Preface

This book addresses a key topic for construction clients and
their professional advisors. Construction briefing is defined as
the process running throughout the construction project, by
which means the client’s requirements are progressively
captured and translated into effect. It is argued in Chapter 1,
on the basis of very little progress in the last thirty years, that
there is no simple ‘cookbook’ solution to good briefing, but
that there are clear areas where improvement effort can be
productively invested. Hence the emphasis in the title on
improvement and the identification early in the book of five
key improvement areas. These are: empowering the client,
managing the project dynamics, appropriate user involve-
ment, appropriate team building and the use of appropriate
visualisation techniques. The ‘five box’” improvement model
is a key contribution to the theory and practice of con-
struction briefing.

The book explicitly deals with the problems of imple-
menting new ideas in the pressured world of practice. A clear
improvement process is described in Chapter 7 which,
however, demands that firms adapt it to their own needs and
priorities. The essence of the approach 1s to start on a limited,
achievable basis on something that is important to the firm
and by sustained, incremental effort this leads inevitably to
wide-ranging radical change. In order to support this
improvement process, the book is presented in an innovative
format to make it as simple and risk free as possible for clients
and those in the industry to take action. In practical terms
this means that in Chapters 2—-6 the five improvement areas
are described in detail with extensive quotations from clients
and practitioners in the margins to bring the issues to life.
Conversely in Chapters 8—11 real life case study stories of
implementing the ideas are told, and in the margin a parallel
commentary links the action back to the five improvement
areas.

It is shocking that briefing is still such an intractable
problem in so many projects. As a key part of the relationship



between clients and the industry, under-performing on
briefing has many adverse implications. Some are short-term,
such as inefficiencies owing to ‘late’ changes and annoyance
on the client’s part because of the industry’s reluctance to
understand their needs. Others are longer term, such as
inefficiencies and ineffectiveness in the client’s operations
over the years that follow, owing to buildings that do not
meet their full requirements. There is also the long-term
effect on the business success of the companies in the
industry. Satisfying clients is a key requirement for longer
term success. It is shown in Chapter 9 how efforts to improve
briefing practice in the five areas also actively market the
construction firm in the most positive way possible. Good
briefing is good business. To ignore this is business suicide, as
other clients and construction companies will be actively
improving their briefing practices and raising expectations
for everyone.

There is no longer an excuse for complacency. This book
sets out a focus for change around the ‘five box’ model, it
provides a practical improvement process for firms to adapt
to their specific circumstances and, lastly, it provides both
clear ideas and numerous practical examples so that those in
practice can choose what they want to emphasise — and take
action now!



Introduction and focus




stimulate sustained, better briefing

Ministry of Public Buildings and
Works (1964) The Placing and Management
of Contracts for Building and Civil Engi-
neering Work, (The Banwell Report),
HMSO, London.

Latham, M. (1994) Constructing the
Team, (The Latham Report), HMSO,
London.
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Introduction and focus

Aim of the book

We imagine the reader of this book, be they a construction
professional or a construction client, as someone who knows
the briefing process could be done better, but wonders
where to start. They have possibly looked at good practice
suggestions, but not found them sympathetic with their
current practices.

This book aims to give such people, with a desire to
improve their briefing practice, three things to stimulate
sustained, better briefing. First, a choice of key improvement
areas known to impact positively on a wide range of problem
areas. Second, a large number of selected examples from
other people’s experience. Third, an explicit, realistic, step-
by-step change process that those wanting to make the
journey can follow.

Problem

In 1964 the Banwell Report stated that insufficient resources
were devoted to defining project requirements and that this
led to many problems in the construction process thereafter.
Thirty years later, the 1994 Latham Report concluded that,
amongst other things, more effort was required to under-
stand clients’ needs. Clearly the briefing process is seen as
both critical to successful construction yet problematic in its
effectiveness. Furthermore, this is a particularly intractable
problem that does not seem to go away.

Many people in construction feel the bref is not a
problem. A conversation is had with the client, their
requirements are written down and the brief'is thus created.
It may be a detailed volume or perhaps just a few pages, or it
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may possibly be a collection of letters in the correspondence
file. In any event the ‘brief then sits on the shelf and is not a
problem to anyone — but neither is it relevant to anyone. It
has become a side issue that may only be referred to if there is
a problem. From the client’s perspective this sort of brief can
feel like a cage. It 1s constructed quickly and efficiently at the
start of the project. If any attempt is made to change the
parameters of the project, as the client’s confidence,
knowledge and feel for the issues increase, the client is
politely reminded of their original statements and safely
returned to their cage! Not surprisingly the client involved in
a project of this sort is often disappointed with the building
finally produced. The industry may have taken on all of the
problems for them, but a full understanding of the client’s
real underlying needs has never been allowed to surface. At
best the outcome can be efficient, but it stands very little
chance of being effective in meeting the client’s needs.

The implication is that briefing must be seen as a process
not an event. In addition, it is a process that not only starts
early, but continues to inform all the technical work
throughout the project. This is highlighted in an approach to
briefing drawn from The Netherlands and shown in Figure
1.1. Here the brief is explicitly managed to evolve through
various stages in parallel with the technical information.
Continued interaction with the client s essential to this
process, the underlying principle of which is to decide as
little as possible at each stage! This means identifying the
critical decisions and addressing these, but leaving flexibility
on other issues for later consideration as more information
becomes available. This thinking can then be extended right
through the construction stage so that, as myriad specific
choices are taken, the framework of the brief is used to
ensure that they make global as well as local sense.

How briefing is conceived of is therefore very important.
Seen as ‘the brief’, limited impact is possible. [t can capture
the client’s initial idea, although this will usually be over-
shadowed by the industry’s strong ownership of its design
contribution. Even if the idea survives, it is like innovation
without implementation. However, seen as the process
running throughout the construction project by which
means the client’s requirements are progressively captured

... the client is politely reminded of
their original statements and safely
returned to their cage!

brieﬁng must be seen as a process not
an event
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and translated into effect, briefing is central to a successful
project. What must be considered is why good practice
advice over the last thirty years has failed to create any
significant improvement in briefing practice.

What is the role of ‘good practice’ advice?

Since the 1960s a considerable body of work on the pro-
blems of briefing for construction projects has emerged. This
has ranged from academic research reports such as Newman
et al. (1981) and Mackinder and Marvin (1982) through to
practical guides for practitioners such as Pena et al. (1977),
O’Reilly (1987) and Salisbury (1990).

A selected, annotated bibliography of a few particularly
useful sources is provided in Appendix A. So, given this
wealth of information and advice, why have problems per-
sisted?

Use of good practice advice

A study of five projects threw some light on this mystery.
Many problems were found. However, several of the
organisations consulted had developed their own ‘good
practice’ approaches to handling certain problems, some-
times drawing from generally accepted good practice
recommendations that already exist in relation to briefing.
Despite these attempts to overcome known problems, there
were numerous occasions when the implementation of such
ideas failed to produce a satisfactory outcome for some or all
of the parties involved. Table 1.1 highlights representative
examples of problems and associated attempts at solutions,
termed ‘potential good practice’, together with the main
reason for failure in each case. When analysed in the context
of published good briefing practice, it was found that the
reasons for the failure could be divided into three categories.
These are indicated by the shading of the boxes in Table 1.1.

... why good practice advice over the
last thirty years has failed to create any
significant improvement in briefing
practice.

Newman, R., Jenks, M., Bacon, V.
and Dawson, S. (1981) Brief Formulation
and the Design of Buildings, Oxford Poly-
technic, Oxford.

Mackinder, M. and Marvin, H.
(1982) Design Decision Making in Archi-
tectural - Practice, Institute of Advanced
Architectural Studies: Research Paper 19,
University of York, York.

IL_L!F Pena, W.M., Caudill, W. and
Focke, J. (1977) Problem Secking: an
architectural programming primer, Cahners,
Boston.

O’Reilly, J. (1987) Better Briefing
Means Better Buildings, Building Research
Establishment, Garston, Watford.
Salisbury, F.  (1990)  Architect’s
Handbook for Client Briefing, Butterworth
Architecture, London.

The data and analysis under-
pinning this section and much of
the rest of the book are drawn
from a major thirty-month
research  project that brought
together researchers from Salford
University’s  five-star  rated
Research Centre for the Built and
Human Environment and a range
of industrial collaborators. Fur-
ther details of this work and the
methods used are given in
Appendix C
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‘bad  practice’ running counter fo
received wisdom has not always led to
poor project performance
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In the first category good practice recommendations have
been followed which should, theoretically, have led to success,
but, in practice, may not have led to a successful outcome
because other external factors have not been considered. An
example of this is the use of focus groups to improve building
user group participation in briefing. It has been found that
this may falsely raise expectations leading to disappointment
later when people realise that their views have not been fully
incorporated.

In the second category good practice recommendations are
paid lip service but are only partially implemented. An example
of this is the appointment of a single client representative.
Such representatives are not always given total authority to
make decisions and are often overruled at a later date.

In the third category are good practice recommendations
that are not generally implemented. An example of this is the
recommendation that clients should always check the design
against the brief to ensure that their requirements are met.
This is not generally done as clients are often under time

pressure and therefore tend to rely too heavily upon pro-
fessional advisors to interpret their needs. However, during
early analysis of the case studies it was found that cases of ‘bad
practice’ running counter to received wisdom have not
always led to poor project performance as perhaps would be
expected. An example of this is where an architect failed to
carry out a proper survey of a building during a refurbish-
ment scheme. This meant that the scheme layout that had
been approved by the client was unachievable. As a result the
contractor had to re-design many aspects of the work as the
project progressed in consultation with the client/users.
Despite this the site team rose to the challenge and the work
was completed on time and the client was fully satisfied.

A summary of the possible outcomes of implementing or
failing to implement recognised good practice is contained in
Figure 1.2.

It can clearly be seen that the situation is much more
complex than, simply, for known ‘good practice’ to be
implemented. Good practice that does not work, and ‘bad
practice’ that does, must be accounted for and the damaging
effects of paying lip service understood and avoided. This
calls for digging further beneath the surface.
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Action Result / Impact
+ve -ve
Fully
Good implemented \/
practice
Lip service

SN

Vg

Bad practice

The human dimension

Further examination of the twenty examples of reasons for
briefing failure (Table 1.1) shows that human nature is often
at the root of these failures. Although there was often a desire
to follow good practice ideas, in very few examples were the
methods fully implemented as people tended to overrule
part of the process. Thus the human dimension is critical and
the impact of people’s thinking upon the briefing process
needs to be considered in more detail.

When considered from the point of view of the
construction professional, briefing would appear to be a very
personal undertaking. It is about effective communication —
getting inside the head of the client — and so there is really no
right or wrong way of achieving this. It is clear from the case
study data that over the years people find a particular method
for eliciting a brief that suits them and then tend to stick to it.
Obviously flexibility should be maintained to accommodate
the experience of the client and the amount of information
that the client has provided, but in general the approach is in
reality fairly consistent. The comments given opposite, made
during the case study interviews, are typical.

These comments demonstrate that experience appears to
be the major driving force behind ‘brief-taking’ (a dangerous
expression?) as far as construction professionals are con-
cerned. Experienced brief-takers will have developed, over
the years, their own set of internalised briefing ‘rules’ to
which they continually refer. Even though a number of
published briefing guides exist, the case studies drew

Figure 1.2
The impact of good and bad
practice

in very few examples were the
methods _fully implemented

‘We’ve had the same architect in two
or three times and I know how he is
going to take a brief, I know what he
is going to come up with before he
does.’

(Architect turned project man-
ager, on long term contract with a
large client)

‘How do I know that I have got suf-
ficient  briefing information? Good
question, because I know what the
design team need, I know when there
is enough information. I suppose this
is something that I do not even think
about.’

(Surveyor, client’s internal pro-
ject manager)
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very few brief-takers made any real use
of [published briefing guides]

Reason, J. (1990) Human Error,
Cambridge University Press, Cambridge.

strong-but-now-wrong rules

Sailures may simply be the result of a
lack of knowledge on the part of the
brief-taker
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attention to the fact that very few brief-takers made any real
use of them and preferred to rely on their own experience.
Such reference material was considered to be too prescriptive
or vague and the following comment made by an architect
was typical: ‘a briefing guide sounds like a load of bull’.

In addition, there was little evidence to suggest that brief-
takers consulted with other professionals in order to learn
how other people approached briefing. Finally, very few
construction professionals appear to have actually received
any worthwhile education relating directly to briefing
during their original training and so have very little option
but to rely on their own experiences.

These points all raise questions about the effectiveness of a
construction professional’s favoured briefing approach. If
professionals rely mainly on experience, how do they know
when there are gaps in their knowledge or whether some of
their standard rules are no longer applicable?

Insights from work on human error

A useful perspective is provided by human error theory.
Reason (1990) has carried out a wide-ranging synthesis of
human error mechanisms across many industries and situa-
tions. This work often relates to disaster situations where the
consequences are patently tragic, but similar mechanisms
seem to underpin many of the problems in briefing. The
disasters may not be so newsworthy, but they are none-the-
less real and subtly aftect people’s lives for decades after the
construction project has been completed. Reason has tried
to categorise the reasons why things go wrong. He has
suggested that rules that have previously worked in the past
may continue to be utilised by people even when they are no
longer appropriate; he terms these strong-but-now-wrong rules.
He proposes that there are several factors that may be
responsible for the misapplication of previously successful
rules. Some of these could readily be applied to briefing and
could help to explain why brief-takers are often unwilling to
part with their tried and tested methods. Not all briefing
failures, however, can be attributed to the misapplication of a
certain rule or method. On occasions failures may simply be
the result of a lack of knowledge on the part of the brief-
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taker. Table 1.2 illustrates both rule-based and knowledge-
based factors that may affect briefing, using Reason’s (pp.
74-96) categories as a framework.

This focused analysis contributes some interesting insights
on the problems faced by construction professionals when
involved with briefing and may help to explain why tried
and tested methods of briefing are sometimes used inap-
propriately. It is worth mentioning that even though the
analysis relates to the construction side, similar failures have
also been identified on the client side. For example,
experienced clients may want a new building that draws on
similar projects with which they have previously been
involved. However, a construction professional may be able
to point out that there may be a better way of approaching
things and that there is often more than one solution.

Insights from decision-making work

Another useful perspective on the developing picture of
briefing is that of the debate over rationality in decision-
making. Much of the previous work on briefing has assumed
a model of rational decision-making. Such work begins with
the client, assisted by the designer, setting out a pre-existent
and consistent set of goals in the brief. It is then the task of
the designer to make a series of rational choices about the
form of the building that will enable these goals to be rea-
lized. The reality emerging from the case studies is very
different and rather messy. Table 1.1 revealed a jumble of
conflicting and confused aims, insufficient or over-detailed
information and a lack of clear responsibilities. Despite
apparently badly flawed processes, most of these projects
reached passable, and in some cases excellent, conclusions. A
theory of rational decision-making would have predicted
disaster.

One possible explanation for the emergence of order from
chaos in briefing may come from the critique of rational
decision-making developed by March and Olsen (1997).
Goals, they argue, are not fixed but in a state of flux.
Organisations may need to be able to question their goals in
order to develop. But, in order to carry out this questioning,
an organisation needs to suspend rationalistic mentality and

1

Jumble of conflicting and confused

aims

March, J.G. and Olsen, ].P. (1997)
The Technology of Foolishness. In
Organization Theory, (ed. D.S. Pugh), 4th
edn, pp. 339-352, Penguin, London.
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Table 1.2
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Understanding the data from a human error perspective

REASON'S FACTORS

EXAMPLES FROM CASE STUDIES

Rule based failures

Rule strength

If a particular approach has been used often in the past
with success, there is an increased chance that it will be
used again.

Rigidity

If a rule has been applied successfully in the past there is
an overwhelming tendency to apply it again even
though a simpler solution may be more appropriate.

Redundancy

Repeated encounters with a similar problem
configuration allow the experienced trouble-shooter to
identify certain sequences that tend to co-occur. The
problem solver learns that truly diagnostic information
is contained in certain key signs, the remainder being
redundant.

Information overload

Information overload may occur when a problem solver
is dealing with a complex situation and so it may be
difficult to identify exceptions to the traditionally
implemented rules.

Every time a particular briefing method is used with
success, it reinforces the notion that a particular
approach is the best way of eliciting a client’s brief.
Unless major problems arise as a consequence of a
specific method, then it is extremely unlikely that a
brief-taker will ever change their style or even consider
a different one. In many cases the possibilities for
changes are further prohibited by the short timescales
often involved in briefing; if a brief-taker only has a
couple of weeks to find out all the relevant information,
then not unsurprisingly a tried and tested information-
gathering method is activated.

This may be the reason behind the lip service category.
Construction professionals sometimes appear to want to
try new ideas, but the internalised rules are so strong
that they always win and people revert back to their old
ways of collecting briefing information.

Similarly an experienced brief-taker may encounter
certain problems time and time again, particularly if
dealing with the same building type or even the same
client. This familiarity means that the brief-taker learns
that certain key cues generally tend to be more
important than others. This may be why architects are
often criticised for beginning to design too early; having
identified a familiar pattern they feel that they have
enough information to begin drawing. Thus
information which may be equally important as far as
the client is concerned may not receive as much
attention as they think it should.

Briefing often produces a vast amount of information,
often contradictory and sometimes irrelevant. Most
people find it difficult to process such complex
information, so the person trying to make sense of such
information may focus on just a few things, often those
that appear familiar, and so may miss exceptions to the
traditional rules that could actually be important. This
may help to explain why, even when different data
collection methods have been employed, the final
design may fail to incorporate some of the findings.

Continued
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REASON'S FACTORS

EXAMPLES FROM CASE STUDIES

Knowledge based failures

Selectivity

Not knowing which are the important factors, so
attention could be given to the wrong features or not
given to the right ones.

Out of sight, out of mind

Undue weight may be given to facts that come readily
to mind, while those facts that are not immediately
obvious may be ignored.

Confirmation bias

Once a hypothesis has been formed, even if it is based
on early, impoverished data, a problem solver may be
loath to part with it even if contradictory evidence
comes to light.

Overconfidence

Problem solvers are likely to be overconfident in
evaluating the correctness of their knowledge. They will
tend to justify their chosen course of action by focusing
on evidence that favours it and by disregarding
contradictory signs.

If only one specialist is responsible for taking the brief
they may focus on asking questions about their area of
expertise. For example architects may give priority to
aesthetic or space issues rather than cost or M + E when
these may be the most important aspects. Thus these
factors may only be given proper consideration at a
later stage when other consultants are brought in.

The sheer amount of information produced during
briefing means that facts may be overlooked, especially
if a brief-taker is dealing with a building type that they
are unfamiliar with. Unless the client participates fully,
certain facts may remain undiscovered.

This may be particularly true when an architect is
responsible for taking the brief and designing the
building. If architects began to design before collecting
all the relevant information, they may be reluctant to
change their schemes at a later stage.

Experienced brief-takers especially may assume that
they have covered all the options and that their
assumptions are correct. In addition, clients may rely too
heavily on construction professionals’ abilities to
interpret their requirements, hence few checks are
made by the clients and incorrect assumptions are
allowed to dominate without being challenged.

allow the free play of intuition. March calls this suspension of

rationality the ‘technology of foolishness’.

Perhaps the reality of briefing, as opposed to its rationa-

listic explanation, contains elements of the technology of
foolishness. An organisation that requires a building is in a
state of change. It will no longer be quite the same after the
new building is complete. In reality the organisation does
not set out a clear set of objectives for the new building. No
initial brief is exhaustive or immune to alteration. As the
project develops the existing goals are challenged, sometimes
abandoned and often developed. The result is the observed

An  organisation that requires a
building is in a state of change. It will
no longer be quite the same after the
new building is contplete
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to achieve successful briefing something
more than traditional best practice
ideas are needed

people are crucially involved
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anarchy. Eventually the guiding principles for the new
building emerge and the project usually reaches a satisfac-
tory, but not optimal, conclusion. The goals do not precede
the action but rather emerge from it.

If briefing does not conform to a rational model then there
are important implications for any attempt to improve
practice. Formal process models, comprehensive checklists
and the like assume pre-existing goals and may stifle the play
of intuition. Innovative techniques should, on the other
hand, seek to encourage the development of new goals and
leaps of the imagination. There is, at the minimum, a tension
here!

Better briefing

There 1s little evidence that ‘good practice’ per se actually has
the expected effect when used in practice. On the contrary,
examples abound of good practice not working, or being
undermined by lack of commitment (lip service). There are
also examples of ‘bad practice’ working well in practice. The
implication is that to achieve successful briefing something
more than traditional best practice ideas are needed.

Much of the best practice advice provided over the last
thirty years has been based on a purely rational perspective of
the construction process. It has in effect said:

If only people would plan carefully

If only people would stick to their decisions

If only people would do what they said they would do
If only people wouldn’t look out for their own short-
term interests

If only people didn’t seek and abuse power.

This amounts to saying ‘if only people were not involved every-
thing would run smoothly’! But, people are crucially involved
and efforts at better briefing must accept, accommodate and
work with this reality.

The pure rationality of the briefing process is also
compromised by the fluid nature of the parameters. This is
implicit in the nature of the operation. Clients are buying
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something they cannot see untl it is finished, and very often
the building produced will make a significant difference to
how they will carry out their work. Thus, there can easily be
a situation where the client finds it hard to imagine how they
will operate within the building, as well as what the building
will actually be like in physical reality. The situation is
exacerbated by the fact that client organisations often seem
to ‘manage the margin’. In fact this is logical for them and
amounts to management by exception. So, a client will be
very clear about employing an extra member of staff, but can
find it very difficult to tell an architect how many staff they
want to accommodate in global terms. In one project the
chent stated that they had somewhere between 2500 and
3500 staff! But this lack of certainty had only become an issue
because new accommodation was to be built for them.

The difficulty for clients of imagining a new organisation
in new accommodation is really quite wide-spread. It can be
seent in its extreme form where the client organisation is
actually using the construction project to re-engineer their
organisation by physically re-grouping people, breaking
down old structures and facilitating new flexible ways of
operating, say through shared spaces or hot desks. In this
situation the goals are being politically negotiated all the
time, but even in a normal project there is a transition from a
vague notion to a tangible artefact. The briefing process must
support the client through this journey from uncertainty to
certainty in such a way that aspiration is turned into delight.

On the construction industry side there is the contrasting
danger that they have seen it all before. They have experi-
ence. Whether it 1s relevant and helpful is a moot point and
will vary tremendously from practice to practice, individual
to individual and project to project. However, in general it
seems that experience can act as a barrier to the acceptance of
good practice proposals.

Opverall, best practice advice to date appears to have had
little impact. There is the difficulty in persuading people to
shift from their experience-based practices, especially if the
alternatives proposed are detached from reality. The reality
includes reflecting the inherent non-rational turbulence of
the construction process and the importance of the human
dimension.
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client organisations often seem to
‘manage the margin’

this journey from uncertainty fo cer-
tainty

experience can act as a barrier
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how to see the way forward to
achieving progressively better briefing

<

The remainder of this book seeks to address the issues in a
way that enables those involved in briefing to take up the
suggestions and link them to their own experience. It does
not seem far-fetched to suggest that, in fact, all the players are
trying to act rationally, but within the context of their roles in
the process and their particular perspectives. To move from
this position, flexibility and breadth of vision are needed.
Thus, the emphasis of what follows is not on how to do
good briefing per se but rather how to see the way forward to
achieving progressively better briefing.

Key improvement areas

This section focuses on the identification of five key
improvement areas for better briefing and is based on
extensive analysis of a large number of projects (sixteen
projects were studied in detail). As the view that emerges is
quite simple, details of the extensive work that underpin the
view set out here are given in Appendix C.

An approach was taken that dealt with the detailed data at
project level from many different perspectives. A lot of
information was gathered and the major thrust was to move
from identifying problems and their causes to proposing
actions in key solution areas. These were actions which it
appeared would have the greatest impact on the largest
number of problems that had been identified. The technique
used (which may well have utility in the briefing process
itself) was to map links between context issues and briefing
problems and propose solutions. This was carried out in the
following eight areas that had been identified as particularly
problematic at an interim stage of the analysis.

Assessment of clients’ needs
Roles and responsibilities
Programme

Type of information
Visualisation

User involvement

User groups

Project constraints
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Mapping from problems to solutions

At the end of the chapter the ‘maps’ for each of the eight
areas are shown as Figures 1.4-1.11. These give a rich
impression of the sorts of issues and connections identified
and we would expect anyone involved in construction to
recognise many of the individual links. The value of the
maps is that the information is organised, both into the
categories and running from context through problems to
solutions.

For all the value of the maps in making the issues visible,
they are in fact only an interim step to the identification of
the key solution areas for better briefing. This follows below.

