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Abstract Force Account is a procurement method whereby a procuring entity itself or through the use of public or
semi-public agencies or departments concerned executes construction projects by its own personnel and equipment. The uses
of Force Account may be justified where required works are small and scattered or in remote locations for which qualified
construction firms are unlikely to tender at reasonable prices or work is required to be carried out without disrupting ongoing
operations. Force Account payments are based on established quantities of labour, materials, and equipment that are used to
complete the work. This study was grounded on survey that involved a comprehensive review on correlated studies on
achievement of value for money in construction projects executed though force account in Tanzania. The targeted
information was sought to answer the research objectives of assessing the critical challenges hindering the value for money
achievement in Force Account projects. Results indicate three aspects of value for Money namely; Time, Cost and Quality are
not well balanced for the best attainment of achievement of Value for Money in Force Account Projects. Most of these
projects put more emphasis on Cost only without considering the aspects of time and quality control. Majorities of these
projects are executed in a long period contrary to the required standard time of project period. Furthermore, quality control

and achievement are not attained as much as required.
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1. Introduction

Force account is a payment method used for extra work
when the contractor and the State Transportation Agency
cannot agree on a unit price or lump sum amount, or if
either of those methods are impracticable [10]. Force
account payments are based on established hourly rates and
the quantities of labor, materials, and equipment that are
used to complete the work.

This method reimburses the contractor the actual costs of
labor, equipment and materials incurred in the performance
of the work including allowable overhead and mark up [11].
This provision can be included in the contract when the
quantities and scope of work are unknown at the time of bid
letting.

According to [14], as per clause 167-(2), force account
is construction using public or semi-public agencies or
departments concerned, where the public or semi-public
agency has its own personnel and equipment. As per clause
167-(1a) of PPRA regulation 2013, the use of force account
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may be justified where the force account required works
are small and scattered or in remote locations for which
qualified construction firms are unlikely to tender at
reasonable prices, work is required to be carried out without
disrupting ongoing operations.

1.1. Statement of the Problem

Force account assures efficiency gains where the entity is
able to execute works much faster, enhancement of internal
capacity of the procuring entity since works are executed and
supervised by the procuring entity staff and cost savings
compared to other methods [13].

Despite the good advantages, the force account approach
exposes the government to the great of risk, since it cannot
pass risk on to any other entity or organization besides
itself [15]. Force account operations have fundamental
inefficiencies including lack of financial discipline because
they are not driven by profit motives. A procuring
organization will often receive additional budget allocations
when it generates cost overruns unlike a private firm that has
a rigid budget constraint [16]. Henceforth, this study
assessed the critical challenges hindering achievement of
value for money in public projects using force account
method.
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2. Force Account Versus Value for
Money

2.1. Historical Background

According to [1], measurement of value for money for any
given project or programme, taking into account available
means (time, quality, money, human resources) in the most
efficient, effective, economical and equitable way.

The various ways by which project stakeholders help in
achieving Value for Money was also expatiated on, URT and
the potential of some construction management tools [12]
such as follows;

a) Detailed risk analysis and appropriate risk allocation

The risk in construction projects is of varying degree
of impact and occurrence/likelihood. Risks involved in
construction projects can be categorised into procedural risks
(consent and licensing risk), design risks, construction risks
(time and cost overrun) defective construction, financing
risks (changing economic condition), maintenance risks
operating risks (ineffective operation of an asset), revenue
risks (disappointing performance of the asset) among others.

b) Drive for faster project completion

A purposeful collaboration among project stakeholders in
conjunction with the efficient utilization of some project
management tools can serve in the good stead of reducing the
overall project duration. The knowledge of several project
delivery methods such as design-build, a public-private
partnership, single source system etc. and the correct
understanding of which of them would be most suitable
to fast-track the project would help to reduce the cost
associated with the elongated project schedule, hence
provide value for money invested by the client. Also, the use
of project planning tools such as Gantt chart, Network
Diagram, and Team Planner etc. will also be of help in the
bid to plan and monitor the progress of work on the site.

