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SUHRY

Although a considersble asmount of assistance has been available for many
years on the financing of iadividual capital projects, it is only recently
that the U.XK. has embarked on work that is specifically iatended to presote
the growth and stability of indigencus comstruction industries in
developing countries.

In fact, although the series ¢’ ‘ome-off* misagonent training courees fer
local coatractors mmuamneu-mamm
over the past few years by the UNECA have been valuable initiatives, there
is a geowryl lack of appreciation of the potential role of an indigencus
construction industry in national development. Yot govermments and develep~
ment agenciss are important clients of the industry and are thus in a streag
position to influence the verforoance and direction of construetion activity.

This general gap in aid programaes led the U.K.-besed Intersediate Tochnelegy
Developaeat Group to put forward a proposal for ‘Technological asd Prosedural
Guidance to the construction industries of less developed countriee.' Mie
project was financed by the Overseas Development Adainistration, Foreign and
Commcaveslth Office (then the Ministry of Oversees Develovment) for the
initial period 1969-72.

In order to avoid too grest a degree of diffusion of work asd iaterest, it
was decided that this initial project should be limited maialy to Africes
countries, and particular attentica was given to wark in Nigeris aad Kenmya.
Since inadequate conmstruction Banagoment sikills were ideatified as one of
the main comatraints om indigenous comstruction capecity in a number of
African countries, it was decided that the attentiop of tde project should

be concentrated oa two particular aress of worki-




1. The identification of ~elevunt manazemen® techniques

for indigemovs oraidigy oatractors.

2. The subscouert explioratvion of appropriate tcaching material

and effective sanagenent {echniquer.

In Nigeria a series of {our day 'conventions' werc held for contracters

and government offices ¢f each ot the six Northern Statez. At these con-
ventions, prepered teachinr material covering eicmentury management skillse
for smell building firus wos rresented to the participunts, using a

variety of techaiques .ncluding lectures, seminars, filme, exhibitions and
dramatisations. Visual aids also iormed a vital part of the progranmes, &8
it was felt that the many cob!ractors with a limited experience of forsal
education would find it easicr %o absorb visua ly-presented and enlivened
saterial rather than merely verbal expasitions. Since relatively few of the
participants were reslly flueat in the Zuglish larguage, it was encouraging
thet they showed thensclves willirg and able to absorb the information and
techaiques presented tu thes anc felt that they could be usefully applied
in their working life.

The experience gaired in Nigeria led to an invitation Lo vork with the
training ssaff of the keaya Nat.onsl Conatruction Corporatios cn the prepara-
tiom c¢f specialised cours? matu. .al for .« in their training prograame for
Kenyan Wildiag coatractors., Thic gave the projest tean an opportunity te
further develep their training sethods sod wedia in the rether different
sconemic and nocial environsent oi Sast Africa.

At & rosult of these coyortinities to atudy et [{rat hana the reaction of
prasticsl Afﬁﬂa businesamen to & corastruction ssmagenent training progreses,
1TU0 have produced » zuriae of tudcaimpr aits, which can fors the basis of

a comprebensive sanstruction industry treining prograczse., It is sug;ested
tiat subject areas which sheuld be partigularly esmphesised in such a progremme
include:

d. th. tusiness sanazenent of 3 comtrasztin, fime including

meriketing, beak-keeping and acerunting, =etimating and
terderin:, cost Control, vudgetin: asd forward rlanning.
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2. the operationai manageaent of tuiliingz projects including
contract procedure, site layout ani organisstion, job
progremming, plant maragement and maintenance, purchasing
and storing .. mater.. ..

5« persoanel and supervicory managerent with particular
emphasis on intermodiate technologies and labour-intensive
techniques,

The fimal section of the paper proposes certain measures to mconra;é

the organisation of modern construction productior. in developing countries.
It exphasises the fact that the ome resource which is usually in abundeat
supply in developing couniries is unskilled sanpover, and that sany con~
struction imdustry operations are capable of adjustment to maximige their
local ladour conteat. Hany of the difficulties that stem from the greuter
strain that is theredy thrown on Banagerial and techatcal reacurces can

be sinimised by the prior isplementation of properly planned training and
development scheses. ’

Tollowing & discussion of the initiatives of the Kenya Natiomal Construction
Corporetion in th's field, the Paper smphasizes the importance of forsulat-
ing policies covering teader procedure, contract finance and adsinistration
®ost 1ikely Lo encourege the d-;ﬂmut of a capable, sslf-reliant |
indigenocus Building Mstry
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QSISTANCS iU DFVBLOKING SUUNTR1ss IN Tl

CONSTRUCTION FIELD.

