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Foreword

The first edition of this Code of Practice, published in 1992, set out a job specification
for a project manager and provided guidance on the project manager’s role. Since
then project management has become an integral part of the construction industry
and been responsible for its increased reliability and quality of product.

The next few decades experienced some significant changes within the industry with
much focus towards changing our culture and communication. The interaction
between the key participants in this industry, which produces many spectacular pro-
jects with increasing levels of complexity and technological prowess, continue to
evolve around the necessity to deliver projects within an agreed budget, to a level of
acceptable quality and within an agreed time scale.

The fourth edition, published in 2010, captured a range of themes across the indus-
try. In this fifth edition, prepared in collaboration with a number of key professional
bodies, the entire document has been overhauled to make it more contemporary
while maintaining the integrity and rationale of the role of a project manager and pro-
ject management in context of the construction industry.

Following the spectacularly successful delivery of the Olympics (London 2012) and
continuing with the UK Crossrail project, construction is at the forefront of successful
project management. This fifth edition, although developed specifically for the UK
construction industry, will continue to satisfy the ever increasing demand for an
authoritative document on this subject in other parts of the world.

| strongly commend this valuable multi-institutional code of practice to all the industry’s
clients, to practising project managers and indeed to all students of the subject and
their mentors.

Jack Pringle, PPRIBA Hon AIA FRSA DipArch BA (Hons)
Principal, Managing Director
Pringle Brandon Perkins+Will

Xi
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Infroduction

Project management

Definitions

Project management has come a long way since its modern introduction to construc-
tion projects in the late 1950s. Now, it is an established discipline which executively
manages the full development process, from the client’s idea to funding coordination
and acquirement of planning and statutory controls approval, sustainability, design
delivery, through to the selection and procurement of the project team, construction,
commissioning, handover, review, to facilities management coordination.

This Code of Practice positions the project manager as the client’s representative,
although the responsibilities may vary from project to project; consequently,
project management may be defined as ‘the overall planning, co-ordination and
control of a project from inception to completion aimed at meeting a client’s
requirements in order to produce a functionally and financially viable project that
will be completed safely, on time, within authorised cost and to the required
quality standards’.

The fifth edition of this Code of Practice is the authoritative guide and reference to the
principles and practice of project management in construction and development. It
will be of value to clients, project management practices and educational establish-
ments and students, and to the construction and development industries. Much of
the information contained in the Code of Practice will also be relevant to project
management practitioners operating in other commercial spheres.

There are many definitions in existence for the term ‘Project Management’. The CIOB,
in this Code of Practice, and in all other publications, uses the following definition:

Project management

The overall planning, coordination and control of a project from inception to completion
aimed at meeting a client’s requirements in order to produce a functionally viable and
sustainable project that will be completed safely, on time, within authorised cost and to
the required quality standards.

Table 0.1 summarises a number of definitions of project management, as practiced
by a selection of leading organisations involved in project management within the
construction and building industry in UK.

Code of Practice for Project Management for Construction and Development, Fifth Edition. Chartered Institute of Building.
© Chartered Institute of Building 2014. Published 2014 by John Wiley & Sons, Ltd.
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Code of Practice for Project Management for Construction and Development

Table 0.1 Definitions of project management

Organisation Definition of project management

Chartered Institute of Building The overall planning, coordination and control of a project from inception to
completion aimed at meeting a client’s requirements in order to produce a
functionally viable project that will be completed safely, on time, within
authorised cost and to the required quality standards.

Association for Project The application of processes, methods, knowledge, skills and experience
Management to achieve the project objectives.*

British Standards A unique set of coordinated activities, with definite starting and finishing
6079:2010 points, undertaken by an individual or organisation to meet specific

objectives within defined schedule, cost and performance parameters.

Office of Government The planning, monitoring and control of all aspects of the project and the
Commerce (Department of motivation of all those involved in it to achieve the project objectives on
Business, Innovation, and skills) time and to the specified cost, quality and performance.?

International Organization for Project management is the application of methods, tools, techniques and
Standardization competencies to a project. Project management includes the integration
21500:2012 of the various phases of the project lifecycle.

