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	1. 

(i) General Causes of Project Cost  & Time Overruns : 

1) Estimates – Incorrect / Inaccuracy of cost estimates. The actual costs higher than anticipated due to incorrect estimates or to changed conditions in the marketplace. 

Mitigation measures: Constantly reviewing cost estimates before placing orders to identify mistakes or changed conditions. An overall review may find that increases in some areas are compensated by decreases in others. 

Adjust requirements to reduce costs or seek out lower cost suppliers. 

2) Design – sometimes, the designs or drawings that form the basis of the project are not realistic. A combination of specified features is difficult to achieve or that drawings show an incorrect arrangement. 

Mitigation measures: Executing the project as specified will either cost extra or cause problems that must be resolved later at additional cost. As project manager, continuously compare plans with executed work to find sich discrepancies early & correct them. 

3) Planning – the project progresses according to a plan that assigns durations to project tasks. Too short duration, the project take longer than anticipated & cause cost overruns. 

Mitigation measures: Monitoring project tasks on the critical path, which is the project start to finish that takes the longest to complete, helps reduce the risk of delays. Project tasks off the critical path have slack times, or free times between tasks, that you can use to compensate for delays. 

4) Scope change – Changes in the scope of supply within a project frequently cause cost overruns. These changes result from new requirements that the owners introduce and fixes for functions that don’t work as specified. Any additional requirements might  be impacted & resulted in higher costs. 
“with each scope change, precious project resources are diverted to activities that were not identified in the original project scope, leading to pressure on the project schedule & budget.” 

Project scope change could be as a result of wrong initial scope definition, inherent risk & uncertainties, sudden change of interest, project funding change, etc. in turn lead to change in project deliverables, budget and/or even the entire project team. 

Poor scope change management could lead to dispute that may require spending time and money on arbitration and litigation for what the contractor or the client believes he is entitle to. 

The most important thing to do id to integrate a proper change management plan such that a proactive approach could be adopted involving the project stakeholders and incorporating their needs throughout the project lifecycle. 
In conclusion, although delay and cost overruns may seem very inherently in most projects, the good news is that it can be reduced or totally eliminated using a proper project performance monitoring & control system that will integrate all the key activities of each phase of the project. This system could be designed such that a close loop information feedback and feed forward package is obtained from definition to close out of the project. 

The cycle is usually advantageous because planning, measuring, monitoring and taking corrective action are all usually included in the control cycle. 

Other additional tactics used to achieving a project with little or no delay and cost overrun is in the definition of project success factor & criteria. The integration of these factors will lead to a better understanding of the issues in which the project manager needs to address and design a control system  that will monitor these issues. 

Thus, the project owner and project manager should be able to clear define the management success and product success so that the project team has clear knowledge of its objective.
(ii) 
Main Resources of Project Finance: 

Timely & adequate funding backing is needed in order to make projects successful.

The main sources of project finance are as follows: 

· Commercial banks ; Public banks : funds lent by banks or other financial institutional and are usually the main source of debt financing. 
· Bridge finance : is a short-term financing arrangement (e.g for the construction period 

 
or for an initial period, which is generally used until a long-term financing arrangement 


can be implemented) 

· Debenture bonds or other debt instruments (for borrowing from capital market) : long-term interest bearing debt instruments purchased either through the capital markets or through private placement) 

· Supplier credit : is an offer of credit that is extended to a buyer by a seller/ supplier on deferred payment terms. 

Other sources of project finance include grants from various sources. Government grants can be made available to achieve socially desirable objectives such as to induce economic growth in lagging or disadvantaged areas. 

(iii) Project Controlling Phase

Project control is a formal process in project management. All control processes are outlined & there is not a lot of room for creativity in the control phase of project management. 

“A project management function that involves comparing actual performance with planned performance and taking appropriate corrective action that yield the desired outcome in the project when significant differences exist.”
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Main Resources of Project Finance:
Timely & adequate funding backing is needed in order to make projects successful.

The main sources of project finance are as follows:

- Commercial banks.: Public banks : funds lent by banks or other financial institutional
and are usually the main source of debt financing.

