CONTRACT ADM NI STRATI ON, FOR PUBLI C PRAJECTS

BY

HAFI ZU | LYASU MOHAMVED,

A thesis Submtted to the Post-graduate School,
Ahnmadu Bello University, in partial fulfilment of the

requi rements for the degree of:

Master of Science in Construction Management

Departnment of Buil ding
Faculty of Environnental Design
Ahnmadu Bel | o University, Zaria.

Cct ober 1984.


http://pr.rt.ipl

AID A EELO WLVaRSITY, &nR1n

|

S
3 4
t‘l

DEFPARTHZNT UF EUILDING

«€ certity thzt we have read this thesis and 2

o)
|t
i-’
o
"4
-
]
[
Q
3

it conforme tc acceptzble stanaards of schoizrly nresentation
1€ is 1uily czdejuste in scoli:e ana nuslity, s & t esis for

ih.e dezree ot Master of ocience 1n Corstruction lanagenent,

"0e y ve 1 o T |

LY. Tite U TiOosEky, YYs 5. jcuz=le,
= geaie” | - 3Tt - - :
it ambiafohs Sfomsd ulhlt L= PVLIE 0T

5 =y @

Yol = D B B O O B B I I I R O R I T I

LI 15 s o S U ONC B 5.
S
= I T I T I R R B
- ol -

e

- u..l.‘......l.....l.....
h 3 4 a w - - - - - & ~ - -
'vie theeig was ritTed To Lme rEmcoraTY ol cnviromnentazs

- - . - - - - - - P £ 3 ey
wOER N, The FOE s Avicve Hehool tng T evete of AhPEQU
A0 Lrevangidy 2ud wEE gteTTel. &5 erddnl e JFluweny of
£ = ) . .
-y e = v, T - o e = (5l e, o -, - - ~ -y
the reouiren=nts 22y The derres ol (.LfT8r €I Jclenze 1
. oy g - * — ey - - - s W = - - = - S >
COBYPUCEICcH wenirenent A% L7 UsTerinent oI statuing,
aF Jas vy 3 e . ¥ 3 y - P - . =

20 UN UL b mar-siast wlus tetn dm L emoriad: Aais At T ke i e | IS S5



DEULARATION

1 ereby ceclzre ithzt ithus thesis nzs been preparea by me
‘n. Shet it is & record of my own researcn work, It nas

not Soon presentec in any previous anpiacetion 1or a higher

ﬁ
"w
it

ee.

retr tions zre indicated ana he sources of infermetion
»c ¢ ceirtacally acrknowledged oy means of rererences.,

ra”

- Ay
Mt avsessssssssssssssrnsgsncassee

= -

HEI12Z2L 1lY¥eSV . VITahmia.DU

NOvelBEA, 158k




ACKNEWLEDGEMERTS

¥ profound gratitude to my supervisse, Dr, Tim
0. Mosaku ( The head of Depariment of Building and The
Dean Faculty of Environmental Design) for his time,
“oncern, consideration and his keen interest in this
work,

My special thanks to the staff of the Kaduna State
Health Management Board and the Kaduma State Housing

Suthority for providing informations used in the work.



ABSTRACT

The main topic of this dissertation is Contract Admnistration for
Public Projects. The main objective of this work is to study the
practi ceof Contract Adm ni strationinpublicorganizationsandtofind
reasons for consistent failures by public organizations to

achi eve their building construction projects Sone of which have

been attributed to poor nmanagenent.

Several literature on the subject were reviewed with aviewto
establishing the nornmal practices. The Field Survey to establish
was obtained in reality was conducted by neans of questionnaires
and interviews. Interviews were used so as to nake direct contact

with respondents and to elimnate the questions of bias.
Cases were afterwards anal ysed and reconmendati on nade.

It is hoped that dissertation will be of assistance to any user

of the work.
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1 INTRODUCTION

1,1  BACKGROUND:

During the first decede ofter inderpenderce i.e

1960 « 1970, *the volume of construction sctivities in

Nigerir wzs ever‘-ly' dis‘ributed betweer the Priveie end

Purlic =rc ors, becaurs *he Housire sector wes plrcéd

very low or *he government's list of prisrities; it wes

s1lmost totelly 2 priva‘e affeir. Durirg the pest decnde

however, the volumr of construction rc*ivitv in Niperia

rose very mrrkedly =nd crme to » pesk In the middle

severties »nd cortinied unb~’'“rd durirg "he implemen-

tetion stepges of the Third National D-velopmrnt Plen

1975 ~ 1980, Frctors reeponnitle for thie cornstruction

explo~ion =#re not* too fr to s=eek, »nd the reosors for

develoomrnt plens feiling to ~2chirve their objectives

sre not thet for too.

n)

The crrertion of Stotes gave rise to ¢ greater
demand for d¢velonmrnt projiects srd ever intro-~
duced &n element of comp-tition pmonp?t steste
povernments or the one hend rnd the Stete s#nd

-

Federsl Goversments én the other hend, to~ -

“develop’ guickly the areas under their jurisdic-

tion, ‘Some of which have for long brn neglec’ed
by prpyinus governments, It wae plro durirg
*heat drcade "het Niperia wi*neseed he crretion
of Housing Au'horities #nd Develovmert Bosrds

all ovff the countrvy,



b)

c)

a)

e)

f)

At the erd of the civil wer, (1967~1070)

thers was increased economic/resonstruction
activities mo~t especiallv in the wer sffreted
aress,

Underlving +he tempo of economic sctivities
wes the ubpnomrnilircrrrse in reverue conse-
gquert on incressed crude oil prices erd

volume of producion,

Thrt explorion in the volume of consiruction
ectivity inims*ructuml frcilitirs, communi-
crtions, wvofer supply srd electricitv o211
yrwning for developmert, Governm-nts #nd -v'n
the private secotr wire therefore in 2 hurry
to develop trere frcilities ond provide other
besic nrrdr of the people, Therefore, the

rote of incrrrse in construction sctivity

f-r ovte-strioned t+»r rote of vroduction of
skilled r-d nﬁrlifﬁnd profeceior-1 locel
mennower ‘o successfully sccommodate the
in¢rrared pctivity, Nipsoris turred to br -
cour.'ry in = hurry,

Con~epuertly rnd ir most crsrs no proper fersi-
bility s*vdies, ard ir some crses nonr to
establish the agpreeate cocinrl e#nd ecoromic
mrterisrl benefit of schemes merked for deve-
lopmert wee dore, )
The pro ohrifv at thr *ime was for vorr-tigiour

desirns for develonment projiects without sny
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1)
2)

3)

o Duoh regand to vost oonsideration a' whad

may referred to as reasonable cost in our ewn

circumstances as a developing nation,

g) Contracts were awarded at exhorbitant costs cou-
pared with similar projects elsewhere, In some
cases, projects were abandoned because of inexpe=-
rience or insufficient preparation and lack of
sufficient funding and were later re-awarded ét
greater costs,

h) There were also some cases of mobilization fees
running into millions of naira, that were not
properly secured which were made away with, and
are yet to be recovered,

THE NEED FOR THE RESEARCH: Hewever, if the early

seventies saw an explosion in construction activities,
the late seventies and early'eighties saw an explosion
in the amount of money being paid for con§truction
works (Coptract Sum), In almost all the sﬁétes in
Nigeria the civilian governments (1975-1983) launched
ambitious, unrealistic, non-feasible and expensive
plans and programmes which involved a lot of building
gonstruction works, However, uptill the time they
were deposed most of the projects initiated by the
‘variocus governments stocd uncompleted., This failure
to realise projects has been bl wmed on many factors;
ambiguous policy statements; h
lack of sufficient data about requirements of
the project; .
lack of funds to provide the required services

or facilities or shortage of funds to provide =~



basic mininum requirements;

1) shortage of skilled manpower and executive eapacity;

5) award of contracts to imcompetent or over stretched
contractors;

6) disregard for tendering processes and procedures;

7) bureaucratic bottlenecks in processing payments for
works done;

8) diversion of funds into none pressing and lucratic
ventures, thereby starving other projects of funds; -

g9) ignorance of scientifice appreach to project manage-
ment e.g. the critical path method;

10) poor communications, bad road network to sites causing
all sorts of delays;

11) the winning of contracts by alien contrectors who
were not contractors in their countries of origin and
whose hona fide credentials were not properly ascer-
tained;

12) the payments of huge mobilization advances which some
contractors absconded with; .

13) the lack of law in ensuring that performance bonds

as well as mobilization advances are properly secured;

L

14) the introduction of industnalised building systems
| which contractors who won the contracts were not them-
selves conversant with;
15) making of stage payments to contractors periodically
and not in relation to work done,
Today the public sector which comprises Government ministries,
departments, parastatals and guasi-governmental agencies,

is the largest investor in the building construction in-
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dustry and because of the successive failures

of the public sector to realise building econs-
truction projects it is necessary to undertake

a study into all or one of the many and veried
causes that may have heen responsible for this
non~-achievement of projects, It is in the 1light
of this, thjs dissertation has focussed on one

of the asneéts of the management of Projects i.e,
Contract Administration. .

THE_OBJECTIVE AND SCOPE OF THE RFVSPARCH:

First and foremost it is the objective of the disser=
tation to revier the practice of contract amdinistra-
tion and 211 relevent works on the subject in order
to idertify the problems in the administration of con-
tracts {practices ard espplications) faced by public
orgenisetions in the course of rhal}zinp projects i.e
Public Projects, It is dishenrtniné to note thet despite
the frct that the public sector invests millions of
naira in Consultancv fees and almost the grme ammount
in the employmrnt directly of the services of Profes-
sionels such as Architects, Quantity Surveyorsy Building
end Structural Engine-rs, building and public utilities
are poorly designed or absurdly designed, costs are not
determined or controllru throughout the contract period
and buildings exhibit signs of poor construction (i.e

bed quelity) end structural failure. It is the objective

"of this dissertetion to attempt to find reasons for

the aforementioned,



Th&s'wnrk ib'alsa & orttiagof tha pezasecnt systéqn ;@ﬂ'
ldentifving in part whet things ere wrong @mad how j;&m_se -
1;”pn"ticular things c¢could bn-mnde right and workahlefﬁf;jpff?
We mlso intend to study how practices and their applican
_tions, have reflected favourably ér‘unf?vourably, oﬁj:f:5
the output of the orpsnization, It is the objective ;;:j-;
of this paper to prﬁpnsn en alternativi- model for the
'_‘administration of Contracts, thet could be sdopted and
adopted, in pearts, by public orgenizetions for the ‘;{#?-s
sdministration of publie projects.‘It is also our in-
tention to prosent e wofk that would br a worthwhile :J-"
academic exrrcise and at the seme time £ useful praél  .~
ticaltocl for use ir contract Administration end policy
formulrtion. The boak 3 n whole mav not be & solution
hut perts could be rdopted for better results, il
i Arres to be investipgzted bv this peper include:;
l1)l' .;rganizetion end stoffing of departmens hendling
projects in public orgenizationyg i S

2) ' vpolicies and guidelines for the initistion of

i P

 projectss; ' _ SO N
_ . . b .
3)  types and neture of projectss 'E i f {
L) fendering procedures and processes; o Hf”?
g). - award end placing of contreets and the contract
. ‘agreements in uses | ) i ,ﬂ r
6) ‘supervision of projects; e A
7) | control /monitoring of progress snd finances of
cowltrl projectss
B) paymenfs to contractorss f
9) delrys and disputess -F _
10) the relrtionship betwarn professionsls aﬁd.édminisw

trators. ' AR




1.4

ey o Rl

METHODOLOGY: The study was conducted through we eargh
and firld work by mesns of i~ '
1) Literature review

2) Questiornires

3)  Interviews. o Vi
However, msny problem$ were encountered in the process
of collecting relevent date,
"To gfért';i¥ﬁ;'fhé guestionaire is the most’ common
method of gethering information, However, there ig

the problem of not having sny direct contact with the
resvondents who mey interprete guestions differently
from researchers interntions, The questionsire mey also
raise the qﬁes*ion of bias., The interview was uced
breuase it provides high quelity information thet is
generelly frer from biess, To get desired results, in-
terviews wrre scheduled at thg offices of the respone
dents after closing hours or at their homes so es to
make them informal, = questioning scheme was designrd
and memorised srd very little notes were taken, Collaw
ting informatior from interviews and intergrating
information with responses from questionaire was one

of the most interesting and problematic sspects of the

regearch,
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2.  CONTRACT ADMINISTRATION AND THE CONSTRUCTION PROCESS
2.1  CONTRACT ADMINISTATION: In Public Orgenizations,

a contract is usurlly swerdrd for most building
construction works., These works are gererslly
refered to as 'projects', A project car be d~fined
as " a specified Pmount of construction work
with a definitc beginning and end, which can be
divided into component tesks, It includes the
totalifv of 211 rhrses from cnruqtion frougn
desipns, construction, operation, maintenance
and evertusl demnli?ion.di(1)
The terms 'building contreet' 2and ' building
project', could b~ tekin s svnonymous in as
muck as they refer to # svecific projiectss; in
that 1ipht the sdministration of building contfacts
could mean more or less the administractinn of
building projects.

