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LIBYAN GOVERNMENT SYSTEM

This research project was completed during a time of conflict, which led ultimately to
change in Libyan political agenda. The process of data collection including the
questionnaire suNey and interviews, pilot studies and the validation of the framework
were carried out in the period of previous government. However, it is anticipated with
new government system the results of this research project will not be greatly affected,
and this potentially makes the work even more important with the need for massive post
war reconstruction. The aim of the research is to evaluate and explore factors that
influence the success of construction projects, and develop a framework to enhance the
success of construction projects in Libya. This was achieved and the framework was
also developed for enhancing the success of construction projects in Libya, and it was
validated by a number of experienced and professional people in the Libyan
construction industry. The framework developed for improve the level of success of
projects and the development of the construction sector in Libya is very relevant

regardless of any change in the government system.
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1.1. AIMS OF THE CHAPTER

This chapter aims to familiarise the reader with the purpose and subject area of the
research study. The chapter takes an overview of the Libyan Construction Industry,
identifying the problems/factors that affect the success of the construction projects as
well as the development of the construction sector in Libya. It then focuses on the
research subject area and introduces its importance to the construction industry. The
aims and objectives of this research are also outlined, together with the significance of
the study. An overview of the research methodology is also presented in this chapter. It

concludes with a chapter guide to the thesis.
1.2. BACKGROUND OF STUDY

The construction industry (CI) is one of the most important industries in the
development of economy, and considered as the backbone to the growth of any country
and its people. The Libyan economy is highly dependent on oil revenues; approximately
80% comes from the oil sector and 20% from non-oil and construction sectors. The
construction sector in Libya is very important; however in spite of the large amount of
money spent in this sector it is still not developed and large number of projects have

failed and/or are suspended.

According to Mlinga and Wells (2001), the construction industry plays an important
role in socio-economic development. In the view of Cridland (2009) the construction

industry makes a tremendous contribution to the national economy.

With an increasing number of construction project failures in the Libyan construction

industry, it is essential to understand why these projects have failed. Success and failure
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in the construction industry depends upon many factors, such as the performance of the
management system, project managers, communication, project management direction,
planning and control, and policy. In the construction industry success means finishing
the project within the time scales, achieving the estimated cost and acceptable level of
quality as required by the client. Apart from the factors that are responsible for the
success or failure of’ projects as identified above, the project success also depend on

assigning and defining roles and responsibilities to each project team member.

PRINCE2 (2007) has emphasised that a successfully managed project has clearly
assigned roles and responsibilities so that all members of the project management team
and project team know what they should be doing, what other teams and team members
are doing, and can act accordingly. If a project can be defined as a 'temporary
organization' then clearly that organization must be well defined. Without assigning
clear roles,' the communications, interactions, accountabilities and responsibilities are

confused.

Indication from both the pilot study and previous study by the author suggested that, the
construction industry in Libya is suffering from late completion of projects, high levels
of costs which affect the overall budget of the project and poor quality finish. To avoid
the above problems and achieve projects goals these three elements should be taken into
consideration from the inception to the completion stage of the project by all project
members. Thus it is essential to recognise the factors that have an impact on the success
and failure of any project. The Libyan construction industry suffers from a gross failure
to complete projects to the scheduled time scale, causing increasing levels of cost. To

rectify those problems, there should be in-depth study to ascertain the causes of these
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problems and formulate a solution that could contribute to successful construction

projects in the future.
1.3. INTRODUCTION TO THE RESEARCH

‘Success is very important to everyone in the organization and so everyone in an
organization should contribute to delivering a successful project which can meet the
client’s expectations. Project success has been defined in various ways by different

scholars.

According to Lock (2007) who stated that time, performance and cost are traditionally
considered to be the basic parameters for measuring project success or failure. Also he
stated that there are many things needed to be in place and many actions taken during
the project execﬁtion period to help ensure success. For example: well-motivated staff,
good project definition, availability of resources, good project communications, quick
and fair resolution of conflict, appropriate choice of project strategy, appropriate regard
for health and safety and strong support for the project and its manager from higher

management were also recognised as fundamental.

In addition, Hughes (1996) and Chitkara (1998) recognised that the wrong choice of
project team; unsupportive senior management; improper focus of the management
system; rewarding the wrong actions; lack of communication; inadequate project
formulation; and the improper management of the projects are attributes which diminish

the success of the construction project.

With regarding to the selection of a project manager and his relation to the success of

construction projects as a project manager is considered one of the keys to success of
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projects. Burke (2007) stated that the right selection of project manager for the
construction project is a key appointment which can influence the success or failure of

the project.

Melton (2007) asserted that excellent project managers have the capability to bring
projects in on time and within budget, whereas average or poor project managers may
not. Melton also stated that construction project managers are those individuals who
remain accountable for the achievement of the project objectives and who also ensure
alignment of pfoject objectives with the business objectives via use of an organizational

project sponsor.

The general consensus among the above authors is that different elements have a
contributing effect in achieving a successful construction project; this could be said to
be true for most construction projects regardless of geographical location. Looking at
the various published research material indicates that the relative success of the
construction project is dependent on many of these factors. The importance of these
factors is highlighted during the planning stage when they are carefully considered by

all concerned in achieving a successful construction project framework.

