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ABSTRACT: This study critically evaluates different procurement mechanisms and 
approaches practiced in the Nigerian construction industry, and ascertain the 
appropriateness of each method towards building services installation and project delivery in 
the industry. Views of scholars and authors on procurement system were reviewed and 
discussed summarizing the procurement methods. Questionnaires were administered to 
stakeholders in the industry within the local government areas in Lagos state involved in the 
procurements of mechanical and electrical services for building projects. The data collected 
from the questionnaires was analyzed using the statistical package for social sciences 
(SPSS Version 13) statistical tools.  From the analysis, it was deduced that labour only 
procurement method enhance the achievement of clients objectives of cost effectiveness, 
project management mostly ensures the achievement of clients objective of specified quality 
standard while design and install mostly enhance the clients objective of quick completion of 
mechanical and electrical services within required time among other things. The paper 
recommends, among other factors, that a clear understanding of project objectives, 
identifying the project constraints and clear understanding of the roles of the contracting 
parties are essential for procurement of building services. If the issues identified in this 
research study are managed properly, a project will significantly achieve its time, cost and 
quality objectives, in addition to client satisfaction. 
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1.0 INTRODUCTION 

Building services are an important aspect of building; hence the design and 

installation require a critical examination. However, these services, (mechanical and 

electrical services) cannot be designed and installed independently, but have to be 

integrated with other building elements. In addition, the procurement requires 

adequate coordination towards effective building products delivery. Lam et-al., 

(1996) states the significance of intimate working relationship between all designers 

and contractors. To these authors, it is essential to produce a building product in 

which all the services and structural elements are fully integrated, planned, and 

organised. These indicate that adequate integration of mechanical and electrical 

services are paramount towards successful building project delivery. Consequently,  
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inappropriate selection of procurement system often cause delay in building services 

installation, cost overrun and claims, and a significant maintenance difficulty in 

aftermath. Thus, to ensure adequate design and installation of building services, it is 

essential that the design and installation team work mutually, and in alignment to the 

procurement approach chosen.  

 

Ogunsanmi (2000), among several authors, states different procurement methods 

usually adopted in the Nigerian construction industry; these include the traditional 

method, design and build, management procurement, direct labour and labour only 

procurement methods. Noteworthy, a typical procurement system has advantages 

and disadvantages.  

 

The complex nature of these specialist area in building production: the design of the 

services, technical know-how required, imported materials content, high capital 

outlay, level of risk involve, contract documentation complexities and seasoned 

administration skill and expertise required, make it a requisite to adopt a suitable 

procurement system that will facilitate cost effectiveness, ensure value for money 

and timely building products delivery, in addition to efficient and effective project 

production.  

 

In respect, this study critically evaluates different procurement mechanisms and 

approaches practiced in the construction industry, and ascertain the 

appropriateness of each method towards building services installation and project 

delivery in Nigeria building industry. 

 

 

2.0 REVIEW OF LITERATURE 

2.1 Major Types of Construction Projects Procurement Systems in Practice 

This section summaries the application, advantages and disadvantages of each 

method, and presents the relevancies of each method towards achieving client’s 

objectives and satisfaction. 

 

Previous research by McMillan (1996) Gunning and McDermott (1997) identifies the 

following methods of procurement as those which are commonly used: 

a) Traditional procurement method; 

b) Design and build procurement method; 

c) Management contracting procurement method; 
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d) Construction management procurement method; 

e) Design and manage procurement method. 

 

Lam (2009) also indicates that the main types of procurements strategy used for 

most hospital project in Hong Kong are: 

a) traditional procurement method; 

b) construction management; 

c) Design and build. 

 

Akinpelu (2009) finding is based on evidences around the world, and states the 

various procurement mechanisms with diverse range of approaches to project 

delivery. The modern international procurement strategies for international projects 

are; Build-Operate-Transfer, (BOT) or Concession Constructs; Variants-Builds-Own-