Contract Administretion simply defined is
the organization‘and direction of persons in order
to accomplish a svecified end, which In this
case 1s the building project. Perhaps the sim-
plest and shortest definition/example of adminis=
traction is the one which sepys that "when two men
cooperate to roll 2 stone thet neither could
move alone, the rudiments of administration heve

»
appeared,” (2)



el | “_I,y.
| |

An idee of the construction process 1s very

fundamentel to the understanding/eppreciation

of the practice of contract Administretion be~ %

cruse it involves the understanding of the inter-

play of the various psrties involved in the

Construction work, (from conception to completion),

the process and prectices controlling and regu- j
lating their assdcietion. _ '{ ‘ [

5

THE_PROJECT (CONSTRUCTION PROCESS): o

The evolution of phases in & project are refered to
as the construction process, Essentislly there are
three important steps in a projiect. These steps arei~
2) Project Conception stage: | ;. 1
b)  Project Design Stages | - ?5- J o
¢} Project Construction Stage. ﬁ;. # / :
Project concention is the undersatanding of # need or

|
goel which c¢an be satisffed by & structure nhysically,)~r
B

The project design strpe introduces the idea of the

.
y

client ot a reascnablc cost. S
AP

concent into an. expressior gatisfying the need of the |

The project consiruction stape is the vhysical represen-h-

tation or transformntion‘of both project concept and }
. e
|

project design.
This whole idea can be show diagramatically. (see
'Il!;' _,{ . * II .

fig. 200 - o

., e
[ S
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THE . PLANNING ASPECT OF THE CONSTRUCTION PROCFSS:

The firet step in any project is 1its identificetion,
This idertificetion covers broadly the needs end impore
tance and viabllity of tre intended project .

Next is the underteking of feasihility studies,
After the projiect has been idantifihd end feasibility
studies have been completed, planners then meve into
give the project a recognition relstive to its intended
requifemenfs. For exemple, & multi-propose building
should be seen instently with the necessary facilities
to justify it nature. Simtlarly, planning of ¢ highway
should be rrcogrised with due consideration teo the rete
of traffic congestion.

The organization and meanagement of operstions,
expected during or in the construction process, are
meny and varied. Fundamentally two aprroeches have
been identifiecd and they ore:-

a) The Traditionsl General Contractor Approach,

and
b) The Constructinn Management Approach.
A sclfeexplenntory schematic disgrem of the two
svstem is shown in fig, 2,2 'Pnd fig. 2.3, respective~

ly.
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for funds to see the project through to completidn have

- 15 -

]

An outline programme pr parrd esrly enough could
be used 25 2 foundation in the prenaring of » more de=-
triled master plan, The decisions and ésreful examlna-

tion of =11 mspects of the work will most certainly

result in the saving of money 2nd time in the project

period.. ' ' ]

The rhove descibes s#n ideasl situation irrespective

Ml

of the natur- of the Client i.e whether it is » private.
N ;

organization and Individusel or & public orgenizetion,

Plﬂnning however, in public,orgnnlzetlons varies ® lot

from thet of private orgenizsations snd indiv:Lduath |
becauvre differsnt factors are stressed., Tnke for exsmple
the coar of financing: privete orgerizeations ond indi-~

vidurls emberk on projects whrn adeguate arranaeﬁents
O :lu

been made, Wherers funds available to government have
varied sources{levels of which cannot be accurately :

predicted) and hsve many sectors to be spplied to, é

In this way, the finencing of project, ﬂffect plans

end programs in vublic oresnization,
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1

THE BUILDING TCAM:  Orgenization thot mekc huge invest~

ments in building construction and ﬁho émplny_proIeSSionalg
permanantly or the services of Convultents have one '
imrortant problem comfroﬁting them for long, This is
the need fﬁr improved co~ordinsation abd organizn+iop
between the Client =nd other professionsls involved in ﬁ
the ﬁarious stéﬁrs‘of the eonstruction process, Msany
people arc invoelved in the Complex processes of cons=

truetien ard contrecet Administration. i
T

This people could he clersified inteo two or three

depending or the specisl characteristic of the parties
involved. » *
They sre listed iﬁ the fifth edition of Contract /Adminise-

tration for Arc?ifects end Quantitv Surveyors prerared

by the Aqua Group. | - . ,{

The Client: The Client may be an individuml, » local

euthority, & gnvernment depsrtment or z queasi-governmenal

agency. " . R 4 %

The Desirn Teoam: This term includes architects, gquantity

surv-yors, services engineers whose r~le is to intérprete
the Clients renuirenents into snocific designs or schemes'
and gererslly take over the task-if sering thet they
are carried through to their conclusion, | ¥ *

The Construction Team: This is principrlly the mrin
contractor who mev ell upon the services of sub-contrac—;

tors nnd snecialists,




-— 1rf -

This is # brord nrutline of thr partirs concerned,

Take for ex~mple, governments departments 2s they

orc generslly cons’ituted teday,the Client snd the
desipn team ere ore, (Whose professionels are employved
prrmonently by the Client). This gives rise teo two
errangements Fig, 2.h, and Fig, 2.5., which give us

a pertirl impression of the rclationship between the

members of the building teom,



- 18 =

DARTTRG TNVOTVED TN BITTT MTANA  AANMTD A AT
FAR ]l 1ho ALNMNVULVIED AN A DULLULING UUINLIRA o L
g = —

( SCHEME 1 )

r T : | .
SLIENT |-———--———""| LRCHITECT _ I I|111_ MiIN CONTRAC™OR
e ~ , L ._

S —
i

QUANTITY
| SURVEYOR 1. SUB=CONTRACTOR
| o) SUFPLIERS
[ AN LMUL L el D

i

P







2.5.

2:5,1

RESPOUSIBILITES AND DUTIES

20 .

L

Though the various professinoals are mentioned in : f éf
the form of building contracts, 1t is only in their |
relation to either the client or the main contrator
that thay are menticned., It is well to remember that
the contract is between the client and the main contractor.i'
Figure 2.5 clearly shows this relationship, i
CLIENT; L ' | B
At the comnencementlof thé construction proceés, the
clients' major task is to analyse and collect all
relevant infurmation in order to give the Design

Team the clearest.picture of his requirements. In

dcing this, he has to give speclal attention to the
space available, the lucation, the cost of the
project and the use of the new facility and the

time limits for construction. The dient also

haa to consider carefully the financial aspect »f

the project with regard to draving regular sums of monéy
t0 meet the contractor's péyments.

The client must primarily ensure that the architect is
in possession of all the facts about the project. This
will enable the client to know the architects views

on type, sige and cost of the facility anc time when

the pro@ect should proceed. Upon receiving the archi- | ﬁ?"

tects views, if the project proceeds, the client

o




2.5.2

[ L
. glu'

o
sign the contract after agreeing to tender figures, by

-2t

i

L3

winging contractbr, then any insurances required by the

. o N
" client are arranged. . - S ['3 L

During the contract period and at éompletion, the
client at reqydnui times as specified in the form . ‘f
of contract meets the necessary contractural payments-.
by honouring certificates, such as the pemultimate certl-
ficates, extra-contractural claims, settlement on j
final certificates, and professional fees, :
ARCHITECT: -~ T
The architect is first charged with the responsibility ;
of formulating the clients requirements into an i
understandable form, having in mind any statutory
conditions that may apply such as Urban and rural
planning laws. He could either show the client physi-
cally or by means of sketches and (or) model of
similar work which is often di'tficult to cbmpréhend.
It is the duty of the architect tc work with a I
team of other professionals to give specific guidanéé
on certain points such aé the guantity survey and struc-
tural engineering services of.the facility ete. ? E
When the cost limits and time ‘scale have been
assessed, sketch plans can be prepared enabling the
client to approve or otherwise, before final sketches

are prepared, The cost analysis is broken into elements

at this stage to enable any cost reduction to be

|
- o L




2.5.3

done in sections. When agreement has been reached

- 22 -

‘between the desingn team and the client, the architect .

can then proceed to produce his contract drawings;
for tenders to be obtaiﬁed. Upon completion of th;
project drawings and bill of quantities, the work °
can now be put out to tender. Tenders that are re~
ceived are checked on receipt and upon the accept-
ance of one, an inuagural meeting is arranged to clear
up salient issues that may be raised, ineluding a !
pre-planning period before the project takes off. i
_As the project progresses, the client is informed
and the interim certificate of payments as statedi
in the formal contract are issued to the main con-z

tractor., At the end cof the project, the architectE
Issues a certificate of ‘completion and certificate ?_“
of making good all defects; normally six moths afte;
¢ompletion. ST

CLERK OF WORKS/SITE ENGINEER:-~ -

The client is entitled to appoint a clerk of wbrks/
slte engineer to act as inspector on his behalf nuder
the directions of the architect. Though the clerk
of works/site engineer can on his own give ins~ i:a
tructions but when he gives instructions orﬁdireétions

it shall be of no effect unless it is with regards

1
4

to a matter in respect of which the architect is

empowered, P




- 23~

The clerk of worksdsite engineerts duty is to inspect
the quallty of works in aCCOTddﬂOE with drawlng and
specificétipn. He will make regular reports to the
architect and it is important that he keeps 2 diary
throughout the project which will be valuable in
case of any dispute. |

QUANTITY SURVEYOR:-

Though the guantity surveyor is a member of the Design
team, he must have a very close relationstip with

the buikder when the tender is accepted, it will be
his duty to cost valuations, variations and the like,

in so doing, harmonising his role of project accownt~
| .

At‘the commencement of the project the gquantity
Surﬁeyor ig invited because of his knowledge of costs.
He prepares an approximate cost from sketch drawings,
agsembling element costs, so that cost cut esan be
easily done to meet the clients budget. 5?!

The quantxty Surveyor prpepares a bill of quantltles
in-aucordanae with the current standard of measurements
if the elient accepts the costs and scheme |
proposed by the architect. When a tender is finally
aciEpted, the bill is priced and the quantity surveyor
théeks the accuracy to ensure that the builder has

pot made any serious errors that could cause gomplica~
l _

tions at a late date. f
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Any COfrECtion is Teported'to_the architect. i .

During the contract period the guantity surveyor

. will carry out Monthly valuations, pricing of varia=-

tion orders and inconjuction with the contractor

who is allowed to be present at such times, enabling
him to receive payment from the client through the
architects' interim certificates at regulér intervals.
Tge quéntity surveyor will also keep the architegt

informed as to the running cost of the project.

At the completion of the project he write the final f-'

accounts with the aid of the bulder's receipts

and other documents. He also assists the architect

in ediscussions with the builder as to extra contrac=-
y o

tural costs, ; o

STRUCTURAL AND SERVICES ENGINEER:- '

The Structural Engineer takes part in the design of
the project within the sdope of his specizlist field.

He produces designs, information or other relevant data

that may be reguired to assist the architect in his design.
: *
|

During the contract, if need by, he assists either
. ' o .l .
by modifying or redsigning work, .

MAIN CONTRACTOR/BUILDER: - ' L

v
i

The first reponsibility of the Main Contractor on

receiving the application to tender is to decide whether

or not with the resocurces manpower and general manage-
ment at his disposaL , to take up the project if

sucgessful, eomplete it.according to the architects’

it
; 1

i
|
f
.1_.
:_f
!
|
|

!
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specifications as stated in the bill of quantities

ot ! .

and drawings. , ) "};f ;
. . FooooooL

Before the tender is completd, it will be advanta-

geous to cerry cut a ful site investigation so as to
identify any unforeseen problems that can cause delays

or extra costs once the contract is under-way. |1j.