¢) Curtailment in project cost escalation

A failure of the final project cost to be within the limit of
initial target cost/project budget that has a significant effect
on the value derivable from such project. Take, for instance,
an event hall project in which the cost overrun after the
project completion amounts to about 15% of the initial target
cost, coupled with interest paid on borrowed capital could
ultimately reduce the initial inflow and profitability for the
client/owner thereby presenting a project with below per
value for money invested. Hence, the identification of likely
factors or activities in a project that could result in overall
cost escalation and the diligence in reducing the impact (or
avoiding them) could help to ensure the final project cost
does not offshoot the pre-determined project budget.

d) Encouragement of innovation in project development

The introduction of innovating strategies and concept to
the process of procuring a service and/or constructing a
project can increase its value to the clients and end-users
hence securing a greater measure of value and/or return on
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investment. Innovative strategies could come in the form of
the introduction of better and more efficient plants and
equipment, development of an innovative solution, better
motivation strategies for workers, improved framework
for communication and decision making, improved supply
chain management, the introduction of hi-tech facilities,
development of cost database, efficiency in tracking
supplies among others. Meanwhile, [4] advocated for a more
innovative way in assessing the value of projects.

e) Maintenance cost being adequately accounted for

The application of VFM tools such as value management
and life cycle cost analysis will ensure the use of durable and
maintainable building element and designs that will reduce
the cost required to maintain such project in the long run.
Accounting for the maintenance cost should be considered at
the design stage (outline design) of a project, by identifying
key components of the projects, objectively decide on
alternative design items or components, estimate likely
maintenance cost of each alternative design components,
then finally choose the most cost-effective design component
based on the lowest cost, provided it gives the required
function and conforms to the required quality standard.

f) Accurate assessment of the cost of the project

The quantity surveyor/cost engineer on the project should
endeavour to carry out an accurate assessment of the cost of
the project, ensuring that the unit rate assigned to each item
of the bill of quantities (BOQ) takes into its calculation, the
various activities, materials, labour, plants and other variable
costs that are needed to carry out the task. Also, the quantity
surveyor should ensure that no item of work is erroneously
excluded from the BOQ), as such error of omission though
may win the contract can constitute claims and subsequent
disputes, which if not well managed could affect the cost of
the project and could in adverse situations lead to project
abandonment hence loss of return on investment to the
clients. [5] Noted that when calculating the costs and risks to
the government and private sector it is imperative that all
costs and risks included are comprehensive and realistic;
failure to do so will result in biased estimates that may lead
to a less-than-optimal procurement choice and subsequent
loss in value. [2] Affirmed that establishing baseline cost
estimates is critical in all VFM projects.

g) Detailed specifications

The importance and relevance of workable specification to
any project cannot be overemphasised. More so, if such
specification is well detailed, that is taking into consideration
all the design components, materials, the standard of
workmanships, day work schedules, rates etc. The more
detailed a specification is, the greater the ease by which the
quantity surveyor or estimators carry out the assessment of
the cost of the project, hence the more accurate his cost
estimate, and as before discussed the greater the client
derives a value for his investment. An undetailed
specification can give rise to dispute between the various
consultants, if by chance the quantity surveyor does not
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notice that some specifications of a design component are
missing it will result in cost overrun and subsequent
reduction in value derivable by the client from the project.

2.2. Critical Challenges Hindering Using of Force
Account Method

SIN Challenges
01. | Low and discontinuous demand,

02. | Frequent changes in specification,

03. | Inappropriate (contractor and consultant) selection criteria,

04. | Inappropriate allocation of risk,
05. | Poor quality,
06. | Inefficient methods of construction,

07. | Poor management,

08. | Inadequate investment,

09. | Anadversarial culture

10. | A fragmented industry structures.

