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03MOXHO, CaMbiM BaXXHbIM LIAroM Ans

VCMeLIHOM peanun3aLym NpoeKTa oTAeNKN

oduca ABnseTcs BbIGOp CTpateruu aen-
CTBUIA. 3[€Cb He TaK YX MHOrO BapyUaHTOB, 13
KOTOpPbIX MOXHO BbI6MpaTb, HO Ka)K,U,bIVI noTeH-
LiManbHbIA NOAPAAYMK, @ MHOA U apeHpopaTeNb
nocTapaeTcs HanpasWUTb BaC MO NyTH, KOTOPLIN
NOAXOAUT UMEHHO emy. Bawa 3apaya — 3aHATb
TBEPAYIO MO3WLMIO: HEBEPHBIN BbIGOP Ha 3TOM
CTajiun 4peBar noTepeil KayecTsa U NNILHAMK
3aTpaTamm no 3aBepLUeHin NPoeKTa.

[laBaiite paccMoTpUM BO3MOXHble Bapu-
aHTbI 3aKyNOK UCXOAA U3 TOTO, 4TO BaM [JOCTa-
110Cb HOBOE O(IMCHOE NOMELLEeHE B COCTOAHUM
shell-and-core.

[ln3aiiH-npoeKT pa3pabatbiBaeTcs
1 peanun3oBbIBAETCA apeHpofarenem
Yacto 310 KaXetcs caMmbiM MPOCTbIM pelle-
Huem. KoHedyHo, COGCTBEHHUK 3HAET 3paHue
Jlyylle, yem KTo-1160, 1, 6E3YCI0BHO, OH He
CTaHeT BO3paarb NPOTUB NPOEKTa, UM XKe pas-
pa6otaHHoro. K Tomy e CTOMMOCTb 3TUX yCyr
MOXET ObITb BK/IIOYEHA B JOTOBOP apeHAbl, Aa
1 HY)AA B AOMONHUTESbHBIX TEHAEPAX U KOH-
TpaKTax oTnagaer.

0ZHaKO BaXXHO MOMHUTb, YTO apeHoAaTesb
00s13aTe/bHO OYAET HAacTanBaTh Ha TOM, YTOObI
caenars nomeueHue 6onee yHUBEPCabHbIM —
Ha C/lyyan, eciv Bbl €ro nokuHere. Y Bac ropas-
[0 MeHble WaHCOB BblbpaTh IK30TUYECKUe
unun HeOﬁbI‘-IHbIe marepuansl ona oTaenku, seab
COGCTBEHHUK CKOpee Bcero Oymer CKMOHEH
NPUMEHUTL TPAAULMOHHBIA NMOAXOA K OTAENKE
nomem,eHvM B CBOEM 3[aHNN.

Baw apeHgopatens Moxer caenarb pabo-
Ty GbICTPO M Aaxe, BO3MOXHO, Hegoporo. Ho
3aMHTEPEeCOBaH /I OH B TOM, YTOObI [AM3aiiH
NOMELLEHUs OTBEYAs BALIUM KOPNOPATUBHBIM
CTaHAapTam, oTpaan CyTb GpeHaa KoMnaHuu?
He notepsiet M OH MHTEpPEC K NPOEKTY cpasy
nocsie OKOHYaHUs paboT, 0CTaBUB BAC C LESbIM
nepeyHem HeopaboTOK 1 3aMeYaHnit, KoTopble
NPUAETCA YCTPAHATL CBOMMY cunamu? BeposTHo,
4TO BaLl O(MC He BYAET CambiM KPYMHbIM B 3ha-
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ANns byayiero oduca 3aBepLiueHbl. Tenepb NPeACTOUT MHOMXKECTBO XJI0MOT,
HO NOC/IeAHEE., Yero HaM XOYETCS, — 3TO NOrPY3UTLCA B CIOXKHbIN U JONTUIA
npoLecc An3aiiHa 1 oTaenku HoBoro ocduca. Tem 6onee B MockBe, re BbiGop
apXUTEKTOPOB, MHXEHEPOB-MPOEKTUPOBLLMKOB, NOCTABLLMKOB Mebenu 1

IT-060pynoBaHNS, a TAKXKE APYIUX CMELMANNCTOB OCTATOYHO WMPOK, 3TOT
MpoLecc MOXeT NoTpe6oBaTh 60/bLUMX BPEMEHHbIX 3aTpaT. HenoHsTHas
npotheccroHanbHasa TEPMUHONOTUS, MHOXALMECS 0OELLAHNS, COMHUTENbHAS

penyTauus KOMNaHWA-NoAPAAYMKOB W NOCTABLLMKOB — BCE 3T
TCS UCTOYHUKOM BECKOHEYHbIX PUCKOB.