The latest published figures for the United Kingdom's overseas
2id expenditure 1 show that ihe aid programme together with
other contributions to development anounted to a total gross
figure of £277.,9 millione in 1971, compared with £218.8 millioné
in 1970, The nsett figure for aid disbursements, taking into
acoount capital repayments was £255.8 millions or 0.42 of the
Gross National Product. These figures compared with £168.9
millions or 0.37 per cent respectively in the previous year.
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Rett private financial flows in 1971 were considerably larger
ot £416.7 willions or 0.74 per cent of GNP. Thus total (privaty
Plus official) nett flows in 1971 amounted to £652.5 millions,
Tepresenting 1.15 per cent of GNP or rather more than the 1 per|
cent of GNP target set for donor countries by the United Nati
Conference on Trade and levelopment in 1968, However, the 0.7 |
per cent target for official aid has not been reacbed and the #4
proportion of official aid declined sharply from 0.53% per cent 3

in 1964 to 0.37 per cent in 1970. Although it is again begine °

ning to rise, the British Government does not accept the need
for a separate offioial aid iurget.

0f the £268.9 millions gross disbursements under the aid pro-
gramme, some £235.5 millions was in tie form of bilateral aid, |
and £30.5 milliouns was channelled through intermational
agencles such as the International Development Assooiation

and the United Nations Development Progranme. Of the total
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1. British Aid Statistics - Statistics of Econonie %o
Developing Countries. 1967-71., H.i.S.0. Md
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bilateral eld, £48,4 miliiong were in the torm of Iinancial
grant, £121.6 nillions were inter-Government loans, £53.4
millions were {op te~taiea’ ~gsistance ©f various kinds and
£15.2 millions were a:ivances to tie Commonweal th Uevelopment
Corporation.,

lLost of the Uniteq Kirgdon's nilateral ald continuca to be
directed to Corvmonwealth countries, and in 1971 the figure

was over three-quarterg of The total at £218,0 williong, O
this £93.3 millions went to Commonwealth Countries in Asia,
£65.0 miliions to those in Arrica and £24.5 milliono to the
Cerribbean. 4 large Proportion of the total bilateral aid
programme consists of direct technical and training progranmes
s&nd at the end of 1471 there were 12,3¢; British men and women,
financed bilaterally irom U.X. pudblic funds, serviag in the
developing cruntries.

Althougr a comsideravle amount of assistance has bdee: availadle
for many years on the financing of individual capital projects,
it ie only recenily thet the U.X. has embarked on work that is
speciftically intonded L0 promote the growth and stadility of
indigencus construction ind.stries in aeveloping countries. This
is perbaps surprising since the U.K. consiruction research
organisationa, rarticularly the Overseas Diviasion of the
Buildaing Research Jtation aud the Tropical Section of the Road
Research Ladoratory, have made @ vory significant contributicn
to research, clasaifioation and disesemination of information

on design and construction techniques and the proper use of
uaterials, Unfortunately, this leavos many developing countries
beavily reliant on imported building materials and expatriate
8killy for their construction capacity and, more seriously, for
their long-term economic health, without co-ordinated training
and development plans to encourage the growth of local cone-
struction capacity.
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kany direct econoamic aisadvantages are ascociated with the _
external supply of builaing ma+erials and construction services, 1
besides the fect that tuis situation makes the country conecrned ¢
uncomfortably dependent con these sources for its coummercial
health. Ffor example, in many African couutries in tns recent
past expatriate firms uad a virtual monopoly of government-
financed consiruction work as well as effective dominance in
the private indust-ial, commercial a.d housing sectors. Since
inclusion on approved lists of contractors and invitations to
tender have, understandably, been based cn evidence of s
experience, adequate financial and physical resources, together |
with bigh attainments in the art and science of construction
managenent, it is particularly difficult for indigenous entre-
prensurs t0 make their way in the industry without assistance.
Thus the expatriate firms arec woll placed to maintain their
position, raising capital lucally, cpending much of it onm
imported nzachinery, materials and expairiate staff and then
exporting their profits at tne end. Thus, of the half of thoir
capital expenditure tha' most developing countries spend on *
building and civil engineering works, a subatantial proportion '
is spent externally and a major chanse to oreate valuadle
omployment opportunities ig lost,.

