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1) Make a parallel between the UK’s and Spanish’s construction sector. 
 
 

I. The problems in both countries are exactly the same: 
 

• Clients still equating price and 
cost 

• Skill shortage 
 

• Clients too impatience to start 
the work 

 

• Low training 
 

• Clients dissatisfied 
 

• Long tender lists 
 

• Fragmentation of the supply 
chain 

 
• Easy accreditation of firms 

• Atomization 
 

• Inconsistent workload 
 

• Poor use of standardization and 
pre-assembly 

 

• Low R&D 
 

• Poor use of management tools • Inflexible regulation 
 

• Adversarial attitudes 
 • Amongst other problems 

 
Table 11.1 UK and Spanish problems 

 
 

II.   There exists only few differences between them:  
 
a. Spanish construction sector is still attractive for many people because it is                                  

well paid. 
 

b. Spanish public clients have often no human or technical resources to deal 
with certain projects, but this problem is not as important as in the UK, 
because they do not have the same power. 

 
c. The atomization of the Spanish construction sector seems to be more 

critical than the British one. 
 

d. The British industry thinks that the fragmentation of the supply chain do 
not occur due to the extensive use of subcontracting, but due to the 
traditional relationships that exist between the parties. 
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e. Spanish construction sector insists more on a fairer distribution of the 
market. 

 
f. Spanish public authorities do not see any problem in the current bidding 

system, although the industry is pointing it as one of the main problems. 
 

g. The Spanish construction clients, are either not enough aware of the 
problems that are affecting the industry, or do not see the big scope for 
improvement that it would come if they were tackled efficiently.  

 
h. Spanish construction sector do not demand new contracts. 

 
 

III. The causes that have brought about these problems in both countries are: 
 
Construction industry particular features 
 

a. Historically, there have always been too many parties in the industry, and 
they want to remain independent of each other. This is especially 
notorious, in the segregation that exists between the construction and the 
design activities. 

 
b. There exists a lot of risk in the construction activities because of the 

weather, the soil structure, the long production time, the use of 
subcontracting companies, amongst others. Moreover, construction 
industry has high initial costs, back end profits patterns and low and 
unreliable margins. 

 
c. The longevity of the products that the industry delivers is much longer in 

comparison with the ones of other industries. The construction industry 
deals with products with very long useful lives (50-500 years). 

 
d. It is an industry with a huge and unique weight; big turnovers with small 

number of products delivered. 
 

e. The construction sector has an inconsistent workload and a high 
dependence on the government investment policies. 

 
 

Changes in the industry 
 

f. The industry has more exigent demands in terms of time and quality and a 
more proactive involvement of the client, as a result of the freer market 
appeared in the 1980’s. 

 
g. During the 1980’s the private sector had to take control of the industry 

when the governments started to privatize the sector; this meant a big 
challenge for the industry.  
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h. There was a stream of disbanding policies, which meant that small public 
authorities had to undertake more and more difficult projects. This fact 
was especially notorious in the UK, but also in Spain there were 
disbanding policies that brought about clients with little experience and 
resources.  

 
i. The industry changed during the 1980’s and as a result, there was an 

increase in the use of subcontracting and the supply chain was more 
difficult to manage day by day. The subcontracting brought about short 
term relationships that did not encourage innovation, team working, 
sharing of goals, or removal of waste. 

 
 

IV. The main roles in the construction industry and the relationships between them 
are the same in both countries. 

 
V. The traditional procurement systems design & build and contracting management 

are normal procurement systems in both countries. The unique difference comes 
from the new procurement route with collaborative arrangements, management 
value, good briefing, knowledge management and so on, promoted by the CE. 