Whent the estimate is completed, which is prepared

from accurate study of the bill of quantities, drawing,

site investigation, suppliers and sub-contractor's
quotations. The principal of the firm will decide

upon the final tender figure. The eatimate is then

sent to the architect for his decigion which he either
accepts or reject depending on the other tender prices
already submitted, if the tender is accepted the quantity

surveyor will require a copy of the = j,

priced bills to enable him to satisfy the architect
that there are no faults or omissions in the make up

of the tender figure. If an error is found the builder

will be given the opportunity to correct it or, if

he is satisfied with price, he allows it to stand.

The architect and the builder being satisfied with
the price , Condition of contract are discussed then
signing soon takes place wheh all problems have
been solved. During the cantract the builder's
main responsiblity is to contrael labour. Sub-contrac-
tors, and materials for the realizatian of the project,
Whiist

ansuring that programme and costs are maintained,

at all times ensuring that all legislation affecting

f

.o "
Fl
Tt e e . o

T e

e
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the conatruction of huilding is adhered to.

2;5.7. SUB=CONTRACTORS ¢ = .
| The duties of the sub-contrsctor is bhasically

under the same conditions end responsibilities as the

4

mein contractor but generally rmsuring thatwhercnm-
plies with the programme of the main contractor bhe-

cause of the neccési+y and difficulty of Co-ordinating
oo
_ Sub=contractors intc the agrecd Master programme.
2.5.8.  SUPPLIERS:- | " bty

e

The supplier is charged upon being askid to guote
/AR .
. for suprlying materinsls, be satisfied thnt he can

advice notes #s rrauired, Before supplying the bulk
l" i

. but

goods,ihe will meke sure that the samples sen |
are » frir reflection of bulk goods, e ;
fb ;E The supplier will also manke cash and trrde discounts

avallable 2nad rihallv submit sccounts on time for

prompt payment, ' | ;I ;a{’
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THE_CONTRACT:

Organizations normelly sward Contracts for the
execution of their building Construction work, The
Contract is normr1lly between the Client and the Con-
trnctnr.

THE BUILDING CONTRACT:

In sny building contract the contractor ~gre:.s to
construct the building for the Client in return for the
payment of er agre:d sum of money on #n egreed besis
of eveluation and in accordence with the specificetions
conteined in the contract documents, Bessed on the method
of arriving at the contract sum, building contracts
cen be Aivided into thres mein groups sccording to
the 2nd edition of Elements of Admiristration for
Building Students by John T. Butler,

») Lump Sum Contrects: A

This ir 2 tvpe of contract in which the corntrector

agrees to exrcute. the whole of the building works
in corsideration of pryment of ¢ fixed sum of money,
based on the contfract documents,

b) SCHEDULF CONTRACT :

In this type of contract, 2 scheduls of all the
items which are expectec to be required is preparecd
g;ving descriptions similar to those in 2 bill of
quantities but without any quantities. This type of
Contract is called ' measure and valué ' or Re~measure-

ment' contract.



o It is used whon informatlﬁn avallahle is inadpquate
.“ to‘enable an accurate price to be asscssed at the tender
..*’stape. The schedule mey be An 'ad-hoc‘ schedule for a -
"particular job bzged on past experipncr of similsr jobs

or a standerd schedule degipned to cover a wide re nge

of jobs. . o . jg’?,f ﬁ
‘ | | |

It mey be given unpriced to a contractor for the ?L
purposs of tendering, 1n which case the contractor é
.tenders by insarfing a rate against cech i1tem, Alterna-
tively.the %chedule mav have heen priced by the gquantity
survevnr befnre giving it to thn contractor in which

. .
on or off the surveyor's Tetes. [ -

' cr2e the cnntractor ternders by quoting s percentage "
Tt should be noted the+ it is not possible tn de=
J%ppmine.which tender will pgive the loﬁest cost_from a
‘kﬁowledge of the rates alone, therefore, o comparlison
: mﬁst he mpde mainly between the major items e.,g. con-
crete an? bleck work as the minor ones like planking
and strutting, hinges‘and ridpe capring will heve little
or no.effect on the result., As the work proceeds, measure-
ments eneble quantities to be Insrrted and fhe cost f'ﬁ
evaluated., Thus, the precise cost of work is not known

until after completion, ';. cu o flﬁ
. : I
i H I ‘
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(¢) COST REIMBURSEMENT CONTR/.CT:

Another nerme for this type of contract is the prime eost
contract, It is & tvpe of centract in which the contrac~
tor is paid the actual cost of leshour, meterials and
plant plus either a previously pgreed percentare or
fixed fee to cover his rstahlichment cherpes end profit,

It is importent in this tvpe of confract tn define
what items arr to he covere” ir the fee art what is to
constitute prime cost, .

It will br nrcessery here to keep & close check
on the contractor sn e#s tn ensure that he ie employing
hie resourcrs efficiertly, Cost reimbursement contracts
are usually used on small or extremcly urgert jobs where
no other method is possible or used where the work cane
not be defined in edvance, Also when there are too many
risks involved in a job such tpnt the contractor would
not feel safe taking it this mé}hoﬂ is often resorted to,

It is important to note, howevrr, that very rarely
is any contract discherged entirely by one of the methods
Usurlly, a combinetion of methods is employed an? the
cortract is often nemed according to that which predomi-
nates,

THE_BILL OF QUANTITIES:
The bill of quentiti~s which is 2 contrgct document and
a besais for awerding a2 contrect js & legrl documrnt
between the Client 2n? the Contractor, The essence of
providing a bill of quantitios-is to treat every pros-
pective contractor feirly »nd slso to facilitete ¢ sy

comparisor of Aifferent tenders,
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In a number of ceses, bill of quantities fril to
Jjustify comprehensive Aocumerntation, becaus: of the
Quantity Surveyors' misteske in prepering quentities .
Since Contractors rely heavily on the quantities
provicded, the risk of wrorg feeding of quéntities is
borne by the successful tenderer,

On the other hand the client benefits in two ways.
One he hars ihe srdvantrge of comparing the quoted bill
of quentitice and two, the risks of incorrect information
as regerds quantities by-pess him,

SELFCTION OF CONTRACTORS:

The powers of selecting contractors to tender for
projects sre Yested on the client. However, the method
mAay be any of the followirg:=-

a) Open competitive ternfering

b) Selective competitive tendering

c) Nepotiate?d contracts,

The methods ahove are penerally used whether the Client
is an individual or 2 Public Orgenizetion,

Experience reveals thet selective and negotiated
contracts are frequently.favnureﬁ by indivicual Clients
while public contracts #re based meore on overn - Competi-
tive tendering, Open = Competitive tendcring reouires
every qualified contractor tn tender but having setisfiecd
the conditions of pre-qualification,

In general, pre-qualificstion is based on technical

copability, current work lrad en? room for more,
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On Selective ~ Competive tendering, the Brchitéc§' f
invites & number of confracfors_priv&tely to'cbilect ;ﬁ
tendér documents of the pronoser project. Their_respoﬁQ
se:s depend lergely on their.interest and willingness,g-j
This tvpe of tendering gives the architect thpjopnortu-
nity of FAealing with one contremctor at » time, Confracts
awerted under this svgtem sre normally constructer under
A single con'ract or by mesns of several contraﬁts. This
has an advantere of centralises responsibility for the
purpose of meregement, On the other hend it hes somef
negative effecta, One it vollutes the good atmospheré
between the arechitect end contractor on thrlone hana
nnd tre client and contractor on the other, This is in
the contrxt of the fact that thc contractor may try to
minimize his coa? commitments to the project in order
to maximise his profit. Secondly, selective tendering |
results in separatinnihetween design ancd construction
thereby hindering the pessibility of feed boack from the
poarticivents, Thirdly, it eliminmtes contracter from
building a reputé%ion for anonther project except if he
hes the lowest. tender, ' | l T

Iﬁ negotiated te;dcring, the contractor is inv;ted
and even before the degigr is completed, Such & C?S; i
allow rocm for eagy handling ofqposrible cnquntion&
It alge provides ¢ forum for goad relationstip bétween

i

the architect and the Contractor. S ]
TENDER_DOCUMENTS- AND SUBMISSION: ! f

Tender documents are issued to the contractors for.
. |
inspection ané FThorough examinetion within the specific -
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time up to the closing date. Tender’documenta very frem
one project to the other. However, tender documents in
most projects cove} the following:~
1) A set of scele desipn drewings
2) A tender form
3) Bills of guantites (where rpplicable)
L) Specificatiors where applicable
5) Genersl corditions of contrsct.
From the documerts shove, the contractor is furrished
with every ht of informatior needed with respect to the
contract, A copy of scrled design drawings is supplied
to contractors where bill of ocuantities 2re avplicable,
In the cese of non-aveilebility of quantities, the cone
tractors are supplied with sets of drawings and specifi-
cetiong from where they sre expected to prepsre their
own estimntes.
| Criteria used in considering #nd Pward are os
follows:~ (These are generally used by Private Organiza-
tions and individuels)
a) Adequete resources possesed by the tendcrer
e.g plant a2nd equipments, finsncial stand and
personnel,
b) Project being executed,
¢) Performance on similar project previouslv with
the client or elsewhere,
d) Whether previously repistered with the client,

e) Contract guoted figure 2nd Auration.
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Both the client and contractor sig- the contract basing
their obligations to each other on the contract documents,
It is durineg the sirninr of the contract that the smounts
of liguidsrted dameapes and pscerteined damepges are inserten
end cleerly spelt out, Liguidated ar? ascerteined fdomages
are the amounts of monevy cherged on the cortractor for
failure to complete the contract within the esgreed dura-
tion. Retention money is also set aside, This is the

money deducted from the amount due to the contractor

and kept by the client to psrv for the cost of carrving

out remedial work on the¢ project. Formel " offer and

b
n

acceptance” between the client #2nd the contractor

rezched when the former collect the simmed contrect
documents from the lstter,

Tenders are submittes either by post or by hend,
These fdevs, tenders arr submitted by hend so as to
eliminate the riEP of misplacement, When submitting
tenders, some reocursts are mafde by the client to the

T}

contractors, These recuests include:=
1) Photocopies of registration certificate
2) Project completed in the last three veers

including information Like the clients, loca-

) Projects being uncertaken indicating clients,
the project duration, totel contrect velues an?
presenrt stage of construction,

L) Workforce indicating their number, skill end
qualifications,

5) Details of aveilable facilities an® locations
e.g. workshops snr' plents,
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These request s#re mostly me-e by public organize=
tions such as ministries and government depertments,
Tenders sre onened in the preseﬁce of an administ .ing
committee with the ten”erers in aettendence,

CONTR/.CT /W/RD:

The contractis awerded to 2 competent contrector
after careful examingtion of various informetions sup-
plied, The awar? is based on manv factors an? these .
factors denend? on the type of project being awarded,

The submitted terders are passed to the gquantity
surveyor for his avopraisal an” comments, Tenders are
checked for possible errors and corrections effected
accordingly.

Recommendation is then passed to the client for
approval, However, the recommendetion for the award coes
not bind the élient s he is 2t liberty to use his
discretion for makineg the award,

SITE SUPERVISION

The essence of site supervision is to ensure thét
the clients' requirements as expresse? in the contract
documents are correctly interpreted an? thet the problems
that may arise ere satisfactorily resolved, The respon=-
8ibility for supervision is shared between the main con-
tractor erd the design team, They are both boun”® by i1e
conditions of thr contrect which woul”® not be possible
without e degree of supervision, The extent =néd nature
of the supervisory asrrangements will “eperd on the

compexitv anf size of the contract works,
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In%pite of completé plenning and decumentation et the
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" INSTRUCTIONS AND VARIATIONS: . . L

pre-contract stage, it will be probably necessary from

time to time for the architect to issue further drawings,

details end instructions, It is important thet these
insfructions shoul? be clear and where revised drawings

are issued, the revision should be specifically referrer

to. There are instructions which involve variation, - | -.

L

Variatirn means the 2lteration. or modification of the.
I| .

desimn, quelitv or quantitv of works as shown upon the ;.

contract drewingg and fegeriberd by or referres to in 'ﬁ
thecontract Bills,'ahﬂ includes the addition, omission
or substitution of =any work, the slteration of the kind
or stanfard of #ny of the weterlals or poods to he used
in the works =nd the removal from the site of any work,
work meterials or goods excuted or btrought thereupon by
the contraé%hr-for the purpose of the works. The archi=-
tect's instructions will describe th varied work, state
ény 1+?m +o be omitted ar? record any new or fgéommended
drewings which sre to be worked to, These varistions
will however, surface after the finel accounts of the

quantity surveyor when he s vreparing the vealustion ff;

certificate,.