Provision of incomprehensive up-front project information by

L. clients, leading to unnecessary delays and mistakes;

12. | Demands of clients being ‘wish lists’, instead of sensible

13. | Slow negotiations

Less open communication with the client, especially on the

14, pricing of specific risks

Inconsistent risk assessment and management across different

15. o .
organizations of a consortium

High bidding costs mainly attributed to the cost of consultancy
16. | services, of which the legal services are usually the most
expensive.

17. | No standard for VFM evaluation and/or assessment procedures

Source [3]

3. Methodology

Methodology and research design used in this study
was surveying research design, which apart from literature
review, questionnaires were used by approaching
Accounting Officers who are the overall in charge of all
Local Government activities, Procurement Managers who
manage all tenders and contracts of construction works,
Project Managers who closely supervise execution of
construction activities on site and all related project matters,
External Auditors from local Government Councils who
control government expenditures including government
fund spent in construction projects, and Local Labours
(construction companies) that are employed to execute force
account projects. The unit of analysis based on Tanzania
regionals. Also, the study used both qualitative and
quantitative method approach, which made it easier in
determining the planned objectives, samples and design of
the study.

3.1. Study Population and Sample

Population is the entire mass of observations, which is the
parent group from which a sample is to be formed [9].
Additionally, [7] confirms that; this is a group of individuals,

objects or items from which the sample is taken for
measurement, and it refers to an entire group of persons or
elements which have one thing in common. In this study,
the sample population includes Accounting Officers who
are the overall in charge of all local government activities,
Procurement managers who manages all tenders and
contracts of construction works, Project managers who
closely supervise execution of construction activities on
site and all related project matters, External auditors
from local Government Councils who controls government
expenditures including government fund spent in
construction projects, and local labours (construction
company) that are employed to execute force account
projects. The study employed both probability and
non-probability sampling. Depending on the nature of
respondents, different sampling techniques were used:

i. Tanzania Mainland has twenty-six (26) regions.
Each region has at least four (4) districts. Stratified
probability sampling was used in this study. The
rationale behind this technique is being the
heterogeneity of the contractors’ population in
Tanzania, in which it was categorized into strata of 4
districts each region. [9] Asserts that; this technique is
precise and includes all important subpopulations; is
free from bias and it ensures a sample that accurately
reflects the population being studied.

ii. Then, Purposive non-probability sampling was used to
select the respondents within the districts. These
Accounting Officers who are the overall in charge of
all local government activities, Procurement managers
who manages all tenders and contracts of construction
works, Project managers who closely supervise
execution of construction activities on site and all
related project matters, External auditors from local
Government Councils who controls government
expenditures including government fund spent in
construction projects, and local labours (construction
company) that are employed to execute force account
projects. These key informants were purposively
sampled because they are believed to have the
technical and specialised knowledge about the topic
under investigation by virtue of the offices that they
hold.

Besides, the sample size proposed to determine what is
termed by [7] as precision rate of and the confidence rate.
Size of the sample should be optimum neither large nor
small.

To determine the sample size for small populations, the
normal approximation has been used to the hyper-geometric
distribution formula. It has ability to estimate sample sizes
from small populations accurately (Yamane, 1967). The
sample size formula is; -

n = {N/(1+Ne?)} (1)
Where N is population size, if assumed the level of

confidence is 95%, the acceptable sampling error (e) will be
5%. Then the sample size will be;
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Table 3.1. The number of sample size

SN. Respondent Population Sar_nple
size
01. Project manager 26 1
02. Technical manager 26 1
03. Auditors 26 1
Other (Accounting officers,
04. Procurement officer, Engineers, 26 1
Quantity surveyors and architects)
Total 104 4

Source: Data survey 2021

3.2. Data Collection Methods

Both primary and secondary data collection were done by
using multiple sources of evidence. Questionnaire survey
was used to collect primary data from contractors in which
the respondents answered questions on their own, [17]. Also,
secondary data regarding the critical challenges hindering
achievement of value for money in public projects using
force account method were collected from literature review
via published and unpublished books, journals, articles and
papers.

