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Don’t risk the historic approach 
 
Partnered or negotiated projects are 18-44% more likely to deliver on cost and 7-15% more likely to 
deliver on time than those adopting historic approaches, according to new analysis by Be1 based on the 
evidence of the last five years. Don Ward reports. 
 
 
 
 
Introduction 
 
The Construction Industry Key Performance 
Indicators (KPIs) have been published every 
year since 1998 by Constructing Excellence 
based on DTI surveys which reach thousands of 
projects. They consist of wallcharts and back-up 
data and analysis. Their main use is to enable 
individual firms to benchmark their performance 
using ten measures of construction 
performance (see box). The data also provides 
a means of measuring improvement across the 
industry over time (see figure 1). 
 

The 10 KPIs2 
Client satisfaction – Product, Process, 
Defects 
Predictability – Cost, Time 
Safety 
Profitability, Productivity 
Cost, Time 

 
The industry has been steadily improving its 
performance, which is good news. The analysis 
reported here sought to test a possible cause of 
this and to see whether there is any evidence 
that Historic procurement methods are holding 
back the industry. 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
It is possible to 
compare the 
30% of 
Collaborative 
projects with 
the 70% of 
Historic projects 
such as lowest 
price tendering

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
The trend away from Historic procurement 
 
The DTI survey asks respondents about the performance of 
their last completed project, as well as background 
information such as the procurement route used (design-led, 
design-and-build, single-stage tendering, two-stage 
tendering etc). Two of the categories are Partnering and 
Negotiated, indicators of “Collaborative” procurement for the 
purposes of this paper.  
 
In the early years the number of Collaborative projects was 
too few to permit any comparisons, but after five years it is 
now possible to group together the 30% of Collaborative 
projects and compare their performance with the 70% of 
“Historic” projects (routes such as lowest price tendering). 
 
Performance comparison 
 
The table compares the average performance of 
Collaborative with Historic procurement over the last five 
years.  

 
 

Improvement 
KPI measure Collaborative Historic 

Absolute Relative 

Cost predictability      
Whole project (A-C) % within ±5% 59% 41% 18% 44% 

Construction phase (B-C) % within ±5% 72% 62% 10% 16% 
Design phase (A-B) % within ±5% 70% 51% 19% 37% 

Time predictability      
Whole project (A-C) % within ±5% 55% 48% 7% 15% 

Construction phase (B-C) % within ±5% 34% 23% 11% 48% 
Design phase (A-B) % within ±5% 50% 37% 13% 35% 

Client satisfaction      
Process % rated 8/10 or better 75% 65% 10% 15% 
Product % rated 8/10 or better 82% 74% 8% 11% 

Effect of defects % rated 8/10 or better 68% 59% 9% 15% 
Use consultant again % replying yes 94% 86% 8% 9% 
Use contractor again % replying yes 90% 83% 7% 8% 
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Figure 2 clearly illustrates the differences in predictability performance.  

The cost predictability (i.e. does the actual outturn cost 
match the figure agreed at the outset?) of Collaborative 
projects is 18% better than Historic projects in absolute 
terms, and 44% better in relative terms. The main culprit is 
the design phase.  
 
For time predictability the relative improvement in 
Collaborative projects is 15% (7% in absolute terms), 
although the individual phases are much less predictable, 
time overruns in design perhaps being counter-balanced by 
faster construction, and visa versa.  
 
In terms of client satisfaction, a metric which is notoriously 
difficult to improve from around 7 out of 10, Collaborative 
projects leave between 8% and 15% more clients satisfied 
(i.e. awarding 8 out of 10). The number satisfied with the 
effect of defects at handover is 15% higher (9% in absolute 
terms) with Collaborative projects.  
 
Finally, Collaborative projects leave the client 7-9% more 
likely to use the same firms again. 
 
The KPI data also records the amount of any cost or time 
overrun which is as a result of a change of scope agreed by 
the client. This is often claimed to be the main reason for 
cost and time overruns compared with original budgets and 
programmes. Although the data is not presented here, 
repeating the above analysis adjusted for client changes still 
yields 31% better relative cost predictability (16% in absolute 
terms) for Collaborative projects compared with Historic 
ones and 8% better relative time predictability (4% in 
absolute terms). So Collaborative projects are better for 
dealing with changes too.

 
Collaborative 
projects are 18-
44% better than 
Historic 
approaches on 
cost 
predictability 
and 7-15% 
better on time 
predictability. 
 
 
 
Collaborative 
projects leave 
the client 7-9% 
more likely to 
use the same 
firms again. 
 
 
Collaborative 
projects are 4-
8% better for 
dealing with 
changes too.

 
Conclusion - there is NO case for NO change! 
 
Ever since the Latham report in 19943, 
organisations have been challenged to 
demonstrate the business case for Collaborative 
procurement. This analysis give the lie to that 
challenge. Given the current patchy progress of 
the industry in adopting the cultural and 
performance changes required by true 
collaborative working, there remain circumstances 
where Collaborative procurement is not 
appropriate. But far from needing a business case 
for Collaborative approaches, it is those who wish 
to continue with Historic approaches who need to 
set out a business case.  
 
Taking a mid-point of the figures from this analysis 
of the biggest set of data available on UK projects, 
Historic procurement delivers 20% more risk. 
Clients should take a lot of persuading to go back 
to Historic approaches - any such advice appears 
to do them a large disservice. 
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1 Collaborating for the Built Environment, known as Be, is the largest independent construction supply chain body in the UK. Its 
100 member firms are clients, contractors, consultants, specialists and manufacturers all committed to collaborating for 
sustainable improvement in the built environment through the research and delivery of change. Contact Don Ward, Chief 
Executive of Be (T) 0870 922 0034  (E) don.ward@beonline.co.uk  (W) www.beonline.co.uk 
2 Further information on the Construction Industry KPIs, definitions etc, is available from www.kpizone.co.uk. 
3 Constructing the team. Sir Michael Latham, 1994. 
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