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	I. INTRODUCTION

Latifia Trading and Contracting is a Saudi building construction company operating in the Kingdom of Saudi Arabia. Founded in 1987, Latifia is today considered a leading firm in building construction and has earned the distinction of being classified as a “Grade 1” company. In addition to construction, Latifia also provides engineering and procurement services on a wide range of projects. 

Latifia is committed to delivering high quality projects and meeting clients’ requirements on schedule and within budget. Its vision is to maintain and strengthen its construction business, to adhere to stringent engineering standards, and to appropriately face new challenges to meet client requirements.

Latifia’s philosophy is based on three principles: to provide first-rate construction expertise and services; to maintain a high quality of services in its operations and resources; and to continue to invest in the development of its workforce.

This report is prepared to address a number of questions related to management of projects, techniques used and their effectiveness. It also highlights Latifia’s profile and its techniques in construction planning, scheduling and controlling of projects. In preparing this report, the team conducted several interview sessions with Latifia’s management in the Eastern Province headed by the regional manager and both planning and estimating managers. 
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II. COMPANY ORGANIZATION

Latifia’s organizational structure consists of five (5) main departments, namely Administration & HR, Finance & Accounting, Estimation, Construction and Quality Assurance. Each of these departments plays a major role in the success of any project handled by the company. 
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II.1. SUPPORT DEPARTMENTS

Latifia’s two main support service providers are the Administration and HR Department and the Finance and Accounting Department. The former handles all personnel matters and maintains company records, while the latter deals with accounts, invoicing and other financial matters. 

II.2. ESTIMATING DEPARTMENT
The Estimating Department solicits and evaluates project bids, obtains price quotes for materials and manpower, calculates the overall cost of a project and then submits a recommendation on tendered projects to the company’s executive management. Once a management decision is taken, the Estimation Department prepares and submits a response to the relevant party.

The Estimation Department works closely with the Construction Department to accurately estimate the cost of work and material. 

II.3. CONSTRUCTION DEPARTMENT

The Construction Department is the heart of the company. The department oversees the day-to-day field operations to keep projects on schedule and on budget. 

Careful planning in the early stages of a project — e.g., compiling the project organization chart, determining manpower requirements, assigning responsibilities — is the foundation for the success of the execution phase. These plans and schedules will be monitored throughout the project. 

II.4. QUALITY ASSURANCE DEPARTMENT

The role of the Quality Assurance Department is to ensure that all projects conform to Latifia’s plans, specifications and standards of excellence. Projects are evaluated, rated and certified according to an established set of procedures and performance criteria.

III. CONSTRUCTED PROJECTS
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Latifia has constructed a large number of projects at different locations within Saudi Arabia. These projects vary in type, size, cost, and complexity. 
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LIST OF PROJECTS

The following are examples of projects that have been successfully completed, or in the process of being completed within the Kingdom of Saudi Arabia: 
	Project 1: Sofitel Hotel - COMPLETED
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	Project Type
	:
	Luxury Hotel
	

	Project Location
	:
	Al-Khobar
	

	Project Scope
	:
	· Structure includes one basement and 11 above ground floors.

· The hotel comprises of 235 rooms.

· Hospitability service areas.

· Amenities including ballroom with max capacity of 600 people.

· Indoor pool and gymnasium.

· Business center.
	


	Project 2: GOSI Granada Housing and Bus. Park – IN PROGRESS
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	Project Type
	:
	Multi-Purpose Development
	

	Project Location
	:
	Riyadh
	

	Project Scope
	:
	· Six high-rise office towers.

· Four low-rise office buildings.

· Multi-Purpose business center.

· Eight low-rise residential buildings.

· Parking complex - Capacity of 3500 cars.
	


	Project 3: Saudi Aramco Data Center – IN PROGRESS
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	Project Type
	:
	Corporate Data Center
	

	Project Location
	:
	Dhahran
	

	Project Scope
	:
	· One of the largest corporate data centers in the world.

· Fully equipped with state-of-the-art air conditioning.

· Equipped with fire protection systems and uninterruptible power supplies.
	


	 Project 4: SABB Regional Headquarters - COMPLETED
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	Project Type
	:
	Corporate Office Tower
	

	Project Location
	:
	Al-Khobar
	

	Project Scope
	:
	· Includes a bank retail branch outlet on the ground & mezzanine floors.

· Eight floors above contain the offices of the bank departments.
	


	Project 5: Public Pension Agency Retail Complex - COMPLETED
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	Project Type
	:
	Commercial Retail Complex
	

	Project Location
	:
	Riyadh
	

	Project Scope
	:
	· Approximately 175,000 sq m strip of land for the Public Pension Agency into prime roadside commercial retail outlets.

· Consist of 125 high-end retail outlets of double volume ceilings and glass. 
	


