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ABSTRACT

Over the last 35 years the conversion of buildings has emerged as an important activity of the
U K. construction industry. Much has been written on the approaches taken to convert buildings
and its economic, social and environmental benefits. Most recently, work has concentrated on
identifying the capacity and the potential for conversion work where issues and factors which
influence the activity are listed. However, very little attention has been paid to capturing the
individual actor’s cognitive understanding of the process and the pivotal decision factors which
influence the development and outcome of projects of this nature.

This study focuses on the conversion of non-residential buildings to residential use and looks
at the central London area as an example of this practice. It explores the experiences and
understanding of individuals involved in the activity of how a conversion project develops and
what are the causes and effects of decisions taken on the project process development and
outcome. A better understanding of the systems’ process in building conversion projects could
suggest areas in need of improvement.

The study is approached and developed through a case investigation of three conversion
projects completed by private developers in 1999. Data was collected by means of in-depth
interviews and archival research. Cognitive mapping techniques were used as an analysis tool
from which individual “decisions boundaries” could be explored within context, subsequently
combined, to obtain a project overview, and then compared.

The research concludes that the decision taking mechanisms which occur between the
critical activities is largely determined by five pivotal factors: nature and level of input of client;
quality and integration of actors; balance between cost and value; flexibility in achieving
objectives and time available. Although more research needs to be done in this area, this
research project makes five general recommendations to improve the conversion project
process: clear formulation and communication of objectives and roles; selection of experienced
team members and establishment of a team building strategy; integrated and flexible
management of human resources; stream line management of communication and information
systems process and establishment of a project re-evaluation exercise.

The value of this work lies in the establishment of the core decision mechanisms, issues and
pivotal processes that strategic actors will need to consider and organize if they are to

successfully engage in this risk laden sector of the construction.
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Chapter One

Introduction

1.1 INTRODUCTION TO THE STUDY

Throughout history the fabric of a building has generally outlived its function. As a
consequence buildings have presented the option of being modified to suit new uses. This still
stands true today. The current housing crisis in the South East of England is in urgent need of
solving and the government’s standpoint on brownfield and sustainable development has
indicated that the activity of converting buildings to residential use becomes ever more
important. Current literature offers a repetition of issues, either external (related to the property
market) or internal (related to the building) which affect the activity, but hardly any focuses on
the individual actor’s cognitive understanding of the process and the pivotal decision factors
which influence decision makers during the development of such activity.

This thesis is concerned with the conversion of non-residential (for example, commercial,
industrial, ecclesiastic, institutional) buildings to residential use. The study concentrates on
London as an example of this phenomenon and reports on three conversion projects completed
by private development companies in 1999. The study explores the way in which this activity
developed, how the conversion process is understood by those involved in the process, the key
issues and additional factors which influence this activity and its development; and finally it
identifies pivotal decision factors in projects of this nature.

There are many explanations of how and why buildings experience changes of use and the
implications of this, which vary in their approach; some provide it through urban history
(Mumford, 1961; Inwood, 1998; Cunnington, 1988), others through description of before and
after cases (URBED, 1981, 1987; Cantacuzino, 1989; Latham, 2000), or through a facilities
management perspective (Duffy, 1993; Henket, 1990, 1992; Brand, 1996; Nutt, 1997; Kincaid,
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2002) while most recent publications offer a list of factors that may influence the decision to
convert and activity (RICS, 1998; BPF, 1999; DETR, 2000). Although these are generally
accepted, the available information only provides a partial explanation of how a conversion
project develops and what the perceived key aspects which may affect the project’s
development process and outcome are. These are still questions that need answering. The
purpose of this thesis is to explore the experiences and understanding of individuals involved in
the activity of how a conversion project develops and what are the causes and effects of
decisions taken on the project outcome. We will be trying to see the prints of views of the
different actor’s, so when the different perspectives of the landscape are superimposed we will
be able to either view a coherent picture and/or see mismatches. The chapters that follow will

present this within context with the aim of answering two questions:

1. How do individuals involved in the activity understand the conversion project process?
2. What are the pivotal decision factors that affect either positively or negatively a project’s

development and outcome?

The need for answers lies in the limited knowledge available on the cognitive understanding
of this activity’s process and the potential implications for those involved. Current literature
brings focus only to identifying the potential decision factors in the initial decision stage of the
process, that is, of whether or not to convert a building. If the government is interested in
encouraging conversion activity as a means to provide housing, then there has to be a clearer
understanding of how the individuals involved in the activity perceive it and carry it out.
Academics will benefit from this study for it will identify key issues that need to be addressed
adequately in education and training. Through the methodology, practitioners will benefit by
obtaining an insight into their learning process, which will allow them to asses and re-address
important aspects of the process in future projects. This is significant as post evaluation
exercises are hardly ever carried out in this context.

The following sections will set the context for this study; section 1.2 describes the area of
interest, section 1.3 describes how recent conversion studies have been approached, section 1.4
defines the scope of the project, section 1.5 offers definition of terms and finally section 1.6

describes the structure of the thesis.

1.2 THE INTEREST IN CONVERSION

Throughout their lifetime buildings experience constant change. From the moment a building is
conceived by a designer and given expression until, for whatever reason, it is demolished, a

building endures changes time and time again. Buildings are enlarged, repaired, restored,
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rehabilitated, adapted and refurbished by the interactions of social, economic, political and
technological factors (Brand, 1996). Shifts in the market, land use, policy, technological
developments, population and lifestyle changes also play their part. It is therefore fair to say that
the nature and pace of change of society is reflected in the built environment.

According to Cowan (1962) each building has its own process of change and like humans
changes in cycles. Both are born, grow, mature, evolve and die. During the evolution stage the
effects of the building’s interaction with its surrounding context begin to show. Technological
developments, social and cultural changes, change in intensity of use, changes in the property
market, among other variables, may render a building redundant or obsolete. When this occurs a
building faces the possibility of either evolving to a new use or dying; in other words
demolition. Figure 1.1 illustrates this point by showing the decline in performance level of a

building over its initial design life.

Time for refurbishment vanes between zero (for immediate

change of use) to the achieved design life

! " '
INITIAL PERFORMANCE LEVEL FOR ORIGINAL USE , Restored performance

777777777777777777777 - - = = = = o levels for onginal use or
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level duning repair
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Commissioning Ininal
of new asset aesign hfe

Fig.1.1 Building asset performance level over initial design life. Source: CIRIA, 1994:6.

During the evolution stage the question of what to do with the building arises. According to
Douglas (2002) the criteria used for keeping or removing a building are: the building’s state of
dilapidation; overall performance; architectural or historical importance; future demand of the
property; impact on surrounding properties; and overall benefit to the community. In terms of
management options Nutt (1997) proposes six: marketing, leave vacant, refurbish, modify use,
change use class, demolish/redevelop or sell site. Historically, the problems associated with the
re-use of the existing building stock have been dealt with by a number of different approaches,
such as restoration, repair, rehabilitation, alteration or conversion (Markus, 1979). Each of these
historic or managerial options have their own characteristics, but it is the conversion or change
of use that presents the greatest challenge; as conversion or change of use encompasses more

complexity and offers the most potential for economic, social and environmental benefits. This
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view is supported by Douglas (2002), who mentions: “the best most suitable solution for saving
an obsolete or redundant property is conversion to a more beneficial use” (Douglas, 2002:136).

In most “new” towns and cities (less than 100 years old) in developing countries’, the notion
of changing the use of buildings has hardly been considered, for it does not represent
“progress”. Instead the city’s periphery continues to expand while its centre is left abandoned.
Gradually however there has been a change in perception about the value of the built
environment and the value of re-using buildings. Although buildings have been modified to suit
new uses, these have generally tended to be for commercial purposes only, as it is the thriving
economic sector in these cities. Although the potential for re-use exists, the knowledge and
skills associated with the re-use activity has still some way to develop particularly in the context
of the residential market.

The perception of the built environment and its potential is different in the United Kingdom.
Here the significance of the majority of its buildings lies in the history which is embodied in
them, their sense of durability and in their value as scarce resources that have the potential of
being re-used (Markus, 1979). Buildings embody substantial valuable resources in terms of
materials, money, human resources, energy, equipment, usage, and so forth (Markus, 1979).

The conversion of buildings is hardly a new phenomenon but has been a growing activity
throughout the western world. In the United Kingdom interest in putting buildings to new uses
gained popularity during the late 1960s, when the preservationist movement took off. Since then
conversion has experienced several trends. At first, buildings were converted to museums or
galleries as a way of ensuring their future survival (Cantacuzino, 1989). By the late 1970s
redundant industrial buildings were being used as artists’ studios, workshops or small firms as a
way of helping sustain a healthy economy (URBED, 1981). During the 1980s and early 1990s
the conversion of industrial buildings, mainly warehouses, to residences was also carried out as
an urban regeneration strategy. The early 1990s also experienced the conversion of London
office buildings to residences, which was seen as a way of contributing to growing housing
needs. During the past 30 years the approaches taken to conversion have shifted from a
conservationist/economic argument to a more socio-economic and environmental one.
Conversion activity has contributed as a tool for conservation, regeneration and “sustainability”,
its benefits have been experienced and now it forms an integral part of planning policies.

The Department of the Environment Transport and the Regions (DETR)? has encouraged

conversion activity throughout its development. Its position today is that rehabilitating and

! The author’s own city of Mexicali in north west Mexico is just one example of this: the observation of this different
approach was a strong impetus in the development of this research project.

2 At the time of writing (May 2002) the government department dealing with construction is the DTLR. Until June
2001 it was DETR. It is referred to as DETR in this thesis.
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refurbishing the existing building stock may be more sustainable in economic, social and
environmental terms than building new.

Conversion or change of use activity is represented within the refurbishment (repair and
maintenance) sector, which has played an important role in the country’s economy. In 2000 it
accounted for approximately 5% of the Gross Domestic Product (GDP); just under half of the
construction sector’s contribution (DTI, 2001). In 2000 the refurbishment sector represented
47% of the total construction output activity (Fig.1.2), this activity has more than doubled since
1970 when it represented 22.5% (DOE, 1981).

It is not certain how much change-of-use activity represents. Nutt (1996) estimates that it
represents 18% of all refurbishment work, but maybe more as major alteration projects are

described by planning authorities as new development.

New housing

14%

H Infrastructure
47%
O Other new work

O Repair &
maintenance

Fig.1.2 UK construction sector output in the year 2000. Source: DTI, 2000

In London, conversion to residential use has been of particular significance. During the
1990s the conversion of office buildings to residential use grew considerably, generally due to
the levels of demand and over supply of office space. Of the buildings that had changed their
use in 1993-94, 33.7% of office buildings were converted to residences compared to 7.6% of
industrial and 10.8% of other building types, such as public buildings, education and hospitals
(Nutt, 1996). The figures are representative of changes occurring in the supply and demand of
space in buildings, driven by the pace of change and the influence of economic, social, political,
environmental and technological factors on the built environment.

The projected increase of 4.3 million new households needed between 1996-2021, with
700,000 projected for London, the escalation of house prices in the South East, and the
government’s concern for reviving towns and cities all point to the potential for conversion to
contribute to housing demands and needs. Although conversion continues in London, albeit at
lower rates now than in earlier years, and is expanding to other parts of the country, both the

benefits and problems associated with it will continue.
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1.3 UNDERSTANDING CONVERSION ACTIVITY

Work related to conversion to residential use has focussed mainly on the potential of re-using
existing building stock as a way of contributing to current housing needs. Studies such as
LPAC’s (1996) report on converting offices to other uses only focus on the potential capacity of
vacant office space for accommodating residences in London. Others focus on a specific sector;
Barlow and Gann’s (1993) report looked at the potential of converting offices into flats by
considering the influences of social, technical, economic and political (STEP) variables; Freer’s
(1998) study, looked at the potential of dwellings over shops. In 1998 the RICS published a
report on the growth of office conversions to residential use in London and identified issues that
influence developers decisions to convert; they also noted the importance of these issues (RICS,
1998). The British Property Federation (BPF) (1999) published a report which examined the
role of commercial property owners and developers in promoting the conversion of commercial
space to residential use. The study focused on assessing the possible link between redundancy,
measures of under performance and the potential for conversion schemes. In March 2000 the
DETR commissioned a report to investigate the contribution of conversion, subdivision and
redevelopment to the housing supply. It concludes that conversion could provide between
18,000 and 26,500 new homes in England. In addition, there have been specific initiatives that
have promoted conversions to residential use, like the Government’s “Flats over Shops”
programme (1992-1995). And currently, with the projected increase in the number of
households up to the year 2016, there has been a move for more investigation on the subject of
conversion by the Government’s Urban Task Force and other organisations. The work carried

out in this field has highlighted the potential benefits of this activity as (BPF, 1999):

e atool for improving the urban environment;

¢ a contributor to the local economy and vitality of a community;

e a contributor towards meeting the government’s 60% national average target of
accommodating new dwellings on brownfield sites;

e atool for conserving buildings of historic value;

¢ ameans to a more “sustainable” community in economic, social and environmental terms.

While previous work has presented capacity and potential issues it does not go beyond
mentioning aspects that influence conversion activity. In cases where a listing of issues that
influence the decision to convert has been made, it focused on either external (changes in the
condition of the property market, legislation, population) or internal (building characteristics,
costs, location variables) (Quah, 1988; RICS, 1998; BPF, 1999; DETR, 2000). Little effort has

been directed to study the process at a micro level, that is, at an actor’s cognitive level, those

Introduction 15



who are involved in this activity. The current literature refers to the high level of uncertainty
and risk involved in this activity, as well as the difficulty of understanding the complexity of all
the issues that come into play during the development process. It is therefore considered that
more research needs to be conducted in this area. A better understanding of this process at a
project base level will provide a backdrop for making suggestions on how to improve it. This
improved understanding will benefit academics interested in the construction and project

management sector, and practitioners interested in improving their organisation’s performance.

1.4 SCOPE OF THE PROJECT

The direction of the project was largely influenced by the findings of nine preliminary semi-structured
interviews carried out with developers, architects, planning consultants and financiers. These interviews
were carried out to explore the influencing factors and issues already identified in the literature and
described in section 2.6. The results of the preliminary interviews highlighted two key research issues:

e first, Social, Technical, Economic, Environmental, Political and Location (STEEPL) factors and
their issues (described in section 2.6) do indeed influence the key actors involved in conversion
activity, albeit to different degrees;

e second, an individual’s perception and understanding of the factors and issues played an important
role in the way decision making was carried out and in how the conversion process developed.

The first point corroborates the findings of the existing literature, giving a theoretical in grounding
to the research; the second research issue highlighted gaps in the existing research and therefore
enabled the development and focus of the principal research questions.

This study therefore attempts to explore the actor’s cognitive understanding of the process of
building conversion, based on an entrepreneurial approach, and to identify additional factors and the
key issues that determine, limit or push the decision maker to take on and develop a conversion to
residential use scheme in London. A better understanding of the dynamics of the system at play may
suggest ways of improving it. The study attempts to understand the decision taking mechanisms during
the project process by addressing the following questions:

¢ how do actors involved in conversion make sense of the numerous influencing issues?
e what is the combination of factors and issues that drive the decisions in a conversion project process?
e what are the pivotal phases and decision factors in a conversion project?

e how are these addressed and managed?

The improvement of a process begins with a clear understanding of its development, the
elements involved, their inter-relation and key problems areas. This understanding can be

achieved by mapping, through the use of cognitive mapping, individual actor’s perception of the
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project’s development process. This exercise will provide insights into the individual’s
“decision boundary” and allow us to explore it in context to address the questions above. The

exploration will narrow its focus on the following aspects:

e aproject level e aspects of cause and effect

e individual and group perception e level of control and freedom
e  similarities and differences in views e  capture intervening processes
e level of fragmentation and integration e uncover mechanisms

By looking at these aspects it is considered that the pivotal decision factors can be easily
identified, understand how problem areas are addressed and managed and in general understand
the conversion process at its micro level.

The study is limited to investigating the existing non-residential building stock in central London
(11 main boroughs), which have presented a change of use to residential use between the periods of
1997-1999. The conversion schemes studied only include private accommodation and exclude social,
students and elderly accommodation, hostels and hotels. The reason for these parameters is because the
central London area has experienced a vast number of privately developed conversion schemes (see
figure 1.3 and 1.4), indicating a level of expertise from this sector and the influence of the demand side
of the residential property market. The issue of how much actors could recall suggested that it would be

prudent only to include the most recent completed projects.
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Fig. 1.3 Conversion to residential use schemes/units in central London 1997-1999. Source:
London Residential Research database accessed 1999.

It is assumed that conversion activity will continue in the future although with varying levels of
output. The process is a conglomeration of activities, actors and issues which are dynamic and
interrelated and so should not be studied separately. Therefore, the nature of this study is exploratory
and the selected case studies will not be representative of the universe of buildings converted to
residential use. Nonetheless, the studies offer valuable and useful insight into the conversion process as

the importance of the interaction of actors involved are sometimes overlooked.
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1.5 DEFINITION OF TERMS

As conversion or change of use activity is considered to be within the refurbishment (repair and

maintenance) sector for statistical purposes, it is appropriate to define some terms. Several

authors such as, Markus (1979), Marsh (1983), Hall (1984) and Quah (1988) provide some

definitions for refurbishment work.

Reference Definition

Hall, 1984 Refurbishment is a process of repair, conversion and alteration of
existing buildings to permit their use for various specified purposes.

changing its original function.

The alteration of an existing building designed to improve the facilities,
CIOB, 1987 re-arrange internal areas and/or increase the structural lifespan without

Refurbishment is a generic term that includes rehabilitation,
Quah, 1988 modernization, renovations, alterations, improvements, additions,
repairs, renewals, retrofitting; the terms do not include domestic
maintenance work such as cleaning and emergency maintenance.

Mansfield, 2000 | Refurbishment is an adaptation for an existing use.

Overhauling the building and bringing it up to a client’s requirements. It
Douglas, 2002 | i5 usually restricted to major improvements primarily of a non-structural
nature to commercial or public buildings. It may involve extensions.

The terms used in these definitions are defined below.

Term Definition

Reference

Restoration of an item to an acceptable condition by the

building to meet new requirements.

Repair renewal, replacement or mending of worn, damaged or | BS 8210, 1986
decayed parts.
Conversion | Making a building more suitable for a similar use or for Douglas, 2002
another type of occupancy.
Conversion | Re-use for a different function. Mansfield, 2000
Alteration | Modifying the appearance, layout or structure of a Watt, 1999

Rehabilitation | Extending the life of a building and making it suitable for
habitation and use. Normally a term used to housing.

Douglas, 2002

Renovation | Upgrading and repairing an old building to an acceptable
condition, which may include works of conversion.

Douglas, 2002

Work accommodating a change in use or size or
Adaptation performance of a building, which may include alterations,
extensions, improvements and other works modifying it
in some way.

Douglas, 2002

Conversion of a facility or part of a facility to use
significantly different from that for which it was
originally designed.

Adaptive re-
use

Iselin and
Lemer, 1993

It can be appreciated that there is no common definition for refurbishment work and

although the terms vary the underlying concept remains the same. The inclusion or exclusion of

Introduction

19



terms within these definitions, and their implications for professional practitioners and
regulatory bodies are explored by Mansfield (2000). However, there is a clear distinction made

between:

o Refurbishment, an adaptation for existing use and

e Adaptive re-use/ Conversion, re-use for a different function.

Hence, adaptive re-use/conversion is a process that can involve activities of refurbishment
work but with the particular characteristic that the building will accommodate a new and
different use.

In relation to statutory requirements the re-use of a building for a different purpose is
labelled a “Change of Use”, and definitions for this also vary across the construction sector.
According to the Town and Country Planning Act 1991, a “Change of Use” is defined as
development when it is “material”. This means when development is carried out from one
purpose to another that is within a different “Use class order” or when the work is substantially
different from the old use (section 2.6.4 provides a detailed explanation). In addition, change of
use can be considered within the New Construction Work category of the Housing and
Construction Statistics, for new construction work includes “extensions, major alterations (i.e.
improvements), site preparation and demolition, except for housing where work done on
improvements, extensions and alterations and house/flat conversions is included under repair
and maintenance” (DETR, 1997).

The lack of a common definition has and will continue to cause confusion between
academics and professionals. It has also made it difficult, as Nutt (1996) observes, to have an
accurate idea of the contribution of building conversion activity to the construction sector.

This study will use the term conversion to refer to the re-use of a non-residential building for
residential purposes.

By residential use we mean that the space has been designed for people to live in. Although
HMO, hostels, hotels and student accommodation can be characterised as residential, they are
not considered within the parameters of this study. Specifically this study looks at single

dwellings (C3) as classified under the General Development Order 1987 as residential use.

1.6 STRUCTURE OF THE THESIS

This thesis is organised into nine chapters. Chapter Two reviews the existing literature dealing
with conversion, and sets out the context for the research. It presents a historical background of

conversion activity in the United Kingdom; the requirements for a conversion project; and
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identified factors and issues, which are to be considered before taking on a conversion project. It
discusses that the available information only provides a partial understanding of the conversion
process and this has important implications for its management.

Therefore, Chapter Three looks at project management practice development and
application, particularly related to refurbishment/conversion work. The chapter concludes that
the little existing research in this area puts emphasis on the uncertainties and risks in projects of
this nature and the complexity in managing numerous interrelated issues.

The need for understanding how individual actors made sense of all the numerous issues to
reach a decision, how they managed them and how this affected the project process and
outcome led to the development of the methodological approach described in Chapter Four.
Here we discuss how cases were identified and selected, how data was collected, what was the
basis for selecting cognitive mapping as an analysis tool, and how data was analysed and
presented.

In Chapters Five, Six and Seven we see the application of cognitive mapping. The chapters
provide a detailed description of the conversion project and analysis of individual actors’
perceptions of the conversion process. They provide an individual view of the intricacy of the
process and allow the main problem areas to be identified.

Chapter Eight brings together the individual views into a project overview. The findings
from the three previous chapters are then superimposed, compared and the results of the
analysis presented. Here key stages and pivotal decision factors are identified.

Finally, Chapter Nine presents the conclusions to the research, reflects on the methodology

and research process, and makes recommendations for future work.
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Chapter Two

Building Conversion: trends,
approaches and process

2.1 INTRODUCTION

The previous chapter presented a brief background to the activity of converting buildings and
suggested a way in which to understand this phenomenon. In addition it pointed out the features
that need to be observed in order to understand the conversion process at its macro and micro
level. The purpose of this chapter is to identify the range of general concepts that should be
present in any study of the subject of conversion. The subject matter is presented in five sections
which look at how conversion has developed over the past thirty years, what trends have been
experienced, how conversion has been studied, how conversion projects are generally
approached and what factors and issues are taken into consideration when taking on a project.
The final section summarises the main points of the literature and discusses the implications for

research in this area.

2.2 PUTTING BUIDINGS TO NEW USE

As mentioned in chapter one, a building’s fabric has tended to outlive its function. As a
consequence buildings have presented the option of being re-used. In the past, the main issue
that was considered for modification was the quality of the structure, as its condition had to be
good enough to justify the work involved (Cunnington, 1988). Today this issue is as relevant
and important as ever; however there are other issues to consider as well. By looking at
conversion activity through time we will begin to gain a better understanding of the approaches

taken today towards this activity.
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The study of conversion within a historical context has been carried out by several authors:
Cunnington (1988) and Cantacuzino (1989) give an interesting account of why buildings have
changed their use in the past; while urban historians such as Mumford, (1961), Hall (1999) and
Inwood (1998) provide the socio-economic and political context. Both Cunnington (1988) and
Cantacuzino (1989) state that generally the main reason for converting buildings was economic
since it was cheaper to alter an existing structure than to build a new one. This point is
reinforced by Mumford (1961) who mentioned that in Rome during Caesar’s time, Crassus, who
made a fortune in tenement house properties, boasted that he never spent money on building
since it was more profitable to buy partly damaged old properties at fire sales and rent them
with minimum repairs.

The Roman period provides a clearer vision of conversion activity. For example, Roman
walls and underground chambers of circuses were used by the Christians for their chapels and
old basilicas and temples were converted into shelters for Christian congregations (Cunnington,
1988). The Forum of Nerva and the arcades of the Theatre of Marcellus were useful for butchers
up to the fifteenth century, while other Roman buildings like the arena and baths became
functionally useless (Mumford, 1961).

In the United Kingdom Romans concentrated on building new towns once they gained
control of Southern Britain and the Midlands in AD 47 (Inwood, 1998). However, there are
examples of structure modification made; in Dorchester a Neolithic henge was altered to form
an amphitheatre and later modified again to form a town defence in the seventeenth century
(Cunnington, 1988). By the end of the Roman Rule in 410, standing buildings were occupied
and sometimes modified (Cunnington, 1988; Inwood, 1998).

In medieval times the construction of housing responded to society’s current needs. This
meant that in some instances entire streets of houses were destroyed in order to permit the
construction of castles (Colin, 1987). Alteration work was considered, but only in stone
buildings like churches and houses of wealthy people; the remaining timber houses were simply
taken down and rebuilt when they became outdated. Alterations of houses generally consisted of
dividing it into different spaces used for sleeping, eating, social or religious rituals. This was
due to the development in society of a sense of privacy (Mumford, 1961). Churches were
enlarged to accommodate the growing population and were also altered to meet new and
elaborated forms of worship. Many of the early Norman castles were turned to other uses, like
country houses, but others were abandoned, becoming redundant and obsolete (Briggs, 1952).

The Renaissance period, unlike the previous one, was characterized by radical and serious
economic, social, political and religious changes. These changes were reflected in the
architecture and in a building boom of both new as well as considerable conversion work. In

England the most important consequence for buildings was the dissolution of the monasteries.
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The changes brought by the Reformation meant that many religious buildings were no longer
needed for their original purpose. Large monastery churches were either destroyed or altered for
other uses. The monastic buildings that survived were often kept for their solid construction and
converted; and in the case of the ones demolished the materials were used for constructing new
buildings (Briggs, 1952; Cunnington, 1988). Some monastery churches were used by the new
secular clergy and turned into parish churches. They were also adapted or rebuilt as grand
houses by the nobility and were used as early upper class housing estates. Houses used by the
wealthy were large town houses whose names, such as The Grange, The Priory or The Abbey
reflected their religious origin (Schofield, 1984). While most monastic buildings were
demolished, domestic buildings were divided into smaller residences or for agricultural or
industrial purposes and later on were again converted to residential use (Cunnington, 1988).

By the early seventeenth century the increase in population transformed the London
medieval city into an early modern metropolis (Inwood, 1998). The destruction of the
monasteries made a great deal of land available, and this was developed for town houses and
artisan houses, which later become slums. Building was intense in the West End and less
extreme in the area of Southwark. By the mid-17" century, London’s buildings were a
multitude of styles dating back in some areas three or four hundred years. Most buildings,
despite some small progress towards brick construction in the western suburbs, were high,
closely packed, and timber framed (Schofield, 1984); a disastrous fire was likely to take place.
The effects of the great fire of 1666 saw a restructuring and rebuilding of the city of London and
a dramatic growth in the west end, which became a refuge for many of those affected by the
fire, and a permanent new home for others (Martin, 1961; Inwood, 1998).

Through the rest of the seventeenth and eighteenth century the changes in urban life brought
about by the increase in commercial activity were reflected in the English town buildings. The
growth of prosperity introduced new business ideas which gave way to the demolition of old
buildings and encouraged development in areas like the west end. Terraced houses were built to
meet new regulations and large private houses were built to meet the demands of wealthy
merchants and aristocrats (Coupland, 1997). By the late eighteenth century developments had
extended to the north and east of the City and south of the Thames. The trend of merchants
moving away from the city centre and into the suburbs increased, which resulted in the division
of their large city houses into tenements or their adaptation for commercial or industrial use
(Cunnington, 1988).

All through the nineteenth century additional economic changes and an increase in
population took place. By the middle of the nineteenth century 54% of the population (around
18 million people) in England and Wales were urban dwellers. This growth in urban population

took place almost entirely within the limits of existing developed areas (Coupland, 1997). The

Building Conversion: trends, approaches and process 24



prosperity that was occurring was reflected in the construction of new buildings such as
theatres, libraries and assembly rooms, so building conversion was minimum at the time. In
addition, the introduction of the railway demanded improvements on roads; thus, roads were
built and buildings removed. Victorian commercial buildings usually replaced smaller Georgian
or earlier houses; redevelopment was preferred to rehabilitation or extension. Conservation was
rarely an issue at this time (Forshaw and Bergstrom, 1990). In some areas however, the growth
of industry started to replace residential activity. In Smithfield, for example, Briton Street and
Charterhouse Square, once fashionable residential streets, began to be occupied by industry and
commerce (Forshaw and Bergstrom, 1990; Coupland, 1997). This activity was also experienced
in other parts of the country, for example in Manchester in 1842; the increasing business of the
town rapidly led to the conversion of all the principal dwelling houses, centrally situated, into
mercantile establishments (Briggs, 1963). Up until the beginning of the Industrial Revolution
buildings were more frequently adapted to new uses.

The Industrial Revolution brought prosperity and confidence and this continued to be
expressed with new developments, demolition and new build became more usual than
conversion. By the late nineteenth century new Victorian housing suburbs were developed while
in the poorer parts of the city industry was mixed with housing creating very poor living
conditions. In 1875 the development of health legislation “led to significant clearance and
redevelopment of the city centres” (Coupland,1997:46).

By the early twentieth century the effects of industrialization and sub urbanization could be
seen: more space required for industry, spread of trade and industry into residential districts,
overcrowding, change in health conditions experienced in cities, poor and dangerous conditions
for the residents living among factories among others. This led to the emergence of new ideas
for improvement. The London County Council built on a large scale on vacant land; while
others like Ebenezer Howard “encouraged new forms of development, to create housing and
social facilities around new employment” (Coupland, 1997:49). Municipal authorities took steps
to improve public health and in 1909 the first House and Town Planning Act was produced
allowing local authorities to establish special areas called town planning schemes (Coupland,
1997). The initial impact of town planning schemes was minimal, but the garden city design
principle was given much wider application by 1919 (Punter and Carmona, 1997). After the first
World War, development in Britain was slow; it was not until between 1924-1929 when there
was an increase in the construction of public housing in the form of housing estates. These were
built to remedy the housing shortage and to relieve congestion in inner areas. By the 1930s it
was apparent that developing cities and their rapidly expanding suburbs had problems
(Coupland, 1997). The concerns were related to the separation of employment and residential

uses and the increase in individual dependence on road transport. People became less attached
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to where they worked or lived. New developments were mainly one use and did not respond to
any other use or to an overall plan (Coupland, 1997). The construction of public housing, new
ways of transport, communication and power gradually contributed to the dereliction of the
existing central urban housing stock, and the Garden City movement, which idealized the way
of life in suburbia, was highly influential in the redundancy and often demolition of buildings in
the city centre (Cantacuzino, 1989).

After the second World War, changes were taking place at an accelerated rate. The
redundancy of buildings followed by their demolition was a common occurrence in urban areas.
In a number of towns a portion of central areas were destroyed during air attacks, buildings
were damaged beyond repair, and this had an impact on commercial and civic life that presented
no possibility of restoration. The main concern at the time was reconstruction. The opportunity
was taken to incorporate new developments in policy, and so planning authorities were called
upon to plan and stimulate a speedy redevelopment of land that was important to the life of the
town (Ministry of Town and Planning, 1947). With the introduction of planning policies such as
the Neal report in 1946 and the advisory handbook on the redevelopment of central areas in
1947, major activity zones such as residential, commercial and industrial were segregated.
Industrial and commercial activities were relocated away from central areas to suburban zones,
where land was less expensive and more suitable for factories. As a result the buildings that had
once housed these activities such as warehouses were left standing empty on valuable land.
Many of these buildings were demolished to introduce new profitable developments such as
offices or commercial centres (Cantacuzino, 1989; Coupland, 1997).

Between the 1950s and 1970s the clearance of poor areas which had started in the 1930s
continued. Large areas of Victorian houses were cleared for new developments (Coupland,
1997). During the 1950s economic expansion dominated the large-scale urban renewal projects;
more and more old buildings were regarded as obsolete and their replacement was considered
necessary for the sake of modernisation. In 1954 the new developments (office buildings,
shopping centres) came under criticism from architects, journalists and architecture critics.
Concern was raised and emphasis was made on the quality and value of historic townscapes.
This concern was not only experienced in the United Kingdom but also in the United States as
described in Jane Jacob’s “The death and life of great American cities” (Jacobs, 1961).This
situation gradually gave way to the formation of the Civic Trust in 1957. The Civic Trust was
the political force of emerging local amenity societies who were defending the townscapes and
countryside from industrial redevelopment. Campaigns for conservation grew and listed
building controls were tightened from the late 1950s to early 1960s. But it was not until the
elaboration of the Civic Amenities Act of 1967 when emphasis on preservation shifted from

individual buildings towards the conservation of coherent areas. From that moment on the
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conservation of historic towns assumed greater importance as part of planning policy. The
impact has been vast: today there are over 8000 conservation areas in Britain compared to the
initial expectation of up to 2000 (Punter and Carmona, 1997). This has resulted in the promotion

of finding new uses for old buildings and in the integration with the planning policies.

2.3 TRENDS IN BUILDING CONVERSION ACTIVITY IN THE UK

In Britain building conversion activity has developed significantly over the last thirty years.
There have already been a number of trends in the new uses that a building is put to. The first
trend was initiated with the conservation movement of the late 1960s and early 1970s where
concern was focussed on preserving historic buildings for their architectural or historical value
by means of repair, rehabilitation, restoration or change of use. The main purpose was to secure
the future survival of buildings. During this movement the change of use was mainly to public
uses, such as museums and galleries (Cantacuzino, 1989).

The subsequent trend in conversion activity continued with the promotion of re-using
redundant industrial building stock. This began in the early 1970s when industrial decline, and
economic and technological changes were taking place at a much faster pace. Changes in
planning policies, in the location of large firms and in the manufacturing process contributed to
high vacancy levels of industrial buildings located in inner city areas, which were no longer
needed for their original use. Redundant buildings ranged from waterside warehouses, railway
buildings, mills, factories, breweries and markets. The effects of redundancy were experienced
with the decay of the building’s surrounding area and in the decline of their local economies.
This situation presented planners with the challenge of what to do with the old buildings that
had been left vacant. At the time conservation was seen by many as a luxury and it was only
Justified by the historic or architectural value of the building. However, gradually the economics
of developments were considered more closely. Although in many cases high building costs and
the uncertainty of demand made the conversion scheme an uneconomical solution, in others it
was seen as the only practical option for preventing the decline of an area (URBED, 1981; Eley
and Worthington, 1984; Roger, 1984). Consequently, the idea that the existing building stock is
a resource that has the potential of helping revive the economies of run down areas was
recognized. A report carried out by URBED in 1981 was one of the first to present some
guidelines for carrying out conversion schemes. The study identified two constraints, economic
and regulatory, and it focussed on the former by identifying the factors which affected it as:
location, building configuration and building type.

As a result of social, economic and technological changes, conversion to workplaces, small

firms followed by a variety of workshops were widely carried out.
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Gradually the benefits and opportunities of conversion were identified and accepted. By the
mid 1980s conversions were being carried out for a whole variety of new uses, such as
commercial, retail, leisure and residential. During this time a number of reports dealing with this
subject were published, such as URBED’s 1987 “Re-use of Redundant Buildings” which
promoted the conversion of redundant buildings. The report was a useful guide for those who
were thinking of entering the business of building conversion. It briefly explained the nature and
process of a conversion scheme and illustrated with examples the potential of the activity.

URBED (1987) recognised that some ideas being used in Britain had their origins in the

United States and were classified in four concepts:

1. recycling old industrial buildings as a way of creating space for industry and other uses.

2. the principle of obtaining finance from different sources (for example, using public finance
to lever private investment - the basic principle in Britain’s Urban Development Grant
scheme). The concept of private and public associated investments has been taken up by the
establishment of the development trust.

3. the market concept where a variety of shops and restaurants are located under one roof.

4. having mixed uses in the same building.

By the end of the 1980s a number of conversions of industrial buildings to residential use,
particularly in regeneration areas like the waterside buildings in London’s Docklands, had been
developed. Although London’s Docklands is seen as a market driven redevelopment, albeit at
the government’s behest, and has been subject to much criticism, the conversion of redundant
industrial buildings in this area demonstrated that housing schemes could be developed and sold
effectively in areas once thought only suitable for industrial and commercial use. Old factories
and warehouse buildings in the areas of Wapping, Limehouse and Rotherhithe were converted
to high priced lofts and apartments. Butlers Wharf in Bermondsey, Plantation Wharf in
Battersea, Concordia Wharf and St. Katharine’s Dock were once large neglected industrial areas
that have been redeveloped and regenerated by refurbishment, conversion and new build, to
contain residential, retail and office complexes. These are just a few examples of schemes that
gave experience to development companies in converting buildings originally designed for
different uses. It was these types of conversions that served as the base point for other building
types, likes offices being converted.

In London the conversion of office buildings to residences has been very notable since the
late 1980s. While private developers were concentrating on converting industrial buildings,
housing associations were the first to take on the conversion of office buildings to residential

use (Barlow and Gann, 1993). Office structures from the 1960s were vacant for a number of
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reasons which varied in each case; however the main reason was their location away from the
commercial activity centre and their specific design for a particular tenant. This resulted in a
building becoming un-lettable for future occupiers (RICS, 1998). By the early 1990s the interest
in property conversion for residential use increased as opportunities were identified more easily.
The context which led to this activity is explained thus by Barlow and Gann (1993). Between
1986 and 1992 there was a drop in the property market that led to the recession of the British
economy. This situation was characterized by an oversupply of offices and high vacancy levels,
by falling returns, and rising property and company bankruptcies together with high exposure of
banks to property loans. In addition, the restructuring of the housing system in the late 1980s
had major effects on the demand for housing and on their prices. First, there was a demand for
new affordable housing which was not being met. And second, due to the boom and slump in
house prices in the 1980s, new patterns of housing demand were emerging in the 1990s. People
were seeking accommodation closer to work as transport congestion and costs increased
(Barlow and Gann, 1993).

The initial promotion of converting empty offices was carried out by various organizations,
primarily The Royal Institution of Chartered Surveyors (RICS) and the London Planning
Advisory Committee (LPAC) (Barlow and Gann, 1993). Three reports that elaborated upon the
surrounding factors and potential for converting office space to residential use gave additional
assistance. The first report was the “Home Office Report” elaborated in 1992 by Applied
Property Research (APR); it was the first to look at the possibility and potential of converting
empty office buildings to residential use. The report was carried out to promote the marketing
opportunities for conversions. It examined the amount of office space that was un-let and the
amount likely to be un-lettable in London; the influence of the market which led to that
situation; and calculated how much space could contribute to residences. In addition, the report
showed that similar types of building could potentially be converted to a variety of different
uses, such as flats, hotels, hostels and student accommodation. Finally, it presented the
difference in returns that could be generated if a building was used as residences instead of
offices. The second report “Planning for Chameleons”, only focused on the planning aspects
related to conversions. The third report was “Offices into Flats” published by The Joseph
Rowntree Foundation in 1993. This report identified a number of political, social and economic
forces that were creating new demands on the built environment. The report showed that in the
early 1990s over 15% of United Kingdom offices were empty while at the same time there was
an increase in demand for new housing. The report examined the potential of converting empty
office buildings could have towards contributing to the housing needs. When the report was
published only a few schemes had been developed (9 schemes providing 460 units) and it stated

that only a limited amount of conversion projects would be initiated in the future, for the
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success and failure of a conversion scheme depended on a range of social, technical, economic
and political (STEP) variables. However the potential for conversion was underestimated and in
the following years London experienced a rapid growth of this activity: Shell Downstream,
Elephant and Castle’s Department of Health, Baltimore Court, the former British Gas
Headquarters and many other office buildings were converted to residential use, ranging from
social housing to high cost accommodation. Figure 2.1 below, illustrates and compares the
growth in the number of units created from the conversion of offices in Central London to the
vacant office space available. The fall in office availability and the correlation with the rise in

the number of housing units can be readily seen.
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Fig.2.1. Vacant office space in the City of London and Central London Olffices converted
to Private Housing (City of London, Midtown and West End). Source: RICS, 1998:14

The result of conversion activity over the last 35 years has been that it has expanded from a
simple restoration process as more creative approaches have taken hold. The significance of this
idea has been that there was no longer the need to focus specifically on the architectural or
historic value of buildings, instead focus was brought to the economic, social and environmental
potential the whole existing building stock presented. The interest in only converting individual
buildings like churches, country or town houses extended to the restoration of whole areas
where other types of buildings existed, such as factories, mills, warehouses, market halls.

The development of this activity has led to the recognition that industrial, commercial, public
and institutional buildings can be converted to virtually any type of new use and that the
benefits of re-using buildings have proved important to society as a whole as a means towards

building conservation, urban regeneration and “sustainability”.
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2.4 DEVELOPMENTS IN THE STUDY OF BUILDING CONVERSION

Although building conversion work is currently being carried out from and to a wide variety of
new building uses, it is the conversion to residential use which has been the focus of the
government and other organisations over the past decade. After the potential of office
conversions was identified, several other studies in this area were carried out. These mainly
focused on two aspects: first, the capacity for accommodating residential units in London and
second, the identification of factors which influence conversion activity.

The first capacity study was produced by London Property Research (LPR) on behalf of
LPAC in October 1996, in which two aspects were examined. First, the potential of converting
surplus office space to housing and other uses; and second, the extent to which office land and
buildings could increase London’s housing capacity.

In 1998 the University of Westminster produced a report on behalf of the RICS. This report
studied the phenomenon of office conversions to residential use in London and in other cities in
the United Kingdom. The report presented an overview of the development of this activity and
identified the factors that influenced developer’s decisions to convert offices to residential
property, (discussed in section 2.6). In addition, it identified the main problem encountered by
surveyors as the difficulty in deciding between “different uses and market opportunities” (RICS,
1998).

In May 1999, the British Property Federation (BPF) published a report dealing with the
conversion of commercial space to residential use. The study focused on examining the roles of
commercial property owners and developers in the promotion of converting commercial space
to residential use. In particular it focused on the review of possible links between redundancy,
measures of under performance and the potential for conversion schemes. The study identified
some of the barriers faced by developers and owner/investors in the property industry
preventing the conversion of redundant commercial space to residential use. In both cases the
main issue to resolve was the suitability of buildings.

In March 2000 DETR published a report dealing with the process and potential of
conversion and redevelopment contributing to the housing needs. It offers a list of factors,
identified through case studies, which influence conversion. These are related to the processes
and factors at a strategic and local level that drive the changes in cost and value. In particular
the main influence for conversion “is the interaction between the market for other uses and the
market for the type of housing created by the conversion process” (DETR, 2000:32). In addition
the study estimates the potential contribution conversion can make towards meeting housing
needs up to 2016. Through numerous assumptions about the levels of development activity in
the future and two scenarios the study concludes that the conversion activity could contribute

approximately 5,600-9,500 households annually between 1999-2016.
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Work completed at The Bartlett, University College London “Adapting buildings for
changing uses” (Kincaid, 2002) takes a different perspective of adapting and re-using buildings.
In this case the work does not focus on conversion to residential use, but is an important
contribution to the area of re-use. The research points out the basic decision options for adapting
and re-using buildings (demolish, strip out and maintain building shell, maintain building in
vacant state, part demolish and adapt, modify, refurbish and adapt, part extend, let all or part,
sell), decision criteria (robustness, risk, cost and value), and develops a computer based decision
framework from which the change of use possibilities can be explored. Nutt (1997) speculates
on the implications for future development in terms of design, flexibility, planning, management
among others and argues for a dynamic (supply/demand) briefing framework to meet the
changing requirements of clients and end users.

Today, the view of conversion, particularly to residential use, has once more evolved to take
into account the sustainability issue, discussed further in section 2.6.1. In regard to construction,
sustainability has been encouraged since 1998 by the Department of the Environment and the
Regions (at the time of writing DTLR) through the “Opportunities for Change” report (DETR,
1998). The report considers sustainable development and its relation to construction with four
main aims (DETR, 1998):

1. social progress, recognising the needs of everyone;
effective protection of the environment;

prudent use of natural resources;

Sl

maintenance of high and stable levels of economic growth and employment.

In reference to sustainable construction, rehabilitation of the existing building stock is one of
many aspects which contributes to the sustainability issue. This is confirmed by DETR’s (1998)
statement: “it may be more sustainable, in environmental social and economic terms, to make
better use of what we already have, by rehabilitation and refurbishment rather than building
anew. The creation of sustainable communities, and vital and viable town centres, can be
assisted by the conversion of property...”

The current concern with the improvement of the quality of towns and cities, and with the
provision of 4 million additional households in the next 25 years has been the starting point for
the Urban Task Force report, which among other issues highlights the importance of recycling
land and buildings as a measure for achieving “an urban renaissance”. The importance of this

measure is noted by the “urban fact-file” contained in the report where four points stand out:
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e Urban areas in England account for 90% of population, 91% of economic output and 89% of
jobs.

e An estimated 3.8 million additional households will exist between 1996 and 2021; a 19%
increase. And 600,000 new households are projected for London.

e More than 90% of urban buildings and infrastructure that will exist in 30 years time has
already been built.

e Approximately 1.3 million residential and commercial buildings are currently empty.

All previously mentioned studies and reports deal with the specifics of either potential for
accommodating residential units or identification of factors which influence the decision to
convert. The majority of recent publications covering this subject present it in the form of before
and after case examples with the repetition of aspects to be aware of when taking on a project of
this nature. Latham (2000), Stratton (2000) and Highfield (2000) are examples of this, while
Douglas (2002) although covers the fundamentals of building adaptation, it focuses mainly on
the technological issues.

It is evident that once the potential of building conversion was grasped, studies focused on
capacity estimations for accommodating residential units, followed by the identification of
issues which can limit developers and/or owners decision to take on a conversion scheme. The
development of a decision framework from which the possibilities of change of use can be
identified and explored is a step forward in the study of this subject matter. Furthermore, the
government’s position for achieving housing targets, improving the quality of urban areas,
promoting brownfield development and encouraging a better understanding of refurbishment

processes, could potentially promote conversion as an even more viable business option.

2.5 THE PROCESS OF CONVERTING BUILDINGS

The activity of converting buildings is basically an exercise in property development. Property
development is a process that involves carrying out work for changing or intensifying the use of
land to produce and /or alter buildings for occupation (Cadman and Topping, 1995). It is a
complicated process as it involves the input of many tasks, skills and resources all of which are
required at different times and developed by different actors. Like any other property
development, the conversion process must be seen in an economic context. The demand of a
user for a particular space in a building in a particular location is a reflection of the changes that
occur in this context. The economic context is important to consider for it helps to determine the
market for individual schemes and in a general way the influence of the market’s condition on
the decisions of financiers, occupiers and developers (Cadman and Topping, 1995; Shutt, 1995).

This issue is discussed further in section 2.6. The following subsections focus on the process of
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property conversion. The subject is presented by describing the basic requirements for a
conversion project, the main stages in a conversion process and the actors involved in the
process. Even though the complexity of a conversion process lies in the fact that it is influenced
by a number of interrelated variables, it is well recognized that even in ordinary property
developments there are basic factors that are more important than others. A well located site
purchased at the right price, obtaining correct financing and experience in carrying out the
development are four basic elements to a successful development (URBED, 1987). However it
is useful to consider the estate agents’ rule of thumb: “there are only three things that matter in

property: location, location, location.” This aspect is discussed further in section 2.6.4.

2.5.1 The Basic Requirements

Three basic requirements for a conversion project were identified by URBED (1987), which still
stand true today; these are an appropriate development approach, a driver and a suitable
building.

The appropriate development approach refers to the way or style in which the development
will be taken forward. This could be carried out through a conventional/institutional or
entrepreneurial approach. Both follow similar steps however, with a conventional/institutional
approach the end product (the building) will be bought as an investment by a financial
institution. The financial institution will require the product to meet with certain criteria in
regards to its location, construction methods and flexibility (for use by a variety of users), as the
investment must have the potential of being marketable in the future. The developer, is therefore
obliged to produce the right product at the right time and place, efficiently, and within budget
and programme. The developer focuses on getting all the resources together, detailing the
scheme, establishing working relations so that once the development starts it can potentially be
carried out quickly. The tasks required in a conventional/institutional approach are (URBED,
1987; HMSO, 1975:49):

1. perception and estimation of demand for new buildings;
identification and securing of sites;

design of scheme;

finance arrangements;

design and construction management;

letting of completed building;

U o

disposal of property as an investment.
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This approach is described in detail in “The Pilcher Report” (HMSO, 1975). It has tended to
be used for new build projects, but several conversion schemes have found this approach to be
appropriate. For example, housing associations have carried out conversions this way.

The entrepreneurial approach is carried out when the developer does not intend to sell or if
an institution does not intend to buy the end product. The focus in this case is on the potential of
success of the new use. In this sense it is like setting up and running a business. The developer
therefore needs to be clear about the objectives, consider the risks involved and be flexible over
how the objectives are to be met. The new use of the development needs to be in accordance
with the demand for new space and the developer must look at novel ways of creating and
maintaining adequate return on the investment. In London this has been the typical approach for
conversion developments over the past decade. This study looks at conversion schemes
developed through this type of approach.

A driver refers to the individual or group who carries out the vision and concept of the
conversion, from beginning to completion. The driver is therefore the figurehead of the
development, the one who is committed to the overall success of the conversion scheme. The
skills of a driver include: ability to assemble actors into a team either temporarily or
permanently; ability to divide the scheme into parallel projects; and pass responsibilities
sequentially from one actor to another (URBED, 1987). The driver can be public, including
local authorities; or private, including property development companies and other institutions.

A suitable building is considered to be as important as the location factor in property
development. The main factors which need to be considered are location, form and physical
condition. These are three basic characteristics, but there are still other factors that must be
taken into account. Location not only refers to a part of a country or neighbourhood, but also to
the attractiveness of the area to different uses. Issues like access, proximity to amenities and
transportation must be considered. Buildings which are located far from an activity area are
difficult to re-use, unless the new use serves to attract the users. The form of the building is
important because it is the shape and size of the building which will determine how much of the
building can be re-used and the potential amount of returns. It also determines the ease or
difficulty with which the building can be matched to the new use. Issues like natural lighting,
ventilation, means of escape, are to be considered for they must be provided without extreme
and expensive modifications to the building. The principal physical building considerations are
the depth, floor to ceiling heights and window location. The condition of the building is also
very important for in most cases the highest costs are for the renovation of a building and not
necessarily for the conversion. The aspects that must be taken into consideration are the
condition of the structure, the technical requirements of new services, the type of building

materials and the condition of the roof, floors and walls. The condition of the building will
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generally depend on the time it has been left vacant without maintenance. These issues of

location, form, physical conditions and others are discussed further in section 2.6.4.

2.5.2 The stages in a conversion process

Once the main requirements are grasped consideration must be given to how to take the
conversion project forward. In this instance the development process in a building conversion
project differs from the development process for new build, most obviously because the end
product, the building, exists throughout the conversion process. On account of this the financial
appraisal and technical evaluations increase in importance and the strategic decisions are most
often taken with limited time and information (Eley and Worthington, 1984; Douglas, 2002).
Hence the process is more complex and key issues like the building’s location, condition,
potential uses, possible technical, economic, planning, managerial constraints, type of work
required, viability of the scheme and so forth need to be considered initially and throughout its
development, for changes may occur.

The process for conversion can be viewed from a refurbishment perspective, where a number
of required stages and tasks need to be carried out by a variety of actors at particular points

during the process. The main stages, explained below, are:

. identification

. feasibility

. definition

. implementation

. operation

AN L AW~

. marketing

1. There are two starting points for a conversion project. First, there can be a building looking
for occupiers or second, users looking for a building. In the former the purpose can be for
conservation reasons, to obtain a return on the investment or to prevent the building and/or
surrounding area from deterioration. In the latter case an individual or group look for a building
to promote a new activity, be it commercial, retail or residential. Independent of the starting
point the aspects that affect the decision for the new use are: that the characteristics of the
building are compatible with the new use; that the new use is in accordance to the local planning
authorities’ objectives; that the local community benefits from the new use; that there is demand

for new use and the location’s characteristics are adequate for the new use.

2. During the feasibility stage an appraisal of the proposed scheme is conducted in order to give
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an understanding of the advantages and disadvantages of the proposals. At this stage an
evaluation of the market condition and a financial appraisal of the proposal are conducted. The

feasibility study will determine whether the scheme is economically viable or not.

3. The definition stage is where the external resources required to carry out the conversion are
obtained. These include the professional team (architects, surveyors, engineers, project

managers, solicitors), planning permission and the financial resources.

4. The implementation stage is where the building work is carried out. A detailed design is
produced and priced, and a procurement method and contractor selected. At this stage
unexpected circumstances related to the building can arise, therefore the role of the project
manager is most important for he/she needs to be efficient and capable of dealing with the

problems.

5. The operation stage considers the continuous management and maintenance of the
development. It is where the project’s development is reviewed and any “snags” that arise are

repaired.

6. The marketing stage is where the success or failure of the scheme comes to light. It is where

the potential benefits of the scheme are communicated to the potential end users.
The tasks in table 2.1, overleaf (CIRIA, 1994), are allocated to managers, the principle
decision taker and project team members. More detailed lists are given by Eley and

Worthington (1984), and Green and Foley (1986).

URBED (1987) point to four important stages and success factors in a conversion process,

these are:
Stage Success Factors
Incubation: Uses match the building, viable and exciting scheme and support from local

authority

Negotiation:  Good property terms, flexible finance package, sound professional team and
reliable contractor

Construction: Efficient project management, flexible when necessary

Management: Communication of excitement, committed to success
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STAGES IN A CONVERSION PROCESS

1. Identification

Clarification of the need/understand demand
Identification and preliminary rating of clients
objectives

Allocation of main type of solutions
Preliminary global estimates of cost
Preliminary global estimate of revenue from
renewed asset

Assessment of source of funding

Assessment of taxation implications
Preliminary investment viability analysis

Short list type of solutions

Comparative appraisal estimate of time and
cost for each alternative solution

Review investment viability analysis for each
alternative solution

2. Feasibility

Preliminary examination: surveys, costing,
existing drawings

Review safety, environment, operation and
other assessments for each operation

Choose scheme for further development
Consult planning and other local authorities

3. Definition

Find appropriate professionals

Site investigation and data search
Development of conceptual design

Obtain planning permission/submission and
approval of applications

Prepare proposals for methods of construction
Review investment viability analysis

4. Implementation

Detailed design

More detailed site inspection, structural survey
and record search

Develop detailed design

Apply for building control and any remaining
planning and other statutory approvals

Contract packages

Procurement/tendering

Tender analysis

Award of contracts

Procurement and construction

Site construction

Management of building work/installation of
equipment, quality control

Management and administration of contracts
Management of site discoveries and design
variations

Commissioning

Engineering and performance test

Acceptance and take over of renewed asset
Provision of as built drawings and maintenance
manual

5. Operation

Organise continuing management/training of
operating and maintenance personnel
Rectification of defects

Project review/ data used in future project
appraisal

6. Marketing

Market the scheme/ attract new users, create
atmosphere of success.

Table 2.1. Stages and some tasks in a conversion process. Source: CIRIA, 1994:75

In this instance, the process stages and tasks were presented linearly giving the impression of
a sequential process contextually isolated, but this is not how the process develops in a real life
context. The process is iterative, dynamic, involving many more tasks, issues, and variables
which are interrelated. Attempts have been made to represent the development process
contextually. Although it is not the focus of this thesis it is important to be aware of models
used to understand the development and construction process, table 2.2 provides a brief
overview of development models, while table 2.3 presents work on construction process
models, used to aid actors and other interested parties in the understanding and development of

the process.
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Table 2.2 Overview of development process models

Author Description

Fisher (1966) ref. in | Conceives the process as a set of decision chains

Drewett (1973)

Barrett et al. (1978) Presents an event based model of the development process

Gore and Nicholson Present an event based model of the public sector development

(1985) process

Ambrose (1986) Presents and agency based model

Healey (1991) Identifies four types of development process models: equilibrium
models, event sequence models, agency models and structure models

Healey (1992) Presents an institutional model (events and agents) of the
development process

Table 2.3 Overview of construction process frameworks and models

Author Description
RIBA (1973) RIBA plan of work in the UK protocol specifies phases in a
construction process
Syal (1992) Construction Project Planning (CPP) Model is a framework for
accurate construction planning
Walker (1996) Construction process model based on a systems approach
Cooper et al. (1998) Development of a Generic Design and Construction Process Protocol

These studies are useful in providing a general understanding of the development process.
The prescriptive models only focus on the construction process from a new build perspective,
and so for refurbishment or conversion activity they are of limited -but useful nonetheless-
application. Kurul’s (forthcoming) study of understanding the process of re-using listed building
through a mapping approach to suggest ways of improving its performance, is a step forward for
the area of re-use. For this study the process is considered to be a series of steps or activities
towards achieving a particular end (Pearsall, 1999). The study is less interested in the formal
representation of the process as a model for prescriptive purposes and more interested in the
elements that make the process dynamic, that is, the interaction and inter-relation between the
actors, activities, key issues (social, technical, economic, political, environmental, location), the
process of communication, decision taking, behaviour and management which affect the
development of a project. The study will be observing a system, a complex whole, a set of

things working together as an interconnecting network (Pearsall, 1999).

2.5.3 The actors in a conversion process

As mentioned earlier the stages in a conversion comprise many tasks and a variety of actors to
carry them out at particular times during the process. Each actor performs a specific task within

the process and each one may have different perspectives, objectives and expectations. This is
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one of the reasons why the decision making process in a conversion scheme can be complex.

