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[bookmark: _Toc26779001]Introduction. 
 I have been asked by Askham Construction Co to audit their management system and construction methods. Having undertaken this audit I shall then compile a list of recommendations for the company to implement, which it is intended will help them improve their systems of work to enable them reduce complaints from residents of the dwellings which they are constructing for various clients. 

My work shall be carried out conforming to (Publication, BSI Standards, 2018)
 
[bookmark: _Toc26779002]Initial Investigations and Observations. 
My initial investigations into the company show that it is run in a “traditional” way, with the managing director/head of company taking on most if not all the decisions on how things are to be done. I believe this to be the primary cause of a lack of communication to the on-site management and an unwillingness from the same people to take the initiative on dealing with problems which arise on site. 

[bookmark: _Toc26779003]List of Complaints. 
 Most complaints which are been raised stem from the following points; 
1. Poor fitting of doors and fenestration, 
2. Damp patches forming internally and externally around window heads, 
3. Poorly finished plasterwork, 
4. Poorly finished kitchens, 
5. Kitchen floor tiles working loose,
6. Underfloor heating systems not working correctly,




Analysis of Complaints.
Looking through the construction documents provided by Askham Construction Co, I have noticed a lack of check lists and other documents to prove completion of works such as, delivery notices, site foreman sign off sheets, certificates of installation warranties, which I would usually expected to find alongside any notes from the local Building Control inspectors(s) and NHBC inspector(s). 
 
Investigations into the complaints regarding the construction quality problems show that sub-contractors are responsible for many of the processes. It could be they are not properly trained, do not have enough experience or are “rushing” the jobs, some of these issues could be due to factors beyond the control of Askham Construction Co. If these factors can be proved to be the cause for complaints a way must be found, to bring the quality of the workmanship to a far higher standard on a much more consistent basis. 

After looking through the company employee files and speaking to the workers, I found quite a few of them are doing jobs for which they have received no formal training at all, or at best not for several years. Therefore, they are dependent upon either their own knowledge or experience, which could be flawed from learning/developing bad practices or quite simply not current best practice.

Whilst observing activities on the current building site, it was observed that some of the materials were not stored in a suitable manner e.g. plasterboards and timbers stored out in the open with insufficient protection for the elements, and kitchen units stacked on top of each other in a haphazard manner.



[bookmark: _Toc26779004]Example of Bad Management Practice.

When I investigated in detail the reoccurring problems with the kitchen floor tiles lifting, it was discovered that the floor screed had been changed from the specified sand and cement screed to an anhydrite screed. This information was not passed on to the site foreman who was not able to pass this information on to the tiler nor find out the necessary requirements for the correct way to dry out this now substituted type of floor along with making sure any additional preparation needed was carried out. This lack of communication resulted in additional costs to the company of an estimated extra £3000 per house in tiles, as a result of the need to take up all the newly laid tiles as it was discovered the floor substrate had not dried properly and had formed a calcified layer which needed to be scarified. Consequently, a lot of tiles needed replacing due to breakage, and additional labour costs were incurred along with the need to hire a machine to scarify the floor. 
This also created a sense of mistrust between the client and the construction company which could quite easily have been avoided.
[bookmark: _Toc26779005]Recommendations to Reduce and Rectify Complaints.
 

1. The company implements in a quality management system which complies with British Standard BS EN ISO 9001:2015, see page 7

2. A thorough overhaul of the way the company controls the on-site activities with a greater emphasis on preventative measures rather than reactive measures.

3. Along with greater control of the on-site activities, a new approach to the way work is checked/signed off with a standard of workmanship agreed at the beginning of the job by all trades by both internal and external operatives. It is suggested this is implemented practically through the construction/installation of sample(s) which all future work on site shall be compared to and signed off against.

4. All materials which are brought on to site must be checked before delivery is accepted and all the materials shall be stored in suitable areas, with deliveries either not accepted or rescheduled until such areas can be provided.

5. If any changes are made from the specified materials, it must be logged with all relevant following trades notified.

6. Greater liaison with local NHBC inspectors at critical points in the build, such as inspection of DPC trays above openings and the fitting of doors and fenestration.
 
7. Askham Construction Co implement a regular program of continuing professional development for all employees and ensure their own employees have access to training courses which are relevant to their roles within the company and the jobs they are expected to carry out on site.  

8. If Askham Construction Co are going to continue using the same external companies to carry out works for them, it is recommended that they insist on the external companies proving that their workers are fully trained and competent for the works that they will be carrying out e.g. FENSA approved contractors for doors and fenestration.




[bookmark: _Toc26779006]Quality Management System (QMS).