. DELAYS iND DISPUTES: N ff} o
The cdelsy in the completion of contracts is one of
the most common causes of disputes Auring the adminise
tration of contrects. It is also the most Justifiehle
cause of the contract system ar? construetion induéfgy

in Nigeria, ' A . | #%wﬁlfl : i’

4

'Ji:¥ W;~§ﬂ;iﬂ;

|
!
b
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S

Delevs can be caused by three m=jor pérticippnts

in the construction process i.e o

o)
b)
c)

a)

The Contractor,

The Client,

The Adesign team and _ %EPJ o f i'

f \
i ! 3

Outside cruses which e#re beyond the contrel

of the parties to the contraci or their

h

il

representatives. -W-[ ; ;
o )5%‘ |

The Contractor crn avoid delays by proceeding dilil-

gently and « fficiently with the construction works

ensuring he hos the required menpower, machinery and

materials, o i e

Delays outside the control of the major particpsnts

in the construction process are mninly FORCE MA:JEURF

which include fl¢ods, strikes snd any direct legislatw e

or administrative interference, S
} H
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CONTRACT ADMINISTRACTION IN PUBLIC BUILDING PROJECT

. —

A _CASE STUDY OF TWO PUBLIC ORGANISATIONS:

ITn studying contract administraction in Public
projects one has to go back to the basiCsi.e., to
talk about administretion generally,

Admiristration must exist in anv organisation set
up for a defined purpose or objective, Whether you think
of a University, #nd Industrial Enterprise or a purely
Social Organisation, there' has to be Administration
because each one consists of human beings brought toge=
ther in & hierachisl set up, making use of tools, equip-
ment, human and material resources, all in the quest
to attain the objective for which the organisation is
established. The heads of these organisatton i.e,
Univergity, Industrial entervprise and public organisa-
tion,,gach with furctions and responsibilities for the
accomﬁlishment of the objective or purpcse of the organi-
sation, ‘

This process requires planning, orgenisstion, command,
co=ordination and control, All these constitute adminis-
tration, Every orpganisation in modern society consist of
many different groups of people woven together in a
complicated process to achieve the ohjectives or purpose
of the organisaiion, Therefore, the study of esontract
adrinistr-tior in public Proiects iz t“e study of the
foles'a"d oractices of *ti'e various pariies irvolved

in a construction process to reslise a project,
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In any study of contrect administretion therefore
the basis elements of centract edministration as out-
lined ir chanter two and the questionaire are the varias-
bles to be studied end an:slysed, The two public organie
sation which are bteing u=ed as case studies ere tre:=-

1. Kaduna Strte Mousing ‘uthority, and the

2, Kaduna State Healt: Management Doard,

Thev are mos* suitatle bhecai'se thev are prhlic
orgenisstions with clearly defined po=ls and objectives,
They shere the same me-apgerent structure with the civil
service bhut onerate outsgide the civil service structure
in order to redvce red tape and bhuresucrscy for impoved
efficiency. Trhe Kadima State Jouvsing Authorityv and the
Fealth lienagement Poard sre herein after referred to
as ¥oUA and H'T respectively, Contract ‘greements/-
Conditions refer teo t%e JCT Form of contract (1963
Edition) and the Stsndard Form of Contrescts. 7

It is not difficult to determine from tte edicts
settirg ther up trat their ronls and ohiectives ere
clearly defined,

(a) The Kadure Stete Housing Authority wes estabe-
lished by Edict No. 3 of 1975 wkich eceme into
operation on the 1st dav of April 1975 and was
cherped with the following resronsibilities
(Extracts):f
(a) Underteke the Develovren!, Construction

ard Manegement of FHousing Estates,



’ﬁill N o ) lﬁifj_,;;3g _ - .
B)  Construct en@ meintetn @wollimn eweon
© . end ¢ ther buildings that ere necessery
or desiratle for the performance of the
functions of the Authority; ‘
N ?f  ¢) Provide ard maintein roads, footwavs,
bridees, drains, sewers ard other water
eourse for or in connection with eny

housing estate or building owned, constructed

or menared by the F‘uthorityj [ -4 0m sl

)
[+
L

Acquireé, construct, raintain of repair any
works, plant or apparatus neceLsarY or
desirable for the provision of electriesl,
water or sanitary services for or in con-
nection witk arv housirg estatg or huilding

owned, constructed or menaged by the autho-

:I ' E . ! A
;- o - i |

5
1
v

rity"., ; *

[

.
FR

}
|
i
b
L
:|:-» )

. : - - Source: North Centrasl Stete
L _ - a ' ot of Nigeria,
R _ _ : o Gazette MNo, 22,

Q;f | . ‘ "~ Supplement Part A

caren




(b)

the following matters. {(Extracts):~ R

k0. i

The Kadvne Stete "lealth ¥anagement Board

was estetlished by Bdict Mo, 7 of 1978 with:il i

the sole purnose of "th- overal m:intein?nce
o

the State within the framework of rational i

and state Yealth Policies”, ind also hefi;h

boerd mav erter into contracts in resnect of

; ool
| RN B
a) Engeneerirg works whethe huilding,

L
B

.¢civil, mecharicesl or electricsly ! .

b) Construction, repeirs a-d maintenence

of huildings,” : ' TR R
| | LRIHIE
&
i
S
S R
Source: Kadnma State of Nigerias
Gazette No., 13 vol, €
of 1978, j |
i !-!_-. :]

LR BRI
‘and menagement of health services throughout

oy
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KSHA Prior to the ndvent of the civilian adm nisL
tration in October 1979, all policv statements on
housing were cortaiﬁpd in fhe vearly esa}rﬁtes of
the Authority erd thet of the ministry of orks and'

Bousinr, This however did not go revord the amrount

- of monies to he exrended or housing snd the plsces

0
to tenefit. However, with the civilien idw niLtrati n,

it was necessary to tssue cateproricel policy statements
i.e Programmes. The first civilian govefhment stcted

Ll
that it intended to build 200 (two kundre;‘hnucing

I
units) houses ir each of the (1) locel government i
areas of Vaduna State ard 1000 units 13 tﬁe caepital
R O T R R

yeerly, The statements did not srecify the types o

housing units and where sprcificelly and the monies -
voted for suchk endesavours could only bplfoﬁpé inl \
Government aestiretes, Every year the #overn#enfjma@i-
tained such & statement upto the time when new local
goverrment areas were created making ?.elqeq_total
from 1. to 7D. Did the roverm~ent nean tFégithe 200
housing vnits were poing to be bhuilt in each of the .

70 local governrment areas or did it mesr tqnt t%ej

total for the 1 was poing to be shered amon”sf the

70.
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There was 21so sbsernt of a clear cut guideline
for the siting of housing units i,e need, ponulation,
vocationzl or Industrizl establisment or otherwise,

The =itinc was done from the office of the Goverror.

HMB: Before t'~ talring off the F'P in 1980, 211
hospital projects were handled ty the llinistrv of
Health, However in 1970, the Kadima Stete Coverrment
iscsued a statement thezt it had erbraced tle "Health

for all by the yvear 2000” propramme ard with that

came heavy investrert in the construction of hospitels
and health cenires, "Policy Statoments” were only
contained in the vearly estimates of the Goverrmert

and tte revised four'h National Development Flan,
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HANPO' =2 UTILIZATICM A"D ORGANIZATICNAL STRUCTURE

BACKGROUI'D:

The vrofessionals whose responsibilities and
duties are to he outlire carnot finction effeciently
without coordinstion and direction #nd thrt is why
t-ev 2re woven topgether as a devartment or an orrarisa-
tion for eessier interaction 2rd harmonisirg of their

activites, Like in most Public oreesnistions, they

are arrarped hierachially in order of senfority and

essipred professionallv in order to ackieve the objec-
tiveg of the orparisation, However, at tre top of

the hierachy is the hezd of tte orpenisatior or the
depertrment, ‘hro is resvorsitle for ersurine proper
vtilization of manrower, /s staterd earlier it is our
objective to find out wiether the rrofessional biass

of the head effects ovtput of other professionzls?
Yhether the dutiec essisred to each reeslly rmakes thre
best use of tYem? and wretier the functionsl a=@
hieraschial relationship in which they find thermselves
affects treir schedules ard conseqvently their nerfor-

mances,
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L.3.2 DUTIES ~MN RESFCISTSILITITS OF PROFESSIONALS §
— ~——— S —

(A1) IN TEZ (vaHA)

[CFITTCTS:  Designs (mainly tre revision of drawings

inherited from defunct Morthern Regional
Goverrment)., Pre and Post contrect edrminis-

tra*ior an rdnministration of Section or units,

QUANTITIES SURVEYORS:

Preparation of tender documents, valuation
for interir certificates, measuremert of

variation and as<esment for housing loans,

DISTRICT [1ANAGERS (K SHA):

Supervision of project in the locel Govern -
ment areas, prepcration of mornthlv progress
reports, collection of rernt=s ard resvonsibi-
lity for administretion and staff welfare in
the field, (Fay be Civil or Puildiny Engineers
iritially),



IN ™E (HVR)

ARCRITECTS

Designs of minor comporents of hospitals
ard health centres, Liasines with Consul-
tants in preparstion of comprehensive
Desipgns for hosritels. Supervisior of

projects, Post Contract Administration,

QUANTI™Y SURVLEYOSES:

ZON2L ET'GIN

Esteblishing svecification, Cost Estima-
tion of projects cost planmning, cost
control, preparation of tender docurents,

preparatior of veluetion certificates,

‘RS

Supervisiorn of proiects, preorratior of
morthly progress rerorts, preparation
of valuastior reports but cennot autho-
rise extra-work, (lostly are civil

E-egineers,

STRUCT!RAL/SCIVICFS/EI ECTRICAL ~“'CINEDRS:

In toth the VIHA end the H'M the Llectri-
cel, Structural and Services Lrgineers
are mainly emploved for thg supervision
of works alresdy desisned by Co-sultants,
They are however, involved ir desiprs
when rrvisions of desigrs erd Ertentions
are rade, They are an auxillary unit

even ir works derartrerts,
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h.3.3 ORGANIZATIC AL STRUCTURT:
(Sowrce HMB,

HEALTE FAPAGTI ZMT ROARD

MAPAGTIENT |

DEPUTY CI'TEF E"rrn;.'-‘.ql

!

ASSISTANT CIIEF

ARCYITVCT

PRINCIPLL QUAMTITY
SURVEYOR

ENCINTE™S

STRUCTIRAL /EI ECTRICA]

iy

TECINICAL /DRAUGHTS: TN

>
-— 1

FIG. L.1

ZON/I, TMGIVETRS |

F'NCTTONAL ZVD FIER/ CFIAL RTLATIONSI'IF,
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K*DIN'k STATE FOUSTIYG ANCHONT™Y

(9ource KSiA)

GEERAL TI"/NAG™R ve e e

CHTEF A““vthle

™ .. -

CMIZF E'CTNE R

NUANTITY PRINCIPAL ™NGIMFR
ASST, CHIEF SIMVEVOR S1ECY. VB8, JCTVIL

ik

PAIMCIFAL
RUTLDIMG

FNGIVE R

FIG. L.2

—

—

DISTRICT 1'“NiGZR

FFINCTICMf1 A D HIERACRIAL RELATICTSHIP,
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AN’LYSIS

One mav worder how t%p orpanisational structure of an
organisation or a2 departrent conld affect the practice
of trhe Admiristratiorn of Contracts, YHowever, in & bureaus<
cratic set ugfposts, ravks ancd seriority affect the
roles, furctions end responsibilities of “he members.
There is a gereral agreement in the construction
industry s to the roles plaved by each memeber of *he
building tegm, Naturzlly, »n Architect is ecvected to
head the Tuildineg tesm but 2 close look at the oreanisa-
tionel structure of the ¥SHPA and the H''R one would
find thet it is not so, The orgenis~tion ard the pro-

fessionels are swere of their duties and furec*ions;

trhis is however rot strictlv adhered to ard #s # result

duties a~d resronsibilities overlap resultine in ree
duced ef'i-"iciency. Vany at tires profe-~sicnals in
specialised fields firé tremselves administrative
heads of their dppar{wontﬂ and rmpy assirm roles to
VPPiEUS professionels 2t various =tares of the conse-
trcution‘process from a narrow point of view,

Take for exemple, t'e ﬁost of Zoral Engineers, bl decs
Architects should be appointed zonzl ensineers. lore-
over, in reality anybody is eprointed, even Zlectrical,

lfecl'anical ard Civil Enpineers are 2vrnointrd as zonel

engineers,




Fie. L.1 end Fip, 4.2, shows the functionel and

hierachizl reletionship in the ¥SHA anithe Yorts

Department of “‘re H'B, In the fvpé of set up we |

ﬂ

- fird qualified professiorals performirg the wrong

Pl

roles, This affects the ahility of & person tc dis~

charee his dutles efféctively and efficiently thus

cansing great impedinment, to the rrocess of contract

Administration.
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TYPES CF_FROJECTS AND SCOPEZ O™ COMNTRACT:

low ircome earners.

