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Foreword

Arts Council England and CABE are happy to
launch this guide. It is a practical example of the
way in which we can together support artists and
arts organisations in the development of inspiring
and sustainable buildings for the future. The guide
should help those setting out on construction
projects to be informed and empowered clients.

We hope that it will help you to raise aspirations

by guiding you through the language and processes
of the design and construction industry. Being

more informed will allow you greater focus on the
creative process. This will help you to achieve

high quality design.

Since 1994 Arts Council England has supported
the development of over 500 arts buildings with
£1.4 billion through lottery funding. Over this period
it has aimed to ensure that these projects reach
high standards of design quality and construction.
Undoubtedly this investment demonstrates the

role architecture plays in improving our cultural
infrastructure resulting in creating pride of place and
improving experiences of both artists and the public.

The Arts Council’'s strong stance on physical
access has led the way by setting standards
above the minimum of building regulations.

Building excellence in the arts: a guide for clients page 3

The coming period will bring changes to how the
construction industry responds to environmental
issues. This guide highlights the issues that clients
must discuss with their design team to ensure that
both the construction of the building is sustainable
and the design improves the performance of the
building over its lifetime.

The case studies in the guide highlight the role
those arts buildings play in expressing our 21st
century culture through beautiful places that provide
a context for the arts in new and engaging ways.
We wish you luck and look forward to visiting and
experiencing the arts within your future buildings.

Richard Simmons
Chief executive,
CABE

Alan Davey
Chief executive,
Arts Council England
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Introduction

An unprecedented number of building projects for

the arts have been realised in the last decade, both
as refurbishments and extensions to existing buildings,
and entirely new buildings.

There is a growing community of existing and former
clients for arts capital projects. Frequently this is a
one-off, never-to-be-repeated experience. Some clients
have asked ‘why do we seem to be reinventing the
wheel for every project?’ This guide is designed to
capture and communicate the key points from this
collective, but largely unpublished, experience and

set them into the customary sequence of events

in a building project.

This unfolding pattern is broadly similar for all projects,
whatever their size and complexity. The intention is to
empower and forearm clients to fully engage in the
process. It's your project. Design is the key and good
design can transform prosaic problem solving into
fundamental, transformational and life-affirming change
for the good. But good design needs to be fuelled

by a clear and convincing ‘vision’ to which all the
stakeholders and users sign up. Great projects
enshrine and enhance their driving vision, the less
successful dilute or lose theirs.

Building excellence in the arts: a guide for clients page 4
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‘In the less utilitarian buildings it is
essential to evoke deliberately an
emotional response from those who
use and see them. A relevant example
of this is the design of theatres, which,
although they may have the latest
technology, are failures when they
have no magic!

Peter Moro, A sense of proportion: memoirs
of an architect, unpublished MS, 1990, p.76

‘A performance on a stage like this
must have been something entirely
different from, and far above, the
petty everyday stuff that passes for
theatrical art nowadays. And the
feeling which led to the choice of a
position like this and a building like
this must have been something very
unlike the modern idea, which puts
lazy convenience and superficial
elegance first. Things were great then,
they are little now...

Gunnar Asplund at Taormina, Sicily,
late February 1914
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Foreword

Introduction How to use this guide

This guide takes the reader step by step through
the process of creating an arts building. Each of
the 10 chapters describes a different step of the
building process.

Key principles

Creating your building

1 Identify vision To make the most of the guide and its navigational
2 Conduct feasibility study tools, you'll need to use the guide as a PDF on a
3 Prepare formal desian brief computer. It has not been designed to be printed out.
The guide’s 10 chapters take you through the four
4 Assemble team overgrching stages of any builging projegct: prepare,
5 Choose procurement route design, construct and use. These four stages are
6 Develob desian colour coded across the top of every page to help
. : . . . you see exactly where you are in the process.
7 Defal technical design Alongside this four-stage structure, we recommend
8 Construction nine key principles for you to bear in mind throughout
9 Prepare for handover your project. These principles are listed on page 9.
You can navigate to the chapters that address these
principles by clicking on the orange numbered links at
. the end of each principle description. So, for instance,
Appendices ‘a clear vision’ on page 9 offers links both to chapter 6,
‘develop design’, and to chapter 8, ‘construction’ —
Glossary because a clear vision is vital in design development
and in construction. You can jump back to the
Bibliography principle descriptions by clicking on the orange box

titles within the chapter. Use your web browser's
arrow tool to navigate back and forward elsewhere.

We've also provided a glossary to disentangle the
jargon, and a bibliography for further reading.

g & C00¢
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Q < - Building excellence in the arts: a guide for clients page 5
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How construction projects are organised

communication and consultation

The construction industry and its attendant
designers, engineers and consultants work within a
tightly structured, time-driven framework. It is rigidly
sequential and there are penalties built into the
system for disrupting this sequence. However, the
process has a natural tendency to iterate as the
various parties reflect on the emerging design. New
design ideas may be generated rather later in the
process than is desirable but generally each stage
needs to be completed, in sequence, to the
satisfaction of the client and his/her advisors.

It is prudent to sign off each stage formally. Lack
of clarity in this process creates ambiguity and
confusion over the actual stage achieved within
the various consultants’ packages of work, and is
a common source of difficulty. Precision in costing
may not match the level of design detail achieved,
and vice versa. Figure 1 shows the four principal
stages around which this guidance is structured.

Figure 1: Four stages of a building project
The stages may overlap by different
amounts in different types of
procurement

Building excellence in the arts: a guide for clients page 6
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These principle work stages are formally organised
within the Outline Plan of Work 2007 devised by the
Roval Institute of British Architects (RIBA). This is
a sequential way of progressing through a capital
project. lteration within the workstages is, within
reason, useful and desirable. Various options may
be developed which will require notional evaluation.
Building projects take a surprisingly long time —
five years from the first ideas to opening is not
uncommon. It may all seem so distant that it may
be difficult for the extended client body to generate
the essential time and concentration in the critical
early stages. Clear records should be kept of
decisions and the arguments supporting them

so that they can be rapidly rehearsed later in

the process if necessary.

PREPARE

DESIGN

CONSTRUCT

30+ YEARS
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The outline plan of work 2007

(also referred to as the RIBA workstages)

Prepare
A Appraisal
B Design brief

Design Construct

C Concept J Mobilisation: letting the
D Design development building contract

E Technical design K Construction to practical

. mpletion
Pre-construction compietio

F Production information
F1 information sufficient
for tenders to be obtained
F2 additional information
required under the building
contract

G Tender documentation
(including bill of quantities)

H Tender action: obtain and
evaluate tenders

Building excellence in the arts: a guide for clients page 7

Use

L Post practical completion
L1 administration of the
building contract after
practical completion
and final inspections
L2 assisting the building
user during initial
occupation
L3 review of project
performance in use

Source: RIBA
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Are arts buildings different?

Arts buildings tend to be functionally complex with
exacting requirements. These might include the
physical expression of a particular aesthetic contrary
to normal building practice, the involvement of an
artist within the envelope of the building, or issues
related to quality of light, acoustic properties,
sophisticated technical systems, stage machinery,
or very particular environmental conditions. Arts
buildings tend to have many constituencies to
satisfy, with high expectations of design quality and
‘impact’. Discussions and negotiations tend to be
public, while progress, or the lack of it, is very
evident. These buildings frequently demand a
disproportionate effort compared with other
familiar building types and everyone involved

needs to be aware of this.

Decision making will involve balancing quality
against time against cost. Professional advice and
interpretation will be essential in optimising the
final mix. Case study histories show how priorities
change through project stages, but it is essential
to safeguard the essential ‘vision’.

QUALITY

COST TIME

Figure 2: Quality, time and cost
—getting the balance right

Building excellence in the arts: a guide for clients page 8
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Key principles

Nine key principles to help deliver good design have

emerged from all this accumulated experience of
capital arts projects. These should be kept in mind
throughout your project:

a clear vision
being informed
an excellent team
design quality
sustainability
accessibility
realistic finances

communication and consultation

a productive procurement route

Building excellence in the arts: a guide for clients page 9
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a clear vision

It is vital to think through your situation and to
broker, through meaningful consultations with all
your stakeholders, a clear and unambiguous vision.
It should inform all aspects of the process. This
vision will relate not only to the building project
but also to the immediate and long-term goals of
the organisation. Consider your needs carefully.
How will a building project help or hinder your
organisation’s development? What will be the
operational implications? With this action the
project really starts. This is the first critical stage
of constructing the brief, encompassing your plan
for your organisation’s future, the strategy for
delivering it and the role of the proposed building
project in that strategy. Exactly what is the building
project going to deliver?

Some clients formally rank their collective wish
list, scoring each item against its importance in
delivering the organisation’s vision, the various
funders’ objectives and the public's expectations.

Formulating a vision is discussed particularly in
section 1, which deals with both practical and
conceptual issues. Holding on to the vision when
it may be threatened in the course of design and
construction is covered in sections 6.5 [page 56]
and 8.4 [page 64].
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being informed

Immerse yourselves in contemporary architectural
culture, visit similar buildings, talk to their owners
and managers, ask them about their experience
of the process and go to their events.

Understand the process and grow into the role
— be demanding, expect to see alternatives with
considered analysis of their relative merits and
drawbacks, expect real engagement from your
designers and consultants.

Reading this guidance is one way in which

clients can become more informed, but the subject
is dealt with particularly in sections 1.4 [page 18],
1.5 [page 21], 1.12 [page 29] and 4.2 [page 41].

an excellent team

The client has the central role in selecting the team.
You may appoint professional advisors directly to
work in your organisation and/or you may second
and train up a colleague to be your project
champion. You will find yourself obliged to select
and appoint a range of designers, engineers,
specialists, cost consultants and project managers.
There are recommended procedures for the fair
and equitable selection of consultants from

each discipline.

An important decision is whether to select whole

or partial teams who have worked together before
to achieve successful projects. You can advertise
for individual disciplines or a whole team.
Traditionally, cost consultants and project managers
are appointed separately from the design team to
avoid conflicts of interest in financial disclosure.
Moreover, it is considered problematic for the

Building excellence in the arts: a guide for clients page 10

project manager and the quantity surveyor to
be from the same consultancy because conflicts of
interest may emerge in the timely reporting of costs.

Good relationships and effective communication
within your team and between you and your team
are essential. The building process is difficult.
Excessive iteration, for whatever reason, is
expensive for everyone. Delays and disappointments
in funding and gaining permits are frustrating and
discouraging for consultants as well as for the
client. Building trust and mutual understanding

is essential for success.

Organising the internal client team is covered in
section 1, and especially sections 1.3 [page 17]
and 1.4 [page 18]. Choosing the design team
is dealt with in section 4 [page 38].
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design quality

Delivering good-quality design and construction

is fundamental to policies on the built environment.
CABE's remit from government is to encourage and
lobby for excellent designs for buildings and open
spaces. Advice on how to evaluate design and
many case study examples can be found in CABE's
publication series, Design reviewed.

Good design is not merely a question of an
approved contemporary ‘style’; it can confer

greatly enhanced value to the finished project. By
emphasising design quality you will challenge the
members of the design team to use all their creative
talent to deliver a design that offers more the client,
the users of the building, the wider community and
the public realm. Good design can dissolve the
public's natural ‘Schwellenangst’, as identified by
Jennie Lee more than 50 years ago, that is, the fear
of crossing the threshold into an arts building.

There is more on design quality in section 1.8

[page 24] and considerations of quality also inform
considerations of sustainability (1.11 [page 28]) and
accessibility (1.9 [page 25]). Maintaining quality in
the face of value engineering is covered in section
3 [page 36], 6.1 [page 51] and 8.4 [page 64].

Building excellence in the arts: a guide for clients page 11
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Chinese Arts Centre,
Manchester

The ‘shop window’ is intended to
entice passers-by to enter. There
is no tradition of gallery-going in
China, and so questions of access
and visibility were highly important
in the design process.
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sustainability

Good design delivers environmentally sustainable
buildings.

Sustainability should be integral to the vision for any
capital project. It will not be enough to simply attach
‘environmentally friendly’ devices to a ‘business as
usual’ design as the full effect of the European
energy performance of buildings directive is realised
in UK legislation (see section 1.11 [page 28]).

Careful thought should be given to minimising
embodied energy in construction and materials
and most particularly to minimising life-long energy
consumption, its cost and associated carbon
emissions. Cooling is becoming more significant
than heating in our warming environment. What will
constitute comfort in your arts building? What will
the acceptable temperature be in your auditoria,
foyers, galleries and exhibition spaces? Naturally
achieved environments are less immediately
controllable and tend to enjoy greater temperature
fluctuations. Some argue that such environments
are healthier and more stimulating.

Building excellence in the arts: a guide for clients page 12
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Maintenance and replacement of equipment and
materials also contribute to lifecycle costs and the
overall carbon footprint. Floor finishes have been
found to be particularly significant. Research has
shown that quality in these areas is often threatened
in budget reviews (value engineering), particularly

in the later project stages as contingencies are
expended and savings are sought.

This subject is discussed in sections 1.11 [page
28], 6.3 [page 54], 7.4 [page 63], 8.4 [page 64],
10.4 [page 72] and appendices | [page 74]

and |l [page 77].
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accessibility

Accessibility does not simply mean providing for
disabled people according to the requirements

of the relevant regulations. CABE's publication

The principles of inclusive design — they include
you suggests that questions of accessibility should
inform all aspects of the design. The best buildings
in this respect are those that are easy to navigate,
both physically and conceptually, and that provide
a rich and rewarding experience for all their users,
young and old, able-bodied and disabled, without
separating the different constituencies.

This subject is discussed in sections 1.9 [page 25]
and 6.6 [page 58].

realistic finances

Building is expensive. The sums of money involved
are often of a different order of magnitude from
those dealt with in the day-to-day running of an
arts organisation.

Clients are often surprised by the sum remaining
available for construction once VAT (where
applicable), consultants’ fees, fees for planning
and building control applications and allowances
for inflation are deducted from the overall
project budget.

Building excellence in the arts: a guide for clients page 13
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Risks need to be identified and sensible sums
set against them as the project proceeds.
Careful consideration should be given to
establishing ‘contingency sums’, the unspecified
sums held in reserve to absorb unanticipated
design and construction issues and events.

Some successful clients have asked their cost
consultants to reorder their industry standard
‘elemental’ cost plans into ‘shopping lists’ of
identifiable items relating directly to the strategy.
Prioritising the shopping list calmly near the
beginning of the exercise will give you a very
sound basis for managing the almost inevitable
editing of overall project costs.

The implications of the capital project on your
organisation should be carefully unravelled. Will
the project be phased to allow some of your
accommodation to be in use throughout? Will
you need to restructure and reduce your staff as

activities reduce/cease during building/rebuilding?
What will the organisation look when it which finally

moves into the completed project? Will the new

accommodation demand more input, more expertise,

more people, more money and more time?

See sections 6.4 [page 55], 9 [page 66]
and 10.1 [page 70].

‘Although the new
museum was
delivered on time
in March 1996 and
to budget, once
opened it never
made enough
money to meet its
operating costs
and the servicing

of debt’

National Audit Office,

The Department for
Culture, Media and Sport:
the renegotiation of the
PFl-type deal for the Royal
Armouries Museum, Leeds,
HC 103 2000-2001,

18 January 2001
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communication and consultation

Within and around a healthy arts organisation will be
many people with a genuine interest in the project.
These people will include staff and other users as
well as visitors. The consultation process can either
fully engage this broad constituency so that a sense
of ownership has already been created when the
building is complete, or it can accidentally alienate
significant numbers.

Effective and wide-ranging consultation with

all relevant parties will almost certainly rack up
aspirations beyond the attainable. Brokering these
ambitions is a critically important process which
you should record. It is sometimes very helpful to
revisit these earlier discussions later in the process.

It is essential to establish a decision-making
structure, and appropriate lines of communication,
internally within the organisation, and externally
with the full consultant team. This may be formal,
or perhaps more flexible in smaller projects.

The formality of ‘signing off’ the design at
regular workstage intervals is useful. It has to
be meaningful; all the necessary parties need to
consider the proposals before agreeing to them.

These issues become even more acute when the
project is contained within a much larger project
proceeding at its own, commercially driven pace
(see section 1.7 [page 23]).

There is more on consultation with users, staff
and stakeholders in section 1.6 [page 21], while
communication within the project team is dealt
with in section 6 [page 51]. For communication
with staff and users as the project progresses,
see sections 8.5 [page 66], 10.1 [page 70] and
10.3 [page 71].

Building excellence in the arts: a guide for clients page 14

a productive procurement route

The ‘procurement route’ — the contractual framework
within which the construction project is realised — is
important. In the ‘traditional’ route, all parties report
to the client throughout the project. This gives the
client full control but at a potential cost: the client
bears much of the risk for the consequences of
delays and alterations to the scope of works.
Establishing the level of additional costs often

leads to some level of conflict which can ultimately,
if not resolved quickly, escalate and be costly

to adjudicate, destabilising your operational
planning. More modern contracts, notably the

new engineering contract, oblige the participants

to resolve these issues quickly as the project
proceeds. Various alternative routes have been
developed to reduce clients’ exposure but, again, at
a cost, the loss of design control. It is very important
to secure the necessary advice and be clear about
the implications of the different approaches.

