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Abstract

The objective of this research is to study the project management of
construction projects in Palestine. Construction sector is considered as a
vital sector in today’s economy, due to the development in construction
which is taking place in the world in general and the West Bank. The
construction sector has a great importance not only to the economical and
social life, but also to the needs and inspiration of the local culture. This
study stressed on many aspects on the subject of project management in
terms of problems and impediments, and suggested solutions through this
research, in order to motivate and develop the management of the projects.
The researcher used mainly qualitative method and partly quantitative
method to complete the research work in the study. The researcher met with
a number of specialists in this area and conducted 36 interviews with
project managers in different parts of the West Bank, with three categories
of the companies in the Palestinian Union of Contractors category in both

its first, second and third categories in the structural area.

After examining the text of the interviews within a set of questions
that were posed to project managers in construction companies, the analysis
showed that there are several factors and many problems faced by the
management of construction projects in the West Bank. The most important

problems were the poor planning, poor project management and poor
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communication between all parties to reach optimal solutions, in addition to

gaps and points that are clarified in the context of the search.

The researcher developed a framework to arrange and organize the
management of construction projects, to be an effective tool to help project
managers in setting priorities and show places of success and failure.
Moreover, it shows the management process as an important part of the
success of any engineering project by several factors. First by understanding
the main objectives and goals of the project and try to apply these goals
clearly on the ground, and second by developing coherent system through
which the project will be implemented within clear basis. Then the
exploitation of each project will be documented and used in future work.
Furthermore, the researcher tried to clarify success factors in construction
projects to achieve better results for engineering companies and to meet the
needs of the local community projects through good quality and best value

to the engineering projects and to the Palestinian society.



Chapter One
Introduction
1.1 Over view:

The future of Palestine is what Palestinians are building today, and
the Palestinian goals along with other means and resources will allow the
nation to determine the future of the country. Palestine has suffered greatly
in recent decades as a result of occupation, closure and lack of resources.
That and other issues have caused stagnation in many aspects of civilization

and progress for the Palestinian society.

Despite this, commercial and residential construction work in
Palestine is increasing rapidly to meet the growing needs of the population
and to keep up with global development. For Palestine to progress in terms
of construction, project construction must be studied carefully and prepared
well in order to get the best results, and to help in moving in the right

direction to establish the future goals.

Benjamin Franklin said “The difference between failure and success
is the difference between doing something almost right and doing something
right”. So failure does not only mean doing things wrong, but even doing
things almost right, this idea will lead to recognize the best way to
implement project management in construction projects and to open new
era in thinking that will give value to construction industry. These
conditions led the researcher to study how project are managed in West
Bank, and what are the major elements and problems affecting the
construction industry, and also urged the researcher to suggest a framework

that copes with the development and the growing concerns regarding the



construction industry within West Bank compared to other developing
countries, in order to help managers to plan and implement construction
projects in a proper way that will lead to better results and less risks, and to

achieve success with good quality.
1.2 Research Questions:

The current situation in West Bank needs to initiate an improved
construction management framework accompanied with appropriate laws,
control and pricing system with efficient designs and appropriate
construction material, in order to help project managers to lead their
companies to success, and to make a difference in a highly competitive

environment.

To achieve that, these questions should be answered:

= How are projects managed in the West Bank?

= What are the main factors causing failures in construction projects in
the West Bank?

= Is there any system applied for project management in West Bank?

= Is there any methodology for managing projects in large scale

enterprises in the Palestine?
= How is project success measured?
These questions and others will be answered in this thesis, in order to

improve project management performance in the construction industry in

West Bank.



1.3 Aims and Objectives of the Research:
The primary aim of this thesis is:

" To initiate a useful framework with a knowledge based that will help
project managers lead their companies to be successful and make a

difference in a highly competitive environment.
The objectives of the research are:

. To examine the Palestinian construction industry and define the
nature and performance of management in the industry, and its
contribution to the overall economy and social life.

. To highlight the needs and identify the problems and the barriers that
currently exists in construction projects in the West Bank.

. To use the results of this study to assist the public and private sectors
in applying project management to improve the quality of their work
and avoid problems.

o To highlight the success factors in managing projects, especially in
the West Bank, and try to improve it by using a system that organizes

work in engineering companies.
1.4 Methodology:

This study started by examining the project management system, and
identified the existing issues in construction industry, in order to answer the

research questions by reviewing the existing system to adopt the following:

1. Extensive literature review, using books, articles web sites and e-

journals to produce and evaluate competency models.



2. Study the role of project management in the West Bank through

contracting companies by:

a. Analyze roles and uses of the methodology and processes in
managing projects.

b. Design interview questions that will help the researcher in
understanding the managing process in construction projects.

c. Conduct a pilot study with people who are pioneers in project
management field, and take feedback about the questions and
their point of view

d. Make the necessary changes in the questions according to the
information taken from the pilot study.

e.  Gather data through semi-structured interviews.

3. Project managers were interviewed to identify the basic technical
competencies they think are important for high performance in

project management, and to learn more of their own experience in

this field.
4. Conduct thematic analysis of the data collected.
3. Develop a generic framework based on the results from theory,

literature view and practice, and then test the model through
discussing it with practitioners.

6. Develop conclusions and recommendations.
1.5 The Constraints and Challenges:

There are many constraints in the construction field, which will be
discussed in depth later. According to the researcher’s study, these

constrains include:



o The funding of the projects.

o The dependence on funding and implementation of aid from donor
countries.

o Access issues related to trust.

. Environment, culture issues.

o Weak infrastructure.

J Lack of management and data especially in the Palestinian sectors

such as municipalities and ministries.
o Security issues related to political and economic instability in
Palestine and associated political factors.

o Laws and procedures imposed by the Israeli occupation.
1.6 Summary of chapters:
This dissertation consists of seven main chapters as follows:

o Chapter One: Introduction. This chapter represented an overview of
the main objectives of the research, statement of problems, aims and
objectives of the study.

J Chapter Two: Literature review. This chapter presented an overview
of construction project management, and highlighted the knowledge,
tasks and techniques that are needed to understand the basic
philosophy and principles of Project Management.

. Chapter three: Methodology. This chapter shows the methodology
used in this research in order to achieve the required objectives.

J Chapter Four: Construction industry in developing countries. In this
chapter Jordan, Yemen and Palestine were studied to show how

construction and project management are being developed, and the



characteristics of this sector and the difficulties and problems each
country faces with suggestions to solve them.

o Chapter Five: Results and analysis. A survey in to local contracting
companies was conducted to obtain data and provide insight into
current situation, the outcome of this survey and the deep interviews
were discussed and analyzed in this chapter.

J Chapter Six: Framework development, a set of policies and
procedures were identified to draw a road map for a frame work of
project management in construction to be developed.

J Chapter Seven: this chapter summarized the problems in managing
projects and role of each of the stakeholders. A set of conclusions and
recommendations were developed to achieve sustainability in the
construction industry.

o Appendix.
1-7 Conclusion:
In this research:

. Project management in the West Bank will be covered as a topic, by
studying how projects are managed and developed

J Similar cases in other developing countries similar to Palestine
(Jordan and Yemen) are compared.

J After collecting data concerning how projects are managed, this data
1s analyzed and studied, with the help of the literature review and the
results and analysis of the interviews with project managers

J A framework is designed to help managers organize their work and

improve the quality of managing construction projects in West Bank.



Chapter Two
Literature Review
2.1 Introduction:

Construction is a vital sector contributing significantly to the
economics of all countries. The construction industry must be dynamic to
be able to respond to the changes that the world is constantly facing, as well
as the social, economic, and technological challenges affecting all
industries. The opportunities and problems in construction are different
from those of the last century. The demands of clients, companies and
employees differ from time to time, and thus the vision of the construction
industry is always developing; to keep up, management must change too.
This research will address the growing need to develop project management

in Palestine, which in turn will help in shaping the goals of the future.

Any construction organization must have a strategic plan and vision
that lead the way to achieving its goals. The key to achieving that lays in
successful management, by identifying needs and goals the company wants
to achieve. To do that, project management must be planned on many
levels, such as implementing, organizing, delegating, decision making and
performing. The survival and the progress of any company depend upon
how well project management is implemented and how experienced the

company is in this field.
2.2 Importance of Project Management:

Project management is designed to control the main important

elements that provide practical information for achieving project objectives



in an efficient way. Walker defined project management as “The use of
resources in the company on a certain activity within time, cost and
performance. A fourth key factor is good customer relations” (1). Walker
added customer relations as a fourth important factor with time cost and

performance.

But still we need to know the main drivers for project success, which
are the most important elements for companies to make a difference in this
highly competitive environment. However, in Palestine there are particular
success factors that must be studied; Palestine has unique attributes that
make it different from other places, and this research will focus on those,
and will highlight the failure signs in managing construction projects in

West Bank.

The construction sector is a vital part of industry and in the gross
income; for example in terms of value output, the construction industry is
the largest single production activity in the U. S. economy, accounting for

almost 10 percent of the gross national product (2).

Over the years and despite the setbacks and difficulties, the
Palestinian economy was able to stand up and struggle for survival. The
construction sector is a critical sector in the Palestinian economy, providing
one of the most important sources of income for Palestinian families.
Construction created jobs for at least 24 percent of the Palestinian labor
force, and contributed 10 percent of the total GDP between 1972- 1990; in
1993 the percentage increased to 14percent percent, and in other studies it
exceeded 20 percent of the national income, although it declined again after

2000 when the second uprising began. Nowadays the construction sector is



growing again, and remains a very important of the Palestinian economy.
Project management is more important than ever, as the key indicator of

how projects are conceived, designed and built. (3)

In order to understand project management we first need to define

what a project is? And what does it consist of?
2.3 Understanding Project & Management:

In order to understand project management, we need to understand

both project and management first.

“A project is a temporary endeavor undertaken to create a unigque product,

service or result” (4).

A project 1s temporary and that means it has a definite beginning and
a definite end. In other words the time is limited but does not necessarily
mean a short time; the duration of a project depends on project type. Unique
means that each project i1s different, and each has some distinguishing
features. Even if the project has repetitive elements it’s still unique because
it has a different owner, design location and facilities. A project must be
progressively developed, which means continuous and steady work and

growth (5).

As for management, the universally accepted definition includes
“The Art of getting things done through people” (6).The definition of
management is the basic knowledge in defining PM, management needs
team working with the skills needed to achieve a certain goal; this is the

core issue of successful management in all topics.
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2.4 Definition of Project Management:

Kerzner defined PM as “Project management is the planning,
organizing, directing, and controlling of company resources for a relatively
short-term objective that has been established to complete specific goals
and objectives. Furthermore, project management utilizes the systems
approach to management by having functional personnel (the vertical
hierarchy assigned to a specific project (The horizontal hierarchy)” (5).
Figure 2-1 shows that project management is designed to control the key
elements that provide practical information for achieving project objectives
in an efficient way; it means using the company resources on a certain
activity within time, cost and performance constraints. A fourth key is good

customer relations (5).

(000 CUSTOMER &

2%
0
%

PERFORMANCE/TECHNOLOGY

Figure 2.1: Over view of project management (5)

Kerzner highlighted the main keys in project management as time

and cost with an accepted level of performance.

There are many definitions to project management , but the Project
Management Body of Knowledge defined PM as “the application of
knowledge, skills, tools and techniques to project activities in order to meet
or exceed stakeholder’s needs and expectations from a project” (7). Each

definition will vary according to the goals and needs of the organization.
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Sometimes project management is confused with strategic
management, because both must include mission, vision and goals. The
difference is that project management is unique within a limited time; this
requires developing new methodology and a mechanism to ensure achieving
goals. On the other hand, strategic management has more shared decision
making and an unlimited time schedule that involves brainstorming through

all levels of the organization(8).

The researcher believes that every one of the previous definition adds
value to Project Management in its own way ,all of them inspired the
researcher to define PM as ““ project management as an art, a charisma and
professional experience that provide all the means of succeeding, within all

the limitation and the resources provided to achieve a certain goal™.

Construction project management does not differ much from project
management in general; Walker defined it as “The planning. Co-ordination
and control of a project from conception to completion on behalf of a client
requiring the identification of the client’s objectives in terms of utility,
function, quality, time and cost, and the establishment of relationships
between resources, integrating, monitoring and controlling the contributors
to the project and their output, and evaluating and selecting alternatives in

pursuit of the client’s satisfaction with the project outcome” (1).

Construction project management has the same main objects as
project management which are cost, time and performance, but in
construction PM its cost, time and quality as Walker mentioned, which did
not change fundamentally but may be took a wider range in referring to

people and the importance of working through others, also in construction
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project management client satisfaction is one important key to project

success as well as the objectives and goals of the company itself.
2. 5 History of project management:

As we have seen in ancient civilizations, building great monuments
had great importance, such as the great projects of the Romans, and the
Egyptian pyramids. , Those complex works needed sophisticated and
effective management. This shows that that the science of project
management was known long ago and was practiced in different ways. It
also shows that effective management and construction techniques can
produce excellent and long-lasting results. However, in those eras, little
attention was paid to those people who finished this work, or to how long it

took from the standpoint of time, effort and budget.

In the late 19th century, because of the rising complexities of the
construction business, management principles began to evolve more
effectively. Big projects involved thousands of workers, huge quantities of
materials, machinery and equipment. We began from that time to see
project management implemented by engineers and architects themselves.

Later, techniques were applied to even more complicated projects (9).