PROJECT

[ cesT  (3Y)

3=Bedroom
‘uslim type Quarters

2,~-Fedroom
Muslim tvpe Tuarters

32,000,00

21,000,00

NO,

ESTATE

—— = -

PLR

15-20

30-35

All houses huilt bv the authority ere for

DESCRIPTION

Contain two or three
bedrooms end a court
vard, flaximum of two
toilets, one kitchen
and ore living room.
lM'ostly detached,

Gernerator House
for ar estate of at
least 50 houses

78,000, 00

Sinrle structure to
contain gererator,
switchpear and suxil
lary aprliances.

Roeds ar? otter

civil erpireering
works for an estete
of 2t l-2et 50 houses

7y, 000,00

- ———

Are such that each »
and every house in
the estete is acces-~
sitle by road and is
properly drained,




H.M.B, The sizes of projects undertaken vary greatly
. with the size of facility.
PROJECT 0ST (§) NO D" 'SCRIPTION o
1. Katsina Svecialist Contain 200 beds
{

Foepitel 3.5 million L (ortheoperdic, medias
tric, peneral vard,
opereting threatres),

!
housing facility,
gererator house, perma-
' nent ferce, Roads,
| Zlevated water tenk etc,
!
2. | telumfashi Vospital Conteins 100 beds with
1.5 million 1
Pediatric - tre pediatric ward
'. conta2ining 50 beds,
— = ) Pa— - —--i e ——
3. | Giwa Orthopeadic 1.5 million 1 Contains 100 beds with

Hospital the or‘hopeadic ward

cortaining 50 bheds.
L. Comprhersive Health
700,000,00 10 Simplyv a S0 bed renerzl
Centres
hosnitel,
BN |
L : ). 4 \ 350,000, 00 10 A 30 beds ge-eral Hoss-
| centres pital,
6. i P=sic Fealth Centres 96,000, 00 22 Contains 10 beds for
- limited obtservation,
7. Intermediate Steff (20-30),000, Jomes in 2 or 3 Bed-
Tuerters room versions. Designs
belong to the ESHA,
8. "alls 2 ,000,00 For t+e provision of
' weter where there is no
" L - water supply
0. Pt latenes L ,000,00 Toilet feecilities in

rural Health certres,
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ANALYSTS

In the HMB Projects include Pit Laterines, Wwells,
Basic Health Clinics, Primary Health Centres,§Cgmpre-
hensive Health Centres and General and Speeialist
Hospitals, Costs uf the Project range from two»thiusand
naira to three and a half million naira.

Most of the projects designs were inherited
from the Ministry of Works Northern Nigeria, There
are standard designs for the various components of
the hospital e.g., theatre, male-ward, out-patient
department and X-rag room, These designs are revised
from time to time to accommodate the extention and}_
contain changes in building materials and new equip-.
ments., However, in the cases of complex projects like
the Katsina Specialist Hospital, the Malumfashi
peadiatric Hospital and the Giwa orthopaedig hgspital
designs were a little different from the usual, |,

Fur the KSHA projec¢ts are mostly twe and thyee
bedroom low cost houses spread over the fourten Jlocal
government areas with approximately fifty in each,
C.sts range from 20,000,00" to ¥30,800,00 per unit,

The de$gn5 are the standard twe/three bgdrghm
mqslim-type intermediate quartere used by the ‘erugof
Northern Nigeridn Government, ﬁ‘weven, &7ce the KSHA
flirted with theiidea of prefabwigated/industpial’

- building systems, About 100 multie-sterey houses.wepe
built and this system was also used for pamst ’ﬁ *he
development of the Unguwaf Rimi and Barnawa Housing

estates,
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However, this idea has long been abandoned, The
scope of contracts is very wide but it is cléarly
spelt out in the Contract Agreements,

" The contractor shall carry out and complete
the works in accordance with this Contract in every
respeét in accordance with the directions and to
the reasonable satisfaction of the Client, If the
Contractor shall find any discrepaney in or diver-
gneee between or within the Drawings and/or Bills
of Quantities he shall immediately refer the same
in writing to the Client and specifically apply in
writing for any necessary instructions from the
Client in relation tnereto. The Client may in his
absolute discretion and from time to time issue
Client's Instruction in regard to:-

a) The variation or modification of the .design,
quality or quantity of the works or the
addition or omission or substitution of
any work;

b) Any discrepancy in or divérgence between
or within the Drawings and/Or Bills of
quantities; ‘ -

c) The removal from the site of any materials
brought thereon by the Contractor and the
substitution of any other materials therefor;

d) The removal and/or re-execution of any
works executed by the Contractor;

f) The dismissal from the Works of ‘any’ person
employed thereupon; T e

g) The opening up fqr inspection of ;ny work

~ covered up;
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k) The.amending and.ﬁaking good of any defects

in accordance with the provieions of.

If any verbal instructions, directions or explana-
tions involving a variation are given to the Con-
tractor or his foreman upon the works by the Client
or the Client's Representative, such instructions,
directions or explanations shall be confirmed in
writing by the Contractor to the Client within
fourteen days, and if not dissented from in writing
by the Client to the Contractor within a further
fourteen days shall be deemed to be Client's Instruc-
tions., The Contractor shall fortwith comply with
all Client's Instructions, If compliance with Client
Instructions involves any variations, such variation
shall be dealt with under, ‘

and the value thereof shall be added to or
deducted from the Contract Sum.

If a compliance with Client's Instructions involves
the Contractor in loss or expence beyond that
provided for in or reasonably comtempleted by this
Contract, then unless such instructions were issued

by reason of ¢ =,
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If within seven days after receipt of a written
notice from the Client requirdémgrtcompliance with
Client's Instructions the Contractor does not comply
therewith, the Employer may employ and pay other
persons to execute any work whatscever which may be
necessary to give effect to such instructions and
all costs incurred in connection therewith shall
be recoverable from the Contractor by the Employer
as a debt or may be deducted by him from any monies
due or to become due to the Contractor under this
Contract:h

Tendering and Award of Contracts:

From its inception,the Civilian Administration
directed that the Kaduna State Housing Authority
should review its registration of its Contracts
with a view to reviewing the list, A£$er this was
done, Contracts for the construction of 50 (2 and
3 bedroom) housing units in each of the 14 local
government areas were advertisec in the New Nigerian
of January 20th 1980 with fees from K50.00 to a
¥100,00, In responseto the advertisement about
three hundred and fifty contractors tendered,

Because of the enormity of the task of appraising

each tender (tender documents included bills and

drawings and prequalification was registration with
the Authority along the criteria mentioned in chapter
3) simply only a masterlist was compiled with the
quoted figures, This list was passed on to the

management with the recommendations that since no
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project was bigger than (¥100,000,00) one hundred
thousand naira the contracts could be awarded lump
sum,

The Board of the KSHA deliberated on the contrac-
tors and provisionally awarded the contracts to
185 Contractors, some with two units and some with
one, Contract for the Power Houses and Civil Engi-
neering works were also awarded., The board also
'divided projects into two groups.

Group A Projects which cost up to ¥100,000,00

and above,

Group B Projects which cost less than ¥100,000,00.
For group A the contracts are forwarded to the Govern=-
ment House for confirmation, The powers of the
board stopped at ¥100,000.,00 per Project,

In this case however because there was no project
bigger than one hundred thousand naira the master-
list was sent to the Government House and a final
list of Contractors was approved.

In future however, the KSHA, did not call for
tenders anymore. Those who deserved more Contracts

were recommeded to the board by the management,

HMB All contracts for constructions in the HME

are anertised and are open to contractors registered
with the HMB, Kaduna State Government or the Federal
Works registration Board, Contract over #250,000,00
are usually split amongst several contractors -

except for the Health Centres,
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Management was advised after the list of contractors
and their quetes was complled,

In the HMBE the Chief Executive was also the
Chairman of the Board., Sometimes the Board was by-
passed with direct dealings with the Government
House. Tenders were also not appraised because
of the time involved z2nd advice was niether sought
or received from professionals employed by the board.
For larger Projects like the New Nursing Home, Katsina
Specialist Hospital, Malumfashi and Giwa Hospitals,
reputable contractors were invited by management
to bid for the Contract,:-No professional including
the Deputy Chief Engineer was never involved in the
negotiations,

ANALYSIS: Tenders are mostly advertised in the National
dailies, as required by GCovernment regulations,

In the KSH2 tenders ar;“mostly open or negotia-
ted with the lowest tenderer awarded the project.

In the HMB tenders are mostly selective or nego-
tiated if the projectlrequires the attention of
a specialists Contractor, However, in the last four
years a new trend emerged, Ténders were advertised
and processed as usual but it is possible that none
of the tenderers will win the Contract, The Contract
is eventually awarded to thc persons the political ‘
leadership deem 'competent' and their documents
would be backdated and processed, .

When tenders are advertised in the national dailies,

respondents are given the impression that every
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Contractor?subject to certain conditions, has equal
chanees of winning the project, Moreover, my find-
ings showed that tenders are only advertised for
official record purpéses, but projects had been

for all intents and purposes, awarded ewen at the
time the tenders are advertised, It is a system «
whereby some official 'Con’ ‘the public and exploit
situations for their personal benefits,

Also in negotiated Contracts, there are no pre-
qualification for tenders (i.e a system whereby
Contractors are screened to weed the very poor ones),

It was also noted that there were no appraisals
of tenders, In the end despite the amount anybody
quotes for a partiéular project, the Contractsrare
awarded at the Ministry of Works estimate i,e for
the same type of project, all conditions being the
same, the Contracte are awarded at a flat rate,

And most of the Contraets are awar&ed to
Contractors for reasons other than ability,

In the tendering proeesses most of the Profes-
sional have no role except to document, Most Contracts
are eventually subleted because Contractors who win
thése counbrafts have neither the capacity nor the
ability to do the job, The cohditions of Contracts
however say " The Contractor shall nto without the

prior written consent of the Client assign thés
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Contract or sub-let any portion of the Works;

provided that such sonsent shall nto e unreasonably

withheld to the prejudice of the Contractor", The

provision is seriously breached since Contracts are
*sold' like yams,

CONTRACT AGREEMENTS: 1In Kaduna State all government

agencies use the same forms of agreements, These
are of two types and are based on the standard form
of contract and the Federal Gevernment conditions
of contracts for lump sum contracts,

The conditions for lump sum contracts is used
for projects whose total cost is estimated to be
under one hundred thousand naira., It has only twenty
two clauses and deleted deliberate.lj are

the clauses concerning unfixed matérizls and
fluctuations, No payments will be made under this
agreement for unfi;gd materials and né ¢laims for
fluctuations will B; entertained,

This type of contract agreement is more commonly
used by the KSHA.

The second type is used for projects over
(3100;000.00) one hundred thosand naira, It is the
revised form of the stabdard form «nd resembles the
JCT Form,

One 1oticeable revision is the clause dealing
with payment to contractor. The time has been canged
from "28 days" to "when funds are available in the

treasury,
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This form is mostly used by the HMB. This
form however has a lot of obscurities which have
gdther not been fully identifted or are yet to be
resolved,

Government Agencies have however been able to
deal with contractors in ways they have deemed

fit because most of the contractors are illitrate.