The list of actors which can be involved is taken from Cadman and Topping (1995):

e Developers. Their aim is to make a profit from the development. They are involved to
varying degrees from the start to the finish of the scheme. They can also act as investors,
building professionals or agents.

e Planners. Approve or reject a development plan in accordance with policy and ensure that
the development meets with all legal requirements.

o Financier. The source of financial support required to develop the scheme. The investment
capital can be obtained from the developer’s own resources or that of a partner or from a
financial institution (banks or building societies).

e Building contractors and professional team. Building contractors carry out specialist activity
within the construction process; they are the ones that construct the scheme. The professional
team is employed by developers with the objective of carrying out the necessary tasks to
bring the project to construction phase and to advise during the development process. The
professional team may include planning and economic consultants, architects, quantity
surveyors, engineers, project managers, solicitors and accountants.

e Agents. Can serve as advisors to the developer with regard to the local market conditions for
a particular space, can aid in developing a marketing strategy and/or serve as the connection
between the potential user and the developer.

e QOccupiers. The end user of the product. Their demand for accommodation activates the

development process and influences land and rent prices to which developers respond.

These are the main actors that can be involved in a conversion process, however other
organisations with particular interest in the proposed development may need to be involved as
well, such as English Heritage, Port Authorities, English Partnerships, the Council of British
Archaeology among others. The level of involvement of each actor and the nature of interaction
will depend on the appointment and contractual arrangements; as well as personality,
behavioural and managerial characteristics. Figure 2.2 based on a generic speculative approach,

locates the main actors within the main stages of the conversion process.
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Fig.2.2 Involvement of actors in a conversion process

2.6 THE FACTORS THAT INFLUENCE BUILDING CONVERSION ACTIVITY

2.6.1 The Changing Context

The 20™ —21% century has been characterised by the rate at which changes and development
have been taking place. Changes have been influenced mainly by new technological
developments, the acknowledgement of the importance of ecological awareness and social
shifts. The effect these changes have made have influenced the way we see and use the built
environment.

Castells (2000) considers that we have moved from an industrial era to an information era,
where the majority of people work to make, transmit, manipulate and exchange information.
New technological developments, such as information technology (IT), have allowed for
communication to be made easier and faster; it has allowed for greater flexibility in terms of
location for some office functions and employment arrangements; it has influenced the way in
which business is conducted, organisations structured, working practices organised as well as
changed the requirements for office, retail and leisure spaces (Nutt, 1996; Douglas, 2002). Hall
(1999) reinforces this view, but considers that IT “will not drive, indeed has never driven, in any
simple or deterministic way: new technology shapes new opportunities, to create new industries
and transforms old ones, to present new ways of organising firms or entire societies, to
transform the potential of living; but it does not compel these changes...” (Hall, 1999:943). In
other words, it is what we do with knowledge and information, its application, which will be the
driver. While there is much to be said on this subject the point is that new technologies have
influenced the built environment in more ways than one (look at Graham and Marvin, 1996). In

the construction sector for example, technological developments have allowed the use of
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automated building techniques and prefabrication. There is plenty of literature that explains the
effects of technology, specifically IT, on particular aspects of life, such as Breheny’s (1999)
study on the effects of IT on working practices, DTZ (1999) research on the effects of electronic
business on real estate, Schiller’s (2001) chapter on the effects of IT on retail home shopping
and problems of location and delivery; but without a doubt Hall and Castells (1994), Hall (1999)
and Castells (2000) provide the best discourse on the effects new technology has had and has on
society in terms of its culture, economy and urban order.

Emphasis on the importance of sustainable and environmentally friendly developments
emerged in the 1970s from awareness of the pressure being put on the environment and
resources by the combined effect of population growth and urbanisation (Rogers, 1995). The
issue of sustainable development gained presence in 1974 with the United Nations Conference
on the Human Environment in Stockholm, but is was not until 1987 when the concept of
sustainable development got onto the international agenda. The importance of sustainability was
stressed by the Brundtland Commission (1987) as development that satisfies the requirements of
today without diminishing the ability of future generations to meet their own needs. This
standpoint has encouraged the national government to put efforts towards sustainability. In the
UK, sustainable development in relation to construction aims to respond to social needs, such as
provision of houses, health, education, work and leisure facilities; and to reduce consumption
and increase the re-use and recycling of materials. This is to be achieved through the integrated
participation of all the construction industry sectors. Sustainable construction brings attention to
the implications of environmental change on the design and management of existing and future
buildings and infrastructure. It aims to understand the construction process decision making
which can have a profound effect on sustainability. Sustainable construction focuses on
minimising construction waste and pollution; energy efficiency in buildings; improved water
management and rehabilitation of existing building stock. Although there is still a lot to be done
in regard to this issue, it is gradually being addressed and implemented through policy,
innovation and creativity.

Climate change has also had a significant effect on buildings in recent years and will most
probably continue (Graves and Phillipson, 2000). In 1990 storms caused approximately £3
billion in damage and in 2000 repair costs for flooding and storm damage were estimated at £1
billion (Douglas, 2002).

Social changes have been reflected in changes in life patterns and new choices in lifestyle.
Since 1900 average life expectancy has doubled' and working hours have decreased by half: this

means people are dedicating more time to leisure, cultural and educational activities (UTF,

! This is due to lower death rates at birth, overall length of life remains unchanged.
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1999). Population movement has also had a significant impact on urban areas. Although
population has stayed relatively stable during most of the 20™ century, there has been a loss of
population from larger urban settlements through migration to suburbs or smaller towns
encouraged by economic and housing policies. At the same time there has been an influx to
urban centres from ethnic minority groups. It has only been during the last few years that
population in urban centres has increased. This has been due to international migration,
migration from northern cities and through urban regeneration projects which have brought back
confidence in the property market in some areas (UTF, 1999). The increase in one person
households from 17% in 1971 to 27% in 1996 out of which 59% were aged over 60; a decrease
in the proportion of households consisting of married or cohabiting couples with dependant
children from 31% in 1979 to 23% in 1996; an increase in households consisting of a lone
parent with dependant children from 4% in 1979 to 7% in 1996; and an increase in divorce rate,
all indicate a new growing consumer group (ONS, 1996). The “Home Alone Report” (Hooper,
1998) looks at the preferences of this new consumer group, one person households, and makes
recommendations for housing policy and practitioners. Changing lifestyles, household trends
and life expectancy indicate a new set of demands being put on the built environment; the scale
at which the effects of these tendencies are sustained is very important, but it depends largely on
the way housing demands are met.

The growth in economy, linked with globalisation and the process of urbanisation are
important aspects that influence change in developed countries. The interaction of all these
factors can bring about the focus on urban regeneration projects and programmes, of which the
re-use of buildings can form an integral part. In addition, these factors can also influence the
decision of owners to improve their property holdings. The re-use and conversion of buildings is

a response to the changes in both supply and demand for property.

2.6.2 The supply and demand for residential space

The changing context has influenced the supply and demand for space, in particular the demand
and need for residential space. In 1997 the DETR projected that there would a be strong demand
for additional new housing in London and the South East, with relatively low demand in regions
such as the North West and the North East. Household projections estimated that 3.8 million
additional households would be needed between 1996 and 2021, with 600,000 in London alone.
The projections in 2000 estimated that 4.3 additional new households were needed between
1996-2021, 750,000 in the South East and 700,000 in London (Holmas et al., 2000); while
currently in the North East of England one in five homes (210,000) is at risk of being abandoned

or affected by a high turnover of tenants moving in and out (Weaver, 2002).
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At the time of writing, the current trend in the country’s housing market was one of
sustained house price inflation, with prices up nearly 21% on an annualised basis since July
2001, which made the past year (to July 2002) the strongest in price growth since 1989
(Nationwide, 2002). Between January 2002 and July 2002 the price of an average UK property
rose 11% (£12,063), with an average house now costing £109,667 (BBC, 2002) (Fig.2 3). The
strong performance was not only experienced in London and the South East, but in all regions

except Scotland and Northern Ireland.
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Fig.2.3 Average house prices January 1995-July 2002. Source: Nationwide Summer2002
Review

Although house price inflation is largely influenced by the housing market in London, lack
of proper supply, low interest rates and rapid income growth among others; East Anglia saw
prices rise by 23.3% during July 2001-2002 making it the fastest growing region (Nationwide,
2002). And while London’s prices grew 14.8%, down in the growth league, prices have more
than doubled in the last five years. Despite the growth in most of the regions, prices are so much
higher in the South that the North/ South divide has continued to widen. To illustrate, prices in
the North would need to increase 194% to eliminate the price differential. In London, Boroughs
such as Harrow, Harringay, Ealing and the City of London saw the highest rises, averaging 3%
in the second quarter of 2002. Activity levels have also increased, house sales increased by 16%
compared with the first quarter of 2001 and remortgaging increased around 30% for the same
period.

The demand and the need (affordable housing) (Holmas, 2001) for residential space must be
met with a proper supply. It is suggested (UTF, 1999; Hooper, 1998; Holmas, 2001) that the
supply could come from the development of urban greenfield or brownfield sites. Greenfield
sites are increasingly being seen as resources that should be protected and as a result, the
development for housing has been pushed to other categories such as brownfield sites. However
in 1998, estimates indicated that 23% of the projected needed households for 2021 had already
been built, granted planning permission or had been allocated for residential development on
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greenfield sites. According to the “Urban Task Force Report” (1999), and as was pointed out
earlier, more than 90% of urban buildings and infrastructure that will exist in the next 28 years
has already been built and approximately 1.3 million residential and commercial buildings are
empty. This situation has led the government to highlight the potential of developing housing on
brownfield sites, as indicated through its most recent report, “Building Conversion; Processes
and Potential” (2000). The government estimates that 2.3 million extra households could be
accommodated on previously developed sites, derelict land, vacant land and buildings (UTF,
1999).

The response of government and other organisations, BPF and RICS, to the changes in the
supply and demand of property has been to bring more focus towards the improvement and
management of the existing building stock. And conversion has and still is seen as an important
balancing tool between this axis, as showed by Nutt’s (1996) study.

In May 2002 the Government announced that the 60% national target of building new
housing on brownfield sites by 2008 had been achieved, however, there was the
acknowledgment that tougher targets needed to be set as “there are still hundreds of thousands
of empty and abandoned homes, vast acreages of derelict and contaminated land” (DTLR,
2002). And although there is still much that local authorities can do to promote the reuse of land
and buildings for housing, house building activity still needs to increase to meet housing
demands. Demand for new homes has helped boost construction, as the Chartered Institute of
Purchasing and Supply construction purchasing manager’s index showed: the activity in the
sector rose to 56.6, the strongest reading since July 2001. However, the decline in public house
building over the past 20 years, and the downfall of Parker Morris house standards has had a
significant impact on the supply of housing. This has resulted in a lack of appropriate housing in
many areas in the UK, London and the South East for example. The fact remains that house
building completion during the past 18 months (until May 2002) has been the lowest in any
peace time year since 1924 (NAEA, 2002).

The aspect of housing land supply and house prices form a dynamic relation and are also
affected by location and planning aspects among others (see section 2.6.4). Several studies
(Monk, 1991; Gerald Eve, 1992; Mean, 1997) have been carried out to study the relationship
between land supply and house prices. Gerald Eve (1992) for example, investigated the extent to
which land supply and the planning system have affected house prices since the 1970s. The
study concludes that house prices are not only determined by demand. Land supply responds to
market pressures and in turn affect housing supply and house prices. Land supply is constrained
by the operation of the planning system and house prices are increased as a consequence.
Monk’s (1991) study supports this view. While Mean (1997) looked at the ripple effect of house

prices.
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In essence the demand and need for housing, and the supply of vacant/under utilised
buildings and land has resulted in the focus on the re-use of buildings and continues to be
encouraged by government and other organizations as a way of promoting sustainable
communities and developments. However, the promotion and development of this activity must

be seen against a wider background, that of the property market and the state of the building.

2.6.3 The market related to space

The market related to space is influenced by external factors that can cause shifts in the balance
of the supply and demand of space in buildings. They can either be acting on their own or in
combination and are forces for which we have little or no control over (Boom and Robertson,

1990). According to Boom and Robertson (1990) and RICS (1998) these can be the following:

a) Growth and decline in the economy. The level of economic activity affects the demand for
space in buildings. A favourable economic climate (low interest rates, low inflation, high level
of employment and growing GDP) results in the government increasing its public expenditure
on construction activities (HMSO, 1975; Boom & Robertson, 1990; RICS, 1998; Douglas,
2002). On the other hand, in a recession period the opposite occurs; there is a need for
conservation of resources which means growth in refurbishment and conversion activities

(Egbu, 1994).

b) Industrial shifts/labour market change. Changes in the relative importance in a type of
industry over time affect the demand for various types of buildings. For example, in London the
increase of professional and managerial employment and a decrease in the number of skilled
manual jobs led to industrial buildings becoming redundant and an increase in office space
demand which led to changes in the social structure of some London boroughs during the 1980s
(Boom and Robertson, 1990; RICS, 1998).

¢) Demographic shifts. Increases in population tends to mean an increase in demand for space,
and the opposite when there is a decrease in population. In London some boroughs have been
observing that more young adults are moving to inner London which means an increase in
demand for residential accommodation. There is also a trend of the falling size of the average
household (mentioned in section 2.6.2.) which is related to an increase in one person households
and an increase in the divorce rate (Boom and Robertson, 1990; Champion, 1989; Champion
1994; RICS, 1998; Schiller, 2001).

d) Urban decay. As a result of a restructuring in the economy, there can be a decline in old
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forms of manufacturing activity, which can and has led to the redundancy of industrial
buildings. The result of many buildings being under-utilized is that their surrounding areas can
become run down and consequently present social problems, such as vandalism or crime. This

affects the demand for space in that particular area (Boom and Robertson, 1990).

e) Changing level of building development. Commercial building development typically goes
through cyclical “boom™ or “bust” periods that vary in intensity. The “boom” phase tends to
result in an oversupply of space; this in turn is followed by a “bust” phase while the excess
supply is consumed. At the end of the “bust” phase an under supply of space usually exists

(RICS, 1998).

) Social Factors. These are factors that are important but cannot be judged or quantified simply
for example, the desire for clean air and water and the concern with the overall environment.
These factors are influenced by changes in values, attitudes and lifestyles. For instance, during
the 1960s and 1970s the increased awareness of the importance of the built environment as a
resource and the significance of the relationship of a building with its community led to the
preservationist movement. English Heritage has contributed by pushing for conversion of
buildings instead of their demolition (HMSO, 1993). In addition, according to the Town and
Planning Act 1990, the Department of the Environment is allowed to put buildings which have
an architectural or historical value on lists: these listed buildings are protected from demolition
or intensive alteration work so that they can be preserved as part of the country’s architectural
heritage (Highfield, 1987, 2000). Society has learned that buildings are resources and as such
should be conserved and maintained. When conversion activity was just starting social issues
were more widely considered, but today with a substantial experience in conversion activity,
and as the community has experienced the benefits in urban regeneration, these issues are less

limiting (Cantacuzino,1989; Cunnington,1988; Shopsin,1986).

8 Changing consumer attitudes/changing level of demand for housing. The increase in the
amount of remortgaging activity; an increase in internal migration; an increased interest in
living in the city centre of London; and the changes in lifestyle and spatial preferences of one
person households have increased the demand for residential space (RICS, 1998; Schiller,
2001).

h) Changed legislation on letting. Short-hold tenancies have given landlords the opportunity to
acquire property with little difficulty. It has permitted investors to obtain property and get a
return on their investment should they decide not to occupy it (RICS,1998). Buy to let activity
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has been on an increase, while there is high demand, supply remains low. This has meant that

house prices have gone up and rents down.

i) Overseas investors. The preference from oversea investors in the London property market has

influenced the rise in prices in some areas. For example Kensington and Chelsea (RICS, 1998).

J) Demand for existing or other potential uses. The demand for convertible spaces from existing
or alternative uses or for redevelopment may affect the decision to convert. If there is a decrease
in poor quality space that can de converted, then potential occupiers would have to pay higher
prices, which means that refurbishment becomes more viable. Therefore the prices of converted

flats must be competitive with new build (RICS,1998).

These are just a few macro factors that can affect the market for residential space and the
conversion market. They are external uncontrollable influences which can have a significant
effect on the owner/developers perception towards conversion activity in a specific area, and on

local and regional policy development as well.

2.6.4 The state of the existing building

The state of the building can be influenced by several issues which affect individual buildings in
various ways. The issues are briefly explained here, but are discussed further by Markus (1979),
Marsh (1983), Barlow and Gann (1993), Highfield (1987), Cadman and Topping (1995), RICS
(1998), DETR (2000) and Latham (2000).

a) Location. The demand for space for a specific use, be it for office, commercial, residential or
industrial, is determined by this key factor (see section 2.6.2). The location of a building can
increase the prestige of a building due to the quality of redevelopment work or decrease in
significance due to the effects of urban decay. The location can influence the revenue that can
be obtained from the conversion project. It also determines the cost of the site which in turn
affects the overall cost of the conversion scheme (RICS, 1998; Boom and Robertson, 1990;
Highfield, 1987, 2000). The issues which are generally considered are closeness to amenities,
transport links, access, perception of safety and quality of other services. So the location factor
has both an economic and social value.

Schiller (2001), although dealing with commercial property, points out that there are two
forces at work which influence the dynamics of property location: the desire to cluster and the
desire to disperse. And three factors which determine how the two forces affect what actually

appears on the ground: density, value and access. Density refers to the building height, the

Building Conversion: trends, approaches and process 48



number of floors and the proportion of site that is covered by the building. Value is
representative of the location forces, it is a measure of the competitive demand for land. Access
can be considered the urban arteries which make possible the location process work.

In relation to residential property location, Schiller (2001) makes the point that there is a
conflict between the desire for space and the need for job and service access. This results in
trade offs being made between space and accessibility. The increase in personal mobility, car
ownership, home telephone and developments in IT have influenced the move towards
dispersed low density location. In terms of land use in a city context, residential use has to
compete with other uses which can have more financial strength. This has influenced the move
towards high density residential developments on high value land, which in turn can achieve
very high prices. Cultural differences however are more evident in small towns and cities, where

very few towns outside London have high income housing in their central areas (Schiller, 2001).

b) Political Statutory Factors. As with any new construction work, the conversion of a building
must also comply with legal and legislative requirements which can have an effect on the cost

and viability of the project. The statutory requirements which affect the re-use of buildings are:

e The Town and Country Planning Act 1990.

¢ The Town and Country Planning Use Class Order 1987 (UCO)

e The Town and Country Planning General Permitted Development Order 1995 (GPDO)
e CDM regulations

In brief, planning permission is not required for a change of use of a building, provided the
old and new use fall under the same use class order, as defined in the Town and Country
Planning (Use Class) Order 1987. However, if building operations (demolition, rebuilding,
structural alteration or additions) are required which materially affect the exterior of the
building and are not classed as “permitted development™, then planning permission will be
required. Planning permission will be required where a material change’ of use is made to a

building.

? maintenance, improvement or other alteration work which affects only the interior of a building, or
which does not materially affect its exterior; enlargement of industrial buildings by up to 20% of the
original cubic content, provided the floor area does not exceed 750 square metres, and the height of the
original building is not exceeded.

3 A material change in use is when the new use is substantially different in character to the old use
(Hope, 1992).
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Under section 53 of the Town and Country Planning Act 1990, applications can be made to
the local planning authority to see whether the scheme has the potential for development and if
planning permission is required (in regard to the provisions of the GPDO).

Section I of the Planning Act 1990 requires the Secretary of State for the Environment to
compile lists of buildings of special architectural or historic interest concerning listed buildings
and conservation areas.

Section 72 of the Act is concerned with preserving or enhancing. With this in mind local
authorities can put constraints on the proposed developments on buildings in the conservation
area whether or not they are listed. Any alteration to a building which detracts from the
character or appearance of the area will not be permitted.

The regulations in addition contain the detailed requirements with regard to listed buildings.
Comprehensive guidance is given in the DoE’s Planning and the Historic Environment (PPG
15) 1994. In the majority of cases it is possible to execute sensible rehabilitation or alteration
work, as long as the features for which the building was listed are maintained. The extent of the
alteration work will depend on the grade of the building. Grade I buildings represent 2% of the
total, they are considered of “exceptional” and “national” interest and have both interior and
exterior characteristics worth retaining; therefore alteration would be very limited (Highfield,
2000). The majority (96%) of listed buildings are Grade II; these have external features that are
worth retaining, its street fagcade for example. In this case the whole interior can be replaced
with new structure, leaving only the fagade for which it was listed (Highfield, 2000); although
listed building consent is needed. Grade II* important buildings with more than special

interests.

¢ Building Regulations

The change of use must comply with Schedule 1, which contains the main technical
requirements of the Regulations*: A. Structure; B. Fire; C. Site preparation and resistance to
moisture; D. Toxic substances; E. Resistance to the passage of sound; F. Ventilation; G.
Hygiene; H. Drainage and waste disposal; J. Heat producing appliances; K. Stairways, ramps
and guards; L. Conservation of fuel and power; M. Disabled Access; N. Glazing safety. In the
case of change of use as defined in Regulation 5 when the building is used for the purpose of a
dwelling, where previously it was not and where the change of use is carried out to the whole of
the building then the whole of the building must comply with the following requirements: B1
(means of escape); B2 (internal fire spread surfaces); B3 (internal fire spread structure); B4 (2)

4
All of the requirements contained in part A. to L. of Schedule 1 do not apply fully to every building
type.
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(External fire spread roofs); B5 (access etc, for fire services); F1 and F2 (Ventilation); G1 (Food
storage), G2 (Bathrooms), G4 (Sanitary conveniences); H4 (Solid waste storage); J1 to J3 (Heat
producing appliances) and L1 (Conservation of fuel and power).

However, it is possible to obtain relaxation of building regulations requirements. Section 8 of
the Building Act 1984 and Regulation 10 of the Building Regulations 1991 allows local
authorities to dispense with or relax any requirement of the regulations. In the case of
conversion work circumstances can arise when relaxation of certain requirements of the
Regulations can be an advantage for the scheme (Highfield, 1987; Powell-Smith and Billington,
1995; Stephenson, 2000). However, there is a current problem in the lack both of skill and
knowledge from building control personnel to assess adequately, in terms of health and safety,
the solutions presented. While there is also a lack of consistency in their decisions about similar

requirements between different schemes.

¢ The Fire Precautions Act

The Act states that a Fire Certificate issued by the fire authority is required for all premises
covered by the Act. The Act requires reasonable standards on 3 points:

- means of escape and their safe and effective use;

- means of fire fighting;

- means of giving warning in case of fire.

e Party Wall Act 1996

This act is applicable to where work is being proposed to a party or boundary wall. It applies
when there is a need to excavate below the level of adjoining buildings or structure that is
within 6émetres of the boundary; or when there are proposed openings which may affect

neighbouring buildings.

In addition to the compliance with the statutory requirements, certain policies or issues may
influence the level of conversion activity, such as local authority controls and the governments’

position towards VAT.

¢ Local Authority Control: Unitary Development Plan (UDP)

Local authorities approach towards conversions may sometimes limit a development. In a
London context some authorities are gradually willing or encouraging conversion, but there has
been a great deal of consideration to retain and protect employment (B1) space. As a result,
authorities can apply conditions designed to protect certain types of employment use. Despite

these policies, they have not prevented any significant volume of conversion activity in certain
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areas, although in others it appears that the conversion market has been dampened. Other
policies consider the sustainability of the development in its environmental context, for example
issues relating to density, dwelling size, mix of dwelling types, access, parking, lighting and
design. These policies do not seem to be an issue in areas where the market is buoyant, but
where the returns are more balanced these issues could be the ones that influence the decision
not to convert. Other problems that developers face is meeting planning requirements regarding
environmental improvements, affordable housing or listed building control. In some local
authorities a great deal of the built stock is listed or in a conservation area. Islington is one such
area; it is covered by 35 conservation areas, and 4000 listed buildings and structures, which
means a greater chance of listed buildings being converted particularly with the current

property market condition (RICS,1998).

e Value Added Tax (VAT)

Conversion of non residential buildings to housing is zero rated. And VAT for alteration work
on listed buildings can be reclaimed. After being on the governments’ agenda for a couple of
years and under pressure from campaigners, the government’s position on VAT changed from
refurbishment being levelled in full (17.5%) while new build schemes were exempt, to levelling
VAT at 5% for both refurbishment and new build. This is less of an issue where the market is
buoyant, because VAT is included in the final costs; again this can be a balancing issue in

unknown or untested areas.

¢) Technical Factors. All types of buildings considered for conversion require some degree of
physical changes to be made to them to meet with the new use and current standards. The
changes can be relatively minor, such as upgrading the fabric, to major changes, which can
involve structural work, such as insertion of floors or removal of load bearing elements. Partial
demolition has been seen as an important strategy to increase the potential of a conversion
scheme (Kincaid, 2002). Maintenance and repair will also be necessary if the building has been
neglected for a long time. All modifications and improvements must meet with current
regulations and will contribute to establishing the cost of the work (Shopsin, 1986; Highfield,
1987; Douglas, 2001). The consideration of technical aspects of conversion lies in the state or
condition of the building. The type and age of the building determines the ease or difficulty of
the conversion, for some are easier to convert than others. The ease with which these buildings
can be converted depends on the size, height and depth of the building; the physical condition of
the structure, envelope and cladding; the condition of the building services and/or service
installation; the internal space layout, acoustic separation, the existence or inclusion of fire

safety measures and access. These aspects largely determine the feasibility of taking on a
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conversion project, as generally the majority of the costs is absorbed by the necessary
refurbishment work. Although today most technical problems have solutions, their cost must
still be considered for they might affect the financial viability of the project (Barlow and Gann,
1993; RICS,1998). There are several guides available to aid with this issues such as, BRE’s
Good Building Guides (GBG), Good Repair Guides (GRG), Information Paper’s (IP) and
Reports (BR); BRESCU’s Good Practice Guide (GPG) publications relating to energy
efficiency in building and British Standards.

d) Economic Factors. The economic aspect is an important one. Building conversion can
generally costs less than new build because many of the elements of the building already exists.
This was the case in many office conversions of the 1990s, for they were generally in good
condition. But, as mentioned previously, the condition of the building elements and the quantity
of repair and alteration required will influence the cost of the conversion and therefore the
financial viability of the scheme. Douglas (2002) points to a basic rule of thumb, if conversion
costs are more than 2/3 of redevelopment cost one must opt for the latter. In the case where the
costs are to be greater than new build then other factors such as environmental or social benefits
have to considered closely. For instance, the building’s architectural/historic value, its absolute
financial value and the social benefits to the community. In this case financial aid can be
obtained and, this is discussed further in section dI. So the decision to take on a conversion
project revolves around the economic argument. Douglas (2002) mentions three feasibility
factors that need to be considered: Viability (economic feasibility), practicality (physical
feasibility) and utility (functional feasibility). While according to Highfield (1987) the most

important factors that determine the decision to rehabilitate and re-use are:

e The expected profits. These will depend on several factors, such as: the proposed new use,
the location of the building, the “attractiveness” of the surrounding area, its accessibility, the
quality of accommodation and services to be provided, the level of demand for such
accommodation and the availability of similar accommodations in the area.

¢ The estimated cost of the project. This will depend on the proposed new use, the standard of
repairs and improvements considered, the age of the building and the technical issues
(section c) associated with the building.

e The cost of obtaining the site or leasehold. The proper value of the site is determined by the
location of the site, which determines the potential new users of the converted building; the
uses for which planning permission can be obtained; the expected profits that will be gained

from the scheme; and the total cost of the conversion work.
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e The cost of the finance. This will depend on the cost of the work, the duration of the project

and the level of interest rates present at the time.

dl1) Availability of financial aid. When the conversion costs are greater than new build and the
decision to carry on with the conversion is based on a conservation argument for example, then
there is a possibility that financial aid might be obtained. Grants are available from several
sources such as; central government sources (DTLR); local government sources (local
authorities, county or district councils); and private and voluntary sources (Architectural
Heritage Fund, Churches Conservation Trust, English Heritage). When less emphasis is made
on the historic or architectural value of the building and in order to attract the interest of private
investors, government programmes have been implemented. Urban Regional or European
programmes can assist local authorities in regenerating certain inner city areas with problems of
economic decline and physical decay; this is the role of English Partnerships or London
Development Agency for example. Urban development grant schemes give similar assistance to
private companies working with local authorities. Their work involves the conversion of old
redundant buildings to provide housing, employment and other social facilities. Tourist boards
give grants to promote tourism. And the Department of Trade and Industry under the regional
development grant scheme may provide grants which will create employment space
(Cantacuzino, 1989; Cunnington, 1988; Shopsin, 1986; Latham, 2000; Stratton, 2000).

The previous two sections have indicated that the extent to which buildings are converted
and the pace in which this activity is taken on is highly dependant on the level of demand.
While the availability of a particular space, its allocation and its appropriateness and the quality

of the existing building stock are just a few supply aspects that also influence conversion.

2.6.5. Decision and choices

As mentioned throughout section 2.6 a range of social, technological, economic, environmental,
political and location (STEEPL) factors can influence the built environment and therefore
conversion activity. The level of influence of each varies; in combination they can present
opportunities for creating new developments, for improving the surrounding environment,
contributing to the housing shortage, and so on. However, they do not force the activity, rather it
is the amount of information and quality of alternative choices that they bring to the actors
involved; their understanding of issues and decisions made which affect both the initiation and
the development of conversion projects in addition to the supply and demand factors.

Most of the current literature dealing with conversion mention the importance of the decision
making process, but focus on the identification stage only. That is, focus is brought on the

decision of individual owner/developer of whether or not to convert. Six factors have been
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identified by the RICS (1998) to influence such decision:

demand for continued use of space;

the nature of the building stock;

the changing level of demand for housing in a particular location;
the cost of conversion compared to the value of the converted space;

the valued of alternative uses for the building;

A A o e

the effects of local planning policy on the possibility of conversion.

From these six influencing factors one can begin to appreciate their relation with the factors
mentioned in section 2.6.3 and 2.6.4.The decision of whether or not to convert is very important
though not an easy one, and so are the subsequent decisions to be taken in the development of
the conversion project. A decision suggests a choice, and the only reason a choice has to be
taken is because there are several options available. Any decision making implies a process, for
various facts, information and data have to be collected and processed, and finally one option
selected.

A decision process is a series of events and activities where resources are assigned by a
decision maker. The decisions are taken in order to pursue an objective which is expected to be
achieved. The decision maker will make a decision based on a set of values (those aspects that
are important to the individual) which are relevant to that particular decision, such as economic,
social and personal values. A decision maker might use decision analysis (Clemen, 1996), a way
to structure thinking, to see how an action in a decision situation would lead to a result. Dickson
(1995) suggests that the key to a successful analysis of decisions is the decomposition of

problems. A decision may be structured as follows:

a) a problem is recognized and defined,;

b) objectives are established;

c) alternatives are listed,;

d) a means of measuring satisfaction is sought;

¢) ajudgement is taken.

Decision analysis might be used to structure the way of thinking about how an action could
lead to a result. During this process three characteristics can be pointed out: the decision that
needs to me made, the unknown events which can affect the result, and the result. The analysis

can then produce a model, logical/mental or mathematical, where the relationship within and
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between these three characteristics can be identified. This then allows the decision maker to
assess the potential areas of concern that might arise from the action taken (Spradlin, 1997).

A decision situation presents three characteristics; alternatives, uncertainties and outcome.
An alternative is the available course of action; uncertainties are uncontrollable elements; and
outcome, itself uncertain, is the result of the combination of alternatives and uncertainties and is
measured against a scale of the decision maker’s values. A decision situation might also allow
for the decision maker to take on an option, that is, an alternative which permits a future
decision to be taken in the light of new information. While the possible outcomes are considered
the risks, the possibility of unwanted results, are often thought of, though the attitudes towards
risk may vary between decision makers and even for a specific decision maker they may vary
over time and with projects (Spradlin, 1997).

In the refurbishment sector the decision making process is not straight forward, uncertainty
and risk are at the centre of the main actors’ perceptions of the activity. Although these two
areas are of importance for they form the peripheral context of the area of study they are not
within the scope of this thesis, but are touched upon in chapter three. For, as Adams (1995)
pointed out, uncertainty and risk are very complex concepts to define, explore and measure and
so merit a study in themselves.

According to Egbu et al. (1996), there is a lack in knowledge and understanding of
construction refurbishment processes, in particular in the management of these works, which
have implications in decision making and taking. And although there is substantial literature on
general areas of decision making (Jennings, 1998; Kleindorfer, 1993; March, 1994, 1988; Witte,
1972; Simon, 1987) dealing with aspects such as, decision theories, models, process, diagnosis
and context, there is hardly any methodical research on decision making in refurbishment
projects, which are highly relevant to the management side. Egbu’s et al. (1996) comparative
study of the refurbishment and shipbuilding sectors, examines the planning, control and decision
making functions and concludes that the decision making process in the refurbishment sector “is
complex, inter-related and dynamic. It involves more than one decision maker, various
objectives, many tasks in series that depend on prior events in addition to a series of inter-
dependent variables” (Egbu et al., 1996:335). In this study, the identified factors that affected

the perceived effectiveness of decision making were:

o the uncertainty and complexity of the project;
e time and cost limitations; and

o the experience of the decision maker.
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The complexity of a decision making process lies in the uncertainty and in the number of
different issues and sub-issues within a single decision. This means that there is a quantity of
information that has to be considered in order to make a choice and a series of subsequent ones,
which will lead to the achieved desired objective. Hence, in a conversion process decision
makers have to consider a number of STEEPL factors that could potentially threaten or benefit a
scheme. The effects of surrounding influences related to the state of the market for space and
the state of the building change through time and at different rates, resulting in their
understanding and considerations as complex. This is one of the reasons why the conversion
activity is typically approached in an ad-hoc manner. From this standpoint a better
understanding of how decisions are taken during the process development is important if we are
to make recommendations on how to improve it. Figure 2.4 illustrates one of many possible
ways actors can interact in a project, the influencing STEEPL factors delimited by a decision

boundary.
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Fig. 2.4 Actor/STEEPL factor interaction diagram

2.7 DISCUSSION

This review has showed that there is limited information available on how individuals involved
in this activity make sense of the numerous factors and issues, how these influence decisions
and how these decisions affect the development of the process.

The purpose of this chapter was to illustrate the range, scale and complexity of the subject of
building conversion by presenting: the approaches taken towards the activity; the trends in new
use that have been experienced; the most recent studies of the activity; a description of what the
process involves and; the factors and issues that influence this activity. The studies referenced

reflect the particular concern with this topic over the last decade and records its emergence as an
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important tool for contributing to important policy related issues such as conservation,
regeneration, housing demands and needs and, some may argue, for sustainability.

Although the re-use and conversion of buildings has been experienced for many centuries, it
has only been a significant growing activity for the past 30-35 years. The arguments presented
to explain this phenomenon have evolved from a purely economic argument to a more socio-
economic and environmental one. The changes in context experienced during this period,
influenced by socio-economic, political and technical developments, and which affected the
balance between the supply and demand of space, influenced the trends in the new uses to
which buildings were put. For example, artists studios, galleries, museums, markets, workshops,
offices, retail, leisure and residential use.

The process of conversion has been described within a property development context with
the main difference being the existence of the building in conversion. Conversion, like any other
property development, has to have certain pre-conditions that must be right from the beginning
in order to increase the potential of success, such as the building’s location, condition, purchase
price, and local potential market. The existence of the building increases the economic,
technical, political and environmental risks and uncertainties associated with property
development. The understanding of how both macro and micro STEEPL factors influence the
activity become critical as they could potentially benefit or threaten the scheme. However, the
potential effects of the macro and micro influences change over time and the issues associates
with them can also change at different rates. The combination of all these factors and issues
influence the decisions in a conversion project; and their understanding and consideration
become increasingly difficult, which then affects the way building conversion projects are
approached and developed. These aspects, in addition to the various tasks, skills, resources and
their management give a clue to the scale of complexity of such an activity.

As conversion activity increased more and more reports covering it were produced. During
the past decade these studies have mainly focused on conversion to residential use as a mean to
contributing to the current housing demands and needs. Each study addresses the activity
through a particular perspective, such as looking at potential and capacity aspects; presenting
the activity through stages and tasks; listing factors to consider when taking on a project; and
the role of owners and developers in the promotion of this activity. Even though each one makes
its own particular contribution to the field of study, none provide a complete and comprehensive
coverage of it. It is clear however, that the subject matter is complex and the studies referenced
in this chapter demonstrate just how far this area of research has developed. There is no doubt
there have been shifts in the policy related issues considered as potential drivers for conversion
(conservation, regeneration, meeting housing demands and needs or sustainability) but what has

been less certain is how critical factors and issues influence the decision maker’s choices to take
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on and develop a conversion project. Little attention has been paid to understanding the process
of conversion through an actor/project-level analysis. That is, how individuals involved in this
activity understand the process dynamics, how do they make sense of the numerous issues and
how are they taken into consideration at various decision stages of the project: in short how the
system develops.

These questions will be addressed in the subsequent chapters, but before we can answer them

we must look more closely at how projects are managed and understood.
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Chapter Three

Modern project management
practice

3.1 INTRODUCTION

The previous chapter described the development, approaches and macro and micro factors
influencing building conversion activity. It pointed out the need to further the understanding of
this activity by looking at it at an actor-project level. This chapter provides an overview of the
emergence and development of modern project management practices. It considers how project
management practice has been implemented specifically in the construction sector and the
minimum impact it has had due to the narrow view of project management as a set of tools and
skills used to design, plan and control. A response to this narrow view of projects has been the
development of a framework which illustrates the principal elements that need to be considered

and managed for a project to develop successfuily.

3.2 AN OVERVIEW OF PROJECT MANAGEMENT PRACTICE

While Kerzner’s work (2000, 2001) provides an overview of the practical application of project
management theory, this section brings focus to the origin and evolution of modern project
management practice. Therefore this section is based on the work of Morris (1994) and Edkins
(1998) who provide a comprehensive coverage of how modern project management practice
came to be.

According to Morris (1994) modern project management practice started in the 1930s and
evolved through the following two decades. Its development has been related to four areas: the

US aerospace and defence programme; engineering management practices; organisational
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design and team building theories; and the development of computer software and hardware
(Morris, 1994).

Writings on project management were first published in Ulrich’s 1937 Papers on Science of
Administration, where Gulick first proposed the appointment of a person to bring together the
administration of tasks related to several functional areas (Morris, 1994).

Before this work however, management theories suggesting simple ways of administration
and organisation had been developing in the United States. Such as Taylor’s (principles of
scientific management), Gilberth’s (time and motion study) and Gantt’s (bar chart) scientific
management theories which proposed to scientifically analyse and structure tasks to improve
their efficiency (Taylor, 1947). In addition, planning techniques were developed such as the
Harmonygraph and the Gantt bar chart. The former, developed by Adamiecki from his 1896
work in Theory of Work Harmonisation, with Wright’s 1918 path analysis became the
precursors of the Programme Evaluation Review Technique (PERT) and Critical Path Method
(CPM) which became popular in the 1960s. The latter was developed in 1917 for the scheduling
of production (Morris, 1994).

By the mid 1920s Procter and Gamble had introduced product management to their process,
an innovation that gave a manager responsibility for planning, marketing and product control
(Morris, 1994).

In response to the scientific school views, the behavioural approach looked at how people
behaved and related in their organisation. Among the most significant works were the Hawthorn
experiments carried out by the Harvard Business School between 1927-1937 (Mayo, 1933);
McGregor’s X and Y Theory (McGregor, 1960); Argyris’s learning organisation (Argyris, 1957,
1965; Argyris and Schon, 1978); Belbin’s team building and early works on leadership (Belbin,
1981 and 1993) among others'.

Nevertheless, the coming of the Second World War pushed project management practice to
the centre of military operations, with project-like characteristics, and process engineering
industries. Out of all the military operations (development of advertisement campaigns, strategic
war plans, communication and intelligence systems) the development of weapons seems to have
contributed the to most the modern practice of project management. The most classic example
of a project in project management terms in that it displayed organisation, planning, direction,
clear objectives, project life cycle and experienced cost overruns, is the Manhattan Project
1942-1945, conceived and established in the US to develop the first atomic bomb before
Germany (Morris, 1994; Edkins, 1997). Even though project costs overrun and critical

scheduling problems were experienced, the Manhattan Project achieved its objectives and was

! Pugh (1990a and b) provides readings of people who have contributed to the study of organisations and
Clutterbuck et. al. (1990) provides a history of the people who have developed management ideas.
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considered a success. According to General Groves (1983) director of the project, five factors
contributed to the success of the project: first, the clear and specific objective of bringing “the
war to a successful end more quickly than otherwise would be the case and thus save American
lives”; second, the separation of tasks per project and their close supervision; third, clear and
unquestioned direction at all levels of the project; fourth, maximum use of existing resources,
facilities and services; finally, complete support from the government.

The 1950s saw the development of project techniques such as PERT; CPM; Systems
Management and Engineering; and Program and Project Management (PPM) (Morris, 1994).
The concept of systems management applied to the Atlas rocket programme in the US came
from the successful experience of the Air Research and Development Command (ARDC)
during the development of the first jet aircraft in the early 1950s, where a total system was
specified and components were designed to operate within the system’s requirements (Morris,
1994). The assumptions of this approach, essential to modern project management practice were

(Morris, 1994):

e Specification of the system’s performance requirements;
¢ Elimination of subsequent configuration and engineering changes if preplanning is carried
out;

e Selection of the best contractor could maximise speed and efficiency of development.

Although systems management contains basic elements of good project management
practice, the approach gradually became less than ideal when organisational separation occurred
between the people specifying the system and those engineering and building the system. This
lack of integration led to unrealistic standards being established (Morris, 1994).

Even though the Atlas programme made significant advances, the US Navy’s ICBM Polaris
programme was of key importance to the development of project and programme management,
as it raised the authority of the programme within the organisation rather than maintaining a
functional operation, and it introduced PERT as a management control procedure, which was to
become over the following 20 years an important basis for many project planning and control
systems (Morris, 1994). PERT looks at decision making, progress and costs in relation to the
performance of the programme (Morris, 1994).

CPM was another network scheduling technique developed almost at the same time as
PERT. Both are based on networks, they use arrows to represent activities, and sequences of
activities are diagrammatically represented. While PERT was developed in the military research
and development programme, CPM was developed for the construction sector by Du Pont

engineers in the United States (Morris, 1994). Here work processes, techniques and duration of
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each activity could be calculated with accuracy and cost could be dealt with. The difference
between PERT and CPM is that PERT focused, until 1962, on the probability of an activity
happening while CPM focuses on the duration of an activity (Morris, 1994; Calvert et. al.,
2001).

Project management gained international attention through the NASA Apollo programme in
the 1960s. During this decade the development and use of project planning tools increased and a
theoretical base for the practice of integrated management was developed. The Apollo
programme led the development and implementation of numerous practices such as the
Planning, Programming, Budgeting System (PPBS); Systems Analysis; Life Cycle Costing;
Cost Analysis; Quality Assurance; Value Engineering; Work Breakdown Structure; Technical
Data Management and Configuration Management; and Scheduling, all of which where to
become central tools for project management (Morris, 1994). However, Phased Project Planning
and Configuration Control are considered the most significant as they are still essential elements
to project management practice today (Morris, 1994).

After the mid 1960s the promotion and awareness of management techniques increased as
did the number of project based organisations using project management practice, such as those
related to the construction and civil engineering industry, aerospace, transport and process
engineering industries. Universities and research institute’s views and interests in the need for a
holistic approach to project management supported the development of a theoretical component
based on General Systems Theory (Morris, 1994). Writings on project management rose with
diverse coverage of areas such as organisational; cost and scheduling; systems management;
planning and control; and environmental and social issues.

A widespread use of project based work also brought forth the everyday difficulties of
implementation and with it the awareness that project management was not a universal remedy
for all management problems (Edkins, 1998). Projects of different scales and types still
experienced delays, cost overruns, low level of performance and quality in addition to the
effects of external influences (Morris, 1994). Addressing these issues became of central
importance throughout the 1980s. For example, Build Own Operate Transfer (BOOT) project
management approach within the construction sector, gave importance to the long term success
of a project; focus was brought on analysing projects and their causes for success or failure on
the one hand, and success analysis on management aspects on the other (Morris, 1994).

Publications during the 1980s ranged from tools for strategy making and information
systems management; to risk management; quality and safety; and organisational change among
many others. Project Management societies who began to provide professional forums in the
1960s and 1970s continued with these activities until the mid 1980s when the Project
Management Institute (PMI) and Association of Project Management (APM) (UK based)
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initiated programmes to test the standards of project management professionalism. The relevant
literature by the late 1980s was significant, however not all dealt with the problem of
implementation adequately.

Publications increased during the 1990s, best practice guides were developed; the APM
developed its own Body of Knowledge (BoK); proposals for more integrated managemeﬁt
approaches presented; strategy making and risk management interest grew; and there was an
increase in the acceptance of looking at the management of projects within its broader context.
By the late 1990s PMI and APM acknowledged that their BoK needed updating to reflect
current project management practices. The PMI’s PMBoK (2000) contents are presented in
table 3.1, while APM’s PMBoK contents are presented in table 3.2. Morris (2001) provides an
overview of these two bodies of knowledge. According to Morris (2001) PMI’s BoK contains
general “accepted project management practice” represented by 37 component processes,
defines a project management framework, defines terms, describes general management skills
and introduces the concept of project management process models. While APM’s BoK is
organised in four “key competencies”. The model influenced by research carried out on the
issues which influence the delivery of project success showed that the PM BoK factors were not
enough to deliver successful projects, but attention needed to be made to design management;
technology, environmental and business issues; and that the definition of the project was critical

for success (Morris, 2001).

Table 3.1 PMI PM BoK Areas Table 3.2 APM PM BoK Area

PMI PM BoK Area APM PM BoK Area

Project management framework General project management
Project management context Strategic project management
Project management process Control project management
Project integration management Technical project management
Project scope management Commercial project management
Project time management Organisational project management
Project cost management People project management

Project quality management

Project human resource management

Project communication management

Project risk management

Project procurement management

There is no doubt that the area for project management has widened and new technological

and computer software developments have allowed for cost, scheduling and planning techniques

Modemn Project Management Practice 64



to be used more easily. However, for all these developments project management is generally
seen as sets of tools and techniques used to meet the project’s objectives within budget,
schedule and to specifications even though projects continually experience problems in these
areas (Morris, 1994; Edkins, 1998). As Morris (1994) and recently the APM PM BoK
confirmed the scope is broader than this. The set and combination of internal and external issues
affect a project’s development and success level and these need to be considered integrally. But
before developing this point further, we need to look at how project management practice has

developed and been implemented in the construction sector.

3.3 PROJECT MANAGEMENT IN CONSTRUCTION

The management of construction projects is an age old activity, traditionally carried out by the
“master of the works” (Winch, 2002). However, as we saw in section 3.2 the conception of
modern project management emerged in the twentieth century.

The effects of the second World War placed great demands on the construction industry as
rebuilding was the current need. New structures were required to meet with new planning
specifications and changing occupier demands. However, these shifts in demand did not alter
the way construction projects were carried out. The building and civil engineering industries
continued to work as they did at the end of the 19" century, where no one person or group was
managing the project from the top; instead the architect or engineer was administrating the
contract between the client and the contractor, even though at the same time oil, gas and
petrochemical industries were emphasizing an integrated approach to project identification and
development (Morris, 1994). The situation led to a series of reports commissioned to look at key
aspects of the construction industry with a view to making recommendations which would help
improve the industry. In 1944 “The Simon Report” (HSMO, 1944) recommended the use of
open or negotiated tendering, but public authorities were reluctant to adopt the
recommendations. “The Phillips Report” (HSMO, 1950) also made the same recommendation
and pointed out the need for a more integrated collaborative approach between disciplines in the
construction process (Walker, 1996).

During the 1950s the interest of the UK construction industry was towards Operational
Research and Work Study techniques (Time Measurement and Method Study) (Morris, 1994).
Two techniques were developed which were to be precursors of CPM: the ICI’s technique
developed to control the duration of a sequence; and the Central Electricity Generating Board’s
(CEGB) technique “to identify the longest irreducible sequence of events” (Morris, 1994:32).
Neither technique had much publicity and so had a minor effect on management practice.
However, CMP (explained in section 3.2) developed by Du Pont was the principal scheduling
technique used by the construction industry by the late 1960s.
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In the 1960s the practice of project management was carried out generally in the process
industries. However, the problems of managing design and site works, along with poor
industrial relations, were also evident in the building industry. The main difficulty was that the
building sector did not have an integrated approach between design and production, nor did its
structure allow for one person or group to manage the overall project. The results were that
there was no balance between cost, schedule and design. Construction skills and knowledge
were introduced too late in the process, after the completion of the design, and teamwork
practice was weak (Morris, 1994). The situation led to the creation of two separate committees
The Emmerson Committee (HMSO, 1962) and The Banwell Committee (HMSO, 1964) to look
at the current situation. Both reports’ conclusions reconfirmed the findings of the Phillips and
Simon Reports: the need to improve the links between design and production. In addition, the
Tavistock Institute of London carried out research on communication in the building industry
between 1963 and 1965. The study concluded with three points: first, the need for “more
efficient forms of organisation and contractual arrangements” (Morris, 1994:73); second,
improvement of the decision making process could be made if looked at from a “systems
design” position; third, review of the process efficiency from the “client/user/community”
perspective (Morris, 1994:73). The Tavistock Institute’s work led to the awareness of many
issues and contributed to the development of systems theory and its application to business
organisations and the construction industry. In 1968 the British Research Station published a
report that noted the need to bring focus to the management of the entire building process rather
than only focussing on the management of the site works. The reports published in this decade
were significant to the construction industry as they highlighted the need to change the way
construction projects were structured.

Despite all these recommendations, the structure of the industry in the 1970s had not
changed very much since the 1950s. As Bowley (1966) pointed out, the UK construction
context was regulated by “the contracting system”. In general roles and responsibilities were
divided: a design team developed the design, structural engineers developed the structural
design and the quantity surveyor developed the bill of quantities. Generally, construction works
were still carried out by contractors selected through competitive tender. This resulted in the
constructor’s skill and knowledge being excluded from the design phase, which sometimes led
to inefficient designs in construction terms. This issue was discussed in the National Economic
Development Office (NEDO) reports published in 1975, 1976 and 1978, which pointed to the
importance of re-structuring and managing the projects in order to promote cooperation between
team members. In addition, there was greater recognition that project management concepts and

techniques were applicable to the construction industry. This however resulted in each
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profession in the construction sector developing their own approach to project management and
not seeing that specific role for any one single profession (Walker, 1996).

The changes to the project structure came through the introduction of standard forms of
contract (management contracting, design and build and construction management) which
sought to integrate the professional team, in particular the contractor.

In the early 1980s there was a move from published government reports to private sector
contributions. The private sector contributions reflected the rapid changing political and
economic context, which the government was failing to address adequately. The government’s
response was to produce “guides” either to procurement (DI, 1982; NEDO, 1985) or to different
development approaches (NEDO, 1983 and 1987). By the mid 1980s an increase in construction
work was being experienced, due to the boom of the property market. This put pressure on the
supply side of the construction industry for faster delivery in construction work and
improvement in value for money (Morris, 1994). The shortening of a project’s schedule and the
need for integration were seen as critical aspects. The Coordinated Project Information reports
of 1987 for example, sought to improve the coordination of drawings, specifications and bills of
quantities. However, the move towards a more integrated project came through the
implementation of construction management and BOO(T) (Morris, 1994). Both methods take a
“top down” stance and look at achieving a balance between time, cost and quality through the
use of a professional team. While construction management is concerned with the efficiency of
the project, BOO(T) is concerned with the effectiveness of the project, that is, it considers the
long term success (Morris, 1994). By the late 1980s attention shifted to measuring a project’s
long term success (Pinto and Slevin, 1989; Baker et al, 1986; Morris, 1986).

The property market recovery led to the production of “The Latham Report” (1994). This
made a number of recommendations for improving the competitiveness and efficiency of the
construction industry. It covered a range of issues, from contractual and procurement aspects
and their impact on payment and cash flow; to project management. Recommendations were
made on the need for a clear and defined role of project managers; the need for greater
efficiency and cost reduction; the need for coordinated project information to be a contractual
requirement; the need to change the structure of standard forms of contract; and the importance
of the client role among many others. In addition, the report reinforces the need for integration
of the professional team during the construction process as much as the Emmerson (HMSO,
1962) and Phillips Reports (HMSO, 1950).

The “Egan Report” (1998) addresses the issues of quality and efficiency in the construction
industry. By looking at manufacturing and services industries the report identifies key drivers of

change that can be applied in the construction sector such as, committed leadership, customer
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focus, a quality driven approach, commitment to people and once again it reinforces the
importance of an integrated process and team.

Most recently, the “Fairclough Report” (2002) takes forward the Egan Report’s ideas in
terms of research and development (R&D). It recommends an increase in government
investment in construction related R&D to support productivity, value for public sector clients
and strategic issues. In addition, it emphasises “key competitiveness and productivity issues and
their relation to achieving sustainability” and argues that government funded R&D will have a
strategy unifying practitioners, professional and academic institutions, and independent research
organisations. Although these reports, publications and case experiences are useful, it seems that

progress has been minimal.

3.3.1. Management of building refurbishment

While research on construction management has been plentiful over the past 50 years, research
on refurbishment work has been lacking by comparison. Although refurbishment work has
grown over the past 30 years, research on it has not been comparable. There is still a lack of
understanding of the process and management issues (Egbu, 1995). Research carried out
illustrates the range of areas of concern: education and the training (Egbu, 1994, 1997);
estimating and tendering process (CloB, 1987; Quah, 1988, 1992); procurement approaches
(Robinson, 1990; Weaver, 1993; McCloy, 1999); risk analysis and management systems (Teo,
1990; Mansfield and Reyers, 2000); planning and control (Rahmat, 1997); decision support
systems (Okoroh, 1992); management approaches and strategies (Koehn, 1982; Hanley 1987,
Douglas, 1988; CIRIA, 1994; Egbu, 1995, 1996, 1997; Crous, 1999); and most recently whole
life thinking (CAP, 2000). According to CIRIA (1994) the key issues towards the management

of refurbishment work are:

o The decision to refurbish or not;

e Need for an intimate and continuous client involvement;
¢ Collaborative approach between parties;

e Appointment of a client representative;

e Appointment of a project manager;

e Dealing with neighbours;

e Design with flexibility;

¢ Involvement of construction team early on in the process;
o Handover and after;

e Control of time and cost.
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The existing literature on management of refurbishment work and in particular conversion
has not been overwhelming. The focus on specific issues illustrates the increasing awareness of
the need to approach refurbishment work differently than new build, as refurbishment has
increasingly been accepted to be more difficult than new build with higher levels of risk and
uncertainty.

The numerous construction related reports published to date for example the Fairclough,
Egan, and Latham reports, provide an idea of the complex context in which construction
projects develop. Winch (2002) provides an interesting contextual framework for the
management of construction projects; in which he states that construction project management
practices are constrained by the institutional context (national and sectoral components) where it
develops and how that context forms construction project management practice. Technological
developments; economic, political and business conditions; and social and environmental
pressures have led to an increase in demands on project performance in terms of their
organisation, management and operation. This in turn has motivated the construction industry to
be more competitive and efficient. Competitiveness has contributed over the years to the
construction industry’s professional specialisation, offering specific skills to projects and
creating “greater interdependency” between specialised firms and consequently a greater need
for integration of these skills in the construction process (Walker, 1996 p:2). The influence of a
variety of external (political, economic, social, technological, environmental, business) and
internal (strategic, organisational, managerial, behavioural, commercial and technical) factors
and issues and their understanding is one of the challenges for successful project management

practice.

3.4 TRADITIONAL PROJECT MANAGEMENT APPROACH

Although Dr. Martin Barnes’s writings have mostly concentrated on the financial control of
projects (1990, 1992) he has perhaps been most influential through his consultancy work and by
demonstrating “the value of integrating the project control areas of time, cost and quality
making the classic triangular model of project control universally known today” (APM, 2003),
which is here discussed. Turner (1999) provides a good introduction to project-based
management by presenting a structured approach to project management through three
dimensions: the project defined, the process of managing the project and the levels of
management (fig. 3.1).

The first dimension considers that there are five functions that must be managed throughout
the process (fig.3.2), these are: the scope of work, human resources, quality, cost and time in
conjunction with the risk associated with each one. The second dimension, is the life cycle of

the project and considers four basic stages: proposal and initiation, design and appraisal,
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execution and control, finalisation and close out. Although there are different forms of project
life cycle representations, Turner (1999) points out that each one of these stages needs to be
planned, organised, implemented, controlled and conducted, based on Fayol’s (1949) definitions
of managerial activity. And the planning stage can be approached through a ten step problem
solving cycle for example. The basic ideas of project life cycle representations are that there are
processes involved in different levels to take the initial idea forward, that is, it is not possible to
take the idea to the completed work in one simple step. The third dimension considers three

levels of project management: integrative, strategic and operational.
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Fig. 3.1 Turner’s structured approach to project management. Source: Turner, 1999:22
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The traditional view of project management has been that a project must be completed
within three basic criteria: on time, within budgeted cost and with quality performance (Lester,
2000; Reiss, 1995). To accomplish the various performance requirements of a project, a great
part of the management literature is either taken from the scientific (hard systems view) or
human relation (soft systems view) schools which consider issues of planning and organising;
motivating and controlling through the implementation of tools and techniques.

