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1.0 [bookmark: _Toc119603321][bookmark: _Toc119687064][bookmark: _Toc121860776]Executive Summary 

This report describes the pathway to Total Quality Management, including the standards, policies and good practices currently used in industry. Each stage will be defined and explained along with assessing their effectiveness. The link between motivation and quality is assessed and a conclusion drawn from the report to express opinion concluding if total quality management is the solution to improved project effectiveness. 

[bookmark: _Toc119603322][bookmark: _Toc119687065][bookmark: _Toc121860777]2.0 Procedure 

This report has content derived from the background reading, books, revision of corresponding course lecture notes, own experiences within the workplace, Online resource lists given and content uploaded onto Microsoft Teams. 

[bookmark: _Toc119603323][bookmark: _Toc119687066][bookmark: _Toc121860778]3.0 Findings 

[bookmark: _Toc119687067][bookmark: _Toc121860779]3.1 Defining Quality in Construction

Quality, by its broad concept can be confusing and hard to define. “People view quality subjectively and in relation to differing criteria based on their individual roles in the production marketing value chain”  (Evans, 2011, p. 14). Within Construction the end user will be affected most by quality either from good or bad experiences.  The end user can be defined as a client or purchaser. The client’s perception of quality therefore is very important. Clients more often than less assess quality in relation to how they experience the product in its full use, rather than how it was assembled or differing components within how it was built (Fryer, 2004). Quality Management is a system for managing quality, which has been categorised into four separate stages. Inspection, Quality control, Quality Assurance and Total quality Management as show in figure one below.
[image: ]Figure one 








(Barrie G. Dale, 2011, p. 24)


[bookmark: _Toc121860780]3.2 Quality Standards and Good practice

As quality cannot be defined, it can be almost impossible to argue ones perceived level of quality. British Standards are publications issued of which give recommendation to minimum standards for components, design, materials, and construction practices. Although not legally enforceable, they directly link to the building regulations and deemed to satisfy provisions. The implementation of Standards can ensure all work is undertaken to a minimum standard. Quality can be improved from the minimum standards by following the codes of practice, which give recommendations for good practice to all areas of construction including safety, quality and intended purpose (R.Chudley, 2020).BS EN 5750 is the British Standard on Quality Systems and split into part 0,1, 2 and 3. Part 0 for principal concepts and applications, part 1 for specification for design/development, production installation and servicing. Part two highlights specification for production and installation. Part 3 has the specification for final inspection and test (Ashford, 1989).International standards for quality fall under the BS EN 9000 series. Several constituent parts of which include BS EN ISO 9001, 9002 and 9003. A model for Assurance in design, assurance in production and assurance in final inspection in retrospective order.  Within BS EN ISO 9001, specifies the requirement for a Quality Management System. Organisations will adopt this standard to show others that they can consistently provide a service and product to meet customer’s needs (al, 2008, p. 147). Certification is gained from an audit to verify “the effective implementation of the standards and the quality management system (Marco Sartor, 2019). My employer has gained this certification of which I was part of the team to successfully put forward evidence of quality audit control works. Companies Certificate can be viewed in Appendix A. 
[bookmark: _Toc119687068]
[bookmark: _Toc121860781]3.3 Quality Control 

Quality control is the second stage of the Quality Management model. A project brief generated from a won tender would progress into a quality strategy. The pre-development team would liaise with the construction team to formulate a Quality plan to be passed onto contractors and site management as part of the strategy and aid, control and monitor throughout the construction phase of a project.
Companies who utilise this quality control procedure approach the management of quality with frequent inspections from a view to detect errors or mistakes, however this differs from the first stage of Quality management as this stage is likely to include additional more in depth and sophisticated methods. Specifications and technical specifications will be used to define the extent of control measures in place to ensure the construction works and carried out correctly and to current building regulations. The inspections will be carried out not only on the materials and end products but also how the product is executed within its full completion of works. 
The systems and self-inspections would be undertaken by approved contractors instead of in-house teams against the established standards, thus analysing the results of inspections to determine the correct level of works with an impartial non bias view. However, with a detection approach, elements can be missed. Van Der Wiele states “physical and mental fatigue decreases the efficiency of inspection and it is commonly claimed that, at best, 100 per cent inspection is only 80 per cent effective” (Barrie G. Dale, 2011, p. 26).
Final inspections could be completed by client’s clerk of works or Insurers like the NHBC at various key stages during the construction phase. The NHBC supplement the building regulations with own published standards and good practices with a view to provide new home owners with a quality assured product with a 10-year warranty (R.Chudley, 2020). Most companies will also involve site management to inspect during build stages and pre handover quality checking. This can be used to detect poor work and get works rectified. An example of this can be seen from one’s own companies Non-Compliance Report owns company use to record the findings of non-compliances from a Recently Completed Job conducted by myself. Please see Appendix B for Report.