Operate, (BOO); Build-Operate-Transfer, (BOT); Build-Own-Operate-Transfer, 

(BOOT); Design-Build-Finance-Operate-Transfer, (DBFOT); Build-Operate-Lease, 

(BOL); Design-Build-Operate-Maintain, (DBOM); Build-Own-Deliver, (BOD); Build-

Own-Operate-Subsidize-transfer, (BOOST); Build-Rent-Transfer, (BRT); Build-

Transfer-Operate, (BTO); Maintain-Transfer-Operate, (MTO); and Build-Claim-

Deliver-and-Depart (BCDD). Also, Design and Build with variants-pure design and 

build, Design and manage, Turnkey, Package deal or All-in service contracts, 

Contractors design portion supplement, Develop and construct guaranteed, 

maximum price are use. However, the limit of discussion in this study is the Nigerian 

construction industry. Ogunsanmi (1998) assert that the procurements methods that 

can be identified in the Nigerian construction industry include the following; 

a) The traditional method 

b) The design and build method. 

c) Management procurement system. 

d) Direct labour procurement system. 

e) Labour only procurement system 

 

Traditional procurement method of building services  

In this method, the client enters into separate contracts with each member of the 

design team (Architect, Quantity Surveyor, and other consultants) and the 

contractor. In other words, the design and installation functions are spilt.  

 

Based on research findings of many professionals, Lam (2009) observed that the 

traditional approach does not easily foster a co-operative and coordinated project 
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organization, and it is therefore difficult to manage the building services design and 

installation with the building and structural elements.  

 

Design and install method of building services procurement 

Lam et-al (1996) affirm that those factors contributing to the decline in the traditional 

forms of contracts are creating constant demand on the construction process to 

improve the standard and quality of service provided for the industry’s clients, not 

only in terms of time, cost and performance, but also in the administration and 

procurement. All these needs have created the desire to bring the whole 

construction process under a single point of control, directly responsible to the client. 

Design and install in the context of procurement of mechanical and electrical 

services in building project is not a single system but a generic term for any method 

of procurement whereby the contractor has overriding design responsibility, which 

may be total or in part.  

 

Design and construct 

In this method, the contractor is given performance specifications and drawings 

which fully prescribe and predetermine the design, although it requires further 

working drawings to illustrate construction details. Examples are large industrial 

complexes, some civil engineering projects, and power plants: the contractor takes 

the responsibility of producing these drawings, obtaining all necessary approvals 

and to carry out the construction.  

 

Management procurement methods 

These methods of project procurement are developed in response to demands for 

better management on exceptionally large and complex construction project. The 

two main types in practice are: 

a) Management contracting 

b) Project management 

 

Management contracting procurement method 

Management contracting method involves a management contractor who is 

employed by the client to organize, manage and supervise the execution of a project 

on his behalf. Ogunsanmi and Bamisile (1997) acknowledged that the management 

contractor does not undertake any physical installation on site, but arranges the 

entire project into work packages. Such work packages are sublet to subcontractors 

whom the management contractor’s manages, co-ordinates and supervise. The 



5 

 

major difference between the management contracting system and the design and 

install is that a contractor does not directly carry out the roles of the designers or the 

contractor; the contractor is concerned solely with the overall management of the 

project and provision of site facilities.  

 

Project management procurement method 

This is a system whereby a project manager is appointed by the client at inception. 

The project manager would manage the design and installation function of the 

project to completion. Ogunsanmi and Bamisile (1997) emphasised that this method 

is fast gaining acceptance in Nigerian construction industry. Two major type of 

project management methods are in use in Nigeria, the executive and non 

executive. 

In the executive project management system, to Ogunsanmi and Bamisile (1997), 

the project management practice manages and co-ordinates all the activities of the 

design, cost control and appointment of other team members. The project manager 

acts exclusively on behalf of the client on all matters relating to the project. In the 

case of the non executive type, the project manager co-ordinates the design and 

installation matters alongside other professionals while the clients’ takes greater 

control of the management of the project. In this method, the architect need not be 

the design team leader as in the case of traditional system since team leadership 

depends on the nature of the project and who among the consultants is nearer the 

source of the job.  

 

Direct labour method of building services procurement  

This is a system where the client uses own in house resources for the production of 

the design and the actual installation of building services (Oladiran, Ogunsanmi and 

Onukwube, 2007; Kadiri and Odusami, 2003; and Ogunsanmi, Iyagba and Ominrin, 

2003). The client may be an individual who is in the building profession or a private 

or public organization which has a well established projects execution outfits, 

(examples are Institutions of higher learning, Federal Ministry of Works and 

Housing, Central Bank of Nigeria, Federal Housing Authority and Local 

Government). The in house resources are used to produce the designs while a 

contractor is engaged for the installation of building services. Some other client may 

choose to have the design and installation information prepared by practicing 

consultants while the installation is handled in house. The direct labour system is 

widely used these days in the Nigerian construction industry for projects that are 

straight forward and with short duration. 
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Labour only procurement method 