The common language from a hard systems view is plan, design and control, illustrated in
figure 3.3. While figure 3.2 illustrates the tools and techniques used to manage the six functions
of project based management. PERT, CPM, histograms, trend charts and time analysis software
are commonly used to manage time (Reiss, 1995; Lester, 2000). Site Man-hour and Cost
(SMAC), Earned Value Analysis (EVA), Work Breakdown Structure (WBS) are used to
manage cost, and these can be linked to the project’s schedule. The criteria of quality or
performance can be divided into Quality Assurance (QA), Quality Control (QC) and Quality
Standards (QS). QA is the process that makes sure the adequate systems and procedures are in
place to meet the quality criteria set by management. Established and monitored Quality
Management Systems (QMS) ensure quality processes are in place. Guidelines for these can be
found in the ISO 9000, 9001, 9004 series of standards. QC is the process of measuring the
current level of performance of a process through various testing and checking methods. For
example, testing methods in construction would include accurate levelling and soil stabilisation

tests (Calvert, 2001).
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The development of project management practice has been closely related to the

development of tools and techniques, and these have highly influenced the way projects are
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managed. Project management textbooks consider that under performance in any of the
previously mentioned criteria would deem a project unsuccessful. However, for all the available
information on approaches and techniques to project management, projects still fail in terms of
time, cost and quality. This is confirmed by Winch et al. (1998) and Morris (1986) who notes
“The classically accepted definition of project management is the accomplishment of a project
within its defined technical, budgetary and schedule specifications...studies of project schedule
and cost performance indicate that overruns are the norm”. Edkins (1998) makes the point that
these traditional considerations of project management’s objectives have “been challenged as
being too narrow”, as the criteria for success filters outside time, cost and quality boundaries.
For example, it is accepted that satisfaction of key actors involved in the project with both the
product and process are important factors to consider towards classifying a project successful
(Edkins, 1998). Winch (2002) considers that the definition of project success needs to take into
account the interests of the stakeholders and locate the project mission at the centre; and
presents a framework for product integrity along three lines: quality of conception, quality of
specification and quality of realisation. In addition, Morris (1994) points to the importance of
“soft” factors contribution to success, such as the type of client, the experience and training of
other key players, the original configuration of the project and the established patterns of
relationships and communication. It is clear that there is a need to go beyond the use of tools
and techniques in managing projects and understand the context in which a project develops and
the issues (organisational, managerial, operational) that may contribute to its level of success or

failure in terms of the process and product.

3.5 UNDERSTANDING PROJECT DEVELOPMENT AND CONTEXT

We can now begin to appreciate that the scope for managing projects is vast and challenging to
study. As Morris (1994) points out projects are difficult to study for “they are generally multi-
organisational, they involve sensitive issues that many people are reluctant to publicly discuss,
they are often of long duration; and the multiplicity of topics they raise requires researchers to
be based more broadly than normally fits comfortably in our educational system” (Morris, 1994:
217).

With the consideration of the variety of issues and topics related to project management,
Morris (1994) developed a framework where he illustrates the principle elements that must be
managed for a project to be successful (figure 3.4). These include project definition, external
environment, finance, timing and organisational issues.

Correct definition of a project is crucial if problems are to be avoided during a project’s
development. This requires clear objectives, which link with stakeholders’ interest, re-

examination of objectives if necessary; a worked-out plan designed to achieve the specified aim;
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clearly defined levels of quality or performance in terms of finance, safety, technical and
environmental issues and teamwork; assessment of technological development, although not so
much a challenge today; and balance between design, schedule, technical and budgetary

requirements (Morris, 1994).
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Fig.3.4 Principal items to be managed for a project to be successful. Source: Morris 1994:218

The adequate assessment and management of the dynamic effects of external influences is
equally important. The location of a project may have an influence on its design; the essence of
the project may affect either negatively or positively the local community and policy
procedures; poor consideration of environmental issues may restrict and/or delay the project;
and shifts in the economic condition may have effects on the project’s cost, budget and viability.
Proper assessment of financial ability and risks in terms of market, politics, technology and
operation is also important as these may affect the schedule of the project. Finally, the
appropriate time needs to be allocated for each stage of the project and the degree of difficulty

of each will influence its time allocation and its management (Morris, 1994).
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The degree of ease or difficulty of implementing and managing a project will depend on the
project definition and the interaction of influences and effects of external, financial and
scheduling factors, as well as on the attitudes of actors involved in the project.

An actor’s positive, committed and supportive outlook to the project is key to the project’s
success. Support and commitment must come from all sides of the project organisation, and
especially from the top. In addition, clear lines of communication must be set up. These aspects
run closely with organisational issues such as team work, leadership, decision making and
behavioural responses.

Morris (1994) considers organisational issues that are linked to organisational structure,
staffing and systems. The structuring of the organisation has to take account of four aspects:
first, a manager that takes the project from one stage to the next at an adequate pace all the way
through the development of the project; second, the project has to be organised in such a way
that it allows integration from elements within the project and between internal and external
actors; third, a balance between the client’s role and the actors implementing the project; fourth,
the form of contract should be based on the project’s objectives and should consider the risks
involved and how these may affect all actors taking part in the project. Staffing refers to getting
experienced actors, as well as a leader who can give direction, take decisions, organise, delegate
and motivate; these two elements can drive the project forward through a team approach.
Systems are the application of tools and techniques used to plan and monitor the performance of
a project such as those described in section 3.4, risk analysis and a Total Quality Management
(TQM) approach.

Morris’s diagram provides a supporting structure for the study of projects. Although other
frameworks have been developed for the understanding of projects and their management, for
example Mintzberg’s (1979) structure of organisations, Calvert’s (2001) management process,
Walker’s (1996) project management process, Dawson’s (1996) formation of attitudes and most
recently Winch’s (2000 and 2002) work on management of projects as a business process;
Morris’s framework integrates a myriad of relevant factors and issues of key importance for a

project’s success.

3.6 DISCUSSION

The background presented in the previous sections has demonstrated that traditional and new
approaches towards managing projects have tried to cope with increasing complexity and
uncertainty. For a small scale project the array of internal and external variables and their
dynamic relationships can be of great complexity. It follows that the perspective in which
projects are considered becomes of central importance. For example, a narrow view point of a

project limits the understanding of factors and issues which may contribute to its success or

Modern Project Management Practice 74



failure. It is clear that the gamut of factors and issues influencing projects and their management
are significant. The understanding of these numerous elements and their effects on a project’s
development and level of success therefore requires a clear and holistic approach.

In a construction context different actors involved in a project will have different views on
the most important factors. For example, the architect may see the design layout and aesthetics
as the most important aspects; the client may consider the operation the most important while
the contractor will consider controlling the construction process as the most significant. Each of
these viewpoints has an influence on how the project evolves, as it is the actors’ decisions and
choices which are driving the project process.

Looking at individual actors perception or understanding of a live project development
process, we will be able to identify the important factors and issues per stage per actor, and in
combination with the macro (external environmental) and micro (building related) influencing
factors presented in chapter two will allow us to view the conversion project as a whole and sift

the most significant factors contributing to the process level of success.
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Chapter Four
Methodology

4.1 INTRODUCTION
The review of the related literature brought forth a series of issues related to the research

problem. The most recent reports on conversion (section 2.4) confirmed the narrow focus with
which the subject area has been approached. Some of the factors and issues which influence
conversion activity were identified (see section 2.6), however not all of these are considered
throughout the conversion project process and other factors come into play (section 3.5) which
affect the choices and decisions actors make throughout the project development. Although
progress has been made with the development of a decision framework from where the
possibilities of change of use can be identified and explored; there has been no in depth study of
what happens after the decision to convert has been taken. There is still a lack of understanding
and knowledge on what are the pivotal factors and issues that affect actor’s decisions during a

project’s development process. This chapter sets how this problems is to be explored.

4.2 PRELIMINARY STUDY
Preliminary interviews were carried out with two aims; first, to develop further the ideas

gathered in the literature review (described in section 2.6); second, to aid in the redefinition of
the methodological approach, in particular the definition of the sampling strategy. A total of
nine preliminary semi-structured interviews were carried out with developers, architects,
planning consultants and financiers between March and June 2000, i.e. during the
methodological exploration. A topic guide (annex 8) was developed based on the existing

literature covering the following themes:

e nature of business;

e views and/or experiences with conversion work;

e views on STEEPL factor and issues;

e views on the decision making process in conversion work;
o risks;
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® prospects.

Organisations were identified through London Residential Research’s (LRR) database, and
contacts with the Town and Country Planning Association (TCPA) and Space Syntax. In total
twenty-three letters were sent to potential interviewees out of which only nine responded
positively to participating. Interviews took between 45 minutes up to 2 hours. Interviews were
transcribed in full and analysis consisted in the review of transcripts and identification of new

emerging issues. The findings highlighted the following points:

e Social, Technical, Economic, Environmental, Political, and Location issues identified in
literature review as influential to decision-making were reinforced by interviewees;

e economic and political factors played a greater role in decision making, followed by
location, technological and social factors;

e environmental issues were related with meeting building regulations and codes only;

e provision of affordable housing seen as a barrier for converting to residential use. However,
the degree in which it effects decision seems to be dependant on the organisational approach
to development, size of scheme, planning authority’s flexibility and the potential occupier;

e location factor perceived as important for large scale developers, and less of an issue for
small scale firms;

e decision-making process is a cyclical one, based on a network of individuals approached at
different stages and at varying levels of intensity;

e time availability is an issue that pushed decisions being taken;

e focus on themes were determined by the interviewee’s discipline;

e discussion of themes evolved around the human aspect, in particular on difference in
perceptions and understanding of the issues identified.

The findings not only corroborate the existing literature on the factors and issues which
influence decision makers involved in conversion activity, but most significantly point to the
human aspect as an emerging new issue. Specifically to the significance of individual’s
perception and sense making of the relevant factors and issues, and their effects on the
conversion process. It is these findings in combination with the literature review in chapter two

and three which provided the focus to the main research questions.

4.3 METHODOLOGICAL APPROACH
For this research to be of value it is necessary that the methodological approach selected be

appropriate for both addressing the research question and for the collection of data. Since
essentially we are interested in studying the nature and structure of the actors’ way of
understanding (their mental impressions) of the forces which they consider drive the key

decisions taken in the various stages of a building conversion process, it is clear that the enquiry
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is located within the area of social science and its purpose is mainly exploratory. Specifically we
are exploring within a construction-organisational cognition context.

The nature of the research question raises the issue of which research methodology to select.
This is confirmed by Manstead and Semin (1988), who observe that the type of research
question will largely determine the strategies and tactics selected to carry out a research. Within
the social sciences there is a debate between the use of quantitative and qualitative techniques.
Their differences are many, and there exists extensive literature covering this debate (Glassner,
1989; Robinson, 1998; Robson, 1993). This debate has also extended to the construction
management discipline (Seymour and Rooke, 1995; Seymour et al., 1997, 1998; Raftery et al.,
1997; Harriss, 1998; Wing, 1998) where the concern is in terms of the role of theory versus
pragmatism. Although the debate continues, the tendency has been to approach research in
construction management in a pragmatic way as construction management is a practical subject,
and findings should therefore be of practical use.

Quantitative techniques are used to test hypotheses, to confirm theories and to measure
associations by using data either in the form of numbers or which can easily be turned into
numbers so they can be analysed through statistical measures or methods (paths, regression, log-
linear analysis and so forth). The results are expressed in the form of statistical models, graphs
and tables. In principle most parameters allow for quantification, but in other cases the
parameters are not sufficiently clear to do this. While some observational data can be quantified,
there can be the risk that results have no significance. There is also the danger that quantitative
measures on data can distort the material. Even though quantitative techniques are widely used
in the area of social science there has been the concern that this technique can sometimes ignore
and separate empirical facts from their context; hence the statistical results can be subject to
questioning. This issue was identified by Kuhn who noted that “overwhelming concern with
paradigm-directed research... may lead the scientist to neglect pressing social problems”
(Young, 1979:207)

On the other hand, qualitative techniques are used to study things in their natural settings,
when researchers are attempting to make sense of or interpret a phenomena in terms of the
meanings people bring to them (Lincoln and Denzin, 1994). While in quantitative data the
language is mainly numbers, in qualitative data it is the words that contain the knowledge, and it
is with words that researchers work with. The analysis of this type of material is useful for
gaining in depth insight and understanding of complex problems. The value of using a
qualitative technique is expressed by Walker (1985) who argues that the nature of qualitative
research lies ultimately in the value placed upon it by the end user.

A review of the literature (Robinson, 1998; Lincoln and Denzin, 1994; Robson, 1993;
Gummersson, 1991; Glassner and Moreno, 1989; Smith, 1989) indicated that the selection
between quantitative and qualitative methods depends not only on the research question but on
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the awareness of two things: first, knowing when to measure and quantify; and second, knowing
it is not always useful to measure and quantify (Smith, 1989). With this in mind, it is clear that
for this research to address the question of how the different actors involved in the activity of
converting buildings understand the influence of social, technological, economic,
environmental, political and location (STEEPL) factors and how these affect their decisions, a
qualitative approach was more appropriate. In addition, a qualitative analysis allows emphasis to
be placed on the processes and meanings embedded in the activity which have not been

rigorously examined in previous research.

4.4 ENQUIRY DESIGN
Having distinguished and defined a qualitative orientation for this study, we continue with the

definition of the research design. Based on the suggestions made by Robson (1993) and Leedy
(1997) on how to conduct and develop research, the research methodology is divided into two parts:

1. the research strategy 2. the research tactics

The research strategy refers to the orientation taken in addressing the question and research
tactics refers to the data collection methods (see section 4.6). Research strategies are classified
in various ways, however, three main strategies can be distinguished: experiments, surveys and
case studies. Each one presents advantages and disadvantages depending on three aspects: first,
the type of research question; second, the control an investigator has over the events and finally,
the degree of focus on a contemporary phenomenon (Robson,1993). Each one of these
conditions is explained further by Yin (1994) and was carefully thought through for the
selection of this study’s strategy. As this research is mainly exploratory and is interested in
knowing how a number of factors and issues influence the actors’ decisions and views during
the conversion process, it was considered that the most appropriate strategy for addressing the
research question was a case study strategy. This is supported by Yin (1994) who advises: “In
general, case studies are the preferred strategy when “how” or “why” questions are being posed,
then the investigator has little control over events, and when the focus is on a contemporary
phenomenon within some real-life context” (Yin, 1994:1).

Although case study research has been around for some time now, there have been some
concerns by research investigators regarding its use as a research strategy. Three main concerns
can be pointed out and are discussed further by Robson (1993) and Yin (1994). First is the
concern over the lack of discipline while conducting case study research and how sometimes the
results can be manipulated in favour of the research; however for this last point, the same can be
said of some scientific studies (Glassner and Moreno, 1989). Second, the fact that case study
results are difficult to generalise to a population; instead, generalisation is done to theoretical
propositions. And third, the time scale in which a case study is carried out is generally too long,
Methodology 79




and the results are usually presented in a lengthy form, though this does not need to be the case

for all studies. Even though these are important concerns they can be dealt with and managed.
A Case study is defined by Robson (1993:52) as  ...a strategy for doing research which involves

an empirical investigation of a particular contemporary phenomenon within its real life context using

multiple sources of evidence.” In this definition Robson (1993) points out three important aspects:

e It is a strategy or approach and not a method;

e It is empirical in the sense that evidence is collected about what is going on;

e The study is done within its real life context when the boundary between the phenomenon
and its context is not clear.

Thus, it can be seen that case study research is a strategy with its own particular design. In this
research, because there was no clear, single result, a case study was used to explore the particular
situation of actor’s decision-choices in a building conversion project. The advantages of using a case
study strategy are that we can study a current phenomenon within its context and maintain a holistic

and meaningful view, and it allows for the analysis of non-linear and multi-causal links.

4.5 CASE STUDY STRATEGY
In order to carry out case study research attention needs to be paid to issues of design, data

collection, analysis, interpretation and reporting (Robson,1993). The purpose of a research
design is to help identify the data which is relevant to the research question. According to

Robson (1993) the research design will provide the link between:

1.The research question 2.The data that is collected 3.The results and conclusions

Due to the exploratory nature of this research it was difficult to have a tight pre-structured
case study design to start off with; still there were initial ideas and interests to work with
gathered from the literature review and preliminary interviews. As a result of the findings a
looser case study design was selected. One of the advantages of a looser design was that it allowed
one to be less selective in which data was collected, for anything could have been important; and it
also allowed for flexibility, an important feature in research of an exploratory nature.

Yin (1994) distinguishes two types of case study designs, single and multiple. Within these
they can be, depending on the units of analysis, either holistic (single unit) or embedded
(multiple units). Single case study designs are used when the case is used to test an existing
theory, when the case is unique or exceptional and when the case is used to reveal new
concepts. Multiple case study designs on the other hand, are used when the same study requires
the use of more than a single case. The cases in a multiple design are selected based on the idea
that either the same results will be acquired or that differences will occur in the results.

The choice between single or multiple design was made based on the consideration of two

aspects: first, decision-choices in building conversion context are very complex and not enough
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evidence could be gathered from a single case to provide a clear and detailed understanding of
the project’s process. Second, the decision-choices made were expected to vary according to the
project and actors involved.

The concept of existing differences in the perception or views on factors which influence
actors decisions between conversions projects; the difference in approach from development
organisations, in conjunction with the need for robust and compelling data contributed to the
selection of a multiple case study design. The following case study design was developed based
on the work of Miles and Huberman (1984) and Yin (1994), who state the need for:

e A conceptual framework

e Units of analysis

e A sampling strategy

e Methods and instruments for data collection (research tactics)
e Criteria for data analysis

4.5.1 Conceptual Framework
The elaboration of a conceptual framework allowed the researcher to be clear about what was

going to be done. It aided the selection of features which were most important, and which data
should be collected and analysed (Robson, 1993).

The framework, figure 4.1 illustrates the influence of STEEPL factors and issues on the
decisions and choices during the various stages of a building conversion project. The process of
decision making is a series of events or actions where resources are allocated by a decision-
maker, who is himself influenced by the interaction of issues and actors/issues. The
understanding of this process is the objective of this study. To reach this objective the process
had to be analysed with appropriate techniques. The output of the analysis will be a clearer

understanding of the key mechanisms involved in decision-taking in projects of this nature.
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Fig.4.1 Conceptual Framework
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4.5.2 Units of analysis and Sampling Strategy
The units of analysis for this research were the groups of actors and main decision-takers, who

participated in a recent conversion to residential use project in Central London. The actors included
the developer, architect, project manager, contractor, structural engineer, services engineer, planning
consultant, cost consultant and local planning authority officer. These were identified through
London Residential Research (LRR) database. This contained information related to schemes
completed or under construction, their location, actors/companies involved, construction start and
end date, planning authority, number of units created and in some cases cost of units.

The dataset obtained contained 265 schemes completed between January 1997 to September
1999, with 5 or more units created, from any previous use other than residential, and within the
11 main boroughs of London. This dataset was filtered further using the following parameters:

e Completed schemes in 1999: from January to September 1999;
e Number of units created: 5-15, 15-50, more than 50;
e Previous land use other than residential: industrial, office, light industrial, education, storage;

o The location of the scheme: by planning authority;
e Schemes that provide private accommodation.

To deal with the issues of actor’s recollection of events the selected schemes had to be recently
completed, for it was vital to obtain an accurate account of the conversion project’s process.

The size of the scheme in terms of number of units reflects two important issues: first, the
housing policy aspect, for schemes in inner London with more than 15 units were, at the time of
development, required to provide affordable housing, up to 25% of the scheme (government
circular 6/98); second, the size of the scheme also largely determines the company/individual
approach to the conversion. And so developments with more than 15 units would most likely be
taken up by development companies rather than individuals.

Previous land use reflects a planning aspect, the local authorities views on change of use
applications and its potential effects either positive or negative to the surrounding area. On the
positive side is the potential for regenerating the area, contributing to the local housing needs,
and to the sustainability argument. On the negative side is the concern for the loss of
employment space for example. The location aspect responds to two issues: the local market
conditions for residential space which vary across location; and the planning authorities views
towards conversion.

This filtering process identified 83 schemes completed and available between January and
September 1999. Seventy three schemes created private units and 10 schemes created social
units only. From these 73 schemes only 4 schemes contained additional affordable units all
located in the borough of Tower Hamlets (Appendix 1).

Results from preliminary interviews indicated that the location was of the key importance for

identifying sites, both for potential of the residential market in that area and for the local
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planning authority’s positive views on conversion. Administrative boroughs were selected based
on three main aspects:
1) had the three ranges of units created;

2) had schemes of a diversity of previous uses;
3) had shown a gradual increase in activity from 1997 to 1999

Table 4.1 shows the sample size in relation to the principal dimensions: number of units
created (5-15, 15-50, 50 or more), and location of schemes (11 main boroughs in London). It
identifies Hackney, Islington, Southwark and Tower Hamlets for having the most number of
conversion schemes across the three bands of units. Table 4.2 shows the secondary dimensions:

diversity in previous land use.

Table 4.1. Quota Matrix1. Principal dimensions: number of units and location

Borough S-1S units | 16-50 units | > 50 units | Schemes
Camden 6 5 0 11
City of London 4 4 0 8
Hackney 6 3 1 10
Hammersmith 0 1 0 1
Islington 4 4 2 10
Kensington 3 0 0 3
Lambeth 4 0 0
Southwark 4 6 2 12
Tower Hamlets 7 6 4 17
Wandsworth 0 1 0
Westminster 5 2 0 7
Total schemes 43 32 9 84

Table 4.2.Quota Matrix 2. Secondary dimensions: diversity in previous land use

Previous Land Use | Hackney | Islington |Southwark| Tower Hamlets
% office 10 60 333 64.7
% industrial 50 10 333 17.6
% storage 10 10 25 0
% education 10 10 0 0
% leisure 10 0 0 0
% retail 10 0 0 0
% religious 0 0 0 5.9
% light industrial 0 0 0 11.7
% police station 0 10 0 0
% hospital 0 0 8.3 0

Having identified the boroughs of Hackney, Islington, Southwark and Tower Hamlets as

having the most number of conversion schemes (table 4.1) it was then necessary to select
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potential case studies by determining the percentage of conversion schemes carried out from the
variety of previous land uses (table 4.2). Consequently, industrial conversion schemes could be
obtained from Hackney, storage conversions from Southwark, light industrial from Tower
Hamlets, and office from both Islington and Tower Hamlets.

In total three case studies, with an average of eight key actors per project (table 4.3) were
selected and carried out: industrial conversion in Hackney, storage conversion from Southwark
and Tower Hamlets. The selection was influenced by the need for cases to be diverse to
generate a range of opinions and experiences and the need to provide a representative map of
conversions schemes that had taken place. However, the final selection of case studies was
largely determined by the co-operation of the group of actors and their organisation. A

background of each interviewee is provided within each case study chapter (five, six and seven).

Table 4.3. List of interviewees

Indigo Loft side and Old Aberdeen Wharf Wheat Wharf
Newington Place Mews
AL: developer PH: developer KL: developer
LK: architect AW: planning consultant JD: architect
GM: project manager TM: residential agent RP: structure engineer
HB: planning consultant EH: construction project SW: service engineer
manager
AC: structure engineer PC: officer, English Heritage | PS: quantity surveyor
RJ: cost consultant Tower Hamlets planning TM: contractor
authority
AS: officer, English BH: quantity surveyor PC: officer, English Heritage
Partnership
Hackney planning authority DA: vendor Southwark planning authority
TM: residential agent
CD: vendor
4.6 DATA COLLECTION

The research tactics are the second aspect to consider when carrying out research, and they
refer to the methods for collecting data. The research question once again determines which is
the most appropriate technique. Chapter two presented a number of issues which have been
identified as influencing conversion activity. These are mainly related to the market for
residential space or to the building. These are indeed influential in the main decision of taking
on a conversion project, but they do not relate fully to the conversion project process itself. It is
clear that a straightforward answer cannot be given as this study aims to identify and understand
the influence of pivotal factors and issues on the actors’ decisions during a conversion project. It
is important therefore to study and explore in detail individual attitudes, experiences and views
on how they have arrived at the key decisions during a conversion process.

The exploratory nature of the research led to the selection of interviews as the method for gathering
data. Interviews can be structured, semi-structured and unstructured. Structured interviews are a series
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of pre-established questions with a limited set of classified responses (Fontana, 1994). In semi-
structured interviews open-ended questions and their sequence are established in advance.
Unstructured interviews are open-ended questions aimed at exploring the research problem.

The need for flexibility and an enabler of exploration led to in-depth unstructured interviews
being used as the selected data collection technique. The selection is reinforced by the National
Centre for Social Research (NCSR, 2000) who mention that “in-depth interviews are ideal when the
study involves a detailed exploration of individual attitudes/behaviours or experiences and/or detailed
evaluation of process...when participants have diverse characteristics/views or experiences. ..”

In conjunction with interview data, information was also gathered through supportive
documents such as local authority planning files, unitary development plans and reports
produced by developers where available. The combination of interview and archival data
resulted in the information being multidimensional and unstructured in content. Consequently

the data analysis techniques needed to provide a systematic content analysis.

4.7 DATA ANALYSIS CRITERIA
The information gathered through the interviews was rich in both quantity and quality and it
was necessary to make sense of it in order to come to a final conclusion and recommendations.
Two sets of criteria for analysis were considered: first, standard approaches to qualitative data
analysis and second, Managerial and Organisational Cognition Methodologies.
A standard approach to qualitative data analysis aims to bring order to the vast amount of
unstructured information through three stages:
e labelling, ordering, sifting and synthesising, for which a range of tools are available, for
example, software packages NUDIST and ATLAS/ti (Barry,1998);

e classifying and categorising, to portray and display the evidence;
e interpretation and abstraction, to address questions of meaning.

Each of these analytical tools differs in approach. Five approaches are identified:

1. Case-based, which looks at one individual or unit. However, its disadvantage is that it is
difficult to compare between cases.

2. Theme based, looks at data thematically, gives a clear feeling of patterns in data, but loses
the individual detail.

3. Content analysis, looks at how language is used.

4. Matrices, looks at both the individuality of cases and the whole.

5. Computer assisted analysis is used as a database manager for descriptive/interpretative
analysis, structural analysis and theory building. Its advantage is that it facilitates sorting,
coding, text retrieval and allows for comprehensive and systematic searches.

The outputs from this form of qualitative analysis can include conceptual definitions,
descriptions of the nature and form of phenomena, creation of typologies, the provision of
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explanations and finding associations. Although this type of analysis is valid, it was considered
that this research needed to go further than just telling interesting accounts and experiences.

Because this research is interested in a detailed understanding of the individual cognitive
(mental action of acquiring knowledge) understanding of decision-choices on a building
conversion project, the problem of making sense of such a complex and dynamic process is not
simple. The analysis method needs to be capable of providing rigorous analysis of complex data.

This interest places the inquiry in the area of cognitive science. Cognitive science aims to
“understand the processes and representations underlying intelligent action in the world”
(Green, 1996:2), that is, the study of thought, learning and mental organisation. Simon and
Kaplan (1989:2) describe cognitive science as the study of intelligence and its computational
processes in three strands: 1) in humans, 2) in computers, and 3) in the abstract. It is in the
abstract intelligence strand where the theories of decision-making seem to be of relevance.
However, its contribution to cognitive science has been limited compared to other areas such as,
psychology, philosophy, linguistics and artificial intelligence.

Therefore, the second approach for data analysis looked at lies within the field of Managerial
and Organisational Cognition (MOC). It was established in 1991 and has been a field of
growing interest. The field developed “out of the rejection of the presupposition that managerial
decisions can be analysed adequately by using hyper-rational ideas of complete data, well
defined objective functions and rigorously logical choice processes” (Eden and Spender,
1998:2). MOC argues that individuals form “personal models” of a particular situation, which
are different to abstract models (stochastic, deterministic, bayesian) constructed from formal
choice theories (decision theory, game theory, social choice theory). MOC intends to go beyond
behavioural and statistical studies of decision-making, which emerge from limited (or bounded)
rationality. MOC acknowledges that in practice decision-makers make their decisions with
certain amounts of information, often insufficient, and different types of uncertainty. It is this
interest in uncertainty which delimits the field of MOC. At this point MOC detaches from
traditional managerial decision-making literature, which if dealing with uncertainty, conceives it
as a quantifiable risk. Consequently, the decision maker is no longer a quantifiable variable,
he/she is defined as a “key actor” who builds a limited field of decision possibilities which is
explored in the “process of choice”. Therefore, MOC is interested in the limits and structure of
the “personal model” and the process of content exploration through which the decision-maker
goes when making a decision. Individual mental models “compensate for an individual’s limited
brain processing capacity. They simplify complex reality by constructing mental models of that
reality in which data are classified in loose categories” (Stacey, 2000:170).

With this in mind the methodological approaches used in MOC research were considered for
this research. The methodologies have developed from the application of cognition theories in

the management context; these seek to explain how individuals make sense of their world. The
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methodologies applied consist of mapping techniques; these basically depict and explore the
cognitive structure of individuals.

Within the mapping methods there exist three phases: surfacing, mapping and analysis.
“Surfacing” is concerned with the collection of raw data. “Mapping” is where the raw data is
combined to create a map through a particular transformation process. This can be concerned
with converting the language into a mathematical matrix, assessing the respondents or a
structured coding process. The final analysis phase is where the map is read and interpreted.
The output can provide additional ideas into the thought process of an individual or it can be
used to make comparisons between maps (Jenkins, 1998).

Maps have been classified by Huff (1990) into five “families” according to their purpose and
potential relationships. Figure 4.2 shows this idea based on Huff’s classification. The maps lie
in a continuum where at one extreme are the maps that manifest content; these regard verbal
expression as being equal to mental activity. At the other extreme, are the ones that also
manifest content but need further analysis before a cognitive structure can be identified.

Within these five families there exist several mapping methodologies such as content analysis,
repertory grids, causal mapping, self-Q technique and argument mapping among others (see Huff,
1990; Eden and Spender, 1998) these are briefly explained in the following sub-sections.

Show Show Show Show Specify
association, dimensions of influence, structure of schemas,
attention + categories + causality + argument + frames +
importance of cognitive system conclusions perceptual
concepts taxonomies dynamics codes

Increasing interpretative input by researcher

Fig. 4.2 Classification of maps according to Huff (1990)

Content Analysis is a research method used to analyse written communication and has been
widely used in the social science area. In the area of management the use of content analysis has
produced insights that would be difficult to obtain from other methods (Erdener and Dunn,
1990). Its advantages are that it:

e Allows for a systematic interpretation of textual material based on an objective criteria;
¢ Allows distillation of large quantities of information down to a manageable size;

e Converts qualitative material into quantitative data;

e Does not need large amounts of data;

e s an unobtrusive measure;

e Can be used in combination with other methods.
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Its limitations are related to its reliability and validity and the difficulty of identifying theory-
in-use. Within the first level of analysis, manifest content focuses on various characteristics of
the words used such as, frequency of words and relation of key words with other words. The
validity is questioned when there is an assumption that these key words relate to concepts within
the research question. Within the second level of analysis, latent content focuses on capturing an
underlying meaning in the text. Here again the concern with validity is present; since it depends
on subjective interpretation and judgement there is “a trade-off in terms of the reliability”
compared to manifest content (Erdener and Dunn, 1990:293). In general terms content analysis
has the potential for allowing “interesting and significant results when appropriately used and
properly carried out” (Erdener and Dunn, 1990:299). And it is a powerful tool when used in
combination with other methods.

Repertory grids is a technique first developed by George Kelly (1955) as a practical tool
used to reflect his Personal Construct Theory. Repertory grids were devised to help elicit the
system of constructs that a person uses to make sense of a repertoire of elements in a situation.
In other words, it was developed to give an insight about how a person understands the world
around him/her. A repertory grid is a matrix that relates a repertoire of elements (those aspects
we treat as objects: people, products, companies in a particular situation) to a set of constructs
(dimensions the respondent uses to make sense of the elements identified). Repertory grids are
used to facilitate problem construction, they are valuable at giving insight into the nature of
choices which a person is uncertain about. In a team atmosphere grids are useful for increasing
the probability of creativity, identifying significantly different constructions to a problem and
identifying similar interpretations (Eden, 1984).

The repertory grid is thus considered to have advantages over structured and unstructured
questionnaires and interviews. With repertory grid techniques the researcher does not make
Jjudgements about the important or unimportant aspects of a phenomenon, as would otherwise be
done with the elaboration and selection of questions. Therefore, the researcher does not impose
his/her own cognitive form of a phenomenon. Compared with unstructured interviews, repertory
grids provide a structured way of reliably eliciting the cognitive structure of the respondents by
giving their perceptions within their own frame. In addition, repertory grid data can be analysed
using both quantitative and qualitative methods.

Among its limitations are that the most appropriate level of analysis is that of the individual
(Reger, 1990). Even though grids can be compared across individuals, it is not completely
Justified by personal construct theory, so caution is required, and cross-referencing has to be
carried out. A grid is also constraining in the degree of richness that can be captured. Much larger

than a 12 x 12 matrix becomes unmanageable to elicit and confusing to analyse (Eden, 1988).
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There are several cause (cognitive) mapping' methods which vary in their coding between
researchers and purpose, such as, Bougon’s self-Q technique (Bougon, 1983), Laukkanen’s
cause mapping (Laukkanen, 1990, 1998), Eden’s cognitive mapping (Eden, 1988) and others
(see Jenkins, 1998). Cognitive mapping methods of analysis have been developed based on two
approaches: first, Axelrod’s (1976) method for coding the causal association of concepts (Huff
et al.,, 1990). Axelrod’s mapping technique was based on coding written documents to analyse
the decision making process of “political elites”. And second, Eden’s (1979) technique
developed to reflect Kelly’s (1955) Personal Construct Theory (Eden et al.,1992).

The self-Q technique (Bougon, 1983, 1990) is a developed method for eliciting cause maps.
This technique sets out a structured approach to interviewing research subjects. The method
emerged from strategic theory as a more dynamic holistic approach for directing strategic
change in organisations. The interview process initially consisted of 4 stages (Bougon, 1983)
reduced to 3 individual stages (Bougon, 1990), these are:

1) collect concepts from respondent;

2) respondents personal identification of the importance and influence of concepts;
3) collect the respondents perception of the relationships among their concepts.

The advantages of this technique are that it allows the respondent to draw out their own
mental concepts in an unstructured manner. The structure comes from a ranking by importance
and influence exercise. It also reduces the bias introduced by the interviewer, therefore
increasing reliability.

The technique’s limitations are at the third stage where the relations between concepts or
“nodes” are made only between concepts elicited in stages one and two. Each interview stage is
estimated to take approximately 1 hour, but if more than 10 nodes exist the duration of stage
three increases. It is intended for the study of limited or small scale problem areas.

Laukkanen’s (1990) cause mapping technique has been developed to describe and compare
causal maps. The process consists of conducting interviews, coding the data and feeding it into a
software programme (CMAP2) to produce the maps. The interviews are carried out in three
sessions per respondent, each estimated to last between 1-3 hours (9 hours maximum). The first
interview is an unstructured interview, but based on a protocol in order to draw out general and

behavioural information the respondent uses to make sense of a particular situation. The

! Usage of the terms cause map and cognitive map varies. Some authors (Eden et al., 1979; Klein and
Newman, 1980; Bougon, 1983) have used them synonymously. A cause map usually indicates causal
relations. A cognitive map is more general and can present a variety of “relations occurring in patterns of
concepts” (Bougon, 1983:177). Usage of the term “cognitive mapping” in this study is based on Huff’s
suggestion that it “should be reserved to identify the full range of mental representations that can be
mapped” (Huff, 1990:28). A cognitive map is thus a graphical representation “that locates people in
relation to their information environments™ (Fiol and Huff, 1992:267). See also Eden (1992).
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following two interviews are carried out with the aim of extracting concepts and causal beliefs
around base themes (10-12 themes per interview). In-putting concepts and cause-effect relations
into CMAP?2 to produce text-based cause maps for subsequent analysis reduces the data.

The advantages are that CMAP2 allows for the analysis of content and structure of the
generated maps. It facilitates the comparison of content between maps and introduces the idea
that maps generated for the purpose of comparison will be different from those generated for the
purpose of representing a particular mental constitution (Bood, 1998; Jenkins, 1998).

Among its limitations are that an overview can be easily lost. It generates only text-based
maps, however it can be combined with Decision Explorer software to produce graphical maps.
The focus of analysis is in the cause-effect structure as opposed to the analysis being the
individual and the context in which the concepts are used (Jenkins, 1998).

Eden’s cognitive mapping is a graphic model of the “system of concepts” used by an
individual to communicate the “nature of a problem” (Eden, 1989). The model represents the
meaning of concepts by its relationship to other concepts. Eden’s (1988) Cognitive Mapping
approach is based on Kelly’s Personal Construct Theory (Kelly, 1955), which provides a
comprehensive basis for understanding sense-making. This particular theory derives from an
area of psychology known as cognitive theory. Its foundation lies in the argument that
individuals are continually striving to “make sense” of the world around them in order to control
and manage it (Eden, 1989). According to Kelly individuals construct theories, which consist of
a finite set of constructs and with these, individuals make sense of their world by at the same
time assigning a “similarity” or “contrast” pole to the various elements they see. The elements
can be anything, people, events and processes (Bood,1998).

This type of mapping process is designed to be used as an interactive tool to analyse complex
processes through which decisions emerge (Eden, 1989). It is a well-founded methodology with a
usable analysis package that allows for a detail analysis of individual maps. The software package
Decision Explorer (previously known as COPE) has strong graphical facilities for visually displaying
the causal maps in such a way that allows for multiple analysis and assessment. It builds cognitive
maps out of concepts linked to each other by arrows that indicate the nature of the linkage. Each
concept can have two poles, one is the emergent pole and the other the contrasting pole. A cognitive
map is built up by linking several concepts together in a hierarchical form. From this the structure of
the map has the potential of being analysed in a number of ways; such as listing concepts, following
argumentation or clustering concepts (Bood, 1998). It disadvantage is that it does not allow for content
analysis to be carried out easily, however it can be used in combination with NUD*IST (qualitative
data analysis software) for this purpose.

Argument mapping (Fletcher and Huff, 1990) is based on Toulmin’s (1958) idea that by
taking as a model the discipline of jurisprudence one can understand the “logic practice”.
Toulmin’s interest in decision-making emerged from his focus on the practical problems of
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creating understanding. The method is basically a replicable method of content analysis, which
can be applied to many written documents produced by decision-makers. The documents are
divided into blocks, these are then subdivided into arguments where its components (key claim,
grounded data, warrants, qualifiers) are identified. The components are then coded and
transferred to a diagram i.e. a flow chart. Its strength lies in that “it can reflect more complex
cognitive process” compared to other mapping techniques (Fletcher and Huff, 1990:368).

These are just a few among a number of mapping techniques used in the area of managerial cognition.
The most widely developed and adopted are briefly explained and compared by Bood (1998), Eden and
Spender (1998), Huff (1990) and Jenkins (1998). Most of the techniques have common aspects: for
instance they provide clear procedures for collecting data, they allow for a systematic analysis of that data
and are supported by a software package which increases the reliability of the analysis.

The selection of a mapping methodology was carried out based on the suggestions made by
Jenkins (1998), illustrated in figure 4.3. He establishes criteria for the selection of mapping
methodologies based on a framework where the mapping method lies between two dimensions:
the methodological issues and the research context. These two dimensions overlap through the
concept of practicality, which serves as a mediator between the two dimension’s influences on
the final selection of the mapping method.

This study is interested in maps that represent influences, causalities and system dynamics
(third in Huff’s classification fig.4.2). And these type of maps are the ones which provide a

higher level of potential of procedural knowledge in a decision-making context (Jenkins,1998).

Methodologicat I Mapping methods Cantographic] Research
------ \ analogy context

Surfacing

Research
question

Mapping

Validity Analysis Scope

Reliability Unit of analysis

Practicality

Fig.4.3 Conceptual shield for considering mapping methodologies (Jenkins, 1998:233)

It was considered therefore that cognitive mapping developed by Eden (1988) was the most
appropriate approach for the research enquiry since it is concerned with drawing out the
underlying sense making of individuals or groups. It has the advantage of having a theoretical
base, software package that facilitates the analysis, generates graphical and text-based maps,
analysis is carried out at individual and context level, and there is only one interview session
with the informer. Comparison between maps can be carried out based on the suggestions of

Eden and Ackerman (1998). Signs of learning can be identified by changes in concepts and
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changes in centrality. Construction of maps can be carried out interactively. Its disadvantage is
that the comparison of content is difficult, however this can be carried out in combination with
NUD*IST (qualitative data analysis software).

In addition, this approach has been used successfully within the area of management by
Edkins (1998) who explored the management of the design process and by Barrett (1999) in the
area of construction briefing. Therefore, creating a base for further research in the area.

The use of Eden’s “cognitive mapping” as a tool for data gathering on how the decisions are
reached not only addresses the research question but offers the potential of opening new lines of
enquiry. Individual maps can be created, analysed and compared with the aim of creating a final

map of a conversion project process.

4.8 COGNITIVE MAPPING IMPLEMENTED
Eden’s (1989) suggestion that the mapping process be run in parallel with the interview is due to

the technique’s development as a method for working on complex problems in organisations.
However, this requires the interviewer to have previous experience and knowledge in mapping,
otherwise the exercise can become time consuming and probably frustrating for the interviewee.

As the decision-choice context and process was seen as complex it was considered that using

this approach would be inappropriate given the author’s inexperience in mapping live.
The alternative approach was the use of in-depth unstructured interviews, explained in section
4.5. This allowed the collection of information as freely as possible, with minimum intervention
from the interviewer, and allowed the study and exploration in detail of the individual’s
experiences and views on how decisions were taken during the conversion project process. Tape
recording during the interviews and hand written notes served as a means of recording the
information, which could be returned to when required.

Interviews were started by giving the interviewee a brief explanation of the research,
followed by asking the interviewee when he/she first got involved in the project and the role that
he/she played. This gave the opportunity to the interviewee to go back and give an almost
chronological description of events. In most cases it was easier to give a general overview of the
project followed by a detailed explanation of issues and events. The direction of the interview
was dictated by the explanations given by the interviewee in combination with the researcher’s
prompting when it was considered necessary. Prompting was used when more detailed
explanation of why and how certain events occurred was needed. This was necessary to ensure
that all aspects of the area of enquiry were covered and that the issues mentioned by the
interviewee were sifted thoroughly. In some instances it was necessary to cross reference from
other interview information and question specific areas that the interviewer knew had occurred
and which involved the interviewee. In these cases it served as a memory trigger, as the

responses were generally that it was an important area or issue. Interviews took an average of

Methodology 92



two hours with those who were heavily involved in the project, for example the developer and
project manager. And, one hour or less for those who were involved for only a particular stage
in the process. In most cases the developer, manager and architect were the most eager to
discuss in detail every aspect. While those carrying out a certain task, for example structural and
service engineer focussed on that particular area.

The interviews were transcribed, forming the primary source of data for mapping. This
process took some time. With the transcriptions it was possible to proceed with the construction
of the maps. This is described in the following section (4.9).

The method for data collection worked extremely well, all interviewees acknowledged the
use of a tape recorder. However, in the cases where interviews could not be arranged, for example
with local authority case officers, mapping was carried out from the planning documents. The
disadvantage was that only what was written in the documents could be mapped, resulting in less
detail. However, in all cases contents of the planning file were confirmed and cross referenced
by interviewed actors. Even these types of maps were important as they represented the
planning side’s point of view. In all Eden (1990) mentions that the same guidelines apply for
mapping through interviews or provided in documentary form. In addition, Axelrod (1976) supports

this approach as he mapped how politicians made decisions by using documentary evidence.

4.9 CONSTRUCTION OF INDIVIDUAL MAPS
Individual cognitive maps were built based on the guidelines of Eden, Ackerman and Cropper

(1990). First, the transcribed interview was separated into distinct phrases (concepts), retaining
the language of the interviewee. Starting at the beginning of the transcripts, the concepts were
entered into Decision Explorer and linked to represent the explanation in graphical form.
Concepts were linked according to their relation. Relations could be causal (leads to or affects
the other concept), temporal (concepts follow in time) or connotative (concepts are associated).
Initial linkages came directly from the interviews, for example, the interviewee’s explanation of
consequences and outcomes would mean a causal link; or the explanation of an issue through
external examples would be a connotative link. The map also reflects where the lines of
explanation end and a different one begins, no link exists between the two groups of concepts.
Linkages were also put in the cases where the links were not clearly mentioned but apparent to
exist due to cross referencing interviews. In this situation there is a danger of misinterpretation
on part of the researcher, but careful consideration and review of the data was carried out. In
addition, corroboration from the interviewee was sought. A certain level of interpretation was
required from the researcher when mapping from the transcripts, as in most cases interviews
were not a continual string of arguments. Meaning however, is considered to be retained
through the context. Figure 4.4 provides an overall view of a constructed individual map with its

numerous concepts (between 100-300) and links.
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Fig.4.4 Individual map example

4.10 TIDYING UP THE MAP
After the maps are built and before formal analysis can begin it is necessary to revise the

constituent elements of the map as well as make sure the information is mapped correctly. This
is done using some of Decision Explorer’s analysis commands such as: size, listing heads and
tails, orphan, loop, central and domain analysis (fig.4.5).

The size command indicates the complexity of an individual’s sense making by providing the
number of concepts in the map. A map with more than 70 concepts is generally considered to be
complex. The size command also permits the carrying out a link-to-concept ratio (1.15-1.2
expected) to verify if there are too few or too many links. Listing heads gives an indication of
concepts that represent the end of the interviewee’s line of argument. These are usually
consequences, outcomes and/or goals. Tails are located at the bottom of the map and represent
the starting point for a line of argument or explanation. Orphan command indicates concepts
that are not linked to any other concept. These isolated concepts were looked at and either
linked or deleted according to information in transcripts. Loop analysis is used to indicate a
circular argument. Loops can indicate two things: first the occurrence of a coding accident, in
which case it needs to be reviewed. Second, the existence of a dynamic argument; which would

lead to further analysis.
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Fig.4.5 Decision Explorer’s analysis commands

Finally, central and domain analysis were carried out. Here the top 20 concepts of each
analysis result were compared to see if they made sense being identified as key concepts.
Generally the top concepts from each analysis were the same, verifying and confirming the key
concepts. When this was not the case it was necessary to go back to the model and explore those

identified concepts and reference them back to the interview transcripts.

4.11 ANALYSIS OF COGNITIVE MAPS
Eden et al (1992) mention that there is no general approach to cause map analysis. The

interpretation and meaning of the analysis can only be carried out in relation to the purpose of
the research and the theoretical basis of the form of representation to be analysed. However,
Eden et al (1992) do make some recommendations for analysing complexity and these were
taken as a starting point for this analysis.

First, consideration of the number of concepts, heads, and tails were important. For example,
as mentioned in the previous section the number of concepts is indicative of the complexity of
an individual’s way of making sense of complex situations. In the majority of the cases maps
had a minimum of 100 concepts, highly connected. Indicating high level of complexity.

A map with a small number of heads for example, indicates an “idealised” way of thinking;

while a map with large number of heads indicates a recognition of and concern for meeting
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multiple and conflicting objectives. The content of the head concepts is significant, as they gave
an indication of consequences, outcomes, targets or objectives of an individual.

A simple way of analysing complexity was to run central and domain analysis. Domain
analysis calculates the number of in and out arrows from each concept, indicating its immediate
domain. Concepts with an immediate domain are most complex and are the most cognitively
central, giving an idea of which concepts are key issues (Eden et. al, 1992). However, by
attending only to the immediate domain of a concept the analysis completely ignores the wider
context of a concept. Therefore, central analysis was run in parallel. This analysis calculates
how central a concept is in a model, taking into account a wider context, that is, links of

concepts within the three closest levels (fig. 4.6).
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Fig. 4.6 Centrality and Domain Scores (Eden and Ackerman, 1998:406)

Cluster analysis allowed the analysis of emergent features of a map, that is, the main themes
of a map. This analyses the model on the similarity of links between concepts. This forms a
“natural” set of Clusters, which do not overlap (fig. 4.7). Cluster analysis splits a large model
into related sections, which produces an overview of the model. Several options for clustering
were carried out. However, it was found that a target size of 30 concepts and a minimum of 10
concepts, and an operation mode of direct-all explanations gave the most meaningful sets. Each
cluster was then assigned a title representing the contents or theme of the cluster.

By clustering the model it was possible to identify the structural properties of hierarchies and
linkages. Clusters fall between two extremes: first, a map can compromise several clusters of
nodes and links that are disconnected from one another, that is, the map may contain no links
between nodes. Second, a map can be highly interconnected, that is, like a connected cluster of

nodes. This is significant as the degree of fragmentation of clusters and strengths of links
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between them is a basis for analysing complexity (Eden et al., 1992). Cluster analysis suggested

whether or not, or to what extent, a form of categorisation simplified the world.

Fig. 4.7 Individual map colour coded by cluster

In the cases where Joops were found, which indicated a true dynamic argument, it was
possible to search and identify the nature of the feedback.

All these exercises (central, domain, cluster and loop) were carried out at two levels. First on
the whole map, as the map represents an individual’s reflective thinking of the process and
his/her role it was important to identify the key issues in the actor’s view during the process.
Second, on individual clusters, as clusters were themes identified as stages within the process, it
was important to identify the key issues in those instances. This allowed understanding of the
changing objectives and outcomes through out the process.

By selecting the first five concepts of both central and domain analysis results, the key issues
within clusters were identified. This is verified by Edkins (1998) who mentions that “5/30 gave the
most important concepts”. However, in clusters with fewer concepts, 15 concepts for example,
the first three concepts were the most significant. The results from this analysis were then assigned
a style (key element) as well as the rest of the concepts within the clusters. Table 4.4 shows the
assigned style properties of the concepts.
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Key element identified through analysis as most central and
influential at a wider context. Note that key elements can be
options, alternatives or heads

Guide price was very low

Background concept to the cluster

Incredibly run down estate

Head concept is an outcome, consequence or objective in a
cluster. Generally located at the end of a line of argument

We are very proud of the
scheme

Alternative concept is a course of action considered by a
decision maker

Move from traditional to
design and build

Option concept is an alternative that allows a future

Already talking to planners

decision following the revelation of information about live work

Standard concept does not offer any additional valuable Uncertainty of findings
information to the cluster. It is usually more detailed when tearing buildings
concepts apart

Table 4.4 Cognitive map style properties

4.12 PRESENTATION OF INDIVIDUAL DATA
As clusters are represented as isolated groups, it was necessary to indicate the links between

them. Therefore, concepts linked to other concepts in clusters were assigned a memo card
(facility used to store information) containing the concept number, concept and cluster to which
it was linked to. This information was entered as a separate concept and renumbered. A separate
link style was created to indicate the links between clusters. This type of presentation can be
viewed in appendices 2, 3 and 4.

As individual maps contained between 100 and 400 concepts it was necessary to produce a
summary map to present the data. These were produced in Visio software programme. Cluster
titles were entered and linked accordingly in a summary map. Linkages were assigned different
widths according to the strength of the relationship between clusters.

Links can represent a causal relationship (arrow), an association (dotted lines) and loops.
Central themes (key clusters) are circled in grey. Analysis results are described based on these
central themes, key elements and loops. Figure 4.8 overleaf shows an example of an individual

summary map (Indigo Mews project, GM’s summary map).

4.13 AGGREGATED SUMMARY PROJECT MAPS
The actor’s perception of key pivotal factors during the conversion process and subsequent

analysis highlighted numerous individual issues. In chapter eight it was necessary to bring all
that information together in a manageable form which represented a view of the whole project’s
issues and process. In order to address issues of incommensurability two approaches were
considered and explored: first, continue using Decision Explorer to reduce complexity and/or

second, create matrices of themes and actors to identify the key themes within a project level.
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Fig. 4.8 Individual summary map

For the first approach three ideas were explored: first, the idea of creating an aggregate map
(Bougon, 1992) by merging individual cognitive maps through concepts resembling meaning.
This would result in a “super map” of the process but not a cognitive map as it contains all the
actor’s views, so idiosyncracy would be lost. At this stage this option was seen as a step
backwards as the map representation would be too complex. In response the second idea
explored was the creation of a congregated map (Bougon, 1992) by linking through a label
individual actor’s summary maps of key elements. Neither the congregated nor aggregated map
allowed for simplification; on the contrary it resulted in more complex representations of the
same issues. Therefore, the third option was to create an aggregated map from all individual
summary maps as presented in individual case chapters (five, six and seven). The key aspects
per project would then be identified through the same analysis process described previously in
section 4.10. This option presented a simplified representation of the project without meaning
being lost, as themes, concepts and links could be traced back to the original transcripts. This
reinforces Decision Explorer’s strength as an analysis tool. However the validity of this
approach was uncertain, although a similar procedure was carried out by Edkins (1998).

Overwhelmed by the complexity of the process through the elaboration of congregated and
aggregated maps, explained above, and the validity issues, it was decided to move away from

Decision Explorer and use matrices in order to sift the information further. Matrices are a well
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known tool in the social science area used to categorise and classify qualitative information (see
section 4.7). Miles and Huberman (1994) give a detail explanation of their application. Matrices
allow the analysis of interview data at both an individual and project level, and it is a project
perspective that was required. Therefore, matrices per projects were created. These contained
general identified themes and individual actor’s views within those themes. This option allowed
for the views of actors within and between projects to be compared and permitted the
identification and corroboration of the key themes within and between projects. A disadvantage
however was the loss of linkage and visibility of the dynamics involved in the process, which
Decision Explorer’s graphic facilities offers.

It was decided therefore, to use the best of both approaches; matrices (table 5.1, 6.1 and 7.1)
and aggregated maps from individual summary maps for all the projects were created. The
identification of the key themes through the matrices was corroborated through the analysis of
each project summary map in Decision Explorer. This resulted in a simplified representation of
the process dynamics, the identification and corroboration of key issues and their relation
through out the projects process. Project summary maps can be viewed in chapter eight. With
the combination of these two techniques it was possible to triangulate between the different data

sets —summary maps and matrices, and thus ensure consistency in the data.

4.14 DISCUSSION
This chapter considered the methodological aspects to be implemented in this research. A

qualitative approach was selected for it provides the opportunity of exploring the current
phenomenon of conversion through individual actor’s understanding of its project process. A
case study strategy was adopted as it permits us to explore the particular situation of decision-
choices actors face within its real life context allowing for the analysis of non-linear and multi-
causal links. Three case studies were identified and selected through a filtering process. The
criteria of which responded to issues presented in chapter two, but mainly to the results of
preliminary interviews. Unstructured interviews as a means to data collection allowed for in-
depth exploration of individuals attitudes, views and experiences about the conversion project
process. The data analysis of such rich and complex information needed to be rigorous.
Traditional qualitative analysis methods were looked at these offered techniques of managing
information but needed to go further than just telling interesting accounts and experiences. The
research question of how do individuals involved in the activity make sense of the influencing
issues, and how can we understand an individual’s cognitive understanding of a decision-choice
process, place the enquiry within the cognitive science area. Which aims to study thought,
learning and mental organisation. Therefore, methodologies in the area of Managerial and
Organisational Cognition were considered, as the subject is interested in exploring the limits and

structure of an individual’s mental model used during the process of choice. Mapping
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methodologies were described and Eden’s Cognitive Mapping technique was identified and
selected as the most appropriate for this research as it is concerned with drawing out the
underlying sense making of individuals. We shall see how these techniques are applied to the

research problem and this is explored in the following three case study projects.
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Chapter Five

Indigo Loft-side and
Newington Place Mews

5.1 INTRODUCTION

The project considered is Indigo Loft-side and Newington Place Mews located in the London
borough of Hackney. The development consists of the conversion of a light industrial estate into
residential and business use. It comprises 6 new build houses, 18 loft apartments, 20 live/work
lofts and 340 m® of B1 space. This chapter describes this conversion process in three sections:
first, with an overview of the project; second, a description of the actor’s invoived and their
role; third, analysis of individual actor’s perception, bringing focus to identification of key
elements or concepts. Finally, we review the project’s process in terms of the key elements

identified.

5.2 SITE BACKGROUND

The property is located in the area of Stoke Newington very close to Islington and Canonbury.
The site of 34,664 sqft is located on Carysfort Road, 250 meters off Green Lanes at the road
junction with Stoke Newington Church Street. It is just south of Clissold park, a substantial
open space with recreational facilities. The location of the property offers easy access to the
City and West End through a number of bus routes which can be reached within 10 minutes
walking distance.

Carysfort road originally developed in late Victorian early Edwardian period and comprises
large, mainly three storey terrace houses which limit the south-western side of a large industrial

area. During at least the last 60 years, the industrial buildings in this area have been used as
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warehouses, toy, button, film, clothing, wireless components, piano and food factories among
others.

The site on 95 Carysfort Road (marked within the bold contour in Fig.5.1) which was to be
developed in 1997, comprised 6 either one or two storey buildings. These have themselves seen
a number of uses over the past 60 years. Building A for example, had been used as a garage
between 1931 and 1974, followed by a Chinese noodle factory until the mid 1990s. Three storey
building’s F and B, of which the latter housed 3 factories were both used as printing works; by
1960 building B was used as a mirror factory, and thirteen years later in 1973 it was used as a
furniture factory, and by the mid 1990s it was used for cloth manufacturing. Building C, a two
storey building was used as a tin box factory from 1959 onwards. Building D also a two storey

building had been used as a canteen, a kitchen and an office. And finally building G was used as

a carbon store and then as a boiler house.
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By the early 1990s the decline of industrial activity in the area was very evident, many
industrial works relocated to outer areas leaving buildings empty or semi-occupied. In 1993 a
valuer’s report indicated that the site on Carysfort Road failed to meet industrial requirements.
The property was in very poor condition. The buildings had been vacant for 2 or 3 years and
were dilapidating, there was a lack of standard services, potential problems with access and with
adjoining residential occupants. In addition, the demand for industrial space in this particular
area was stagnant or non-existent. Taking all these things into consideration it was

recommended un-economically viable for the site to be redeveloped as B1, B2 or B8 use.
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Although in 1994 part of the estate was occupied by Turkish clothing manufacturers and a
Chinese noodle factory the whole industrial estate on 95 Carysfort Road was put up for auction
by the owners. The original owners of the estate were a private family who had acquired the site
as an investment in the 1950s. But by the 1990s with the site half full of tenants and the lack of

proper management pushed the owners to put the site up for auction.

5.3 PROJECT OVERVIEW

The background of the site, the project life cycle, the sceptical views from the Local Authority
towards development fro residential use and the market period of its development (end of bust
period in the residential market) provide an indication of the contextual complexity encountered
during the development process of this project. Indigo Loft-side and Newington Place Mews
project began in January 1995 with the purchase of the property, and finished with the
completion and sale of Newington place mews and Indigo Loft-side in December 1997 and
February 1999 respectively. Appendix 2 presents the time line of the project.

The search or chance encounters with opportunities is the way many developments initiate.
In this case the opportunity was a chance encounter by the managing director of Dorrington
Properties browsing through an auction catalogue in December 1994. The opportunity was
immediately perceived by developer as he knew the area very well.