Pew countries and developuent agencies bave sven recogaised

the scale of the protlex and the consequent need for a compre-
hensive approsch to the encourageament of a self-sufficient

local construction industry. Yet govermments are important
clients of the industry and are thus in a strong position to
influecnoe the performancey and direction of conmstruction activity
Ther~ are growing signs that many developing countries wish to |
0e¢ the indigenous contractor playing an increasingly iuportant
part in the irplementation of their development plans. =




dxaaples 01 the goprg o Guslutance thut hag been given 1o

these inaustries are ihe series of 'one-ottt nanasenent traine
ing courses ror local COLLLaCEOIS i1 & nuaber of african
countries that nave peen ‘reanised over tne last few years

by the Econonic Vomaission for Africa, These have been valuable
initiatives but, due to taeir 'one~-off! nature, cculd only

38rve as a dmonstratior of the possibilities of contractor
training which eould be congolidated by g properly-planned
training programme,

A more susteined exauple of systematic contractor training and
developuent is %he Kenya National Construction Corporation
Limited, which is & joint venture between the Kenya Government
and NOARD, the Norwegian 2id agency. It was set up in 1967
with the aim of training indigenoue contractors ard thug
enabling them to undertake a larger proportion of the building
and consiruction work in the country, Although it ig orgsnised
a8 a limited company, the Jorporation operates wholly within
the public ssctor ang a8 majority of the Directors represent
interested Government Departments. The Corporation assigts
local contractors iy three wayss

- Allocation and. supervision of Government and other
contracts,.

- hert term loan finance to provide working capital,

- Praining and educational facilities.

An asssssment of tije training sspects of the work of the Corpore
ation during its first five years is given in an Intermediate

o
Technology Developuent Group publication written by the autinor, 1

-

1l - The National Construction Corpocation, Keuyas a Study of
an African Contractor Training Corporation. ID Building
Intormation Paper o, 7.
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Lhowever it was clear thal tucre vas + vuesul .1k of approCioe
tion of the potential and verds of duvelopin: construction
industries. Thus +the U.u. Inmerccalate Yechuolory Developuent i
Group Limited, = U.K. oused nou-profit n:uin- develorment group, ;
put rorward a proposal duted 13tk ctover, 1966 for "lechno-
logical and Procedural guidance to tre consiructiion industries
of less developed countries." The cenmeral ain of this project
was t0 help improve the efficiency of local building operations ° %
in developing countries by making available to local constructi;
industries guidance on appropriate technology and business
procedures. This project was financed by the Overseas Develope i
ment Administration, Foreign and Commonwealth Oftice (then the 4
iinietry of Overseas Development) for the period 1969-72.

The original project proposal mut forward four main hypotheses: §

1, The 'intermediate'level of construction, which lies
between the traditional activities of rural builders
and the advanced technology of Huropean=type enter-
priges, is of particular importance in develoring
countries: and the need is to prc.ote the business
and industrial efficie:cies of this category of
construction activity.

de The performance of intermediatc-level cunztruction
Tepresented by such key individuals a3 the swall con-
tractor, the manufacturer, merchant and foreman can
be laproved by making available to thenm guidance
devised specifically for their needs. It is believed
thet the kind of inforuation wost urgently needed
relates less to the design of buildings which hag
received more enphasic in the past, than to technology
and procedure necessary to the vhole preecess of con-
struction from materials extracticn to agsembly.,

3, #hile there are some pointers 10 the iring of information
needed by intermediate level tuilders, there is mueh
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less certainty about ways of effeciively Comaunicating
it to thenm.

4. It was recognigeq that the direct influence of one ssall
tean working in tnis ficld was bdoun¢ to be limiteda. It
was therefore intended to vrganise the Progranmme in guch
& way as t0 draw upon the Uppropriate wpecialists and
research and professioral inatitutions throuzhout the
courase of the enquiry in such a Yay as €0 prepare the
ground for an extended application of the Tipdings.

= In order to achieve the general alm, 1in acoordance with the
above hypotheses, 171G put forwara four individual objectives,

1. It would first bde hecessary to deteraine the precise
nature of the guidance to be &iven, within the overall
framework of teohnological and procedural guidance in
8000rdance wi:h the needs of the &ccessidle ugers.

2 This would involve tue identificution of groups of
potential users, 8¢ that it would be pessidle to estadlish
how appropriste knowledge ang inforaation eould de com-
Bunicated to “‘hem,

3o The preparation of training saterial, covering techno-
logical and procedural guldance in the fora hest suited
to the needs of intermeciate level builders in developing
sountries.

4o To prepare the ground for an extended application of
findings to expand end build on the inevitadly limited
direot influence of the IT? Building project tesa.
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The first decisior thmt vag :2gulled +4au Wustudr v ouse tis :
. e i . :
rroject in the JUnitea ..ing ot or 1r » grecific uevelioping 2

country. althouch the latter courze nad ouvious aliractions.
it was felt <o be too Liwlivin~ fur trne initial research phase
Zor the following reaco.s: :

1,

2.

