(c) skill in tender evaluation and negotiation
and one shculd add a fourth cone
an arprecintion of peculiar environmental
problems.,

This is a wide spread of skill which requires
that interrated approach to building project management
is inevitable. These are larre demands and it is
this larieness which requires that understandine be

met within the disciplines of systems approach.
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CHAPTER__THREE

- — e e

A REVIEW OF THE OPERATING BUILDING PROJECT MANAGEMENT
TN _NIGERIT,

Government Innuts and Participation.

The National Develapment “rorrammes require a
considerable amunt -f rcsources to be diverted to
buildin: projects in -ne form -r the other. The scole
nf the activities of the construction industry there-
fore is t~ certain extent rcgulated by the rrvernment
programmes based on the available finaneinl, manpower,
and other rescurces.

Bnld sters have already been taken by the Federal

Government in the nast years to sclve the manpower

rroblem, The establishment of Building and Reoad Rescarch

Institute and provisicon for courses in Buildinr in meost
of our Institutions of hirher learning can be scen as
positive move towards this direcetion,

Government subsidies in the form of crants such
as mobilisation fee 2nd 'plant advance'! to the tune
of certain percentares of the contracts sums arc good
intentions devised to incrense the scnle of construc-
tion industry activities.

The rresent Government commitment tc the “provisin
of shelter for 211" has hcelped te hichten the level -f
construction activities throushout the country,

Private investment has been encourased by the

transformaticn of the Nircerinan Buildine Society inte 2



Mortrare Bank that prants loan o both the private
sector as well as Housing Cerporations,

However in the face of austerity ~r durins a dark
ceoncmic recess, the rovernment efforts towards
capital formatirn for the cecnstructicn projsramme have
been dampened by sanctions such as ban on importation
of essential nceds for the survival of the industry.

The economic importance of the eonstruction
industry as illustrated by tables (3.1 and 3.2) must
have stimulated the idea of the Indirenization Act.
The nim of which was t» inerecasc the participation
of Nigerians in the industry. Unfortunately,
however, the Indirenization Act (verlooked the techni-
cal demands <f the industry's activities both in terms
of manarement nnd technoloizical innut., These twe
essential atbributes are conspicucusly lacking in
most of those now running the affairs of the undustry.
This inadequacy tends to nerate the good intentions
of the Act.

It can therefore be seen .that povernment plays an
important role in shaning the course of the industry-
the latter reacting sensitively to the former's
actions either negsatively or nositively. It is this
sensitive reaction that has led to widely fluctuating
level of rerformance, It has also made it so diffi-
cult for the mation to et freed of economic strangle-

hold aprlied by other supporting nations,

Ly
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CONTRIBUTICN TO OND

year | Value Tn | Percentae | O O e
the Industry
1960 85.2 3.80 22.50
1961 75.0 3.16 21.10
1962 79.8 3.03 19.43
1963 115.0 4,10 17.20
1964 132.0 4,53 13.89
1965 130.0 y. 22 14.27
1966 160.0 4,98 9.33
1967 162.6 9.33 10.70
1968 144 .6 4.60 10.97
1969 146.8 4,48 12.76
1970 192.6 4.38 15.12
1971 325.0 3,45 15.52
1972 60,2 4,12 18.81
1973 567.1 4.73 21.11
1974 710.8 5.1 20.40
1975 821.4 5.70 20.80
16 Yeors | 4269.1 70.02 203.38
Averae 266,82 4,40 16.46

Table: 3.2 The Performnce of Construction Industry in Niceria

Snurce: Econopie Sprvey of Nicerin (1960 - 1975) 11,93 by
Frefessor 5. 0 Olayide.
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Backrround of the Construction Industry.

Construction industry in Nigeria, like in any other
country of the world, is nne of the larpest sincle
industry empleying quite a large propertion of the
country's labour market in the different catepories,
and contributine ernomously to the total Gross National
Product,

Nigeria beins 2 develcpins nation, the need for more
eonstruction works in growinr at a rapid rate. The
rressure being crented as a result of this rrowine demand
has led to the hurried development of the industry.
Consequently the industry has become a clearing house
absorbing into its system a lot of hamperings situations
to the detriment of its performance. For example there
is the adoption of certain foreirn socio-economic,
cultural and politieal valucs which are at
complete variance with our technical canabilities.

The construction market in Nipceria is very diversi-
fied and complex, These two situations add further
intricacics that militate a;2inst perfect operation
cf the present system of buildine preoject manarement.

There are many varicties of projects both in sizes,
naoture, and complexities as there are those who are
resronsible for their execution, Inputs in terms of
human, materinls, and equipment resources vary from

project to project. Apparently this aprreciable
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difference is n fact that is not yet fully appreciated
by both the industry and the rovernment.

Today thereforc, the backeground of the rroject
executors varics from that of hirhly technically
qualified to that of totally untroined individunls.

As one pgroup is strivinge very hard to acecomnlish a
desired soal, the other rrroup is ignorantly doine
the opposite. The aprresate of this situation is
that the cnd result is a product of compremises and
has render the rerformance of the industry far below
expectation.

Doubts may even be expresscd as to the lerality
of a contract that has been signed between two parties
who might be having different views and/or understand=-
inf of the leral requirements as well as the project
requirements,

A further point worthy of ncte is the fact that
the Nipgerian construction market is open to different
nationals who brine along with them their own standnrds,
In this case harmenisation is usually a problem
especinlly that the operatins system is from a2 scurce
entirely different from the backzround of the
nations dominatine the market.

Other factor worth considerinis here is the fact
that the suprortine industries such as components and

materials manufacturine industrics oare still to be
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developed to the full capacity tco subsidise adequately
the needs of the construction industry. It is on these
industries that the e~ nstruction relies pgreatly for
rrompt delivery of quality buildiniss. Heavy reliance
nn the importation of these essential supnorts and
infFredients has led £ the poor performance of the
industry both in terms ~f qualitative and quantitative
outrut.

It is als» worth mentisning that the performance of
the industry, particularly with respect te project
management hns been seriously affected by the poor per-
formance standard of »our nublic utility services such
as electricity and water supplics, transportation,
communication and telerhone systenm ete.