In the 1950s, Taylor’s work was considered the basic element of
modern project management, and included the work breakdown structure
and resource allocation. Work breakdown structure (WBS) is “A
deliverable-oriented hierarchical decomposition of the work to be executed
by the project team to accomplish the project objectives and create the

required deliverables.”” (7).
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This approach arranged tasks to produce the result of maximum
output with minimum input. Many people criticized this approach, as it
seemed to regard people as machines rather than human beings. Although
Taylor was considered as pragmatic in his field, he analyzed the various
aspects of work patterns and behavior. His study confirmed that alternate
work methods could result in a considerable increase in productivity and a
reduction in labor and material costs. Others like Weber, who was from the
same school of thought, was concerned with describing bureaucratic

structure (9).

At the same time two other important methods were developed: the
“Critical Path Method” (CPM) by DuPont Corporation and Remington
Rand Corporation, and “Program Evaluation and Review Technique”
(PERT) by B. A. Hamilton (U.S. Navy). This approach developed the
principles of management which concentrated on the pyramid structure.
This method emphasizes delegation, and encouraging delegating authority
downwards from the head of the pyramid to the line of staff, but still with
formalization and specialization. These approaches were considered as the
classical approaches in management and were called “organizations without
people”, as described by Bennis. The classical approaches were seen as
rigid and inflexible because they concentrated on the internal characteristics
of the organization rather than the external influences, and did not take into

consideration the social and environmental side of the work (10).

As a result of these many studies the behavior school appeared
between 1930s and the 1970s. Many psychologists devoted their studies to
the behavior of supervisors and subordinates in an organization.

Considering values and motivations, in 1960 McGregors concentrated on
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the social approach and came up with “Theory X and “Theory Y”, both

describing the behavior of people in organizations.

Theory X emphasized that individuals dislike work, and preferred to
be directed and not responsible; as a result of that employees must be
controlled, threatened or punished so they can achieve the organization

goals .

Theory Y. on the other hand, stated that not all individuals dislike
their work. This relates to the type of individual and claims that threats are
not the only way of encouraging employees to achieve organization goals
and objects; working on self-satisfaction may be more effective in

producing better results (5).

Still, the behavioral approach does not take into account
environmental factors in a specific manner but treats them in general.
Considering the organization as a closed system, there is still a big gap and
many approaches between the classical and the behavioral approaches.
Later additional fields were developed, such as marketing approaches,
industrial psychology and human relations, fields that went on to become

the backbone of business management.

In 1967 the International Project Management Association (IPMA)
was established in Europe as a federation of several national project

management associations (11).

The project management Institute (PMI), found in the U.S. in 1969,
publishes the PMPOK Guide, (A guide to the Project Management Body of
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Knowledge) (4), which describes the most common project management

practices and gives certification in PM field (1).
2. 6 Construction as a vital sector:

The construction sector is a vital part of industry and the gross
income of any country. For example in terms of value output, the
construction industry is the largest single production activity in the U S.
economy, accounting for almost 10 percent of the gross national

product (1).

Construction projects require skilled management, as they are
complicated and face many challenges and constraints, such as cost, time
regulations, materials and environmental rules or customs. In construction
projects several activities happen and take place at the same time, but still
are connected and integrated. Therefore we need thorough and effective

communications and cooperation to manage and control these activities.

Project management is vital when the project faces internal or
external changes, and when we need to make alternative solutions or
implement contingency plans. This is especially true in Palestine, which
suffers from a considerable instability; project managers face many
challenges and must always be creative and flexible in order to deal with

difficult and sometimes unforeseen circumstances.

Today organizations are competing with each other to produce high
quality output with the minimum budget and be delivered at the right time;
the most appropriate way to achieve this is using project management.

Effective project management is perhaps the single most important factor
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that determines the success of local projects. Successful project
management required integration of many disparate activities, teams, inputs
and outputs with a single goal in mind - to deliver products that meet the

defined quality criteria, on time and within the agreed budget.

Using project management in organization helped in many ways,
such as reducing costs, improving timing and focusing on results and

quality, all through good cooperation across the organization.

For example, the Center for Business Practices (CBP) concluded in
its “State of Project Management 2006” survey that implementing PM
methodologies provides value to an organization, however, organizations
should also ensure that common sense is applied to all methodologies that

are implemented (12).
2.7 Project Management Functions:

Project management has developed a great deal in the last decades,
but the main functions of the project and its life cycle are still the basics of

project management.

Understanding project life cycle is crucial to effective project
management, because without this understanding, it’s very difficult to
develop a plan that satisfies the needs of the project in any phase of its

stages so that in each stage everything is studied carefully (5).
2. 8 Project life cycle:

The project life cycle is “The sequence of phases through which the

project will evolve™ (13) .
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Project life cycles can have different names, but they all have the
same fundamental structure. Sometimes there are different names for each
stage or phase. Here the four phases of project life cycle will be studied,
although some writers consider them more than four, but these are the most

common phases that many projects go through. Theses phases are:

1. Initiation phase.
2. Planning phase.
3. Executing phase.
4. Closing phase.

Some writers in this subject consider controlling and monitoring as
the fifth stage, but the researcher believes that controlling and monitoring
the project is not a phase by itself, it’s a procedure that must take part in all

the life cycle of the project and not in a particular stage.
2.8.1 Initiation phase:

In this stage, the client or funder identifies needs and describes all
requirements and specifications, and the project team 1s established with the
project chart. This phase is considered as the conceptualization stage, the
basic creation of the project. This usually includes the feasibility study, the

project description documents, and the identification of requirements.

In this stage, the team has important activities to do and prepare such

as:

° Interviews and sessions with the client, funder or stakeholders, to

identify the needs and the goals.
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Researching and planning to compile all the information needed for

all phases of the project.

Preparation of all relevant documents such as feasibility documents,

project concept and project charts.

Gathering and carefully studying all the standards, regulations and

rules needed to complete the project (14).

At this stage, the project still may suffer some problems such as:

>

>

>

Frustration due to the delay of starting the project.
Lack of commitments by the funder or stakeholders.

Creating the perfect team with the right people, a difficult and
important part of this stage.

Differing points of view among the manager, stakeholders, funder or
clients; if not resolved, conflicting views can destroy a project before

it begins.

A lack of clarity in visualizing the project’s end goal, a highly

important creative step.

Formulating questions by the organization’s senior managers and

answering their questions will help to form a smoothly-functioning team

and clear the path to achieve the project’s goals (8).
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2.8.2 Planning phase:

The planning phase is the most important and challenging stage in the
project. , If the project is planned well from the beginning, this will help in

avoiding many problems and confusion later. This stage comprises:
o Studying and creating business requirements.

. Studying details of the project, such as cost, schedule and starting and

finishing dates of the various activities.

J Planning the resources needed and making them available.
. Identifying the type of work needed, using work breakdown
structure.

The reason why we make work breakdown structure is to help
organize the scope of the project accurately, by using the hierarchical
structure which lets us break the project down into smaller pieces in each
level. Work break down structure also helps in allocating resources,

assigning responsibilities and controlling and monitoring the project.

WBS is used in planning because it helps the project manager to
monitor achievements, risks, costs and time, to make sure the project stays

on track (15).

Managers and planners should create a comprehensive diagram of the

project plan, which will be like a road map of the whole project.

The project plan is the map that shows project activities and tasks that

must be delivered in a certain time, while acknowledging the resources
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needed and the milestones; it tells the project manger though all phases
whether he is on track, or indicates that some changes took place along the

way.

Also if the project is large several plans should be prepared, outlining
resources, finances, quality, and communications plan. Critically, a risk

plan should be prepared to rescue the project if necessary (5).
2.8.3 Execution phase:

The third phase is also called the execution or operation phase. Here,
the real body of the project is built and prepared to be handed to the client.
It can consume much energy because it is long and full of details. In this

phase we need to use many processes such as:-
2.8.3.1 Time management:

Time management means to stipulate the time needed for the team to
finish any activity. This will help the manager see which activities have
been done, how long they took, and when they started and finished. Time
management also will help by comparing the time planned for such activity

and the time actually spent implementing it (5).
2.8.3.2 Cost management:

Cost management is a process required to organize expenses within
the project. It helps keep the project on track by constantly examining the
expenses and keeping all the records needed to compare it to the actual
planned budget. This process ensures that the manger stays updated about

all expenses (16).
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2.8.3.3 Quality management:

This process is needed in this stage to make sure that what is
produced by the team is exactly what had been agreed upon with the client
or customer. Quality management is needed not only in this phase but
throughout the project. At this point it is important to ensure that

expectation of our work is what was planned from the beginning (7).
2.8.3.4 Change management:

Change management is a process that helps in managing all the
changes that are needed in the project. Through effective change
management, any changes can be recorded reviewed, approved and studied
carefully. This can help managers track changes and control the effects
before the project is adversely affected, and can make sure that required

changes are made easily and benefit the project.
2.8.3.5 Risk management:

Risk process is the procedure needed to recognize and control risks in
advance of problems. Risk management helps quantify the risk and identify
potential impact on the project and identify the actions needed to minimize

risk and prevent adverse consequences.

Risk management is needed through all the phases of the project;

vigilant management will help remove the uncertainties(4) .
2.8.3.6 Software Management:

The development and use of software, such as Microsoft Project (MS

Project) and Primavera, has helped greatly in automating many of the static
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calculations in complex projects, because templates for most charts,
diagrams and reports are easily available through such software, after
entering the data the user can easily create different types of project
management planning and monitoring tools such as GANTT charts, PERT
charts and CPM charts. Software can also be used to create the WBS forms,
and can help the user create accurate records and reports such as schedules,
budgets and time-line changes, all of which are helpful in monitoring a

project (8).
2.8.4 Closing phase:

The closing phase is the last stage in a project’s life cycle. In this
stage the project is finalized and closed; this process needs many procedures

such as:

Handling and delivering the project to the owner or client.

. Delivering all the necessary documents to the customer, with

complete information needed by the client.

. Releasing staff and equipment used in the project, with full reports

for the stakeholders.

. Identifying all the activities and tasks that should be stopped, and the
ones that need to continue, and for how long, after the closure of the

project.

. Terminating all the contracts with suppliers and identifying whether
the project was within scope, budget, and achieved its goal and

objectives.
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" Identifying lessons learned from the project, by documenting all the
levels of success, failure and achievements, so as to make use of it in

future projects(17) .
2.9 Summary & Conclusion:

o Project management is the science and the art of planning,
organizing, and managing resources to bring the best achievement of
specific project goals and objectives. Project management is a long
procedure needing the involvement of many persons and an efficient
plan; without these, a project can end in chaos.

J The construction industry through the past years has suffered from
criticism, as it always adopt the conservative way in work, and lack
innovation, new ideas, and creative methods in implementing the
construction projects are needed to be implemented in the new ways
of technology.

J The start point and the end point of each phase of the project life
cycle is crucial, as they are the key project decision point, between
the various phases are decision points, at which an explicit decision is
made concerning whether the next phase should be undertaken, and
whether the previous stage is finalized in a proper way as planned

from the beginning.



24
Chapter Three
Methodology
3.1 Introduction:

This chapter shows an overview of the methodological approach the
researcher used for studying project management in West Bank, through
studying the current situation in contracting companies, and through
studying project management in similar countries; this is empowered by the
literature review which will help the researcher in selecting the way to
conduct the analysis. This thesis also provides a wide view of the
interviews, the targeted population, the samples used and the analysis and
evaluation of the survey followed by the framework designed that will help
in organizing the management of construction projects, and the conclusions

of the interviews and of this study.
3.2 Research methodology diagram

To summarize the methodology description Figure 3.1 shows the

diagram of the methodology used in this research:
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Thesis proposal

Literature Review

Interviews conduction

Results & Discussion

U

Conclusion & recomme

Figure 3.1: Summary of methodology used in this research



26
3.3 Methodology outline:
This research was conducted in three major stages:
3.3.1 First Stage:

Includes a comprehensive literature review, which supports the
survey methodology, identified the research problem, and identified aims

and goals. In this phase the following activities are included:

J Creation of a clear description of the problem.
J Identification of the problem.
. Extraction of information from main areas with data about the

problem, such as books, journals, articles and reports.

. Formulation of questions that will be used in the interviews, based on
the information collected from literature review.

o Development of the research methodology.

. Study of problems in other countries with similar conditions in order

to make comparison.
3.3.2 Second Stage:

This stage included data collection, using interviews with contractors
working in construction projects through West Bank. Taking into account
that existing data on construction management in West Bank is very
limited, a great deal of the research will be built according to the field

investigation and local survey.

This phase includes the following activities:

o Clear identification of Palestine as the core study.



27

o Collection of data.
o Identification of local barriers and constraints of the survey.
o A pilot study, posing a question to key people experienced in

construction management in Palestine to obtain their opinions.

o Making modifications according to the pilot study.

o For the survey of the Palestinian contracting companies, here are

some themes used in the interviews:

>

vV V VYV V

planning

Pricing

Motivation

Basis of employments

Using Software

3.3.3 Third Stage:

In this phase analysis is made (thematic analysis) using data from the

interviews, knowledge from literature review and the information about

Palestine and the construction work in West Bank. This phase will include

the following activities:

J Extensive analysis of the information and data available.
. Conclusion and recommendations from the analysis.

o A framework is designed.

J Recommendation to try to solve some of the problems.

o Suggestions for further studies.
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3.4 Research Approach:

Selecting a research method is a critical important decision the
researcher needs to study the approaches to know which of them will satisfy
the objectives of the study, and will fit with the information available and
with the information needed. There are many approaches in research
methods, such as the quantitative and qualitative methods, and the

deductive and inductive method and both are related with each other.

Induction thinking is usually described as “moving from the specific
to the general” which means going from observation to pattern the tentative
and ends with theory. While deduction is “beginning with general and

[13

ending with the specific “which is assumed to be the other way around,
begins with theory going to the hypothesis then to observation and ending

with conformation (18).
3.4.1 Differences between quantitative and qualitative approaches:

Qualitative and quantitative research are two of the main schools in
researches, both methods has benefits and disadvantages, however there are
researches where one is more useful than the other, Table 3-1 summarizes

the main differences in both methods (18).

