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IESE Combined Forum 10th March 2010
Lessons Learnt from the IESE Process
Executive Summary

Eighty delegates representing client authorities, framework consultants and framework contractors attended the Combined Forum.  The forum shared lessons learnt 4 projects that used The IESE process.
Process Lessons
1. Client Brief.  Seek real clarity of brief from the client and involve the Facilities Management team.  If the brief is open, insist on a list of “Must Haves” and “Nice to Haves”.  Good results were achieved from facilitated workshops attended by a range of stakeholders, including End User & FM.  Ensure dynamic cost reviews as brief and design evolve.
Clients should be open in mini-competition where budget costs are too high and could use the mini competition exercise to challenge costs.
Consider using Design Quality Indicators (DQIs)

2. Early contractor involvement  provides opportunities for designing once / right first time, reducing the need for detailed Value Engineering (VE) exercises.  It is acknowledged that VE may have been avoided by earlier contractor appointment and reducing delays in formalising Terms & Conditions of Pre-Contract Agreement (PCA).  PCA appointments are generally better embedded.

Consider similar appointments for specialist sub contractors who will bring specific value to projects.  A good example was reduction of a grossly oversized plant room following early involvement of the M&E sub-contractor.  This provided major reduction in costs.
3. Contractor pre-construction fee is good value and tiny in the scheme of things and should in principle not be free of charge.
PCA fees are best aligned to stages or milestones to avoid confusion should the programme be disrupted.
PCAs should be align with procurement strategy and make provision for early orders.
4. Procurement Strategy and approach to SMEs, apprenticeships are not generally considered in the mini competition and should be given more attention by clients and consultants.  IESE is now prompting Procurement Strategy in the mini comp template.  The framework is tracking social employment on IESE projects, IESE is producing the reports.
5. Roles & Responsibilities; there is definite value in having face to face (Responsibility Accountability Consult Inform) RACI meetings.  These work better still when facilitated.  Examples were cited where responsibilities have not been formally clarified until this exercise.  There is general acceptance that a RACI workshop should be held immediately after the collaborative team is assembled.  It can be a long process if facilitated from blank RACI form, so prioritise half of the items at least.
6. Gateway process?  In some cases, teams were slow off the mark in integrating Gateways into the project programme with the Client team.  When introduced they were of considerable value.  Some Client Reps acknowledged that they have learnt to pay more attention to the agenda over an original tick box approach, and do not rely on “it will be alright on the night” approach.
7. Client and Contractor personnel changes are very disruptive, so try to avoid if at all possible.  This simply underlines the importance of ensuring formal change management tracking and RACI outputs are in place. 
8. Contract sum and programme The process of agreeing the contract was often made difficult due to the necessary VE exercises, and earlier contractor engagement can assist with this.
9. Smooth transition to contract work.  Where the process was working to the intended programme, the project was served well by the PCA works.  But where time constraints dictated start of construction with design still in progress particularly to permit Value Engineering (VE), catch up and cost clarity of what has changed is all the more important.  Personnel changes very disruptive if at this point.  

10. Resolution of construction issues (i.e. sub-contractor performance, buildability, material availability)?  Good communications promote quick resolution of sub-contractors performance, and early warnings that a sub contractor was facing liquidation and permits changes to be considered.
11. Successful hand over (i.e. testing and commissioning, defects, H&S file etc)?  Good relationships clearly assist, and KPI team performance reviews are good at clearing the air and maintaining relationships.  At handover, gaps in the brief may emerge with End Users either controlling the building environment in a different way to the intended design or being disappointed with features ‘missing’.  This highlights the importance of good stakeholder engagement over the whole life of the project.
Early involvement of End Users  & Facilities Management teams ensures better handover outcomes and smoother on going building operations.  Think about the FM operator, sometimes they are direct employees and lack some of the technical sophistication of major FM maintenance companies, keep the controls for plant room simple.
12. Resolution of cost issues and agreeing final account?  Generally with proper cost management at contract formation, and with limited changes then naturally there was prompt resolution of the final account.  Where VE was still in progress, and change control variable this wasn’t the case.
PAGE  
2