3.3. Questionnaire Design

The Questionnaires were designed to reflect the current
situation of Force Account method in public construction
projects in order to answer the objective of the research [8].
“Self-administered semi structured questionnaire was used
as the research instrument. A questionnaire consisted of
a number of questions printed or typed in a definite order
on a form or set of forms” [7]. The self-administered
questionnaires cover the advantage of being flexible because
they hold both open and closed-ended questions for
gathering comprehensive information to ensure relevancy
and consistency of information gathered as the responses are
objective, standardised and comparable.

The questionnaire of this study had two-parts. Part A and
B. Part A carry Personal information questions and part B,
each question developed to address a specific objective of
the study respectively.

4. Results, Analysis and Discussion

The main objective of this research is to assess the critical
challenges hindering achievement of value for money in
public projects using force account method. Data were
collected, analysed and presented using SPSS (20), Excel
(Tables) and Microsoft Word in order to get more accurate
computation that mapped out pattern or relationship between
measured or comparable variables. The study adopted the
use of quantitative analysis method by using syntax
mathematical operation in determining the mean score,

Mean Score Value = ¥ £42
Jﬁll-
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Where: F = Frequency of response for each score
S = Score given to each cause
N = The total number of respondents for each factor

Mean score value (M.S) comparison

The value from mean score was categorised into three
groups which the first one had the value from 4 to 5 ranked
as the high mean score, from 3 to 3.9 ranked as
medium/moderate mean score and 1 to 2.9 ranked as low
mean score as presented in table 4.1 below.

Table 4.1. Mean score values (M) comparison table

SN. | Mean Score (M) Ranking Colour
01. 40<M<5.0 High Mean Score
02. 3.0sM<39 Medium/Moderate Mean Score
03. 1.0<M<29 Low Mean Score
Source; [16]
4.1. Response Rate
Table 4.2. Response rate
Questionnaire | Questionnaire | Response
SN. Classes of Distributed Returned Rate
Contractors
No % No % %
01. Arusha 4 3.85% 3 3.70% 75%
02. |Dares Salaam| 4 3.85% 4 4.94% 100%
03. Dodoma 4 3.85% 4 4.94% 100%
04. Geita 4 3.85% 3 3.70% 75%
05. Iringa 4 3.85% 3 3.70 75%
06. Kagera 4 3.85% 4 4.94% 100%
07. Katavi 4 3.85% 3 3.70% 75%
08. Kigoma 4 3.85% 2 2.47% 50%
09. | Kilimanjaro 4 3.85% 4 4.94% 100%
10. Lindi 4 3.85% 3 3.70% 75%
11. Manyara 4 3.85% 3 3.70% 75%
12. Mara 4 3.85% 4 4.94% 100%
13. Mbeya 4 3.85% 3 3.70% 75%
14. Morogoro 4 3.85% 4 4.94% 100%
15. Mtwara 4 3.85% 3 3.70% 75%
16. Mwanza 4 3.85% 4 4.94% 100%
17. Njombe 4 3.85% 3 3.70% 75%
18. Pwani 4 3.85% 3 3.70% 75%
19. Rukwa 4 3.85% 1 1.23% 25%
20. Ruvuma 4 3.85% 1 1.23% 25%
21. Shinyanga 4 3.85% 3 3.70% 75%
22. Simiyu 4 3.85% 4 4.94% 100%
23. Singida 4 3.85% 4 4.94% 100%
24. Songwe 4 3.85% 3 3.70% 75%
25 Tabora 4 3.85% 3 3.70% 75%
26. Tanga 4 3.85% 2 2.47% 50%
Total 104 | 100% 81 | 99.96% | 77.88%

Source: Data survey 2020
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The aim of this research was to assess critical challenges
hindering achievement of value for money in public projects
using force account method. These force account projects are
the government projects that are executed by using own
personnel. Government through its procuring entities, is the
key decision maker of how the projects are going to be
executed. The procuring entity is responsible for all the
details and specifications of the force account project. In
collecting data, the questionnaires were distributed to 26
regions in 104 districts where by 4 districts of each region of
Tanzania Mainland were selected and requested to respond
to the questionnaire. The researcher collected an overall of
97.59% of the distributed questionnaires as presented in
Table 4.2.

