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It's Common Sense
An editurial

Concerning architectural services,
much is expected to change in the next
millennium. It’s supposed to be similar

. to our forefathers exchanging the

horse for an automobile. Of course,
here in Texas we still are horsing
around. The computer and Internet
explosions are is casting exciting
mmages and ideas of how we as archi-
tects can provide added services and
achieve rapid delivery of documents.
Should there be any breakthroughs,

SPF will make you well awarc of them.

However, 1, for one, have a few
concerns. I find the time I spend on
the Internet increasing. More organiza-
tions are now emailing rather than
publishing. I read easily available

information on my monitor that, while. - -

interesting, i8 not necessary to know.

I find that T have spent at least one

to one-and-a-half-hours a day at my
monitor when I could have done more
productive work during that time
period. I have developed a habit of
printing what I want to read, so I can
read it at a more leisurely pace and not
strain my eyes. If 1 don’t print mater- .
ial, I find'I don’t remember everything
I have read; and I fear the futurc

will require more of my time in this

-enterprise.
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The dilemma is that this process,
which is supposed to save me time,
has done just the reverse; and the
saved publishing costs for the many .
organizations is ultimately costing me.
Would you agree with me that this
looms as a future predicament of royal
dimensions?

1It’s obvious I must rethink my time
scheduling, but time is time; 24 hours
to a day; 60 minutes to an hour. It
can’t be expanded or shrunk. I already
work 12 hours a day. For my birthday,
a friend bought me a 14-hour clock,
but it doesn’t appear to help. Where
do I find the computer/Internet time
I'll need in the future?

Bye, but not fareweil!.

With this issue, I will be stepping out
of my chair and three years of service
on the Small Project Forum Advisory
Group, leaving Pete Wronsky to take
the réins (I'm still on my horse). Pete
has been a great back-up for me and
made my work easier. This year’s AG
with Pete Wronsky, Gerald Mdrgan,
and our advisor coordinator Laura Lee
Russell has been a very smooth work-
ing group, and T will miss it. I know I
leave you in able hands. Last but not
at all least, a very special thanks to our




AlA Director {our workhorse) Richard
Hayes, who makes us look great.

My major goals for this year were;

L. To maintain our membership
Our membérship was substantially
increased this year due to the
efforts of last year's AG. I’'m anx-
ious to see how next year reflects
our efforts.

2. Expand on the depth and content
of the Report '

I expanded a trend of adding

specific articles from experts

outside our organization. [ hope this
continues. The information from

“MasterSpec™ gets better with each

issue and should continue to be a

great benefit to our readers.

My only disappointment was fewer
case studies than T would have liked.

I believe there is a need for this in

the small project arena regarding tech-
niques, services rendered,' and con-
struction costs. As [ continue as a local
advisor, I plan to get one written as a
test for your analysis, comments, and
guidance for future issues.

Thank you for three wonderful and
exciting years on the Advisory Group
of the ATA Small Project Forum PIA.
A Happy Holiday to all and please
keep in touch.

Hy Applebaum, ATA
1999 Chair SPF PIA

Director’s Notes

The supplement of the Small Project
Forum .(SPF) Rei)on contains four
items that were previously abstracted
in SPF Report 15, with the full text on
the PIA’s portion of AIAOnline. Some
of our members expressed concern
over the ability to access the full arti-
cles. The articles are being reproduced
herein in response to those concerns.
The American Institute of Architects
continues o strive to enter the elec-
tronic age without disenfranchising
members. To this end, the staff contin-
ues investigating ways to deliver
future reports in both mediums-—
electronic and print—to those who
prefer one medium to another. For at

least the next three issues {18, 19, and

20) the reports will be mailed with
articles appearing in entirety. The
reports will also, as they have been,
available at the PIA’s Web sitc www,
e-architect.comipia. Should you have
any thoughts or comments about these
efforts please contact me.

Good news on the upcoming AITA
National Conventicn in Philadelphia
May 3rd to 7th. The Small Project
Forum: has had three brograms. (in
addition to our regular events) selected
for inclusion in the convention pro-
gram: “Marketing for the Small and
Medium Sized Firm”, “Practicing
Small Successfully”, and “Can Stan-
dard ATA Contracts be used on Small
Projects?” Details will be published
in Report #18 due out in April 2000.

-As my first year as Director comes
to a close I wanted to thank you all for
making this position a rewarding one.
The expertise and heightened aware-
ness of issues that effect the profession
provided by the Advisory Group,
greatly assists me in comprehending
what our members are challenged
with. The members and staff are
deeply appreciative for the continued
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efforts and articles contributed to this
report series. Please be advised that

- the Professional Practice staff does

synthesize contributions and edits for
grammar, style, and consistency. Every
effort is made to ensure an author’s
original meaning is not changed do to
this process.

The Demands of Both
the Design and Building
Practice

Joseph T. Dc"ere, AlA
AlA Long Island East End Section

Can an architect balance the demands
of both the design and building
practice?

As I contemplate my experience in
design/build, [ can say in general it
was 4 lucrative experience. But while
the financial rewards were short-term, -
the effects on my established architec- -

-tural pracfice were more lingering.

It started quite unexpectedly when
clients asked me to build their house
after losing trust in the local builders
being interviewed for the project. We
put this job out to bid twice and could
not find a builder with whom we all
felt comfortable; some were deceptive
with their bid, while others ignored
the bidding instructions and provided
ebviously low “allowances” for vari-
ous parts of the work where actual
costs were required: .

Due to an anticipated move-in date
for the next summer season, we needed
to expedite the project. I assisted the
clients with their hiring of a particular
piling subcontractor during the builder
selection process so that their time

~ schedule could be met. This went very

smoothly, and I suppose it is what made
themn think 1 could be their builder.

I was _apprchensivc, but excited by
the prospect of being the architect and



builder of the project. f have never
liked the adversarial aspect of the con-
struction process. It seemed to me that
many builders only sought to make

mouney and would ignore the drawings

if the architect were not there to chal-
lenge them. 1 put so-much time and
effort into the design and construction
documents that [ was continually out-
raged by what | saw as their thievery
by virtue of shortcuts. Now 1 had the
opportunity to do it the “right” way
and not have to fight with a butlder
to construct my project as drawn!

1 10id the clients | would think about
it. [ thought this could be the start of
an easier, less confrontational way for .
me to make beautiful buildings and
make a living, | also knew_ it would
take a lot of my daily time building the
house and that I needed help. I could-
n’t continue to run my full-time archi-
tectural practice and build this project
within their timeframe, so T approached
a friend about partnering ‘on this pro-
ject and possibly doing other projects

. together if this one worked out well,

He was a talented cabinetmaker and

. also had some house-building experi-

ence. However, while I knew him
socially, I didn't know much about his
business practices other than the
excellent final product he produced.
Except for a few minor things that
I overlooked because of my friendship
with my new partner, this project went
well, was completed ahead of sched-
ule, and eamed us nice bonuses on top
of our building fee. We decided to do
more projects together. Our first clients
were so pleased with the result of our
collaboration that we had no trouble
getting more jobs via their referrals.

1 was the architect, a separate entity.
He was the cabinetimaker, a separate
entity. Together, we were the builders.
1 provided our new business with jobs
I was already designing, My partner’s

cabinet shop built all the cabinets. T
did most of the office work, created
change orders, sent out bills, etc. He
did the majority of the fieldwork and
daily job supervision. It worked ini-
tially, and I thought I could maintain
this balance. We were both making
more money than we ever had; but,
while it was enticing at first, things

- changed and eventually problems

“were rampant. _

At the outset we worked with many-
godd subcontractors whom I knew
from'my years of architectural admin-
istration. This wasn’t to last long. My
new partner jumped all over them! He
was hard on the subs, and [ was put
into the role of mediating disputes
between them and us. It seemed he
didn’t want anyone else to make money.
{ could appreciate his zeal, but [

" wanted to work with good, trustworthy

peopie who needed less supervision
and would make the process easier for
us. I was willing to pay a little extra
for that peace of mind. His tightfisted-
ness was complicating the process.