 
VI. The regulation and legislation are quite different in each country. Looking at their 

legislation it can be concluded that: 
 

a) UK has chosen two different approaches. On the one hand, it promotes 
a new industry with a new spirit by publishing reports and guides and by 
establishing new agencies that promotes this cultural change; and on the 
other hand, makes changes in the legislation with the objective of 
clarifying the payment system, promoting adjudication and arbitration, 
involving the client with the health and safety issues, promoting the use of 
PFI. 

 
b) UK is not as strongly legislated as Spain, for that reason, UK can 

regulate the industry sector more flexibly. Each of the public authorities 
publishes its own codes and guides based in the central government guides 
and advices. This fact allows adapting the culture of the Rethinking 
Construction to the particularities of each agency. 

 
c) In Spain the L.O.E wants to clarify the duties and responsibilities of the 

different parties involved in the construction process, with the purpose of 
guaranteeing quality to end users and achieving clients’ new demands.  

 
d) We like the way how C.T.E (Código Técnico de Edificación) will tackle 

the lack of quality in the construction sector, because it will look at final 
quality performance standards instead of looking at specific 
prescriptions, as it has been required by the industry for so many years. 

 
e) Although the L.O.E is a good initiative for improving the industry and has 

been more than well received by the Spanish construction sector, it only 
tackles the problem of the poor quality and the end users’ protection, 
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but we have seen that the industry has more problems. Moreover, it is only 
focused in the housing sector. 

 
f)  We feel that there is a need to encourage a change of spirit in Spain, 

similar to the Rethinking Construction one. The clarification of duties and 
responsibilities and the new compulsory insurances, will not change the 
adversarial attitudes that exist between the parties or the lack of quality 
offered to the end users if a cultural change do not also appear. 

 
 
2) Explain the CE programme. 

 
 

The CE is the last step of a process started with the publication of the Latham and 
Egan reports. This commitment, from the whole industry and from the government, 
entailed the launch of several programmes and initiatives that eventually merged to 
form Construction Excellence. 
 
The aim of the CE is to make understand and spread the principles of the 
Rethinking Construction through: meetings, workshops and other activities, to teach 
the new culture to the members of the industry. 
 
The CE promotes a new procurement route made up of different initiatives, each 
one trying to correct one problem of the traditional procurement. The way that all 
these initiatives are linked together form the new procurement route and their 
benefits are summarised at the graph and the table below. 
 

 
 

Graph 11.1 The new procurement route 
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Whole life costs 
 

Efficiency and optimization of the total costs of 
ownership. 
 

Value management 
 

Finds the real needs of the client and of the end user 
and eliminates all the waste that does not add value to 
the final product. 
 

Risk management 
 

Identifies real risks that affect the process and 
minimises their potential effects by sharing the risks 
and by assigning them to those parties or companies 
better qualified to deal with them.  Creating therefore, 
a trustful atmosphere where teamworking and 
partnering can appear. 

Off site production 
 

The use of standardization and pre-assembly permit a 
time and cost reduction, as well as, an increase in the 
quality and its control. 
 

Supply Chain Management & 
partnering 

 
 

Allows a reduction of costs, creates an innovative 
atmosphere, reduces adversarial attitudes, reduces the 
waste and improves the efficiency of the process.  
 

Knowledge Management 
 

By sharing the explicit and tacit knowledge 
companies can improve the efficiency of their works, 
ensure that errors are not repeated and that experience 
is transferred.  
 

Health & Safety 
 

Tries to reduce the high number of reportable injuries 
and the related costs. 
 

Respect for People 
 

It is a programme that wants to make construction a 
more attractive place to work in; It will consequently 
be easier to recruit skilled people. 
 

Benchmarking 
 

Helps to find strengths and weakness of companies. In 
addition, it helps to correct mistakes and measures the 
improvements towards the targets and goals proposed 
by the manager. 
 

IT 
 

Helps to raise the productivity and the efficiency and 
also breaks down barriers between departments and 
companies. 
 

 
Table 11.2 Construction Excellence Initiatives and their benefits
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3) Construction Excellence’s successes and final conclusion. 
 
 

I. As it has been observed in chapter 10, the industry seems to be improving. In the 
last 6 years the clients satisfaction has increased by about 10%, the number of 
reportable accidents has decreased by about 10%, the time predictability has moved 
from a 28% of projects on time or better to a 44%, the profitability of the 
construction companies has been enhanced by 3% and now it  puts it in a 7.5%. 
Moreover, the construction wages now are even better than the ones of the industry 
as a whole, and the atomization in the last 10 years has been greatly reduced. 
 