Key solution areas

If improvement is important to resolving briefing problems,
then identifying key solution areas is an essential stage in the
process. The maps in Figures 1.4-1.11 clarify the building
blocks of the problems and identity potential solutions, but
key solution areas span across the eight maps. Taking just the
proposed solutions from the centre of each map, high-
leverage solutions were sought. These are solutions that have
a positive impact on a large number of problem areas. As a
result of this analysis, five key solution areas were found.
Two major areas were identified in which action could
address problems throughout the briefing process (see Figure
1.3(a)). The first and main area we have termed ‘empower-
ing the client’. This has to do with helping the client become
an effective client in the project process and beyond. Linked
to this is the area of ‘managing the project dynamics’ which is
related to taking the brief right through the construction
projects as a pervasive issue. Great progress could be achieved
by addressing just these two areas, but three other supporting
areas were also identified as shown in Figure 1.3(b).
‘Appropriate user involvement’ is an essential component of

Empowering Manag_lngt the
the client — projec
dynamics
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high-leverage solutions were sought

Figure 1.3(a)
Major solution areas
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Figure 1.3(b)
Major solution areas and three
supporting issues

five key solution areas

Q| [#

|4

Managing the
Empowerlng prgje(?t
the client dynamics

IN 1

Appropriate Appropriate Appropriate
user visualisation ||  team
involvement techniques building

an empowered client in many situations. ‘Appropriate team
building’ linked closely to the effective management of
project dynamics. ‘Appropriate visualisation techniques’
underpinned {and often undermined) actions in all of the
other areas.

The five key solution areas have been identified and it is
argued that action in these can significantly improve the
effectiveness and efficiency of the briefing process, however
it is currently carried out.

Each of the five areas will now be considered in more
detail in a separate chapter. For each the principles involved
will be discussed first, with illustrations drawn from relevant
theory, then the main factors will be set out with detailed
case study examples and commentary from a construction
perspective.

At various places later in this book, references will be
made to the five areas in marginal notes. To help you quickly
see the connections, icons have been created for each of the
five areas. These are set out below.

B Empowering the client
This icon depicts an energising lightning flash as the
client is empowered to play their role.

B Managing the project dynamics
This icon shows an ‘S’ curve typical of many projects, but
within the main development thrust are many smaller
activities to be done.
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W Appropriate user involvement

This icon suggests the idea of a core team relating %

interactively with a wider community.
W Appropriate team building

This icon stresses the importance of people and the ?
interaction necessary to build an effective team. g []

B Appropriate visualisation techniques

This icon represents the idea of providing and using
different views of the building in question and associated | 10@

1ssues.

considerations
ignored until
critical point

Client inability
to define
requirements

Maximise
opportunities for

Integrated
business plan

shared
understanding
Misinformation of situation
to consultants
Project not
supported throughout

client organisation

/

Lack of internal

Incgrpal » agreem'ent on client
politics objectives
Figure 1.4

- - Client has -
Client’s approach Inexperienced > unrealistic Lack of interest
to business strategy client perception of in project after
+ l possibilities initial brief
Building Increase client
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Client time and

understanding of !
business pressures

construction process

v

Allow adequate
time to assess needs

Client lack of
research into needs

Building may not
be the only solution

Client unsure of
basic facts

Appoint internal
client project

manager to co-ordinate/

communicate information

Consultants’ lack
of knowledge of
client organisation

Consultants unaware
of project drivers

Assessment of client needs; = context; (O = problem; no border = solution
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Clients unsure of

Takes time to get -
what is expected |e———— Inexperienced

up to speed on

Inexperienced team

members / project of them clients
Team members Spend time on _ Check that Better
change consultant |ne)(fper|fanch explanation to
selection, don’t pro e§S|ona s clients about
will be Ensure team their roles

only consider

- monitored approves and

Personality money understands

clashes management
structure

Agree method

of working Clients try to Lack of team
dominate project, leadership
Friction within don’t trust

project team consultants to do job

Poor project
documentation

Industry changes
mean unclear

Potential
duplication of

—D'

work . .. efficient responsibilities
teamwork
Consultants’ / \ Project procedures
different working not formalised . .
. ' Experienced clients —l
practices
Figure 1.5

Roles and responsibilities; 1= context; (= problem; no border = solution
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Project not

business plan project

S

Critical dates not

established

Appoint client
representative
to ensure project
meets programme/
client fulfils
obligations

No-one takes
responsibility for
project internally

Programme not
communicated
throughout client
organisation

Ensure project
team agree
on programme
and that regular
progress checks
are made

Programme

Internal politics
related to don’t support I

Programme is
ignored

Gain support
of senior
managers to
ensure internal

compliance

Improve client
understanding
of situation

Programme not
communicated
throughout

project team
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Client
inexperience

Unrealistic
setting of programme

Programme not
clearly defined

Project team

\ unsure of
responsibilities,

SO no-one in
total control

allowed to drift

Figure 1.6

Programme; = context; (O = problem; no border = solution
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Information not
easily accessible,
spread throughout
client organisation

Information
collection should be
planned/resourced

Haphazard
collection of
information

Users have full
time jobs and cannot
fully participate

Changes made
later in the
project

to encourage
meaningful
participation

Support of senior
management

Clients have
difficulty

communicating

requirements

Time pressures and
lack of resources

> Vague/inaccurate -
information

Figure 1.7

Transfer of information; 1= context; (= problem; no border = solution

/ project team

People exaggerate
their requirements

Information
verification within
client organisation/

Clients have
problems
focusing on
their
requirements

Extra work to
rectify problems,
costs time and money

<

Internal politics

People may
withhold relevant
information

Maximise
opportunities for
discussion/shared
understanding of
situation

Client does not
provide key
information

Inexperienced

clients
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Different
professional "
training of consultants

Consultants do
not exploit
visualisation tools

Restricted time
and resources

Time and

resources should be
allocated for

visualisation tools

Consultants do not
understand each
other’s drawings

Limited
interaction of
disciplines during
education

Consultants
should attempt to

Consultants have
no time to explain

People do not want rationalise their Consultants project properly
to admit lack different drawing sh.ould'engure
of understanding styles/conventions visualisation
toois are used

effectively

Misinterpretation Increase potential

Clients do not

of proposed buildin for shared
understand prop g understanding
construction - by utilising
drawings Clients do not combination of media
have full
understanding
T Changes mgde later of scheme
: nced in project Consultants only
“ex[i?“cnce pass on easily
clhients understood information
Figure 1.8

Visualisation; = context; (O = problem; no border = solution



24

<

Culture of client Consultants don’t -
organisation, »| understand client Inexg_enenced
attitudes to staff’ \ culture clients

Client wants
involvement of
all users

Difficult to plan
for involvement
of all users

User involvement
not seen as
important

Assess value of
user involvement

Users are
reluctant to
participate

Form user groups

Senior managers
make all decisions
rather than users

Realistic
programming to
involve users

Commitment of
senior managers to
user involvement

Better explanation .
Joint manager/ of importance of Hligh pressure
user decision making user involvement environment
Figure 1.9

User involvement; = context; (O= problem; no border = solution
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Personality traits ’ Str O"ﬁt, Fear of the Cult}lre. of
of individuals personailties unknown organisation,
dominate groups attitude of client

managers to staff

Inclusion of

managers means user.
afraid to speak

Improve feedback

Staff not
informed of what has
been decided

Large groups Better

inhibit discussions cons@eratlon of
dynamics of user

groups
Under-representation
of some departments User groups
selected by team, Clear definition
rather than of roles and
individual managers responsibilities User groups not
Managers choose sure of their
people who will objectives
support them
Group members use
osition to gain
P g User groups do not

e )
personaty always consult staff

for preferences

Internal politics }/'

Figure 1.10
User groups; 1= context; (3 = problem; no border = solution

‘\, Lack of training ]
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Consultants’ fees > Consultants under T Large number
are squeezed constant pressure me pressures of competing
demands
\ requiring
Utilisation of Thorough consuitant reconciliation

selection process,
obtain commitment
of senior consultants

lower grade staff,
may provide
inaccurate advice

Increased
Establish Allow time research
programme, early in into/

highlighting project to prioritisation
critical dates identify of constraints
client need

Need to make
cost savings
later in project

Lack of in-depth
assessment of
different project
constraints

Project team and

client should , Changes made
identify realistic N obo;jy s f;/l/}{ " later in project
funding limits aware or constraints as more

early on constraints

discovered

Failure to

recognise time Lack of communication
pressures throughout project team
Financing on project
arrangements are Inexperienced
unrealistic -t client

Figure 1.11
Constraints; = context; (D= problem; no border = solution
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Empowering the client
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the client may not always be right, but
they are paying the bills

a creative and interactive relationship
hinges on construction under-
standing clients

2

Empowering the client

Discussion

It 1s extraordinary that whenever questions of briefing are
discussed amongst construction professionals the first thing
they do is blame the client. Clients don’t understand construc-
tion, they don’t provide information on time and, worst of all, they
change their minds! An industry that blames its clients for the
problems that exist in a key process such as briefing is
doomed to failure. It will certainly not be able to improve
the briefing process so long as it locates the reasons for the
problems as being outside of'its control. This is not to say that
clients are not a ‘problem’ for briefing as it is currently carried
out, but, being objective, this is more a criticism of the
current processes than of clients.

In principle the client may not always be right, but they
are paying the bills. If they are having difficulty in providing
timely and appropriate information for the construction
process then it is incumbent upon those more knowledge-
able in the construction industry to identify what help they
need and to provide tailored assistance so that they can act
effectively in the process.

The fact that there is a construction project means that a
client has identified a need for more, or different, space and
this will be predicated on some need generated by their
primary business. In this area the client is likely to be very
expert and, at a minimum, why should they have to know
any more? Provided they can put into words what they are
trying to do in terms of their aspirations in their area of
activity, then it is incumbent upon the construction
industry to endeavour to understand and interpret it into a
built solution. It may be that a much more creative and
mteractive relationship builds up, but it is not essentially
dependent on how clients understand the minutia of
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construction. Rather it hinges on construction under-
standing chients.

In terms of their ability to effectively interact with the
construction industry, clients will, however, have varying
levels of confidence and competence to play an active role. It
is useful here to draw upon leadership theory (Hersey,
Blanchard and Johnson,1982; 1996). Work in the leadership
area indicates a possibility of different styles of interaction.
These styles are shown in Figure 2.1(a) and are generated by
different combinations of task or people orientation. The
key factor to draw from leadership theory is that there is no
one right leadership style, rather it depends on the ‘maturity’
(confidence and competence) of the people you are dealing
with. This additional factor is shown in Figure 2.1(b) and a

)
§ Supporting Co-operating
o
Delegating Telling
-
Task
Supporting Co-operating
Delegating Telling
< ]

High Maturity level Low
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L] Hersey, P., Blanchard, K.H. and
Johnson, D E. (1996) Management of
Oxrganisational Behaviour: Ulilising Human
Resources, 7th  edition, Prentice-Hall,
New Jersey (4th edition, 1982).

Figure 2.1(a)
Leadership styles. Based on Hersey
and Blanchard, 1982

Figure 2.1(b)
Contingency leadership
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Figure 2.2
Contingency briefing

bell-shaped interaction line has also been added. Thus, for
someone of low maturity level a line taken up vertically to
the bell-shaped curve shows that a ‘telling’ style would be
the appropriate sort of relationship. At the other extreme for
a high maturity person or group a ‘delegating style’ would be
the appropriate relationship. In between ‘co-operating’ and
‘supporting’ styles are suggested. So, the style that should
condition the relationship is driven by the maturity level of
those you are dealing with. This in other words is a way of
identifying and providing what the people you are dealing
with lack.

Let us relate this specifically to briefing results in the
representation given in Figure 2.2. The axes have been
clarified as ‘technical knowledge needed’ and ‘support
needed’, leading to four client types, typified with a brief
statement. A client with very little knowledge of construc-
tion, but not really needing much support and encourage-
ment would appear in the bottom right hand sector. This
could be a small factory owner who simply wants some extra
space and doesn’t really care how it is achieved. Private
individuals extending their own houses often differ from this
in that they do need support as well as technical knowledge.
What they are doing is very personal and the outcome
matters to them a great deal. Thus an input from the
construction professional both of technical knowledge and
support is necessary to help them through it. A different
situation Is presented again by the client that has technical

°
)
2 ‘Do it solcan ‘Help me
‘g check it’ through it’
o
o
& ‘Gi
‘Get on with it!’ Give me the
extra space’

>

Technical knowledge needed



knowledge and is really simply buying additional labour for
something that they could do themselves, if they had time.
Put this into an organisational context where value for
money has to be justified and the reladonship revolves
around doing the work so that the client can check it. A
fourth alternative exists where the client is technically able
and responsible only to themselves. Here the ground-rules
may well be a rather unforgiving ‘get on with it’. This could
be where the client is a property developer.

The point which should come through the above
examples is that clients differ considerably in their needs
when dealing with construction and assessing the input they
need for technical knowledge and support and encourage-
ment is an important way of identifying how clients can be
empowered in order to be effective in the briefing process.

Case studies

An analysis of the case studies indicated that ‘Empowering
the client’ can be sub-divided further. A summary is shown
in the list below. These are the main factors that clients
should focus on with the support and guidance, where
appropriate, of the construction industry.

Clients should be knowledgeable about their own organisations
Clients should be aware of the project constraints

Clients should understand the basics of the construction process
Clients should understand their roles and responsibilities
Clients should maintain participation in projects

Clients should gain the support of senior managers for projects
Clients should appoint internal project managers to manage
projects

Clients should integrate business strategy and building require-
ments.

Clients should be knowledgeable about their own
organisations

It should be remembered that clients, even those new to
construction (naive clients), are the ‘experts’ with regard to
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clients differ considerably in their
needs
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‘We were told that they had a brief,
but when it came to it they had no
such thing, they had a whole series of
conflicting  aspirations among  the
various people who were involved.’
(Architect)

‘We ask them if they can write down
how the department works and how it
interacts with others. You find that it
is usually a mess and they just don’t
know. So we have to challenge them
and get them to think about it. Then
again, quite often we go into these
companies and we don’t understand
the terminology, it's a foreign
language.’

(Architect)

‘I think a lot of architects are very
arrogant about what they think they
know. Our philosophy is we do not
know it all. We listen, we haven’t got
a set pattern, we tailor the answer to
the client. Some clients say “Why do
we need you, we give you the answers
and you just draw them up!”’ That is
actually a great accolade, because if
I've teased out what they really
wanted and converted it into a piece of
architecture they like, then I'm doing
my job.’

(Architect)

their own organisations and how they operate. Even if the
consultants have worked on many similar buildings before,
they may well overlook a critical piece of information if it is
not drawn to their attention. Each organisation is unique and
what is important to one organisation may not matter to
another. It is up to the client to impart as much relevant
information as possible.

Clients, particularly naive ones, may find it difficult to
describe their operations to another party, hence consultants
should try to become skilled in the art of questioning. They
are there to interpret a client’s needs, not define what those
needs are. During the case studies some clients complained
that they felt they were getting a standard solution, not one
that had evolved from their requirements.

Most case study clients produced some sort of briefing
document outlining their requirements. Very often these
were seen as inadequate by the consultants as they did not
provide the right sort of information and had obviously been
prepared without consultation or agreement within the
client organisation. Once consultants began to question
clients, conflicting requirements often became apparent. It is
probably impossible for clients to set down all their
requirements in a brefing document and in-depth
discussions will need to occur in order for the consultants to
produce a truly suitable design. However, clients may find it
useful to refer to the proforma in Appendix B. This outlines
what sort of questions clients should be asking themselves
when they are preparing a brief or discussing their require-
ments with consultants.

Good practice

One of the case study clients employed specialist consultants
to study various aspects of their operations, such as room
usage, work processes and circulation patterns. The
consultant highlighted how the current building was being
utilised and how/where people interacted with each other.
This information suggested that the majority of people
worked in isolation and did not visit each other’s offices, but
that when they met by the vending machine they exchanged
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ideas. This inspired the project team to create a design with a
number of informal meeting areas which encouraged the
transfer of information.

Clients should be aware of the project constraints

When clients, particularly inexperienced ones, come to
brief the rest of the design team they are not always sure of
their requirements. During the case studies there were a
number of examples where the clients had not even
worked out basic facts, such as how many people would
occupy the proposed buildings or how much money was
available for a project. If clients are unable to convey such
rudimentary knowledge, consultants will be unable to pro-
vide appropriate solutions.

When considering project constraints, clients should try to
prioritise their requirements. In one of the case study
projects, the client wanted the building to be completed by a
specific date and so the project team designed a solution
based around a steel frame that could be constructed
relatively quickly. However, when the steel option was
compared to a concrete alternative, the concrete was
substantially cheaper, but slower to construct. The client
then had to decide which was more important, time or
money.

Good practice

Some building types involve a certain amount of repetition,
such as offices and hotel bedrooms. In such situations it
makes sense for clients to implement a policy of standardi-
sation across these repetitive spaces, i.e. all offices should be
limited to a specific size. This means that they can
concentrate their efforts on the more specialist or important
areas of the building. For example, one organisation limits
workstations in open-plan areas to a maximum of 100 sq. ft.
and partners’ offices to 125 sq. ft. This approach means that
the briefing process can be speeded up as the users’ options
are limited.
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“There was a lot of uncertainty about
who was actually going to move into
the new building. Whenever we asked
them (the client) who was going on
which floor they never knew exactly.
They always said they would tell us
next week.’

(Architect)

“We have various corporate standards
dictated, space for secretaries, space for
different levels of management. It is in
our interest to reinforce the corporate
standards because it makes our lives
easier. Before the company issued
standards it used to be a free for all.
The heads of these departments are
powerful people, if one of them wanted
a large office, even my boss would
have a problem arguing it out with
them.’

(Client’s internal project man-

ager)
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‘For a lot of our clients, it is the first
time in thetr lives that they have been
involved in a building project. We
found that they didn’t even under-
stand the language we were using. We
now have a completely documented
project process. We write down what
stages we will go through, etc. We
then send it to the client. It is some-
thing that has become a routine part of
our process now.’

(Project manager)

“There seems to be some confusion
over roles. We take the lead with the
consultants and tell them what to do,
and we expect to be told what to do by
the client. So we are carrying on, but
we are not totally clear that what we
are doing is what anyone wants.’
(Architect)

Clients should understand the basics of the
construction process

When inexperienced clients become involved with con-
struction projects they are unlikely to understand exactly
what is involved. Most clients will have heard of terms such
as planning permission or building regulations, but will not
understand in detail what these mean, or how they may
impact upon the project. Terminology used by construction
consultants on an everyday basis may also be confusing.

Good practice

Consultants should take the time to outline to the client the
different stages of the project, the predicted timescales
needed for each stage, alternative procurement methods, etc.
Some of the case study consultants developed documenta-
tion specifically for this purpose, which could be adapted for
each new client/project.

Clients should understand their roles and
responsibilities

Inexperienced clients in particular may not be sure what they
are expected to do during the construction project. They
may believe that as they are employing construction
professionals their role as client will be limited to supplying
initial information and then they can sit back and wait for the
designers to come up with an appropriate solution. In the
majority of projects, however, clients will be expected to
undertake specific duties. Consultants should ensure that
clients are fully briefed on their responsibilities. In several of
the case studies the clients were unclear about their remit and
this led to tension among the various parties.

When discussing client duties, such things as participation,
decision making and project management should be
covered. For example, clients, or a client representative, will
normally be expected to attend project meetings, so that
they are aware of project progress. Even though many
decisions may be taken by the design team, the client will be
expected to make non-technical related decisions, such as
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choosing which solution is the most appropriate for the way
the organisation operates. If users are to be consulted it may
be preferable for the client to manage and co-ordinate their
involvement.

Clients should maintain participation in projects

Client participation varies from project to project. Some
clients like to provide the initial brief and then let the
consultants get on with it; they are the professionals after all.
Other clients want to be involved in every decision. The
latter may sometimes annoy the consultants as progress may
be slowed down, but at least the client knows exactly what is
going on. The former situation may well lead to problems —
consultants need to know that they are pursuing a scheme
that continues to meet the client’s requirements and this can
only be achieved by sustained interaction with the client.
Clients possess much more detailed knowledge of their
operations that consultants ever can, and so they are more
likely to spot potential problems or alternative possibilities if
they continue to participate in the project development after
the briefing phase.

Good practice

Some of the case study consultants maintained client com-
mitment and involvement in the project by ensuring that the
client signed off the project at designated points, which were
stipulated early on in the project. These consultants felt that
these formal sign-offs were necessary as the client was forced
to really consider what they were agreeing to. These con-
sultants acknowledged that even after these sign-offs there
was still potential for clients to change their minds, but the
clients had also been well briefed upon the implications of
changes and so this occurred less often.

Clients should gain the support of senior managers
for projects

People within client organisations will not always agree what
criteria a new building should meet. This is particularly
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‘I think there should be someone on
the client team that knows about
buildings and understands what the
implications of things are. It’s just that
they don’t seem to trust you when you
say things. In our eyes we are their
employees and we have their interests
at heart, but I think they think that
we are part of a conspiracy against
them as part of the building industry.’
(Architect)

‘We explained where we were in the
process and then asked if we could
freeze the layout. Everyone was given
the opportunity to speak out and there
were a few arguments. Everyone
wasn’t happy, but the vast majority
agreed and put their names to it. I get
them to sign off bits of paper, I always
do that!’

(Project manager)
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‘Come August I put pen to paper,
saying to all the executives, “‘If we are
going to do this and you want it ready
on time, you need to start thinking
about the brief and the space issues
now, it’s essential that we begin.”’
That kind of disappeared into thin
air. The only comments I got back
said, ‘‘Look we’re just going to reor-
ganise the way we do business,
everyone is going to have to change the
way they work, they are going to
change who they will be working with
and you are asking everyone to think
about space!”” Of course when I look
at it that way, they’re right.’
(Client)

‘We had to make sure that the client
tepresentative knew who he was
representing — was it himself, his own
direct group or all the other groups? It
is difficult because if you are doing an
area with six laboratory sections in it,
you could have one of those people
nominated as the client’s representa-
tive, you have to be very careful that
you don’t end up with one big
laboratory and five little ones. Self-
interest does creep into it. After you
put it into a document and point it out
to people, it is actually a bit more
difficult then for them to pursue the
self-interest bit too much.’

(Client)

problematic when the proposed project does not have the
full backing of senior staff. Senior managers who disagree
with the principles of the project may not provide infor-
mation on time or may withhold relevant material. This can
potentially affect the progress of the project. Organisations
should try to obtain internal agreement on what the project
should achieve, so that all senior managers are working to the
same goal. If consensus cannot be reached, then the con-
sultants need to be made aware of any relevant internal
political difficulties and should discuss with the client how
they should approach the situation. Consultants need to
know what information they can reliably work with or
where they may come up against hostility or a lack of co-
operation.

Clients should appoint internal project managers to
manage projects

Unless a project or client organisation is particularly small, it
is unlikely that the people who have initiated the project will
actually be involved with it on a day-to-day basis from start
to finish. Most organisations, therefore, will need to appoint
a client representative project manager who will be
responsible for managing the client’s part of the project.
Senior managers need to consider their choice of client
representative very carefully and ensure that the appropriate
person is briefed fully on their responsibilities. Representa-
tives need to understand that they are representing other
people and so must draw attention to their concerns;
representatives should not just put their own ideas forward.

Client representatives can perform a number of roles.
They can co-ordinate the project within the client organi-
sation ensuring that deadlines are met, collect user infor-
mation, make decisions on behalf of the client, etc. It is very
important that the different parties confirm which roles a
client representative will undertake, particularly with regard
to decision-making powers. Consultants need to be certain
that any decisions taken by client representatives will be
supported by senior management and not overruled at a later
date. Similarly client representatives should know which
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decisions are outside their remit and should be passed to
senior managers.

Organisations also need to consider how much time the
client representative will allocate to the project. Many client
representatives are expected to carry on with their usual
work, as well as performing their project-related duties.
Quite often this means that the client representative is under
a lot of pressure and is not able to dedicate enough time or
effort to either job. The organisation has to decide on the
relevant importance of the new building and free up the
client representative’s time as necessary.

Good practice

On some projects it may make sense for the client to appoint
more than one internal representative, maybe from different
departments within the organisation. This allows the
workload to be divided. More importantly it means that
issues can be viewed from a wider perspective and so
decisions may be made without reference to senior
management. But, a coordinated view must still be provided.

Clients should integrate business strategy and
building requirements

Consultants often complain that clients want buildings to
be completed as quickly as possible in order to meet their
business goals. This puts pressure on the consultants from
day one and often means that the completed building is less
than satisfactory, as all phases of the construction process,
including briefing, are reduced to a minimum. In many
instances the organisations concerned have failed to
integrate their business strategies with the associated
building requirements. New products or sections of the
business have been developed leading to an increased
demand for space, which the organisation needs to meet as
soon as possible. However, organisations need to bear in
mind that the lead time associated with construction
projects means that they need to begin work on new
buildings at least two years, normally more, before the
space is actually needed.
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‘They established an in-house project
team to collect the user information.
They decided who they needed to
speak to from which department and
when. Then they would call me in
when they had something concrete to
discuss.’