He wasn’t only hard on the subs; he
was volatile with everyone. On a couple
of occasions, we had contractual issues
with our clients. He was unreasonable
with them and created some very tense
situations. Each time I was asked by .
the clients to attempt to resolve the
dispute and to talk sense into my part-
ner. I was spending the majority of

A my time and energy placating clients,

subs, suppliers, and my partner.
Eventually he decided to close his
cabinet shop, and he wanted me to '
close my architectural practice so that
we could both put all our efforts into
being builders. He changed the bal-
ance of things. Because he now felt

that our time commitments were not

© equal, he began to demand more of my

time on the site. I wasn’t willing to
give up my architectural practice; [

The Americun

made more money as a builder, but

1 got more joy from the architectural

design. I decided to quit the partner-
ship with him, My original plan of
design/build was evolving into a build/
build entity. I wasn’t interested in being
a builder of other people’s design pro-
Jects, and I certainly wasn’t interested
in managing an explosive partner. '

My partner was that adversarial
builder I originally tried to eliminate
from my projects. We aren’t friends
any longer. '

Things are slowly returning to the

- way that they were before [ was a -

builder. kt’s taking a long time ihough.
I'm doing architecture full time now.
I’m repairing relationships with the
subs hurt by my partner and also with
the builders who still view me as their
competition. I lost some potentially

" major projects because of their “bad

mouthing” me through association
with my former partner,

Despite the fact that my partnership
did not work as I anticipated, I do con-
tinue to believe that an architect can
manage to balance the demands of
both the design and the construction
processes. 1'd consider design/build
again, but I would approach it with.
hard-earned knowledge from my past

" expericnce, In addition to choosing

partners more caréﬁilly, one must also
realize the repercussions taking on the
role of builder will have on an estab-
lished architectural practice.

Siamese Twin Delivery
Randolph C. Henning, AIA
AlIA Winston-Salem (NC)

I believe that because my architectural
apprenticeship was spent in a wide

. variety of offices on projects of all

sizes and types, I am more accustomed
to differing approaches to project
delivery. Also, six years as an in-house
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architect for the Stiles Corporation, a
south Florida commercial real estate
development company, taught me to
recognize thal my ego is fallible, my
education is incomplete (is that why
they call it the practice of architec-
ture?), and my construction colleagues
are not mortal enemies. It allowed me
the opportunity first-hand to realize
the importance of teamwork for the
benefit of the end product and the ulti-
mate happiness of the end user. Now,
as sole-practitioner of my own archi-
tectural firm, T confidently offer

both the traditional approach and
design/build delivery of projects,

with a modicum of success in both.

[ find it difficult to understand why
some colleagues see the design/build
delivery approach as a two-headed
monster. It is more in tune to Siamese
twing—both are joined at the hip and

are going in basically the same direc- -

tion toward the same goal, but each
has its own personality. It definitely
has its pros and cons, but it isn't
threatening if you follow certain tules:

» Just as you should to pick your
clients well, you must pick your
design/build partner extremely well.
After all, in the usual scenario (local
developer or owner hires general

* contractor, who_in turn hires the
architect, engineer, etc.), the builder
is the client. Trust, respect, and
comfort play important roles in the
relationship between the designer

* Know your client (the builder),

listen to the project parameters as
defined (and, in most cases, they
usually are well defined prior to the
architect’s involvement), and pro-
ceed using the KISS method (keep
it simple stupid). Produce within the
context of the project parameters,
not with your ego. '

Listen, you might learn something.

Work on building types you are

familiar with, as familiarity should

breed fewer mistakes.

You usually only need to produce a
set of abbreviated permit documents
(leave off the redundant and ridicu-

~ lous door jamb details, etc.), so you

shouldn’t expect similar fees with
projects that require comprehensive
construction documents. However, .
conversely, remember that the
builder usually has expectations of
making a profit;, so don’t begrudge
your own. And whatever happens,
don’t lower your fee as part of any
value engineering unless the builder
is participating in similar value
enginecring of his profit.

Typically, you are not retained to
provide construction administration,
so don’t! Remember, as there is no
such thing as being partially preg-
nant, there is nd such thing as partial
construction administration,

and the builder.

Recognize that design/build is a dif-
ferent animal and not one for every-
one. If you are uncomfortable with
the design/build concept, refer that
type of work to your respected and
capable colleagues who aren't. If
you are inflexible in your practice,
you won't be a good design/build
partner.

The American ITnstitute

Finally, the more creative the project
is, the more difficult it is to find a
sympathetic, interested, and reason-
able builder. Therefore, in cases of
extremely creative architecture, the
architect serving as the builder will

', become more common, purely out of
necessity. With a booming economy
such as we are experiencing now,
builders would rather stick with less
risk and more profit.

of Architects

Experience Along |
the Way...

(from Design-Bid-Build to
Design-Build)

Paul C. Crews, AIA, CSI
AlA Austin

Our architectural firm has designed
(mostly educational} public sector pro-
jects in the design/bid/build (DBB)
mode for over 40 years. As the pace of
growth in our region has accelerated,
owners are demanding that projects be
built in a fraction of the time tradition-
ally required. Because alternative pro-
ject delivery methods were—until
recently—not available to the public
sector in Texas, the urgency of bring-
ing new facilities on line meant less
time for architects to do a thorough
job of designing projects, and for
contraétors_to do a good job of con-
structing them.

As a result of this time pressure,
the quality of construction documents -
(CDs) fell; as did the quality of work-
manship at job sites. it was becoming

. increasingly difficult to achieve the

owners’ requirements for quality pro-
jects delivered quickly and within tight’
budgets. Responding to this problem,
the Texas Legislature passed laws
enabling public educational entities to
utilize severa] alternative project deliv-
ery sys'tems. DBB projects were no
longer automatically awarded to the
lowest bidder, but to the firm offering
a combination of factors that the
owner deemed in its best interest,
among them price, project team per-
S(_)nnel, schedule, and past experience.
Other alternative methods now permit-
ted are Construction Management at
Risk {(CM/R); Construction Manage-
inent, Agency (CM/A); and design/
build. In this article T'will concentrate
on a comparison of CM/R to DBB,
because we now have experience with

R



these two methods. -

The purported advantages of CM/R
over DBB involve cost control and
construction schedule. The CM/R is
hired about the same time as the archi-
tect and brings cost estimating exper-
tise to the table during the earliest
stages of the design process. The
CM/R reviews the CDs at intervals
during the CD phase and advises the
architect and owner on methods to
keep the project within budget. The
CM/R offers a Guaranteed Maximum
Price (GMP) before the CDs are com-
plete, setting aliowances and contin-
gericies within that price for detail
work not yet fully documented. The
CM/R usually begins construction in
a “fast-track” mode, obtaining permits
prior to the completion of CDs and
bidding on early construction items
such as demolition, pier drilling, and
site utility work in separate:“bid pack-
ages.” These are produced by the archi-
tect simultaneously, with production
the balance of the “building package.”