The purpose and endeavour of the above definitions is to compare various insights from
the published works and professionals in the industry in achieving a successful
construction project. The information obtained from the published works will be used to
gain a better understanding of these factors and this will be used along with the
information collected from the primary research (quantitative and qualitative) to
establish a new framework for enhancing the success of construction projects and

improving the development of the construction sector in Libya.
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From the above, it is clear that there are a lot of success factors that affect construction
projects. These factors, if not properly managed, will lead to construction project
failures. This research will establish the critical success factors affecting construction
projects as well as developing a framework to enhance successful construction projects
implementation iﬁ Libya. The framework‘ is targeted at benefiting the construction

industry by:

» Providing the opportunity for improved management and construction projects
in Libya;
= Establishing a framework that contributes towards improving construction

SucCcCess.

1.4. RESEARCH AIMS AND OBJECTIVES

= RESEARCH AIMS

The aim of this research is to evaluate and explore factors that influence the success of a
construction project, and develop a framework to enhance the success of construction

projects in Libya.
» RESEARCH OBJECTIVES

In order to achieve the above stated aim, the objectives of the study are to:

» Jdentify and examine the problem areas associated with construction
project management in Libya;
»  Assess and define the roles and duties of the project manager at all stages

of the project;
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® Intefpret and evaluate the existing barriers to the success of construction
projects in Libya;

» Identify and evaluate factors that contribute to the success of construction
projects;

= Develop and validate an operational framework to promote the success of

construction projects based on best practice.

1.5. RESEARCH APPROACH METHODOLOGY

This study will adopt a mixéd approach in its methodology, because it will facilitate the
achievement of the research objectives, thus a mixed method research was used
(quantitative and qualitative). Additionally a practical field survey was carried out to
obtain primary information which was used to design the questionnaire. A number of
interviews were conducted to aid the research gain more in-depth and detailed
information, the aim of these interviews was to understand what factors affect
construction projects success. A comprehensive investigation was carried out to identify
the influential success factors that contribute to a successful construction projects,
identify the research approach, and the research structure. A pilot study was used to test
the samples for the research design and its suitability. The data analysis was based on
the input from the questionnaires and from the interviews. The dafa were analysed using
appropriate statistical tools (Statistical package for the Social Sciences SPSS and
NVIVO respectively). The research culminated in the development of a new framework
for integrating the most successful factors based on the extensive data collection and
analysis, thereby contributing to the improved project management of construction

projects in Libya.
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1.6. GUIDE TO THE THESIS

This thesis is organised into ten chapters. A brief guide to each chapter is as follows:

Chapter 2 focusing on the main theme of the thesis, introduces the project management
success and the means of success for construction projects. The Libyan construction
sector and the management system in Libya are explained. The chapter covers the many

factors that contribute to the success of a construction project.

Chapter 3 defines in detail the importance and the impact of a project manager to a
project success, including a project manager role, duties, responsibilities, knowledge,

selection, and his influence on the success of construction projects.

Chapter 4 identifies the most significant barrier factors that might affect the success of
construction projects. The chapter concludes with the identification of the issues to be

covered of the next chapter, and the chapter summary.

Chapter 5 explains and discusses in detail the research methodology of this study and
the research process. It covers in detail different methodological concepts and
approéches. The methods selected for this research are also outlined. Based on the
comprehensive introduction, the chapter then explains the methodological framework of
this project. The chapter also presents the structure of the data collection and analysis

phase of this project.

Chapter 6 presents the data collection and analysis of the first phase of the primary
research (the questionnaire survey). It starts with the introduction to the questionnaire.
The average response rate and content of responses from different positions are outlined.

The chapter also includes the methods employed for data analysis of the questionnaire.

A Framework for Enhancing the Success of Construction Projects Undertaken in Libya
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Chapter 7 reports the data collection and analysis of the second phase of tfle primary
research (the interviews). It begins with the selection criteria for the interviewees. The
profiles of the organisations, methods used for the analysis and interviewees’ positions
for data collection in each organisation are outlined. Then the chapter presents the

techniques and tools for the data analysis of the interviews.

Chapter 8 considers one of the main objectives in the thesis. Based on the analysis of
the primary research (the questionnaire survey and the interviews) and the secondary
research (the literature review) findings, the chapter presents a framework for enhancing
the success of construction projects and improving the development of the construction
sector in Libya. The concept, management and the structure of the framework are

explained in detail.

Chapter 9 reports the validation of the framework for improving the success of
construction projects in Libya. It starts with explaining the details and process used to
validate the framework. Then the chapter presents the response received from the
industry. The analysis of the feedback is also outlined. Finally, the summary of the
chapter is presented, which covers the main suggestions received from the industry.
Alternative routes discussed for the validation of the framework are also outlined in the

summary of the chapter.

Chapter 10 is the final chapter of the thesis. It presents the conclusions drawn from the
research work, covers all the phases including the literature review, questionnaire and
interviews. Then the summary of the conclusions is given. The limitations of this
research work are alsé outlined. Finally, the chapter identifies the area in the success of

construction projects where future research is recommended.
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1.7. SUMMARY OF THE CHAPTER

This chapter presented a brief introduction to the research project. The overview
covered background about the research project, and an overview of the construction
projects and the construction industry in Libya. Then the chapter presented the aims and
objectives of the research project. The research methodology and methods that will be
used for this research project are subsequently followed. The chapter concludes with a
brief guide to the structure of the thesis. The next chapter identifies and evaluates

factors that may have impact on the success of construction projects in Libya.
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2.1. AIMS OF THE CHAPTER

