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AL-MAW’EL NEWS:

* The Center for Planning and Architec-
tural Studies is entitled to participate in
the architectural exhibition accom-
panying the UIAXVII Congress which is
due to convene in Montreal at the end of
June 1990. The Center will participate with
a number of its characteritistic architec-
tural projects together with a group of
books from CPAS series of publications.

* Dr. Abdelbaki lbrahim received an inv-
tation, from Sanaa University, to visit its
architectural department during the
period from 1419 March 1990. Dr.
Abdelbaki will participate in the evalua-
tion of the educational curricula and put
down his suggestions for its development.

* Mecca Company for Construction and
Urbanization accepted the offer pre-
sented by CPAS to lay down the new
urban design for the areas surrounding
the Meccan Holy precinct. The Center
received the great responsibility inlaid on
its shoulder, in designing one of the big-
gest and most sacred urban projects
worldwide, with much appreciation.

* The Center is currently working in the
design of the Golf Club at Al-Waha
-Ismailia. The club, after its execution, will
be one of the biggest and most modern
golf arenas in the Arab East.

The Center is also working in a number
of projects for commercial, leisure, and
sports facilities in the area which over-
looks el-Timsah lake.

* The Center extends his sincere wishes for
a happy and fruitfull life to arch. Iman
Barakat, member of the research and
studies department at CPAS, and eng.
Sherif Ismail who were lately married.

* Young architects are still keen to attend
the architectural evenings organized by
CPAS in the first Monday of each month at
6:00 p.m. at its premises.

* Dr. Abdelbaki lbrahim, Dr. Ra'fat Abde-
lazime, and arch. Awad Arif, while pre-
senting the drawings and model of the
Golf club and leisure facilities at al-Waha
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pany policies. It could happen that he is
dismissed in the middle of the project. This
is very harmful to the company.

c. Engaging a consultant: The client and
the contractor could apply this method
but, the management will rarely accept it.
The disadvantage of this step is that, most
management consultants in Egypt are
purely theoretical and they have no
on-site experience. Their systems and
approaches are accordingly inappli-
cable. Also the high fee makes it difficult
for management to agree to it.

The Arab Contractors in Egypt, for
example, has gone through all these
cases and at the end has applied an idea
which was simple and rather successful. |
shall explain it in the following key issue:

6. IMPROVING THE EXISTING

Previously we have shown the advan-
tages and disadvantages of engaging
consultants for project management. To
overcome this situation the Company has
created a group, not a department, for
management development and services,
formed by a few of the company's per-
sonnel. They were experienced in diffe-
rent activities of the company, with
several specializations, eager to reform,
aware of formal and informal existing
relations. We were given the chance to
intfroduce ourselves at a meeting of the
Board and explained that, the idea of
having a speicalized central group fo
provide services to different company's
sections emerged from the fact that most
managers are busy with day-to-day rep-
sonsibilities and have limited time to
spend on analysis and developing their
methods and systems, This explanation
has led the managers to be self-satistied
and has made the situation easy.

The group had a Dual Role: Improving
the existing, and providing for future
needs. The group emphasized that coo-
peration with the concerned depart-
ments, whenever a speical problem is
under investigation, will be its main task.

The main activities of the group were
classified as follow:
1. Development of construction methods.
2. Aid to construction site management.
3. Analysis of the Organisational Structure.
4. Financial Analysis.
5. Creating an Information Center or a
Data Bank.
6. Developing a system for integrating the
following cycle: estimating -planning
-control - feedback.

6

In our course of action, we were enga-
ging consultants each in the appropriate
situation, and the consultants were there-
fore meeting us and discussing with us the
problems and not with the top managers.
We were collecting data and analysing it
according to their advice.

Meanwhile, we were encouraging the
company personnel to attend courses, for
which we had planned the material with
different technical institutions.

7. PLANNING

Adding to what | have said about plan-
ning as a management function. It is very
sad to admit that planning is not yet con-
sidered as the most important aspect in
most developing countries because of
lack of correct information or data and
because of quick and irrational deci-
sions, such fhat sometimes execution
starts while the designs are still being
prepared. Unless we relaize that without
planning we will be wasting our time and
money, the situation will worsen.

