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All construction projects are unique and the amount of effort invested into planning activities will depend on the nature or the character of that project; as no two construction projects are identical. This prompted an investigation to evaluate the factors affecting the efforts invested into project planning activities at the pre-contract stage in Akwa Ibom state. The aim of the study is to evaluate the factors affecting efforts invested in project planning amongst selected consultants. A field survey involving 92 project consultants was adopted to achieve this objective. Data was collected using structured questionnaires and analysed using mean and relative importance index. It was discovered that the demands of the client, the clients budget and the construction method  to be adopted ranked highest amongst others as having more impact on the measure of efforts invested in planning  and indirectly on the performance of the construction Projects. The study suggests that all stakeholders collaborate more frequently by building stronger partnerships and aligning all actors as an integrated supply chain..
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INTRODUCTION

Project planning efforts has become an issue of growing concern amongst professionals in the construction industry, for two reasons: firstly, because project planning efforts is the measure of how much resources are invested into construction planning activities at the pre-contract stage (pre-contract planning). Secondly, how these efforts invested in planning activities have impacted on the successes or failure of construction projects, (Faniran et al 1994a). Project planning activities in this study includes all actions/activities involved in the preparation or production of plans or contract documents used in carrying out construction. Hore et al (1997) opined that, every construction project is unique, though all projects essentially involve the same basic resources. Frank and McCaffer (2001) also opined that each project has its own characteristics and requirements and for each project to be successful, the procurement process must address the technicalities of the project features alongside the client and contractor’s needs. It can be said that all things being equal, the measure of resources employed in every construction project is also unique. Previous research have shown diverging opinions on how much effort should actually be invested in project planning activities and how planning efforts should be organised to achieve success in project objectives. ( Faniran, et al.1999).

Project planning is applied in varying degrees of details when procuring a construction project, depending on the stage at which it is carried out in the process. The essence is that adequate resources are available at the right time for each stage in the process. Patrick and Geffner (2001) described resources invested in planning to be of two types namely: renewable resources and consumable resources. Renewable resources are needed during the execution of an action, but are not consumed in the process e.g. machines, computers. Consumable resources on the other hand are consumed or used up in the process e.g. fuel and time .To effectively plan projects, an investigation is required to forecast, manage, direct, control, monitor the resources required (people, materials & equipment) and financial requirements. 
However the challenges in spite of the progresses made in construction are the effects of the projects characteristics (factors) on the measure of how much resources is invested in pre-contract planning, previous research have shown  that construction projects failure to meet its objectives is as a result of too little planning efforts. This inability of Construction project’s to meet its objectives regardless of the advances in information technology is a growing concern. Concerns of overruns in project cost, delays, rework and poor quality of work in construction can be tackled and the major task before stakeholders is what factor weighs heavily on the amount of efforts invested in planning of construction projects at the pre contract stage.
The aim of this study is to find ways of improving the performance of construction projects by evaluating the factors affecting project planning efforts amongst selected consultants at the pre contract stage. The most successful projects are characterised by having a well-considered plan developed by an outstanding and committed team, and not just by the project manager, project planner, or some independent consultants, (Muhamed, 2010).The resources required to procure a construction project (materials, plants, capital and labour) and the construction methods that are involved, require adequate planning for the achievement of the project objectives..

 Kharbanda and Pinto (1996) stated that, most, if not all major failures of projects can be traced to inadequate and inaccurate planning and or blind adherence to originally formulated plans regardless of how the environment has changed in the interim. There are several cases of failure in building and civil engineering projects, few are reported while many are not, the challenge before all the stakeholders in the construction industry and researchers is what is responsible for this problem and to provide ways of decreasing it. There are several tools for ensuring the delivery of a project is successful. One and perhaps the most important tool for achieving this is, planning. A wise adage says that’’ anyone who fails to plan only plans to fail’’. 

Poor project definition and planning are two major causes of project failures. Ashley et al, (1987), maintained that, the identification of the strategic needs of project stakeholders is a significant stage in the development process and further described the project definition stage or initiation as the stage where the stakeholders’ needs, objectives and requirements are clarified into the definition of a project, or projects.