Table 3.1: Differences between quantitative & qualitative methods

Quantitative approach Qualitative approach
Deductive Inductive
Quantify variation Describe variation
Numerical value results Textual results
Closed-ended questions Open-ended questions
Seeks to confirm hypothesis Seeks to explore Phenomena
Uses questionnaires, surveys and Uses interviews and focus groups
structural
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Quantitative approach Qualitative approach
Describes characteristics of a Describes individual experience to
population understand group norms
Inflexible and brief Flexible and detailed
Used to measure and predict to|Used to uncover thought and
achieve final actions provide basis for decisions
Determines most effective price and | Identifies needs and generates
most desirable product ideas and develops hypothesis

3.4.2 Method used in the research:

As the table showed, Quantitative method is used to predict and
measure to achieve final course of action, while qualitative is used to
understand thoughts, opinions and construct a basis for decision making,
and for the purpose of this research the researcher used qualitative method
mainly and quantitative method when needed to help more in completing

the picture.

As the researcher is seeking answers to many questions, while using
predefined set of procedures to answer them, so qualitative method is the
most suitable method to be used in this research, as this method aims to
understand the problem from the local population involved, in addition it
helps in understanding the beliefs, opinions and relationships of individuals
in the field using personal observation and in-depth interviews with some
focus groups, and as a result of this the researcher describes the variations
and explains the relationships to explore the phenomena needed in

construction project management.

Also deductive thinking and quantitative method were used in this
thesis to fill in the gaps, and to complete the work and give brighter image

and full pictures of the result needed.
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3.5 Interviews analysis:

One of the qualitative methods which is used identify patterns is
Thematic analysis, in this research thematic analysis was used to analyze
the interviews conducted with project managers, here are the steps used to

reach the final themes that emerged from the data itself:

J Data was collected from the interviews, project managers and from

the researcher’s notes and observations.

o The text collected was examined closely, and the related and similar

categories were gathered together.

o At this stage themes were developed according to the categories
gathered from data.
. Data was studied according to the themes developed, to re-examine

the relations.

) Once the themes have been collected and the literature has been

studied, the researcher formulated theme statements.
3.6 Research population and sample size:

This research studies the construction work in the West Bank,

specifically companies who are part of the Palestinian Contractors Union

(PCU).

The PCU is the official, professional, economic and social entity that

represents all contractors registered in the West Bank. At the time of
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research there were 422 companies in the PCU including all types of

contractors.
3.6.1 Types of contracting companies:

There are a total of 422 construction companies working in the WB.
This number includes all kinds of companies, but this research is limited to
studying the three main categories: A, B and C, which are 225 companies,
that are involved in the construction sector with other sectors as roads
electrical and other specialties, these companies are categorized as follows
in Figure 3-2, the classification of these companies depends mainly upon
elements such as capital, experience, history of achieved projects and many

other qualifications (3).

First degree A&B Second degree Third degree

Figure 3.2: Categories of companies in this research
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3.6.2 Distribution of the companies in West Bank:

The companies are distributed through the cities of follows:

25

25

20

15

10

B First Degree A&B  OSecond Degree B Third Degree

Figure 3.3 : Distribution of companies in West Bank

To study the performance of the construction companies in the West
Bank, interviews were conducted randomly with project managers and
contractors. The target contractors were identified from the companies
registered with the PCU as first, second and third degree companies who are

registered in the construction sector.

The researcher picked these three types of companies as they
represent the biggest companies in the West Bank and they are allowed to

participate in large projects according to their classification.
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3.6.3 Classification of companies who participated in the interviews:

Classifications of companies

Second Class
36%

Figure 3.4: Classifications of companies

More than 70 attempts were made to do interviews with contractors;
36 meetings were conducted with various contactors in Ramallah, Nablus,

Jenin, Tulkarm, Hebron, Qalqilya, Bethlehem and Jerusalem.
3.6.4 Location of sample companies:

Location of companies who participated in the interviews as shown in
Figure 3-5, the researcher concentrated the work mainly in Ramallah as it
contains the biggest number of projects constructed in West Bank, and has
the most important companies and the vital projects in West Bank, and then
comes Nablus which is also one big city that has its importance in West
Bank and has wide range of construction companies, also Jerusalem has an
important part in the research regardless of the barriers made by the Israelis,
and has its own problems regarding this closure, also most of the West

Bank cities were part of this research as shown in figure 3-5:
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Bethlahem o

3% Cities
Qalqgelya jerysalem
3% 5%

Hebron
11%
Toulkarm

5%

Figure 3.5 : Location of companies

3.6.5 Academic study of the sample managers

The respondents had an average of between 10 and 20 years
experience in the construction industry. Their formal engineering education
ranged from high school to PHD. The next table shows the academic levels

of the managers who participated in the interviews:

Academic Study

High School
8%

Diploma
11%

Not Mentioned

PHD Studies 20%
3%

Master

Studies

8%

Figure 3.6: Academic study of project managers
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3.7 Conclusion:

This research is a result of a study which adopted mainly the
qualitative method and inductive theory that describes the variations and
individual experience to identify the needs and the ideas through open-
ended question in deep-constructed interviews which will result in
constructing a framework that will provide a basis to manage construction
project in West Bank and help in improving the quality of the work

achieved by project managers in construction projects.
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Chapter Four
Construction Industry in Developing Countries
4.1 Introduction:

The construction industry is considered a main sector for generating
economic growth in developing countries. It plays a main role in
constructing physical facilities and in providing employment in different

sectors.

The classification of “developed countries”, grouped by The World
Bank according to GNP (Gross National Product) is as follows (19):

l. Low-income country, per capita $975 or less.

2. Lower-middle income, per capita $976 — $3,855.
3. Upper-middle income, per capita $3,865 - $11,905.
4. High income, per capita $11,906 or more.

Developing countries have many common characteristics. Although
they may vary in climate, culture, religion and economic conditions, they

have many things in common, such as:

. Dependence on agriculture and raw materials as their main sources of

foreign income.

. Disparity of income: In developing countries a high level of inequity
can be seen, that is, very rich people compared to the percentage of

poor. This result in a dual economy grew that has the same rate of
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consumption of the developed country but within the hands of a

certain category in the population that has the wealth.

. The developing world usually suffers from a lack of infrastructure
and basic services. Resources to improve and maintain existing
infrastructure, and to modernize the construction sector are often

lacking (20).

. The main characteristic of developed countries is the high population
with the high population growth rate, combined with a high rate of
unemployment affecting general living standards in the country. But
developing countries have most dense populations in the world and

the greatest number living in poverty.

. Most developing counties suffer from political instability, within
government, or face internal political conflicts. These factors affect
regional development, and make investors think twice before

investing money in such places (20).
4.2 The role of construction in developing countries:

Construction is considered a key sector when measuring a country’s

economics because:

% Construction industry provides a significant contribution to GDP,

between 7 -10 percent or more for all developing countries.

D)

L)

»  This share of GDP is higher in developing countries than in
developed countries, which makes the industry more powerful than in

developed countries (19; 20) .
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4.3 Major characteristics of the construction industry in developing

countries:

. In developing countries, human resources capacity, worker training
and technological innovations, all critically needed in the

construction industry, are underdeveloped.

. Developing countries have limited resources and low internal income,
and must rely on external funding for infrastructure development and
for big projects. This reliance complicates management because of

insufficient funding.
. Fluctuating workloads in the industry.

. The dominance of the public sector as owners of most of the work.
Most of the work goes through the governmental procedures that

come from external funding stipulations (21).

Still there is a big advantage in the developing country as the
researcher thinks , developing country is always full of hidden resources
which is unused whether its human resources or natural resources, those
undiscovered talents in developing countries can build and innovate a great

history when they are used in a powerful right way.

4.4 Comparison of in three developing countries: Palestine, Jordan and

Yemen:
4.4.1 Background:

Historical Palestine is placed in the Middle East with Jordan to the

east, Lebanon to the north, Egypt to the south and the Mediterranean Sea to
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the west. Palestine has suffered greatly throughout history with different

kinds of occupation.

The population in the Palestinian West Bank and Gaza is more
than four million. The population growth rate is 3.9 percent per year. About

47 percent of the population is 14 years or younger (22).

Yemen is situated along the south-eastern corner of the Arabian
island, its population is over 20 million with 531.870 square kilometers.
Yemen was divided into two political systems for some time and reunited in
1990, and until this research was written it suffered many political problems

and instability.

Jordan is called officially the Hashemite Kingdom of Jordan, Jordan,
a Middle Eastern kingdom, is located between Saudi Arabia in the south
and east, Syria and Iraq in the north, and occupied Palestine in the west.
Jordan has an area of 89,213 square kilometers and a coastline of only 26

kilometers along the Gulf of Agaba in the south (23).

Jordan 1s considered a modern nation, with a predominantly
urbanized society. The Kingdom is classified as an emerging market with a
free market economy by the CIA World Fact Book. Jordan has more free

trade agreements than any other country in the region (24).
4.4.2 Economy:

Palestine: Palestinian GDP increased by 1.6 percent in the last period
of 2009. Consequently, GDP per capita also increased, by 0.8 percent for
the same period, amounting to $354. For 2009, GDP per capita grew by 6.8

percent from the year 2008, causing the individual share to increase by 3.7
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percent. The unemployment rate decreased from 25.8 percent to 24.8

percent between the 3rd and 4th quarters of 2009 only (25).

Over the past 30 years, the growth rate in the home construction
sector was behind 3.9 percent. After the Oslo agreement in 2002 and the
return of part of the Palestinian territory back to West Bank & Gaza, the
demand for housing increased further. Home construction grew to 57
percent of total construction in West Bank & Gaza. Construction of office
buildings also increased, for new companies which were established, and
for the Palestinian Authority, which started renting buildings for its

different ministries and agencies (25).

Yemen is considered one of the poorest countries in the Middle East,
despite its natural resources like oil, gas and tourist attractions, with the
location that gives the country so much as exposed to two important shores,
still the country suffers from many problems such as economic
mismanagement, high population growth, insufficient water supply, security

problems and external debts. (26)

Jordan, a small country with limited natural resources, is currently
exploring ways to expand its resources, but still depends on external sources
for the majority of its requirements. Jordan is classified by the World Bank

as “a lower middle income country" (27).
4.4.3 Construction industry:
4.4.3.1 Construction industry in Palestine:

Building and construction are from the major parts in the leading

economic sectors in the West Bank and Gaza, especially residential
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buildings. Palestinians prefer home ownership, individual homes with large
spaces; living in apartment buildings is the least desirable. The average size
of a Palestinian family in the WB/G is six persons. , over the past couple of
years many construction projects have been started in the West Bank, such

as Rehan neibourhood in Ramallah, Jenan in Jenin and many others.

In Gaza, however, because of the scarcity of land and greater
population density, the need for new homes is even more than in the West
Bank. A lot of investments are expected to be made in building new houses,
especially for Palestinians whose homes were demolished by the Israeli
army. Gaza is one of the most densely populated tracts of land in the world:
Approximately 1.5 million people live in an area of 360-square kilometers.

The growth rate is 3.90 percent per year (24) .

The construction industry is led by the private sector. According to
Palestinian Central Bureau of Statistics figures 348 companies work as
contractors and employ 3,500 workers. But in the public sector, most
projects are devoted to infrastructure and road works, which are financed by
international donors, mostly USAID. Most of these projects focus on water

supply, sewage disposal, road construction and job creation ventures(28) .
4.4.3.2 Construction industry in Yemen:

As in most developing countries, the construction industry in Yemen
1s growing but is not fully developed yet. Yemen suffers from many
problems, obstacles and challenges in all sectors, such as construction. But
the need for proper housing increased due to urban population growth,

which in 1994 increased by 33 percent. The need to build adequate housing
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for low income people is a major concern for the Government of Yemen

(29).

Yemen has a unique method of construction and a special style of
architecture that is admired. Until a few decades ago the traditional style of
the buildings in Yemen was successfully maintained. Pressures developed
the introduction of modern building methods. The revolution of
modernization made it hard for the local construction industry to cope with
fast growing methods of modern construction. Rapid growth resulted in a
shortage of skilled labor and construction materials. Also, projects often
were poorly designed and managed, and an absence of national building
codes and standards added even more complications to the construction

industry.

After the reunification of Yemen in 1990, economic and social
conditions started to deteriorate; this brought even more confusion and

difficulties in many sectors, including construction.
4.4.3.3 Construction industry in Jordan:

The construction industry in Jordan has been growing steadily since
the 1970s. Its economy has been helped by flowing into the country from

Jordanian workers in the Gulf and the Arab countries.

Jordan population is growing fast. The capital, Amman, has almost
doubled in area over the last 30 years. Since 2009, the construction industry
has expanded 2.8 percent as a whole. “It’s a very good signal that we might
see further growth in the first quarter of 2010 as this is the first pick-up in

GDP growth since a year ago when Jordan began to feel the impact of the
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global financial crisis,” said one manager who is the head of research at

Capital Investments financial firm (30).

The residential market has witnessed an oversupply of luxury units in
the capital Amman. Not only the residential market, but all kinds of
construction work developed greatly in the last two years, for many reasons,
including, declining oil prices in 2009, the political situation in Iraq and
Palestine, the world economic crisis and the easy banking facilities that the

Jordanian banks offer.