Je

L

The project utilices und inter,reta nork om constructid
polioy, managsuent .evelopuent and adult educational :
asthodology, that is much wore scadily avaiiable 1in
the J.k.

An izportant aspect ol iko project’s tass uas seed .9
wotivatic. s, ir toe sense Or suraasising the crucial
role of au erficient und sfrective local construction |
industry in the iz lementa iun ol developaent yrosrtm&;
Thas reyuired ¢ clcse and coniinudpg ralationship withi
international sovernment, Jezel..uent, ald and researcy
1e8 based ir tie U.n. zad ip suvape. 3

It was realised tigt the r:secarm tindin s would have 4
BOTe genersl religvance and aprlication if oased on word
in & range of diffeceut couniries and regicns. A proj€
with tuis epreasd 13 zore easily adminiaterea from a |
SUropesn base. :

It 48 easier %o obtain hign calicre staff to provide
specluliat advice, if they Ao uot “ave to asever all
eontact with inelr inetituiivic and centres of expertif
and learning 1. tae Ul

The ;r.duction of asejuuate “euuzin_/leurning ..aterial
easier and cheaper in the U..., ate the waterial itsell
has & mors gororal relevance 12 1t 4. been tested ip
nuamber o1 dilflerknl Counls o3 ang 13 ions.




Ir order to =vcid toou grual A degree to Yif7Goion of work
and intereat it was decided that fols initial nroject should
concern itgelf wainly witi africaw countries, und particular
attention wes giver i¢ wor i. #igerias and lexnya,

Inadeyuatc construction mafacenent sullls wore identified ag
one of the main conztraints on indigenous constructicn capacity,
irrespcctive of the way in wuich tigt cepacity was orconised.
Vbetner building is done by private contractors, governmente
owned units, cooperatives or relf-help groups, the need for
effective and tlexible nanagement of resources is crucial.
Although & good deal of attention has been givento the design
of duildings of various inds, the cost and durability of the
structure depends to a very great cxtent on those concerned
with t.e process of conmstructior - In Nigeria and Kenya the
local duilding contractors. Thus it wae deocided that the
attention of the project shculd e concentrated on two
particular areas:-

1. The identification of relevant management techuiques
for indigenous building contractors. -

o Tae subsequent exploration of appropriate teaching
peterial and effective menaganent techniques.,

In Nigeria work atarted with government-registered building
contractors in tha northern Sttates. One reason zor the
project etarting ite practical research work in Nigeria wes
tir recoguised high cost of eonstruction and the uced for
soonoaies. The Higerian Developuent Plan 196:-68 commenteds +

“The (Pederal and State) Governments hove to effect
oonaiderable cccnomies so ns to provide the same
- amzenities at zuce cheaper cost both by bulk nurchases

1l - Pede:zal Govsrnment of silgeria sational Develorment
Plan 19672-iu3,
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"and sinpliried detlga. By tae wse of ras malerials,
proyer taming una G00ve Lil oy fiuad wlle.ence to
accepted tender procedures, as well as by increasing
tue degree 01 3tanducdisation, it is hoepea tnav such
costs cau effectivel; te lowured,

3ut these hojec were not fulrilled, and it was later estimated

that instead of btuilding costs in Ligeria veing <0 per cent
below comparable U.K. figures as would be excected irom a
comparison of price levels and wa.e rates, the actual
difference was only 5 per cent. This was attributed to the
high cost of imported waterials, high profit margins, con-
tractual inefficiencies, together with wastage of manpower
and wmaterials. Furthermore, transportation and distribution
difficulties can increase average costs by between & and 20
per cent for projects rewote from urban centres.

One reason for these high vosts is tue frasmernted ctate of
the indigenous construction industry. UYneve are a great aany
building contracting firas, although only a s.all proportion
of theese huve a serious committment to the industry. ..any
are basically traders, and othurs are sttracted by the apparenyy
high profit mar;ins tuat contractors enjoy. This superfluily
of contractory leads to a high degrae of competition for tae
linited number of contracts avallable, although this i3 not
watched by cconomical ;rices for the cliant since the
contractor's unit prices have to take account of the sporadic
nature of their work load.