We now have nine DBB projects and
seven CM/R projects underway. The
results of the CM/R method are mixed
to date. All the CM/R projects have
come in at least slightly over the

_intended construction cost budget, but

they seem to be coming to completion
more or less on time. It seems safe to -
say that the main advantage of CM/R is
a net reduction in project delivery time.
But the primary interest of an archi-
tect reading this article is probably,
“What effects will this-alternative
delivery method have on the architect’s
relationships with the owners, ability
to carry out design work and objec-
tives, and costs to produce a project?”
The following are some of our
observations on things to think about
when negotiating the fee for a CM/R

" project:

1. The Owner may select the CM/R
before selecting the Architect. This
may lead to disappointment when
the Architect discovers that the
terms of the Owner-CM/R contract
contradict provisions of the General
and Supplemental conditions the

. Architect may deem necessary to

achieve quality results in construc-
tion. When the Owner»CM/R con-
tract is a fair accompli, the Architect
can appear negative to the team
concept when pointing out such
conflicts: Architects should seek

- to secure an Owner-Architect agree-
ment early enough to already be on
board and in a position to influence
the language of the Owner-CM/R
contract.

2. Selection of the CM/R before the

- Architect may signal—or result
in—a significant reduction in the
influence the architect has tradition-
ally enjoyed with the Owner
throughout the project, especially
if the Owner is a multi-headed
political entity. The Architect’s

-relief from cost control liability in a
CM/R project is often purchased
with a significant loss of influence
with the Owner. This is because
the Owner often places much more
value on receiving a project that is
on time and under budget than on
receiving one that has good quality

~ design and materials. The Owner
also has selected the CM/R based
upon qualifications, and will have
4 significant personal investment in
having endorsed and recommended
this firm for the job. '

3. The CM/R often comes from a gen-

eral construction background and
may have difficulty making the
transition to the objective advisory
role expected of a CM during the
design phases. The Architect also

may have difficulty accepting an
adverse opinion on the cost of his
or her design, especially when that
advice comes from a CM newly
arrived from the construction com-
munity. Such professional ¢ultural
barriers must be overcome to permit
success using the CM/R project
delivery method.

4. The Architect should realize that
preparation of the Owner-Architect
agreement, the Owner-CM/R
agreement, the Conditions of the
Contract, and Division 01 of the
specifications will take more time
to produce than would the equiva-
lent documents in the DBB method.

5. The CM/R s budget advice during
design phases may lead to conflict
over quality issues,as a CM may
tend to favor products that have the
potential to shorten construction
time or lower costs at the cxpense
of construction quality. PVC versus
CT pipe under slabs is an cxample.

6. The CM/R should commit to a
Guaranteed Maximum Price (GMP)
prior to the completion of all the
CDs. If the CM/R delays commit-
ting to a GMP until bids are
received based on complete CDs,
some of the vaunted reduced con-
struction time benefit may be
negafcd, and the Architect may be
subjected to untimely value engi-
necring efforts, for which it is
difficult to get deserved additional
fees. If the CM/R has contractual
responsibility for cost control on the
project, the Architect should not be
required to change completed CDs
free of charge.

7. The Architect will be required to
make extended reviews of substitu-
tions because of value engineer-
ing—regardless of whether these
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come early or late in the process—
and should allow for this additional
" cost in fee negotiations.

8. Fast-tracking of construction,
involving multiple bid packages,
will cause the Architect to spend
significantly more time producing
the packages than if the CDs were
produced all at one time. The CDs
also may have to be produced in
bursts of concentrated effort for
each package, instead of flowing
from a natural design sequence.
Additional time must be expended
in coordinating the interfaces of
each package with the others to
produce a coherent set of Contract
Documents,

9. Fast-tracking will require the
Architect to expend much more
effort on project administration than

that of a DBB project, due to simul-

" taneous CD production, bidding,
and contract administration occur--
ring for a portion of the project life.

Most of the above differences are

- things that can be dangerous only if

- one is not aware of them and does not
act to mitigate them. The CM/R deliv-
ery method will take its place on the -
public sector construction scene. Our
firm, howeve:r_, sees the potential to
avoid much of the hassle of the DBB
and construction management mcthdds,
gain more control over our designs
and production costs, and thereby
increase profit margins by pursuing the

" design/build method. Overcoming the

professional cultural barriers to such a

venture will, of course, be challenging,.

but that is another article.

design BUILD

- Camilo Parra, Assoc. AlA

AIA San Antonio

In an area juét southwest of downtown
Houston, patches of small townhouse
devélopments have sprouted up
rapidly over the past two years. These
developments of between 2 and 16
units-—-4 on average——occupy typical

. urban infill lots. To the dismay of

some residents, who have seen their
neighbor’s bungalow evolve into a
three-story wall, there are not enough
townhousés on the market to satisfy
demand. “‘People are buying them like.
they are buying cars these days,” pro-
claims a local Realtor. “They are sea-

“soned buyers and have bought several

houses before and now they want to
be close to the city.”

However seasoned they are, these
buyers are buying often poorly crafted
design/build homes. The developers
know the formula: maximize land

value, and reuse the same designs with

slight variations but provide granite

_countertops and & limestone master-

bath, The new development plan is to
build fast nd spend little or no time
on design concepts. So little fore-
thought is being given to these pro- '
jects, in which density and profit seem

to be the driving forces, that many.

townhouses have become an affront
to the neighborhoods in which they
are being placed. )
In response to neighbbrhood civic
organizations, Houston recently
enacted a revised de'velopment code
that seeks to curb density and promote

" new designs. One of the residents’

concerns was that multiple driveways
were taking up sidewalk space and
encouraging people to park on the
sidewalk. The new code provides
incentives for comrhon driveways
and requires a garage-line setback.
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However, rather than comply with the
code, some developers filed for their

" development perinits exactly one day

befo‘re the revised code went into
effect, often without holding the actual
title to the land.

Overall, townhouse growth is revi-
talizing downtown Houston and its
surroundings. It also is creating oppor-
tunities for small developers, archi-
tects, and builders, as they can develop
two units at a time. Yet not many
design/build teams seem to be con-
cerned with the design and aesthetics
of the projects thc'y are developing.
The one opportunity in this building
surge that no one has compietely
exploited or emphasized is design.

[tis a seller’s market, and as long the
townhouse has the trendy interior fea-

" tures, the'exterior can look like an art

deco Miami beachfront hotel, a Swiss
chalet, or even a neo-Gothic structure.
People are buying these campy
designs, but there are also well-
designed projects with metal-clad
buildings and modern facades, town-
houses that are the most pleaéing and
well-integrated into the neighborhoods
in which they are being built. These
projects have received a lot of praise
within the architectural community.
However, there are only a handful
of developers who have spent more
resources on the design part of the
design/build project. These developers
realize that if the design is outstanding
then the project will not only sell
faster but will also become a better
long-term investment for the buyer.
Five years from now, the art-deco
look may have leost its appeal.
Design/build is a way to deliver
the project as fast as possible, which
means more profit. A recent Houston
television program focused on devel-
oprments near the downtown area. Set
against the backdrop of nondescript,



()

gray stucco townhouses, the newsman
raised the question “What has hap-
pened to design?” The architects inter-
viewed all mentioned lack of time as
the limiting factor. Yet it is not an
inherent quality of design/build pro-
jects that the design portion must be
sacrificed because of time constraints.
In fact, construction can start before
the desigh is completed, allowing the
architect Lo finish detailing. The addi-
tional.cost of the time spent on design
is 4 small expense compared to the

_finance charge of two months or more

for the bromidic townhouse that may
not sell. .