The construction sector in Jordan is one of the essential drivers of the
national economy. It has the support of the government through a true
partnership with the private sector with the Union Contractors, which
includes more than 1,376 contractors; the Engineers Association, which
includes about 83,000 engineers; and the Assembly of Investors in the
housing sector, which includes about 1,300 the investors and consultancy
offices, which has about 1,200 office consultative partners, who are all
representing the ministry and members of the partnership with the private
sector in the Ministry of Public Works and Housing . The construction
industry provides jobs for more than 12 percent of Jordan’s work force, and
produces nearly 20 percent of the local GDP. It supports more than 150

different careers, making construction a vital part of life in Jordan (31).
4.4.4 Construction materials &Resources:
4.4.4.1 Palestine:

Stone is the main building material in West Bank, because it is

readily available, cheaper than wood and has a beautiful style when
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finished. It is estimated that there are 297 quarries and 5,633 stone and
marble cutting operations in the West Bank and Gaza. Also climatic
conditions gives stones big advantages over wood, as the winter season is
relatively short and mild to hot weather prevails throughout most of the
year. All other materials are imported, including lumber to make doors,
furniture and kitchens; steel; cement; aluminum;, glass. Heavy equipment

and construction machinery is also imported.

Among other unique characteristics of life in Palestine, the
construction industry stands out from other parts of the economy.
Construction is heavily affected by economic cycles and political
environment, which change frequently and dramatically in Palestine. The
industry has a significantly high rate of business failure and suffers in other
ways, such as corporate collapse and bankruptcy; such failures are common
terms due to operating risks in sometimes uncertain conditions. All over the
world, contractors compete fiercely in the marketplace, exposing
themselves to risk of failure, as well as the prospect for success. Palestine is

no exception (32).

The construction sector has been seriously affected from the first
uprising in 1987 through the second intifada, which began in 2000. About
57,000 workers were employed (in mid-1999), according to the Central
Bureau of Statistics. This reflects a strong benefit to the local economy, as it
represents approximately 31.5 percent of new jobs generated in the private
sector. These figures tell only part of the story of Palestine; they should be
viewed in light of the occupation, which has greatly contributed to shaping
Palestinian the social and economic life, and caused suffering and damage

across most levels of society. The government of Israel has for many years
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implemented a policy of siege, closure and isolation as a major political
pressure tool in the occupied West Bank and Gaza. This policy has had an
undeniably disastrous effect on all aspects of the Palestinian economy,

especially the construction industry (33).
4.4.4.2 Yemen:

Yemen owns great reserves of many construction materials, such as
glass, sand, granite, marble and gypsum, this reserve if used properly can
help Yemen to achieve a state of self reliance, also Yemen has three huge
cement plants, and also they can satisfy the needs of Yemen if used in a
better way, but unfortunately Yemen imports many of these natural
resources which are available in the country. Stone as basalt is available too
but uses only for the wealth group in construction who can afford it, other
ordinary building are made of clay bricks and timber, many other materials

are imported but prepared in Yemen such as doors and windows (34).
4.4.4.3 Jordan:

Jordan has many resources used in construction industry, providing a
major benefit to these sectors. Resources include ornamental stones and
marble, cement, sand, gravel, crushed stone and other materials. Jordan also
has a good reputation regionally when it comes to working with metal and
producing metal structures for various construction purposes. Jordan is also
well known for having a large available pool of skilled laborers and
technicians. In addition, thousands of engineers distributed over many
sectors are considered well qualified. And many training opportunities are

available, such as work and study programs through the Specialized
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Training Institute; these allow the industry to prepare human resources

more efficiently. Jordan is a regional centre for such training (24).

Still, as with any country, Jordan and its construction industry face
many problems and risks. In Jordan companies can be classified in five
categories, according to the Ministry of Work and Contracting Association.
These categories depend on budget, assets and employees, and give the
company the qualifications to undertake the project which meets its

needs (35).
4.4.5 Challenges & problems in the three countries:
4.4.5.1 Palestine:

There are many important factors affecting the Palestinian life economically

and socially, as well as the major factor of the occupation. These include:

1-  The gap created between legal authority and the executive was one of
the reasons for a steady decline in the economic situation. This
created an 1imbalance in administrative standards in terms of
performance and compatibility between the authorities.

2-  Disruption of the organizational and administrative structures of
government institutions in all indicators. This is in addition to the
absence of mechanisms for scientific recruitment policy and
excessive study of the absorptive capacity of work requirements.

3-  Lack of planning and priorities for economic and social work as an
important factor in the development of strategies for early action.

4- Lack of understanding and awareness of Palestinian special policy

in economics, which was adopted and depended entirety on the
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Israeli economy in all aspects, leading to a lack of economic vision
based on the relative reduction of this relationship to secure the future
and maintain the gains achieved economically.

Corruption and bureaucracy as negative phenomena resulting from
the wrong methods of work and lack of responsibility to the public
interest.

Using foreign loans which are not consistent, in fact, with the
programs and development.

The absence of any type of protection for Palestinian products with
comparative advantage in terms of legal and regulatory matters. This
led to the closure of many industrial enterprises such as sewing, food
and stone factories, and which no doubt led to a significant decline in

contributions to this sector’s development (36).

The reasons mentioned above require serious and accurate view to

developing mechanisms for future actions in order to maintain good future

for our coming life.

4.4.5.2 Yemen:

Yemen suffered many difficulties in the construction field:

One of the problems Yemen shared with all developed countries is
the high cost of construction materials and the continuous rise in land
prices. As a result, clients needing to reduce their expenses tended to
cut corners by eliminating or minimizing the technical side of
projects, for example by reducing the engineering staff in all stages of
the project life cycle, either in the design stage, implementation or

supervision, by reducing staff salaries, or not picking the right
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experienced people, whose salary expectations would have been
higher. These cost reductions all affect the quality of a project and
lead to more difficulties, which in turn result in cost overruns and

lack of discipline (34).

Another cause of problems in Yemen’s construction sector is the
transition from traditional styles to modern buildings. New
construction methods resulted in inadequate planning, as a result of
unclear methods with new technology. Also, the urgent need for
projects and the limited time to complete the work made it harder to

plan projects.

Fluctuations in currency exchange rates will affect the projects and
increase the risk of all costs, such as unstable prices from suppliers. If
materials are imported, fluctuating exchange rates add even more

risk, thus raising the price of needed materials (8).

Increasing profit margins to protect the contractors and investors, in

order to cover any delays in payment.

Inefficient and inexperienced management will add more problems to
the planning of the projects. At the same time, low salaries for
engineers and other staff will lead to lack of discipline and will cause
expert technicians and engineers to emigrate from Yemen, thus

causing a shortage of skilled human resources.

Most tender documents and the contract conditions are vague or

difficult to understand.

There is a lack of coordination between the private and the public

sectors.
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Yemen requested assistance from the United Nations Industrial
Development Organization (UNIDO) and from the World Bank in order to
explore ways of developing the construction industry in Yemen. Some
recommendations were put into practice and some improvement was
achieved. But much remains to be done to improve the conditions in

Yemen (29).
4.4.5.3 Jordan:

o The lack of experience and scientific knowledge is considered to be
one of the major factors affecting the construction industry. This can
include a lack of qualified people running a company, or managers
who lack sufficient academic and administrative experience (35).

J Delays in payments are considered a very important risk, especially
in second class companies, because financial troubles affect the
progress of a project, and also affect the ability to meet tax payments.
These factors can make companies reluctant to take part in big
projects.

o The lack of supervision and monitoring by designers, and the lack of
detailed tender drawings consume time and money and lead to lower
profit for the contractors.

o Lack of accurate quantity tables decrease the profit of the contractor’s
company and consume time and labor to correct the quantities.

J The need to establish new legislation when working with the
Ministry of Public Work and Contractor’s Association and all parties
that work in the construction industry. This is necessary to establish a
new mechanism with new rules that will rearrange the work and

protect all parties.
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More research should be conducted to provide data needed in the
construction industry and to be provided to the contactors when
necessary (35).

The increasing share of foreign contractors in the construction
market, construction in Jordan suffers from acquisition of foreign
contractors , as their experience is much wider, and their financial
resources 1s larger compared to the limited financial resources and
technical resources available to local contractors, also the
requirement of governments funding projects which states that local
enterprises to enter foreign contractors in bids, they should work
through foreign companies, as a result of that the main share of big

project will go to these foreign (37).

4.4.6 Recommendations to solve problems:

4.4.6.1 Yemen:

The construction industry in Yemen must take many steps to solve its

problems, as Sultan mentioned in his study (24). The industry should

eliminate the execution of unsuccessful projects, stop wasting natural

resources and ensure that new buildings and infrastructure will match the

needs of the country in the future. To achieve this, the Yemen construction

industry must ask itself and provide answers for many questions such as:

“How to help a struggling construction industry to become

economically sustainable ?
Will sustainable construction reduce the relatively high cost?

What techniques are most suitable for Yemen in particular?
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. Is sustainable construction really a viable solution?

. What are the best methods of introducing and enforcing sustainable
projects?

. Will sustainable construction projects that have environmental,

architectural and technical restrictions be acceptable and affordable

by the public and the contractors?

. Most important, what are the indicators can be implemented for

monitoring construction development?” (34).
Here are some suggestions to solve the problems:

. Spread knowledge of the economic importance of the construction
projects to the country among people working in the private and
public sectors.

. Try to improve the standard and the specifications of the construction
documents to be suitable for the Yemeni market and to encourage the
use of local resources.

. To achieve the previous step, more work and research is needed in
order to develop the local construction materials that should be
stipulated in the technical drawings and in specifications.

. Training and education should be provided to all professional
workers and engineers to follow the rapid changes in technology.
Also, the performance of contractors should be improved.

. Construction costs should be minimized. To do that, contractual risk

should be reduced and profit margins should be calculated carefully.
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" Clarify the laws that deal with construction affairs and encourage the
establishment of local standards and codes in order to make

contractual documents clear and efficient (29).
4.4.6.2 Jordan:
In order to solve the problems some points must be addressed (38; 35):

J As most problems in Jordanian construction companies arise from
financial issues and scheduled payments, the contractors must study
carefully all issues concerning cash flow and payment in advance.

o The existence of a feasibility study for an acceptable outcome, taking
into account the worst-case scenario (39).

o The existence of a clear financial plan that discusses the cost of the
project and funding sources and program payment in full.

o Availability of resources and raw materials at a reasonable cost.

o The existence of markets for goods produced to be able to
accommodate the project's production.

o Availability of equipment, machines, transportation and appropriate
contracts at a reasonable cost.

o The contractor and the staff must be experienced and trustworthy as
well as efficient in construction management.

o Availability of licenses and approval required for all the work done
which is studied carefully, especially for the contracts.

o The availability to cover the exchange-rate risk and to take into
account the possibility of delay in completion and the delay in

payments and cash flow.
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Provide adequate capital for the project with a reflection on how to

cope with increased costs.

The existence of adequate insurance, taking safety matters into

account (38).

Study of risks and all its solutions, and consideration of safety as one

of the evaluation criteria in all bidding (37).

4.5 Summary

Table 4.1: gives a summary of the researcher’s study about

construction industry in the three countries Jordan, Yemen and Palestine:

Table 4.1: Comparison between three countries

No. | Problems facing PM. Jordan | Yemen | Palestine
1- | Lack of P. M. experience v v
2- | Delay in payments in government | 4/ v v
projects
3- |Lack of detailed drawings and v v
accurate quantity tables
More research needed to improve | v/ v v
4- | project management work
5- | Increase of foreign contractors v v
6- | High cost of construction v v v
7- | Adopting new and modern building | v/ v
designs
8- | Problems in currency exchange v v v
9- | Shortage of skilled labor v v v
10- | Low salaries of engineers that will | v/ v v
lead to loss of experienced people
to other countries
11- | No expansion of work outside the | v/ v
country
12- | Specialty in work v v
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Project management experience is very important in the successes of
projects. According to many published articles, Jordan has more
experienced management than Yemen and Palestine, the experience
is limited to certain companies. Still, project management is better
implemented in Jordan.

Delays in payment remain a problem in all three countries.

Inaccurate detailed drawing is a big problem in Palestine and Yemen.
The problem exists in Jordan, but to a lesser degree than in the other
two countries.

Research and development need to improve in all the three countries
in order to be compatible with the global economy.

Foreign contractors can hinder work. This is mostly true in Jordan
and partly in Yemen. Palestine does not suffer from this problem
because of Israel’s policy of closure.

All three countries suffer from high costs, but the problem is greater
in Palestine because of Israel’s control of borders and restrictions on
the movement of materials into the West Bank.

Palestine is gradually adopting new design methods, but tends to
maintain the spirit and concept of traditional appearance. As a result,
Palestine’s construction industry does not to deal so much with
unfamiliar building materials or techniques that are not part of the
local heritage. However, there are some buildings here and there that
Palestinians consider odd or not part of the Palestinian traditional
culture.

The three countries suffer from the currency-exchange fluctuations

which affects the construction work.
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All three countries suffer from the lack of skilled labor, as many
professional workers leave to work in the Gulf countries, where
salaries are higher. Palestine has plenty of professional workers, but
they often seek work inside the Green Line for better wages.
However, if working conditions and salaries are comparable in the
West Bank, which is a better solution for Palestinian workers.
Palestine suffers severely from the low salaries for engineers and
because of the lack of work. The exception is in Ramallah, which has
a high concentration of projects. Many engineers seek to move to
Ramallah, or to other countries, where they can earn better salaries.
Thus, Palestine’s construction industry suffers from a scarcity of
qualified engineers.
Palestinian companies suffer from an inability to expand their work
outside Palestine because of Israel’s movement restrictions.
It would be better to have companies that specialize in certain types
of construction, such as hospitals, clinics, factories or infrastructure.
In Palestine this issue is mixed up, because many of the contracting
companies work in many sectors. This restricts creativity and reduces

experience in one major category.