4.2. Population Characteristics

This part mainly is comprised of general information
about the respondents in terms of category of the
organization, position and experience of the respondents.

Position of respondents

Table 4.3. Position of respondents
SN Respondent Frequenc Percentage | Cumulative
' P quency (%) Percent
01. Project manager 17 23.0 23.0
02. | Technical manager 10 135 36.5
03. Auditors 10 135 50%
Other (Accounting
officers,
04, |  Frocurement 37 50% 100%
officer, Engineers,
Quantity surveyors
and architects)
Total 74 100.0

Source: Data survey 2020

Experience of the respondents

The respondents experience in relation to construction
projects using Force Account method was a major factor to
be considered in this study as seen in Table 4.4.

Table 4.4. Experience of the respondents

Percentage | Cumulative

SN. Years Frequency %) Percent
oL Less than 2 39 458 458

years
02. 2 —4 years 23 27.1 72.9
03. 5—7 years 16 18.8 91.7
04. 8 — 10 years 6 7.1 98.8
05. 10 years and 1 12 100.0

above

Total 100.0

Source: Data survey 2020

4.3. The Critical Challenges Hindering Achievement of
Value for Money in Public Projects Using Force
Account Method

This study is assessing the critical challenges hindering
achievement of value for money in public projects using
force account method, in which the following challenges
were discovered; Frequent changes in specification,
Inappropriate (contractor and consultant) selection criteria,
Inappropriate allocation of risk, Poor quality, Inefficient
methods of construction, Poor management, Inadequate
investment, An adversarial culture, A fragmented industry
structures, Provision of incomprehensive up-front project
information by clients, leading to unnecessary delays and
mistakes; Demands of clients being ‘wish lists’, instead of
sensible, Slow negotiations, Less open communication
with the client, especially on the pricing of specific risks,
Inconsistent risk assessment and management across
different organizations of a consortium, High bidding costs
mainly attributed to the cost of consultancy services, of
which the legal services are usually the most expensive, No
standard for VFM evaluation and/or assessment procedures.

Discussion of findings

Table 4.5 depicts the critical challenges hindering
achievement of value for money in public projects
using force account method. The obtained data on the
challenges hindering achievement of value for money in
Force Account project are presented in the following
aspects below;

a) Absence of capacity building training conducted to
professional supervisors (i.e., Engineers, Architects
and Quantity Surveyors)

This was first ranked with mean score of 4.05 as seen
in Table 4.5 whereby professional supervisors of Force
Account projects lack capacity building training. Majority
of the respondents showed concern on supervisors of Force
Account projects that are offered no capacity building
trainings to enable them to gain more knowledge for best
ways of supervision of Force Account projects. After
interview that was conducted with supervisors of Force
Account projects, it was realized that neither seminar nor
trainings are given to the one supervising Force Account
projects.

b) Directives of political leaders affect execution of
work

Directive of political leaders was second ranked with
mean score of 4.02 as seen in Table 4.5 whereby
unprofessional directives of political leaders affect the
progress of executing a Force Account project.
Respondents reveals how directives that affect technically
implementation of the projects. For instance, a political
leader can force a project period to be shorter than the real
period required for proper execution of the respective
project. Failure to comply with that period leads the
technical supervisors to be punished and sometimes are put
in custody for not adhering that specified period.
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c) Technical supervisors are put in custody orders of
political leaders

This was third ranked with mean score of 3.95 as seen in
Table 4.5 above. This shows putting technical supervisors
in custody demoralizes efficiency of supervisors’ work. In
recent days, it has been observed that technical supervisors
are being kept in custody for technical reasons that could
be solved technically. The action of being in custody
embarrasses to great extent and this habit disappoints and
slows down performance of technical personnel.

