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[bookmark: _Toc26800474]Introduction
A construction company that builds dwellings is receiving a high number of complaints about the construction quality. The aim of this document is to help the company rectify the complaints by implementing a quality management procedure which will try to help reduce solve the problems progressively. 
[bookmark: _Toc26800475]Analysis 
In order for us to implement a quality management procedure we first need to understand the processes and steps that the company use for their construction process from start to finish. By having the processes in place then we are able to identify each task within the process which can assist in finding breakdowns in quality between each process. The processes can be split into a number of sections. We will also engage with the company to confirm intention to create a quality policy. 
[bookmark: _Toc26800476]Process Identification – Main Tasks
There is an overarching process currently in the construction company. Each of these processes can then be drilled down into more depth and smaller processes within the larger process. Figure 1 highlights the process for construction at present. 
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Figure 1 – Process Map showing the Construction process currently - (Witanworld.com, 2019)

Each of the processes can then be drilled down into more processes. Below I will briefly describe each of the processes. 
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The construction project will always begin with a client, they will then hire in consultants who will then design what the client envisages as the product they require. This may be a one property build or a large development. The usual type of consultants would be architecture companies, cost consultancy’s (quantity surveyors), civil, structural, and mechanical and electrical engineering consultants. This will also include regulations and permits etc that will need to be followed. For example the Construction Design Management Regulations 2015. 
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Pre-construction or what could also be described as the tender process. This is where the consultants will put the work out for tender to a number of construction firms (depending on the tender process type). The construction firms will review the scope of works and complete a pricing quote for the works required. The consultants will then select the construction company they believe is correct for the job.  
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This is where the construction company who have obtained the contract for the works will begin to obtain materials, plant etc that will be required for the project. This is important for a construction company as this will be a large part of their costs and will need to try and obtain quality materials. This is also where the construction will possibly engage sub-contractors to carry out certain type of works on site. For example scaffolding contractors.  
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As it stated, this is the construction and building of the project. This will be where the build aspect occurs, a project manager from the construction company will usually keep a close eye on the project and make sure it is following, time constraints, budget and quality. 
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This is where the completion of works is confirmed, the construction is complete and the product can be handed back to the client. 

[bookmark: _Toc26800477]Quality Management Identification
The quality process can be broken down into stages which is how the quality assurance team can identify areas of success. 
· Identify the organisation goals – to grow as a company
· Critical Success factor - to receive less complaints as a construction company
· Identify the internal and external customers – the clients will see improvement through the measure and the internal customer (the workers) will see an improvement in working conditions and not having to re-do any work. 
· Customer Feedback – work with the customers feedback to identify the issues.
· Implement Continuous Improvement – quality assurance system to see continuous improvement in the company. 
· Measure Results – how the business will measure its results. (Linkedin.com, 2019)

Having identified the processes that are typically seen through the construction process. When looking to improve the quality with this construction company then we need to identify which processes we can implement a quality system to. This can be seen below in Figure 2. 
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Figure 2 - Construction process identifying the processes Quality Management can be implemented 

In order for the quality of the construction company to be improved, identifying the processes and stages in which quality management can be implemented is a very good starting point. By identifying these we can then identify who should be in charge of maintaining the quality system when in place.  
[bookmark: _Toc26800478]Pre-Construction
The construction company will put their quotes in to obtain the work. This is a vital part of the process for a construction company as their quote will usually determine whether or not they will obtain a contract for work. If the quote is too low then it may mean the construction company will incur losses or they will look to “cut corners” in order to come under budget which will affect the quality of the work they provide. This could be the first failure in the construction company’s quality management.  
As part of the new quality management system I will be applying to the construction company I would implement a quality system which reviews the quotes before they are submitted. A quantity surveyor would usually compile the quote and send to the admin staff to submit to the client. This could lead to error. Below will show the process for the pre-construction phase. 
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Figure 3 – Quality Management Process for Pre Construction Phase
Bringing this simple process in will allow the company to review the information being sent to clients and it also allows a review process of the work being produced. It can help highlight any issues because if the initial quotes are being declined regularly it can show an issue with the QS or the work they are working to. This assists in the development in the work. 
[bookmark: _Toc26800479]Procurement
Procurement is another big part to play in the construction company. Again this where there will be high costs involved so it is vital that the materials are of good quality and of good value. It is important that all the materials acquired are of the correct British Standards. I would imply another quality management system for the construction company at this point which can assist in the purchasing of goods, sub-contractors etc. It is always good for a construction company to have a list of regularly used pre-approved sub-contractors and merchants. In order to gain this list then reviews of previous works or materials is vital to provide this info. 
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Figure 4 – Quality Management Process for Procurement (materials)
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Figure 5 – Quality Management Process for Procurement (Sub Contractors)
By implementing the quality process in the procurement arm allows the construction company to build up a list of reputable companies and contractors to work with on projects. By building a rapport with these businesses can mean a good working relationship on future projects. It also allows reviews if there have been any issues with the quality of the products or works. Also by having a pre-approved list of companies to use it means you can look to get the best price of the number of companies you regularly use. By regularly using the same companies it may mean the prices they give you can be more beneficial. 