There is more on procurement in section 5
[page 47].



Contents

Foreword
Introduction

Key principles

Creating your building

Identify vision
Conduct feasibility study

Prepare formal design brief
Assemble team

Choose procurement route

Develop design
Detail technical design

Construction

© 0 N O OO b~ O N =

Prepare for handover

Appendices
Glossary

Bibliography

Qﬂm@ £

Prepare Construct

— economic viability threatened by low capacity

Creating your building

— opportunities arising within a larger development
from planning gain, section 106 agreements,
a regeneration initiative

1 Identify vision

The process by which the content of a building
project is decided is often known as ‘briefing’ The
term ‘brief’ is often used to refer to the document
given by the client to the organisation indicating its - difficult, uncomfortable and undignified for
requirements in terms of important concepts or disabled people to participate and attend. They
more detailed room allocations. Peter Barrett and may have to sit right at the front, or right at the
Catherine Stanley’s Better construction briefing back, or at the extreme edges of your space
(1999) usefully proposes a broader definition,

by which the entire decision-making process falls
within the term ‘briefing’, which therefore happens
continually and in ever-greater detail and which
leads to formal ‘briefing documents’. The first steps
are crucially important, as decisions made now will
guide the whole project. Brokering a clear vision

at this stage can lead to success later on when
difficult decisions have to be made.

— the feel, look and/or condition of the existing
space might disconcert and discourage visitors

- lifecycle energy and maintenance costs increasing
annually at an unviable rate.

1.1 Identify and organise Spike Island Artspace main entrance

The redevelopment of Spike Island

Clarity in identifying and weighting the project

drivers is essential, commencing with a clear
diagnosis of the organisation’s situation. Drivers
emerging from this ‘cold shower’ review may
include:

— operational problems in existing spaces

- unfulfilled aspirations caused by lack of space,
lack of the right type of space: too low, too high,
too dark, too light

— poor technical facilities

— the threat of demolition through redevelopment

Building excellence in the arts: a guide for clients page 15
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Artspace in 2005-2006 was prompted by
an initial concern to address various basic
issues, including poor heating in the artists
studios and a complex layout which made
the building hard to navigate. In thinking
about how best to deal with these issues,
the client undertook a much wider review
of the organisation’s mission and
ambitions. Both strands of thought
informed the subsequent capital project,
which not only tackled the practical issues
but also provided the organisation with a
new, more flexible gallery space, and areas
that can be let to commercial tenants.


http://www.cabe.org.uk/default.aspx?contentitemid=2708&aspectid=23
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Prepare Construct

1.2 How much building do you need to do?

On completing the diagnosis, this is one of the
key questions. Could you modify your existing
operation and its accommodation? It may be
quicker and cheaper.

Do you need a new building at all?
It may well be much more sustainable to revitalise
what you already occupy.

What other impacts will a new building have on your
operation, both positive and negative, in the short
term (during fundraising and construction), and in
the longer term (after completion)?

Lighthouse, Poole

For the Lighthouse, Poole, the discovery
that the organisation would be unlikely to
receive as large a capital grant as it had
initially planned for prompted a review

of the proposed capital project. It was
decided to spend the majority of the
grant on the interior of the building, rather
than adding to the centre or making major
changes to the external envelope, in order
to concentrate resources on the areas
that would most aid and streamline the
future development of the organisation’s
operation and the experience of the
building for users.

Building excellence in the arts: a guide for clients page 16
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1.3 Who is the client and
how will they operate?

an excellent team

The term ‘project champion’ is often used to identify
the ‘lead client’, the single point of contact (CABE’s
Creating excellent buildings terms this role the
‘project sponsor’). One of their first tasks is to
design and establish a relevant and sustainable,
credible and transparent working structure. Some
decisions will need to be taken quickly. Everyone
involved should be absolutely clear about their own
level of authority but, most particularly, the project
champion, who must have the authority, or at least
rapid access to the authority, to drive the project
effectively. This can be a challenge in local authority
run gallery spaces where the gallery director, while
the obvious choice to take on the role, is not seen
as senior enough within the authority as a whole

to have such a level of responsibility.

Belgrade Theatre, Coventry

In smaller organisations, the champion may well The Belgrade Theatre, Coventry, was extended
be the chief executive officer or the owner. In and refurbished in a £14 million capital project

between 2005 and 2007. An experienced

larger organisations, a senior executive should
member of the theatre management was

be nominated. Whoever takes on the role should
be skilled in:

seconded to lead the project, later working

in a freelance capacity. Working closely
- understanding and giving form to a vision
- brokering priorities he provided a clear focus for the work.
- organising the client side of a complex project

- financial control, assessing value and risk

— assembling a thorough and comprehensive brief

— team leadership and motivation.

Building excellence in the arts: a guide for clients page 17

with and representing the rest of the theatre
management, including the artistic director,
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Financial input and organisational change may be
required to give the champion the time to take on
the role. If they are still working full time on their
‘day job’, this may be difficult.

In some cases, an outside consultant, working
freelance, may be appointed to assist with the
more practical elements of the role. This can prove
valuable in that such consultants may be able to
bring their knowledge of similar projects to bear.

Section 2.2.2 of CABE's Creating excellent
buildings also refers to the desirability of having a
‘design champion), particularly in larger projects. This
person is responsible for maintaining design quality
at every stage of the process. Such a role can be
combined with the project champion role, especially
in small organisations, with you, perhaps, as the lead
client taking on this responsibility.

Building excellence in the arts: a guide for clients page 18
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1.4 Be an organised client

an excellent team
being informed

Building projects seem to proliferate participants
with different interests and skills that come into
play as the workstages proceed. Throughout, it is
necessary to assemble a project team progressively
from within the organisation and from other
stakeholders and specialists, and to be clear

in allocating responsibility. The following table
summarises roles that may be important in

the early stages of your project.

Not all of these roles will be necessary, appropriate
or indeed affordable in smaller projects, where

the project champion may well take on several

of the roles. In such cases, they will need to be
safeguarded from an impossibly heavy workload.

Seven Stories, Newcastle
upon Tyne

The founders of Seven Stories,
Newcastle, appointed an
experienced freelance consultant
to assist with their project, which
provided the organisation with its
first purpose-built accommodation.
He acted as a ‘grounding force’
for the visionary ideas of the
founders, though without
compromising their ambition.
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Role Contribution Responsibility and authority

The board = the senior collective decision makers = strategic decisions on policy, expenditure
(essential) = good to have wide spread of skills and the vision

represented, including experience
of the construction industry.

appoints executives and, most
particularly, the project champion.

Executive client
(essential)

the officers who run the organisation,
led by a chief executive.

develops the vision, assemble the plan,
propose and review options. The project
will add considerably to their day-to-day
workload.

Project champion/project director

leads the project for the client
organisation

represents the organisation
champions good design.

answers to the board
may be sourced from the executives,
often the chief executive.

Project steering group

focused advisors and specialists
without day-to-day involvement in
the project.

monitors developments, communicates
progress, reports to board.

Arts business team

internal financial officers
may be supplemented by external arts
business consultants.

identifies the financial drives for the
vision, establishes realistic model for
growth, assesses risks and establishes
their potential effects on the lifecycle
health of the organisation.

Arts technical team
(Theatre/gallery consultant)

internal staff may be supplemented

by external consultants with prior
knowledge of capital projects to assist
in concept/detail development.

technical and conceptual ideas will need
to be quantified and brokered against
other demands in achieving the vision.

Building management team

larger organisations may have a facilities
manager, or building issues may rest
with a member of the administration staff
in smaller organisations. Continuity of
knowledge and understanding will be
critical to success, particularly in
sustainable, low-energy buildings.

includes a raft of compliance
requirements, lifecycle maintenance and
renewals, and ownership of the building
management control system (BMS).
There may need to be a more formal
arrangement, sometimes outsourced,

at a cost.

Client advisor/(external) project
manager
(essential)

may be the internal appointment of

a construction industry professional,
someone with project management
experience, particularly of capital

arts projects

may be an external appointment

either way the appointment should be
formal and clear in its scope and length,
and related to the project workstages.

Building excellence in the arts: a guide for clients page 19

a critical appointment

some independent advisors specialise in
the arts

trust and good working relationships with
the organisation at all levels are essential
advice on setting up the feasibility study
and interpreting its outcomes, the choice
of procurement route and the selection of
consultants and the contractor.
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Role

Contribution

Construct

Responsibility and authority

Audience/visitors

the existing and potential audiences form

the key constituency but challenging to
access for views on the emerging vision
and design

this constituency will make or break
the ‘project’

communication needs to be effective
and the responses disseminated and
integrated into the project

Public interest/the community

the wider community will be involved
through the permissions process; its
enthusiasm or otherwise can seriously
affect the campaign

the planning process is very much
affected by public consultation. Elected
councillors ultimately decide in
committee. Planning officers may

be able to decide for small projects

Funders

provide finance for capital spend. Likely
to be several complementary funders

each funder will have its own national
agenda and apply it to the project.
Managing multiple expectations,
conditions and protocols will be
demanding

Local authority

planning and building control permissions

will be required

may be a funder

may be the owner, freeholder of the
building and/or site

multiple interests best gauged and
brokered by regular meetings from
earliest stage

Estate agents and valuers

advice on value of sites and buildings,
locate potential sites and buildings

respond to clear brief in terms of floor
area and types of space, desired
locations. Formal valuations of existing
and proposed premises may well be
required by funders

Statutory consultees
The Theatres Trust, English Heritage

in the case of theatres and listed
buildings, these groups will have to
comment on planning applications. Early,
informal consultation may well prove to
be beneficial

offer advice, good practice guidance

Amenity groups
eg Twentieth Century Society,
Victorian Society

comment on planning applications

able to offer specialist advice

Section 2.2 of CABE's Creating excellent buildings also reviews

internal roles.

Building excellence in the arts: a guide for clients page 20
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1.5 Become an informed client

being informed

‘You cannot manage sensibly a huge
body of consultants and contractors
unless you are an intelligent client’

Felicity Goodey, project champion, The Lowry, in
the film Geometry and atmosphere: the conundrum
of building for the performing arts (2008)

Visit similar buildings and organisations,
interview other clients, attend their events and
immerse yourself in contemporary architectural
design culture.

Identify sources of advice. Published books and
articles may well offer useful insights and can be
located by looking at the library catalogue of RIBA.
Organisations including CABE, The Theatres Trust,
the Visual Arts and Galleries Association, the
Association of British Theatre Technicians, and
others, may all be useful sources of relevant
information.

CABE's Creating excellent buildings offers some
Introduction in section 6.

Building excellence in the arts: a guide for clients page 21
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1.6 Identify and consult with stakeholders

a productive procurement route

communication and consultation

‘The best theatre buildings are those
where there has been a strong
creative force at work and which have
been shaped by the needs of an
artistic programme and of their users’

Peter Longman, former director, The Theatres Trust,
Theatres magazine, issue 5, autumn 2005
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Identifying your users/audiences/visitors
and other stakeholders

Potential and known stakeholders should be
identified and their roles understood. This is not an
easy task as there will be multiple stakeholders with
different needs, views and opinions. Your list might
include a wide range of internal and external people
who should be considered as partners in the
successful delivery of the project. As section 2.1.2
of Creating excellent buildings shows, they

might include:

- the wider client body

— the project team

— existing and potential audiences and users
— the public

- funders

— disabled groups

- young people

- volunteer groups

— other local and national stakeholders (includes
public agencies, arts organisations, artists/crafts
people, civic groups, business groups, schools
and the academic community).

Building excellence in the arts: a guide for clients page 22
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Consultation

Your consultation should be strategic in that it
should both communicate and exchange information,
identify priorities, values and needs and build a
relationship with the proposed building.
Consultation should be effective, focused and
balanced and aim to explore a range of viewpoints
and constructive points of view. Such consultation
will help establish a shared vision among
stakeholders and provide a range of values

and facts to inform good design.

The most appropriate methods of consultation

will depend on the nature of the groups concerned
and their experience. Your campaign of consultation
will vary in scope and detail. You could appoint
professional facilitators. Typical methods include:

— public meetings and community consultations —
supported by exhibitions, brochures and fliers

— newsletters — updating progress in design and
fundraising

- well-designed and informative websites — crucial

— the media — especially local newspapers and
radio stations

— questionnaire surveys — with carefully constructed
questions, so as not to ‘lead’ the interviewees

— focus groups.

Consultation should be designed to take place
at a number of different stages in the project, but
particularly at the pre-design stage and regularly
as the design is developed.
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Post consultation

Research has shown that findings from consultation
are overridden or only interpreted in a limited way
as a myriad of other pressures comes to bear. Arts
capital projects in the 21st century really do need
to embrace a detailed assessment of the needs,
values and opinions of all stakeholders in order to
be sustainable in the long term.

1.7 Finding a site or building

communication and consultation

If the clear decision is that a new space is required,
the essential next step is to establish the amount
and type(s) of space needed. This will require an
outline brief, a broad fit of activities and spaces.
Don't forget that circulation, service and ancillary
spaces can count for 30 per cent of the overall
total floor area. Space costs money. Buildings are
broadly costed by the square metre. The floor area,
cost and quality are inextricably connected,
particularly so at this very early stage when building
costs tend to be estimated at square metre rates.

This will inform the brief for the site and building,
which you can circulate to:

- local agents
— local organisations
— the local authority

— your colleagues, for a personal search through
the desired locality.

One option, likely to become increasingly common,
is to occupy space created within a larger
development, perhaps as the result of a ‘planning

Building excellence in the arts: a guide for clients page 23
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gain’' agreement in which a developer offers to
provide infrastructure for the benefit of the wider
community. This option poses particular issues for
you, the arts client, such as the setting of clear
limits on the amount and form of the space made
available, timescales, procurement methods and
choice of team. You and your advisors will need to
negotiate with the developer of the larger project to
ensure that all your needs are met to an acceptable
level. In some instances the arts building may be
fully delivered by the private sector developer.

You should be aware that, in the case of a large
masterplan for redeveloping an area, uncertainty
might mean that not all the plan is delivered quickly.
If the arts capital project is dependent on the
completion of the greater masterplan for attracting
visitors, you are advised to be cautious.
Discussions with the developer, the local authority
and local property agents will help gauge the

likely timescale.

You will also need to know if your new facility will
be located on a construction site for many years
as adjacent areas are completed. If so, access,
transport and security will be affected. Prior to
signing an agreement with the developer, the
conditions planned or anticipated for the rest of the
site should be communicated and agreed between
all parties. Should there be changes as the
masterplan develops, there is then a clear way to
decide how your situation differs from that initially
envisaged as such changes — for example, to other
parts of a building part-occupied by an arts
organisation — may have an effect on operations.
Section 2.5. of Creating excellent buildings offers
some helpful pointers, especially relating to
planning gain agreements.

S}00HYDlY POL UB|Y

Mind the Gap, Bradford:
Lister’s Mill prior to conversion

Mind the Gap is an organisation
based in Bradford dedicated to
encouraging and supporting
disabled and non-disabled artists.
In the early 2000s, it began to
seek a new operational base which
would house rehearsal/training and
social facilities and would also
allow the artists to showcase their
work. An initial study allowed the
organisation to determine its
current and likely future needs,
expressed as a matrix. Possible
sites and buildings were then
assessed against the findings of
this study in percentage terms.

As new sites came to the
organisation’s attention, they could
be rapidly assessed on this basis.
The option taken up by the
organisation — a space within a
refurbished Victorian mill within a
larger mixed-use development —
did not score so highly as other
options. However, the fact that it
would be substantially cheaper
than other possibilities made

it the preferred solution to the
company’s needs.
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1.8 Commit to design quality

design quality

Your commitment to design quality is fundamental

to the success of the project from the earliest vision.
CABE's publication series, Design reviewed,
provides explicit guidance for clients in how to set
up a project to achieve high quality in design.

Inspired and inventive design can transform a
prosaic problem-solving exercise into an opportunity
to realise new and unforeseen spaces which can lift
your arts organisation’s whole game. Good design
is much more than contemporary styling. Public

buildings have a bigger role in contributing positively

to the public realm; this responsibility is emphasised
in Planning policy statement 1: delivering
sustainable development (2005). It advises that
good design should be the aim of all those involved
in the development process and should be
encouraged everywhere, whilst local planning
authorities should reject poor design. This policy
makes good design ‘mission critical’.

Good design is challenging and taxing in time and
effort. Your team must be committed to its delivery
as a core element of the vision.

Building excellence in the arts: a guide for clients page 24
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Seven Stories: toilets

A high level of design quality

was central to the vision of the
architects and client at Seven
Stories, Newcastle upon Tyne,
and is evident in the attention to
detail even in such utilitarian areas
as the toilets. These combine
practical details such as a
low-level sink for the children who
form one of the centre’s core
constituencies, with high-quality
fittings and a sophisticated yet
playful aesthetic.