Project Planning
The purpose of project planning is to define the exact parameters of a project and ensure that all the pre-requisites for project execution and control are in place. Project planning aims to identify and resolve any remaining issues and answer outstanding questions that may undermine the goals of the project or threaten its success. It is an opportunity to plan and prepare, as opposed to react and catch up. (IFRC & RCS, 2000).
Planning involves identifying project needs and opportunities, discussing and testing the various possible courses of action, choosing the most appropriate one (or ones), agreeing on what you can expect to achieve, calculating the human and material resources needed to achieve your objectives, anticipating possible problems and getting agreement among all concerned about clear targets and deadlines for the work in view. Good planning can therefore increase the chances of success as well as decrease them. Good plans always allow for flexibility to adapt to changing circumstances (Larry, 2003). Faniran et al. (2000) described project planning as the systematic arrangement of project resources in the best way so as to achieve project objectives. Idoro (2010b) opined that project planning is the process of defining project objectives, determining the framework, methods, strategies, tactics, targets and deadlines to achieve the objectives and the techniques of communicating them to project stakeholders. The objective of planning according to Faniran et. al, (1998) in construction projects is the completion of a prescribed amount of work within a fixed time, at a previously estimated cost, and to specified standards of quality.  

Dvir et al.(2003) identified three levels of project planning namely: the end-user level where planning focuses mainly on the functional characteristics of the project end-product; the technical level which focuses on the technical specifications of the project deliverables that are needed to support the functional requirements and the project management level which focuses on planning the activities and processes that need to be carried out to ensure that the technical work proceed effectively. These three levels of planning can otherwise be regarded as project conception planning, project design planning and contract planning.
Project Lifecycle
Chitkara, (1998) opined that each project has a predetermined duration with a definite beginning and identifiable end; the starting point is the time when the idea is conceived by the client and the end marks the time when the mission is accomplished. The time span between the start and the completion of a construction project represents the project lifecycle. Although construction project differ in many regards, the lifespan of a construction projects follow a similar pattern. After the conception there a gradual build up in the use of project resources (construction), followed by a long duration plateau and towards the end, a rapid run-down till completion.
They activities in a construction project are commonly categorized into five main stages namely: opening or conception, design, tendering, construction and closing or handing-over based on the parties (Puthamont and Charoenngam, 2004). These stages make up the project life cycle (Duncan, 1996). From the perspective of planning, these five stages can be further categorized into two phases namely: pre-contract and contract phases. Pre-contract phase consists of the opening, design and tendering stages of project development while contract phase involves the construction and the closing of project development (Oxley & Poskitt, 1971; Ward, 1979). Pre-contract planning therefore describes project plans prepared at conception, design and tendering stages while contract planning refers to project plans prepared at the construction and close-out stages of a project. 
Pre - Contract Planning
Project Conception Planning (Stage)
The conception stage is the first phase in the project life cycle otherwise known as the inception stage or formulation stage, undertaken to meet the particular needs of a client. If a client is well informed and clear about what he needs better, but in most cases what he thinks he wants and what he really needs may actually be different. The success therefore, of any project will depend on how precisely and accurately the client’s need is articulated and understood, (IFRC & RCS, 2000). At this point, to accurately capture the client’s needs a feasibility study and report is required. Chitkara, (1998) opined that the feasibility study evaluates the project potentials by examining the technical feasibility, economic viability and the financial implications, and an appraisal of the feasibility report enables the client to decide on project concept, to outline the approach needed to tackle the project, to appoint key persons like project or construction project manager to act as his representative, nominate specialist associated agencies such as the architect, designer and consultants as per requirement. The process of formulation of needs, collection of information, critical examination of concepts and re-examination of needs, may have to be repeated several times over before a project inception finally takes shape. Finally, the feasibility studies and its appraisal leads to the definition of the following aspects relating to the project: scope of work, project objectives, methodology of execution, preliminary time plan, resource forecasts, cash flow pattern and sources of funding, potential risk involved.
Project Design Planning (Stage)
This stage is the second phase in the project life cycle otherwise known as the definition stage; this stage aims at processing the project preliminaries so as to enable the commencement of the construction stage. Chitkara, (1998) identified that the composition of the design team at this stage depends on the many factors such as the size and nature of the project, project characteristics and the time and cost objectives. This team is led by a project manager and consists of participants such as, architect, design engineers, construction engineers, quantity surveyors, contract manager, and specialist consultants, such as town planners, geologist. Frederick and Ricketts (2001) opined that after approval of the design development documents, the architectural-engineering team, together with the applicable specialty consultants, prepares construction documents, consisting of working drawings and technical specifications for the project components. These include architectural, structural, mechanical, electrical, hydraulic, and civil work, together with general and supplementary conditions of the construction contract for use in preparing a final detailed estimate of construction costs and for bidding purposes.
Project Tender (Stage)
This stage is the third phase in the project life cycle otherwise known as the tender or bidding stage. Jack .R. & Simon B.(1976), Stated that when an offer is made by a contractor who tenders to carry out a specified construction work in return for a money ( payment) and upon the acceptance of that offer by the client promoting the project, a binding contract comes into being. The number and nature of the contract documents will normally correspond with those of the tender documents, and the number and nature of tender documents include: the conditions of contract, bill of quantities, specifications, contract drawings, form of tender.