	Project 6: Pain D’Or Food Production Plant - COMPLETED
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	Project Type
	:
	Industrial Food Production Facility
	

	Project Location
	:
	Riyadh
	

	Project Scope
	:
	· Massive food production plant.

· Pre-fabricated steel facility for producing variety of foods.

· Large industrial freezer unit.

· Chiller plant.

· Ind. size raw material silos and mixer units.
	

	Project 7: MOH Hospitals - COMPLETED
	[image: image10.jpg]




	Project Type
	:
	Hospitals
	

	Project Location
	:
	Jazan, Arar, Quraiat & Jouf
	

	Project Scope
	:
	· Main hospital buildings.

· Medical staff residential buildings.

· Mosque.
	


	Project 8: Dar Al-Yaum Printing Facility and Headquarters Building - COMPLETED
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	Project Type
	:
	Industrial Printing Facility & Corporate Office Building
	

	Project Location
	:
	Dammam
	

	Project Scope
	:
	· State-of-the-art printing facility.

· Groups headquarter building.

· Considered one of the largest printing facilities in the region.
	


	Project 9: SPIMACO Inara Plaza - COMPLETED
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	Project Type
	:
	Corporate Office Buildings
	

	Project Location
	:
	Riyadh
	

	Project Scope
	:
	· Twin office buildings. 

· Constructed from glass fiber reinforced cement panels.
	


	Project 10: Al-Nakheel Compound - COMPLETED
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	Project Type
	:
	Residential Compound
	

	Project Location
	:
	Riyadh
	

	Project Scope
	:
	· Fully equipped residential compound consisting of 80 large villas.

· Recreational center with swimming pools, squash courts, sauna and steam room.
	


	Project 11: Saudi Aramco Elementary Schools - COMPLETED
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	Project Type
	:
	Educational Complex
	

	Project Location
	:
	Hofuf
	

	Project Scope
	:
	· Steel structure complex for elementary school.

· Includes catering facilities, science laboratories and athletic facilities.
	


	Project 12: Al-Yamama Factory - COMPLETED
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	Project Type
	:
	Industrial Production Facility
	

	Project Location
	:
	Dammam
	

	Project Scope
	:
	· Concrete foundation for machinery and equipment.

· Various processing sections consisting of a large industrial kiln, product dryer and raw material silos.
	


IV. PLANNING

The first step in the planning process for a project undertaken by Latifia is to assemble a full team comprising a project manager, site manager and planning manager. The primary role of this team, at the planning stage, is to establish a comprehensive project strategy that includes full assessment of available resources, construction plan, human resources plan, quality plan, risk management plan and safety plan. Each one of these plans focuses on an important aspect of the project as described below:

IV.1. AVAILABLE RESOURCES

During this phase, the team systematically lists all the resources that will be required for the duration of the project, and then ensures that these resources will be available as and when required. This step enables the company to determine whether it can balance the supply and demand and take on the project singlehandedly, or whether it will need to enlist the support of subcontractors or equipment suppliers (Appendix A). 
IV.2. CONSTRUCTION PLAN (WBS)

This crucial phase of the planning process involves the work breakdown structure (WBS). Considered to be a key tool of project management, WBS involves breaking down the whole project into its many separate parts. The WBS details the project deliverables, tasks and responsibilities.  It serves as a tool for defining the scope of work as well as for summarizing and reporting progress. 

IV.3. HUMAN RESOURCES PLAN

The human resources plan outlines how many team members/employees will be assigned to the project. It specifies the resources that are required to meet the project’s goals. To the extent possible, the plan estimates who will do what, when, where and for how long.  It is an important phase of the planning process, as the accuracy of the human resources plan has a direct bearing on the successful and timely completion of the project (APPENDIX A). 

IV.4. QUALITY MANAGEMENT PLAN

The quality management plan provides guidelines as to how quality can be measured and ensured for the duration of the project. This is done through periodic progress reports, project reviews, on-site documentation, and established sets of rules. The plan gives management and the customer a clear understanding of how quality will be maintained, monitored and measured during the course of the project.
When designing their quality management plan, Latifia ensures that the plan adheres to all ISO-9000 and UKAS Quality Management requirements. Moreover, a client may request, Latifia would need to meet quality requirements that go beyond these international standards. 
IV.5. RISK MANAGEMENT PLAN

The risk management plan is developed to anticipate risks, to estimate the effectiveness of the scope of work and to create response plans to minimize risks. The risk management plan contains an analysis of likely risks with both high and low impact, as well as mitigation strategies to avoid the project being disrupted should problems arise. Risk management plans should be periodically reviewed by the project team to ensure that the analysis is up to date and accurately reflects potential risks to the project.