(Project manager)

‘We had a five year development plan
and it had been recognised that we
would have to do something, but we
weren’t quite sure what the specifics
would be.’

(Client)
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Before clients procure totally new buildings they should
take the time to determine whether this is indeed the most
appropriate solution. Organisations should assess their
current operations and accommodation to see if changes can
be achieved within existing limits. A reworking of practices
or the internal arrangement of a building may actually
achieve the same goal.

Summary and self-assessment

Overall this chapter has stressed the importance of the client
being empowered, either through their own efforts or with
support from the construction professionals they are working
with.

Table 2.1 focuses on the main factors necessary to achieve
this end and provides a self-assessment tool for the reader to
assess where effort is most urgently needed. The tool can be
used for the reader’s organisation in general, some part of it,
or it could be used to assess a specific project and just those
people involved.

The outcome of the analysis is the identification of those
factors which are a high priority, either because they are not
already met in practice or because little effort is currently
being made to satisfy them, or, most powerfully, because of
both. A table like this is provided at the end of each of the
next four chapters. As this is the first time it appears Table 2.2
illustrates, with a hypothetical example, how it looks when it
has been completed.

This information can be used in various ways. It can be the
basis of an initiative to pick up the highest prionty factor, but
this would not make sense unless this corresponded to an
urgent or important issue for the firm. So it may be better to
take an important, but low priority factor. Another alter-
native is to design an initiative that will have a positive effect
on more than one factor. In this way a high priority factor
may be linked to an urgent issue for the firm.

It should be remembered that the factors highlighted at
this stage are in only one area, albeit a very important one.
There are four more, which together make up the ‘five-box’
model. It may be worth waiting until similar analyses have



been done for the other areas and a combined summary
created as shown in Chapter 12. It may then be even easier to
link together high priority factors with issues that are
important and urgent for the firm.
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Table 2.1
Summary assessment of empowering the client

Instructions
For each of the factors listed below, circle one number in each of the two scales provided to indicate the extent to

which the factor is currently met and the effort you are currently making to address the factor. A key for each
scale is provided below.

Met? Effort?

This scale is to assess the extent to which each This scale is to assess the effort you are currently
factor is currently met: making to address each factor:

1=Not met at all 1=No effort at all

2 =Met to only a slight degree 2=A little effort

3 =Met quite well 3 =Quite a lot of effort

4=Fully met 4=Considerable effort

Factors Met? Effort?
E1. Clients should be knowledgeable about thelr own organlsatlons 1234 1234

y and building requirements

Instructions (continued)
When you have done this for each of the factors, use the two scores
to locate each factor, using its list number, in the grid provided to
the right of this box.

Entries that fall in the black areas can be ignored. For the
remainder, the lighter the area the more urgent it is for there to be
a concerted effort on the factor concerned. In this way high priority
factors can be identified.

Effort

These high priority factors can be combined with similar results for
the other ‘five-box’ areas in Table 12.1 on page 133.

Met

Summary assessment grid
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Table 2.2
Completed summary assessment of empowering the client - Example

Instructions
For each of the factors listed below, circle one number in each of the two scales provided to indicate the extent to

which the factor is currently met and the effort you are currently making to address the factor. A key for each
scale is provided below.

Met? Effort?

This scale is to assess the extent to which each This scale is to assess the effort you are currently
factor is currently met: making to address each factor:

1=Not met at all 1=No effort at all

2=Met to only a slight degree 2=A little effort

3=Met quite well 3 =Quite a lot of effort

4 =Fully met 4 = Considerable effort

Factors
Clients should be knowledgeable about their own organlsat|ons

f the project constraints
and the ba5|cs of the c tru t on process

usiness strategy and building requirements

Instructions (continued)

When you have done this for each of the factors, use the two scores
to locate each factor, using its list number, in the grid provided to
the right of this box.

Entries that fall in the black areas can be ignored. For the
remainder, the lighter the area the more urgent it is for there to be
a concerted effort on the factor concerned. In this way high priority
factors can be identified.

These high priority factors can be combined with similar results for
the other ‘five-box’ areas in Table 12.1 on page 133.

Met

Summary assessment grid
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The alternative view emphasises the
verb rather than the noun

[LL] RIBA (1967 and regularly updated)
Plan of Work, RIBA, London.

[LL] de Bono, E. (1971) Lateral Thinking
for  Management, McGraw-Hill Book
Company (UK) L., 1971.
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Discussion

The importance of this area can be clearly illustrated by
referring back to the discussion in Chapter 1 on the different
conceptions people have of the brief. The ‘brief that is only
taken off the shelf so that it can be clearly demonstrated to
the client that the architect has exceeded the parameters that
the client set led to the view of the brief as a ‘cage’ for the
client. It is constructed as quickly as possible at the start of the
project and the client placed in it, the door slammed shut and
bolted. It is a physical document ranging from a briefletter of
appointment through to a large formal statement of needs. In
either case it is a dead document.

The alternative view emphasises the verb rather than the
noun. The focus is on the briefing process, but even so this is
seen as something that happens at the early stage of the
project and is superseded by subsequent stages that build
from it. This is the perspective taken in the RIBA Plan of
Work, but the emphasis is still to ‘fix’ the brief as early as
possible.

It is obvious to anybody involved in construction that, in
fact, a joint decision-making process is involved and so the
question of how early in the process decisions should be
made, or whether flexibility should be retained, is central to
how the process is managed. It is interesting to look at a
simple analogy to this process which highlights some
important implications. The following is a serious demon-
stration, but can also be an amusing party game. It involves
various shapes which represent items of information. The
exercise is based on one given by Edward de Bono in a book
on lateral thinking.

Two shapes are presented as shown in Figure 3.1(a) and a
volunteer from the ‘audience’ is asked to combine them to



form a single shape. Typically this is achieved as shown in
Figure 3.1(b) but it could be that the shape in Figure 3.1(c) is
formed. The audience is then asked which they prefer and
discussion ensues until someone says, ‘but how are we supposed
to decide? At this point the game can be simplified by giving a
clear performance criterion of forming the simplest shape
possible. Clearly then the arrangement in Figure 3.1(b) is
superior. At this stage an extra shape is introduced and this is
inevitably added as shown in Figure 3.1(d). Then two further
shapes are added as shown in Figure 3.1(e) and various
solutions are offered by volunteers, such as those shown in
Figures 3.1(f) and 3.1(g). The fact is that at this stage it 1s not
easy to find a simple solution. However, at some point after
pursuing various blind alleys, someone who has typically sat
back and not taken part until that moment, someone who
has given themselves the time and space to think, will enter
centre stage, take the whole arrangement apart and re-form
it as shown in Figure 3.1(h). This 1s a very simple shape, but
one which was not immediately apparent to most people in
the room.

What does this seemingly trivial experiment demonstrate?
Two main things come out. The first is that, if it is not clear
what the performance criteria are then it is very hard to

4%
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Figure 3.1(a)
de Bono’s shapes experiment.
Source: de Bono, 1971

Figure 3.1(b)
de Bono’s shapes experiment.
Source: de Bono, 1971
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Figure 3.1(c)
de Bono's shapes experiment.
Source: de Bono, 1971

Figure 3.1(d)
de Bono's shapes experiment.
Source: de Bono, 1971

Figure 3.1(e)
de Bono's shapes experiment.
Source: de Bono, 1971

Figure 3.1(f)
de Bono's shapes experiment.
Source: de Bono, 1971

Figure 3.1(g)
de Bono's shapes experiment
Source: de Bono, 1971




choose between alternatives. In terms of briefing this means
that diving straight in and talking about room sizes is almost
certain to lead to confusion. First it is necessary to identify
what the client is trying to achieve in their terms. This links
back to empowering the client and majoring on the client’s
area of expertise, namely, what they do. The second thing
that comes out clearly from the experiment is the impact of
the order in which information arrives on the ability of
individuals to identify optimal solutions. De Bono points out
that there are in fact two decision-making features at work
here: primacy and recency. Primacy is the overweighting of
the first few items of information received and recency is the
overweighting of the last items of information received.
Arguably briefing suffers dreadfully from primacy in that the
first few ideas that the client expresses tend to dominate the
brief and may overshadow key inputs revealed in later dis-
cussions. Later in a construction process it is quite con-
ceivable that recency takes over in that it is very common for
specific problems on site to be resolved in isolation, with the
associated danger of losing the overall coherence of the
solution to the client’s requirements. The antidote to the
above dangers is also clearly shown in the game. Standing
back and reflecting and allowing some time for the re-
arrangement of the information at various stages can lead to
new insights and optimal solutions that are not immediately
apparent otherwise.
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Figure 3.1(h)
de Bono's shapes experiment.
Source: de Bono, 1971

allowing some time for the ve-
arrangement of the information at
various key stages
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Spekkink, D. and Smits, F. (1993)
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Stichting Bouwresearch, Rotterdam.
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Eisen (SBR 258), Stichting Bouw-
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you decide as little as possible at each
stage
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Los Angeles.
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Brief to End Use: the Pursuit of Quality.
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Barrett and A.R. Males), pp. 193-203,
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Specifically in the area of briefing there is the interesting
approach developed by the Stichting Bouwresearch
(Building Research Board) in The Netherlands, which is
depicted in Figure 1.1, and which seems to meet several of
the conditions that have emerged above. Remember the
underlying principle is that you decide as little as possible at
each stage. The brief’s development (termed programme
development in the diagram) progresses in parallel with the
development of technical solutions. Then at various key
points the technical solutions are tested against the brief to
the point that it has evolved, to ensure congruence. The
work in The Netherlands has shown that there are quite a
large number of features that do have to be decided quite
early, but this is different to saying ‘fix everything as quickly
as you can’. In addition, the use of the brief as a live docu-
ment running in parallel with the technical construction
process 1s clearly something that can be carried right through
the project to ensure that decisions made later still satisfy the
overall objectives. It should also be evident from Figure 1.1
that the brief starts out as the client’s aspirations in terms of a
‘global brief which is not expressed in construction terms,
but instead focuses on functional needs.

There is a strong argument, set out above, for managing
briefing as a process that extends throughout construction. In
addition, developing the brief in parallel with, and separate
from, the construction details, rather than leaving it behind,
keeps the interaction between client and construction pro-
fessionals alive. This is important, not only because clients’

needs do change, but also because some creative solutions
will only ever be revealed if the process supports close
interaction between the client and the construction profes-
sionals.

This is illustrated in Figure 3.2 in a diagram termed the
Johart window. This was originally devised as a psychiatric
counselling model by Joe and Harry’ and so would appear to
have great potential to address the ills of the construction
industry! The diagram has been adapted to reflect the rela-
tionship between clients and their designers (Bejder, 1991).
It shows that at the start of any relationship there is some
shared knowledge that occupies the ‘public’ quarter. In
addition, the client is excluded from a ‘blind’ area and the
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Feedback 1
|

|
Known i Unknown
to client | to client
:
Known i
o Public ! Blind
designer |
i
|
I
Unknown
to Private Unknown Figure 3.2
designer The Johari window. Source: Bejder,
1991

designer from a ‘private’ area. In addition there is an
‘unknown’ area in which information and ideas that neither
party knows at the start are to be found.

To take a simple, domestic, example, the client may say to
the designer that they want a kitchen extension to the back
of the house and in so doing the client discloses information
to the designer, so opening up the private area in Figure 3.2
that was previously hidden from the designer. The designer
may then do some plans and come to the conclusion that an
extension to the rear of the house is almost impossible to
make work. As a result the designer may give feedback to the
client that an extension to the side would be greatly
preferable. This feedback opens up the blind area of the
client who now better understands the situation they
thought they knew pretty well anyway. The client then may
disclose that they have in fact an option to buy land at the
side of the house, therefore opening up more of the private
part of the diagram and allowing a creative discussion to take
place as to an alternative scheme with a kitchen extension to
the side which neither party would have had in mind at the
start of the process.

What has effectively happened is that the ‘unknown’ area
has been revealed, but this would not have happened if the
designer had simply taken the initial ‘brief’ and promptly
placed the client in a cage. The importance of allowing time
for feedback and disclosure to take place and for trust to
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Minzberg, H. and Waters, J.A.

develop becomes all the more crucial when it is realised that
the unknown quarter of the diagram is in fact infinitely big.

A way of summarising this can be borrowed from work on
the implementation of the strategies (Minzberg and Waters,

(1985) Of strategies deliberate and 1985y 35 shown in Figure 3.3. The intended strategy is the

emergent, Strategic Management Journal, 6,
257-72.

Figure 3.3
Strategy into practice. Source:
Mintzberg and Waters, 1985

initial idea, some of which turns out to be unrealisable. This
leads to the deliberate strategy, which 1s adapted by emergent
ideas, resulting finally in the realised strategy. The realised
strategy 1is not in a very different direction from the intended
strategy, but the whole process has been improved by
allowing the unworkable aspects of the original ideas to be
set to one side, while also allowing good ideas that arise
during the process to be accommodated. The process of
briefing should endeavour to display these major features
throughout the project.

Intended
strategy

Deliberate
strategy

Unrealised

strategy Realised

strategy

///}:
—

Case studies

When considering ‘managing the project dynamics’, project
teams, that is clients and construction professionals together,
should focus on the following factors.

Teams should establish project constraints at an early stage
Teams should establish a programme, highlighting critical dates
Teams should agree procedures and methods of working
Teams should allow adequate time to assess client’s needs
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W Teams should validate information with the client organisation
W Teams should improve feedback to all parties throughout the
project.

Teams should establish project constraints at an
early stage

All of the project team need to be sure that they understand,
and agree, exactly what the budget will cover and how
things such as inflation and VAT will be dealt with. In one of
the case studies, the client and project manager had different
opinions on how inflation would alter during the lifetime of
the project. This led to friction amongst the team members
as they were not sure if the budget for the building would be
reduced if inflation increased at a greater rate than the client
suggested. What they didn’t know was that the client had
kept some money in reserve that could be used if necessary,
but that he did not want them to know this as he believed
that the consultants would spend up to the maximum budget
whatever it was.

Clients often need buildings to be complete by a specific
date to coincide with their business plans. For example, a
university will probably want its new accommodation
blocks to be ready for the start of the new academic year.
Unfortunately, such business pressures mean that clients
often push for a project programme which is really unac-
hievable as far as the rest of the project team are concerned.
Clients who push for tight deadlines have to be prepared to
ensure that their organisation fulfils its obligations, by taking
decisions when necessary and by providing information on
time.

Teams should establish a programme, highlighting
critical dates

By the end of the briefing/design phase several of the case
studies were already behind programme. This indicates that
project teams often overestimate what can actually be
achieved or do not build enough flexibility into the pro-
gramme to allow for complications, such as a delay in
obtaining planning approval. Additionally the programme is
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“There had been a misunderstanding
about the figure quoted to the archi-
tects. No-one was sure whether it had
included VAT or not. The outcome
was that the building suddenly had to
shrink 4 metres.’

(Senior user)

I think right from the start we had a
misunderstanding about budget. They
(the client) told us what budget was
available, then progressively it has
been cut back and cut back for reasons
that we are unaware of. The reduc-
tions caused a lot of redesign work,
although we weren’t given any extra
time for that. Whenever they lopped
£1.5 million off the building budget
they never extended the design period,
they just expected us to take all that in
our stride and shrink the building.’
(Architect)

‘We started briefing in January and
we were supposed to have a design
freeze in August. Yes that famous
design freeze! I mean it just didn’t
happen. If we had wanted to be
awkward we could have refused to take
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in any information beyond that point,
but we carried on. We are still being
briefed even though it’s now January.’
(Architect)

“The management contractor has
produced a programme which shows
when he wants the information and
no-one has questioned it. However,
one of the problems that has been
happening recently is that these
deadlines just pass by. We then dis-
cuss it at a meeting and they just say,
“Oh it’s going to be a week late.”’
Then the project just drifts. A pro-
gramme is there for a reason.’
(Project manager)

‘I'm not sure what their role is any-
more (client’s project managers). They
don’t seem empowered to make any
decisions, they only seem able to report
back to one of the relevant committees
who then supposedly make a decision.
There is no timetable for them to make
a decision, if they had a set period that
would be fine, but they don’t seem to.
The situation could be improved by
someone in the organisation having
some authority, rather than every
decision being a political mudbath.’
(Project manager)

not always taken seriously by all relevant parties. If the
project relies on input from users, clients need to make sure
that their managers understand the programme, commu-
nicate its importance and allow time for users to consider
their requirements.

Teams should agree procedures and methods of
working

In one of the projects a procedures manual had to be
completed as part of the client’s requirements, which would
outline people’s responsibilities and how the project would
be managed. This manual was not really taken very seriously
by the consultants (or client representatives) and was viewed
as another piece of unnecessary bureaucracy. However, this
project was approximately three months behind schedule by
the end of the briefing phase as no-one was clear about what
was supposed to be happening. The project would certainly
have benefited if people had been forced to consider their
roles and activities in greater detail.

Good practice

Project teams should produce a written modus operandi which
outlines the management of the project and the responsi-
bilities of each party. This needs to be communicated and
commitment gained.

It is important that the consultants also understand how the
client’s procedures will relate to or affect the building pro-
ject. For example, does the project have to be approved by a
senior decision-making body at the end of one phase before
it can proceed? If board approval is needed, what is the cycle
for meetings? If the scheme is not approved, will the team
have to wait until the next meeting before they can proceed
with the scheme?

Requests for changes are an inevitable part of the building
process. Client organisations do not stand still and often
clients will want to incorporate changes that tie in with their
business needs. Similarly, once users have thought about
their requirements in more detail they may realise that they
have missed something. During the case studies some users



asked the consultants to incorporate changes directly with-
out consulting the main client. These changes would often
have resulted in an increase in floor space which the client
would have had to pay for. Thus the project team should
ensure that they establish specific procedures to deal with
change requests.

Good practice

Several of the consultants had developed ‘change forms’
specifically to control how change requests were dealt with.
These forms asked what change was required and why.
Once the design team understood the reasoning behind a
request they were often able to come up with a better,
cheaper solution. More importantly, before the changes
could be incorporated they had to be approved and signed-
off by the client (or project manager, etc.).

Teams should allow adequate time to assess client’s
needs

[t is probably impossible for clients to make decisions on all
of their requirements at a very early stage in the project.
Clients’ original briefs are often minimal and it is only after
they have had more time to think about things that their real
requirements begin to crystallise. Consequently design teams
should not rush to finalise the design as changes are extre-
mely likely and schemes will probably have to be reworked.
Architects in particular are keen to begin designing and many
start sketching out schemes before they have amassed all of
the relevant information.

Traditionally many clients have worked in conjunction
with the architect (or design team) to produce a brief.
However, the experienced clients studied believed that the
design team were there to design, not work on the brief.
These clients developed their own extremely detailed briefs
as they knew which questions to address and what sort of
information they needed to pass onto the consultants. This
meant that the consultants didn’t have to waste time col-
lecting briefing information and could concentrate on
designing the buildings.
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‘We set up change control on draw-
ings. Once a drawing was frozen there
were only two people who could
unfreeze it or make changes.’
(Project manager)

‘We issued a set of plans (to the client)
that were going to form the basis of the
tender. ‘They were based on every-
thing that we had been told so far.
Then lo and behold I got a letter
requesting ten pages worth of chan-

ges.’
(Architect)

‘You have to go through the whole
process of rationalising things; we are
better placed to do that as the client’s
projects managers. The end users will
always ask for twice as much as you
can afford and twice as much as you
can fit in the building. So we get it fo
roughly resemble what the business
development plan will allow and then
turn around and fire it at the design
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team. They can then go off at speed
and get the job done.’
(Client’s project manager)

‘By this stage we have 1:100 draw-
ings of the layout of each individual
department. These layouts are then
checked by each of the departmental
heads and the relevant user groups. If
they agree with the scheme they will
then sign it off. It is very important
that they are signed off, otherwise you
are not proceeding with an approved
scheme.’

(Project manager)

“There was a very detailed brief set out
of what this building had to do. But as
the atrium has been developed we have
lost space on nwo levels. It is a very
interesting space, but it isn’t a usable
space and so we are missing some of
the facilities that we had asked for.’

(Senior user)

‘Whenever we speak to the client we
always try to have more than one
person there. If only one of us attends
we are only getting one interpretation
of what the cient wants. With two
people you get two views which I
think is very valuable.’

(Architect)

Good practice

Briefing and design stages could be handled by different
people, that way all relevant information can be considered
and the design team can concentrate on designing, rather
than collecting information.

Teams should validate information with the client
organisation

Clients should be involved in the development of a project as
much as possible to ensure that they are fully abreast of what
is proposed. A well-informed client is less likely to request
late changes. Some consultants insist that the client (and
users) sign-off the project at specific points so that they know
they are progressing with a scheme that has client approval.

Clients also need to be fully involved as projects progress
as they are the only people who can really guarantee that
their requirements are still being met. As projects develop
everyone tends to focus on the details; one decision often has
an impact on another and the client’s original requirements
are forgotten or misinterpreted. Project teams should check
with the client that the developing scheme still satisfies the
original objectives.

People tend to think of a brief as a written document
which outlines the client’s requirements; however, much
briefing information is obtained through follow-up discus-
sion. When clients outline their requirements verbally there
are always opportunities for confusion as consultants will not
necessarily interpret (or remember) a statement in the same
way that a client does.

Good practice

One consultant organisation tries to make sure that two
members of staff attend briefing meetings so that they can
confirm with each other what was agreed or discussed with
the client.

Clients often discuss their requirements with the lead
consultant, often the architect, and this information is then
passed onto the other consultants. However, the lead



consultant will probably unwittingly sort or prioritise this
information before passing it on, so that the other consultants
will not always be aware of all relevant points. Additionally
the lead consultant cannot be a specialist in all areas and so
may not ask the client the sort of questions that the other
consultants deem necessary.

Good practice

In appropriate circumstances it makes sense for
complementary consultants to be involved in briefing
discussions to ensure that the client’s requirements are
interpreted properly. For example, on a hospital project
where building services obviously feature heavily, it may be a
good idea to involve the services engineer in the briefing
phase.

Teams should improve feedback to all parties
throughout the project

As the project progresses members of the team should
ensure that they are all working on the same version of the
scheme. In some instances during the case studies, new
information was acquired by one member and then only
passed onto the consultant member that it really affected.
Consequently decisions were taken which had knock-on
effects elsewhere, but these only came to light at the next
meeting. This caused friction between the members as
drawings needed to be reworked in the light of this
information.

The members of the project team are not the only peo-
ple who need to be kept aware of project progress. During
the case studies users often complained that once they had
passed on their requirements they heard little more about
the project until they occupied the new accommodation. If
users are kept informed of progress they will be better
prepared for the changes in their working practices that will
almost certainly occur when they move into a new
building.
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‘In certain situations 1 find it bene-
ficial to involve someone from a dif-
Serent discipline to work with me and
the client on the brief. For example, in
laboratory work the client will have a
number of technical requirements and
so I will work in parallel with a
building services engineer as he can ask
better technical questions than me.’

(Architect)

“Through it all the key thing that we
did was communicate (with the users).
For example, we had workshops for
the different representatives. People
were cynical about these, but they were
a very good way of communicating
what we were up to. They then
reported back to their departments —
which they actually didn’t do very
well!’

(Project manager)
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‘We also developed a newsletter for
the project. We sent these out to
everyone who would be affected. We
sent them out every so often and it told
everyone why we were doing certain
things and where we were up to. It
worked an absolute treat.’

(Client’s project manager)

5

One of the case study client organisations produced a
newsletter which was sent out to all involved users
throughout the project. The newsletter described the
progress of the project and the reasons for decisions.
Consequently when the users finally moved to their new
buildings they already felt familiar with the layout and so
were able to work productively right from the start.

Good practice

Summary and self-assessment

Overall this chapter has stressed the importance of the broad
parameters of the project being clear and of the brief, and the
interaction with the client, being kept alive throughout the
project.

Table 3.1 focuses on the main factors necessary to achieve
this end and provides a self-assessment tool for the reader to
assess where effort is most urgently needed. The tool can be
used for the reader’s organisation in general, some part of it,
or it could be used to assess a specific project and just those
people involved.

The outcome of the analysis is the identification of those
factors that are a high priority. An explanation of how the
table is completed, and how the resulting information can be
used, is given at the end of Chapter 2.

It should be remembered that the factors highlighted at
this stage are in only one area. There are four others, which
together make up the ‘five-box’ model. It may be worth
waiting until similar analyses have been done for the other
areas and a combined summary created as shown in Chapter
12. It may then be even easier to link together high priority
factors with issues that are important and urgent for the firm.
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Table 3.1
Summary assessment of managing the project dynamics

Instructions
For each of the factors listed below, circle one number in each of the two scales provided to indicate the extent to

which the factor is currently met and the effort you are currently making to address the factor. A key for each
scale is provided below.

Met? Effort?