It is not necessarily more expensive:

‘Good design is fundamentally value
for money. If we thought that “best
value” meant “cheaper” and ignored
the long-term savings good design
can bring we would be making a
false economy’

Andrew Smith, chief secretary to the treasury,
February 2001
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1.9 Commit to accessibility
design quality

Designing for accessibility provides opportunities for
creative thinking about how people will experience
the completed project. This may include a process
of considering the journey sequence by which
people will arrive at the site, find their way to the
entrance and negotiate the entrance doors. At this
stage of the journey it will be necessary to consider
much broader aspects of accessibility than the need
for step-free access. For example, to obtain the
information they require at a reception or information
desk, people need to be able to see clearly the
faces of the reception staff in order to talk or, if
necessary, to lip-read. Meanwhile the acoustic
environment should enable everyone to communicate
with their companions or with staff, while
illumination, surfaces and colours should enable
everyone to see comfortably and without glare. As
has been demonstrated in many recent and successful
arts projects, these considerations can result in
highly innovative, colourful and stimulating buildings.

The development of the design proposals in
consultation with an access consultant and
representatives of disabled people can assist
architects to understand how to respond sensitively
and creatively to the needs of disabled people in
order to achieve projects that are both of high
architectural quality and truly inclusive. In the best of
these projects, inclusive design is so integral to the
underlying concept that, instead of being designed
for disabled people, the scheme has clearly been
designed to be used and enjoyed by people! Design
and access statements, which have been required

Building excellence in the arts: a guide for clients page 25
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to accompany planning applications since 2006,
should include a record and explanation of the
decisions that were taken during the design
process, including those about accessibility
and emergency escape.

‘The Disability Discrimination Act of 1995

is not based on compliance with specific
requirements for the physical environment.
Instead, the requirement is that the provision
for disabled people should be “reasonable”.
This means that the interpretation of good
practice depends largely on judgement but,
equally, should be based on an understanding
of current good practice’

Adrian Cave, Inclusive accessible design, 2007

In due course, the project should also include a
long-term commitment to inclusive management
for the foreseeable future.

Summary of relevant legislation

1995 Disability Discrimination Act
(effective from 2004)

1999 Building Regulations Approved Document
Part M: Access and facilities for disabled
people

2001 BS8300: Design of buildings and their
approaches to meet the needs of disabled
people

2004 Approved Document Part M revised as:
Access to and use of buildings ‘for people’

2005 Disability Discrimination Act: detailed
amendments

2006 Design and access statements are introduced.
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‘Whenever a service provider

is planning and executing building
or refurbishment works, such as
extending existing premises or
making structural alterations to an
existing building, it is sensible to

provide for the removal or alteration
of a physical feature, which creates a
barrier to access for disabled people,
or to consider providing a reasonable
means of avoiding the physical
feature even though the law does
not require this’

Disability Discrimination Act 1995, Code of
practice, rights of access to goods, facilities,

services and premises, revised 26 February 2002

Arts Council England’s publication Building
Inclusion: Physical access guidance for the arts

outlines its best practice advice. It is broadly Mind the Gap, Bradford:
based upon BS:8300 and Part M of the entrance hall
building regulations. As a centre dedicated to the

development of disabled theatre artists,
Mind the Gap, Bradford’s new building,
places particular stress on its users’
needs, and the design emphasises
inclusivity and accessibility right down
to such details as the weights of the
doors. The aim has been to deliver an
environment that is easy to understand
and navigate.

Building excellence in the arts: a guide for clients page 26
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Foreword

Introduction 1.10 The involvement of artists ,
Seven Stories, Newcastle upon

Tyne: main elevation showing
the illustrations applied to the
surface of the extension

There are numerous examples of highly productive
collaborations between artists, crafts people, capital
project teams and clients.

Key principles
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Artists’ involvement can add a
rich new dimension to a building.

You will find that achieving meaningful integration

1 Identify vision of an artistic contribution into the building fabric In the case of Seven Stories,
2 Conduct feasibility study is demanding. It requires early planning and early Newcastle, the fagade of the
3 Prepare formal desian brief selection and appointment of the artist. e;‘;rance Sﬁcmn delijd iz
rrepare tormal design oriet . older warehouse building was
4 Assomblo team En.ha-ncement of the essential components of.the it oo & G ks, il
Assemble team building can be a wo.nden.‘ullway of chgracterlg,lng illustrations directly applied to the
5 Choose procurement route a contemporary public building, but this contribution curving surface by children’s
, will need to be embedded in the design and artists.
6 Develop design construction drawings and specifications. Artists
7 Detail technical design and crafts people can be directly appointed by the
8 Construction client within certain types of building contract.
- Section 2 of CABE's Creating excellent buildings
9 Prepare for handover discusses the integration of art in more detail.
10 Occupation
Appendices
Glossary
Bibliography
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programming and even the viability of the
organisation. Ongoing costs need to be

Introduction 1.11 Sustainability

Key principles design quality estimated and minimised through good design.
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sustainability

The government'’s policy framework for sustainable
construction is a cross-departmental one shared

by the departments for Business, Enterprise and
Regulatory Reform (BERR), Communities and
Local Government (CLG), Culture, Media and Sport
(DCMS) and Environment, Food and Rural Affairs
(DEFRA). The recently-created Department for
Energy and Climate Change has begun to take
over some of these previously disparate
responsibilities. lts priority areas are:

— sustainable consumption and production

- climate change and energy

— natural resources and enhancing the environment
— creating sustainable communities.

Arts buildings should aim to meet standards

far higher than the minimum levels of energy
conservation measures required by building
regulations. Visitors and audiences expect high
standards from showcase buildings, but in terms
of energy use at least, the European Energy
Performance of Buildings Directive requires all
public buildings to reveal their energy use figures
and will rate them on a scale from excellent to poor,
relative to national norms. Building operators or
owners will be responsible for the environmental
performance of their buildings long after the
designers and contractors have moved on. All arts
building operators are challenged by funding and
resource issues, and excessive expenditure on
utilities (electricity, gas, water) may affect

Building excellence in the arts: a guide for clients page 28

Contact Theatre, Manchester

The refurbishment and significant
extension of this theatre in 1995-1999
created a sustainable, low-energy
building which is entirely naturally
ventilated and passively cooled. There
is no air conditioning. The ventilation
works very well in practice, though the
frequent updating of the computer
controls as new releases of software
become current was unanticipated.
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1.12 The outline brief

being informed

An ‘outline brief’ should flow naturally from the initial
assessments of business needs and should be
expressed primarily in terms of the client's needs
rather than specific built solutions. Appendix B
of Peter Barrett and Catherine Stanley’s Better
construction briefing (1999) gives a generic
checklist that may be helpful to you in developing
the brief for your capital arts project (it is derived
from F. Becker's The total workplace (1990). It
divides up the project into ‘key areas’: overview;
organisational concerns; individuals; physical
environment; external influences; specialist
considerations, as detailed below. You should
revisit these questions as the project progresses.

Overview

Stakeholders
— who are the major stakeholders within the
client organisation?
— who else is involved in the project? Funders?
— how will the project management be structured?
— who should be consulted during briefing?
don't forget your audience and visitors
— who is authorised to make which decisions?

Aims and background

— what does the client hope to achieve?

what is your vision?

why has this project come about?

what are the negative and positive drivers?

what are the fixed constraints?

what decisions are fixed before briefing starts?
what finances are available for the project? which
grants/donations are promised? which are likely?
what are the matching funding requirements?
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— what is the intended time scale of the project?

Organisational concerns

Structure/culture

— what is the structure of the organisation?
does it need a new one?

— how will people interact with one another?

— will you expand your artistic activities?

— will people work in the building outside normal
office hours?

Staff/audience/visitors

— how big will the permanent staff be?
don't forget part timers and volunteers

— is this likely to alter over time?
is there a strategy for growth?

- what is the demographic of your audience?
will it change?

— what mix of genders will there be?

— what image should the building present to the
outside world, to existing and new audiences
and visitors?

Individuals and work styles

Task analysis
— what exactly will everyone in the building do?

Environmental satisfaction

— what sort of work environment will permanent/
part-time/volunteer staff require to do their
activities in the arts?

Communication and adjacency

— who will communicate with whom?

— how, where, and how often?

— which people/groups will need to be located
in close proximity?
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Space, furniture and equipment requirements

— what equipment will be used in the building?

— what furniture and equipment are necessary?

— how much space is needed for different activities?

— will existing equipment or furniture be reused?
don't be over optimistic.

Physical environment

Security

— which areas will require public access?
— which areas will need to be secure?

— what about after-hours access?

Circulation requirements

— is the building designed to be accessible for all?

— how will audiences and visitors move through
the building?

— what are the requirements for lifts, staircases,
and ramps?

— how will equipment/sets/exhibits be moved
around?

Transport and parking

- how many staff car parking spaces are needed?
- how many spaces are required by visitors?

— what is public transport like in the area?

— how often do deliveries take place?

Appearance

— how will you broker between preferences relating
to the look of the building, eg scale, choice of
materials, colour (both external and internal)?
What are the external pressures, such as
planning?

Inspirations, be an informed client

— what other buildings are used for similar
purposes?

— are there any buildings for other purposes that
may also provide inspiration?
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External influences

Laws and codes
— will specific legislation need to be considered,
other than that related to construction?

New technologies

— are changes likely to happen over the next few
years that will impact on the way that the building
is designed? What about the opportunities for
new media or new performance styles?

Competitors and interested parties

— how do the proposals compare with competitors’
buildings?

— are there any interested parties who may be able
to provide useful input to the design?

Specialist considerations

Environmental policies

— arts buildings generally have a strong
environmental imperative; how will it be
manifested in yours?

Heating and cooling requirements

— are there any pieces of equipment/areas with
specific heating/cooling requirements? remember
cooling is very energy intensive

— what does ‘being comfortable’ mean for you,
your colleagues and visitors?

Acoustics

— arts buildings are very likely to have specific
acoustic requirements; what are the implications
for the design?

Lighting

— which areas require natural lighting?

— some arts activities require very specific lighting.
how will this be activated?
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Contamination protection

— will any equipment/areas have specialist
requirements, eg ventilation, humidity, protection
against dust and dirt?

Loading requirements
— will there be any unusually heavy equipment
or loads to deliver and move about?

Maintenance needs and running costs

Critical issues to be thought about at the beginning:

— what is the estimated lifespan of the building?
the life required of its materials, structure?

— who will be responsible for maintenance?

- running costs are likely to be very important.
Don't forget insurance and maintenance
agreements

— how will refuse be stored and removed?

— what areas will have specific cleaning
requirements?
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2 Conduct feasibility study

The formal results of all the initial thinking may well
be codified in a feasibility study, which will set out
the proposed project’s scope and which you may
use to secure funding.

2.1 The feasibility study

The feasibility study will be an extremely important
document. It will crystallise the implications of
implementing the vision in basic architectural terms
and may offer various different options. It will form
the base for all subsequent project discussions
with funders in terms of size, costs and timings.

The study will test your outline brief. It is important
to cover the following issues:

— technical relating to the building or site and the
prospects for achieving the necessary permissions

- financial including capital fund raising and
subsequent organisational revenue cost
implications

- organisational considering the ability of the
organisation to carry out the project — will it need
strengthening?

— programme timetable requirements of all parties,
not least those of the likely funders.
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2.2 Who should conduct the feasibility
study?

You are likely to need some technical support to
carry out the feasibility study, depending on the
expertise available within your organisation. Inputs
may be needed from an architect, quantity surveyor,
estate agent, arts business consultant and/or
technical consultants.

It is important that external advisors are clear about
the scope of their appointment. Case study research
has revealed that continuity between the team that
undertakes the feasibility study and the subsequent
project can be very helpful. Discontinuity in the
composition of the external team can waste
resources and time. European procurement rules
enable clients to advertise for single appointments,
or for a team for the initial study, or with the
intention that the successful team will realise

the project to completion, if it proceeds.

2.3 Typical contents of a feasibility study
The study should certainly include and consider:

— a diagrammatic configuration of spaces and their
sizes, interconnections and basic characteristics

— whether this broad grouping of spaces physically
fits within the existing building, an extended
building, or site for a new building

— whether new space is really needed, or whether
the existing space could be reorganised effectively
and cheaply to deliver the vision
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— how appropriate the selected site is for the
proposed artistic activity, and whether it will
contribute to or hinder the delivery of the
business case

— might the site have hidden problems: poor ground
conditions, inadequate utilities or access,
inadequate expansion space?

— whether planning permission is likely to be granted

— will the project enhance and help regenerate the
local area?

— whether there are other legal considerations
— what is the likely required construction budget?

— what is the likely overall project budget including
all organisational on-costs, relocation costs,
interim costs, financing costs, fees, VAT and
inflationary allowances?

— is this a viable order of cost in terms of realistic
potential funding?

- what is the order of lifecycle cost, and is this
viable in terms of likely income?

— what is the priority order of the various elements
and spaces®? what is the minimum ‘mission critical’
provision? how are the projected new facilities
interlinked in delivering the business plan?
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2.4 The business plan and the project
budget

You should develop the business plan and the
project budget in tandem throughout the life of the
project. You will need good information from your
cost consultants.

Section 2.3.4 of CABE's Creating excellent
buildings describes the generic process of
assembling a business plan. It should articulate the
underlying purpose of the project and the basis for
change in the intensity and type of arts activities,
alongside current and projected financial
statements. The business case, or business plan,
must evolve with the project. It should address:

— the various possible funding sources and their
requirements

- realistic estimates of revenues resulting from
increased visitor attendance and/or audience

— expectations of visitor spending patterns
— capital and revenue costs.

‘Sensitivity analyses’ — studies varying key inputs
like ticket sales, types of overhead or hoped-for
grant income — will reveal which assumptions most
expose the project to financial problems. If some
assumptions are recognised to be over-optimistic
the capital budget should be moderated. Over-
optimism was a recurring feature of early lottery-
funded projects. The analysis could consider the
impact of small but unpredictable changes to key
assumptions for targets and patterns of cash flow.


www.cabe.org.uk/default.aspx?contentitemid=450
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An outline project budget should be assembled

by you and your advisors out of the preferred project
scope and content. There may be options in terms
of size and content and a notional phasing plan for
delivering the full project. The outline project budget
will act as a baseline throughout the project
development. It should include the projected
out-turn costs for at least the following:

- land acquisition

- construction cost, including phasing options
— fitting out and specialist equipment

— professional fees

— contingency sums, to be assessed with your cost
consultants

— costs to the organisation of closure, redeployment,
reduced operations, restructuring if necessary

— VAT, and whether any can be recovered
- financing costs

— inflation

— cost of the move itself

- lifecycle cost estimates.

Building excellence in the arts: a guide for clients page 34
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Chinese Arts Centre,
Manchester

‘Slot” windows between the
different parts of the Chinese
Arts Centre, Manchester, allow
the galleries to be effectively
supervised from the adjacent staff
offices. This meant that it was not
necessary to hire additional
supervising staff, which the
organisation could not have
afforded.


http://www.cabe.org.uk/default.aspx?contentitemid=2682
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2.5 What happens to the feasibility study?

The feasibility study will retain its relevance in
planning the early stages of the project, informing
the emerging brief (see sections 1.12 [page 29]
and 3 [page 36]) and the formal appointment of
the design team (see section). It will often be
used to establish the project budget, a figure you
will subsequently find difficult to erase from the
collective memory and will need to communicate
to internal and external stakeholders.

‘The architects of the feasibility study are
often at a disadvantage when it comes to the
selection process for the main commission, as
none of their ideas seem as fresh as the other
competitors’

‘Don’t feel constrained by the feasibility
study: use the selection process to open
up other ideas’

These two quotations, from David Beidas, capital
projects director of the Belgrade Theatre, Coventry,
illustrate well the ‘feasibility study dilemma’, in which
the architects appointed to the main commission
may well want to start afresh. You will need to
safeguard your vision but interrogate it against

new ideas and concepts for the building.

Building excellence in the arts: a guide for clients page 35
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Belgrade Theatre, Coventry:
expanded foyer space and bar

The theatre sought an additional
auditorium to complement its
existing facility of 1958,
together with new public areas
and improved backstage
spaces. The feasibility study
explored various possible
arrangements of these spaces,
before the design contract was
awarded to Stanton Williams
Architects.

SWwel||IAN uojuelg/Braquielg UOA Aeopy


http://www.cabe.org.uk/default.aspx?contentitemid=2681

Contents

Foreword
Introduction

Key principles

Creating your building

Identify vision
Conduct feasibility study

Prepare formal design brief

Assemble team

Develop design
Detail technical design

Construction

Prepare for handover

1
2
3
4
5 Choose procurement route
6
7
8
9
1

0 Occupation
Appendices
Glossary

Bibliography

Qﬂm@ £

& Q
N

Prepare

3 Prepare formal design brief

design quality

A formal brief itemising requirements will gradually
emerge from the broader ‘briefing process’, which
can be used in making an architectural appointment
for the main project. The brief provides a reference
point for the client to create consensus on their
needs and also for those involved in the design

and realisation process.

In preparing this document, the outline brief
(discussed in section 1.12 [page 29]) should be
revisited and expanded in the light of the work
done for the feasibility study.

A good brief is not necessarily a simple list of
‘required spaces’. Reflecting all the client’s thinking,
it should clearly set out aspirations and fixed factors,
whilst allowing scope for creative design solutions
to emerge. Emerging designs and unsuspected
options can drive the brief-making to some extent
what John Worthington of design consultancy
DEGW refers to as ‘reverse engineering’.