It is doubtful whether most develop-
ers will come to realize the advantage
of a well-designed house as long as
the market stays strong. The effect of
the new developmerit code will not be
seen for some time. And the code does
not prescribe aesthetic criteria, which,
in fact, is good. Tt is‘really up to the '
architects and design/build teams to
emphasize the importance of design.
Several new design/build teams in
Houston are developing well-planned
townhouses. Per.haps as'the architec-
tural community recognizes them,
their design-conscicus developments
will lead to community awareness of
aesthetically pleasing townhouses.

Info-Techno Evolution

Laura Lee Russéll, AlA
AlA Oklahoma Cigy

As the info-techno evolution continues
to surge forward, architectural services
should reflect the advantages and pass
on these tools to our clients, With the
availability of Internet service, poten-
tial clients have easy access to trade
publications and product data we have

 typically libraried in our offices. We

communicate with our allied profes-
sions, our vendors, and our clients

electronically through email, Internet,

and CD-ROM. Project communication
and construction coordination informa-
tion can be circulated throughout the
process electronically to each member
of the team without delay in time
or adding dollars to our overhead.
Informatien access and rising con-
struction costs may encourage small-
firm and small-project architects to
tailor the project delivery system
outside of the traditional approach.
There are numerous approaches to
project deliv‘ery that have proven suc-
cessful, including partnering/joint ven-
ture and design/build projects. As.a
small project architect, 1 am_w'orking
with my clients to create the-most
cost-effective and quality-controlled -

" project through a combination of each

of these approaches. Each project
delivery system is designed to include
the owner as a team member and
reflect the amount of participation
expected from the owner as the team
member. In the past, the contractor
was restricted to communication with
the architect. The architect in furn
transmitted information to the owner -
in terms selected by the architect.

In an effort to provide owners with
quality projects for realistic prices, the’
project delivery system must be edited
to spread profits/savings across the
project team. '

In summary, outlined below is the
project delivery proposal for a regional
service company. The project is a
retrofit of a three-building/split-site -
complex to include an office, ware-
house, and equipment maintenance
garage. This proposal was developed
because few contractors were available
for a design/build approach. during the
construction calendar requested. The .
contractors that were avatlable were
requesting overheads and profit mar-
gins far above acceptable rates. The

owner would drop the project rather
than sacrificing portions of it.

The opportunity to propose an alter-
native solution to the project appeared
to be the only way to meet the client
construction schedule and cost require-
ments. Eliminating a full-time general
contractor on site reduced the over-

head and profit margin but made the

construction coordination a challenge,

- The architect of record will be on-site

during the construction process and
could function as the construction
project manager with a feasonable
addition to the prbfessional fees. The
owner, who would be on site regularly,
was williﬁg to participate as the pro-
ject coordinator. By modifying the
design/build approach to include a
“partnering” concept, an avenue might
be created to achieve the requirements
for both the owner and the participat-
ing contractors.

Project Team for Design and
Construction

The design team comprises the owner,
the archiléc;t of reclord, and all selected
contractors.

» The owner (familiar with construc- -
tion and with many ideas for the
retrofit) will work with the architect

- and contractors as the project coor-
dinator to achieve the design and
budget expected within the antici-
pated time schedule. Regular partici-
pation will minimize delays and will
_p}ovide for client education during
the -process.

¢+ The architect/construction project
manager wiil lead the project teat
through the design and construction

*_process. Regular coordination of
materials, details, schedules, and
team recommendations will be
processed through the owner’s Web
site at a construction project' link.
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accessible to all team members and
through email correspondence. -
Application for permits, inspections,
and communication with the city
will be coordinated by the architect,
except applications for trade permits.

Each trade coatractor will be required
to provide materials specific to there
trade. Contractor coordination of mate-
rials, means, and methods, as well as
any non-trade speciﬁc iterns, will be
identified during the pre-approval .
réview and a pre-construction
conference.

The Process
The architect of record serves as the
design team leader and the construc-
tion project manager. The program
and schematic design are created and
developed by the architect of record.
Upen completion of the schematic
design, an invitation to both contractors
and subcontractors is issued to those
interested in participating in a design/
build project managed by the architect
of record. ‘
The project budget is established by
the owner, and each team member is
-charged with the challenge to propose
means, methods, and material substi-
tutes as appear necessary to achicve
the design intent within the budget and
time schedule. The architect of record
works with each contractor to identify
preferred materials and details that’
compliment the program and the other .
contractor proposals. This coordination
is handled during the design develop-
ment phase. A monthly meeting will,
be held to ensure that all members are
current and in agreement, '
The construction drawings will be
clcvclopcd as required for permit pur-
poses and to comm_unic:.ate the design
and construction to each of the con-
tractors. The completed documents
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will be reviewed by each of the con-
tractors for clarification and confirma-
tion of time and budgét before
submittal to the owner for approval.

The owner and the architect will be
available for on-site visits. A schedule
will be determined at the pre-construc-
tion meeting. The construction sched-
ule will be created and circulated to
each of the contractors and posted at
the Web site for modifications.

Contracts and Sub-Contracts

The owner will contract independently
with each contractor for the work pro-
posed. The terms of the contract may
be by lump sum or by materials and
labor, with a limit or not to exceed a
set amount. This will allow the owner
to control the budget. Charige orders
will be limited and are discouraged.
The contractors have reviewed the
‘projcct prior to construction and have
agreed to a time and cost budget.
Changes initiated by the owner or the
contractors may disrupt the team con-
sensus and could affect the entire con-
struction process. The AIA documents
are recommended.

Draw Reques_is

Draw requests. may be contractor
specific or projecﬁ specific. The owner
will process weekly draw requests and
maintain daily coordination of the con-
struction schedule. The architect of
record will make monthly visits to

the site and will process the final and
month-end draw fequests for all con-
tractors. .Any withholdings will be
noted and identified by the architect:

Project Close-out

Upon substantial completion, the final
punch list will be prepared by the
architect of record and copied to each
contractor as required for follow-up. -
A Certificate of Occupancy will be
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requested, and all warranties, lien
releases, and equipment manuals will

.be presented to the owner from each

contractor. _
This proposal was created to meet
the needs of the owner. The Web site
as a coordination tool will become
a tool standard to the industry. The
architect as construction manager is
an extension of the qualifications of
the architect and provideé confidence
to the owner, The participating con-
tractors are aware of the need for coor-
dination and are empowered by their
input and participaﬁon from the begin-
ning of the project. The project team
will produce a project that is both on
time and on budget if each team mem-
ber maintains understanding and
support of the process. _
As the architect of record, [ am
confident custom project delivery can
become part of the design process .
for small projects. By assuming more )J
responsibility throughout the project,
the owner will appreciate how valu-
able you are and will recognize the’ .
benefits of creative project delivery.
The team process experience will pre-
sent realization of a successful project
in many aspects to all team members.

Ten Keys for Turn-Key

Lisa K. Stacholy, AIA
AlIA Atlunta

We are all too familiar with the project

that begins with a conceptual bang,

progresses nicely through schematics,

raises our hopes during design devel-

opment, and orchéstrates heart palpita-

tions with completed construction .

documents. Then comes the jow bid-

der, offering the client a means (o

“save some real moncy with only a .
few changes” under the auspices of

" value engineering. We usually look at
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the process, sigh, frown, and think to
ourselves, “If only we had more con-
trol.” In fact, the design/build process

has the potential to yield a project with

the attention to detail the architect
craves, the constructability the con-
tractor desires, and the bottom line
that makes the owner smile:
Design/build projects can be cause
for great concern among architects
who see it as a further erosion of the
“architect as master builder” position.
However, we consider the design/build
delivery method a fantastic opportu-
nity to get more involved for a longer
period of time and using the potential
for a greater impact on the final out-
come. We have a number of projects
that are design/build, using only a
select few of the general contractors
that normally bid on our traditional-
delivery projects. Upon examination,
10 key points have been identified
and utilized in each of the successful

design/build projects. For basic under-

standing, this article is limited to expe-
riences where we have worked directly
for the general contractor, just like
sub-contractors they hire to perform
other portions of work. In our experi-
ence, a better outcome results when
the general contractor hires the entire
architect/engineer design team, rather
than subbing the mechanical, electrical,
and plumbing engineering to the sub-

‘contractors who will perform the work.