This scale is to assess the extent to which each This scale is to assess the effort you are currently
factor is currently met: making to address each factor:

1=Not met at all 1=No effort at all

2 =Met to only a slight degree 2=A little effort

3 =Met quite well 3 =Quite a lot of effort

4=Fully met 4 = Considerable effort

Factors Met? Effort?
D1. Teams should establish project constraints at an early stage 1234 1234
D2. Teams should establish programme, highlighting critical dates 1234 1234
D3. Teams should agree procedures and methods of working 1234 1234
D4. Teams should allow adequate time to assess client’s needs 1234 234
D5. Teams should validate information with the client organisation 1234 1234
D6. Teams should improve feedback to all parties throughout project 12314 1234

Instructions (continued)
When you have done this for each of the factors, use the two scores
to locate each factor, using its list number, in the grid provided to

w B

the right of this box. .
Entries that fall in the black areas can be ignored. For the Effort
remainder, the lighter the area the more urgentit is for there to be
a concerted effort on the factor concerned. In this way high priority 2
factors can be identified.
These high priority factors can be combined with similar results for 1
the other ‘five-box’ areas in Table 12.1 on page 133.
4

Met

Summary assessment grid
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Appropriate user
involvement
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Zeisel, J. (1984) Inquiry by Design,
Cambridge University Press, Cambridge.

Figure 4.1
Closing the gaps. Source:
1984

Zeisel,

4

Appropriate user involvement

Discussion

Sometimes the client is simple to conceptualise. Let’s say it is
a private individual who wants to do work to their own
property. But, even then they will have a spouse and maybe
children, whose views will probably be divergent. With
larger client organisations the problems are compounded and
it is essential to make a distinction between the perspectives
of ‘paying clients’ and ‘end users’. This is illustrated in Figure
4.1 (Zeisel, 1984). The diagram indicates that a relatively
clear relationship usually exists between designers and paying
clients, but that this can leave important gaps in under-
standing between the clients and the end users and between
the designers and end uvsers. It could be argued that this does
not matter and in a limited sense a designer may satisfy a
paying client without taking these other factors into account,
but the satisfaction is likely to be short-lived. Without
engaging end users in the process, an important stimulus to
the creative process of design is lost and the client is likely to
be left with long-term dissatisfaction amongst the very
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people they would wish to support through the built
solution being developed.

The implications of this tension can be clarified by
considering the implications for the style of consulting that is
employed. Three alternatives are given in Figure 4.2
(Garrett, 1981). Expertise consulting stresses the relationship
between the consultant and the client excluding the problem
owner who would typically be the end user. In this scenario
the consultant is employed to provide solutions that satisfy
the client. This is in contrast with process consultancy where
a consultant interacts extensively with problem owners in
order to clarify their needs. This can give rise to very dif-
ferent possibilities from expertise consulting and the con-
sultant is acting more in listening mode rather than imposing
solutions from outside. The disadvantage of process con-
sulting 1s that the synergies from taking an organisation-wide
view can be lost and the client may feel excluded and dis-
enfranchised which is dangerous for a consultant if the client
ultimately holds the purse strings.

Client Client Client

Problem Consultant Problem Consultant Problem Consultant
owner owner owner

Expertise Process Contingent

Contingency consulting is another variant where a con-
sultant arbitrates between the client and problem owner on
the assumption that most of the information needed for an
optimum solution already exists within the organisation.
Garrett presents these as alternatives and tends to favour
contingency consulting. An interesting insight to this view
was provided through some work with the property arm of a
large bank. Their staff made the point that they in fact start
with expertise consulting at the regional level, then engage in

61

Garrett, R. (1981) Facing up to
change, Architects Joural, 28 Oct., pp.
838—42.

Figure 4.2
Styles of consulting. Source: Gar-
rett, 1981
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The nced for effective interaction
between various stakeholders should
be apparent

Focus groups . ..
marny problems as they solve

can easily cause as

Barrett, P.S. (ed) (1995) Facilities
Management: Towards Best Practice, Black-
well Science, Oxford.

Figure 4.3
Managing
Barrett, 1995

uncertainty. Source:

&

process consulting at the branch level and finally move into
contingency consulting in order to resolve differences and
reveal synergies to find the optimum solution.

The need for effective interaction between various
stakeholders should be apparent, but the difficulty is that
clients vary considerably and it is probably better to think in
terms of the client system. Aalborg University in Denmark is
a good example of this approach. The University was built in
five stages and at each stage the design team increased the
number of stakeholders that were included in the briefing
process. In the final stage the principle was: ‘To include
everybody who ultimately should be satisfied with the building’.
This led, for cleaners
specifically about the junction between floors and walls. If
consultation of all relevant stakeholders is the objective, the
question becomes how to do this effectively? Focus groups
have become a popular tool and have great potential, but can
easily cause as many problems as they solve.

One major problem is managing the motivational swings
of such groups. Simply in asking the question ‘What would
you like to see provided? expectations are raised which can
probably never be satisfied. As a consequence (see Figure 4.3;
Barrett, 1995) the motivation of the focus group falls rapidly
as they realise the effort and complexity of the problems
faced and a very negative atmosphere can prevail, which
only clears when the ‘light at the end of the tunnel’ becomes
visible. It may be that at the end of the project they do feel

instance, to consultation with
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that what they have is better than before, but in the mean-
time a lot of conflict has usually taken place and a lot of effort
has been dissipated in trying to cope with the organisational
politics underpinning this conflict. There is evidence that if
expectations can be dampened down to some degree at the
start then the almost inevitable trough can also be minimised
and the overall process reduced, probably in calendar time
terms but almost certainly in terms of the resources and effort
that has to be expended overcoming self-inflicted problems
from the process itself. The solution does not have to be
complicated. If the initial question is What would you ideally
like to have? We probably won’t be able to provide it, but of course
we will do our best then the whole process is set in train on a
much more realistic, but still positive, basis.

Another key problem area with focus groups is the impact
of group dynamics. An example was given in Chapter 1 of
the ‘text book’ use of focus groups which had very negative
impacts because various people felt excluded. This can
happen within focus groups as well as between those in focus
groups and the rest. A very famous experiment was done in
the 1950s (Asch, 1955) which illustrates the power of social
pressures. Individuals were shown two cards with different
lengths of lines drawn on them as shown in Figure 4.4. They
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L] Asch, S. (1955) Opinions and social
pressures, Scientific American, November,
31-35.

Figure 4.4
Asch’s experiment. Source: Asch,
1955
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there is a real danger that dominant
voices . . . will create an environment
in which other people find it difficult to
express contrary views.

the right people can be asked the right
questions in the right context

were asked which line on the second card was the same
length as the line on the first card. This was not a trick
question — it was obviously the middle line. Anyone asked
this question on their own got it right. The situation was
then rigged so that two people were asked the question and
one of them purposely gave the wrong answer. The guinea
pig was not swayed by this and consistently continued to
give the right answer. The experiment was repeated with
groups of three in which two people were giving the wrong
answer. In these cases 14% of the guinea pigs changed their
view to agree with the others and those who didn’t were
really slightly jumpy! The experiment was repeated with
groups of four with three other people giving the wrong
answer. In this case, on average, 32% of the guinea pigs
changed their view and those that didn’t were extremely
uncomfortable. The fact that those who adapted to meet the
group view were probably simply doing it to avoid embar-
rassment is of little comfort to those who have to manage in
practice where behaviour is the thing that ultimately counts.

In the briefing context there is a real danger that dominant
voices or strong groups within focus groups will create an
environment in which other people find it difficult to
express contrary views. It is quite common for this to show
up in the corridors after a meeting when people say ‘I didn’t
really agree with that but didn’t like to say’. But by then it 1s
too late. The result is that a broad range of information and
views is not properly elicited and a lot of bad feeling and
disenfranchisement is generated.

Appropriate user involvement would appear to argue for
using issue-specific groups in a flexible way. Thus the right
people can be asked the right questions in the right context.
For instance, big differences in seniority within a group
would be avoided and it would become possible to ensure
that the debate involved is of relevance and more than
passing interest to most of the people, most of the time. This
could be taken a step further, if justified, by interviewing
individuals within their working situation. Whichever
approach is taken, meaningful feedback as to actions taken
must be provided to maintain the goodwill necessary for
effective communications.
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Case studies

With regard to ‘appropriate user involvement’, the following
main factors should be considered by clients in conjunction
with construction professionals.

W User involvement benefits should be understood

W User involvement should be assessed relative to each situation

W User participation should be planned to allow relevant data to be
collected

W User group dynamics should be considered

B User involvement should be maintained throughout the project.

User involvement benefits should be understood

Involving users in the briefing process can potentially have a
number of different benefits. Users are the experts in their
areas and so it makes sense to consult them. Managers will
probably have an overall appreciation of what occurs and
should be consulted about broad concerns. Only users
appreciate the fine details of their work and so they are best
placed to ask for changes that could make real improvements
to the way they work.

There may be other indirect benefits. If users are asked for
their opinions they will feel part of the decision-making
process and will ‘own’ the project, so even if they do not get
everything that they asked for they are still likely to be more
satisfied with the final outcome. Associated with this is the
feeling that management believes that the opinions of the
staff matter and that they have something to contribute to
the running of the organisation.

User involvement should be assessed relative to
each situation

Organisations vary in their attitudes as to whether users
should be involved in the construction process. Some try to
involve all the affected users, others only involve managers.
In order to assess the most appropriate level of user invol-
vement in each case, some consideration should be given to
the culture of the client organisation. For example, do senior
management place importance on the opinions of their staft
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‘The philosophy of the client is very,
very much to involve everyone, and
they really mean everyone, staff,
visitors, down to the local people. We
have 32 user groups which is poten-
tially a nightmare.’

(Project manager)
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‘But what you would not do is make
sure every person in every department
had their say as this would be a totally
unmanageable exercise timewise and
you cannot please all of the people all
of the time. You have to get the
managers to take a rational view.’
(Client’s project manager)

You can always talk to the equivalent
people in another hospital. A matron
in one hospital has pretty much the
same problems and knowledge as
another matron. If you cannot do
something similar in your own com-
pany, you can do it with another.
People should always have contacts
within their own field.’

(Client’s project manager)

L

and work with them? Or do managers make all of the
decisions? If managers are not likely to support and follow-
up on users’ requirements then users should not be asked for
their preferences. Raising users’ expectations falsely is likely
to do more damage than not consulting them at all. If the
final result does not reflect their requirements they are going
to resent wasting their time.

The size of an organisation is also likely to have a bearing
on the amount of user participation. Some organisations try
to involve all users, but this is only practical when an orga-
nisation is small, otherwise the briefing stage will take a long
time and again people are likely to be disappointed if their
requirements are not included.

In some instances the occupants of a building may change
on a regular basis. In this situation there is probably no gain
in asking individual users about their specific requirements,
as the next occupants may have totally different needs.
However, it may still be worthwhile consulting users about
general issues.

In some of the case study organisations it was not always
possible to consult with the users of the building. In some
instances new buildings were needed because of organisation
expansion and would be occupied by totally new staff. In
other instances managers believed that they knew everything
about their departments and refused to consult with their
staff. If it is not possible to consult with existing or known
users, the design team may find it useful to consult people
with similar jobs.

Good practice

In one of the case studies a new hospital was being
constructed for a private hospital group and staff would not
be appointed until the building was complete. In order to
compensate for the lack of users, the designers consulted
with staff in a comparable hospital to get a feel for what
would probably be needed.



User involvement should be planned to allow
relevant data to be collected

Users who become involved with construction projects will
also normally carry on with their day-to-day routines and so
their workloads will increase. It 1s important that their
organisation and the design team realise this and allow them
enough time to consider the construction project in as much
detail as is required. Users need to feel that the project is
important to the organisation and their managers, otherwise
they will not dedicate enough time to it.

In one of the case study examples, the users were invited
to attend progress meetings so that they could remain
informed about the scheme and raise any concerns. This was
potentially a good idea, but these meetings were held at
5:30 M and so attendance was poor. The users felt that the
timing of the meetings gave an indication that senior man-
agement did not really want them to comment on the
scheme as they were not allowed time off from their normal
duties.

Few organisations build on a regular basis and so it is quite
likely that users will be unfamiliar with the construction
process. It is important that such users are briefed properly on
what is expected of them and what will happen as the project
progresses. They need to be aware that the final design will
be a synthesis of many difterent requirements and so not
every preference will be included.

Good practice

Before they meet with the design team users should have
preliminary meetings to discuss their requirements and agree
their priorities. Otherwise the consultants will find them-
selves listening to internal disputes which will not necessarily
have anything to do with the final design.

All involved users should be briefed on their responsi-
bilities and what will happen as the project progresses. It is a
good idea to brief users collectively if possible, then they will
all be working on the same basis. This briefing could take the
form of a presentation or a standard document.

Different users should be involved at different stages of the
briefing process, so that the most appropriate people are
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“The user groups are given a two page
view on what they are there for and
what their remit is. We also give them
a page of A4 as their reporting
mechanism, with 32 user groups we
obviously dow’t want a large document
from each group. They can talk a lot,
but 1 don’t want to hear about all of it.
I just want to know what they really
want to change.’

(Architect)

‘We started off by getting the sixty
users in the large auditorium. We said
this is the design process we are going
to go through. We thought by taking
them through it, warming them to
what we were trying to do, they would
understand the process and the time-
scales. Very often people say, ‘‘What
is the difficulty, knock a few walls
down, do it over the weekend!” It’s
only when you show people the pro-
cesses that they realise why it takes so
long.”

(Architect)

“The first time we had a meeting with
a user group it was a farce, because
they were thinking and talking on
their feet which just didn’t work. So I
said, “This is not on, this is the
information we want you fo go away
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and talk about. When you have made
your minds up come and talk to me
about it.”” The next time was much
better.’

(Client’s project manager)

“The reality is that people learn things
from user groups rather than actually
contribute to them. They will cause
mischief after the meeting by lobbying
for a particular cause. I've been at
meetings where [ ask if anyone has
any problems and I just watch the
noddings dogs. You know very well
that there will still be problems, people
get together in small groups aftenwards
and say it doesn’t work like that! So
we keep the groups small, because
people will talk and are prepared to
put ideas forward.’

(Project manager)

T was showing a group of users
around their new building. People
would ask questions and I would say
that I had told their representative
what was going to happen, but they
hadn’t heard anything. So they had
been subjected to a lot of unnecessary
rumours and fears.’

(Project manager)

consulted on each issue. For example, during the initial
stages managers will be able to provide guidance on broad
issues. Other staft should be consulted later on as they will be
more aware of the detailed requirements.

User group dynamics should be considered

When considering the mix of people in a user group it is
important to obtain a balance of views, so that the final
design will not be biased towards one sub-set. If managers, or
strong personalities, are included in groups they may exert
unseen influence over the other members who do not want
to contradict them in public. This occurred in one of the case
studies where a senior person within the department atten-
ded a user group meeting and dominated the conversation.
His opinions remained unchallenged, then he left and
everyone else said that they didn’t agree with what he had
said. This left the architect in a very difficult position as he
did not know who he should be listening to.

Users need to have confidence that their representatives
will pass on their requirements as necessary to the design
team. The case studies, however, highlighted many
occasions when the user representatives failed to perform
their duties correctly. The representatives did not always
pass on all the relevant information as they often unknow-
ingly filtered information that they thought was irrelevant
or unimportant. Worse still some representatives deliber-
ately withheld information as they believed this gave them
some sort of power over the other users. However, the
most common problem was that representatives did not
report back to the other users once decisions had been
made.

Good practice

User group representatives should ideally be selected by the
people they are representing, i.e. their departments or
similar, rather than by managers. This should give the other
users confidence that their views are being passed on.

User representatives should be briefed properly by the
design team and client so that they are fully aware of what



they are expected to do and what the reporting mechanisms
are.

[t may be a good idea to formalise the procedures so that
representatives take written documents approved by the
other users to meetings with the design team, rather than just
reporting verbally on users’ requirements. This will also help
the design team, as users will have to discuss their require-
ments in more detail in order to write them down.

Once representatives have attended user group meetings
they need to formally report back to the other users so that
they are kept informed of progress. This could be done
either in a written document or at a short briefing meeting.

User involvement should be maintained
throughout the project

Users often complain that once they have passed their
requirements on to the designers they hear very little about
the project, so they are unsure of how the project is
progressing and what the final building will be like.

Feedback should be given to users after they have
provided the design team with information, so that they can
verify that their requirements have been interpreted
correctly and also get an idea of what can realistically be
incorporated into the design.

Users should be shown around a project before comple-
tion, so that they can see what is happening and where they
will be located. If users become familiar with the layout of a
building it will be less of a shock when they move in. They
can also begin to plan how to make best use of the space and
so operate more eftectively as soon as they move in.

Good practice

In one project the design team elicited feedback by inviting
all the users to a meeting where they were shown enlarged
concept drawings. Users were free to comment on the
proposed layout and the architect wrote everyone’s remarks
directly on the drawing. This allowed the design team to
obtain an enormous amount of feedback very quickly. It
also meant that each department could see how their
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‘There was a period early on when
groups of staff were taken around the
site. Now it is more enclosed it would
be a good idea for them to be allowed
around again, as they would get a
better impression. That is something
that would do a great deal for staff
wmorale, actually to be able to get in
there and have a look at it.’

(Senior user)

“They came up in luxury coaches,
they were shown around by me and 1
answered every single question. At the
end before they had their big lunch, we
showed them a workstation all set up.
They said, “‘Yes, but this is for the
managers”’, I replied, ““No everyone
is getting one’’. So they went away on
a bit of a peak. The whole thing was
strategically  and  psychologically
worked out. They didn’t want to
relocate, so we had to convince them
that everything would be OK.’
(Client’s project manager)
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requirements would interact with other parts of the
scheme.

Summary and self-assessment

Overall this chapter has stressed the importance of consulting
various stakeholders and balancing their wishes and desires
with what is physically and financially possible. It is a
question of asking the right people the right questions, at the
right time.

Table 4.1 focuses on the main factors necessary to achieve
this end and provides a self-assessment tool for the reader to
assess where effort is most urgently needed. The tool can be
used for the reader’s organisation in general, some part of it,
or it could be used to assess a specific project and just those
people involved.

The outcome of the analysis 1s the identification of those
factors that are a high priority. An explanation of how the
table is completed, and how the resulting information can be
used, is given at the end of Chapter 2.

It should be remembered that the factors highlighted at
this stage are in only one area. There are four others, which
together make up the ‘five-box’ model. It may be worth
waiting until similar analyses have been done for the other
areas and a combined summary created, as shown in Chapter
12. It may then be even easier to link together high priority
factors with issues that are important and urgent for the firm.
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Table 4.1
Summary assessment of appropriate user involvement

Instructions
For each of the factors listed below, circle one number in each of the two scales provided to indicate the extent to

which the factor is currently met and the effort you are currently making to address the factor. A key for each
scale is provided below.

Met? Effort?

This scale is to assess the extent to which each This scale is to assess the effort you are currently
factor is currently met: making to address each factor:

1=Not met at all 1=No effort at all

2=Met to only a slight degree 2=A little effort

3 =Met quite well 3 =Quite a lot of effort

4 =Fully met 4 =Considerable effort

Factors Met? Effort?
U1. User involvement benefits should be understood 1234 1234
U2. User involvement should be assessed relative to each situation 1234 1234
U3. User participation should be planned to allow relevant data to be collected 1234 1234
U4. User group dynamics should be considered 12314 12314
US. User involvement should be maintained throughout project 1234 1234

Instructions (continued)

When you have done this for each of the factors, use the two scores
to locate each factor, using its list number, in the grid provided to
the right of this box.

S

w

Entries that fall in the black areas can be ignored. For the
remainder, the lighter the area the more urgent it is for there to be
a concerted effort on the factor concerned. In this way high priority 2
factors can be identified.

Effort

These high priority factors can be combined with similar results for
the other ‘five-box’ areas in Table 12.1 on page 133.

Met

Summary assessment grid
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[LL] Maister, D.H. (1982) Balancing the
professional service firm, Sloane Manage-
ment Review, MIT, Fall, 15-29.

the ability of a firm to either do the
spectfic sort of work in hand or to solve
open-ended problems

Figure 5.1
Maister’s typology of firms. Source:
Maister, 1982

5

Appropriate team building

Discussion

Different projects need different sorts of teams and as we
have already seen different clients need different sorts of
support. Focusing on professional firms, different types of
firm can be seen to be determined by the relative proportions
of ‘finders’, ‘minders’ and ‘grinders’ as shown in Figure 5.1
(Maister, 1982). For a well-determined construction project,
where much of the work can be proceduralised, based on
past experience, a ‘procedure’ firm can be the ideal and most
economic choice. At the other extreme, where an innova-
tive, one-off solution is required to a rather non-standard
situation, a ‘brains’ firm may be needed with its high
proportion of senior staff. For something in between a ‘grey-
hairs’ firm may be preferable. So the ability of a firm to either
do the specific sort of work in hand or to solve open-ended
problems can be a relevant way of choosing team members,
depending on the degree of innovation required.

Finders \ /

Minders ; \

Grinders Z
l Procedure] |Grey hairs ] r Brains

As a counter-intuitive example, one large pharmaceutical
company that had had many laboratories built, purposely
chose an architect for one project with no experience in the
pharmaceutical field, but a brains-type structure and a
reputation for innovation, in order that, on this one project



at least, new ideas would re-energise their extensive
collected, but self-reinforcing, experience.

Although companies are one building block, in practice
success tends to depend on specific individuals gelling. One
way of categorising individuals springs from their emphasis
on difterent parts of the learning cycle (Kolb, 1976, building
on Lewin, 1951) shown in Figure 5.2. These tendencies are
individual, but may tend to follow employment group, as
shown in Figure 5.3 where they have been applied to
construction (Powell, 1991). From this it can be seen that
architects tend to be sensor-doers, lighting/sound engineers
watcher-thinkers and quantity surveyors watcher-thinker-
doers. Strangely, as James Powell points out, marketing
managers seem to ‘watch’ and then ‘do’, without ‘thinking’
in between! The important thing is that the whole learning
cycle is represented in the team, given that it seems very
unusual for any one individual to have a full spread. Thus, in
parallel with ensuring the necessary technical knowledge is
accumulated within the team, complementary learning
emphases are also desirable.

This second aspect is quite hard to assess in practice and
one of the clearest indicators is effective past performance in
various relationships. This is because much of the effec-
tiveness will be built up in informal processes, shared
assumptions and positive sentiments. There 1s an argument

Observations
and Reflections

/V ‘Sensing’ \

Concrete Formulation of Abstract Concepts
Experience and Generalisations
‘Doing’ ‘Watching’

NN

Testing Implications
of Concepts in
New Situations

Thinking’
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LY Lewin, K. (1951) Field Theory in
Social Sciences. Harper and Row, New
York.

Kolb, DD.A. (1976) The Learning
Style Inventory Technical Manual, McBer,
Boston.

L0 Powell, JA.

(1991)  Clients,
designers and contractors: the harmony
of able design teams. In Practice Manage-
ment: New Perspectives for the Construction
Professional, (eds P.S. Barrett and A.R.

Males), pp. 13748, E&FN  Spon,
London.
Figure 5.2

Lewin’s/Kolb’s learning cycle
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Learning styles and construction. Source: Powell, 1991

Handy, C.B. (1985) Understanding
Organisations, Penguin, Harmondsworth.

Many [construction teams| seem to
stick at ‘storming’

here for keeping together core teams that have worked
effectively in the past, possibly with some new element to
keep the cocktail bubbling. The benefits of this sort of team’s
stability in the turbulent construction environment are evi-
dent when the steps in forming an effective group are
considered, namely: forming, storming, norming and, only
then, performing (Handy, 1985). In construction it is
common experience that teams are thrown together — they
‘form’. There is then a period of ‘storming’ as individuals get
to know each other and their aspirations are, hopefully,
accommodated into the overall project objectives. This is
then reflected in a period of ‘norming’ where agreed ways of
working and joint goals are created. This achieved, the
group can properly ‘perform’! But how often do construc-
tion teams get the chance to go right through the process
before the project is finished? Many seem to stick at
‘storming’. Alternatively, the storming and norming phases
are missed out so there is no real foundation for effective
performance. Clearly by keeping some key members of the
project team together it is possible to perform at a high level,
rapidly. This is not a panacea for appropriate team building,



but one dimension that can be seriously considered along
with the general types of firms and individuals needed to
provide the client organisation with what lacks, so that the
client’s aspirations can be achieved.

Case studies

When considering ‘appropriate team building’ clients and
construction professionals should focus on the following
points.

B Team selection should focus on skills, not just financial
considerations

W Teams should approve and understand the management
structure of projects

B Team members should remain consistent throughout projects.

Team selection should focus on skills, not just
financial considerations

When clients select the project team they need to take a
number of factors into consideration. Cost should not
necessarily be the driving factor. Clients need to also think
about whether they will actually be able to work with the
consultants and how compatible the difterent parties are.

