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Q1. What are the general causes of project cost and time overruns?

Purpose.

In Uganda, the duration and cost of construction projects from inception to completion is becoming a great concern, recently especially among clients and beneficiaries, because of the rising interest rates, inflation, development plan targets, among other factors. Hence the need to understand the causes of delays and cost overrun in the construction sector has become more important than ever. This study therefore aims to identify the major factors underlying time and cost overruns in projects related to the construction sector in Uganda to proffer practical solutions in addressing them.

Design/methodology/approach

The study conducted a survey among clients’ consultants and representatives of the contractors working on about 60 government construction projects. A relative importance index was used to determine the relative effects of the factors causing construction time and cost overruns.

Findings.

The key factors causing construction time overrun were: 

Financial Challenges cause delays since more time is needed to mobilize for funds that are not readily available and in some cases works have to be halted.

Unrealistic contract durations imposed by clients who are too optimistic rather than realistic.

Poorly defined project scope that is not clear from the beginning calling for a lot of scope creep during the execution thus affected the other tenets of cost and duration.

Client-initiated variations that seem endless although the project. 

Under-estimation of project cost by consultants either due to complexity of projects or simply poor estimation skills.

Poor inspection/supervision of projects by consultants.

Underestimation of project complexity by contractors. 

Poor site management. 

Inappropriate construction methods used by contractors in relation to the project site condition s and environment.

Delays in the issuance of permits by government agencies to clear projects for takeoff.



Factors affecting cost overruns were; 

Financial difficulty by client, 

Delays in payments of completed works due to verification/ admeasurement of works done.

Variations in designs.

lack of communications plans to clearly and effectively channel communications to all relevant stakeholders

Poor feasibility and project analysis 

Poor financial management on site and material price fluctuations that may not be planned for.



ii) The main sources of construction project financing include but are not limited to the following;

Commercial banks. 

Public Banks. 

Debenture or bonds.

Suppliers’ credit.

Local revenue collections from local governments and municipalities like in the case of infrastructure projects in African cities.

Donations from donors in the case of developing countries.



iii) During the execution and control phase, the key players ensure that the project is executed according to plan in order to achieve the project objectives. It may involve some elements of re-planning when necessary and continuous monitoring of key project indicators like variances and performance indices. The project control phase involves:

The overall scope change control.

Resources control.

Schedule control.

Cost control.

Quality Control.

Risk response.

Performance reporting.

Contract administration.

There are organizational units in a project. These units are regarded as interdependent subsystems and are also known as Responsibility Centers. Each subsystem has certain parameters, such as time, resource productivity, and targets that need to be controlled. The performance of each subsystem is measured and the actual results and deviations from the norm are transmitted to the monitor. The monitor is responsible for converting data into useful information that can be used as a remedial tool to achieve project objectives when deviations occur. 



iv) The tasks undertaken in the project closure phase include these mentioned below.

Various activities are undertaken to ensure that the newly constructed structure functions properly after completion of the project. These activities include:  

Administrative close. This involves the disbanding of the project team and administration and reallocation of resources left for other uses.

Contract Close-out. Involves termination and resolve of all contracts that were initially engaged in and preparation of all payments and accountabilities.

Lessons learnt. Involves documentation of all lessons learnt from the project execution and other phases.



The following steps can be adopted for effective closing of the project:  

A contractor who is familiar with the newly finished structure is chosen to provide maintenance when the project is completed and handed over,

There is a need to maintain correct records of operating instructions/ manuals as well as the construction drawings (as built drawings).

Before building takeover, staff are trained in operating and maintaining the building.

Unwanted and unused materials must be removed from the site.

Before issuing a completion certificate and making final payment to the contractor, the client makes sure that his/her interest is protected through a thorough inspection and testing of the facility.

The client’s project team is responsible for handing over the project to the client upon completion of the project. The project completion report must be completed and handed over. This report details the scope of the work and the schedules used to complete the works, important events that occurred, the contract executed, the contact details of material and equipment suppliers, the maintenance manual, costs of the project, problems during construction, any lessons learned and minor defects detected at the time of handing over. 