It is in the light of these 2nd other unpredic-
table factors th-t Str-ne1 asserted that a contractinr
industry posses rroblems of ormanisation additional
to those arising where roods are made for the market.
The uniqueness of the Nirerian situntion has been
stressed in the preceeding parapraphs.

Construction Types

Construection activities can be troadly classified
into four main types within the framework of the Nirerian
eonstruction industry. In certain cases there are aress
of considerable ~verlaps as well as areas that do not

neatly fit into any ~rounin-,

1. Stone P.A., Buildins Economy Perramon Press 1976



50

The four brecad classifications include:
(1) Housing (ii) Non-residentizal
(iii) Industrial (iv) Engineering

Housins construction includes the buildine of sinrle-
family homes: hirh-rise apartments, low=rise housinge
schemes, arden-type apartment and the rehabilitation
of existins housing units.

Private individuals are controlling this aspeet
but both the Federnal and state movernments, rovernment
parastatals and o few very rich individuals are ncw
roinr inte speculative housing schemes.

Classification ns well as the repistration fee
vary {rom one employer to another (see tables 3.3 and
3.4).

Resistration is usually for a riven =eriod of time
subject to renewal »or withdrawal as the case may be
derendinys on the extent of cooperation and understandin-
that existed between the parties durins the previous
period.

In some instances certain clients have adopted

the upprading system, that is changing the caterory.



CLASSIFICATION ON CONTRACTORS

MAJOR BUILDING/CIVIL ENGINEERING CONTRACTORS

CLASS PROJECT WORTH OR COST REGISTRATION FEE
A N10,001 - H24,000 K50
B N24 ,001 - ¥N100.000 N100
c H100,001 - X¥999.999 X250
D Im. and above H500
Table 3.3
ELECTRICAL CONTRACTORS
CLASS PROJECT WORTH OR COST REGISTRATION FEE
El Hl,oc0o - ¥2,000 ¥20
E2 N2,000 ~ H10,000 N30
E3 K10,000 - M24 000 N50
EY N2l 001 - N100,000 H100
E5 §100,001 - ¥999,999 N250
EG Hlm. and ahave N500
Table 3.4
Sourse: Development office Ahmadu Bello University

Zarin.

51
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Pages 52 ~ 5% are illustratinns of the current

repistration practices by the various emnloyers.

REGISTEATION OF CONTRACTORS AND CONSULTANTS

Applicrtions are invited frem qualified companies
to repister ns cantractors with the Kaduna State
Water Board. The followine are the various caterories

of rcoistration and fee payable:

CIVIL ENGINEERING, ELECTRICAL AND MECHANICAL CONTRACTORS

Heristration | Usual ¢€H)
Category anue(;§ Contract Fee (M) Renownl Fee
A 1,002 - 6,000 20,00 2.00
B 6,002 - 12,000 30.00 2.00
C 12,002 ~ 20,000 4N, 00 b,00
D 20,002 -~ k0,000 50.00 4. 00
E 40,002 «100,000 60,00 4.00
F 100,002 ~200,000 70.00 6.00
G 200,002 400,000 80.00 10.00
H Ho0 ,002 - 1,000,000 100.00 16.00
T 1,000,000 - 2,000,000 150,00 10.00
J Ones - 2,000,C00 200,00 10.00
Table 3.5
Repistration Renewnl
CATEGORY 2 fee N fee W
Consulting Architects and Engineers 50.00 5.00
CATEGORY 3

Consulting Quantity Surveyors 50.00 5.00
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REGISTRATION CLASSIFICATION OF
AHMADU BELLO UNIVERSITY CONTRACT

HANGE OF CONTRACTS REGISTRATICN

CATEGORY TYFE OF WORK SUM (N K) FEE (N K)

A PETTY CONTRACT
Al Uniforms of Tailoring
Local building materinls

Redecoration 20,00
A2 Food 3Stuff Contracts 50,00
B MINOR WORKS CONTRACTS

B1 Supply of Manufactured
goods 1,000-2,000.00 20.00

B2 Building loads
drainare 2,001~10,000,00

C MAJOR BUILDING

CONTRACTS 1,00100-24,000.00 50.00
C1 1,001.00-24 000-00 50,00
c2 2L, 0n7.00-1000,000,00 100,00
C3 100,001.00-999.999,00 250,00
ol 1 Millien and above 500,00
D ELECTRICH CONTRACTS
El 1.00-2.000.00 20.06¢
E2 2,007 .00-70,000.00 30,00
E3 10,001.00-24,000.00 50,00
Eb 24 .001.00-100,000.00  100.00
E5 100,001,00-999,999.00  250.00
E6 1 Millicn and abeve  500.00

Table 3.6 (abea)
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(REGISTRY DEPARTMENT: DEVELOPMENT OFFICE R/AFPP/104/V0l.8
REGISTRATION OF CONTRACTORS/RENEWAL OF REGISTRATION CERTIFICATE

Application are invited from suiltably qualified contractors
to repister as Ahmadu Bello University Contractors in Coatercry
A to E. The application formsg c¢on he obtained from the
Development Section of the Office of the Repistrar, Ahmadu
Bello University. Zaria. The followlnye are the various

cateporics of repistration and their schedule of fees.

CATEGNRY Al Petty Contracts Uniforms or Tailoring

Local Bulldings
Materials, Redecoration

CATEGORY A2: Foand Stuff Contracts fee payable - Al H20,00

Fee payable - Al N20.00

Fee payable -A2 HN50.0N
Applicants particularly, these re-newinem are requested to
note the changes in "A"Y Categories.