Theee is an agreement in both the KSHA and HMB
on the clauses which are bottlenecks and which are
abused and misused, The clauses which deal with in-
terim certificates and payments, variations, unfixed
materials, fluctuation and liquidated damages are
seriously breached by both the KSHA, HMB and the
Contractors. However, the Government is always at
an advantage because majority of the Contractors
are illitrate and deo not know their rights, Most
of the provisions that are breached state as follows,
And it is not difficult-to determine from their
texts how easily these breaches could be made;-

" No variation shall vatiate this contract,
All variations authorised by the Client or subsequent-
ly sanctioned by him in writing shall be measured
and valued by the Surveyor (Sr if none then by the
Client or the Client's Representative) who shall
give to the Contractor an opportunify of being present
at the time of such measurement and valuation and

taking such notes as the Contractor may require.
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The contractor shall be supplied with a copy of the

priced Bills of variations showing the sums due to

him under the Contract not later-than the end of

the Period of Final Measurement and before the date

of the Client's certificate in respect of such varia-

tions, and the valuation thereof unless previously

or otherwise agreed shall be made.in accordance with

the follawing rules:-

a)

b)

Thé prices (in the bill§ of Guantities mens

tioned in clause L of these conditions shall

determine the valuation of extra work of

similar character executed under similar

conditions as work priced therein;

The said prices, where extra work is not

of a similar character or executed under

similar conditions as aforesaid, shall be

tHe basis of prices for the same so that

as may be reasonable, failing which a fair

valuation thereof shall be made,

Where extra work cannot be valued in accord-

ance with sub-clause (a) or (b) the Contrac-

tor shall be allowed day-work prices at

the rates, stated in the form of tender;
Provided that in any case vouchers speciw

fying the time daily spent upon the work

(and if required by the Client the workmens!

naﬁes) and the.materials employed shall be

deljvered for wvérjfication to the Client



d)

2)

~or the Client's Representative not later than

the end of the week fellowing that in wkich the

work has been executed;

The prices in the above-mentioned Bills of Quantities
shall determine the valuation of items cmitted:
Provided that if omissions substantially vary the
conditions under which any remaining items of work
are carried out the prices for such remeining items
shall be valued under rule (b) of this Clause,

The measurement and valuation of the works shall
be completed within the Period of Final Measurement
and effect shall be given to the valuation of varia-
tions ﬁ& adjustment of the Contract Sum",

“Wheré in any certificate of which the Ccntractor

has received payment the Client has in accordance
with Clause 27(2) of these Conditions included the
value of any unfixed materials such materials shall
become the property of the Employer and shall bhoth
be romevedcrreppt!forumee upon the Works unless the
Client has authcrised in writing such removal, but
the Contractor shall remain responsible for loss
or damage to the same," -
(1) The Centract Sum shall be deemed to have been
calculated in the mamner set out below and ahall be
subject to variation in thelevents specified here-
under; -

a) The prices contained in the priced Bills

of Quantities shall be deemed to include
the net cost of labour and materials and

goods current at the date stated on the



(2)

(3)

(4)

deerensc in the rates of wegos prid to the mnufacturc's
cnployces, thon Kedun2 State Government Zmploycos ongpged
in sinilar work hnve reccived n comparable incrcasc or
deereascy resulting net ineronsc or deercasc shall be prid
to or allowd by the Contr~ctor;

The Contrictor shall incorpor~tc the provisions of this
clrusc 28 in any sub—<ontrict for portions or work subjcct
in ~eccordince with thesc Conditions, Any flucturtions in
priccs in rospect of the works so sub-lct shall be prid to
or 2llowrcd by the Contrrctor sccordingly.

The Contrnctor shall within o runsonable time give aritten
noticc to the Cliont or the Clicnt's Represcntative of ~ny
inercase or deerense in the net rotces of woixs or in the
nct priccs for any of the mitirinls or joods “nd of ony
inercase or decreasc in the net sub-controct prices for tny
portions of thc works sub-lct.

To addi;im to deduction from the Controct Sum rnde by
virtue of this Clausc shnll 2lter in any way the anount of

profit of tho Contracter included in the Contract Sunm "
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SUPERVISION OF PROJECTS:

In the KSHA we have District Managers who manage
the Estates and supervise projects in the local
governeent areas, They send Monthly progress reports
to the hezad office, Variations are made by the head
office, In HMB, howevef, the state was divided into
four zones with a zonal engineer in each of the zones,
The zonal Engineers and their staff are responsible
for the day to day supervision of projects and the
preparation of valuation reports, The valuation report
is a statement of the items completed by the Contrac-
tor as specified in the Bills of Quantities and where
bills are not used percentages of completion are
given, This forms a basis upon which valuaticn
certificates are prepared at the Head office by the
Quantity Surveyo,

The mist difficult problem in the supervision
of projects is the quality of the supervisery étaff.
Most of them are technicians and technologists who
scmetimes make decisions that have drastic conseque; ‘
ces on the projects, The second, problem is also-thei;’
number, The projects are very.many and scattered alle
over the state and. it is very difficult for the
small number of staff to cope with adequate super-
vision. In some cases even if the staff are qualified

and experienced their powers are limited in that they
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could not make any decisic 1 that may involve éxtra -
costs,

In both the HMB and the KSHA field staff cannot
au?horised any works involving extra-costs, The
Contract Agreement are very clear about Supervision
and the powers of Supervisory Staff,

(1) vThe duties of the Client's Representative

are to watch and supervise the Works and
to test and examine any materials to be
used or workmanship employed in connection
with the Works, and the Contractor shall
affort every fecility for the performance
of these duties, The Client's Representative .
shall have no authority to relieve the Con-
tractor of any of his duties or obligations
under the contract, nor except as expressly
. provided delay or any extra-payment by the
Employer, nor to make any variation of or
in the Works.
(2) The Client may from time to time in writing
- delegate to the Client's Representative any
.of the powers and authorities vested in the
Client and shall furnish to the Contractor
a copy of all such written delegations of
powers and authorities., Any Written Instruc-

tion or written approval given by the Client's
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Representative to the Contractor within °
the terms of such delegation (but not other-
wise) shall bind the contractor and the
employer as though it had been given by
the Client, Provided always as follows:-

(a) Failure of the Client's Representative to
disapprove any work or material shall not
prejudice the powers of the Client there-
after to disapprove shuch work or materials
and to order the pulling down, romoval, or
breaking up thereof,

(b) 1If the Contrcttor shall be dissatisfied

by reason of any decision of the Client's
Representative he shall be entitled to
refer the matter to the Client who shall

thereupon confirms, reverse or vary such

. M

decision,"
1. " The quality and quantity of the work included
in the Contract Sum shall be deemed toé be that .
which is set out in Bills of Quantities mentﬁoned
in Clause I of these Conditions but save as afore-
said nothing contained in the said Bills of Quan;
tities shall override, modify or affect in any way
whatscever, the application or interpretation of

that which is contained in the Conditions,
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2, Any error in description in quantity in or
omission of items from the Bills or Quantities
shall not vitiate this Contract but shall recti-

fied and treated as a Variationfh

- CONTROL AND MONITORING

Contrcl over the projects is poorly cised in
both the XKSHA smd the HMB, It starts by controlling

costs in the design stage by the professionals involved

in design and planning and during the construction stagce

by the supervisors who make sdre works are done accord-
ing to specification and no extra-costs incured, Pro-
gress of project is monitored though progress reports
and reports on capital finances ensure the level of re=-
sources allocated is adequate for smooth executicon of
project.

P/YMENTS TO CONTRACTORS,

HB %y

Paymen;s in the HMB are divided into two categories,
Payments for 1) projects under one hundred thousand
naira and 2) for prcjects over one hundred thousand
naira.
The first™ is clasified as payments for minor contracts
and these payments are made in three valuations cnly;
each not being less than thirty per cent of the value

of the contract, The bills of quantities are not used

for minor contracts,
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The bills havé previously been studied and percentages
have been assigned to the various elements of the struc;
ture, These pefcentages are expressed as percentages
of the value nf the project. Generally 10% is assigned
to substruoture and 20% to Blockwork etc, These percent-
ages are mostly less than the actual values of the works
in the initial stages of construction ,this deva-
luation is compensated for in the later stages.
Bills of guantities are used for major contracts,
The payments perind Tor lump sum contracts is 206 dsys
as contazined in the contract forms whicle for major
contracts it is when the treasury has funds,
K3HA: Since most nf the preojects here are valucd below
one hundred thousand naira there is no distinetion in
payments, All payments are treated alikei The differe
erice comes in claims e,g, liquidated damages paid by
contractors. In the KSHA, 100 naira is paid weeklyf&n
defaults -\:-0{‘ contract works less than 50,000.00 nairsa,
150 naira = week for contracis between ¥50,000,00 and
H75,000,00 and ®200 a week for contracts abové‘ﬁ75,000.00.
The time it takes for payments to reach the treasus-
ry is almost the same in both the KSHA and HMR because

they have similar burseucratic structures,

i1



-69 -

ANALYSIS:

In both the HMB and KSHA payments are made late
and this causes delays in the executisn of the projects
which lead to disputes,.’ Late payments cause delays and
may consequently call for fluctuaticns and late com=
pletion, Government financial regulations and policies
are usually responsible for these delays. However, we
also find situations where government officials have
tried to exploit the situaticn fo their own perscnal
economic advantage. The problem of payment is very grea
in government ministries because after processing a
Valuaticn Certificate uptc its approval by the account-

ing ocfficer.

DETERMINATION, COMPLETION AND RETENTION:

HMB Cases of determination of contracts during the
period under review were frequent, A4 classic example
is the contract for the external electrical works at'
thit Xagoma General \Hospital, The contract was awarded
in 1979, The main contractor did not start work until

late 1979 and the contract was then stopped. The elec~-

‘trical contractor was given a go ahead to start work
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in 1981 but he refused, Early 1982 the employment of

the main contractor was determined, Again 2 letter was
sent to the Electrical Contracter to proceed withk his
werk but he responded with a conditicn that the contrac
should be revised, The HMB rejected the contractors -
request., Finally a warning letter was sent to the con-
tractor with a dezdline of two weeks within which tr
start work, After the time had lapsed, the contract

file was sent to the Ministry of Justice f~r comments,

A brief was then prepared fcr the Board and the contract

was revolved,

KSHA: In this case the contractor handling the erectin:
of elevated watcr tanks at Mani Housing estzte, the
contract was determined because he was est=blihed
bankrupt,

The contfgétor 3 uvompleined about non-paymcnt for
werks done, The KSHA responded by requesting him to =ask
his bankers to open up new.lines of credit for him and
that his payment would be given top priority when the
KSHA gets funds, _

He responded with a lette~ frocm his bakers that he
was penniless and was furthermore indebted to the bank
tc the tune of several-thousands »f naira,

The casc was forwarded to the Ministry of Jjusticc
for comments,

The KSHA :Doar'd determined the employment of this
contractor bgcause he had declag L‘bankruptcg-

Lo I o . : oy



-71 -

Other cases are not that enasy to understand and for
sake of dectncy and brevity we shall not discuss them

here only in general terms,

ANALYSIS: Most of the new projects undertaken ex-
cept for minor extentions znd maintenance, works

have hardly been completed, We have Contracts lapsing
over tW¢ development periods, The Unguwar Rimi hous=-
ing Estate Contract (prcfabricated structure) was
awarded by the Kaduna State Government in 1974 and

is yet to be completed., However, some completed st
structures are being occupied, The New Nursing Home
General Hospital in Kadﬁna whose Contract was awarded
is yet tc be completed, Clause 18 and 19 of the
Contract agreements are very explicit on completion,
The clauses are however as gond as ncne,

Retention as the rate of 10% is deducted progressly
from the Contract paymenfs. For larger contracts
the retention mcney is usually 5%, Contracts have
in the last four years been terminated arbitararily,
The reason for most of the terminations amongst other
things was Political vendetta, This contracts are
then re-awarded to other contracters at even higher
cnéts. This has led to nany court cases with the
government loosing a lot of money in claims and . .
legal expenses, though some of the cases are handled

by the Ministry of Justice,
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It has been found that the practice of Contract

Administration results from and result in the follow-

ings: -

2.

fmbiguous Policy Statements byGovern-
ment or by Management of Public Organi-
zations, is the major csuse of bad
planning at project conception and all
its atterdant results,
Ambigdous policy statemenks t2o rephrase
simply me2n lack of clearly defined
goals and directions Specialist Organisa-
ticns as a whole may have gozl1s i,e the
purpose for which they were setup but
do not have clearly defined objectives
because tney do not know how te effect-
ively,and effieciently go about the
work they were set up for, They either
set goals too high and are even-
tually difficult to attain because of
lack of resources or set goals too low
which will mean eventually expending
too much »f their resources for too
little 1.2, wastage,

Furkher to this Preojects are ‘not
properly ulanncd znd are not related
to the available basic infrastructure
due to laczk of suffi cient data about
the requirements of the Project., As the

saying go~s prcparedness is the key
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t9 al. successes but tc be prepared or to
plan and design adegately a 'pr'oj'e.ct all re-
levant information must be dollected and
=de availabe to the project designers .3
as to ensure nothing has bet;ri left wanting
2all the factors like availability of space,
fmds etc., have to be “urnished the design
t=2m,

Tee problem most generally felt is cf the
diversion (lack of funds) of funds into more
=r=ssing and lucrative ventures thereby
sarving project: of fuuds,., This will
s==tainly result into luck of funds to
sravide required services and/or‘

Zilities or shortage of funds to provide
:esicfr.r:inimum eguipment,

s is mainly due to the governments
wiicy of compression i.o cutting down

smts to the bgyest minimum wniless when
sigher interests are involved.