Clients should take the time to find out about consultants’
previous work. For example, if a client wants a building
constructed from traditional materials, they should ensure
that they do not appoint an architect whose buildings are all
glass and metal. Clients should also try to ascertain what the
balance of power will be. If the client is inexperienced will
the consultants make all of the decisions or will the client be
expected to take the lead?

During the case studies clients sometimes complained that
they felt that the consultants were using a standard design
solution, rather than one tailored to their own particular
organisation. Hence clients should try to ascertain that the
consultants will listen to their requirements and that they
have no preconceived ideas. In order to ensure that they
were getting a tailor-made solution, one of the clients
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‘So we selected each of the consultants
individually on this project.  The
problem with that is you have to make
sure they can all work together. It is
Just like interviewing a new member of
staff, the important thing isn’t just
what they have done, but will they fit
in with everyone else. Projects are very
much focused on people getting on and
how communication works.’

(Project manager)

‘Typically we would go through:
practice experience, specific hospital
experience within the past five years,
projects of a similar size and com-
plexity ...’

(Project manager)
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‘All the laboratory specialists that we
interviewed, about four, you knew
exactly what they were going to do
and that they had a lab designed in
their head already.’

(Client’s project manager)

‘So we looked at it from the practice
point of view, but more importantly
we looked at it with regard to the
proposed team of individuals within
each firm. Who were they going to use
and what had they done before? We
looked at the management structure of
the intemal team, their approach, how
they were going to communicate,
speed of response, how they would
react to client change and instructions.’
(Project manager)

‘Communication is never perfect, |
have never been on a job where it was,
we are as much to blame as anyone
else. There have been a few instances
where communications between the
design team have not worked very well
and the project manager has made his
views quite clear that he expects it to
be better than that. I think it is gen-
erally just a lack of awareness of the
programme and what the weekly
deadlines are.’

(Quantity surveyor)

iate team building i

specifically appointed consultants with no previous experi-
ence related to the organisation’s particular field. These
consultants were then forced to study the organisation in
minute detail so that they could design an appropnate
building.

When selecting a consultant organisation, clients need to
check which specific members of the consultant company
will actually work on the project. It 1s quite possible that a lot
of the work will be carried out by less senior members of
staff. If this is the case how will their work be supervised?

Good practice

Experienced clients often tend to use the same consultants,
or group of consultants, for similar buildings, as they feel that
this speeds up the design process. The consultants are already
familiar with the working practices of the organisation and
can begin designing quite quickly once they have established
that the client wants a similar solution as previously. These
clients ensure that they will be working with the same
people from the consultants, as it is the individuals who have
built up the knowledge rather than the organisations.

Teams should approve and understand the
management structure of projects

Another factor to be taken into consideration is how will the
different consultants work together. Team members should
be sure that they understand fully the management structure
of the project. In several of the case study projects it was not
always clear who was responsible for what and so some
activities were duplicated while others were neglected
altogether. Similarly there were occasions when friction
occurred as consultants, most often architects and project
managers, appeared to disagree over who should be directing
the project and who the client should be looking to for
advice. Traditionally architects have been the lead consultant
and have seen themselves as the client’s major advisor.
However, with the growth of the project manager, the
architect’s role as decision maker has been somewhat
usurped.
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Project members also need to be working towards the
same goal and people should be dissuaded from looking after
their own interests. In one of the case studies a consultant
appeared to be pushing an alternative procurement method.
It transpired that another part of their organisation were
experts in this method and so it was possible that they would
obtain further work if this method was employed.

As part of the project requirements some of the project
teams were obliged to produce documents outlining pro-
cedures and responsibilities, which should have eliminated
any confusion. On one occasion this document was not
completed until the detailed design work was underway and
so was not really of much use. However, the roles of the
different parties had become particularly confusing during
this project and so this document should have been taken
more seriously.

Good practice

All of the consultants and the client should be asked to define
and record their responsibilities on paper. These descriptions
should be circulated for comment and then everyone should
meet to discuss, rationalise and finally agree on what should
be the responsibilities of each party. These statements should
then be formally recorded to avoid confusion.

Team members should remain consistent
throughout projects

If possible project team members should remain constant
throughout a project. In several of the case studies the
representatives from the different consultant organisations
altered from meeting to meeting. This meant that people
were often not up to speed on how the project was pro-
gressing and so they had to be briefed during project
meetings, which wasted time. In addition, each new repre-
sentative tended to have a different view of the situation and
alternative approaches were often suggested. The project
teams often felt obliged to consider these new ideas and so
project progress was affected.

Project teams should also consider which consultants
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‘1 think the designers, both the
architects and the engineers, com-
mitted themselves to fairly tight design
periods. We were very dubious from
the start that it was going to be
achievable and we made our views
known to the project manager. He
said that that was what the client laid
down in the brief and so that is what
we had to work to. They (note — not
we!) didn’t achieve it for some good
reasons and some bad reasons. I think
they were just too optimistic that they
could achieve it.”

(Quantity surveyor)

‘We have what 1 term a peer group
meeting once a month. It is attended
by the client and principals from each
of the design team consultants. By
principals I mean the people who are
the level above the people who are
actually doing the job. If they can’t
attend, the next person up the tree
(i.e. a more senior manager) comes
along. These meetings consider in
summary the progress of the project
and future policy. We also talk about
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any personnel problems that may be
occurring either with any member of
the team or relationships between
people. I believe the value of these
meetings is that they involve senior
people from the consultant organisa-
tion. Too often normally you find that
they know nothing about the project
that their staff are working on.’
(Project manager)

should become involved at which stage of the project. Many
projects have a core of consultants who are involved
throughout the project and then other consultants are
brought in to deal with very specific parts of the building
during the detailed design stage. It should be remembered,
however, that these consultants may require a specific set of
conditions in order to achieve their contribution. For
example, a services consultant may need voids in specific
locations to allow for cable runs, etc. In some of the case
studies specialist consultants (or users) were introduced at
what was considered an appropriate time in the project, but
their input had an unforeseen impact on the design and this
resulted in major reworkings of the schemes. Hence, where
possible, all consultants should be involved from an early
stage, at least to an extent, so that their requirements can be
considered and incorporated.

Summary and self-assessment

Overall this chapter has stressed the importance of getting a
complementary mix of skills and attitudes to meet the
project demands.

Table 5.1 focuses on the main factors necessary to achieve
this end and provides a self-assessment tool for the reader to
assess where effort is most urgently needed. The tool can be
used for the reader’s organisation in general, some part of it,
or it could be used to assess a specific project and just those
people involved.

The outcome of the analysis is the identification of those
factors that are a high priority. An explanation of how the
table is completed, and how the resulting information can be
used, is given at the end of Chapter 2.

It should be remembered that the factors highlighted at
this stage are in only one area. There are four others, which
together make up the ‘five-box’ model. It may be worth
waiting until similar analyses have been done for the other
areas and a combined summary created as shown in Chapter
12. It may then be even easier to link together high priority
factors with issues that are important and urgent for the firm.
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Table 5.1
Summary assessment of appropriate team building

Instructions
For each of the factors listed below, circle one number in each of the two scales provided to indicate the extent to

which the factor is currently met and the effort you are currently making to address the factor. A key for each
scale is provided below.

Met? Effort?

This scale is to assess the extent to which each This scale is to assess the effort you are currently
factor is currently met: making to address each factor:

1=Not met at all 1=No effort at all

2 =Met to only a slight degree 2=A little effort

3=Met quite well 3 =Quite a lot of effort

4 =Fully met 4=_Considerable effort

Factors Met? Effort?
T1. Team selection should focus on skills, not just financial considerations 1234 1234
T2. Teams should approve and understand management structure of projects 12314 1434
T3. Team members should remain consistent throughout projects 1234 1234

Instructions (continued)

When you have done this for each of the factors, use the two scores
to locate each factor, using its list number, in the grid provided to
the right of this box.

w

Entries that fall in the black areas can be ignored. For the -
remainder, the lighter the area the more urgent it is for there to be

a concerted effort on the factor concerned. In this way high priority 2
factors can be identified.

Effort

These high priority factors can be combined with similar results for
the other ‘five-box’ areas in Table 12.1 on page 133.

Met

Summary assessment grid
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Appropriate visualisation
techniques
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Effective communications are needed
between all parties in order to achieve
the optimal result.

‘Help in escaping this flat land is the
essential task of envisioning informa-
tion — for all the interesting worlds
that we seek to understand are inevi-
tably and happily multi-variant in
nature. Not flat lands.’

(Tufte, 1990)

Tufte, E.R. (1990) Envisioning

Information, Graphics Press, Connecticut.

Explanation of basic communications
concepts can be found in any standard
management text, for example:

Megginsson, L.C., Mosley, D.C.
and Pietri, P.H. (1989)
Concepts and Applications, 3rd edition,
Harper and Row, Cambridge, Mass.

Management

the message is often coded, but not
always in the language that the reci-
pient will understand.

—é

Appropriate visualisation
techniques

Discussion

The briefing process 1s essentially one of communication.
Effective communications are needed between all parties in
order to achieve the optimal result. However, in this
context the problems revolve around a specific aspect of
communication which arises in construction because of
the very tangible nature of the final product. When
the project is finished a client will have a built artefact
which they can touch, smell, walk around and see from
many different angles. In contrast at the start of the process
they will only have a broad idea of what is wanted and what
they are likely to get. The design team will provide infor-
mation, typically in terms of drawings. The problem is that
very few clients can really read drawings in a meaningful
way.

Communication theory can immediately throw some
light on this problem. It is generally held that for effective
communication four strategies should be pursued. First, the
information should be coded to make sense to the recipient.
Second, the message should be robust and then reinforced,
ideally by repetition and the use of multiple media. Fourth,
feedback should be sought to ensure that the receiver has
received what the sender thought they were sending.
There is a fifth element, which is that the whole context of
the communication process needs to be taken into
account.

When the communication techniques used in construc-
tion are considered, it is clear that the message is often
coded, but not always in the language that the recipient will
understand. The very terminology of construction leaves
many construction clients in a wilderness and little effort is
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made to put the proposals in familiar terms. For instance,
on something as simple as sizes of rooms, it is very difficult
for many clients to appreciate the information contained on
drawings. However, simply walking the client into a room
of the same size, or taping it out on the floor would
immediately get the information over. The same approach
can be used by taping proposed glazing bars onto windows,
chalking windows onto existing walls, and so on. This idea
of doing more than the minimum (relying on drawings)
links to the communications concept of providing sufficient
‘redundancy’ so that if only some of the information is
communicated the message still is sufficiently robust to
come over. A trivial, but telling, example of this not
happening between construction professionals was provided
by a project where specialist mechanical and electrical
services were shown using different coloured lines, and
then the information disseminated by black and white
photocopies! If the lines had also been drawn differently
using dots and dashes then the information would not have
been so fragile.

‘Reinforcing’ the message reflects an aspect of the section
on managing project dynamics above. If undue reliance is
placed on the clients’ initial, probably faulty, perception of
what is meant, problems will ensue. If they are given further
clarification and so come to see the proposals more clearly
this is very likely to be beneficial. The interactive aspect of
this is reflected in the feedback element of effective
communications. An overriding problem with many
attempts to communicate in briefing is exemplified by the
comment reported in Chapter 1, that ‘dients don’t understand
construction’. In fact construction i1s a world with its own
terminology and processes, many of which are taken for
granted. Without a significant effort it is unreasonable to
expect many clients to really understand what is being
proposed.

Case studies

When project teams are considering ‘appropriate visualisa-
tion techniques’ they should focus on the following factors.
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“They couldn’t read drawings of
course, that was another thing! They
had no idea of sizes on drawings until
you actually taped it out on the floor.
We did that with everybody to make
sure they were happy.’

(Project manager)

‘One thing they could have done
easily, and have actually now done a
couple of times, is produce images of
what the building will be like. It
would have helped the staff enor-
mously to get a feel for what it is going
to be like inside, rather than just
looking at floor plans and elevations
which are difficult to read.’

(User, senior management)

gl

,’w‘malisation techniques

B Visualisation techniques should be employed to increase potential
for shared understanding

B Visualisation techniques should be adequately resourced

B Visualisation techniques should be used effectively.

Visualisation techniques should be employed to
increase potential for shared understanding

The aim of a construction project is to produce a building
that fits the client’s requirements. Many clients complain,
however, that the final building is not what they were
expecting. One of the major reasons why this occurs is that
clients and users, particularly inexperienced ones, find it
difficult to translate drawings into an accurate impression of
what the final building will be like. Architects, etc. are
trained to produce and read drawings, clients are not. A
problem that was raised time and time again by the con-
sultants during the projects was the difficulty that clients and
users had in reading drawings.

In some cases attempts were made to try to assist client
understanding of the drawings by using alternative visuali-
sation methods. However, help was not always provided;
many consultants just seemed to accept that the problem
existed and did not try to overcome it.

Good practice

Consultants should try to assist clients to gain a real
appreciation of the proposals by using additional, appropriate
visualisation techniques, as detailed below, in conjunction
with drawings. The introduction of other media encourages
further discussion and may help each participant to gain an
increased understanding of what others are trying to achieve.
Additionally, by increasing opportunities for discussion,
clients are more likely to feel that they are making a real
contribution to the project which should increase the level
of client satisfaction.
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Visualisation techniques should be adequately
resourced

Some consultants and clients suggested that it was too
expensive and time consuming to use additional methods to
aid client and user comprehension of schemes. However, if
people are not able to understand drawings there is an
increased likelihood of changes being asked for during the
construction phase, as they can finally see what they have
agreed to. When discussing alternative media many people
would think of expensive computer assisted visualisation
techniques, such as virtual reality or three-dimensional walk
throughs. However, alternative visualisation methods do not
have to be expensive as there are some very basic, quick
methods which can be utilised to great eftect, as listed below.

Good practice

Photographs can be used by the design team during the
initial stages of the briefing process to quickly elicit what sort
of buildings, materials, spaces, etc. the client likes. Architects
could use photographs of their previous work or they could
use pictures from journals. It may be a good idea to build up
a portfolio of images for this purpose. The design team
should not see this technique as a restriction on their creative
design skills, but a useful tool that will give them an idea of
what sort of client they are dealing with and what sort of
design may be acceptable.

Existing buildings can be visited so that clients and design
teams can inspect best practice examples and compare
alternative solutions. Clients will probably know of other
similar facilities that they would like to look at. It is easier to
discuss different possibilities with real examples to refer to.
Design time may also be saved as architects can adapt
workable solutions from elsewhere, rather than re-inventing
the wheel. Project teams may find it useful to look at other
types of organisations for alternative solutions. Private hos-
pitals, for example, could study hotels, as the design of
bedrooms is important in each case.

Taping out room sizes on the floor is a very cheap, quick
and effective method of demonstrating real dimensions to
clients and users who may not be able to read drawings. The
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‘Another problem with these architects
is that their drawings are illegible.
Normally you should be able to read
architectural drawings pretty siraight-
Sforwardly, but even our property
department found them difficult to
read because it wasn’t always clear
when lines were walls or other things.
It was partly a function of the
computer CAD system that they use.
Their system works in colour and all
the drawings that were produced were
in black and white. If you see the
colour on the screen or you have got a
colour print-out, then it is immedi-
ately obvious what the different lines
mean, but in black and white it’s not.
We suggested that we had colour
plans, but we have never received any,
too expensive [ guess.’

(User, senior management)

“The client has paid for relevant
hospital staff to see similar specialist
hospitals in the States. A lot of the
user group co-ordinators liked one
hospital in particular which they are
constantly referring to. ‘The architect
and I are going over to see it for our-
selves. They also brought back videos,
slides, photos and copies of the archi-
tect’s drawings. So we have drawn a
lot of information from other hospitals
and we intend to continue to do so.’
(Project manager)
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With some sticky little issues we
actually emptied the atrium space and
taped the areas out on the floor to give
them an indication of how big things
were. Even this wasn't always clear
enough, so we put some benches into
the marked areas and they could then
picture the space. People were bringing
bits of equipment that they carried
from bench to bench, “No that’s too
far, that’s three steps, 1 only want
two.”” Then we’d amend the draw-
ings until they were right.’

(Project manager)

‘We are also taking the design team
around some of the best UK examples
for specific things. Initially we are
looking at the use of space, how much
space is necessary for certain_functions.
We can’t use the existing hospital
because it is amazing what they can
do with no space at all. 1 think the
visits are money extremely well spent,
although there would be very few
people prepared to spend it. One of
the greatest benefits from visiting other
places is the fact that the clients and
design team get to know each other.
So later if there is a problem, rather
than sending a twenty page letter they
make a phone call. From my point of
view as a project manager that will
save an awful lot of money, but you
will never be able to measure it.’
(Project manager)

gl

location of furniture and equipment should be marked up, or
existing pieces brought in, so that clients can test the
proposed solutions to see it their requirements are met.

Full size mock-ups should also be considered. A properly
constructed mock-up of a workstation may seem expensive,
but it is better to get feedback at this stage, rather than when
a whole set of inappropriate workstations have been
installed.

Design teams should try to use models more as visualisation
tools, rather than presentation tools. Site models showing the
building in its location are frequently commissioned in the
early stages to gain planning permission or to attract funding.
Once these goals have been achieved the models are put in
glass cases and never touched again. Simple cardboard models
are much cheaper to make and are more flexible, as they can
be dismantled and rebuilt easily, encouraging real interaction
between the designers and the users.

Visualisation techniques should be used effectively

Some of the projects did employ alternative visualisation
techniques, but they were not always used effectively. In one
project the architect wanted to demonstrate how the
proposed workstations would be arranged in clusters.
The manufacturers only had one prototype and so users
were able to sit at the workstation and see how it felt, but
they could not appreciate what the cluster effect would look
like.

In another project, the architect produced some
three-dimensional representations of the final building.
The technique employed by the architect was a worm’s
eye view (i.e. the building as seen from underneath, looking
up through the different floors). The client and other
members of the design team were unfamiliar with this
technique and so held the drawings at various different angles
trying to work out what they were looking at. Finally they
asked the architect and he explained how to read the
drawings! These drawings looked impressive, but only
confused the client. Consultants should concentrate on
producing drawings that are informative to clients and not
just other consultants.
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Summary and self-assessment

Overall this chapter has stressed the importance of escaping
‘flat land” and presenting information in ways that bring it to
life for all of those involved.

Table 6.1 focuses on the main factors necessary to achieve
this and provides a self-assessment tool for the reader to assess
where effort is most urgently needed. The tool can be used
for the reader’s organisation in general, some part of it, or it
could be used to assess a specific project and just those people
involved.

The outcome of the analysis is the identification of those
factors that are a high priority. An explanation of how the
table is completed, and how the resulting information can be
used, is given at the end of Chapter 2.

It should be remembered that the factors highlighted at
this stage are in only one area. There are four others, which
together make up the ‘five-box’ model. It may be worth
waiting until similar analyses have been done for the other
areas and a combined summary created as shown in Chapter
12. It may then be even easier to link together high priority
factors with issues that are important and urgent for the firm.
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Table 6.1
Summary assessment of appropriate visualisation techniques

Instructions
For each of the factors listed below, circle one number in each of the two scales provided to indicate the extent to

which the factor is currently met and the effort you are currently making to address the factor. A key for each
scale is provided below.

Met? Effort?

This scale is to assess the extent to which each This scale is to assess the effort you are currently
factor is currently met: making to address each factor:

1=Not met at all 1=No effort at all

2=Met to only a slight degree 2 =A little effort

3 =Met quite well 3=Quite a lot of effort

4 =Fully met 4 =Considerable effort

Factors Met? Effort?
V1. Visualisation techniques should be employed to increase 1234 1234
potential for shared understanding

V3. Visualisation techniques should be used 1234 1234

Instructions (continued)

When you have done this for each of the factors, use the two scores
to locate each factor, using its list number, in the grid provided to
the right of this box.

Entries that fall in the black areas can be ignored. For the
remainder, the lighter the area the more urgent it is for there to be
a concerted effort on the factor concerned. In this way high-
priority factors can be identified.

These high priority factors can be combined with similar results for
the other ‘five-box’ areas in Table 12.1 on page 133.

Summary assessment grid
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Implementing change
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Implementing change

Generally

It is one thing to have identified key improvement areas; it is
another to achieve the improvement. There are many
possibilities and the five identified areas give some indication
of where a firm could choose to start. It has already been
mentioned in Chapter 1 that the best practice advice over
the last thirty years has produced little progress, and some
considerable effort has been put into trying to understand
why this is so.

It was also shown that proposals for change need to fit in
with a firm’s experience base, but two important features of
successful implementation need to be explored further here.
The first is that it appears that all of the five key areas outlined
in Chapters 2—6 are intimately (systemically) connected, and
so action in one area almost inevitably spills over into other
areas in due course. The implication is that it does not matter
too much where a firm starts, the effect is likely to be
widespread, provided a sustained effort is maintained. Thus,
a firm can choose to start in an area that has particular
importance for them and about which they can get highly
motivated. The second aspect is the rate at which
improvement is achieved. It seems clear from our experience
with companies introducing change that gains are only
slowly accumulated. Those secking to improve should be
realistic and take an incremental approach, which, again,
starts in one place and in due course makes significant
progress, through sustained effort.

The common core of the above two aspects is the need to
start somewhere and then to maintain the effort. The initial
focus for the improvement, or'indeed the specific initiative
used to kick off the process, are both clearly necessary in
terms of gaining commitment and enthusiasm from those
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involved. However, they are actually less important to the
ultimate improvement gained than might be thought.

The interactive nature of initiatives

Table 7.1 shows, in summary form, the experience of four
Initiatives to improve briefing practice. It can be seen that in
each case there was a primary focus for the initiative and that
knock-on effects quickly accumulated in the other areas as
well. In Project 1, the impact is widespread with every area
becoming involved after an initial focus on empowering the
client. Project 2 starts with user involvement, which then
automatically has an impact on the empowerment of the
client and quite naturally draws upon the use of appropriate
visualisation techniques. In Project 3, the focus on project
dynamics led to actions on appropriate team building. All of
these examples reflect the main connections, shown in
Figure 1.11, between the five key improvement areas.
Project 4 illustrates an exception, with an initial focus on user
involvement, but knock-on effects on project dynamics and
team building. These last two are not suggested as primary
connections but highlight the fact that in reality all areas
interact with all other areas.

Table 7.1
Summary details of four initiatives to improve briefing
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Project 1
Construction of
innovative new

high-tech building
for inexperienced

Project 2
Conversion of
existing building
to new multi-user
health care use

Intervention

Project 3
Construction of
new build health
care facility with
experienced client

Project 4
Briefing for the
development of

software to
support briefing

client
Empower clients (1] @
Project dynamics @ (1] @
User involvement @ (1] (1]
Visualisation techniques ® @ )
Team building @ ® @

Key: @ = primary focus; @ = evolving secondary foci
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Figure 7.1
Practical improvement process

The improvement process

In addition to identifying a focus for improvement, the
process of improvement itself demands attention. From our
observations, implementation is very far from being an event
and in fact deviates rather significantly from even a linear
process! Firms in reality are very tentative when taking up
new ideas — for some very good reasons. They are each part
of a network of participants in a project and this means that it
is difficult for them to change radically on their own. To
quote one participant, ‘our clients do not want to be guinea
pigs’. Thus, the process can be seen to go through various
stages, the first of which is hardly perceptible. Figure 7.1
shows these stages, drawing directly from experience with
companies seeking to improve briefing practice. The dia-
gram shows time along the x-axis and briefing performance
on the y-axis. Initially the firms take tacit action, that is, they
do what they have always done, very often for unexpressed
reasons based on experience.

As a result there are considerable restraining forces to
change, signified by the large negative arrow, and only fairly
minor driving forces for change, signified with the small
positive arrow. Any driving forces probably derive from a
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certain dissatisfaction with their performance compared with
the perceived norms of the industry. On discussion,
companies tended initially to resist implementing proposed
good practice ideas. Given the relatively well-founded nature
of the proposals this might seem irrational, and probably is so
from the perspective of the industry as a whole. However,
from the point of view of any individual player within the
industry (with the possible exception of a powerful client)
proposals for change have to be judged at a local level.

For many designers, for example, there is simply neither
the time nor the resources to follow perceived ‘good
practice’ and design a scheme in all its detail before going to
tender. In addition, as the client is often in a hurry to
progress, it simply may not be advisable to have extensive
debates at a conceptual level. It may be more rational (at the
local level) to stick to very pragmatic, tangible things, like
room sizes, and let the more complex issues arise somewhat
later. At a more general level, the individual players are
trapped in a dynamic system in which their role is defined by
interaction with many other players. To change indepen-
dently of the rest of the system is potentially very high risk
and not a rational choice for a firm that wants to survive and succeed.
Thus, any changes must either be by consensus throughout
the system of organisations involved — maybe by the client
taking a strong lead — or they must be limited by the con-
straints of satisfying the existing relationships, whilst making
progress towards desired improvement.