CATEGORY B: Minor Works Contracts

(1) Supply of Manufactured Goods {other than
food stuff)

{2} Building, Roads and Drainage not exceeding

¥10,000,00

Classification is as below: Fee Payable
Bl  H1.00 - H2,000.00 N20 .00
B2 N2,001 -~ N10O,000,00 H30.00

CATEGORY C: MAJOR BUILDING CONTRACTS

Classification is as below:
€l N10,001.00 -~  N24,000.00 N50.00
c2 N2u4,001.0n - N10Q,000,00 N100,00
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Classificetion 1a as below Fee Payable
€3 H10000.000,001 - ¥999,999,00 ¥250.00
Ch ¥l willien and above N500. 00

CATEGORY LE: ELECTRICAL CONTRACTS
Clasgification is as below

F1 N1.00C - HN2,000,00 20,00
F2 N2,001 ~ K10,000.00 §30.00
F3 N10,001 -~ K24,000,00 N50.00
Y W28 001,00 - N10O00,000,.00 N100.00
F5 K1o0,001 - 1H999,999.00 N250.00
F6 1 millien and above ¥H00.00

Payment should be made to Ahmadu Bello University,
Samaru in cresed posfal or money order. Cheques will not
be accerted. Completed apnlicntion forms should he

returned to The Repistrar, Abmadu Bello University., Zaria
nat later than 15th May, 1978.
The applicaticn fees are non-refundable nnd the

University rescrves the rirsht not te repister any contractor.

RENEWAL NF REGISTRATION CERTIFICATES

A11 those reristered with the University in 1978
should collecet renewal forms from the Development Section
ofthe office of the Reristrar, Ahmadu Bello University,
Zaria. Completed renewnl forms should be accompanied
with the appropriate fees to reach the Registrar, Ahmadu

Bello University, Zaria, not later than 15th May, 1978.

Source: Development Office, Office of the Registrar,
ABU, Zaria,



Usually the mode of construction is in the
traditional way but of recent system buildine approach
is beinr adonted especinlly for povernment works.

The contract arrancement is normally with either
1 one-man eompany for nrivate homes ~r smnll construc~
tion firms in the ecase of sovernment projects. The
advent of system buildin- has necessitated the inclu-
sion of larre construction firms as these are the conly
cempanies with techniesl and  orpganisational resources
to carry ocut the conerations.

In the se¢eond rroup 2re included those buildines
for recreational, relipions, social, institutional,
educntionnl, heavy industrics and commercial purposes.
This group is actually the mainstay of the construction
industry in that it constitutes abnut sixty percent
of the present country's annual volume of construction
works.

The caterory of werks under this rroun are usually
larre and require to be handled by prnfessionally
qualificd builders whn have orpanised themselves inte
large companies with adequate financinl and technieal
resources. Works in this catejpcry are either financed
by wovernments, private individuals or gsroup of
individuals.

Projects that are mainly assoeinted with manufac-
turing, processinm or production of eommercial products

eonstitute themselves into the third proup. They include
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chemical plants, refincries, rcneratinm stations, cte
and they are usually expected to be ernstructed by
larrze specislised construction firms.

Engineerin- nrojects are these desijned and
constructed by enrineer. This catepory includes
structurcs trat are not primarily architectural in
naturc. They include varicus eatepnries of publie
utility services such ns hirhway construction, dams,
harbours etc.

By their nature, most engincering constructicn

prcjects are public financcd.

Types of Employers

Employers can be proupcd into three broad caterories

namcly -
(i) Employer with non-consultant-desicn team
(ii) Employer with consultant-desic-n team

(iii) Employer without any desirn tecam

In the first case the em-loyer has his projects
desirned internally by staff within the organisation.
In this case bills of quantities are usually not
prepared. Government arencies, instituticns ete.
fall into this group.

The practice that nbtains in this first case

hrlds for the second case except that the:desipn team

undertakes to desicn for other orpanisations, projects
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ot requirins the rreparation of bills of quantities.
This is the rnractice between the Ministry of Work and
other Ministries. The Ministry of Works assuming;

the role of consultant.

The third class »f employer which includes
corperation, Companies individuals ete., has no
qualified persons within the orpanisation to carry
out any desirn and as such the serewices of indepen-
dent consultants are usually coniared.

It should be noted that the first two classes of
employer will, in additi~n to their own staff, employ
the services of independent consultants for projects that are complex

in nature and where bill of. quantities form part. of tender and contract
documents .

Prcject Team

Project of any size and/»r complexity will requir:
input from various orranizations and individuals for
its realisation. Speccifically the activities of such
individuals or oreganisations include either the desimn
of the project or the construction of it.

The Consultants form the desipn groun and are
responsible for the translation of the employer's
wishes and concepts into rraphical and visunl apprecia-
tion. This translaticn is expeccted to be done in a
manncr that will comply with the socio-economic

standinr of the client ~nd alsc punrantee the functional

viability.



3.6

In any riven buildin~ work the consultants include
the architect, as the coordinator, the quantity surveyor.
the structural electrical, and mechanical engineers.
Both the eleetrical and mechanical services enpineers
arc normally enrared in the ease of larere buildine projccts.
The powers and duties are stirulated in the conditions
of apreointment,
The main contractor as well as both the contractor's
own sub-contractors and thc nominated sub-contractors
and suppliers carry ~ut the construction werks. Their
appointments and their relationships with one another
will be elaberated upon in the next section of this

chapter.

Construction Contractors Classification

There are three broad catesories of construction
contractors in this country. These are

(i) Bir or larre firms which arc relatively
few and predominantly owned by foreipners
and in some cases in partnership with
Nirerians. This rmroup deminates the
exceution of larre project throurhout the
country and especially rsovernment projects.

(ii) Medium firms which form the second rroup
is a mixture of both frreien and indipencus
ventures and they undertake projects

smaller in nature than the first proup.
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(iii) Small firms 2re 'normally' indircncus
and are restricted in scope »f activities
by their lack of creonnisation and
resources. They operate mnst of the

time at 1ceal level.,

Contract-r Awardings System

(a) Repristration Processes

(i) The Contractors.

Except with a nrivate client, any contractor wishine
to undertake 2 government or public authority projects
must first be reristored with such an authority in the
appronriate cote;ory.

The process «f and requircements for repistration
vary from emrlnayer to employer. Therefore for any
eontracting firm to be elipible for contract award
with the varicus employine bodies, it must be prepared
to comply with beth the procedurc as well as satisfy
the requirements stipulated by them.

Registration process includes, in certain cases,
submission of a properly completed employer-desisned
application forms accompanied by a2 prescribed non-
refundable fee. In some cases the request for and
the submissicn of aprnlication form together with the
payment of aprnropriate registration fee are done
after 2 notice ~f contract has been given by the

prospective employer.
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The el~ss into which » firm is repistered is
determined by the resistration fee paid and how far
the firm hns becn 2ble to mect the requirements of the
employing autheority as stipulated. The fact that o firm
has been repistered does not ruarantee the firm a2 jcb
from the repristerine body.

