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Construction Quality PartnershipConstruction Quality Partnership

Initiative by Industry to:Initiative by Industry to:
 Enhance Construction QualityEnhance Construction Quality
 Address Need for Current and FutureAddress Need for Current and Future

Personnel SkillsPersonnel Skills
 Produce Training and Skills to Enhance ValueProduce Training and Skills to Enhance Value

to Taxpayersto Taxpayers



Construction Quality PartnershipConstruction Quality Partnership

ConstructionConstruction Quality  Quality –– Not Just Not Just
ContractorContractor Quality Quality

Ultimate Goal:  Improve MichiganUltimate Goal:  Improve Michigan’’ss
Roads & BridgesRoads & Bridges



MichiganMichigan’’ss
Construction Quality PartnershipConstruction Quality Partnership

MDOTMDOT MITAMITA
FHWAFHWA MCPAMCPA
CRAMCRAM APAMAPAM
MMLMML MRPA MRPA 

ACECACEC



Construction Quality PartnershipConstruction Quality Partnership

Will ultimately lead to:Will ultimately lead to:

 Contractor, Consultant and MDOT PersonnelContractor, Consultant and MDOT Personnel
CertificationCertification

 Corporate Contractor CertificationCorporate Contractor Certification



Who Gets Training?Who Gets Training?

StrategicStrategic
 DOT and Contractor Senior ManagementDOT and Contractor Senior Management
TechnicalTechnical
 Project level engineering and managementProject level engineering and management
Hands OnHands On
 Inspection and labor forceInspection and labor force





Paradigm ShiftParadigm Shift

Move focusMove focus
from:from:

End-productEnd-product
inspectioninspection

andand
post-post-

constructionconstruction
warrantieswarranties

To:To:
Continual QualityContinual Quality
ProcessProcess  ControlControl
At All StagesAt All Stages

Design (MDOT, Consultants)Design (MDOT, Consultants)
Bidding (Contractor)Bidding (Contractor)
Construction (MDOT,Construction (MDOT,

Consultants, Contractors)Consultants, Contractors)



Training DevelopmentTraining Development

Technical Advisory Groups Formed toTechnical Advisory Groups Formed to
develop curriculumdevelop curriculum
Begin with the Begin with the ““Core ThreeCore Three””

HMA Paving OperationsHMA Paving Operations
Concrete Paving OperationsConcrete Paving Operations
Capital Preventative MaintenanceCapital Preventative Maintenance



Training Training –– First Class 2006 First Class 2006

Quality Control Plan Development andQuality Control Plan Development and
ReviewReview
 ““BasicsBasics”” of QC Plans of QC Plans
 Focus on ProcessFocus on Process
 Unique to each projectUnique to each project
Present to CQP Executive SteeringPresent to CQP Executive Steering
Committee February 3Committee February 3’’rdrd



Training Training –– First Class 2006 First Class 2006

Three Classes Three Classes ––

 MCPA Annual Conference MCPA Annual Conference –– February 16 February 16thth

 MDOT Construction & Materials Conference MDOT Construction & Materials Conference ––
March 7March 7thth

 APAM Annual Conference APAM Annual Conference –– March 8 March 8thth



Where Do We Go From Here?Where Do We Go From Here?

Get the Charter SignedGet the Charter Signed
Obtain Nation Partnership for HighwayObtain Nation Partnership for Highway
Quality (NPHQ) AccreditationQuality (NPHQ) Accreditation
Continue Curriculum DevelopmentContinue Curriculum Development
Identify resources available/needed toIdentify resources available/needed to
deliver curriculumdeliver curriculum
More classes in 2006More classes in 2006



What a Q/C Plan isWhat a Q/C Plan is

ItIt’’s the Contractors the Contractor’’s plan for constructings plan for constructing
the item of workthe item of work
 The Q/C Plan documents the contractorThe Q/C Plan documents the contractor’’ss

process for delivering the level of constructionprocess for delivering the level of construction
quality required by the contractquality required by the contract

 The Q/C Plan is a framework for deliveringThe Q/C Plan is a framework for delivering
quality constructionquality construction

 The Q/C Plan is a tool to help the contractorThe Q/C Plan is a tool to help the contractor
avoid problems, not create new onesavoid problems, not create new ones