8. FEASIBILTY STUDY

In Egypt, the idea and advantages of
teasibility study are not known except to a
few individuals and institutes, which have
no influence on policy making. Accor-
dingly, in most cases, no feasibility study is
applied before descisions are taken.

The repsonsible authorities always think
that because they are short of money,
they should cut this phase out of the
planning or sudy. However | think that
poor and developing countries, are more
in need of feasibility studies and planning
to make the best use of their limited bud-
gets.

9. FEEDBACK PROCEES

We plan the job, exceute it, control it
and obtain the feedback information.
Unless we complete the cycle, no records
will be kept and we cannot avoid mis-
takes. Feedback also keeps data to be
used again in similar projects. One main
part of the Library of the Estimating
department should be the feedback
data.

Once again, | have to admit that the
feedback process was usually ignored in
Egypt and project managers feel that
talking about their mistakes will decrease
their prestige in the company. That is why
each project is dealt with as being new,
and all information is kept within indivi-
duals.

N U)ol TR

Synopsis:

Subject of the Issue:

“'Characteristic Architectural features of
the Old Commercial Area in Sanaa”
written by Dr. Ahmad Salah el-Din Attia.
The article demonstrates the main fea-
tures of the urban commercial center of
Sanaa through analyzing its main com-
ponents.

Projects of the Issue:

* The Martyrs Mosque, Sanaa. Architects:
Military Engineering and Works Directory
(Amin Abdo Said and Abdullah al Abid).
The mosque lies in one of the main
Squares of the capital (Midan Bab
al-Yemen).

* Faisalabad Serena Hotel, Pakistan
-Architects: ARCOP, Montreal, Canada
(Ramesh khosla, Bruce Allen) The design is
a successful attempt to embody and
enhance the traditional Punjabi archi-
tecture and Urban planning, in a con-
temporary hotel.

- Private House at Dahshour, Giza. Archi-
tect Attif F. Abdel Aziz. The design reflects
a contemporary perception of architec-
ture. It includes a residential quarter,
stable, workshop, guard house, and
green areas.

- French School and Cultural Centre, New
Delhi - Architect: Raj Rewal. The complex
includes a school for primary and ele-
mentary levels, as well as certain cultural
facilities, (From Mimar magazine No.
31-1989).

* Tourism Development Review:
Issue No. 4.

The Ministry of Tourism Plan for the
Development of Sidr Region (The eastern
coast of the Suez Gulf). Consultant: Dr.
Ibrahim Kurim.

The final plan could be briefly con-
cluded in the following main points:

* Ras - Sidr will be developed to be the
tourist capital of the region, inwhich the
main fourist facilities will be concen-
trated.

* The region will be divided into two
subdivisions, one for internal (over - night)
tourism, and the other for long vacations
(especially for foreigners).

* Development will take the from of self-

contented complexes, to be repeated on
stages along-side the coast.



Directing:

In the day to day work there are always
unpredictable problems, and lists of
duties must therefore be couched in
rather general terms. The manager must,
therefore, provide day to day direction for
his subordinates, and urge them to do the
best possible job-psychology may help.

Controlling:

In control the manager detemines how
well the jobs have been done and what
progress is being made foward the goals.
The control process will be useless if no
action is taken to correct any deviation
which may appear during the process.

Although financial control is the res-
ponsiblity of the company controller, the
manager needs to know what is possible
in this area and how to interpret the
figurés. Recently, managers have begun
to use mathematics in both planning and
control.

Innovation:

If we say that the manager attempts
merely to continue doing what he has
been doing in the past, making the best
possible showing in view of external cir-
cumstances and the resources available
to him, his organisation will be a static
one at best. Further, it is more likely to
decline than to stay in the same place,
_particularly if it is in a competitive field.

Management is a creative rather than
an adaptive task. Thus, we may number
innovation among the true functions of
the manager, and the manager may
innovate in any one of serveral ways. He
may develop new ideas himself; combine
old ideas with new ones; pick up ideas
from other fields and adapt them to his
own use, or merely act as a catalyst and
stimulate others to innovate.