Thus it appecared that there would be considerable advantages
to be gained from a _reater degree ot specialisation and
long term committuent to the construction inductry on the
part of the local contractors, and an initial feasibility
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tue aix corthern aluteoe CTlatolt 4 LAUe vl el AL L=

trators at State ieve] Corcoruad wity “uiltan - Pre rane s, g
their usscasweut o. tge Ve wdiill nceqs oo convractory ag
checked wiin Lhc duildcrs Tac.Ledvios.  wltu f e cucyperation

~

of the state juvernwent. o BUALCE UL 81K JUUreday Conventions

for contractors arnd obvernment tecu. icul Cfficor. YL arrar;ed,

At these 'conventiors', srepared ilsaching aterial covering
elcuentar; unnagemont gi;ills for smail building firus wase
presented to the contractors, usin: a variety of teciniques
inoludiug lectures, scuinars, films, exhibitiong ald drana-
tisaticns. Visual aids also foruzed a vital part of the
programmes, and it was felt tuat tee aany coniractore with

& limited experience of foraul educailon would tind it eagier
to absord vicually-presentzq end celivened materisl rather
tban werely v:rbal auterial. thus tue conventions were & togt
of the project ataff's unueratunding of local contractors®
needs and whether tie teacnin: tccuniquzs we.e suitable, as
well as of the contractors' ability %o learn.

The conventiong wore g Burprising succegs. surprising because
1t had boeen predicted t.ar. 2roprietors and canagers of gmalle
scale liigerian contracting firus would not leave their work
to travel at their own éxrense several .uundred wiles for a
short course; and successtul tecauve all the 150 participants
requested further training opportunities of lonzer duration.
It becawme clear that the great nced was ror advice on man: euent
and business wcthods, but the proticnr of training coatractors
vho have bad little or ne formal education presented a geriousg
challenge. In fuct the educational backsround of the o4
contraotors who attended tne cenveutionsvas us follows (the
renaining 66 participents wece governuent officers and others)ie
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8830ciated uith tg. Punnirc of 4 DuL Lidany Wolness in g
~evelopin; counry,

fJ.s sach kit hus g distireg [anagemeot tuene, suei av Yaow to
~stimate and Terder” nd "rlarning 2 tpe “ecntrpactor”, ana
ccnsiety of two iectures wad o dracatisaticg oy sluulation
OXerolse wali cas. e ada, ted to guit the level of the rarticie
pants, ™., underiying idea is iuat AP Over-t.eorotigal aprroach
%o training in conctruction napieuent and conzerciul :ractice
is countereproductive, apg thut tuere 1. g &reat nced for
training zethois and 1ed1a that can teach & busic Lugireass
dackgiround in Such 8 wuy tuat it gan 7¢ applied by praetical
ReB concarnea it fumnin. Building “Fyabizations, The sits
8r¢ intanted for uge in pPolytechiizy or sractical training
institutiong Ly t.achets of bagie Wiliing zanagezent: They are
designed o pre=or.nnise Lie teachary! saterial, suide him in
1ts use, and provide #CConrunyin, teaciing aids, fhey torm a
ootnmprlete slene.tary unafpaont serics us.ful to t achers i{n
BaRy different .fric., courtries amd situations,

Jel0Q IS is felt that one O the .ey wohi:veuente ¢f the projeet was
% highlicht tge need for . rester atiention to the process
aspect of construction, with 3 view o incseasing the Lansgerial
effictency of tuose reaponsivle, whethner they are somtractory,
éovernsaent euployees or 3ezbers ofcooperatives, 42 3 »esult
¢f the practiocal WOrK carrieq out by preject crsounel ip
Uigeria .né LeBya, i. beocane clear that conairuction activity
18 a developing couniry can suffer ecnsiderasly rrom a gemeral
lack of raining in bLugie &dzinig rative ang wallage..ent akille.
Project staff nuve “ince visi.ed a sumber uf Other African
countries, and it appeared tiat @oat of theue cousd derive
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very apprecinble advants on fror 1= niroasctiun of carefully-
plaonea, cowmpreuensive UL M ILC bt Luale by wra.ning pro-

- +

crly Lagesbane

[ots

gradses. It is L2 tod Lat these pYISrannes
should place overwneluing eaphasie on tne comsunicatioa of
simplified and easily-ajpiicd auue yeriul teelnigues covering
prlanning, cite or_unisation, rinancial mapacsement und control.
Aa over=theorvetical approach is pointless in tue context of 4
developing cconony, and the courses ghould he production-

oriented.

