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Preface

It was during the 1960s that the architectural profession in the UK
started to take the issue of management seriously. The RIBA's
report The Architect and His Office (1962) highlighted the archi-
tect’s lack of managerial acumen, which resulted in the subse-
quent publication of many guides, such as the RIBA Plan of Work
and Architect’s Job Book. This early work has been continually
revised and updated over the years, providing architects, archi-
tectural technologists and technicians with essential guidance to
the administration of individual projects. Interest in the manage-
ment of design has also been growing, with the growth of the
design management literature and the evolution of the design
manager role within the fields of architecture and construction.
Parallel to this has been the growth and evolution of construction
management literature, which more recently has started to
expand into the areas of design management and briefing. Since
the 1960s there have been considerable changes in our approach
to the management of construction projects and, despite many
good examples of how to manage the processes effectively and
professionally, we still see reports urging us to do it better. In
addition to the reports and initiatives aimed at the construction
sector, there have also been a small number of reports aimed spe-
cifically at architects. These have emphasised the need for better
management of design activities and design offices, while also
raising questions about how, and what, architects should be
taught. Whatever our view, it is difficult to ignore the fact that our
fellow professionals leave university with a thorough understand-
ing of how to manage projects and commercial enterprises. The
result is that architects often find it difficult to relate to their fel-
low project contributors and frequently find themselves excluded
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from important decision-making stages at pivotal stages in the
life of a project. Architects have a significant part to play in the
realisation of creative and exciting buildings, but this is difficult to
achieve when positioned outside the management culture. It is
imperative in a highly competitive business environment that
architects are able to demonstrate professional management
skills and leadership competences to their clients and hence
retain (or regain) an important place in the planning and manage-
ment of our built environment. Similarly, it is fundamental that
architects are able to communicate with fellow professionals in an
environment of greater collaboration and integral working; this
requires an understanding and appreciation of management.

As students we spend a great deal of time, effort and emotional
energy on learning to design, only to find that on entering practice
we are suddenly constrained by many different pressures and con-
trols. Administration seems to be endless and managerial controls
too restrictive. Frustration is immediate, not necessarily because
there is less time to devote to design, but because we have inad-
equate grounding in the management of design. My own manage-
rial skills were honed in architectural practice through experience
(good and bad), combined with reading many books and articles
on management, and, when time permitted, reflection on daily
practice. At the time there were few publications that dealt with
managing the complexities of design and/or creative architectural
practices. Books aimed at architects were primarily concerned with
the administration of individual projects, not with the management
of creative staff, nor for that matter with the interrelationship
between the project portfolio and the office — a situation that has
changed little over the years. My aim was to write a book that
would be pertinent, stimulating and above all useful for architects
entering architectural practices, essentially the type of book that |
would have welcomed when starting out. The approach taken is to
address the synergy between the management of projects (Part
One) and the management of design offices (Part Two). It is the
interdependency of architects’ and clients’ businesses, represented
in projects, that colours, shapes and determines the quality of our
built environment. The premise is that to be successful we need to
ensure that projects are managed professionally and are conceived
and delivered within a professionally managed office. It is through
effective management of the design office and the project portfo-
lio that client values may be translated into a physical artefact with
minimal loss of creativity.



This book has been a complex and lengthy undertaking, bringing
together many, often disparate, areas under one set of covers. The
ideas and concepts presented were first developed when | was work-
ing as a design manager in an architect’s office and were subsequently
refined through interaction with a wide variety of construction pro-
fessionals in practice and academia. The academic environment has
allowed time and space for the ideas to be researched, tested and
developed further.

Since the first edition of this book was published there has been
a significant change in the way the construction industry is using
information communication technologies (ICTs) and building infor-
mation modelling (BIM). In particular, BIM changes the way in which
project contributors interact, requiring a more collaborative, open
and, one might argue, trusting relationship. Combined with the
move towards integrated project delivery, leaner processes and
the rapid uptake of the (construction) design manager role by con-
tracting organisations, the environment in which architects operate
has been evolving. No longer is design, or for that matter the man-
agement of design, the exclusive domain of architects in a collabo-
rative, digital, marketplace. In this edition | have tried to show how
such changes are an opportunity for architects (and the architec-
tural profession as a whole) to take a fresh look at their roles and
the services they offer their clients. Working on the Second Edition
has also given me the chance to respond to readers’ feedback,
clarify the content and better emphasise the role of the design
manager from an architect’s perspective.

| am very conscious that the way in which architectural practices
and projects are managed is heavily influenced by context, prevail-
ing socioeconomic conditions, technologies and people. There is
no one best approach; no easy answer, no quick fix. Instead a lot of
time and effort is required to build effective ways of working and
demonstrate leadership. As professionals we can never be content,
nor complacent; there is always room for improvement in process
and application, no matter how major or minor, as we strive for
perfection in everything we do. | encourage readers to take the
issues presented here, think critically and apply and/or adapt them
to suit their own, very special, context.

Stephen Emmitt
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Chapter One
Why?

Architects play a pivotal role in the delivery of value to their clients,
building users and community alike. The unique value architects add to
their clients’ lives and businesses is grounded in an ability to deliver
something that their competitors cannot: design vision. Design ability
is, however, not enough in a highly competitive market as clients seek
suppliers who can provide a professionally managed service, effectively
and quickly. This means that architectural practices need to constantly
monitor the business environment in which they operate and continu-
ally improve the way in which they approach the business of design.
Design management plays a crucial role in this regard, helping profes-
sional design offices to deliver a consistent level of service, which in
turn helps the business to secure a continual flow of finance, return a
profit on its projects and provide a platform for creating great architec-
ture. However, there may be some doubts in the minds of architects as
to the true value of management to their profession. Therefore, this
introductory chapter seeks to explain why management and design
management is so important to the modern architectural business. This
helps to provide some context to the chapters that follow.