The amazing figures of the demonstration projects in issues such as client 
satisfaction, health and safety, predictability, profitability, cost and time reduction, 
as well as, the huge benefits brought to the environment and to the workforce, must 
have cheered up the industry. 

 
However, the industry is improving more slowly than it was predicted by Sir 
Egan, and his targets are still far from being achieved, especially, in issues like cost 
and time reduction, where the industry is still struggling. 

 
II. We have just focused in the Catalan construction sector and we have found two 

interesting proposals. One coming from the CCOC (Cambra oficial de Contratistes 
d’Obres de Catalunya) and the other coming from a study carried out by Gabinet 
d’Estudis Economics S.A. Both proposals are very similar to the scheme proposed 
by the Latham report: “Trusting the team” in 1994.  

 
There are however, some particular features. These Catalan reports talk about a 
fairer distribution of the market in terms of size, technical and financial resources, 
experience and so on, for ensuring that big companies do not apply for small 
projects and vice versa. This initiative is quite interesting, because it stops small 
contractors from trying to cope with projects, for which they are not sufficiently 
prepared to deal with, and stops also big firms from undertaking small projects just 
to maintain a cash flow. 
 
In addition, these reports demand the government to plan their public investment in 
some years on advance, with the purpose of avoiding the damaging inconsistent 
workload. 

 

III. Initiatives 
 

The CE’s initiatives such as: partnering, respect for people, benchmarking, whole 
life costs and so on, are very interesting tools to tackle each of the problems, that 
are attacking the construction industry. Furthermore, these initiatives have no 
constraints to be exported to other develop countries, because they come from an 
exhaustive study of the failures of the traditional procurement route, used in most 
of the developed countries. 
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The construction industry is no so different form the rest of the industry, therefore, 
tools that have succeed in other industries can be applied in the construction 
industry too. 

 
The UK’s construction industry thinks that the lack of integration of the supply 
chain is not due to subcontracting, but rather to the traditional relationships 
that exists between the parties. It is true that with the extensive use of 
subcontracting, too many parties work in the process and the management of the 
supply chain become far more complicated; but the UK’s industry believes that 
subcontracting is completely necessary for the construction sector. For that reason, 
it demands new arrangements between the parties that could help to integrate the 
supply chain. Partnering is a good initiative to promote these new relationships 
in the supply chain. 

 

Partnering has been judged in the questionnaire carried out in Wales as the most 
successful initiative. All the parties and, especially contractors, are very satisfied 
with the quality improvement and the costs and time reductions. On the other hand, 
the questionnaire carried out in Mallorca demostrates a possible good acceptance 
of an initiative like partnering in Spain. 

 
Benchmarking and the use of KPIs are very useful initiatives, but the 
questionnaires have shown two main constraints in their implementation. On the 
one hand, for achieving all its benefits, it needs to be explained better, and on the 
other hand, it needs also a powerful data base in order to obtain good 
benchmarkings. Our study has shown that this initiative is the one with a possible 
bigger acceptance in the Spanish construction sector, because it is thought to be a 
good alternative to the ISOs, a good way to discover weakness and strengths and to 
set targets, a good way to check the performance of the industry, amongst other 
possible uses. 

 

The skill shortage that affects both countries needs two parallel actions. Firstly, the 
construction industry needs to improve its poor image and initiatives as Respect 
for People can help to enhance the attractiveness of the sector, and finally, the 
industry also needs a new scheme of degrees.  

 

Most of the problems of the construction industry in both countries are simply 
caused by cultural issues. The problematic situation affecting the industry is not 
due to a lack of technology, but rather the kind of relationships existing in the 
supply chain and its organisations. However, a cultural change needs more time 
and effort to be implemented than to develop a new technology. Our study, 
suggests that such cultural change will need at least twenty years to be completed, 
after this period of time the new workforce generation will not meet the traditional 
procurement route and its adversarial attitudes.  
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The parties 
 

The Spanish government should understand the importance of the construction 
sector in the whole economy and the impact that a better construction performance 
could have on other industries, boosting their competitiveness and productivity. 
The construction sector represents the 12% of the total GDP and employs 
1,200,000 workers in Spain. In addition, it has a strong relationship with all the 
activities in the economy and with the environment because of its extensive use of 
raw materials. For that reason, the government should become a best practice 
paradigm and it should also promote these best practices.  