1, Choose Carefully
Limit your playing field. Only enter
désign/build with general contrac-
tors (and subs) with whom you
have had previous traditional deliv-
ery experience, 0 you know that
they will take care of business. Be
especially wary of entering into the
design/build refationship with a firm
that is a known entity, but with an
unknown (1o you) project manager

or superintendent. It will be up to -

_you to evaluate the potential merit
of an arrangement where unknowns

exist.

Give Attention

Give the general contractor the -
same amount of attention that you
would give to any client. Be avail-
able and connected to the project,

" and your general contractor will

extend the courtesy to you as well.

Define Your Role

Prepare a proposal letter in which
the architect’s role is defined, refer-
ence B901, and highlight important
articles. Provide a condensed check-
list with article reference numbers
for use by the design/build team.

. Use a Contract

We determine an ideal work scope

list, along with time related to each

actiVity, and review it with the gen-
eral contractor (similar to the new
Bi41 document). Using this list,
we know how much time should be
spent at each phase of the project
and when to ask for help if unantici-
pated issues arise. Don’t be afraid
to tell a general contractor that
something the owner has asked

for will be an additional service

of specified value. Specify in the
contract how fees for additional
service will be determined.

Project Kick-Off

Recjue's_t and participate in the pro-
ject kick-off meeting. Meet the
owner, know who the point of con-
tact is for each discipline, and have
the general contractor name a pri-
mary point of contact for youto
use. Request an anticipated project
schedule that includes design time,
owner’s review, and construction

activities.

Thoe
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Educate/Learn

Plan on spending some time educat-
ing the general contractor on exactly
what the architect does prior to the
drawings being released for bid.
-Ask specific questions regarding
materials and manufacturers they
typically use (especiélly appreciated
is the statement “tell me how you’d
like to build it and we’ll solve the
details together™). Learn what the
general contractor does at various
stages of the process to plan how
and where you’ll have opportﬁniliés
to maintain design input.

Maintain Records .
Refer to and issue ulﬁdated check-
lists to the general contractor. The
checklist developed prior to the pro-
ject kick-off can be a valuable road
map to monitoring the progress of
the project.

. Visit Sites

Plan on making regular, scheduled
visits to the job site during con-
struction. Even if nothing signifi-
cant is occurring on the site during
a particular visit, take the opportu-
nity to let the.general contractor
or the superintendent give you the
“nickel tour” with an eye for the

construction activities that are

‘ immediately upcoming, as well as .

those further down the road. Mast
general contractors we work with
encourage a second pair of eyes

" on the project. Also, you’ll be sur-

prised what you can learn from the
site superintendents just by asking.
They’ll appreciate the.opportunity
to teach us somethiﬁg about their
side of the construction documents,

. Follow Procedures

[t seems as though at present, most
design/build projects take on this
delivery form as a reaction to
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either time or financial constraints.
.Adknowledging that, we are careful
fo provide any information not only
to the main peint of contact, and
provide courtesy copies to related
parties. This helps us work as a
single team that is apparent to the
owner (this is the single best way
we’ve found to start the repeat
project process).

10. Project Closeout and Post

Occupancy Evaluation
We've found that maintaining a
presence during construction means
the required effort for project close-
out is greatly reduced. Assisting
the general contractor in preparing
operzitions and maintenance manu-
als or training sessions materials for
delivery to the owner are examples.
There are two benefits to this': first,
you'll do a better job on your next
traditional delivery project; second,
you’ll have the opportunity to take _
a project full-circle with the owner,
and they won’t soon forget it. Keep
track of the 6-month and 12-month
anniversaries for post-occupancy
evaluations. Remind the general
contractor and copy the owner if
any constru-c_tion issues need atten-

tion. It is also a good opportunity
to remind the owner what you
and the design/build team have
accomplished. '

We’ve found that these 10 key points
(or variations thereof) are a good ref-
erence for our design/build projects.

Develop your own list and add design/ -

build to the list of your capdbilities;
you will become a better architect by
learning the process!

Specifications Used
with Alternate
Delivery Systems

Buz Groshong '
Arcom MASTERSPEC

Design/build and construction man-
égemcnt are increasingly popular prb-
ject delivery systems, and both are
applicable to smail projects. An obvi- .
ous question to the architect who is
considering using these methods is:
How do these delivery methods affect
my specifications? =~ .
For design/build, the most important
question is “To whom are the speciﬁ-
cations addressed?” Do the specifica-
tions indicate what the contractor is
to provide, or do they indicate to the
owner what the design/builder will
provide? In the-latter case, should
the specifications be addressed to the
owner rather than to the contractor?
While some master documentation -
systems make this switch, it really is

* not necessary because the construction

contract addresses both parties: it tells
the design/builder what must be pro-

vided, and it tells the owner what must
be paid. Each provision is addressed to
the entity responsible for fulfilling the’
requirement. Addressing the specifica-
tions to the design/builder allows the

“specifications to also be used for sub-

contracting portions of the work.
What about the extent of the
specifications—do the contract docu-
ments need to be as detailed for
design/build and construction manage-

_ment projects as for the traditional sys-

tem of project delivery? Many think
50, but that may not always be the best
answer. Complete documents help
ensure good communication with the
owner. Unclear contract documents
that lead the owners to believe they
are getting something that they are
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actually not could result in the design/
builder prdvidipg a more costly instal-
lation than anticipated (remember that
discrepancies in contracts are gener-
ally construed against the maker of the
contract). Tight documents also help
ensure good subcontracts, and there-
fore help avoid coétly disputes with
subcontractors. ‘ . ‘
Finally, what about division 1
administrative requirernents? For
design/build and construction manage-
ment, this is an area where less may

_be appropriate. Because the design/

builder or construction manager is
administering the construction, it may
not be necessary to fully describe
administrative processes to the owner.
On the other hand, some requirements,
such as how applications for payment
and submittals are processed, and pro-
cedures for project closeout, are proba-
bly still required. -

As is true with any project, the bet-
ter the communication, the better the
final result. Alternative delivery meth-
ods are no exception, and care should
be taken to provide the appropriate
level of specification necessary.

The Utility of the SPF
Report Series

The following is an excerpt from a
letter to Local Advisor Kevin Harris,
AIA from an SPF member John A.
Mele, ATA regarding the Residential
Renovation August issue (report #16)
pertaining to Residential Design
Consultations.

Dear Kevin:

Your article struck a chord with me.

I am in the process of setting up a
small practice to provide design and
construction services to the residential
market. I have already had my share of

I
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client meetings 1 should have charged -
for. f have also been trying to *stan-
dardize™ as much of the “process” as -
possible. [ believe that this is the key
to being profitable or not. Interviews
done for free extract needed time from
the office and put a burden on over-
head cost. Your approach to charging
an hourly fee for consultation allevi-
ates this.... Thank you for taking the
tirne to write the article. {f more archi-
tects took your approach, we would
gain more respect. After all, what
doctor makes house calls today?