KEY ISSUES OF PROJECT MANA-
GEMENT (IN EGYPT):

1. CONVINCING THE TOP MANA-
GEMENT

Most top management of any organi-
sation whatever its size is, are anxious to
know, to what extent any change will
affect their revenue or profit.

In the ‘}ieid of mangement, it is some-
times very difficult to evaluate a certain
course of action in terms of money. This is
one of the difficulties encountered when
introducing a subject to the manage-
ment,

When the organisation is a successful
one, and they are making a profit through
the traditional methéds they are using,
they do not realize that they might double
or trible their profits with the same amount
of resources through applying a different
means of utilizing them and by using
better management.

Another problem is who is going to
convince the top management to intro-
duce such a change. It is not easy for a
small engineer or a professional to do it.

| think, since project management in
developing countries is strongly
influenced by governmental decisions
and actions, a great portion of the res-
ponsibility for improving the project envi-
ronment falls upon the different univer-
sites, institutes and technical societies to
help introduce various methods which
can improve management, in an accep-
table way, by holding seminars and con-
ferences.

| would like to add that competition is
the main factor which improves all pos-
sible techniques and therefore produces
better quality, as well as saving time and
thus saving money.

In Egypt, for the last fifteen years, the
government systemm was based on assi-
gning projects to certain designers and
contractors without any tendering pro-
cess, which has led us to certain techno-
logical drawbacks.

2. SELECTING PERSONNEL

Unless we have selected good per-
sonnel to carry out a job, it will be difficult
or even impossible to achieve the
planned objectives or goals.

One of our scarce resources in Egypt is
skilled personnel. The selection process
differs according to stiuations, for
example, a project manager looking for
good asssitance, has to select people
who can work with him, and who are also
experienced in the job he is planning to
carry out. If they are chosen for their
expert knowledge only, it might be diffi-
cult to work with them. This reflects once
more on the ability of manager to get
things done through people, and the
importance of training.

3. TRAINING

In order to be really effective, mana-
gement training needs to be linked in
separably with future planning. There
should be a chart of the organisation

covering a period of, say five years, sho-
wing the management positions, and
people concerned with the process of
project management. Also, the training
plan should include new technology,
techniques, the institutes offering courses,
and who is going to attend, to cope with
the future needs of the orgainsation.

There are many possible ways of trai-
ning and they differ according to |level of
attendance. Each organisation must
share in all types of training, as follows:
1. Inviting fop managers to general mee-
tings, conferences and seminars.

2. Inviting middle and project managers
to courses of short periods, (two weeks for
example).

3. Inviting young engineers and qualified
staff to:

a. Incentive fulltime training courses as
M.Sc. studies and diploma courses in
management, or several separted
courses in the same field.

b. Internal training courses and meetings
to introduce the policy of the company
and make engineers aware of financial
and administrative matters as well as all
other activities in the project.

5. WHO IS GOING TO BE THE PRO-
JECT MANAGER?

This is a vital question especially in
developing countries, where project
management is a new phenomena. What
is actually happening is categroized in
three possible cases:

a. Internal project manager: One person
is appointed by the management of the
contractor, and ancther by the client,
and the designer. That is what usually
happens in Egypt.

Unless the three persons mentioned
above can work together harmoniously,
they will be disturbing elements in the job
(except in a few cases). As the contractor's
representative is always impatinet to
study the drawings carefully and some-
times unable to do so. The designer s
almost an academic person and not
aware of execution porblems. The main
role of the client's representative is to write
letters for the contractor and designer to
clear his responsiblity.

b. External project manager: Mainly when
the contractor finds it impossible to
undertake a new job, he brings in a
manager. This idea rarely succeeds
because the manager will be newly
intfroduced to the staff and to the com-
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A CONCEPT OF PROJECT MANAGEMENT

Project managment is one particular
aspect of the general field of manage-
ment. The work of engineers in the cons-
truction industry varies in scale and
complexity from the detailed develop-
ment of new products to the evolution of
large capital investments.

1. WHAT IS A PROJECT?

A project depends upon an investment
of resources for a specified objective. The
project must be undertaken by an orga-
nisation or one of its subdivisions.

