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Executive Summary

This report sets out the BRE Clients’ Guide to Functionality in Construction.  Its main purpose is to
show how the Functionality of construction products can add value to business, so that Functionality
can become an intrinsic part of both the
• decision to build; and
• the briefing process.

 This Guide shows Clients of the Construction Industry and their Suppliers the importance of
Functionality in Construction to achieving business and personal aspirations.
 
 Construction means all built facilities, including buildings (commercial, industrial, public and
residential) and infrastructure.  Functionality is about enabling things to happen, adding value
to businesses and meeting personal aspirations.
 
 Clients include Major repeat purchasers, Small and Occasional Clients and Property
Developers in both public and private sectors.
 
 Suppliers include Architects, Surveyors, Engineers, Contractors, Manufacturers and Building
Operators.
 
 The sole purpose of Construction (as for all products and services) is to fulfil a need.  This
need can be business or aspirational.  A functional Construction should not only be an answer
to basic clients’ requirements but should enhance and facilitate the activities which it
accommodates.  All Construction, whether buildings or infrastructure, can be regarded as part
of a “team” delivering a service.  Computers are now viewed as a fundamental “team player”
in all our livesref W M Brody.  We take them for granted, as they liberate us from a multitude of
complex and routine tasks.  Why do we not regard Construction in this way?  A building
should become a liberating force, taking part in business processes, and enabling the smooth
flow of added value.

 What does the Guide do?
 The Guide introduces the concept of Functionality as the flow of added value to a process, where
smooth flow means continually added value, and interrupted flow means the introduction of waste.
 
The role of Functionality in construction as the means to deliver business value is explained.

The benefits to both Clients and Suppliers are articulated, with an analysis of the current barriers to
achieving Functionality.

The Guide includes details of steps which can be taken, and existing tools available to enable
Functionality to be considered as part of the construction briefing process, and also the business review
process.

The Guide ends with a list of references, a description of the Steering Group and a Glossary of terms.

Who needs Functionality in Construction?
 We all need Construction.  We all need Construction to work effectively for us.  All members of
society are stakeholders in Construction, and there are many ways in which we experience our
stakeholder status.  For instance, as:
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• residents in our homes,
• employees in offices, factories, or shops;
• travellers on the roads, railways and in the air;
• bystanders affected by activities around us.

What is Functionality in Construction?
The Functionality of any Construction is the degree to which it enables a business objective to be
achieved.  Functionality can be expressed in terms of the amount of waste-free value which it adds to a
business process, or personal aspiration.

Functionality means Added Value
 The Functionality of every form of built facility, including roads, railways, retail outlets, houses,
hospitals, schools, offices, can be expressed in terms of the flow of added value.  Objects, information
or people flow in, something is done within the physical realm of the Construction; and objects,
information and people flow out with value added to them. Smooth Flow equates with high
Functionality and high added value; and Interrupted Flow equates with low Functionality and waste.

Managing Added Value
The starting point for developing the concept of Functionality in Construction is value.  It has
three essential characteristics:
• Value can only be realised by the ultimate customer or user;
• Value is created by the provider;
• From the customer’s point of view, providers exist in order to create Value.

The Value we mean here is the output Value from a business or personal activity, which
results from a business process, such as manufacturing a product or delivering a service, or a
personal activity such as running a home.  In fact defining value and identifying who
determines it, have been at the forefront of marketing and advertising for many years, but
remain largely absent in the Construction process.

Functionality in Construction needs to be part of a chain of value, so the Construction itself
becomes part of the process of delivering output customer or user value.

Are the Functionality needs of different sectors and clients all the same?
There are many different types of client, and many different sectors of operation.  But in
principle, the need to achieve a high degree of Functionality and so avoid waste and poor
value for money, is the same for all clients in all sectors.  Maximising Functionality means
maximising the flow of added value through a business or aspirational activity by satisfying
needs at a number of different levels.

Why is Functionality important?
 The sole purpose of Construction (as for all products and services) is to fulfil a need.  This
need can be business or aspirational.  The functional success of a built facility depends on
how well it meets a client’s needs and interests.  A functional facility should not only be an
answer to a client’s basic requirements but should enhance and facilitate the activities which it
accommodates.
 
 Adopting the concept that Functionality means Added Value will ensure that the prime
purpose of the Construction is to satisfy the ultimate aspirations of business processes.
Design and delivery become sub-processes to meet the main objective.  This is a new
approach to construction, but it is becoming more common in other sectors of business.

 The Cost of poor Functionality
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 U.K. businesses waste up to £18 billion per year through inefficiency in their use of propertyref

Roger Bootle, RICS.  Traffic delays cost the U.K. national economy £19 billion a year in lost timeref

Geographical Magazine, June 2002.  In the U.S.A. air traffic congestion has led to delays resulting in an
annual cost to passengers and airlines of around $6 billionref Chris Woodyard USA Today.
 
The Guide includes some examples of the high cost of Functionality failures.

The Benefits of Getting it Right
The Guide also includes some examples where good understanding of Functionality has led to added
business value through Construction.