His interest for the property came from two aspects: First, the development company’s
previous experience during the 1980s in converting buildings, mainly to office use, resulting in
a developed concept for converting and a developed interest in bringing old building back into
economic use, improving their value and their surrounding area. Second, the low guide price for
the property at £8 per square foot. Before a decision to purchase was made the developer sought
the advice of a two man development firm with experience in conversion. On seeing the
potential of the site GM (project manager) encouraged the developer to bid at the auction.

No preliminary investigation, site or development appraisal was carried out prior to the site
acquisition. From visiting the site it was deduced that there might be some land contamination
as it contained an old industrial estate; there was a problem of noise generated from an adjoining
wood frame factory, which was thought at that stage could be solved by buying the owner a new
generator; while the planning attitude and the market for that area was unknown by these two
actors. With this initial knowledge the decision to purchase was made on the basis that for <8 a
square foot “you couldn’t go too far wrong” (AL, 24/08/00). In other words, it was a real
speculation. In February 1995 the industrial estate of 51,560 square feet of existing built area
was purchased for approximately £330,000.

After the site was acquired the next step was to select the professional team. The selection of

the professional team was based mainly on their experience in similar conversion projects, that
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the type and quality of their work was in accordance to the developer’s vision of the scheme,
similarity in views on the potential of the site, buildings and scheme. The initial team was
composed of the developer, project manager, architect, structure engineer, cost consultant,
planning consultant and estate agent.

The brief was elaborated as design discussions progressed, for the site was bought with only
a vision that the site could be used for residential and business use. Initial discussions focused
on the options, potential uses for the buildings, potential mix of buildings, and technical issues
to be dealt with the planning authority. It was decided to retain buildings that were in good
structural condition and easily convertible. The concept was to create a mews-like
neighbourhood with a central courtyard. The mix of use was decided in terms of the natural split
of the buildings and also on the identification that residential use would bring most economic
benefits. However, the site being within a Defined Employment Area (DEA) meant that
planning consent for a change of use from an employment generating activity to residential use
was going to be very difficult to obtain.

The concept was for the estate to be regenerated as both business and residential use. And
focus was made on the business side of the development as it could potentially generate 100
new jobs in the area. Hackney Planning Authority was dismissive of the idea of losing
employment area in a DEA as it was against policy.

A case was developed further by the team and presented to the Head Planner of Hackney.
The case was made based on two arguments: first, the value of the architecture/design and
second, the value of regeneration. The regeneration argument put forward was that the buildings
were beyond their current economic use and it was required to invest large amounts of money in
order to regenerate the estate. Regeneration would improve the lives, outlook and value of
properties and the general environment of that area. To do this required a greater value to be
generated out of the scheme. This could only be achieved if some residential use was granted.
The architecture/design argument was presented with the view to rehabilitate and maintain the
form and character of the buildings. There was a limited need for demolition and an intention of
creating attractive internal spaces and additional new floor space. Buildings would be selected
according to their position and suitability for conversion so that two distinct neighbourhoods
could be created. The design of the courtyard would allow for the creation of residential
neighbourhood offering identity and security.

With this argument the scheme proposal was supported on the condition that it met all other
planning requirements and some conditions: mix use 50% residential and 50% business use,
consideration of live/work accommodation, response to proximity of intrusive uses, response to
proximity of new residential spaces, daylight considerations and identification of market

demand.
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The first planning application and design report was submitted two months after the initial
approach to Planning Authority had been made. One month later the application for a change of
use and development was refused based on three points: first, loss of land destined for
employment purposes; second, the development might prejudice the future range of
employment uses which could be accommodated in a DEA by introducing residential
immediately adjacent to existing employment uses; and third, the setting of a precedent for
allowing residential development within DEA’s.

The Environment and Health Service Unit of Hackney also recommended planning
permission be refused based on three grounds: first, land contamination concerns, as the land
had been in industrial use for more than 60 years; second, air pollution concerns from adjoining
factories meant that the new residential development would be within 250 meters of chemical
pollution source and development might disturb the dispersion of emissions from process; third,
noise pollution from neighbouring factory.

The developer sought to solve the problems of pollution, noise and land contamination.
Solution for the latter were easily found with the recommendations of an external consultant.
Discussions and negotiations initiated with the owner of neighbouring wood frame factory to
solve the pollution and noise problems. After the first fallen negotiation in July 1995,
discussions progressed until November 1995 when an agreement for payment of £100,000 to
vacate the site was signed.

The fallen negotiation in July contributed to the second planning application being refused
with more observations such as: provision of space for existing tenants, proof of site being
marketed for industrial use, evidence of developers experience in developing similar type of
projects, parking provision, confirmation over rights of service road for parking allocation, over
development of site (UDP required 250 habitable rooms/hectare), 3 bedroom units
unacceptable.

The development of the design progressed for the following four months taking on board the
Planning Authorities recommendations. During this period local residents opposed the
development on the grounds that it would increase the demand for parking space which was
already limited, and the effects of noise and pollution from increased traffic. However, the Civil
Engineer Division Traffic and Transport Department of Hackney accepted the parking provision
within the development. As the proposed development met with all technicalities permission for
change of use and development was granted in December 1995.

As the design progressed into more detail it became apparent that the scheme was becoming
uneconomic. This was mainly due to the additional unexpected cost of dealing with noise and
pollution from neighbouring factory and the indication that tender prices were going to be

higher than expected, as the cost of refurbishment became clearer. In response the developer
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appointed an external consultant to deal with the application process for an English Partnership
grant. The two stage application process was passed through successfully and a grant of
£600,000 was offered and accepted on the agreement that full re-payment would be made within
12 months after completion if the project made considerable profit. The grant benefited the
development tremendously. It gave the developer and team the confidence to continue with the
project, it was an insurance against the project making a loss and it was an interest free loan.

Even though the cost control was run in parallel with the design and planning phase the
production of the tender package indicated that the tender return was going to be over budget, as
variation in prices had occurred and architect stepped away from the cost planning suggestions.
This was due to a difference in views on what the scheme and specifications could be, a
compromise between expectations and quality of finishes was difficult to compromise.
Nonetheless, the tender process was used to select and negotiate with the contractor alternative
specifications. The successful contractor was selected based on their experience in similar
projects in terms of market and type of work, low price, and an established working
relationship.

As tender prices were still higher than expected the decision to change the form of contract
from traditional to design and build was taken. The cost consultants negotiated with the
contractor and went through a cost saving exercise to find alternative solutions and prices for
particular items. The contractor reduced his price and an element of the developer’s contingency
was given to the contractor in exchange for technical risk.

From the moment the scheme went into construction phase the involvement of the architect,
cost consultant, structure engineer and service engineer reduced to on a advisory level. The
construction of the scheme was carried out in two phases. Construction of the first phase
(December 1996-December 1997) consisted in developing the residential units (building
A,C,D,E,F). Construction of the second phase (April 1998-February 1999) consisted in the
development of the business space later changed to live/work units (building B).

During the construction phase the project manager took a more active role making sure the
whole construction process was running according to schedule. Which meant supervising the
other actors delivered the designs to the right people at the right time, and dealing with day to
day issues on site. The interviews suggest that there were no major issues during this phase. The
unexpected things were dealt with on site with no major delays.

During construction of the second phase the developer, project manager and estate agent,
realised that there was no demand for B1 use in that area. They decided to ask for a change of
use from B1 to live/work, which at that time was increasingly being accepted. This caused
disruption to the construction process and it became critical to keep people motivated and

information flowing. At first instance the planning officer was not supportive. However the
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second time around a different planning officer took on the project and supported the idea.
Planning application for change of use was submitted end of 1997 and granted early 1998. The
re-application process caused the process to slow down, as gas central heating had to be re-
introduced for residential use. The effect that these delays had were on the marketing period, for
the scheme was marketed in the autumn instead of summer. In this case it positively affected the
project, for the market in that area had been tested with the sale of Newington Place Mews
(phase 1). Therefore, more profits were obtained out of the second phase.

There were no tax issues involved with the development of phase 1, as VAT did not apply
for conversion work of non-residential to residential. However, there were two tax issues
involved with the live/work development: First, VAT does apply to the conversion of
commercial to commercial. This was related to that part of the live/work which was
commercial. Second, was the issue related to rates. In theory the rating authority should apply a
residential council tax to the live space and a business rate to the work space. However, the
local authority gave consent for live/work generally, that is, spaces were unspecified. Therefore,
VAT costumes and rating authority regarded the whole development as residential which was of
benefit for the development.

The marketing strategy was to get a cash flow advantage with the sale of the units, that is sell
as quickly as possible. This would reduce the amount of interest to be paid and would cut the
risk involved in the last phase of the project. Due to the lack of similar residential developments
in the area the pricing of the units was critical. The price of £125 per square foot advised by the
agent was increased to £140 per square foot by the developer and project manager as they were
confident of the product and market. The strategy included promotion and advertisement, pre-
valuation of the units prior to the sale and a mortgage information centre within the
development. Phase 1 sold within 4 weeks. Phase 2 also sold quickly, initial sale prices were
higher, for the market had been tested with phase 1 and the ground floor allocated to B1 was
sold off.

In the end the scheme was regarded as a success by all the interviewed actors involved in the
project. Each of them achieved their goal and regard the process as a learning experience. A
profit was made in a scheme which could potentially lose. Relations were forged which gave
new work opportunities for the future. All member of the professional team are proud and
satisfied with the end product. Residents enjoy living there, and their investment has increased

as the property values have doubled since the initial purchase.
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5.4 KEY ACTORS IN THE PROJECT

The key actors of the project were initially identified through LRR database and subsequently
by the developer. This section gives a description of the role each actor played in the project.

Note that the contractor and estate agent were unable to participate in this study.

a) The Developer

Dorrington Properties Plc. is part of a larger private group called the Hanover Acceptances
Group whose principal sectors of focus are real estate, food manufacture and agribusiness.
Dorrington has been established since 1936 and is a well known property investor and developer
with a portfolio of residential and commercial assets. Although initially a residential company
their niche operation today is related to the purchase and sale of regulated tenancies, multi-
tenant office buildings and investment in emerging markets. Dorrington’s area of interest are
residential investment and commercial investment activity. AL concentrates on the commercial
and development activity. The development operation sits between their commercial and
residential investment activities; that is, development is not a main stream activity for them.
Unlike the majority of development companies Dorrington does not have the need to do one
development after another, this means that development and decision process can be considered
more thoroughly than others. The role of AL in this particular project was as the driver of the
project. His role varied from the usual image we have of developers; as he did not get involved
in every single detail of the project as most developers do. Instead he hired another developer
MacDonald to take on the role of project manager. AL was aware of what was going on through
discussions with the project manager and other team members. And only got heavily involved
when the project was at a turning point. His strong features were that he was very thorough and
cautious of every single issue that arose. He was respectful and trustful of team members views

and opinions.

b) The architect

LK of Koski Solomon Ruthven (KSR) were appointed as architects by AL immediately after
LK’s positive advise on the feasibility of the site. KSR are a medium size architectural firm with
experience in building conversion. LK the principal architect, also had experience in spotting
old building with potential for redevelopment. The role of KSR was to develop the concept,
design and produce all relevant drawings of the scheme, and initially to take over the

construction phase, but this changed when the form of contract changed to design and build.

¢) The project manager
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GM of MacDonald Egan was appointed project manager by AL after initial advise to purchase
the site. MacDonald Egan is a two man firm which deals with project management and property
development. They own and manage their own property an have an expertise in creating multi-
tenant business centres. GM took on the role of co-developer because he had the experience and
expertise of managing that particular type of development; and as a developer himself wanted to
run the project as if it was his. This meant that he developed and presented the arguments to the
planning authority, motivated the professional team, managed schedule, cost and quality during

the construction phase, negotiated tender contract, grant agreement and marketing strategy.

d) Planning consultant

Gerald Eve is a firm of chartered surveyors which provide a variety of property services, such as
advising on ownership issues, valuation, acquisition and disposal, rents, business rates, planning
and development. HB head of the planning department was appointed planning consultant. The
role was to help the team through the planning process: to co-ordinate the planning process,

identify the relevant issues and to advise them on how to deal with them.

e) Structure engineer

AC of Alan Conisbee and Associates was appointed structural engineer after the site purchase.
The medium size firm specialises in the analysis of building structures and have had extensive
experience in working with old buildings. AC’s role was to analyse the condition of the building
fabric and to work closely with the architect and cost consultant, as their work was driven by the

architect’s design and budget.

f) Cost consultant

RJ of Jackson Coles was hired as cost consultant. Their responsibilities were to evaluate the cost
per square foot of conversion work. Rates per square foot calculation were based on visual
inspection of the buildings and on previous knowledge of other similar buildings. They worked
closely with the architects so as to achieve the end product within budget. They were also
responsible for elaborating the tender package and providing a preliminary list of possible

contractors.

g) English Partnership

ASw was the officer in charge of assessing the potential of the project for eligibility of a grant
from English Partnerships. English Partnership (currently the Development Agency) is a
government agency set up to assist the development of derelict land and buildings; with the aim

of creating new jobs and new housing in defined as areas of need. These areas are recognised by
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the government through the European Regional Development Funding (ERDF). The role of
ASw was to assess whether the scheme met the objectives of the agency (how many jobs, how
many housing units would be created through the scheme), that the scheme had the support of
the local planning authority, that Dorrington had the ability to develop and deliver the scheme

within time and cost estimations.

h) Hackney regulatory service

The planning officers involved with this scheme no longer worked in the borough, therefore no
interviews could be carried out. The information outlined was obtained from the planning files.
The building and development control department of Hackney had the role of approving or
rejecting the proposed development in accordance with policy. They ensured that the
development met all legal requirements (see section 2.4.5.). The planning approval system was
not directly linked to any other approval regime, such as building control, fire control or health

and safety.

5.5 ANALYSIS OF INDIVIDUAL COGNITIVE MAPS

This section describes the results from the analysis of individual cognitive maps. The results are
presented in the form of a summary map that contain themes (clusters) and links between them
in degrees of strength (see section 4.11 for explanation). Links are represented in two forms:
arrows indicate a causal relationship and hashed lines represent an association. The description
of each map will evolve around the central themes (bold) and their key elements or concepts
(italics), both identified through central and domain analysis in Decision Explorer (see section
4.10 and 4.11 explanation). The key elements within remaining clusters will also be described in
relation to the central themes. Where loops (feedback of information) between clusters appear,
the nature of their existence is described. It is important to note that these maps are a simplified
representation of the individual’s views of their involvement and development of the project

process. The contents of the actor’s clusters are located in appendix 3.

a) AL, Developer

AL’s summary map, figure 5.2 overleaf, describes how from his point of view the development
process took place, from the initial interest in the site (cluster 1) through to the success of the

scheme (cluster 10).

Central themes and key elements

AL’s map is essentially organised around the selection of the team (cluster 3) and reflects their
input and influence through the process. The analysis shows that AL’s views focus on: the
selection of the professional team carried out based on existing previous working relation; on
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his knowledge of type and quality of their work and on the actors positive view of the potential
of the site; but most significant is the contribution through out the process of AS agent, GM
project manager and KSR architects, as the analysis identified them as key actors in the project.
As AL mentions: “GM was involved in every aspect of the project” and the architects “KSR
worked through problems that arose, they had patience and perseverance”. The appointment of
the team members brought forward the ideas to develop a scheme proposal, and for dealing with
the approach to planners to get planning consent for change of use (cluster 4 and 5), a key

objective in the project’s process.

10. Success of the scheme
and grant issues

7. Unbudgeted T \ 8. Decision to change

. . live/work
morey 9. Pricing and Marketing Bl vsetg iaidar
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6. Procurement approach

and decision to change 5. Design discussions
4. Approach to planners
strategy

L

3. Team selection 2. Decision to purchase

T \/ the site

1. Interest in site /

12. Spotting /\

development 11. Company's profile

opportunities \/

Fig.5.2 AL summary map

The approach to planners (cluster 4) was of key importance once the scheme proposal had
been worked out (described in cluster 3). The objective was to build a relation with the planners
to obtain a change of use. This was carried out through negotiation discussions of a well
developed argument and through the understanding that this is a “drawn out tricky process”
where a number of iterations have to be carried through.

The procurement approach (cluster 6) was influential to the success of the scheme (cluster
10). The underestimation of building costs was the trigger to re-think the procurement approach
and to change the contractual arrangements. The underestimation of building costs were related

to the underestimation of problems with the existing structures by the surveyor and to the issues
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related to unbudgeted money (cluster 7). The alternative was to re-arrange the layout of some of
the buildings to get more units and therefore more value out of the scheme. The contract
strategy changed form traditional to design and build to transfer some of the risk to the
contractor, this allowed the contractor to get closer to the buildings and increase confidence in
their ability to build what the client wanted. The negative outcomes of this stage were: the
delays to the project caused by the negotiation process with selected contractor and the need to
deal with unbudgeted money (cluster 7); the need to compromise on the quality of the details in

order to reduce costs.

Loops
2 el i 4APRUINER $0 7. Unbudgeted money
urchase the site planners
L
o Loop
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A P
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VoA discussions and decision to change
strategy

Fig.5.3 AL s loops

AL’s summary map shows three simple loops formed between two clusters: First, loop A
between cluster 2 (site purchase) and 3 (team selection) represents GM’s (project manager),
LK’s (architect) positive view of the potential of the site and their influence on AL to purchase
the site. While their positive outlook encouraged AL to appoint them to the team. Second, loop
B between cluster 4 (approach to planners) and 5 (design discussion) represents the numerous
iterations the design had to go through before being given planning consent. The main issues for
planners were that the site was within a DEA, change of use could contribute to loss of
employment in the area, and after the socio-economic and sustainable case was presented and
accepted by the planning authority the issue shifted to the need for a mix of accommodation
types. The design addressed these issues by negotiating 50% of space for B1 use and 50% for
residential units (flats and houses). This influenced the decision to develop the scheme in two
phases. Third, loop C between cluster 6 (procurement approach) and 7 (unbudgeted money)
represents the effect the high tender returns had on an already affected budget, this led AL to
search for a grant from English Partnership. The effects on costs arising from dealing with
environmental health concerns such as, contaminated land, and noise and chemical pollution
from neighbouring factory, not only had an effect on the budget but also on the schedule, it was

critical for these issues to be resolve to get a change of use consent.
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Remaining clusters

AL’s interest in the site (cluster 1) came from three elements: first, AL familiarity with the area
as he lived 8 years half a mile from site; second, the low guide price for the site; and third, the
company’s interest in the concept of converting buildings and regeneration. This is a result of
the company’s previous experience in converting mainly office buildings.

The site purchase (cluster 2) was the first key decision that had to be made. The focus is on
the speculative approach with no preliminary investigation carried out, due to time constraints.
From the site observations four risks areas were considered: contaminated land risk, market risk,
building cost risk and planning risk. The contaminated land issue was not a big problem as its
solution was considered to be straight forward. Market risks were high as the area was un-tested
for residential development. The perception of building cost risks were eased by AC (structure
engineer) initial assessment. And planning risks were mainly related to the possibility of getting
change of use consent. The decision to purchase was made based on the potential of the site for
development; the low guide price and “GM’s (project manager) encouragement” to purchase the
site.

Cluster 8 (live work issues) describes the decision to apply for a change of use from Bl to
live work. This decision was taken because of the commercial un-viability of B1 use in the area.
According to AL, consent was granted “easily”, this decision was influenced by the concept of
live work being seen as employment generating and by the fact that a different case officer
supported the idea. In addition to the application for change of use, the potential tax issues
related to live work were key elements of concern during this stage, because different tax rates
applied to residential and business space. These didn’t become a problem as planning consent
was unspecified and the scheme was considered to be residential by rating authorities. This part
of the process however is not causally linked to the success of the scheme, even though the
change of use to live work resulted in higher returns than would have been from selling B1
space.

In the pricing and marketing stage (cluster 9) two key elements influenced whether the
objective of “obtaining returns as quickly as possible” was achieved. First, the decision of
pricing the units adequately and second, the approach to marketing and “maintaining the
marketing momentum”. Of interest is the decision by AL of pricing the units higher than the
agent suggested. This decision was a result of long discussions with GM (project manager) and
AS (agent) about the need for the development to achieve more, as construction cost were
higher than expected.

At the bottom of the map, development opportunities (cluster 12) and the profile of the

company (cluster 11) describe a necessary background to the project taking place. Of interest is
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that development is not one of company’s mainstream operations, resulting in less pressure to

buy sites continually and reduced pressure on having to make quick decisions

Outcome

At the top of the map, the success of the scheme and grant process (cluster 10) is the positive
outcome of the overall process, where the project objective of making a profit was achieved.
The success of the scheme was a result of the sale of the units within four weeks, therefore
obtaining the returns quickly (objective of the marketing strategy, cluster 9). The financial
success allowed to pay grant money back to English Partnership. The project’s process as a
“learning process” and success encouraged team members, particularly AL (developer), AS
(agent) and GM (project manager), to work together in future projects and to look for similar
types of schemes to develop. Success for the occupants in terms of investment, as prices in the
area have more than doubled since units were initially purchased. The issue of snagging was a
negative result of the project as it is difficult to manage, cost estimate and time consuming. An

issue that is “badly handled in the industry”.

b) GM, Project manager

GM’s summary map, figure 5.4 overleaf, is essentially organised around three clusters
describing: the purchase of site (cluster 3), planning (cluster 6) and design issues (cluster 4 and
5). The map with numerous simple loops and variety strengths of links clearly illustrates the
complexity and level of his involvement in the project. Of interest are the two multiple loops

formed between clusters 3, 4 and 6 and 4, 5 and 6 (fig. 5.5).

Central themes and key elements
Cluster 3 GM’s advice to AL to purchase was determined by GM’s interest and evaluation of
the site (cluster 9). As a central theme it was influential towards the design (cluster 4) and
development of the planning argument (cluster 6), as from this point on GM was appointed
project manager and assumed the role of co-developer. The advice to purchase was based on
GM'’s ability to see the potential of the site, that is, “having a vision of what the scheme could
be” and this characteristic ability comes from experience and judging on “your gut instinct”.
This is explained by the concepts in cluster 9, described in remaining cluster section. The
purchase of the site led to a joint identification and selection of a team consultants and to
discussions with other team members on design and planning issues (clusters 4, 5 and clusters 6,
10 respectively).

The emergence of the design through a process of trial and error (cluster 4) came

directly from first establishing a clear objective (cluster 5) “come up with a volume of building
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that makes the most profit” and second by a development of a planning argument (cluster 10)
from which all issues could be discussed with planning authority. The main issue was to address
all the concerns of the planning authority without compromising the value of the scheme. It is a
process of trial and error, where all issues are addressed through a team approach over a
determined period of time. The main design issues were overlooking, lighting, parking, land
contamination and looking at building individually to assess its potential, and all these had to

meet within the budget.
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Fig.5.4 GM Summary map

The aim of the development of the planning argument (cluster 6) was to persuade
planning authority via an architectural, sustainability, economic argument to support the
proposed development. As the main barrier towards obtaining planning consent was the
planning authorities concern with the development being against UDP policy, that is the site
was within a DEA. Obtaining support from head planning officer subject to proposal meeting

with technical issues was key element to getting planning consent for change of use.

Loops
The strongest simple loop (fig. 5.5) formed between clusters 4 and 6 represent the iterations the

design and planning phase went through until the project obtained consent for change of use. In
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particular it represents the discussions with team members and planning authority on specific
issues to be addressed in the scheme. The link to cluster 5 (loop A) indicates the influence of the
design objectives in the emergence of design and in the development of the planning argument.
Loop B represents GM’s influence and involvement, at the outset of site purchase, in the

development of the planning argument and the development of the design.
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Fig.5.5 GM’s multiple loop between design and planning phase

Remaining clusters

Cluster 9 notes specifically that the vision for the scheme came from the nature of the buildings
(building condition, shape, height, window location), which had an influence on the price of the
site. These characteristics meant that the buildings could be used either for residential or
commercial use. And the distribution of them around the site would allow for a mews type
development. Both the building characteristics and price of the site would logically influence
how much money could be spent and what could be created.

The identification and development of the basic planning argument (cluster 10) was
influenced by the state and condition of the site, by the knowledge of the un-viability of the
existing use and the understanding of how to respond to the concerns of the planning authority.
As a response refurbishment to business and residential use would allow for the regeneration of
the space. Residential use would generate a profit to create business space. With this basic idea
the economic, sustainability and architectural aspects were addressed (cluster 6).

The selection of the procurement approach (cluster 12) and the change to live work (cluster
11) were described as quite straight forward. The main issue during the tender was finding the
right builder and the change in contract from traditional to design and build to bring cost down
(cluster 12). GM described the change from B1 to live work as “relatively easy”. The decision
was taken, as B1 use was not financially viable. During the initial approach the planning officer
in charge refused the proposal of live/work. However, on the second approach a different
planning officer supported the idea and granted consent. According to GM there was a change
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in politics in the borough and the new planning officer had more vision. This is an indication of

how individual’s perception can influence the process.

Outcome

The pricing of units were discussed thoroughly (cluster 7), GM and AL had a feeling the units
could be sold for more than what the agent was suggesting. This was based on their belief in the
product and a stronger market. That decision to price the units higher than the agent had initially
suggested was correct, as the units sold quickly and the scheme made a profit.

This led to the success of the scheme. GM considers success to be money and reputation.
Money not only for the developer and team, but also for the purchasers. Reputation, as
relationships are forged for the future. As a result of this particular project experience, GM
works with AL in other projects. Their decision to work together is described in cluster 1 and 8.
GM considers decision making and the way the company is set out very important during the
decision making process as well as the individuals behaviour. GM also mentions that success
does not end with the sale of the finished product, but that one has to keep doing minor

additional work. Same point as AL made about having to deal with the “snagging” issues.

¢) LK, Architect

LK’s summary map, figure 5.6 overleaf, reflects his heavy involvement in the project during the
design and planning phase. The map is organised around three central themes: the development
of the concept (cluster 4), designing within a budget (cluster 6) and the development of a plan
(cluster 2).

Central themes and key elements

The development of a plan (cluster 2) was strongly influenced by the discussions with
planning authority in regard to main planning issues (explained in cluster 3) that needed to be
addressed. At this point the consideration was 50% of space for residential and 50% for B1 use.
This led to the measure of buildings, in terms of ascribing uses, deciding which ones could be
retained and which ones could be demolished. The parameters for measurement were the
potential of convertibility of each building, related to the condition of the structure; amount of
viable development return created; how buildings “worked together as a unit”.

The development of a concept (cluster 4) came from the initial considerations described
above. The measurement of buildings resulted in the decision that the design would be a
combination of existing and new buildings. The concept developed also from a clear vision of
the niche in the market into which the development would respond to -affordable loft type

living); small, high density compact product; the size of units had to respond to the developer’s
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aim for return of capital; by the creation of a neighbourhood as an architectural concept;
creation of a courtyard and need for outdoor space integrated with car parking; and by

considering the budget (link to cluster 6).

8. Our role diminished, we
were taken on as advisors

-

6. Designing within a
budget and change of

contract
/ 10. AL got involved
9. Compromise when the project was
between quality 4. Development of the at a crossroad
and cost concept

s 7. Decision to approach
2. Development of plan for site lanning fhtagha b
by "measuring the buildings" P & & &

5. Various issues with egotiation process
building A had to be solved \

3. Identification of planning

and design issues through a
1. Impression team approach

of site

Fig. 5.6 LK summary map

Constraints on the budget (in cluster 6, designing within a budget) came from the
uncertainty and risk of how the market would perceive such a development and sale price
estimation of £150 per square foot meant that houses had to be built for £85 a square foot. From
this standpoint there was little room to move in, “we had to move into where things were
visible "-windows, balconies, finishes. This resulted in the architectural concept being “watered
down” (described in cluster 9). The uncertainty and risk associated with working with existing
buildings led to tender returns coming back too expensive, this triggered the decision to change
the form of contract from a traditional to design and build. This resulted in the construction

risks moved away from the development design team to the contractor.

Loops

The most significant loop (A) is between the development of the concept (cluster 4) and
designing within a budget (cluster 6), in figure 5.7 overleaf. The objective of building for £85
per square foot constrained the development of the concept and increased the number of units

which had to be created in order to get viable returns. As a result the “concept was cost driven”,
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and compromises had to be made with the quality of finishes. This is a clear example where the
design responds to the clients objectives, planning issues and architectural concept. Loop B
represents the developer’s involvement in the planning phase only at key stages and the decision

to approach it through negotiations.

SuRerBing mititing 10. AL got involved when
budget and change of .
the project was at a crossroad
contract I
8 0
0 0
N P
p B
A
7. Decision to approach
4. Development of the planning through a long
concept negotiation process

Fig. 5.7 LK simple loops

Remaining clusters

The map summary indicates that the planning issues (cluster 3) and the team’s initial
discussions with planners influenced the development of a design plan for the site (cluster 2).
The main issues discussed with planners were related to: the amount of business space required,
which would result in the amount of residential space allowed; issues related with parking
provision in particular parking for residential space; and issues relating to noise and air pollution
from neighbouring factory.

The link between cluster 3 and 7 indicates LK’s view of the approach planners and
developers can take. According to LK, AL was aware of the risks of deciding to go through the
long negotiating process (9 months in this instance), as it was more likely that the results would
be better for both architect and developer. The aim was to convince planners of the benefits of
the proposed scheme.

Cluster 5 describes the issues related with the decisions for building A. There was pressure
Jfrom the agent to design a block of flats where building A stood. While planners wanted three
houses (concept 917) the argument was made based on the lack of parking space for the flats.
As a result three houses were designed but appeared to look as a block of flats. Clear
compromise between planners requirements and agents vision for the development.

Cluster 9 describes that the change of contract was influenced by the cost consultant’s
decision to produce bills of quantities which LK was not comfortable with. As LK describes “it
is not possible to do that level of detail in existing buildings”. The aim of the cost savings
exercise was to create the most saving with the least damage to the buildings, from this came
the decision to cut down on the quality of finishes as the building envelopes cost were already

established and could not be reduced.
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Outcome
At the top of the map cluster 8 describes the diminishing role of the architect after the change of
contract. LK took on an advisory role, and GM (project manager) had a much stronger influence

over the design and build process. LK regards the scheme a success as it brought a new form of

development into the market.

d) RJ, Cost consultant

RJ’s map illustrates his involvement in a specifics task during the project. It shows the relative
ease in transition between the design, budget and tender phases. Decisions were reached with
minimum disruption. The key aspects were: the limited budget and its effects on the process,
which led to the decision of changing the form of contract to design and build. This of course
was not straight forward, as negotiations with the contractor had to take place and an additional
savings exercise had to be carried out. RJ’s map reflects his view that the issues that were

coming up were just part of the process.

4. Negotiated
the contract

1. lmpression of 3. Decision to change
site and the form of contract
development of to design and build
role in the projeg
\ 2. Constraints on /
the budget and

design

Fig. 5.8 RJ summary map

Central themes and key elements

The decision to change the form of contract (cluster 3) was of key importance, as it allowed
the project to continue to develop within the project’s objective parameters. The decision was
taken based on two aspects: failure of the cost planning exercise, due to the over specifications
from the architect’s team; tender coming back too high. The tender package was put together
with the knowledge that it would come back too high, therefore the process was only used to
select the contractor with whom to negotiate. RJ recommended the change of contract to design
and build as a method of transferring risk to the contractor, reducing costs, and establishing a

simpler contractual relationship between the client and contractor.

Remaining clusters
Cluster 1 describes RJ’S role in the project; which was to evaluate the conversion costs. In order
to meet this objective it was necessary to consider two things: the state of the buildings and the

end product the team envisaged. From previous experience in conversion work, RJ determined
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the site was right for conversion and that a substantial amount of money was needed to do that
work. As in this case the buildings lied three quarters of the way up the scale to major
refurbishment work. The estimation of cost came primarily again from experience, that is, RJ
placed the project in the context of other projects they had previously participated in, carried out
visual inspection and used a rate per square foot to calculate cost.

The constraints on the budget and design let to establishment of the end product through
discussions with the team members (cluster 2). According to RJ, three actors were involved in
this process: the agent, developer and architect. The agent would advise the developer on the
end product and the developer would then inform the team. As the selling market was unknown
at that time, the agent and developer would take on a conservative role, this had an impact on
the amount of money available to spend, therefore making the project very cost limited. On the
other side was the architect who had “very high aspirations for the end product”. As a result of
the limited budget, solutions were sought to meet it. A cost planning exercise was run in parallel
with the design stage. The alternatives for savings were located in the extent of the quality of
finishes and different materials for new elements (cluster 2). In addition, AL (developer) looked
for the availability of grant money, for which RJ had to submit details of cost to the English
Partnership'. The continual battle between quality and expectations came from the differences
in views between the cost consultant and the architect. As a result, the cost saving exercise was
unsuccessful.

While tender was out, RJ’s solution was to elaborate a list of items that could be re-priced.
The tender’s came back over budget as expected, but the process was used to select a suitable
contractor with which prices could be negotiated. The successful contractor was selected based
on the lowest bid and on an existing working relation with RJ. RJ’s views on why the tender
came back so high was to do with the architects change to the cost planning exercise, the
differences in views of types of finishes between the cost consultant and architect; the difference
in perception of the risks between contractor and cost consultant; and an estimating error on the

cost consultant’s part. The latter resulting from a lack of recognition for increase in cost.

Outcome

At the end of the argument (cluster 4) RJ and Redcon went into negotiations and a savings
exercise on areas that could be addressed. The risk areas the contractor was concerned about
were related with the structure of some buildings, possible additional work required, and fire
precaution specifications, which were not specified in the design documents. Negotiations

concluded by the developer giving an element of their contingency in exchange for the technical

! note that AL’s views indicate that the grant was sought as a result of the tender returns, however it
seems that grant was sought irrespectively of tender returns, as AL already knew that cost were going up.
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risk. From that moment on RJ’s role was reduced and held only as advisers. RJ considers their
objective was achieved, as the project was carried out within a few thousand pounds of where

they initially intended.

e) AC, Structure engineer

As would be expected AC’s summary map evolves around the structural issues.

5. Work driven by
architectural design and by
questioning the structure's

resistance and strength

4. We were employed by lhe

2. Initial approach b
contractor to deal with pp y

AL for advice on the

unexpected things .
p & site

1. Dealing with existing structure
by first understanding what
3. AC's views of already exists
AL as a catious
manager

Fig. 5.9 AC summary map

Central themes and key element

Dealing with the existing structures (cluster 1) meant first to understand the building before
changing them, this was done by carrying out research on the structure and questioning which
buildings could be adapted to other uses. In this case, the developer’s time frame was longer
than the engineers needed to do their research. Plans of the existing structure were drawn; and
parts of the buildings were opened up as much as possible. This exercise was an advantage for
the project, as the increase in knowledge on the structure led to better decisions being taken and
minor things being dealt with on site. In addition, a contingency sum was built into the budget
to take into account the unexpected things which might come up during work on site. The
adjustments to the budget, between 5-10%, were done by the cost consultant on advice of AC’s

estimates of percentage of work needed to be carried out.

Loops

Two sets of simple loops are formed between cluster 5 and 1; and cluster 2 and 1 (fig. 5.10).
The causal relationship can be easily explained. The understanding of buildings (concept 1529,
clusterl ) comes from the firm’s wide range of experience in building conversion. This gave AL
(developer) the encouragement to approach AC for his opinion of the site’s potential. The
feedback from AC was that the building structures seemed to be in a reasonably good condition

to convert, with only superficial problems such as damp penetration, falling tiles and so on.
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Fig.5.10 AC simple loops

Dealing with existing structure meant that some issues needed to be addressed, these were
mainly driven by the architectural design, as the addition of architectural elements —staircases,
extra floors, partitioning lead to questioning whether existing building structure was strong
enough to take them. In most cases AC complied with the architects design, with only a few

instances where the architect’s design had to be compromised.

Remaining clusters
After the project went to tender AC was hired by the contractor and worked closely with them
on site (cluster 4). During the construction phase no major changes were carried out as all
structural work had been fixed early on in the design.

AC’s views regarding the management of the project is unlinked to any of the other clusters.
This may indicate a non influential role on part of the management, but AC regards the project
well managed and refers to AL (the developer) as the cautious project manager with clear

established goals.

f) HB, Planning consultant
The summary map (fig. 5.11) illustrates HB’s role central to the identification of planning issues
as would be expected. HB’s role in the project was to coordinate the planning phase and advise

during the negotiation phase with the planning authority (explained in cluster 4).

Central themes and key elements
The principal planning issues (cluster 1) were identified by a site inspection (described in
cluster 4). The poor condition of the estate (concept 1306, cluster 4) and the minimum B1 use

led HB to determine that the site was unsustainable as it stood.
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Fig. 5.11 HB summary map

The first issue was to negotiate with the council an alternative use. Initially the council’s
opening stance was to protect the existing use as a matter of policy, for buildings were part of a
Defined Employment Area (DEA). The alternative was to negotiate a balance between
residential and employment use. The main points of the negotiation package presented to the
council were: 1) recycling the buildings would generate development value, 2) existing business
use would not generate the value required, 3) residential use would generate development value,
4) balance between residential and business was required, 5) development would not prejudice
the remainder of DEA. On that basis a planning application was put forward and other planning

issues were discussed (link to cluster 2).

Loops

Loop A (fig.5.11) formed between three clusters (1, 3 and 4) is indicative of HB’s role as
coordinator of the planning phase and an influential element in the identification of
environmental issues (cluster 3), all mainly related with the site located within a DEA, and
general planning issues (cluster 1). This then led to approach the local planning authority to
consider their stance on the proposed development (concept 1314, cluster 1) and to assess if the
existing use could continue (concept 1313, cluster 1).

Cluster 3 describes the environmental issues which had to be addressed. Because the site had
been in industrial use and was still within a DEA, environmental issues had to be dealt with.
Two key issues needed to be resolved to get change of use consent: ground contamination and
the impact of neighbouring industrial emissions on residential space. In these cases remedial
strategies were sought and applied. HB notes that council had their own enforcement powers if
emissions were causing nuisance to surrounding existing residential units, but did not enforce
them. Rather, this issue had to be resolved by the developer through a negotiation with the

factory owner.
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Remaining clusters
Other issues discussed (cluster 2) were related with day lighting, overlooking distances, car
parking provision, access to site, ownership of access road and live work conditions. Once more
each issue had to be addressed and a suitable solution sought and applied.

After months of negotiation with the planning authority, consent for development was
granted. HB’s objective was achieved and the team only had to comply with the planning

conditions. HB was not directly involved with the application for change from B1 to live work.

g) AS, English Partnership
AS’s summary map illustrates the two stage application process the development team went
through to obtain a grant from English Partnership (EP) (currently London Development

Agency).

5. Negotiated
/\‘ grant agreement
3. Second stage 4. Grant wds
application: team ' offered to

provides a details Dorrington
of scheme Properties

2. First stage
application:
appraise scheme in
accordance to EP
objectives

1. Objective of English
Partnership

Fig.5.12 AS summary map

Central themes and key elements

The first stage of EP application process (cluster 2), is a response of the proposed scheme
meeting with EP objectives, explained below. In this phase the principles of the scheme are
looked at, this was related to questioning whether the amount of funding for the project
represented value for money to the public sector, and to the developer’s ability to deliver the
scheme. During the first stage of application EP looked at the principals of the scheme: 1) site
was within a ERDF area, 2) scheme would redevelop derelict land and buildings, 3)
development had additional development costs making scheme unviable, 4) scheme had
potential to create new jobs and housing units in a deprived area, 5) funding provided would

represent value for money to the public sector. Value for money was crudely calculated based

Indi gOLOft-Sldé Zinn;&dNewing»ton Place Mews 126



on DTI statistics (concept 1630, cluster 2), looked at how much business floor space would be
created, therefore how much job opportunities were created. Although it was acknowledged this
was not an ideal approach. Once these requirements were fulfilled the project went into the
second stage (cluster 3). An additional advantage to the project was the position of EP as a new
organisation in London making “the application process ... completely open”.

The second stage of the application process (cluster 3) required to provide a detail
application which included a detailed cost plan from the cost consultant, information on funding
situation from developer and company demonstrating his track record in development and
indication of planning consent had been granted. The satisfaction of all requirements led EP to

offer a grant to Dorrington Properties (described in cluster 4).

Loops
2. First stage /\
P Loop = T 3. Second stage
! Objective Or/_A\ application: application: team
English appraise scheme in

. provides a details
Partnership accordance to EP o b
V\/ objectives \_/V

Fig.5.13 AS loop A and B

o o o

The loop A formed between cluster 1 and 2 indicates that the first phase of application was
dependant on the scheme meeting with EP objectives. The loop B formed between cluster 2 and
3 indicates the decision to take the project to the second stage of application and the
reassessment during the second stage of the principals of the project.

The loop C (fig.5.14) formed between cluster 4 and 5 indicates the negotiations carried out
after the grant was offered. EP has a standardised development agreement, however some
details were discussed related with the time scale of construction and the amount of money
required to be paid back if the scheme made more than the estimated value. The grant funding

was paid back once the scheme was completed and sold.

4. Grant was/m

offered to 2 5. Negotiated
Dorrington grant agreement

Properties \_/

Fig. 5.14 AS loop C
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Remaining clusters

Cluster 1 describes the main objective of EP, which was to provide funding to projects that were
within a European Regional Development Funding (ERDF) area and which had to deal with
abnormal development costs (cluster 1). A proposal for the project was put forward by a

consultant on behalf of AL (developer).

5.6 DISCUSSION OF INDIGO MEWS ANALYSIS

This chapter has attempted to map individual actor’s perceptions of a conversion project’s
process development to identify the pivotal factors and issues that affect actor’s decisions.
Through the analysis we identified each actor’s level of involvement and participation in the
project; the central areas of concern for each actor; key issues for each actor during specific
activities; and degree or strength of influence between key themes. Although the findings do not
yet seem to provide a clear answer to the research question, they are nonetheless useful pieces
of the puzzle which is put together in chapter eight. For now we will review the results of
individual analysis, table 5.1 at the end of this section present a summary of key elements per
actor and key theme. It must be noted that during this discussion an awareness of the growing
residential market, openness to live/work spaces and gentrification was beginning to be
experienced in the area, and this also played a role on how the process developed.

Indigo Loft-side and Newington Place Mews project process was considered a success by all
the actors involved in the project’s process, even though it suffered delays, ran over budget and
had to reduce the quality of details and finishes. Why was it considered a success? The answer

lies in understanding how the project developed by looking at the following aspects:

¢ [Initial interest and site purchase;

¢ Team selection and building process;

e Planning, design and cost saving process;
e Tender and procurement approach;

e Marketing;

e Operation;

e Success;

¢ Decision making.

The identification of the site through a chance encounter is not unusual in property
development, but what is unusual is the initial interest in the site by the developer. The initial
interest came from first hand knowledge of the potential of the surrounding area. Momentum

then built up from the low guide price for the site, and his previous experience in conversion
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work. Chapter two considers that the most important stage of a development process is the
evaluation of the site, as it tends to guide the decision making. This first decision was made
speculatively primarily due to the lack of time to carry out a preliminary investigation.
However, throughout the process, the developer is characterised as being risk averse, thoughtful
and cautious. During this initial stage the perception of the gains outweighed the losses.
Furthermore, the option of selling the site was considered if additional concerns came up during
a formal site evaluation. An additional factor which influenced the site purchase was positive
feedback about the potential of the site from the project manager and architect. This also came
from their previous experience in similar types of projects. That is, they were able to assess the
building’s characteristics individually and as a unit; to estimate, based on guide price, the
number of units that could be created and the maximum sale price of units and therefore the
amount of profit; and they were able to identify the risks associated with the current use (land,
noise and air contamination) and approach them as things that needed to be addressed in detail
in the future and not as barriers to the purchase.

The same vision or belief about the potential of the site helped on the development process.
It was a good starting point from which future group problem solving would take place, and this
contributed to a sense of integration, trust and cohesion in the team. This element can be
appreciated in the majority of actors’ knowledge of issues through the site purchase, planning
and design process for example. This is an important element as explained in chapter three, for
it can have an influence on the degree of project success. This point is reaffirmed by GM’s
(project manager) views on his approach to managing the project and the success of it (cluster
2).

The significance of the team selection process is most apparent in AL’s (developer)
summary map and indirectly in other team members’ summary maps in the form of lines of
relationship during particular activities. The selection of actors, their defined roles and
relationships and established lines of communication contributed to the positive outcome of the
development process. Each actor and their roles evolved over the development of the project in
accordance with the project’s objective and with the interaction with other actors. Overall the
analysis highlighted the developer, project manager, agent and architect as key actors in the
project. This is due to their high level of involvement and input throughout the project’s
process, but most of all during key stages: the planning and design process, procurement
approach and site evaluation.

GM’s role as co-developer, even though he did not have a percentage of the profits, was
most beneficial to the project, his management approach (high involvement in every aspect,
maintaining clear lines of communication, informing team members of developments,

establishing clear objectives and working for the project) stems from being a developer himself.
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The architect’s role of developing the concept and designing the scheme influenced and was
influenced of course by other actors (structural engineer, agent, cost consultant, planning
officer, service engineer, developer and project manager), as the design had to be an optimum
layout, at minimum cost for the most profit. Within these parameters and those of the planning
authority the architect was trusted and given considerable freedom over the design. The
developer’s role not only as client, but as part of the team was a key driver in the project. That
he was thoughtful in decision making and respectful of the team’s views on various issues that
arose was a common view of team members.

This team building process began with the criterion for the selection of team members. The
actor’s previous relation with the developer and project manager, and their experience in
conversion work of that nature gave a solid base to work from. All actors mention the reason for
working with this particular developer, and the developer working with these actors, apart from
mutual respect of working methods and techniques, is that working in such a manner will give
the actor’s firms the profit that is expected. This might be considered a driver for team
integration throughout the process. The team developed integrative and existential
characteristics. These were enhanced as team members worked towards a common objective
defined early in the project. Problems arose however, when the existential characteristics
evolved in some team members. For example, the architect’s and cost consultant’s differences
in views and perception of the end product contributed to the problems encountered during the
tender process, resulting in higher tender returns, delays in the process and change of contract to
design and build.

From the summary maps we can appreciate that the planning, design and cost saving
exercise were run in parallel. In this project, the limitation of obtaining planning consent was
the site’s location within a DEA. The case presented through the architect to the planning
authority aimed to balance a number of environmental, economic, architectural and technical
issues. The case was presented by emphasising the potential benefits the scheme could bring to
the surrounding area. The case presented was sensitive to the local authorities concerns, whilst
maintaining the developers’ concern for obtaining the required returns.

The differences in views about the development between case officers gives an indication of
the impact UDP interpretation can have. Initially the proposal was rejected as it went against
UDP policy and it would set a precedent. However, the head planning officer subsequently
supported the proposal as the scheme would provide employment. This is again a subjective
view, as provision of employment space does not guarantee employment in an area.

Having jumped the first barrier, the following issues that affected the change of use consent
were regarding noise and air pollution and contaminated land aspects. Although the knowledge

of these issues existed within the team, the time it would take to address was uncertain. The
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time spent in dealing with these issues took longer than expected, for negotiations with the
factory owner fell through and the initial report on ground contamination was not favourable. At
the same time other design issues (overlooking, density, parking, access to site, ownership of
access road and live work conditions) were discussed but not considered problematic, simply
issues that needed to be addressed and suitable solutions sought.

The planning process took 9 months from the initial approach to consent being granted. For
some development companies this is too long; however, the developer was conscious of the
possible time frame in which consent could be obtained, and accepted if the project was to
achieve its objective “getting the volume of buildings that would make the most profit, without
compromising the value of the scheme” he would have to work within it.

The time frame conferred a significant advantage on the design and construction phase. The
design was worked and re-worked and improved each time. The level of detail in the design
drawings benefited the construction phase under a design and build contract, in that the majority
of issues had been addressed in the design and hardly any problems were encountered during
construction work. Of course this level of detailing was a result of the initial decision to
approach the construction through a traditional form of contract.

The issues of having to change the form of contract to design and build caused additional

delays to the project. This was caused by a combination of aspects:

e differences in perception between the cost consultant and architect about the end product;

s differences in perception between the cost consultant and architect on the appropriateness of
costing technique;

e cost consultant estimating error due to the lack of recognition of cost increase (there was one
year difference between calculation of bill of quantities and tender process);

e variation in perception of the construction risks between possible contractors and cost

consultant.

This was a problematic stage for the developer as more money, time and resources had to be
invested before work on site could commence, resulting in an increase in the time frame of
obtaining a return on the investment. For the cost consultant and project manager these issues
were part of the process and not significantly problematic, as there existed the option of
changing the form of contract to reduce costs. The tender process was used to select an
appropriate contractor with whom to negotiate. The appointed contractor was selected based on
his low bid and on an existing working relation with the cost consultant, that is the knowledge
that an agreement could be reached which would meet with the development’s team objectives

as well as that of the contractor’s firm. The solutions to reduce costs and risk areas (structure
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and fire precaution) were to modify the layout of units, increasing the number of units, and the
selection of alternative materials and finishes.

Parallel to this stage was the EP grant application process. The search for a grant was
triggered by the developer’s concern towards the increase in project costs, caused by delays to
the process (dealing with environmental health concerns, technical issues), unbudgeted money
(payment to a neighbouring factory to vacate the premises), and uncertainty about the market in
that particular area for that type of development. Although a long and tedious process the grant
application was successful and gave confidence to the team about the project.

The key aspect in the marketing stage is the pricing of the units to achieve the objective of
obtaining the expected returns as quickly as possible. The decision to price the units higher than
the agent recommended, was driven by the need to achieve more, as costs had been more than
expected, but combined with the belief in the product. Because the type of development was
unusual for that location, the marketing strategy was of key importance. Advertising the
development was carried out using: flyers, brochures and news paper advertisements. In
addition, the decision to involve Halifax during the sales was also beneficial, as it gave potential
occupiers the option of obtaining a mortgage on site.

The sale of the units were a success. And although the project is complete issues still arise.
These are referred to as “snagging issues” (things that are not finished or come up once the units
are occupied). Both developers mention it as an element that is hardly considered part of the
development process, but bears significant cost in terms of money, time and resources.

From the summary maps and project development we can see that the success of the project

is related to:

¢ the financial success (team members and developer making the expected profit);

e process success (satisfaction with level of involvement of developer/client, as he gave
freedom and trust on how best the project and scheme could be achieved successfully);

e agreement between team members of the approach to solving issues;

e occupier’s success (in the form of a valuable investment);

e reputation (working relationships were forged).

There is no doubt that effective decision making is influential to the success of a project. The
findings of this study are in accordance with the existing literature dealing with decision making
described in chapter two and Egbu et al’s (1996) study of decision making in refurbishment
projects, of the complexity and dynamism of the process. It was evident that the decision maker
had to deal with both internal issues (related to the project) and external issues (related to the

context). For this study the most significant issues which affected decisions were:
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e experience of the decision maker and team members in conversion projects of similar nature;
o level of support and integration of team members with decision maker and each other;
e time constraints;

e budget limitations

In this project the decision maker was trying to plan ahead in most instances, for example he
sought negotiations with the factory owner early on, investigated grant funding, looked for
alternative solutions for noise and air pollution. Throughout the process uncertainty was high
and so he took a conservative or cautious role, but when the uncertainty about the viability of
the end product was reduced he became more aggressive in pricing the units for example.
During the development process, the development of alternatives, deciding among them and
their application, were the most repeated stages. Problems were easily identified, but the
following stages of finding alternatives and selecting the best option seemed to have the most
bearing on the process. In most cases the choices between alternatives were made only to satisfy
the minimum requirements, during the planning stage for example; while in other cases best
options were sought, the marketing stage for example.

The findings reaffirm the views of Williams (1999) on project complexity; of March and
Simon (1958) on decision making in organisations characterised by uncertainty, complexity and
risk. In the end a decision maker will make choices based on their capacity and ability to decide

and this is what impacts, positively or negatively, upon a project’s development.
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Chapter Six
Old Aberdeen Whart

6.1 SITE BACKGROUND

Old Aberdeen Wharf is located in the area of Wapping in the London borough of Tower
Hamlets. The development consists of the conversion of a grade II listed warehouse into 17
residential units. The site of approximately 700 square metres is bounded to the south by the

river, by Wapping High Street to the north, by Wapping Police Station to the east and by
Waterside Gardens to the west (fig.6.1).
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Fig.6.1 Aberdeen Wharf location map

The four-storey warehouse was built in 1843-44 for the Aberdeen Steam Navigation
Company who subsequently acquired and built a large wharf at Limehouse (Ellmers and
Werner, 1988). Aberdeen Wharf was occupied by the wharfingers, Taylor Bros until the 1960s,
when it fell into disuse. One of the last warehouses to be converted in the Docklands since

regeneration began in the 1980s, the warehouse is constructed from London stock brickwork,



with traditional large section timber floors supported by classic cast iron columns and beams.
The building has three structural bays, which run from the riverfront to Wapping High Street.
The river front elevation, damaged by bombing in the second World War, has a “unique”
neoclassical design and was given a grade II listing in 1983 by the Historic Buildings and

Conservation Area Group, recognising it as a building with architectural and historical value.

6.2 PROJECT BACKGROUND AND OVERVIEW

The redevelopment of Old Aberdeen Wharf is an interesting one as the site was bought and sold
by three different developers before development was completed. A description of the
involvement of each development company is made, as it sets the background for the final
development taking place. An indication of complexity with this project lies in the building’s
listed satus, within a regeneration area, and worked on by three different development
companies with different views of project potential. Appendix 4 presents a time line of the
development.

The redevelopment process was initiated when London & Henley Ltd. purchased the site
from Wapping police station in 1996, at the start of a “boom” residential period in the area. The
Metropolitan Police had purchased the site sometime in the 1970s with a view to developing it
as an extension of the existing police station (Metropolitan Police, 1967; letter). However,
financial difficulties limited the development of the site and subsequently it was only used as a
storage space (Chief Architect Surveyor, 1977, letter).

London & Henley Ltd. approached Landmark Architecture Ltd seeking advice on whether
they could obtain planning and listed building consent for Old Aberdeen Wharf. The advice
from their planning consultant was positive as the area was being regenerated, and the site was
purchased shortly afterwards. Landmark Architecture Ltd was hired to develop the design of the
scheme and to obtain planning consent from the London Docklands Development Corporation
(LDDC).

The brief given to the architect was simple: to meet London & Henley’s design criteria for
converting the building to residential use, to obtain as many flats as possible and to meet all
planning requirements. Landmark proposed a scheme of 14 units with 15 car parking spaces. An
application for listed building, conservation area and development consent for the conversion of
the building to 14 flats, with associated car parking, alterations to elevations and extensions at
roof level, was submitted in September 1996 to the LDDC.

Potential concerned parties such as Wapping Pier Head, the Environment Agency, the
borough of Tower Hamlets, Wapping Police and English Heritage among others, were informed
of the application for development and were asked for observations. There was no objection in

principle to the development from “concerned parties”, however English Heritage and Wapping
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Police made some observations regarding the design. Wapping Police were mainly concerned
with how the roof terraces and windows on east side would compromise the privacy and
security of the police quarters (Wapping Police, 1996; letter). English Heritage suggested the
reinstatement of the full entablature of the riverfront facade; the containment of the windows
within the pediment; and offered additional details of the materials to be used on windows and
doors (Calvocaressi, 1996; letter).

Landmark Architecture Ltd responded to observations made by Wapping Police and English
Heritage (Williams, 1996; letter). Louvers were added to roof lights on the terrace and indicated
the use of opaque glass block on the east side windows. The design drawings proposed the
reinstatement of the full cornice, and the design of the pediment was improved by including the
windows in it. Further details of materials were also offered in response to English Heritage’s
observations. The response was considered appropriate by English Heritage and Wapping Police
(Wapping Police, 1996; letter and Calvocaressi, 1996; letter).

Tower Hamlets planning authority did not object in principle to the development, but did
consider the works to the roof structure and alterations to the western elevation inappropriate
and unsympathetic to the historic character of the listed building as they would have a
“detrimental and negative” effect on the historic fabric of the building. In addition, the scheme
conflicted with the borough plan and emerging UDP that sought to ensure new development
affecting listed buildings (Tower Hamlets, 1996; letter). These observations however were
received 7 days too late, as the LDDC granted permission for development in December 1996.

Having enhanced the value of the property London & Henley Ltd were interested in selling
the property with the scheme in place. Cluttons, a property consultant approached Deita (UK)
Land Developments. Delta looked at the planning consent and scheme design and decided to
buy fairly quickly on the advise of the property consultants.

Delta decided to re-design the scheme as it did not use space efficiently and more
development value, i.e. more money could be obtained. Delta approached Landmark
Architecture Ltd. to re-design the scheme by adding three more units and to negotiate consent
with the relevant authorities. By this time the LDDC had reverted its planning powers back to
Tower Hamlets. In April 1997 applications for listed building and development consent were
submitted to Tower Hamlets Planning and Environmental Service Department for the
conversion of the building to 17 flats with associated car parking, alterations to elevations and
extension at roof level.

The re-designed scheme resulted in the building being modified substantially. The three
additional units took up the space from the atrium opening, reducing the amount of light to the

interior space. Window openings had to be placed on both east and west flank walls. And more
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parking spaces had to be provided. These new modifications raised concerns from several
parties.

There was concern from Tower Hamlets on how the development, and in particular the
window openings on the west wall would affect the potential of the adjoining site which was
council owned (Waterside Gardens), the issues were related to rights of light (Tower Hamlets,
1997; internal memo). In this case Tower Hamlets legal department established that rights of
lights issues were not relevant. The leisure service department indicated that a section 106
agreement could be obtained in terms of a contribution for the maintenance of Waterside
Gardens.

At the same time Delta was already in discussion with Wapping Police regarding the details
of the windows to be installed on the east elevation, as they compromised the police station’s
security and privacy. An agreement of the details of these elements would be done by the two
parties.

English Heritage raised no objections to the development, and laid down just one condition;
that external fabric be retained and finished to match the adjacent work with regard to methods
used and material colour, texture and profile (O’Rourke, 1997; letter).