d) Absence of proper allocation of supervision budget

This was third ranked with mean score of 3.83 as seen in
Table 4.5 above. This portrays that, lack of supervising
budget affects achievement of Value for Money of the
Force Account projects. Supervisors fail to deliver intended
supervision because of absence of proper allocation of
supervision budget. Some projects are very far from
supervisor’s work station. They might travel and spend
some days for quality control. For this case, there should be
facilitation allowance for project supervisor and driver
together with fuel consumption budget. But in force account
projects budget, there is only material estimate budget and
labour charge for local fundi. No allocation budget set for
supervision activities.

e) No proper coordination among the supervision team
(political leaders and technical supervisors)

This was fifth ranked with mean score of 3.81 as seen in
Table 4.5 whereby it depicts absence of proper coordination
among the supervision team (political leaders and Technical
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Supervisors) affects achievement of Value for Money in
Force Account projects. In local government level all
activities are monitored by urban and rural council
committees. The leaders of these committees are councilors
who are the political leaders who represent their ward or
division and the people who live in it. Councilors provide
a bridge between the community and the council. In most
cases, there are observed contradictions of directives
between the political leaders and technical supervisors on
implantation of construction projects which are mostly
implemented by Force Account method.

However, Adoption of inefficient methods of
construction, Unclear client priorities and objectives and
Inappropriate selection criteria of contractor/local Fundi are
ones with least mean score, which shows are not critical
challenges to achieving Value for Money.

5. Conclusions

This study was assessing the critical challenges hindering
achievement of value for money in Force Account projects.
The study revealed the critical challenges in implementation
of force account projects such as Absence of capacity
building training conducted to professional supervisors (i.e.
Engineers, Architects and Quantity Surveyors), Directives
of political leaders affect execution of work, Technical
supervisors are put in custody orders of political leaders,
Absence of proper allocation of supervision budget and No
proper coordination among the supervision team (political
leaders and technical supervisors)”.

Table 4.5. Descriptive Statistics of findings for critical challenges hindering achievement of value for money in public projects using force account method
No. | The critical challenges hinder achievement of value for money in public VF F R | VR | Not ms | RANK
projects using force account method % % % % %
01. | Lack awareness of value for money key performance indicators 247 | 42.0 | 198 | 6.2 | 74 | 3.70 7
02. | Unclear client priorities and objectives 16.0 | 457 | 210 | 111 | 6.2 | 3.54 15
03. | Frequent Changes of Design and Specification 259 | 346 | 185 | 148 | 6.2 | 3.59 12
04. | Directives of political leaders affect execution of work 46.9 | 284 | 136 | 25 | 86 | 4.02 2
05. | Technical supervisors are put in custody orders of political leaders 383|358 | 136 | 74 | 49 | 3.95 3
06. | Absence of proper allocation of supervision budget 346 | 358 | 123 | 123 | 49 | 3.83 4
07. | Government leaders have no trust on technical supervisors 247 | 346 | 259 | 86 | 6.2 | 3.63 11
08. | Lack of consistent risk assessment and management 296 | 395 | 173 | 74 | 6.2 | 3.79 6
09. | No review of construction material 210 | 37.0 | 259 | 111 | 49 | 3.58 13
10. AIIoc_a_tion of budge_t for project execution does not depend on geographical 370 | 210 | 222 | 111 | 86 | 367 9
condition of respective area
11. | Demands of clients being ‘wish lists’, instead of sensible 222 | 395 | 247 | 86 | 49 | 3.65 10
12, ggh;:]rioczfrsﬁgz:sii:;tsi;)n among the supervision team (political leaders and 383 | 272 | 173 | 123 | 29 | 381 5
13. | Adoption of inefficient methods of construction 210 | 37.0 | 198 | 185 | 3.7 | 3.53 16
14. | Presence of unnecessary delay 284 | 370 | 173 | 86 | 86 | 3.68 8
15. | Inappropriate selection criteria of contractor/local Fundi 259 | 358 | 148 | 16.0 | 7.4 | 3.57 14
o | e e s by P | 295 |38 | 136 | as | a7 |08 | 1

Source: Data survey 2021
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