This chapter addresses the different factors that contribute to the success of a
construction project and looks at the definitions of project success. This is achieved
through a literature review and insights obtained from professionals in the industry,
which will be used to gain a better understanding of how these factors contribute to
developing a more effective framework for the Libyan construction industry. The
chapter starts with an outline of the background to the construction industry in Libya.
The construction industry and economy is also presented, followed by an explanation of
the concept of project management and project management in developing countries.
Communication in construction projects, risk management and health and safety
management are presented in this chapter. The chapter also covers procurement
methods. Criteria for selection of a project manager, contractor, consultant and

subcontractors are also outlined. The chapter concludes with a chapter summary.
2.2. INTRODUCTION OF THE CHAPTER

There is a great need within the Libyan construction industry to identify for
construction executives, construction managers, planners and project managers the key
factors for success when planning the allocation of resources. For the purpose of this
study project success is defined as the completion of a project within an acceptable time,
within estimated cost, to an acceptable quality and to the client's satisfaction. The
construction industry plays a very important role in the social and economic

development of all countries as has been confirmed by several studies.
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According to the World Bank (1988, p.6) the construction industry is "a sector of the
economy which transforms various resources into constructed economic and social
infrastructure and facilities. The participants in the construction industry business
include the planners, designer, employers, contractoris, materials and equipment
suppliers, construction workers, financiers, accountants, lawyers, insurers and

operators".

In the 1960s and 1970s, projéct success focused on the implementation stage,
measurihg time, cost, and functionality improvements. In the 1980s and 1990s, the
quality of the planning and hand-over was identified as important. More recently, new
Critical Success Factor frameworks have been developed on the basis that success is
stakeholder-dependent and involves interaction between project supplier and r‘ecipient.
Additional dimensions taken into account during this period have been: the project
product and its utilization; staff growth and development; the customer; benefits to the
delivery organization; senior management; and the environment (Turner and Muller,

2006).

The study of the factors which could contribute to a successful outcome are referred to
as Critical Success Factors which will enable special attention to be paid to these critical
areas, thus allowing the development of a schema for improving the performance of
construction projects in Libya (Chua et al. 1999) and (Shen and Liu, 2003). In addition,
the identification of the Critical Success Factors will enable the limited resources of

time, workforce, and money to be allocated appropriately.

The aim of this chapter is to evaluate, identify and to gain a better understanding of

those factors that may affect the success of the construction project. It will also examine
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the underlying relationships between those factors, as well as comparing various

insights obtained from published works and professionals in the industry.
2.3. THE LIBYAN CONSTRUCTION INDUSTRY

The construction industry in Libya plays a very important role in the country's economy,
as it is one of the most important sectors in the country in terms of employees. The
Libyan construction industry is governed by the Administrative Contracts Regulations
(General People's Committee, 1999) which are based on English contractual
arrangements such as the New Engineering Contract (Institution of Civil Engineers,
1995) and faces similar challenges. As the instigator or client of all large construction
projects, the Libyan government has to carry the significant additional costs caused by

project delays (Krima ef al. 2007).

Construction projects in Libya are suffering from different problems. These can be
attributed to; delays that cause money problems (inability to finish the projects within
budget), time problems (finishing the projects on time), and in some projects there has
been an unacceptable quality of work. The study of factors that affect the success of the
cpnstruction projects is necessary in terms of resolving these three problems and

enhancing the level of success.

Success factors are different from one project to another depending on the size and the
environment of the project. For example, construction projects that are constructed in
the north of Libya are affected greatly by such environmental factors as heavy rain
(especially in winter) whereas in the south the weather is dry and very hot. There are

also many other factors that affect the success of construction projects in Libya, these
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factors if not propérly managed will lead to construction project failure. This research
will establish the critical success factors affecting construction projects as well as

developing a framework in order to enhance the success of construction projects.
2.4. PROJECT MANAGEMENT SYSTEM IN LIBYA

The Libyan economy is traditionally based on oil production and oil exports are the
main contributor to the GDP (Gross Domestic Product). The Government is using its oil
trade surplus to broaden the country’s industrial base and boost infrastructure activities

and programmes (Al-Gathafi, 2005).
2.4.1. Government Departments and Functions

The Government consists of a number of General People's Committees (Ministries),

Departments, Committees, and Organizations which manage Government projects:

1. General People's Committee

The General People's Committee is responsible for issuing laws, rules, regulations,
resolutions and decisions for project management. The Committee approves consultant
and contractbr lists, awards consultancy services and contracts of work. It is also
responsible for any joint project involving more than one region in the country such as
joint motorways, hospitals and factories as well as strategic projects for the entire

country.

The General People's Committee comprises two different sub-committees for advising

and reviewing projects:
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I.  The first committee was established to review plans and projects in the regions
and reviewing each fegion's budget programmes for projects. Approval of the
annual development programme will be carried out by this committee.

II.  The second committee was established to advise and review strategic plans and

projects for the whole country.

Feasibility Studies

Approval of new projects is based on feasibility ‘studies which includes the scope of the
project, capital and recurrent expenditure requirements, cost benefit analysis and
implementation schedule with details of the work force and material requirements. The
feasibility study is conducted and undertaken by technical experts of the project
planning cell (department/division) of the ministry/institute concerned. Then, a
feasibility report is submitted including an appraisal of social and economic benefits of
the completed project. This report is the basis for a judgement on the necessity and

possibility of constructing the project.
2. Ministry of Planning

The Ministry of Planning is responsible for the development and implementation of the
overall plans and supervision of projects for the entire country, and reviewing new and
current strategic projects managements. All strategic projects addressed to General

People's Committee should be studied and analysed by the Ministry of Planning.
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construction materials) increased by more than 100% compared with the years before.
In 2008 the cost of cement stayed at the same level in the first three months and then

decreased to 70% compared to the years of 2006/2007.