Although many ..inistries of orks, .lousing Corporztions and
public bodies could benerit from these pTIfTa.ucd, i group
whiek seems to suffer general ne;lect Lo the indigenous building
coptracting inGustry. Despite their crucial role in the |
development of their ccuntries, and tuae general dapendance on
locasl contractors to compleie capitul invesiment progranmnes,
thece comtructors are usually left to fend for themselves and
many feel the luck of umunegerial axpertise. This is particu-
larly dmportant wien, a:. is offon tne cady, the average
contraotor lacks uoth experience of the congtruction business
apd substantial financial backing. The IT Buildin; study of
the practices, probleus and necds of tuc aonyan bullding
contractor desongt ~ded th.* .ozt contractors had elther
goinea experience as a buliding suzervicor vith a government
or;enisation or m.nistry; or had securcd srofites trom some other
form of bueiness aac wera attracied vy tne apparently high
returns available on contract worik. Cnrortunately the skills
which they bhave dewmouadtirated in these other fields ure not
necessarily ukillec which are direcily trancierables The ex~
Builaing Supervisur way lack un approelation of tue need o

1 - Xenyan Building Coniractors; Pruetices, iroblems and
Needs. IT Building Tnforzation YTsper No. 8. ITDG London.
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complete worie we o target “ooure ¢f crorit oo ML oLl Lo uhe
Specillua WlwCiiiONs aliv quaikly,y woocao Lo o0 wiin cateaie
business exnzerience nay loel an qnesotination of tte teasrtnical
problens of or,anising a building site ane hecome inpatient
with the long period frow tendcering Jor the womi, turoush
obtaining the contract ara coapisting tne wort t¢ final release
of the reteution umoney at tre cnd of the maiutenance pcricd.

Although a nuaber of proprietors of coniracting firws received
a measure of technical fraining in craft schools, tecbnical
colleges or polytecnnics they usually have to pick up their
knowledge of -roject or;anisution and financial and offic2
manageuwent by trial and error. Tals is a major restraint on
the successful development ¢f ccupetent and regourceful
indigenous construction firms.

Even in countriess which bave placed 2 greater euphais on carry-
ing out building work by nublicly-owned orjanisations, or by
encouraging self-nelp or cocperative scucaes, tne need for
proper construction management reuainc. 1n faet, the lack of
the external finuwncial ¢iceippline im:osed by cowpetitive
situations iz a further major reeson for apulying <ffactive
managerial controlus. Unfu. iaately ceuoperstive und s<lf-nelp
schemes, set uy with a recervoir or goodwill aud comnunity

spirdt .ud applying interuwediate and uppropriate tecunolo;ies,
sometimes founuer as a resuit of loose or nun~existent
adninistrative and .anagerial comtrol.

One of the roles of the yroject has been uotivational, in the
gense of increasing tne awareness of a_ encies and jovernment
departmonts of tie natuce and scale of the construction prodlem
which they face. As a result of this work of the project since
1ts inception in 1669, there is an increasing appreciation of
the potentiul advantages thatl can accrue irou & properly/-mounted
and compr.hensive constructvion indusizy ‘raininl projraane.
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fuelr exrerierce ani we.snrst su asto .ot sitjucts woich .

are particularl, deservin. o wtt:ation rludete

1. 7he buuinecs managewent cl a contracting firs inocluding
marketing, bdook Faepin; wac ceeounting, astinating and
tendering, cost coatrel, oudgetin: anrd forward jlanning.

e Phe operational manvg:ment of building projects ineluding
coriruct procedusa, site layout and or;anisation, job |
prograzain;, plaut asnagement und :dintenance, purchage
ing =:nd atoring of waterials.

- Fersonnel and supervisory .aacgesent with particular
eupassis on intermediate technologies and labour- %
intengsive technicues. ‘

2416 iaphasis has been placed on the need to forculate manageent
development strategies for imdividuals, lorus and public bodien
reoognising that purticipation in ludiviiual courses and
gseuinars oan only bLe fu'ly e ‘fective in %tne ocutext of an
overall develop=ent .ath lor tae canggcr and his organisatiom.
Ia the case of coniricting tirmu, this should include pructical
on site operationsl advice is well uc cluceroos tuition.
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In framing recommencations .o iwprove ithe guality and output
ot indigenous construciion industries in ucveloing countries,
attention wust rirst ve iven to the lovels ol rescources
availables This ol course vecries o country {o country,

but rinance appear: to be an alwost universal cons.raingt.

The availability of wmaterials also varies, and this ig sone=-
times & failure to caritalise vn a country's indigenous natural
resources and a tendency to import expensive foreign substi~
tutes at considerable coct to tne balance of payments, as well
as rewoving an opportunitiy for gsoinful enployment in the
indigenous building materials industry couccrned. In jeneral
plant requirements are seldom a real constraint cn the
wodernicing of a construction industry, unless on2 defines

a modern incustry as a coarvon copy of a typical construction
industry in a developed country. The priority should be t¢
tit the atructure 2nd nature ¢f the inducstry to the social
and economic nceds of tue couuntyy cuucerned. Tuie priority ia
now berinning to be accepted a. crucial to a country's economic
developuent, and an ingtance is tuc following cowient from the
Eirsoh report on possible e:mloyaert and inecme policies for
Iran.