In labour only procurement method, the client prepares and provides all materials 

required for installation of building services in a building project and then call upon 

the electrical or mechanical engineering contractor/specialists to execute the 

installation on the project. The electrical and mechanical contractor is sometimes 

allowed to purchase consumables. At time, the client provides the plants and tools 

required for the work or may leave it for the contractor. Adenuga and Akinsola 

(2007) asserts that, clients in Nigeria readily embrace labour only mode of 

procurement because it allows opportunity to control quality of materials used. 

Moreover, clients deemed it fit to achieve savings on installation cost of building 

services through trade discounts obtained from bulk purchasing. Summarily, this 

method of procurement is prominent among private individuals who initiate building 

services project in Nigeria. Since in most circumstances, the private individual 

develops and often adopts the approach of do-it-yourself strategy. 

 
 

2.2 Criteria for Selection of an Appropriate Procurement System in Summary 

Among the primary causes of construction industry’s mechanical and electrical, 

(M&E services) inadequate performance is the inappropriateness of the 

procurement systems that have been chosen for the construction projects, (Maizon, 

1996), though selecting an appropriate procurement system is a complex and 

daunting task for both the client and the client’s consultants. However, the 

increasing complexity of building’s projects, the need for greater financial 

management, the need to reduce design and construction periods, coupled with the 

increasing burden of contract administration have put pressure on the clients to 

seek alternative approaches to the traditional method, (Maizon, 1996). These factors 

makes the requirement for alternative procurement methods in order to enhance 

project performance criteria of time, cost and quality a paramount as emphasized by 

Maizon et al (2006).  

In Construction Excellence (2004), there is a clear indication that the procurement 

strategy employed for a construction project should balance risks against project 

objectives at an early stage. The interdependent project objectives are timely 

delivery and certainty of the completion date, completion of project within the cost 

budget and achieving the expected quality functionality and performance, as these 

are normally characterize as project success factors, (Fapohunda, 2011; Haughey, 

2009; APM, 2006 and PMI, 2005).  
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Thomas et-al (2002) emphasized that the selection and use of an appropriate 

procurement system is crucial to project success, in support to Love et-al (1998) that 

stressed that the use of multiple criteria to derive a suitable procurement method for 

a building project will assist the client in identifying their principal goals and 

objectives. Hence, NEDO (1985), Skitmore and Marsden (1988) and Singh (1990) in 

Love et-al (1998) suggest that, application of the following criteria will enhance the 

establishment of an adequate profile of the clients' requirements which will enhance 

the efficient delivery and performance of M&E services:  

a) speed (during both design and construction); 

b) certainty (price and the stipulated time and knowledge of how much the 

client has to pay at each period during the construction phase); 

c) flexibility in accommodating design changes; 

d) quality (contractors' reputation, aesthetics and confidence in design); 

e) complexity (client may specify particular subcontractor, or constructability 

analysis); 

f) risk allocation/avoidance; 

g) responsibility (completion of program, price, product quality, design and 

construction); 

h) price competition (covering such issues as value for money, maintenance 

costs and competitive tendering); and 

i) disputes and arbitration. 

Rosli et-al (2006), assert that different procurement systems differ from each other 

in terms of allocation of responsibilities, activities sequencing, process and 

procedure and organizational approach in project delivery, and these differences 

have invariably affected the project performance. Therefore, Thomas NG (2002), 

Maizon, et-al., (2006), and Azlan-Shah, et-al., (2006) (among other authors) affirm a 

useful guideline based on the three factors of determining project success, (time, 

cost and quality): the Traditional method will benefit in Cost and Quality but at the 

expense of Time; the Design and Build method will benefit Cost and Time but at the 

expense of Quality; and the Management Contracting method will benefit in Time 

and Quality but at the expense of Cost. Therefore, these scenarios make the choice 

of cost, time and quality a requisite guideline for client, design and construction 

teams towards the selection of an appropriate procurement method for construction 

projects.  
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In summary, as adequate selection of Building procurement is a necessity within 

industry practitioners typically for M&E services efficient performance, (Love et-al, 

1998): it determines the overall framework and structure of responsibilities and 

authorities for participants within the building process, also, an appropriate 

procurement system is a key factor that will enhance overall client satisfaction and 

project success. Thus, suitable procurement method is critical for both clients and 

project participants, and its important cannot be underestimated for efficient project 

delivery of M&E services in the industry. 