For Askham Construction Co to rectify the reoccurring situation(s) I recommend the implementation of a companywide QMS. The adoption of such a system will help them to improve the company’s performance and form a foundation for them to develop going forward.
The QMS should be focused on the client’s needs and satisfaction, not what the company thinks it should do to meet them, as this has led to ambiguity on the purchasing of certain materials which is a cause of dissatisfaction from the client as they believe them to be substandard. 
In line with the requirements for a QMS, a system of logging all processes on site shall be designed and agreed upon, this shall include all deviations from the designs and specification which will be agreed by all parties before they are undertaken.
 
[bookmark: _Toc26779007]Planning of a QMS.

A Quality Management System or QMS is needed to ensure that projects are completed successfully, on time, to cost and to a high standard. In the case of Askham Construction Co it has been identified that there is a need to focus any QMS on achieving client satisfaction and continuous improvement of construction quality. It will be necessary for Askham Construction Co to put in place a number (if not all) of the recommended procedures and supporting documentation;
· Company Vision (this is to be established before any decisions are made regarding the establishment of a Quality Policy and QMS.)
· Company Strategy (this should be done before the development of a Quality Policy as it needs to work in tandem with it.) 
· Company Values (it is suggested that Askham Construction Co considers setting out core company values which it communicates to all employees and embeds in day to day working practices. These can be used as a general guide for preferred ways of working as well as a framework to measure employee performance against and might take the form of a set of statements such as; We will always strive for perfection; We will ensure our buildings are comfortable; We shall ensure we meet regulations; We will be our clients trusted partners etc.
· Quality Policy (this is be developed by the top management setting out their vision for the future of the company’s’ work going forward) 
· Overarching QMS framework (this is to be a general guide which can be referred to by all Askham Construction Co employees and which can be shared with any clients for information.)
· Client liaison protocol (the means by which Askham Construction Co will liaise with the client and vice versa to ensure communication is clear, effective and understood particularly where it is necessary to change a product specification/target completion date and agreement is needed to action this change.)
· Project planning template (to include a key activity checklist which can be applied to any project.)
· Project specific timetable with agreed milestones (this will formalise agreed targets set out in discussion with Askham Construction co/client/subcontractor. It is recommended that all projects are staged and have signoffs at the end of each phase and prior to the commencement of the next phase, i.e. on completion of basic groundworks, prior to commencement of laying of foundations.)
· Project sign off protocol (to include quality assurance and control is maintained as projects progress.)
· Quality assurance procedure for all trades (to be used by internal and external contractors.)
· Employee review process (this should set out the means by which the skills and performance of Askham Construction Co employees will be reviewed (this is not pay linked). It is suggested that formal review take place on an annual basis for each member of staff, however this should not preclude discussion about progression and skills training during the rest of the year.  Performance review should be undertaken with the view to benefitting the employee and employer and not as a punitive process.)
· Continuing Professional Development (CPD) log proforma for employees (a simple table or spreadsheet should be provided to all employees to allow them to log their CPD activities and targets throughout the year. This log is personal to the employee and should be used to inform discussion between Askham Construction Co management and employees.)
· Staff training plans (it is suggested that each employee has a specific plan in place for their training and development, and that a record of this plan is held by and facilitated by Askham Construction Co management. It is important to ensure any training need is identified and budgeted for to ensure continuous improvement of work.)
BS EN ISO 9001:2015 describes the requirements on Page 4, Section 5.2 and 5.3.
[bookmark: _Toc26779008]Quality Assurance.

Quality Assurance is to achieved not only by implementing the values set out in the QMS, it should be an integral part of the on-going daily processes. Regular checks on every aspect of the project from the management, the work on-site, materials been delivered etc, should start to show the benefits of working to these systems with the expected outcome of greater productivity and higher standard of work. 
· To begin with the project manager of the company shall liaise with all relevant individuals in relevant companies, such as sub-contractors and suppliers to establish standards which have been outlined in the project brief are adhered to and documented.
· When the project specific timetable is finalised, any and all checklist and milestone sign off protocols are to be agreed and included in the timetable for works.
· A check on the personal to be employed on the project both internal and external, making sure all relevant people are on the project with anyone who needs any training identified, and sent on the relevant courses/training days.
· Senior management to regularly inspect the overall running of the project with any amendments to be logged before continuing, and a full review of the project upon completion with any problems identified and acted upon immediately.  
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Figure 1: Quality Management Process Map Overview
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Agreement with client on project overview.


Regular checks for quality/conformity.
All building induction files and certificates handed to the client.
All documents relating to house commissioning to be placed in building induction files with a copy kept for office checks.



Liaise with suppliers and subcontractors.

Maintenance period begins.

Any changes if needed to be agreed.



Liaise with relevant authorities.


All checks list and sign off sheets filed including any non-conformities or changes to specification.


File all agreements/specifications.
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Figure 4-Flow Chart to show after sales procedure.
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