4.6 Conclusion:

For a project to be completed successfully, respecting the budget and
implementations of deadlines, professional management of operations
on site are all needed. The technical complexity, the importance of
works realized on time, constraints related to resources, programming

and control are also needed with thorough and detailed attention.
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The construction process is not a self-adjusting mechanism. It
requires coordination and involvement of experts for the activities to
be conducted according to the plans. Events that are unpredictable
can occur. In such varying circumstances, cost and duration of the
project are constantly changing, and can suddenly deteriorate.
Effective management is not only desirable, but is mandatory in order
to achieve a satisfactory final result.

Overall, looking at the comparisons conducted by the researcher,
Palestine’s industry can be described to be in a better condition than
Yemen'’s, but behind the achievements of the industry in Jordan, but
as a growing country with all the obstacles, Palestine is on the right
track if given the chance to develop, as it owns the resources and the

will to become a better country.
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Chapter Five
Analysis and Results
5.1 Introduction:

A survey was done in Palestine (West Bank) by interviewing project
managers who are members of the Palestinian Contractors Union (PCU).
The interviews were conducted in Nablus, Jenin, Qalqgilya, Ramallah,
Tulkarm, Bethlehem and Hebron with West Bank contractors who work in
first, second and third degree companies, categories determined by the

PCU.

Twenty-three questions were discussed, in which respondents could
express themselves freely. Each question was analyzed and some answers
were quoted precisely from the respondents in order to express their point
of view. This is the main attraction of free-text analysis, to let respondents

express themselves without constraints.
5.2 Obstacles and barriers:
The interview stage was difficult for many reasons:

J Lack of cooperation among contractors was a major symptom which
was noticed clearly, and sparing time for such interview was not easy
for them.

J Many of the contactors did not make the scheduled interview but
delegated it to the company engineer. Others, although a minority,

refused to be interviewed, or said they were not interested.
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o Many contractors just gave simple answers to questions, rather than
discussing broader issues of conditions in their companies.
Sometimes they just gave me what they thought were the right
answers. In some cases they declined to discuss topics, such as
profits, bidding, costs and how contractors compete with one another.

o A lack of studies concerning project management in the West Bank
made investigating this field harder than expected, as there are no

local references to consult.
5.3 Results:

Comparative and thematic analyses were used to analyze the data; the
results were tabulated when possible according to the majority of the
answers given. It should be mentioned that due to the nature of the answers
(free-text comments) and the fact that the phrases and words used by
respondents to describe the answers could be interpreted in more than one
way there is some overlap between concepts, and still some answers were
not that clear. However, all such notes will be mentioned with comments on

every question.
5.3.1 Initiation phase:

This is the preparation stage for a project. At this time, a company

decides which elements should be considered before participating in a bid.
5.3.1.1 Main elements to choose a bid:

The following chart shows the results of the main elements chosen

when picking a bid:
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Figure 5.1: Main elements to choose a bid

As indicated, the most important factors in deciding to start a project
are cost and profit. This factor made up 29 percent of contractors, taking
into consideration the overlap between elements and when more than one
element was picked. Overall, it indicates that West Bank contractors’

decisions tend to be cost oriented.

w

Figure 5.2: Main elements to choose the bid VS. the classification of the company

For first degree companies the most important consideration was the
availability of resources. When resources were determined to be available,

the next consideration related to corporate cash flow. Availability of
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resources combined with cash-flow calculations are prime considerations

for all Palestinian contractors.
5.3.1.2 Selecting the project:

Before selecting the bid, there are many considerations to have in
mind. Local contractors were asked the following question in order to

understand the main reasons for participating in a bid.

The majority, 69 percent, agreed that the area of the project is not

important in selecting bids but cost is much more important than areas.
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Figure 5.3: Size of project achieved vs. project quantity

For first, second and third degree PCU rated companies, when asked
about area, answers tended to be similar among the three categories: Area
was not the main element to consider when selecting the project. Other
elements sometimes force big companies to take small projects, just to stay
in the market, or to let the companies and their team stay in business. Also
large companies sometimes refuse to take part in a big project if the other

participating parties, such as the funding organization or the supervisor, do



61

not go along with the company, or may have experienced a difficult

experience in working together in previous project.

5.3.1.3 Experience:

To understand the experience of the companies and the number of
projects undertaken. Companies were grouped into those who had
completed between 10-50 projects, 50-100 projects and more than 100
projects. The majority of the companies had done between 10 and 50
projects. This indicates that many West Bank projects are by the sample

companies that were established not so long ago.
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Figure 5.4: Number of projects achieved compared with the classification of the company

Figure 5.4 shows that the more projects undertaken, the higher the
company will be classified. Grade A companies will gain more experience
and will be stronger in the market, also this is a part of its classification in

PCU which enables the company to participate in larger scale project.
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5.3.1.4 Pricing:
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Figure 5.5: Main elements in pricing

All project managers agreed about the importance of preparing a
plan; but during the interviews few written or drawn plans were seen or
described. The two major elements that are studied before entering a bid are

cost and profit, followed by direct costs, followed by other elements.

5.3.4 Planning phase:

Preparing a plan is one important step in managing a project. Good
planning takes time, effort and costs more, but the results can reduce risks,

reduce waste and fulfill the client’s requirements. Planning involves items

such as:

. Integrating design, construction and ongoing operation and

maintenance of the facility.

. Risk assessment, allocation and management throughout the project.

. Value management and value engineering to eliminate waste and

inefficiency.
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. Performance measurement and reporting.
. Use of control mechanisms for quality, cost, time and management
changes (40).

When project managers were asked about planning the answers were
that all project managers prepared a plan; but interviews did not indicate
that many plans were followed thoroughly; instead, events were dealt with
according to developing circumstances rather than according to the primary

plan.

“Plan the work, and then work the plan.” This is what planning really
means. Everyone agrees that good planning will lead to good results, but
following this plan, is more important than just writing one. At the
implementation stage, a plan should not be a miracle, but just reasonable, so

it can be implemented.

Good planning takes time, but the effort ensures that time and cost are
saved later, and risks are minimized. It ensures that client requirements and

organizational values are understood and fulfilled.

Good planning helps to deliver better design; reduces waste and trains
the project team to anticipate and deal better with risks. Good planning
involves integrating design, construction and maintenance of the

facility (41).
5.3.4.1 Providing the needs for the project:

Many project managers said that renting machinery often is much
cheaper than buying it. Owning machinery adds costs for maintenance and

operation, insurance and storage. Renting equipment can be much cheaper.
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As for labor, when Palestinians are allowed to cross the Green Line
to work inside Israel, this adds another cost complication: finding
professional workers in the West Bank becomes harder and more expensive

because the labor pool in the West Bank has shrunk.

Most managers estimated bidding costs by themselves. Other
accounting issues were handled by an accountant. Legal issues are dealt

with by professional people, when needed.

5.3.4.2 Suppliers & construction materials:

Cost Price Ways of Credibility Quality Bids
payments &Honesty

M Basis to deal with suppliers

Figure 5.6: Basis to deal with suppliers

In dealing with suppliers, the most important factor was cost,
followed by means of payment, (whether cash or installment payments). A
third factor considered is the credibility and honesty of the supplier. Quality
was ranked as fourth most important; when asked why, many managers

answered that they just followed and stuck to the specifications in the bid.

Other elements mentioned were including tax bills when purchasing,

being on time and schedule as a supplier.
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5.3.5 Execution Phase:

5.3.5.1 Using software:
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Figure 5.7: Software used by construction companies

Software helps to manage projects, but does not manage them. All
project mangers agreed that computer software is useful in project
management. The most used are Microsoft Project (MS Project) followed
by Primavera, and then other programs. One manager who used Primavera
was asked if his project was progressing according to plan. He answered:
“this plan was prepared at the beginning of the project and now it doesn’t

work because so many things since then changed”

Unfortunately, many project managers talked about using computer
software in preparing plans, but admitted that they did not use the software

that much, or did not make the best use of it.
5.3.5.2 Cash Flow:

All mangers agreed in interviews that there is no commitment by the

funding parties to pay their bills on time, especially in local government



66

projects, which suffer from bureaucratic procedures and lack of
commitment by the employees. Therefore, government projects are seen as
difficult as, and less desirable than private sector jobs. One project manager

said: ““l will not work if all the projects are for the government only”™.

However, managers found that NGOs such as USAID, ARD, CHF,

and ANERA were more committed to paying bills on time.

One manager said: “There is a strategy in our company which is to
provide 25 percent from the value of the tender, to comply the payments for

the suppliers™
5.3.5.3 Risks:

All contractors said that they should prepare themselves for risks, and
the most important risk mentioned was currency fluctuations. Other risks

differ from project to project.

Many procedures are essential to compensate the contractor for

currency change:

J Fix the price currency from the beginning of the project, to help
protect contactors the rate fluctuations.

J Compensate the contactors against the loss from currency changes.

The government has succeeded in resolving risk problems with the
contractors. But with NGOs the problem remains.

Most projects are covered by some type of insurance, but insuring
companies often do not follow the procedures on site, they cover
simple accidents, but when there are more serious claims they try as

much as they can to avoid responsibility and blame the contractor for
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not fulfilling safety rules, to avoid many problems that may arise all

contractors should stick to the Unified Palestinian Contract”.
5.3.5.4 Safety Measures:

All projects are subject to laws and safety procedures from the
engineering associations the PCU, both the project owners’ rules and the
local government laws. These apply in most projects, but precise on-site
implementation depends on enforcement by managers and the xfunding
organizations. Important measures include the provision of safety clothing,
clear safety procedures, emergency phone numbers and a safe working

environment.
Here are some notices mentioned:
“Require safety procedures such as:

o Safety barriers.
o Warning signs.

o Protective clothing and footwear”’.

Most large projects have insurance for a variety of risks, ranging
from theft to fire. By buying insurance, they have effectively transferred
risk to the insurance company in that, if anything occurs the insurance

company will compensate the company.

But insurance is not the only method the company can use to transfer
its risk. For example, using subcontractors or hiring an expert to do the
work, can also transfer risk. With fixed-price contracts, project managers

know exactly what the cost of this part of a project will be. They have
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effectively transferred the cost and schedule risks from the project to the
subcontracting firm; any overruns will be the responsibility of the
subcontractor. The only downside to this scenario is that the subcontractor
will probably make the bid higher to make up for the risk it is assuming.
Another type of contract for service is called a reimbursable, or cost-plus,
contract. Reimbursable contracts pay subcontractors based on the labor,
equipment, and materials they use on a project. In this type the project is not
able to transfer risk, but when the work to be performed is poorly defined,
or the type of service is open-ended, a reimbursable contract is the answer,
and is the only type a subcontractor will sign. Clearly, transferring risk to

another party has advantages, but it also introduces new risks (38).
5.3.6 Closing phase:
Many items should be checked and studied like:

5.3.6.1 Main reasons for failure of construction projects:

B Main reasons for project failure

Figure 5.8: Main reasons for project failure

As seen in the figure 5-9, with the overlapping and the selection of

multiple items, 29 percent of the contractors agreed that bad management 1s
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one key reason for the failure of a project. Lack of experience is next, at 20
percent, followed by failure in pricing at 18 percent; other reasons were also

given. Project managers agreed on these reasons for project failure:

. Lack of a good feasibility study at the beginning of the project
(leading to economical problems and social failure).
o Lack of commitment by the funding party to paying bills on time

(cash problem issues).

o Financial weakness of the contactor in conducting such projects (bad
management).
. Bad or weak supervision (inexperienced engineers).

It should be clearly understood that if the project fails then the failure
affects the contactor, owner, designer and supervisor. The failure is for all

of them.
5.3.6.2 Lessons learned:

All project managers said they document all project activities in
projects in daily, weekly and monthly reports. But the problem is many
projects repeat past mistakes. If this happens, what is the use of
documenting the events and the problems if we don’t learn lessons from

them?

Here is one of the comments: “We don’t always document all the problems
we faced, but we know and recognize and make use of them in future

projects”.

Most of the project managers agreed that they document the events

and the problems so in future lessons can be learned ,but as noticed by the
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researcher many mistakes are repeated in more than one project , so is
documenting these problems in accurate enough, or do contractors really

learn from their own mistakes?
5.3.6.3 Project success:

All project managers considered their project successful, but some of

their projects faced difficulties, and in a survey managers said:

o “The most important sign in succeeding in projects is completing it
on time and within pre-defined cost”.
o Conviction and self-satisfaction”.
Most of the project managers agreed that their projects are successful,
and they connected success with time and cost mainly, regardless of the

quality or the owner satisfaction.

5.3.6.4 Indicators of project failure:

M Indicators of project failure

Figure 5.9: Indicators of project failure
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The most important indicator of project failure is time-related, as
mentioned is 28 which is 39 percent in the answers and in the above chart.
All mangers stressed the importance of time, many of their projects finished
behind schedule. Many reasons were given for this, but one common cause

given was Israel’s occupation.
5.3.7 Monitoring:

Monitoring is considered a phase by itself, but the researcher

considers it as part of every phase in the project lifecycle.

5.3.7.1 Role of supervision:
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Figure 5.10: Role of supervision

Supervision plays a major role in construction management, and can
determine the success of a project. Here is one of the comments mentioned

by project managers on this issue:

“Supervision must be concerned with the benefit of the project and nothing
else, and those are 50 percent of the engineers that works for supervision
project; the other 50 percent either lack experience or have other

motivations that do not benefit the project. One of the main concepts in a
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project’s success is the mutual trust between the contractor and the

engineer supervising the project”.

Most project managers agreed that the role of supervision is and must
be positive, and being positive means act fair to both owner and contractor
for the benefit of the project itself, and not to personal sides The role of
supervision is to help the contractor in managing the project, so it can end
with the best results. The role is positive if the supervisor has the right

experience.
5.3.7.2 Quality control:

All project managers agreed that quality control is required in the

industry, and that inspections should be done to insure quality.
Here are some points mentioned by the contractors:

To insure quality we:

o Finish the work according to the specifications.
o Provide the materials required according to what has been agreed.
o Conduct lab tests for all materials to compare to the specifications

before work.