V) A Feasibility study is a study conducted on behalf of the project client to clearly understand whether the intended project is really worth executing and in the end will not turn out to be a waste of resources and time and as such detailed investigation and confirmation to prove this has to be conducted in the below mentioned areas;

Market Analysis. This type of analysis is performed mainly to determine aggregate demand and the market share of the product to be produced out of the construction of the facility.

Technical Analysis. This is important as it considers whether the best choice/ alternative has been made in terms of size, location, and the physical condition of the site ground, etc. Items to consider in technical analysis include: Initial investigations, tests and studies, Availability of manpower, raw materials, power and other inputs. Method of construction. Types of equipment and machines to be used, Auxiliary equipment and supplementary works. Treatment of effluents, Layout of the site, buildings and plants. Work schedules 

 

Financial Analysis. This is used to determine whether the project will be financially viable. This entails: Determining investment and project costs estimates, Determination of cost of capital, Profit projections, Break-even point calculations, Projected cash flow estimation, projected financial position, Determining the level of risks. The following profitability indicators must also be calculated during the feasibility study and be included in the feasibility report:  The Net Present Value of cash flow (NPV), Internal Rate of Return (ROR), The Payback Period (PBP), The Break- Even Point (BEP), Sensitivity Analysis (SA).

 

Economic Analysis. This involves analyzing the whole project from the viewpoint of cost-benefit considerations and comparisons.

 

Ecological Analysis. Some prominent projects may have ecological impacts. For example, the construction of dams and power plants requires ecological analysis to determine the effect of operating these structures on the environment and ensuring that measures are designed to mitigate any adverse effects on the ecosystem.



vi) Mention items included in the project completion report presented to the project client by the manager on completion.



The client’s project team is responsible for handing over the project to the client upon completion of the project. The project completion report must be completed and handed over. This report details,

 The scope of the work and the schedules used to complete the works.

 Important events that occurred.

 The contract executed.

 The contract details of material and equipment suppliers.

 The Operation and maintenance manual for the facility.

 Costs of the project.

 Problems during construction.

 Any lessons learned and minor defects detected at the time of handing over. 

As built drawings and designs considering that in most cases projects get built with several changes to initial plans and what’s finally built is totally different from the plan.





Q2. What’s a project and describe the different processes undertaken throughout the development of a construction project. 

A project is a planned set of interrelated tasks to be executed over a fixed period of time, within certain costs and other limitations (scope).

Project Phases and Processes are required to enable effective management, each construction phase may be divided into subsections consisting of several sequential stages; the time for starting and ending the project and details of work that needs to be carried out are also specified. Some special projects requiring a quick completion date may have some of these stages or phases overlapping. The key requirement to bear in mind is that, when one phase is completed, the next one begins. These sequential steps continue until the last phase is completed. The number of stages or phases for each project will depend on a number of factors such as the nature, purpose and size of the project or the manner of its execution. 

 

Construction projects may be classified in a sequential manner as follows: a) The initial phase b) The planning and design phase c) The execution and control phase d) The completion/ close out phase. Each of the above mentioned phases has got well defined processes that are followed and these are highlighted below. 

 

Project Initiation Phase. This phase defines the overall outlook of the project and how it will be implemented. Approval is sought from the necessary authorities for the project. The client may then authorize the commencement of the project or even terminate it completely. The major output of this phase is the project charter.

 

Planning and Designing Phase. During this phase, a realistic project execution plan (PEP) is developed to serve as a guide to executing the objectives of the project. By the end of this phase, contracts will have been awarded to the successful bidding contractor. 

  

 

Executing and Control Phase. On reaching this phase, the site managers and supervisors organize and coordinate all resources (labor, materials and equipment) to complete the construction of the facility. 

 

Closing Phase. All necessary final tasks are undertaken before formally handing the project over to the client. The client conducts inspections and tests on the structure to ensure that all objectives have been met before accepting the final product. Each project phase is made up of processes consisting of a number of tasks to be undertaken to produce a specific result or outcome. A process requires the supply of inputs comprising resources. The inputs are converted into tangible and verifiable outputs or products during the life cycle of the project. 

Some important activities of the closure phase most times over looked include a social farewell gathering of the entire project team, contractor, stakeholders etc. to promote harmonious working relationship, For the project manager its important at this stage to bridge project staff with new job opportunities for continuity.



Thank you



Alvin.
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