4 Development Process and Procurement

4.1 The development process by which the project moves from the earliest ideas to the final
completion of the facilities and their use can be considered as having four main stages:

Conception = Design = Construction = Operation.

4.2 Exactly how these stages will progress could depend considerably on the direct costs and
intrinsic value of the project together with the source(s) of funds.

Conception

4.3 This stage extends from the very first ideas of building a new facility to the commencement of
the detailed design. It includes preliminary consideration of the points in the sections on Site
Selection and Site Conditions in this Guide, combined with as much fact-finding and advice-
seeking as possible, together with the business case and plans referred to in this Guide.

4.4 Client team: the selection of a competent team to represent the client in all its dealings
throughout the project is of paramount importance. The team should comprise members with
the proper technical knowledge and financial authority and who have sufficient time to devote to
the project. It is preferable for there to be a team leader who is authorised to give instructions
and communicate decisions.

4.5 Expert advisers: if a competent client team is not available, it may be desirable to hire the
services of an expert adviser to assist at this critical stage. A local Sports Association may be
able to recommend an appropriate appointment.

4.6 Gather information: from as many sources as possible. Talk to sports administrators, other
clubs and associations that have recently built their own facilities. Find out how they did it, what
worked well for them and what did not turn out as expected.

47 Stakeholders: comprise the neighbouring community, schools, the general public and, of
course, the users and their families. Seek their comments and assess the feedback.

4.8 Business Plan: this has been discussed in the sections on Project Planning and Costing and
Funding in this Guide. Suffice to say that its importance cannot be overemphasised.

4.9 Procurement: the procurement route is the means by which the design and construction are
carried out and may take one of many forms. Traditionally, the client sets out requirements, and
develops those requirements with the help of consultants. The final agreed solution is then put
out to tender, usually to three or more contractors, one is selected and the contract is awarded.
The consultants then assist in the construction supervision and management.

4.10 Another form of procurement is called, “Design and Build”. In this form, the client draws up
(usually with outside professional help) a list of “Employer's Requirements”. From these,
contractors develop their own proposals and prepare a priced tender. Whilst this may appear
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4.14

attractive at first because it leads to a single point of responsibility, there is a risk that the quality
of the finished product may suffer as the contractor does have control over design matters.

Preparing the Brief: this is a very important phase in the overall development and should not
be rushed. It represents the culmination of the earlier fact-finding and information-seeking tasks
together with the results of other consultations.

The Design Brief should outline in sufficient detail the client’'s expectations so that these can be
translated into the finished product; it should be flexible enough to be able to respond to
changes in circumstances, should these arise. Having said that, it is advisable to set certain
design “freeze” stages in the design development, after which no changes will be permitted.

If the client’s decision is to follow the design-led procurement route, the Design Brief should be
issued to at least two firms of consultants and their proposals sought. These should include
comments and/or recommendations on the Brief, details of their proposed staff (and their
experience), a timetable for completing the various design stages and, of course, a proposed
fee.

If the client elects to follow the “Design and Build” route, the brief will require to be reworded to
reflect this and to stipulate the Employer’s Requirements.

Detailed Design

4.15

416

417

4.18

During this stage, it is important for the client to be available for regular cooperation and
coordination with the designers. This will ensure that the client has up-to-date information so
that speedy decisions can be made, respect of the designers gained and control retained.

Designs should be checked against the requirements of the Brief and for quality of design. The
designers may have their own cost specialists or the client may wish to employ an independent
one. Either way, regular information on cost trends (up or down) should be provided to assist in
the approval process.

Similarly, a programme engineer should be ensuring that the design process is proceeding to
the agreed time-table, while at the same time drawing up a draft construction and
implementation programme.

It is during the first half of the design stage that the client must confirm, or otherwise, previous
thoughts on the procurement route to be followed. If the client wishes to continue along the
design-led route, the designers will be required to complete the designs and specifications to
their final details. If the client opts for the Design and Build route, the designers will only
produce a scheme design, sufficient to show the feasibility of the design and to make an
accurate determination of the estimated cost of the work. The Employer’s Requirements will
replace to a large extent the Specification by concentrating on the performance of the design, its
components and materials.
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Towards the end of the design period, the consultants should prepare the tender documents
and draw up a list of contractors competent to carry out the work.

If the project is very complex, the client may wish to go through a pre-qualification exercise in
which the technical and financial capabilities of prospective contractors are assessed and
compared. From this, a short-list of contractors to be invited to tender can be produced.

It is strongly recommended that standard forms of contract for the particular type of work be
employed. Clients are discouraged from trying to adapt an existing form or create a unique
form of contract specifically for the project. Such action can, and frequently does, lead to
serious contractual and legal consequences.

Clients adopt the latter tactic in the belief that they will be able to exert better control over the
contractor. Unless the contract is ‘watertight’ and the design perfect — never realised in practice
— conflicts are almost inevitable. Many large-scale engineering projects proceed these days in
a cooperative manner between client, consultant and contractor in which risks are shared more
equitably. It leads to a team spirit where every party is working towards a successful
conclusion. There have been numerous very successful such ‘partnerships’.

