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The aim of this report is to define, and compare, Quality Assurance and Quality Control with Total Quality Management, and to determine which method is better for overall project effectiveness. The report will define the meaning of each concept and the primary aim is to determine which method is best placed to improved project effectiveness by outlining what each method entails, as well as discussing the strengths and limitations of each. The report will conclude with a summary and provide a response to the primary question outlined above of which method is determined to be most effective.
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Project effectiveness according to Erik Sundqvist et al. (2014) in the social and behavioural sciences journal states that “Project effectiveness is doing the right things, i.e. selecting and focussing on producing an output that there is a demand for” (p. 279). Harris et al. (2021) defines Construction Management as being related to “The effective planning, Organisation, application, coordination, monitoring, control and reporting of the core business processes of marketing, procurement, production, administration, accounts and finance necessary to achieve economic success and or profitability for an enterprise or organisation engaged in the provision of construction facilities” (p.1).
We now know what we hope to achieve but what we need to find out is how best to achieve this goal, and what is the most effective way in doing so. Outlined below are the key methods used in effective project management accompanied by a brief description of how these concepts broadly apply to construction. 
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Quality can be defined as “How good or bad something is” (Dictionary.org, 2022) or, more specifically in construction, “delivering a customer’s service or product without a defect being present (Juran, 1999, p.17) and this can be related to a product’s specific characteristic. For example, if durability is required then this is met by designing a durable product, and the assessment of durability then becomes the evaluation of quality of that product.
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Quality Control is the combination of activities or techniques undertaken to ensure that all quality requirements are being met. To achieve this purpose, processes are monitored, and performance problems are solved (Harris et al, 2021). In simple terms the end product is checked before it is signed off.
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This can be described as a set of activities, processes, or procedures whose sole purpose is to demonstrate that an entity meets all quality requirements and will do so when the product is finished. Quality assurance activities are performed in a specific order to provide confidence both from a customer and managerial standpoint to ensure all quality requirements are being met (Harris et al, 2021). This can be in the form of audits to ensure specific standards are being met.

[bookmark: _Toc121253030]Total Quality Management (TQM)
Total Quality Management is a management approach that aims to achieve and sustain long term organisational success through encouraging employee feedback and participation, satisfying customer needs and expectations, respecting societal values and beliefs, and obeying governmental statutes and regulations (Harris et al, 2021). Success of organisations who implement Total Quality Management is dependent upon all members/employees harbouring the same attitudes to performance, the reduction of losses, and the ambition to increase quality of services or products provided. It is a complete organisational change where all individuals at all levels of the business share the same vision.

Outlined below are the ways in which QA and QC, and TQM are related to project effectiveness in construction and management, and a summary of the strengths and limitations of each approach.
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Quality assurance, as aforementioned, is related to the development of process and standardised procedures that aim to reduce or eliminate errors made in a project. A good quality assurance system should follow a universally accepted management standard such as ISO9000 (ISO.org,2022) to ensure best practice is adhered to. ISO9000 is a standard based on several quality management principles. An example of quality assurance on a construction project can be following strict specifications, audits or things like weekly progress reports by various teams on a construction site. These can then be reviewed by the project management team to ensure the project is running to time and meeting specification. These types of progress updates can be used to continually improve or review how the project is developing and evaluate efficiency along the way. This enables changes to be made and improvements implemented upon reviewing of the progress report. 
Quality control in construction is mainly product oriented and could be in the form of inspections being made or products being tested on site. To do this, a competent person would be required to check that the specifications outlined for the product are being adhered to, that there are no defects present, or ensuring the product is fit for purpose and ready to be received/used by the client. Quality control is considered to be a reactive process and often occurs after a deliverable has been installed, i.e., QC takes place near the end of a particular job but can assist a project manager in updating their quality assurance processes if errors are identified. This would enable improved future quality assurance processes and is a continually evolving process. Quality control can, however, largely rely on the materials and workforce that is utilised (Salvi, 2020).
Salvi (2020) also states that quality assurance on site should be a philosophy of the workforce and something the whole management team should be committed to. It is also suggested that quality control should take place at all levels of a project’s duration such as preconstruction, during and post construction with the QA and QC process being representative of a live two-way flow of information. With both processes there will usually be two separate teams with management typically being more involved with quality assurance procedures and audits etc, and more specific professionals being involved in the quality control processes. 
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As aforementioned, TQM focusses on ensuring industry wide efforts are made to ensure total quality management is an organisational wide philosophy of continuous improvement (Salvi, 2020). It is a long-term quantitative approach that aims to train every team member of an organisation to meet the standards required for overall high-quality outcomes. In comparison to QC, which is reactive, and results driven, TQM is process oriented. An example of total quality management can be key performance indicators (KPI’s) that are monitored by project managers to ensure accountability amongst workers on site. This, from a construction project point of view, could be witnessed in weekly site inspections to ensure various metrics are being met (Indeed, 2022). There is no widely agreed methodology to total quality management it draws from many other tools and techniques such as quality control, testing and many others (Arditi and Gunaydin, 1997) but top management should lead with a good clear vision of what is expected, employees should be rewarded for good performance and innovation and all teams should work together with a good understanding of the process. Total quality management attempts to alter the employee’s mindset from the traditional observing of tasks on site to focussing on how these tasks can be improved, whether that is through innovation or new technology. The main target of total quality management is to increase customer satisfaction and ultimately to deliver a quality product (Ross, 1999).
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Is total quality management the solution to improved project effectiveness?
From the information provided throughout, there appear to be many benefits to both schools of thought and how each can impact on project effectiveness. The table below summarises the strengths and limitations of each school of thought.

	Total quality management
	Quality assurance and Quality Control

	Positive
	Negative
	Positive
	Negative

	Better adaptability to change
	Takes a long time to embed in organisation
	QC Inspections prevent faulty products reaching the end user
	QC Only a small number of staff are trained to do this

	More efficient management
	Needs full company wide commitment involving all staff
	QA will save money long term
	QC Individuals are not likely to take responsibility for their work

	Increased productivity
	Any lack of commitment can cause big disruptions to organisation
	QA Improves customer satisfaction
	QC Rejected products are an expensive mistake

	Stronger customer focus
	
	
	QA can be time consuming especially rectifying faults 

	Reduced costs
	
	
	QA High costs especially for small projects

	Innovated processes
	
	
	

	Increased profits
	
	
	

	Higher degree of ownership of work
	
	
	

	
	
	
	

	
	
	
	



The table above summarised some key advantages and disadvantages to both schools of thought relating to improved project effectiveness.
It is clear that, whilst QA and QC are extremely important and may be the only financially viable option in very small businesses, they cannot adequately compare to the implementation of TQM in terms of the outcome of project effectiveness, whereby complete organisational change can be executed with all employees working towards a common goal. 
From the evidence outlined throughout this essay it can be concluded that the general academic consensus is that if an organisation can implement a total quality management approach to all its employees and is of sufficient size that it can afford to do this, the development of an engaged, motivated workforce who take pride in all their work will ultimately lead to a more effective improved project effectiveness (Ahmad et al,2013). To summarise the above. If all staff within an organisation can buy into a common belief and work together then overall project effectiveness will be improved.
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