“Our company has its own system to maintain quality and we gained 1SOO
9002."

"ISO: A family of standards and guidelines for quality in the manufacturing and service
industries from the International Organization for Standardization (ISO) (56).
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5.3.8 Human resources:

5.3.8.1Basis of employment:

M Basis of employment

Figure S5.11: Basis of employment

As shown in the chart above, experience is the main reason given for
hiring staff, according to 39 percent of the comments. Managers considered

experience more important than qualification.

5.3.8.2 Motivation:

B Motivation

Figure 5.12: Motivation
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Incentives and rewards are the most important motivation in hiring,
managers said, then came entertainment and the participation in decision

making as seen in Figure 5-12.

For any successful quality improvement effort, companies need to
break down barriers between departments. Deming's idea of total quality
management relies upon cross-departmental communication (42).Also as
mentioned in the literature review; Y theory encouraged self satisfaction for

more effective results for the personality of the team members.

Companies should provide training for employees to reduce
variation, and focus on commitment, trust and loyalty; these are very
important principles to be fostered among employees because commitment
to quality improvement belongs to everyone. Involve everyone and don’t
just let anyone sit on the sidelines, this is a common saying and advices in

leadership and management.
5.3.8.3 Interaction among project team:

The project manager must have personal influence in order to lead
the project team. In order for the project manager to gain the support of
his/her team, a few tips must be followed, according to the observation of

the researcher and notes taken from the interviews:

. Project manager must have formal authority resulting from an official

capacity which in order to implement the rules.

. The ability of the project manager to use rewards to exert power
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. The project manager must possess special knowledge or expertise for
the job.
. Attractive power (charisma). The project manager’s personality and

conduct, along with and characteristics will help him or her build a

cohesive and loyal team.
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Figure 5.13: Interaction among project team

As seen in the chart more than 25 percent of the answers said that
good relationships are most important in building a team. Then 23 percent
of the answers said that mutual respect is the next most important and 23
percent said it is how much employees are interested in their work (the

percentages can be seen in the diagrams in the appendix).

Successful communications between management and the work force
require teamwork and leadership, and training and encouraging employees
to become leaders. Bring leadership practices into the company instead of
simple supervisory tasks, in other words. Training supervisors and

managers to be leaders, helps to build the team's commitment, trust, and



76

contribution to decision-making. Together, these practices will develop a

culture of quality improvement.
5.3.9 Qualifications of project manager:

As mentioned in the table 5 and the figure 5-13, 35 percent of the
project mangers put experience as the first qualification for the project

manager, rather than other qualifications.
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Figure 5.14: Qualifications of a project manager

5.4 The main elements affecting construction projects in West Bank:

The project managers were asked to give score to the main elements
effecting construction projects from 1 -10. Here are the results after
collecting the mean and the standard deviation for each element. The table

below shows the results from the top, descending in scoring.
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Table 5.1: Main elements effecting construction projects

No. | Main elements affecting the construction | Mean | STD | Rank
projects
1. | Improper planning 8.58 | 1.51 1
2. | Cash-Flow problems during construction 7.66 | 2.8 2
3. | Mismanagement by the contractor (financial | 7.63 | 2.42 3
officer, sub-Contractor)
4. | Experience of project team 7.15 | 2.26 4
No. | Main elements affecting the construction | Mean | STD | Rank
projects
5. | Lack of effective communication 6.94 | 1.73 5
6. | Design errors 6.77 | 2.76 6
7. | Shortage of material 6.49 | 2.18 7
8. | Mistakes during construction 6.02 | 1.67 8
9. | Changes of design 575 1284 9
10. | Israeli occupation and related obstacles 540 198 | 11
11. | Changes in site conditions 5.58 253 ] 10
12. | Late deliveries of materials and equipment 5.09 1199 | 12
13. | Increase in quantities in materials on site 5.15 226 13
14. | Site accidents 498 1253 14
15. | Weather conditions 485 | 251 ] 15

5.4.1 Results:

Improper planning was ranked as most important, with mean of 8.58

and STD 1.51Most mangers agreed that good and professional

planning is one key factor for project success, but as mentioned but

although this item is recognized as the first key factors, most

companies suffer from improper and in accurate planning.

Cash-flow problems during construction were ranked second, with

mean of 7.66 and STD 2.8, most of the projects suffer from this

problem, which is due either to the funding party, or to the weak

financial condition of the contractors.
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o Mismanagement by the contractor was the third element, with mean
of 7.63 and STD 2.42; this comes from lack of experience by the
contractor.

o Experience of project team was fourth, with mean of 7.15 and STD
2.26.

Unfortunately, project manager in most of our local companies, as observed
during the interviews, makes all the important decisions alone.
Sharing responsibility and delegating the work is not a widely-used
plan. This makes a project a one-man show, and increases the load on
the manager himself.

° Lack of effective communication came fifth, with mean of 6.94 and
STD of 1.73, which reflects communication among the project team

and especially between the contractor and the supervising engineer.

Many problems arise from lack of communications. Teamwork is the
key for project success; all parties should acknowledge that the success of
the project is the goal, and that they should all work in the same direction to

achieve this goal.
5.5 Summary & Conclusion:

Palestine faces challenges and opportunities in order to successfully
compete in the modern global economy. Palestine needs comprehensive
development and major innovations in all sectors - political, social,
economic and technological. Urban planning and reconstruction will be
among the most important priorities in the coming years. The construction
industry may be seen as the foundation for basic infrastructure and all other

processes.
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In order to achieve our goals in building Palestine, construction-
project management is a tool and also an art that will lead us to a successful

conclusion. Demonstrating this is the goal of this study.
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Chapter Six
Project Management Framework
6.1 Introduction:

Globalization brought more complexity to construction companies, it
also opened the market areas with variety of projects and partners thereby
increased a major driver of improvement called competitiveness. However,
as a result of globalization unforeseen difficulties and risks brought also
threats to construction companies as well as the opportunities.
Consequently, performance measurement and management of companies
and projects as a strategic decision making tool became an important
subject of interest during the last decades. It became an integral part of

planning and controlling of organizations (43).

As a result of competiveness in construction many construction
companies are now regarding project management as being the survival of
the firm, rapid changes, dynamic environments and quick development of
computer systems made the challenges among companies a major issue, as
a result of all this companies are considering project management as a

solution.

Project management can be beneficial and crucial in West Bank, this
research in the literature view highlighted the main important scientific and
logical basis which are needed to practice Project Management, and in the
survey conducted in this research, a gap is found between science and real
work in West Bank, as there are item missing in practice, the framework has

been designed in this research to address this gap.
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Many researches in Project Management were conducted to improve
the efficiency and the quality of the construction projects. The researcher
studied how construction projects in West Bank are managed and in this
chapter a framework will be designed to help project managers to develop
and improve the work done in this field, by trying to fill the gaps and
highlight the weaknesses that fits the special Palestinian situation and deals

with it through construction projects.
6.2 Project Management Framework:

Project management framework is how a project is managed from
first steps to completion through a natural life cycle, the lifecycle of a
project (as mentioned in the literature view of this thesis), the life cycle of
any project includes: initiating, planning, executing with controlling and
closing, supported with the main principles and tools to achieve the goals

and to create success (44).

The process of developing a framework began with documenting the
analysis taken from the people who are experienced in this field, and from
the feedback taken through the interviews with project managers. A
preliminary framework was designed according to the researcher analysis
and observations, compared to the literature review, this frame work was
designed reviewed and refined through an iterative process that is

summarized in the following issues and drawn in Figure
6.3 Elements of project success:

In order to design a framework in construction project management

that will lead to project success, elements of success should be studied first,
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in order to lead the research to the main item that should be emphasized

compared to the success elements in West Bank. In the last twenty years,

the success of a project was defined by the completion of all its activities

within time, cost and performance, but recently this definition has

modifications due to the complexity of today’s projects, here are the main

elements of today’s projects success (5):

1.

Completed within the allocated time period: it’s very important to
put time schedule when conducting the plan, The Time Schedule
identifies the relationships between project activities, and makes sure
the right people and the right resources are available for the various
tasks when needed , also it helps in managing time effectively which
results in completing the project as planned (45).

In West Bank, one of the important problems in managing

construction projects is sticking to the planned time, according to the

researcher’s observation, the lack of time management in
construction projects in West Bank results from many reasons such
as:

e Lack of efficient workers for certain jobs, which can be resolved
by preplanning and looking for the right skills regardless of the
prices, as in West Bank there are good labor skills but they work
inside the green line for better payments.

e Ineffective supervision, by picking the right engineers to the
right job this can be solved, as qualified engineers can be found.

e Changes in construction due to changes in the designs or

changes on the worksite.
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e  Closures due to the Israeli occupation, or the need to import
resources, that will be met by obstacles by the Israelis.

e  Procrastination from certain parties for personal reasons or
personal benefit, by good monitoring by the stakeholders and
strict contracts, this can be solved.

o Geographical location of the project, which may be affected by

the political situation, this problem is subjected to situation in
West Bank which varies according to the political climate in
Palestine.
As for the time planning, there are many methods in using
software to help organizing the time scale in projects, using
Project management software such as Gantt charts will give
great help in planning the project schedule; Gantt charts are
popular because they graphically display the relationships
between tasks and their duration (46). There is other software
programs that will help in organizing the time planning in the
project, this software can help in allocating resources and
organizing whom will be doing which job and the period needed
for the task.

Keep the project within the budgeted cost: Accurate cost estimation

in the beginning of the project is very important, as most of the

project’s calculations are based upon this primary cost estimation.

At the proper quality or specification level : Quality issues in West

Bank sometime faces problems in construction project , due to the

lack of specified specifications that could be misunderstood directly

or in directly for the benefit of a certain party, this for sure will affect

the quality if the results.
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With acceptance by the customer: Customer satisfaction is a very
important element that should be satisfied.

With mutually agreed upon scope changes: Very few projects are
completed within the original scope. Scope changes can damage the
morale on a project, but the entire project. Scope should be
minimized, and those that are required should be studied carefully
and then be approved by both the project manager and the customer,
and these changes should be supported with the top management.
Without changing the corporate culture: If the company has a
cultural standard of openness and honesty of its own when dealing
with customers, then this cultural should remain in place for all
projects, regardless of who the customer is or how strong the project
manager’s desire for success, the culture should not change according

to circumstances or people.

It should be understood that simply because a project is a success

then the company is successful in its project management. Excellence in

project management is defined as a continuous stream of successfully

managed projects, to have a successful continuous stream of projects to

occur, there must be a strong commitment to project management (5).

6.4 Key elements of construction project management:

According to the definitions mentioned of project management in this

thesis, many key elements are important in executing and managing

construction projects, the researcher picked the main elements that have

affects on projects in West Bank, these elements are operational and can

lead to actions and directions in forming an improved system performance
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in Project Management, these elements should be well understood, and
correctly implemented to inspire the performance of any project conducted

by a construction company :
6.4.1 Clear Goals:

The main goals of the construction project include many targets such
as providing a safe project for all parties, at the same time making a
reasonable profit while treating all partners in the construction process with
respect and fairness, these goals should always be defined as SMART
(specific, measurable, ambitious, realistic, time-bounden), short term goals

are needed also in the practical way of conducting each project.

Many companies in West Bank lack the vision, and do not have a
mission to visualize the goals of the company, this gap in company’s
culture should be fulfilled, creating a mission and vision must be clear and
shared with all the staff, to motivate the staff to be part of decision making,
thereby achieving goals will be the responsibility of everyone (47).

6.4.2 Planning:

As mentioned in the literature review in chapter two of this thesis,
successful projects depends on three main dimensions quality, resources
(cost mainly) and time. These dimensions are exactly the typical restrictions
of many projects in West Bank as well as all other construction projects

elsewhere (48).

The main elements of the project structure plan are:
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o Project structure plan: This plan represent the work units that can be
assigned to a personal, it highlights when each activity should be
done, and who is in charge of it.

o Flow chart: A flow chart is a powerful tool to show the starting point
and the ending point of each activity clearly.

o A milestone plan: Is the main step to test if the goals are achieved,
and 1t helps in discovering the status of the project. Milestones define
certain phases of the project, and represent decisive steps during the
whole phases. They are set after a certain number of work packages
that belong together in certain way.

o Details: the quality of planning depends upon the details available,
details are crucial. The more details found in the plan, the more

assurance will be obtained during the planning process.

Good planning is mostly needed in the companies in West Bank, as
it’s the most important item to successful projects; the researcher noticed
many companies lack written plans in their projects. “A bad plan is better
than no plan”. Somebody who has no plan cannot adjust something. And

somebody who doesn’t adjust anything cannot improve (47).
6.4.3 Process:

Process can be defined as “a set of continuing actions over time”. The
management process must be carried on continually throughout the life.
Management must be done in a systematic way, which means in a regular
way, and dependable way, using a set of established procedures or

methods (49).
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The process of project management starts with identification of the
user or the client requirements, it also studies project constraints, and the
resource needs, to create and establish realistic objectives to meet the
strategic goals. Many times this will be an iterative process that needs
continuous work as new information becomes available through new input
from third parties, communities, users, and agencies according to the

project’s needs (50).