Apyroe sBns

HUW — MOXKHO /1M HAAEATbCS, YTO, HECMOTPS Ha
3710, eMy OyneT yaeneHo [OMKHOE BHUMaHME,
BMIOTb [0 CaMblX MesKuX feTanei? Ha Bce 3tu
BOMPOCHI HYXKHO NOCTApaTbCs OTBETUTb [0 NPU-
HATUA peLleHnsa o Bbl60pe p,aHHOf/'I cTparernu.

[TpoeKT An3aiiHa BbINOMHAT
NpUalleHHbIe apXUTEKTOP

U MHXKEHEp, CTPOUTESIbHbIE PAGOTI
OCyLUEeCTBNAET apeHoaaTesb

B 3TOM Cyyae MOXKHO M36exaTb HEKOTOPbIX U3
NOfBOAHBIX KaMHel npepdblaylueit cTpateruu,
Npu KOTOPON BCE PabOThI BEAET apeHfoAaTeNb.
[lusaiit paspabarbiBaeTcs B COOTBETCTBUM C
BalMMW TPeGOBaHUAMK, MPU ITOM Y4MUTbIBA-
I0TCA BO3MOXHbIE OrpaHUyYeHus, a pesynbrar
npeAbABNAETCA apeHA0AaTeNto A1 0f06peHMs
1 BOTIOLEHNSA B XKU3Hb.

[poeKTHas rpynna MoXeT COCTOATb 3 apXu-
TEKTOPa U MHKEHEePa UM e apXUTEKTOP MOXET
caM NpUMACUTb UHKEHEPHYIO KOMMaHWIO, npe-
[l0CTaBMB BaM JULb OfWH AOMNONHUTENbHbIN
KOHTpaKT Ans nopnucanus (B Poccumn odeHb
HEMHOrVe apxXUTEKTypHble GI0PO MOTYT CAeNaTh
BCE NPOEKTHblEe PAaBOTbI CBOMMY CUNAMM).

JTa cTpaTterus BMOJHE MOXET 0Ka3aTbCs
Haubonee nopxoasuei Ans Bac. KoHeyHo, Bbl
He CMOJXeTe BK/II0UUTb CTOUMOCTb CTPOUTENb-
CTBa B [IOTOBOP ApEeH/bl, MOTOMY YTO AMU3aitH
Ha 3Toi CTaguu elye He Oyaet 3aBeplueH. Bam
TaKKe 3axo4eTca (M Mbl HACTOATEILHO BaM 3TO
COBETYEM) CPaBHUTb LieHy, 3anpalunBaemyo
apeHfofatenem 3a CTpPOUTENLCTBO, C LieHamMn
APYriX NOAPAAYNKOB. 3TOrO JOCTATOYHO, ECIN
Haj AM3aiiH-NPOeKTOM paboTaeT He3aBUCU-
Mas KoMaHaa.

CpaBHeHMe LieH MOXeT 3aHATb 2—4 Hefie-
AW, 3TO BpeMa YIAAeT TaKKe Ha U3yyeHue
pblHKa 1 aHanu3 npepioxennii. Ho nyye He
NoXaneTb Ha 3T0 BpEMeHH, YeM NPUHATB nep-
BOe Mnonaslueecs npeanoxexne. B kayectse
anbTepHaTUBLI MOXHO MPEAIOKUTL HAHATH
MeHef)xepa NpoeKTa, KOTOpbI npoBepfeT
[leTaAn31POBAHHOE CPaBHEHME MPeANOKeH-
HOM apeHfoAaTeNeM CMeTbl CO CPefHEePbIHOY-

HbIMU PACUEHKAMK, 4TO MOXET 6bITh CAENaHO
J[0CTaTO4HO BbICTPO.

Ha MOCKOBCKOM pbIHKE BMOJIHE BO3MOXHO
0BHapYXMUTb CXOAHbIE N0 XapaKTEPUCTUKAM U
matepuanam npeanoXeHns, pasnnyalmecs
no LeHe 6onee uem Ha 40%.