"408t cOst-bene®il analyses should be eonducted not only
at the level of ithe individual firm but aloo at the
sountry level. It may be apparently profiinable for an
Iranien building comtractor to use costly imported
earth-noving uachinery, but a more careful ascescment
of the true vrices of capital end iabour in tiue course
of feasidbility studies wight prove the proposition to
ve less interesting than appears at tirst sight. iore

-

1l - duployment and Inoome Tolicies for ican. L.Dle(. 1979




"o inporiant, WOV, g WL Dhel that Loeorts of

i v % o

; (2] e Crr e - C ' SRR et
&Ul'UL_‘,u .u:.-(:.z.l-: ":“d L'} P voda L - U-‘;\,i$g,; . ;..U(;', sty

recarded ns impoirir of rarel © lobour wnieh Keep Irunian
L800Ur out Ul totentia. SRRASE AT In mosv cases; in
terus uf nationel velue sdd-d, tabour-intensive son-
struetion tecuni wes nrovide ozt relurnge ohan L
rates of returns ore caleulated, tac social cost of
not euployiny available local Labour is very seldom
taken inic account.™

T

a2 In fact the one rescurce vhieck is8 usually in abundant supply
in developing countrics ig unsikilied wmunpower, and'many
operations of the construction inductry are ca-zable of adjus t-
went to maxiwise their Iadour contests It nay appear surpriain’
that greater uce hac not teen wade of labour-intensive methodg .
and techniques, but there nave veen difficulties in the way of
their ready acceptaunce. w05t Luortant auons these is tae
appareatly ureater sirain tiat is thrown on wanagerial and be
techuicel resources Ly tuese nethodo. Unfertunately the
potential advanta_ es wre seldon fully ap_reciated oy planning
und finance ainistrics, with the reeult tnut the training pro-
grammes which couid be foruulated to eetl this need are not
put into operation. Thuy one crucinl faecter in the encoura;e=-
went of comstruction industries weich aceord with the needs of
developing countries is “he limited work tha: has been done on
somstruction training sehi-aes.

5.3 yne very interesting institutiogal example is the Kenya lational
Comstruction Corjoratioc: wiuited, aentioned earlier, waich ie
& Joint vauture of N O R . D (tne -orwegiun Ald Azency) arnd
the Kenya Government., 7ie Corperation wae set un in 1967 witk
the objective of groncoring sevyan centrasztors and enccuraging
then to enter the construction field, and tiereby furthep tae
Kenya Government's seneryl policy of Lfricunisation, Tuig
policy wae pro.ul-uted ufter inaerendence, bud, in Zaneral,
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of the corctruction rresram e,

The first approach of sieCave was to introduce 2 'Loary and
Supervigion schere', nis hae veen 1 .¢ gubject of the sevural
phases of modification., it the Outset of tle Lcucwe any
indigenous contrscter wags free to coue to u.J.l. if iie had
obtained a goverpuent contract, and wag very lilely to regeive
a loan from the Corporation tc enable rim

to finaice the
projeot. Lack of adcguate aduinictrative

wachinery to vet,
control and ecover lvane, however, causcd ;roblems. The

Corporation found itself faced with a series of bdace dedts, and

it was felt that a mopre discriminative syste: would have to be
evolved.

Prom nid-1968 the Cor.oration Wa3 awarded, eflectively as the
‘nain contractor', most of the grant-uidcd sccondary school
building prograwue of the country. Up to the middle of 1970,
230 achool projecte were commissionud according to this yroe
cedure. All the works weco subeconiractod to selcoted african
oontractors under close’ supervision of the ii.C.C. starf, with
working capital being loanen by the Corporation where necessary,
All consultanoy und training services rendered to the gub-
contractors inave been free of charze apart from loans, on

which & small interest payment is levied on the outatanding
apount ou an overdraft basis. An e¢saential acpeet of the

wbole exercise is that fair unit prices arc negatizted, co that
the sub-contractors are able to acouwulate private working
capital. This yuractical construction work hos continued, with
contracts being undertaken for & number of Governuaent _.inistries,
local authorities anc occarionally for nrivate clioents.
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selectivue  Lwiaai,
mount Llipdrtamec it tre enpt o ctops mpc e sucread an theip
efforts to inprove any CXpiatdy woe CuT Orulion iu collaboration
wita the winistry of Weraie cnu tio von radters' Aseocinticn
formed a conarttec Lo eyl witn selection, clas.iiscation fnd
reglatration of coniractura. a nuuber of tne rore proaising
contractors have been gelictey ror icc.usion on ¢ .igst,
containing at ;resent approxinately ©U uanew, and every
endeavour is wade tc <eep these ontracliors at work continuously
The o, stez, nowever, i: not exclusive ang wther contractors may
b¢ awaracd contracts and seek advice and assistance from 4.C.C,
staff, and apply for loana.