The briefing process and the role of the formal
brief is shown diagrammatically (see figure 3). For
progress to be made, it is important that the client
produces a clear statement of their requirements,
emphasising what they want, but not necessarily
how it should be achieved. This leaves scope for
the interaction with the design team to creatively
produce solutions none of the parties could have
initially imagined. The resulting statement of
requirements and constraints, built up from the
outline brief and the choices made through the
feasibility study, is the formal basis for a whole
set of relationships and contracts. It must be

well researched and it must add up financially
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with the budget for not only the project, but also the
broader ongoing business plan for the organisation
as a whole.

As the design and construction proceed
unexpected problems and opportunities will arise
and the formal brief should be amended if required,
but it is important that any changes are carefully
considered and clearly agreed, and in the process
that the viability is tested and reflected in both the
project budget and the business plan. In addition
these changes should be compared with the
aspirations of the vision and the priorities
established in the outline brief to ensure that
critical features of the whole endeavour are not
being incrementally lost, at least not without an
explicit decision to do so. This becomes crucial
when pressure suddenly emerges for cost cutting
— a not uncommon occurrence.
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4 Assemble team

an excellent team

Having established and tested requirements,

you can make formal appointments for key team
members for the project, subject to the availability
of funding. We have indicated the roles that

are essential to any project, and those that are
highly recommended, though much is dependant
on project scale.

4.1 The design, management and cost
consultant team

Role Contribution

Construct

Responsibility and authority

Architect
(essential)

= becomes immersed in client organisation
= helps give form to the vision

= gathers detailed requirements and
incorporates them into emerging design
lead role in obtaining permissions

may lead the whole design team
depending on appointment. This would
trigger sets of ‘collateral agreements’
with the client

deliver design quality

be present and attentive throughout
construction as the contract requires
(see the RIBA standard form of
agreement, available from RIBA
Publications).

= early briefing stage: gives outline form
to requirements, tests configurations
of spaces, generates options

early design propositions can develop,
coax the brief, a process known as
reverse engineering

communication of the design to all
stakeholders

responsible for generating adequate,
coordinated and coherent information
for the construction team

be proactive in ‘managing value’,
reducing cost with minimal loss of
content, critical to delivering the ‘vision
lead the co-consultants and specialists
and direct the coordination of design
and construction information.

Structural engineer
(essential)

the design of the building’s structure
above and below ground, and possibly
the below ground drainage

civil engineering refers to more
substantial infrastructure (see Institution
of Civil Engineers (ICE) and Institution of
Structural Engineers (IstructE)
appointment conditions).

Civil engineer

considerable cost may reside in the
structural skeleton of the building.
provision may be required to comply
with more recent legislation to do with
partial collapse and fire integrity.
Important to anticipate these
complexities

= important sustainability issues.

Traffic and highways engineers traffic, transport, highways planning, road

and junction design.

Building excellence in the arts: a guide for clients page 38

= may be required by planning process.
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Role

Design

Contribution

Construct

Responsibility and authority

Mechanical & electrical engineers
(environmental engineers)
(essential)

design of the internal environmental
conditions and the means to obtain
them: light, ventilation, heat, ‘coolth’

(as in pleasantly low temperature),
acoustics, fire safety, drainage, water
supply and the electrical and mechanical
systems infrastructure

compliance with building regulations
and guidance on energy performance,
fulfilling renewable energy requirements
(see ICE and Chartered Institute of
Building Services Engineers (CIBSE)
appointments).

= increasingly important role in delivering
sustainable buildings

more than specifying equipment, move
to more conceptual role optimising the
building’s environmental performance
at minimum carbon cost

sophisticated simulation tools are more
widely available to predict the
performance of a design.

Acoustician
(highly recommended)

design the appropriate acoustic and
advise on its delivery

counter productive to delay appointment
if the acoustic is central to delivering
the vision.

the design intervention required may
be fundamental, dictating volume,
construction methods and finishes

it may also require isolation, separation
within the very structure of the building
potentially an important cost item.

Interior designer

non-structural design of the interior, its
surfaces and materials, its fixtures and
fittings.

may be part of architect’s team.

Artists and crafts people
(highly recommended)

enhancement of the building fabric
specialist advice on how artists will
use space.

potentially highly productive
collaborations between
artist/architect/interior designer.

Landscape architect
(essential)

design of all exterior spaces,
approaches to the building, hard and
soft landscape, design of internal
landscape, planting schemes

deliver sustainable design, dealing with
water run-off, facilities for pedestrians,
cyclists and disabled people.

critical to the success of a high-quality
design

close collaborations required with
architect, mechanical and electrical
engineers, lighting specialists, highways
and traffic engineersand access
consultants

costs often underestimated and/or
reduced in final stages of project to
save cost.

Access consultant
(highly recommended)

advises and assists the client on matters
of health and safety in the design,
construction and maintenance of
buildings; coordinates health and safety
aspects of design.

Building excellence in the arts: a guide for clients page 39

clients are obliged to appoint a
construction design and management
coordinator unless a project is too small
to be notifiable. See the Construction
(Design and Management) Regulations
2007 (CDM2007) approved code of
practice — Managing health and safety
in construction (Health and Safety
Commission.
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Role

Design

Contribution

Construct

Responsibility and authority

Construction, design and
management coordinator
(essential)

advises and assists the client on matters
of health and safety in the design,
construction and maintenance of
buildings; coordinates health and safety
aspects of design.

clients are obliged to appoint a
construction design and management
coordinator unless a project is too small
to be notifiable. See the Construction
(Design and Management) Regulations
2007 (CDM2007) approved code of
practice — Managing health and safety
in construction (Health and Safety
Commission).

Project manager
(highly recommended)

a variety of potential roles:

the contract administrator, externally
appointed, is responsible for issuing all
instructions to the contractor during
construction, managing the design team,
during tender, construction and
completion

internal project director who may be the
client advisor for the early stages before
an external project manager takes over
anything between but separate this role
clearly and unambiguously from the
quantity surveyor; they should not come
from the same practice.

trust and good internal relationships are
key to successful construction projects
good communication and understanding
are important

previous experience of constructing for
the arts can only help. Arts buildings do
not necessarily present the same
management challenges as construction
projects in general.

Quantity surveyor, cost consultant
(essential)

a UK specialism, independent cost
estimation using experience and industry
prices

assembles cost plan for the construction
project and whole project costs if client
desires

separate this role clearly from that of the
project manager and be sceptical about
chinese walls

Royal Institution of Chartered Surveyors
(RICS) appointment conditions explicit
about role and optional responsibilities.

usually a separate appointment from
the design team

can only put costs to the design and
overall project from the best information
provided by the client

wisdom and experience a critical
element in judging likely outturn cost
and sensible contingencies

may lead value engineering/value
management exercises

experience of arts projects helpful.

Arts management consultant
(essential)

advice on organisational/operational
issues and associated costs
market analysis and prediction.

gathering and assembling organisational
and business costs, and risks, to be
factored into overall cost plan.

Theatre consultant/gallery specialist

brings prior experience of this kind of
project: conceptual/technical knowledge
and advice.

Building excellence in the arts: a guide for clients page 40

assists in developing the vision.
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4.2 Choosing the team

being informed

Preamble

Become an informed client. Research and visit
projects of a similar nature and talk to those clients
about their experience of the process and of the
professionals involved. Attend their events and
experience new spaces.

Choosing the right designer is one of the most
important decisions to be made during the project.
Good client—architect relations are an important
factor in achieving a good design solution. In view
of the importance of the design team to the success
of a project, it is worth making a particular effort to
ensure that the team selected is not only skilled but
also able to understand the client objectives in a
good working partnership.

The chosen architect may help select engineers
and landscape and/or interior designers. The
different design professionals will have to work
closely together, so it is important that they form
an effective team. If the traditional procurement
route is used, the designer may become the leader
of the design team.

It is not appropriate simply to employ consultants
because they are personally known to you and are
local. Their competence should be compared with
other practices and an auditable process should
be followed. Most funders will expect this.

Building excellence in the arts: a guide for clients page 41
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OJEU procedures

In some cases projects must follow the detailed
procedural and timetable rules set out in the public
services regulation of 1993. If the project is large’
and you are either a public sector body, or receive
50 per cent or more of your funding from the public
sector, you must provide notification of a proposed
selection of designer, building contractors or other
suppliers through the Official Journal of the
European Union (OJEU).

ACE funding qualifies so those organisations
receiving this level of funding in total, from ACE
or other government sources, will need to follow
the OJEU procedures. The applicable project
size thresholds vary over time. You can get advice
from a specialist if OJEU procedures are needed,
or information can be obtained from the

Office of Government Commerce. Or go to

the tenders electronic database for free online
access to OJEU.

Best value

Best value, not lowest cost, should be your criterion
at all stages of selection. If cost considerations are
significant, as is often the case when selecting
contractors, tenders must be based on a detailed
set of requirements so that all tenderers are aware
of exactly what they must deliver. This will reduce
the likelihood of failure to meet the requirements

as a result of cost constraints.

1 As of 1 January 2008,
thresholds are €137,000

for supplies and €5,150,000
for works.


http://www.ogc.gov.uk/index.asp
http://ted.europa.eu/Exec?Template=TED/editorial_page.htm&DataFlow=ShowPage.dfl&StatLang=EN
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Competitive selection: the process

Whether or not OJEU procedures are used, you
must choose designers and contractors through a
competitive process. You will need a well-structured
procedure, clear timetable and transparent set of
criteria by which the winning team will be selected.

For large projects a ‘long list' of possible design
practices should be drawn up on the basis of simple
eligibility criteria.

This can be created by:

— asking professionals already used and trusted
by the client group

asking colleagues

asking trustees or board members

asking people in other organisations who have
recently been clients

looking in the design professions’ magazines

asking the RIBA clients’ advisory service

advertising in suitable journals for expressions
of interest

— using OJEU procedures if the project size
deems it necessary.

Building excellence in the arts: a guide for clients page 42
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Key principles for all selection processes:
— candidates should be treated equally and fairly
— there must be a genuine intention to proceed

— every candidate should have adequate time
to participate

— the information required for the ‘qualification’
stage should not be too onerous

— all candidates should be given the criteria
for qualification

— all candidates should receive the same
information

— all candidates should receive new information
simultaneously

— all candidates should be given all the
necessary procedures

— information from candidates must be treated
in confidence

— unsolicited tenders should not be considered
— the process should be open to scrutiny

— the reasons given for the final choice should
be recorded and auditable.

Adapted from Constructing success, Construction Industry
Board (CIB), 1997

‘Clients should
take the lead

when procuring
construction
services through an
integrated team on
the basis of value
and quality, not
lowest initial cost!

Sir John Egan, Accelerating
Change executive summary,
The Construction Task Force,
2002
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You should then reduce the long list to a shortlist,
from which the final selection will be made. An
intermediate round to reduce numbers to a maximum
of 15 may be needed. To whittle down the list,

those on the long list should be asked to provide
information in a standard format. This may include:

— quality of their previous work and commitment
to design quality

— size of firm — ‘big’ is not necessarily ‘good’

— financial stability

number of professionals

range of skills

size and type of completed projects

availability during the project period

references from previous clients

equal opportunity policies
— quality assurance procedures
— health and safety record and procedures.

The shortlist, of not more than six to eight firms,
should include only firms with which you believe
you will be able to work productively. You may wish
to visit relevant built examples of the work of the
shortlisted architects. You should endeavour to
select three or four firms for the final shortlist.

Many clients find formal presentation at interview
to be very helpful. Insist on meeting the actual
individuals who will manage and deliver the work.
This is as applicable to constructors as it is

to architects and other professionals.

Building excellence in the arts: a guide for clients page 43

Construct

Holton Lee: proposed archive
building

Holton Lee is an established
charity offering a range of
facilities for disabled people
near Poole, Dorset. When the
charity sought to commission

a new archive building, it visited
the offices of the shortlisted
architects as well as their
recent projects.
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Making the appointment

There are various procedures by which you can
appoint a design team, all or any of which must be
implemented within OJEU rules if the project size

is above the threshold. These include competitive
interview (generally the preferred approach) and

a full architects’ competition. Both are discussed
below. Under any model it is essential that you use
your best endeavours to ensure that the competitive
process is transparent and that all teams are given
the same information and a level playing field.

Irrespective of the model used, the interview with
the design team is of great importance, providing
you with an opportunity to see what working
together may be like over time. The objective in
competitive interview is to look for a compatible
team, with an intelligent and flexible approach,
rather than for a potential building solution. Ask
who will actually work on the project. Will the
partners be involved, and if so, how much?

Building excellence in the arts: a guide for clients page 44
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Riverside Mill, Bovey Tracey:
interior of the new craft gallery
added to Riverside Mill

When it came to extending and
refurbishing its listed watermill in
Bovey Tracey, the Devon Guild of
Craftsmen put together a list of
possible architects who were then
invited to make a submission. The
aim was to find a young, dynamic
practice that would bring
innovative thinking to the project,
which provides the largest
exhibition and sales space
dedicated to the crafts in

the South West.

Seven Stories, Newcastle

upon Tyne: education and
activity room

True to the function of Seven
Stories, Newcastle-upon-Tyne,

as the national centre for
children’s books, the winning
architect’s submission comprised
in part a children’s book. The
format of their entry, which was
presented at interview, allowed the
client to assess the commitment
of the architect to the particular
project, and the result was a
productive working relationship.


http://www.cabe.org.uk/default.aspx?contentitemid=2707&aspectid=23
http://www.cabe.org.uk/default.aspx?contentitemid=2685&aspectid=23
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Competitive interview

For many projects the competitive interview is the
most effective process. It is particularly appropriate
where the client does not have a tightly defined brief.
The main objective of the process is for the client

to identify and appoint a team that will bring the
appropriate skills, commitment to design quality and
the most productive approach to the project. It is a
cost-effective and efficient way to appoint a design
team, which does not incur abortive design work.

The competitive interview process reflects the
principles outlined in the OJEU process above:

— advertise for expressions of interest
— shortlist three to six teams
— issue brief to those shortlisted

— hold a briefing meeting with them all together
to discuss the project and then visit the site.
Competitors may well wish to return for a more
measured look at your existing facilities and the
proposed site. You should clarify how this might
be accommodated, or not

— shortlisted teams then submit proposals outlining
their approach to delivering the project, in terms
of quality, time and cost

— interview all shortlisted teams, giving them the
opportunity to discuss their first responses to
the site and the brief. Whilst not asking them to
prepare designs, you will expect them to present
what they believe to be the opportunities and
constraints within the site and brief

— appoint the preferred design team

— inform those who were unsuccessful.

Building excellence in the arts: a guide for clients page 45
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Spike Island, Bristol: the new
café acts as a social hub for
users and vistors, adjacent to
the centre’s main entrance

Gut feeling is sometimes the best
judge of potential design teams.
In the case of Spike Island,
Bristol, the winning architect’s
submission was felt to be best
suited in terms of ideas, and
attitude to the aspirations of the
organisation. Having established a
shared ideas base, a design could
be collaboratively developed.

Dance East, Ipswich: the dance
company is being provided with
space within a larger mixed-use
development

In some cases, the appointment
may be partly informed by
practical factors. Dance East is
a centre dedicated to dance
performance in Ipswich. The
choice of architect was motivated
by the fact that the company's
new premises are located within
a building constructed as part of
a larger mixed-use development,
and so it made sense to appoint
the architect of that development
lest experience and knowledge
be lost.


http://www.cabe.org.uk/default.aspx?contentitemid=2708&aspectid=23
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Architects’ competition

The selection of the design team can also be made
through a fully fledged, formal design competition
to the Royal Institute of British Architects (RIBA)
competition rules. RIBA would be pleased to help in
setting up a competition. This approach tends to be
a lengthier and more costly process and will only be
really effective if you have already developed a fairly
detailed project brief. A competition will give you
opportunities for promoting the project to
stakeholders and the wider public, perhaps through
an exhibition and/or publication of the finalists’
designs. Stakeholders may well be involved in
briefing the design teams at the early stages

of a competition although the opportunities for
consultation will be restricted by the timescale

and logistics. On winning, the successful team

may use its winning scheme as a vehicle for more
comprehensive consultation, but with the risk of
discovering some fundamental mismatch or an
unassailable constraint. It can be difficult to discard
ideas conceived in energetic competition.

Under this model several architects prepare designs
and ideas in response to the client's outline brief.

There are several types of design competition,
depending on who is deemed eligible to enter and
how many stages are required. Here are some
points to bear in mind.

— CABE can advise on the appropriate competition
format and suitable criteria for judging the
outcome. The RIBA competitions office can also
provide advice.

— Competition may add to the early costs, although
the overall amount is small in relation to the rest
of the project.

Building excellence in the arts: a guide for clients page 46
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— The timeframe is usually extended a bit, though
this may be of little consequence in the timeframe
of the overall project.

— It may divorce the design team from the
development of the client’s brief, thus reducing
the benefit that a good design team can bring
to the project.

— It might reveal unanticipated opportunities
latent in the site, the building and/or the brief.
Concentration levels tend to be at their highest
in competition.

— Consultants’ fees represent a small part of the
project cost, and should not carry undue weight
in the choice. Remember that, in effect, you are
buying consultants’ time and low fees may signal
lower levels of engagement.