[n3aitH n ctpoutensCTBO

OCYyLUECTBNIAET NMpUMmalleHHas
apXUTEKTYPHO-CTPOUTENIbHAA KOMNaHUA
O1paB pa3paboTKy M peanusaumio [uU3aiH-
NPOEeKTa OfHOM KOMMaHWK, Bbl MOXKETE Hafe-
ATbCA, 4TO CTPOUTENCTBO BYAET BECTUCH CTPOTO
B COOTBETCTBUU C 0,D,06peHHbIM BaMK npoek-
TOM. TakxKe, B OT/IM4ME OT BapUaHTa C HECKOJb-
KUMUW NOAPARYMKAMY, Bbl U30aBNEHbI OT HE0b-
XOAMMOCTY 3aKJ04aTh MHOKECTBO KOHTPAKTOB,
061WasACh TONbKO C OfHUM NOAPAAYNUKOM.

Tem He meHee paxe B 90-x rogax Komna-
HMWiA, KOTOpble MO OAMHAKOBO KaYeCTBEHHO
1 pa3paboTatb AKU3aiiH-NPOEKT, U BbIMOAHUTL
CTpoUTENbHbIe paboTbl, MOXHO GblI0 COCYUTATL
no nanbuam. Yauye Bcero Takue Gupmbl cnewm-
aNM3MpYIOTCA Ha OHOM W3 3TUX HanpaBeHui,
npuBAeKas AN BbINONHEHUA OCTaNbHbIX PaboT
«OPYXECTBEHHbIE» UKW f0YEePHME KOMNAHUWK,
YTO NMWAET Bac npeumylectsa paboTbl ¢
OfiHOI KoMnaHweil. Kpome Toro, Hepeko Bo3-
HUKAIOT NPO6EMBI C OLIEHKO CTOMMOCTY TaKNX
KOHTPaKTOB.

KomnaHuu, BeinonHsiowWwue A13aitH-npoeKT
1 €ro peanu3aumio, JOMKHbI He TONbKO COCTa-
BUTb CMIMCOK PaboT, HO U OLEHUTb CTOMMOCTb
3TUX paboT elje O Hayana CTPOUTENbCTBA.
Puck oueBuaeH: ntoboe pelueHme, CBA3aHHOE C
AM3aNHOM, MOXET MPUBECTU K 3HAYUTENIbHOMY
YBEJIMYEHUIO CTOMMOCTW CTpouTenbcTBa. Kak
noapAAYMKY y3HaTh, NPeAnoYTETE Bbl pe3ynbrar
3a $750/kB. M unu 3a $5000/kB. M, ecnivt pado-
Thl €LLe AaXe He Hayanucey?

YT0GbI CHU3WTbL PUCK, NOAPAAYNK U3yyaeT
XapaKTep KOMMaHuM W, BO3MOXKHO, 3amnpaLum-
BaeT hoTorpacdun fpyrux ee ohucos, YTOOLI
MaKCMManbHO TOYHO OLiEHUTb OyayliMe 3aTpa-
Tbl. 0HAKO 3Ta OLiEHKa MO BOJIHE MOHATHbIM

U MHOroe

npu4YMHam Gyaer Bbllue, 4em ecin Gbl NpULLIOCH
COCTaBAATb CMETY Y)KE 3aBepLIEHHbIX paboT —
TaK NOAPAAYMK COKPALLAET CBOW PUCKM, W 3Ta
nepeniara IoKMTCs Ha BaLm nieyn.

[In3aitH-NpoeKT BbINONHSAIOT
He3aBUCUMbIe [1pyr OT Apyra apXuTeKTop
1 UHXEHEeP-NPOEKTUPOBLLMK,
CTPOUTENHCTBO OCYLLECTBAAET
noapARUUK

Hepoctatkom Takoro nopxopa sensetcs 60/b-
LOe KOJIMYECTBO 3aK/I0YaeMblX KOHTPAKTOB.
Kpome Toro, BHMMaHs TpebyeT kKoopanHaLMs
pabort. Ee nyyLie foBepUTL MEHEAKEPY NPOEK-
Ta — 3T0 MOXET ObITb COTPYAHMUK Ballleit KoMna-
HWM UK NpUBNEYEHHBIA NPOdeccroHan.

MNopyepkHeM, YTO NpoBefeHWe TEHAEPOB
VBEJIMYNBAET BPEMS, 3aTpaylBaeMOe Ha MPOEKT,
HO, N0 HaLLEMY OMbITY, BBIMTPbILL C TOUKM 3pEHUs
KOHEYHOI CTOMMOCTM 1 Ka4ecTBa KOMMEHCUpyeT
AONOJHUTESbHbIE BPEMEHHbIe 3aTpaTl.