Labour cost is considered to be one of the economic factors that can significantly affect
the success of construction projects, and plays an important role in project profitability.
In Libya the labour cost increases from time to time resulting in lower profit which will
not be to the client’s satisfaction. To resolve such a problem the government should pay
serious attention to this matter, and as well identify the rate of labour costs and the

working hours.

Elinwa and Buba (1993) conducted a questionnaire study that involved architects,
engineers, and quantity surveyors in Nigeria to identify the factors influencing time and
cost in Nigerian construction projects. The top ranked factors that contributed to
construction cost were: cost of materials, fraudulent practices, and fluctuations in

material prices.

Al-Gathafi (2005) indicéted that a number of variables can directly contribute to time
overrun in construction projects which costs money, other factors may have little or no
effect on construction duration but will have an effect on quality and cost. The author
also stated that the principal factors contributing to project construction overruns
(contractor's lack of project experience and non-familiarity with local regulations,
inflationary material cost, inaccurate materials estimates, complexity of projects, and

contractors' lack of geographical experience) are commonly seen.

What is more, in relation to the cash flow, it is considered a very important factor that

really affects the success of construction projects. If there is inadequate cash flow the

A Framework for Enhancing the Success of Construction Projects Undertaken in Libya
18 "



project will fail, if the cash flow is not well tied to the milestone progress of the project
this will cause problems for project success, inadequate management of time can also

cause projects to fail.

In summary, economic factors which are stated above play a very important role in the
success and/or failure of construction projecté, and so it is considered vital that the

clients, designers and project managers should take them into account before starting

any project.
2.6. PROJECT MANAGEMENT

Project management has a strong tradition in the construction industry and is widely
used on projects of all sizes and levels of complexity. Even so, many projects do not
meet their required performance standards and/or budget and/or are not delivered on
time. These issues can be directly addressed by raising the standards of project
management within the construction industry and more specifically improving the skills

of a project manager (CIOB, 2002).

Project management is no longer special-needs management. It is rapidly becoming a
standard way of doing business. An increasing percentage of the typical firm's effort is
being devoted to projects, and the future promises an increase in the importance and the
role of projects in contributing to the strategic direction of organizations (Gray and

Larson, 2000).

2.6.1. Definition of Project Management

There are many definitions of the project management, these are as follows:
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Walker (2007, p. 20) defines construction project management as: The planning, co-
ordination and control of a project from conception to completion (including
commissioning) on behalf of a client requiring the identification of the client's
objectives in terms of utility, function, quality, time and cost, and the establishment of
relationships between resources, integrating, monitoring and controlling the contributors
to the project and their output, and evaluating and selecting alternatives in pursuit of the

client's satisfaction with the project outcome.

BMBOK (2008, p. 1) and Leste (2007, p. 5) defined a project management as: The
planning, organization, monitoring and control of all aspects of a project and the
motivation of all involved to achieve project objectives safely and within agreed time,

cost and performance criteria.

The British Standards Institution (BS 6079, p. 2-3 section 1.3) defines project
management as: "The planning, monitoring and control of all aspects of a project and
the motivation of all those involved to achieve the project objectives on time and to cost,

quality and performance”

The Project Management Institute (1996, in PMBOK p. 167) defines project
management as: "Project management is the application of knowledge, skills, tools, and
techniques to project activities in order to meet or exceed stakeholder needs and

expectations from a project”

Synthesising these definitions, it is clear that for successful project management there is
need to plan, organize, monitor and control all aspects of a project and then motivate all

involved to achieve the triangle of project objectives (Time, Cost and Quality).
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2.7. PROJECT MANAGEMENT IN DEVELOPING COUNTRIES

According to Smith (2008) construction projects and construction industries in
developing countries are significantly different frdm those in the developed
industrialised world. The main differences are related to climate, population and human
resources, material resources, finance and economics, and socio-cultural factors. Due
recognition of these differences is a prerequisite for the successful management of

projects in developing countries.
1. Climate

Many poor developing countries experience climatic conditions quite -different from
those in the temperate north. The type of project that is required, the most appropriate
technology to be applied and the way in which the project is managed can be influenced
by climatic conditions. For example, communities living in hot climates have quite
different requirements for power and water, giving rise to alternative approaches to the

planning and design of the requisite infrastructure facilities.

Climate will also affect the design and type of technology used: solar power may be a
realistic alternative to thermal power generation; high temperatures and long hours of
sunlight may indicate alternative forms of sewage treatment such as waste stabilisation
ponds; and the design of building must be aimed at reducing glare from sunlight and

ensuring heat is kept out (rather than in).