" . Sincerely,

John A, Mele, AIA
Knoxvilie, TN
O.ctober 11, 1999

The Incoming SPF
Advisor Profile

Mark Robin, AIA
2000 Advisor

Mark Robin is presently serving in
Nashville, Tennessee as'a sole practi-

tioner of architecture with an emphasis

on small projects. Current projects
range from a fifteen thousand dollar
covered front stoop addition to a sixty-
five hundred square foot residence.
Prior to establishing his private prac-

~ tice, Mr. Robin was the project man-

ager for MDC, Metro Development
Corporation, then the eighteenth
largest multi-family housing developer
in the country. He also worked in

a small architectural design firm in

© Atlanta, Georgia after working in

Knoxville, Tennessee as a member
of the architectural design team for
the 1982 World’s Fair. Currently he
is treasure of AIA Tennessee.

Selecting a Contractor
for Your Project

Jerald A. Morgan, AIA

Personally, I have been involved with -

a few different alternative delivery
type of projects. Probably the most
dissatisfying were projects where [
was working for a contractor/devel-
oper who was developing a project for
a client. Decisions on these projects
were clearly driven by cost first. On
the other hand, negotiated contracts
have become almost routine. Under-
standing how 0 put together a project
team has begun to create a series of
successful projects for my practice.
On negotiated projects, my prefer-
ence is to work with a client to
develop a program and schematic
drawings before interviewing at least
two or three contractors for the job. In
this manner, [ maintain the dialogue I
need in order to solve my clients-goals
functionally first and then give the
contractors a much clearer picture of

what they will be involved with. When

a contractor has schematics, he is
much more prone to talk about his

strengths that are pertinent to the pro-

ject rather than how many successful
projects they have completed, or how
many guys are on his crew, or other
less meaningful information. [ am
seeking through this process to find
the right company to deal with my
client, me, and the project at hand.

- Many times in doing this process,
my clients want a budget estimate and
estimated construction schedule to be

- given by the contractors at this inter-

view stage. This is often difficult for
them, and we never hold them to the
estimate, but it does generate much
conversation and creative thinking on

‘the contractors part as they seek ways

to gain an apparent advantage. When
we are finished interviewing contrac-
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tors, I never make a recommendation,
Rather, I suggest that they follow their
gut instincts and go with the contractor
they feel most comfortable working
with. If price is their biggest concern,
you can still work with the contractor
you are comfortable with to find ways
of meeting the project budget.
Recently, | have begun to under-
stand the importance of a contractors
financial capabilities and his relation-
ships with subcontractors, suppliers,

"and financial institutions. On one

recent project for instance, my client
was able to save several thousand dol-
lars in the financing process because
the contractor had an established rela- -
tionship which allowed the owner to
forego the cost of a bond. And his
subcontractors who are loyal to him
offered value engineering proposals
and held their bid prices for longer
than usual while the financing process
was completed, again saving thou-
sands of dollars. Without these rela-
tionships the project may have
suffered additional design revisions

to bring it in on budget.

Lastly, in selecting cdntractors, one
of the last items I discuss with my
clients is how many projects has the
contractor built which are similar to
that which we are considering. Rather, [
ask them to demonstrate their capability
in completing the project we have
identified for them. 1 attempt to educate
my clients that it is much the same as
hiriﬁg the architect—that one should
fook for problem solving skalls, creative
thinking, and professional attitudes. If
a contractor possesses these attributes,
my projects are always successful no
matter how complex they are.
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Emerging Trends in
Single Source Project
Delivery Systems
Brad Buchanan, AIA

What an exciting time 10 practice
architecture! Exciting to some, that is,
but stressful to others. Hopefully our
experience is the former rather than
the latter. If it is, yoi1 are among the
part of the profession that is thinking
outside the box, trying to anticipate
our clients needs in new ways. What
has spurred this spirit of innovation?
For one thing, clients are operating in
more competitive markets with fewer
resources in terms of both in-house
expertise and budget for facilities capi-
tal expenditures. While that sounds
like bad news, it’s actually good news.
Qur clients now need more out-
sourced help with better solutions. _
That’s where AIA architects come in.
Architects are positioned perfectly
to provide their clients and potential
clients with “new and. improved” pro-
ject delivery solutions to address these
staffing and budget hurdles. Positioned
perfectly because of our “owner’s
agent” relationship. Clients look 1o us
for guidance, and for protection and
‘advice on all these new projéct deliv-
ery systems that they keep hearing
about. Design/build, construction man-
agement, design/bid/build; your‘clients
want to understand these systems and
they are worried that they are missing
out on the cutting edge of our industry.
Are these approaches better? Will I
save money? Can we get it all done
faster? What about guality? What
about risk managément? All these
issues are on the tip of your client’s
tongue. You need to know the answers.
And, strategically, you need to know
what services.you will offer and be
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able to fill in the gaps of any skill sets
lacking in your practice.

Why should you be thinking about
this? First of all, s‘urvival.. The amount

. of project budget being spent on the

design phase is shrinking; and,
because of the many single-source
project delivery firms and joint venture
groups, the level of construction docu-
mentation required is lessening as
well. So, either deal with fewer oppor-
tunities and smaller commissions, or
seriously consider-adding some new
services to your marketing package.

I addition, this issue is primary to
our profession. As the playing field
levels and there are more oppdnuni-
ties, there is also more competition. A
second factor is quality. Single-source,
design-led project delivery systems
yieid greater quality and customer sat-
isfaction. I base this statement on more
than just my opinion. A study com-
pleted in 1998 by the University of
Reading Design and Build Forum at

. the Centre for Strategic Studies in

Construction reviewed 500 clients, 330
projects, 150 interviews, and 700 indi-
vidual responses, and came up with
some interesting data points. The study
compared design/build with traditional
prbject‘delivery systems, and it looked
at the impact of design-led tcams.
Overall, design/build provided faster
solutions for less money. But in the
quality client satisfaction categoriés,
the design-led teams were the only
teams that showed increased scores
over traditional delivery systems. The
study is called Designing and Building
a World Class Industry and is available
by calling 011 44 (()118-931-8190.
Either you agree with my supposi-
tions or you have just skipped to the
next article because you think this will
never apply to you. If you’re still with
me you may be wondering what your
first step might be. Maybe vou start by
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offering construction management ser-
vices as an add-on to your standard
scope. Pick a trusted repeal client on a
familiar project type and offer to take
on the whole process, then team up
with your favorite contractor and see
how much more you have to offer

" your client by staying involved from

schematics to punch list. By the way. -
once you've worked with a client in
this capacity, they will begin to talk
with you at a different level-that of a
partner rather than just a design con-

"sultant. Once you’ve experienced this,

you’'re hooked and you will seek to
elevate all of your client relationships
to this new level. .
Beyond the increased depth of your
client relationships, you will find the
additional scope of work achieved
with virtually the same overhead mar-
keting dollars vefy appealing to your
bottom line. The inherently larger con-
struction-phase budgets produée
greater cash flow and greater profit
percentages. Yes, you really can make
money doing this! This reward
increases with greater risk manage-
ment. For example, there is greater
profit potential in guaranteed maxi-
mum price (GMP} design/build con-
tracts than with CM as agent contracts,
but the trade-off is wetl worth-it.
More opportunities, more design
involvement, greater client impact,
better return on your investment: all
reasons why our profession is looking
at our service approach and why you
should too. If you have questions
about any of this, contact me at (303)
861-4600 or via email: bbuchanan@
bygroup.com. For further study go
to the DB PTA Web site to get more
information on the regional Designer
Led Project Delivery seminars spon-
sored by the AlA, the ACEC, and

‘DPIC.
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Brad Buchanan is a principal with
Buchanan Yonushewski Group, a 30-
person, architeci-led, single-source
architecture and construction firm.