International Project Project management (PM) is the planning, organising, monitoring and
Management Association® controlling of all aspects of a project and the management and leadership
IPMA of all involved to achieve the project objectives safely and within agreed

criteria for time, cost, scope and performance/quality. It is the totality of
coordination and leadership tasks, organisation, techniques and measures
for a project. It is crucial to optimise the parameters of time, cost and risk
with other requirements and to organise the project accordingly

Project Management Project management is the application of knowledge, skills and techniques
Institute* to execute projects effectively and efficiently. It is a strategic competency
PMI for organisations, enabling them to tie project results to business goals —

and thus, better compete in their markets.

"Definition as available at http://www.apm.org.uk/content/project-management (accessed November 2012).

Definition obtained from OGC Glossary of Terms & Definitions vO6 March 2008 — at the time of publication the document is available at
www.gov.uk through publications of the Department of Business, Innovation & Skills.

3Definition obtained from ICB 3.0 — page 127.

“Definition as available at http://www.pmi.org/About-Us/About-Us-What-is-Project-Management.aspx (accessed February 2013).

Characteristics of construction projects

Construction projects have inherent features that make them highly complicated
enterprises. These features are characterised by high levels of complexity, uncer-
tainty and uniqueness and include

e Complexity created by the fragmentation of the organisational mechanism by
which most projects are delivered. Usually the project delivery team is external to
the client organisation, there is a separation between the designers and the con-
structors and the requirement for a wide range of specialist knowledge and skills
demands the involvement of a large number of consultants, contractors, suppliers
and statutory bodies.

¢  Complexity of the technology involved in the construction of modern buildings.

e Logistical complexity created by the locational aspects of projects — the site being
a fixed location means that everything else must be taken to it. It is likely logistical
complexity will be increased in a highly urbanised country where the pressure on
land means the building footprint is likely to be the same as the site area, leaving
minimal working space.
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¢ Uncertainty created by exposure to the extremes of the weather.

¢ Uniqueness of each project; the project organisation and the participants
vary, site conditions are different, technology adopted for the building varies,
external influences on the project will be different and client constraints will
be different.

e Uncertainty caused by the time necessary for the project life cycle. The longer
the period of time, the greater the opportunity for the project to be impacted by
changing external circumstances, such as economic conditions, or by changing
client requirements.

Further pressures are created by a client needing to commit to key criteria such as
the project duration and cost budget at an early stage, often before the full implica-
tions of what the project actually is about and how it is to be implemented have been
developed in detail.

Most participants to the project are involved because they are offering a service or prod-
uct as part of their business activity. It is usual practice for this involvement to be a formal
contractual agreement with an agreed fixed, lump sum price based on a definition of the
service or product required. Throughout their contribution to the project, participants are
therefore balancing protecting their commercial position with working towards helping to
achieve the overall project objectives. This relationship is not without difficulties and does
not always work to the best advantage of the client or the project.

Characteristics of construction project management

1

Construction projects are intricate, resource consuming and often complex activities. The
development and delivery of a project typically consists of several phases, sometimes
over lapped but always linked, requiring a wide variety of skills and specialised services
to balance the key project constraints (Figure 0.1). In progressing from initial feasibility
to completion and occupation, a typical construction project passes through successive
somewhat distinct stages that necessitate input from such asynchronous areas such
as financial institutions, regulatory and statutory organisations, members of the public,
engineers, planners, architects, specialist designers, cost engineers, building surveyors,
lawyers, insurance companies, constructors, suppliers, tradesmen and cost managers.

During the construction stage itself, a project of relatively simple design and meth-
odology involves a wide range of skills, materials and a plethora of different but
often sequential activities and tasks that must follow a predetermined order that
constitutes a complicated and sensitive pattern of individual criteria and restrictive
sequential relationships.

The Construction Industry Council (CIC) suggests that the primary purpose of project
management is to add significant and specific value to the process of delivering
construction projects.? This is achieved by the systematic application of a set of
generic project-orientated management principles throughout the life of a project.
Some of these techniques have been tailored to the sector requirements unique to
the construction industry.

The function of project management is applicable to all projects. However, on smaller
or less complex projects, the role may well be combined with another discipline, for
example, leader of the design team. The value added to the project by project
management is unique: no other process or method can add similar value, either
qualitatively or quantitatively.