It is advisable to seek three or more competitive tenders. The consultants should then analyse
them for technical competence and value for money. They should compare the tender sums
submitted with the client's own estimate and identify any major discrepancies together with the
reasons for those discrepancies. In awarding contracts, remember that the cheapest tender
is not necessarily the best value.

Plan Ahead

4.24

4.25

During the design, it is important to identify any elements of the construction, installation or
specialist equipment (including furniture) that have to be ordered separately in advance (for
example, because there is a long lead time on delivery, possibly from overseas).

In specifying equipment and installations, look for those that are maintenance-easy,
environmentally-friendly and sustainable.

Approvals

4.26

New projects in most parts of the world invariably require a number of approvals. Some of
these are mere formalities; others may require special submissions and take considerable time.
Seek advice on what approvals will be required for the successful outcome of the project and
plan ahead.
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Construction
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This is the stage when the physical work commences on the site and when the client must
ensure it has adequate funds to meet the progress payments.

Clients should visit the site regularly having made prior arrangements and be prepared to listen
to any difficulties the contractor may be experiencing. This is all part of the “team spirit” that
was introduced earlier.

Many clients leave contractors to their own devices at this stage, preferring to cut down
expenditure on professional supervision of the work. This is a false economy. Even though the
contractor is obliged to construct to the highest standards, the nature of the industry is such that
lack of independent supervision can lead to poor workmanship. This may not be apparent at
the completion and handover of the work, but is likely to manifest itself later in earlier and
costlier maintenance work.

Inevitably during construction, queries will arise on site. These may be to seek clarification of a
drawing or specification detail, or for additional information to be provided. It is therefore
important that a properly qualified architect or engineer is available to respond quickly. Delays
in responding can lead to claims for delays and additional costs.

If more than one contractor is employed on the site, conflicts can arise over rights of access to
various areas and other disturbances and interferences. These are impossible to predict
accurately at the design stage and so the independent expert’s experience in giving instructions
to try to mitigate these conflicts is essential.

One of the advantages of the single main contractor is that they are responsible for coordinating
the work programmes of their subcontractors and resolving any conflicts which arise.

The construction period is the time when disturbance to neighbouring areas in the form of
increased traffic, noise and dust is prevalent. Maintaining contact and consultation with these
stakeholders is good public relations and may help to keep the peace. Keep them informed,
and allow organised site visits to view the progress

Towards the end of the construction, the consultants should start the preparation of the “as-
built” drawings and the final measurement.

When the work is substantially completed, the client, on the recommendation of its independent
adviser, should arrange the issue of a Certificate of Completion. If there are two or more stages
in the completion of the project, separate certificates should be issued at the appropriate times.
At the time of each issue, the adviser should report any defects or outstanding items of work
and plan with the contractor when these will be carried out.

Depending on the contract terms, the contractor is usually responsible for maintenance work
(repairing any defects, completing unfinished items such as full commissioning) for a period of 6
or 12 months. This period is known as the Defects Liability Period or Maintenance Period,
again depending on the contract. The contractor is not responsible for repairs caused by wear
and tear, unless the contract specifies this.
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For their part, the contractor should proceed with repairs in a diligent manner, and prepare a
final statement of accounts, which includes finally agreed measurement of the quantities.

The contractor should also prepare any specialist as-built drawings (for elements of the work
they may have designed) together with all relevant “Operation and Maintenance Manuals” so
that the client, or its management team, can take over full day-to-day operation and
maintenance of the facility.

In the case of a Design and Build contract, the contractor would be responsible for producing all
of the as-built drawings, because the contractor and sub-contractors (rather than the consultant)
would have produced the working drawings.

Operation

4.40

4.41

4.42

Once a certificate of completion for any part of the work has been issued, and the client begins
to use it, the client becomes responsible for all running costs (heating, lighting, power, cleaning
etc.) and general maintenance. If a serious defect is discovered during the Defects Liability
Period or Maintenance Period, the contractor is responsible and should arrange to repair it as
soon as possible.

At this point in time, any new members of staff that need to be recruited to run the facility must
already be in place and familiar with all systems. If any training is necessary, this should have
been completed before handover.

If the hockey facility includes a large pavilion / clubhouse, housing a number of other sports, it is
possible that a number of innovative systems will be in operation. These will need to be closely
monitored and adjusted to fine tune the system to give peak performance. This optimisation or
commissioning can take several months.

Summary of Key Points

¢ The key stages in the development process and procurement are:
Conception = Design = Construction = Operation.

e Do not underestimate the amount of data which should be collected and reviewed
during conception. Review all the issues and options carefully to avoid surprises
later in the project.

e These reviews strongly influence the “design brief” which, among other things, is
used as the basis for drawing up detailed plans and tender documents.

¢ Remember that the cheapest tender is not necessarily the best value.

F[ H International Hockey Federation 2007
Pitch Facilities Guide Page 5 of 6



e Draw up the contract terms carefully.

e Build up a good relationship with the chosen contractor and all other parties involved
in the project.

e Monitor the construction phase closely; do not leave the contactor to work alone
without monitoring and support.

¢ Deal with issues which arise during construction promptly and effectively not least to
avoid delays and additional costs.

¢ Ensure there is checking for defects and that any defects are rectified in accordance
with the construction contract.

¢ Plan hand-over and acceptance of responsibility for operation of the facility carefully.
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