[bookmark: _Toc119687069][bookmark: _Toc121860782]3.4 Quality Assurance  

Quality Assurance is the third stage in the quality management model.  McCabe states that BS EN ISO 9000 defines Quality assurance as being “all the planned activities implemented within the quality system, and demonstrated as needed, to provide adequate confidence that an entity will fulfil requirements for quality” (McCabe, 1998). This stage is a prevention-based system intended to increase the quality, service, and productivity by placing the emphasis on the service, product, and design process. Adding company quality objectives into the design and planning stage, more emphasis on training, advanced quality planning, motivation of employees and design improvement should in theory prevent fewer potential non-conformances being delivered in later stages. If an issue can be identified in the design stage, it can be easily rectified prior to production or construction stage in turn not being associated with financial loss. If continued improvement in quality is needed, additional measures need to be implemented by directing collective organisational efforts towards planning and preventing future issues or re occurring issues at the root cause of the problem.
Moving on from the previous stage of quality control, Improved quality systems will be developed within a fully detailed comprehensive Quality Management system. This system will be utilised to increase “uniformity and conformity” (Barrie G. Dale, 2011, p. 27).
Key documentation in embedding quality assurance into an organisation is the Quality manual. The manual would be written within the company highlighting a strategy to meet the organisations needs and operating procedures. This document would include detailed operation procedures and forms, technical specifications and purchasing specifications, quality management systems and procedures, along with the companies Quality Policy (Fryer, 2004).
See Appendix C for own employers Company Quality Policy.






[bookmark: _Toc119687070][bookmark: _Toc121860783]3.5 Total Quality Management 

Total Quality management, the fourth level of Quality Management is process oriented approach that involves applicating principles of quality management to all areas of an organisation with a view that profits succumb to quality. W. Edwards Deming cited in  (Fryer, 2004, p. 307)  describes Total Quality Management “as the third industrial wheel”.
The main purpose of Total Quality Management being to “improve an organisations ability to deliver quality to its customers on a continuously improving basis” (Wiki, 2020).These areas include suppliers and customers and their integration into key processes within the business. These principles need to be applied at every level with an emphasis on integration to business practices with a balance between technical, people and managerial issues from a companywide collective approach to achieving quality and continuous improvements. (Barrie G. Dale, 2011). The need for Senior managers to adapt and start implementing total quality management is vital, they must devote their time to additional learning, attend training courses. They must also develop and integrate a vision, philosophy clear objectives and values and instil confidence into the employees (Barrie G. Dale, 2011).
Within the Published ISO BS EN 9001 it states “The organisation shall determine and select opportunities for improvement and implement any necessary actions to meet customer requirements and enhance customer satisfaction. These shall include the following, improving products and services to meet requirements as well as to address future needs and expectations correcting, preventing, or reducing undesired effects and improving the performance and effectiveness of the quality management system” (standards, 2015).












[bookmark: _Toc121860784]3.6 Link between Quality, motivation, and Quality training 


A critical factor in implementing good quality controls and reaching effective quality can largely be put down to the attitude and motivation of the individual or team towards achieving the desired quality objective. A lack of commitment, training and or motivation can have detrimental effects on the quality output. The importance of training within delivering Quality is sequential. Figure Two shows the importance of training within a quality policy.
Oakland believes when attempting to set objectives for training, three main principles must be adhered to. Those three being senior management must ensure clear and precise objectives. That the objectives are realistic and attainable, and the main problems identified for all functional areas within the organisation (Oakland, 1993)
[image: ]
Figure Two










(Oakland, 1993)


McGregor’s Theory explored the way employees and employers viewed their work and split the type of worker into two distinct categories, the X and Y type worker. The differing hypothesis outlines the motivational difference between employees or employers. Theory X workers are said to have to be “controlled, directed, threatened with punishment to get them to put forth adequate effort toward the achievement of organisational objectives. Whereas Theory Y Workers believe “The threat of punishment are not the only means for bringing about effort toward organisational objectives. Man will exercise self-direction and self-control in the service of objectives to which he is committed” (Johan Larsson, December 2007) The full list of these hypothesis can be found in Appendix D.

 Fryer also echoes motivation and attitude being a cause for poor quality by stating “a critical factor in achieving effective quality and implementing good quality control is employees’ attitudes towards it. Frequently employees lack commitment to quality and this shows up in the level of rejects, customer complaints, repairs under warranty, and so on” (Fryer, 2004, p. 311).