The process of the construction projects in West Bank needs work to
organize the phases in the project and keep doing the modification needed

at each stage and doing the controlling in all stages:

a. Initiation stage: Some items in initiation stage may change by time
others stays as they are the culture of the organization and should not
be changed, like the goals, mission and vision, but other information
can be restudied if anything in the projects changes, such as the
market study, cost of material, changes in the designs and other issues
that may occur during the life time of a project.

b. Growth stage: or planning stage in this phase the team must be built
up according to the needs of the projects, and all the tasks and
assignment must be clearly defined, in many projects in West Bank
things are postponed to late stages when time and resources are
limited.

c. Production stage: which is executing, this phase has the major on site
work and production and needs testing, monitoring and flexibility in

dealing with every detail or problem.
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d. Termination: or closing which needs transferring the project,
resources and commitments and ending one stage in the organization

life successfully (14).
6.4.4 Monitoring & Supervision:

In all the stages above the most important item is monitoring, and in

WB as any other place this relies mostly on the supervision, as this is

considered from the important reasons to a project’s success in WB, from

the researcher point of view, and from the feedback from stakeholders, the
supervisor engineers must be:

. Qualified as a supervised engineer and has the right qualification and
experience for the job as an engineer and as a project manager.

J The supervising engineers must be flexible, understanding, accept
change and the ability to lead the work and communicate with all
parties.

J To be committed to work for the benefit of the project first, and then
to serve all the other parties.

o To be honest and trustful and has the ability and personality to build a

good team work under the available circumstances.
6.4.5 Risk Recognition & Managing Project Disturbances:

Construction projects are characterized as very complex projects,
where uncertainty comes from various sources such as technical, legal,
natural, social, economical, financial, commercial and political, these may

differ according to the specialty of each project.
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In West Bank construction projects share the same risks with some

specialty such as:

o Changes in project scope and requirements, and this is one major

problem that can be noticed in many projects conducted in WB.

o Design errors and omissions that are found in the designs and the list
of quantities.
J Inadequately defined roles and responsibilities, which results from

either lack of resources, or in experienced management.

o Insufficient skilled staff, whether they are chosen directly to
minimize the cost, or indirectly as a result of lack of resources in
West Bank.

. Subcontractors, using subcontractors is essential, but not to be as a
way to take a job which is much bigger than the ability of the
subcontractor, many big contactors apply for big projects according
to the requirements of the bid, and then this project is transferred to
smaller contractors for a certain amount of money.

o Inadequate contractor experience and lack of specialty, this is a
problem that many contactors face, and should be dealt with, by
reinforcement of the knowledge of new technology among the
contractors.

J Uncertainty and lack of trust about the fundamental relationships
between project participants, leads to failures in the construction

projects.

Co-operation is the key to success, but detailed ways of performing it
are missing. Construction projects are joint efforts of number of actors who

need to work closely together. Changes in schedules, incomplete plans and
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other unexpected events lead to the need to coordinate daily work and
efficient practical problem solving and on site management to ensure

efficient performance (51).
6.4.6 Performance measurements:

According to PMBOK Guide (7), these are the most used

performance measures to measure construction performance:
l. Effectiveness: (Are we doing the right things?)

Effectiveness 1s defined as “A process characteristic indicating the
degree to which the process output (work product) conforms to

requirements”.
2. Efficiency: (Are we doing things right?)

Efficiency is known as “A process characteristic indicating the
degree to which the process produces the required output at

minimum resource cost” (4).

3. Quality: “The degree to which a product or service meets customer

requirements and expectations.”

4, Timeliness: It’s a tool that measures whether a unit of work is done

correctly and within the right time (based on customer requirement).

5. Productivity: “The value added by the process divided by the value of the

labor and capital consumed”.

6. Safety: Measures the overall health of the organization and the working

environment of its employees (4).
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The purpose of measuring performance is to create and get feedback
that will lead top management to recognize the risks or the problems that

may occur, or to improve the performance of the project,

In summery it simply stated that any success in achieving the desired
output will be driven by goals and culture, planning, process used and

performance measurements, all together will lead to the desired outcomes as
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in Figure 6-1.

Goals and Cll] ture

Figure 6.1: Foundations to success
6.5 Project Management Design Framework:

In this research Projects management in West Bank was studied, the
current situation needs to be developed, the researcher in this master thesis
aims to develop or improve the methodology in which construction projects
are managed. This framework contains tools and processes applicably to the
management process, as it fits the environment where this research has been

conducted.

The framework is designed based basically on several ideas taken

from other frameworks designed by experts in this field; the PMI’s
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PMBOK is a popular one and PRINCE from UK. But mainly it is based on
the results taken from the qualitative and quantitative study performed by

the researcher in the previous chapter.

The framework consists of three major sections, the creation section,
which contains the mission, vision and goals, and the concept creation with

the cost estimation and the feasibility study.

The second stage contains the main process which handles planning
and executing supported by risk management, chain management, time
management, software management and cost management, and all these

functions are under monitoring and controlling in each of them.

The third section is response, which contains feedbacks and lesson learned.
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6.5.1 Creation design:

The first step of the framework is the creation, which has main item
as mission, vissin and goal.These three concepts must be defined in each

company.

Vision statement vision statement are words which inspires leaders to
choose the right direction. And give the motivation to the whole company,
mission simply defines the organiztion’s puprose,and objectives, where
vision defines the organizational values, and helps employees in their
behavior to achieve the objectives and all together have the same goal that
is defined clearly by the stakeholders in each period of the company’s

life (52).

Defining the culture in the company has a great importance to go to
to details and ethics of how to implement each project. After each of the
mission, vision and goals are clearly defined then the cost estimation and
the feasibilty study is the next step before choosing a bid,at this point
suppoting tools are needed as a compass that will lead the way to succefull

selection.

When choosing a bid and to fill tha gabs the researcher noticed fron

the interviews many point should be taken care of:

J Accurate cost analysis but quality based , so as not to be cost oriented
only.
o Checking availabilty of resources and suppliers.

. Basic creation of the project team.
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This first step or stage is crucial, as it represents the infrastructure of
the planning stage for any construction project, and it helps in creating the
strategies of the organization and it helps in viewing the organization

development in many ways such as:

o The philosophy practiced by the organization becomes way of life in
it and raise the employees to be loyal and committed to their work.

o The concept and the theories of company can be developed according
to development of the company itself.

o The vision, mission and goal should reflect always the requirements

not only of the employees but the environment around.
6.5.2 Process Stage:

The second section of the frame work is “Process”. The process
through which a project is implemented from start to end can be described
as the project lifecycle. As construction project is considered complex so its
process; however, it can be divided into several stages, and each stage needs
both technical and managerial skills, and dealing with each stage may differ
according to the type of the project, and to the style of leadership and
management used by top management, but regardless of the type of project
and the style of management, the best solutions at various stages are the
integration to obtain the final outcome, and flexibility in applying all stages
when needed, managers may choose to change the composition of the
entire process and the stages into more or less stages based on the size and

nature of the project, which results in much more efficient results

It should be recognized that there 1s no single best approach in project

management throughout a project's life cycle, every approach has
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advantages and disadvantages, each way in managing a construction project
may differ from one company to another depending on the knowledge and
the experience of the manager as well as the type, size and location of the
project itself and to the environment in which the project is conducted, not
to forget the level of performance desired. But the most important thing is

what approach to pick to be suitable for the project (53).

Through process as the project is executed, the project will go
through each stage, with control and monitoring through all stages, and with
using all the supportive tools needed as mentioned in the literature view in

this thesis such as:

o Time Management.

J Cost Management.

J Quality Management.
J Change Management.
. Risk Management.

° Software management.

All these tools and others will be needed such as human resources,
communication and procurement.

Construction projects consists of processes, a process consists of
series of actions and tasks which leads to certain goals, a process is
performed by people derived by resources and supported by a flexible top
management, that supports the result of all of that together will lead to

project success (45).
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6.5.3 Response:

This is the third and last stage of the framework. Every project in
construction or any other field goes through a series of phases, first born
and appear to life then getting mature and going to the end of old age,
construction projects are the same, as it grow old it will gain wisdom and
understanding which is the case in the closing stage, in this stage is the time
to write the final report and archive all the documents and records, and it’s
time to reallocate the resources to start all over somewhere else, but what is
really needed here is to get feedback, collecting feedback from project team,
managements, clients and suppliers, from all those capturing lessons and
knowledge for future projects is crucial, and will help it helps in identifying
project success and project failures, at this stage the project is complete but
the management process of the organization will start somewhere else but

with more experience and more lessons learned.
6.6 The process of the framework through templates:

To take a clear and through look on the framework, and to help in
understanding the actual steps in each stage, next the researcher will
identify the main elements and points in each stage with the templates of

construction frame work.
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6.6.1 Creation:

Creation

Define the stakeholder’s needs, expectations
and goals.

Develop a mission statement.

Create a vision statement.

Decide the values and the core believes that will
lead to success.

B. Create concepts and | Create strategic goals.

goals Setting SMART goals.

Decide the main concepts and the priorities.
Align the goals with the adopted values.

C. Feasibility study & | Study contracts & regulations.

Cost estimation Make feasibility study.

Develop cost estimation

Design a primary study for the resources
Identify possible risk areas.

D. Chooses a bid Cost analysis

Decide quality degree & performance.

Choose suppliers

Team selection.

A. Vision & mission

The creation is a very critical stage, where the basic steps to carry out

a successful project is created.

6.6.2 Process:
Process
A. Initiation e Determine project’s needs
e C(Collect data needed.
B. Planning e Produce time schedule.(time management for the
project)

¢ Estimate resources required (cost management).

e Measure the capacity and the skills of project team
to perform the project plan.

e Develop a detailed project plan.(using software
management).

e Identify tasks and sequences (develop a work
breakdown structure).
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e Develop full detailed project budget (cost
management).

e Select resource providers within required quality
(quality management).

e Design risk plan evaluation (risk management).

e Develop a change plan management according to
expectations.

C. e Ensure the execution of the plans designed.

Implementing | e Identify any changes from the original plan.

and execution | o Make sure to perform changed plan according to
revised plans.

e Provide daily, weekly and monthly reports ad make
the accessible to stakeholders.

e Conduct milestones and review check points.

e Update documents, plans and charts according to
work on site.

6.6.3 Monitoring

Monitoring
Cost monitoring | e Monitoring sub- contractor’s claims.
. Controlling cost & currency variations.
o Monitor budget and expenditures.
o Let feedback be part of decision making.
Quality o Monitoring inspection tests.
monitoring . Getting continuous feedback
Progress o Tracking project progress.
monitoring . Monitor construction delays.
o Keep tracking through summary status report.
o Provide guidelines for each step.

Monitoring is a continuous work which starts from the beginning of
the project until the end, Monitoring helps in identifying problems before

they occur, and gives accurate evaluation in decision making.
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6.6.4 Response & Completion

Response & Completion
A. Feedback . Archive all project data.
. Receive feedback from stakeholders.
o Finalize the final reports.
B. Lesson learned o Evaluate the project
. Document the problems faced.
J Finalize legal requirements like bid
forms, wages and bills.
o Signing and sealing final documents
6.7 Validation:

In order to test the framework and to explore if this model is
applicable or not, this framework was discussed with practitioners and
contractors who are professional in this field, to see their point of view and

these were the results:

o The first contactor who is an engineer studied the framework and all
the recommendation, and it gained a great acceptance and support
with a few points mentioned, he agreed that the framework is
applicable and many of its components are implemented already but
not in this sequence and organization, although some items about
recruitment is missing there are many useful steps that can fill gaps
needed in conducting construction projects. It was mentioned also
that the success of the project does not depend only on managing it;
other elements take part in this decision such as the external
environment, the local situation and the funder himself.

o Another opinion of the framework was by another contractor who
said that he is satisfied with his way of managing his project, as he is

used to it and he does not have the ability to change, applying this
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framework will need to learn many things he does not understand, so
he will stick to the usual old way that works fine for him.

o The third opinion came from a third contractor who found the
framework excellent and should be applied on construction project,
but the contractors needs rehabilitation to refresh their information
and to train them and teach them about the new technology
concerning construction project management, as this field is
developing rapidly and providing good quality needs being part of
this competitive world. Applying this framework will organize the
work and will help in getting filling all the subjects needed in this
field that will improve the construction work and support the
contractors in their work. Many important items that are considered
important are mentioned in the framework, he said: “Calculating the
true costs of implementing the project in terms of Materials,
workmanship, contractors, sub-contractors, additional costs,
administrative expenses and taxes. Determine the prices of items on
this basis when you are really interested in the project, and take into
consideration the number and quality of competitors who are

entering the same bid”.
6.8 Conclusion:

- This research only serves as introduction to project management
design framework, this framework is a tool to guide project managers
in managing construction projects, and it does not give solutions or
best approaches of project management.

. Modernization and electronic age is here to stay, and old ideas must

give away to the new, presenting further challenges and further
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successions or failures, depending on how the future will shape life,
and how life will go along with modernization.

In the literature review, the main keys to project management is cost,
time and performance, but still all the component added in the
framework are considered important to guarantee the project success,

which are create, process and response.



103
Chapter Seven
Conclusion and recommendations
7.1 Introduction:

The construction industry is a development tool for achieving goals
in modern society. As the world becomes more complex, and remains
hazardous and risky, so do the processes and management of the
construction industry. The art of project management is a mixture of
administration, planning, experience, analysis, people skills, leadership and

a little bit of luck (54).

The construction industry in Palestine is also under pressure to meet
future demands and changes, not merely because of the political instability,
but because it would be difficult to obtain sustainable development in this
challenging world if these changes do not occur. These issues among others
are particularly challenging in the complicated situation that is facing
Palestine as an occupied country with limited resources and restricted

access to the outside world.

The West Bank has witnessed major developments positive as well as
negatives in the construction sector in the last decade. In order to meet
future demands and foster successful projects, it is hoped that this study
may contribute to the development of Palestine by helping define some of

the difficulties facing project management.

This chapter reveals conclusions and recommendations for improving

project management in the West Bank.
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7.2 Conclusions of the research:

It should be imphasised that the purpose of this research was to shed
lighton the issues project management in Palestine, and to identify the
problems and the obstacles facing PM and the construction industry; the
research looked closely at the situation in the contactor’s sector related to
projects, and anaylized the current situation where construction projects

faces problems .