There may not have been much evidence of significant
change, but a change had occurred in terms of the under-
standing that the firms had of the problems they were
encountering. Although many of the same things still went
wrong in the same ways, the reasons were much clearer
and their occurrence was much less acceptable now that
those reasons were explicitly understood. In fact when
problems arose that triggered this knowledge afresh it often
led to an ‘if only we had...’ type of reaction. This rising
level of awareness led on to the next stage, which was for
the firm to be sufficiently motivated to engage in a mini-
experiment. This was a tentative, limited change that was
not going to greatly impact on other members of the pro-
ject, but had the potential to provide some benefit. Where
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Gelb, MJ. and Buzan, T. (1994)
Lessons from the Art of Juggling, Aurum
Press, London.

the mini-experiments had positive outcomes a growing com-
mitment was observed as more of the proposals for change
were adopted, but adopted in ways that fitted in with the
existing experience and characteristics of the companies in
question.

This step-by-step process interestingly reflected received
wisdom on how people learn from experience by passing
round a cycle (see Figure 5.2). So, after a slow start, the
changes gained momentum. Sometimes it was too late for
much of the benefit to accrue to the project being studied,
but taking a broader perspective, the ideas could be seen to
be taking root in the organisations in general. Thus, there
was a transition from general improvement ideas to specific
local actions that were owned by the companies involved.
The emphasis is on ‘user pull’ and ‘local context’, rather than
the imposition of generic ‘best practice’.

The juggling analogy

There is a striking resemblance between the pattern of
adoption shown in Figure 7.1 and that predicted by Gelb
and Buzan (1994) through their juggling analogy for
managerial improvement. Learning to juggle is a matter of
mastering a rather complex process where, when you
concentrate on one aspect, you tend to make mistakes on
some other; however, to appear at all credible you have to
perform all of the elements together. This illustrates many of
the tensions we have been discussing above. Gelb and Buzan
go through the main features of a positive process to develop
the ability to juggle. The key features are:

B Have a clear vision of where you are heading
— For juggling maintain a ‘soft focus’ straight ahead
B Focus on a key facet
— For juggling this is the throw, not the catch
B Encourage ‘mistakes’ so that learning can take place
— Start juggling with one ball — and don’t ‘let’ yourself
catch it
B Build up complexity in stages
— For juggling this requires ‘relaxed concentration’



In more detail, a participant in construction needs to keep
in mind the overall objectives that they are trying to
achieve so that these can infuse all of their actions. This isn’t
the specific objective you are straining to meet at a parti-
cular time, but the general, overall philosophy behind all of
your efforts. For construction generally, a ‘soft focus’ on
client satisfaction or, better still, delighting the client would
seem appropriate. More specifically for briefing, it could be
to infuse the whole construction project with the client’s
requirements. Within this overall orientation the next sug-
gested feature is to focus on a key facet, rather than trying
to do everything at once. From the earlier chapters of this
book it should be evident that we would suggest selecting
one of the five boxes shown in Figure 1.11 in order to
identify an important but achievable aspect to act upon.
This is the juggling equivalent of concentrating on the
throw rather than the catch. However, the implication of
allowing this focus is that ‘mistakes’ must be encouraged in
order that learning can take place. So in juggling you don’t
allow yourself to catch the ball so that the throw can truly
be concentrated upon. In briefing practice this is, of course,
slightly complicated as mistakes may undermine the
credibility of the firm or lead to ltigation. Thus, safe
environments must be created so that the necessary exper-
tise can be built up without causing these sorts of problems.
If, for instance, a particular information-eliciting approach
was to be taken with clients, this could be tried as a dry run
within the company through role playing, before being
used with real clients. The last feature, namely building up
complexity in stages, is implicit in much of the above. If
you are to focus on key facets and learn through mistakes,
then this is bound to be on a limited front initially. How-
ever, to fully address the improvement aspirations implicit
in the overall vision, various aspects need to be pulled
together and the enhanced ‘performance’ launched into the
project domain. This cannot be done in a high tension
panic, but must be delivered with relaxed concentration, in
the knowledge that the necessary preparation and build-up
has taken place.

There are very clear parallels between the above process
and the reality of implementing improvements as observed
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Sfocus on a key facet, rather than try to
do everything at once

safe environments must be created so
that the mecessary expertise can be
built up
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Figure 7.2
Improvement and progress over
time

in relation to briefing. Figure 7.2 gives the expected profile
for juggling improvement, which is decidedly non-linear.
Part of the secret of success with the approach recommended
is, however, to recognise this pattern and not to be thrown
oft course by the dips in performance. Rather, if these are
seen as preludes to rapid improvement, this completely
changes how they are responded to.

Improvement

]

Summary

This chapter has tried to illuminate the implementation
process that individuals and firms can expect to experience
as they endeavour to use the briefing ideas presented
elsewhere in this book. The next four chapters illustrate the
experience of participants in four projects over a period of
several months as they sought to use ideas focused around
the five-box model. It should be pointed out that the
whole design of this book and associated materials have
been conditioned by an improved understanding of the
implementation process. Thus, the thrust is not to provide
‘good practice’, but rather to illustrate key improvement
areas, together with examples of alternative approaches, as
far as possible set in their original context so that those
considering them can better judge whether they suit their
local needs.



This philosophy has been taken further in an experimental
CD being developed in parallel with this book, in which
users can search for illustrative examples in a problem-led
way. An example screen from the CD is given in Figure 7.3
from which it can be seen that one way of searching for
information is by project phase against key solution area. In
addition, key word searches are possible and each line of
enquiry ends with specific examples of actions taken, the
outcomes achieved, and the context within which it all
happened, based on real project experience. The CD is
designed to support the incremental, non-linear imple-
mentation process that we expect construction participants
to take. In addition, video material is planned which it is
hoped will be especially helpful in raising general awareness,
both within construction consultancies and client organisa-
tions.

“Multimedia ToolBook - 9STHOCT1.TBK
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For details of the CD and video,
contact the Research Centre for
the Built and Human Environ-
ment, Bridgewater Building,
University of Salford, Salford, M5
4WT, UK.

the incremental, non-linear imple-
mentation process that we expect
construction participants to take
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Figure 7.4
Continuous implementation pro-
cess

.

In summary this moves the argument on from why ‘good
practice’ advice does not appear to work, to a better
understanding of a realistic implementation process that
acknowledges existing experience, local conditions and the
effect of multiple participants in the activities of any one
player within a construction project. An overall summary of
the sort of process that people using the suggestions in this
book should expect to engage in is given in Figure 7.4. This
is a development of Figure 7.1 in that it stresses the tentative
take-up phases as before, but it now also includes a clear
indication of a continuous improvement process (upwards
spiral) thereafter, as the systemic connections take effect and
confidence grows.

General awareness
of adverse consequences of
current briefing practice

Becomes aware of
briefing practices
in own organisation

Identifies and learns
from mistakes in one area,
sees need for change

Gains confidence
and extends change
to extra areas

Changes practice
through low risk
experimentation

Learns from
successes and failures,
adapts proposals
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Notes: In all of the projects it was
agreed with the project partici-
pants that one researcher, maybe
two, would observe the projects
as they progressed. In each case,
after initial discussions, the
researchers suggested an area
based on the five-box model
where an alternative approach
could prove beneficial. However,
the project participants were free
to decide whether or not they
would follow this advice.

The main body of the text
describes the development of the
project. The commentary in the
margins highlights that the five
key improvement areas are
closely connected and that effort
(or lack of'it) in one area will have
an impact in another area.

fﬁg@%ﬁng the client [
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Case study 1 - Empowering the
client

Introduction to case studies

This chapter, along with Chapters 9-11, illustrates the
experience of participants in four real-life projects over a
period of several months as they sought to use ideas focused
around the five-box model.

Overview of project

The inspiration and driving force of this building is a recently
developed technology. The building is a joint venture
between two organisations that share an interest in this
specific technology and wish to promote its potential
applications. One is commercial (Client A) and one is a
research group (Client B). Client A will own the final
building and Client B will sub-lease part of it. Both orga-
nisations will have dedicated areas, but some facilities will be
shared, and funded, by a joint company that they are setting
up. Client A is represented by a project manager, plus a
senior manager who will attend some meetings. Client B is
represented by the head of the research unit, plus a business
manager.

Focus of main intervention: empowering the
client

Client B, the research unit, are experts in the technology, but
they have had no previous contact with construction and so
are not sure what is expected of them during the construction
process. It is agreed they might find it useful if the researchers



(see margin opposite) attend project meetings with them and
assist them as necessary to brief the architect. In essence the
researchers will act as an ‘expert’ client ensuring that the
actual clients have thought about their requirements and
conveyed them properly to the rest of the design team.

Influence of other factors

In this case even though the primary focus is on ‘empow-
ering the client’, it will become obvious that ‘managing the
project dynamics’ and ‘appropriate team building’ actually
become the critical factors that dominate the development of
the project.

Implementation

[nitially there appears to be resistance from Client B when
the researchers make suggestions, even though the client is
inexperienced. The client seems to feel that the researchers
are more into theory than practice and that the ‘real world’
requires immediate action, not thought or reflection. As the
project develops this attitude changes as the client begins to
realise that they really do need to think about their
functional requirements in much greater detail.

Project development

Meeting 1

Client B (the naive client) meets with the researchers to
discuss the client’s responsibilities during the early stages of
the project. The client realises that they will need to brief the
architect/design team on their requirements and so they
have produced a draft ‘functional specification’. This speci-
fication is a useful starting point, but is far more technical
than it needs to be at such an early stage. The client has
suggested already which rooms will be required and for each
space there is a list of equipment. There is no mention of
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h

Naive clients are unlikely to know
what information the design team will
require and so design teams should
brief the client on what sort of infor-
mation they need. The design team
will obviously need to know what will
occur in the building, but it will also
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help them to know why the client
needs the building and what the
organisation’s  aspirations for the
future are. The better the design team
understands the client organisation,
the more likely they are to design a
building that really supports the cli-
ent’s aims. Thus the design team also
becomes empowered.

g

The project team did not consider in
detail how the project would be man-
aged. They moved onto room sizes
without really agreeing what the aims
of the project were. This meant that
time was wasted later when this sub-
ject had to be revisited.

h

This  intensive  questioning  and
detailed examination of each area
demonstrated to the client that there is
far more to briefing than just supply-
ing a list of rooms. They could see that
unless the design team can obtain a
vision of what the client wants to
achieve operationally, then it s
impossible to design an appropriate
solution.

what will actually happen in these spaces or how people will
interact with each other. The client’s aspirations for the
building are not apparent. Also, because the building will be
used to demonstrate and research a new technology, a lot of
unusual terminology is used, but not explained.

The researchers suggest that the client takes a step back
and tries to think about why the building is necessary and
what they are trying to achieve with it. They should consider
what activities will take place, rather than try to specify what
rooms are needed. The client 1s obviously not convinced that
this is necessary and says that they are working in the real
world and so need to fix the sizes of the rooms as quickly as
possible as they are working to tight deadlines.

Meeting 2

At the first meeting with the architect the discussion moves
straight onto room sizes. Client B has supposedly produced a
revised brief, but upon inspection this is a matrix showing
the previous information, i.e. rooms with lists of equipment.
It is still impossible to tell what will happen in each room and
who will occupy it. The architect has not met with Client B
before and is not really given time to ask them any questions.
Client A seems keen to agree upon room sizes as quickly as
possible.

Meeting 3

At the next meeting the architect hands out a draft brief that
lists the different rooms, their proposed sizes and a bubble
diagram which indicates the relationships between the areas.
It is decided that each room will be considered in turn to see
if it is the right size. As the meeting progresses it becomes
clear that there is still a lot of confusion over what will
actually happen in each area. The researcher decides to ask a
lot of operational questions to try to improve everyone’s
understanding of the situation. For example, Client B wants
a quiet room away from the main offices where people can
write-up reports. No-one else thinks this is necessary, as
people will have their own workspaces. The client explains
that the computers at the workspaces are extremely specialist



and won’t actually be used for simple wordprocessing. This is
not obvious from any of the briefing material and is only
highlighted by intensive questioning. Following on from
this, Client B draws each area out on a white board, explains
what sort of person will occupy each space and what they
will want to do in each area. This gives everyone a much
better appreciation of what will happen in the building.

This meeting also serves to highlight communication and
understanding problems. Client B s an expert in the tech-
nology, but finds it difficult to explain what is required
without using jargon that is unfamiliar to everyone else.
Client A says that everyone is ‘wrestling with a different
vocabulary that we don’t share’. Similarly Client B does not
always understand the construction terminology used by
everyone else. Also part of the building will be used to teach
the technology and it emerges that the architect is unfamiliar
with teaching practice and is making incorrect assumptions.
The researcher feels compelled to ask questions concerning
teaching methods to highlight any specific functional
requirements so that the architect doesn’t overlook anything
important.

The meeting also shows that there are communication
problems between the representatives from Client B. They
have not discussed, or agreed, their requirements amongst
themselves prior to meeting with the rest of the design team.
So quite a lot of the meeting is spent clarifying what the
different members of the client team actually want and how
they are going to reconcile their different requirements.
Such discussions are not really of interest to the design team
and people seem to be slightly annoyed that their time is
being wasted.

Even though all parties seem keen to agree on room sizes,
Client B appears to find it difficult to translate dimensions
into reality. Time and time again during the meeting it is
necessary to try to explain dimensions to the client by
making comparisons with the room that the meeting is being
held in.
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il

Bestign team members do not neces-
sartly need to be familiar with specific
building types as experienced con-
sultants should be able to interrogate a
client’s brief so that everyone gains a
shared understanding of the situation,
However, inexperienced consultants
should be trained by senior staff to
ensure that they ask appropriate
questions.

h

Client teams should discuss their
objectives and needs before design
meetings to ensute that they have the
same aims. Also hasty decisions made
at meetings without considering the
implications are likely to result in
changes later.

W&

Architects should take tape measures
fo meetings so that they can properly
demonstrate room sizes.
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Visits to similar buildings are a good
way for the client and design team to
try to obtain a common understanding
of what sort of solution the client is
seeking. By having something specific
to look at clients can more easily
demonstrate their likes and dislikes. It
may be possible to ‘borrow’ an exist-
ing solution and use it in the proposed
building.

il

Where possible the consultant repre-
sentatives should remain the same
throughout a project. If new people
attend  and  suggest  alternative
approaches the project may be held
back. In this case when a senior
manager attends a meeting and asks
questions the whole team (and project
progress) is thrown into turmoil.

)

If clients continue to participate fully in
the design process, rather than just the
initial briefing, the completed building
should suit their needs as they can
consider the various implications on
their business as the design develops.

I- Emmwermg the client [

Visit to relevant building

As the design team are finding it difficult to understand the
technology as described by the clients, it is agreed that a visit
to another building where the technology is in place may be
a good idea. It is proposed that Clients A and B, design team
members and the researchers all visit together. Unfortunately
the clients visit the building on a separate occasion from the
rest of the design team. When the design team and
researchers visit the building they are not able to question the
clients directly concerning how the technology will impact
upon the proposed building and so the visit is not as useful as
it could have been. However, the chance to view the
equipment and discuss the implications (even at a late stage)
still makes a vast difference to everyone’s understanding.

Later meetings

As the project progresses, the design team members do not
remain constant, as different representatives are sent from the
involved organisations. These people have not always been
properly briefed and so the scheme fundamentals have to be
explained at each meeting. Obviously each new person has a
different perspective and so the scheme keeps on changing as
new ideas are added.

At one meeting a senior manager from Client A questions
why the building is the shape that it is. The shape is one of
the few fixed parameters as far as the rest of the design team
are concermned. They are noticeably annoyed that such a
fundamental parameter does not appear to have the full
backing of Client A and could potentially be altered at such a
late stage in the design process.

As the project develops the researchers take on the role of
observer as Client B’s representatives become more familiar
with the construction jargon and are happy to contribute
tully in discussions. They now realise that as clients they need
to play a continued part in the design process if they want a
building that really meets their requirements. They are the
only people who can assess if a specific design decision will
enhance or detract from the way that they will utilise the
building.



A number of outline schemes are proposed by the
architect, but the schemes do not meet fully with the
approval of both clients. It appears on a number of occasions
that the architect has been in consultation with Client A who
has made decisions on behalf of Client B. These decisions
relate to Client B’s spaces, not the shared ones, and so Client
B is forced to ask for changes during meetings which results
in abortive work. Client B is annoyed that the consultants
are more concerned with meeting Client A’s needs than
Client B’s.

As the project progresses Client B becomes more
frustrated that the project is not being managed very
well and complains that no-one appears to be making
any firm decisions. They question how buildings are
ever finished if this is normal Client A’s
project manager 1s supposedly pushing the scheme
torward, but whenever he is asked a question he always
says that he will have to refer to senior management
before he can make a decision. New sketch schemes

practice.

are presented at each meeting and then by the next
meeting the scheme has totally altered for no apparent
reason.

Finally an outline scheme is proposed which appears to
meet with everyone’s approval. Client B clearly states at the
meeting that they are happy that the scheme meets their
requirements. Client B leaves the meeting assuming that
the design team will now pursue this scheme in detail.
However, at the next meeting the approved scheme is
nowhere in sight and the architect presents a totally new
scheme. Client B is amazed that this is occurring and asks
why their comments have been ignored. It is suggested that
the previous scheme was over budget. However, certain
members of the design team claim that the new scheme is
more expensive as it 1s more complex structurally. It seems
likely that there are other driving forces behind this change
in decision. Even though Client A’s project manager
approved of the original scheme, this change indicates that
the scheme was overturned by Client A senior manage-
ment. Client B leaves the meeting very annoyed that they
scem to have no control over how the building will
develop.
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Projects with more than one client are

ahways complex. Ir is imperative that
all involved parties are aware of the
specific relationship between the clients
and that everyone understands (and
agrees) how the project will be man-
aged. In this case, Client A will own
the building and has employed the
consultants.  Hence the  consultants
appear to find it necessary fo put
Client A’s preferences before Client
B’s.

s

This change of heart demonstrates
once again that Client A’s project
manager has no real authority to make
decisions and that senior management
are able to overturn major decisions
without reference to Client B. If
design team members are not author-
ised to make decisions and they can be
overruled, the rest of the project team
can never be sure that the project is
progressing on a sound footing.
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il

Where possible it makes sense to
employ consultants who could affect
the design as soon as possible. Other
consultants will not want to carry out
work which turms out to be abortive.

/e ‘hg the client E

At a later meeting a new consultant is introduced by
Client A to examine opportunities for commercial spon-
sorship of the building. The consultant says that sponsors will
want input into the design. The design team are once again
visibly dismayed that such an influential decision has been
delayed and that they could possibly have to start redesigning
all over again with a new set of parameters.

Summary

In this case Client B had no previous experience of
construction projects and so the focus was on ‘empowering
the client’. At the start of the project, Client B was of the
opinion that all they needed to do was pass on a list of their
requirements, with room sizes, and that the construction
team would magically design an appropriate building. They
soon realised that if they did not participate fully in the
process and really explain why a particular function was
needed, the final building would not be suitable for their
needs. Initially Client B did not contribute to project
discussions as the terminology and procedures were
unfamiliar. However, as the project progressed the client
became more knowledgeable and confident and was soon
asking pertinent questions of the design team. It is unfor-
tunate that as the client became more empowered they also
became more disillusioned with the process as their
requirements appeared to be secondary to those of the other
client.
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Case study 2 - Appropriate user
involvement

Overview of project

This case study concerns the refurbishment of an existing
building. The building has not been used to full capacity for
several years as it needs a total redesign to bring it up to date.
Some members of the design team have worked previously
with the client and all have experience in the relevant field.
The client has appointed two internal project managers to
coordinate the client side of the project. However, neither of
them has had any previous construction experience and both
carry on with their normal duties as the project develops. An
external project manager has also been appointed. A four-
stage briefing process has been planned over a four-month
period. This comprises schedules of accommodation, block
diagrams, room layouts and outline plans. User input and
feedback will be sought at each stage.

Focus of main intervention: appropriate user
involvement

The main focus of this case study is ‘appropriate user
involvement’. The client had on two previous occasions
suggested redeveloping the building, but nothing had
happened and users had been disappointed. This time senior
managers want to involve the users in the briefing process to
prove that they are serious about refurbishing the building. A
number of departments could potentially occupy the
redeveloped building and so these departments are asked to
select representatives to meet with the architect. The
researchers want to see what impact the users will have on
the project and so plan to attend meetings between the
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The number of users who attend
meetings with the architects, etc.
should be restricted. Large groups
make decision making very difficult. It
is better if users select representatives to
attend and brief them properly on
what is required.

Wdy 2-Appmprlate user involvement E

architect and the different user groups. The researchers will
also attend general project meetings to monitor progress.

Influence of other factors

Even though the focus in this case i1s ‘appropnate user
involvement’, the way the project is managed becomes
increasingly important, as does the lack of decision-making
within the client organisation.

Implementation

This project in particular highlights the difficulties of trying
to get organisations or individuals to implement new ideas.
The researchers had gained access to the project via the
project manager, unlike the other projects where the client
had been the main contact. On several occasions during the
briefing process the researchers suggest that alternative
practices may help to solve certain problems. On each
occasion members of the design team are supportive of these
suggestions, but the client blocks them or only allows
minimal take-up. This case study demonstrates that without
client backing it may be very difficult to introduce
alternative practices.

Project development
Meetings between architect and user groups

The client’s project managers do not appear to have placed
any controls over who will attend user group meetings and
so the departments are free to send whoever they like. This
means that the number of user representatives for each
department varies, and in one case there are over 20
attendees. Most groups appear to be evenly represented by
senior managers and other members of staff. The lack of
client direction concerning the user groups causes several
problems which are apparent from the outset.



When the architect meets with each group for the first
time, he begins by explaining what is expected of the users.
The architect outlines the timescales, what the briefing
process involves and what deliverables are expected. This
seems like a useful introduction and the researchers assume
that the users will now understand what they are expected to
do. Subsequent meetings demonstrate that the users do not
appear to grasp what they should be doing and the architect
has to frequently point out their responsibilities. The client’s
project managers are actually responsible for guiding the
users through the process and for ensuring that they meet
deadlines. However, their lack of construction experience
means that they are not sure how to manage the user groups
properly.

Users find it difficult to allocate time to attending user
group meetings; quite often people have to leave before the
end of meetings, as they have to return to work. Even
though the client wants the users to be involved, the cli-
ent’s project managers, or senior managers within each
department, are not specifically allocating time for users to
participate in the project. This sends a message out to the
users that the client does not actually think the project is
very important, hence the users do not take it seriously
either.

The purpose of the user group meetings is to discuss
departmental requirements with the architect. Few groups
have discussed and agreed what they need prior to the
meeting, so there are many discrepancies. Users cannot
decide how their departments should function and what
spaces they need. The architect spends many hours listening
to internal disputes which should really have been sorted out
away from these meetings. There is also an increased risk that
the users will change their requirements again once they
have had time to think the situation through properly.

The mix of user group members creates further compli-
cations. Some groups are dominated by senior managers and
people seem afraid to speak out against them. On one
occasion a senior manager makes a decision which everyone
agrees to, and when he leaves, the other users try to overturn
it immediately saying that he doesn’t really understand what
is needed.

m

It is important that users are briefed
well on their responsibilities and what
they are expected to produce. If they
do not understand the importance of
the programme, for example, the
project will probably be delayed.

&

If clients want users to be involved in
the process they need to ensure that the
users can take time out from their
regular work to consider the project in
appropriate detail.

s

Users should agree between themselves
what their requirements are before
their representatives meet with the
architect, etc. They should try to
prioritise their requirements as it is
likely that some concessions will have
fo be made.

W

When user groups are formed, the mix
of personalities and hierarchies should
be considered. No one person or subset
should be allowed to dominate.
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User group members should remain
constant if possible. If new people
attend, the original requirements may
well be forgotten as people often focus
on their own priorities, rather than the

group’s.

s

Many users will have no previous
experience of construction  projects.
Such users need explicit guidance on
what decisions they are expected to
make, or else they will waste time on
irrelevant issues. Whitten instructions
or standard pro formas may be useful if
there are several groups as each group
will then be working from the same
starting point. Depending upon the
resources available, it may also be a
good idea to employ a facilitator who
understands the business and what is
required by the construction team.

oriate user involvement [

Each department meets with the architect on several
occasions to verify that their requirements have been inter-
preted correctly. As the members of the user groups are not
fixed, different people attend each meeting. This means that
additional requirements are introduced and people query
past decisions.

As the meetings progress the architect becomes more
frustrated with the situation, as the users’ inability to meet
deadlines is slowing the project down. The users are also
complaining that they still don’t really understand what
they are supposed to be doing. The researchers and the
project manager discuss how the situation can be improved.
It 1s proposed that the researchers should spend time with
each group away from the formal meetings, acting as facil-
itators to encourage the groups to make their own decisions
and prioritise their requirements. The researchers will also
try to aid users’ understanding of the architect’s proposals.
These suggestions are welcomed by the architect, but the
client is not keen to let the researchers have separate access
to the users. It is suggested that the researchers may upset
the political situation and encourage the users to make fur-
ther space demands. At a later date the client agrees that
users can approach the researchers if they are having pro-
blems, but this is a half-hearted attempt to sort the problem
out as it puts the onus on the already overworked users to
make contact. By this stage most users have become dis-
illusioned with the process and have stopped attending
meetings anyway. Unsurprisingly, few users consult with
the researchers.