During construction, it may be necessary to take precautions not required in cooler
climates, such as chilling or adding crushed ice to the water used in mixing concrete,

and paying particular attention to the curing of concrete. Planning and scheduling of

A Framework for Enhancing the Success of Construction Projects Undertaken in Libya
' 21



construction work can also be affected by the climate - particularly when roads, bridges
and hydraulic structures in areas may be affected by heavy seasonal monsoons. The PM
therefore needs to be fully aware of the climate implications from the very earliest

stages of the project.
2. Population and Human Resources

Population and human resources affect not only the need for projects but also the way
projects are implemented, the large pool of available and relatively inexpensive labour,
much of which is unemployed and relatively unskilled, points to a less mechanised
approach to construction and a greater use of human labour. Labour-intensive
construction requires a different approach from the planning, design and management of
projects in more developed countries, and these issues must be addressed at the earliest
stages of the project. Questions of training and technology transfer therefore need to be

taken into consideration throughout the planning and implementatioﬁ of the project.
3. Materials, Equipment and Plant

Many of the materials commonly used in construction projects are often not readily
available in developing countries. Cement and steel may have to be imported. Delays in
importation and difficulties in gaining passage for imported goods through customs are
not uncommon and need to be allowed for. Even when materials are manufactured in
the country of the project, supplies cannot always be guaranteed and the quality may be
inferior to that normally expected in industrialised countries. Production capacity and
quality should therefore be assessed before detailed design is done. Imported
mechanical equipment, whether for construction or for incorporation within the

completed project, is expensive and requires maintenance.
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4. Finance and Economics

Although there is a great need for new projects in developing countries, there is often a
lack of funds from the normal sources expected in developed countries. Many projects
are funded externally from national aid agencies, international development banks or
non-governmental organisation such as international charities. PMs involved in the
identification, preparation and appraisal stages of a funded project need to be fully
aware of the requirements of the grant-or loan-awarding agency to which they are

making application for funding, as each has its own specific requirements.

5. Socio-cultural factors

The successful management of a project in a developing country requires an
understanding of the ways local society is organised and the indigenous cultural and
religious traditions. In Muslim countries, time must be allowed for workers to
participate in daily prayers and during the month of Ramadan fasting is mandatory
during daylight hours; thus affecting productivity and the way work is organised. The
roles of men, women, religious and community leaders, and landowners must be
understood, particularly when managing projects in which the community is actively

participating.

If socio-cultural factors are not taken into cbnsideration, a project may not be successful
even if it is successfully constructed. A new water supply may not be used if the
community members feel they do not own it, or if existing traditional sources of water
have a strong culture significant; sanitation facilities might be underused or neglected if
their orientation offends religious beliefs or if men's and women's toilet blocks are sited

too close together. As with other factors already mentioned, knowledge of socio-cultural
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influences is necessary at the earliest stages of a project because they may have a
significant effect on project identification, appraisal and design, as well on construction

and operation.

It is clear that the understanding of the employee's culture and religion are important
elements that should be taken into consideration to ensure a project is finished
successfully. The management team and a project manager should be fully aware of the
employee's culture and religion, and as well understanding their holidays (e.g. religious,
international and national) in terms of motivating them to do proper job and finishing

the projects without any delays.
2.8. PROJECT SUCCESS

The reasons for success or failure of projects and project management are many and
different. Nguyen, et al. (2004), Kerzner (1992), Greenwood and Aggiag, (2004) and
Aggiag, (2004) consider that a construction project is commonly acknowledged as
successful when it is completed on time, within budget, and in accordance with
specifications and to the stakeholders' satisfaction. They also considered successful
project management can be defined as achieving the project objectives: within time;
within cost; at the prescribed level of performance/technology; and utilizing the

assigned resources effectively and efficiently.

Cost, time and quality are considered to be the main elements for the success of any
project. By finishing the project to time, within the estimated budget and to an

acceptable quality client satisfaction will be achieved. For the purpose of this study,
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project success is defined as completion of a project within acceptable time, cost and

quality and this is taken to achieve client satisfaction.

The key dimensions of project success for the majority of the scholars are illustrated in

Figure 2.1.

TIME QUALITY

Figure 2.1: Time, Cost and Quality impact on the project success

However, some scholars have claimed that the success of the projects can be dependent
on other factors. Baccarini (1999) stated that there is no consistent interpretation of the
term project success, that there is no standardised definition of the term nor is there an

accepted methodology for measuring it.

Other scholars argue that the contribution of employees is one of the most important
elements for the success of construction projects. According to Kliem and Ludin (1992)
the contribution of people cannot be ignored. They also argue that the term
"specification level" should replace "quality" on the grounds that “quality” should be
considered an absolute that is non-negotiable against time and cost. Figure, 2.2

illustrates the impact of cost, time and specification level on project success (Lock,

2000).
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When a project is finished on time, within budget, to an acceptable quality and the client
is satisfied it is considered a successful project. This is achieved by the efforts of the
entire workforce on the project who must have been well managed with good
communication links and an understanding their individual responsibilities so that the

triangular success project management will be achieved (time, cost, quality).

SPECIFICATION LEVEL

i

COST TIME

Figure 2.2: Time, Cost and Specification Level impact on the project success

Source: Adapted from Lock, (2000)

The following are some definitions of "Project Success" in general and in construction.

Sanvido, et al. (1992) defined success for a given project participant as the degree to
which project goals and expectations are met. He added that these goals and
expectations may include technical, financial, educational, social, and professional

aspects.

Freeman and Beale (1992) concluded that success means different things to each
individual. An architect may consider success in terms of aesthetic appearance, an
engineer in terms of technical competence, an accountant in terms of dollars spent under
budget, a human resource manager in terms of employee satisfactibn, and client and

project manager in terms of finishing the project within budget, cost and quality. So it is
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clear that the success of any project depends on the entire project team members;
everybody in the organization is responsible for driving the project towards success.

This will be achieved by working as one person to complete the work as planned.