 

3.0  RESEARCH METHODOLOGY 

This section presents the research methodology, data analyses and discussion of 

findings.  

 

3.1 Research Design 

A purposive field survey was conducted involving construction companies and 

consultancy firms, those that engage on mechanical and electrical services. 

Among the literature used as guide are Bryman and Cramer (2005), Bryman 

(2004) and Punch (2003) 

 

Data was collected using structured questionnaire which was design to explore 

the perception of the construction professional on performance of each of the 

procurement systems for mechanical and electrical services procured by clients 

in building projects. The surveyed respondents were asked to choose an 

appropriate rating on the scale. The Likert scale ranges from 1 to 5, (from less 

importance to very high importance). The respondents rated these factors in order 

of importance against each identified method that reflected their opinions on the 

importance level.  

 

A total of 70 questionnaires were administered and 53 were received, (a 

response rate of 76%). The information collected was analysed using SPSS 

version 13 and presented in tables and figures.   

 

The population of the study consist of sixteen local governments in Lagos state, 

Nigeria. Lagos State is an area where clients and organisations involved in much 
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procurement of M&E services in building projects, thus, the result of the data 

collected will be significant for construction industry application in Nigeria. 

 

 

3.2 Data Analysis and Discussion of Findings 

The data obtained was analysed using SPSS version 13, and the descriptive 

results were presented in table.  

 

3.2.1 Cost effectiveness 

Table 1 shows the result of procurement methods that will ensure the fulfilment of 

client’s objectives on cost effectiveness for M&E services in building project. 

Labour only ranked first with 22.6%, followed by Design and Install with 

agreement percent of 20.8, while modern method have least cost effectiveness in 

all the procurement systems investigated. 

 

The result shows that labour only and design and install procurement methods 

will benefit client in term of cost. Adenuga and Akinsola (2007) asserts that, 

clients in Nigeria readily embrace labour only mode of procurement because it 

allows the client’s opportunity to be in control of the quality of materials used. 

Moreover, the clients achieve savings on installation cost of building services 

through trade discounts obtained from bulk purchasing. In addition, the result is in 

agreement with Thomas NG (2002), Maizon, et-al., (2006), and Azlan-Shah, et-

al., (2006) assertion: the Design and Build method will benefit Cost and Time but 

at the expense of Quality,  

 

Table 1: Cost Effectiveness of Client 
 

Factors Percent Rank 

Labour only  method 22.6 1 

Design and install   method 20.8 2 

Project management method 18.9 3 

Management contracting  method 15.1 4 

Traditional method 13.2 5 

Modern method 9.4 6 

Total 100.0  
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3.2.2 Quality expectation achievement  

Table 2 shows the procurements’ methods and the relative degree of 

achievement of specified quality standard of clients. 30.2% respondents agree 

that project management contracting method mostly ensure client’s quality 

expectation, and 28.3% agree with design and install, while, 18.9% and 17% 

respondents agree to traditional method and Management contracting methods 

respectively. The least method on quality achievement is Modern method, (1.9%) 

 

This result buttress the opinion of Lam (2009), that the traditional approach does 

not easily foster a co-operative and coordinated project organization, which 

makes it difficult to manage the building services design and installation of the 

building structural elements adequately. Thus these facts will be in contrast to 

project quality, same as labour only contract.  

 

Table 2: Specified quality standard objective 

Factors Percent Ranking 

Project management method 30.2 1 

Design and install   method 28.3 2 

Traditional method 18.9 3 

Management contracting  method 17.0 4 

Labour only  method 3.8 5 

Modern method 1.9 6 

Total 100.0  
 

 

3.2.3 Delivery time or duration objective  

From table 3, 28.3% of respondents agree that design and install method mostly 

ensure the full achievement of clients objectives of specified time expectation, 

another paramount procurement method is project management (24.5%), while 

11.3% respondents agree to each of management contracting, labour only and 

modern procurement methods. 