The situation regarding the users does not improve and
the programme falls further behind schedule. Finally at one
meeting the architect states that the block diagrams are nearly
complete and only need fine-tuning. He states that from
now on he would appreciate it if as few users as possible from
each department are involved. The room data sheets are to
be issued to selected users identified by the client’s project
managers.
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Maintaining user involvement

The users have twice previously been told that the building
was to be refurbished, only for nothing to happen. They are
naturally sceptical that anything will occur. The external
project manager is keen to demonstrate to the users that this
time something will happen. He proposes that a series of user
liaison meetings be held where the users will be informed of
project progress and where they can ask questions. The
researchers fully support this proposal as the users in the case
studies bad frequently complained that after passing on their
requirements they heard nothing more about projects until
they occupied them. The chief executive is approached and
supports the idea. He proposes that these meetings should be
held at 5:30 in the evening so that people can attend after
work. The design team and researchers feel that the timing
immediately indicates to the users that the project is not
viewed as very mimportant by senior management as people
have to attend in their own time.

The client’s project managers are supposed to explain to
the users that these meetings are to keep them informed of
project progress. However, at the first meeting the users take
the opportunity to try to question the chief executive about
which departments will occupy the building and why. The
chief executive will not answer any questions concerning the
space allocation. The users complain after the meeting that
they have no real influence over the direction of the project.
The next meeting follows a similar pattern with users asking
why they are not going to be allowed in the building. It is
decided to suspend the meetings as the users and client
obviously have different agendas and the meetings serve no
purpose until concrete decisions concerning occupancy have
been made.

Client management of project

As the project progresses many users become disillusioned
with the project, and fewer people attend their respective
user group meetings. One reason for this may be the
reluctance of the client to make a decision concerning who
will actually occupy the building. It was decided at the outset
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If clients wish to involve users in the
briefing process they need to convince
the users that their opinions count and
that their requests will be taken into
consideration. If clients only involve
users because it is seen as the thing to
do, but do not actually intend to let
the users have any say, then it is
pointless and dangerous to involve
users at all. Users who are consulted
and then ignored will feel aggrieved.
In this particular case, the chief
excecutive is giving mixed messages; he
wants to invelve the users, but would
rather they attended progress meetings
after work so that their everyday duties
are not affected.

s

A client’s main responsibility during a
P 4 g

construction project is to take decisions
and choose between alternatives, so
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that progress can be made. This client
delays making decisions for various
internal political reasons. This affects
project progress and upsets the users.

.l

During the case studies the researchers
had found that visits to other buildings
stimulated ideas  that
would probably othenwise not have
been considered. Design time was also
saved as designers were not reinvent-
ing the wheel when an appropriate
solution already existed.

innovative

a4

When mock-ups were utilised in the
case studies the users were able to see
exactly what the architect was pro-
posing. The users were also able to
demonstrate how they would work in
the space; often this differed from what
the architect had imagined, and so the
design team also learnt from the
experience.
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that specific departments would put their proposals forward,
but there was no guarantee that they would all be moved.
After months of briefing, the situation has still not been
resolved. Some of the users feel that they are wasting their
time attending meetings when it is possible that they will
remain where they are anyway.

Visits to other buildings

Some of the users mention other facilities that they have
either seen or heard about. They wonder if parts of these
schemes can be included in the design. The researchers
suggest to the design team and client that it may be a good
idea if the design team and/or users visit these establishments
to see 1f they have features that can be incorporated. The
design team is supportive of this suggestion, but for reasons
unknown to the researchers these visits are never arranged.
At a later stage it is suggested that the researchers visit the
other establishments and report back whether it is worth-
while other people visiting. The researchers do not feel able
to do this as they are not experts in the field and would not
be able to appreciate which aspects were appropriate or not.
The researchers believe that this is a wasted opportunity, but
suspect that the client is not keen to spend money or time
allowing users or the design team to visit.

Visualisation

After the users have passed on their requirements, the
architect works up some departmental layout drawings.
Many of the users find it difficult to understand exactly what
is being proposed and cannot easily imagine the sizes
involved. The architect discusses the problem with the
researchers and they all decide that it would be useful to
mock-up some of the more important rooms to give the
users a feel for the proposals. There is plenty of available
space in the actual building that will be refurbished, as much
of it has been out of use for a while. These suggestions are
put to the client’s project managers for them to discuss with
senior management. Again, the architect never receives the
go-ahead.



Summary

At the outset of this project it appeared that the client was
keen to involve the users in the briefing process. However, as
the project progressed it became apparent that the decision
to involve the users was not being taken seriously by the
client. Users were expected to slot their project duties into
their already busy schedules and attend some meetings in
their own time. Consequently, the users felt that the project
was not seen as important by senior managers. In addition
the users never really understood what they were expected
to do.

The user contribution to the project really needed to be
more tightly controlled by the client’s project managers, but
they too were unsure of their responsibilities. In addition,
whenever major decisions needed to be made, the client’s
project managers did not have the authority to do so. The
project would have run much more smoothly if the client
had spent more time working out how the project would be
managed from their side.

The client also failed to support the design team’s etforts to
increase user understanding of the project. Several techni-
ques were proposed, but none of these suggestions were ever
taken up by the client. However, these proposals were
viewed as exemplary ideas by the design team and so 1t is
likely that they will try to incorporate them in future
projects.
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Case study 3 - Managing the
project dynamics

Overview of project

This case study considers a new building. The client has built
several similar buildings recently and has its own in-house
construction project management team, so can be con-
sidered an expert client. One of the in-house project man-
agers would be responsible for the management of this new
project. The other members of the design team comprise
consultants who have previously worked with the organi-
sation on other projects.

For this project the client organisation wanted to try to
speed up the project time and so decided that they would
probably adopt a construction management procurement
route. With this approach the project is divided into different
packages of work which are designed and tendered for
separately. This means that construction can begin before all
of the detailed design work has been completed and thus the
project time can be reduced. This differs from traditional
procurement methods where the whole design is completed,
put out to tender and then construction begins.

Focus of main intervention: managing the
project dynamics

It was suggested that the alternative procurement method
would probably affect the way the brief was handled as
certain decisions concerning the detailed design of the
building could be delayed. Thus it was agreed that the focus
of this project would be ‘managing the project dynamics’.
The researchers would consider what implications the
alternative approach had on the management of the project;



what decisions could be delayed and what decisions need to
be made early on in the process.

Influence of other factors

‘Appropriate team building’ features heavily in this case as
the different members of the design team try to adjust to the
new approach. Users are only marginally involved in this
project as new staff will be taken on when the building is
complete, but the lack of meaningful staft input highlights
the importance of ‘appropriate user involvement’.

Implementation

This project differs from the previous ones in that this time
the client is responsible for the introduction of the alternative
methods, rather than the researchers. This means that the rest
of the design team really have to comply with the sugges-
tions if they wish to remain on the project. In the other
projects it was often difficult for the researchers to imple-
ment new ideas as they did not have the support of all
involved parties. However, even on this project the client
finds it difficult to gain the support of the rest of the team and
to get them to change their practices accordingly.

Project development
Project team selection

The client organisation has built several new buildings in
recent years and has refurbished many of its existing build-
ings. During this time the organisation has employed a
number of construction consultants on a regular basis. They
have found it beneficial to employ the same people as the
consultants have become familiar with the practices of the
organisation and so do not need a period of familiarisation.
One of the client’s main aims on this project is to try to
reduce the project time and so the organisation has
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Many experienced clients find it ben-
eficial to employ the same consultants
as they do not spend time getting to
know each other’s working practices,
so they should begin to work produc-
tively from the start.
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People are often very attached to their
traditional methods of working and
are wary of alternative approaches.
Even though these consultants have
worked together before, a re-evalua-
tion of their working practices and
relationships will be necessary in the
light of this new approach.

it

The client in this case is experienced,

knows what is wanted and is very
much in control of the management of
the project. This affects the balance of
power amongst the team members. It
appears that the consultants disagree

ly 3~ Managing the project dynamics [

employed a group of consultants who have recently worked
together on another of the organisation’s projects and so are
well up to speed. In addition, the representatives are all
senior members of staff within their practices and so have the
authority to make decisions on behalf of their organisations.

Early meetings

Even though the consultants have recently worked on
projects for the same client, it is apparent from the initial
project meetings that all of the consultants, apart from one,
are unfamiliar with the proposed construction management
procurement method. They have a number of reservations
about using this method. The consultants question whether
this approach has been used on such complex buildings
previously. They are unclear about their responsibilities
under such a contract. How does it differ from JCT80, for
example? What are their roles when the project moves to
site? Will an increased number of tender packages increase
the amount of co-ordination required?

In order to try to clear up some of these questions, draft
contracts outlining roles and responsibilities are produced by
the quantity surveyor and client’s project manager. The
contracts are discussed at length over a number of project
meetings and reworded as appropriate. These discussions
seem to take precedence over the project design for a while,
highlighting the level of discomfort amongst the project
team. The contracts remain in draft form for several months
as the client organisation’s board needs to approve the pro-
ject and procurement method before the contracts can be
finished. This means that the design team are working on
trust for months before they sign the contracts.

After a few meetings, initial project costings are under-
taken and the project is over budget even at this early stage.
The client’s project manager suggests potential areas where
savings could be made. The other consultants are not con-
vinced that the proposed savings could actually be achieved,
but agree begrudgingly that it may be possible. This dis-
cussion concerning costs highlights team structure compli-
cations. The client’s role in this project is different to that of
the traditional client as the client’s project manager is actually



performing dual roles. Not only is he providing briefing
information, he is also eftectively managing the project. The
project manager takes advice from the other consultants as
would normally happen, but does not always agree with
their suggestions and so overrules them. On one occasion,
the client’s project manager and the quantity surveyor have a
heated discussion about possible rises in inflation. Even
though the quantity surveyor is supposedly more knowl-
edgeable in this area, the project manager does not take his
advice. The client is obviously paying for the work and so
the consultants really have no choice but to follow the
wishes of the client’s project manager, even if they do not
agree.

Decision making

Decision making, or lack of it, is one of the major criticisms
throughout this project. The consultants suggest that the
client has not always made decisions at an appropriate time.
For example, one of the work packages relates to the
structure of the building. There is much discussion con-
cerning the relevant benefits/disadvantages of steel versus
concrete. Initially the speed of the project is thought to be of
major importance and so steel is the ideal choice. Then it
appears that the cost of the building needs to be reduced and
concrete is a cheaper alternative. Naturally this decision has
major implications for the rest of the design and the design
team are anxious for a decision to be taken. However, the
client seems reluctant to make a firm decision concerning the
structure. Similarly, even though construction management
is the suggested procurement route, no firm decisions are
made and several months into the contract the client’s
project manager is still saying, ‘If we follow the construction
management route.... The consultants appear to be
unhappy that such major decisions are left to slide.

One of the reasons why the client’s project manager is
unable to make decisions is that the organisation requires the
project to gain board approval before it can progress to the
next stage. The organisation has set procedures and deadlines
for when the project can be presented. This internal set of
procedures is not explained properly to the consultants,
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with the cient, but they are forced to
comply, even though they think the
targets are unachievable. If the client
was less experienced the consultants
may well have had a different attitude.

A

One of the most important factors to
be taken into consideration during
construction projects is decision mak-

ing. It is only when decisions have
been taken that the project can move

forward. In this case the client wants to

delay decision making as long as
possible, although the reasons for this
are not really understood. The client
wanted to complete this scheme as
quickly as possible; however, they are
effectively delaying the scheme. The
consultants find it difficult to design
the project when such major decisions,
such as the structure of the building,
are being ignored.
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Consultants need to be made aware of
clients’ internal decision-making pro-
cedures, so that they can synchronise
the progress of the project with meeting
cycles, etc.

A

This  withholding of information
indicates that even though the con-
sultants and the client are supposed to
be working towards the same goal,
there is still a certain amount of mis-
trust between the two sides.
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hence their frustration at the lack of progress. They believe
that the project manager is responsible for decision making
when really he cannot make decisions without reference to
senior management.

Information control

After various attempts to reduce the project costs, the project
is still £90000 over budget. The client’s project manager
does not address this problem in detail, which is surprising as
he has been pushing for savings at previous meetings.
However, after the meeting the project manager informs the
researchers that the organisation budget allowance for the
project is actually greater than he has told the consultants. He
says that if the consultants were informed that more money
was available they would probably find ways of spending
even more! This also explains his previous attitude to infla-
tion as he knew that additional funds existed.

During the same meeting there are indications that
information is not being distributed properly through the
team. Some consultants seem to have more up-to-date
drawings than others and so everyone is not working on the
same basis. There are also complaints that the flow of
information is not as good as it could be. One of the con-
sultants blames another team member for not passing on
relevant information. Due to the complex nature of the
building much of the consultants’ work overlaps — one
member cannot progress until he has received the latest
information from another. The client’s project manager
suggests that the construction management method may
require an alternative approach to normal and that infor-
mation should be passed on in sketch format so that the
scheme can progress as quickly as possible. As the consultants
already feel that the client is not providing their information
at the right time the friction between the different parties
continues.

User input

The new building will not be completed for a couple of
years and so the organisation has only identified which



functions will occupy the building and not the specific
people. This means that the design team are unable to
consult with the users of the building. Initially the lack of
users is not a particular problem as there are various appro-
priate design guidelines that the team can refer to. Also all of
the members of the design team are very experienced in the
area and so can make reasonable assumptions.

The client’s project manager also consults existing staff
within the organisation who act as substitute users. Their
preferences may not be identical to the final users, but as the
organisation owns over thirty similar buildings it is likely that
they can suggest typical solutions. As the project progresses,
however, it becomes obvious that the design team really
need detailed input concerning the operational requirements
of this specific building. There is discussion within the client
organisation whether it is possible to appoint the manager
who will eventually run the building. The organisation is
sympathetic to this request but is not keen to appoint (and
finance) someone who will act purely as an advisor until the
building opens.

After several months the manager is appointed. Although
the design team have tried to predict what users will require,
the manager begins to request changes. The project design is
quite well established by this stage and so the design team
find it difficult and time-consuming to accommodate the
alterations. They suggest that the manager really should have
been appointed sooner as he is the only person who could
have realistically provided the relevant operational knowl-
edge.

Summary

In this project the client was responsible for the introduction
of the alternative approach. However, the consultants were
wary of following a new method, of which they had no
experience. Even the client does not appear to have total
faith in the proposed method and delays confirmation that it
will definitely be used. This demonstrates just how dithcult it
is for construction professionals to adopt alternative practices.
All parties have to be committed to the change or else it will
be very difficult to implement.
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This refusal to appoint a manager
demonstrates  that the organisation
really  understand  the
importance or impact of user involve-
ment. As the manager is employed at
such a late stage the design team is

does  not

forced to make assumptions, many of

which are changed by the manager.
Thus much of the project has to be
reworked, which wastes more time and
money.
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Case study 4 — Appropriate user
involvement

Overview of project

This project differs from the previous examples as it does not
actually focus on a construction scheme, but instead considers
the development of a computer-based briefing/feasibility
tool. The tool has been developed over several years by a
multi-disciplinary construction organisation. During the
initial development phase, the system has been used on a
limited number of real construction projects by the main
person responsible for its design. The system is now ready to
be tested more widely.

Focus of main intervention: appropriate user
involvement

Before the computer-based briefing/feasibility tool can be
distributed throughout the organisation it needs to be tested
rigorously for user-friendliness and accuracy of data. A
number of in-house professionals have shown an interest in
the development of the system and it is decided to test it out
on them initially. It is agreed that the researcher will sit in on
user testing sessions in order to monitor how easy users find
the system and to provide feedback on training methods.

Influence of other factors

The computer-based briefing/feasibility tool, or any similar
program, could potentially have an effect on the way that
construction projects are managed and the way that the team
members interact with each other. Hence it was agreed that



the researcher would also try to find out from the users what
the implications of such a system could be on ‘managing the
project dynamics’ and ‘appropriate team building’.

Implementation

The main difficulty encountered is getting people to spend
time testing the system. On several occasions testing sessions
have to be cancelled as the users have to work on real-life
projects. Even though the development of the program has
the general backing of senior managers, they do not actually
seem to free up people’s time so that they can test the system

properly.

Project development

System overview

Briefly, the aim of the program is to provide the client/
design team with enough costing information at the
feasibility stage to allow them to see if a scheme is worth
pursuing. In order to calculate these costs the system asks a
series of detailed questions about the proposed scheme and
the user has to input the relevant data. Thus, the project team
has to make specific briefing decisions at a much earlier stage
in the process than normal. For example, how will the
building be constructed, how many floors, its layout, etc.
The more information that can be provided, the more
accurate the estimate is likely to be. The system allows
alternative options to be input so that comparisons can be
made.

User involvement

The researcher attends a number of testing sessions to
ascertain how user-friendly the system is. A single user
attends each testing session and is taken through the system
by its developer. Even though the users in this case are testing
a computer program it is interesting to note the similarities
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During the construction  projects,
many users did not understand what
their voles and responsibilities were.
Users need to be made aware of what
they are expected to do or else they will
not provide the correct information.

&

Similarly in the construction projects
users were not always happy to speak
out in front of their managers. It
would perhaps have been better if the
system could have been tested away
from the developer.

B

These users, like other users in the
case studies, were unprepared for their
relevant activities. In both situations
the purpose of the session/meeting had
not been properly explained and so
users were having to make decisions on
the spot which would often need to be
revised later.

riate user involvement E

between the problems encountered here and those faced by
user groups in the construction projects.

The sessions are unstructured and consequently the users
find it difficult to understand what the purpose of the system
is or why they are needed. Are they testing for user-
friendliness, accuracy of data or the design of the system? It is
agreed that some sort of structure needs to be developed so
that users are clear what they are expected to do.

The users scem wary of making too many comments.
They know that the person who has developed the system is
sitting beside them and they do not want to say anything out
of line. However, this defeats the purpose of the testing
sessions. Also the developer does not encourage the users to
say what they really think. The researcher finds it necessary
to explain that constructive feedback is needed to improve
the system and asks questions about specific aspects. The
users now understand why they are needed and enter into
proper debate.

In order to test the system, users are having to make up
figures on the spot, but they are thinking on their feet and so
their suggestions do not always tie up. Hence, they feel
unable to comment on the accuracy of the system. It is agreed
that it would have been sensible for them to have been better
prepared and to have brought in details of a real project so that
they could test the system in a knowledgeable manner.

On several occasions the testing sessions are cancelled or
cut short due to other (‘real’) commitments.

User reaction to the computer-based briefing
system

When the different participants test the program for user
friendliness, they also discuss the potential impact such a
computer-based system could have on the briefing process.
Their comments are summarised below:

Advantages

@ The system provides the organisation with an innovative
tool which will hopefully give them an advantage over
their competitors if it is marketed properly.



B The amount of information required by the program
before it arrives at an estimate for the cost of a scheme
means that the client/design team are forced to consider
certain decisions earlier on than they normally would.
This means that sort sort of decision must be taken and
cannot be ignored. Thus the program facilitates
improved decision making.

B The level of detail required by the system means that it
can be used as a briefing checklist to ensure that all of the
necessary questions have been covered.

B Changes, or alternatives, can be input directly, rather
than consultants having to go away and work things out.
Hence, the system has the potential to speed construction
projects up. Also people can instantly see the knock-on
effects of certain decisions in relation to the overall
project. Costs may decrease in one area, but increase
somewhere else. In previous projects the impact of
changes in one area often had an unforeseen cost, or
other, implication elsewhere.

B The system allows each of the different scenarios to be
saved. Hence, the organisation could build up a database
of standardised information for specific building types.
Thus the same basic information would not have to be
generated each time.

B If the system is to produce sensible output it helps if the
difterent members of the design team work together,
each providing the answers in their relevant field. Thus
the system fosters group decision making.

Disadvantages

B There is mistrust concerning the accuracy of the system.
In order for the system to be able to make instant cal-
culations it obviously contains standardised data. The
figures or rates used do not always appear to correspond
with the figures that consultants would use. The program
needs to be able to accommodate the different rates used
by different people.

B External consultants may view the system as a threat
because potentially the program could make certain
decisions on their behalf since 1t contains so much data

125

o

During the case studies and the
implementation projects many of the
problems and delays were caused by a
lack of decision making. The system

forces decisions to be made, otherwise

it cannot produce output.

A

In traditional projects much time is
wasted as consultants have o re-
evaluate the project after changes are
made to the design. With this system
the implications of any decisions can
be seen instantly and so consultants do

not waste time on options that are
obviously not feasible.

s

This would perhaps be particularly
useful for clients who build similar
projects on a_frequent basis.

ot

The system encourages team members
to work alongside each other and so
they work more as a group rather than
individuals.

g

For any such system to work it has to
be trusted by the people who use it.
The only way for the system to be
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trusted is for people to see that it
works. Hence, the system should be
used alongside real projects initially to
see how it compares to traditional
methods of working.

i i‘é [
The system will only ever be as good
as the people who use it and relies to a
certain extent on people’s experience
and judgement of the specific situa-
tion. Hence, it should never be used to
totally replace human input.
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already, and so their input may not be necessary at the
feasibility stage.

B Consultants could potentially find themselves under
pressure by clients to meet the figures suggested by the
program.

Summary

This project illustrates just how difhcult it is to try to
introduce new ideas/technologies into organisations. Even
though senior managers were supportive of the initiative
they did not free up people’s time to allow them to com-
prehensively test the system. As with the construction pro-
jects, take-up of new ideas is extremely hesitant, the
traditional methods still seem to be working, so organisations
do not want to make changes — why rock the boat? It appears
that it is only when difficulties arise that alternatives are even
considered. The only way that this system (or any other
innovation) is likely to be adopted is to use it in conjunction
with well-tried methods and introduce it on an incremental
basts.
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Would following the advice here not
only improve briefing performance,
but also overall  business

through client satisfaction?

success

Faulkner, AJ. (1996) Achicving
Excemplary Quality in the UK Construction
Professions, unpublished MPhil thesis,
University of Salford, UK.

finms” ability to contribute to the
decision-making processes as active
partners with the clients

service, not servility

4

Conclusions

Good briefing, good business?

The advice given so far in this book has been orientated very
much on the briefing process. However, just as to improve
briefing an aspect has to be chosen and focused upon, at least
initially, it is fair to ask would following the advice here not
only improve briefing performance, but also overall business
success through client satisfaction?

In general the thrust has been that the briefing process has
to be continuous and highly interactive, with clients and
construction professionals working together and com-
plementing each other in terms of knowledge-base and
interests. At this point in the book, before summarising the
main advice for better briefing, we think it 1s interesting to
compare this general approach with findings on effective
marketing for construction professionals.

Work looking at exemplary construction consultancies
has shown some interesting resonance with the above
approach. Tony Faulkner (1996) carried out a detailed study
of six consultancies selected by asking three very experienced
clients to identify the two most exemplary practices they
each dealt with. For each consultancy two projects were
then studied in detail and a concerted effort was made to
understand what made the firms exemplary. A common
theme that became clear was the firms’ ability to contribute
to the decision-making processes as active partners with the
clients. Alternatives were fully debated and joint problem-
solving was the signature of the relationships. When pro-
blems arose, or mistakes were made, these were taken to the
client openly and in a very positive spirit, with suggested
solutions and all parties working together to resolve the
issues. Overall there was an emphasis on service, not servility.
The relationships were real as distinct from superficial. The
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firms were not simply responsive but made a ‘generative’
contribution (Senge, 1990), that is, they made a creative
input that opened up new possibilities.

If this highly interactive approach is seen, at least by
experienced clients, as exemplary, then what is the knock-on
effect for the firm’s business? From various studies it would
appear that around 65% of construction consultants’ new
business comes from the existing clients in terms of repeat
business. Thus, satisfying existing clients is very important for
future workload. Of the remaining 35% around 61% comes
from recommendation or referral as shown in Figure 12.1.
Those recommending or referring are predominantly
(around 81%) other clients or other professionals with whom
the firm already works (see Figure 12.2). And, as summarised
in Figure 12.3, the referral chains are mainly only one or two
links long and the main media used are informal, that is,
telephone or face-to-face conversations. Many people in
construction use the rule that ‘you are only as good as your
last job’. The research by Hoxley (1993) appears to strongly
back this up. If, even approximately, 65% of the con-
sultancy’s work is repeat business and of new work, 61%
comes by recommendation and referral (81% of this through
existing clients or other professionals with whom the firm
works) then 82% of the firm’s new commissions come via
people who know the firm from first-hand experience.