B nio6om cnyyae npoBeseHMio [OMKHA
npepwecrsoBarb npefsaputeNibHas OLUEH-
Ka KaHaupatoB (npepKBanu(UKaLMOHHBIN
ot6op). HecMoTps Ha TO 4TO Ha POCCUIACKOM
PbIHKE 04€Hb MHOTO KOMNaHWK, OKasblBalowmx
nepeyncneHHble Bbille YCayry, BbI6Op Tex, YTo
MOTYT NPEANOKUTH BbICOKUIA ypoBEHb PaboT, a
TaKXe npefoCcTaBUTb CbVIHaHCOBbIe rapaHTuu,
orpaHuyeH. CTaaus npeaBapuUTENbHOMO BbIGO-
pa, BO BPeMs KOTOPOIt OLEHWBAIOTCA 3TN Kpu-
TepuUK, He TONbKO NO3BOJAET OTCEATL Cnabble
KOMMaHWK, HO TaKxKe NpeAynpexXaaeT noTeHLm-
a/lbHbIX KaHAMAATOB O FOTOBALLEMCA TEHAEpE.

Takoxe He06X0AMMO YNOMSAHYTb O BaXHOCTU
ornpefeneHna MatTepuanos a1 060pyRoBaHNs,
4be M3rOTOBNEHME UM JOCTABKA 3aiiMyT 3HAUN-
TenbHoe Bpems. Xpatb 0 Hayana ctpouTenb-
CTBa, YTOObI 3aKa3aTb MpefMeT, NOCTaBKa KOTo-
poro BO3MOXHa Yepes 5-6 MecsLeB (Hanpumep,
onpeneneHHyto MofieNb reHepatopa) — 370 NyTb
k nposany. CBoeBpeMEHHO BbIBJIEHNE TaKuX
AeTaneii v paHHee OpMUPOBAHME 3aKa3a M3~
HEHHO Ba)KHO 1A yCMELIHOI peann3aLmu npo-
rpamMMmbl BCero npoekTa. ¢ [R|e
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efining a clear procurement strat-
D egy for the fit-out of your office is
perhaps the most important thing
you can do to ensure that your objectives
are met. There are quite a few alternative
procurement routes you may choose, and
each potential vendor, and even sometimes
landlords too, will try to steer you a direc-
tion that most suits their plans, but stand
firm on this — a poor strategic choice now
could define how much you finally pay,
when work finishes and even the quality of
the work done.
Let’s look at the procurement route
alternatives, assuming you are taking your
new office space in shell-and-core state.

The landlord does the design

and construction

This often seems to be the simplest option.
The landlord clearly knows the building
better than anyone and he is clearly very
likely to approve design plans he himself
has produced. Also the cost of these servic-
es can be included in the lease agreement
itself, removing the need for extra tenders
and contracts.

However, the landlord is more likely
than an independent contractor to push
you into making design choices that suit
him, that make the space more marketable
after you vacate for instance. The chances
of being able to choose exotic or unusual
materials are less, and he is more likely to
adopt a one-size-fits-all strategy for the
fit-outs he is doing in his building.

Your landlord may do the work quickly,
he may do it cheaply, but how interested is
he in ensuring the design adheres to your
global design standards or your corporate
branding guidelines. Is he likely to lose
interest in the construction after practical
completion, leaving a long punch list of
items still to be rectified? It's likely that
your fit-out will not be the biggest project
on his agenda - can he be trusted to attend
to all final quality detail? These questions
need to be asked.

You employ an architect and engineer
to design the office and the landlord
does the construction

This strategy addresses some of the pitfalls
of asimple landlord design and build, speci-
fied above. A design is completed properly,
to your exact requirements but bearing in

| Market Report |
= | Technologies I
| Valuation I

commercial
BRealestate

A Procurement Strategy for Your
Fit-Out Project

After negotiating the lease or purchase of a new office, often the last thing you want
to face is the tortuous challenges of the design and fit-out process. In Moscow especially,
charting a course through the various options and choices of an architect, design engineer,
fit-out contractor, furniture supplier, IT vendor and so on, can be a time-consuming process.
It can also be a process pregnant with risk — risks from unknown vendors, specialist termi-
nology, multiple promises or questionable reputations.

mind building limitations and restrictions
and the landlord is given that design for
approval and construction.

The design team may consist of an
architect and a separate design engineer,
with the architect taking overall design
responsibility, or it may consist of an
architect who employs the engineering
design company itself, leaving you with
just one extra contract to sign (very few
architectural practices in the Russian mar-
ket have the ability to do both aspects of
design in-house).

