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End Stage Report

Stage Four 3rd December 2010 – 25th February 2011
Written by Emma Grant, An Cridhe Project Manager, 27th February 2010
Approved by the Project Board 2nd March, 2011
The End Stage Report is a working document written as a summary and assessment of activities.  Its intended audience is the active members of the Project Board and therefore assumes a certain level of knowledge about the project.  The Project Board has decided to make this document public to provide the community with detailed, up-to-date information on the project.  This version includes some minor amendments, shown by square brackets, in order to clarify various bits of shorthand.
What is an End Stage Report?
	An End Stage Report is used to give a summary of progress to date, the overall project situation, and sufficient information to ask for a Project Board decision on what to do next with the project.
Each End Stage Report is compiled using the Prince 2 management system which has been adopted for this project. The layout and content of this document is dictated by Prince 2.
The Project Board uses the information in the End Stage Report in tandem with the next stage plan to decide what action to take with the project: for example, authorise the next stage, amend the project scope, or stop the project.



[Who is on the Project Board?
The project board is made up of representatives of the key contributors to the building project, namely:  the project manager; the design team (the architect, engineers and quantity surveyor); and the user group (ultimately, the people or bodies who will make use of the community centre once it is built).  
All these report to the executive of the group – John Fraser.
The executive of the project board reports to the directors of Development Coll.]
Project Manager’s Report
Within this stage the main contractor for An Cridhe has been appointed.  This is a significant milestone for the project. The Project Board, architects, engineers, quantity surveyor and contractor have been working together to reach an agreed contract price in order to make this appointment.  Maintaining the functionality of the community centre has been the paramount concern, along with a need for the long term sustainability and architectural integrity of the two buildings to remain intact.  This has been achieved.

Review of the Business Case

No change to the business case.  
Review of Project Objectives:
Time: The contractor anticipates the build to take a year.  Details of this and the time allowed for the handover period will be established at the pre start meeting
Cost: through value engineering, the overall budget has not been exceeded, although the following should be noted:

· Contingency is currently sitting at £49,500 for the works costs, [an additional £31,000 of contingency is currently held  within specific costs, typically costs which are reliant on agreements with statutory bodies]
· A number of items that were removed [from the contract] are now on the “amber list” [which means they are waiting to be re-instated as the need for contingency decreases the further into the project we are .  This includes some higher-spec kitchen details, bespoke joinery items, aluminium rainwater goods; CMS window for main hall; quality of architectural junctions (details of verge and soffits); external landscaping/design: levelling for show/playing field; fixed awnings for Saturday market; bike rack; smokers’ area; wee gate at pedestrian entrance.  These last items re external landscaping need further discussion, following a recent review of the customer quality expectations.
· Currently we are committed [as per the amber list above] to a combination of in-kind donations and fundraising for non immediately essential items: 

· Fencing: material cost stays in main contact; labour is an in-kind donation

· Public footpath: excavation and materials stays in; labour is donation.
· Kitchens for bunkhouse & An Cridhe:  £15,000 allocated in current budget; anticipated we will have to fundraise for £15,000 additional

· Bins and fencing: anticipated this will be by donation
· Soft landscaping: anticipated that c£1000 required to be fundraised for materials; labour to be in-kind donation; other materials to be donated

· Signage (e.g. ‘gents’) : need to fundraise £3000, grants available to cover the other 50%

· Bespoke joinery: £10,000 remaining in budget, anticipated a further £6000 to be fundraised if we wish to raise spec (further details to be provided by architect)
· The costs for the external/landscaping items (e.g. bike rack, smokers area etc) have not been included as a commitment for community fundraising. Further discussion required. 
Quality:  The original spec for the building contained some extremely high quality items.  While these have had to be reduced, the overall result is still an excellent quality building which is mindful of maintenance costs, exposure to the elements and availability of materials.  The bunkhouse has been the most severely hit, with changes to foot print, external facia and roofing.  The end result is a building that maximises use of space with no overall reduction in the qualitative experience its users will enjoy.

Scope:  The project scope has been changed to include a group [category] entitled “communication”.  This is over and above communication strategy already in place (reports, meetings, notices) and now includes press and publicity.

