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Introduction 

Poor quality in construction projects is a massive problem. We all know of construction projects that 

have failed to meet their targets – and by a wide margin. Analysis by GIRI (Get It Right Initiative, 

www.getitright.uk.com, a group of industry experts, organisations and businesses dedicated to 

eliminating error and improving the UK construction industry) showed that the average construction 

project overruns its budget by 20% with worst case examples being 300-400%. For multi-million 

pound projects, this is significant; in the UK alone this amounts to £21Bn per year. And further than 

that, GIRI reports that time overruns can be many years. Add to add to the costs, poor design also 

generates health and safety hazards.  

 

Quality problems in design result in rework (which is a major element of the cost of poor quality). 

The GIRI analysis concluded that many project quality issues have their root cause in the design 

stages of a project. The Construction Owners Association of Alberta (COAA, Canada) undertook a 

Rework Cause Survey in 2001 found that about 85% of rework in construction projects is due to 

inadequate quality processes in the planning and design stages, due to inadequate Engineering and 

reviews (30%), Construction planning and scheduling (26%) and about half of the 18% attributed to 

inadequate Leadership. This is another way in which inadequate ‘front end loading’ of construction 

projects leads to ‘back end’ problems which cost much more than the cost of thorough planning up-

front. For those with experience in the industry, these findings are unsurprising. 

 

Best Practice in Construction Design 

The failures identified in the COAA study are clearly not best practice. So what is?  

The study provided data for a design and construction company which plotted the percentage 

budget overrun with the degree of conformance with their QMS requirements. The results were 

stark: those projects that had high conformance with the QMS came in close to budget; and the less 

a project conformed with the QMS, the greater the scatter of overruns – meaning that one or two 

poorly conforming projects still came in close to budget (probably by luck), most failed miserably.  

http://www.getitright.uk.com/
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In 2020, the Chartered Quality Institute (UK’s leading Quality organisation) published a piece of 

Quality guidance called the Construction Project Lifecycle which laid out the key Quality steps 

required to maximise the chance of success in construction projects.  This guidance sparked wide 

interest and positive comments around the world.  These interested people felt that more guidance 

about Quality Best Practices in the design stages of projects would be a very useful guidance tool. 

The authors considered that a tool that sets out best practice and measures degree of conformance 

to it would, if used properly, would go a long way to preventing construction design failures. 

 

The ‘Quality in Construction Design Best Practice Tool’ 

Since December 2020 a small global team of experts have developed the “Quality in Construction 

Design Best Practice Tool’. More about how they did this later – page 9 on. 

Construction design commonly occurs in two main stages: Concept design and Developed design (as 

defined by UK’s Royal Institute of British Architects; sometimes these are called the Options and 

Scheme design stages). 

The Tool should be used during the Concept Design and Developed Design stages of a project 

The starting point is the business case approval gateway (or some kind of project kick-off decision). 

That is, a client/owner has decided that an idea should be explored and set aside the necessary 

funds to develop a more detailed proposal. 

At the end of the Concept stage, there may be a Recommended Options Approval Gateway, before 

the commencement of the Developed Design Stage. On lower risk projects, this may also include 

funding for the entire project. 

At the end of the Developed Design Stage, it is likely that a more detailed cost and schedule would 

be used to seek approval for the funding of the entire project. After this (and not covered by this 

guidance Tool) the project would move to production design, delivery stages and then to handover 

and operations/maintenance. 

 

The Best Practice Tool is in the form of a spreadsheet comprising two information sheets and three 

worksheets:  

1. Rationale and Landscape 

2. Glossary 

3. Cover Sheet & Self-Assessment Summary 

4. Concept Evaluation Assessment 

5. Developed Design Assessment. 

The Rationale and Landscape sheet sets out the rationale for this work (much of which is included in 

this paper) and lists the team members; the Glossary sheet is just that. 

Of the three worksheets, the Coversheet is a schematic of the Tool’s logic, and includes a ‘% 

maturity’ score (i.e. alignment with Best Practice) for each section for each of the ‘Concept 

Evaluation Assessment’ and ‘Developed Design Assessment’. 
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The ‘Concept Evaluation Assessment’ and ‘Developed Design Assessment’ sheets each comprise six 

tables: 

1. Plan / Schedule / Cost 

2. Requirements and Design Management 

3. Risks / Assumptions 

4. Communication, Collaboration, Stakeholders and Interfaces 

5. Procurement and Contract Administration – Delivery 

6. Concepts Evaluation & Report 

Each table is divided into three Sections: ‘Plan and Mobilise Checkpoint’, ‘Design Checkpoint’, 

‘Validate & Assure Checkpoint’.  