While assessing and grading your proj-
ect objectives you may want to seriously
consider whether this is the direction for
you. Certainly, you could not, in this case,
include the construction cost in the lease
agreement, as the design, at that stage, will
not have been completed. You will also want
(and we would strongly advise) to compare
the landlords price for the construction
with other bidders. Having a separate
design team working on the design enables
you to do just that.

The comparison tender that this would
involve may take 2-4 weeks for proper mar-
ket pricing and analysis, but it is far prefer-
able to take this time rather than accepting
one, unchecked bid. The alternative would
be to employ a Project Manager to do a
detailed cost analysis on the landlords bid,
against Moscow average construction costs,
which could be done quickly.

Please note: it is not unusual to find
competing construction bids varying by a
factor of over 40% in the Moscow fit-out
market, for exactly the same specifications
and materials.

You employ a design-and-build
company to do both
In the past the most common way to fit-out
a Moscow office space was to employ one
of the few avowed design-and-build com-
panies. These companies flourished dur-
ing the 1990s, offering a one-stop shop for
all office design and construction needs.
Often they would also supply furniture,
office equipment and everything else you
would need to begin operations. As the
market matured and niche players began to
specialize and offer a focused service, this
route became much less common.

It is, however, a route that should not
be discounted. Having the same company

both design and build your office can give
you more confidence that the construction
will proceed strictly in accordance with
that approved design. Rather than having
separate vendors, it also means you will not
have to conclude multiple contracts, deal-
ing only with one supply company and the
landlord.

It's true as well though, that even in the
design-and-build focused 1990s, there were
very few of these companies that could do
both of these jobs well. Most often they are
specialized in one of these disciplines and
subcontracted the other out to a friendly or
related company, undermining the advan-
tage of employing one company to begin
with. There are also problems with pricing
these contracts.

For design-and-build contractors to bid
on projects they need to be able not only
to assess the scale of the design work but
they also need to be able to assess the cost
of construction work at a time the design
has still not be completed. Their risk in put-
ting together these bids is obvious. The
design choices you make may lead to a huge
increase in construction cost — how can
they be certain whether you will want a
$750/m2 construction job or a $5,000/m2
job before the design work has started?

They take a risk, assessing the nature
of your company and perhaps requesting
pictures of other offices to enable them
to more accurately gauge likely final
construction costs. That pricing though
is likely, and understandably so, to be
higher than it would be if that company
simply priced a finished design - that risk
needs to be hedged, and that higher price
is paid by you.

You employ separate designers
(architect and engineer) and then
employ a contractor to build the
office

The procurement route with the highest
degree of cost certainty involves employing
a design team by competitive tender and
then tendering, on the basis of the finished
design, for a General Contractor. This route
also has been shown to lead in more cases
to a higher quality of finished work.

The disadvantages though are that
you will be faced with concluding at least
two extra contracts, or maybe even three
if architectural and engineering design are

separated. The coordination of work also
needs attention and management of that is
best given to a dedicated Project Manager,
either someone in-house or one of the pro-
fessional PMs with local offices.

The various tenders involved in choos-
ing this route add time to the overall proj-
ect program, it needs to be stressed, but the
advantages in terms of cost and quality do,
in our experience, more than make up for
the time implications.

In any case, and in all cases, tenders for
design and construction vendors should
be preceded by a pre-qualification stage.
While there are numerous vendors offer-
ing all of the mentioned services on the
Russian market, those that can offer a
service level you need, while providing
both financial and quality guarantees
are much rarer. A pre-qualification stage,
where these “soft” criteria are examined
and assessed, not only eliminates the weak
or unstable candidates, it also pre-warns
the bid teams of the respective vendors to
expect an invitation to tender. Be aware
that tenders that take place without
advance notice or pre-qualification stag-
es have a non-return rate of nearly 45%
(that is, nearly half of all vendors invited
to tender with advance notice in this busy
market either fail to submit a timely bid,
or else do not comply with basic tender
conditions).

Similarly, no article on fit-out procure-
ment strategy should fail to mention the
importance during the design stage of
identifying long-lead procurement items
at the earliest opportunity. Waiting to
employ a construction company in order
to place an order for a piece of equipment
with a 5-6 month lead time (for instance,
a model of generator) would be a recipe
for disaster. Swift identification of these
items and the direct ordering and, if neces-
sary, free-issuing to a general contractor, is
vital if the overall project program is to be
maintained.

There is much else to bear in mind
during the tender process, including the
various types of contracts that are used in
the market and the options you have when
you define your required commercial terms
of those agreements. This is by necessity
a brief summary of the key choices faced
when deciding upon your fit-out procure-
ment strategy. c[Rle