Bridge finance.; is a short-term financing arrangement (e, for the construction period
or for an inital period, which is generally used unil a long-term financing arrangement
an be implemented)

Debenture bonds or other debt instruments (for borrowing from capital market).;, long-
term interest bearing debt instruments purchased either through the capital markets or
through private placement)

Supplier gredit.; is an offer of credit that is extended to a buyer by a seller/ supplier on
deferred payment terms.

Other sources of project finance include grants from various sources. Government grants can be

made available to achieve socially desirable objectives such s to induce economic growth in lagging
or disadvantaged areas.

(i) Project Controlling Phase

Project control is a formal process in project management. All control processes are outlined & there
is not a ot of room for creativity in the control phase of project management.

“A project management function that involves comparing actual performance with planned
performance and taking appropriate corrective action that yield the desired outcome in the project
when significant differences exist.”

(iv) Tasks Undertaken in “Project close-up phase”.;.

(v) Feasibility Study
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Project control is a formal process in project management. All control processes are outlined & there
is not a ot of room for creativity in the control phase of project management.
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1) Scope Control : determine when a scope change & manage the actual changes;

2) Schedule Control : determining & managing the actual changes as they occur. 

3) Risk Control : Identify actual risk event; all risks are qualified & quantified; appropriate respond 

4) Quality Control : prevention & inspection; tolerances and control limits; 

5) Cost Control : determine if the project budget estimate has changed, manage the actual change & take corrective action, inform appropriate stakeholders of authorized changes. 

6) Contract Administration Control : the process of ensuring that the vendor’s or section within the organization’s performance meets contractual requirements. 
Project Execution & Control Phase 

Project manager is assigned to overseeing all functions of project include: 

· project organization 

· resource mobilization 

· quality assurance organization 

· site mobilization 

· team development 

· safety management 

· information distribution 

Project Control Phase – during this phase, the key players ensure that the project is executed according to plan in order to attain the project objectives. It may involve some elements of re-planning when it becomes necessary. 

It involves: 

· the overall scope change control 

· resources control 

· schedule control 

· cost control

· quality control 

· risk response

· performance reporting 

· contract administration.

The performance of each subsystem us 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) Tasks Undertaken in “Project close-up phase” :

- is the last phase in the project life cycle & handover. The project closure phase consist of the processes that are performed to officially finish and close all the assignments in a project. 

Key activities During Project Closure: 

1) Acceptance of Deliverables 

- the most important action that is taken during the project closure phase. The project deliverables are viewed by the customer according to the agreed acceptance criteria, and formally accepted. The accepted criteria relate to the functional capability of the project deliverables, and are essentially a contract according to which a project is executed. 

2) Finalize the Lessons Learned 

- It is important that lessons learned during the project are formally completed in the project closure phase, before the project team is assigned to other projects, or relieved. All lessons learned are properly documented, a questionnaire maybe circulated to the stakeholders for completion. 

Generally, the questions are aimed to obtain unbiased views, and include the critical success achieved during the project execution, and the factors that contributed to the achievements. 

Similarly, the difficulties encountered, and the actions that could have avoided this situation need to be explained. This information will be an important guide for subsequent projects. 

3) Project Completion Report 

Activities During the Project Closure Phase

1) Update & Archive Documents: 

- the project documents are prepared at the project initiation, and amended or updated as the project is executed, till the project closure phase. Updating of project documents is essential so as to be useful for future projects. 

Finally, these documents are achieved for future reference. These documents are extremely useful when planning and executing future projects, and act as useful template. Efforts undertaken during the project in preparing the project plans, and other documents are beneficially utilized for future projects, and thus repetition is avoided.

Steps to be adopted for effective closing 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

· Maintaining correct record of operating instructions, as well as, the construction 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 completion certificate & making final payment to the contractor, the client makes sure that his interest is protected. 

The client’s project team is responsible for handing over the project to the client upon completion of the project. The projection completion report has to be completed and handed over. 

This report details the scope of work and the schedules used to complete the works, important events that transpired, the contract executed, the contract details of material and equipment suppliers, the maintenance manual, costs of the projects, problems during construction, any lessons learned and minor defects detected at the time of handling over. 

Project Organisation – terminates on completion of the project. It usually goes through any changes during different phases of the project in order to accomplish specific objectives. 