In the case of a large project, the shortlisted
design teams may be given the outline brief and
asked to suggest their approach to the project.
They should not be given too much time — two to
four weeks is enough — as they should not prepare
complex material.

It is good practice to offer a small fee or honorarium,
at least to cover expenses. Designers can be asked
to make a written statement which could include
sketches or diagrams of their understanding of the
requirements, and should say which staff members
will be employed to meet the project timetable.

They should then be invited to interview.

For small projects under £500,000, the process
should be shortened. Only four to seven practices
may be considered on the long list and the
statement of approach may be given during

the interview.
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5 Choose procurement route

a productive procurement route

Procurement means purchasing — how to buy a
product or service, such as a builder or a design.

5.1 Procurement routes

Possible routes for procuring construction projects
have multiplied over the last few years. Traditionally,
a client decided what was wanted, then appointed
a designer, agreed the plans and selected a
contractor to build the project against those plans.

Now, several non-traditional routes are available,

all of which hand over some client and design
responsibility to other parties in the quest for project
processes that are less risky, more economical,

and timely in their delivery.

Although arts capital projects have not been
delivered in this way, there are other forms of
procurement, notable the private finance initiative
(PFI) and public private partnership (PPP), which
are widely used in the public sector and which give
private partners responsibility to manage and/or
operate the facility for many years beyond initial
construction.

Building excellence in the arts: a guide for clients page 47
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The main procurement routes that are relevant
to arts projects — explained below — are:

— traditional (one or two stage)
— construction management

— management contracting

— design and manage

— design and build

- two-stage design and build, ‘design and
construct’,

They differ in:

— ways of choosing the participants, especially
design and construction teams

— responsibilities of different participants
— extent of risks for different participants

— control over the certainty of the final cost
of the project.

The following table summaries the advantages
and disadvantages of the different routes.
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Procurement type

Design

Advantages

Construct

Disadvantages

Traditional:

= client appoints design team and takes
responsibility for its performance, then
appoints contractor.

procedure well known
competitive fairness
satisfactory public accountability.

contractor not involved in design
or planning

potential for poor buildability
adversarial.

Design and build:

= client appoints design and build
contractor, which in turn appoints
designers and sub-contractors.

single point of contact
inherent buildability
early firm price possible.

excellent briefing and specification
skills needed

mid-stream requests for changes can
be expensive

client needs to commit before design
is complete.

Management contracting:

= client appoints main contractor and
consultants on fee basis

= contracts are let as work packages

= trade contractors are contracted to
the main contractor.

clarity of roles

parallel working is inherent so typically
a fast-track programme

late changes can be accommodated
provided affected packages not yet let.

need for a good-quality brief

reliant on good-quality team, otherwise
can become just a post-box system
poor certainty of overall price.

Construction management:

= client employs design team, plus a
construction manager who coordinates
the work packages

= direct contractual relationship between
client and trade contractors.

clarity of roles, risks and relationships
among participants

late changes relatively easily
accommodated

direct contact between client and trade
contractors may result in lower prices.

no cost certainty at outset
needs informed client and
good- quality brief

relies on good-quality team
and good information control.

Building excellence in the arts: a guide for clients page 48
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Figure 6: Construction management
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stage that most can

be done to optimise
the value of a
building’
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6.1 How will the design come to life?

Creating your building e e
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1 Identify vision T :
communication and consultation National Audit Office,
2 Conduct feasibility study Modernising construction, 2001
3 Prepare formal design brief RIBA workstage C, ‘concept’ (RIBA Outline plan
4 A bl of work, 2007) refers to ‘implementation of the Conceptual location sketch by Sarah
Assemble team design brief’ and ‘preparation of additional data’ Wigglesworth for Holton Lee
5 Choose procurement route It envisages very outline, strategic, structural,
. mechanical and electrical proposals, an outline 2
6 Develop design . . 3
specification (a written account of proposed =
7 Detail technical design materials, forms of construction and performance g
8 Construction standards for the building envelope and its key
spaces), and a preliminary cost plan.
9 Prepare for handover . o
_ Designers work in different ways. The concept
10 Occupation design will be expressed more fluidly in these

early stages than at later stages

Appendices
- in economical diagrams to explore likely options Exploratory sketch by Rafael Vifioly
. . exploring the ‘theatre inside-out’
Glossar — in evocative concept sketches concept of The Curve, Leicester
Bibliography - ‘inside-out’ concept of the new Leicester Theatre

in elementary models

in more formal plans, elevations and sections.
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Model by Caruso St John Architects
showing part of the ground floor at
Spike Island, Bristol
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You and your colleagues may be unfamiliar with
architects’ drawings and their conventions. Do not
hesitate to ask for explanation. Models can be very
effective, not highly polished presentation pieces
(those may be needed later on for fundraising
purposes) but working models that can be cut
apart and adjusted quickly. This is the workstage
in which to explore all the likely and perhaps some
less likely options. Design work can release
unanticipated options and enhance and even
change the brief.

In some cases, ‘mocking up' a proposed space as
the design emerges in wood or plastic sheets has
been very effective, particularly when the project
involves making alterations to an existing building.
This approach allows users and other stakeholders
to get a ‘feel’ for the new space at full scale.

‘Mock up’ spaces can also be piloted for specific
activities with future building users, such as
practical workshops in proposed activity spaces.
This approach tests the space against the
requirements of the activity it is designed for.
Contributors to the process will feel that they
have participated in the design process and

an ownership of the finished space

Building excellence in the arts: a guide for clients page 52
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Towner Art Gallery, Eastbourne:
mock-up of a workshop

Mock-up spaces of the new building
were used to conduct artist-led
workshops with primary and secondary
school groups. These sessions were
documented to explore how different
groups interacted with the space.

The findings were used to inform the
architects of the spatial needs, location
of doors, windows, sinks, lighting,
storage and fixed furniture.
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6.2 Design development

RIBA workstage D, design development, is defined
as more of the same but to a finer level of detail and
specificity. The design comes into focus as working
hypotheses are adapted for the configuration of
spaces, the structural and constructional nature

of the enclosure, the essential materials, the roof
forms, the pattern and nature of openings and
connections, the spaces between and outside

and the interaction with the public realm.

Stage D culminates in a full set of information to
support a detailed planning application. This will
require every face of the building to be described,
every elevation, all the plan levels including the
roof, and representative cross sections. Often the
planning authority will want to see images of the
proposed building/rebuilding set in the public realm.
Other quantitative data will be required about the
proposed building (for approvals). All this suggests
that the design will be quite specific, at least to the
scale required, customarily 1:100 for planning
application general arrangement drawings, and
perhaps larger scale detailed drawings of the
envelope and its materials if historic buildings
approvals are required and/or the building is in a
conservation area (see section 6.6 on approvals).

The quality of the design will be apparent and will
be assessed in some way, if only informally by the
public and the more immediate stakeholders.

Several formalised processes can be used to help
assess design. CABE's Design reviewed provides
some useful ideas about questions the client should
ask themselves at key stages in the process about
design. There is the opportunity to submit the
design to CABE for consideration by its design

Building excellence in the arts: a guide for clients page 53
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review committee. Design review cannot look at
every scheme submitted to it; the team is guided
on which schemes to review by criteria set out by
the government. If a scheme is to be reviewed, this
should be done in advance of submitting a planning
application, if possible, along with early discussions
with the local planning authority and other key
organisations, eg English Heritage, or The Theatres
Trust's planning and architecture advisor,

if appropriate.

A design review should consider:

— the site, the context and the contribution
to the public realm made by the project

access, landscaping and orientation

how well the organisation will be able to function
in the new spaces

sustainability/energy efficiency considerations

whole-life costs, energy, maintenance and
replacement

visual impact

adaptability to different uses.

Design quality indicators have been developed
by the Construction Industry Council and may be
useful overall. Others like the building research
establishment environmental assessment method
(BREEAM) provide ways to evaluate a design in
relation to particular aspects. BREEAM, for example,
reviews how many environmentally responsible
measures have been put in place. It considers
whether the building adequately considers
transport, fuel economy, waste and pollution,

and environmental diversity.



www.cabe.org.uk/AssetLibrary/2153.pdf
http://www.cic.org.uk/home/index.shtml
http://www.breeam.org/
www.dqi.org.uk
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6.3 Design for sustainability

sustainability

Environmental features of sustainable buildings

The design of sustainable buildings should consider
measures to:

— reduce energy consumption and associated
emissions of carbon dioxide

minimise the use of resources such as water
and construction materials

reduce the release of pollutants

maximise the use of sustainably sourced and
recycled materials (eg timber)

— promote sustainable travel choices through
public transport and cycling provision

— conserve, or enhance, biodiversity.
In terms of the design:

— the shape, form, orientation of the building, and
the sizing, positioning and design of openings
should make maximum use of natural forces such
as daylight and wind, and minimise the need for
applied energy

— the building fabric should be highly insulated and
well sealed to prevent unwanted heat losses by
conduction and by unwanted air infiltration
including draughts

- the placing and quantity of glass in the external
walls should be carefully considered in terms of
avoiding excessive heat gains in summer and
heat losses in winter

— global warming, magnified by the urban heat
island effect in London and other cities means

Building excellence in the arts: a guide for clients page 54
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that design assumptions about external
temperatures should be carefully reviewed

— however, mechanical cooling and air conditioning
are very energy intensive and costly to run, so
investigate passive options

— use efficient lighting, heating and ventilation
technologies, complete with control and metering
systems that encourage and support efficient energy
and environmental management practices and
minimise consumption of fuel, power and water

— components, materials and systems should be
chosen to minimise environmental impact and
protect biodiversity.

The focus needs to be not just on the initial capital
costs, but on so-called ‘whole-life value' — that is,
looking beyond the initial capital cost to take into
account future maintenance and running costs.

To do so will involve winning commitment from all
stakeholders, including designers and contractors.

Delivering sustainable buildings in practice requires
focus and determination.

Designs should be careful not to over-estimate
the expertise available on completion to manage
the building services. A building management
computer-controlled system that demands the
operator have a degree in engineering may be
unsuited to an organisation that has access to the
services of a part-time caretaker to run it. Simple
systems that automatically switch off when not
needed are often best.

Sustainable measures are often the victim of
budget-cutting exercises. Hang on to your vision.
See Appendix | [page 74] for a more detailed
checklist.
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6.4 Cost and risk management

realistic finances

Risk lies in the unknowns at each stage of the
project. In the earlier design stages, informed
assumptions will need to be made by the
professional team before accurate information is
generated. Judgements will need to be made as
to when to commission surveys and investigations
and appoint more specialised consultants.

The Construction Industry Board catalogued
likely pitfalls in Constructing success (1997).

— Accurate surveys of the chosen site and/or
building with levels, existing services and
drainage lines are indispensable beyond
the earliest conceptual stage. The present
establishment of land ownership and rights
of access, rights of light, wayleaves and other
‘mission critical’ legal and physical givens
should also proceed as soon as possible
to avoid abortive work and delay.

— Risks lurk below ground in soil conditions,
hidden voids, sewers and services such as
electric cables, fibre optic cables, gas mains
and water mains. Foundation and substructure
proposals are speculative until soil investigations
are undertaken. Structural engineers also collect
historical information about former development
on or adjacent to the site. Contamination may
be an issue. An asbestos survey is essential for
existing buildings. Legislation and insurance
requirements pretty much demand the keeping
of an asbestos register.

— There may be confusion between the client and
design team over objectives, particularly their
prioritisation. For example, effort may be expended

Building excellence in the arts: a guide for clients page 55
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in making clear span spaces but value to the client
may reside in the redistribution of that cost.

— New materials and new technologies may still
be in development. Check working, installed
examples.

— Planning policies, particularly city centre policies,
governing the development of additional
floorspace need to be recognised and interpreted.
Early discussions with the local authority may
avoid abortive work and delays.

— Acousticians, technical systems consultants,
energy specialists, fire engineers, traffic engineers,
landscape architects and ecologists may well have
a significant contribution to make, adding cost to
the construction and requiring design changes.
Acoustic design is potentially much more than the
application of absorbent finishes to a complicated
space. Isolation of spaces from each other and the
public realm can involve structural separation of
parts of the building, at a cost.

— The clients may be too overcommitted with day-to-
day responsibilities to study the scheme adequately
and spot unsatisfactory elements early enough.

— Friction may develop between the team and client
or within the team. The project champion and the
project manager, if one is appointed, will need to
exhibit real leadership skills. Friction arises from
non-performance, mistakes or changed instructions
or fundamental strategic disagreements.

— The emerging scheme may be too ambitious,
or too costly for the funds available. Successive
reiterations may not reduce cost adequately.
Robust value engineering or value management,
its broader and more optimistic relative, may well
be required at some stage in most projects.
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6.5 Value engineering and risk management

Construct
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of the project, their decisions had already been
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argued through.

Cost information needs to be intelligible to the
client, and organised into meaningful elements,
which relate to recognisable pieces of the project.

wooi0g/suing eof
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Part of the Lighthouse’s
‘priority matrix’

When faced with a smaller than
expected capital award, the
management of the Poole
Lighthouse went through every
aspect of the proposed scheme,
itemising every element in
operational and political terms on
a numeric scale. This allowed the
client to make rapid decisions
when faced with the need to omit
or scale back aspects of the
project in order to keep within
the tight budget.

The Devon Guild of Craftsmen,
Bovey Tracey: exterior of the
extension to Riverside Mill

Deciding what to omit is not
always a straightforward process
and ideally avoids compromising
the main intent of the project: the
‘core vision’. In the case of the
Devon Guild of Craftsmen, it was
decided to omit the proposed
education space from the capital
project on the basis that funding
could be sought at a later stage in
conjunction with other groups in
the town. The loss of storage
areas from the project has had
more practical implications, and
some of the display rostra find a
temporary home in the
management's garages when not
required for use.


http://www.cabe.org.uk/default.aspx?contentitemid=2685&aspectid=23
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Risk register

Risks can be formally identified and assessed in
terms of the severity of the consequences if the risk
occurs, perhaps from 1-5, and the likelihood of the
risk occurring, again, perhaps, from 1-5. Overall
scores can be calculated for each risk, mitigating
actions devised and the consequent reduction in
risk quantified. Sums from the project budget can
be set aside proportionally against the catalogue
of risks, called contingency sums. The contingency
should be 5-10 per cent of the overall budget
where possible, in order to allow for maximum
flexibility later. As the likelihood or possibility

of each risk recedes or subsides completely, the
contingency can be diminished or absorbed back
into the main budget. Either the quantity surveyor
or project manager will keep the risk register and
revisit it with you and the full team as required.

Perhaps the most fundamental potential problem

is confrontation arising between the client and the
contractor or other team members. In complex
funding or shared use situations there is also a
potential problem that the objectives of the funding
or partner organisations are not fully compatible
with each other, or not capable of resolution in

the same timeframe. A firm understanding of all
the funds and client group identities at the outset
is an essential component in risk reduction.
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Systematic risk management can help you to:

deal with unforeseen circumstances

— minimise damage caused by identified problems

identify and prioritise objectives

identify and prioritise constraints on the project

inform decisions

enable more efficient cost management
— improve accountability.

You can minimise risks by adopting some of the
following rules:

— put time and energy into appointing advisors

— obtain and consider objective advice, even
if unwelcome

— put time and energy into defining the brief

— accept realistic targets

keep abreast of progress reports

avoid changes and keep to ‘signed off' decisions

apply best value assessment, balancing quality
and cost.
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‘[in guidance published in 2006] CABE also
describes design and access statements as
“Documents that explain the thinking behind a
planning application” and that they should show
that the applicants have “thought carefully about
how everyone, including disabled people, will

be able to use the places they want to build”’

Introduction 6.6 The approvals process

accessibility

Building projects are also governed by a range of
legal procedures — these are known as approvals.

Key principles

Creating your building
Identify vision
Conduct feasibility study
Prepare formal design brief

You will need several different approvals typically,
some of which are simple and straightforward, but
others lengthy, risky and capable of crippling the
viability of the project if approval is withheld.