There are certain characteristics that
distinguish a project from a production
process. The most important of these are:

1. That it is a non-repetitive one-off opera-
tion.,

2. That it has a clearly identifiable begi-
ning and end, marking its total duration.

3. That significant changes in its envi-
ronment and internal operating condi-
tions take place through its duration.

4. That it can be broken down into smaller
units at serveral levels and can ultimately
be described in terms of the tasks or acti-
vities involved in completion of the total
project.

It is characteristic of projects that if they
are to be carried out successfully they
need a certain knowledge and guidance
in planning, organising and controlling
the resources involved, especially the
most dynamic ones-the human element.

2. WHAT IS MANAGEMENT?

"Management is getting things done
through others, effectively and
efficiently”, as defined by Dale in his book
"Management Theory and Practice.”

To fulfil the first part of the definition, a
certain organisational structure is
required to appoint personnel and allo-
cate responsibility. Motivation is also a
very important aspect which can be
achieved by applying different systems of
incentives, not only monetary ones, but
also others (no less important) such as
promotion, satisfaction and security.

“Effectively and Efficiently” implies the
quality and gquanity of work done, in a
scheduled time; and how much the whole
team involved in the project, succeed in
achieving its planned objectives. All this
has to be realized within certain envi-
ronmental constraints.
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Management science offers many tools
and facilities in the form of operational
research and techniques. Some of these
cover planning and controlling project
activities such as network analysis and its
applications. Others cover transportation
problems which can be easily solved
through linear programming. This tech-
nique is also useful in budget allocation
alternatives. Computers can make a
great contribution in dealing with the
problems of complexity and time limita-
tion, as do other easy and useful systems.

3. PROJECT'S DURATION

a. In the case of governmental organisa-
tions or big corporations:

A project starts with the client's idea
and ends when the physical structure is
occupied. This implies that the process
will include:

1. The feasibility study which in itself con-
tains the project appraisal study and the
cost benefit analysis.

2. Site layout-short list contractors.

3. Site design - services.

4. Tender documents.

5. Tender period.

6. Evaluation.

7. Approval of contractor's proposals.

8. Job execution ending with handing
over the project to client.

NOTE: The client authority is responsible
for the detailed designs and drawings for
the site. However, the contractor can
choose his own methods of construction.

The responsibility for drawing up an
organisation structure for the project and
deciding who is going to be the project
manager or managemnet, has also to be
allocated. Are they to be internally
appointed, or will the services of a con-
sultant, be called upon?

b. In the case of general contrac-
tors or specialized firms:

The project starts with a request for
tender and ends with handing over the
physical structure, which implies:

1. Tender presented on the request of the
client, taking into consideration the
market situation.

2. Attending meetings called by the client
to discuss the proposals and carry out
negotiations of prices.

by: Eng. Suzanne Bedier

M.sc. Management & building Economics

3. Preparations for work to start and pre-
paring tactical plans to meet all the pro-
ject constraints.

These are only two examples to show
that each situation (project) dictates cer-
tain strategies and courses of action,

4. THE MANAGEMENT FUNCTIONS

Whatever the situation, there are cer-
tain project management functions,
which are all part of the manager's job.

One useful breakdown is that suggested
by Luther Gulick, who coined the word
POSDCORB from the initial letters of
Management Functions: Planning Orga-
nising, Staffing, Directing, Coordinating,
Reporting and Budgeting.

With some personal modifications and
additions, | consider this to be an accep-
table classification. Here | will try to give
some general indication of what is
entailed.

Planning:

In an essay by Russel Ackoff A concept
of corporated planning,” 1970, he indi-
cates that, planning is something we do
prior to taking any action, in a situation in
which it is believed that unless action is
taken, a desired future state is not likely to
occur, and that if appropriate action is
taken, the likelihood of a favourable out-
come can be increased. Applying this
definition to organisations, we can simply
say that the management must first
decide what they want to be done. They
must set short and long term objectives for
the organisation, and decide on the
means that will be used to meet them. In
order to do this the management must
forecast as reliably as possible, the eco-
nomic, social, and political environment
in which this organisation will be operd-
ting and the resources which will be
made available for the execution of the
plans.