Project organisation requires innovative solutions to problems using the extensive experience of the project manager to make the right decisions. Factors such as technology, the number of workers and project size affect the nature of organization design that could be adopted for a particular project – there is no single fit for all projects. 

All projects reach an end, either the objectives being achieved as planned, or the project being terminated since the project may now not be viable. In either case, the project closure phase is an important element of the project activities & needs to be completed with deliberate efforts. 

Projects are intended to create a precise exclusive result, and on achieving this outcome, the end is reached, and culminates in the project closure. After the completion of the post project review, the project is considered to be formally closed. The process of project review may emphasize issues that should be concentrated in the forthcoming projects. In such circumstances, it is important to remember that the project closure phase has to be completed with full efforts. The planning & execution of the subsequent projects will become much simpler by the conduct of a proper project closure phase of the preceding projects. 
(v) Construction Project Feasibility Studies

Feasibility studies for construction projects are preliminary studies undertaken in the very early stage of a project. 
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The feasibility studies stage considers the options for satisfying the client’s needs, enabling the client to prepare a business case for the preferred option and deciding whether to proceed with the project. It is possible to make an outline planning application during this stage if the risk to the project of not receiving planning permission is high, or if delays in receiving planning permission would be problematic. 

· developing the strategic brief 

· preparing an options review report 

· preparing a business case & project execution plan 

It covers:
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Feasibility Studies 
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(vi) “Project Completion Report” :

- A project report is completed at the project closure phase that us submitted to the project sponsor. This report essentially includes the project summary, starting from initiation till closure. The significant topics that are included in this report are the project purpose, objectives, plan, schedule, and a comparison of the initial baseline schedule and the actual schedule. Details are provided regarding the changes incorporated, processes tailored, and their assessment of the project’s effectiveness, and its preparedness for future projects. 

Other aspects that may be included in the lessons learned are the technology used, acceptance criteria of the deliverables, monitoring of the project, internal & external communications, involvement of user, and the implementation of the project schedule. 

 Progress, Performance & Cost Reporting 
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Project Completion Report List of items:

1) Location & description of project 

2) Project cost elements

3) Items of work construction 

4) Construction & construction oversight 

5) Major equipment used

6) Discuss construction sequences & activities, problems encountered, and solutions to      

 
problems, etc. 
7) Construction change orders and field changes ; Project photos

8) Safety & accidents

9) Significant construction dates 

10) Additional comments pertaining to construction, completed  project, etc.

11) Performance metrics 

12) Customers & users satisfaction 

13) Open issues 

14) Lesson learned 

15) Recommendations 

16) Contract closure 

2.

Project :

Sequence of tasks planned from beginning, end, schedule, and approach; bounded by time (deadline), resources & required results. 

Resources specifically allocated to the work; End results have specific goals within budgets. (limits number of people, supplies, and capital) 

Tasks vs Projects:

- responding to email ; writing a letter to a prospect

- making coffee ; catering a party 

- hooking up a printer ; implementing a computer network

- producing a customer newsletter ; writing a book 
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Five Features of a Project:

· defined beginning, end, schedule, and approach 

· use resources (and constraint: time, people, money, equipment, facilities) 


specifically  allocated to the work 

· end results have specific goals (time, cost, performance/quality) 

· follows planned, organized approach

· usually involves a team of people
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What Makes a Project Successful:

· organized, well planned approach

· project team commitment 

· balance among 

· time 

· resources

· results 

· customer satisfaction 
Review of Project Elements: 

· well defined goal 

· expectation of time commitment 

· underlying costs to achieve 

· described plan of achievement 

· listing of goal’s major sub-element 

· description of risks or unknown factors 

· success measurement techniques 

Additional Elements in defining the Project :

· funding sources & expectations 

· problem background information 

· critical reference document 

· project methodologies – management & operation 

· required capital equipment 

· necessary computer hardware & software 

Critical Project Factors: 

· computer system as major technology component 

· new characteristic – requires research 

· narrow domain to fit imposed semester deadline 

· commercial competition 

· acceptable risk factors

The Phases of Construction Projects:

· conceptualization 

· feasibility 

· preliminary planning 

· detailed planning 

· execution 

· testing 

· termination 

A: Phase 1 : Initiating

· recognize the project should be done 

· determine what the project should accomplish 

·  define the overall project goal 

· define general expectations of customers, management, or other stakeholders as   

 
appropriate 

· define the general project scope

· select initial numbers of the project team 

B: Phase 2 : Planning 

· refining the project scope 

· listing tasks & activities 

· optimally sequencing activities

· developing a working schedule and budget for assigning resources

· giving the plan approved by stakeholders

C: Phase 3 : Executing  

· leading the team 

· meeting with team members

· communicating with stakeholders

· fire-fighting to resolve problems

· securing necessary resources to complete the project plan 

D: Phase 4 : Controlling  

· monitoring deviation from the plan 

· taking corrective action to match actual progress with the plan 

· receiving and evaluating project changes requested 

· rescheduling the project as necessary 

· adapting resource levels as necessary 

· changing the project scope 

· returning to the planning stage 

E: Phase 5 : Closing 

· acknowledging achievement and results 

· shutting down the operations & disbanding the team 

· learning from the project experience 

· reviewing the project process and outcomes

· writing a final project report 
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Construction Processes: 

The number of stages or phases for each project will depend on a number of factors such as nature, purpose, and the size or manner for executing the project. 

In general, construction projects may be classified in a sequential manner as follows: 

1) The project initiation phase – the overall outlook of the project and how it will be implemented. Approval is sought from the necessary authorities for the project. The client can then authorize the project to start or even decide to terminate it altogether. 

2) The planning & designing phase – a realistic plan is developed to serve as a guide for execute the objectives to the project. By the end  of this phase, contracts are awarded to the successful bidding contractor.

3) The execution & control phase – the site managers & supervisors organize & coordinate all resources (human beings, materials, equipment) to complete the construction of the facility. 

4) The completion phase – all necessary final tasks are undertaken before formally handing the project over to the client. The client conducts inspection & tests on the structure to ensure all objectives have been met before accepting the final product. 

Each project phase is made up of processes which consists of a number of tasks to undertake to produce a specific result or outcome. A process requires making supplying inputs comprising of resources. The inputs are converted into tangible & verifiable outputs or products during the lifecycle of the  project.

Construction project management combines the responsibilities of a project manager with the skills & expertise of the construction industry. It is the core process that connects all other interrelated process as well as related to the risks in large & infrastructure construction projects. 
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Design &  Project Construction Process: 

1. Planning & Formulation ; Programming & Discovery 

2. Preliminary - Schematic Design / Design Development

3. Complete - Schematic Design / Design Development

4. Construction Documents & Bidding ; Project Estimate ; Project Procurement 

5. Construction Administration ; Furniture Installation 

6. Construction Closeout 

7. Occupancy ; Move In 
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Orthodox Construction Approach 

- The orthodox approach requires the completion of a particular phase before the next one can begin.

- The phases do not overlap unlike the fast track approach.

- Disadvantages: 

1. the initial cost of construction is based on estimates from the feasibility report without any input from the contractors. Therefore, the cost may not accurately reflect the reality on the ground. 

2. It is riddled with lots of delay since time is money the project does not commence until the last detail of designs are completed before tendering.

3. It resulted an increasing cost to the client due to the main contractor including the fee quotations of sub-contractors in addition to his own. 

4. The contractor’s perception of the minimum quality required may be in conflict with the client’s perception.  It is the owner who must bear the cost of the delays & take responsibility for the low quality of work.   

The Fast Track Construction Approach 

- Risks are minimized as involving of overlapping of phases. Better speed-to-market. Eliminate the ‘lost-profit’ of uncompleted, revenue-generating facilities.  

- High levelled of coordination is required, it must be noted that it can add another layer of complexity to the already complex nature of construction projects. 

- how to balance schedule, budget & quality in order to succeed the projects, on timely & on budget completion. 

- Advantages: 

1. Construction time is reduced. E.g No waiting time is spent  for the whole building drawing to be ready, work on the foundation can start immediately the foundation drawing becomes available. 

Key to success: 

- Don’t sacrifice design quality. Make design comfortable. 

- Select the right team. Establish a working group of the entire owner/architect/contractor/ team early in the process. 

- Prepared a solid schedule & must recognize the schedule frequently drives the decision-making process. Master schedule must include all key design deliverable dates, permitting review periods, procurement lead times and construction durations that drive the project’s critical path. 
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