Pre Contract Planning Efforts
How much effort should actually be invested in planning activities and how should planning efforts be organised to achieve success in the performance of construction projects is very important. Faniran et al.  (1999), examined the impacts of planning efforts on the probability of achieving project success, and suggested that additional planning efforts beyond optimal levels results in a high probability that the project will achieve its intended objectives. Furthermore, it was also recognised that there is a high degree of uncertainty in construction project environments, and that several other factors apart from construction planning contribute to project success (or failure).Firdman (1991) Also proposed relationships that demonstrate the value of investing the ‘‘correct’’ amount of planning effort into a project. This relationship indicates that too little planning effort results in implementation failures, delays, and reworks. Therefore when the correct amount of planning effort is invested, the project implementation time is optimised, and there is a higher probability that the project will achieve its intended objectives.

Faniran et al ,(1999), demonstrated that, although too little planning is likely to result in poor project performance, increasing the efforts invested in planning would increase the chances of good performance, however excessive planning, beyond an optimal level increases the probability of a deterioration in project cost performance. A linear relationship was seen to exist, with the probability of project success increasing (or decreasing) at a constant rate as the planning input increases. A curvilinear relationship with the probability of project success increasing (or decreasing), at a changing rate as the planning input increases was discovered. Findings from research have indicated that construction project performance, can be improved by increasing the amount of resources invested in construction planning activities (Laufer et al 1990)

 Different types of buildings, and indeed different types of construction projects, would require different levels of planning input depending on the particular characteristics of the project. The amount of time invested in construction planning was also evaluated on this basis. Some of the factors identified by  Faniran, et al. (1999),that affect planning efforts were differences in project size, the cost of planning including personnel costs, training costs, data processing costs, and administrative costs, and cost of employing planning engineers.
RESEARCH METHODOLOGY
To achieve the research objective a descriptive approach was adopted for this study and a questionnaire was developed and administered. Akwa Ibom state was the study area which is situated in the southern part of Nigeria and is bounded by neighbouring states of Abia to the north and Cross River to the east, Rivers state to the west and the Atlantic Ocean to the south with a population of about 4 million (NPC, 2006). Three types of consultants were selected and adopted as the study population working in both consulting and contracting firms.  A Pilot study was initially conducted to identify recently completed projects and the consultant involved. Architects, quantity surveyors and civil/structural engineers formed the sample of the study population. A total of 135 questionnaires were administered to the consultants during the field work; 45 to each profession, and a total of 92 were returned. Data collected was analysed using mean item score and ranking.
VARIABLES OF THE STUDY

16 variables were identified in this study from previous literature as factors affecting project planning efforts; these are classified based on the time of its occurrence in the project life cycle.
Table 1: Factors Affecting Project Planning Efforts 
	Project conception planning (stage)

	Type of Client organization

Type of project

Client demand

	Client budget

	Construction method

	Complexity of the project

	Location of the project

	

	Project design planning (stage
Time invested in planning by client

Awareness of project consultants

Experience of the planning team

	Local Availability of Construction materials

	Planning and Approval authority

	Project tender (stage)
Type of contractor

	Type of Contract

Policy of Client









Source; Faniran et al 1999, author 2013
RESULTS AND DISCUSSION
The response of the consultants to the questionnaire administered is presented in Table 2 
Table 2: Distributions Of Respondents.
	Consultants
	     No. Distributed
	Response level
	Percentage