Benefits: no benefits will be seen until after the project is complete.
Risk:  [Risk assessment is a key part of managing any project.  During each stage risks are assessed with at least one project board meeting devoted to risk analysis]. This stage has seen a number of risks come and go in a matter of weeks.  It will be agreed at the prestart meeting as to whether the risk register is to be continued to be shared as a project risk register, or whether the main contractors will maintain their own.
Overall Strategies and Controls: no particular comment for this stage 
Review of Stage Objectives

Stage 4 had one main objective:
1. Appointment of contractor.  This was formally completed on 10th February.
Three products were directly linked to the appointment of the contractor:

2. Returned tenders.  This was originally scheduled for 17th December 2010, but as two of the three contractors asked for an extension; this date was put back to the 21st January 2011.
3. Assessed tenders.  This was completed on schedule.  The report was issued on 25th January and the Project Board met that evening.  Approval from the Lottery was received on 26th January, the community were informed and negotiations with TSL started that day. 
4. Revised tender documents.  These three words describe an inordinate amount of work: discussions, redrawing, researching, recalculating.  For this activity alone, the Project Board met on six occasions during December and January.  The bill of revisions was finally signed off on 9th February 2011.  There are still some provisional sums within the bill which need tied down in the next stage.  These include: provisional sums for the redrawing of the bunkhouse; and a provisional sum for drainage and waste issues.  It is anticipated that these provisional sums will be able to be reduced, and therefore some of the ‘amber items’ can be reinstated.  It should be noted that the decision by Development Coll directors to VAT register the company released funds earmarked for VAT into the works cost allowance.

This stage had seven other products associated with it:
Jim McDaid, the engineer, submitted the Pre Construction Information Plan and also the Service Application for road and sewers.  The Post Construction Information Plan is being collated and will be submitted during the next stage.  All of this is as expected and running to schedule.

The product to Complete the Research into Renewables was finished on schedule and the information has been passed to Community Energy Scotland.  In the next stage, renewable equipment will be purchased and a claim made prior to the funding deadline of March 23rd 

The product Signed Contracts was completed with the letter of appointment to the contractor.
The remaining two products, to have a Fundraising Strategy in place [this fundraising relates to interest accrued on the bridging loan and a fall back plan for items on the “amber list” which do not get reinstated] and to have completed the Pre-Start Meeting have not been concluded within this stage.  The former will be reviewed in stage 5.  The latter is scheduled for 28th February.
Review of Team Performance

This stage has been characterised by an intense level of commitment from the volunteer Project Board.  Since the start of this stage, the Board has met a total of eight times, which shows a real determination to ensure the finished product will best meet the needs of the community.  Every member of the design team has worked hard to re examine their particular area: from Craig redrawing the lighting design (again) to Caroline redrawing the bunkhouse (yet again) to Tommy and Jim sharpening their pencils and settling in with TSL to make it all add up.    
Lessons Report

As most funders require 3 tenders to be returned, a lesson to be learned would be to make sure that sufficient time has been given to the contractors depending on the size and capacity of that company.
Issues and Risks:

[A specific risk-register meeting took place on February 17th, at which all current risks were reassessed by the project board, and some new risks were added.  Some examples of these are given below]
· CC37: Planning takes a long time to be approved such that ground works cannot continue

· CC38: Some of the community don’t like changes

· CC43: Moved from issue register: We may receive an objection to the potential new planning application

Forecast

The main product for stage five will be for the contractor to have mobilised, and construction started on site.  The first site meeting is included within this stage.  There are a few provisional sums in the bill of revisions which need finalised: service quotes (electric and water); work associated with SEPA; others, including bunkhouse and timber kit for exhibition space.  These issues will be addressed as early as possible in this stage, but it should be noted that some (SEPA for example) are reliant on external information, and therefore may continue into the next stage. There are finance issues which need reviewed: overall project budget; capital build cash flow; and the projected income/expenditure for completed buildings.  A product which is integrally linked with the contractor’s start date is the planned press and publicity.  It may be that due to logistical considerations and availability of key players, this event actually occurs some days after the actual start date.  In order to secure the funding from CES, purchase and delivery of some specified equipment needs to occur, as does the claim.