Adrian Cave Inclusive accessible design (2007)

The standard approvals necessary, with timescales
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for preparation of documentation and decisions,
depending on size of project, are as follows:

By whom

Typical minimum decision time

Who should prepare

Planning permission

Local authority planning department (with
advice where necessary from, for example,

The Theatres Trust)

Eight weeks (or 13 weeks for larger scale
building)

Design team and client

Listed building consent

Local authority and English Heritage

Eight weeks

Design team and client

Landlord approvals

Landlord

Variable

Client champion

Building regulations

Local authority building control team

Throughout construction, signed off at the end

Design team

Fire certificates

Local area fire officer

Variable

Design team
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‘Approved document M recommends that an
access statement should be provided to assist
building control bodies in making judgements
about whether the proposals are reasonable and
that the access statement should be provided

at the time that plans are deposited, a building

Introduction You should consider your responsibilities

.. in each of these areas:
Key principles

— planning permission
Creating your building

- rights of adjoining owners and the public

i ISi . . . . . . . . .
1 Identify vision notice is given or details of a project are given — recompensing for injury to persons or damage
2 Conduct feasibility study to an approved inspector! to property belonging to others
3 Prepare formal design brief Adrian Cave Inclusive accessible design (2007) - accepting responsibility to pay all those
4 Assemble team Other approvals specific to particular buildings working on the clients behalf
5 Choose procurement route and sites are sometimes needed such as: — accepting responsibility for setting up a health
. L and safety strategy for all involved in
6 Develop design — party wall agreements with adjoining owners. ’ )
. . . The client may need to engage a party wall C?nr?m:t';zp an(d subseqlljent(;nal.ntenar:jce
7 Detail technical design surveyor to carry out this work of the building (construction, design an
8 Construction management ~ CDM).
e — changes to roads agreed by highways authorities
9 Prepare for handover — environmental plans with local authorities
— tree removals where there are preservation orders.
Appendices Subsequent to completion of the project, you
may need various operating permissions, such as
Glossary licences for entertainment, provision of alcohol
and food, cinematography etc.
Bibliography
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7 Detail technical design

7.1 Technical design

Workstage E is all about precision and rigour as
the proposed building work is accurately defined
in larger scale general arrangement drawings,
customarily at 1:50 scale, big enough to visualise
whole spaces and furnish them.

To some extent the various engineers’ drawings
and written descriptions of their work, and their
specifications, follow on from architects’ grand
arrangement drawings. Invariably, the proliferating
numbers of consultants and specialists find
themselves working on slightly different versions
of the overall project. It is important to allow time
for engineers’ drawings and specifications to
become harmonised and to realise that changes
required in this stage resonate through interlinked
packages of information.

It is important to have the full contribution of
necessary specialists at this stage, so that they
have ‘room’ in the programme and budget to
contribute effectively.

Value engineering and value management are
critically important at this stage. The consultants
need to keep pace with the emerging scheme so
that the cost implications of the emerging design
are apparent.

Under traditional type contracts, contractors and

sub-contractors are not much involved at this stage.

But in more modern contracts there are various

ways in which the people who will build the building

are able to contribute to the development of its
construction information.
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As the design becomes very specific, it is essential
that it is audited for compliance with the various
pieces of legislation described earlier, principally
health and safety, and access.

Ultimately at this stage the sustainable elements
of your new building will be cast. How much of
the original strategy survives? As the likely cost

of the project becomes clear with the input of the
specialists, what will be lost? This is where having

a clear vision and list of priorities can be invaluable.

7.2 Production information

It is a black art deciding how much information to
put out to tender. Contractors are not remunerated
for bidding work under traditional contracts and
time is limited, normally to four to six weeks.

Example of workstage
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Much of the information will be broken down

by ‘trade’ and dispatched to sub-contractors for
quotation. Few main contractors employ direct
labour to any great extent. They source, coordinate
and manage sub-contractors to complete the work,
trade by trade.

Workstage F1 is described by RIBA as ‘the
preparation of detailed information for construction’:
construction details, all of the junctions, beginnings
and ends of walls, roofs, floors, partitions and
openings. Even small buildings seem extraordinarily
complicated when deconstructed into their
constituent components, and each building, of
course, is different. Details are often drawn at 1:5,
1:2 and even full size. Many manufactures help
designers now by issuing type details for building
their products into different types of construction.

Although potentially time-consuming, it is very
interesting for clients, compelling even, to follow the
myriad choices of component from window frames,
roof coverings and gutters to door handles and
heating and sanitary fittings. Electric socket outlet
positions, light fittings and light switches, heating
elements and control points are worth spending as
much time on as possible, since they will seriously
affect the usefulness of your new space.

How will you control your environment in each
space? Will you be opening windows or pressing
buttons? How will the lighting controls work, or will
the lights go on and off at their own position? Or
can you override the controls, or do you control
them? The lock ‘suiting’ is very important. Who

will have access to which spaces?

You will be asked to sign off stage E information.
Study it carefully and ask questions. Try and inhabit
the spaces.
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Example of workstage
F1 drawing

Workstage F2 picks up ‘other information’ required
for construction under the building contract.

This includes larger scale details of junctions

and assemblies of components and clarification
for the contractor covered, in theory, by the more
panoramic description in the tender documents
being priced. This can proceed a little later,
perhaps whilst the scheme is out to tender.
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7.3 Tender documentation

Workstage G assembles and coordinates selected
technical information from all the consultants and
descriptive and measured scope of work from the
cost consultant into a full tender package. The
coordination of all the design information across
all the consultants is rarely wholly complete at

this stage. This can raise contractual problems
throughout the contract so ask your designers how
they propose to make a seamless description of
the work. Do they need a little more time to double
check everything? Clients rarely seem to review
these documents before tender but you are
strongly advised to read through them to check

for inconsistencies. They are surprisingly intelligible.

Workstage H, tender, describes this ancient process
of competitive bidding. It is very important to be

completely fair. The code of practice for single stage
selective tendering explains the necessary protocols.

— Any additional information, or change in the
information, must be communicated to all
tendering contractors simultaneously.

— It is good practice, and usually very illuminating,
to interview the competing contractors and allow
them to describe how they plan to go about the
construction process.

— Insist on meeting the actual people who will
manage and organise your project. This successful
bidder may have to deal with both the public and
your own colleagues regularly, dealing with noise
and deliveries.
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— Health and safety are paramount. There may be
assumptions in the contractors’ minds that are
simply not acceptable.

— It is good practice to score the competitors
formally by various criteria so that your decision
making is auditable.

— The tenders will be returned by a particular
moment and opened a little later. The results may
not be obvious. Tenderers may have priced for
different programme lengths and different options.

— The cost consultant will check and analyse the
bids and report to you, with a recommendation.
You may not be held to the lowest, particularly
if it seems unfeasibly low, which usually prefigures
financial disagreements later in the project, but if
you have carefully selected a contractor for your
shortlist, it is difficult to then reject his/her bid
if it is the lowest.
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7.4 Sustainability — technical issues

sustainability

Delivering genuinely sustainable construction will
require you and your design team to consider:

— the essential construction elements — windows,
doors, insulation, air-tightness

— the origin and properties of the materials chosen

- the components you buy, particularly the light
fittings and their controls

— heating and ventilation and their controls
- the use of water.

See Appendix Il [page77] for a more detailed
checklist

of sustainable technical construction considerations.
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8 Construction

8.1 Mobilisation and construction

As soon as the successful contractor is appointed
there will be intense discussion between the project
manager, the cost consultants, the design team and
the contractor about the actions necessary to allow
the contractor to take possession of the site, your
site. From that moment the contractor has
jurisdiction over the site and you will need
permission to enter and view progress, which

may seem a little peculiar.

If the work is to your existing premises and

you are remaining in part of them, as many arts
organisations find themselves doing, you will need
to be closely involved in planning for protection

and isolation of ways in and out of the building,
deliveries and fire escape routes. These may change
sequentially if the project proceeds through several
phases. Main services may need to be switched

off periodically.

You need to be fully informed of the cycle of
payments to be made against certificates confirming
the amount of work completed to date. The cost
consultant will be able to provide you with predicted
cash flow. The rate of spend will not be constant
and gives a good indication of real progress on site.

8.2 Consultation

communication and consultation

Your staff and colleagues need to be kept up to
date about the physical works and disruption,
changes in plan, and progress.
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Physical reconstruction is sometimes associated
with organisational restructuring, either voluntary or
involuntary. Everyone with a stake in the organisation
will be anxious.

8.3 The construction programme

The preparation and status of the programme can
be contentious. Additional payments can be argued
for on the basis of certain kinds of delay, arguably
client-induced in some way. A spirit of over-optimism
quite often inhabits construction programmes until
close to the end date.

Within the programme, certain sequences of work
will be essential in order to achieve progress. It is
possible to identify them and connect them into a
‘critical path’. Construction programmes can become
very complex diagrams even for relatively small
projects. Ask for an executive summary organised
for your needs, the completion of phases and the
return of refurbished spaces, within which activity
can restart.

8.4 Value management

a clear vision

design quality

sustainability

It is custom and practice to produce monthly
cost reports. These will be assembled by the cost
consultant after meetings with the contractor and
an inspection of the works.

There will be a prediction of out turn cost, based
on the pluses and minuses in the cost of works to
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date, the release of those contingency sums held in
reserve and the expenditure of other specified sums
reserved for particular pieces of work on unknowns
at the time of tender.

The professional team’s skill, and that of the project
manager and project champion in particular, is how
to respond to trends in the cost reporting and when
to take action. Value engineering during construction
can be problematic. Everyone has to be clear about
the consequences of omitting pieces of work. Will
the work simply need to be put back in again later

in the day?

Funders will normally take a keen interest in the cost
reporting, and their representatives — or ‘monitors’ —
will take a view. There is really no point in being
anything other than wholly transparent.

Experience has shown that even what might appear
to be a relatively modest change in the design
during construction can attract what may appear

to be disproportionate costs.

Are your consultants delivering construction
information fast enough to fuel the contractor’s
progress? Given that ‘late information’ is one of very
few mechanisms for receiving additional payments,
it has been known for the flow of information to be
misrepresented. Some modern contract variants
require claims and counter-claims to be resolved
quickly, as they happen, rather than wait, unresolved
and escalating until completion. Unresolved claims
make it very much more difficult to be confident about
the final out-turn cost and to manage value on the way.

Construction is exciting and your many project
stakeholders, and the community in general, will
want to see progress. With good planning, not least
in health and safety, it should be possible to tour the
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site once or twice during the process. Webcams
are popular, connected to your website.

Although this is rarely done, there is probably
everything to gain from giving the building team a
tour, physically or virtually, of your organisation’s work,
its raison d'étre, your vision for lifting its game and

the role the new building will play in realising it.
Increasing communication, understanding and
empathy can only help. But remember that whereas
this may not be first and foremost on your agenda, the
construction industry always works towards making a
profit. Relations deteriorate when this is threatened.

Omissions can have cost and time implications.
During the course of construction at Spike Island,
Bristol, it was decided to omit various items from
the main contract. The client would then procure
these separately. At a busy time, it is essential that
a client undertaking to proceed in this way actually
has the time to devote to the issue.

Belgrade Theatre, Coventry: the
new second auditorium added
to the theatre in 2005-2007

Faced with rising costs during the
capital project, the management
of the Belgrade Theatre, Coventry,
decided to break apart the contract
for their capital project. The fit out
of the new auditorium was let as
a separate design and build
contract, and the refurbishment

of the original 1958 theatre

was procured under a further
separate contract.


http://www.cabe.org.uk/default.aspx?contentitemid=2681
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8.5 Communications

being informed
communication and consultation

It's vital to maintain communication within the
construction team and with staff and other
stakeholders.

— Programme regular meetings with your project
team to keep you as client informed, usually after
the monthly cost report is completed.

— Walk the site regularly.

— Resist the temptation to change the design unless
it is essential, and investigate the consequences
carefully with your consultants before they instruct
‘variations’.

- Listen to any negative comments from senior

people in the organisation, from donors, sponsors
and the press, and explain your vision again.

— Be available if rapid response is needed.
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— Monitor the programme timetable, expenditure
and build quality through your professional team.

— Let staff, and other user groups, if relevant, know
how the project is going.

— Communicate any significant changes to relevant
people in your organisation.

— Enjoy the process of seeing the project come
to light.

— Help create good spirits for the whole project
team and the contractors.

— Invite the construction team to your organisation’s
events.

— Send out press releases to local newspapers
and radio/TV stations, and arts journals
at key stages of the process.

— Stage events, for example the ‘topping out’
ceremony, with press coverage.

— Arrange completion events for project team
and contractors before the formal opening.
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9 Prepare for handover

realistic finances

The end of the process, when responsibility is
transferred to the client, is a critical stage. This is
when the best information will be available about
exactly what the building construction comprises,
how to maintain it and what transformations it may
be capable of over time. The contract should have
required that a full set of ‘as built’ plans and
manuals for the building services and temperature
controls are given to you. These need to be in a
handy, manageable form for everyday use, as well as
in large tomes or computer programmes. The project
manager should set up systems to ensure that all
information is stored correctly, for example health
and safety files and records of drawings.

‘Commissioning’ contemporary buildings — testing
or making sure all its environmental and technical
options work — is a major exercise. It is about much
more than spotting where a coat of paint is missed.
Often the programme under-provides for it and/or
the time runs out. However, the occupants can really
suffer from this in the early period of occupation.

The drive towards sustainable construction is partly
met by more and more sophisticated controls
responding to more and more input data on likely
scenarios, acceptable temperatures and changes in
the weather. You, or someone in your organisation,
needs to understand this. There will be suggestions
to enter into maintenance agreements, at a cost,
and perhaps protracted discussion about whether
an installation is ever fully ‘completed’, so that
‘maintenance’, strictly speaking, cannot yet start.

Discuss ‘commissioning’ with your project manager
and project champion and decide in advance
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what you will do if the works are delayed and the
commissioning time allowed for is eaten into.

9.1 Practical completion and defects
liability

The contract administrator will decide, and you
should not influence him or her, exactly when

the project is complete and can be ‘beneficially
occupied’ by your organisation. Inevitably, work
will remain to be finished, but not of a magnitude
to prevent you occupying it and resuming your
activities. This is a critical contractual moment
because it releases the contractor from any
obligation to pay damages to you for further delay,
perhaps reimbursing you for additional rental
payments or cancelled events. Work remaining is
described on ‘snagging lists’ and experience has
shown that often finishing all the items is a
protracted and frustrating business.

Initially the design team will carry out inspections.
However the client team needs to participate to
learn what will need to be reviewed over time.
There is a period, usually a year, set down as

a condition of the building contract, when the
contractor is required to put right any failures
that occur — this is called the defects liability
period. It may be appropriate to address ways

of providing incentives to the contractors to

deal with these final issues, or disincentives to
them not being completed effectively and speedily.
This may include financial incentives or penalties.
For example, the client can withhold a proportion
of the total contract value for the defects liability
period. This sum, referred to as ‘retention’, may
be in the order of 2.5 per cent.
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The client should seek advice about this from
their project manager or quantity surveyor.

Final touches, fitting out

At this stage in the project, the detailed
management routines for the facilities management
team can be planned and the installation of
additional items, such as small art works or

planting can be selected and installed. If outside
organisations will be operating facilities, such as
catering or a shop, their contractors will need to see
the site as soon as it is sufficiently complete for
them to do so. Site visits need to be planned so
that they do not disrupt the construction process.
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You must have arrangements at handover for:

— procedures for reporting defects and giving
contractors pre-arranged access

maintenance of all systems

insurances for building, equipment and
contents

transfer of meters to new owner after final
reading

obtaining certificates of compliance with
regulations

obtaining guarantees and warranties
— taking over loose equipment including keys
— obtaining construction record information

— health and safety files.

Adapted from M Potter Planning to build. A practical
introduction to the construction process, 1995
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9.2 Commissioning and handover

Effective commissioning is vital to ensure services
are operating efficiently and as designed, and are
delivering the performance specified or required.
Elements that need commissioning will include
mechanical and electrical systems, and the controls
that govern them. Constructional elements such as
opening windows and solar shading devices may
also require commissioning.

The design team should assemble systematically

all material relevant to a building in a log book and
the operating and maintenance (O&M) manuals.
The log book should give a summary of the facility
and purpose of the building services, the zoning
arrangements, the location and features of the
relevant plant and equipment, and a schedule of
the building’s energy supply meters and sub-meters
including their location, fuel type, and how to

read them. The log book should also describe

the operational and control strategies of the
energy-consuming services, and provide instructions
on how to achieve the specified performance
including the actions required daily, monthly,
seasonally and annually. Information should also

be provided on how to calculate the energy
performance of the facility from the individual
metered energy readings and compare it with
published good practice benchmarks.
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Operating and maintenance manuals need
to include:

— makes and model numbers of all significant
items of plant and equipment together with
manufacturers’ contact details

— manufacturers’ instructions for all significant
items of plant and equipment, with clear
indications of the equipment actually installed
in the building and all maintenance and servicing
schedules and requirements

— schematic diagrams of the building services

— commissioning records, including demonstration
of compliance with specified energy efficiency
standards, for example, for specific fan power.

Finally consider ‘sea trials’ at handover

Is the design team committed to providing support
including on-site training and advice to the facilities
management team and occupants after handover —
and to remaining available to ensure the building is
operating as planned? Most buildings have systems
for lighting, security, heating and ventilating that,
even after initial testing, will need to be fine-tuned
to give optimum performance in use.
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10 Occupation

Modern buildings, particularly those low-energy,
sustainable buildings that meet new legislation
and targets, have complex controls and building
management systems that need to be systematically
and rigorously commissioned. The former Part M
provided a formal workstage to accommodate this
work, which may well take three months to do
before practical completion (PC), and a full year's
cycle to fine-tune and monitor performance beyond
PC. It is recommended that whatever this stage is
called, it is thoroughly provided for in the building
control and consultant appointments.
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10.1 The first stages

realistic finances
communication and consultation

The client must plan for occupation. The new project
may need new staff, and changes to the working
lives of existing staff members. This will have a
number of potential impacts.

— Recruitment and job training will be needed at
appropriate stages, and training for the use of a
new building can be considered at the same time.

— Security systems are likely to have been
modernised, and catering or public areas may
have been totally changed.