Advertising in
directories
15.8%

Other sources /

11.5%

Advertising in
journals

2.5%
Sending out PR

material

0,
9.4% Recommendation
or referral
60.9%
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Senge, P. (1990) The Fifth Dimen-
sion: The Art and Practice of The Learning
Organization, Doubleday, USA.

Hoxley, M. (1993) Obtaining and
Retaining  Clients: A Study of Service
Quality and the UK Building Surveying
Practices, unpublished MPhil thesis, Uni-
versity of Salford, UK.

Figure 12.1
Firms’ sources of new (non-repeat)
work. Source: Hoxley, 1993
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Figure 12.2

Firms’ recommenders or referrers.

Source: Hoxley, 1993

Figure 12.3
Nature of referral chains.
Adapted from Hoxley, 1993

this demands ‘real relationships’

good briefing is good business

pi

Another
professional
38.3%
Other clients
43% Other
5.7%
Length of referral chain Media used to refer
One link 65% Telephone 66%
Two links 17% Face to face 23%
Three links 6% In writing 11%

Four links 2%

The referral chain is short and informal

The implication is that to succeed a firm must do a good
job now. From the work on exemplary practices, this
demands ‘real relationships’. Briefing is the key interaction
with clients through which their needs and objectives are
interpreted into the construction project. If this can be
achieved better by making the relationship work really
positively, then there is every reason to believe that it will
translate into greater business success.

In short, good briefing is good business.

The section below summarises the main features necessary
to achieve progressively better briefing.
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Summary

Chapter 1 started by exploring the question of why briefing
practice did not appear to have improved significantly over
the last thirty years, despite quite considerable best practice
advice. It was found that such advice tended to be overly
rationalistic to address many of the people issues involved
and insufficiently flexible to allow firms to really take
ownership of the ideas. The thrust of this book on better
briefing was thus justified. We can’t tell hands-on clients and
professionals how to do briefing at a detailed level, but we
can highlight common problem areas and present alternative
approaches to overcoming them.

The second part of Chapter 1 therefore focused on key
solutions areas, represented as a five-box model. It is sug-
gested that if construction participants want to improve their
briefing performance they should concentrate on: empow-
ering the client, managing the project dynamics, appropriate
user involvement, appropriate team building and appropriate
visualisation techniques.

Chapters 2—6 elaborated each of the five areas listed above.
In each case the main ideas have been set out with some
theoretical models and then clear, simple, practical advice
given. This advice runs in parallel with hive case study
examples in the margin. We hope that the combination of
ideas and examples will give construction participants a range
of perspectives so that they will be motivated to try out some
of the approaches themselves where they seem to make sense
in their situation.

We do not underestimate the difficulty firms have in
implementing changes when they are part of a set of com-
plex relationships with other industry players. In Chapter 7
we have therefore explicitly discussed the question of
implementation and provided a model of an incremental
process. We do not necessarily expect firms to follow the
process — we do expect them to experience it! Thus, the idea
is that, as setbacks are experienced, firms will know that this
is usual and keep their motivation to follow through. In a
sense the message is one of lowering initial expectations, but
it is linked to a strong enjoinder to maintain a sustained effort
in order to achieve ambitious goals in the long term. Chapter
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7 also illustrates the subtle point that the key improvement
areas are systemically linked, thus it does not really matter
where one starts, provided that a start is made.

Chapters 811 bring together many of the strands in four
case studies. The central material is made up of the stories of
the efforts of four construction firms to achieve improvements
in briefing practice. In parallel text the linkage to the five key
solution areas is drawn out in a narrative. These chapters
illustrate, with practical examples, both the implementation
process and the interactive nature of the issues involved.

In summary, the thrust of this book is that:

B Briefing performance needs to improve, but current best
practice advice is of limited utility to those caught up in
the hectic reality of briefing.

B Construction participants are encouraged to focus on five
key improvement areas in order to improve their
particular approach to briefing.

B Achieving change takes time and a sustained effort. It
should start with something small but important to the
firm.

B Many examples of alternative practical actions are given
so that firms can choose what makes sense to them and
easily use it.

Summary self-assessment

Against the above context, this is a suitable point to draw
together the various self-assessments provided at the ends of
Chapters 2—6. These exercises help identify priority factors
for improvement action in each of the ‘five-box’ areas, based
on an assessment of the major factors that had been high-
lighted in each area through the detailed assessment of many
construction projects.

Table 12.1 provides a tool to create an overall summary of
the priority factors for actions to improve briefing practice.
Remember the tool can be used for the reader’s organisation
in general, some part of it, or it could be used to assess a
specific project and just those people involved. For the
summary to make sense, the assessments from the chapters
should represent a consistent viewpoint.
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Table 12.1

Overall summary of priority factors in all ‘five-box’ areas

Instructions

Drawing from the five summary analyses at the ends of Chapters 2—-
6, this table provides a tool to create an overall summary of key
priority factors.

The factors located in white boxes in the chapter summaries are
the highest priority for action, light grey the next and dark grey the
lowest, given that entries in the black boxes are to be ignored as
before.

Each of the factors listed below can, thus, be allocated with a ‘cross’
to one of the three levels of priority. By collecting the priorities in
this way it should be possible to devise high leverage actions that
will positively address more than one factor.

Factors

The summarv anajvsis for ‘embowering the client’ is on, bage 39
E1. Clients should be knowledgeable about their own organisations
E2. Clients should be aware of the project constraints
E3. Clients should understand the basics of the construction process
E4. Clients should understand their roles and responsibilities

E5. Clients should maintain partlapatlon in projects
E6. Clie d gain the support of senior managers for projects

E7 Clients should appoint internal project managers to manage projects
d integrate business strategy and building requirements

The summary analysis for ‘managing the project dynamics’ is on page 57
D1 Teams should establish project constraints at an early stage

~ ms should establish programme, highlighting critical dates

D3 ‘Teams should agree procedures and methods of working

DA4. Teams should allow adequate time to assess client's needs

D5. Teams should validate information with the client organisation

D6. Teams should improve feedback to all parties throughout project

The summary analysis for ‘appropriate user involvement’ is on page 71
U1. User involvement benefits should be understood

U2. User involvement should be assessed relative to each situation

U3. User partmpatlon should be planned to allow relevant datato be coIIected
U4. User group dynamics should be considered | . ,
U5. User involvement should be maintained throughout project

The summary analysis for ‘appropriate team building’ is on page 81

T1. Team selection should focus on skills, not just financial con5|derat|ons
Teams should approve and understand management 1s
T3. Team members should remain consistent throughout prolects

The summary analysis for ‘appropriate visualisation techniques’ is on page 90
V1. Visualisation techniques should be employed to increase potential for

V3 Vlsua||sat|on techmques should be used effectlvely

Highest priority
(white area)

Moderate priority
(light grey area)

Lower priority
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(dark grey area)
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the performance of the whole con-
struction  industry will be  greatly
enhanced with progressively greater
ease as more players orientate in the
same direction.

pi

When Table 12.1 is complete it is easy to see the grouping
of factors into the different priority bands. This provides the
basis for designing action that synergistically links together
high priority factors with issues that are important and urgent
for the firm.

Final conclusions
Briefing was defined at the start of this book as:

The process running throughout the construction project by which
means the client’s requirements are progressively captured and
translated into effect.

This is a broad conception, but it must be right that the
client’s requirements infuse the whole project. Equally, a
recurrent theme has been that the relationship should be
highly interactive so that the outcome is more than the sum
of the parts. Opportunities are created and problems are
dissolved through ingenuity. Something better than any of
the individual parties to the project could have envisaged is
achieved. Aesthetics are not sacrificed to function; costs do
not suffer to achieve time demands; efforts to satisfy envir-
onmental criteria are not swamped in health and safety
imperatives. To achieve this, improvement in briefing
performance is vital.

The focus provided by the five key improvement areas,
together with the implementation model and copious
example actions, is a serious attempt to help individual firms
take action. We expect these actions to be on a small scale to
begin with, but over time there is evidence that the impact of
the improvements will grow. Further, the improvement
areas have been chosen so that the performance of the whole
project coalition is enhanced, not only the instigator.
Applied generally we are convinced that the performance of
the whole construction industry will be greatdy enhanced
with progressively greater ease as more players orientate in
the same direction.

We are very optimistic that this general trend will come
about, as the ideas have been presented in a way that is
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designed to facilitate practical take-up. Furthermore, briefing
as defined is so central to the client relationship that good
briefing is clearly good business. Firms may be unsure how
well they carry out briefing at the moment, but they can be
sure that better briefing will lead to better business.

We hope that firms will be encouraged to start improving
their briefing now!
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Appendix A - Further reading

The following references contain practical information and
checklists which can easily be utilised by construction
professionals and clients alike.

F. Salisbury, Briefing Your Architect. Architectural Press,
Oxford, 1998.

Clients, particularly inexperienced ones, will find this
comprehensive book an invaluable guide to the brief-
ing process. It explains which construction professionals
should be involved in briefing and who should parti-
cipate within the client organisation. The different
stages of the briefing process are covered in detail and
the tasks for each party at each stage are defined.
Checklists, including the contents of an ideal brief, are
provided throughout the book to ensure that all rele-
vant work is carried out as the project develops. Clients
who refer to this book will have a better understanding
of what briefing entails, so will be empowered to par-
ticipate fully in the process and are more likely to end
up with a building that suits their needs.

Construction Industry Board, Briefing the Team — A Guide fo
Better Briefing for Clients. Thomas Telford, London, 1997.

The aim of this short guide (20 pages) is to assist clients
to improve the way they brief so that the design team
fully understands their requirements. The following
key stages of briefing are identified: statement of need,
options appraisal, strategic brief, project evaluation
plan, project brief. Each stage is supported by checklists
of questions which clients should ask at each stage. This
guide is part of a co-ordinated set of documents aimed
at the improvement of processes within the construc-
tion industry. Clients may also find it useful to refer to
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other documents in the series; for example, Constructing
Success: Code of Practice for Clients of the Construction
Industry.

D. Kernohan, J. Gray, J. Daish with D. Joiner, User Partici-
pation in  Building Design and Management. Butterworth
Architecture, Oxford, 1992.

This book focuses on the users of buildings. The
authors discuss why and how users should be consulted
during the building process. They advocate the use of'a
simple generic building evaluation process that
encourages dialogue between users and building
designers. Various case studies illustrate how their
generic evaluation process has been successfully used to
highlight user concerns and preference in real life
projects. Step-by-step advice is provided for construc-
tion professionals on how to undertake such building
evaluations. Users who are planning a move or a
refurbishment will find it helps them to think about
their needs in a logical manner and evaluate their
existing surroundings so that they can pass on relevant
information to the designers.
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Information in pro forma adapted
from: Becker, F. (1990) The Total Work-
place, Van Nostrand Reinhold, New
York.

Appendix B — Functional brief

Clients and construction professionals may find this pro
forma useful as a prompt when considering briefing
requirements. However, the list is by no means exhaustive.
The right hand margin is blank so that you can photocopy
the list and add your comments. Organisations who are
involved with construction projects on a regular basis may
wish to adapt the list to suit their particular circumstances.

Project overview

Project stakeholders

organisation?

Who are the major stakeholders within the client

Which other people are involved in the project?
How will the project management be structured?
Who should be consulted during briefing?

Who is authorised to make which decisions?

Aims and background

Why has this project come about?

What does the client hope to achieve?

Fixed constraints

What decisions are fixed before briefing starts?
What finances are available for the project?

What is the intended time span of the project?

Organisational concerns

Organisational structure/culture

office hours?

What is the structure of the organisation?
How will people interact with one another?
How will people use their time/space?

Will people work in the building outside of normal
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Staff
How many people will the building accommodate?

Is this likely to alter over time?
What sort of staff will occupy the building?

What mix is there likely to be of the sexes?

Image expectations
What image should the building present to the
outside world?

Individuals and workstyles

Task analysis
What exactly will different members of staff do?

Environmental satisfaction
What sort of work environment will staff require to
carry out their jobs?

Communication and adjacency
Who will communicate with whom?

How, where, when and how often?

Which people/groups need to be located in close
proximity?

Space, furniture and equipment requirements
What equipment will be used in the building?

What furniture and equipment is necessary in order
for people to perform their jobs?

How much space is needed for different tasks?

Will existing equipment or furniture be re-used?

Physical environment

Security
Which areas will require public access?

Which areas need to be secure?
What about after-hours access?

Are different levels of security required?
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Circulation requirements
How will people move through the building?

What are the requirements for lifts, staircases and
ramps?

What access is required for disabled people?

How will equipment be moved around?

Transportation and parking
How many staff car parking spaces are needed?

How many spaces are required by visitors?
What is public transport like in the area?

How often do deliveries take place?

Surrounding amenities
What facilities are provided in the immediate area
that do not need to be replicated?

For example, are there local facilities for food?

Appearance
Does the client have any preferences relating to the
look of the building?

For example, form, scale, choice of materials, colour,
proportion — both external and internal.

Inspirations
Does the client (or design team) know of any other
buildings which are used for similar purposes?

Are there other buildings which are used for
alternative purposes that may provide inspiration?

External influences

Laws and codes
Is there any specific legislation that needs to be
considered, other than construction related?

New technologies

Are any changes likely to happen over the next few
years that will have an impact on the way the building
is designed?
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Other users
Which other people will visit the building?

What resources will they require?

Which areas will they have access to?

Competitors and interested parties
How do the proposals compare to competitors’
buildings?

Are there any interested parties who may be able to
provide useful input to the design?

Specialist considerations

Environmental policies
Does the client have any specific environmental
requirements or policies?

Heating and cooling requirements
Are there any pieces of equipment/areas that have
specific heating/cooling requirements?

Will users want localised temperature control?

WIll this conflict with other requirements?

Acoustics
Are there likely to be any areas that have specific
acoustic requirements?

Lighting
Which areas require natural lighting?

Will any areas require unusual lighting levels?

What lighting levels will staff activities require?

Contamination protection
Will equipment/areas have specialist requirements?

For example, ventilation, humidity, protection against
dust and dirt?

Loading requirements
Will there be any unusually heavy equipment or loads?

Energy levels
What energy levels will be required?

Will an alternative supply be necessary?
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Maintenance needs and running costs
What is the estimated lifespan of the building?

Who will be responsible for maintenance?
How important will running costs be?
How will refuse be stored and removed?

What areas will have specific cleaning requirements?

Add your own questions here
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Appendix C - Description of the
research basis of the book

Background

The research project which provided the foundation for the
recommendations given in this book was carried out over
two and a half years from 1995 to 1997. Funding was
provided by the Engineering and Physical Sciences Research
Council (EPSRC) and the Department of the Environment,
Transport and the Regions (DETR) through a research
programme called LINK IDAC. This provided the support
necessary for research assistants, whilst industry provided
matching resources through their involvement. The industry
partners were Aqumen Plc, Currie & Brown, Ernst &
Young, Laing North West, Nuffield Hospitals and Property
Tectonics.

Given the nature of the research programme, industry was
very closely involved in every stage of the process, particu-
larly the provision of data and commentary on the analysis
carried out by the academic partners in the Research Centre
for the Built and Human Environment at Salford University.
The academic team proposed early on that an explicitly
rigorous research methodology should be used in tandem
with the extensive experience available and this was
enthusiastically accepted by the partners and pursued
consistently throughout.

Programme

The overall programme for the project is given in Figure C1.
It can be seen that there are three main phases, namely a pilot
case study phase, a main case study phase and an action
research phase. In broad terms the pilot case study phase
supported the work in Chapter 1 in which the nature and
impact of ‘best practice’ was clarified. The main case studies
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gave rise to the five-box model introduced at the end of
Chapter 1 and elaborated, drawing extensively on the case
study material, in Chapters 2—6. The action research phase
supported the development of the implementation model
described in Chapter 7 and illustrated in Chapters 8—11.

Grounded theory methodology

The project was predicated on unsatisfactory progress over
thirty years, despite a lot of good practice advice. Thus, it was
decided early on that recycling of the same ideas was unlikely
to lead to new insights. This pointed very clearly towards a
project methodology that dealt with rich data drawn from
current practice. In this way there would be opportunity to
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understand why good practice results had not impacted as

strongly as would be expected so far and a wealth of illus-

trative material would be generated in the process. The main

underpinning methodology chosen was, therefore, drawn

from grounded theory (Glaser and Strauss, 1967). The Glaser, B.G. and Strauss, A.L.
emphasis is therefore on the generation of new theory, rather ~ (1967) The Discovery of Grounded Theory,
than the validation of old ideas. To support this, variety in Aldine, Chicago.

the data is needed, rather than a random sample that will

tend to concentrate on the middle ground and overlook

interesting exceptions. Figure C2 shows the practical out-

come of this approach, where variety was sought in the

projects studied. The projects ranged in value from

£200000 to £10 million; some are new build, some

refurbishment; they cover different procurement methods, a

variety of building types and are at a number of different

stages of development varying from inception to near
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Design ¢

AN

Briefing

Inception

AN

= Currie & Brown
Property Tec.
M Laing NW
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Hospital-N
Retail-R
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Laboratory-R
Government-N
Education-R

Figure C2
Overview of case studies
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[LL] Wilson, B. (1984) Sytems: Concepts,
Methodologies and Applications, John Wiley
and Sons, Chichester.

Strauss, A.L. and Corbin, J. (1990)
Basics of Qualitative Research: Grounded
Theory Procedures and Techniques, Sage,
Newbury Park, California.

f the research basis of the book

completion. Several participants have been interviewed for
each project in order to gain an increased understanding of
the different issues involved. This multiple perspective aspect
of the project draws from soft systems ideas (e.g. Wilson,
1984) and further triangulates the work.

Based on the review of the methodological literature
(Strauss and Corbin, 1990) the broad approach illustrated in
Figure C3 was defined. This has various important features
which will be discussed below, working from the bottom of
the pyramid up. In order to mitigate some of the weaknesses
of studies based on soft data analysis, the first action was to
define some consistent case study procedures for the analysis.
A decision was taken that the main data collection source
would be interviews and that these would be recorded and
translated into near verbatim records. These were then sent
to interviewees for checking to ensure that misinterpreta-
tions had been avoided (internal validity). These transcripts
were designed to carry as much information as possible and
in practice this meant that a margin space was provided for
commentary by the researcher involved and within the text
different notations were used to carry extra information. For

Selective coding

Axial coding

Open coding 42

Fieldwork

Emergent categories
.......... by individual cases

Raw data from interviews,

Consistent methodology underpinning

documentation and observation e

———¢

case study procedures and analysis

Figure C3
Grounded theory approach



example, bold type was used to indicate emotion in the
interviewee, italics were used to indicate opinions and
references to information sources were underlined.

The various transcripts taken together make up the second
slice of the pyramid, termed ‘fieldwork’ in Figure C3. A key
aspect of the approach is to keep this separate, as raw data, so
that it can both support analysis and still be available for re-
analysis later in the project. This latter facility is important as
‘theoretical sensitivity” increases as the project proceeds and
additional insights become possible from the data as the
experience of those involved increases.

Identifying a category of record as raw data prompted the
identification of other categories of record. First, there are
the analyses of the raw data that permeate the upper three
levels of coding and, second, there are records recording
decisions and thoughts about the research design and
execution itself, which again are kept separately.

[t can be seen that a lot of data was involved and early on a
decision was taken to use software to support the organisa-
tion and analysis of various records. The well known
NUD.ist program (non-numerical, unstructured data,
indexing, searching, theorising) was selected and an infor-
mation hierarchy created as shown in Figure C4. Thus,
underpinned by standard procedures, and supported by
flexible software, raw data was collected and organised and
then analysed (open coding) until ultimately the progression
from emergent categories to more general ideas and concepts
could be turned into insights and findings at the top of the
pyramid. At this stage the data can then be used ‘selectively’
to illustrate the findings and resolve any remaining incon-
sistencies.

Practice process followed

The research methodology described above did stand up
well in practice. However, the impression should not be
given that progress was straightforward and linear. In practice
the methodology supported flexibility and progress was
incremental and iterative. The idealised image of the process
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NUD.ist software is distributed by
Sage Publications Ltd, 6 Bonhill
Street, London EC2A 4PU.
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Figure C4
Example information tree

would be of an upwards spiral. Various cycles were com-
pleted, during which a better level of understanding was
achieved and then discarded once it had provided a foun-
dation for the next level of analysis.

The project initially sought to identify typical problems
associated with briefing and examples of best practice in the

Yin, R. (1989) Case Study Research  industry. It utilised a multiple case study approach (Yin,
— Design and Methods. Sage Publications,

1989). An initial pilot survey of five projects was carried out
Newbury Park, California.

to test the adequacy of the survey methods and to identify
the overriding issues which were of concern to different
participants in the briefing process. Material for the main case
studies was then gathered through interviews and analysis of
documentation at different levels in the organisations
involved. The data was being assessed at the level of holistic
cases (projects), embedded cases (incidents within projects)
and through cross-case comparisons at both of these levels.
In total sixteen projects were considered during the pilot/
main case studies phase.

The resulting 500 pages of data were analysed within cases
by two researchers working in parallel and then resolving the
resulting problem categories each had produced (closed
coding). This led to a combined long list of categories



identified by keywords. These were then analysed for
prevalence using the software and the eight most common
problem areas identified. The data were then searched and
problems and their contexts assessed around the eight primary
problem areas (axial coding). At this stage a creative leap was
needed to reach the insights desired. So, cognitive maps were
used (see Figures 1.4—1.11 as examples) and possible solutions
were added by induction on the part of the research team,
although clearly the researchers drew from their familiarity
with the material. This device then allowed a synthesis of the
eight maps down to five major solution areas that were then
used to re-collect the raw material together into a number of
major factors for each of the five areas (selective coding).

At this stage of the analysis, the project deviated in an
important respect from a ‘pure’ grounded theory approach.
Whilst maintaining the benefits of a raw data reservoir, steps
were taken to avoid the limitations of relying on insights only
from this data and the researchers’ views of it. Strauss and
Corbin (1990) advise a ‘process’ paradigm for the axial
coding stage. This represents one ‘world view’ or Weltan-
shuung (W), using soft systems terminology (e.g. Wilson,
1984). We extended the multiple perspectives approach
further by combining emergent theory from the grounded
approach with the stimulus from a wide range of Ws created
by a diverse range of existing theories. All were tested back
against the raw data to ensure coherence and the number and
diversity of focused analyses mitigates against the danger of
any one existing theory blinding the researchers. Theoretical
stimulus has been drawn from areas such as negotiation,
leadership, organisational growth, socialisation, human error,
group dynamics and decision-making.

The action research phase allowed the ideas to be tested in
real world situations. The same research tools enabled these
experiences to be recorded and analysed with a degree of
rigour. This led to some improvement in the findings and
many illustrations. It also opened up a big area of interest as
to how the ideas were used as well as what the ideas were.
This implementation issue arose at the same time as an
international workshop on this topic and this is a specific area
where others’ theories helped make some sense of what we
were observing first hand in our research.
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NBI Workshop CIB W65 (Orga-
nisation and Management of Construc-
tion), Transfer of Construction Management
Best Practice Between Different Cultures, 67
June 1997, Oslo, Norway.
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Guba, E. and Lincoln, Y. (1989)
Fourth Generation Evaluator, Sage, New-
bury Park, California (quoted in Symon,
G. and Cassell, C. (1998) Qualitative
Methods and  Analysis in  Organisational
Research: A Practical Guide, Sage Pub-
lications, London, p. 7).

, f n of the research basis of the book

Summary

The project methodology was chosen to allow new insights
to emerge that would be relevant at an industry level. This
argued for a grounded theory approach in which data were
elicited through case studies designed to provide a rich
variety of perspectives. The research process was under-
pinned by well defined protocols and flexible software
support. This allowed an incremental, iterative approach to
be pursued, through which new insights were ultimately
created and illustrated and then linked and infused with
relevant existing theory.

Evaluation

[t is appropriate at this stage to briefly reflect on whether this
qualitative research has achieved rigour, although it is, of
course, for others to reach objective conclusions on this.

Guba and Lincoln (1989) suggest the following criteria for
assessing the ‘authenticity’ of qualitative research: resonance,
rhetoric, empowerment and applicability.

Resonance is the extent to which the research process
reflects the underlying paradigm. The topic is highly sub-
jective and involves many participants interacting through
complex relationships. The combination of case studies
followed by synthesis through cognitive mapping is resonant
with these characteristics.

Rhetoric is concerned with the strength of the argument
presented. By linking multiple views to synthesise the major
issues around five key areas a strong case has been provided
for making improvements in briefing practice.

This links to empowerment, that is, enabling readers to take
action. There 1s a clear agenda, but it remains to be seen if
these findings, illustrated as they are, will lead to concerted
action in a combative industry.

The explicit consideration of the process of imple-
mentation should help, together with the high applicability of
the findings, achieved through keeping visible the local roots
of the findings. It seems from industry feedback that
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everyone can find something in the material that confronts
them in their everyday lives.
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