 

This result is in concordance with the opinion presented by Maizon, et-al (2006), 

and Azlan-Shah, et-al (2006), affirming that the Design and Build method will 

benefit time and cost but at the expense of Quality, while the Traditional method 

will benefit in cost and quality but at the expense of time.  
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Table 3: Required time or duration objective 

Factors Percent Ranking 

Design and install   method 28.3 1 

Project management method 24.5 2 

Traditional method 13.2 3 

Management contracting  method 11.3 4 

Labour only  method 11.3 4 

Modern method 11.3 4 

Total 100.0  
 

 

3.2.4 Clients’ satisfaction objectives combined 

Combining these clients’ satisfaction factors and objectives, (cost, time and 

quality), (Table 4), it is observed that design and install mostly ensure client’s 

satisfactions with average percentage of 25.3, and followed by project 

management method with average of 24.5%, while modern method of 

procurement system is the least with 7.5%. 

 

To Lam et-al (1996), design and install answer significantly the need of the 

construction process to improve the standard and quality of service provided for 

the industry’s clients, not only in terms of time, cost and performance, but also in 

the administration and procurement. All these needs have created the desire to 

bring the whole construction process under a single point of control, directly 

responsible to the client. This argument is supported by Maizon, et-al (2006), and 

Azlan-Shah, et-al (2006)  

 

Table 5 shows that 96.2% of the respondents agree that the performance of the 

procurement methods is highly dependent on the appropriateness of situation it is 

used while 3.8% of the respondents disagree with the statement. 

 

3.2.5 Involvements of Required Construction Professional on procurement 

method selection 

There is a clear indication that adequate involvement of required professional has 

its impacts on the performance of procurement method selection. As in Table 5, 

94.9% of respondents agreed with the argument that there is a need for 

involvements of required professional on procurement method selection, while 

5.1% do not agree. Maizon, et-al (2006) stressed that, an appropriate 

procurement system, (for building project including M&E services), is a key factor 
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Table 4: Clients’ Objectives satisfaction: Cost and delivery Time effectiveness and 

  Quality Expected 
 

Procurement 
Methods 

Cost 
Effectiveness 

(CE) % 

Delivery 
Time 

(DT) % 

Quality 
Expected 
(QE) % 

Sum/3 
(CE) + (DT) 

+ (QE) 
3 

Rank 

Design and install   
method 

20.8 28.3 28.3 25.8 1 

Project management 
method 

18.9 24.5 30.2 24.5 2 

Labour only 
method 

22.6 11.3 3.8 12.6 3 

Traditional method 13.2 13.2 18.9 15.1 4 

Management 
contracting  method 

15.1 11.3 17.0 14.5 5 

Modern method 9.4 11.3 1.9 7.5 6 

Total 100.0 100.0 100.0 100.0  

 

Table 5:  Appropriateness of situation 

 Percent 

Yes 96.2 

No 3.8 

Total 100.0 

 

 

that will significantly enhance overall client satisfaction and project success in 

respect of cost, time and quality, and this can be achieved by involving 

knowledgeable professional at inception of the project. 

 

Table 5: involvements of required professional 

 Percent 

Yes 94.9 

No 5.1 

Total 100.0 
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4.0 Conclusion 

From the analysis, it can be deduced that Design and Install most ensure client’s 

satisfactions of cost effectiveness, specified quality standard and completion of M&E 

services within required time and duration, followed by Project management method 

and labour only. However, the performance of each of the procurement method is 

dependent on the appropriateness of the situation it is used. It is found that the 

involvement of the required professional at each stage of the procurement process 

has great impacts on the performance of any procurement method. Noteworthy, 

choosing the right procurement method is vital to the success of a building project. 

Although, Construction Management method is a fast track procurement method 

that enables work to commence on the early stages of construction, while the design 

and documentation of later trade packages are being finalised; a client engages a 

construction manager to organise, and supervise trade packages. Construction 

management is useful in volatile economic and industrial climates by helping to 

reduce the time and cost of project delivery. Clients can modify specifications of 

later trade packages according to changing project requirements. However, the 

early involvement of the contractor in a Design and Construct project should help to 

improve the constructability of the facility. Hence, in all methods of building 

procurement, it is the client’s responsibilities to define the project objectives, as 

choice of appropriate procurement method have much impact on the success of a 

building project. In addition, inappropriate procurement method will significantly 

enhance claims and disputes, additional costs, delays in completion and a failure to 

achieve project objectives. Thus, if the issues identify in this research are managed 

properly, a project will significantly achieve its time, cost and quality objectives, in 

addition to, client satisfaction.  
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