[bookmark: _Toc26800480]Construction and Building
The construction of a dwelling has many aspects and processes which come together.  For the client/customer this will be the most important part, this is what they physically see in terms of a finished product. Before implementing a quality management system we must first understand the processes involved in the construction of a dwelling. These are listed below;
· Site Preparation
· Foundations
· Superstructure
· Roof
· First Fix
· Drainage
· Ceilings/Dry Linings
· Second Fix
· Decorating
· Landscaping
· Completion (Homebuilding & Renovating, 2019)

By identifying the phases of the construction build will allow us to identify where we can apply a quality management system. The construction process is difficult to manage in terms of the quality process as if there is a number of properties being constructed then it is not as simple as adding a quality checking process before each step moves onto the next as the majority will overlap each other. This means there it may be appropriate to have a quality manager on site to continuously review the work on site. Another process that could be implemented is a quality form which can be raised by workers on site. This form could be raised and passed to the quality manager for concern about the quality of work. This may be an electrician noticing an issue in the Dry Lining when coming to complete their second fix. Rather than proceeding with work and ignoring it then this can be raised to the quality manager for review.  
We can also break down the processes into phases which allows a review of works before the next phase can begin. 
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Figure 6 – Quality Process for Stage 1 of Construction
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Figure 7 – Quality Process for Stage 2 of Construction
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Figure 8 – Quality Process for Final Stage of Construction
One of the main things to note is that the initial quality management process is only ever a starting point. What the quality management process allows the construction company do is to review the work, the processes and act on improvements. This may be for training of staff, quality of materials, sub-contractor contracts etc. 

[bookmark: _Toc26800481]Completion
Completion will be the first chance for the client/customer to see the finished construction phase. It is important at this stage that there is a process for which if the customer is not happy with any of the work on the project to raise it here and for it to be rectified. In the ideal world if the quality management process has been followed thoroughly then there should be no issues when it comes to completion but we know this may not be the case. So at the completion stage it is vital that if there are any issues with the construction that it gives the construction company to rectify them and still have a customer/client happy with the final product. The process I would put in place is below. 
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Figure 9 – Completion Process
The snagging process as stated before allows us to capture any potential issues before completing the final handover to the client/customer. “Quality in many ways is a subjective entity and to a certain extent is a matter of personal judgement” (Howarth and Watson, 2011). What this means is that with every client/customer there may be a difference in what they believe to be quality so by engaging them at the end to review before officially handed over the construction this allows us to confirm that the customer is happy with the works. 

[bookmark: _Toc26800482]After Sales Procedure
A good services provider should always have an after sales procedure. This may be to check in with your client/customer a couple of weeks or months down the line in order to check they are still happy with the works completed. By doing this again it can highlight any issues that may be resolving, it continues a good rapport with the customer which will hopefully want to make them to want to use you again, and it also builds a good reputation for the construction company. This coupled with the completion/snagging process should mean the customer is satisfied with the work provided. 
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Figure 10 – After Sales Procedure


[bookmark: _Toc26800483]Quality Assurance Process
[bookmark: _Toc316484569][bookmark: _Ref297812499]With a number of processes being input to the construction company to improve the quality it is important that there is a quality assurance process. What this means is that there is a person or team accountable for tracking the quality documents, reviewing them, and identifying areas for improvement. By completing the processes and forms indicated in this document it allows the quality assurance team to build data on the construction company and look to continuously improve its quality. This in turn can increase the company’s reputation, its contracts of work and sales figures. Implementing such a large quality process would take time and would need to engage with by the employees of the construction company. 

[bookmark: _Toc26800484]Conclusions 
The quality management system can only be successful if all members of staff buy into the processes. The introduction of forms and hierarchy can sometimes mea more work initially but in the long run should return a cost benefit and better quality of work throughout the business. The quality management system allows the company to build data to review its work, its processes, and its costs. It build a picture that allows the company to measure their own targets both internally and externally. The quality process allows a company to put formal processes into place and identify weaknesses within its company. The system should always look to be continually improved. Processes may change but the ethos of the quality management system should not.
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