Organising:

The objectives and the work required to
attain them dictate the skills that will be
needed. The management has to decide
on the positions to be filled, the duties
pertaining to each one, and means of

coordinating the effort of interrelated
members.
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EDITORIAL:

Japan Applies Islam’s Concepts to Building.

Dr Abdelbaki Ibrahim

The image of Islamic architecture has been impressed upon the architectural
mind in the form of the dome, the vault, the arch, the mashrabeyyas, the towers, the
narrow openings, and the likes of architectural details exuded by the cultural fac-
tors and the environmental characteristics of the Islamic community. If the cultural
factors have undergone a lot of changes, the environmental characteristics have
not changed a lot. However, Islamic architecture has been exposed to a great deal
of external influences which hindered its cultural continuity. It has also been ivaded
by architectural elements that had not existed before and had nothing to do with

" the traditional elements. This has urged some to go back to the traditional elements

in order to copy them all in the modern architecture in spite of all the changes
which took place. Some try to lock for the new formula which expresses the cultural
continuity revealing depth of the past'and requirements of the future. Search in such
direction went on in quest of the form until the content was lost in the surge of such
studies, until some has grasped the upshot of this, and set out to search for the
Islamic content of contemporary architecture in the Islamic creed and teachings
which determine human relations among individuals and groups, and organize the
life of both the individual and the group, with a view to adopt from them in the for-
mation of Islamic architecture.

If among the most important Islamic precepts which govern human relations and
neighbourhood in building is that "There shall be no harming, in the first instance,
nor in return, in Islam, “'that is, all regulations especially in the processes of building
must obey this precept so that any measure shall not be taken or any building shall
not be set up which is harmful to others. And such is one of the principles which
contributed to checking the heights of buildings in order to protect the privacy of
the neighbour and not to do harm to his property or buildings. A Muslim human
gave some of all such considerations to his neighbour lest he should hurt or embar-
rass him, or do harm to him or fo his property. And such is a characteristic of civilized
peoples in the world of today. A neighbour ows his neighbour a right which is gua-
ranteed by individuals as well as the authority assuming the administration of the
city.

We see an example of this in the regulations of building in some countries of the
world such as Japan. Where a citizen is not free to build howsoever he wants within a
set of regulations which merely governs the form, and allows for some sanitary and
satety factors in the manner of the engineering regulations, imported from abroad,
and giving no consideration to human relations among individuals and communi-
teis, those relations which Al-Muhtassib, formerly, maintained since he was respon-
sible for markets in the ancient Islamic city. Strangely, the regulations of building in
Japan not only regulate the engineering and structural aspects in the process of
building, but also honour the rights first, after checking engineering aspects, buil-
ding density, safety factors and so on, and second, after the neighbour gives his
agreement on the architectural plan, especially regarding the elevations which do
not harm him, the openings which do not distrub his privacy, or the colours of exte-
rior finishing materials which do him no harm. Thus, and through such constraints a
building owner has to deal with his neighbour. He should talk with him, favourably
receive his opinion, and even seek his agreement on building. So, the Japanese
clearly apply the Islamic precept “There shall be no harming, in the first instance,
nor in return, in Islam." Whereas the Muslim architect, on the other hand, refers to the
shape of the Japanese architecture, so as to draw from it the architectural forms and
details, on the assumption that they are more developed, and forgets their related
high human principles, which should have been considered by the Muslim archi-
tect in his cultural legisiations. Such is the concept of the search for authenticity in
Islamic architecture. Authenticity in the content rather than in the form, as is main-
tained by the majority of Arab architects.

If there are many architectural attempts in the Arab world to indicate authenticity
in contemporary architecture, search is sfill limited, if not lacking, with regard to
authenticiation of cultural values in the regulations of buildings, in connection with
both the engineering, structural aspects, and the doctrinal aspects following the
Islamic precept "There shail be no harming, in the first instance, nor in return, in
Islam'', Research into such topic will have great influence on shaping the urban
tabric of the modern city. Thereupon, we shall not be obliged to adopt directly from
the urban types of the old city which appeared at certain time and under certain
circumstances to reflect certain social relationships. A Muslim planner and archi-
tect is more proper to locok for the principles of Islam and put them into exceution.
And still we have a lot of cultural chalienges iniront of usl...
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