Brad is also a member of the advisory

group to the DesignBuild Professional

Interest Area of the AlIA, as well as one
of three architects appointed to the
Natignal Joint Committee of the AIA
and the AGC.

Partnering: Are
Cooperative Relations
Improving the System?

Dennis Eriksen, PE, President,
ATI Systems

The construction industry -has estab-
lished a new style of project manage-
ment, a style that is so effective it is
now being emulated and apphied by -
project managers in industries far
beyond just construction. Partnering; a
form of team building among the orga-
nizations contributing to a project, is
based on the premise that energy spent
on suspicion and defensive posturing
is wasted, that we can accomplish
more in an environment of mutual
trust and respect.

The effect of partnering 1s to elimi-
nate adversarial styles of management
by developing commitments to coop-
erative re'latiolnships, by seeking com-

mon objebtives, and by redesigning the

project management processes around

" win-win precepts, The goal is to

reduce the claims, disputes, and litiga-
tion that had become such a defining
element of the construction industry.

Background

Their industry became so mired in
claims and litigation that in the mid-
1980s the Construction Industry
Institute established a task force to
search out better management prac-

tices. That task force developed part-
nering, though they recommended ini-
tially that it be used only for
long-term, multiple-project business
relationships. In 1988 the U.S. Army
Corps of Engineers led the broader
construction industry-which uses sin-
gle-project, low-bid business relation-
ships-te adapt the CII partnering
program to project-based partnering.
The partnering method is straight-
forward. It starts with recognition that

- all the participant organizations are -

stakeholders in the success of the pro-
ject. Each stakeholder can affect the
results of the others, for good or bad,
so a partnership indeed exists. The
success for all is measured by a set of
common objectives: meeting the per-
formance requirements, controlling

- schedule and costs, and completing the

project in such a manner that all of the
stakeholders are very satisfied with the
results. An atmosphere of trust is a
prerequisite, a trust in the other stake-
holders and in their intent to complete
the best job possible.

" Partnering introduces a structured
process to build these project teams.
The first step is establishing a commit-
ment to and endorsement of partnering
by the senior managers of the stake-
holder organizaﬁons. The next step is
to bring the. project managers together
in a workshop environment where
they can:

1. Become acquainted

2. Thoughtfully consider the relation-
ships they want among their organi-

_zations-

3. Jointly assess and develop team
solutions to the project’s unique

opportunitics and risks

4. Understand the goals of each stake-
holder and select the best of those
goals for a project partnering char-

-ter to guide the team
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5. Design a set of project management
processes that emphasize open com-,
munications, mutual progress evalu-
ation, and rapid issue resolution,

Finally, when back on the job, the
stakeholders must regularly assess the
project’s partnering effectiveness and
establish management mechanisms

to allow the team to make course
corrections, '

Results

- Owner organizations report high levels

of satisfaction and continuing support
{or partnering. The Arizona Depart-
ment of Transportation {ADOT) is one
of the long-term advocates. As of June
1999 it has completéd 682 contracts
that use partnering. ADOT reports suc-
cesses that include saving 9,688 con-
tract days (12.4 percent average time
saving) and $24.5 million, as well as |
achieving a sjunning reduction in its
construction claims from 109 valued at
$132.0 million during 1992 to a single
claim for just $66.614 during the past
five years.

The Project Managers Tnstitute
(PMI) sponsored studies by the
College of Business, Oregon State
University, iﬁcluding a survey by Erik
Larson of the partnering experiences
of PMI’s construction industry mem-
bers. The survey, to which 280 project
managers responded, graded récemly
completed projects for meeting sched-
ule, controlling cost, technical perfor-
mance, customer needs, avoiding

litigation, satisfaction of the partici-
“pants, and overall results. They

respondents identified whether the
owner-contractor relationship had been
adversarial, guarded adversarial, infor-
mal partnering, or project partners,
The results, published in the March/
April 1995 Journal of Management in
Engineering, p. 3035, indicated pro-
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jects yielded the worst results for
every measure of the project when
adversarial relationships existed, and
they yielded the best results for every
measure of project success when the

stakeholders worked as project partners.

Major design insurance firms Victor
Q. Schinnerer & Company Inc. and
the Design Professional Insurance
Companies (DPIC) promoie partnering
by policyholders as a dispute.avoidan;:e
strategy. DPIC believes so strongly in
partnering that it offers to help to pay
for it on projects it is covering.

Architects and engiﬁeers have indi-
cated through a survey conducted by
the Construction Industry Dispute
Avoidance and Resolution Task Force
(DART) that ti'ley v‘i;:w project 'p;irta
ﬁering “as a superior meéthod” when
rating various forms of alternative
dispute resolution.

Partnering has received the endorse-
ment of many industry associations.
Associations that have developed
materials to promote the use of part-
nering include The American Institute
of Architects, the American Consulting
Engineers Council, the Cohstruction
Industry Institute, the'Associated
General Contractors of America, the

" American Society of Civil Engineers,
the National Society of Professional
Engineers, and the Society of
American Military Engineers.

We should tip our hats to the men
and women who have brought these -
resuits to the industry. They have

" made America work better while
making it a better place to work.

Improvements Based on Feedback

_from Architects While parmefing cer-

tainly is working, we should continue .

seeking improvements in its methods
and its effectiveness to users. Archi-
tects are among the principa'l stake-
holdé_rs using partnering. Feedback
based on their hands-on experiences

participating in project partnering rela-
tionships is valuable and should be
included in the body of knowledge
about partnering, To date there has
been little hard experience collected
from the architectural community.

We seek to remedy that by conducting
an architects’ survey of partnering
effectiveness in conjunction with

this article. This survey is posted at
hutp:/iati-sys.com/aia. You are encour-
aged to visit this site and establish a
voige for the architect community.
Relate your partnering experiences,
compare your results on projects that

did and did not use partnéring, identify’

what worked well and what did not,
suggest improvements that should be
made to the parinering methods. An
article reporting on the survey results
is planned for a future issue of the .
Construction Management/Design-
Build PTAs Project Delivery Repor‘t.

~ Further Partnering Puhlications:

Visit the survey Web page; after com-
pleting the survey, use the hyperlinks
provided to obtain partnering publica-
tions froin the Arizona DOT, Victor
0. Schinnerer & Company, the Design
Professional Insurance Companies

Inc., the U.S. Army Material Com-

mand, the U.S. Navy Acquisition

Reform Office, and ATI Systems.

For questions or further information:
www.ati-sys.com or (818) 347-3280.

© ©ATI Systems 1999.

Dennis Eriksen founded ATI Systems,
a management consulting firm that

provides facilitation services to aid

organizations to work together as
effective project teams. His industry '
experience includes 30 years with
Litton Industries. While facilitating
partnering workshops, Dennis has

had the opportunity to observe a large

number of construction teams come
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together. He actively contributes to

- improving the methods of partiering, "ﬁj; '

and his experiences are related in a
number of articles that he has authored.
Dennis holds a BS Jrom UC Berkeley
and an MS from UCLA.

Design/Build—Is It
Right for Every Owner?
Michael Loulakis '

Owners are being flooded with infor-

. mation attesting to the benefits of

design/build, including single point
responsibility, early commitments for

" total project cost, and speedier project

delivery. This has lulled some owners
into erroneously thinking that design/
build is a cure-all for anything that can
£0 wrong on a project. '
Design/build (like construction man-
agement and other project delivery
systems) is not a magic solution that J-
guarantees project success. Rather, it is
a tool available to help achieve project
success. If design/build is used prop-

 erly, experience shows that there is a

high likelihood of meeting the owner’s
needs. But owners who misuse the
design/build process, or don’t under-
stand the limitations of it, are likely

to be seriously disappointed.