What a Q/C Plan is notWhat a Q/C Plan is not
The Q/C Plan is not a The Q/C Plan is not a new specificationnew specification
 The contract documents define the expected resultsThe contract documents define the expected results

or outcomeor outcome
 The Q/C Plan outlines how those results will beThe Q/C Plan outlines how those results will be

achievedachieved
The Q/C Plan is not The Q/C Plan is not unchangeableunchangeable
 A good plan is not written in general terms; it mustA good plan is not written in general terms; it must

include specific detailsinclude specific details
 Because it includes specific details, expect to modifyBecause it includes specific details, expect to modify

it as conditions changeit as conditions change
 It should be followed unless modifications have beenIt should be followed unless modifications have been

approved by the Ownerapproved by the Owner



Who should develop the plan?Who should develop the plan?

The The person(sperson(s) responsible for making decisions) responsible for making decisions
 ItIt’’s a tool to help make good decisionss a tool to help make good decisions
 The person who develops the plan will have the bestThe person who develops the plan will have the best

understanding of it (Great training aid)understanding of it (Great training aid)
 A person may tend to work harder to make their ownA person may tend to work harder to make their own

plan workplan work
 It should start at the foreman levelIt should start at the foreman level
 When field personnel are key authors they areWhen field personnel are key authors they are

available to modify the plan with minimal delayavailable to modify the plan with minimal delay

A complete plan will likely have several authorsA complete plan will likely have several authors



What should a Q/C Plan contain?What should a Q/C Plan contain?

Detail of process Detail of process –– what you expect to see what you expect to see
List of personnel, equipment andList of personnel, equipment and
anticipated production ratesanticipated production rates
Personnel assignmentsPersonnel assignments
List of tests with List of tests with actionaction and  and suspensionsuspension
limitslimits
How to document the quality of the workHow to document the quality of the work
completedcompleted
How to train the workforceHow to train the workforce



How do you write a Q/C Plan?How do you write a Q/C Plan?

Answer the following questions for eachAnswer the following questions for each
operation:operation:
 WhoWho will be responsible during the operation will be responsible during the operation
 WhatWhat will that person do to ensure contract will that person do to ensure contract

compliancecompliance
 WhereWhere will tests and inspections be done will tests and inspections be done
 WhenWhen will these activities be performed will these activities be performed
 HowHow will inspections be performed will inspections be performed



WhoWho

Initially, the Q/C manager may be assignedInitially, the Q/C manager may be assigned
testing, documentation, and training taskstesting, documentation, and training tasks
 It is unlikely he/she will have time to stay with eachIt is unlikely he/she will have time to stay with each

operationoperation

The foreman will probably be assigned moreThe foreman will probably be assigned more
responsibility during the project.responsibility during the project.
Who will have responsibility and authority toWho will have responsibility and authority to
change the operationchange the operation
 This should be specifically identifiedThis should be specifically identified



Q/C OrganizationQ/C Organization
Separate quality and operational staffsSeparate quality and operational staffs

Testing is a very specialized function, but Testing is a very specialized function, but testingtesting
and documentation are and documentation are only a partonly a part of a quality of a quality
processprocess
Inspection performed by separate staff, looksInspection performed by separate staff, looks
like traditional contractor inspector relationshiplike traditional contractor inspector relationship
It is important to define the relationship betweenIt is important to define the relationship between
inspection and production; clear authority linesinspection and production; clear authority lines
are requiredare required
Define who can stop production & under whatDefine who can stop production & under what
circumstancescircumstances
When can production resume?When can production resume?



Q/C OrganizationQ/C Organization
Combined quality/production staffCombined quality/production staff

Quality management experts generallyQuality management experts generally
discourage separating quality control personneldiscourage separating quality control personnel
from production personnelfrom production personnel
Separation pits one part of the organizationSeparation pits one part of the organization
against anotheragainst another
Ideally, QC should be achieved by developingIdeally, QC should be achieved by developing
an organizational culture of qualityan organizational culture of quality
However, while an organization is transitioningHowever, while an organization is transitioning
from a traditional to a quality managementfrom a traditional to a quality management
system, a separate staff may make sense whilesystem, a separate staff may make sense while
the culture is being developedthe culture is being developed



WhatWhat

What authority will the person responsibleWhat authority will the person responsible
for quality have over the operationsfor quality have over the operations
What part of their time during operationsWhat part of their time during operations
will they be presentwill they be present
What should the materials and equipmentWhat should the materials and equipment
used in the construction look likeused in the construction look like
What should the operation look likeWhat should the operation look like
What weather conditions do you expectWhat weather conditions do you expect
What will make you change the operationWhat will make you change the operation