	Architect
	45
	   31
	  68.9

	Quantity surveyor
	45
	   31
	  68.9

	Civil/Structural Engineer.
	45
	   30
	  66.7

	Total
	                  135
	92
	68.15


                                                                                                            Source: Authors field work 2013
Table 2, shows that 45 questionnaires each were distributed to the 3 groups of consultants selected for the study .It further reveals that 31 questionnaires which represents 68.9 % were returned by the architects and quantity surveyors; and 30  questionnaires which represents 66.7 % were returned by the civil/structural engineer. A total of one hundred and thirty five research questions were distributed and ninety two were completed and returned representing 68.15 % response rate.
The characteristics of the consultant in this study were analysed and presented in Table 3
Table 3: Percentage Characteristics Of The Respondents.
	Parameter
	Sub-parameter
	   N
	    %

	Educational
	M.Sc
	28
	30.43

	Background
	B.Sc
	34
	36.96

	
	    HND
	24
	26.09

	
	    OND
	6
	6.52

	
	
	
	

	Working
	1-5 
	48
	52.17

	    Experience
	6 - 10.
	27
	29.3

	( in years)
	     11 -15
	11
	11.96

	
	     15  Above                                                        
	6
	6.57

	
	
	
	

	Professional 
	     MNIA
	8
	8.7

	   Registration
	     MNSE
	7
	7.6

	
	     MNIQS
	    12
	    13.04

	
	     MEMBERSHIP IN PROGRESS
	    65
	    70.65

	Respondent 
	    ( 18 – 28)
	24
	26.1

	           Age 
	    ( 29 - 39)
	50
	54.35

	
	    ( 40 – 50)
	17
	18.5

	
	    (51 – Above)
	1
	1.1

	
	
	
	

	Respondent 
	    Male
	74
	80.43 

	          Sex
	    Female
	18
	19.6

	
	    Total
	92
	    100


N=Number of respondents




Source: Authors field work 2013
Table 3, shows that respondents with OND are 6.52%, those with HND are 26.09 % and those with B.Sc. are 36.96% while respondents with M.Sc. are 30.43%. These results show that majority of the respondents that are involved in planning are degree holders, The analysis of the consultants shows that 52.17 % of respondents have 1-5 years construction experience while 29.3% of the respondents have 6-10 years’ experience, 11.96% of respondents have 11-15 years of experience while 6.57 % have 15 years’ experience and above; These results indicate that the sample covers respondents with short and long experience. The analysis of the professional qualifications of the respondents shows that respondents who are registered architects are 8.7%, those that are registered engineers are 7.6 %, and those that are registered quantity surveyors are 13.04 % while those with professional registrations in progress are 70.65%. These results indicate that a greater portion of the personnel involved in planning are not fully registered .The analysis of the ages indicates that 26.1% are  between the ages of 18-28 years while those that are between the ages of 29-39 years are 54.35%, 40 -50 years are 18.5 % and 1.1 % are 51 and 
Above. Both male and female respondents were used in the study however; male respondents constituted the majority with 80.43 % and female 19.6%, these results indicate that the male respondents constituted the majority.
Factors Affecting Project Planning Efforts
The objective of the study was to determine the relative importance of selected factors affecting the level of planning efforts of consultants. For this objective, sixteen factors stated above as the variables of the study discovered from previous studies were used. The importance of the factors on project planning efforts were measured using five ranks as described in the research methodology. Respondents were requested to indicate the rank that represented their perception of the importance attached to each factor in the amount of effort committed to project planning. Since each of the three consultants covered by the study is responsible for preparing specific and distinct project plans, their perceptions of their importance attached to the factors were analysed separately .The Mean Score (M.S.) of the perception of importance of the factors by each consultant was analysed and ranked.
Table 4 presents the mean scores (M.S.) of the perception of the importance of factors that affect project planning efforts by architects, engineers  and quantity surveyors and their ranks.
Table 4: Ranking assessment of the importance of the selected factors affecting the level of project planning efforts 





          Arch.
Arch. 
  Engr.
  Engr.
  Q.S.
  Q.S.
	Factors
	Mean
	Rank
	Mean
	Rank 
	Mean 
	Rank