Classification as well ns thc reristration fee vary
from one employer to another (see tables 3.3 and 3.6).

Repgistration is usunlly for a riven period of time
subject to renewnl or withdrawal as the casc may be
derending on the extent of c¢-oreratinn and understanding
thnt existed between the parties durinrm the previous
period.

In some instances certain clients have adopted
the uprradinge system, that is chan~ing the caterory
nf the firms from cne level to ancther after assessing
their perfrmances in the lipght of previous jobs
executed.

Somc of the information required to be given as
centaired in the reristration forms include:

(i) Name and address of appliecant
(ii) Name ~f the Company in full
(iii) Office Address

(iv) Previous repistration (if any) and elass
rercistercd with cother clients

(v) Jobs exceuted (with client or other clients)
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(vi) Jobs at present beinr handled (for client
or other clients)

(vii) Avianlable resourczs in terms of money,
equipment and personnel

(viii) Contract tyre for which application is
being made (buildin;-, Civil Electrical ete)
and eateprory

(ix) Name and Address of Bankers.

(ii) The Crnsultants

In addition to its members haviny- been recistered
under -overnment statute, consultine orranisations
wishins to obtain government and parnstatal projects
will have to comnlete and submit prescribed forms with
anpropriate fee before they can be considcred. 1In
some other cases it is sufficient only to complete and
submit an application form.

Invifation notice is usually riven in the local and

national dailies »f widespread readership.

Project commission and Design Procedure

Having: been reristered by the various employing
orpanicaticrs, the desin consultants have to institute
ollow-up action to find out where, when and which
jobs are eomins un and then to "lcbby". Recently,
however, desimn consultants have been requested to
submit sketeh proposals in competition among themsclves
but this practice is restricted to large rovernment

jobs.
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As there is no need for registration with private
employer, any design consultant can contact any privatc

developer for briefing on his intended project.

(i) Preparing the Brief

The architectural desipgn consultant being
the first to be appointed now becomes the desirn
conrdinator and receives bricfs from the client
in form of funeticn, requirements, fund available
and the time the project is expected to take-off.

Preiminary discussion may indicnte when
certain information is expected and a programme
drawn up. Suppcrtine consultants may at this
stare be suppested by either party for approval
and appointment.

The supportins consultants are, in turn,
briefed by the desirn encrdinator concerning
his own eonceptual ideas of the client's requrc-
ments, the function for which thc proposed
project is intended cte. From this time onward
both the desipn coordinat-r and the supporting
¢ nsultants proceed with their work independent
nf one another until meetings may be called to
resclve issues that are not clear or requirine
further consideraticn.

Mcre often than not the consultants and
the client are located far apart. In which

case consultation is not frequent and as such
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certain issues do not ret resolved or if
at all, at 2 considerable travelling cost.
The desipn process and the thorourhness

of the design scolutions may be seriously

hampered.

It is to be noted that detailed sitc
and scil analysis are carried out at this
stare.

Sketeh or Preliminary Design

After this initial interaction between
the parties weighing and erystalining ideas,
the desirn-coordinator will proceed to mnke
sketch desiirrn to be presented to the client
fer further consideration and approval,

The activities at this stagre include
detailed analysis of the brief 2nd the
nreparation ¢f an illustrative cutline
of the proposals.

An indicaticn of the project cost will
be prepared ns well to ruide the elient
decisicn and approval,

Final Design

Final desipn stape will include the
particiration of the quantity surveyor to
advise on the ccst implications of the
various desirn inputs from structural

and services encineers.
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There is more interaction betwecn the
desirn-cocrdinator and the supporting
coensultants especially that the drawings
arc now to be prepared in full scale frr
final rrescntation.

Full renort with estimated cost will

now be presented to the client for approvel.

(iv) Desifn Details and Production Drawinrs

This is expected to include producticn
of detailed drawincs with nrecise specifi-
cntions 28 well as drawinrs showing the
interrelatedness of structural, services,
and architectural desirns. Detailed site
plan, and bill of quantitics and cost checks
must nlso have been prepared ready for

tender,

Scale of Professimnal PFee

On comnletion of the desiyn and the aprroval »f
the e¢stimnted c¢ost the fees for the varicus groups
are cnalculated on percentace basis ns stipulated by
the povernment. These are percentarces of the actual
cost of the rroject (see appendix 2, remardless of

the size and complexity.
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Centract Awardine Body

This is a2 body set up by the emnloyer to recister.
invite tenderers and sclect tenders for the jobs
contemplated by the emnloyer.

It is 2 »ranctice usually ad-opted by povernments
and parastatals c¢specially that the projects are public
financed.

The composition of the Board is based on many
factors depending cn the orpganisation undertaking the

job and the naturc ~f the job itself.

3.10 Methods ~f Contract Award

Contracts are awarded based on the tenders
received and other conditions as stipulated by the
client beinr fulfilled by the tendercers. The proce-
dures leadings to the award are preatly influenced
by the rrevailing circumstances. However there arc
inherrent advantares and disadvantares in each of

the methods, described belew.

Bl T Tenderinr Methods

(a) Ouen Tendering:~ This mcthod of tenderings is o

common practice in the case of public funectionaries.
Advertisement is usunlly placed in widely circulnted
dnily national newsparer askine for tenders for the
proposed work. Local notices are also placed at
strateegic places in cases of minor works. The closine

datc to apply for tender documcnts and the time for



submission »nf the tenders are normally stated. Non-
refundable deposit ~f between ten naira (N10,00) t
one thousand naira M1,007) is required to be made by
every intending tendercr.

The advantares of oven tenderins are, by far

outweihted by the inherrent disadvantares,

(b) Selective Tenderinm:- 1In this method eompetitive

tenders arc obtained by drawings un a short list of
centractors of established reputation. This list is
drawn up on cvery nccasion the nced arises tn ad -t
this methrd of tenderin=:. Like the open tenderin: it

has advantares and disadvontares.