The most influential observations were made by the Historic Building Officer of Tower
Hamlets. Even though the principles of the scheme were accepted, the details of the proposals
were still an issue. As a result the Council objected to the scheme on the basis that “changes are
detrimental to the character of the building” (Tower Hamlets, 1997; letter), observations made
by the Historic Building Officer despite the fact an inspection of the property was not carried
out (Lambert, 1997; memo). In addition detailed design treatment, car parking arrangements and
amenity provision had to be considered more carefully.

The proposal was revised substantially and was considered an improvement on the
townscape by case and Historic Building Officers of Tower Hamlets. However, the Historic
Building Officer considered the material proposed to repair the cornice inappropriate and asked
for traditional material to be used. In addition, Tower Hamlets requested a contribution of
£40,000 towards the cost of providing and maintaining amenity space in the Borough. Delta was
unwilling to make that amount of contribution as it did not come directly from UDP and/or
circular 1/97 (Williams, 1997, letter). Delta reluctantly agreed to contribute £17,000 (£1000 per
unit) subject to application being approved in the next planning committee meeting and granted
planning and listed building consent as “Borough has not set any reasoned justification to
demonstrate how the level of contribution is related to the impact of the development”
(Williams, 1997, letter).

With additional observations from the Historic Building Officer the planning application was

supported informally and conditionally in September 1997, subject to a section 106 agreement.
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A section 106 agreement was prepared requiring the developer to pay £17,000 to the council on
commencement of the development (Tower Hamlets; 1997; memo).

The marketing process and enabling works on site were about to start when Delta were
approached by Clutton’s estate agent once again, this time to see whether they were interested in
selling the property.

London Town plc were interested in the property as they knew it had development potential.
London Town, having reviewed all information from Delta (planning conditions, English
Heritage views, party wall awards, Port of London Authority views, British Museum views, bill
of quantities, section 106 agreement, etc.), decided to purchase the site and scheme in December
1997. Delta decided to sell as the offer London Town made was equivalent to the profit they
were expecting to make and because construction costs were varying more than they were
expecting. This resulted in London Town purchasing a scheme at an advanced stage with no
planning risks.

Landmark Architecture Ltd were retained to continue to deal with negotiations with Tower
Hamlets and Wapping Police with regard to repair to the river front fagade and windows
openings on the east flank wall. Negotiation with the police party wall surveyor regarding the
size of windows, size of openings and glazing material continued after site was purchased by
London Town.

Full Planning and Listed Building Consent was granted January 1998. Negotiations with the
Historic Building Officer of Tower Hamlets regarding the repair of the fagade and other
conditions continued well through the construction phase (March 1998-May 1999) as all listed
building conditions required approval from the planning authority.

The quantity surveyor, who worked for Delta, was consulted further on construction cost, but
not hired as his fees were considered too high for London Town, who were still a small
company at the time. While enabling work on site was in progress tender packages were
prepared and sent to identified contractors. The selected contractor went bankrupt while in
negotiation with the developer. This lead London Town to project manage the work on site
themselves, something they had previously done on other projects.

During enabling works London Town approached the planning authority to see whether the
top two units could be enlarged to form a 3 bedroom flat with roof terrace. The planning
authority considered the changes to represent a material change, so further planning and listed
building consent application would be required. Application was not submitted as it would
result in delays to the construction phase.

The marketing strategy started early in the construction phase with the construction of a
show flat, and a model, to be put in the agent’s office and a brochure, to promote the

development. This exercise resulted in six units being sold “off plan”.
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The construction phase went according to schedule, with the “usual” issues as in any other
conversion scheme coming up. The main difficulties were encountered while piling, removing
the roof, meeting natural ventilation requirements of some units and atrium, and getting
materials on site; all these aspects related to their effects on cost and programme. Construction
phase (March 1998-May 1999) eventually reaching completion approximately 3 months late,
primarily as a result of the delay in the tender phase.

The sales department was moved on site to Aberdeen Wharf. Prices per unit ranged from a
minimum of £165,000 to a maximum of £550,000 (199.00 £/sqft- 402.00 £/sqft). In July 2000
there was still one unit left to sell.

London Town saw the redevelopment of Old Aberdeen Wharf as reasonable. It did not make
a loss, nor did it make as much money as expected. It was considered a learning experience and
a good development to be included in their portfolio. Today the value of the units has increased

and London Town has gained a well respected reputation as residential developers.

6.3 KEY ACTORS IN THE PROJECT

The key actors were identified initially through LRR database and subsequently by the final
developer, London Town plc. The following section gives a description of the roles each actor

played in the project.

a) PH, Developer

London Town plc is a residential investment, development and project management company
working purely in the central London area. They manage residential property funds for
institutional investors, develop high value residential property, let and manage residential
property and have their own in-house design, architecture and project management team. While
working on the Old Aberdeen Wharf project the company, had only 5 years of being launched,
it had transformed itself from being a residential property developer into a residential property
funds manager. PH, head of development was in charge of evaluating the potential of Old
Aberdeen Wharf scheme, assembling the team, assigning responsibilities and establishing lines
of communication. PH was involved in every stage of the development process in varying
degrees: in a supervisory role, making sure the project was going on time and within budget,
and reviewing the contract strategy. All events of the development process were reported to the
board of directors who took all major decisions, such as purchasing the site, project managing
site work themselves and pricing the units. As a development company they knew exactly what
they wanted from the scheme resulting in assigning responsibilities to other professional

members. They were the client and other members responded to that role.
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b) AW, Planning consultant

Landmark Architecture Ltd is a medium size London based company that provide architectural
and town planning services. Andrew Williams was the planning consultant to London & Henley
Ltd, Delta (UK) Land Development and London Town plc. For this project his role was to
provide planning services to all three developers. Initially they established the planning
principles to obtain change of use and development consent for London & Henley.
Subsequently, they continued to negotiate the design changes for Delta with Tower Hamlets
planning department. They finalised negotiations of detailing with the planning authority for

London Town plec.

¢) TM, Residential agent

Cluttons Daniel Smith is a property consultancy, which provides a range of services to the
agricultural, commercial and residential sector. It is a well established company with regional
offices as well as in the Middle East. The company provides investment, property management,
portfolio management, valuation, building surveying, research, sales, acquisition and letting
advice.

TM partner of Cluttons was the agent involved in the sale of Old Aberdeen Wharf for
London & Henley Ltd and Delta. He provided advice to Delta on the background of the
building, its value and possible sale price. He advised London Town plc on the concept of the
scheme, layout of units, types of specifications, profile of potential buyers, potential sale value

of units and elaborated a market research report.

d) EH, Construction project manager

EH was hired as a construction project manager by London Town plc once the decision to
project manage the works in-house was taken. EH’s role was to manage and deal with all work
on site, procure all working packages, negotiate all tender packages, place orders for materials,
make programmes for the works and make sure all works were developed according to budget
and programme. In other words EH took on the role of a main contractor. Problems on site,
which according to EH were too numerous, were dealt with mainly by the architect (Landmark
Architecture Itd), engineer and himself. Major decisions primarily regarding cost were taken to

the board of directors.

e) PC, English Heritage Officer
English Heritage is responsible for protecting the country’s unique legacy of historic buildings,
landscape and archaeological sites. As Old Aberdeen Wharf is a grade II listed building, English

Heritage had to be involved in the decisions related to the modifications that could be allowed to
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the building. PC was the historic building inspector in charge of this project. The level of
involvement was minimum. PC’s main concern was with the repair of the riverfront fagade. His
role was to indicate to the architect how repair and restoration of the fagade could be done and
the degree of alterations that would be acceptable. This was carried out generally to ensure that

the design proposal did not damage the character of the building in any way.

f) Tower Hamlets Planning Authority

The role of Tower Hamlets Planning and Environmental Service Department is to approve or
reject a proposed development in accordance with UDP policy. They ensured that the
development met all legal requirements (see section 2.6.4.). The planning approval was linked
to listed building approval but not directly linked to any other approval regime, such as building
control, fire control or health and safety. All information related to planning was obtained from

the planning files.

g) Other actors

Quantity Surveyor

EC Harris is a leading International Capital Project and Facilities consultancy. BH, a partner of
the company, initially provided Delta with the implications and likely cost of conversion to
residential use before design was carried out. After site was purchased and detailed drawings
were produced by the architect, their role was to create a detailed conversion cost plan and
measure the bill of quantities which would be used to select the contractor. After the site was
sold to London Town plc, EC Harris assisted them by continuing the cost advice and by
measuring the cost of the changes London Town were proposing. EC Harris’s assistance ended
when the fee charged by them to continue with a detailed work was considered too high by
London Town plc. London Town were a small company at the time and could not afford them.

EC Harris has subsequently worked with London Town on other projects.

Vendor

Delta (UK) Land Developers plc is a development company, but does not specialise in
residential development. They had carried out several successful river front residential
developments prior to the purchase of Old Aberdeen Wharf. DA’s initial role was as a
developer. He evaluated the potential of development, the quality of the scheme and planning
conditions. Delta developed the scheme further by modifying the design and increasing its
development value. The development process was carried through to the elaboration of the bill
of quantities by EC Harris. DA’s role changed to that of vendor once London Town offered to

purchase the building and scheme.
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6.4 ANALYSIS OF INDIVIDUAL COGNITIVE MAPS

This section describes the results from the analysis of individual cognitive maps. The results are
presented in the form of a summary map that contain themes (clusters) and links between them
in degrees of strength. Links are represented in the in two forms; arrows indicate a causal
relationship and hashed lines represent an association. The description of each map will evolve
around the central themes (bold) and their key elements (italics), both identified through central
and domain analysis in Decision Explorer (see section 4.10 and 4.11). The key elements within
remaining clusters will also be described in relation to the central themes and/or other clusters.
Where loops (feedback of information) between clusters appear, the nature of their existence is
described. It is important to note that these maps are a simplified representation of the
individual’s views of their involvement and development of the project. Cluster contents are

located in appendix 5.

a) PH, Developer

PH’s summary map, figure 6.2 overleaf, has four main themes: first, the interest and evaluation
of the potential of Old Aberdeen Wharf (cluster 3); second, the decision to purchase (cluster 6);
third, the development of issues after site was purchased (cluster 9) and the issues that arose

while dealing with the subcontracting (cluster 15).

Central themes and key elements

London Town’s interest in Old Aberdeen Wharf (cluster 3) came from two aspects: first
their previous experience in converting listed building to residential use and second, their
knowledge of the surrounding area of having potential for development of residential space. The
knowledge of the area came from having recently completed a scheme in Rotherhithe, area
south of Wapping were Old Aberdeen Wharf is located.

The evaluation of the site and scheme (cluster 3) in this case was carried out based on the
package of information Delta (previous developer) had éupplied. All information was disclosed
by Delta once London Town provided a 10% deposit of the agreed sale price. The key elements
during this stage were to contact all relevant bodies that were involved with the scheme to
corroborate information and to do it within 6-8 weeks. In this case Harris contacted Tower
Hamlets planning authority, English Heritage, British Museum that deals with archaeological
issues, architect, engineer, quantity surveyor, and party wall surveyor. In addition, the agent
provided comparable sales and rental values. Local interest groups were identified (Wapping
Police Station) and the quality of the end product was assessed in accordance to London Towns’

criteria.
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Fig. 6.2 PH summary map

The summary map illustrates that the evaluation phase (cluster 3) is linked to themes
describing issues that needed to be considered before (cluster 2, 7, 4, 5) and after purchase
(cluster 9) (figure 6.3). The evaluation results drove London Town to purchase the site with
scheme in place (cluster 6). These clusters will be explained in this section rather than
separately, as they were highly influential to the evaluation process and to the decision to
purchase, both central themes in the summary map.

The issues of potential risk that had to be considered were issues related with windows on
both sides of the flank walls (cluster 7 and 2 and loop C). According to Harris, permission had
not yet been granted from English Heritage to punch openings on the west wall. However,
according to files English Heritage had no objection to these openings. The Historic Building
Officer of Tower Hamlets was the one making the observations. This indicates that the
developer did not perceive a difference between these two actors. This issue, related to the

effects to the character of the buildings was understood as an English Heritage objection.
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If permission for openings on the east side was denied, then the internal layout had to be re-
ordered, which would result in 14 units instead of 17, resulting in a less profitable development.
On the west side, an existing alley way between Aberdeen Wharf and Wapping police, meant
that an agreement had to be reached between both parties to allow windows on the west wall, as
police did not want people to have direct visual access to the police station. If no agreement
could be reached then there could be no habitable rooms on the west side and there would be a
need for mechanical ventilation, which would increase costs. According to Harris the issues
referenced in the party wall awards (windows could not open more than 7 inches and obscure
glazing should be used) had to be dealt with by the planning consultant, architect, English
Heritage and the party wall surveyor. However, interview and files confirmed that English
Heritage and Historic Building Officer were not involved in these negotiations. Files confirmed
that in this instance the planning consultant was dealing directly with police party wall
surveyor. Although the party wall awards were 90% from being obtained, difficulties regarding
the party wall surveyor fees delayed negotiations (cluster 2). The fees were paid by the previous
developer and party wall awards were obtained.

The issues with the pediment (cluster 4) were related to discussions with English Heritage of
the option for the repair of the river front facade. English Heritage made the observation in
writing to the Historic Building Officer of Tower Hamlets, noting that pediment should be
replaced in original construction. London Town considered it time consuming, expensive and
potentially dangerous and proposed to replace it with Glass Reinforced Plastic (GRP). Once
again the interview and planning files confirmed that the Historic Building Officer was against

the use of GRP and not English Heritage. The site and scheme were bought with the risk of re-
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constructing the pediment in its original form. This issue continued to be negotiated after site
was purchased and was resolved during the construction phase (cluster 9 and loop A).

While evaluating the scheme London Town kept in mind the idea of adding value to the
scheme (cluster 5) by adding more space on the roof and balconies, which would lead to a more
saleable product. Negotiations with the planning authority for these additional elements
occurred after site was purchased and continued while construction was on its way. Scheme did
not achieve any additional value, as modifications were considered by the planning department
a material change and therefore required further planning and listed building consent
application. This would have been too much of a lengthy process for the developer and ceased
to pursue this issue.

Loop B represents the link between the three key themes. The decision to purchase the site
with scheme (cluster 6) was taken by the managing director. Decision was taken based on the
fact that there was no critical issue that would stop London Town from building straight away.
That is, all planning issues were settled, which were of primary importance; solution for
archaeological issues were simple and would not cause any delays; issues with English Heritage
(means Historic Building Officer) were a calculated risk; costs seemed to check out; it was in a
good location and funding had been obtained. However, an additional factor was that the
managing director was keener to purchase the site than Harris was (cluster 8). Harris was
concerned with the timing, the company was very busy at the time, so there was no time to get a
contractor started straight away, which would eventually lead to damaging returns. The
managing director pointed out that the company had 2 or 3 months to get the tender package
ready and procured, as the previous developer already had a contractor ready to start off the
clearing work.

The site was purchased in December 1997 (cluster 9). This meant that the company had to
address three critical issues: time, cost and strategy (explained in cluster 16). The issues after
site purchase were related with the assembly of the professional team, planning arrangements,
design and opening of windows and replacement of pediment. The existing architect and
engineers were approached to continue their work on the project and asked to put forward a fee
proposal for continuing to develop the scheme, this was accepted and drawing production and
schedule were developed, for the overall design was very good and did not change. The quantity
surveyor was not contracted as his fees were considered too high. London Town already had
their bill of quantities, which served as a basis for developing the tender package. VAT
implications were also looked at, but no VAT had to be paid from a commercial conversion to
residential use. In addition, an opportunity for selling a 1 million pound penthouse arose, this
was subject to creating a roof terrace and putting two units together. However, the Historic

Building Officer and planning authority did not support the idea. Loop A between cluster 3
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(interest and evaluation of the site) and 9 (issues after site purchase) indicates how the initial
considerations in relation to the Historic Building Officer’s observations, did become an issue

after site was purchased.

Remaining clusters

The drawing production led to focus being put to getting specifications ready in order to finalise
the bill of quantities and go out to tender (described in cluster 10). Alternative specifications
were sought for existing ones were not the standard of finishes that London Town did. The
project went to tender and a contractor was selected based on an existing working relation and
on the low bid return. However, half way through the negotiations the contractor went bankrupt,
resulting in a change in strategy from the developer. Because there was no time to re-tender and
other contractors were too expensive plus their previous experience in managing the site work
in-house, lead to a contract management approach being taken (described in cluster 11).

The key elements during the in house project management phase (cluster 11) were three;
getting all packages of work together, carry out a cost control exercise and project and site
manager responsible for carrying all accounting procedures in-house. Packages were
elaborated based on information fed through by the design team (cluster 14),and by getting
prices from particular contractors and subcontracting them. The cost control exercise meant that
every item had to be reviewed between QS and manager before going to a single contractor. All
works were reviewed by an external QS, who would produce a certificate with which the bank
paid out money from the company’s deposit. The results of this in-house monitoring system
were that there was more control or knowledge over how much was being spend at any one
time. In addition, monthly reports were submitted to the finance director and to the Joint
Venture Partners.

The expectations of subcontracting all work themselves was that works would be cheaper
than if managed by a main contractor (in cluster 15). The subcontracting difficulties (cluster
15) were related with the pre-sales activities (in cluster 13); meeting with the design team to
discuss the package of information that would go out (in cluster 14) and the difficulty in getting
a piling contractor. This latter issues was influenced by having to comply with English Heritage
and archaeological implications, difficulty in getting them into a restricted site and difficulty in
identifying a suitable piling contractor. The pre-sales activities involved getting a show flat as
quickly as possible which put additional pressure on the construction side.

The loop formed between cluster 11 (project site management ) and 15 subcontracting
difficulties), illustrates how difficulties in a particular subcontracting job affects the site

management process, in that a solution had to be identified, chosen and fed back to the
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subcontractors, this then had an effect on the rest of the construction process in relation to cost
and programme.

While enabling works were in process discussions between team members on issues related
to the overall design were carried out (cluster 14). These were necessary as they would affect
the packages of information going out. The main issues discussed were types of finishes, gas or
electric heating system, type of windows and their location, review of the structure and repair of
riverfront fagade (in cluster 5). The link from cluster 5 to cluster 3, indicates that during this
period London Town were still dealing with the Historic Building Officer of Tower Hamlets in

respect to repair of fagade.

Outcome

Cluster 12 describes PH’s perception of the project’s process. The work was considered much
harder than previously imagined, even though they had carried out other similar projects
previously. 1t is was considered a very time consuming activity, which resulted in a longer
construction phase.However, “it worked out reasonably well in the end” even though it was

harder work and they didn’t make as much money as they were expecting.

b) AW, Planning consultant

AW’s summary map contains information related to London & Henley and Delta UK, the
previous developers, this provides background information to the central themes: planning and
English Heritage aspects for Delta (cluster 2) and the changes London Town wanted to make to

the scheme (cluster 6).
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Central themes and key elements

The planning and English Heritage aspects for Delta (cluster 2) were related with the
changes Delta wanted to make to the scheme. Landmark Architects Ltd. were employed by
Delta to obtain planning consent for more units (3), terracing and to provide architectural
services. Delta’s main concern was getting on site quickly therefore English Heritage and
planning aspects had to be addressed successfully with speed. English Heritage concerns were
related with keeping as much as the original structure as possible. Restriction applied to the
amount of modifications that could be made to the river front fagade. English Heritage had no
major observations, but the Conservation Officer (Historic Building Officer of Tower Hamlet)
wanted to restore the fagade with original materials. The additional units meant that structural
issues needed to be discussed, building control aspects solved (means of escape, atrium
ventilation, sound insulation), location and type of new windows agreed with Wapping Police
Station, and agreement of contribution for maintenance of amenity space reached. Delta’s
application was more difficult and “confrontational” than London & Henley’s, because there
was less to compromise with. Williams argued strongly throughout the process presenting the
ideas that they were trying to achieve rather than accepting what the planners wanted. In the
end, consent for 17 units was granted.

As Delta was about to go to work on site, London Town plc purchased the site and scheme
and wanted to make additional modifications to the scheme (cluster 6). London Town
employed Landmark Architecture Ltd to discharge remaining planning conditions. The main
issue was the detail of the pediment, Conservation Officer required it to be of original material,
however the team argued that the pediment was never built of stone and demonstrated it. After a
long negotiation process the Conservation Officer allowed for the pediment to be built out of
Glass Reinforced Concrete. In addition, London Town wanted to include terraces in the front
facade and roof, proposal that had been rejected during Delta’s involvement. Nevertheless,
London Town pushed to get consent, terraces on the front fagade were rejected on the basis it
would alter the character of the building, and roof terrace proposal was withdrawn because a
separate planning and listed building consent application had to be processed. On going work on

site put pressure on obtaining consent for materials.

Loops

Loop B (fig. 6.5) represents the iterations the planning and design phase went through and how
design changes proposed by Delta increased the complexity of negotiations with planning
authority, police surveyor and Historic Building Officer. For example, Delta’s desire of
increasing the number of units made it more difficult to provide a satisfactory environment

within the building. Space had to be taken from atrium opening, which reduced the amount of
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light for the units that were already there. This resulted in having to take consent for window
openings on flank walls. In addition, there was a desire to have a bigger construction at roof
level and more terracing. This was considered by the conservation officer to alter the building to
an extreme.

Loop A indicates how the sale of the scheme to London Town and their desire to modify the
scheme brought forth additional negotiations with Conservation Officer, some of which had
already been negotiated for Delta. For example, London Town wanted to negotiate the material
that would be used for the repair of the river front fagade, as London Town pushed for it to be
Glass Reinforced Plastic. London Town also wanted balconies and terraces, so negotiation on
these elements had to be carried out, even though the idea of terraces and balconies had been put

forward to Historic Building Officer of Tower Hamlets with Delta and rejected.
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Fig. 6.5 AW simple loops

Remaining clusters

A different approach was adopted by London & Henley (cluster 3). London & Henley gave a
simple brief: design a scheme with as many flats as possible that meets all planning
requirements. In this case their aim was to get consent as quickly as possible in order to sell the
property at a higher value.

Delta’s negotiations were related to increasing the development’s value but with the concern
also of getting on site quickly. London Towns negotiations for increasing the development value
were not accepted by authorities, as planning consultant had previously advised. But their
persistence and argumentation on the material to be used for the replacement of the pediment on

the riverside fagade eventually was accepted.
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Outcome

Finally cluster 7 as an outcome, indicates the views of Williams towards working on the same
project with three different clients (London & Henley, Delta and London Town). The focus is
on the time it took to complete the scheme and on “being asked to do things that had already
been considered with the previous clients”. This resulted in difficulties, having to explain each
time why certain decisions were made and still having to discuss things with planning authority,

things that had been considered with other clients.

c) TM, Estate agent
TM’s summary map illustrates his involvement in the project limited to the site evaluation

phase. And his role as an advisor is indicated by outgoing arrows.
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Fig.6.6 TM summary map

Central themes and key elements

The central theme in the summary map is the potential for development (cluster 5). TM’s
advice to London Town to purchase came from the outlook of Aberdeen Wharf being a good
project. In terms that it was located in an area that would attract people to live —close to
amenities and safe; and there were other successful residential developments in the surrounding
area. This gave an indication of the type of residential space that could be provided, which could
lead the developer to achieve enough money to warrant developing it. The key is to give the
developer as much information as possible. They advised on the local boroughs views towards
development, on the concept (link to cluster 3) and financial aspects (Link to cluster 4).Once
London Town purchased the site and scheme, TM suggested to sell some flats “off plan” to see
how people would respond to the product. A certain amount of expenditure was allocated
towards the marketing, which was carried out through a show flat, brochure and agent’s contact

list.
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Remaining clusters

The link from cluster 5 to cluster 4 indicates the financial advice given to London Town after
purchase. TM’s advice was in terms of valuing the units, that is, what is the maximum price that
could be achieved for that type of development in that location. This is not an easy task as
appraising can happen 6 month to 1 year before sales start and that gives “plenty of time for
things to go wrong” or “to turn things around if things go wrong”. In this case London Town
could priced units higher than agent suggested.

The link from cluster 5 to cluster 3 indicates the advice given towards the concept. This
refers to how to attract people to the scheme. Agents observe what appeals to customers in the
area and then advise on types of finishes, specifications and layout of units. As improvements to
the concept add value to units, which in turn increases the profit for the developer.

The link from cluster 5 to cluster 2 leads to a general description of how the approach to
identifying a site’s potential changes. Agents see ways of making schemes or sites potentially
viable by answering 4 questions: first, can a development make an impact; second, what would
they develop if they had to; third, is it financially viable; fourth, what would make anybody
purchase in that location.

TM does not consider Aberdeen Wharf being as successful as it should have been (cluster 1).
As building design could have been improved, but understands the constrains and difficulties
encountered with the building; vendors wanted too much money for the building, the sale prices

of £500,000 for some units was too high for that type of development.

d) EH, Construction manager

Central theme and key elements

The problems on site and impact on cost (cluster 4), in figure 6.7, were influenced by the
daily activities that were carried out and the running of them on site (in cluster 3). One of the
main effects of the problems encountered were their significant impact on cost. Although EH
mentions that numerous problems came up daily, four were of significance. First, the problems
during piling, caused by hitting and braking a rod on one of the tide beams. Discussion of
options had to be discussed with engineer and Port of London Authority (they were interested in
the foundations as the building was close to the river), rather than moving the piles and re-
designing they opted to reinstate some tide beams and rods from the riverbed back into the wall.
Second, getting materials on site as access, parking and storage space was limited. The
alternative was to have smaller size deliveries, which in the end would cost more. Third, dealing
with two ventilation issues, one in the atrium and west side rooms. Ventilation in the atrium
required 25% of floor area in opening ventilation, design only provided 22%. Additional
hoppers were put in to provide the remaining 3% required ventilation. There was a need for
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provision of mechanical ventilation in rooms, which were designed as studies, but regarded by

building control as habitable rooms. Finally, the logistic of taking the roof off (cluster 5).
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Fig.6.7 EH summary map
Loops

Loop A formed between cluster 1, 3 and 4 (fig. 6.8) illustrates the development and influence of
his role throughout the construction phase. EH’s initial view of the project was that “if was not
going to be an easy project”. Three key elements are identified: the timing and circumstances of
EH’s involvement in the project i.e. when the scheme was ready to go on site and the change of
contract strategy; the establishment of his role as construction manager; and the identification
and establishment of lines of communication with other key actors, i.e. engineer, architect,

mechanical engineer, building control and Conservation Officer.
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Fig. 6.8 EH loop A
EH’s role as construction manager lead to the development of specific job activities (link to
cluster 3). The most significant according to the analysis were: first, the development of the
procuring packages; second, the identification of possible contractors, in this case selection was
carried out based on cost, programme, previous working relation and knowledge of the firm;
third, elaboration of the programme of works, where they had a time constraint of only 62
weeks for completion; and fourth, the daily running of the site, i.e. infer other packages later,

inform other contractors on progress, order materials, etc. The day to day running of work on
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site was a medium to identify and solve problems arising on site in a manner that would cause

least damage to budget and programme (link to cluster 3).

Remaining clusters

The options for taking the roof off (cluster 5) were to use a tower crane, proposed by the initial
contractor, but discarded as it would be very expensive and it would not help the programme.
Rather the team opted to use a service joist, reducing cost, servicing every area and helping the
programme.

The definition of EH’s role as construction manager lead to addressing daily responsibilities
(link to cluster 2). These were to overlook health and safety on site, supply of materials for
specific subcontracted jobs, execution of jobs according to programme and expected quality and
to foresee potential problems on site, which was difficult due to the nature of the work. The
latter a key element, for potential problems had to be addressed in a way which would not affect
the programme.

Cluster 6 briefly discusses the issue of the production of a show flat. Generally, it is regarded
as a nightmare for project managers, but necessary as a marketing strategy. It is unlinked
because it was considered something that had to be dealt with and not an issue to the

construction schedule and budget.

e) PC, Historic Building Officer
PC’s map, figure 6.9, clearly illustrates his limited involvement and influence on the project.
Confirming that the issues related to design changes which would affect the character of the

building were being observed through the Conservation Officer in Tower Hamlets.
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Fig.6.9 PC summary map

PC considered the case to be fairly straight forward (cluster 2). In terms that there was a
“free hand on the conversion”. The main feature was the river front elevation as it was an
unusual architectural stucco elevation. This led to the mouldings replacement and design to be
the main issue. PC considered the architect to be inexperienced in their design proposals.
Therefore PC made sketches of the design elements in the fagade, however sketches were purely
conjectural as there was no solid evidence on how they originally were. As the rest of the
building was considered “pretty plain” the design proposals were left to the architect, with the

view that the basic structure should be retained.
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Cluster 1 contains the principle issues in relation to English Heritage. Aberdeen Wharf is a
grade I listed building in a conservation area, therefore issues for development had to
assessed. These were: first, retaining and repairing the river front fagade. English Heritage aim
was to repair it in its original form and style. The material use would be stone at the bottom of
the fagade and stucco at the top. Second, getting light into the building, as the interior was fairly
undistinguishable the proposal for an atrium was accepted, as well as putting windows on either
side of flank walls if they were proposed in a “sensible way”. Third, balconies and terraces were
not accepted (referring to Delta’s proposal). Balconies on loading bays would have been
acceptable as well as windows guards, however, the proposals were not done in a “seemingly
way”. Roof terrace proposal was considered visually obtrusive.

Assessment of proposals was done according to how alterations would affect the view from
the river and from the public gardens next to the building and if they were modifications that
would be seen in a buildings of that nature. In this instance the review of English Heritage files
was not allowed. However, PC’s map does indicate a limited involvement in the project.
Planning files indicate that PC made these initial observations and the Conservation Officer was

enforcing the recommendations.

g) Other actors
These were not directly involved with the final development phase of Old Aberdeen Wharf, but

provide valuable background information.

gl) BH, Quantity surveyor
BH was involved with the project while working with Delta, the previous developer. His
participation with London Town was minimum. However, London Town did use all
information supplied by BH.

BH was asked by Delta to look at the building and give an indication of the likely costs for
conversion. In this case the main issue was the condition of the fabric. The fabric was a mixture
of old and new; there existed problems of damp penetration, and roof leaks; part of the floor was
strengthening floor; and potential problems for fire and sound insulation. Cost estimation was
carried out from experience with other similar projects. The initial feasibility estimate was
considered too high by Delta, nevertheless the site was eventually purchased. The decision to
purchase according to BH, could have come from a negotiation of selling price, negotiation of

price with quantity surveyor or a reduction of percentage of profit.
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3. Limited
participation
with London
Town 2. Created the
detail cost plan
from architectural
drawing for Delta

4. Identified
possible difficulties

Loop
1. Involvement before A
site was purchased by
Delta
Fig.6.10 BH summary map

The building was looked at more closely leading to identification of possible difficulties
(cluster 4). These were related to the metal structure and the support of the building in addition
to the careful unblocking of windows; levelling of floor areas; removal of heavy construction
and repair of the front fagade. These closer observations could have lead to a slight reduction in
costs as there weren’t many things that couldn’t be seen (Loop A).

Bill of quantities was elaborated from the architect’s drawings, at this point Delta sold to
London Town (cluster 2) and BH’s firm were paid to give all information to London Town
(cluster 3). BH assisted London Town estimating cost of some changes they wanted to make.

However, London Town could not afford the fee quoted by Harris and their assistance ended.

g2) DA, Vendor
DA summary map, figure 6.11, illustrates simply how his interest in the site and purchase lead
to dealing with design and planning aspects. The interest in this actor is to consider his views of

the development up to the point where it was sold on to London Town.

3. Looked at design and
planning aspects and
wanted to improve the
schemes value with
additional changes

2. Decision to sell to
London Town as the
offer was equal to
expected profit

1. Initial interes
in site as a was
a water front
property had
potential

Fig.6.12 DA summary map
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The initial interest in Old Aberdeen Wharf came from three aspects (cluster 1): first, the
introduction and advice on the site from agent friend; the company’s interest in waterfront
properties as saleable products and the company’s experience in refurbishing buildings
successfully.

The site was evaluated considering the development and quality of the design work, in that,
it was something they could work with; the planning consent and their previous “good”
relationship with the planning authority and the agent’s advice on the possible market values for
the scheme.

Cluster 3 describes the design and planning aspects that had to be dealt with. On the design
side, the main issues were the inefficient use of space, therefore the decision to increase the
number of units to increase the scheme’s value. On the planning side the main issue was to get
consent for the changes; specifically related to the window openings that had to be placed on
flank walls and the repair of the river front facade. This lead to the development of a case to be
presented and discussed with English Heritage and Conservation Officer of Tower Hamlets,
planning authority and police station. English Heritage and planning authority were persuaded
to allow windows on the west fagade and an agreement with police was made on where exactly
windows would be placed. In addition, a section 106 agreement was made so that the developer
pay a certain amount of money to the boroughs leisure fund.

The decision to sell on the scheme (cluster 2) was made based on one main factor but
influenced by two issues. The main issue was the “silly offer” made by the interested developer.
Silly in the sense that the offer was equivalent to the profit Delta expected to make on the
development. The influencing issues were the phase in which the project was, that is, ready to

start work on site; and to the fact that costs were varying more than Delta was expecting.

6.5 DISCUSSION OF ABERDEEN WHARF’S ANALYSIS

The redevelopment of Old Aberdeen Wharf was carried out through an unconventional process,
for three development companies were involved during different phases of the redevelopment,
and each had different expectations from the project. Through the analysis we identified: actor’s
participation during specific tasks; the key elements; and actor’s level of influence in the
process. The participation of different developers is a particular aspect of this case study and
useful in that we can trace the changes in developer’s perception about the scheme potential. As
in the previous case study (Indigo Mews in chapter five), findings may not seem to provide a
clear answer to the research question, but this level of analysis has allowed us to sift the data
thoroughly and identify where problems areas arose and how they were managed. A complete
picture is presented in chapter eight where the overall results are discussed and table 6.1 at the

end of this section presents the key element matrix.
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Compared to Indigo Mews, Aberdeen Wharf’s process was not perceived as “successful”,
rather it was considered “reasonably good”, “was not as successful as it should have been”,
“was a very long process” and “difficult to manage”. By observing the following aspects we can

begin to understand why this was the case:

e Developer’s site interest and decision to purchase;

e Developer’s decision to sell;

e Approach to planners, English Heritage and other interested parties;
e Procurement approach;

e Management of construction works;

e Marketing strategy;

e Pricing the units;

e Perception of success;

e Decision making.

The first developer’s (London & Henley) aim was to obtain planning consent in order to
increase the property’s value by reducing the planning risk. To achieve this, the design of the
scheme was commissioned so that it would achieve maximum development value (as many
units as possible), while addressing all planning requirements. Relevant authorities were
approached with a proposal “with a view of accepting what planners were proposing” (AW,
cluster 2, concept 555). In this instance, negotiations with authorities were carried out quickly,
although these were not straightforward for there we numerous issues to discuss.

The second developer (Delta UK) aimed to complete the scheme. They had experience in
refurbishing buildings and in successfully developing waterfront residential spaces, in addition
to the good and growing market conditions lead to their confidence in this development. The
information regarding the planning conditions, design and possible market value of the units
were attractive to the developer. In this instance, the developer purchased a scheme with
planning and design risk reduced. However, the company’s aim to maximise the scheme’s value
by increasing the number of units and its effects on other related design aspects brought forth a
planning risk. Here the developer encountered numerous iterations between the planning and
design phase. Modifications to design were regarded by the planning authority, conservation
officer and even planning consultant as “too extreme”. That is the changes were considered to
significantly affect the character of the building. The issues this second time around were less
but more specific, leaving the planning consultant with less room to negotiate. In this case the
planning consultant and architect approached Tower Hamlets planning authority and

conservation officer with proposals for changes with a view to trying to persuade authorities of
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what they the development team were trying to achieve, as opposed to letting planners or
conservation officer propose everything. This resulted in much more confrontational
negotiations. This aspect could be perceived by reading through the correspondence between the
planning consultant, case officer and conservation officer.

The proposal of the section 106 agreement is interesting, as the borough’s initial argument
was not justified within the UDP policy. Their initial proposal of a £40,000 contribution was not
justified in that it did not demonstrate how that level of contribution was related to the impact of
the development (Williams, 1998; letter). Delta proposed to contribute £17,000 towards the
provision of maintenance of open space if the application was approved by the planning
committee. Planning and listed building consent were granted shortly after and the observations
made by the historic building officer were included as conditions in the written consent. The
position of the planning authority or case officer was to obtain as much as possible from the
development in a way that would benefit the borough.

The description of the issues and their development related to the opening of windows on
flank walls, and the repair and treatment of riverfront fagade, varies between planning
consultant, developer and English Heritage officer. Even though English Heritage files were not
available for review, there is an indication from English Heritage officer’s map and from the
planning files that the issues were being raised by the historic building officer in the
conservation department in Tower Hamlets. The detail of the proposals were the main issue,
these related to how they would affect the “character of the building”. This aspect might well
have been perceived by other actors as an English Heritage issue, and therefore described as
“dealings with English Heritage”.

Full planning consent was granted after section 106 agreement was prepared, and once an
agreement was reached with the police station regarding the window openings. Whilst the
planning issues were dealt with, the other aspect being considered was the cost of conversion.
The quantity surveyor’s initial calculations were carried out by taking costs from other similar
conversion schemes. This gave a base from which the developer could consider more carefully
the potential of continuing. At the point of preparation of the bills of quantities an offer to
purchase the site was put forward by a third developer, London Town plc. The agent involved
was a key aspect for this process as none of the developers were specifically lookihg to sell or
buy. However, the agent involved in the sale of the site to Delta approached them to assess their
interest in selling to another developer. The agent then approached London Town plc. with the
idea that Delta was looking to sell the scheme on. The agent was the key initiator for London
Town to take on the development of the scheme. The agent advised London Town on the

possible values the scheme could achieve and therefore influenced their decision to agree on the
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purchase price, which according to Delta was equivalent to their expected profits, and resulting
in a formidable deal for Delta and agent.

London Town’s interest in the site was similar to Delta’s. They had experience in converting
buildings to residential use, they had knowledge of the potential of the area for high value
residential space, and the potential of Old Aberdeen Wharf as a saleable product for being a
riverfront building, the location factor. London Town’s criteria for evaluation of the information
provided was similar to that carried out by Delta. However, London Town’s review was more
thorough and over a longer time period of 6-8 weeks. All planning conditions were reviewed
and corroborated with the local planning authority; archaeological risks were assessed; window
issues were reviewed with the historic building officer and the party wall surveyor as consent
and agreement had not been granted yet. The agent produced a report containing information
about the local environment and comparable sales and rental values. The quantity surveyor,
architect and engineer were approached by London Town to discuss the design, structure and
costs.

The decision to purchase was made on the basis that planning risks were low, the design
stage was well advanced and there did not exist any critical aspects that would prevent them
from going to work on site straight away. Costs seemed reasonable, funding was obtained, and
VAT implications were non existent. The risk with Tower Hamlets conservation officer was
with the repair of the fagade, but the developer was willing to go ahead with what they were
proposing if they could not persuade them otherwise. These are the objective facts that were
considered. However the head of the development department did not consider it a good time to
start a new development as they were very busy. In this case we have to take into consideration
the desire of the managing director to go ahead and purchase the scheme. As Harris mentions
“the managing director was more keen to purchase the site, he influenced me”. Here there was a
difference in perception of the capabilities of the company to develop the scheme. And there
was an attempt to align the objectives and goals of the company with those of the project. That
is, the goal of the company of making money for investors and themselves, of increasing the
company’s reputation as a residential development company by increasing their portfolio could
be achieved through the development of Old Aberdeen Wharf. However, the initial
consideration of Harris, head of development, of the possibility of the project being delayed for
two months as a result of not getting a contractor on site immediately therefore damaging their
returns, proved to be accurate. The completion of the project was at least two months over
schedule affecting their returns. Not greatly, but sufficiently to consider the project only to be “a
reasonable development”.

This situation is indicative of how the managing director can overestimate the company’s

capabilities for developing the project to achieve their initial goal. This is explained by the
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tendency of heads of organisations that have been successful in the past to underestimate the
risks involved in other similar projects.

Once the site was purchased work immediately started to produce the tender package. The
selection of the contractor was based on their previous working relation with the developer and
their lowest bid return. However, during negotiations the contractor went bankrupt, requiring a
change of strategy. This situation could indicate the lack of an appropriate evaluation or review
strategy for selecting a contractor. As a result, a contract management strategy was taken on the
basis that it would affect the programme the least. This approach was not unusual for London
Town, they had done it in several other projects. During the project site management phase the
numerous issues that came to light were dealt with by considering two things: first how much it
would cost, i.e. how would it affect the budget and second, how would it affect the programme.
The cost control exercise was a critical aspect to keep within the budget. Monthly project
monitoring was carried out and reports sent to the finance director and Joint Venture partners.

The pre-sales marketing phase started once the site was purchased and was managed in
house. Work immediately started to get a show flat together, and to elaborate the marketing
strategy. A scale model was built and exhibited in the agent’s office, brochures were produced
and flyers were launched. The aim was to pre-sell as many flats as possible early on to get some
return on investment. This resulted in 6 flats being sold “off plan”; a success for their marketing
strategy.

Finally, the product was saleable. However, it was considered that the pricing of the units
was not optimum. Prices ranged from £165,000 to £550,000. It is the perception of the agent
that the developer wanted too much for the scheme, which seemed to be the case as at the time
of the interview (TM, August 2000) there was still one unit left to sell, 15 months after the
project was completed. The reason for increasing the price of the units, was to compensate for
the unexpected increases in cost and because it was proven by other developments in the area
that units could be sold for £500,000.

It is considered that the perceived problems encountered by the last developer were greater
than the success the project achieved. Three problems were encountered which could have been
reduced.

First, the detailed negotiations with English Heritage or the Historic Building Officer and
case officer of Tower Hamlets could have been reduced if the development company had
initially fully understood the project’s planning history. They could have accepted the
conditions for repair of the river front facade and they could have followed the advice of the
planning consultant of not trying to negotiate over balconies and terraces, as the previous

developer had already done so unsuccessfully.
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Second, the change of contract strategy is difficult to comment on. It was better for the
contractor to go bankrupt during negotiations rather than during construction work. However,
the selection of the contractor was not considered thoroughly. It seems to have been based more
on previous working relations rather than on the contractor’s financial capabilities to carry the
job out. A positive outcome of this problem was that the construction manager was hired to
work in-house on future projects.

Third, the pricing of the units and the overestimation of the value of the product by the
developer. Price ranges vary greatly, and the development company did not follow the initial
advice of the agent, which in this case proved unwise. As a consequence, the company did not
achieve their expected returns.

Compared to the Indigo Mews project (chapter five) the success of Aberdeen Wharf was
hardly considered, and if it was, it was done in terms of profit achieved. All maps focused on
the difficulties encountered and the process by which they were overcome. The lines of
argument end with a concept describing the actor’s completion of a task and activities. In
addition, there is no sense of team building, as maps indicate a low level of actor relation and
lack of clear lines of communication. This is explained by the differences in views between
actors about the involvement and influence of English Heritage and Conservation Officer during
the discussions of design detail related issues. Rather than a “team” it was a group of actors
brought together to work for the client (developer) and do as he indicated to achieve the
company’s goal, a clear example of an autocratic approach to management.

In this project decisions were carried out with time pressure, as returns needed to be
recovered quickly; with the aim of achieving as much development return as possible, explained
by the insistence of design changes with relevant authorities; with the consideration on how
decisions would affect construction schedule and budget. A reason for this, and compared to
Indigo Mews, is that London Town were at the time of development a small, relatively new
company that needed to carry out one development after another, this ensures quick returns,
increase in company’s portfolio and reputation. While Dorrington Properties was part of a

bigger international corporation and with no need to develop in chain.
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Chapter Seven
Wheat Whart

7.1 INTRODUCTION

The conversion of Wheat Wharf, a grade II listed 19 century granary into 25 residential units
and 757 square metres of B1 space is the subject of this chapter. Wheat Wharf forms part of the
Butlers Wharf estate and was sold by Frogmore Estates to Angel Property Trading Ltd in 1998.
The conversion process through which Wheat Wharf was developed will be described and
analysed in the following sub-sections. We will begin by giving a general background of the
site, followed by a project overview. This is followed by a brief description of key actor’s roles.
The analysis is carried out and presented on individual actors, focussing on identifying the
central themes and key elements of their involvement during the project. Finally, the discussion

section reviews the findings.

7.2 SITE BACKGROUND

Wheat Wharf is located in the area of Bermondsey in the London Borough of Southwark
(fig.7.1). The site of approximately 890 square metres forms part of the Butlers Wharf estate,
located south of the river Thames next to Tower Bridge.

Wheat Wharf was a 4-storey granary built in the mid 19™ century. It is considered to be one
of London’s early generation inland warehouses, which survived almost intact. It was originally
constructed from London stock brickwork with two facades re-faced in white Suffolk brick in
the early 1900s, and timber floors running length wise. It had a pitched roof; a symmetrically
composed arrangement of windows and loading bays and quite unique secondary details such as

doors, window shutters and roof trusses.
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Fig.7.1 Wheat Wharf location map

All these characteristics were considered by English Heritage to be of historical, architectural
and technical interest, and as a result Wheat Wharf was added to the listed buildings register
with a grade Il listing in 1982.

A brief background of Butlers Wharf estate is necessary to understand Wheat Wharf’s
development, its complexity and context. The regeneration process of Butlers Wharf 5 hectare
conservation area began in 1984 when the developer Butlers Wharf Ltd (Sir Terrence Conran
and partners and Conran Roche architectural practice) put a bid for a mixed-use development to
the London Docklands Development Corporation (LDDC). Having obtained outline planning
permission the site was acquired in 1984. Butlers Wharf Ltd, concentrated on the waterfront
buildings, renovating and developing the Butlers Wharf Building, Cardamon, Clove, Cinnamon,
Nutmeg and Coriander warehouses. In 1990 the development company fell into financial
difficulties and into receivership, as was the case for many other firms, a “bust” period had
began. Midland Bank were the main creditor and set out the main objective of finishing the
projects that had started to try to recover the loss the bank had suffered. The options for Wheat
Wharf under the receivers were various, for instance it was considered mothballing the building
and leaving it, while getting planning consent for the remainder of the estate; in another instance
the option of dismantling the building and relocating it at the back of the estate was sought, as it
would allow for a new office development. Options were looked at but no action was taken.

In 1994 the receivers made the decision to sell the entire estate as it was thought to be more
valuable together than in pieces. A selling campaign was launched and in 1996 Frogmore
Estates bought the site and approached Galliard Homes to be their Joint Venture Partner.
Frogmore decided to package the site and sell rather than developing all of it, as the site was

considered too big to develop on their own. The idea was to add value to the properties through
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the planning process, sell some sites but retain the best ones. This would result in the recovery
of some of the earlier investment and develop and sell the retained buildings, making a profit.
During this process Frogmore had a steering role while Galliard took control of the proposals
for the planning applications. Wheat Wharf was one of the last buildings to be dealt with as it
was considered a difficult building. The main difficulties or constraints with the building were:
the low floor to ceiling heights; crowned floors that sloped to the walls; poor condition of the
timber frame; getting light into the building as small windows could not be altered; and piling
deeply from the site due to a three storey basement pumping station south of the building.

After a number of schemes had been proposed it was established that residential use had the
greatest value, which was needed as the conversion costs would be very high. BUJ architects
developed a proposal for 25 residential units and restaurant use on the ground floor, and
submitted a listed building and planning application to Southwark planning authority in May
1996. Observations from some interested parties such as English Heritage, Archaeology officer,
Southwark’s traffic group manager, Southwark’s conservation and enforcement group, were
made and taken into consideration by both BUJ architects and planning authority. Listed
building consent was granted in November 1996 with the condition that detail drawings and
samples of materials were submitted and approved by the Local Planning Authority. Planning
permission was granted in March 1997.

Having increased the property’s value Wheat Wharf was offered for sale. The main reasons
for the sale was that Frogmore did not consider 25 units to be as profitable as other
developments they were carrying out in the estate. And it was considered to be a difficult
building in technical, planning and design terms; and they were not willing to spend two-three

years developing it. That is, they had other higher value prospects to focus on.

7.3 PROJECT OVERVIEW

Wheat Wharf development consists of the conversion of a grade II listed warehouse into 25
residential units and 757 square metres of B1 (office) space on the ground floor. An indication
of the complexity of this project lies in the building’s listed status and its dilapidated condition.
Appendix 6 presents a timeline of the project.

In 1998 KL of Angel Property Trading Ltd. was made aware by Cluttons estate agent that
Wheat Wharf was on sale but with a legal obligation to stabilise and repair the building first. KL
new about the building and its potential. KL approached PL, structural engineers to assess the
building structure and cost of repair, as this was the most important area of concern. All other
necessary information was reviewed such as existing planning consent, design, structure,

estimated costs and estimated returns. The results of the appraisal indicated that the product
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exceeded their expected returns. Based on these results the decision to purchase was made. An
offer was made and accepted by Frogmore in May 1998.

Immediately after the purchase a team of professionals was assembled. The main concern
was to meet the legal requirement of exchange of contracts of stabilising and repairing the
building. Therefore, PL were appointed structural engineers and for the following three months
worked on stabilising the building. The engineers had looked at ways of “literally pulling the
building back together”. Solutions for problems (out of plumb columns, introduction of
foundation, reinstatement of floors) were selected based on their cost and efficiency. These were
the fundamental solutions to the problems that needed to be resolved for the developer to
comply with the obligations under the terms of the sale. While this work was carried out, the
engineers also worked with the architect and service engineer in developing the design
solutions.

JD Owens De Silva architects were approached by the developer to optimise the design
rather than increase the number of units, as the developer felt it would be too complicated to get
more flats and they wanted to start work on site quickly. The original BUJ design was
developed with the aim of obtaining planning consent, so it did not make the best use space.
Therefore, the flats were re-designed to provide bigger spaces, on the top floor large windows
and a glazed lantern were proposed to make the most of the roof space, one central staircase was
provided reducing the circulation area, and the ground floor use was changed from restaurant to
office use. A planning application for the change of use was submitted to Southwark Planning
Authority in June 1998 and granted consent in July 1998.

The team continued to develop a full set of plans and specifications. The architect submitted
an application for permission to develop with the amendments to appearance and layout to
Southwark Planning Authority in December 1998. English Heritage had no objections to the
proposal, but suggested not to approve the matters of detail, such as treatment of windows, new
doors, balconies, lantern light to main roof, roof lights, re-pointing, new brickwork and
treatment of timber. Listed building and planning permission were granted in February 1999.

The construction phase was approached through a traditional form of procurement. The
decision to approach the construction in this form was based on the developer’s opinion that
under a design and build contract there would be too much risk involved for the contractor,
leading to an unattractive price for the developer. Botes Building were selected to develop the
contract based on their low bid. Botes Building were assigned the contract, initially to do the
shell of the building as the fit out design had not been developed. They came into the project
very early on, when the stabilising works were still being carried out by another contractor
(Bullovans). Bullovans carried out the initial pilling work and Botes came in to do the

repositioning of the columns. The guarantee provided by Bullovans was passed over to Botes.
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The first problem Botes contractors faced was related to the dilapidated state of the timber
frame, that is, stabilising and repairing the building.

During the repair phase the project suffered major delays due to a dispute with the adjoining
landowner about the ownership of the piece of land where the scaffolding needed to be put. An
additional delay to the project came through problems of receipt of information from the
architect. This resulted in problems being solved in an ad-hoc daily, weekly basis; which
affected the ordering and delivery of materials to subcontractors. This was also the case when
subsequently Botes got involved in the fit out of the building.

Three types of flats were designed with the option given to the purchaser to change
specifications, this led to constant request of information to the architect and instructions on
how to solve specific problems that were encountered within each flat. This in turn led to
conflicts between the builders and the architect. Building works started in January 1999, at the
time of the interview, September 2000, fitting out was still taking place, work was running $
months late. Botes finished the fit out of the apartments in January 2001.

At the time of writing (June 2001) the ground floor fitting out was still taking place by
another contractor and some residential units were occupied.

Unlike the previous case studies, in chapter five and six, Wheat Wharf had no marketing
strategy, as it was considered an area where money could be saved. That is, Wheat Wharf is in a
prime location for residential accommodation, residential market was on the rise, therefore no
need to have any formal publicity (brochures, flyers, newspaper advertising, scale models etc.)
apart from contacting potential purchaser through the estate agent’s list of clients. Cluttons
estate agent advised on the type of end product and selling prices. All units were pre-sold off
plan very early on (mid 1999), prices ranged from £230,000 to £500,000 (238 £/sqft-296 £/sqft).

7.4 KEY ACTORS IN THE PROJECT

This sections gives a brief description of the key actors involved in Wheat Wharf project. They
were initially identified through LLR database and subsequently through the developer and

other members of the professional team.

a) The Developer

Angel Property Trading Ltd. is a small trading style company based in London. The company is
engaged in both development of residential and commercial property. Angel has been trading
since 1993 and as a small company rely heavily on external consultants for developing and
funding schemes. Unlike other development companies, who focus on a particular areas, Angel
will go anywhere in the country where they see an opportunity. As the company has grown they

tend to focus on projects with minimum sizes and within the London area as it is where the

Wheat Wharf ' 172



company’s human resources are located. KL was the developer in charge of the Wheat Wharf
Project. His role was to bring together the various disciplines of development. These included
design, marketing, financing and construction. With the aim of achieving their financial

threshold of 25% return on cost.

b) The Architect

JD Owens de Silva is a small architectural firm based in London that provide architectural and
planning services. The firm is well known in the London area for their innovative and
sympathetic design schemes in listed buildings. JD was the principle architect in charge of
Wheat Wharf. Their role was to improve the existing design, develop all drawings and
specifications for the project and to negotiate with relevant authorities, in this instance English

Heritage and Southwark planning department.

¢) The Structure Engineer

PL were the consulting structural engineers for this project. They were approached by the
developer, as they had an established working relation. RP was the initial structural designer, his
role was to assess the existing structural design and to propose new options to stabilise and
repair the building at reduced costs. During the stabilising work on site his role was at a
supervisory level and delegated to TM the project engineer. After the building was stable his
involvement in the project was only to attend queries from the architect, service engineer and

contractor.

d) The Service Engineer

Mendick SW is a medium sized building services engineering firm located in the London area.
Their involvement in Wheat Wharf was a mixed role. They were initially contracted to have a
performance role with the contractor, that is, to provide the detail design for the mechanical and
electrical subcontractors. These were elaborated according to the developer’s requirements.
However, their role expanded to the design of means of escape and smoke control. The basic
services, heating and water provision design was provided by the contractor and checked by
SW.

¢) The Quantity Surveyor

PSP consultants is a small to medium size project and facilities consultancy located in
Berkshire. PS was approached by developer, as they had an established working relation. PSP
were appointed quantity surveyors, employer’s agent and on site planning supervisors. As

quantity surveyors their role was to estimate costs through the elaboration of bills of quantities
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for repair and fit out works. They produced cost plans and updated them periodically as
designed progressed. From the architects drawings a tender package was elaborated and sent to
potential contractors. Once work was on site their role was to certify the contractor’s works.
MH was involved in the elaboration of the tender package for the fit out works while his

involvement before or after that phase was limited.

g) The Contractor

Botes Buildings Ltd. were the contractors assigned to built out Wheat Wharf. Botes is a
construction firm which deal with both new build and refurbishment projects. Initially they were
contracted to do the repair of the shell of the building as the fit out design had not been
developed. But as work progressed on the repairs they were approached to do the fit out as well.
Their role in this case was to carry out the work according to the architects drawings and

specifications.

h) English Heritage

English Heritage responsibilities are to protect the country’s legacy of historic buildings,
landscape and archaeological sites. English Heritage was involved as Wheat Wharf is a grade II
listed building. PC the historic building adviser in charge considered Wheat Wharf of significant
importance, therefore he was highly involved in the projects development. His role was to give
suggestions to Southwark Planning department and architect regarding the appropriateness of

modifications, repairs, alterations and detailed design of the building and its elements.

i) Southwark Planning Authority

Southwark Planning Department’s role is to approve or reject proposed developments within the
borough according to local and national policy. Southwark planning department ensured the
development met all legal requirements (section 2.6.4). Development approval was linked to
listed building approval, archaeological approval, conservation and enforcement area approval.
But not directly linked with building control, fire control or health and safety. All information

related to planning was obtained from Southwark’s planning file.

j) Residential Agent
Cluttons Daniel Smith is a property consultancy, which provides a range of services to the
agricultural, commercial and residential sector. The company provides investment, property
management, valuation, building surveying, research, sales, acquisition and letting advice.

TM partner of Cluttons was the agent involved in Wheat Wharf. His role was limited to

advising the developer on the potential of the property, sale values that could be achieved,
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quality of specifications and layout of units. Cluttons contacted potential buyers through their

existing list of clients and put them in contact with the developer.

k) The Vendor

Frogmore Estates is a property investment and property development company. Having
acquired Butlers Wharf estate, Frogmore decided to package the site and obtain planning
permission for the un-developed buildings. Once Wheat Wharf had planning permission for 25
residential apartments and restaurant use on ground floor it was sold for a reasonable price to
Angel Properties. The importance of their involvement in this project lies in their perception of
the potential of Wheat Wharf and in setting the design base from which the architect developed

a new proposal.

7.5 ANALYSIS OF INDIVUAL COGNITIVE MAPS

This section describes the results of the analysis of individual maps. The results are presented in
the form of a summary map that contain themes (clusters) and links between them in degrees of
strength. Links are represented in two forms, arrows indicate a causal relationship and dotted
lines represent an association. The description of each map will evolve around the central
themes (bold) and their key elements (italics) both identified through central and domain
analysis in Decision Explorer (see section 4.10 and 4.11). The key elements within remaining
clusters will also be described in relation to the central themes and/or other clusters. Where
loops (feedback of information) between clusters appear, the nature of their existence will be
described as well. Clusters are located in appendix 7.