Why management?

Architectural practice is a ‘conversation’ with projects and society — a
process of testing, developing, applying and reflecting on design

Design Management for Architects, Second Edition. Stephen Emmitt.
© 2014 John Wiley & Sons, Ltd. Published 2014 by John Wiley & Sons, Ltd.
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knowledge. Architects learn from projects and from the work of
others by developing ideas, propositions and ways of working
to suit the culture of their office and the needs of their clients.
We develop a way of working, a type of (architectural) language,
which becomes ever richer over time. This informs the practice of
architecture, which flexes and adapts to each new project. The way
of working also informs the business of architecture, a parallel
(commercial) language that underpins and nourishes the language
of architecture.

Good design management should be one of the core values of
a successful architectural practice, the controlling mechanisms
that allow the chaotic creative process to be transformed into
fee generating activities. Management is, however, often seen as
a way of coping with the chaos of design rather than something
that adds value to the business. Indeed, it is not uncommon for
the business aspects to be viewed as a 'necessary evil’, with the
vast majority of professional designers preferring to concentrate
on design rather than business. This could be interpreted as
architects’ reluctance to embrace management, although it is
rarely so clear-cut given that elements of management are inher-
ent to all projects. It is not easy to divorce the act of designing
from the business of design, although this is rarely acknowledged
in architectural education (which tends to ignore management
issues); nor is it particularly well demonstrated in the architec-
tural literature.

The stereotypical view, which architects’ competitors like to
promulgate, is that creative designers lie outside the bounds of
managerial control. This is a convenient image for some design-
ers to hide behind when it suits. It is true that creative people do
not respond particularly well to tight control and the tick-box
mentality of many management approaches. The challenge
appears to be less with the concept of management per se and
more with applying sensitive and appropriate managerial frame-
works. Managerial principles and methods should place minimal
demands on the designer and provide adequate space to accom-
modate the inherent uncertainties that come with design pro-
jects. At the same time the managerial frame should provide
guidance to the individuals who work within the office and hence
reassurance to the clients who commission the work. Good
managerial frameworks tend to be relatively simple and largely
invisible. Poor managerial frameworks tend to be unnecessarily



complicated and highly visible because they disrupt the way in
which designers like to work.

According to many research reports and anecdotal feedback
from clients, it is the managerial skills that architects need to
improve. One indicator of the architect’s lack of managerial acu-
men can be found in the reportsissued by the Architects Registration
Board (ARB). Their annual report of 2004/5 presented a list of the
ten most common complaints it receives from clients. The ARB
advises architects to adhere to the Architects Code as one way of
avoiding the pitfalls that can result in an appearance before the
Professional Conduct Committee. Following good management
practices and procedures also helps, since all of the complaints
listed by the ARB are concerned with management (and the failure
to communicate). These complaints are listed below with a brief
comment on how to avoid them.

1. Excessive delay in the project being completed.

The problem here is primarily related to poor predictions of pro-
ject duration and the failure to discuss with clients the potential
reasons for delay. Architects must make it clear to clients how the
project duration has been calculated and by whom. They must
also explain the measures put in place to try and ensure projects
will be complete to the planned timeframe. If progress starts to
suffer then the architect must be proactive and advise the client,
and if appropriate take measures to get the project back on
programme.

2. Client expectations were raised too high.

Raising client expectations too high can occur as the architects dis-
cuss design possibilities that are beyond the scope of the budget
(and the brief). Having a good knowledge of realisation costs can
help to mitigate unrealistic expectations. Similarly, bringing special-
ists early into the design phase can help with the realistic estimation
of construction costs as the design matures.

3. The client was expected to pay for mistakes/errors made by the
architect.

Architects must be open with clients and acknowledge when they
have made a mistake. Using quality management systems and
good design management practices will help to mitigate the num-
ber and extent of errors, although it is impossible to eliminate all
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problems. Tracking the cause of design changes and variations will
help to identify those that were a result of an error and those
requested for other reasons. Adopting a collaborative approach
may go some way to sharing responsibility for errors and the cost
of rectifying them.

4. Contract papers were not clear.

There should be no excuse for failing to set out fees, roles and
responsibilities clearly and concisely before work commences. This
is required by the client and also for the smooth running of the
office. A short meeting with the client to discuss contract papers
before the project starts can help to avoid uncertainty and prob-
lems at a later date.

5. Attempted work outside area of competence.

Architects must clearly state the extent of services that they are
experienced and qualified to undertake. This varies considerably
between architectural practices, and clients cannot be expected to
know the scope and limitations of the services on offer. Open and
frank discussions with the client can help to explore areas of uncer-
tainty and identify the need for additional services from fellow
consultants.

6. Failure to reply to the client’s letters/emails and/or telephone
calls.

According to ARB, communication problems are the cause of many
complaints. One of the biggest complaints is the failure to advise
clients about increased costs. All professionals should have a clear
policy on how they respond to communications from clients and
project participants, and this should be set out in the quality plan
and/or office manual. Failure to reply is unprofessional and bad
business practice. Good architectural practices tend to be proac-
tive in tackling problems and taking the initiative to contact clients
before they discover the problem from another source. This is
about managing the client/architect relationship, which can be
helped by bringing the client into the project at strategic intervals,
for example at design reviews.

7. Failure to deal with post-completion issues.

The failure of architects to deal with problems that arise
after completion of the project and the payment of fees is not
a sensible policy. Quality of the ‘after sales’ service will be