	Experience of the planning team
	3.94
	1
	3.23
	14
	3.06
	16

	Client budget
	3.94
	1
	3.53
	1
	3.52
	10

	Construction method
	3.90
	3
	3.47
	9
	3.52
	10

	Planning and Approval authority
	3.90
	3
	3.63
	1
	3.26
	13

	Client demand
	3.84
	5
	3.57
	4
	3.71
	2

	Type of project
	3.77
	6
	3.33
	11
	3.26
	13

	Local Availability of Construction materials
	3.71
	7
	3.53
	5
	3.52
	10

	Complexity of the project
	3.68
	8
	3.47
	9
	3.58
	6

	Type of Contract
	3.61
	9
	3.53
	5
	3.68
	4

	Type of Client organization
	3.48
	10
	3.53
	5
	3.68
	4

	Type of contractor
	3.48
	10
	3.53
	5
	3.16
	15

	Policy of Client
	3.42
	12
	3.63
	1
	3.71
	2

	Location of the project
	3.39
	13
	3.33
	11
	3.58
	6

	Time invested in planning by client
	3.16
	14
	3.07
	15
	3.55
	9

	Awareness of project consultants
	3.10
	15
	3.03
	16
	3.58
	6

	Level of I.T Use
	3.06
	16
	3.30
	13
	3.94
	1










Source: Authors field work 2013
From Table 4 the results shows that the experience of the planning team ( 3.94 ) and the client budget ( 3.94 ) rank first amongst architects as factors affecting efforts invested in planning, while the policy of the client ( 3.63 ), planning and approval Authority ( 3.63 ) as well as the client budget ( 3.63 ) rank higher among engineers. The level of I.T. Use (3.94), client demand (3.71) and client’s policy (3.71) ranked highest among the quantity surveyors.

 From the bottom, The Level of I.T. Use (3.06), the awareness of the project consultants (3.10) were ranked least by architects as affecting efforts invested in planning. Time invested into planning by the client (3.07) and awareness of the projects consultants (3.03) ranked least among engineers as affecting efforts invested into project planning. Lastly the experience of the planning team (3.06) and the type of contractor (3.16) rank least by quantity surveyors as factors affecting project planning efforts.
Table 5 presents the mean scores (M.S.) of the perception of the importance of factors that affect project planning efforts by consultants and their ranks.
Table 5: Ranking consultants assessment of the importance of the selected factors affecting the level of project planning efforts





          Consultants 
 
	Factors
	Mean 
	Rank

	Client demand
	3.71
	1

	Client budget
Construction method
Type of Contract
Planning and Approval authority

Local Availability of Construction materials
Policy of Client

Complexity of the Project

Type of Client organization
Type of Project

Location of Project 
Level of I.T Use
Experience of the Planning team
	3.66

3.63

3.61
3.60

3.59

3.59

3.58

3.57

3.45

3.43
3.43
3.41              
	2
3
4
5
6
7
8
9
10
11
12
13

	Type of contractor
	3.39
	14

	Time invested in planning by client
	3.26
	15

	Awareness of project consultants
	3.24
	16





    Source: Authors field work 2013
 From Table 5, the results shows that the demands of the client (3.71), the clients budget (3.66) as well as the construction method (3.63) adopted ranks highest among all the consultants as factors affecting the efforts invested into project planning; These results implies that most clients play a major role in determining the amount of efforts invested in planning. Followed by the type of contract (3.61), the planning and approval authorities (3.60) where the project would be situated , the availability of   materials locally ( 3.59), and the policy of the client ( 3.59 ); These results indicates that consultants require extensive knowledge of the local planning authorities as well construction materials to effectively and efficiently prepare project plans .The  experience of the planning  team (3.41 ),type of contractor (3.39), the time invested in planning by the client(3.26) and the awareness of the project consultants(3.24 ) ranked least as factors affecting the efforts invested in project planning; These results indicate that the type of contractor , the experience of the planning team and the awareness of the consultants have less impact on the amount of efforts invested in planning . 
CONCLUSION
In Conclusion, the study has shown that clients have greater influence on the efforts invested in project planning activities at the pre-contract stage; this implies that project consultants need to develop effective and efficient means of interacting with all stakeholders in the procurement process through innovations to deliver. Supply chains should be put in place to improve coordination amongst all actors to address incoherence in design and construction. It is also recommended that clients consider planning as essential and give planners adequate time to prepare project plans before proceeding to construction. It is also recommended that consultants collaborate more frequently, build stronger partnerships and continuously update themselves with the latest developments in ICT and that are widely accepted as a means of  dealing with other consultants and contractors to ensure effective communication as planning does not stop until the project is completely constructed. 
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