 

The industry and especially those organisations like CCOC, dissatisfied with the 
current performance of the industry should firstly understand the present clients’ 
satisfaction. These organisations should convince the public and private clients 
that there exists a big scope for improvement that they and the other parties can 
benefit from. 

 
The current clients’ satisfaction is the biggest constraint if the industry wants to 
overcome its present problematic situation. The CE’s initiatives needs time to take 
effect, for that reason, commitment is extremely necessary. However, if Spanish 
clients are satisfied, either they will not be interested in trying to change the current 
procurement route or if they try, their commitment will break at the early stages.  

 

In our research project, it has been wondering for some time, what could be the 
main causes for this clients’ satisfaction. Finally, it has been concluded that there 
are different causes depending on the kind of client. Private clients are satisfied, 
because their business is more related with speculation rather than with 
construction. They achieve huge benefits with speculation, for that reason, the 
possible waste during the execution is petty money for them. On the other hand, 
public clients, as they are the ones who distribute a market with enormous 
turnover, take advantage of their position. They accept the existing biding system, 
because they obtain low prices and contractors have to execute their jobs without 
complaining too much, otherwise, they will not undertake other coming projects. 

 

This situation is especially detrimental for the end users, because they obtain a 
final product without quality. For this reason, the L.O.E is focusing in the 
protection of the end users and this unfair present scenario. 

 

One of the most important conclusions of this research about the British 
progamme, is that contractors, who traditionally were viewed as a combative 
party, are now completely committed to collaborative working. Partnering permits 
them a better management of risks and, as a result, there is an important 
improvement in the reliability of their profits. It seems to be that contractors are the 
most benefited party with this new procurement route. 
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The British experience also presents the consultants as a party committed to this 
programme, but they think that the new procurement route has enhanced the 
position of the contractors too much. Consequently, they feel they are losing their 
influence in the project and also part of their independence.  

 

Subcontractors and suppliers with this new procurement route can provide their 
expertise at the early stages of the project. As a result, a huge scope of time and 
cost savings can be brought about into the project. 

 

Implementation 
 

The questionnaire carried out in Wales, has shown that if the British initiative 
wants to succeed it must control the workload, trying to remove its peaks and 
valleys with a good planning. An inconsistent workload does not permit the trustful 
atmosphere that such initiative demands, to appear. Therefore, if the Spanish 
construction sector wants to implement a similar programme it must understand 
that a decrease in the workload would break all the bridges created between all the 
parties; and all the work done would be wasted. 

 

If the Spanish industry wants to succeed in such project should launch a forum, 
where all the parties and organisations are represented. In the forum, all the parties 
should explain their problems, propose solutions, and understand the other 
parties’stances; because all of them have something to say and something to gain. 
Only if the industry works as a whole, can such initiative succeed. 

 

If the Spanish construction sector would like to recover from the atomization; a 
fairer distribution of the market, as it is suggested by the CCOC’s proposal, 
could be a good way to solve this problem.  

 

We believe that Spain is the kind of country that likes legislating, but the 
construction industry should understand that these initiatives are extremely 
complicated to be legislated and the industry do not need another ISO. The 
industry must understand that these tools are just good management for their firms 
and organisations. Consequently by using them, benefits and evidences of their 
success will arrive. If one agency, like Construction Excellence, is established; the 
cultural change can be accelerated by the publication of the successful cases 
achieved by firms that have used these tools and initiatives, by facilitating advisors 
that can study and improve their firms, by workshops and so on. 

 

The Construction Excellence in Wales club has a grant aid of ₤391.000 for three 
years coming from the Welsh Assembly; other funding comes from the university 
and of course from the industry. But such costs are nothing compared with the 
benefits that the Construction Excellence is achieving by reducing the costs and 
time of execution, diminishing the number of reportable accident, improving the 



                                                                                                                   Conclusions                                  

 132
       

 

predictability, the productivity and profitability of projects. Furthermore, it has a 
remarkable impact to the environment, to the welfare of the workforce and to all 
the other sectors of the economy. 