Construction project management skills.pdf, at http://www.cic.org.uk (accessed April 2014).
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Adding value

Quality/
Cost performance

Function
Sustainability
Safety

Time

Figure 0.1 Key project constraints.

The raising of standards should lead significantly to the adding of value. Greater
awareness can result in better design, improved methods and processes, new
material choices, less waste, decreases in transportation costs and ultimately
more efficient buildings, all of which can bring added value to the whole develop-
ment process.

Scope of project management

Construction and development projects involve the coordinated actions of many dif-
ferent professionals and specialists to achieve defined objectives. The task of project
management is to bring the professionals and specialists into the project team at the
right time to enable them to make their best possible contribution, efficiently.

Professionals and specialists bring knowledge and experience that contributes to
decisions, which are embodied in the project information. The different bodies of
knowledge and experience all have the potential to make important contributions to
decisions at every stage of projects. In construction and development projects, there
are far too many professionals and specialists involved for it to be practical to bring
them all together at every stage. This creates a dilemma because ignoring key bodies
of knowledge and experience at any stage may lead to major problems and additional
costs for everyone.

The practical way to resolve this dilemma is to carefully structure the way the profes-
sionals and specialists bring their knowledge and experience into the project team.
The most effective general structure is formed by the eight project stages used in this
Code of Practice’s description of project management.

Project lifecycle

The different stages of the project lifecycle as identified across the industry have
been summarised and compared in Figure 0.2.
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In many projects, there will be a body of knowledge and experience in the client
organisation which has to be tapped into at the right time and combined with the
professional and specialists’ expertise.

Each stage in the project process is dominated by the broad body of knowledge
and experience that is reflected in the stage name. As described earlier, essential
features of that knowledge and experience need to be taken into account in earlier
stages if the best overall outcome should be achieved. The way the professionals
and specialists who own that knowledge and experience are brought into the
project team at these earlier stages is one issue that needs to be decided during
the strategy stage.

The results of each stage influence later stages, and it may be necessary to involve the
professionals and specialists who undertook earlier stages to explain or review their
decisions. Again, the way the professionals and specialists are employed should be
decided in principle during the strategy stage.

Each stage relates to specific key decisions (see Table 0.2) Consequently, many
project teams hold a key decision meeting at the end of each stage to confirm that
the necessary actions and decisions have been taken and the project can therefore
begin the next stage. There is a virtue in producing a consolidated document at the
end of each stage that is approved by the client before proceeding to the next stage.
This acts as a reference mark as well as acting as a vehicle for widespread ownership
of the steps that have been taken.

Having considered the social, economic and environmental issues, projects begin
with the inception stage which starts with the business decisions by the client that
suggest a new construction or development project may be required. Essentially, the
inception stage consists of commissioning a project manager to undertake the next
stage which is to test the feasibility of the project. The feasibility stage is a crucial
stage in which all kinds of professionals and specialists may be required to bring
many kinds of knowledge and experience into a broad ranging evaluation of feasibility.
It establishes the broad objectives and an approach to sustainability for the project,
and so exerts an influence throughout subsequent stages.

The next stage is the strategy stage which begins when the project manager is com-
missioned to lead the project team to undertake the project. This stage requires
the project’s objectives, an overall strategy and procedures in place to manage the
sustainability and environmental issues, and the selection of key team members to be
considered in a highly interactive manner. It draws on many different bodies of knowledge
and experience and is crucial in determining the success of the project. In addition to
selecting an overall strategy and key team members to achieve the project’s objectives,
it determines the overall procurement approach and sets up the control systems that
guide the project through to the final post-completion review and project close-out report
stage. In particular, the strategy stage establishes the objectives for the control systems.
These deal with much more than quality, time and cost. They provide agreed means of
controlling value from the client’s point of view, monitoring time and financial models
that influence the project’s success, managing risk, making decisions, holding meetings,
maintaining the project’s information systems and all the other control systems
necessary for the project to be undertaken efficiently.

At the completion of the strategy stage, everything is in place for the pre-construction
stage. This is when the design is developed and the principal decisions are made
concerning time, quality and cost management. This stage also includes statutory
approvals and consents, considering utility provisions such as water and electricity,
monitoring of the environmental performance targets, and bringing manufacturers,
contractors and their supply chains into the project team. Like the earlier stages, the