(¢) Nepotinted Contract:- This is usefully employcd

for eonstruction work »f difficult nature where the
magnitude of the invelvement is not knewn or where
early completion is most important. Under a contract
of this nature there is usually no time tc prepare
detailed drawinrs and bill of qunntities. There is
always the danmer that the price obtained in this

way miyht be higher than arainst competitive biddine
unless the nepotiators are experienced.

Another form of selection that can be classified
under this heading is the serial system of contract.
This system c¢nn ensure very kcen prices. Here the
centractors are requested to tender for cne job, say,
school., On the basis of that the successful tendercr
will be contracted to build several other schools at the

same rates.



69

(d) Cost Plus Contract:- In this method, all labour,

sub-contractors, materials, plants, and sc on are
carefully recorded and documented: and to these
recorded totnls the rates that have been merotiated
are addced to give the finnl total cost., PFor example
if the assumed nerntiated rate for labour is 25% and
the recerded labour cnsts as paid out by the builder
to operatives is N40,N0 .00 (Ferty thousand Naira)
the am~unt £~ be added to the final acccunt for labour
will he NUD,”00 nlus 25% of R4D,0N0 = NUYr,000 +
NIO,00n =  N50,000.

This method is employed by clients in such
places where there is difficulty in obtainines labcur
and material, and transportaticn is difficult duc
to lack of ~2ccess rcad, or where rcads are not
motorable. In such a case the ceontractors will be

reluctant to tender.

(e) Cost Plus Fixed Fee:- A feec quoted in Naira

is inserted in the contract instead of the percentare
plusn, ¢ in the cost Plus Contract. PFor this methcd

a fairly accurate estimate of ccsts must be worked
cut sno that the nepotiated fec can be realistic

and satisfactory both to the client and the builder.

(f) Tarpet Cost with Variable Fee:- This is

similar to the other nrevious twe negntiated form of

tender, the bir difference beini that the fee or profit
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is fixed neither by rerccntage nor a set sum. Usually
a fee¢ in nairn is set that can be increased or
decroased by means of apreed percentare between the
parties. For example assume the target cost of 2
project to be estimated at ¥100,000 (one hundred
thousand naira) the rercentame plus or minus rate
apgrecd a2t 25% with a fce of N1M,000 (Ten thousand noirs),
If on the completion of the project the cost is found
to total K90,n0N (Ninety thousand Naira) the builder's
fee will be incrcnsed by 25% of the larrest cost minus
the final total cost i.e. 25% (M100,000 = N9) ,000),
In this case¢ the builders fee will be B0 ,000 (25% of
(N10,0n0) = W12,50" (Twelve thousand five hundred nairs).
The reverse is the cnse where the final tctal cost
is in cxcess of the tarpet cost.

It can be scen, thereforc, that a reasonably
accurate estimate of the work would need t< be werked

out before roine on arrcement of this nature.

() Package Deal (All-in-Service):- So termed becnusec

of the all-in-service it provides. The ~rreement
is usually between the cmploycr and the builder

who will perform the role of the other members of
the building team. It isthe methed usunally applied or
adopted in industrial type of construction works,
This method has 2 number of inherent advantages 2nd

disadvantarecs like the others too.
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Invitation to Tender.

Tenders are invited using any »f the followin::
methods : ~
(i) Tender notices in widely circulated
newspaper and loeal notice boards
(ii) Letters teo individual tenderers
(iii) Pre-qualification tender
Notice are usually inserted in widely circulated
newspapers for a predetermined number of times by
the employer. The nntices 1imit the tenderers by
speceifying the catepory of contractors elirmible t«
apply and requesting the payment of a stipulated
non-refundable processing fee., This fee varies
from employer tn employer and project to project.
The usual methecds of calline for tenders have
been reproduced on pares 72 - 7% including applicati n

for prequalification.



TENDER NOTICE T0 AHMADY BELLN UNIVERSITY REGISTERED

CONTRACTCORS AND CNNTRACTORS REGISTERED WTTH EITHER
FEDERAL OR STATE GOVERNMENT IN THE EQUAIVALENT CATEGCRIES

Because of the poor resnonse to the Iast enll for tender,
the following tenders which were teo clese on 16th April,
1977, have heen extended by another three wesks from the

date ~f first publication:-

AB/222 - Centre for Sccial and Ecomomic Research CB
and above,
AB/87 -~ Workshop, Stores and Offices, Faculty of
Arricultural - C3 and ahove.
Fresh tenders are hereby invited from Buildins and Civil
Enginecering Contractors ropistered under the catcgories
indicated apainst the following projects and having at
least 4 years exnerience with Ahmadu Belle University
capital projects and or similar experience elsewhere
in Nigeria:-
AB/235 10 Nevw room I & J. Quarters, Main Campus
~ 02 & above
AB/IAR (i) NAPFPP Zonal Sub-stations at Dan Hassan
(Kann 3tate} - C3 & above
AB/IAR (ii) N.A.F.P.P., Zonal Sub=Stations a2t Gushua
(Bhrno - State) - €3 and above
AB/IAR (iii) N.A.F.P.P. Zonal Sub-Stations at Mokwa
(Niger - State) =~ C3 and above
AB/132/1 6 No, Senior Starf Houses; 6 No. Boys Quarters,

I.A.R., Mokwa - C3 and above.
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AB/132/2 3 rorm - € No, 2 -~ rym I. & J. Quarters
I.A.R. Mokwa (Niger - State) - C3 and above,
Contractors not previosusly recistered with Ahmadu Bells
University tut are reristered with either the Federnl
and/or State Government undcr the equivalent categorics
may tender upen payment of the apprepriate Resistration

and processing fees as shown below:

Caterory Repistration Fee Processinyg Foe
c2 N1n0.00 N20O .00
Cc3 N250.00 N500,00
Cch N500.00 N1000,00
El N100,00 N200 .00
E5 H250.00 K500 .00
E6 N500 .00 N1,000.00

Tender Documents may be obtained on appliecation by

rost or by perscnal cell on the Director of Works,

Estate Department, Ahmadu Belle University, Zaria,

uncn payment of the approoriate non-refundable

processing fee and/or repistrotion fee as the case

may be.