Figures from the Building Research Establishment strengthens McGregor’s theory towards the X type workers characteristics being the cause of failures in industry.  “BRE figures published in the mid-1980s attributed 90% of building failures to problems arising during design and construction. Interestingly, these where mainly people related problems. These included; Poor communication. Inadequate information or failure to check information. Inadequate checks and controls. Lack of technical expertise and skills. Inadequate feedback leading to recurring errors” (Fryer, 2004, p. 308).


[bookmark: _Toc121860785]4.0 Conclusion 

Having described the concepts highlighted within the pathway to Total Quality Management, each stage has an argument for being a successful strategy for implementing better quality. A smaller organisation would not implement a full Total Quality Control Management System for a small one-off job as this would be financially impractical to do so. A time cost quality exercise would need to be undertaken to evaluate feasibility. The procured stage of Quality Management would depend on the organisations size and size of construction phase intended within the project strategy and uniqueness of the project brief. As the Stages progress through the Quality Management System, so does the emphasis on integrating systems and inspections at an earlier intervention of the assets lifecycle. The findings from the report would indicate Total Quality Management would be the most effective way to ensure quality, rather than Quality control and Quality Assurance respectively. However, all stages have possible disadvantages as discussed within this report and quality is not guaranteed by simply applicating quality management and introducing systems into an organisation. I believe the standard of quality derives from collective togetherness with a willingness for constant improvement built out of self-respect, dedication in their roles and pride. This would create a mind set and a quality culture within the organization to build on.
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CERTIFICATE
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for the scope of activiies
Designand Constructionof New Buld Propertes and roperty Rfurbishment
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BUSINESS MANAGEMENT SYSTEM §y \

CORE SUPPORT PROCESS: QUALITY CONTROL (QC)
morganstones

Non-Conformance Report (NCR) constructing the future

Origination Date: 13/10/22 Report No.: 036 \l
Please specify the area of non-conformance:

Health & Safety Environment Quality

Other (Please specify)

Project No. and Name/ | Gower Road
Dept. Name (if applicable):
Location (e.g. Plot no): Plot 3 (Coastal HA plot) Originator: | Sam Tucker

Issued to (if applicable):
Company Name:

Trade: Carpentry

Description of Defect/ Proble parties, nature, location, timings, description of problem etc.)

Poor finish to mitre joint on Architrave to door reference FF04

Root cause: (Describe the root cause which led to the defect or problem )

Poor workmanship

Correction Action: (Describe the actions which put the defect or problem Action taken by:

right.) Whom? Planned date Actual date
Replace with new Architrave Eil} 17/10/22 18/10/22
Decorators to decorate new Architrave CB 20/10/22 20/10/22

Agreed with Client (if applicable)l MSL

Date:

Date: 18/11/22

Corrective Action: (Describe what is being done (or what will be done) to prevent similar incidents from occurring in the future.)
Carpenter supervisor to ensure mofe frequent quality checks and ensure all works that do
not reach the standard required are rectified before handing over to the site management
team for inspection

Client Signature (if applicable):

Morganstone Signature:

Confirmation of Action taken: (Outline the evidence provided to enable close out of the above NCR.)

Date Confirmed:

New Architrave fitted and re decoration by others 2411022

Client Signature (if applicable): M
ient Sig (if applicable) /e 24/10/22
Gt |
Morganstone Signature: ?_?ucker 8 24/10/22
CC as appropriate: Managing Director, Operations Manager, C 2l Prosiremenn et |
CC every time: Systems Manager. F |

/

BMS Document Reference: QC FM 003 g gt
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Theory X are:

(H1) The average human being has an inherent dislike of work and will avoid it if e
or she can.

(H2) Because of this human characteristic of dislike of work, most people must be.
coerced, controlled, dirccted, threatened with punishment to get them to put forth
adequate effort toward the achievement of organizational objectives.

(H3) The average human being prefers to be directed, wishes to avoid responsiblity.
has relatively litle ambition and wants security above all. The Scientific Manage-
ment principles are, to a large extent, based on these assumptions.

The hypotheses from Theory ¥ are:

(H4) The expenditure of physical and mental effort in work is as natural as play or
rest.

(HS) External control and the threat of punishment are not the only means for bring-
ing about effort toward organizational objectives. Man will exercise self-direction
and self-control in the service of objectives to which he is committed.

(H6) Commitment to objectives is a function of the rewards associated with their
achievement.

(HT) The average human being learns, under proper conditions, not only to accept
but to seck responsibility.

(H8) The capacity to exercise a relatively high degree of imagination, ingenuity, and
creativity in the solution of organizational problems is widely, not narrowly. distrib-
uted in the population.

(HY) Under the conditions of moder industrial life, the intellectual potentialities of
the average human being are only partally utlized.
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