It is important to note that the maps are a simplified representation of the individual’s views
of their involvement and the development of the project. It will be recognised that the degree of
detail in these maps is limited compared to the ones in previous case studies (chapter five and
six). This is considered to be due to: the level of involvement, therefore knowledge or
understanding of each individual about the development of the project, possibly triggered by the
lack of communication between actors; the lack of clearly defined responsibilities and roles

and/or a problem of actors to articulate the process. These elements are present in the analysis.

a) CD, Vendor

CD’s map (fig.7.2) contains background information on Wheat Wharf. It focuses in describing
Frogmore’s view of the difficulties to develop Wheat Wharf and the decision to sell it on. The
interesting aspect of CD’s summary map is the loop formed between the three central themes,

both described in the sub-sections below.
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Central themes and key elements

CD’s summary map is centred on three themes forming a loop (A): Issues related to Butlers
Wharf master plan (cluster 5), leading to the difficulties related with Wheat Wharf (cluster 2),
leading to the decision to sell Wheat Wharf (cluster 4).

The issues related to Butlers Wharf master plan (cluster 5) are the first effect of Frogmore
purchase of the estate, described in Butlers Wharf background (cluster 1). Cluster 5 describes
generally the main aspects of the master plan with which planners had concerns. Two key
elements are identified: first, the steering role Frogmore had in the development of ihe master
plan and Galliards role in dealing with the planning applications. This led to Frogmore and
Galliard deciding not to build the entire estate. And second, the development of the master plan
as planners wanted to look at the estate on a global basis. The main concerns with the master
plan were the requirement to provide social housing and car parking on site. The social housing
issue was resolved by Frogmore making a commuted payment of £1 million to Southwark
(notes from meeting, 26/03/96); and the car parking provision was resolved by creating a multi-
storey car park in the back of the estate resulting in pedestrianised areas.

Frogmore’s and Galliard’s roles and decision of not building the entire estate led them to
package the site in small parts and sell while retaining the best buildings to develop themselves.
This led to the awareness of the difficulties with Wheat Wharf (cluster 2). Here three key
elements are identified: First, the difficulty of the building in planning and technical terms
leading to the second key element, leaving Wheat Wharf until last leading to the third key
element of proposing residential use for Wheat Wharf after a number of schemes had been
proposed. The difficulty in technical terms was related to the poor structural condition of the

building and the potential problems with adjacent buildings, for example, difficulty to pile
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deeply and logistic problems during site works. The planning difficulties were related to the
interest Southwark planning and conservation officer, English Heritage and the Royal Fine Arts
Commission had in the building, which resulted in limited changes being allowed. This aspect
is related to the design and planning issues described in cluster 3.

The decision to seek consent for residential use and restaurant use on ground floor was
made, for it provided the most value. And after other alternatives (dismantling the building or
mothballing it) were not supported by authorities. This last point and the design and planning
issues (cluster 3) leads to the decision to sell Wheat Wharf (cluster 4). Three key elements are
identified within this cluster: first, the difficulty in getting consent; second, having to look at
what gives the maximum values even if it means struggling with planners both leading to the
third key element, the decision to sell Wheat Wharf. The difficulty in obtaining consent was due
to the long process of negotiating and striking a balance between the planning authority and
developers. The decision to sell Wheat Wharf was influenced by several issues: added value
obtained through the planning process; the consideration of Wheat Wharf as a loss maker in
terms of the number of stages involved to develop it; and Frogmore’s needs to use time and
money wisely. Their aim was to get as much money as quickly as possible without incurring too
much cost. This was the reason why Frogmore wanted as much residential use as possible, for it
generated higher profits, issue that influenced the design of the master plan (cluster 5).
Developing Wheat Wharf would not give them the high returns as compared to other

developments on the estate and it would take too long to develop.
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CD’s summary map illustrates one loop formed between the three central themes (fig. 7.3). This
loop represents a simple causal relationship. The development of the master plan (cluster 5) was
influenced by the decision of packaging the site rather than building the entire estate and this
influenced the decision to leave Wheat Wharf until last, as it was considered a difficult building
in technical, design and planning terms (cluster 2). The positive outcome of the planning
process and the objectives of the master plan influenced Frogmore’s decision to sell Wheat
Wharf (cluster 4). The proposal and planning consent for residential use feeds back into the
issues related to the master plan (cluster 5) as Frogmore’s aim was to have as much residential

as possible for it would generate the most profit.

Remaining clusters
The specific design and planning issues (cluster 3) which caused the difficulties with Wheat
Wharf (cluster 2) and which influenced the decision to sell Wheat Wharf (cluster 4), were the
low floor to ceiling heights; the depth of the building, which made it difficult to ventilate and to
provide adequate natural lighting; the limitation from English Heritage and Southwark Planning
Authority of modifications to the roof, facades and windows.

The sale of Wheat Wharf (cluster 6) was made when KL (developer of Angel Properties) put
an acceptable offer forward. The price for the site was low compared to other sites in the estate,

due to the perceived difficulty of developing.

b) KL, Developer

KL’s summary map, figure 7.4, describes how from his point of view the project developed
from the site purchase (cluster 3) through to construction work on site (cluster 5). KL’s map
focuses mainly in describing the problems that were encountered through the conversion
process. Of interest are the six sets of loops (L) formed between the central themes (L 3-4, L 4-
5, L 5-6, L 3-4-5, L 4-5-6 and L 3-4-5-6) illustrated in figure 7.5, as they mostly feed from and
to the selection of the professional team and associated problems (cluster 4). This indicates that
the most significant problems encountered, according to the developer, were related with some
of the professionals involved. An additional interest is the orphan theme of being over budget
(cluster 12), a significant outcome of the process, however unlinked to the difficulties

encountered during the design and contract phases.

Central themes and key elements
Four main themes were identified all forming six sets of loops between them. First, the criteria
to purchase site (cluster 3) leads to and feeds back from the selection of the professional team

(cluster 4) secondly, which feedbacks from and strongly influences the third theme of contract
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and site difficulties (cluster 5), finally this feedbacks from and leads to the difficulties in the
design and effects on the contract (cluster 6).

The criteria to purchase the site (cluster 3) was based on the results of an up to date
appraisal, that showed the product could exceed the development company’s threshold return of
25%. The appraisal consisted in considering four things: building condition and existing
planning consent; cost plans, sale values, measured survey and planning; the formed opinion
that extra square footage and technical solutions were cost effective; and the attainment of
funding (cluster 9). The importance of funding was mentioned by developers in previous case

studies (chapter 5 and 6), however it is only in this project where funding becomes an issue.
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Fig.7.4 KL summary map

This can be due to Angel’s size, probably not as well established as the other development
companies. The result of the appraisal and the difference in perception between the vendor and
the developer of what could be achieved with the building led to the site being purchased and to
the selection of the professional team (cluster 4). The team was formed by those professionals
who had been consulted during the site appraisal and who specialised in that type of building.

An influencing factor in this selection was the developer’s decision to rely on mature practices
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which are better resourced to deliver their services. The team’s opinion that extra square
footage could be generated and that the technical solutions were cost effective is an issue that
also appears in this cluster. This is due to the developer’s view that the professional team
influences strongly in decisions for he relies on their information resulting in not second
guessing them. This aspect is pointed out by the developer in relation to the estate agent’s and
the architect’s role in the project. These last two points of relying on the professionals
information and on their role in the project, had significant effects in terms of difficulties
encountered between the developer and architect. The architect was engaged to provide their
professional services to the complete the project, however, over time the developer has not been
happy with of the decisions the architect made; and with the difficulties between the architect
and the contractor. Furthermore, this cluster highlights the selection and role of the appointed
architect over other team members, this is due to his role as scheme designer and negotiator
with Southwark Planning Authority and English Heritage (described in cluster 7) and continual
involvement with the contractor.

The strong link to cluster 5 which describes the contract and site difficulties represents the
professional team’s (architect, structure engineer, quantity surveyor, project manager and
service engineer) heavy involvement in developing the full set of plans and specifications for
the design.

Once the plans had been developed the “team” decided to approach the construction phase
through a traditional form of procurement, for it was considered that the contractor would
perceive to much risk in the building, which would result in an unattractive price for the
developer. It is important to note that the developer considered the decision of going for a
traditional form of contract was a team decision. However, no other actor mentions their
involvement in this decision, the project manager mentioned that a traditional package was
developed on request of the developer.

Botes were awarded the contract for the repairs of the shell of the building, for the fit out
design had not been completed. It is interesting that compared to the other developers in
previous case studies, KL does not mention how the contractor was selected. The difficulties
encountered during the repair phase were related to two things: first the problem with the
building being out of plumb, which caused design and fitting out difficulties (cluster 6),
resulting in the realisation that the architect did not have the resources to deal with the difficulty
of the building (concept 85); second, contract difficulties, caused by problems of delivery of
information (cluster 6), resulted in subcontractor’s and contractor’s delays. This situation
resulted in confrontational situations between the contractor, developer and architect. The
contractor was trying to make up for those delays by using the specifications in the contract,

resulting in more money being asked for.
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Difficulties with the design and effects on the contract (cluster 6) describes more clearly
the problems encountered with the contractor and architect. Due to the building being out of
plumb (“there wasn’t a straight line anywhere™), “everything had to be shoe horn into position”.
This has resulted in major delays in the development of design information, it has taken two
years to develop. An additional explanation for these delays, according to the developer, is the
architect’s lack of resources and proper communication with other team members. It is
interesting that the developer considered the architectural firm a small practice (concept 89)
therefore not having the resources, being that one of the criteria for the selection of the
professionals was “mature practices that can deliver their services”(concept 197). Mature
practices meaning the opposite of small practices according to the developer.

The results of these two key elements (italics) have been two: first, costs increased, for the
work became more labour intensive and labour rates increased. Second, problems of delivery of
information, led to difficulties between the architect and the contractor and problems with the
contract strategy. The contractor was not obliged to do the work without drawings, therefore
picking up on this and asking for more money. The contractor and project manager advised the
developer to “get rid of the architect”, however the developer assessed the situation and opted to

give more money to the architect and contractor.

Loops

6. Difficulties
with design and
effects on the
contract

5. Contract and
site difficulties
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purchase the site

Fig.7.5 KL loop A

The loop between the criteria to purchase the site (cluster 3) and the selection of the
professional team (cluster 4) indicates that the professionals involved as consultants during the

site appraisal and the positive outcome of it, lead to them being appointed in the project.
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The loop between the selection of the professional team (cluster 4) and the contract and site
difficulties (cluster 5) represents the strong initial involvement of all team members to develop
the design plans and specifications and how in particular the architect’s development of his role
was not considered by the developer as the best for they are not happy with some of his
decisions. An interesting aspect appears here, the developer considered that once the design of
the layouts of the building had been completed everything else was less important other than
producing a good quality product. This statement comes from the fact that once layout design
was complete all units were sold, resulting in less effort being put into the final product (concept
164). Developer would have put more effort into the final product had the units not been sold so
early on.

The relation between the contract and site difficulties (cluster 5) and the difficulties in design
and its effects on the contract (cluster 6) have been mentioned above. The loop between them
indicates how the difficulty of the building and the lack of resources from the architect affected
the development of the design information and how this in turn affected work on site, causing
difficulties between contractor and architect, affecting the contract strategy and resulting in
more money being asked for and given to the architect and contractor.

These three sets of loops are not independent, that is one loop feeds into and back from the
next loop creating three more sets of loops between clusters 3-4-5; 4-5-6 and 3-4-5-6. This
indicates that the professionals selected and involved in the development of the project, in
particular the architect and the contractor were at the centre of the difficulties and problems
encountered as the scheme progressed. The feedback loops leading back into the selection of the
professional team (cluster 4) might also indicate that the criteria used by the developer for
selecting the architect and contractor were not adequate for this project. This criteria is

described in cluster 10 in the following section.

Remaining Clusters

Cluster 1 and cluster 2 describe Angel’s background as developers, their role and how they tend
to approach developments. These are unlinked to any other clusters as they just provide
background information not directly related to the development of Wheat Wharf.

Cluster 11 also unlinked describes the developer’s views on development being an iterative
process and the time it takes to go through it. An interesting concept that appears is that the
developer states it is “more important to get the right product at the right cost rather than to go
to site in a hurry” (concept 267). However, in Wheat Wharf it was important to get on site
quickly, leaving other aspects for later in the process and assigning the contractor very early on

when design had not been completed. This is confirmed in JD’s cluster 1 and RP’s cluster 5.
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Funding (cluster 9) was an influential factor for the site purchase (cluster 3). The issue for
Angel Property’s is the need for continual support from the bank to develop. It is an issue as
they need to look at their returns on equity and not only their returns on cost.

General views on site purchase and team selection (cluster 10) is linked to both Cluster 4 and
3 describing the criteria to purchase and the selection of the professional team. The key
elements are that the decision to purchase the site is based on the available information,
therefore there is a lot of search for information early on. The selection of the professional team
is based on whether they are the right team for the job. Based on people the developer knows,
experienced in buildings or projects, adequately resourced and design and cost effective.
However, it seems that this criteria was not properly implemented, for as has been mentioned
the architect was not properly resourced.

English Heritage (cluster 7) “was a big issue” mentions the developer. However, no specific
issue was mentioned apart from the fact that English Heritage could strongly recommend to
over rule building control and planning. But in this project that wasn’t the case English Heritage
were supportive of the project, as the developer later acknowledged. The support came from the
good relationship the architect and English Heritage adviser had. Probably initially coming from
the knowledge of the architect’s work in listed buildings.

Cluster 8 describes briefly the legal requirement to stabilise the building as a condition of
purchase, therefore linked to the criteria to purchase the site (cluster 3). The obligation existed

as other parts of the estate, in particular adjoining sites, needed to be developed.

Outcome

Finally, cluster 12 unlinked, describes the effects of being over budget and late. Delay in the
completion of the scheme is considered to be due to the lack of professional inclination and
difficulty of the building. Costs being over budget could not be absorbed by the contingency,
however the large returns on cost allowed the developer to deal with the situation. This could be
a reason why this cluster was not linked to the central themes describing the difficulties and
effect of design and contract. An additional issue resulting from this is the “painful process in
management terms”, for a lot of human resources had to be put in when dealing with purchaser
specifications. An area where the developer has learned from. It is interesting to note that even

though the project was over budget and delayed the developer was still making money out of it.

¢) JD Architect
JD summary map (fig.7.6) describes, as would be expected, the design aspects of the project in
terms of problems and solutions. The summary map is separated into two sets of grouped

clusters. One contains information related to the design aspects of the project and the other
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information related to the relation with other team members. It is similar to the developer’s map
in terms of its focus in describing problems encountered through the development process. It is

interesting that no loops appear, as this would be expected while dealing with English Heritage,

planners and building control.
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Fig.7.6 JD summary map

Central Themes and Key Elements

Three themes were identified through the analysis: first, re-jigging the design and approach to
planners and English Heritage; second, state of the building and initial structural approach; and
third, solutions to problems while keeping original.

The concerns with the state of the building and initial structural approach (cluster 2)
came after Angel Properties approached the architect with the design concerns (cluster 1), and
went to have a look at the building. The building was in a dreadful state which meant a /ot of
work was necessary to get the building back into shape for re-use. The main initial concern was
to look at the building in terms of resurrection and repair, before anything else. This lead to
working with the structural engineer in an early stage, proposing efficient and cost effective
ways of rectifying the problems with the building, as that had been the main deterrent towards

developing. The structural engineer developed the ideas of how to deal with the building and in
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combination with the architect developed an assessment in order for the architect to see what he
“had to play with”.

The decision to re-jig the design (cluster 3) came from concerns regarding the inefficient
use of space in the original BUJ design. The re-organisation of the design resulted in better and
bigger flats and in discussions with English Heritage, and Southwark’s conservation and
planning officer. The design looked at dealing with the detail of putting the apartments
successfully into the building, therefore had to look carefully on how the structure worked; and
the detail of how to deal with the building in terms of its listing. The strategy adopted to deal
with planning and English Heritage was to approach them with drawings, watch their reaction
and impress to them that the changes were improvements to the way the building was being
dealt with. It took a lot of “liaison” as the architect mentions. This is interesting as other actors
in previous cases refer to this process as a “process of negotiation or persuasion”. In this case it
was a process of communication and coordination. Probably the reason why JD map does not
show feedback loops during this stage.

Keeping original and solutions to deign problems (cluster 5) is the last central theme. The
structural problems and their solutions indicated how much of the building could be left alone.
This was important due to its listing. The aim in this case was to keep as much of the original
material as possible, for it was a planning condition. This caused conflicts with the design and
lead to discussions with English Heritage and the planning authority. As a result, new windows
were put in on the west wall based on older ones and sills were dropped to make some window
openings bigger; ceiling joists and floor boards were left exposed to make the space feel bigger,
as floor to ceiling heights were quite low, this meant however that there needed to be a thin
construction between floors which met fire and sound insulation standards. Leading to

discussions with building control (cluster 6) in the following section.

Remaining clusters
Cluster 1 describes Angel’s (development company) approach to JD with regard to the design.
Angel felt the original design and the approach to the building could be improved. Angel’s
decision of not increasing the number of units but rather improving the layout and design was
based on their interest to start work on site as soon as possible. The concerns with the original
design were that it did not make the best use of the space especially the roof’s where the units
could have more value. This situation lead to two of the central themes: re-organisation of the
design (cluster 3) and towards thinking of the structural approaches for the building (cluster 2).
The objective of having efficient approaches to the building repair (cluster 4) were carried
out by looking at the simplest solutions. Solutions were sought for specific problems in terms of

not having to re-build the whole element, in line with keeping as much of the original material.

Wheat Wharf 185



And the options considered were the ones that were most acceptable for a listed building, that
is, accepted by English Heritage and Local Planning Authority. This strikes the relation with
cluster 5 where solutions had to be in parallel as to keeping original.

The link between cluster 2 describing the state of the building and structural approach and
cluster 8 describing the relation with the project manager is due to the timing of involvement of
these two actors. While looking at the state of the building the quantity surveyor and project
manager, both from PSP consultants, were involved. JD mentions that they had a very difficult
start with the quantity surveyor and project manager. This view is due to three aspects: first,
discussions they had early in the process about costing and what to do were not fruitful, JD
mentions “I didn’t find them as supportive as others”, second, the quantity surveyor missed a lot
of the bill (not explained further) and third, areas where the quantity surveyor was project
managing were not done as is required. Here there seems to be an overlap of roles or
responsibilities and is confirmed by JD ‘responsibilities didn’t seem fully defined’. This is
explained by his view that there seemed to be an overlap between project managing a project
and managing the project on site. This view is also considered by RP the structure engineer
(cluster 9).JD view is that the project manager should have had a more pro-active role rather
than just chasing people to deliver the information.

The second group of clusters (cluster 12, 10, 9,7) (fig.7.7) are not directly related to the
central themes but contain some interesting aspects of the project. These four linked clusters
describe the relation of the architect with the developer and contractor. Meetings with team
members were held every two weeks, and once a month on site, and project issues were dealt
with within project routines. The architect considered that meetings held with the developer
regarding design related decisions were not frequent enough. More meetings would have given
the developer a better understanding of difficulties. As JD mentions “the more time we got into
the nitty gritty the less we met with the client”. The reason for this can be found in KL’s map,
where he mentions that they were less interested once the layout design was completed and
units had started to sell. Their aim at that point was to deliver a product that met the sales
specifications (KL, cluster 4). The infrequent meetings resulted in the client’s lack of
understanding and recognition of the time and cost to do the work. The delays experienced
during the construction phase resulted in problems with the contractor as they were putting
pressure on claims. JD considered the contractor too contractual, unhelpful and un willing
builders, without a working team philosophy.

Cluster 9 has a look back at the project and mentions things that the architect would have
done differently, which is easy to do after the event. However, it can indicate areas where they
have learned from the project, for example in simplification of interiors, and one design with no

options given to purchasers.
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d) RP, Structure engineer

RP’s summary map, figure 7.8 overleaf, describes the structural aspects of the project. Like the
two previous summary maps it explains the structural problems with the building but gives clear
solutions to the problems encountered. After the main structural problems had been resolved his
involvement in the project decreased, RP considered the emerging problems as part of the
refurbishment process. It is interesting to see that for him the outcome of the process was
positive. He was aware of the difficulties between the architect, developer and contractor but as

he was not involved, his perception of the development of the project is therefore positive.
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Central themes and key elements

RP’s summary map presents one central theme describing the structural problems and
solutions the building (cluster 2). The building had temporary repairs due to a partial collapse it
had suffered. The main problems that had to be resolved in order for the client to comply with

his obligation of repair under the term of the sale were three: resolve the problem of out of
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plumb columns, control building movement and introduce and harden the foundations. The
movement of the building was controlled through the introduction of new piles and through the
installation of ties all through the building. The foundations were hardened through the pilling
system. Foundations were re-established at ground floor level at a position that would be to the
most out of plumb part of the columns, this meant that each foundation base had to be moved
and columns were repositioned on them and throughout the building, described in cluster 3.
These solutions restored the stability of the building and allowed to take control of the building,

achieving the initial aim so that the developer could meet the obligation of the purchase.

Remaining clusters

Cluster 1 relates to the central theme by giving the background information on the
complications of the building according to the vendor. The previous owner considered the costs
to do the repair work were unattractive, therefore offered Wheat Wharf for sale. However, RP
considered the suggestions made for the repair were excessive and would have probably done
more damage to the building. RP’s solution for the repair were of a more gentle approach and
were cost effective (£1 million vs. £600,000) allowing the developer to purchase the site.

Cluster 5 is associated to the central theme by explaining the two fronts in which RP was
working. Doing the fundamental building works and trying to bring the building under control
was run in parallel to the development of the architectural proposals. The fundamental building
works were completely self contained. RP had subcontractors going into do the works and
controlling the costs. However, Botes came in fairly early in the process, with limited work and
took on the job of repositioning the columns. Subsequently RP was advising the architect and
service engineer when required.

The engineer’s involvement decreased once the building had been stabilised and repaired,
complying with the legal agreement. From that moment on it “became a traditional
refurbishment job”(cluster 4), such as recommending how to do floor repairs, where columns
could be taken out or where larger span areas could be created. All this eventually become a
“standard process of building” (cluster 7), such as being called in by the contractor from time to
time, reviewing the contractors prices, etc.

Cluster 9 Briefly describes the initial involvement with other team members. Emphasis is
made on the importance of having a continual dialog with the architect about space and volumes
and with quantity surveyor about costs. And getting to know the building so as to make the best
recommendations to the client. It is interesting to find that RP also mentions the overlap of
coordinating the project between the architect and project manager, but does not explain further.

The outcome of the process is expressed in cluster 8. Over all RP considers the project

finished very well, explained by getting the commercial mix right, good design, and good
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marketing as the developer got their returns early. There has been minor problems of sound
insulation between flats, but otherwise “snag free”. The developer is happy, but perhaps let

down by the contractor for his lack of performance. As indicated in KL’s map (fig.7.4).

e) SW, Service engineer
SW’s summary map, figure 7.9, reflects his involvement in the project in terms of providing the
service engineering work. With a limited role in the begging but gradually expanded as and

when it was required.

Central Theme and Key Element

Cluster 3 describes what were the difficulties and solutions for bringing the services into the
building. Initially bringing gas, electricity and water into the building could not be resolved
independently by SW. Therefore, it was important to consult with the developer, architect, cost
consultant and structure engineer on options. And these had to be discussed with planners and
building control. The nature of the building made the fitting of services tricky as there was not a
lot of space to position them. There were very tight floor to ceiling heights, columns and floors
were at different angles, every flat had a different layout rather than being repetitive, all this

made the positioning of the services difficult.
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Fig.7.9 SW summary map
These issues were solved through long discussions with the architect and both of them working
together on the best position of the drainage stacks in particular. In some instance the stacks
pass through bedrooms and living rooms. The issues with authorities at times were resolved

through compromises, as they understood the difficulties that the team had.
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Remaining clusters

Cluster 5 describes the role and involvement SW had with Wheat Wharf project and his relation
with other team members. Their initial role was to provide the developers requirement
documents and specifications and checking that the contractor was doing the work. The reason
for this limited involvement was that the developer considered that the contractor could take on
board the detailed design, as it was only a domestic type conversion, therefore he would not
need to pay an additional consultant fee to do all the detail design. Their relation with the
contractor was “quite dismal” explained by the difficulty of the job for everyone involved. This
gives an indication of the contractors position in the project, unsupportive maybe, explained
further in TM’s cluster 1 section g. On the other hand, their relation with the architect was
supportive as he needed greater input to carry out the design. In some instances SW developed
the designs of the installations and services that affected the floor plans, task that would not be
done under normal circumstances, this resulted in the design of the services becoming split. In
addition, they became involved with the architect when smoke ventilation was required (cluster
2).

JD design maximised the floor area but created venting problems of two sorts: first, of
venting internal bathrooms and kitchens and second, of providing natural smoke ventilation.
Venting internal bathrooms and kitchens was difficult as there was not any ceiling void through
which to run the ducts, therefore ventilation ducts had to run horizontally though the walls.
Additional problems were encountered when the drawings of these details did not reflect what
was in the building resulting in the architect spending a lot of time on site resolving those
particular issues. Smoke ventilation was required as the means of escape were completely
internal. JD design proposal was a smoke shaft system which most building control officers
accept, however Southwark building control did not, as it had recently been publicised that the
system did not work. A pressurization system was proposed as an alternative, even though more
expensive, as the system required large fans and duct work and a standby fan and power supply;
but it ensured a safe route out of the building. An interesting aspect of this situation is that the
building control officer left Southwark three months later, and today Southwark are accepting
smoke shaft systems once more. Demonstrating that different officers will take different views
and that it is really about the interpretations of the building regulations.

Cluster 1 describing the heating system options, this aspect took longer to resolve for more
options were looked at. There was a dilemma between what system the developer wanted and
what English Heritage would allow. The developer wanted gas heating, boilers and radiators;
however English heritage would not allow boiler flues through the elevations. The options
looked at were mainly four: taking the boiler flues up to the roof, but losing floor space; thermal

stores, but the weight of the system would cause structural problems; wet systems, but they have
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high running costs; finally traditional wet radiators which convert into electricity were selected.
It was the look the architects wanted for heaters, expensive system to run but there would not be
pipes running along the floor.

Unlinked cluster 4 explains the difficulty with conversions in general and relates them to the
difficulties with Wheat Wharf. The similarities are the daily issues coming up and the
unexpected things one can find when the building is opened up. With Wheat Wharf the main
difficulty was the irregularity of the structure, which meant that it cost more to resolve the

problems in terms of time and solution options which affected the contractors programme.

f) PS, Quantity Surveyor/Project Manager

PS summary map (fig.7.10) is organised around cluster 5, which discuses the information flow
problems experienced in the development of the project and the effects it had on cost. It
illustrates that that the role and relationship with the client was highly influential to these
problems, as well as the decisions taken in regard to the development of the procurement

approach.
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Central theme and key elements

Cluster 5 describes the causes and effects of information flow problems. The delays in the
production of drawings meant that information was not received by the contractor on the agreed
time, this in turn delayed the construction work programme, increased costs as both architect
and contractor required more time and money to develop the scheme. The problems of poor
information flow experienced during the two stages of the project (shell work and fit out) were
due to the complexity and nature of the refurbishment, this meant that the design had to be
developed almost as things were being uncovered on site. Because of the delays in the fit out
stage it was decided that the current contractor be used for the fit out rather than going out
competitively. This decision was made as an attempt to recover some of the time lost during the
shell work, and because it was thought that some fit out work could be carried out as the shell

work was in progress.

Loops

There are two sets of loops in PS map. Loop A formed between cluster 1 and cluster 2 both
leading to information flow problems and effects on cost (cluster 5) indicate how the
development of the cost plans (cluster 1) were affected by the change in approach towards the
structural work. The approach was a traditional form of structural remediation which resulted
in increase in time and cost. For unknown costs, provisional measure were put in and these were
monitored through the evolution of the design through discussions with the contractor and
design team on the best solutions when things changed.

Loop B formed between cluster 4 and 5 indicates the delays of information flow experienced
during the shell works were feed through to the fit out works (cluster 4), and how as the work
developed the information which came through delayed, had in some instances problems with
the design status (design incomplete, incorrect information). Solutions were solved through
discussions with the contractor and the design team. However, the contractor asked for more

time as the information was not being provided on time.

Remaining clusters

Cluster 3 discusses the changing role of PS during the project development. PS initial role was
to set up the project as the client wanted, that is in a traditional way. Therefore, the client
decided to break the contract in two (shell and fit out) and PS role changes to assisting in these
aims. This meant that PS was the point of contact between the client and other actors, howeyver,
the architects previous relation with the client meant that they were having direct discourse with
the client and not with PS as regularly, giving rise to problems between actors. The cluster

describes clearly the ideas of the client being transferred into the design. The client’s distinct
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ideas about the project links to cluster 7, as PS appointment came after the appointment of the
rest of the team. This meant that PS role was assumed as administrators of the project, “a more
passive role” resulting in having no control over the project, they were just part of it. Team
members always dealt with the client to discuss changes, which were not discussed with PS at

the same time. This resulted in roles not being clearly defined.

Outcome

Cluster 6 described the perceived outcome of the process as the client’s satisfaction of the
building. Although there are still things that need to be finished, the client has made money out
of the project due to the condition of the property market in the area. For PS the outcome is the

client’s satisfaction.

g) TM, Contractor

TM’s summary map (fig.7.11) is simple, it describes their initial involvement in the project
through work on site and main issues encountered along the way; with emphasis on the delays
suffered. Unlinked cluster 5 is a discussion on the form of contract taken for this project, it is
unlinked because from his view the form of contract was not associated with the difficulties
encountered, but rather it was the inadequate development of the contract which was the main

issue.
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Central theme and key elements

Cluster 3 describing the contract works is the central theme in the summary map. It has three
key elements: the initial contract of structural repair and refurbishment of the shell; subsequent
contract of fitting out the units; delays suffered. During the initial contract the contractor was
responsible for internal timber repairs, external brick repairs, window replacement, roof
renewal, anything to do with the external fabric. However, their initial activities were related to
bringing stability to the building, therefore, underpinning and pilling. The main difficulty with
this task was related to the sequencing as columns had to be underpinned one by one. The major

delays suffered came from two fronts: first, problems with the adjoining land owner, discussions
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about who owned the land went on for some time, which meant no scaffolding could be put up
on that particular piece of land. Eventually permission was granted. The second cause for delays
was problems with receipt of information. During initial repair works the contractor required
information on what would be repaired or replaced and how it should be done; these tasks could
not be done until they received instructions from the architect, however the information took
time to be developed and received. This is explained by the nature of the building, “it was very
much an ad-hoc daily, weekly basis”. When the contractor subsequently got involved in the fit
out of the apartments the delays in the receipt of information continued. The main problems
with the fit out, according to the contractor, were that nothing in the building was straight and
every flat was differently designed with purchaser options for specifications. This resulted in
dealing with flats individually and in requesting detail design information; as at this time the fit
out had not been properly designed. All these delays of course resulted in costs rising

significantly, about 25% according to the contractor.

Remaining Clusters

Cluster 1 describes Botes initial involvement with Wheat Wharf. Botes were approached by the
developer to submit a budget estimate for the building works when the developer was still
thinking of purchasing the building. Subsequently they were asked to submit a tender bid. TM’s
initial view about the building was that “it was better to pull it down”, it was structurally
unsound and it would cost too much to save it. However, they developed and submitted a tender
package and were subsequently selected as contractors with the initial brief of doing the
structural repairs and refurbishment. Here is were the link with the contract works (cluster 3)
exists.

The way in which the delays of receipt of information were dealt with were by being in
“constant liaison with the architect”, creating an associative link from cluster 2 to the central
theme of contract works (cluster 3). The discussions with the architect revolved around the
floors and walls being out of level. This aspect of the building was not known by the contractor
at tender stage, resulting in them being resolved through the instruction of the architect as work
proceeded. However, the contractor suggested to the architect to make the floors all levelled, as
it would result in a better product, but the architect considered them to be part of the character
of the building. This aspect created a conflict between the two actors. Compromises were made
and in some areas where the floors were badly out of level the contractor was allowed to make
them levelled. TM mentions that they felt somewhere in the middle, between keeping it
authentic and giving the client best value. These continual conflicts between the two actors
resulted in the contractor doing “just what they were told as it was easy enough” (concept 926).

It seems that here is where the contractor stepped back and where the problems between the
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developer began; as the contractor was trying to make up for the delays by using the
specifications in the contract, that is he became very contractual (see section b. KL cluster 6).

The relation with other team members is minimal, discussions with the structural engineer
were related with the structural integrity of certain elements, talking to the district surveyor
about sound proofing between floors (link to cluster 4) and to the client but at a lesser extent,
only to find out if the works met his requirements and discussing the delays of information,
sometimes even wrong information. TM mentions “we implored with the client to tell the
architect what to do rather than letting the architect do what ever he wanted”. The architect was
kept on the project and TM considered the client should have played a more dominant role in
the project.

Cluster 4 describes the building control issue of sound proofing. There were many
discussions with the district surveyor about many things, however, soundproofing was the main
issue according to the contractor. Due to the exposed floor joist there was not an opportunity to
put insulation between them. This resulted in having to put an insulation zone on top of the
existing floor boards. However, there was no certificate or proven material which could be used.
Therefore, a test area of the proposed material was created and accepted by the building control
officer. The difficulty lied in doing something that had not been done before.

Finally cluster 5 on the form of contract taken for this project. For this project a traditional
form of contract did not allow them to make any decisions, there were only compromises. TM
considered that the route taken for the project was probably the best way forward, however, the
problems with the architects lack of control over the design and programme were the main
difficulty.

Looking back at the work TM mentions that even though the building is unusual and unique
he is “still not convinced of the merit of saving it”, as nothing is levelled and purchasers had to
be aware of that. It is interesting to see that his views about the building did not change after it
had almost been completed. The difference in view about the building and its development
between the contractor and other actors is significant. As team members find it difficult to

interact or resolve problems with individuals who do not share a common objective.

h) PC, Historic Building Officer
PC’s summary map (fig.7.12) is similar to that in Aberdeen Wharf (Chapter 6) in that it contains

few clusters, describing the concerns for the details, indicating his level of involvement.
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Central theme and key elements

After a number of schemes had been proposed for Wheat Wharf the proposal for residential and
commercial use on ground floor was taken further than the other previous developers. The new
proposal had a lot of subdivision of very good interiors which was a concern of PC (cluster 2).
The concerns were in regard to the detail of, how sound insulation, means of escape, fire
protection, repair of brickwork would be satisfied; and to keep as much of the original material
as possible, such as cranes, balconies, gantries, doors, window shutters, window mouldings,
framing and loading bays, and fabric. All these items were discussed before, during and after
application approval a key aspect in this process. This cluster illustrates PC’s high involvement,
as it contains information of the underpinning done to the building, pressurization system used
to ventilate smoke and solutions to visible vent pipes. Modifications like, new window openings
on the west fagade and roof alterations in terms of a new roof lantern were allowed. This is
interesting, as these changes were not allowed to the previous owner. It seems that this decision
had to do with the quality of the modifications and their treatments rather than the changes
itself. As PC points, out JD were more experienced and the discussion process with them were
more productive. The aim for PC was that the treatment of these details was carried out

“comprehensively”.

Remaining Clusters

Cluster 1 describes why in PC’s view the building was so interesting. It was an early generation
inland warehouse which had survived almost intact and which had quite unique secondary
details. It also gives a background of the previous options proposed for the building linking it to
cluster 2.

The detail of the information (cluster 3) submitted by JD is an outcome of the discussions
held throughout the design and construction phase. All solutions were accompanied by detailed
drawings, JD proposals were sympathetic to the buildings which was considered very important
to PC. These elements resulted in a ‘good discussion process a ‘pleasant experience’. Probably

this experience was because in the end it was the building that benefited from this process.

7.6 DISCUSSION OF WHEAT WHARF ANALYSIS

The conversion of Wheat Wharf is a clear example of a project carried out in an ad-hoc manner,
very different from the two previous case studies. The conversion of this grade II listed
warehouse experienced significant management, contractual and design problems. Considering
the context in which this development took place, described in section 7.3, the areas where key

decisions affected the development of the project were:

Wheat Wharf 196



¢ Site and building evaluation process;

e (Criteria for team selection;

e Procurement approach;

e Definition of roles and establishment of lines of communication;
e Definition of forms of contract;

e Definition of objectives;

e Management approach.

It is certain that the nature of the building would have posed problems. However, the lack of
human resources from the architect to develop the proper design information, and lack of
support and shared objective from the contractor, the overlap of roles and responsibilities
between architect and project manager, the lack of adequate communication between team
members and developer, and the lack of the set common objective of working for the project
rather than for the developer, made the project’s process more problematic.

From the initial stage of the project, the developer’s selection of the architect, contractor and
project manager were not in accordance with his stated criteria for selection. The architect had a
small firm which did not have the resources to deliver good quality information on time. This
could indicate that either the developer did not fully understand the amount of work and time
that would be required to develop the scheme or his assessment of the firm’s capabilities as
flawed. A combination of both seems most likely. The contractor’s selection was based more on
it is low bid return rather than the combination of presented cost and deliverability. The option
of not developing a second tender package for the fit out works proved to be a mistake, as the
objective of saving time was not achieved: on the contrary, the project was delayed further. A
reason for this could be that the fit out works started when its design package had not been fully
completed, leaving many issues unresolved, therefore being dealt with in an ad-hoc manner in
some cases, and at the last minute in others. The bill of quantities for the fit out was developed
from one flat, and then calculated for the 25 units and roughly adjusted and negotiated for a
lower price. These calculations, the knowledge of the difficulty of the building, and lack of
completed design information, should have given an indication that the programme might need
to be extended. Having Botes been assigned the contract meant that the repair works and the fit
out works were being run in parallel, putting more pressure on the architectural side. The
selection of the project manager seemed to be only based on a previous working relation,
however, the fact that they are based in Berkshire meant that they had less control of the
programme and less involvement with the team members. The development of his role is
questionable. From the architect’s point of view he was just there to “chase up”, and there

seemed to be an overlap between project managing and managing the site; the engineer
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acknowledged the overlap of coordination during project managing between architect and
manager, while the contractor does not mention the project manager at all. This piece of the
puzzle is still missing.

It is understood that the nature of the building and the lack of resources from the architect
affected the contract works, programme and cost, which in turn caused contractual problems
between contractor, developer and architect. However, the question arises of why nothing was
done about this early on, during the repair phase, when these problems started to occur. Why
was not the contract modified during the fit out stage? It seems that the developer became less
preoccupied with these details as the units had started to sell well. He relied too much on the
professional team and did not have a “dominant” role in the project, which in this case was
required.

The contractor’s development of his role initiated from a completely different standpoint and
objective from that of the architect. One wanted to keep the building, the other would have
preferred to knock it down. The continual difficulties encountered with the architect drove the
contractor to do the “easy thing” of just doing what they were told, and relying on the contract
specifications to justify their position. This is understandable. However, it was the project that
suffered because of the lack or unwillingness to work as a team to solve the problems. The
“hands-off” approach of the contractor lead to difficulties with the developer as well. In the end
to solve these contractual difficulties, the developer opted to give more money to both the
architect and contractor.

The desire of the developer of giving purchasers the option of specifications was considered
to be a mistake as well. A lot of resources had to be put in to handling this issue and the
developer and architect were not up to managing them.

It is interesting to see the difference in perception about Wheat Wharf’s re-development
between the vendor and the purchaser. Some of the initial vendor’s reasons for not developing
Wheat Wharf were certain, this could be because the vendor was looking at the estate as a
whole, and re-developing did meet their aims.

Even with all the delays and difficulties with professionals, a good product was achieved.
Although not to the quality the developer expected, it was enough to meet the sales
specifications, which for the developer was sufficient, as all units had been pre-sold early on in
the process. The success of the scheme was perceived by the actors as the end product and the
process. All actors with the exception of the contractor felt the end product was of good quality.
All actors acknowledged the difficulties encountered through the process as a “part of a
refurbishment job”. And of course, all actors learned from the project. Objectives were achieved
through a prolonged and problematic process, but in the end the objective was achieved. The

developer’s economic success for developing Wheat Wharf may well be down to luck, since the
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residential market was rising at the time. In other circumstances the end of this story might have
been very different.

Having analysed three distinct conversion projects through individual actor’s perceptions we
can begin to put the initial findings together. Through the analysis we identified key elements of
aspects where decisions were highly influential toward the effective or problematic
development and perception of the projects. The next chapter presents the findings at a project

level and identifies the pivotal factors and issues for each conversion project.
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Chapter Eight

Comparison of Projects

8.1 INTRODUCTION

The previous three chapters gave a description and a detailed analysis of three distinct projects
dealing with the process of converting a non-residential building to residential use in London.
The use of Decision Explorer as an analysis tool allowed: a clearer understanding of the key
issues for each actor; an actor’s level of involvement and participation and its effect on the
project process; the pivotal areas where decisions have an important effect on the development
of a project; and their dynamics.

The actor’s perceptions of the project’s process and subsequent analysis highlighted numerous
individual issues, summarised in tables 5.1, 6.1 and 7.1, now it is necessary to bring all that information
together in a manageable form which represents a view of the project process as a whole. The process by
which this was carried out is described in chapter four, section 4.12.

Even though the three projects were different in their detail, the initial analysis brought forth

key areas of similarity in terms of their significance to the development of the project process:

¢ significance of the site evaluation process and decision to purchase;

¢ importance of definition of objectives and roles;

e the importance of the selection criteria of team members and team building process;
¢ importance of clear and integrated development approach of the design concept;

e the various approaches towards dealing with the design and planning phase;

e difficulties experienced in the procurement approach;

e decision of pricing and marketing strategy;

¢ the perception of the process success in variant levels.
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The aim of this chapter is to highlight these areas through the identification of the key
decision factors involved in these three distinct conversion processes. This has been carried out
through the analysis and identification of four elements within the project’s summary maps:
first, the key decision phases for each project; second, the emergent loops (indication of process
complexity); third, the decisive course of action of the project and finally, the identification of
similarities and differences in views within and between the project’s process with hope of
giving direction to the system at play.

The areas of interest to be observed in the project summary maps are three: first, the key
decision phases, highlighted in green, are the most significant aspects of the project, that is, the
ones that were most influential for the project’s development; second, the loops formed in the
summary map and/or within the decisive course of action, give focus on the dynamics,
complexity and inter-relation of the decision phases and third, the decisive course which
illustrates a cause-effect relation between the decision phases and a simplified flow of the
process through the most critical activities.

Finally, a comparison of the results will be presented through the significant emergent
themes and the projects’ decisive courses of action. From the results it will be appreciated that
the project process of converting buildings to residential use is taken forward by the

combination of five pivotal decision mechanisms.

8.2 INDIGO LOFT-SIDE AND NEWINGTON PLACE MEWS PROJECT

Indigo’s project summary map, figure 8.1 overleaf, is a simplified representation of the project’s
conversion process in terms of influences and effects leading to an outcome (red concepts).
Through both matrix analysis and aggregated map analysis (explained in section 4.12), the most
significant elements of this particular conversion process were identified as the development of
the design; approach to planning; consideration of cost and budget; team building process and
procurement. These elements were considered in terms of their level of importance (green
concepts), and their relation within the decisive course of action (indicated by red arrows),
which can be seen were the most influential for a successful process and scheme.

By looking at the first key element (concept 1) of the decisive course of action (fig.8.2) we
can see how the developer’s, project manager’s and other actors’ views were influential in the
decision to purchase the site and subsequently in their appointment to the team. Concept 3
shows how the selection of the team, the team building process and the management approach
was highly influential on other key elements of the process such as, approaching planners,
emergence of the design, and the decision to change the contract strategy to design and build,

and subsequently for the success of the scheme.
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The significance of this aspect is to consider how the selection of the professional team and
team building occurred. First, team members were selected jointly between the developer and
project manager. Second, the selection was based on a set criterion of the existence of a

previous working relation and actor’s experience in conversion projects similar to Indigo.

4 Approach to planners &
developmentof planning
argument from identificd
plaoning principles

3 Selection &
influence of team
members &
management
approach by GM

1 AL's & GM's
interest in site &
impression from
other actors

36 Decision to
contract change to
design and build ...
than stay with

traditional

10 Success of the
scheme. .. failure

8 Emergence of design from
design discussions & dealing
with buildings individually

29 Constraints on the budget

Fig.8.2 Decisive course of action of Indigo Mews project

Third, team building started early on in the process, as actors were approached by the
developer for constant feedback very early on, when the site was going to be purchased in some
instances; this approach continued throughout the project. It is considered that the team building
process occurred through a participative management approach. The project manager and
developer kept a balance between power and the functional units, kept individuals focused on
the results rather than on specific activities, and facilitated openness and communication
between team members. During the process team members were characterised as having high
quality technical skills, as being problem orientated rather than discipline orientated, and as
having a strong goal direction. These characteristics can be grasped through each actor’s
account of the process and their knowledge of the project’s issues and process as a whole (see
chapter five for a detailed explanation). The early involvement and participation of team
members was important for a more balanced approach towards the running and development of
the project. The criteria and timing of team selection as well as the form of managerial approach
gave a good base for a successful team building process. From these points we can state that the
success of the project was highly influenced by these internal factors.

The next key elements of the decisive course of action, concepts 4 and 8, form a feedback
loop, indicating the iteration process between the design and planning phase, as would be
expected. Both concepts are influenced by the development team’s clear design objective (fig.
8.1, concept 17) and by the team’s “team working” approach (concept 3). The design objective
was to develop a scheme with the maximum number of units which would give the most

returns, but which would not compromise the value of the scheme, and which met with the
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planning authority’s views and requirements. Therefore, the planning argument was developed
and presented in balance between how the proposed scheme would benefit the local
environment firstly and how it would achieve the project’s goal secondly.

The decision to change the form of contract (fig. 8.1, concept 36) is directly linked to the
success of the scheme, indicating that there were no significant issues to deal with after this
decision. The summary map indicates that unbudgeted money, constraints on the budget,
influence of team members and planning aspects, particularly meeting with the planning
requirements, drove the decision to change the contract from traditional to design and build. The
significance of this aspect lies in the ability of the developer and team to be open and flexible to
change so as to meet the project’s overall objective successfully.

In addition to the change of contract strategy, the pricing and marketing phase and the
obtaining of a grant were also influential in the success of the scheme, although not to the same
degree as the previously mentioned elements. It was first critical to get the product builf at a
reasonable price; this would then allow pricing the units adequately and developing the
marketing strategy further.

Finally, the decisive course of action finishes in the success of the scheme. In this case this is
regarded as meeting the objective of the project: obtaining returns quickly, a good quality
product and a good reputation for team members.

The rest of the summary map illustrates a series of cause and effects concepts related to the
development of the project. Outcomes are on the top of the map and are related to the success of
the project; and on the involvement of the architect and structural engineer after the decision to
use design and build was taken. Finally, the change of use request for the second phase (live
work) of the project is an outcome of the process during the first phase, when all the critical
issues had been resolved; nonetheless it should be considered influential to the project’s success,
as it contributed to a percentage of the returns.

Overall Indigo Mews project summary map shows the dynamics of issues involved in this
conversion process, it has highlighted the most critical decision activities and how they are.

networked.

8.3 ABERDEEN WHARF PROJECT

The construction of Aberdeen Wharf’s project summary map, figure 8.3 overleaf, was not as
straightforward as Indigo’s project summary map. It was found that few themes could be
merged as actors themes tended to focus on the activities and problems related to their discipline
and usually they did not look across the project’s process as a whole. As a result, themes were
linked connotatively only where there was an obvious relation between them. This initially

gives an indication of the team member’s limited level of inter-participation within the process,
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8.3 Aberdeen Wharf’s project summary map

ig.
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a characteristic of this particular project, and can be related to team building as one of the

emergent common themes.

Aberdeen Wharf project summary map highlights the site evaluation process; decision to
purchase; dealing with planning, English Heritage, and design issues; and the procurement
process as the most significant elements of the project (green concepts) and their inter-relation
within the decisive course of action (indicated by red arrows). Of particular interest are the three
sets of loops in the summary map (fig. 8.3), two of which are formed within the decisive course
of action (fig. 8.7).

Loop A (concepts 18, 20, 22, 3 and 9) shown in figure 8.4, indicates how Delta’s design
changes and planning aspects were highly influential to London Town’s evaluation of the site’s
development potential and to London Town’s requirements for additional design changes to the

scheme, these issues are explained in detail in chapter six.

e
18 Planning and English 22 London Town : ; 9 Issues for LT after
Heritage aspects for Delta changes to scheme site purchase
- Loo
pA
) — 3 London Town's interest
20 Delta's desi « A
ctas design - - and evaluation of

chnages to the scheme .
development potential

Fig. 8.4 Aberdeen Wharf’s Loop A

In this case the importance of Delta’s iteration process in dealing with design, planning and
English Heritage issues lies on its overall influence on the process as a whole; for after the site
was purchased, London Town’s requirements of additional design modification led them to deal
with additional planning issues (concept 9) which had an effect later on in the process, in terms
of time delays and confrontational relationship with planning authority. These issues were
mainly related to Aberdeen Wharf’s listed building status and conservation area location.

Loop B (fig. 8.5) is formed between concepts 3, 9 and 6. Here it is important to note that the
decision to purchase the site was not only a direct result of the positive outcome of the
evaluation process, but also of the influence from the main director of London Town (concept
6). Even though this last issue was not identified by the analysis as a key element, it is important
to consider it, as it highlights that on this occasion the decision to purchase was not only based
on specific characteristics related directly to the scheme, but also on the main director’s view of

how the development of the scheme would benefit the company’s portfolio.
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9 Issues for LT after site
purchase

3 London Town's interest and

6 Decision of London Town .
— evaluation of the development

to purchase .
potential

Fig. 8.5 Aberdeen Wharf Loop B

Finally, loop C (concepts 5, 3, 9, 10, 11, 15, 14 and 12) shown in figure 8.6, illustrates
another dimension of the subsequent issues related to London Town’s evaluation process. In this
particular loop focus is brought on two things; first the procurement process as a significant
issue after the site was purchased, because of its effects as delays to the project; and second, the
feedback and flow of information during subcontracting difficulties (concept 15) to add value to
the scheme (concept 5). The sudden bankruptcy of the selected contractor highlights the
developer’s underestimation or lack of awareness of the contractor’s financial ability to carry
out the work. The pressure to start work on site quickly pushed the decision to manage the site
works within the company, which in turn lead to subcontracting difficulties, that affected the
schedule of the programme and increased costs. And while these difficulties were encountered
there was the continual determination to pursue the desired design modifications. This was
influential in the delays encountered with the Planning Authority, in particular delays in dealing

with the design details, which had to meet the Conservation Officer’s suggestions.

10 The procurement

/ process

11 Decision to project _—~ = *Lo- 9 Issues for LT after site

12 Results of site manage in house / ( op o~ N purchase
managment , C N

[ |

: )

\ y,

\

15 Subcontrcting \ Y 3 London Town's interest
difficulties \ ’ and evaluation of the
o

development potential

5 Adding value to the
=P scheme and English

Heritage oposition

14 Enabling work
discussion with team

Fig. 8.6 Aberdeen Wharf Loop C

Comparisor;of projects 209




The decisive course of action (fig. 8.7) formed within the three sets of loops, shows the
sequence of critical activities of Aberdeen Wharf’s process, from its initial event, London
Town’s interest and evaluation, through the overall results of managing the site works in house.
Aberdeen Wharf’s critical activities were the evaluation process of the scheme’s development
potential; the decision to purchase, influenced by an existing design and planning process; the
awareness of potential issues; the procurement process; the change in procurement approach and

the results of the process.

Decision of LT
| to purchase l
LT's interest &

Decision to
project site
manage

evaluation of
development
potential

Results of
the process

Subcontracting
difficulties

Procurement
process

LT's changes
to scheme

Planning &
EH aspects
for Delta

Fig. 8.7 Aberdeen Wharf Decisive course of action

Delra's changes
to scheme

The decisive course of action also illustrates the three loops found in the summary map. The
first set illustrates the initial iteration process between design and planning and its influence on
the site evaluation and issues after purchase; the second set illustrates the difficulty encountered
during the procurement process and the third set illustrates the difficulties encountered with
managing the site works in house. The end result in this case focuses on the management side of
the project. The “reasonable success” of the Aberdeen Wharf project process is considered to be
mainly due to three general aspects: first, delays in dealing with the detail design changes
throughout the site works, mostly due to London Town’s pursuit to add value to the scheme and
to the Local Planning Authority’s cautious position on the proposed changes; second, the
emergence of unexpected elements (the contractor’s bankruptcy, existing structure) and its
effect on programme and cost; and third, London Town not achieving the expected profits.

The decisive course of action (fig. 8.7) shows in a simplified manner the complexity and
inter-relation of issues across the whole process with the feedback loops indicating the need for
more information and the need to deal with recurrent issues in order for the process to continue

moving forward.
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8.4 WHEAT WHARF

The elaboration of Wheat Wharf project summary map, figure 8.8, overleaf, encountered similar
difficulties in merging concepts as in Aberdeen Wharf’s project summary map. Actors focussed
on describing aspects of the process in relation to their discipline and related problems. In this
particular project the majority of the concepts describe the difficulties or problems encountered
during the process, a characteristic of this project. The high level of segregation of concepts
serves as an indicator of the poor level of cohesion of the team, actors’ high discipline focus and
poor project goal orientation. These last points can be appreciated in the head and orphan
concepts (red and blue respectively), as head concepts represent the different views actors had
of the outcome of the product and the process; and orphan concepts indicate that important
aspects of the process, such as being over budget and the iterative process of development were
not perceived as influential to the development of the process. Similarly to Aberdeen Wharf,
this aspect can be related to team building as an emerging common theme.

Wheat Wharf’s key elements (fig. 8.8) highlighted in green are: the selection of the
professional team and the manager’s limited role; the difficulties with the building due to its
condition and nature; the difficulties in design; English Heritage issues; difficulties with the
procurement and contract; and information flow problems and its effects on cost. Once again, as
in the previous projects, we can see the emergence of the common themes.

The first point of interest came from the identification of the decisive course of action (fig.
8.9). The route diverged in the selection of the professional team (concept 67), taking two
directions; first, to the awareness of the structural problems and implication of the work
(concept 78) and second, to the limited role the manager had in the project (concept 108); and
they converged in the problems with the flow of information and its effects on cost (concept
110).

08 Managers limited role and
relationship with other team
members

111 Outcome of
process and
product

.
N
S
.
.
.
N

110 Information
flow problems

68 Contract & site
difficulties \
66 Criteria to 67 Selection of 69 Difficultics in
. . design & effects on
purchase the site professional team
the contract

78 Awareness of
structural problems,
stabilising
requirements &
implications

81 Solutions to
problems simple,
keeping original
elements of teh
building

Fig. 8.9 Wheat Wharf decisive course of action
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As this course is a series of “critical activities” that feed the process the question of whether
the role of the manager was critical was considered. From the main path (fig. 8.9, highlighted by
solid arrows) we can appreciate that the team encountered difficulties with the structural work,
design, problem solving, site works and contract. The level of involvement of the manager was
to an extent important, but if we take that limited role out of the project the process would
nevertheless continue. Therefore, it is considered that in this case the role of the project manager
was not critical. It can be appreciated that the process self organised through the other actors.
However, the question of the importance of a managerial approach arises, and will be explored
further in section 8.5.

The second point of interest is the series of loops formed between the critical concepts, as

they highlight the dynamic aspects of the process.

T

66 Criteria to purchase the site 67 Selection of the professional
team, approach to architect with

\——/' inital design concerns
) L
0
A 0
p
A

78 Awareness of structural problems,
stabilising requirement and
implications of structural work

’ Loop B
&

59 Vendors views on the
difficulties related with W heat
Wharf

69 Difficulties in design and <
effects on the contract

Fig. 8.10 Wheat Wharf Loop A and Loop B

Loop A (concepts 66, 67 and 78) shown in figure 8.10, indicates how the criteria used to
purchase the site (explained in detail in chapter seven) drove two activities; the selection of the
professional team; and the awareness of the building’s structural conditions and implication of
the work on cost, schedule and resources. It influences the selection of the team in terms of the
criteria used for the identification of the professionals that will be involved in the project. The
feedback is related to the information the professionals provided to the developer to ascertain
the implications/risks of the project. And the knowledge of the condition of the structure and the
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stabilising requirement was influential in determining whether the project was viable for the
developer. Linked to loop A is loop B (concepts 78, 69 and 59). This loop indicates that the
structural conditions and implications of the work required were underestimated and were a
cause of the difficulties encountered during the design phase, which in turn affected the contract
when the design information produced was incorrect and delivered behind schedule. It also
shows the difficulties related to Wheat Wharf, as perceived by the vendor. Those issues related
to the structure, design and planning, all drivers to sell the scheme on, were in fact quite
accurate, for the perceived potential difficulties mentioned by the vendor were experienced in
high degree by the developer.

Loop C (fig. 8.11) is formed by two sets of loops (concepts 78, 69, 110 and 68). This loop
indicates once again, the underestimation of the structural work, and its effects on both the
design and construction phase. The difficulties with the design caused primarily by the nature of
the building and by the approach taken in solving problems that is, trying to keep the building’s
original elements, affected the schedule of the production of the drawings, which in turn
affected the progress of work on site. This aspect, plus the poor quality of the information
provided by the architectural team lead to problems with the contract, for the contractor was
falling behind schedule. As a result, development costs increased. The architect, it seems,
underestimated the amount of work and time required to produce the drawings, therefore
resulting in poor allocation of human resources to do the job, while the contractor had different

views of how solutions to problems should be carried out.

69 Difficulties in design and . I 110 Information flow

effects on the contract problems and effects on cost

4

78 Awareness of structural
problems, stabilising requirement -< —’- 68 Site and contract difficulties
and implications of structural work

Fig. 8.11 Wheat Wharf Loop C

Loop D (fig. 8.12, overleaf) formed by two sets of loops (concepts 67, 78, 68, 108 and 110)
shows how the selection of the professional team and appointment was influential in the limited
role the manager played in the project, described in detail in chapter seven. The unsupportive
(JD, concept 491) role was influential to the problems encountered related with the exchange of
information. Although not the cause of this problem, the limited appointment in scope of the
project manager did not encourage or help establish adequate lines of communication between

the actors.
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Loop D also shows that the selection criteria of the professional team, in this case of the

contractor, were an important factor in the contract difficulties.