Xreaucratic bottlenecks, described earlier
Iz procesaing payments, ‘or work done are
ay a common feature. They result in
#ays and disputes betw- en zovernment and
im Contractors which culminates into all
szts of complitations., Meony a

I=tract had been atandoned f;:rr this

r=Eson.
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There is alsu a clear shurtage »f, and poar
utilization skilled marpower in the professiunal
administrative and executive capacities, Tgis has’
also led to inability to properly administer Con-
tracts, Supervise Projegts etc, This is also a
major cause of ignorance. Ofe4-the Critical Path
methed (CPM) and the Prgject Evaluation Review
Technique (PERT),

Disregard for prqgler tendering processes and
pr-cedures has led t¢ award vf Contracts to incom-
petent and over stre ched Contractors whw end up
pruducing poor quality works, abandoning Projects
or absconding with mobilization fees.

Contracts have also been zwarded, because of the e
loopholes, to alien Contracters wh> realy were not
Contractors in their own Countries of origin and

f“ whoce bonafide Credepntials were not cerrsborated,

The Cuntract Agreements generally in use ie,

i " THE Jet form of Contrect "(Luc2l Authority Edition)
has become nothing but a collection of papers signed
by both goverment and its Contractors, There is

gisredqard for its proyigionswhich are breached by

hadlh mamdd an
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Lastly, there is the prcblem of the round.peg
on a8 sguare hole i.e thé‘professional/specialist in
gnvernment, Government set up scarcely makes it - -
impossible for certain professionals to assume their
roles and'fesponsibiliities as they would outside
of government, |

All the above listed problems or phenomend Hare
results from poor Contract Administration Practice
or the Poor Contract pdministraction Practice results
from them,

The problemé (causes and consequences) that
characterised Contract Administration in Public
Projects are many and numernus but for the sake of

the scope of this work the preceeding eight

lumped classificaticn may suffice,
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CONCLUSTON:
‘PUBLIC ORGANIZATIONS

In order to understand practiﬁes and operations,
and problems emanating therejrom ,of public organiza-
tions and propose useful solutions certain chareterise
tics or factors which influernce stvles and praetices
of puhlic organisations have to he appreciated. Most
important amongst these factors include:

(a) " Polical Considerations:= The public administra-
tive system responds to a2 complex set of demands articu-
lated through the political svstem to en extent that

hes ne parallel in business administration, It is a

fact that modern business enterprises, especially large
ones, must bhe sensitive to political influences end
pressures such as e,g., Customs duties, GCovernment

policy on expartriate gouta or on indeginisation, such
politicerl influences do not stop 2 firm from observing
market tests of efficiency.

Business firms are not directly intergrated with
the politicel system in the way that e1l1 publie adminis-
trative agencies sre, The sgeneies inhabit a political
insteed of 2 market environment and the politicsl svatem
articulstes demsnds ~nd moniters re;ults in guite diffe~
rent wavs from the msrket system, Politicrl consideration

and
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pressure groups could influence government decision,
But, in the public service; the criteria for com-
puting whet c2n be regnarded &s the best use of
resources are more complex ond numerous, Using
economic #nanlysis there will be the need to use
social costs end social benefits rether then en
exnenditure incurred 2rd income rrceived es in '

business.

(b) Financing of Capital Projects:

Capital Projects in public service ere usuelly
financed through own rc¢seurces which could be either
federzl or state grents te the organi&rtion, Seme=-
timea pertain projeets reeuire feweiyn or intern?l‘-
leans in erder to see them éhrough te éempletion,

The sources of own resaurces in Nigeria
are meinly goverrment viz Federsl and State, For
the federal pgovermment her mejer sourées of revenue
are through excise duties, compeny taxes, petrol
revenue »nd miscrllaneous taxes, While the State(s)
depend larpgely on Federal grant/subﬁéntion, domeutie
taxes e,g. PAYE, Ceaurt levies, fines #nd so on,

Cepitel Budgeting constitutes the prrojection
nf requirements, assessmrnt project »nd allocation
of funds for respective periods,

Finencing of capital prejects through awn re-.

sources usually involves pooling of revenue and

disbursing per priority requirements,
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while finence through foreigns loens usurlly
involve seperate records specielly drsigned and
apgreed for thet purpose. Such funds are received
directly from sourccs.

Domestic losns involve funding #nd special
records kept. s for monitoring of performsrce,
.there are several instruments available for this
purpose, These include the certificate of valun=
tion and Contresct Register.

The Contract Registered has the following infor-
mationsi-

n) The neme of the Contractor,

b) The noture of Contrect including descrip-

tion and rmount,

¢) Progressive reduction of contrsct amount

per prayment made,

(B) Retention fee Administretion: The 108 or 5%

——

reduction of Contrect Sum on each certificete of
valuation is disbursed by means of » cheque which
specifies the amount due the Contractor snd the
Commissioner of Revenue.

There is e Jjournal voucher transfering the
smount to a retention fee aécount but payment is
mede on receipt of certificate of velurtion, feleos-
ing the retention after thc éefect 1i~bility period.
Progress report of Capital finances simply are a

record of the percentage of payments made,
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(c) Compression:

Public exnenditure, (as combempleted by spend-
ing departpents end political pressures and demsnds)
always far exceeds the revenue which government
can generste from all evailable sources, Thus the
whole svstem works under constant pressure for
economy.

In eny orgenisetion at any given time all of
these factors or at least one or two would be
found to be rcting 2t the same time,

The two which have so far had the greatest
impact on ihe practice of Contract Administration
are -

a) Politicel considerstions, and

b) The financing of Projects.

Political considopptionsnolluted the policy guiding
the initistion anéutﬁfkg of projects and also
besterdised the tendering system which led to-

poor contractors haﬁdlinp jobs which in turn eslso
led to low quality work e.g, as in the Barnawe
Housing Estate certein Blocks of flsts collapsed
and killed neerly all the occupsnis of the building,
A1l similar structures later hed to be pulled down
in order to svert further cesualties., That 18 a
loss of an investment of over fifty million neirs,
The federal housing programme of the defunt Civile
ian Administrptioﬁ.which lies uncompleted in all

19 States of the Federation is elso 2y other example,



The first problem goes side by side with the second
i.e, Financing of Capital Projects.

Governmen* end Public OrFPniaationSthe;alwéys
end particulerly very recently,projects which are
beyonq their resources to finance, This has led to
projects being seriously deleyed because of late
payments, shelved because the government no longer
considers the project a priority of the project
has had to be suspended, There is also the possibi=-
lity of cost of the project e5calating becnuse of
deleS“ﬁhere fluctuations Hnﬁ all sorts of claims
set in., A contradicting feature of government is
that while pgranduese plens are being made for

Prestige Projects the whole syvstem is under the

presure for economy, This inconsistercy is yet to
be resolved, t

Organisationel and emplovment prectices affect
the roles and funcfio?s of the various profession-
els in the building industry thst may be employed
by public orpanisétions. This i=s key in planning
design and supervision of projects and indeed the
whole svstem of contract administration in public

organis~ations '
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Profesedionals can also contribute néﬁativély

b_v;_- |

- | not coomerstine with Client or themselves
to rive their Yest,

- not oreperine ail the required drewings .
refore hill preperation, meving room for -’
the inclusior of to00 renv near arvitrary
prime cost ard provionsl sums,

- rot supplvins drawings (detalls =nd specie
fications) promptly &uring site operatiorg
Y required.

- rrot competently sdvicing the Client on

what to do ir ecase of Contractors' hreach
¢f Conditionrs,
- ot letting the Client know the consequences

of his =ctions.
The Contrrctor also bviw

- not heing competert or reruted for good

vorks,
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RECCHVENDA PICNS 3

" Earlier in this work, it waé our stated objec- '.
tive to pfoposp an alternative to the currert Cone '
tract ﬂdﬁinistration Practices in Public_Bui]dinp-
Projects. However, at this point it would seem that
the orjective earlier stated is larger then than
prrceived, Proposing an slternztive world mean an
overhaul of the present system which is bevond the
scove of this work, Recormendatiors would however
be made or the choice, modiflcetion, revision of
practices in Contract Administration;

Recommendations would centre on the varlablem
highlighted in the ohjectives of this work,

POLICY STATEMENTS:

Lo
ey U

The policy stetement usually epelle eut.the
integzion of the project initiator, the estimated‘?-
cost 'of the project, as well ae the resultant géfgct. - |
of such a project on the nation's economy, A sound
and clearly-stated policy can eatablish thg uni%y
of purpose among all potential partieipants in the
Project , and it can motivate inltiativew nece‘sary

. for the prompt execuiion of the project, The poliey

should establish objectives and guidelines with respect
to identifying the people to bemefit thesc®rom, adopte
ing standards {space, infrastructural eerviees, leca-
ﬁion! and actual construction) and aseignment of

rpsnonsibility to the inatitutionsl actors within

" the system.



Having mede tﬁe policy stntement,.fhe acfual'feasibi;
lity study of the project is then done by making use
of all available data‘and Information about the projeot,
and using this ¥nowledge to determine scope of the
projecf. It is after this aspect is completed, re=
viewed and accepted.by the Client that the specifi=-
cations and bill of. .quantities are prepmred, It is
efter this that invitstions to tender go out, followss
by the analysis of the guotations received, compar- '
ing the figures with the estimates produced by the
consultants, The contract is later swerded to the
contractor satisfving all the pre-determined criteria
set out by the consultants or the organisation, .
There is then the actual construction phase
of the project with adequate site supcawrdsion aloﬁg
* with the phnsed executiom of different stsges of the
contract, On the completrion of the project to the
setisfaction of the site supervisors, a certificate
of pavment is prepsred before the contractor gets
paid for the project, Finally, the completed and ~
properly executed project is hended over to the

Client,



ORGANIZATION:

The design of a formel structure of organisa=
tion in which specialization can be applied is of
utmost importance to the successful operation of
any organisation most esprcially specislized orgeniza-
tions like the KSHA and HME , For departmerts charged
with the responsibility of the development of public
utilities such a structure which incorparates function

and hierachg éhould be devoid of amhiguitv in
order to de-emphrsize or make irrelevant the problems
highlighted in chapter four. The line and Staff Organie
sations merged would proved adequate for such purposes
since it meintains simplicity snd would give spicia=
lists a frer hand, Line Orgenisation is the simplest,
most direct tvpe, in which positions (i,e. Experience)
in the hierachv are most importent in the accomplish-
ment of the mein operstions of the orgenisation.

Staff Organisation. is purely advisory (either
generalist or specinlist) to the line atructure,
with no authority to plece recommendations into

actions,
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TENDERING, CONTRACT AWARDS AND CONTRACTING:

The most essehtial operation.fﬁ thé choice
of on able and éompetent Contractor to handle
a project is the regiétration of Contractors. .
Regulations should be such that only the good
mnes get registered in the varicus categories,
Thereméﬁould be strict asdherence to regulations,
50 that the process is not spoiit . And when |
every thing is said and done at least only a
good contractor will get a Job. Registfation
of contractors for public works in each state
should be made by a central body ie. The works

Registration Board, in order to avoid duplica~-

" tion and give room for dishonest registrations,

For the large projects tendering should be

' éelective—competitive. and the smaller ones open-

. competiVve..