All applications must be accompanied by original
copy/cories of the reccipt(s) of the Reristration/
Processing fee(s)

All Tender Documents must be submitted in sealed envelo;c
marked "CONFIDENTIAL TENDER FOR PROJECT NO AB/..v.ive.."”
addressed te the Reristrar, Ahmadu Bello University, Zaria
and should reach him not later than 31st June, 1977.

The University Tenders Board is not bound to accept the

lowest of any tender,
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REGISTERED CONTRACTNORS
INVITATION TO TENDER FOR THE CCNSTRUCTION NF BUILDING
AND SPORTS CNOMPLEX.
PROJECT NN: AB/99 New Faculty of Environmental

Desifrn Phase 11

PROJECT NO: AB/195 Educntional Technolepry Centrao
PROJECT NC: AB/215 New Buildine for University Pross
PROAJECT NN« AB127 Sperts Complex and Gymnasium

Tenders are hereby invited from Buildine and Civil
Enginecring Contractors Repisterced under Category CH ono
having at least four (4) years experience in Ahmnadu Bellr
University capital prejects, and or similar experience
elsewhere in Nireria, for the construction and complextio
of the above listed projects.

Tender Documents may be obtained on application by post

or by personal call on the Director of Works, Estate
Department, Ahmadu Belle University, Zarin, upon payment
of a non-refundahle proeessing fee of cne thousand nairn
(N1,000,00) to the Bursar, Ahmadu Bello University.

All applications must be accompanied by the orieinal
copy/cupies of the receipt(s) of the processinr fee.

All Tender must be submitted in senled envelopes markoed
"CONFIDENTIAL TENDER FOR PHOJECTS NO AB/..ceve... ® addyc: i
to the Repgistrar, Ahmadu Bello University, Zariaz, and shouvo
reach him not later than Friday the 19th February, 1977.
The University Tenders Board is not bound tn accept the

lowest of any tender,
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APPLICATION FOR PRE-QUALIFICATION

Building Contractors repistcered in class F (1 millicn
Naira and abave) with either the Federal or Gongeola
State Works Repistration Hoards are hereby invited to
surnly for submission of téender documents for:-
CONSTRUCTION HIGH COURT AND “HARIA COURT OF APPEAL,
GONGNLi STATE YCLA, CONTRACT N™ GSTS 59/76-77. The
Consultant Architect for this project is:-
MESSER DESIGN GRMUP NIG. LTD., P. N, Box 346 MAIDUGURT.
The size and desii'n is similar to the Hirh Court
Building in Maidupun near Post Office.
Only Contractors, who arc capablc and willine to execute
the project within the arreca time and with first Class
Workmanship should arply. If more applications are
received as tenderers are required, the client reserves
the rirht to select n limited numher of suitable
contractors.

Application should be addressed tn:-

THE CHIEF REGISTRAR,
HIGH C2URT NOF JUSTICE,
GONGNLA STATE, YNLA.

to reach him not later than 1lst March, 1977 at 12.07nccn,
No payment of depasit should® be made a2t the moment,
but s¢leceted contractors will be asked to producc 2
receipt for a nen-refundable deposit from any of the
Sub--Trcasuries in the state torether with the submission

of the tender.



76

The notice may rive 2 brief description of the work
or just the name of the project or its number. 1In
addition, the closing date for the submission of tenders
nnd the "protective"” statement that the employer is
not bound to accert the lowest or any tender, are often
stated. The protective statements is probably ndded
to correct the ceronecus impression that the lowest
tender will always be accerted.

In the: ease of selective tendering letters are
sent out by post or by hand to the tenderers given
information as in the case above. The processing fee
may be waived in case one or twe firms are being invited.

The third case is similar in every respect except
that the following information must be riven by the
intending tenderer.

(i) Minimum contract value normally undertaken
(ii) Maximum contract value normally undertaken
(iii) Type of contract normally undertaken
(iv) Specinlists works undertaken
(v) Specinlists trades undertaken
(vi) Names of Bankers
(yii) Caterory of repistration with the employer
(viii) Cnterory of registration with the Federal
Government or any other employer
(ix) Details of at 1lcast three projects completed
during the 1last three years (within the

contract value bracket of N1 million and
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above) as follows:-

(A) Type of job and loeation

{h) Cost and datc completed

(c) Name of elient and the consultants

The date within which the information is to bve

suhmitted is stated in the publication., Upon the
receipt of the information a list of contractors is
drawn up and the eligible ones are sent letters of

invitation.

Processing Feeo

This is the amount of moncy deponsited by cach
tenderer to off-set the cost of producing tender
doecuments. Tt is non~refundoble and varies from ten
naira (H10) to one thousand naira (H1,000.00). Another
claimed reasons for charming the processing fee is
that it serves as a detcrrent to those who may want to

tender ocut of curiousity.

Cateogry Contract Value Processing Foe
Bl - E1 ¥1.00 - H2,000.00 -
B2 - E2 2,001 - N1n,000.00 -
C1 - E3 N1O,NMY - W2H,000.00 K100.00
c2 -~ EU N2h, 01 =R1IONG,NO0.N0 _ K200, N0
C3 ~ E5 N10n, 001 - ¥999,999.00 N3N0, 00
cl - EB N1l million and over N1,000,00
Table 3.7

Source: Pevelopment office Ahmadu Bello University,
Zaria.
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"3.14  Tender Documents
Any contractor who has fulfilled the prescribed

conditicns by thc employer is issucd with tender
documents. These documents are exnected to be returncd
with the submitted tenders.

The nature of tender documents vary from project
to project but the followins documents are common to
most projects.

(i) S8et of Drawines
(ii) Tender Forms
(iii) Bill of Quantities
Specifications (where there is nc Bill of Quantitics)
(iv) Lump sum quotation from (where there is no
Bill of Qunntities)
(v) General Conditions of contract (for contracts
without bill of Quantities).

At times, necessary information especially drawin: s
are not made available to the tenderers in rood time.

In certain cases tenders are invited when drawings
are still beins preprared. 1In such n case the tenderers
apply rule-nf-thomb methed in the computation of tender
firure tnereby leadins to folse impression,

3.15 Submission of Tenders

When submittini~ the tenders it is 2 request cenerally
that the following information be provided,
(i) Photo copies of registration certificate
(ii) Buildine works completed in the last three
(3) years (indicating clients, lccations,

and values).
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(iii) Buildine works on hand (indieating clients
cnntract reriod, total values and stapme
reached at date)

(iv) Details »f staff, statineg their number.
skill »nd qunlifientions.
(v) Details of facilitics and their lceatiors.