— Staff will need information about all aspects of the
new building and location. The new working rules
should be explicit. Will new delivery arrangements
have to be planned with existing suppliers?

A staff user group, able to help sort out which
issues will need explanation or training, may be
helpful. Visits of groups of staff to the site may help
to highlight issues that need clarification. It is best
not to wait until move-in day to hand out information
about changes. Early information can forestall
speculation and misinformation.
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10.2 The opening and launch

The success of a new arts space and its economic
viability can be shaped in part by a successful
launch. Where a launch, rather than a simple
opening is to happen, this must be planned with

as much precision as the construction project.
Specialists may need to be drawn in to prepare

for the occasion, especially if it will be a very public
opening by a celebrity or member of the royal family,
or if press information needs to be spread nationally
and internationally. The project budget should plan
for this stage of the project from inception. The
launch should not take place too soon after
handover if there may be construction defects

to put right, new equipment to understand or
changed use patterns to get used to.

There may be scope for a wide variety of opening
events that needs to be planned well in advance,
such as:

— soft launch to test staff routines

— private previews of the building, particularly
for project funders

— press launches
— staff previews
— events for the project delivery team

— related arts launches — new plays, book launches,
special exhibitions or a special week.
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10.3 Evaluation

communication and consultation

No project is perfect on day one. The first few
weeks are the time to iron out any obvious
problems, while giving staff and visitors the chance
to settle into the new facility. After the initial period
of familiarisation, users should be asked to report
back on how well the facility is functioning, and to
identify any improvements that might be needed

or can easily be achieved.

‘Post occupancy evaluation’ simply means
evaluation of the new building’s performance in

the key areas after moving in and occupying the
building. For large projects, a full post occupancy
evaluation should be undertaken one year after
project completion. The results should be made
available to the funders, the building users and

the project team. Any general lessons learnt should
be summarised and broadcast for the benefit of
future projects.

Early commitment by the whole team to the need
for feedback about the project process and the
outcome have a role to play in creating a good
design and a building for which feedback will

be generally good.
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10.4 Management practices

sustainability

Operating a building sustainably is about much
more than the systems you specify in its designs.
Consider a range of different management practices
to maximise its sustainability in use:

— appoint a person to be responsible. Has a person
been given the responsibility to manage energy
and water use, and other aspects of environmental
sustainability?

— monitoring and targeting. Has a routine been
established for reading meters regularly and
analysing energy and water use in a spreadsheet?
This will enable benchmarking against typical
buildings of the same type, and the identification
of unexpected changes in the pattern of
consumption, together with their probable causes.
Ideally, stringent but realistic targets for reducing
consumption will be set

— good energy housekeeping practices. Have good
housekeeping practices been identified that
prevent unnecessary waste of energy and water?
Have these been drawn together into a walk-round
energy checklist and staff training material?

— energy walk-round. Is a periodic tour undertaken
of the premises at different times of day (and
night) with the energy checklist to identify sources
of energy waste, such as heating, lighting or
ventilation operating when it is not required?

— staff awareness and training. Are new staff
introduced to good housekeeping practices?
Are good housekeeping practices routinely
promoted through staff awareness campaigns?
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Has a poster or similar competition been
considered to promote energy-saving practices
and/or identify new opportunities?

celebrating success. Are staff efforts recognised
and celebrated when energy and water use
targets are met?

new technologies. Are periodic inspections
undertaken to look for opportunities to improve
efficiency through investment in energy-saving
technologies?

catering energy. Are kitchens provided with space
heating to avoid catering equipment being used
to keep staff warm? Is the size of equipment well
matched to catering needs? Do white goods meet
the highest efficiency standards of the EU energy
labelling scheme? Are cooking appliances well
insulated? Do catering appliances have heat
recovery where appropriate? Are the controls

on catering equipment clearly visible and do they
indicate when the equipment is switched on or
running? Does equipment have an economy
setting? Are electricity, gas and water supplies to
catering facilities sub-metered, as this is essential
for benchmarking and diagnosing usage? Sub-
metering is also helpful if catering services are
sub-contracted out as caterers can be re-charged
for the supplies they use, providing an incentive
for them to use energy wisely.
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New buildings seem to develop a morale amongst
their occupants if the first experiences of occupation
are broadly good. It is worth going to great lengths
to make this happen. Buildings with problematic
Identify vision early days attract a kind of weariness and distance
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be avoided. It will take a big effort and you may
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Appendix |

Sustainable design checklist of issues
to consider

Transport

— Travel plan — Transport to arts facilities may be
a major source of environmental impact. Has a
travel plan been prepared to encourage more

sustainable forms of transport? Will information be

provided to staff and users about bus routes and

other sustainable forms of transport? Will financial

incentives be used to encourage staff to cycle
to work?

— Cycle paths and safe routes — Is the facility
accessible by safe cycle paths? And/or are quiet
streets that give access to the facility adequately
signposted, and are there road markings and
cycle-friendly road layouts to encourage users
to cycle to the facility?

— Measures to encourage cycling — Will simple
measures to encourage cycling to the facility by
staff be provided, such as covered cycle parking
and the provision of one or more staff showers?

Site appraisal and renewable energy

— Site features and potential — Has the site
been assessed for its ecological value and its
microclimate to ensure the shape and planning
of the building make best use of daylight, solar
gains, wind and landscaping to enhance building
performance, reduce reliance on mechanical
services for heating, lighting and ventilation,
and provide sheltered entrances?
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— Exploiting neighbouring opportunities — Are

there opportunities to connect to a local district
heating scheme or share the outputs from a
combined heat and power plant with other
adjacent buildings?

Combined heat and power — Has the potential
for combined heat and power been examined?

Wind power — Has the feasibility of using wind
power to generate electricity been examined?

Photo-voltaic panels — Has the potential of
photo-voltaic panels been examined?

Solar-thermal panels — Have solar thermal panels
for pre-heating hot water been studied for their
feasibility?

Ground source heat pumps — Has the feasibility
of using heat pumps to extract heat from the
ground been examined?

Rainwater harvesting and use of grey water -
Has the feasibility of rainwater harvesting been
investigated? Can grey water be filtered, treated
and recycled?

Conserving water run-off — Has surface water
run-off been designed in ways that help to
conserve water and follow best practice for
sustainable urban drainage systems — for example
by channelling water from paving, roofs and
pitches to soakaways, balancing ponds or existing
watercourses?

Protecting and enhancing biodiversity

— Assessing plants and wildlife — Have statutory

and non-statutory nature conservation
organisations been consulted? Have specific
surveys of plants and wildlife been undertaken by
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an appropriately qualified ecologist and at different
times of the year to assess the likely impact of the
proposed development on species, habitats and/or
site features that have biodiversity value?

— Avoiding harm to existing biodiversity — Have all
precautions been taken to reduce harm to existing
flora and fauna on the site? If harm cannot be
avoided to existing biodiversity, have specific
features been added to compensate for
unavoidable impact?

— Enhancing existing biodiversity — Where the site
has limited biodiversity value, have opportunities
been taken to create features that can enhance
existing flora and fauna?

— Ecological management plan — Has an
‘ecological management plan’ either independently
or as part of the ‘landscape plan’ been prepared,
setting out good practice guidelines for the
management and maintenance of biodiversity
features?

— Giving priority to native species — Has priority
been given to specifying native tree and plant
species, which usually offer better habitat
opportunities for wildlife than introduced
or exotic species?

— Drought-resisting plants — To reduce the need
for watering, have plants that are known to be
drought-resistant been chosen?

— Retain topsoil — Have all possible efforts been
made to retain and re-use existing topsoil on the
site, rather than importing it from elsewhere? Poor
quality topsoil can be improved by the addition
of peat-free compost, or plants chosen that
do not require high-quality topsoil.
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- Use peat-free composts — Many composts are
made from peat, which comes from sensitive
ecological wetlands and whose removal
is unsustainable: have peat-free composts
been specified?

— Protecting landscape features during
construction — Have precautionary measures
been taken to ensure existing trees, hedgerows
and all other significant landscape features are
adequately protected during construction work?
Tree felling should be done only when absolutely
necessary and after ascertaining that no tree
preservation orders are in force.

— Planting schedule — Has a landscape plan been
prepared showing proposals for trees, shrubs and
other plants, including the time of year when each
is to be planted, and complete with a maintenance
schedule?

Building design

— Building shape and form — Has careful use
been made of orientation, plan form and
three-dimensional shape to reduce heat losses,
to exploit natural light and ventilation, and to
reduce artificial lighting, heating, cooling
and ventilation loads, while avoiding glare
and overheating?

— Location of offices — Have offices been located
on external walls to allow daylight and views over
the approach to the building?

— Space planning — Have spaces requiring
intensive servicing, such as auditoria, been located
adjacent to plant rooms to minimise ducting and
increase the potential for heat recovery?
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Assemble team considered to minimise unwanted transfer of heat
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plant item or motor control centre/panel level,
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Appendix Il

Sustainability — technical issues
Construction elements

— Window design — Have windows and rooflights
been positioned and sized to make best use of
daylight while minimising unwanted solar gains
and glare?

— Glazing and frame specification — Has double
or triple glazing been specified for windows and
rooflights with window frames at least as well
insulated as the glass?

- Fabric insulation — Have high or very high levels
of fabric insulation been specified?

— Infiltration — Has unwanted air infiltration been
minimised by attention to detailing, specification
and site quality control, particularly at junctions
between components?

— Draughts — Have revolving doors or draught
lobbies been specified to reduce unwanted
draughts and heat losses?

Low environmental impact materials and
components

— Consider environmental profiles — Materials
and components need different energy inputs
during their extraction, their transport to be
processed, their manufacture and their eventual
transport to site. Have materials and components
been selected after comparing their environmental
profiles?
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— Local materials — Have locally produced materials
been used wherever possible, reducing road-miles
and helping the local economy?

— Avoiding hazardous materials — Have hazardous
materials been avoided wherever possible
including paints, adhesives and coverings that
release volatile organic compounds (VOCs) or
semi-volatile organic compounds (SVOCs) into
the atmosphere during construction and in use?

— Green alternatives — Have ‘green’ materials
(such as those made from recycled and/or
recyclable materials, from solid timber rather
than composites) been properly evaluated and
selected wherever possible?

— Using recycled materials or components -
Have opportunities for using recycled materials
or components been taken wherever possible
(subject to avoiding re-use of hazardous
materials)?

— Specifying materials suitable for recycling —
For components needing replacement over the
lifetime of the facility, have these been chosen on
the basis that their materials can be recycled at
the end of their useful life thus reducing waste
going to landfill?

— Sustainable timber — Has timber been specified
that comes from sustainable and legal sources
and where suppliers provide independent
certification?

— Robustness and low maintenance — Have
materials been chosen that are robust and durable
in use, decreasing the need for costly maintenance
and replacement? And are vulnerable components
adequately protected?
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Low ODP refrigerants — If there is air-conditioning
or refrigeration, is the refrigerant used of ‘zero
ozone depletion potential’ (‘zero ODP’)?

Lighting

Exploiting daylight — Have all opportunities
for using daylight been exploited, including light
wells, light pipes, rooflights and general design
of windows?

Light interior finishes — Have light-coloured
finishes been chosen internally, where appropriate,
to improve internal reflections?

Quantity and quality of lighting — Have
appropriate standards for illumination levels been
selected that provide the required quantity and
quality of light consistent with the minimum energy
demand? Over-lighting should be avoided, and
areas of special need should be met locally.

Efficient lamps and fittings — Have intrinsically
efficient lamps together with reflectors and fittings
been selected that make maximum use of the light
output, including in overlooked areas like corridors
and WCs?

Responsive lighting controls — Have occupancy
sensing controls, daylight-linked controls, and/or
time-switch controls been considered for all areas
where lights may otherwise be left on both
internally and externally?

Positioning and labelling of light switches —

Are switches in accessible locations where it is
obvious which lamps they operate? Are lamps
switched in banks to encourage those not required
to be switched off? Are switches labelled clearly?
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— Key-operated light switches — Are fishtail

switches used that can be operated only by staff
using a key to prevent unwanted tampering?

Efficient and controlled exterior lighting — Have
efficient exterior lights been selected? Do they
direct light to where it is needed for circulation
and security, and reduce stray light into the sky?
Are they switched by daylight-linked controls that
ensure they are not left on during daytime? Have
self-contained solar-powered lamps been
considered to reduce the need for mains
connections?

Access for cleaning and lamp replacement —
Has consideration been given to access to allow
light fittings to be cleaned and maintained and
lamps changed?

Power factor correction — Power factor is the
ratio of kW to kVA in AC electrical circuits relating
useful power to reactive power. Values below unity
may attract a financial penalty from the electrical
supply company. Power factor correction can save
money, although it does not reduce electricity use.

Heating and ventilation systems

— Heating system and pattern of use - Is the

heating system, including the heat source, the type
of emitters and the control system, well matched
to the pattern of use, for example, to cope with
intermittent use efficiently?

— Zoning of building services — Have the services

been zoned according to the patterns of use and
the heating and ventilation requirements of
particular spaces?
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— Intrinsically efficient plant — Has intrinsically

efficient plant been specified, for example,
condensing boilers that extract latent heat from
flue gases, or modular boilers that reduce
inefficiencies associated with frequent

on-off switching?

Feasibility of CHP — Has the feasibility of using
combined heat and power (CHP) been assessed?

Heat recovery systems — Have heat recovery
systems been considered?

Decentralised plant — Where loads are small,
have separate local systems been considered,
for example independent water heaters with time
controls, in preference to long pipe runs from
central plant?

Variable speed fans — Have variable speed fans
and an appropriate controller been considered for
auditoria ventilation to minimise the quantity of
ventilation air consistent with adequate supply

of fresh air and removal of contaminated air?

Localised heating — Have gas-fired radiant tube
heaters been considered for multi-purpose halls;
compared with warm-air convective systems, air
temperature can be kept lower for the same
comfort level so less energy is used?

Effective controls — Have central, zone and room
controls been designed to ensure that heating and
ventilation are provided to occupants only when,
where and to the extent needed? Are controls
readily accessible and appropriate to the skills

of site staff and maintenance contractors?
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— Status indicators — Have status indicators been

specified to indicate the status of plant so that
checks can be made that it is operating in
compliance with design intentions, for example,
that heating and ventilation are not in conflict.

— BEMS - Well designed electronic building energy

management systems (BEMS) can be very
powerful in large buildings or estates as a means
to good management. In smaller buildings, BEMS
must not be too complicated for the level of
management skills available.

Water conservation measures

— Leak detection — Is water leak detection installed

for all mains supplies?

— Water conservation measures — Have water

conservation measures been adopted, such as:
tap restrictors, spring-loaded taps, PIR sensors
operating automatic taps, shower-regulators,
push-button shower controls, urinal flush controls,
and/or low-flow WCs?
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Glossary

Many terms are specific to the
construction industry, or used
differently from other contexts. Some
have been used and explained in the
course of this manual and are not
repeated here. Others have not been
referred to but are included here in
case they are encountered in the
course of a project. Definitions are
not set in stone. In some cases
slightly different terms may be used
instead of those below, or slightly
different meanings may be ascribed
to them. This glossary is drawn from
several sources that are included

as references.

Access consultant

Access consultants are specialists
in design to enable access by all,
without discrimination against those
with any form of physical or mental
disability.

Architect (See also Designer)
Architects design buildings and must
be registered with the Architects
Registration Board (ARB) in the

UK in order to use this term. They
are expected to understand the
importance of user requirements and
may have specialist skills, eg historic
buildings, refurbishment or particular
building types. In traditional
contracting the architect often leads
the design team, although bigger
projects also use project managers
who work directly for the client.

Area measures

Several area measurements are used
in building. The Royal Institute of
Chartered Surveyors has a set of
accepted definitions, of which the
most common are: gross internal area
(GIA), the area enclosed by the inner
surface of the exterior walls; net
internal area (NIA) is GIA less internal
structure, vertical circulation (stairs
and lifts), plant, WCs; net useable
area (NUA) is equivalent to the area
that can actively be used and is NIA
less horizontal circulation routes.

Articles of agreement
Details of a contract and the
agreement it sets out.

Best value

The value that is represented by
considering all aspects of quality and
lifetime costs as opposed to price of
construction alone. The term is also
applied to a specific government
programme that recognises the
achievements of local authorities.

Bill of quantities

List of the costs of a project based on
a ‘standard method of measurement’
where the amount of labour and
materials needed are calculated using
architects’ drawings and specification.
It is usually a contract document. If
planned works are changed they are
remeasured to calculate the change
in cost.

Brief — see design brief
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Buildability

How far a design has taken into
account the ease of construction,
the best and cheapest way to build
the finished design.

Building envelope

External walls, windows and roof that
form the building ‘skin’ to keep out
the weather.

Building regulations

Statutory requirements to which
buildings must conform, aimed
primarily at safety and public
protection.

Building surveyor

Surveyor with training in building
construction and law, and sometimes
costing, often used as the design
team leader where alterations to an
existing building are needed rather
than new design work.

Business plan

The business plan examines and
articulates the underlying purpose

of an organisation — its mission, aims
and objectives - its activities, and the
basis for a change in the level and
nature of these activities in order

to provide detailed current and
projected financial statements.