The problems in the construction industry in developing countries

and their causes in general, can be put in three major groups:

1. Problems with industry infrastructure, such as the supply of materials,

lack of training and inadequate communications.

2. Project problems, including changes in instructions and designs,
inaccurate information and problems concerning clients and

consultants.
3. Problems created by the team members(stakeholders).
7.3 Problems facing project management in the West Bank:

From data collected it can be shown that there are many problems in
the construction sector, but these are the major ones and can be identified in

four overlapping parties sharing responsibility:
7.3.1 Problems introduced by a funding party (owner):

J The owner or the the funder of the project has great resposibility in

conductiong the projects, as from the owner comes the orders or the
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changes in the scope of work, and from the owner comes the plans
and the changes in drawings and the redesigns, and also from the

owner comes the main funding of the project.

o In West Bank the funding party who is in many project is from
foreign  donors, decides the kind of the projects to be executed,
regardless if the local comuunity needs these prjects, or if they have
other priorities, this is unfurtunatly due to the lack of existing data
and research in this sector, and lack of any references to cover the
needs of what kind of construction projects are needed on local

1Ssues.

o The construction projects in West Bank still suffers from bureaucratic

procedures instituted by the funders and especially PA projects.

. Another important problem that rises from the funding party is the
cash flow, many project in West Bank suffered from lack of

commitment by the funder in maintaining timely cash flow.
7.3.2 Problems introduced by designers:

In West Bank there is a general cosensus among project managers
that one of the problems in construction projects is the designer’s drawing
that can be described as poor and have many mistakes, also sometimes the
designs are imcompatible with each other (architectural, structural,

mechanical and electrical).

That is for drawings, as for the bill of quantities, also it suffers from
lack of accuracy and incompatable quantities when compared with the

actual work. All of these problems are a result of lack of cooperation



106

between parties working on the same project or unqualified people for the

job. The rush to complete designs in certain time that is not suffecient, also

creats a mess in the designs and will result with problems on site.

7.3.3 Problems introduced by contractors:

Contactors are blamed for many of the problems that happens on site

and on the performance of the projectc, such as:

Poor planning and poor management and technical performance.
Inexperienced contractors and poor technical qualifications.

Low margin of profit due to competition, which as a result affects
the quality of the work, that may not reflect the specifications

needed.

No use of the tools of project management or its methods, such as
“Critical Path Method” (CPM), and “Program Evaluation and Review
Technique” (PERT), as observed from the visits to the contracting

compmanies.

No use of Work Break down Structure in most of the plans of the

contractors.
Lack of team work among all parteis working in the project.

Lack of clear strategies, mission and vision in some companies in

developing their work and improving their reputation.
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7.3.4 Problems introduced by a supervisor:

Supervision or the consulting firm who is resposible of supervision
are most of the times accused of being negative rather than cooperative
,inexperienced in some big projects, has uncompromising attitude and they
use the position of super vision in some conditions to achieve personal
benefits, for example in extending the period of the project, to stay in

business withou reasonable causes.

In the contactors point of view, as the reseachers noticed, many
consultants do not accept the changes proposed by contractors, even if those
changes are for the benefit of the project as they believe the contactors do
not have the right qualofications to do that, also contactors complain that
supervisers engineers tend to find problems rather than solve them and

work in harmony.
7.4 Recommendations:

Following this research, which included interveiws and discussions

with professional people, these guidelines are suggested:

¢ The need for institutional and administrative development within a
reformed legal enviroment, with efficient procedures that reduces

bureacracy and raise confidence among participants.

¢ The importance of improving the ability of the governmnet regarding
strategic dicision-making, and make the best of resources and
donations that supports the construction industry and impowrs tha

Palestinian society.
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Government projects should be selected carefully, to make use of all
local resources and materials and fulfill the needs of the local society,
also the manucibilties should start by doing researches on the
construction projects neede in each city or village to be ready for

funders to use, and not let them choose what project to build.

Greater efforts should be made to execute high quality projects, by
selecting the best-organized designs and the best-qualified work

rather than lower costs alone.

Designers, planners, managers, contractors and government officials
must avoid nepotism, bribery and personal interests when dealing
with contracts and bids. The sole concern should be the quality of the

work.

Training programs should be compulsory for contractors, engineers
and subcontractors to develop their management abilities, skills and
knowledge. Such courses should be held yearly, to keep the
profession and individual contractors abreast of global developments

and help them improve their methods.

This study recommends that local contractors concentrate more on
using software programs in project to obtain more accurate data,
save time, minimize errors, and hopefully complete much better-
quality projects. The study also strongly recommends computer-

training courses, seminars and workshops for contracting companies.
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Activate the role of Palestinian Contractors Union (PCU) in
organizing the profession, and to act more professionally with all

clients, without being biased for certain party for special interests.

Activate the recruitment process in the contracting companies, so that
all the staff to be real and not for the legel procedure of getting the
contracting license, by imploying a staff of engineers and other
assential employees, the work of the copmany will improve and the

quality of the production will be better .

Moniter the work of some first degree companies, as they apply for
the bid and then transfare all the work to lower grade companies for a
certain amount of money, this for sure affects the results ,as the work
was supposed to be finished by (first grade) company that has certain
skills.

7.4.1 Recommendations for future studies:

0

o0

0

This research was conducted on a limited sample of contracting
companies. It is recommended that future researches expand the
study for all kinds of contracting companies, and on the public
sector.

Such future expansion should include the private companies who are
working on large-scale projects, to study and compare the results.
Researches on many important issues in West Bank is needed such
as:

=  (Causes of failure in construction projects in West Bank.

*  The role of ethics in construction projects management.

=  Causes of delay in the construction projects in West Bank.
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7.5 Summary:

Construction projects have been managed since old ages, but
recently, the great revolution in technology, and the significant changes in

the construction industry, forced changes in the way projects are managed.

The main aim of this research was to study the situation of project
management in West Bank and to identify the problems in managing
construction projects. This research has suggested a framework to organize
the managing of construction project, and to achieve the long and short-
term goals, it provides a foundation for a successful management
construction. This research is made to help and develop the work of project
managers to produce better work that is well-defined between the strategic

and operational components.
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Appendices
Appendix A
Tables of data collected

Table A.1: Classification of companies used in this research

City No %
Ramallah 11 30.5%
Nablus 6 16.5%
Jenin 9 25%
Tulkarm 2 5.5%
Hebron 4 11%
Jerusalem 2 5.5%
Qalgqilya 1 3%
Bethlehem 1 3%

Table A.2: Location of the companies who participated in this research

Classification of companies: No. %
First Class 14 39%
Second Class 13 36%
Third Class 9 25%
Table A.3: Degree of academic study of the managers
Academic Study No. %
High school 3 8%
Diploma 4 11%
University 18 50%
Master 3 8%
PhD 1 3%
Not mentioned 7 20%
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Appendix B

Questions asked to project managers and their answers

Question One

What are the sizes of the projects that your company selects, regarding area

and budget?

Table A.4: Size of project

Size of project No. %

0—5000 m2 6 16%
5000 -10000 m2 4 11%
More than 10000 1 3%
Area is not important 25 70%

Question Two

How many projects has your company accomplished?

Table A.5: Size of projects achieved

No. of projects No. %

0-10 2 6%
10-50 14 38%
50 —100 12 33%
More than 100 8 23%

Question Three:

What are the main elements that make you decide to participate in a bid?

Table A.6: Elements to choose a bid

Main Elements No. %

Cost 22 29%
Area 11 14%
Location 16 21%
Availability of resources 22 29%
others 5 7%
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Question Four:

How do you price a bid?

Table A.7: Pricing a bid

Main elements in pricing No. %
Cost 28 41%
Profit 18 27%
Direct Cost (administration) 11 16%
Period of the project 1 1.5%
taxes 2 2.5%
Costs of sub-contactors 3 4.5%
Unique plan for the company 1 1.5%
Currency changes 3 6%

Question Eight

Do you think using any kind of software is useful in managing projects? Do

you use it? Which software?

Table A.8: Software used

Computer Software No. %
Primavera 9 18%
Ms Project 16 33%
Excel 7 14%
Others 17 35%

Question Nine:

How do you buy the materials needed for the project? On what basis do you

deal with suppliers?
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Table A.9: Basis to deal with suppliers

Basis to deal with suppliers No. %

Bids 7 12%
Cost price 15 27%
Quality 11 19%
Ways of payments 12 21%
Credibility and Honesty 12 21%

Question Eleven:

What is the role of the supervising company, in your view? Do you think

it’s positive or negative in your projects?

Table A.10: Role of supervision

Negative Positive Positive +negative | No comments
Role of 8 15 10 3

supervision

Question fourteen:

What are the main reasons for the failure of a construction project?

Table A.11: Main reasons for project failure

Reasons of failure No. Y%

Bad management 26 29%
Lack of experience and efficiency 18 20%
Funder of the project 2 2.5%
Failure in pricing and planning the project 17 18%
Unstable cash flow 13 14%
Supervision 7 8%

Lack of resources 2 2.5%
Time to finish the project 2 2.5%
Other 3 3.5%
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Question seventeen:

What are the indicators of project failure?

Table A.12: Basis of employment

Indicators of project failure No. %
Not finished on time 29 39%
Mismanagement and planning 5 6.5%
Non-compliance with the specifications 8 11%
Non-compliance with the planned price 15 20%
Lack of cash flow 7 9.5%
Weak financial capacity by the contractor 4 5%
Lack of understanding between the parties 2 3%
Lack of resources 2 3%
Fluctuating prices 2 3%
Question nineteen:
On what basis do you employ your team?
Table A.13: Basis of employment
Basis of employment No. %
Qualification 26 36.5%
Experience 28 39%
Salary 3 4%
Credibility 4 5.5%
Location of residence 3 4%
Other 7 11%

Question twenty:

How do you motivate team members who are burned out, or bored?
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Table A.14: Motivations

How to deal with burned out team No. percent
Incentives & rewards 18 42 percent
Training courses 3 7 percent
Incentives entertainment 6 14 percent
Comfortable atmosphere 2 5 percent
Participation in decision — making 5 12 percent
others 8 20 percent

Questions twenty-one:

How should the interaction between the team be?

Table A.15: Interaction among team
Ways of interaction at work No. %
Good relationship 11 25.5%
Mutual respect 10 23%
Functional hierarchy 3 7%
Interest in work 10 23%
Teamwork 9 21.5%

Question twenty two:

What do you believe the qualifications of the project manager position must

be? Is there such qualification in Palestine?

Table A.16: Qualifications of project manager

Qualifications of the project manager No. %
Experience 25 35%
Leadership personality 17 24%
Knowledge of construction work 11 15.5%
Efficiency 8 11%
Ability to work under stress 6 8.5%
Honesty & Sincerity 1 1.5%
Knowledge of computer software 1 1.5%
Accept change 2 3%
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Table A.17: Qualifications of a project manager

Qualifications of the project manager | No. %
Experience 25 35%
Leadership personality 17 24%
Knowledge of construction work 11 15.5%
Efficiency 8 11%
Ability to work under stress 6 8.5%
Honesty & sincerity | 1.5%
Knowledge of computer software 1 1.5%
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Appendix C
Questions asked to project managers in the interviews
Dear Sir:

This is an interview that will be conducted with project managers in
the West Bank as a tool for a thesis degree in Engineering Management, to

study how projects are managed in the West Bank.

The information in this interview will be used only for academic research,

with a complete commitment to absolute confidence.

Supervisors Prepared by

Dr. Nabeel Dmaidy Researcher

Dr. Husam Arman Hidaya Najmi

Name

Position

Qualifications

. What are the sizes of the projects ( in m2) that your company selects,

regarding area and budget ?

0 -5000 m2 5000 — 10000 More than 10000 Area not
important
o How many projects has your company accomplished?

0-10 10-50 50- 100 more than100
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Initiation phase

o What are the main elements that make you decide to participate in a

bid?
. How do you price the bid?
o Do you prepare a plan for your project, and how?
Planning phase
J How do you provide the needs for the project, such as:
Resources, equipment, machines, engineers and workers?
. How do you deal with accounting and legal issues?

. Do you think using any kind of software is useful in managing

projects? Do you use it? Which software?

o On what basis do you deal with suppliers?

o How do buy the materials needed for the project?

o How do you maintain timely cash flow?

o What is the role of the supervising company, in your view? Do you

think the role is positive or negative in your projects?

o Is there any study for risks in the project, such as currency
fluctuations, accidents on the project site, delays due to Israeli

checkpoints, or other factors?
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o How do make sure that safety measures are implemented during the
project?

Delivery phase

J What do you think is the most important reason for project failure?

Managing the project

J What are indicators that your project might fail?

J Do you plan for and inspect for quality?

Managing the team

J On what basis do you employ your team?
o How do you motivate team members who are burned out or bored?
J How should the interaction between the team be

Qualifications of the project manager

o What do you believe the qualifications of the project manager

position must be? Are there such qualifications in Palestine?

o What do you consider the main element affecting the project?(give

score from 1- 10)
l. Improper planning
2. Lack of effective communication

3. Design errors



10.

11.

12.

13.

14.

15.

16.

17.
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Shortage of supply, such as steel, concrete, etc.
Cash-flow problems during construction
Mismanagement by the contractor (financial, subcontractor)
Executive bureaucracy in the owners' organizations
Changes 1n site conditions
Conlflicts in work schedules of subcontractors
Contractors& Contractual Relationships
Experience of project team
Quality assurance/control
Site accidents
Changes of design
Mistakes during construction
Weather conditions

Israel’s occupation and related obstacles.

We thank you for your effort and time

Signature
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Initiation phase
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