The appepaisal of tenders should be encouraged

and public organizationsshould be stopped from

awarding Contracts at a fixed flat rate. Howe
ever, a celiling should be placed on Contract
Sums . I
There are certain systems of tendering and
contracting which do not give room for abuse as does

the open/competitive tendering systems.

o
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The direct labomr system and the Design aﬁd
Build system of contracting are devoid of all
the disadvatages of traditional tendering/-
contracting systems and with all the attendant
advantages, the desipgn/build system is 2 form

of negotiated contracting.

DIRECT LABOU..: This is suitable for minor

public projects. This is a practice whereby a
client acquired the necessary materials and
plant, and employs lcbour tc assist him in the
execution of the works, The work is thus carried
out by a client-appointed workforce, Periodicaltj
his professional advisors - endorse the execu=-
ted works and recommend payment to labourers

or labour only contractores.

In large projects however the need arises g
for a seperate sitg management. The management -
staff would be inpolved inthe day to day plan-
ning, Jjob allocation, collecting cost informa-
tion and monitoring ol progress. This system has
primary advantages of direct responsibility -

and reduced construction costs.

::
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CONTRACT AGREEMENTS:

There are many élauses which are.oben to
misuse and abuse in the forms of Contract
currently in use., The form of contract most
widely used for public building works is the Corrupted
JCT Form of Contract {local authority edition) P
(see appendix B). . - jl
Clauses whichare most frequentpg abused include
those concerning fluctuations, Variatdons, Un-
fixed materials, Prime Cost Sums, Provisional

Sums and assignment and Sub-letting of Contracts}'l

It is the opinion »f this work that the clause
concerning assignment and subletting of works

and that concerning unfixed materials should

. be deleted except in speclalized projects.

The other provisions afore mentioned gpould more
be strictly controlled. .

A permenent solution would be to review the
form of Contract currently in use in order to

produce one that is suitable to our circumstances .

-

here in Nigeria,
However, the general conditions of Government
Contracts for building and Civil Engineering
works would be the most sui:able for public
building works. Thié'isbecause the peculiar
nature of Government works is coﬁsidefed. This
ié-generally referred to as Form GC/WORKS/I/- . .

1977 Edition. {see apﬁendix c). . ' ig
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Thé Borm (-O/WORKS/I., has_special‘provi- |
_siors concerning corrupt gifts and payments of

commission ( clause 55) and determination of

contract im special cases ( clause 4li)} which

i

|
. | I

amount to serious problems facing Public Projects in

Nigeria.,
SUPERVISION OF PROJECTS:

y

f

!

The first step in ensuring proper super- |-

- .]‘.

vision of projects is to ensure that qualified '#
persoris in adeguate numbers are posted, withthe ?
necessary powers that would make them effective j

and to create an atmosphere that makes it possi-

ble for them to operate efficiently. The follow=- P
ing aids are usefullin supervision of projects -
pgrticularly in laison with head offices, since {_
(mont Zonal /District Engineers powers are curbed, '

Site Report: Site reﬁorts should be sent to S
the head office to keep them awagre of general i”

progress of works and for further necessary o
reports in order that the Jjob could be effective~ i:
1y monitbred from head office and any problems _J
arising resolved, - ) Lo,
Tue reports should include information on the f.'l

following:~ Delays incurred with their causes!,

visitors and, instructions received and work progress.

e e

v e

At s -
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Weekly Meetings: These'meetingﬁshould be

attended by government supervisory staff and

their countefparts in the Contractor's camp

.together with choosen sub-contractors afban excellent -

way of exercising control. This is to make sure
that progressi is related t¢ programmes, problems
discussed and means of overcoming them decided
and anticipated problems settled or by-passed. |
Such a meeting could be held on Fridays to re- .
view the activity of the past week and look

at the week shead,

Site Meetings: Site meetings are usually held

at thke start of the Contract and thereafter

regularly as required during theprogres of the
work. It 1s at those meetings where Progress

and variations on the Contract are discussed ,ﬁ

and agreed. It helps to avoid délays and resolves

differences before they generate friction.

The weekly meeting are more effective for projects

s

like housing estates with numerous Contragtors i
;s

and Sub-Contractors who may not be attending |

meetings regularly. ' : o
The Site Meetings are more effective with larger

projects like a Specialist/General Hospitaljg
| |

L

L
B
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PAYMENT TO CONTRACTORS

Apart from political pressure one of the greatest
impediments to Contractors.

Financing of projects should in the first place

be planned with sources of adequate funds in

mind sb that the project is not delayed unnecessa-
rily due to lack of funds and where they are (iefunds)
not readily available, as in developing cowatries
such as Nigeria, short term arrangements like
internal bank loans should be made. For larger

and more specialised projects, internal bank

loans and foreign loans sufficient for the success=~
ful execution of the project might prove very
useful,

Financial tegulations of the government should also
be reveiwed, or adjusted to make it possible

for Contractors to get paid within the 28 days

as required by the contract Conditions.

However, financial regulations could be changed

to remove all red-tape and bureaucracy so that
delays due to non-payments or late payments

are eliminated. This change should also include
the retention fee administration, so that journal
vopchers are made and retention monies are paid
into the retention account., This is helpful

so that contractors who have completed works
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and the defect liability period has passed
would collect the moniés due tﬁ them readily.

The system of Contracting which totally elimi-
nates delay in payments and does not make the
Client indebted to any other organizstion is

the Contractor/Finanier arrangement.

In this system the Contractor arranges for
the financing of the project with the Client
guaranteering payment in the case of default
by the Contractor, while repay-
ments are made directly by the Client to the
fin.anceers, This system alsc has the advantages
of less paper work,

This is in a nutshell a2 summary of Contract
Administration in public building projects,
the problems existihg in the system due to

numerous causes and 'solutions to the various
problems in the opinion of the work.

An alternative model as earlier stated would
mean an overhaul of the system of the day and is

beyond the scope of this work.,
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RESEARCH QUESTIONAIRE

Please

(@)

(v)
(¢)
(a)
(@)
(b)
(¢)

comment

a)

. Rank,

dopt(ref: orgnisationzl structure, staffing,

' variety and comploxity,

g
¥ oy

Profession,

Depirtment #
Pleasc cutline the functions of your deportment

Please outline your duties/rosponsibilities,

Ploase. comment on the organisation of the

heirachial rclationships)

on the followings:

Initiation of projects; with particular refercnee
to policy guidelinge highlighting any deficien-—
cies or strenghts: '

Types of projectsy with refercnce to size,

Tondering for contracte: with roference to typos
of tundoring systems used including tendoring
precessos and proccdures, - . C o

dvard and placing of contracte; highly import=:

. -

ant are non comformitics and doviations, S 1
|




b)

3 a)

b)

c)

c)

d)

The contrac
clauses, br
eontroct pu
Supcrvision
pitce Enginc
responsibild
Control Mor:
projeccts;
Cost contr-!
Contractor:
ces and oft
of the orgu.’
Poyment to
veriation ¢
Deloys and
to couscs O
The relati

tractors, b

effectivend

of contract

1. Please outline your

projccts in tho :

2)

b)

c)

Precconiract
Contract pc:

Past’ contrn:

= 0

agreoments; pinpointing any 2bsolete

"tlenecks and the use and misusc of

vigions;

of projects; the duties of Zonnl/;

rs/officers and limits of their

3.

toring ond progress report on eapital

and progrces reporte on capital finances;
tyves of contractors, their performen-

>t on quelity of works and performance
3ation,

sntractors; interim certificates,

i payment poriod,

isputecs; with particul2 rcference

{ consoguences,

ship betweon professional and »dminis-

r it affects the efficiency and

of the systcm of administration

e

ole(s) in the administration of

t2ge,
od 9

stage.




2.

3-

1.

When aro the scrvi
What are the effec

tion of contricts

Ploasas

a) Comaxnt gu
within you

b) Sugz.at an
to the prc.

your organ.

8 of private consultants employed,

‘'s) on the system of the administro-

.. 1en consultants are used,

rally on contract administration

srgrnisation,

~.ltermntive, in whole or in pari,

at system that could bc used in

1tion and in similar oncs.
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APFENDIX B - o L

S Sviseeer on g Tom ROBY OF CONTRAGT:

Variants of the atandard form arc &s follows:
Iocal Authorities Edition - with quantities, without
guantities and withappiaximate @Qantities,
The standard form of con%ract is basically divided into
thea folicwing pections te—

1) Articles? of agreemonts
2) Conditions of contract
3) Appendix

4) Supplemental Agreement.,

Articles of Agrecmontss

Thes include the recitnl of the name of the employer,
Confﬁactor, architect and the gquantity surveyor involved,
the identification of the works, & schedule of drawings, the

contract sum and provison for “intressing sugestions.

Conditions of Contract:

1. - Contractor's Obligntions

2.  Architects Instructions

3. Contract documents |

4. Statutory’bbligations,.noticos, fees and charges.

5. Ievels and setting out of the works

6, © Matorials, goods and workmanship to conform to descrip-
tions £esting and inspection. |

7. . Royalties and potent cightsi
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8. Foreman - in -~ charge
s Aeccoss for architect to works
10, Clerk of works
1. Variastions, provisional and prime cost sumg
12, L uCentract bills.
13, Contract sum
b Value Added Tox - Supplenmental fig_negment.

14, Miterials and goods wnfixed or off site

15. Preeiical complotion and defcets liability

16, Partial possesion by cmployer

17, Agsignment and subletting

18, Injury to persons and proporty and Employers indemmity
19, Insurance cgningt injury to persons ond property

20, Ingurance of the works against fire

21, Pogsespion, completion and postponemont

22, Iamrges for non—completion -

23, Extontion of time

24, Loss and oxpense causcd by i:_rregular progress of the
works. ' N

25. Determination by employer

26. Determination by contractor
27 Nominated subcontractors

{: ’ )
28. Nominated suppliers

29. Artisans and Trademacn
30. Certificates and Payments
31, Fluctuations

32, Outbreak of héstilitics
33. Har dnmges

34, Antiquities

35, Arbitration,

]
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A Summry of the Ceneral Conditions of Covernment Contracts

for Byilding and Civil Engineering Works:

-t

L1

w -]

-

‘} Y

10.

P

Definitions

Contractor deemed to have satisfied himsclf as to Conditions
affecting execution of the works.

Vesting of Works ete. in the Authority. Th:';.nm not to be
removed .

Specifications, bills of guantities and drawings.

Bills of quantities (applicable if so stated in the tender)
Tue autorities schedule of rates.

The contractor's schedule of rates.

Progress of the Works,

Suprintending officcrs instructions,

Failure of Contractor to comply with suprintending officers
instructions.

Valuation of the suprintcnc‘.iz;lg officers® instructions,
Valwetion by measurement,

Variations.

Setting out wo_ks.

Things for incorporation and work manship to conform to
description. q
Local and other authorities® notes and fees,
Patent rights,

Appointment of Resident Engineer or Clerk or Works.
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Watching lighting and protcction of works.

Precautions to prevent nuisance.

Removel of rubbish,

Excavntions and materials arising therefrom.
Foundations.,

Contractor to give due notice prior to covering works.
Suspension for frost etc.

Daywork,

Precautions agningt fire and other risks,
Iamge to works or other things.
Assignment or trasfer of contracts

Inte for completion, Extension of time,
Partial possédssion beforc completion.
Liquidated damages.

Subletting.

Sub-contractors ans supplies.

Defects liability.

Contractors JAgent,

Daily returns.

Contractor to conform to regulations. :
Replacement of contiractors employees.

"Attending for measurement and provision of informetions.
Prime cost itoms.

Provisionzl sums and provisional quantities,

Advances on account,

Payment on nnd after completion. o
- '-—a

L]

Certificates.

293255
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43. Recovery of sums duo from contractor.

44. Spocial powers of determination,

45, Determination of contract duc to fault or failure
of Contructor,

46, Provisions in case of detcrmination of contract.,

47. Injury to persons, loss of property.

48, Inmge to public roads.

49, Emcrgancy powerse.

50, Facilitics for other works,

51. TFair wages.

52, Racial discriminztion,

53, Prolongation 2nd distruption cxpenses.

54, Corrupt giftes and payments of commission,

55. Admission to site.

56. Passcs,

57. Photographs.

58, Secrecye

591 Arbitration.
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