The submissicn is either by post or by hand and

the submitted tenders are usunlly opencd by a committc.
(but rarely in the presence of the tenderers) which
keeps the record of tendered firures nnd the completi..

time iriven by the contractors.

Coentract Award and Contract Acreemont

The committze, having noted the tendered fCiicurec
passes the submitted tenders to the quantity surveyor
for appraisal and comments. Any sucrected errors av.
nocted for correction ard clarification Ly the tendera:

The quantity surveynrs observations and recommenc:
tions are normally considerced ~lony with the followins
factors in making the award.

(i) Sufficiency of the tenderer in terms of
resources such as naterials, plant/equip--
ment, money, and personnel.

(ii) Projects currently beins executed (to
determine workload or the eontractor.

(iii) rrevious performance on similar project

with the client or clsewhere.
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(iv) Whether recistered with elient (this is
not strictly followed when the project is
of sophisticated nature and when there
is fear from the clicnt that those
contractors rezistcred under him mirht
not have been qualified otherwise to
undertake such o project).

(v) The qunted tender firure and comnletion

date stated by the contractor,

All the abnve noints are supposed to have been
considered hefore makineg the nward but the following extrace
surrests that these points might only have been stated
and not observed.

7 State Governor disclosed that o review of the
number of building eontracts awarded to contractors
had revealed that some <f them had over-stretched
themselves by ncceptinge too many contracts.

In view of this, the ;overnor added, "the
follewing contractors had been stripped of a
number of contracts as shown bhelow.

X Construction Company to forfeit six
buildins enntracts out of cirshteen; Messrs Y and
Sens, lost six senior service building projects
out of eirhtcen: while Messrs (W) had four plots

taken from him."

*New Nijerian Newspaner 26th Februnry 1977 pape 20



Contractors with bad reputation are even awarded

contracts as revealed below;

eves Towards the end of 1last year, the..... entesi.

into an arreement with .... The contrnet was

worth five pillion naira.... What amazes me is h~

could anyone bhe ignorant of the unsavoury reputa-

tion..... (The construction firm) has acquired

in the northern stntes., We should be able to

remember the .... inguiry which investigated

the affairs of the .... in whiech .... {the ccng-

truction firm) featured most preminently and

this is one of the coneclusions reached nn the

COmpAany.

"The eovernment views with serious concern, the

corrupting influence of...(the construction firm)

However, the successful contractor is communicatad
of his performance and asked to appear for the signing
of the contract. For hig project the sirnatories are

the contractor and the renrescntative of the client.

“"New Nigerian Newspaper 25 th February 1977 pare 5.
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Puring the sisning period, the amcunt for liquida: 2d
and ascertained damares are inserted. This is the amcunt
of money to be eharpred nn the eontractor in the evemnt of
his failure to ermnlete the contract within the stipulnted
period without just cource. The same is done for the
retention moncy which is deducted and may he used feor
any dcfgcts noticed within the specified peried.,

Some times the completion date for the contract is
fixed durinr the signing of the contract.

Contractor hardly have time to o throuyh the
terms of the contract and neither is there any attempt
ever to translate the terms to illiferate or non-Englicsh
speakiny contracteors.

It is cxpected that the contractor should go back
tn the client's orpanisation for the collecticn of the
contract documents after sisnini; but if the contractoer
is not yet ready to commence werk the enlleection may
be delayed. Delivery of thc clients rerresentative's
dceument especinlly for ministries' works serves as
notice to their enrineers that contract has been
awarded,

On biy projects mobilisaticn fee is usually paiad
to the contractors and in some cases materials such
as cement ete. are supplied.

The quntatinns below expose the abuse of this

kind wmesture by some contractors.,
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*Contractors handlinrs the Universal Primary
Educsntion (UPE) buildines in .... have been
warned aprainst convertine materinls meant for
UPE tc other rrivate jobs.

Mr. ... dacried the attitude of some of the
contractors who sourht to thwart the efforts
of the rovernment by not vsine the cement

and other materials which the government
helped them to purchase for the purposeé

they were intended”,..

e+ *"He said the scarcity of cement had
rrompted the j-overnment to sell the commodity
at the subsidised prices to the eontractors.
"But instead of seizing the oppertunity to
complete the building on schedule, many of
you collected the cement to sell", the

Commissicner addcd.

*New Nijrerian Nespaper 5th February 1977 pape 13.

"New Nigerian Newspaper lst March 1977 page 19.



.++s+"Some of the contractors after c~llecting the
mobilization fees simply abandoned the jobs
after starting while others who made efforts
to build used "extremcly poor materials in order

te maximise their peafits”.

Immediately after si_ning the contract apreement
an initial meetine in held to
(i) intrnduce members of the team
(ii) discuss likely construction problems
(iii) discuss information required
(iv) ascertain date of site possessicn
(v) Any other issues.
Fcllowing the discussions at this meeting the
issue of the sub-contractors and surpliers is resolved,
These are either nominated or non-nominated.

Contract Administraticn and Execution

Relationshin between Partics to Contract: The nature of

contract award, the prnject, and the methods of appoint-
ment of the various pgroups, help in shaping; the types
of relaticnship that exist between the parties to a
buildings contract.

There are penerally two types of forms of contract
aprecment in use. e is for projects with bills of

quantities and the second type without bill of quantities,.

"New Nigerian Newspaper 25th April 1977 page 28",



These two types of arreement forms differ essentinlly
in the manner of presentation. Bill of quantities will
be replaced by a copy of the contractor's 'Schedule

of rates' in a contrnet without bill.

Relationshipr that exists between the parties will
affect methnds of payment and the appreoach to the
supervision and control of work on site. In nermal eases
the architect is commissioned by the client and he
(the architect) is empowered to make the appointment
of the other ennsultants. In this hc not nnly cocrdinatec
the activities »f such consuliantgs but pays them their
dues. In cther cases the appointment of the cther
consultants is 2lso carried out by thc client in which
case payment is by the client but problem of coordina-
tion is by the architect.