Nguyen et al. (2004) claim it is necessary to distinguish between project success and
project management success and between project success and project performance. In
regard to this, de Wit (1988), Munns and Bjeirmi (1996) and Cook-Davies (2002) argue
that project success is measured against the overall objectives of the project while

project management success is measured. against cost, time and quality/performance.

According to Eisner (2008) construction time, cost and performance are the "big three"
of project management and system engineering management. Projects are originally
planned to meet the performance requirements within the prescribed time and budget
constraints. There are numerous reasons why project do not satisfy these three key

aspects of a system development, several of the most common are:

» Inadequate articulation of requirements,

= Poor planning,

= Inadequate technical skills and continuity,
»  Lack of teamwork,

= Poor communications and éoordination,

» Insufficient monitoring of progress, and

» Inferior corporate support.

Chan, et al. (2004) believed that project success and the Critical Success Factors can be

considered to be a means to improve the effectiveness of the project. However the
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concept of project success has remained ambiguously defined in the mind of
construction professionals. The following are some definitions of the success factors
that can affect the success of a construction projects.

2.9. FACTORS AFFECTING THE SUCCESS OF A CONSTRUCTION
PROJECTS

There are many factors that can affect the success of construction projects; the factors
are different from one project to another and from one country to another. The purpose
of this study is to assess and evaluate those factors in terms of enhancing the rate of

success in the Libyan construction industry.

Different authors have defined factors that impact on the success of construction
projects, those factors include on the size of the project; the project's environment; the
management team; project planning and the project workforce. The success factors have
been the object of several studies, and the following scholars propose their own

assessments of the different success factors that affect project success.

Slevin and Pinto (1986), Pinto and Slevin (1988), Freeman and Beale (1992), Shenhar,
et al. (1997) and Lim and Mohamed (1999) found that, as would be expected, project
success is linked to both exogenous and endogenous factors. These factors include the
control level (especially schedule and cost), the impact on the client, the support of the
general management of the organization, communication, the competence of a project
manager, but also on less controllable factors such as the environment and the political

context.
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2. Procurement-Related Factors

Walker and Vines (2000) and Pocock, et al. (1997) agree that procurement-related
factors are of very highest importance relating to the success of a project. These factors
consist of the procurement methods (selection of the organization for the design and
construction of the project) and tendering methods (procedures adopted for the selection
of the project team and in particular the main contractor). A full explanation of

procurement methods is given later in this chapter.

3. Project Management Factors

The project management include adequate communication; control mechanisms,
feedback capabilities; troubleshooting; coordination effectiveness; decision making
effectiveness; monitoring; project organizational structure; the plan and schedule
followed and related previous management experience. Jaselskis and Ashley (1991)
have suggested that by using management tools, project managers should be able to
plan and execute their construction projects to maximize the project's chances of

success.
4. Project Participant-Related Factors

These factors can be divided into two main categories: One is related to the client,
including the client’s experience and ability, the nature of the client, the size of the
client organization, the client’s emphasis on cost, time and quality and the client’s

contribution to the project.

The second category is the project team, which includes the project team leaders’

experience and skills, the project team leaders’ commitment on time, cost and quality,
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the project team leaders’ involvement, the project team leaders’ adaptability and
working relationships, and the support of the project team leaders get from his/her

parent company.
5. External factors

These factors are predominantly the economic environment, the social environment, the
political environment, the physical environment, the industrial relations environment

and level of advanced technology available.

In Libya, political and economic factors are considered to be two of the most influential
factors affecting the success of construction projects. The fluctuations in equipment and
materiél prices that occur from time to time cause many problems relating to project
duration and increased costs. The rise in these prices can affect the project's profitability
and cause an increase in labour costs. These problems, if not properly managed, will
lead to construction project failures. From the very first stages the project plan should
include contingency arrangements to be implemented if any unforeseen circumstances

arise.

Figure 2.3 illustrates the factors that can affect projeci success identified in the research

study conducted by (Chan, et al. 2004).

Belassi and Tukel (1996) conducted a questionnaire survey over a wide geographical
area in industrialised countries. 91 project managers were conducted to answer the
questionnaire, and the questionnaire was analysed using SAS. It was found that success

depended on four main groups of factors: factors relating to the PMs, factors relating to
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the project, factors relating to the organization, and factors relating to the external

environment.

As fnentioned earlier, success factors can vary from one project to another and from one
environment to another. These factors depend upon the project's situation, the project's
environment and the performance of the project members. Supporting this, Muller and
Turner (2007) conducted a worldwide study of 300,000 people as a sample size, and the
analysis was based on 959 respondents. It found that there is a growing recognition that
different types of projects require different approaches to their management, requiring

management procedures tailored to the needs of the project.

Andersen et al. (1987) carried out a research study through a questionnaire survey to
investigate the factors that can affect the project success at four of the project stages. It
was found that what project managers did or did not do, increased the chance of failure,
and pitfalls in the way the project is established, planned, organized, and controlled

were identified. The corresponding success factors are presented in Table 2.3.

Morris (1988) investigated and identified both success and failure factors that affect

identified at successive stages of the construction project life cycle, see Table 2.4.

Baker et al. (1988) added that, to run project management successfully, the factors
shown in Table 2.5 should be taken into consideration both before starting the project

and during the project’s life cycle.
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Table 2.5: Project Success Factors after Baker, et al. (1988)

Success Factors Rank

F1. Coordination and team-client relations

F2. Adequacy of team structure and control

F3. System uniqueness, importance, and public exposure
F4. Success criteria salience and consensus

F5. Competitive and budgetary pressure

F6. Initial over-optimism and conceptual difficulty

F7. Internal capabilities build-up

~N Y B W

Lists of 9 common factors were identified from Pinto and Slevin (1988) who conducted
a questionnaire survey to rank the most important factors affecting project success. The
questionnaires were mailed to project managers and members of project management
institute with 400 respoﬁdents obtained. The results showed project mission and top
management support was considered the most important factors to the success of a
construction project. Table 2.6 lists the most significant factors that could affect project

SuccCess.

Table 2.6: Project Success Factors after Pinto and Slevin, (1988)

Success Factors Rank Description

Clearly defined goals and direction

Resources, authority and power for implementation
Detailed specification for implementation process
Communication with and consultation of all stakeholders
Recruitment, selection, and training of competent personnel
Availability of the final product to the end users

Timely and comprehensive control

Provision of timely data to key players

Ability to handle unexpected problems

F1. Project mission

F2. Top management support
F3. Schedule and plans

F4. Client consultation

F5. Personnel

F6. Technical tasks

F7. Client acceptance

F8. Monitoring and feedback
F9. Trouble-shooting

O 02 O W B W N =

In Tables 2.4, 2.5 and 2.6 the factors are presented in order of decreasing impact. Unlike
others, Andersen et al. (1987) and Morris (1988) identified that different factors are

appropriate at different stages of the project life cycle, suggesting different
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competencies are appropriate at different stages. Morris mentioned leadership as a

factor, and Andersen ef al. mentioned PM competence.

Morris and Hough (1987) identified success factors from a study bf seven major
projects in the UK from the 1960s, 1970s and 1980s, of which some were successful
and others unsuccessful. Morris (1997) developed this list into a project strategy model,
which Turner (1999) recast as the seven forces model for project success; see Figure 2.4,
with five success factors in each of seven areas: context, attitude, sponsorship,

definition, people, systems, and organization.

Cooke-Davies (2001) conducted a questionnaire survey with more that 70 large
multinational and national organisations which showed that successful project
management included six factors to help ensure a project is completed on time, two
factors to help ensure it is completed within budget, and four factors to help ensure the

project is successful, see Table 2.7.

Mahdi (2007) carried out a research study through a questionnaire survey, involving
project managers, construction managers, site managers and quantity surveyors within
the UK construction companies to investigate the most significant factors that can affect
the success of a construction project. The questionnaires were conducted in seven
construction organisations in Sheffield, and the analysis was base on 29 respondents.
Fifteen factors as shown in Table 2.8 that could affect the success of a construction

project.
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Table 2.7: Successful project management and factors leading to successful projects Cooke-Davies,
(2001)

1. Project management success factors contributing to time completion:

F1. Adequacy of company-wide education on risk management

F2. Maturity of organization’s processes for assigning ownership of risks

F3. Adequacy with which a visible risk register is maintained

F4. Adequacy of an up-to-date risk management plan

F5. Adequacy of documentation of organizational responsibilities on the project

F6. Project or stage duration as far below three years as possible, preferably below one year

2. Project management success factors contributing to budget completion:

F7. Changes to scope only made through a mature scope change control process
F8. Integrity of the performance measurement baseline

3. Additional project success factors contributing to successful benefits realization:

F9. Existence of an effective benefits delivery and management process that 1nvolves the mutual
cooperation of project management and line management functions

F10. Portfolio and program management practices that allow the enterprise to resource fully a suite of
projects that are thoughtfully and dynamically matched to the corporate strategy and business
objectives

F11. A site of project, program, and portfolio management metrics that provide “direct line of sight”
feedback on current project performance and anticipated future success, so that project, program,
portfolio and corporate decisions can be aligned

F12. An effective means of learning from experience on projects that combine explicit knowledge
with tacit knowledge in a way that encourages people to learn and to embed that learning into
continuous improvement of project management processes and practices.
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The task is to critically compare the various insights from the published works and
professionals in the industry on how to achieve a successful construction project, and to
be fully aware of the factors that have greatest impact on the success of construction
projects. It is clear that the success/failure of projects is dependent upon many factors
which can be endogenous or exogenous. The internal factors are: lack of
communication; poor planning and control; misunderstandings; lack of motivation;
having a weak a project manager; lack of relevant experience; choosing the wrong
person for the job; weak management and control; and an inability to anticipate and
manage such problems if they occur. The external factors include: economic factors
(changes in domestic economic conditions; increased competition; regulatory changes);
political factors (uncertainty on return on investment); environment factors; (weather,
water, unsustainable use of natural resources). The different impact between the internal
and external factors is that the internal factors could be controlled during the project life
cycle, whereas the external factors somet‘imes cannot be easily controlled and might

lead to construction project failure.

2.10. CRITICAL SUCCESS FACTORS

Success has always been the ultimate goal of every activity within a project, and
construction project briefings are no exception. In this study, a successful briefing is
where the needs and requirements of the client and stakeholders are identified,
understood, defined and represented accurately, and communicated effectively to the
project team. The factors critical to the success of the briefing include the following

(CIOB 1997):

A Framework for Enhancing the Success of Construction Projects Undertaken in Libya
39



Clear and agreed upon objectives; carefully thought-out requirements; the provision of
the essential information at each stage of the project; a flexible approach that balances
the requirements for quality against the concern to ‘freeze’ requirements to control costs

and meet deadlines; and a trusting relationship.

Blyth and Worthington (2001) identified clear and comprehensive communication as a
key area that is important to the briefing process. Successful briefing demands attention
to communication and how information is structured and passed through the system.
Designers speak different languages to users, yet they must understand the business

language of their clients to allow for a meaningful communication of needs.

Blyth and Worthington (2001) provide eight factors for successful briefing, which can

be identified as:

» The most vital factor for success is a template for consistently well integrated
projects,

» A transparent framework, which sets out expectations, procedures, and
performance measures against which evaluation and improvements can be made,

» Clarity of roles - the clarification of roles goes hand-in-hand with empowered
clients who are able to articulate needs clearly within the long-term strategic
framework,

* Manageable buildings that absorb change,

* Monitoring and feedback by introducing quality improvement loops and greater
customer orientation,

= Continuous review that tests assumptions and revisits hypotheses.

» Provide a robust and transparent framework to test projects as they progress, and
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= Concentrating innovation on items with greatest return. Organizations with a
continuous building program have the opportunity to reflect on poor
performance, repeat those items that have been successful, and find new

solutions for those areas where they can achieve the greatest return.

Bryde (2008) conducted a questionnaire survey amongst 238 UK-based practitioners, he
identify two broad issues associated with project success: the criteria used to define and

measure success project success, and the critical factors influencing project success.

Atkinson (1999) reported that project success criteria focused on the ‘iron triangle’ of
meeting cost, time and quality-related objectives. White and Fortune (2002) who carried
out a research study through a questionnaire survey amongst 236 project managers
found that the iron triangle criteria were the most commonly cited measures of project

Success.

Boynton and Zmud (1984) asserted that the critical success factors (CSFs) are those few
things that must go well to ensure the success of an undertaking and must be given
special and continual attention to bring about high performance. Belassi and Tukel
(1996) in a questionnaire survey involving 91 project managers intended to rank CSFs
found that the technical background of project team members was particularly
important for construction and information system projects. Top management support

was important regardless of context.

Young and Jordan (2008) confirmed that top management support is the most important
CSF for project success. This study also showed that hard working project staff was the

most important condition for project success.
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Pinto and Mantel (1990) identified three distinct aspects of project outcome: the
implementation process itself (internal criteria such as budget, schedule), the perceived

value of the project, and client satisfaction with the delivered project.

Wateridge (1995) has concluded that there does not appear to be a consensus of opinion
on the criteria for judging project success and the factors that influence that success.
Definitions of the success of construction projects have traditionally followed the
dimensions of time/cost/quality. Brown (1994) agrees that if a project is delivered on

time, within budget with agreed functionality, then it would be classed as a success.

Pinto and Slevin (1987) undertook a comparative analysis of various studies on factors
considered critical to the success of a project, and identified nine common factors:
clearly defined goals; a competent project manager; top management support;
competent project team members; sufficient resource allocation; adequate
communication channels; control mechanisms; feedback capabilities; and

responsiveness to clients.
2.10.1. Project Success Factors and the Project Success Criteria

Turner and Muller (2006), Jugdev and Muller (2005), Cooke-Davies (2002), Turner
(1999), Lim and Mohamed (1999), Morris and Wateridge (1998) and Hough (1987)

have all distinguished between project success factors and project success criteria:

* Project Success Factors are those elements of the project and its management
that can be influenced to increase the chance of a successful outcome; these are

independent variables that make success more likely.
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= Project Success Criteria are the measures (both quantitative and qualitative)
against which a project is judged to be successful; these are dependent variables

which measure project success.

Whilst all measures are important in terms of evaluating the overall success of a project,
the focus of this study is on defining the factors affecting construction projects success

in the Libyan construction industry.

2.10.2. Project Implementation Profile

According to Slevin and Pinto (1986) who empirically developed a framework for the
project implementation process and a diagnostic instrument called the Project

Implementation Profile which identifies ten critical success factors:

» Project mission - initial clarity of goals and general direction,

= Top management support - willingness of top management to provide the
necessary resource and authority/power for project success,

» Project schedule/plan - a detailed specification of the individual action steps
required for project implementation,

* Client consultation - communication, consultation, and active listening to all
impacted parties,

* Personnel - recruitment, selection, and training of the necessary personnel for
the project team,

®  Technical Tasks - availability of the required technology and expertise to

accomplish the specific technical action steps,
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» Client acceptance - the act of "selling" the final project to its ultimate intended
users,

* Monitoring and feedback - timely provision of comprehensive control
information at each stage in the implementation process,

= Communication — the provision of an appropriate network and necessary data to
all key actors in the project implementation, and

= Trouble shooting - ability to handle unexpected crises and deviations from the

plan.

In addition to the above ten factors, Pinto and Slevin (1989) considered four additional
exogenous factors, which are often beyond the control of the project team but had a
powerful impact on the project outcome: the characteristics of the project team leader
(competence and authority available); power and politics;A environmental events; and

urgency (perception of the importance of the project).

However, Pinto and Prescott (1988) concluded, in a separate study, that the relative
importance of various critical success factors changes significantly, based on the stage
of the project life cycle, namely, conceptualisation, planning, execution, and termination.
For instance, during the execution stage of the project life cycle, five factors (project
mission, trouble shooting, project schedule/plan, technical tasks, and client consultation)

emerged as the most important factors for success.
2.11. DETERMINANTS OF SUCCESSFUL CONSTRUCTION PROJECTS

The project is considered an overall success if the project meets the technical

performance specification; and if there is a high level of satisfaction among key people
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