When should you consider Functionality?
At the moment, business decisions relating to Construction are nearly always reacting to a
crisis of functional deficit.  Suddenly, a business needs more capacity, or has a functional
failure somewhere in its Construction.  Too little time and too little capital are invested in
creating the correct solution, because the need is so pressing, that any improvement over the
crisis position is welcomed without critical evaluation.  By viewing the facility as an active
member of the business team, this crisis situation could be avoided.

How do you achieve the best value from your Construction through Functionality?
 Before you start thinking about how to achieve Functionality in Construction you must understand
what it is you really need to achieve with it.  The importance of understanding this cannot be over
estimated.  If you do not understand what you want to achieve, then however closely you follow the
recommendations, you are unlikely to get what you want.  If however, you are clear about your needs,
the Guide will help you to articulate them to your suppliers.

What you need to do
1 Understand what you need to achieve.  Think about what your customer needs you to

provide.  This is what drives your business.  Its importance cannot be over-stated.

2 Know your business horizons so you can work out how flexible or adaptable your
solution needs to be.

3 Be prepared to consider other solutions before construction.  Could you rent property
instead of constructing?  Could you send bulge or backlog items away for
processing? This could work even in Healthcare, sending people abroad for hip-
replacements for instance.  Could you hire short-term processing capacity in the way
you might employ an office temp for a few days or weeks?

4 Look at what others with similar needs have done, good and bad.  Valuable
Functionality lessons can be learned from others’ experiences.

5 Identify and assemble representatives of all Stakeholders with an interest in what you
are trying to achieve.  Don’t forget to include users as well as potential suppliers.

6 Be prepared to work in Partnership with your suppliers.  Only you, your customers
and your employees know in detail what needs to be achieved and how important it
is.  Your suppliers need this information to be able to design the right solution for you.
See section 7 Developing the right relationship between clients and suppliers for
details on how to develop partnership arrangements and helpful sources of advice.

7 Be prepared to ask enough performance specification type questions, for instance – what
would the CO2 burden be from a new construction?  How soon would a road need
resurfacing?  How long would a flat roof last?  When would windows need to be replaced?
What would the building / infrastructure cost to run?
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8 Use the Participatory Evaluation Process or Value Management techniques to gather
Functionality information and develop a consensus agreement and plan of action.

9 If you are a public sector client, you will need to consider procuring your Construction
under Public Private Partnership, or as a Private Finance Initiative, or with Prime
Contracting.  These arrangements focus on Functionality requirements rather than
construction solutions.

10 Public sector clients are also obliged as a matter of public procurement policy to
ensure sustainability in Construction.  This is therefore also a Functionality issue.
Sustainability covers the three areas of Social, Economic and Environmental
Sustainability.  The greatest opportunity for sustainability gains exists early in the
project.  Therefore sustainability should be considered at the very outset for
maximum value and minimum cost.

 A strategy which focuses on maintaining functionality rather than a programme of periodic
refurbishment, following functionality decay, will be able to keep the Construction performing at or
near the maximum business requirement level in a sustained way. Ultimately, achieving Functionality
means optimising physical and cultural processes together.  Construction cannot deliver optimum
performance on its own.

Developing the right relationship between Client and Suppliers
Historically, the business interests of Clients and Suppliers have been different.  The Client’s
interest usually lies in adding value to its core business.  But there are also many cases
where the procurement process has been product orientated, creating an income stream
mechanism for the client, with very little regard for the end user.

Traditionally, neither the supplier, nor the client has perceived Construction as a significant
contributor to the client’s core business. The Supplier’s interest lies in maximising its own
profit through providing Construction and attention is entirely on the Facility itself.  This lack of
shared interest can lead to a poor match between the Facility provided and the business need
of the Client.

The essential basis of a healthy working demand and supply relationship is shared
understanding of what is needed and what can be deliveredref participatory evaluation.

 By focussing on the need for Functionality, both Client and Supplier would benefit.  The Client
would benefit by understanding the contribution of a functional facility, to the team, and
therefore to the value of the business.  The Supplier would benefit by being able to market the
service provision to a client business using the Construction as a vehicle.  This is because the
market value of the service provided by the facility is much higher than the value of the facility
itself.

Fortunately, over recent years, a great deal of work has been done to develop ways of
improving the relationship between client and suppliers to the benefit of both, and to the
benefit of the Functionality of their Construction projects.  It is beyond the scope of the guide
to describe any of them in detail, but further information can be found in the References
section, including some web-site addresses.

Functionality through Participatory Evaluation
The Participatory Evaluation Process is a way of developing communication between users
and providers, and through dialogue and shared understanding, solving Construction
problems.  The process is equally useful for any type and size of facility.  It can be applied to
design proposals in preparation as well as for buildings in use.  It could be applied to
infrastructure as well as buildings.

What might stop you achieving Functionality?
 The barriers to the smooth flow of added business value by Construction, include:
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• poor understanding of business functional requirement;
• poor information sharing;
• power imbalance between commissioning and non-commissioning clients;
• conflict of interest between commissioning client and suppliers;
• management of the procurement process;
• legal issues, safety, security, standards;
• cultural issues, such as heritage and constraints imposed through listing buildings;
• social issues
• environmental issues;
• economic – sometimes the optimum solution is too expensive.