How do owners determine whether
to use design/build for their delivery
system? First, they should have a clear
understanding of how the process
works and how it compares to other
systems. Additionally, they should
identify what factors are driving the
project and whether these factors can
be best accomplished through design/
build. Finally, owners should keep in
mind that projeci success will not only
be determined by what preject deliv-
ery system is used, but also by how R
the ovérall project is managed and
administered. As you ponder these
issues, consider the following,



Project Drivers

The design and construction of each
project are controlled by a combina-
tion of unique factors and drivers.
Some of these drivers are project
specific, such as those affecting price,
schedule, and quality. Others are dic-
tated by the personality of the owners
and how they want to manage the pro-
ject. Project delivery systems are
intended to establish a framework to

help the owner achieve thésc drivers,

with some systems being better than
others at meeting specific drivers.

Consider, for example, an owner
who wants to use design/build to
aécomplish three goals: (1) getting a
value-engineered design; (2) eliminat-
ing any claims against it for design
defects; and (3) obtaining the lowest
price possible, Add to the equation the
owner’s expectation that it will control
the design using detailed, restrictive
(rather than performance) specifi-
cations developed by its A/E prior to
involvement of the design/builder. Can
design/build be used in this scenario?
Certainly. Will the owner’s objectives
be met? .Hard]y. ‘

The problem is created by the
owner’s need for control, which seri-
ously jeopardizes each of the projecf
drivers. By controlling the design, an
owner stifles the ingenuity and creativ-
ity of the design/builder’s team, because
the team is required to use the owner’s
design ideas. As a result, the ability of

‘a design/builder to achieve meaningful

value engineering or cost savings is
seriously impeded. Similarly, if an
element of the owner’s design is
faulty, the owner will likely be held -
responsible, effectively nullifying the -
single point of responsibility benefit of
design/build. :

Many other examples show how
misaligned project drivers can result
in an unsuccessful design/build project.

A number of these involve owners who
select design/build because of the need
for early project complet'ion, yel insist
on processes that delay the process
(such delaying construction until design

for the entire project is completed or

reviewing every iteration of the design
as it 18 being developed). In short, if
yoi.l are an owner who (a) distrusts your
service providers, (b) cannot make
decisions to keep pace with tight sched-
ules, and {c) micro-manages by com-
mittee, you will probably be better off
using another delivery system, such as
at-risk construction management.

Relationship of Procurement and
Contracting Methodology

As with all project delivery systems,
the design/build process merely
establishes the roles and relationships
among the key members of the project
team. Owners sometimes forget that
for specific project goals to be achieved,
the project delivery system raust be
Compa;iblé with the owner’s contract-
ing methodology (e.g., lump sum, cost
plus Vwith gharanteed maximum
price-GMP) and procurement process
(e.g., direct selection, competitive best

~ value). If any of these three elements

are out of alignment, the owner’s
expcctatiohs are not likely to be met.
When speed of overall project deliv-
ery is the major driver for selecting
design/build, the owner should seri-
ously consider using a procurement
strategy based on qualifications and
competitive negotiations, with price
competition, if any, limited to fee and
general conditions expenses. Owners
interested in selecting the design/
builder on the basis of a fixed low
price will undoubtedly spend signi-
ficant time in the procurement process,

eroding much of the time-savings

-obtained in the merging of design and

constriction,

Matching an owner’s high quality
expectations with its procurement and

* contracting preferences can also be

problematic. When u design/builder is
selected primarily on price, it may
have little incentive to spend its -
money or time to consider life-cycle

. costing issues, or to give the owner

quality that exceeds what is being
specified. If quality is a significant dri-
ver, the owner should ensure that
qualifications of the design/build team
are part of the selection process, as
well as proposed life cycle costing
approaches. Likewise, if the owner
wants to have more control over what
is being designed-—which is particu-
larly important in projects with rigor-
ous architectural standards (such as
courthouses and luxury hotels)—it
should consider selecting the design/
builder on qualiﬁéations, with a GMP
set after the design has evolved.

Attributes of Successful Projects
As noted above, project success is
not determined solely by the choice

‘of project delivery systems. Instead,

a host of other factors help predict
project success or failure, This was
confirmed by a recent study on project
delivery undertaken by Professor
Victor Sanvido on behalf of the
Construction Industry Institute. The
study showed that the best-performing
projects have the following attributes:

+ Adequate to excellent ability of
owner to make decisions

= Adequate 10 excellent scope
definition

+ Excellent ieam communications
* Qualified contractor pool

» High ability to restrain the contrac-
tor pool through prequalification and
shortlisting.
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Likewise, the worst-performing pro-
jects were characterized by:

+ Contractors engaged late in the
design process

« Limited or no prior tcam experience
+ Onerous contract clauses

+ An owner lacking ability to make
. decisions

= No prequalification of bidders:

Given this, it is clear that if a design/
build relationship is organized with all
the features of the wérst-perforﬁling
projects in the CII study, the project

is likely to be troubled.

What Should You Do?
If you are an owner who is thinking
about using design/build for a project,
what shoutd you do? Successful pro-
ject owners will, at the outset, care-
tully consider whether their unique
personality and goals can be addressed
through design/build. Many do this
analytically, often by using a selection
matrix process to consider the attrib-
utes of available delivery systems and
balancing them against the project
drivers and the owner’s personality.
If design/build scores well, you then
need a pfocuremcm and contracting
plan that takes advantage of this sys-
termn’s strengths. Think through what
you realistical_ly need to review,
approve, and control the design and
construction. If you make your needs
too severe and restricting to the design/
build team, you will likely find that
you have a problem that impacts your
long-term project goals.

Above all, do not delude yourself
into believing that simply by calling

your project “design/build” you have a -

fail-safe mechanism for meeting all of

your needs. You need to carry the prin-
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ciples of design/build forward into
your procurement, contracting, and
management of the project.

In-Depth Information on Project
Delivery Systems '
Although there are a number of arti-
cles that give snapshots of the attrib-
utes of project delivery systems, few
resources are available that provide an

in-depth discussion of these systems.
" Those who would like access to this

in-depth information in one place
should consider the following:

+ Handbook on Project Delivery, pub-
lished bj/ The American Institute

of Architects, California Council
(1996)

« Project Delivery Systems for
Building Construction authored by
" Robert Dorsey and published by the
Associated General Contractors of
America (1997), o

F.inally, those interested in reviewing
project delivery through an interactive
CD-ROM format should consider
Construction Project Delivéry Systems:
Evaluating the Owner’s Alternatives.
This program, published by A/E/C
Training Technologies at www.
gectraining.com, is not only a compre-
hensive resource, but also provides
owners with specific assistance in
using the analytical matrix process
discussed above. It is a training pro-
gram registered for CEU credit with

AIA/CES.

Michael C. Loulakis is a shareholder
in the Vienna, Va., office of Wickwire
Gavin, P.C. Mr, Loulakis’ legal prac-

tice is exclusively devoted to represent-

ing parties in the construction indu.s!ry,
including ownersidevelopers, sureties,
contractors, and design professionals.
Mr. Loulakis is also the author of a
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widely acclaimed imteractive CD
program (registered with AIA/CES)
titted Construction Project Delivery
Systems: Evaluating the Owner’s
Alternatives, produced ard distributed
by AIEIC Training Technologies

www.aectraining.com.
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