IV.6. SAFETY PLAN

A construction safety plan assists the contractor in managing workplace health and safety obligations. This plan must be prepared before the work starts and includes, but is not limited to, emergency procedures, the risks the contractor is required to manage, appointment of site Health and Safety specialist, etc. 

V. SCHEDULING

Latifia Company’s scheduling method consists of four (4) stages.  The first three (3) stages are performed under the supervision of the project team and the fourth stage is performed by the site engineer to detail the work requirements of activities.

The first stage starts by inviting subject matter experts (SMEs) representing different trades such as structural works, electrical, mechanical, etc. The experts carefully review the tasks related to their area of expertise and break them down into activities and sub activities that can be easily managed. They also identify the needed resources, and determine the required duration for each activity based on Latifia’s standard productivity record, and delineate the dependencies of those activities. Once the work of the SMEs is completed, they meet with the scheduler and estimating and planning managers to draw up the initial schedule, assuming unlimited resources.

At the second stage, the project team reviews the draft schedule and decides either to accept it, or if the schedule is not satisfactory, they may add more resources to reduce the duration of the project. The third stage will commence if the team is still not satisfied with the outcome of the second stage. This may involve changing the construction methods and/or crashing some critical activities that require highly skilled/highly paid labor.   

Once the final schedule is produced, it is given to the site engineer or foreman who will prepare the fourth stage schedule that presents a short-term detailed activity schedule that is used by workers to perform their assigned tasks.

To handle those four stages, Latifia uses PRIMAVERA or MS Projects software, the latter software is used when there is a need to interface with other programs. These programs are designed following the principals of the Critical Path Method (CPM).  

This technique is an effective approach that helps Latifia use its resources efficiently and employ its manpower in the most effective manner. In addition, with the expansion of the company, this approach facilitates the proper planning and distribution of resources among projects without any interruption or delay in their completion. It is also important to note that this approach ensures that the required quality is attained and that the company’s reputation is maintained (APPENDIX B).   
VI. CONTROLLING

Latifia follows a well-organized system for controlling their projects with regard to the two important variables, namely, time and cost. The control process is divided into two subprocesses: 1) the monitoring process and 2) the updating process. Both these processes are governed by a number of parameters, as described below.
VI.1. MONITORING

The first process of controlling project construction is monitoring. This process is conducted to identify any deviations from the original plan. The site engineer provides a daily status report on site activities. This report monitors the procurement process along with the specific construction activity. The procurement monitoring process involves creation of material requisitions, placing of purchase orders, and delivery of materials to the worksite. This approach is followed as a means to facilitate partial progress payment throughout the construction process.

During the actual construction process, the “Earned Value Analysis” approach is implemented in order to evaluate the overall status of the project in terms of time and budget (APPENDIX C).
VI.2. UPDATING

The second process in controlling is updating. After obtaining the daily data from the site, a progress weekly meeting is held including all project team members to discuss any deviation from the original plan and decide on the corrective actions needed for adjustment to comply, as possible, with the original project schedule. After the agreement on the proposed corrective actions, a weekly look-ahead construction schedule is produced and furnished to the project superintendent for execution. An unscheduled update is also conducted whenever unforeseen events occur during construction operations. 

These regular and as needed updates enable the project team to solve problems as and when they arise and prevent them having a cumulative and detrimental impact on the project (APPENDIX D).

VII. CONCLUSION

Latifia is a leading construction company in the Kingdom of Saudi Arabia. Its size and capacity have significantly expanded during the past decade, covering all types of industrial and non-industrial projects, which exist all over the country.

Reviewing Latifia’s techniques in dealing with construction projects, it is evident that the company operates from well-founded construction models and techniques as well as well-defined strategies in dealing with diversified construction projects. This success is the result of robust planning processes and controlling systems. 

In planning any project, Latifia starts by considering its perspective and identifying plans needed to successfully meet client requirements within its duration. The scheduling method depends on the experience and involvement of Subject Matter Experts (SMEs) from different disciplines. SMEs follow a team approach and conduct the work following the Work Breakdown Structure (WBS) method in preparing the schedule and its implementation. Resource utilization and construction methods go in parallel during the scheduling. Activity crashing is only done for those activities that require a highly skilled workforce. Following industrial best practice, the earned-value concept controls projects throughout the implementation of monitoring processes. 
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SAMPLE DOCUMENTS OF SAUDI ARAMCO DATA CENTER:
· Available Resources

· Scheduling (MS Project software)

· Project Monitoring (S-Curve and Earned Value)

· Project updating (weekly update) 

IX. APPENDIX
IX. 1. APPENDIX A: Available Resources

IX. 2. APPENDIX B: Scheduling (MS Project software)

IX. 3. APPENDIX C: Project Monitoring (S-Curve and Earned Value)

IX. 4. APPENDIX D: Project updating (weekly update) 
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