3.7 It was imtendea from tie 8tart thati the ..l... also organise ;
forasl wraduing sessions, ovut ot firol tuese werc rather ranuon
two and tiree duy ceuinars Le.u -0 tie Lrovinces. Ip mad=19%0,
bowever, & full-tiue UTuiuin, section starfed b, two lorwesiansig
Wus cotwseucea. IT Building we:s coz isuionea o act as edura-
Sional consultunts acd rgve JToduccd te.cnin; iuateriui ard aids |
for use on ...C. SLurges. vver tie follvring “vwelveemonth
period a totul of 2u three/ . cur duy coursies oo iR in various
parts ol the country, with o totnl participation of 3e3 pro= ‘
prietors and ster? of local coniraciing rirus; subjects covered
includecs= :

Book keeping

Cost recording

Yurchasing and ¢reering of materials
Ladour ucheculing and Progrecs: charts
Plant costin: any catimating

Credit transactions anc loen yroesiuces
vash flow toen_actions

3ite cooanication gog si*e reeords
Uffice cr unicaticr

i
$
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training. An assescuent of 4, azvelopuent of the ~a%lonel
vong truetion Lorroration in ity tirst :our years is giwven

in IT Building I[nformation Faper do. Te  wowever, wore researen
is required to find ways of ueasuring the cffecliveness of 4
training institution of this kindi, as well as on the relevanca
0f the curricula and the BoSt effective methods and ~edia for
its preseatation. The ploneering work of institutions such 4g
the 4.N.C.C. and the initiatives of the U. . cecouomie
Commisaion for Africs in running pilot caurses in comstruction
agnageaent and technology should be used as a foundation for

a serlies of construction trainins centres in the wany develope
ing conntiries waich urgently need to build up their-construetion
capacities,

A firast step would bve a series of studieg of the surticular
srodless that face s.:all firug in the Yullding inductry. Perhaps
the most singular to tne Coustructior industry iz the nature of
the trensaction t.Lat e iropricior of & huilding firy enters
into wuenever ue signe a’ eontructs 4 t_ rnical suall/aediun
sized bduildin; sontract Wiy Lale ©/3 uonthg to execute, and will
be follrvea by a & onth saaintenasnes period while the contractor
walts Jor the release of the -eralnder of his retention nouney,
%o jive a true measure of tuis tice span it ic fair to ag3une
that, in & t;pical Cudcy & fized zrice tender i1l have been
prep@ared and subaitted soue two 0r tiree wnonths befo.e coumencee
Bent on eite. It i5 true tnat in -3rim payusnts willle received
as the work sToceeds, but the fact rewains that the eventuul
8J0ceas or failure (in terzs of :rofit or 1033, ¢f each
inaividual transsction cannot be accurately detorained until
13=18 _.onthy Lave ¢lajied Iron tue Jdate of the orizinal coae-
ittuens., Purthernore, cagh individual trunzaction involves a
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substantial sua ol mon:y, ofiea irnvolvida, ¢ utrter or even
L) . " : . . R D e v me s 3 s ) 15
5 tulrd of thoe firs's conmvudl turpaove s Mhic oguo2ciion of the

nature of the transaction is one¢ wiici: poses parbticuaal problicus

in aceounting ana wan.geriu. contrcl, and beclues more severe |’
ae the business grows and tuages on “wre and carger contractsg lg :

the 1.7, Bullaing study of nenyun oulidang consractors yiclds
a nuaber of ingtances of proaising fir.s ueslectiing the long-
tern potential of thelr Lusinesscs wad ilustiua secewdng guick
profits by buying waterials of lower tian specified quality
and uirin; unskilled lubour in the hLiope that the client will
accopt interior standards. Leanwnile otuer contracting fi.ms
are run by prorrietors with a genuine desire to succeed and
pregrees in the industry, but who need training in the mana-~
gerial aspects of <their business. Theve is & need +to deternmine !
seloction eriteria for tho:e coniractors wino would repay a
susteined training yrogramme.

There are of course uany othsr aspects of cous.ruction industry
development that Gegerve attention, wvarticularly methods of
encouraging entreprencurs in the builainy uateriale induatry
who are prepared to use interwediate technology techniques,
It ie also iumportant to formulate solicies covering tender
procedure, contract finonce and aduinictration wost likely to
encourage tue development of & capable, celf-reliant building
ipdustiy und to ensure that these arc co-ordinated within the
overall development strategy of the country concerned.