Other appointment pattern that is usually adopted
is that subcontractors may be nominnted or the main
contractor may be piven the power to anpoint his own
subcontractors, and in most cases the anpointment is
made direct by the client with or without the advice
of the eonsultants.

The problems »f these various metheds of appoint-
ment of the subcontractors are at times magnified

out of proportion in relation to efficient supervision

and e¢ontrol on ths «itesS,



Supervision and Control

Project suprervision and contrel is a joint respon-
sibility of the ~rehitect on bechalf of the client and
the moin eontractor. However the varicus methods of
appointment ean make L guite difficult feor beth the
apchitect and contrnetor to perforx this rele. It
is usunl, for examnle, thal the services consultants
would want to. and dn., exerecisc confrol and supervi-
sion over their desirms. Inverinbly such designs
are being installced by subcaontractors apnointed
dircet by the eliznt., This situaltion has rendered
it almost impossihle tn d2fine the line of accounta-
bility on most building sites. fAs a result control of
progress and vorkmanship ean be quite difficult to
monitor.

From time to time and 28 the work propresses
changes and extra work may be introduced arising from
one of the known causes such as

{i) Omission
(i1) Adadition
(iii) Substitubion/or alteratinn

Thesc may be as a result of

(2) chansses in owner's requirements
(b) differencea in site conditions
(e) chanres due to coordination problems

(4) mistales
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{¢}y inavoilability of original specification:
Such variations do constitute delays, disputes

and claims.

It is also a provision in the e¢ontract conditions
that in certain cases inspection and test of certain
aspects be carried out by architect or his represen=-
tative. This may lead to delay as well in that the
process of inspection or tegt usually takes lonrer than
eXxpected.

Differences in matters relating to supervision and
control are usunlly resolved during site meetings
where all the representatives of the various intercsts
are present. It is a kind of ‘once-in~a=-month' meeting
meaning that the various groups representatives should

keep accurate account. of what is happening from day to day.

3.1.7 Methods of Pryment

The usu2l way to make payment is throupsh valuation
and issuing of interim certificate. In this casc the
.job exequted to date is measured and valued including
the value of all materials and components on site
intended for the job hut are yet to be incorporated
into the buildine. A certain percentage of this amcunt
ig retained until the expiration of defects liability

period to serve ng insurance against defective work.
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Summary and Nbservaticn

(2) Government Control Mcasures: The construction

industry has a tremendrus impact on the implementation
of the maticnal development programme. This is so
becausc, nearly in 211 cases, investments in building
accounts for over 60% of capital project. The building:
industry on the cther hand reacts sensitively to any
government actions and this may cither bhe positive
or negative reaction espeeinlly in the ease of economic
buoyancy or depression. An acceptable level of perfor-
mance in the industry to a large extent is dictated
by rovernment interest in further development and
imprevement of both human and material resources.
These are essential for our cconomic revival and
survival.

Hitherte insufficient attention is being placed
on the administrative problems of the industry as
there are still no rerulations for the control of
practice and procedure that is now in operation,
There is yet ta be the rircht emphasic on the establish-
ment of supportive industries to ensurc the conservation
of our foreign reserves being uscd up on importation
of essentinsl commodities for the industry.

The lack of control and dircetive by the govern-
ment has serious repercussions on the cffectiveness
and efficiency of the construction industry with

respeet to the implementation of the n~ational development



programmes. It seems, for example, incredible that
anyone can start 2 building firm without qualifi-
cation, expericnce, plant, cquipment, or even busi-
ness premises. This makes it hardly surprisine

that so many consumers et caucht by the failure of
construction ecmranies. This permissive sattitude

of the movernment nesates the ;"0od intensions implicit
in the manpower development prosrommes as well as the
Indigenisation Act.

We live in an apge of consumer protection but the
client (larpely povernment) requirines this protection
is now 2 collaborator with the c¢ontractors and the
other professicnnls expected to render advice and
services. Consequently the quality of our buildings
today suffers substantinlly as a result of this
non-cooperative attitude.

(b) Administrative Lapses: PFaulty administrative

procedures make a large contribution to the inefficiency
in the industry. In the first instance the registroticn
and catepgorisation of contracters have not cnly failed

to achicve the purpose for which it is supposed to
achieve, it h~2s helped to introduce malpractices to

the detriment of the entire industry. One of the

good intensions of the registration is to ensure thot
only eligible contractors tender for projects intended

by the client, but the following: extracta convey the



impression that certain rersens or individuals render
such intensions nractieally uscless
".... the tribunnl observed that .... committed
serious viclation of the system of selective
tendering by including ....... eonstruction

company in the short list of contractors for

the hostel project.”

+"There was a misuse of the system of Tenders
by invitation (same as selective tendering) in
some cases, fnr corrupt purpcses.

There was 2 misuse of ths system of negotiated

contracts for enrrupt purposes®.

Requirements for the repistration eligibility
pre-supposes that nothing else matters if it can be
shown that one has the money;or has been repistered
before for similar jobs as may be intended in the
future and so nn. This misconception has in the
past led to the remark in the editorial column of

New Nigerian of 26th Arril, 1977.

"New Nigerian Newspaper 12th Mareh, 1972 page 5"

+"Defunct North Western Stote Government White
Paper on the Report of Commission of Inquiry
intn the State Tender Board.
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*'Contract jebs require some speecialisation and
abundant technical know-how. It therefore pehoves
whoever goes intc this line of business to be
adequately equiped and capable of executing projcets
in time and aceordine to specifications. Unfor-
tunately, we have had too many contractors who 2re
simply charlatans pnssessing no other qualifi-
eations except their official connectinns with
which they win contracts .

The inflitration of unqualified contracter is 2
further wreck on the intensions of recistration,

While everybndy can be a ccntractor it should be recopniscd
that not every contractor can be a builder. The job of
the building industry is specifically to building and

not necessarily to contract,

Reristration of contracters has been misinter-
preted to mean 2 'fund-raising' exercise by certain
clients. This view is corroborated by the compilaticon
of a long; list of controctors with few in the cnteporics
in which their jobs mostly fall. This following

statement e¢an be checked for further facts .

*Editorinl Column New Nigerinn Newspaper 26th
April 1977 nage 1.