110 Information flow
problems and effects on cost

108 Manager's limited role
and relationship with other
team members

68 Site and contract difficulties

67 Selection of the professional 78 Awareness of structural
team, approach to architect with ‘} problems, stabilising requirement
initial design concerns and implications of structural work

Fig.8.12 Wheat Wharf Loop D

The contractor’s appointment to do the fit out works was based more on their low cost bid
and on wanting to save time than on selecting the best contractor for the works. By that time the
contractor had already experienced problems with the flow of information from the architect, so
it seems this aspect was not considered thoroughly; there was the expectation that this issue
would be overcome by the architect committing more human and time resources on the
production of information. A solution that did not prove beneficial, as the probiems continued
until the end of the project.

From the analysis of these loops and the decisive course of action we can see that the
problems or difficulties encountered further along in the process mainly stem from the selection
and appointment of the professional team and in the incomplete understanding of the potential
structural problems. The problem does not lie with the professionals themselves but on their
appointments, that is their assigned roles and therefore their level of participation within the
team and throughout the process. Problems could also be attributed to the lack of clarity of
responsibilities of other actors, and the timing of their involvement within the process; the
approach (“a need only basis™) led to a poor team approach to problem solving. The awareness
of the structural problems and their effects on the design, followed by the site works, was
underestimated by both the architect and the developer. The inability or unwillingness on the
part of the developer to be flexible over the contractual arrangements for the fit out works was
clearly a mistake, for information flow problems had already been encountered during the

stabilising phase and there was no guarantee that this aspect would improve. All these issues

Comparison of projects 215



have formed a network of events that resulted in actors being disappointed with the process and

the final product.

8.5 COMPARATIVE RESULTS

We have looked at the key elements of a conversion process at an individual actor’s and at a
project-base level. The time has come to consider the overall results of this joint level analysis
by looking across the three project’s process rather than product. At this point we have three
types of sources of summarised information, the project summary maps (fig. 8.1, 8.3 and 8.8),
the decisive course of action (fig. 8.2, 8.7 and 8.9) and matrices (tables 5.1, 6.1, 7.1). All contain
very useful information for actors involved in the project and third parties wanting to understand
the underlying dynamics and critical aspects of the project’s conversion process. These aspects
have the potential of being translated into more general conclusions, which could be applied in
future conversion projects.

By observing the project summary maps (figs. 8.1, 8.3 and 8.8) we can see that the key areas
were the importance of a team approach to the success of Indigo Mews; the perceived
development potential of Aberdeen Wharf and the implications for design, planning and
construction; and the implication of Wheat Wharf’s structural works and the lack of team
building and management approach. Each of these aspects had a significant impact on each of
the project’s process. For example, the Indigo Mews map illustrates how the selection of the
team and its building and management approach were highly influential in the decisions taken in
all following critical activities and for the success of the scheme’s development process.
Aberdeen Wharf’s map reflects the advanced stage in which the site and scheme were purchased
and focuses on problematic issues, mainly related with planning, that had to be dealt with after
the purchase to increase the scheme’s value. Wheat Wharf’s map focuses on the difficulties of
the process in general, and more specifically on the building structure, and on the role and
unfruitful relationship between team members.

By comparing the decisive courses of action (figs. 8.2, 8.7, 8.9) of each of the projects, the
significance of the results come into a different light. This action highlights that not only are the
key issues for each project important in themselves, but it is the combination and network
formed between them (decisive course of action and loops), and the small differences between
them which offer a more complete overview. The presence of loops gives an indication of
complexity in the process and an important outcome of the analysis. We can appreciate from
figure 8.13, the main similarities and differences in approaches between the projects, where the

key common areas of similarity are:

¢ Site evaluation criteria and interest as a common critical starting point;
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e Criteria used for team selection and effect of team building process; linked to
e The effects of the management approach;

e The approach to the planning and design process;

¢ The importance of flexibility to change in the procurement process; and

e The perception of success as a process and a product as the final critical aspect

The diagram illustrates the pivotal activities of each project’s process, from start (site
interest) to finish (project process outcome/level of success). By the composition of each of the
process paths it can be appreciated which ones experienced more difficulties and where. The
number of loops within each path and their position along the horizontal give an indication of
where and when feedback was necessary to overcome emerging issues and so allow the process
to continue.

Site evaluation

The site interest and site evaluation process, as a common starting critical activity is not
surprising, for it is where the first major decision process in a development project occurs. The
decision has to consider the development potential and whether the cost and value can be
balanced. Generally across the three projects similar questions were addressed.

In Indigo Mews (chapter five), the developer and the project manager, a developer himself,
obtained the answer to their questions on site without any formal evaluation of the buildings,
market conditions for that location, or local planning policy. The view was that the site was
being offered at a very low price, the buildings seemed in good condition, a good concept could
be developed and sold at a price, which had the potential of providing a good profit. As the
project manager put it, “... you judge on your gut instinct” (GM, concept 473). This reference to
intuition is a characteristic of expertise, which is gained through a learning process as Dreyfus

and Dreyfus (1986) explain in their learning process model and as Flyvbjerg mentions:

“...an exclusive use of analytical rationality tends to impede further improvements in
human performance because of analytical rationality’s slow reasoning and its
empbhasis on rules, principles, and universal solutions...bodily involvement, speed,
and an intimate knowledge of concrete cases in the form of good examples is a

prerequisite for true expertise” (Flyvbjerg, 2001:15)

In Aberdeen Wharf (chapter six), the evaluation process and decision to purchase the site
was based on two things: first, the results of a formal analysis of the building, market condition,
and planning permission; and second, the influence of the company’s managing director to

purchase the site, as it would set a good precedent for the company’s portfolio.
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Fig. 8.13 Projects decisive course of action
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Here the evaluation process was more clearly defined than in Indigo Mews, as a list of
criteria that needed to be looked at closely was set out. In this case the decision is based on a
combined behavioural characteristic of a proficient and competent performer. A competent
performer has more experience and can recognise numerous elements in a particular situation.
However, these are overwhelming, resulting in a lack of ability to prioritise. Aberdeen’s
competent performer (head of development) made a choice of goals and decisions having
reflected carefully on the alternatives and recommending not to go ahead with the purchase as it
was considered that the company did not have enough resources at the time (see PH, chapter
six). The influence of the proficient performer (managing director) to purchase is evident: with
more experience and an evolved perspective he has the ability to identify the key aspects of a
situation (see PH, chapter six).

In Wheat Wharf the evaluation process was similar to that of Aberdeen Wharf, although the
same aspects were looked at to a lesser degree and more at a rule based level compared to
Aberdeen Wharf. The purchase seemed to be largely influenced by the company’s desire to get
into high value residential property development in that particular location; in other words it
was a good opportunity for the company. In this case the behaviour of the developer is
characteristic of a competent performer, described above. A clear example is the difference in
perception about the building and its potential between the vendor and the developer. The
developer underestimated the problems that might arise during the development of the project,
which the vendor, with more experience and knowledge of the building, was able to understand.

Another factor that influenced the purchases was the pressure of time, although this varies
for each project. For Indigo Mews, purchase had to be carried out in one week, for Aberdeen it
was four weeks and for Wheat Wharf it was more a case of putting an offer forward to the
vendor at the right moment. In these cases more time would not have resulted in a decision not
to buy, but it would have allowed for potential problems and solutions to be considered more
thoroughly.

Generally the aspects that are considered during the site evaluation are the same across the
three projects. And the decision to purchase is influenced by many non-monetary factors:
individual perception, knowledge and understanding of the location, planning policy,
development potential, and the condition of the building. Financial consideration include
estimated cost of development, the estimated profit, and for some the financial backing of the
development organisation. This is related to the size of the organisation, as bigger or well
established organisations find it easier to demonstrate a good track record, whereas smaller or
new ones find it difficult. Other actors’ perceptions of the site, and the level of experience of the

developer in conversions to residential use are also important. The main differences were the
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degree or depth of research carried out to reduce the perception of risk; the time available for
analysis; and the level of input at that stage from other actors.
Team assembly

The second point of similarity is the team selection, its building process and the management
approach. In all three cases the selection criteria were very similar (see chapters five, six and
seven for a detailed description). Generally the selection was based on the conversion
experience of the actors; their quality of work; and in some but not all cases, an established
working relation with the developer (which had the most influence); and the lowest bidder in
case of the contractor. For Indigo Mews the selection was based on getting the best actors for
the job. Wheat Wharf’s selection was based on prior established relationships and on the lowest
contractor bid, while for Aberdeen Wharf a coalition rather than a team was assembled, due to
the advanced stage of the project at the time of purchase. In this case actors were approached
because of their previous involvement and knowledge of the project rather than anything else.

The team building process in Indigo Mews occurred through the early involvement of all
team members and through a participative and integrated management approach. It is clear that
this management approach was beneficial for the project as all rising problems and issues were
solved by feedback of information from all actors. This can be appreciated at the individual map
level (chapter five), where the majority of actors describe the same issues, problems and
solutions across the whole project. This was not observed in Aberdeen or Wheat Wharf; actors
described issues, problems and solutions in relation to their own discipline.

Aberdeen’s lack of team building process was due to the advanced stage at which the scheme
was purchased. The management approach was directive that is, actors did what the developer
(referred to as the client by other actors) asked. In this case there was a clear demarcation of
responsibilities and aims for each actor, as the scheme only required to be built. All significant
issues had been dealt with, although, some planning aspects did become issues because of
London Town’s desire to improve the value of the scheme. The effects of the management
approach were positive, team members responded adequately and promptly to the rising
problems. Even though this project was not approached as Indigo Mews, it is evident that the
clear demarcation of roles, responsibilities and objectives enabled the process to evolve
relatively smoothly.

In Wheat Wharf there was also a lack of team building and the management approach was
less structured, as actors were called on a need only basis; the explanation for this decision is an
economic one. Bringing together the team of actors from the beginning of the project is more
costly to the developer, therefore team members were initially approached and contracted to do
specific tasks on a lump sum basis. However, as the project developed some actors had to be

involved in more areas than they were initially contracted for. For example, the role and
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activities of the service engineer (see SW in chapter seven). The result of this decision was that
there was no clear team objective; actors became confused about the roles and responsibilities of
other actors. This can be appreciated at an individual level, between the architect and project
manager, where the project manager’s description of his role is very different from the
description given by the architect or developer (see JD, PS, KL in chapter seven). The developer
also described his role as project manager, so there was clearly confusion in actor’s views of
each other’s roles, resulting in a failure to acknowledge the problematic issues adequately. The
management approach in this project was unstructured and loose, it seems that the developer
underestimated the implications of the project, and in turning points of the project, the fitting
out stage for example, recommendations from team members were not taken into consideration,
resulting in a poorly managed process. The lack of integration of team members and differences
in expectations about the project had implications for the contract; site works, and design
solutions, which can be observed in the decisive course of action (fig. 8.13), resulted in
problems of information flow, delays and increases in cost. Compared to Aberdeen and Indigo
Mews, Wheat Wharf’s approach was to micro manage rather than having a holistic management
approach.

Iterative design and planning process

The third point of similarity is the iteration between the design and planning phase. The
iterative process is not surprising to find, as it is well known that planning and design run in
parallel. But what is interesting is the location of these iterations within each decisive course of
action path (fig.8.13). In Indigo Mews for example, the iteration process is in the centre of the
process, almost in balance with the first and last phases. In this case the development of the
planning and design approach occurred through an early involvement with the Planning
Authority, with set objectives presented as if proposed changes would benefit the local
environment.

Aberdeen’s design and planning approach can be seen at the beginning of the decisive course
of action diagram, since London Town purchased the site when design and planning were
relatively advanced. It is not only the iteration process, which influenced the project, but Delta’s
(vendor) as well. In this case the approach taken by London Town to achieve the additional
changes they desired was not through negotiations, but through heavy persuasion and
persistence, as at that stage there was hardly anything left to negotiate with (AW, concept 599).
It is interesting to see through the loops, that the issues for London Town after the site purchase,
those related with planning, design and in some instance procurement process, and their effects
as delays were directly related to London Town’s determination to pursue the desired changes in
order to increase the scheme’s value, set out in the initial purchasing phase. This perseverance

was experienced even when the site works were at an advanced stage.
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For Wheat Wharf the iteration process of design and planning developed to later stages in the
process, which had significant impact on the contract and site works. The late development
through the process was because the proposed design solutions had to meet with English
Heritage’s requirements, which needed a lot of detailed work and because the proposed design
solutions were not in accordance with the existing building’s structure. This created difficulties
between the contractor and the architectural team; some of these difficulties however were also
related to the type of contract which was used to develop the scheme. This is touched upon in
the next point of similarity.

A positive outcome of the negotiation process, which occurs between the development team
and Planning Authority or English Heritage in some cases, will benefit those actors who have
more information and knowledge to discuss, develop and present a strong argument, or who are
willing to work together and find the best solutions for both parties and for those whose relation
develops very early in the process. This is why in all three cases the developers achieved their
set goals with the relevant Authorities.

Procurement process

The importance of the role of the procurement process is the fourth point of similarity. Of
interest is the ability and flexibility of the development companies of Indigo Mews and
Aberdeen Wharf to change the approach from a traditional form of contract to design and build
and site management respectively. At Wheat Wharf, even though there were problems with the
form of contract early in the first phase (stabilising), the developer did not follow the advice of
the project manager to change to design and build for the fitting out phase. This resulted in
major delays and increased costs. The flexibility of development companies was linked not only
to their level of experience and openness to feedback from team members, which allowed them
to see the likely effects of not changing the form of contract, but also to the size of the
development company, which allowed them to resource adequately the required changes and
absorb the extra cost.

The effect of these decisions was on the cost and programme. Indigo Mews’s costs were
reduced, for alternative cost effective solutions were sought out. The advanced stage of the
design benefited as it served as a base from which the contractor and cost consultant worked. As
a result, minimum issues arose during the construction phase and the programme ran on
schedule. For Aberdeen Wharf however, cost and programme were not reduced even though
this was the initial consideration for changing the form of contract. Delays occurred due to
subcontracting difficulties caused by unresolved design related aspects and unresolved issues
with the Planning Authority. For Wheat Wharf the decision to run the fitting out stage with a
traditional contract proved to be a mistake, the project was delayed at least 6 month and costs

ran over budget; not even the contingency budget was enough to absorb the over run on costs.
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The difficult structure of the building and the lack of resources from the architect were the main
causes of the problems encountered during work on site, as well as the difficult relation between
the architect and contractor. Advice on changing to design and build was not followed because
of the established working relationship between the developer and the architect, for there was
confidence from the developer that the architect could come through. The lack of understanding
and underestimation from the developer of the project’s requirements was evident.

Perception of success

The final point of similarity is the perception of success as a process directly related to the
product. The description of the success of the scheme was related to the quick sale of the
product and the achievement of the expected returns, in addition to how well the process
developed. For Indigo the scheme was “very successful”, as units were sold and returns
obtained quickly; and the development of the process was a positive learning experience for all
the actors, resulting in new relationships being forged. For Aberdeen it was a “reasonably
successful” scheme, for units took longer to sell, the expected profit was not obtained, and it
was a difficult process to control, although it was a good learning experience for future projects.
Finally, for Wheat Wharf, success was seeing the product completed, the sale of all the units off
plan and not making a loss out of it. Actors perceived the process as a learning experience,
focussing on describing the difficulties that were encountered and how they would approach
them now with hindsight.

The decisive course of action diagram (fig. 8.13) have highlighted the more complex aspects
of a conversion project’s processes. By observing their structure and development we can easily
identify areas of similarity and divergence, where complexity (complicatedness) increased
(presence of loops), how pivotal activities are networked, and how the process evolved and
adapted in particular situations across the three projects. The strength of these results lies in

their traceability of detail through the project summary maps back to the original interview data.

8.6 THE IMPORTANCE OF SMALL DIFFERENCES AND CHANGES

The focus up to now has been on the areas of similarity between projects, which in turn have
highlighted areas of difference. Similarities have pointed to sets of criteria used by decision
makers in different stages of the project process, for example for the site evaluation, team
selection, and selection of contractor. And although these have been the same across the three
projects, the decisions taken, the effects on the development of the project and outcomes have
been completely different. The key difference is in the decision mechanisms which occurred
from the transition of one critical activity to the next. The decision triggers were largely

determined by the combination of:
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e the level and nature of input and involvement of the client;
¢ the level of input and integration of team members;

e keeping a balance between cost and value;

e aiming to achieve the established project’s objective;

e time available.

In Indigo Mews the client, with the aid of team members, established the objectives of the
project; his level of input and influence was minimum, but he was highly involved in the
project’s development, particularly when key decisions had to be made. For example, when
environmental health concerns had to be dealt with to obtain planning consent or in the
obtaining of a grant. His standpoint was respectful of other actors’ views and gave freedom to
the development of ideas, as they met with the project objective. In Aberdeen Wharf the level of
input and involvement of the client was high, but by comparison was very influential in terms of
what needed to be done and how. In this case the coalition of actors worked towards what the
client wanted to achieve, while in Wheat Wharf the client level of input was minimum and his
involvement can be characterised as loose. The team-working approach was fragmented due to
the lack of clear project objective, definition of actors’ roles and responsibilities, and financial
resources.

This brings focus to the notion that pivotal decision factors hinge upon the interaction
between the actors. It is important to consider how small differences or changes can have a
significant effect on a project’s development process, the transition from one critical aspect to
the next. These small changes occur because of the interaction and relationship between actors

from where a pattern emerges.

8.7 DISCUSSION OF FINDINGS

This chapter has achieved its aim of bringing individual actors’ perceptions of a conversion
project process into a summarised project level and identifying the perceived pivotal areas of a
project process through the identification of key issues for each project, emergent loops
(indication of complexity) and decisive course of action. The findings, common critical
activities, network of links, decision triggers, importance of the interaction between actors will
be discussed by putting them into context.

The project summary maps (figures 8.1, 8.3 and 8.8) continue to illustrate the level of
complexity of the process of converting buildings to residential use (presence of loops). They
have showed that even though all projects were indeed different in their details there were still

common key areas for decision taking between them such as:
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e Site evaluation criteria and interest as a common critical starting point;

e Criteria used for team selection and effect of team building process; linked to
o The effects of the management approach;

e The approach to the planning and design process;

e The importance of flexibility to change in the procurement process; and

e The perception of success as a process and a product as the final critical aspect

The process and the approaches to issues are developed through a series of double loops
where information is fed back and forth, and this is where learning takes place. This is
confirmed by Argyris and Schon (1978), when they mention that double loop learning involves
learning from others rather than from one’s own self-perpetuating experience. The aspect of
learning in a project based organisation within the construction context is considered of
importance, for it is the individual experience level (competent, proficient, expert) and the
effectiveness in communication of knowledge and information feedback, which is one of the
key contributors to the success of a conversion process. The analysis highlighted that it is the
actors and their interaction that makes the process work and therefore their inter-relation and
inter-dependence one of the important aspects to be observed in a conversion process.

To some degree the common aspects are not surprising to find, as they are activities which
form part of any development process and which have been subject to individual studies.
However, it is the way in which these activities are linked which is of interest, for these have not
been highlighted in terms of networked criticality in the existing literature. These activities can
be considered turning points within the process. The type of links (linear, single or multiple
loop) formed between these activities points to the notion that the complexity lies in the
transition from one activity to the next and in the internal processes within each activity.
Transitions are made by the consideration of a number of issues, options for solutions and
taking of decisions. The effectiveness of these decisions will logically have an effect on the
development of the project. And these decisions will largely be determined by the level and
nature of input and involvement of the client; the level of input and integration of team
members; keeping a balance between cost and value; time available to take the decision and
aiming to achieve the established project’s objective with degrees of flexibility. This points to
the idea that the interaction between actors is of key importance.

Finding these activities and their relation confirms the use of cognitive mapping to study this
subject. Even at this summarised level a representation of actors “mental models” can be
appreciated.

In the London context the individuals who have the ability and level of expertise to

contextualise and prioritise the elements of a property development of this nature are most likely
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to succeed in the process of converting a building to residential use, even if the residential
market conditions are not as buoyant as they are currently.

The final chapter readdresses the research problem and discusses the implications of the
overall results for the conversion activity in London and speculates on the implications for other

areas.
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Chapter Nine

Summary, conclusions and
recommendations

9.1 INTRODUCTION

The time has come to draw together the threads that have been running through the previous
chapters. The main threads are the ones responding to the research problem set out in chapter
one of understanding the process of converting buildings at an actor and project level with the
aim of, mapping individual actor’s cognitive understanding of the process; identifying the
pivotal factors and issues that affect actors’ decisions during the project process; and the
implications of the research findings. The pursuit of the research objectives are presented by
way of an overview in the following section. Section 9.3 presents the findings of the research
and section 9.4 presents the views on the use of cognitive mapping for research in this area.
There are numerous threads that were not woven into the thesis and others which were
spotted during this “knitting” process and although these cannot be fully integrated at this stage
we can at least point them out. These are related to the problems of trying to cognitively
understand the process and development of a conversion project, and the questions that emerged
from the way in which the research objectives were pursued. These are discussed further in

section 9.5 and 9.6.

9.2 OVERVIEW OF THE RESEARCH

The research objective of mapping and describing how actors involved in conversion activity
understand the conversion project process encapsulated identifying the core issues and

influencing factors (section 2.6.3, 2.6.4, 3.5), critical activities (section 8.2, 8.3, 8.4), and their
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dynamic relation within the process at an actor (chapter five, six and seven) and project (chapter
eight) level.

Our understanding began in chapter two with a review of conversion activity’s process,
approaches and influencing factors related to both the state of the market for space and the state
of the building. We saw that the understanding of this activity has been through isolated
descriptions of activities and tasks; roles and functions; and listing of potential limiting issues
and factors. As conversion is considered to be “complex, inter-related and dynamic”, these
approaches have been used primarily as a way of deconstructing the complexity of the subject
matter. And although studies approached this way have made a valuable contribution, the details
or subtleties that are instrumental towards the complexity and which might be of importance, go
unnoticed. Therefore, the notion of the activity’s perceived complexity needed to be understood.

Given that conversion activity is seen as one of many ways that can contribute to solving the
housing crisis in the South East of England, the need to go further than the well known capacity
and potential studies arose. There is no doubt that there have been shifts in the priority policy
issues that have been considered by the government as potential drivers for conversion
(conservation, regeneration, housing needs and sustainability), but what has been less certain is
how the critical factors and issues influence decision makers choices to take on and develop a
conversion project and how these affect the development and outcome of the project. This drove
the decision to look at conversion activity cognitively at an actor and project based level.

The decision to explore conversion at a project level led to a review of management practice
development and its implementation in the construction sector. Chapter three highlighted the
need to go further than the well known scheduling and planning techniques and look at the
softer issues of experience, behaviour, team assembly, team building, structure, decision-
making and communication, as they are highly influential for the potential success of a project.
The research narrowed down to looking at the human side of the project organisation and
specifically decision taking. Nonetheless, the importance of considering softer issues within a
project as a whole was necessary for identifying the combination of critical issues, factors and
key stages of the project which affect individuals’ choices, the project development and
therefore the potential for success in variant levels.

The focus on individual actors involved in conversion projects was based on the notion that
they are decision makers and key actors who build their own fields of decision possibilities
which are then explored in the process of choice. That is, individuals tend to simplify a complex
reality by constructing mental models where information is broadly categorised. The interest
was therefore to explore the limits and structure of individuals’ models and explore the process
through which an individual decision maker goes through when making sense of problem. This

viewpoint led to a review in chapter four of various methodological approaches (mapping
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techniques) within the area of Managerial and Organisational Cognition, developed from the
application of cognition theories in the management context. And in chapters five to seven we
saw how Eden’s Cognitive Mapping could be used to pursue the research objective of mapping
individual’s perception of the project’s process. The analysis of individual maps focused on
describing the identified central themes, key issues and their relation in the process. The results
were presented in a matrix format (tables 5.1, 6.1 and 7.1), which allowed to easily compare the
views between actors. Each case study discussion centred on reviewing the client’s perception
of the project outcome (“successful”, “reasonably good”, “good product™) and aspects, either
positive or negative, which were highly influential towards this perception. Such as, clear or
unclear objectives; the lack or establishment of a good team building process; hands off or
integrated managerial approach; a fragmented or integrated planning and design approach; set or
flexible procurement approach, among others.

Each individual map showed that the actor’s understanding of the process is largely
delimited by their professional background. Each discipline has its own boundaries in terms of
problems to be solved and the approaches taken to solve them. The maps illustrate how the
different approaches were taken, hence an actual rather than prescribed understanding was
represented. This showed that those actors who could step outside the prescribed discipline
understanding to problem solving put the project at an advantage in terms of its smooth
development. That is, actors who could relate to other actor’s roles, contextualise the problems
outside their professional boundary and communicate effectively problems/solutions were
issues that were strongly influential to the project’s good development.

Although three case studies are not enough to make a statistical contribution, it does set a
basis to explore the variety of approaches used by actors of the same discipline. To search for
common “styles” which could potentially be used as a base for education and training. Of
significant contribution would be studies focused on developers, project managers and architects
as they were the identified key actors for the projects. This is explored further in section 9.6.

In chapter eight we brought together the individual empirical results to a project level and
found that the use of Eden’s Cognitive Mapping allowed us to simplify the representation of a
complex process without losing details, as this could be traced back to individual maps. In
addition, the analysis highlighted the key areas of similarity between projects in terms of their

significance as:

e significance of the site evaluation process and decision to purchase;
¢ importance of definition of objectives and roles;
e selection criteria of team members and importance of the team building process;

e integrated approach to the development of the design concept;
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e integrated approach towards the planning and design phase;
e flexible procurement approach;
e decision of pricing and marketing strategy; and

o the perceptions of success in variant levels.

The project base analysis identified two aspects: first, common sets of criteria used for
certain critical activities, and the project decisive course of action.

The common sets of criteria used to evaluate the site potential, select team members and
contractor were similar to those mentioned in the existing literature. Although the mentioned
selection criteria’s for these three critical activities was similar between projects, the decisions
taken toward these and the effects on the project’s development and outcome varied between the
projects as could be seen in the project summary maps (fig. 8.1, 8.3 and 8.8). This confirms two
things: first, the importance of the consideration of certain issues for particular critical activities;
secondly, and most important for the project’s smooth development, is the ability and capacity
of actors, particularly the key decision makers (client or project manager) to contextualise each
issue, and to consider and clearly communicate the possible effects of the options, not only on
the next critical activity, but on the chain of activities that follow. The case studies showed that
actors responded more effectively to issues which were taken into consideration early on in the
project process. In this sense, the decisions which were made contextually, with an overall
project view and with quality information were most successful during the project development.
In the case where unexpected issues arose, as was the case during the construction phase, good
solutions were sought with limited amount of time when they were approached through an
integrated team.

The second aspect identified through the project base analysis is the decisive course of action
of each project, from which the network of pivotal activities could be traced (illustrated in figure
8.13). This helped identify the key stages of the project process, how they relate to each other,
where difficulties were encountered (presence of loops), causes of these and how they affected
the development of the project. Even though this representation is a result of a retrospective
overview of the project, it is significant for those involved in the project and other interested
parties; either wanting to understand the process, or to review and assess the courses of action
which were most beneficial or harmful during the project’s development. Under these
conditions cognitive mapping, even in its summarised form is useful as a project assessment or

re-evaluation tool.
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9.2.1 Decision-taking mechanism

The results have confirmed what the existing literature mentions about issues that should be
considered before taking on a conversion scheme, such as location considerations, building
condition, economic potential for development; and the factors that influence the activity such
as, the state of the residential market, changes in legislation, changes in population lifestyle,
among others, corroborating the strength of the utilisation of this mapping technique for this
area of study.

Most importantly, the analysis process has brought focus to the importance of the effects of
small differences and changes in the project’s development and outcome (section 8.6). As the
main difficulties in the project’s process were encountered in the transition from one critical
activity to the next, the key aspect is the decision taking mechanisms which occur from the
transition between critical activities. With the consideration of the specific issues related to a
critical activity (site interest and evaluation, team selection, planning and design approach,
budget control, procurement approach, for example), when and how the decision taking
mechanism occurred and the effects it had on the project were largely determined by the

combination of five pivotal factors:

e the level and nature of input and involvement of the client (included are ability to
contextualise, communicate and provide a project overview);

o the level and quality of input and integration of actors;

* keeping a balance between cost and value;

e aiming to achieve the established objective with degrees of flexibility; and

¢ the time available to decide and respond to upcoming issues.

Thinking of this as a series of cogwheels or gears is useful to visualise the five factors at
work during each critical activity of the projects. The decision taking mechanism between
critical activity ran smoothly and had positive effects on the project development, when the
“cogwheels or gears”, i.e. factors mentioned above, were of the right size (dependant on the
level and quality of information), in the right place (dependant on the actors timely and
integrated response to issues) and moving at the right speed (dependant on the established
communication and information processing systems). This results in the notion that the pivotal
decision factors hinge upon the level, nature and quality of interaction between actors and
information. Confirming the idea presented in chapter one that actors and team coalition
decisions and choices drive the project process. By looking at a larger population of developer’s

and project manager’s (key actors) views and approaches in more depth might help to improve
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the decision efficiency in conversion projects. The problems areas identified in the three case

studies indicate three areas in need of improvement:

e resource management;
¢ management of communication and information process systems; and

e the establishment of a re-evaluation exercises of project process and outcome.

9.3 THE FINDINGS

The research objectives of mapping individual actors’ cognitive understanding of the building
conversion process and identifying the pivotal decision factors were achieved through this
research; indicating that the level and nature of the interaction between actors plays a significant
role in the decision mechanisms occurring in the process. Inevitably more questions emerged

through this process, which are explored in section 9.6.

Understanding the process

In terms of understanding, actors involved in the activity understand the conversion process
and identify key issues mainly in relation to the boundaries of their disciplines, even though
they are aware of the general issues of a project of this nature, actors tend to concentrate on
specific tasks and issues resulting from the development of their role in the project. It is
understandable that actors are limited by these boundaries, for it is a way of simplification of
numerous interrelated issues which they have to consider before reaching a decision. March
(1994) mentions four simplification processes and these were present in the three projects.
Issues and decision making were simplified via editing (simplify problems), decomposition
(reduce problems into components), heuristics (rules of thumb) and framing (decisions framed
by beliefs) processes. While the majority of actors (quantity surveyors, agent, planning officer
some architects and service engineers) limited their understanding in relation to their disciplines
and role in the project, developers and project managers had a holistic view of the process and
issues, making them the key actors. The individual maps of these actors (appendices 3, 5 and 7)
illustrate that the project processes that were most successful were the ones in which the
developer and project manager provided a detailed description of the process, actor-issue
relation, cause and effects of issues and description of how they were solved.

Although each actor had their own approach when dealing with an issue or combination
there of, the identification of common key issues (tables 5.1, 6.1, 7.1), critical activities (figures
8.1, 8.3, 8.8) and their significance to the project process was identified by means of the

cognitive mapping process.
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Dealing with uncertainty, complexity and risk

The key actors did not see the conversion process as being that different from new build. In the
sense that it is a property development exercise and it is carried out to improve the value of the
property to make a profit. The main difference seems to be a higher perception of uncertainty,
complexity and risk associated with conversion. However, the projects showed that uncertainty
could be reduced with a process of information gathering and communicating. The perceived
complexity of the project’s process was greater when actors were inflexible on certain issues
and as a result this reduced the available options, therefore becoming an issue complicated to
resolve (presence of loops). This could be seen in Wheat Wharf (chapter seven) and to some
degree in Aberdeen Wharf (chapter six). The opposite occurred when actors were flexible in
their approaches and solutions to issues, as was the case in Indigo Mews (chapter five). As
would be expected the perception of risk varied between key actors, however, the degree of risk
perception is considered to be associated with the experiences gained through previous
conversion work and the application of that knowledge in future projects. So, those actors who
had been through the process several times would have a better understanding and knowledge of
the process therefore would know what to expect and how to deal with it. This is a point on how
individual’s learn, which was not explored in this research but would be a great area of future
study and is discussed further in section 9.6.

In terms of the process itself once the decision to purchase the site has been made the key
aspect for the client during the process is being able to keep a balance between the cost of
purchasing and developing the site and the value the units can reach. In this first instance
external factors will be highly influential to the decision, but the combination of the remaining
four pivotal decision factors and decision taking mechanisms will largely determine if the
process develops at an optimum level, that is, in a way that is most conducive to a favourable

process and outcome.

The process and its context

In a context of economic growth any actor with minimum experience in the construction
industry can go through the process following the established criteria. Even if there is a lack of
experience, it is very likely that the high property market conditions will act as a counter
balance, especially in central London, for the project being successful in terms of profit.
However, if the general economic context is not as buoyant then the managerial and softer
issues become more important to having a more efficient process and a favourable outcome.
The results highlighted that the decision to take on a conversion project is not to be taken
lightly. The developer and main actors involved in such an activity should have a level of

expertise that goes beyond following a set of rules or criteria. In the case where there is a lack of
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a good combination of experts involved, it is the condition of the residential market for that
specific location which acts as a counter balance, as demonstrated by Wheat Wharf (chapter

seven).

Conversion for housing provision

For the provision of housing through this activity, the potential demand is linked to macro
factors these include local and regional development policies and demographic changes, and
supply of housing among others; while the effective demand is more dependant on economic
factors such as, level of rent, employment rate, price of housing, etc. Today the government’s
60% national target for provision of housing through brownfield development has been
achieved. But the housing crisis in the south east continues. Greenfield or brownfield
development for housing will take place if developers can spot an opportunity: “with knowledge

comes opportunity, with opportunity comes success” (Anon).

The importance of human interaction

The potential success of project process and outcome will also depend on other factors. The
results have demonstrated that the nature and level of involvement of the different actors, the
effective management and communication of information, and the establishment of clear
objectives and their achievement through flexibility is very important for both a smooth project
development and successful project process outcome. In the projects where clear objectives and
lines of communication were established at the outset of the project and where actors worked
integrally to solve issues, provided a strong impulse for a smooth project development. If these
elements are not defined from the start then this can give rise to a wider scope of problems

arcas.

Conclusion: filling the gap

The literature examined related to building conversion, project management and managerial and
organisational cognition shows that the specific area of interest for this research does not
represent an extensive part of the literature. Building conversion has mostly been covered in
relation with pacing trends for example, as a potential activity for urban regeneration,
conservation, provision of housing and sustainability. Conversion process is paralleled to that of
refurbishment, an area that has had limited focus to its understanding and managerial aspects.
The literature acknowledges the activity’s degrees of complexity, dynamism, uncertainty and
risk and so the ad-hoc approached justified. Nonetheless, the case studies have indicated that

complexity, uncertainty and risk are elements which can be reduced with a flexible approach,
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efficient quality information communication process, an integrated team of experienced actor’s
with an ability to communicate knowledge.

In chapter one we pointed out that three case studies were not enough to be statistically
representative, however, in conclusion five general recommendations to improve the conversion

project process can be made:

e clear formulation and communication of objectives and roles,

e selection of experienced team members and establishment of a team building strategy,
¢ integrated/flexible management of human resources,

e stream line management of communication and information systems process,

e establishment of a project re-evaluation exercises.

As mentioned in chapter three (section 3.3) studies in project management practice in
construction have time and time again reinforced the importance of: an integrated collaborative
approach between disciplines; balance between cost, schedule and design; definition of roles;
coordination of project information; and quality and efficiency among others. In relation to
these, this research demonstrates two things: first that these issues are still after thirty years,
areas in need of improvement; second, they are areas closely linked, so the way in which one
behaves will have an effect on another and therefore the process development and outcome. The
first aspect indicates that not much progress has been made over the past thirty years to integrate
the findings of numerous government reports to the practice of construction. It could be an
indication of the practice side of the construction industry mistrust of the academic side of it,
and the construction industry reluctance to change. These highlight the need to establish
stronger links between practitioners, professionals and academics, an issue addressed by the
Fairclough Report (2002). The second aspect, points to the importance of the relation between
areas and the significance for future areas of research. But before going to this, the following
sections present the significance of the methodology for research in this area (section 9.4) and

reflection on the research process (section 9.5).

9.4 SIGNIFICANCE OF THE METHODOLOGY

The application of methodology proved very useful for research in this area. The combination of
a case study approach with cognitive mapping allowed to explore what was actually occurring
in real conversion projects, collect detail data from individual actors, easily manage and analyse
vast and complex data, and construct both individual and project maps. The analysis of maps

initially showed individual’s experiences and views on how the process developed, these views
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were then integrated to form a project map to obtain a complete understanding of the project
process. The facility to analyse information at an individual, project and summary level was
significant, as it allowed to understand the changing objectives and outcomes at individual and
project level. While the summary format presented the most important aspects, the reasons
behind them could still be easily traced back to individual actors maps, reinforcing the validity
of the analysis tool. Cognitive Mapping provides a way to visualise the dynamics of a process,
as the relation between issues and their position within the project could be easily understood
and provided the possibility of further analysis.

Another aspect is the significance of the use of Cognitive Mapping as an analysis tool in

terms of its potential use as:

® a project re-evaluation tool;
e astrategic learning tool for those already involved in the conversion activity;
e an education and training tool for academics and practitioners; and

¢ a knowledge/ information management tool.

The significance for actors is that they can see the influences of and from each other
throughout the process. The key actors can trace back the causes and effects of certain actions
and decisions more easily than without the use of Decision Explorer, providing the potential for
aiding the actors knowledge transmission to future projects and the potential of recognising their
learning process. This is considered an important aspect, as generally what tends to happen in
the construction sector is that the knowledge gained through the development of a project is
maintained with the individual and not transmitted further to the organisation as a whole. It is
uncommon for team members to review the process of the project after completion, which
would give better insights into future strategic approaches. The summary maps therefore
provide one form of feedback information to individual actors and organisations, aiding in their
learning process and potentially their management of information.

For third parties, whether those involved in academia or practitioners, the summary maps
provide a clearer understanding of the dynamic process of a building conversion project through
the identification of actors, issues, problem areas and their interrelation in a different way than
that in the existing literature. And it can complement the existing listing of issues and actors by
providing the dynamic aspect which is currently lacking in emphasis.

For the researcher the process of analysis and comparative results provided the opportunity
to formulate general conclusions about the decision taking mechanism and factors which largely
determined the nature of transition between pivotal activities. Decision Explorer has helped us

achieve the set aim of gaining a better understanding of the conversion process, its elements
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(actors and issues), their inter-relation and dynamics, allowing us to go further than just listing
the critical aspects of the process, but bringing the understanding of the underlying dynamics of

the system while opening new lines of enquiry, explored in section 9.6.

9.5 WITH HINDSIGHT

Before considering areas of further research there is a need to discuss some of the problems
encountered while pursuing this research and which anyone wanting to explore certain themes
further might need to be aware of.

First there is the problem of obtaining the most appropriate and complete data set from
which projects and informants can be identified and selected. As mentioned in chapter one the
lack of a common definition for refurbishment work affects how it is classified, categorised and
made available to the general public. Furthermore, this type of information can often only be
found in private company data sets and therefore is shared reluctantly; and even though a data
set may be assembled from public records the information contained is not standardised across
administrative boundaries, causing additional headaches for the researcher.

Second, there is the basic practical problem of contacting and persuading potential
interviewees to participate. In the end although potential projects went through a filtering
process the final selection resulted from the informant’s positive interest and availability.

Third, the challenge of obtaining good quality information. A key aspect in the use of a
Cognitive Mapping approach, as with any other qualitative analysis tool, is the obtainment of
good quality information, this relates to being able to elicit from the interviewee either the
causes or effects of certain decisions and/or actions with minimum intervention from the
interviewer. This was possible by following the guidelines of asking how or why questions.

Fourth, is the problem of identifying the most appropriate data analysis technique for such
subjective data. Even though Eden’s Cogritive Mapping had been tested within the management
of the design process context as in Edkins’s (1998) work, this analysis was carried out with a
certain amount of caution when dealing with the potential issue of hindsight bias from the
interviewee, and matrix analysis was carried out in chapter eight as an alternative way of
analysing aggregated information. However, in the end we have seen how the mapping
technique allowed for the data to be easily managed and reduced in a manner that allowed for
the meaning and reliability of the data not to be lost, bringing forth interesting results; while
hindsight bias was minimised by the presentation of alternative solutions for important
problems encountered. The subjective component emerging from the level of interpretation of
the interview data was reduced with the use of Decision Explorer. Its use to analyse the data at

various levels (overall and summarised) reduced the level of subjectivity, as the software
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analysis tools identified the most significant aspects and their dynamics for each actor and for
each project through the degree of linkage, which came direct from the interview transcripts.

Fifth, the inputting of data into Decision Explorer was extremely time consuming as there
were an average of 350 concepts per interview. It might be possible and just as valuable to
reduce the time by sifting through the interview transcripts first and mapping the lines of
argument that are directly relevant to the research questions.

Finally, the problem of analysing information in hindsight, explored in chapter four,
although reduced, still remains. It would be preferable to carry similar types of studies on live
projects, but problems with logistics and the organisation’s time commitments are the main
problem. Alternatively, scenario tools could be used, these would require the researcher to have
experience and knowledge of the subject to develop them but nonetheless would probably prove

most useful in this context.

9.6 AREAS OF FURTHER RESEARCH

These are the threads that were considered of interest during the research process but which
were not woven into the thesis. The boundaries of this research were clearly stated in chapter
one, in terms of looking at individual actors cognitive understanding of conversion to residential
use at a project base level, and within these new questions emerged which have implications on
a wider context.

As mentioned in section 9.2 and 9.4 through the use of Eden’s Cognitive Mapping and
Decision Explorer the causes and effects of certain decisions and actions could be traced easily,
as well as changes in objectives and outcomes. This aspect could be explored further by
identifying changes in individual actors concepts across several projects. Therefore providing
the potential for tracing actors learning process and aiding them in future decision making
situations.

This in turn leads to several questions: how is individual actor’s knowledge, gained through
a project, applied to future projects and how is it transmitted, if it is transmitted to the
organisation, and how and what benefits can it provide to the organisation and to the
construction sector. This individual knowledge is considered the key competitive advantage,
and therefore shared reluctantly. However, of interest would be to explore the benefits of
knowledge transmission systems, structure and process to organisational success.

In addition, there is a need to explore the extent to which the construction sector carries out
project re-evaluation exercises and the potential benefits that might arise from such exercises.

In chapter eight we identified that the team assembly or project coalition process had a
significant effect on the project development, even though the selection criteria used in all three

projects were similar. This indicates that there are more critically important aspects than the
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well known selection criteria, for example information processes, and the impacts need to be
explored further. We also mentioned that the pivotal decision factors hinged on the level and
nature of interaction between actors. This leads to a more sociological approach to
understanding and measuring social system interaction within the construction context.
Identifying degrees and typologies of interaction could potentially benefit the management of
projects of this nature.

Key actor’s approach to problem solving needs further study. Although this research is not
statistically significant it does serve a base for further research on how these key actors identify
and approach problems in conversion projects, in particular how do they deal with risk and
uncertainty.

Finally, the idea and importance of small differences presented in chapter eight, can be
viewed from a Complexity Theory standpoint. The findings can be supported by looking at a
conversion project in terms of complexity theory. This can build upon the work of Bentley
(2000) who argues that group process and team work in the construction process can be
understood as Complex Adaptive Systems (CAS); and Stacey (2000) who calls for
understanding of organisations in terms of “complex responsive processes”. The interest is in
understanding human interactions, choices and actions as essential to, as operating within, the
dynamic of daily interactions between people. There is a call to move away from thinking about
an organisation as a system, to thinking about organising as highly complex, ongoing processes

of people relating to each other.
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Appendix 2

Indigo Loft-side and Newington Place Mews
Project time line
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Appendix 3

Indigo Loft side and Newington Place Mews
actor’s clusters
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33 1887 appointed
Graham project
manager in cluster 3

selection of team)

34 1854 GM had same
inftial reaction in
cluster 2 (site
purchase)

1850 mac Donald Egan
very knowledgeable
about practical on
site problems

1851 we were
introduced by other
people in market

31 1805 saw an
industrial estate in
carysfort

2102 estate half
full of tenants
fully occupied

od In
or 12
(development
opportunities)

Jus:

1826 landiords don't
spend money on the
building
landiords spend
money on the

1828 estate was very
badly managed
7 A x

1849 talked to
_ > MacDonald Egan

purchase)
1811 site looked 30 1836 could not go
_, very Interesting far wrong
- MR, S v
; 1852 developed an 1813 went to have a 0\
7 = expertisein look at site / 1\
creating mult v M / W\ '\
tenant business / / \ .
2103 MacDonald Egan centres \ A 2101 our interestin
came up through the / \ solving problems
building / 1819 guide price was \ o\ A
1853 | had looked at /] very low RN ) \
| their projects / ¥ o\ \ 1815 our interest in
/ P \ o\ T
ircha /

1827 industnal
estate owned by a
private family

building
; p 1812 value prospects
vsez: ';u'::':rs“”y 1808 it was anarea fokinght
& 16t of rerit i knew well
1825 established
(30years) turkish

1809 | ved in area

cloting for 7, 8 years
manufacturing area

N & \
N \ of property \
3 ‘BS{WDF‘EY cos\ \ L\ \
au werg 8 pounds per
er wa quare Yoot \ p
N o

/
/1821 buildings saw

AL Cluster 1 Interest in Site — |

32 1838 site
appeared to have a
Iot of potential in
cluster 2 (site

<

g the value

\ \
S 7 \ \ \
1 \ \ \

1820 incredibly rdn \
—  down industrial

estate \
1 \

|

|

N A \
o

\
100 our inter \
\  development
different uses - \
through ts life \ \
time ~ \
2098 our interest in N
‘ = 1814 had in mind the
- concept of

converting buidings
— into residential or
| commercial use

1817 we built up an
expertise in that
(converting) area
1816 we had
converted mainly

1818 brought
— ——= buildings back int
office buildings in ‘economic u:‘:
the 80's

28 1859 selection of
professional team in
cluster 3 (selection

1834 bought site

AL Cluster 2 Decision to
purchase the site

go through things in

1840 enormous_
quite a lot of -

get a change of use

|

\
A 1830 pfanning
planing risk / atittude was unknown
detail /\ i
/ 1831 considered. 7L o 1833 no preliminary
/ building cost risk | investigation done
1841 site in a / = \
24 1854 GM had same Defined Employment
initial reaction Area 1842 difficulty to
cluster 3 (selection
of team)

D
1846 high
expenditure to bring
back into economic
use

1832 very old
industrial estate

‘cold’
of team) =z 1 4‘~ K% 1868 no idea of what
26 1819 guide price | . was going to be done
was very low in | B
|
cluster 1 ({i:twesr g 1836':,8“%1:: notgo ‘ ¥ 1839 unsure of how
in site) | to realise potential
| \ 4
| \
| 1838 site appeared, 1837 real
27 1811 site looked | to have a lot of speculative approach
very interesting in | potential \ 7 MR N
cluster 1 (site /TN N
interest) / X // \
v/ . Nl A
1874 proud of being 21 . 1869 |l’r‘1|||a:rI ia;ﬂz consndegred
thoughtful . . approach in this Ynarket risk -
) B project was very '\ AN \ S
> unsusual for us / g o\ N 1847 would it be a
T~ A | \ desirable area to
/ y / N\ \ \ live or work
<1870 we(Dorrington) / / [ undesirable
o, v LA\ ~~
process orientated stk B /1845 would prices \ '\ 1848 capabilty of
ot el / show the require \*i"t selling units at the.
A . ) return on mvestmen\\ | rightrate \
1858 GM gave \ i
encouragment to bid 1872 we (Dorrington)
at auction

1843 considered land
contamination risk

constraints from

71

1873 time

auction
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1964 they helped
find the way through

themind fleld of <
planning

1857 site looks
wonderful

tuskangs fandmark buldings masry yoars v
1890 at Dormnglor A 1978 years
we need outside expenence n east
protessionals | ‘and north london
A | 1867 knew and
‘admired thes work
v of T
at o 1866 KA had simiar
Wi 2105 smail group of feelings for
people at Dornngton buidngs

221951 worked &

? contract)
|
—
& I =
s - 1980 advice on sze
b T of fats.
! o — 1981 advice on
€ d
finshes
T 1860 KSR worked 1865 KSR had
—thvough —> patience and \ 1979 advice on
+ ~that arose perververace of fats
1876 mish mash of f y
tuldings | < /
| y /
|
| Sey
A ( /

1986 very innovative
approach

AL Cluster 3 Selection of Team j

7 1977 specashse i
/ sefing wholesale

1862 known them for

e

39 1905 design
discussions in
cluster 5 (design
discussions)

_ 1886 get consent for
change of use

1898 regenerating
area will imporve

lives, outlook and
value of properties

1897 buildings

beyond economic use 1899 give needed

money to invest for
_ regeneration of site

1900 greater value
generated out of the
scheme

“ 1879 site within DEA

1901 residential use
in scheme was needed

1895 iterations
through the design
process -

1885 built relation
with planners

A 1880 go through
lot of hoops with
A planners
1877 initially
planners resolute
site remain

1881 initial

approach to planners
industrial 7 A v
1882 find out what ‘
is in their mind 1884 get an
" indication of what
is possible

AL Cluster 4 Approach to Planners =]

1892 project went
through numerous
revisions

1893 never an ideal
solution
A

a

1894 you get to know
the property through
working with it

1896 drawn out
tricky planning
process

38 2108 worked up
the scheme in
cluster 3 (selection
of team)
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— AL Cluster 5 Design Discussions

2107 create a
36 1895 iterations

courtyard
through the design A u )
process in cluster 4 | . > flats
(approach to [ 1916 remaining 7
planners) / bunldmgsvfor
| residential *
2106 demolish boiler
room use b
)
1904 subdivide area
according to use
1905 desigm

discussions

1909 difficult to
convert

2110 narrow road

2046 authority
didn't say anything

1921 build out
residential in first
phase

2048 buoyant market,
things never get
picked up

1918 planners keefl”
for a mix of
accommodation types

1922 seal building B
only

7

1920 develop scheme
in two phases

n
|

2047 already talking
to planners on
live/work for

building B

1923 wait, see
development of
scheme

1925 approach
planners in future
» for alternative use

37 1998 made
application for live

work consent in
| 1914 low returns for cluster 8 (live
tion of re-building B1 work)
P | high retumns

1908 unattractive
building

1906 overlooking
problems between
> flats for building E

~ 1915 insufficient
rent

- 1910 building E
difficult to convert 1911 building E gave
insufficient number

AL Cluster 6 Procurement approach
& decision to change strategy

)¢
1962 aet a bit more t
value out of scheme

2012 put oroiect on
hold ... proceed

1955 dissanointment,
could not proceed
& b

1972 underestimation

1964 changed the

contractural

arrangements

1960 re-thought
> tender approacly

of units
and D
between buildings
1971 contractors
would build what we
wanted
1968 transfered some 1974 d I 1970 increase
lown scale 2 r
risk to contractor intentions and oonﬁdeg.‘:.e in their
T expectations ability
’ 1969 allow
196€ contracter uses 1973 compromise on contractor to get
their own architect quality and details closer to the
A . buildings
1975 delav to \
project <
4 s

of building costs
15 1949 had to deal \
with unbudaeted
monev issues in \
cluster 7 \
(unbudgeted money) \

1954 understimation
of problems by
surveyor

1953 returns of
tender came back
over budget

35 1987 appointed GM
project manager in
cluster 3 (selection

of team)

1957 contractors put
enormous premiums on
their tender < 1958 risk involved
in dealing with

16 1956 buildina at
a loss in cluster 7
(unbudgeted money)

existing buildings < 1959 uncertainty of
_ 1951 w&rg:ggae tender findings when
tearing buildings
apart
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13 1955 dissapointed
could not proceed in
cluster 6 (tender
contract)

i 1956 building ata B

loss

AL Cluster 7 Unbudgeted Money —

1926 pressure on the
money available for

scheme

A

1946 problem didn’t

exist anymore 1950 knowledge of

values in area low
- or completely
1945 site became unknown ... high and

vacant

known

1942 tenant renaid
on the agreement the
day planning
application was 1948 scheme delayed B
being heard 1 N

1934 fairlv hapov
with solution

1943 put back
)41 tried 1o re v planning application

1930 Convince

b Hackney of proposed S
solutions 1940 couldn't build

1938 problems n b
totallv out of
developers control

1929 contamination
area, 'iffy area’
... aprecise area

1947 residential use 1931 sought expe
consent denied tions sals

1932 Hackney not 2112 capped whole 1939 environmental.
risk takers site with layer of health concerns

\ concrete -
1936 noise problems

from generator

1933 everything done
by the book
1935 problems with
existing factory .

next to site 2113 generation of

fumes from timber
treatment

2057 long
negotiation with
factory owners

1949 had to deal
with unbudgeted
money

121972
underestimation of
building cost in
cluster 6 (tender
contract)

2111 cleared off
level of top soil

1928 knowledge of
site contaminated

1937 pollution from o
- chemicals used

AL Cluster 8 Decision to change

B1 use to live work

2015 VAT customes
confirmed the ot
development to be

residential -

2017 not a defined

2008 potential
issues related to position
2003 wanted to get . \ tax "
the whoe place AN N
fully regenerated \ \ | |
rade | |
application fol live 2007 VAT applies to |
2000 scheme provides | > O ork consdns | conversion of
56500 e manlt commercial y 1 commercial to
— facilties commercial
employmnet B 2008 five work conversion from non L patincand
generating imphes rates residential to Lot
R residential St
2001 commercial 2010 rating
wouldn't attract
fenantsatrght \ 2013 planning oy thaddl
1990 problem with o consent was apply a reside
the commercial unspecific of space counch tax o the /
— N pri live
oraar 7 . 4 esignation =
. X / 7 X 2116 everybody happy
with the status quo
/ v /
1985 we diant ymnt 1992 B1 use wasn't 2004 relatively easy
to hold a commercial v to get consent - 2011 rating
investment lookingcommacziety i 2115 space should be authority should
A Y A prolonged process designated B > apply a business.
A | 5 undesignated space rate to the
Sommedial 2018 nobody wants to
tackle it
1995 very ;
unnatractive 1991 figures didnt 2005 different
investment work, rent achieved planning officer
t vs cost of work
1994 not an area
where there are 2006 very
other commercial constructive and
investments 1996 fow rent and positive

high yield
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AL Cluster 9 Pricing and Marketing strategy

{success/grant)

9 2127 residential
units sold in 4

weeks Jonger in
luster 10 ,lor

in cluster

C

2021 get cash flow
advantage through

2023 restricts the
amount of interests

2022 obtain returns
as quickly as
possible ... in the
long term

2 A
/2053 people don't
question scheme

2024 cuts the risks
involved in the
project

2052 maintain a
__ marketing momentum

2051 get right

_ pricing ... get
2032 developer _—— pricing wrong
became more bull 7 A
at pricing
7 M \K |
A\ |
4 / \ : 2069 didn't want to
\ & / \ 4 rent B1 use
/ v , 3 +
/ § w
2035 thought market i ] N
could be better and  ar a
additional enough f 7 2050 scheme aimed to
/ young, design
7\ i conscious people

2029 difficulty in 2031 GM and |
pricing units thought that price

' was 10 dfficult
s 2033 construction

cost were a lot more
| than we originally

sales .. kill people start marketing drags
scheme questionning scheme on
> A %
€ B . fi
> — PN
2020 select o ax

marketing mediums
N
\
2039 allocate x

amount of meney for
marketing

2070 ndiculous to
rent 3000 square
feet

2025 pioneering expected
project
X 2027 no new
residential
development in area
2028 no reuse of old
buildings in area
.
AL Cluster 10 Success of Scheme and Grant issues —
206 N ot 3 part of 2074 it takes s0
4 of scheme 2056 paid back gran verybadly < e
< y - 1 L ~ 7 2122 gave confidence
i | T to go ahead with
~ scheme
1806 stoke new 1807 when we bought i tahe x ore "
d.wwn;ymn eTyhens o 2 S 2080 take a o Ao zou7mw|rw:w 2125 no interest
popular, seen stage of the conservative & - !
S oo et pat A ppproach b foture month tatte more money e
i * 4 <
= N 2085 Gaymentiol 1982 proceed with
2054 make a nice ety grant f projoct project ;
M:,:,,, :," of it | 2ol cosl 2064 rughtmare of makes mora than 2123 provided an 2081 need o appiy a
L e ond d p toan management oxpacted insurance financial
ol o » = payment of grant > contingency
2075 amount of 1
oot roatre o L ) X
management time was | / » .
W& of peupraon 2062 2121 got 600 2058 underestimation

nagying L

2072 scheme which
2065 things not
Issue you finished ol
could think of 2077 gutiniied Engl €
money back
2120 rewnforced and
developed approach

2059 money interest
foa bay 72012 put project
on hold proceed in
cluster 6 (tender
contract) ,proceed
in cluster 8 (tender
contract)

from developers. |

thousand In grant

2124 provision of

not going into a
2066 complaints from loss
residents
2014 EP in business
of providing money
for this type of
regeneration
2119 number of hoops.
to jump to get money

S~ 2118 unbelievable
number of forms to
il in
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operation comes and

goes ... mainstream

operation in cluster
12 (development

6 2090 we are
interested in
emerging markets in

opportunities) cluster 12
(development
opportunities)

< r
2087 knowledge of
london residential
market
2082 active in
residenital
investment since
1936

1803 we don't worry 2086 there is a show 2085 we obtain
if we don't of returns on significant and
continually buy ... capital invested substantial capital
5 1800 our v  pressure to buy g y «
development

AL Cluster 11 Company Profile

»\ gains
2081 we specialise
in commercial and

residential

investment

A A

2089 we have a large.
/  portfolio of
residential flats in
london
A

2098 easier to
manage
'\.
2097 boom of pre and
post war blocks

>

. -~ - )

) T~ 2088 we concentrate
on multi-tenat
office buildings

2084 we buy and sell
- regulated tenancies

2083 there is not a
lot of competition

4 1813 we went to
have a look at site
in cluster 1
(interest in site)