 

Each Section has a number of requirements, and for each requirement there is a self-assessed 6-

point score: 

Scoring Definition  

0 Not yet considered 

1 Plan in place   

2 Some progress   

3 Significant progress 

4 Activity complete 

5 Approved and documented 

n/a Not applicable to this project 

 

The Tool tracks the scores and totals them as a percentage of the perfect alignment with Best 

Practice (100%). The closer to 100% the scores are for each Section, the more confident the project 

leaders and owners can be that the project will be executed successfully. 

 

 

Figure 1 shows snapshots of the Tool – see the following pages: 

 

Fig 1a  Coversheet and Self -Assessment Summary  

Fig 1b  Concept Evaluation Assessment  

Fig 1c  Developed Design Assessment  
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Fig 1a Coversheet and Self -Assessment Summary 
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Fig 1b Concept Evaluation Assessment – two snapshots 
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Fig 1c Developed Design Assessment – two snapshots 
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The tool is available here [http://consig.org/wp-content/uploads/2021/05/Design-Stage-Quality-

Best-Practice-v2.3-March-4-2021.xlsx].  
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The team 

The team was assembled through our networks to get a good coverage of experience, geography 

and affiliations.  The original team comprised: 

Name Country Companies Affiliations LinkedIn address 

David Myers UK Shirley Parsons ex 
Heathrow Airport 

CQI www.linkedin.com/in/da
vid-myers-3535591 

Anita        
McReynolds- Lidbury 

USA Arcadis; now Austin 
Transit Partnership 

ASQ www.linkedin.com/in/ani
ta-m-aa7a9a11 

Greg Wennerstrom Canada Lusail LRT Project, QCVC 
Alstom Consortium 

ASQ www.linkedin.com/in/gre
gwennerstrom 

Martin Andrew Australia Ex AECOM and URS AOQ www.linkedin.com/in/ma
rtinhandrew 

Helen Soulou UK Heathrow Airport CQI www.linkedin.com/in/hel
en-soulou 

Jonny Montgomery UK Shirley Parsons CQI www.linkedin.com/in/qu
alityinconstruction 

Zoran Stojanovski Australia AECOM  www.linkedin.com/in/zor
an-stojanovski-305095b 

Filipe Maya UK BRE Construction 
Innovation Hub 

 www.linkedin.com/in/luis
felipemayaduque/ 

Once the Tool was fully drafted, John Morrison (a construction rework expert) joined the team to 
help promote the Tool in Australia and NZ 

John Morrison Australia Frontline Coach Pty Ltd  www.linkedin.com/in/joh
n-morrison-15101923/ 

 

The team was assembled through our networks to get a good coverage of experience, geography 

and affiliations.  

The process used 

The team worked virtually. They met first in early December 2020 and discussed a draft of the tool 

commissioned by David Myers whilst working at Heathrow Airport in the UK.  The team was led by 

Helen Soulou based with much input from Arup, Atkins and Jacobs. 

We refined this over several meetings in early 2021, each of us providing detailed feedback on 

successive drafts which David Myers collated as input to our meetings, where we discussed and 

agreed the changes. 

We also received input from Ed McCann, Co-Founder of the Get It Right Initiative. Ed is also the 

incoming President of the UK Institute of Civil Engineers, one of the foremost civil engineering 

bodies (www.ice.org.uk).  

In Australia, Zoran convened a workshop of AECOM construction design engineers, quality team 

members and delivery excellence practitioners.  This generated rich feedback.  

The current version, which is the result of rigorous peer validation and testing, is now sufficiently 

refined to benefit from wider testing and feedback. To that end we have created a LinkedIn page for 

the Tool, Quality in Construction Design Tool https://www.linkedin.com/groups/9062991/  

 

http://www.linkedin.com/in/john-morrison-15101923/
http://www.linkedin.com/in/john-morrison-15101923/
http://www.ice.org.uk/
https://www.linkedin.com/groups/9062991/
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Endorsements 

The Tool has received strong support already. Senior professionals from the Institute of Civil 

Engineers (ICE), the UK High Speed Rail project (HS2, currently the biggest construction project in UK 

and Europe) and the Get It Right Initiative plan to promote this at a conference in September; this 

will involve other major bodies such as Institute of Builders, Association of Design Management, 

Highways England, and Network Rail. GIRI are also going to seek clients to use the tool as early 

adopters.  If successful, that will generate excellent feedback and data. 

The North America (and globally), the ASQ’s Construction Division has endorsed the tool. 

 

The future 

The team plans to review this tool annually in December, in the light of feedback received. If you are 

experienced in construction, please try the Tool and give us your feedback via the LinkedIn group.  

We have launched this as a ‘Best Practice’ Tool as that allows for easier adoption and refinement. 

Even in its current form, we firmly believe that applying this tool will help construction projects 

minimise rework and come in more on-time, on-budget and safely.  

Our hope is that eventually the Tool will gain enough traction that it can be formalised into a 

Standard, perhaps part of the ISO 9000 Quality Management series. 
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