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Andover north site profile 

Bucknall Austin PRIME SOLUTIONS TEAM

Prime Contracting embraces the main drivers in Smarter Procurement and the Bucknall Austin Prime Solutions (BA) model pushes the boundaries further with truly innovative thinking and approach.
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The Andover North Site Redevelopment (ANSR) Project  was the First Prime Contract to be let by DE and this project encapsulates the smarter thinking that we developed in our “Prime” model.
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ANSR is a £40M contract with 6.5 year Compliance (maintenance) period. It provides a headquarters for the Defence Logistics Organisation comprising:- 

	· Office for 800 staff

· Technical Facility 

· Mess


	· Gatehouse

· Creche

· landscaping, 34 acres
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The project is unique in that it is Consultant led. BA assembled and managed a ‘Virtual Organisation’ for the works. 

The BA Core Team comprised:

	Bucknall Austin Prime Solutions
	Prime Contractor, Management functions

	Pearce Construction & Thomas Vale
	Building Cluster Leaders 

	SEC
	M&E Cluster Leader

	Percy Thomas
	Architect,  Design Cluster Leader

	URS Thorburn Colquhoun
	Structural Engineering

	Hoare Lea & Halcrow
	M&E design 

	Hyder
	Infrastructure design



Headlines include:

· Team Charter agreed by all (including Client) 

· Core team have equity shares and participate in the Pain/Gain 
mechanism with DE.

· Single declared profit for the whole team.

· Single Project PII insurance (including fitness for purpose)

· No claims

· H&S and sustainability at the top of our agenda

· ‘Sharing’ resources/specialisms within the team

· Back-to-back bespoke contracts down the supply chain

· Core Team Project Board with monthly Director’s meeting to 
deal with issues

· Project Bank Account –payments from MOD into account with 
whole team paid simultaneously by electronic transfer direct
by bank. 

· Virtual co-location of whole team using electronic collaboration tool 

· Prime specific Supply Chain pre qualification 

· Target Cost with GMP

· Open book accounting and approach

· Incentivisation throughout supply chain

· Awards scheme for individuals on site

The above were set out in the Integrated Project Agreement which was signed by team. 

The result  - a ‘one for all/all for one’ culture, whereby everyone was focused on the project, rather than themselves, and all had a vested interest in its successful outcome. 

The project generated innovation at all levels within the supply chain including:

· Prefabrication workshop erected on site to fabricate ductwork, pipework etc in controlled, safe environment.

· Electrical wholesaler on site, all components ordered ‘live’ and delivered ‘just in time’ on open book basis

· Low energy buildings – office design follows on from Abbeywood principles

· Building structure, orientation, design assists thermal control of internal environment

· Heat pumps in lieu of chillers

· Intelligent lighting 

· Flexible layouts – low churn costs

· Excellent BREEAM rating

· Fabric roof to streets 
· Enclosed steelwork left unpainted

· Site levels optimised – minimising material off-site

· Re-use of topsoil, minimising imported material

· ‘Balanced scorecard’ approach to Component Option - encompassed Through Life Costs, programme, risk, H&S, Environment, aesthetic 

The ANSR Project completed on time and cost in October 02 
to a high quality, representing a real milestone for this new way of 
working in the UK.

· IIP 

The Bucknall Austin Prime Solutions (BA) team incorporates like-minded organisations who either have IIP accreditation or are working towards accreditation.   

· Customer satisfaction.  

Andover was the first Prime Contract let by DE and the whole emphasis of Prime is based upon a totally open approach. This meant that all issues on the Project were visible to the client and they played an active role in managing them with the design, construction and maintenance teams. Indeed the Client and BA team worked together as an integrated unit for the total delivery of the Project. The Client team have also adopted an innovative and pro-active approach to new working practices.

The need for formal letters was kept to an absolute minimum with the use of the Information Channel (hosted by BIW) and electronic mail being the main focus for the transfer of information, clarification and comments. 

Customer satisfaction was assured by constant liaison and review. Being practically co-located with the client enabled the team to discuss and resolve any issues as they arose preventing them escalating into a serious problem or contractual dispute.

Directors from the core team (who were not directly involved in the project) undertook quarterly peer reviews. These reviews encompassed design and delivery and the Clients view on our performance. The peer reviewers made recommendations for changes that were incorporated prior to the next review.

· Integrated supply chain

One of the main drivers with Prime Contracting is developing and working with an integrated Supply Chain. The approach developed for Andover provided for integration at all levels.

The project encompassed 5 building plus 34 acres of external works and our Core team, which was the highest level of the supply chain, included two Building Contractors and a Services contractor. All three worked together in partnership with CH Pearce undertaking two of the largest building and Thomas Vale’s the other three plus the site wide external works. SEC, again in partnership rather than as subcontractor, undertook all the services works across the five buildings together with the site infrastructure.

The three contractors already had their own well-developed supply chains which we tailored these to suit the needs of the project. All Supply chain members chosen for Andover were pre qualified, irrespective of whether they were existing and new. These pre qualification processes include completion of a 7 page questionnaire, briefing meetings and workshops plus final interview. The reason for this was to ensure that as well as possessing the right technical skills, the organisations could and would embrace the culture of Partnering and Prime Contracting.