Capital grant

Grant towards purchasing — including
constructing — a building, as opposed
to a revenue grant that will be spent
on costs of owning and running it,
which may include rent, rates and
maintenance as well as staff costs.
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Certificate and interim/final
certificate

Formal document issued by the
contract administrator to say that

a particular stage of a project has
been reached. Usually the basis for
payment. The final certificate confirms
that the builder has done all that was
demanded in the contract.

Circulation

Passages, corridors, stairs and
lobbies that allow people to move
from place to place in a building.

A maximum distance for protected
exit routes is required for fire escape
purposes. The minimum width of
circulation routes is dependent on the
number of people using the building.

Client

Person or group that ‘owns’ the
building. The client initiates the
project, employs the design and
construction teams and finds the
resources to make it a reality. The
client is sometimes referred to as the
‘employer’, ‘champion’ or ‘manager..
The executive client is the name
sometimes given to the most senior
person in the client organisation. The
lead client is the name of the senior
person on the client project team.

Client design advisor

Independent expert with knowledge of
construction and understanding of the
business needs and objectives of the
client and users. Employed very early
in the project to give impartial advice
on the best way to proceed.

Client representative

Agent employed by the client to act
on their behalf with limited powers -
sometimes also acts as project
manager.

Competitive interview

Process to select a member of the
team, particularly the designer, on
the basis of performance at interview,
track record, credentials and
proposed approach, rather than on

a specific design or stated solution
for the project.

Construction costs

Costs of the construction only, not
including items such as land
acquisition and legal costs, financing
costs, professional fees or VAT.
Professional fees and VAT can be 40
per cent or more of the hard ‘bricks
and mortar’ construction costs.

Contingency

Provision of time or money for
unforeseen circumstances, which
may occur in some form because

of uncertainties at the start of a
construction project. The size of the
contingency should be related to the
degree of uncertainty and can reduce
as the project proceeds and
uncertainty is reduced.

Contract administrator

Also called the ‘supervising officer’.
The person, usually an architect,
surveyor, or engineer, named in the
contract with the builder who will
give instructions to the builder and
manage the contract for the client.
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Cost consultant

Consultant, usually employed by
the client, to estimate, monitor and
sometimes control project costs.

Critical path

Shortest sequence of activities to
complete the project sets the critical
path. A delay in any activity ‘on the
critical path’ will delay the overall
timetable. Delay in other activities
has less impact. Typical activities
on the critical path prior to start

of construction are raising funds,
receiving planning approval,
preparation of production drawings
and information.

DDA - Disability Discrimination
Act 1995

Act that progressively requires all
employers and organisations to meet
the needs of disabled staff and users
of their services by providing access
to and within their buildings.

Design brief

Document describing the ‘problem’
for which a design provides the
‘answer. It is the ‘demand’ which the
‘supply’ team — advisors, designers
and building contractors — must
satisfy. It should be written to allow
more than one answer to be
suggested. It should describe the
organisation’s aspirations, priorities,
culture, the values they wish the
project to support, the financial

and partnering constraints, and

the deadlines.
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Design champion

Person appointed to provide
leadership, generate enthusiasm and
commitment to design quality and
safeguard design quality on behalf

of the client. Ideally a senior manager
or board member.

D&B - design and build

Method of construction. The
contractor is responsible partly

or entirely for design development,
its quality and delivery.

Defects liability period

Period, usually 12 months, during
which faults that appear in a building
as a result of construction processes
(eg cracking of plaster as it dries out)
are the responsibility of the contractor
to remedy.

Designer (See also Architect)

May have one of many design roles —
engineering, landscape, etc. The term
is often used to describe the person
who designs the building overall.

Design team

The team responsible for designing
the building. Covers a range of
professionals including architects,
landscape architects, engineers
and property and cost specialists.

Development

Context of this word is all-important.
In the construction environment the
term ‘development’ has several
meanings: the process of moving a
project from feasibility to design; or
the actual process of building; or the
extent or type of building on a site,

as expressed in ‘over-development’. In
the charitable and supported sectors,
development often means fundraising.

Domestic sub-contractor
Sub-contractor employed directly by
the main contractor. The contract
administrator has the right to approve
these in standard forms of contract.

Economic impact

This refers to the effect of a project
on the local economy. This is taken
into account in the funding of capital
projects in the arts. Specialist input
should be sought for a business case
that needs to predict the economic
impact.

Embodied energy

Energy used during the entire life
cycle of a product including for its
manufacture, transportation and
disposal.

Employer
Term used in standard forms
of contract, to refer to the client.

Employers’ requirements
Client’s brief — often an outline brief.

Enabling works

Building works that are necessary
to allow a project to start, but which
are not part of the project itself, for

example, constructing a site entrance.

Energy efficiency

Refers to the amount of fuel required
for a building to heat, cool, light and
run it, compared with standard
comparators.
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Engineer
See Services engineer, Structural
engineer.

Facilitation, facilitator

May be used early in a project to
help an organisation to articulate
its own perspective and its internal
channels of communication, and
become familiar with the role it will
need to take on for the project. It is
sometimes preferable to use this
approach before seeking a client
advisor or other advice from
construction professionals.

Facilities manager/management
Person who will manage the operation
of the finished building. The activity,
also known as FM, is facilities
management.

Fast track

Describes a project using techniques
to speed up the work to meet tight
time requirements. Frequently
achieved by overlapping design and
construction, or prefabricating large
components off site.

Feasibility study

Reviews objectively whether a set
of proposals is likely to fulfil the
organisation’s objectives. It is not a
fundraising document. It is needed
very early in the process.

Final account

Agreed contract sum for the project
once built, adjusted to take account
of all changes and any remeasured
work that was not priced in the
original tender documents.
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Fitting out

Last part of a construction project
when the fittings and furniture, such
as carpets, seating, lighting and
rigging, are installed. The cost of
supply and installation should be
estimated at the same time as the
construction cost, and that part

of the budget needs to be protected
from erosion.

Funders

Bodies that provide finance for capital
expenditure. Many publicly funded
projects have more than one funder
or funding body. Funders are likely

to impose conditions on a project

and are important stakeholders.

Handover

Formal moment at which responsibility
for the completed building is passed
from the contractor to the client.

A full check is needed to ensure

that everything promised under the
contract has been fulfilled. Insurance
and management responsibilities are
transferred to the client at this point.

Heating, ventilating, air conditioning
(HVAC)

Services designed and installed

by specialists. Air conditioning is a
system to control the temperature,
cleanliness and humidity of the air
delivered within a building. If no air
conditioning is needed, mechanical
‘air handling’ or natural ventilation
through openable windows, will

be used.

Integrated process

Collaborative techniques to unite

the client, designers and builders with
the aim of increasing efficiency and
harmonising processes. Joint decision
between separate groups about the
integration of IT systems or software
is an example. In construction
projects this refers to a variety of
design and build approaches where
design benefits from early input by
the contractor.

Latent defects

Building defects that appear after
the building is finished, after practical
completion, are covered by limitation
acts. The client may be able to prove
the design or construction team is
responsible and must remedy the
defects at their expense.

Liquidated and ascertained
damages (L&AD)

Realistic estimate of the losses that
the client believes will ensue as a
result of delay in completing the
project. They are usually described
in the contract as a sum of money
per week. Damages cannot be
claimed from the contractor if the
delay is caused by something outside
the contractor’s control.

Lump sum contract

Contract for a sum that includes all
costs, which can be calculated only
on a finalised and fully detailed
design and specification.
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M&E - mechanical and electrical
services

Includes lighting, air conditioning,
humidity control, plumbing and
drainage. It is often used to
distinguish it from structural
engineering.

Nominated sub-contractor
Specialist sub-contractor chosen
by the client, who must be used
by the contractor.

Novation

Transfer of contractual rights and
obligations from one team to another.
Commonly refers to the transfer of

a design team and their work from
the client to a design and build
organisation. Novation is intended

to preserve designs approved by

the client by committing the builder
to an accepted design.

OGC - Office of Government
Commerce

Central government department
advising all government institutions
on best practice in procurement
of goods and services, including
construction projects.

OJEU - The Official Journal of the
European Union

Daily journal advertising the need

for services for construction projects.
Publicly funded projects over a
certain size must advertise for both
professional teams and builders.
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Options appraisal/analysis

Process whereby different ways to
meet a specific set of organisational
aims are analysed and ranked in order
of preference. Methods for weighting
different factors according to their
importance are usually needed. It
should not be used to justify post
hoc decisions, but to bring out all the
priorities that may be expressed by
different parties. It is often at this
stage that it is realised that a building
project may not be the best way to
achieve the stated objectives.

Organisational capacity

Shorthand way of describing the
ability of an organisation to plan and
complete a capital project. Areas of
capacity that may be very stretched
are strategic management, financial
control and executive leadership.

Outturn costs

Total cost, or projected cost, of a
project — including land acquisition,
construction cost, fitting out,
professional fees, contingencies,
disruption costs, VAT, financing
costs and inflation. This is the total
sum the budget must cover.

Practical completion

Certificate is generally issued by
the architect, certifying satisfactory
completion of the construction. It
normally allows the contractor to
invoice the client for all but a small
portion of the contract sum. The
outstanding portion is called the
retention.

Private finance initiative (PFI)
Describes a particular procurement
route in which a private sector
supplier takes over, constructs and
manages a building for use by the
public sector. Twenty to 30 years

is a typical operating period. The
contractor needs to be brought into
the process at a very early stage.

Planning permission

Permission that must be obtained
from the local authority before a
design can be built. Features that

are controlled are the uses to be
accommodated, the site coverage and
bulk, site access, design features that
relate to neighbouring properties and
conformity with existing local plans. If
permission is not granted, an appeal
may be heard by a public inquiry and
determined by a planning inspector.
The secretary of state for the
environment makes the final decision.

Planning supervisor

Competent person or organisation
appointed by the client under the
CDM regulations to coordinate
health and safety issues during
the planning and design phases
of a project and to coordinate

the production of the health and
safety file.

Post-project evaluation

Assessment at the end of a project
about how well it has gone, and what
could be improved. It can be done
soon after handover to review the
handling of the project, and at a

later stage, sometime called ‘post
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occupancy evaluation’ to see how
well the building does in fact fulfil
the aims and objectives of the client.

Prelims, preliminaries

Preliminary clauses in a cost
document or a tender that set out
general conditions that apply to the
whole project and that may have
implied costs associated with them.
They could cover, for example,
standards to be used, or the times
when site access is possible.

Pre-qualification

Sometimes called qualification.

The process by which a contractor

or design team is deemed competent
to be placed on a shortlist for
possible selection for a project.

The conditions for suitability should
include assessment of competence as
indicated by track record, size, staff
qualifications and financial record.

Prime contractor

Design and build contractor with a
supply chain of reliable suppliers of
quality products. The key suppliers in
the supply chain can be integrated
into the design process. The prime
contractor coordinates and manages
all activities throughout the design
and construction period.

Professional indemnity (PI)
insurance

Insurance that professionals must
have to cover them against alleged
negligent behaviour that causes
defects to the building, delays in
the programme, or injury.
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Procurement

Name for the method by which the
building contract and related services
are tendered. Procurement routes
range from traditional to PFI with
many variations in between.

Project cost management

Includes resource planning to

work out what resources of people,
equipment, materials and time will

be needed and when, cost estimating
and cost control to ensure that
changes do not invalidate the

cost plan.

Project integration management
Process whereby alternative
objectives or methods are traded
off against each other with a view
to getting the optimum result. It
may follow from option appraisal.

Project champion/sponsor
Individual charged with representing
the client, carrying out client
responsibilities, communication
within the client body and between
the client and other players, to
ensure that the client’s needs are
communicated and met. This person
is the repository of people’s faith in
the project.

Project manager

Has day-to-day control of the building
team. The client’s project manager
has the responsibility of safeguarding
the client’s interest at all times. The
role involves coordination of a project
to ensure that timely information is
passed to the right people, and that

the project is completed within
budget, on time and to the right level
of quality.

Project team, project delivery team
Entire team, including both design
and construction, and any specialists
who are working to design and deliver
the project for the client.

Qualification

Process whereby a contractor or
design team is deemed competent to
be placed on a shortlist for possible
selection for a project. The conditions
for suitability should include
assessment of competence as
indicated by track record, size, staff
qualifications, but not availability

or price.

Quantity surveyor

Specialist in all aspects of the costs
of construction, providing information
on the likely cost of a project at every
stage. Such specialists are rarely
used outside the UK and former
British colonies. In other countries
cost information is provided by the
design team.

Retention

Percentage of the construction cost,
usually around 2 to 5 per cent, that
is retained for a period following
handover. This obliges the contractor
to rectify small construction defects
that appear as the building is used.

Revenue cost

Covers the costs of using and running
a building, including rent, rates,
insurance, utilities, maintenance
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and staff costs. A grant is sometimes
available to cover these costs.

Room data sheet

List of requirements for a given room,
including furniture, equipment, power
and telecommunications cables,
finishes and fittings.

Royal Institute of British Architects
(RIBA)

Professional institution for architects
which provides them with services,
including advice to clients in selecting
suitable designers.

Risk assessment/risk management
Identification, analysis and response
to potential project risks. The process
of addressing risks needs to be
documented to demonstrate project
accountability.

Schedule of rates

Contractors commonly provide tender
prices using rates for particular
building tasks, known as a ‘schedule
of rates’, for example a rate per
square metre for laying floor tiles.
The schedule is commonly included
as part of the contract.

Section 106 agreements
Agreements whereby planning
permission is granted subject
to the developer/client fulfilling
certain conditions, eg local road
improvements.

Sensitivity analysis

As part of the business case, different
assumptions may be tested to see
their effect on the ‘bottom line’.
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Services engineer

Engineer who determines the integrity
of material and services in order to
measure and maintain operational
reliability. Has responsibility for
ensuring that all services conform
with established specifications and
standards.

Shell and core

Description of a building completed
only to the stage where the outer
shell and the core (plant, and vertical
circulation) are provided. This allows
the client to subdivide the space and
put in finishes to suit specific
requirements. The ceiling and floor
finishes, basic lighting and services
may be included in some shell and
core projects.

Signing off

Process of formally recording the
client’s approval of briefing
statements or design proposals.

Snagging

Construction projects always end
with some defects that need to be
checked and remedied. This process
is called snagging. The programme
should always allow time for snagging
before move-in. Some items, such as
an air handling system, can only be
fully tested after running through all
seasons of the year.

Specialist sub-contractor
Organisation employed to handle a
specialised aspect of the building,
such as ductwork or foundations, and
which usually has a role in designing,
supplying and fixing the elements in
which it specialises.

Specification

Technical description used to set the
standards of materials and type of
construction.

Stakeholder

Fashionable description of people and
groups who are affected by, or have a
financial or practical interest in, the
outcome of a project. Their interests
must be protected throughout the
project.

Structural engineer

Engineer specialising in the design

of building structures. Decisions
about the type of structure are
integral to the design and should be
taken with the architect. The engineer
is responsible for ensuring that the
structure has the appropriate strength
and flexibility.

Suited locks

System that allows a building
owner/manager to issue keys to
individuals with different levels of
authority and access.

Supply chain

This is made up of all the parties
responsible for delivering a specific
product or service. There may be a
number of specialised supply chains
and the members of each should be
accustomed to working together as
a fully linked chain.

Surveyor

Measures and maps out various
aspects of land and buildings, for
example in relation to dimensions,
costs and construction.
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Sustainable

Implies that the resource employed
will not be used up. For example,
timber from renewable forests is
sustainable while that from slow
growing tropical hardwoods is not.

Tender process

Process of inviting organisations to
submit a proposal, with costs, to carry
out a piece of work. It covers the
preliminary invitation to tender, formal
invitation to tender and the actual
form of tender.

Value management/value
engineering

Formalised approach to managing
a project through its whole life
seeking to achieve best value for
money. It often uses multidisciplinary
workshops with a facilitator to
discuss at appropriate moments
whether better value solutions are
possible within the constraints

of the brief and the project.

Variation

Instruction from the contract
administrator to the builder to change
the works described in the contract.

Vision statement

Simple statement of main objectives,
needed for early consensus to be
able to start the feasibility and budget
checks and as a constant reference
point throughout the project. The
vision develops alongside a
‘statement of need’ and design
quality needs to be part of it.
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texts on which this guidance has drawn
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the course of a capital project. Some
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Building excellence in the arts — a guide
for clients is a new resource for anyone
procuring arts buildings, from minor
remodelling projects through to entirely
new buildings. It is a step-by-step guide
to the procurement process, which
shares the experiences of arts clients
and illustrates with existing arts
buildings along the way. Designed to be
used online, this guide will equip clients
with the knowledge required to make
informed choices, helping them achieve
a high-quality building. It is published

jointly by CABE and Arts Council England.
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CABE is the government's
advisor on architecture, urban
design and public space. As

a public body, we encourage
policymakers to create places
that work for people. We help
local planners apply national
design policy and advise
developers and architects,
persuading them to put people’s
needs first. We show public
sector clients how to commission
buildings that meet the needs

of their users. And we seek to
inspire the public to demand
more from their buildings and
spaces. Advising, influencing and
inspiring, we work to create well-
designed, welcoming places.
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