31803 we don't
worry if we don't
continually buy ..
pressure to buy
cluster 11 (company
profile) v
1800 our development
operation comes and
goes ... mainstream

operation
A
’ A
1801 amount of risks |
we are willing to |
take |
1802 find
= oportunities

1804 way in which a
lot of property
works

2094 we are fot
institutional
investors

AL Cluster 12 Spotting Development Opportunities

2095 invested in
1805 saw an

) . , Clerkenwell, 2091 get higher
industrial estate in Hackney, returns than funds
Carysfort roa Southwark, West =4
A S corridor
/ A .
) / ) 2 2081 we specialise
thlg;ghbra(:mwas:::%on 2093 get into areas O / and
. where rental growth residential

is still to occur investment cluster
11 (company profile)

. <
2092 spot trends

2090 we are
interested in
__ emerging market
v
2096 central london
is not very
interesting to us
1 2087 knowledge of
london residential
market in cluster 11
(company profile)
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— GM Cluster 1 Reasons why GM and AL work together

|

560 we have a very
close relationship
with AL <
423 we complement
589 being at case SO
with decision-making .
process
confused <
583 decisions are
4 582 You become better informed and
iviedn chsec casier to make
o ‘644 vou beoy 1o aet \ 402 we choose to
an understanding of \ _work with AL <
the whole process. B % 425 they have great
- - depth of expenence
- and knowledge
420 i bring /| )y
expinence and =X / -
expertise into the \ 415 there is mutualy/
403 differences and \ i 417 AL company well
Lz / | 407 ALhas similarities In \ L respected
v / difficulty to deal style between AL and \ :
\ / with daily goings of G \
k C t y
staintmeendwe | « 77 A (I8 o bongs
427 i know how to get what we want / \ / [\ credttabity and
build / 7 [ [
1 / ‘ R / \ / || aeceotabits o
\ / | successful in a b
/ ) different level 424 they employ
/ P |
| compared to AL fabulous consultants | 416 both open to
428 | know how to ) AS | what we can leam
make brick. mortar / | \ N | from each other
structure, electric / / \ | \ b
f 418 AL company well
financed it has
\ / = areat financial
A strength
3 401 we own a lot 406 both AL and GM ' rig le
of property in 559 our own very thorough 1A
cluster 8 portfolio keeps us \ 7 A
busy \ \ [
430 1 know how to 405 we are more in 578 they don't have £ y
Qet the best out of _  touch with hard X to rely on being
the professional facts of getting a termbly quick
team project done
429 know how to
motivate the guys on
site P
410 way AL addresses [
things
411 AL investigates
every
siement
- si i h
GM Cluster 2 GM’s integrative approach to management
453 members respond
t0 2 spectfic area
or task
: 463 that one person
- listens to views.
'
J ne-stz
N #ia0 :
ne 4 - am works as a
S / am run by one
- > profession wouldn't N7 ) person
455 what is the - even bother telling 440 on site approach T 7 AR
rational behind the 7 A4 A KA ¥ y A * oy t \
concept / \ PEEEIOnS N
/ / P — L 7 g \
\ \all the uitimate f /
458 how are we going / Y\ deetsions X 451 !
to market it 458 what political A A \ ham complete - 462 people don't
e y 7 N\ . picture @nd begin to /" teel marginalized
454 tell them why / \ \ pa—— T =
the concept emerged / B X \ / ...
/ 788 it doesn't \ X
457 what politicians et hho | s, who % /" \ies thaybne pe AN
leanings are PR e S0 4 / X
0 Who ever is Al s / %23 groject might
9 e / sigteed ... project
/ ) / Ypight be less
4 / \successtul S}
582 you'become N / AN\ A ® 448 the project 1s
6 644 you begin to etved £ = / X the client
get an understanding N / \
of the whole process L / /N
in cluster 1 435 decisions taken v = \ / 4
in Alan's absence 464 that one person 438 everything fed /
F judges the through one person /
altenatives fragmented 446 possible
434 frequently s fighting
. decisions made with ~
g Alan
] . ~ \
S is the 445 you have
54811 was ; o i e pin around which probeims with
appointed project / WS evenyiimg must personalities. egos
manager in cluster 3 as much as the —
/ professional team .
/ 432 that s the way 7 L
i run the projects
21 i the sen precsinae’ s o
" 'se are are
that | am Allan 587 know how the doing certain things doing
professionals come
together as a team
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528 occupants moved
out we were lucky in
negotiations
occupants could have
asked for more money E

630 paid their
moving expenses

526 GM worked on
getting site vacant

527 purchased site
Wwith two occupants.

on site

5 : 471 AL bid at
auction and bought
property for 329,000
*

470 GM adv
buy

ed AL to >

T

469 AL seeked advice

L 472 Saw the
from GM on whether } _”,”M_
10 buy the property sinst el

561 have experience
fack of

557 soma individuals

GM Cluster 3 Advice to AL to purchase site

are lucky .
558 rise in the
‘market
481 ( was appointed 6381 don't 554 good stage in
‘roject manager prhigrro the economic cycle
2 \ 5 in London ... normal

567 in the prop

expenence
-
637 better
562 understanding of the
yourself to all sort L
of
condibons and
people —
571 awareness of
qeneral poiitical
570 base your cliare in London
563 getting invotved o =
n horror years values
embarmassment base project on
fimancial collapse Todays values
= 572 take note of
focal poltics and
R 639 take note of
local counselors and
voting memebers
842 notice how they
behave

553 site will be
Lurchased . can't
really buy site dangerous [

economic conditions

| actve professional
developers

568 a lot of people
do speculation
> property development

., 643 lobby them
apoeal

—— GM Cluster 5 Establishment of clear
design objectives

within the tea
luster 4 32 689 development
of design process is
trial an error in
cluster 4 y

5 - / \

540 most things in
development driven
by cost and land *
yon <

704 architect gives . / )
scheme an identity ¥4 oW mtls it 541 what are you 542 what can you
but has to allow going to paying for the sitg create
sacrifice /'
A0 543 how much of it
can you create " ~
/ 692 but have to deal 4 539 ultimately are
3 with the ego of the units going to be
701 architects architect interesting to the
aspirations shown in \ A who are
scheme \ \ going to buy the end
A \ product
{ 705 you can't over \
“ pay and over spend \
| "
693 you wear him 696 have to L zegm‘
down re-design its Saleabe
700 budgetary
constraints 695 architects have
31691 design no concept of money

emerges in cluster 4

¥4 516 50%
would become
residential and 50%
would be commercial
in cluster 6

551 come up with a
volume of building
that makes the moss
profit
7 1T AN B w®
MR

431 scheme most
| suitable for that

| §

| site

725 as many fiats as
possible that

, doesn’t compromise

the value of them

694 most often first
_ design don't work
financially

546 cost and value
“ embedded in a scheme

36 547 a decision of
what scheme is going

~— 545 what are you to be has been made
going to sell it for in cluster 6
35 550 vision
enhanced through
debate with
professional
~ 548 once memebers of the team
negotiations in cluster 6
concluded with

planners about what
scheme is going to
be

690 the financial
appraisal run in
paralel as design
process
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GM Cluster 4

Emergence of the design through a trial and error process

16 488 architect

491 plans of

489 elevations of
buildings buildings
® produces an initial
response document in = L
490 creation of piopes 19 725 as many flats
et as possible that
RIF of herd doesn't compromise
o v the value of them i
679 show the auality "
of developer, 7
architect and team 875 interest from 732 Access of 33 ownership of
planners emernency vehicles o access road was 4
‘addressed by traffic \ u calculated risk in
consultants that you have to _
\ nave a view of
poieriag 741 somebody coulkd
X239 park Da: - come and claim
are licence - > ownership of road
g * 734 nobody owns the
A f / \ 3 accessoad <
t \ 740 spending money
| 1o refurbish the
\ | F
A / | ‘ 737 gave us a lot of
\ | = confidence and 736 askedthe
720 decided to \| reisteres -
demolish buikding E \ of the piece of land
1 1 P
/ \ <o A oul right of access
/ \ | \ since 1972
/ | \ 738 parking spaces.
| / \ 707 there were T
4 onstraints
2oking, rees our plece of land
dayighting, shape
of site. complex 735 we went 1o the
on 1 \ cture and cost previous owner of
\ of structure 27 551 come up with
/ / A the volume of
. building that makes
the most profit in
\ 706 the shape of ¥ I 5
A that particular site
(A) meant that the
722 couldn't get structure was
access naht cularly cot >
dayhight, L x "v:cx s
overlooking problems 713 Building C ‘
and structural naturally / 485 quite a lot of 689 developmant of 18 we had 1o have a
reasons ‘accommodated 1) engs to hame o the design process courtvaed and ik
fats. ancept ovor a fow as Z creals parking
. spoil landscape.
s ATébulkdingA  lighl and aspect of
g nitial options were duikding B
494 estate was in as 12
a DEA in clusier 6 \
712 it naturally
spit when LK drew 633 quite often in
n | fact the initial gut 2
L 710 go through the foeling s where you S e
R v 1y
L ok aer
‘ 515 discussions o getting there
rcentage of 552 vory seidom does
. ane get it right the
fie tme
'
487 debare of
714 Building C we 23482 0 486 & 536 never ends
nice looki . AL-GM. i Of e e 5
buiding 0 rale:
726 the only is about expenence
537 condition of ertainty in \ persuasion and
building, shape. devolopmant is tat ommunication in
hesahts wandow owegonate | S84 R ke clust
focation form 2 et 708 eve it ) rocket 35 evervday N ATV chinood and
7 e i esidential was your gut feeling peciect oy lee: adulthood
against UDP policy 1 " ¥
538 merv';m;m a 7 727 the fees are A
28 659 the natural X always double 721 id
ety amrachraiy " coutat ahways more
Juster interesting 565 you know a lot
v 730 Most UDP's arc e 534 svery. than
of date 635 you qo through 129,510 solon e / personalty s more than when you
this very spensive 533 every project is different s
&1 M 4 prozees wifferent
perience rather 634 vou pay plannina
80 MCK onsultants,
% onqneers
U architects
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— GM Cluster 6 Development of planning argument

49 546 cost and
value embeded in the

scheme in cluster 5

50 592 find the

\ produces an i
PR foapones ocumerd 74 »
emerges In clu N e d .
- et/
/ \ TN view
687 boss gave .
encouragement team } / ),
needed TSNS -7 688 get an officer
VA /=" on your side
~ 685 application,_— \ against you «__
41567 o ~—. would be SUPPCd / x .
property .«.:m- r‘r: t ‘::,u( /r —= T 0t planniglg 550 vision enhanced
s about experience. o, density 2t / officer broughlt in ugh debate with
persuasion and / nical Isspes By / / professional
communication i / Doss ~{ memebers of the warm
N ) 493 discuss issue:
/ oot moshaavwen L1700 T
/ 7 authority .
> L&
/ g . - A 671 inial foedback
/ 686 boss was more 497 persusde via was very frosty,
/ experienced  developed arguments uncooperative and
- 770 K&, S 4 dismissive
e /| % . X 040 v .
planner throu \ what the buildings
- /| » il ook iike in
1 g ! cluster 4
/500 sustainaoility y 681 that sort of
498 architectural 499 eoonomic - oort
Bigomait [ argumen S devalopment would a
i n 7
38 512 refurbishment %
be achewed throug |
change of use & |
658 the architect s rosidential on 201 o 680 nothing like
the acceptable face  remainder in chuster 01 Copsmbscle thathadbeendone 573 ME chosen method
b e land argument iophiny e
" R
669 particularly i | [
London developer is 5603 permintie Ve I 505 persuade the 39 665 maay 1o jobs
prsispalaein gl 670 the architect is aliokonger Wesll 507 persuade the architect o turn tomorrow 100 In
greedy, although it the artisit the site 10 you team your ideas into cluster 1
is changing 4 architecture
7
A
752 expert saxd the !
oport was rubbrsh 655 chaoge of use tc
508 persuade people persuade the 574 everything is
and made I resientia
e o i Y o buy your flats architect 1o take SOk peokaghg our
Now 16 ove come the , probably impossible your ideas on board _ doas forthe tale
peotiem
494 estate was 10 @
” DEA
753 ah ground in
750 report produced london has zinc. 7 it
o frsirzedirodnis 8 208 idess not 573 communication is 575 sales start the
sard tand was i labions day you buy the
ewwlly Gontapitated is the make-up of supported by focrlis
- the ground officers
37 496 development

749 had 3 site
search

0 residential was
against UDP policy
n cluster 4

754 your ground is
not much different
than everybody

else’s

90 visuals

granted for change wha! heme & g cl or
46 489 elevations of b‘:’u"‘ e of use to 50% of oo compenont oo M £
buildinge created in lings astade e has been mi
cluster 4 CL 2 © e g 516 50% of
\ —~ would become
\ 488 archilect residential and 50%
would be commorcial

785 not going 1o get
= anywhere

42 551 come up with
the volumes of
building that makes
the most profit in
ciuster 5

43 485 quite a fot
of meetings o home
the concepts over #
few months in
tustor 4

44 345 developer

having a vision of
what the scheme
ould be rather tha
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_ GM Cluster 7 Pricing strategy and Success of scheme

647 development
world in London is
quite small

606 you have to

786 company changed,

now AL is our only
client

612 the rewards of 2
successful project

are money and
= reputation

648 we need people
tosayheisa
really good player

A
|

775 but we are still
there doing bits and
pieces after the
sales

774 we finished in
‘he sense that we
ave sold it, money
is in the bank we
A are not going to
= | loose any money

776 re-sale values
have doubied since
project finished

772 you have to !
maintain a track

607 Indigo mews

. record ) bf:’(f(SSYL.‘/ .
)
773 credibility that 608 there was a huge 810 fabulous 609 the scheme made
you have a success trust

rate

611 relationships
forged with
important people

604 three years to
the end of the

v

iearing expenence good money

646 suitably
profitable project
most profitable
development ever
done

i 771 we soid all in
relate project i stil talk S . three weeks
51 603 refationship to the guys that
between builder and worked on site 7
manager forged in
cluster 12
e vt 770 we discussed the
7o liadia fesling pricing for hundreds
of hours probably
764 no extra
interest to pay 765 no anxiety
766 did research and
comparables
- 758 we believed in
760 agents . our product
silteopiny s 68 the market was
everybody gets a FELION SHONGRFWhen
deal E

761 developer gets a
deal

789 in 1995 we were
just going out of
recession

762 builder builts

and makes a profit
763 user get a deal peol

beause agents seils
a bit cheaper than
normal

we finished in 1997

GM Cluster 8 Company set out and approach to decision making

58 403 differences
and similarities in
between AL and

653 we make our

GM in cluster 1

57 407 AL has
difficulty to deal
with daily goings of
a large project in
cluster 1

decisions as quickly
652 if we have Sl
problem we debate
for 1 hour, week
A X

651 ME is flat with

654 we have got to 56 559 our own
way up the times portfolio keeps us
busy in cluster 1

406 AL is ata
corporate level at
the top of
development in
cluster 8

620

55 577 Dorrington is
not strictly a
development company
in cluster 1

GM at the top

|
flat management
structure
hierarchical

401 we own a lot of

property 615 our decision

L\ process can be very

quick ... take more
time
400 partner and | do A L
a lot of
developments /
ourselves

619 dependant of set
out of the company
v

576 576 the type of
company doing
development is an
important issue in
decision making in
cluster 8

617 no one else to
talk to ... make
recommendations via
memo to manager
616 we own our A
company

614 small in the
number of staff
because of choice
.. big company
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nice mews type
development

658 Building B is a
self cotnained
building therefore
controlled and

manageable

GM Cluster 9 Interest in the potential of the site —
o1 %2?;?':::‘“ 60 486 debate of the
i
uninhabitable 59 472 saw the misx of use in
industrial estate in potential of the cluster 4
cluster 10 site in cluster 3 A
476 site looked
fantastic for
residentialor <———— 659 the natural
661 with bumt cars, " _ business space split of the
hypodermic syringes o it ‘ ' 1 A i buildings
all over the place S - [
AT78 price of site < 477 nature of the
475 site was a mess S .bmldmgs
but thought it could
be fantastic
656 the smaller N
657
buildings dispersed 65 Ithe Iar?e
A around the site 524 Cheap compared exising &/n\ge
N would make avery to value of property b‘ulldmg could
in surrounding area become a business
centre

666 today no jobs,
tomorrow 100

665 that would
create 100 jobs

62 661 site with
burnt cars,
hypodermic syringes
all over the place
in cluster 9

© 660 dilapidated,
derelict and
uninhabitable

industrial estate

» 64 499 economic
argument in cluster
6

o

513 generate a
profit allow to pay
for the creation of

business space

512 refurbishment of
space could only be
acheived through
change of use to
residential on the
remainder

511 quality of
existing stock poor

662 Site was ina a
DEA but buildings
are unusable

GM Cluster 10 Identification of basic planning argument

63 498 architectural
argument in cluster

65 500
sustainability
argument in cluster
6

v

663 unless something
is done there will
never be any jobs
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GM Cluster 11 Decision to change B1 use to live work

748 sold units with
residential values

747 developed
building B as

live/work <~ 629 new plannina
officer said ves to
chanage of use to
> live/work
, A .
517 plannina \
officers move on \

523 officer promoted
519 new planners the idea »
move in 7 520 borouah politics
/ change

628 we returned ’l
after a few months /
and asked for chanae /
of use again

521 vouna officers 744 conceot of
who think live/work was
difrerentlv ... old reasonably accepted

626 chanae of use 'a.shlon
from B1 to livework 74
Initiallv refused bv

planning officer

522 ambitious and
625 asked for chanae have a clear vision
of use to live/work
A 627 individual who
qave initial consent
had been replaced

743 business use A
didn't have the same
financial return as

<I|velwork 514 we went back to 745 technoloav had
olanners after first moved on and people
phase of development didn't require B1
746 at that time space as much
live/work values
were much lower than
residential but more 66 580 built out
valuable than B1 first phase of
development in
cluster 12

GM Cluster 12 Procurement approach

54 514 we went back
to planners after
first phase of
development in
cluster 11

580 built out first

phase of development - = 598 in Indigo went

from traditional to

590 procurement Design and Build 599 cost were
method is very A brought down
important A
[
591 fit in the 603 relationship
builder into the between builder and
53 510 planning project ”  manager forged

consent granted for
change of use to 50%
of estate in cluster

%

592 find the right
builder for that A\
specific project

7 A AN \
593 builder able to | . 52 604 three years
handle cash flow | 59:3;’5"?2 bzz’f to \ to the end of the
problems P 601 builder had risk ol
money of about A kad ite i
200,000 pounds 3 WoIKaC On Sileiin
| cluster 7
596 builder that can 597 builder that can |
relate to the 595 builder able to  relate to manager
architect handleu(,echrnaoloegucal ‘ 600 architect and
difficulties builder weren't
qgoing to see eye to
eye
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1 819 (cluster 3)
the whole team gets:
invovled

801 AL was
considering the
purchase of the site
for development
purposes

818 AL assigned KSR
as architects

804 he was to become

the project manager

T

T

site

802 we walked along
the site to get a
feel for it and to

advice him on what

the initial
feasibility might be

816 we would have as

800 i was approached
by AL the developer

815 AL was buying
the buildings quite
cheaply

free a range as one
would expect to
improve the
conditions and
quality of the
buildings

805 AL brought on
board GM becasue
they were a small
managed office and
had expertise in
just this area

812 the site
comprised half a

dozen free standing

structures

LK Cluster 1 Impression of site

817 AL purchased the

T 806 my first
impression was very
exciting

814 the condition of
the buildings really
didn't matter

809 this site was a
particular challenge

803 AL was aslo
accomanied by GM

811 how were we
going to deal with
the space between
the buildings

808 we saw a lot of
derelict property
and a lot of
opportunity

807 at that time we
were doing a fair
number of industrial
conversions

891 ultimately
deveiooer bouaht
them out ... paving
for an upara

equipment

968 you now there is
a deal somewhere.
thare is always
something in it for

rves

LK Cluster 3 Planning and Design issues

823 we could have a
eac base from which to
work with

869 we proaressed
and got in tune

821 there is a fair
amount of work in
understanding the
existing buildings

5818 (cluster 1)
impression of site

979 the team has to
track the design as
itunfolds

820 building the

887 concem from

4950 (cluster

two approaches with

bt grant mora =
830 how to deal with résidentil units
the finance of the that we could \ )
- provide parking \ 578 Balance between
space for a number of ssues
B \
Vot
\ \
. \
886 the effect of : \ \
neighboring N
industries would N
have on the

residential amenity

873 Parking was
big tssue for the
neighborhood

876 parking for \
business space was

892 density is not
50 much of a problem

5 g oy nota major issue 354wy contnt
fonger 4 more
iness space

without interfering

design is very much

852 we knew that we

967 trying 1o

noise 1s much

more expensive than
trying o deal with

fat source

toam particulartly

couldn’t get all of
for a wood workers

it residential space

a cost and
architecture balance

factory >
7 872 Carysfort Road
s very shorton
parking spaces
838 site
investigations.
indicated noise and
ar pollubon 874 Houses on
problems Carysfort Road have
been subdived and
have short frontages

893 dealing with |
existing buildings |
means planners no |
longer have a set
markerregarding
density 83 residential and
business shared the
same courtyard but
not the same access

882 we didn't want
the business.
building to interact
1 closely with the

residental
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— LK Cluster 2 Development of plan for site

864 Buildings were 828 decide what
being measured structures would
replace them

827 to decide which

ol — a2 0 asortie me - 826 to decide which
i ey work S0 ecTiel Bkngs woukinesd buildings could be
o lopeihe : <« AT to be demolished _ retained

N T et v MR
/

860 windows on the

west side would have 856 the boiler house J |

been very close to stood in the middie
Carysfort road of the courtyard

properties
/ I
\

859 Building E was a

long thin space only
receiving light from /
the east side and |
roof light |

824 the first step |
was fo develop a /
pian for the site | 1

3 819 (cluster 3)
the whole team g
olved

|

839 didn't give /
s oymhpman 855 Building C was \
on the courtyard and \

835 not very much
could be retained

2 829 (cluster 4)

» design would be a
» blend of existing
and new build

846 it would draw
the boundary between
the business and
residential use

Y quickly we
identified building
B 4s business use S~

\

862 There wasn any R
opportunity for \

849 Hackney would

creating any new
space with burldin
E o joad to lose the
- employment
opportunity space in
favour of

residential space n
totality

861 Buiding F small A

value
7 could contain a lot
of accommodation 842 it was actually
[ miskuoadbotie  SrobuduseR T rne e e
838 #t didn't give night one if we were  down in the middle /
the architecture to have a business with the circulation [
833 it was very much e corndor in the centre
just a shell v A
A Y 843 it was over { industrisl
kg | 500t kst
L 837 it didn't give back to two floors | ployment usage in
834 fairly ight some anchor in the | their history
weight construction 832 building A ecivironment
overalage started ts life as 844 Building B was
proportion of fts a garage then became in the access road
- a Chiness Noodle 836 it didn't have
factory any architectural
merit or out
standing festures
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LK Cluster 4

10964 (cluster 6)
produce a very 982 we provided al 295 it rook & while
the production 0 get the right
with bl of rawngs of the: -t
quantites first stage r o
/ 1050 we coukdn'
orove the araument
/ » ©
/ celiings
/ | \
/ / 1036 e new 1042 fireproofing -
\ and sound of e
" o " svuchses were
oovmsrgcrod | A T oo mare
200 1t was pretty a tan amount wifk < g STk e i
ot ko A
X \ structure dself
- \ \
. iled hatlow \ \ g / x
esideral construction on / RIH ackess ware /
A ane of the floors. 896 we knew what the | /
/ / \ / 1048 was the.
fo20 sesign woura sy eyt \ / eits mowh o b
"2 biend of exisning idon el exbrgueshng
ot new butcings. ! \ sl s
o 1043 thero was some
/ etermitient pent
/ / evetop on the sinuc 1045 It was more of
2 / hat we wanied 1o issve
9 [\ / ” " bulding 8
/ \ X A
| 838 me densty
within bucings s
; / ook 974 was a batte \
12828 (ctuster 2 / [Smerag N o integrae e > ¥
decide what A ‘parkang with the 1046 there was a
Rt P | open saper 1044 very unusual very elegant beam
opiace them / v oa / and columns. Sy ncer me
/ / dead flat by puting
/ \ plaster board
je which / / | \ 911 New structures
cildings coutd be 904 ow tag or sl \ for buiding F were
retainec / e urrs were going | easy 10 develop 1011 the two.
903 2 certain ote | " tuildings would have
. / ad oss the
quantum of space
courtvard which was
hat e had to \ very important
' 969 cost driven / / \ !
899 i ook a whie Lt / g70the | Sl4Meewasa
for us 10 get use 1o 4 90 clearer wan | achviectural et need ot
the cars in A the chenthe | concept type of product
he open spaces market into which P B 1010 play with t 30
. under e buildings e commercsal | | \ AR ol i
| the | \ same. as
/ seviopmest ook | | ‘ il
ve [ 821 planners won the
i 4 argument and they 5
| "ot three houses 10091 coud save
propest viatie 5 e developes BOX
1006 the need for | | s
outdoor spuce
[ fecormes more " 008 | warnest 1o
1 enevue e
d ane have
v some actty on @
01 1 was ey 912 where tasiding F
ety ) the kot 4 > a5 we coukd S0
roversace, wer v et we cou camsiy
o 1005 it wass @ new e tedsem
foor qute hgh up houses wih bite
‘2nd has good view S e Tk
was the prmary
1002 AL sieurons etement
ot he development 1
concest
et i 973 we would have
1003 twae i very b ey e
1 go gloval, nce and
nge easy 1o work with ooty

Development of concept —
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LK Cluster 5 Issues with building A & solutions

18 921 (cluster 4)

planners won the

929 had two argument and got
conflictina three houses
architectural briefs v
which never quite

came together -

915 We went into a
Jot of debate with

building A
A ~ 922 pressure from

910 agents were keen
for a fair mix of
accommodation on the

963 we (KSR) didn't
talk directly with
the agent GM and AL agents —
did M A
/ ’ !'
918 there wasn't Ve / ‘C ty
g ocaipangseac 919 the block of r A N
for the block of flats was to high /. ‘
flats A .
. A
7 / ‘
! — | 927 the signature of
916 agents wanted a 923 agents wanted l three houses is like
small block of flats the structure to 2 ers a little brookside
look like a block of wante close around a court
flats N yard

where building A
used to be

925 agents wanted
you to come in and
see a converted
_ industrial building

924 building was the
approach building at

N
920 there were
the entrance access

overlooking problems
into the playground

site

926 building A would
make the signature
statement for the
whole neighborhood

LK Cluster 6 Designing with a

990 it was the riaht
way 10 go in the

chitectura
concept

21 996 (cluster B)

tender documentator:

gets analysed and
approved

995 wrote emolovers

contractor operates
under desian and
buitd

h

budget & change of contract

980 it involved a
aior chanae in the

nking of the work
we had done

'“::‘";m;"“ 946 the reality was 949 we went fom
hat it was verv n
affordable housing bt b s M:‘o“‘;‘cw;im:d > 099
atabout 105-110 market "~ design f
pounds sqft s . 20 981 (cluster 9)
|
T r
| | \
936 we had to use 438 we only kept the 944 risk of how the 940 risks in dealing 985 found out tender
ndows in a S bt et wouid wih exsting came back to
vertical format perceive this bulldings expensive
y Sl unusual development " e PR
’
937 windows in 1071 in the end the 832 units would be 945 would it 941 you never know 986 3 lot of the 984 produced very
and of actually be worth 943 elements had to risk was being pad
building A had a bottom end what you have is. el g
slightly more staircase was ok Purchass 150 pounds saft potoparetizied] be replaced for a
industrial look 7 % A 7
942 contractors
undertook partal
demoiition and found 987 you don't know
1070 it pulled 360 baiconiet wers 1072 there sre small inss el il iy
fseilinandbecame  pexpensivetopit  COMPromises on the going 1o metecialise
a local courtyard n way oot
1069 Pressure from
tha 22 992 (cluster 4)
staircase shrank N 1080 ees saotend vkou we were very we provide all the
. < keenon having a production drawings
Sipensive glass roof over the of the first stage
between
building B
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957 convi

= planners a

ap

962 get planning !
1052 we would be in

955 get a better
rce;-llll 3(5 an permission in three
architect or a Ipportive
uj role
developer s ©

953 you hold out for
more

with planners o
deveiopers

apy

DPIC

964 AL advantage was

that he didn't buy
the site for very
much

LK Cluster 7 Decision on approach
to planners through negotiation

|

958 it was a new
development for AL
as a project type

959 Nobody was
certain of their
ground
A

961 agent could not 960 QS could not say
say exactly what it exactly what it
would cost

would be worth

LK Cluster 8 Taking on an advisory role ——

1079 we succeeded in
brinaina another
form of housina into
the market

1034 GM made . 1000 fur &
nt calls on architect you lose
_J o site ontrol of the
ct at that

1001 other issues

are more important 1012 they didn't do

1031 GM dealt with
the contractors and
issues that were
* emerging on site

1073 in the end i
think we reached our

goal

T

991 our
diminisi

996 tender

documentation gets

analysed and
approved

1029 he acted as the
right hand man of AL

1030 GM just saw
that things were

running smoothly on

that something that
was missed in the
1013 told the peosee
contractor to store
bits of machinery 4
found and 1074 it was a
redistribute them popular development
across the 1
development
1075 it had‘quIte a
1014 the courtyard few compliments
would have had
sculpture which
related to the
history of the
buildings
progra
1015 something we
were looking for

mme

1076 the difficulty

for us was on the

first phase and the
low interior
specification

through on our

Jesign ¢

1027 GM had a
stronger influence
once it went design

and build
4 A

1028 GM didn't have
a huge role to play
on the residential
side

1077 i recognize
that everything
architects build
cost 1/2 million

pounds and most

people don't have a
place to stay

1032 GM differed to
us occasionally if
there were design

998 issues were
minor during the
construction phase

999 junctions here
and there
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26 980 (cluster 6)
Itinvolved a major

28 984 (cluster 6) gy Chanae in the
produced a very inking of the wort
detailed package that we had done
with a bill of
quantites

983 itis not
possible to do that
level of detail
especially in
existing buildings
close to dereliction

982 you need to
quantify the amount
of repair at the
quantity stage

working in totality

1017 are the numbers

1022 internal
finishes on the
first phase was 2
bit low

1023 Buildina B
second phase the
quality of finishes

Is much better

1026 AL knew how
much money he had to
spend

1021 the building
envelope was pretty
much set

1024 the nsk had
gone out of the
development

LK Cluster 9 Compromise between quality and cost

1025 they knew it

was going to sell

well as the market
got better

1060 live/work was

very popular
1061 Live work was a
soft option when
authority didn't
want to give up
employment space
1057 proprtion of
ential and

business space

1062 Hackney had
more industrial

stock
1053 AL was very
yood, he only came—
in occasionally
1055 if the planning

officer sees the
same people all the

time he will get a

measure of them

— LK Cluster 10 Involvement of AL at project crossroads

1056 core de
had to be ag

"o .

1059 the second
phase change from
office to live/work

1066 comply with
designation of
978 agents found spaces
that there wasn't
much demand dgr
office space

1065 challenge for
us to design three
flats simultaneously

T

977 we embarked upon
the second phase of
the project
A 1058 degr
parking

1064 the brief was
to design two
bedroom flats and
undress one bedroom
adjoined to living
room so that it
could be used as an
office

2 whole of
uilding B started
off as offices

-

1054 the planning
. officer knew that
the project was at a
crossroad

30 1052 (cluster 7)
we would be in a
supportive role
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RJ Cluster 1 Impression of site &
development of role in the project

1110 there was a ot

|

1144 all

refurbishment work

to the envelope had
to be done

1133 product likely
10 be less viable

establishing the end
duct tha

t they
aged

1236 agent would

normally advice the
client direct

advice directly the
design team

1237 agent had a lot
to do identifying
the product

27149 (c

ost plannin

to arrive at a

which matches

what we expect

meet certain

qualifying elements

1148 continual
battle to compromise
quality and
expectations against
cost

1225 contamination
wae a big risk

.. 1145 small slice of
choices of where to
take out

1132 architect had
higher aspirations
for the end product

1122 we would talk
to developer
architect only

1135 the loft market
was unproven in that
area

project had tc

1224 we had to
evaluate and advice
on the cost plan

RJ Cluster 2 Constraints
on the budget & design

1221 it went through
quite a long process

1150 went

1222 AL hired a
grant consuftant

1141 paid

tentiox

mainly fo the extent
and quality of the
fitti ut of the

residential units

1220 sorneone had
1140 sought suggested to AL that
there were grants
for such brownfield
site available

olutions

meeting the budget
| A
1147 looked at all \
sorts of kitchens, 1139 very though
bathrooms, lighting \ budget to meet

1138 impact on the
> amount

money that
ailable to
spend on buildings

was a

1136 bench marks for
what sort of return
and selling price
were very difficult

to ascertain
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RJ Cluster 3 Decision to change the
form of contract to design and build

|
|

1149 cost planning
aim is to arrive at
a tender return
which matches all

 what we exy
v

1229 differences in

perception between
architect and QS on

1240 a method of
transfering risk

1180 it would 6 7164 (cluster 4) =
totally ruin the  Redcon was the
project ... benefit  successful
the project contractor
7 k 1238 nearly all
responsibilities lie
1 with the contractor
and architect
1 in't 1239 much simpler
take de 1 contractural
t enario t | relationship between 5 1192 (cluster 4)
- the contractor and got feedback on who
A | L the client was more willing and
! ' more valuable
1172 we reccommended >
the change of
1178 it was felt contract to design
that there was and build ... stay 1171t wasn'ta
VESDO"S!DI'I(Y to with a traditional panic of what to do
the architect Combatt AN
A AN
1163 we had three or \ A . 191
four prices - \ — 7 [ N - andid
‘ N \ | 7
1177 design had ) /
developed a long way \ | N} i
\ | \ / her ; »
\ | A |
1176 there was a big
ment of cost |
associated with the |
architectural fees |/ \ | 1480 took the view
| \ . that we had got that
1159 tender came \ S far
back to high wit
s process we should
A use it to select the
T ; sntractor
1158 we went out to
tender knowing that
we were going to
> come back high
1152 we didn't A s
entirely succeed in
the cost saving
process 1161 the tender list
y . of contractors came
T 1169 we put together down to our
a tender package experience of
suitable contractors

on other projects

1162 people we knew
who were good at a

1228 too much high
quality particular type of
specification work

1154 architects 1153 architects
start doing their changed from where

sketch drawings we the cost planning
will sketch out was

|

P . specifications
3 1150 (cluster 2) associated cost 7
went through a cost 7 Y
planning exercise |
1155 architects v ) .
should be developing 1157 final drawings e w;:::\?fhaa'cm(f:(h
in parallel and did not reflect what s many of \thsyavln s
coverging we needed to create thins o8 v 9
o we had to make
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1241 in the end we
came within a few
thousand pounds of
where we needed to

get

1219 took an
overview and said we
would get a similar

pattern in other

parts of the
building

1218 had to go and
investigate in
certain areas

given to Redcon in
exchange for the
A chnical risk
\ }‘ ¥
/
\ 1213 major risk 1200 went Into a
areas the contractor savings exercis
\ was worried about
1212 potential for y, r A
the cost to go even \ /
higher

1209 there were some
design risks that
hadn't been resolved

1210 fire protection

property
particularity

— RJ Cluster 4 Negotiation of contract

1235 t was the
right solution for

the problem <

1234 our role was
significantly
reduced becuase of
the change of

contract

1233 GM took the
1231 original s
administrator under
the design and build
contract

1232 we were held as
architect was paid
advisers
as an adviser
pa A

1230 negotiations
concluded with
Redcon

7 T

1208 an element of
developer’s

contingency was

areas that could be

addressed to make
savings
1214 concem for the t
structure of
existing fabric

change of contr
to design and &
rather thai

with a traditiona

cantract 5w S
1181 estimating Y
error on our part

7 1192 g

1189 there was a

lack of recognition

a feed badk
of increase of cost

nd more
1 A
\
1190 cost plan might pe
have been done one 4 \
year before 184 not easy to \
acertain the risk on \
1188 the project had the part of the 197
(i Person pricing #1193 one candidate RUIEC
to get invotved in
ong time was slightly anxious the process
1183 there is so about ihe situation .
much risk in the 7
building fabric:
1194 they would 1199 contractors saw
probably lose an each building as a
architoct different job
1185 architect was 1196 candidate
going 1o come out _, didn't want to come.
being unhappy

in and fill in his
shoes

1198 the way the
site was set up

1185 evaluation of
the tender documents

1207 gave us a set
up 38 a sampie area
1203 tried to 1173 we knew that we 1206 typical types.
ascertain where all o L of repairs that
the risks were ® them
1166 they were

somebody we knew

woudi be required
r

1174 they were
realistic and
straight foward
they had 1187 perception of

the market over the

coming period

1186 all contractors
will have a view
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. . 5 ais
—
AC Cluster 1 Dealing with existing structure
1511 QS had within
his budget a
contignency sum
which he would
adjust between 5-10%
of the contract
value
T \
512 adjustments ¢
N
4 0 1510 discussed
| things that might
come o fite with QS
1528 structure was
3ij \
1540 good decisions
will flow from all 1634 | wouldn't say 1507 got fairty 1509 you can't see
1648 more expensive that knowdedge project was minor stuff (to deal everything until you
t0 sort out problems poor decisions from different from any with on site) are actually working
X poor knowledge other on the buiiding
4 T\ % * - T
I— S 1503 i ateraton 8 1502 cluster 4
erstand what think that we work there Is always we worked quite
A4 v 1545 surprises wil dersiend wha losely with the
advant e is the mos: understand buildi -
he scheme COmSLS: important e things always coming main contractor
7 7 Ab . up i
1 1465 {cluster 2) p 14834 confirmed to AL 1504 becuase you
site was fifthy and it could 0
unhealthy ted to other the Lts of can't open the whoie
es . knock buiidings-that buiding at the
» and build ne > aren't worth the beginning
7 = - effort to save
1466 the basic 1478 some bulldings: T 15384 o ; 1530 we have worked
structure was fairty 1542 we had a lot of " W pleos 1531 we tackle them
1470 abviousy robust and in good me to #ssass the bk QbR (the buildings) very on 50 many buildings
- condttion buildings i thoroughly
7 the problems 1537 higure out how 1480 some buidings & J43% (efesiar 5
were relatrvoly 1478 some of the the structure i wers pretty b icdy a1 2
> superficial 1543 e chients  buidings were working and how hard e '
1469 damp 1 frm farrm es pratty poor 4 i
penetration 1488 tillings that ‘nesded
were falling down 3
21455 (cluster 2)
had a look at the
condition of the
buikding fabnc
AC Cluster 2 Initial approach by AL for advice
1484 | didn't think
that tvoe of
o83 my st , conversion would
ouaht was that the work <
site was extremely Rl S e 1 1487 The site was
8 1466 (cluster 1) run down an area that one /
the basic structure 7 ¥ thought of to live remote from good
was fairly robust public transport
and in good 1483 AL asked my
conditon 1453 ct invotved . 1455 had alook a 1485 the Harket opinion whether ioft
] fler AL e conditions of siyle conversions
bought the site ConstriHon the buikding fabric wasn't as buoyant at > would work in that
v T engineers = the ime = area
! N !
“ h |
1451 we speclalise 1482 deal locally 1454 AL rang me up |
#65 “;":: in the analvsis of i know a bit about satopedot st 1
" Y. unhealthy building structure property in the area the premise |
1484 part of the 1452 wa Have & lof 1456 AL had concern
v that it might be
complex had been of exparfence in the better just fo sell
usad forthe conversion 1462 wasn't sure if . R Apf«z{mq P
preparation of "“"”L"»“:“'s’“ nsw ‘"i’%sﬁfmvf.':is develop it at that
hinese food b Woskd § stage
nese 7 effort that they =
went into
91470 (cluster 1)
obviously site was
1458 Dorrington
infested with rats 1548 we have dealt Prooatbes had 1459 &t was their
with everything from opeitos first venture in
fine to shocking usually been city relatively run down
centre high value -
buildings e areas .
. LN 1460 Hackney has a
1547 converted ot of deprived land
buildings where we
have more or less 1549 buildings where 7 1529 (cluster 1) > )
qutted the whole there is hardly we like to think 1457 Dorrington 1461 new venture to
structure and just needed any that we understand Properties aperate take on board a
maintained the Involement buildings quite well very much in the derelict factory
wal central London, west complex as an
outside end investment
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— AC Cluster 3 Views on management

_ 1519 In the end of

1513 the process was E thewday it went well

well managed

1514 AL is a good
project manager

1515 AL is very
clear in what he-
wants acheive

1516 AL is a very
catious operator
7

1517 we spent a ot
of time thinking and
anging the design

slightly

1518 AL could see
getting better value
out of a shape

—  AC Cluster 4 Change of role &
further work on site

1498 our involvement
with the project
manager was minimal

1524 changes carried
out by contractor
were relatively
small ... big

T

1500 Project manager

would be chasing us

to make sure that we
delivered our

1525 structural work

had become fairly1501 project manager 1502 we worked quite

designs to the right fixed was just a closely with the
people at the right supervisor he didn't main contractor on
time really interfere site
with our work at all ! \
1526 more

modifications on the
architects part in
terms finishes and

final details 1506 had to give

contractor detail of
the strengthening of
the metal work

1499 Project manager
was driving the
construction

1523 KSR took the
role of advisers

programme
T
1505 correded steel
e 1521 project went to
work built into the tender

wall

11 1488 (cluster 5)
discussed structural
issues with the
architect

1520 worked veryT
» closely on the
design of the scheme

1541 work on site
was beina carried
out

10 1503 (cluster 1)
in alteration work

there is always the
unexpected things
always coming up

1522 we were
employed by the
contractor
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— AC Cluster 5 Structural issues & design

1491 most of the T =
time we would try to i don't know i
make the buildings . it wmrkei n1";‘%‘5 sm_anrl\i rau l?hg{
Comp( their inancially 1 have desia
4 my doubts (roof “;;‘ssets)

(architects) desires
... ot ) |

1493 in order to
accommodate
structural work

which would be to
expensive to alter

13 1520 (cluster 4)

worked verv closelv

on the desian of the 4
scheme

14 1481 (cluster 1)
we confirmed to AL
the bits of
buildinas that
aren't worth the
effort to save

1492 there were
probably a few
instances where we 1489 all our work
had to compromise was driven by the
the architects architects design
design =
\

1490 to get an extra
fioor in and to be

1488 discussed
able to walk on it

structural issues
with architect
v ®

12 1471 (cluster 1)
buildinas could be
adapted to other
uses rather than
knock them down and
build new

1474 questionina
whether buildinas
were strong enouah 4
fo take all the
subdivision that a
- residential property
needs ... a factory
A / ks

1472 we were cutting
holes for staircases

1476 putting in new 1473 we were putting

fioor finishes to artitioning uj
acheive sound pv Aok
insulation -
1477 putting in
mezzanine fioors to
get an extrapart < 1475 generally there
level in were larae open
spaces very tall
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HB Cluster 1 Identification of principal planning issues —

1381 B block was

buikdings tWmed

employment area

away from the main

1363 locate
residential in the obvious for
internal environment commercial
4 = A ~
|
1365 developer | 4 Kanity e
1364 croation of the wanted to meximise g o 1362 block B had the 2 1335 (cluster 2) 31370 (cluster 2)
mews type the amount of - commercial frontage " sis on which councl had no real
Snvironment residontial x planning application problem with live
v 7 was put foward work just wanted fc
. understand the
planning conditions
1322 the architact 4
assessed the
1366 residential shysical — — 5 1379 caretully
gave the highest ot & consider mix of use
values the buildings 7
7
o 4 1320 we sought where 1321 made initial
considerations on
<« the intermediate
and employment land concept of iive work
A [ ® 1 [
|
1353 adviced on how | >
1o respond to what 1517 we maved very
the council would be . . A319 the council did ~ swipty in seeking p 1367 at the time
asking for > 1392 analyse 1316 there was no not want to fose alf to agree with the liveMwork concept
> planning issues real beneficial use was relatively new
2. A . Aoy
1350 gave advice 1o ) . |
architect on the mix ) 7 A A ¥ |
of land use | | / | |
1315 it was cloar
1351 adviced on how 1314 the councils 1359 made it cloar ol y 4806 Fiore yaia
opening stance as 3 we would not el feeling atthe tme 1368 there had been
1352 adviced on retos of oot ¢ sustainable as |
35.0:1‘ foad on how matier of po prejudice the e o that there wes one or two livework
o e S20gbl e protece remainder of the DEA it stood ... coulc . growth of pecple et
ook existing use ¥ continue its preseny home
amentty \ oo % wrorkng romy
7 ®
5 1306 (clusier 4 /
it was a very run 1360 the site 1356 the nature of
down buildings in charactenstcs and the e
poor state xisting
. materially dfferent employment was .
4 1 the DEA minirnal
A
1308 the vast 1308 Sare. were
y of stil a few peopie
buiidings were stil working there
empty
7 1311 (cluster 3)

uster 1
made initial
considerations on
the intermediate
concept of live work
units

1333 had to deal
with some reductions
in bulk jeining the
rear of the
residential
properties on
Carysfort road
[

1342 sunfight and

1397 local authority
daylight impact on

at the ime wanted

A 1337 how wor

1336 had to comply

with planning
conditions
1403 planning exist
because of public
interest
= 1401 got planning
consent

1370 council had no
real problem with
live/work just
wanted to understand
the planning
conditions.
- =

Ju the  \ 1335 basis on Which

liye work space work planning application,

to be seen adjoining
supporting an residential .
element of ropeties \ was put foward
employment — 1334 questions of \ ¢ *
overiooking, privacy \\
and distance | \
/ / 1341 technical
issues on the
1381 | wasn't 4 highwaty b y
heavily involved in 1 /
the lve/work change 33?,,?;::,:"'"“ 1340 access to dite
of use 7
1377 council tried 11 1320 (cluster 1 "
oattend forthe 1378 there needed to we sought where to wsie 3 e
business element ——S be'a balance on how strike a balance |
and where parking between residential 5
would be provided and employment land fa
use
1376 we wanted to
provide parking to 1389 AL knew that it
meet the market would have taken
1390 any significant months
scheme always does
take time

r HB Cluster 2 Discussing & addressing other planning issues

1388 appeal in 8
weeks against the

council non
determination

1382 I think people
misunderstand the 8
week issue

A oS

1385 in practice you
are conducting
compiex negotiatians
it always takes more
than 8 weeks

A

1400 persuading and
agreeing take time

1387 if you already
know you are never
qoing to reach an
agreement and
believe you have a
strong case for
appeal

1384 if the council
does not decide in 8
weeks you have the

statutory ability to

launch an appeal
R

1383 it is not that
the council must
decide in 8 weeks

1398 it wasn't
simple

7 S

1399 you always have
to persuade planners
to agree with you
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14 1314 (cluster 1)
the councils stance
as a matter of
policy sought to
protect the existing
use

— HB Cluster 3 Dealing with environmental health issues

1332 we would
improve the
environmental
quality of the
residential site

12 1312 (cluster 1)
the aspect of the
property was much
more towards the

park with
residential
neighbors as 1372 council did not
use their

boundaries

1311 buildings
turned away from the
main employment area

deal with it

1375 as long as you

not a problem

enforcement powers

1329 fans were
spitting rubbish on
to our side of the

itis

party walls

1328 timber business

had a very poor

plant

1310 bui

1393 DEA was
aproduct of the
Victorian era,
industnial phase

1404 site was
Industrial use

1326 timber business
next to site at the
time

DEA concept of
ing to retain
land and buildings
in order to create
|obs is flawed if
the market doesn't
respond

1371 council had
their own
enforcement powers
as well If emissions
were causing a
nuisance

1325 had to deal
with issues related
with environmental
conditions
7 4 2
1330 concerns of
Industrial emissions
and impact on the
use of land for
residential purposes

1373 ground
conditions, that is
ground contamination

1327 timber business
had a lot of timber
gluing work

1913
the first issiie w:

continuina as it
stood

1346 lead the
neaotiation with the
plannina authority

and present the case
in the best
appropriate light
1

~ HB Cluster 4 HB role in the project

16 1354 (cluster

! 1301 advice land

auided the architect

technical r
to the issue
were

plar

18 1315 (cluster 1)
it was clear that

not

the site wa
suitable as it stood

rather than continue

with its present use

1344 my role was to
do the planning
process to the

ground of planning

permission

1307 buildings had
been used in
something associated

with the rag trade

1343 AL approached

me because we have

known each other for
many years

to carrv out th

owners, occupiers,
developers,

o in the governments agencies

orcess

and public bodies

1302 advice on all

aspects of property
A .
1303 ownership, v
1347 coordinate the  development, land 13;)3“ G;r;LL; 'ltigre e-ds a
planning phase of owner tenant, =
the project ratings, tax, surveyors an
7 planning, in a whole property advisers

range of property

1306 it was a very
run down buildings
in poor state

1305 my first

involvement with

Carysfort road

project was after
the site was bought

v
21 1310 (cluster 3)
buildings were part
of an employment
area of the local
plan

1304 | am one of the
two partners that
head the planning
development
department

1394 buildings were
100 years old, worn
out and had not seen
much investment

20 1309 (cluster 1)

the vast majority of

buildings were still
empty
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1618 enabled the
developer to proceed

1617 we provided the
sufficient funding
to plug the gar < .
between cost and
value

n -

1816 project could
not proceed

1619 grant would
allow to cover
various individual
costs . put their
money in a building
society eam
interest and not
bother with property
development
b

1602EPisa
government agency
whoes remit was to
facilitate and assit
the redevelopment of
derelict land and
buildings

1620 need of to
cover the value of
the site, cost of
construction,cost of
treating the ground,
professional fees,
level of developer's

profit

need

1604 formal
recognition of
deprived areas
through the UK
government European
Regional Development
Funding (ERDF)

1603 to create new

jobs and new housing
units in what were
defined areas of

1615 figures put
— foward by developer
indicated that
project couldn't
make a profit

1614 project had
significant abnormal

1607 this area was
either in or
adjacent to a ERDF
objective area

1606 formerly

central government

assistance could be
given to certain
types of projects

1605 various regions
in the UK have an
assited area status

1612 site
contamination
demolition works
required, special

foundations

AS Cluster 1 Objective of English Partnership

11643 (cluster 2)
it took one month to
go back to developer
saying yes we would
support it

1624 does the scheme
meet with the
objectives of the

agency

2 1623 (cluster 2,
look at the
principles of the

1610 funding hem t
scheme firs

provided to project
is to deal primarily
with what we would
define as abnormal
development cost
1611 cost that a
developer is going
to incur which he
wouldn't be
incurring If he were
developing the same
project ina green
- field site

1613 cost that
contribute to the
project becoming
unviable

1638 i know this

AS Cluster 3 Second stage application

1639 all planning
issues were resolved
when it came back
towards a detailed
appraisal

1646 we would

11 1654 (cluster 4) h
offered to .
Dorrington funding

oroiect went throuah
auite a protracted
neaqotiation with the
planners

1683 make sure that
in aeneral terms.
| thev were happv with
the scheme
A A

|
1601 the project was {
taken foward under
the wing of English

1600 oraanisation
has chanaed since
Carysfort proiect
has finished todav
we are London
Development agency

Partnerships

1641 there were some
issues of detail
that panners had
concems about broad
! principals were not
controversial

1682 we would talk 8
to the plannina )
officer and discuss
the scheme

1609 consultant

worked for developer
and out toaether an

application for
funding

reauire plannina

consent had been
aranted or had everv
confidence it would

10 1648 (cluster 4)
| we look at the
| valuation of the
9 1623 (cluster 2) | v project
look at the {
principles of teh 1645 provide a
first scheme detail application

T

1622 two stage
process of
application

1644 project was
taken to the second
stage

v

8 1643 (cluster 2)
it took one month to
ao back to developer
savina ves we would
support it
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AS Cluster 2 First st pplication =
1692 we have qeared 1706 consider the
it more towards 8
wider stategy coneck of & e
A A 6 1644 (cluster 3)
\ project was taken to N
1680 the years.we the second stage
didn't spend the Bt
money it went back 1688 now wa have gt 1632 a very crude 1705 at the time the ~ 1707 didnY get into
1696 we own stes 10 the central pot more projects than and rough judgement 1702 creation of new 1699 not an ideal scheme was the theoretical side
Gorsohed English we have got funding against the level of job opportunities approach suitable for of it
a 2 o 9ap funding required b 7 ¥ business use
national agency AN [\ s
1643 it took one 1 . %
{ saying |
1691 government d support it -
- looks at what you 14 " 1630 did a cn 1700 tt was
1650 we siated ‘spend and decide on yrocess was 1897 in reaity it analysis based on something that was
under spe what to give you the. ampletely open in s not that simple DTi statistics dictated 10 us 1o do
budget L god 1703 look at how
next year Do A S 7 A ¥ times ¥
1642 quick look at i a 1
the project |
1686 developars X 1704 types of
1 atareas  land owners could e s Lo bl 1631 amount of fioar > remises that they 1701 inherited from
like royal docks resmeria 1684 7 was set as a of funding for the sedlrmadidin 627 e projectwas  remises that they o nherted
greenwhick, \espectve of new organisation in profect represent e get 1 job per very much a mix used asaway
Bped London and we were value for money to 401 scheme derebicl
h where \mhr sites looking to take up the public sector sqm AT of operating
wore within the il 1698 creation of Y |
defined area 4 A floor space does not |
A quarantee job |
creation /
1626 value for money [
is anywhere betweon 1628 s
4 1624 (clustert 15000 pounds there
e wouldn wers
e w1 v D o e 1834 scheme hadto foes t neet indwidual job. 1629 they farge proportion of
ccapd and w1 to spend be realistic with the objectives g unit, that creating a number of business space going
project : of the sgency would ba created in Pousing units tobe
the project
' 1636 involvment of
local regeneration
agencies.
3 cluster 3) | S )
know this project [P -
went through quite a wo siege process
s 1637 wasnit contrary spplication
negetiation with the to UDP of the area
planners

AS Cluster 4

1670 it might have
altered the amount
of funding we would
provide
B

vad
day

come 1o us at
one wil the
residential scheme
it wouldn't have
affected us looking

1669 at that point
in time we feit the
housing market

needed assistance in

certain parts of
London

1681 we would
reappraise the
elements that had
changed and 100k at
what additional
value they would
generate and what
additional cost the
would incur
"

1680 we carned uu.
a negotiation with
the developer

A 1680 project was
given to somebody
eise who is no
longer here

1661 subsequently
Dorrington felt
there wasn'ta
market for business
| space

1665 residential
market in that area
was changing and

improving

61671 er 5)

ment specified

cl:
vgr
that along with each

residentlal unit
sold for more than
mated valu
suld get 50% of
made

the

we w

extra valve

1650 make sure
values of project
were reasonable

1848 in house
surveyors checked
the values being put

foward as well as
professional fees

13 1867 (cluster 5)
proposal was
accepted

T

1658 my role
basically
disappeared

A X

|
1659 i moved away
from the project

T

1655 Dorrignton
Accepted

1727 gave them a
reasonable period
within h to
complete the scheme

1664 we don't have
the resources to
follow up on a
project

1857 they had been
on site for a couple
of months

T

1654 offered o
Dorrington tunding

20 1845 (clus
provide a de

appl

ation

18 1646 (clust
we would requ

planning consent had
been granted or had

every confidence i

would

1712 we wanted to 1700, citscussen

make sure that the

project starts and

finishes on time agreement with AL
I 7 R

details of the
development

1656 involved the 1713 something we
solicitors to put a learned from old
development agreements

agreement In place "

1715 developers |
found ways around
the agreements.

1714 od agreements
were very loose

1653 provided a

3 g guarantee that they

would take the
pia - responsibility of
. delivering the
development

\

Grant offered

10 (cluster 5

negotiated the claw
back arrangement

| 14 1720 (cluster 5)
no project is the
same it had to be
tailored in various

areas

1718 we had to have
consistency on the
approach

1716 we had a fairly
standarised
agreement which we
only had certain 1719 not to set a
discretion tovary  precedent of giving

W away certain points

1717 agreement was a
national policy
through the agency
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211681 (cluster 4)
we would reapraise
the elements that

at what additional
value they would
generate and what
additional cost they
woud!

1678 unusual, In a
lot of projects we
don't see any money

back

1679 the values come
back at less that
was envisaged. at
the borderiine

1667 proposal
accepted

had changed and look

1733 the evaluation
of the time was
fairly low

1731 there was a
of incentives for
tenants with rent

free periods

1734 almost treat is
a a joint venture
approach

1732 now we are

where
more share of the
benefits of the

project

1677 we more or less
got back ail the
grant funding that
we pul in the
project ... no money
back
N ,

1676 economic
conditions at the
time nobody ever saw
residential values
would double in a
couple of years

was

1673 we would
require a share in
the success

1722 our evaluatiorr
figure might have

been lower

lot

1730 maybe 2/3 of it
were let

1728 from experience

on other projects we
have learned to

tailor the claw back
to suit the project

agreement
ified that along
with each
residential unit
sold for more than
estimated valuet
ve would get 50% of
extra value made

1721 the claw back
_ Money was an issue

AS Cluster 5 Negotiation of
grant agreement

1725 you have got to
accept the clauses

A
e 1729 shopping centre
projects agreement
specified that ey
calculation for claw 1724 if things go
back would take 12 exactly to planned
months of completion it is x thousand of
pounds of free money
1723 in the end of
the day itis a
grant

1674 this clause was
never there to make:

1675 we were dealing
us profit S =

with a project that
wouldn't be viable
without public
sector support
1720 no project is
the same it had to
be tailored in
various areas

25 1718 (cluster 4)
we had to have
consistency on the
approach

22 1656 (cluster 4)
invelved the
solicitors to put a
development
agreement in plac

1710 negotiated the
claw back
. amrangem:

23 1709 (cluster 4)
discussed detalis of
the development
agreement wi
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Appendix 4

Old Aberdeen Wharf
Project time line
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