WhereWhere

Where are the process control tests goingWhere are the process control tests going
to be performedto be performed
Where will manufactured materials beWhere will manufactured materials be
tested or certifiedtested or certified
Where will control charts be postedWhere will control charts be posted



WhenWhen

When will tests be madeWhen will tests be made
When will test results be availableWhen will test results be available
 Note: This is a Key componentNote: This is a Key component
When will adjustments to the process beWhen will adjustments to the process be
requiredrequired

The ability to respond and The ability to respond and adjust operationsadjust operations
beforebefore they get out of specification  they get out of specification isis the basis the basis
for for quality controlquality control..



HowHow
Will you meet the specifications?Will you meet the specifications?
Will inspections be performed?Will inspections be performed?

A standard checklist is a possible methodA standard checklist is a possible method
Develop a Develop a ““step by stepstep by step”” description of the work description of the work
The more general and vague, the less effectiveThe more general and vague, the less effective
The QC plan must go beyond just stating theThe QC plan must go beyond just stating the
contract specificationscontract specifications
How will the contractors process consistentlyHow will the contractors process consistently
deliver those requirementsdeliver those requirements
How are you going to do it?How are you going to do it?



Subcontractors and SuppliersSubcontractors and Suppliers
The plan should be clear on whether their Q/CThe plan should be clear on whether their Q/C
responsibilities will be independent or part of theresponsibilities will be independent or part of the
prime contractorprime contractor’’ss
If independent, a supplier Q/C plan should beIf independent, a supplier Q/C plan should be
developed and submitted through the primedeveloped and submitted through the prime
The prime contractor is contractually responsibleThe prime contractor is contractually responsible
for all of the work, but it is not the same asfor all of the work, but it is not the same as
having an active role in the quality deliveryhaving an active role in the quality delivery
processprocess
The prime needs to know what his subcontractorThe prime needs to know what his subcontractor
is doingis doing



Project SpecificProject Specific
Many operations are conducted with typicalMany operations are conducted with typical
construction crews and equipmentconstruction crews and equipment
 Use a generic operational planUse a generic operational plan
 Detail the unique project specific issuesDetail the unique project specific issues

Every project has unique specific details thatEvery project has unique specific details that
should be addressedshould be addressed
 Physical layoutPhysical layout
 Haul routesHaul routes
 Material delivery timingMaterial delivery timing
 Seasonal restrictionsSeasonal restrictions
 Special conditionsSpecial conditions



How do you use the Q/C PlanHow do you use the Q/C Plan

Use it as a guide to help you determine ifUse it as a guide to help you determine if
you are in control of your workyou are in control of your work
 Are you proceeding Are you proceeding as plannedas planned
 Or are you constantly forced into Or are you constantly forced into reactingreacting to to

conditions as they conditions as they occuroccur
Use it as a check to make sure you are notUse it as a check to make sure you are not
forgetting anything required byforgetting anything required by
specifications specifications –– no surprises no surprises



When should you change a Q/CWhen should you change a Q/C
PlanPlan

When environmental conditions are outside theWhen environmental conditions are outside the
expected rangesexpected ranges
When operations are changed due to equipmentWhen operations are changed due to equipment
and personnel availabilityand personnel availability
When traffic restrictions or other events dictate aWhen traffic restrictions or other events dictate a
change to the planned operationchange to the planned operation
When you are not able to meet the projectWhen you are not able to meet the project
specifications using itspecifications using it
When you have a better idea or method forWhen you have a better idea or method for
completing the workcompleting the work
When changes are agreed and approved by theWhen changes are agreed and approved by the
agency engineeragency engineer



How do you change a Q/C PlanHow do you change a Q/C Plan

Stop and re-evaluate your productStop and re-evaluate your product
Think through and document a new planThink through and document a new plan
of operationof operation
Review the proposed changes with theReview the proposed changes with the
engineerengineer
Go over the details of the new plan withGo over the details of the new plan with
the project personnel the project personnel –– provide training provide training
Monitor the progress of the new plan Monitor the progress of the new plan –– is it is it
working? working? –– if not, change it again if not, change it again









Poor Q/C Planning:Poor Q/C Planning:


