| nfluenceof Planning PhasePrincipleson
Project Performancewithin the
BuildingIndustry inAbuja, Nigeria

Usman, N. D.
Department of Civil Engineering Technology, School of Engineering Technology,
Federal Polytechnic, Bauchi, Bauchi Sate, Nigeria
E-mail: napodanusman@yahoo.com

Kamau, P. K.
Mireri, C.
Department of Environmental Planning and Management,
School of Environmental Sudies, Kenyatta University, Nairobi, Kenya

ABSTRACT

The building industry continues to occupy an important position in the nation’s
economy even though it contributes less than the manufacturing industries. It
has continued to be a major player in the socio-economic devel opment of many
countries globally. However, recently, issues of quality, costs, reliability and
human and environmental safety have emerged posing a challenge to the growth
of industry. Thisisasa result of poor planning phase principlesin the building
industry. However, poor planning in the Nigerian Building Industry (NBI) was
linked to its inability to deliver service effectively and efficiently; and these are
impediment on the Nigerian economy. This study therefore sought to examine
how planning phase principlesinfluence project performance within the building
industry in Abuja, Nigeria. Explanatory and descriptive approaches were used
to obtain data from completed projects files (three from both public and private
sectors respectively) and professionals from the building industry. Sratified
and purposive random samplings were used to select completed projects and
gualitative data for the purpose of analysis. The results reveal that planning
phase principles was not adopted due to poor management of projects,
unnecessary rush in project implementation, inadequate planning and budgetary
provisions, costly project execution. In spite of the efforts of theindustry to improve
project performance, yet it is still faced with challenges of project management,
but if planning phase principleisemployed, it could improve project performance
and will reduce cost and time overruns.
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INTRODUCTION
Theincidencesof building failure and collapse, aswell astheaarming lossof lifethat
results, have become mgor issuesof concerninNigeria. The Nigerian building industry
hasbeen described asad egping giant on theAfrican continentintermsof serviceddivery
and itscapacity to satisfy the needsof itsclientsbecause of itsinability to deliver services
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efficiently and effectively. For instance, there have been saverd reportsof poor management
of projects, the unnecessary rush in project implementation, inadequate planning
and budgetary provisions, costly project execution (Ibrahim and Musa-Haddary, 2010;
Idoro, 2014; Ofori, 2014, Usman, Kamau and Mireri, 2014). However, throughimproved
efficiency intheindustry, cost-effectiveness and adhering to timelines, therewill be
cost savingsfor the country and greater contribution to thenationa economy (Ofori, 2014).
It has continued to be a major player in the socio-economic development of many
countriesglobally. Apart from creating employment, it providesshelter to millionsaswell
asoperational infrastructure such as offices, schoolsand hospital s (Idoro, 2014; Usman,
Kamau and Mireri, 2014).

However, recently, issuesof qudity, costs, rdiability and human and environmental
safety have emerged posing achallengeto the growth of theindustry. Thisisasaresult of
poor planning phase principlesinthebuilding industry (Usman, Kamau and Mireri, 2014).
The planning phaseis astep in the process of building production. Itisastrategy in
coordinating project activitiestoimproveproject delivery. Thisisastage of enhancing the
devel opment of building plan. The development of abuilding planisanaogousto the
development of agood facility design (Hendrickson, 1998 in Usman, 2006). Hendrickson
datesthat the planner must weighthecostsand rdiability of different optionswhileensuring
technicd feagbility. Ononehand, building planningismoredifficultin somewayssincethe
building processisasdynamic asthesite, and thephysical facility changesasthe building
proceeds (Idoro, 2012). On the other hand, building operationstend to befairly standard
from one project to another even asstructural foundation detailsmight differ considerably.

Fromthe stand point of building contractors, Usman (2006) opinesthat theplanning
process cons stsof three stagesthat take place from themoment of planning thebuilding
of thefacility to themoment the va uation of thefina building process. Thesestagesinclude:
estimation, monitoring and control aswell aseva uation. Though forming agood building
planischallenging, there are numerous plansavailablefor any given project. While past
experience is agood guide to building planning, each project has special threats or
opportunitiesthat requireingenuity or creativity to solve. Unfortunately, itisdifficult to
provide guidance concerning procedure or strategy regarding theformation of good plans
(Ofori, 2014 and Idoro, 2014). One can provide good recommendations for a good
planbutitisuptotheactual planner to come up with hisown good plan (Hendrickson,
1991 in Usman, 2006).

InNigeria, thebuildingindustry iscritical to the Nigerian economy and provides
shelter and gainful employment to the citizens (Idoro, 2012; Usman, Kamau and Mireri,
2014). Themovement of theadminigtrative capital of Nigeriafrom LagostoAbujabrought
about an expansion of infrastructural development inthe Federal Capital Territory, Abuja
that isdriven by public and private sectors (Kamau, Kamau and Mireri, 2013). This
resulted from the need to cater for theincreasing popul ation. Despitetherapid expansion
of the building and construction sector, issues of quality and high costs of repair and
mai ntenance have emerged with collapse of buildingsreported (Idoro, 2014; Matawal,
2011; Jambol, 2012).
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Thisstudy therefore sought to examine how planning phase principleswould influence
project performancewithin thebuilding industry inAbuja, Nigeria. Thisstudy anchored
on the hypothesisthat thereisno significant difference between project performanceand
the planning phase principlesinthebuilding industry inAbuja, Nigeria

Thelmpact of Planning Phase Principleson Project Delivery

Panning phase principlesare centra to the overall project performance; any failureinits
adoption adversely affectsproject performance. For instance, if health and safety factors
arenot adequately addressed, theproject might facelitigation chargesfrom Environmentalists
or it might turn out to be ahealth hazard. The planning phase principlesinclude, project
goal, project activities, design/specification, choosing astrategy, break projectsto sub-
units, determine performance standard, determine proper sequence, design cost estimate,
determine personnel, design time/schedul e, mobilizefundsand obtaining approvals.

Recent studiesshow that the gpplication of modern techniques, project management
techniques, planning, scheduling and controlling areabedrock to successful project ddivery
(Aniekwu and Audu, 2010; Kedzner, 2000; Gollenbeck, 2008). Krishnamurthy and
Ravindra (2010) add that adequate planning must precede the execution of all other
manageria functions. Thesearefactorsthat influence project performancewhichisabsent
intheNigerian buildingindustry (Inuwa, Wanyonaand Diang’ a, 2013). Planning fecilitates
project performance; and when complexity of projectishigh, project planningisinevitable
(Bailey, Farmer, Crooker, Jessop and Jones, 2008; Bamisile, 2008; Inuwa, Wanyonaand
Diang a, 2013). InNigeria, poor project delivery wastraced to theinability to plan projects
adequately (Achuenu, 1zam and Bustani, 2000; Usman, Inuwaand Iro, 2012). Saleh
(2004) revedl that thispreventsthe building industry from satisfying theclientsneed. Thus,
toimprovetheefficiency of the Building Industry (BI), Oladimeji and Ojo (2012) assert
that the Bl contributesto the national economy and thereforeits planning should not be
ignored. The Bl isanimportant sector of the economy, and playsakey rolein nationa
economy and economic devel opment (Hillebrant, 2000; Ofori, 2007). Thebuildingindustry
isan enginefor growth (Ofori and Han, 2003).

Whereas, Turin (1973) in Ofori (2014) establishes a relationship between
construction and the economy. There ationship includes: contribution of valueadded in
condructionto GDP, rateof changeof thiscontribution astheeconomy develops; proportion
of capital formationintheindustry to thetota ; contribution of employmentinthebuilding
industry to thetotal employment. Thus, improving the performance of theindustry in
devel oping countries can be achieved through effective and systematic planning (Ofori,
2014). Planning involvesaseriesof interrel ated activitiesand sequential processes, andits
efficiency and effectivenesshave adirect impact on the project successor failure (Dada,
2012; Idoro, 2012; Ikediashire, Mendie, Achuenu and Oladokun 2012; Mathonsi and
Thwala, 2012; Love, 2002; Ibrahim, 2008; Inuwa, Wanyona and Diang’ a, 2013).
Hendrickson (1998) arguesthat planning isanal ogousto thedevel opment of good facility
designinthebuilding industry. Planningismoredifficultinwayssincebuilding processis
dynamic. However, cash flow isanecessary tool in planning processes (K erzner, 2000;
Bustani, 2002). According to Gupta(2010), planning is deciding where the organi zation/
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or aproject should be going and how it should get there. He added that thisrequiresthe
appraisal of external andinternal changesand constraints, forecasting, setting objectives,
developing strategies and policies, and preparing action plans. Planning isan organized
method to devel op on acontinuing basis, specific course of actionsto improve project
ddivery (Inuwa, Wanyonaand Diang' a, 2013, Eigege, 2005). Basicdly, planning hasfour
goalsinthedelivery of any building project (Krishnamurthy and Ravindra, 2010). To
offset uncertainty and change; to focus attention on the objectives; to make economic
operationspossibleand to assist project managersin controlling projects.

Whereas, Inuwa, Wanyonaand Diang’ g, (2013) and Harrisand M cCaffer (2005)
opinethat in devel oped countries, contractors embraced planning because theresults
impact directly on project delivery. However, the Nigerian building industry isconsidered
unproductive dueto management incapacity and inadequate planning (Aniekwu and Audu,
2010; Saleh, 2004; Achuenu, |zam and Bustani, 2000). Thiscreates problemsthat affects
project ddivery inthebuilding industry, and preventsthe building industry from meeting
clientsneed. Inspiteof this, Oladimgji and Ojo (2012) opinethat planningisessentia due
toitscontributionto the nationa economy towardsimproving project ddivery. Consequently,
project planning isan endeavour in which human, material and financial resourcesare
organised in abetter way to undertake work of agiven specification within constraints of
time, cost and qudity so asto achieveapredetermined goal inagiven environment. Daft
(2010) recognises planning as management principles, which show the importance of
planning phase principlesfor the effectiveness of project ddlivery.

Economicand Financial Planning

Theappraisal of economic viability of any project should betaken at theinception of the
project. The project valueand cost are of paramount importance, and aproject’svaueis
defined by the utility or benefit of the completed project (Idoro, 2014; Ofori, 2007).
According to Kamau, Mireri and Usman (2013); Inuwa, Wanyonaand Diang' a(2013),
project costsarethe expendituresincurred in compl eting aproject and areincludedinits
valuation. A cost benefit analysishelpsaclient to determinehislevel of commitmenttoa
project which depend on perceived benefitsand cash flow of the project. Planning is
critical to project management. The project manager definesaseriesof actionrequiredto
completethe project and thismust stem from a planning process (Usman, Kamau and
Mireri, 2014). Planning enhancesthe preparation of ameaningful budget and timeestimates.
Bustani (2002) statesthat payments must be made by the client to contractorsintimely
fashionto ensurework progresswithout interruption.

Economicfactorsinfluencing building activities

Building is characterised by two important factors (Kerzner, 1986 in Usman, 2006)
fluctuationsin demand, which canimpact the utilisation of resourcesand the use of various
techniquesand factor combinations (particularly of capital and labour) which needto be
tailored to each finished product. Thesetwo factorsare a so influenced by economic
measures. Theformer, through planning and demand management, whilethelatter through
pricing policiesthat influences economic measures (Idoro, 2012; Ofori, 2014, Usman,
Kamau and Mireri, 2014).
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Characteristicsof demand

Theoutput of building fluctuates cons derably morethan that of manufacturing and the
economy asawhole (Kerzner, 1986 in Usman, 2006). Thistendency isbased on the
demand structure of the capital goodsindustrieswherere ativesmall changesin demand
by consumerswill causethe production capacity to expand or contract consderably (Ofori,
2014). Not only do the private sector resources and demand fluctuate with export earnings,
but important public sector investmentsalso tend to concentrate during periods of rapid
economic growth, thereby accentuating thecyclical variations. Thefluctuationsin building
activity, relativeto those of other sectors, tend to be greater in stabilizing theeconomy. The
public sector playsadominant rolein generating demand for building. Thisisparticularly
soindevel oping countries, whereit account for 80% of buildingjobs(Ofori, 2014; Idoro,
2012b). For instance, Usman (2006) and Ofori (2014) assert that abuilding industry
survey in Liberiaestimated thetotal building volumein theformal sector to bedightly
about 20 million USdollarsin 1978, whilethe private sector accounted for about 4 million
USdoallars. Similar ratiosapply in Burma, NEPAL, New Guineaand severd other countries
inAfrica Surveysmadein Egypt and Indonesiain 1979 placed the public sector share of
thetotal demand for building jobsat 65% (2.3 million USdollars) and 75% (4millionUS
dollars) respectively (Usman, 2006). The government’ sshare of total demandisalsohigh
in such capital -abundant countriesas Kuwait, Libya, Saudi Arabia, which continueto
developtheir basicinfrastructure.

Theimportance of the public sector asmajor source of demand for buildingisnot
limited to devel oping countriesa one, dthough the sharetendsto decrease at higher levels
of development. Inthe United Statesfor instance, building demand from the public sector
in 1982 wasroughly 50% of total demand; thisestimate, however, excludesthe building of
sgnglefamily homes(Henroid, 1986 in Usman, 2006). Thetwo-fold roleof government as
apolicy maker at macro-economic level, and asan originator of demand and executor of
worksat the micro-economic level underscorestheimportanceto the sector. Thetiming
of government investments can therefore causefluctuationsin building demand. Smilarly,
the government’soverall economic policiesand specificinterest inindustry - related
regul ations can be aprofound influence on private sector building investment decisions
(Kabir, Bello, Kolo and Bustani, 2009; Inuwaand Usman, 2008).

METHOD

Thisstudy iscarried out using both quantitative and quaitativetechniques. Thequditative
design providesadescriptiveandysisof theinfluenceof planning Phase Principles(PPP)
withinthebuilding industry inAbuja, Nigeria The quantitative analysis provides atistical
information and figureswith regard to how PPP has affected costs, time, wastage and
issuesrelated to durability of projects. Stratified and Purposive random sampling was
used for case study and qualitative datarespectively. The sample sizewas 210 comprising
35Architects, 35 Builders, 35 Engineers, 35 Quantity Surveyors, 35 Urban and Regional
Panners, and 35 Contractorsrespectively. Satistica Packagefor Socia Sciences(SPSS)
verson 17 wasused to andyzethedata; reliability test conducted using Cronbach’sapha,
significancetest, ANOVA and descriptive Satistics.
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RESULTSAND DISCUSSION

Theresults show that the Cronbach’salphais0.993. The Cronbach’'sa phavaluewas>
0.70, which meansitsadequate proof for consistency. Theresponserate 70% found to be
better than other studies 59% (Inuwa, Wanyonaand Diang’ a, 2013); 55.5% (Usman,
Inuwaand Iro, 2012); 47% (1brahim, 2008); 35% (Adams, 1997). The study wascarried
outinAbujathe Federal Capital Territory of Nigeria. Theterritory islocated north of the
Niger and Benue Rivers. Itisbordered by Niger, Kaduna, Nasarawa, and Kogi States,
lying between | atitude 8.25 and 9.20 north of the equator and longitude 6.45 and 7.39
east of the Greenwich Meridian (Jibrin, 2006). Abujaislocatedin Central Nigeria. The
Federa Capita Territory coversan areaof approximately 7,315 km?, and Abujaoccupies
275.3km?of it withapopulation of 1,568,583. It issituated within the Savannah region
with moderate climatic conditions. Theterritory ismadeup of six Loca Councils: Abuja,
Abagji, Gwagwalada, Kuje, Bwari and Kwali. The Local Government Authoritiesare
controlled by the Federa Capital Development Authority, Abuja. Thisstudy indicatesthat
planning phase principlesare not adopted within thebuildingindustry inAbuja Thiscould
be dueto poor design, discrepanciesin contract documents, project variation, and shortage
of materials, inadequate work plan, and poor servicedelivery. It was established that the
National Building Code specifiesthat drawingsand specificationswhich are prepared by
architectsin the Urban Devel opment Planning Unit, be approved within threemonthsonce
therequired standards are met (FRN, 2006).

However, project B took 9 monthsto be approved, project C 5 months, project
E 6 monthsand project F 7 monthsasagainst 3 monthsrespectively (seeTable2). It was
discovered that these projects were delayed before the approval processes. However,
project B, C, E and F wereddayed dueto survey and soil analysis. Inaddition, consultancy
feeswerenot paid ontime; which leadsto delay of the survey on siteand materia survey.
Thefindingsindicatethat planning phase principlesform asignificant aspect of project
performance. It must therefore be taken into account to improve project performanceand
sarviceddivery. Thefindingsarein agreement with Idoro (2010); Nwanchukwu (2008);
Nwanchukwu and Fedelis (2011); Usman, Inuwaand Iro (2012) studies holdsthe same
view. Project issaid to have performed when time, cost and quality standard requirement
aremet. However, the six projects (table 2) that were examined were compl eted behind
scheduleand at ahigher cost than planned. Thiscould be accounted for by delaysasresult
of non-release of fundsto project activitiesasand when due, high level of corruption,
bureaucracy, inflation and unethica professiond practices(Usman, Inuwaand Iro, 2012;
Inuwa, Wanyonaand Diang’ a, 2013; Usman, Inuwaand Iro, 2012, Idoro, 2014).

Fromtheanaysisontable 1, p-valuewasfound to belessthan the chosen apha
value0.05 at 95% leve of confidence suggesting therejection of the null hypothesisthat
thereisno significant difference between project performance and the planning phase
principlesinthebuildingindustry inAbuja Thismeansthat thereisasignificant difference
between project performance and the planning phase principles. So, planning phase
principlescaninfluence project performancewithinthebuilding industry. Resultsof ANOVA

International Journal of Finance and Management in Practice, Vol. 2, No. 1, June 2014 34
ISSN: 2360-7459



test assummarized ontable 1 suggest that thereisasignificant difference between project
performance and the planning phase principles. The study therefore establishesthat project
performance depends on proper planning. None adherenceto planning phase principles
leads to failure or abandonment of projects. Perhaps that is why projects are rarely
completed within expected quality standards, cost and time schedules. Chi-squareteststo
determinewhether thereisasignificant difference between planning phase principlesand
project performancewithin the building industry in Abujawere conducted. Fromtable 1,
thevaueof Chi-squarefor Architects, Builders, Contractors, Engineers, Quantity Surveyors
and Urban and Regiona Planners obtained suggest that the variability of project
performanceisaccounted for by improper planning. It meansthat project performance
canbeimproved by good planning. Thisisconfirmed by thefact thet the difference between
planning phase principleand project performancewas statistically sgnificant.

Table 2 showstheinfluence of planning on project performance of time, cost and
quaity sandard. Theanaysisindicatesthat little delay has seriousimplicationsontimeand
cost overruns. Theresultsreveal that most projectswere completed at asum and period
higher than planned. For instance, public projectsB, E and F (Table 2) werecompleted at
$1,165.5 million, $0.64308 million and $0.41136 million asagainst $1,133.75 million,
$0.60668 million and $0.35477 million respectively. These projectswerecompleted at a
period of 40, 46 and 36 months higher than scheduled. For instance, projectsA, B and D
carried out Environmental Impact Assessment, while projects C, E and F were not
conducted. According to National Building Code (NBC), EIA ismandatory for aproject
inthe buildingindustry (FRN, 2006). Equally, projectsapprova should not be morethan
3monthsif theregulatory requirementsare met (FRN, 2006). In spite of this, projectsA,
B, C, D, and Fwereapproved 10, 12, 14, 8, 15 and 18 monthsrespectively. Thisdelay
hasaffected timeand cost overruns. Thepricesof materidshavegonehigh duetoinflation
especidly duringthepetroleumcrisis.

Thecost of skilled labour isalso high. Inthe samevein, thedelaysincreasetherate
of corruption dueto bureaucracy especially with public projects. It isapolicy that once
project isapproved, contractors should mobilize to sitewithin 3 months (FRN, 2006).
However, only project A met this standard; whereas, projects B took 7 months, C 6
months, D 4 months, E 8 monthsand F 9 monthsrespectively. Inthe sameway, projects
B, C and E werecommissioned, while, projectsA, D and F were not commissioned. The
gtatutory requirement demandsthat al projects must be commissioned at thetakeoff (FRN,
2006). Thisscenario creates unethical professional practice which affectstime, cost and
qudity standards. Besides, projectsare supposed to be decommissioned after completion;
but from thefindings, no single project was decommissioned. Thus, thenon- compliance
resultsto delay, high cost and timeoverruns. It istherefore, aclear indication that projects
cannot be delivered under such conditions. The Building Industry is engulfed with
bureaucracy, and unethical professional practice, non- adherenceto regulations, politics,
and poor planning; ineffective monitoring and supervison. Thisfindingisinagreement with
other researchthat, in Nigeria, building regulationsare not adhered to; planning and policies
arepoorly implemented especially inthe building industry (Jambol, 2012; ke, 2012, Idoro,
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2014; Ofori, 2014; Usman, Chen and Lodson, 2010). From the above discussion, it
impliesthat the morethedel ay, the higher the duration and the higher thecost whichisan
impediment to project performance. Thiscould be accounted for non-compliancetothe
policiesand ethical standardsaswell asinadequate planning. Ofori (2014) opinesthat the
building industry could not perform dueto poor project planning, inappropriate policies
and non-adherenceto planning phase principles. Besides, he suggeststhat along term
srategy for thebuilding industry to be devel oped synchronized continuoudy, coordinated
and monitored. Thiswill ensure project delivery.

Table 1: Summary of Chi-squaretestsfor hypothesis on Planning Phase Principles

Professionals X’ Df Sig. Decision
Architects 124641 16 0.000 Reject
Builders 77597 16 0.000 Reject
Contractors 109.667 16 0.000 Reject
Engineers 94491 16 0.000 Reject
Quantity Surveyors 71801 16 0.000 Reject
Urban and Regional Planners 65.3585 16 0.000 Reject
Source: Field survey, 2013
Table 2: Case study analysis of some completed projects
Project Initial Final Period Initial Final Cost

Period Period Variation Cost Cost Variation

(Months) (Months) (Months) (million USD) (million USD) (million USD) Sector
A 2 &0 ) 091448 091618 0.0017 Private
B 24 &4 20 113375 11655 3175 Public
C 2% 47 2 049265 049412 0.00147 Private
D 24 % K2 044718 045371 0.00653 Private
E 0 76 46 0.60668 064308 00364 Public
F 2 64 ) 035477 041136 0.05659 Public

Source: Field survey, 2013
CONCLUSIONAND RECOMMENDATIONS

Despite planning phase principle ssuccessful usein the building industry worldwide, its
usein Nigeriaisyet to be adequately exploited. Severa questionsemerge: isplanning
phase principle being applied only by asection of theindustry in Nigeriaor by theentire
building industry?1splanning phase principle seen by industry playersasan effectivetool
that will ensure quality and durability inthebuilding industry?1sthereresistanceto the
application of planning phase principlesby theindustry? These posed aseriouschallenge
inthedelivery of projectson quality, cost and time overruns; however, these challenges
can bemitigated by proper adoption of the planning phase principlewithin the building
industry in developing countriesespecially Nigeria. In conclusion, the current traditiona
systemsis not working and in spite of the efforts of the industry to improve project
performance, yetitistill faced with challengesof project management, but if Planning
PhasePrinciple (PPP) isemployed, it couldimprove project performance. If PPPisproperly
applied, it will reducethe cost and time overruns. Thisstudy, therefore, recommendsthe
adoption of planning phase principlesinthe building industry in Nigeria; that stakeholders
should ensure complianceto standards and specificationsin the planning of aprojectinthe

International Journal of Finance and Management in Practice, Vol. 2, No. 1, June 2014 36
ISSN: 2360-7459



study areaarein particular and Nigeriaasawhole; adequate plan for environmental,
health and safety provisions should be made. Also, stakeholdersshould ensurerealistic
estimateandtimeframefor any project. Finaly, discrepanciesand design errorsin contract
documents should beresovled.
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