The Supply Chain were actively engaged in the design development and value engineering workshops held on Andover, to ensure that their buildability knowledge and technical expertise was used in the decision making process in order to Optimise Through Life VFM. Many of the key suppliers were actively involved at tender and preferred bidder stages as key decisions were made during this period.
· Sustainability

The Strategic Brief set out the MoD’s policy on environmental impact and sustainability. Our policy was to use this as a benchmark and strive for greater goals. We employed a specialist sustainability consultant from URS Thorburn Colquhoun to advise and audit the works, working alongside the Prime Solutions team. Not only were our designs independently reviewed in terms of functionality and efficiency but also the whole-life costs of materials selected were considered in the design selection.

The requirement was to achieve a very good BREEAM rating and we are on course to achieve an excellent rating. Our philosophy not only embraces the Capital build but also seeks to address sustainability through the life of the facilities. The particular measures adopted are as follows:-

· Recycling the demolition material and incorporated them in the works. 

· Designing out the need to remove excavated material for site.

· We used natural materials, from proven sustainable sources in the construction.

· Low energy intelligent light fittings.

· Dual flush toilet systems including training occupiers in efficient usage.

· Heat pumps/ AHU Recuperators to recycle and extract free heat from extract air.

· Using a collaboration tool for the storage and dissemination of the design and correspondence reducing the number of paper copies held by the team. 

· Paper recycling on site.

· Waste materials were segregated for recycling during construction.

· Incorporation of virtually all existing trees on the site within the final design.

· Using low labour intensive building methodology.

· Integrated transport – providing new bus stop and turning area for local buses. 

· On-site cycle and pedestrian routes linked to local transport infrastructure.

· Education/Training of occupiers for the economic use of water and energy.

· During occupation, the management and operation of the buildings will be audited at regular intervals to check on the performance of the facilities and how they are utilised to ensure optimum operational efficiency is maintained. 

· Energy usage will be continuously monitored and audited from data provided from the Building Energy Management System (BMS) and incoming service supplies. This will show the pattern of use in practice and highlight any variances from the predicted use, allowing fine-tuning of the systems and controls. 

These regular audits will allow the Client and Prime Contractor to best manage energy and reliability maintenance and maintenance of the structural fabric.

· Partnering

The BA team comprises not only like-minded organisations but also like-minded individuals within those organisations who practice what they preach. We believe Partnering, and the further developed concept of Prime Contracting is fundamentally important to improving industry performance and giving better value to our Clients.

Partnering is the cornerstone of our approach on Andover, although BA are the appointed Prime Contactor, we partner with all our core team. The project has its own Project Board, made up of director representatives of each Core Team organisation, which meets monthly to review and resolve key project issues - all decisions are made democratically. No single organisation, including BA, holds a casting vote.

There is shared responsibility across the Core team irrespective of where a problem originates, each member has a shareholding in the “Virtual Organisation” and liability  (and benefit) is apportioned in accordance with this shareholding.
As well as developing a bespoke suite of back-to-back contracts right down the Supply Chain we also developed a Partnering Agreement called “The Integrated Project Agreement” which all parties signed. This is far more than a charter, it sets out how we will partner together, it defines the responsibilities of each organisation to another, the sharing mechanism and sharelines, it empowers the Project Board and defines its authority and also includes an internal dispute escalation procedure (which we did not use!).

The partnering approach also and most importantly extends to the Client team. The management of both the Client and Prime Contractor form an integrated team which is co-located on site. Decisions about the project are made jointly and where disagreements occur both sides have worked proactively together to resolve them without the need for recourse to more formal contractual remedies.

The BA team partnership has been successful on Andover that the organisations are currently working to create a legal Joint Venture out of the Virtual Company.

· Innovation

Because Prime Contracting is so new and indeed Andover was the first project to be awarded there was no precedent for many of the issues which arose which in turn generated considerable innovation.

The Integrated Project Agreement and our approach to sharing project risks and rewards, as discussed above, are good examples of such innovation.

The Project Bank Account is another example of innovation which was developed for Andover but has far broader applications. It was developed to address the age-old problem of Contractors withholding monies paid in interim payments and due to their Supply Chain for their own financial gain. 

Its operation is simple but effective and foolproof. A payment is agreed with the client in the normal way including a breakdown of payments due to the Supply Chain. This information is passed to the bank in advance of the client making payment directly into the account, when the money is deposited, the bank make payments to the whole supply chain simultaneously in accordance with the payment breakdown.

Single Project Professional Indemnity Insurance (PII) – we worked closely with the insurance industry and DE to establish a PII policy that gave cover to the WHOLE team (designers and design within the Supply Chain) that also covered the Fitness for Purpose requirements within the Contract.
Incentivisation of the Supply Chain, we developed a system with our clients approval whereby the whole Supply Chain are incentivised (by sharing in the benefits) to identify good ideas which save cost or improve value for money. We also have a site-based award scheme to reward safe working practices, site cleanliness, good working practices and the like.

Combined Profit for BA team, the project is set up on an Open Book basis and the headline profit quoted in the tender is a combined weighted figure for the whole team. This again avoids the problem of profit on profit on profit up the supply chain which often happens.

Web based Project Collaboration Tool, we operated a collaboration tool on the project from before contract award right through to completion. This created a virtually co located team and provides a controlled medium for depositing and exchanging Project information. It proves an audit trail for any document, drawing, report or the like and cuts down considerably the need for paper copies. 

We are currently developing this system further for future projects to become a complete management system, by combining it with a Knowledge Management system, reporting protocols, templates and self generated management reports.

Prime Knowledge Management System, we have process mapped the whole Prime process converting it to an intranet based electronic matrix with hyperlinks to a network of supporting documents and the like. This enables every task to be together with its mandatory and advisory practices defined and a selection of proforma templates to be used. This will sit on the updated Collaboration Tool.
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