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Mies: ‘Less is more’

Preface

Quality management has all the earmarks of an oxymoron — no
wonder design professionals are suspicious of the concept!

Quality is an idea, an approach, a theory. The hallmarks of any
theory are simplicity, brevity and tidyness. Mies got his down to an
enduring three short words. Einstein’s is even more durable, and

— at just five characters — probably has set an unbreakable record.

By contrast, management is about people. Therefore, management
is not simple or tidy — it is messy and complex, an ever-moving
target.

Quality has a quicksilver nature, hard to grasp. Yes, it can be
accurately reduced to a brief set of generic principles — and the
international standard for quality, ISO 9001, does that admirably. At
the same time, quality means a description-defying passion to excel.
This passion drives some of its holders toward a widely-held vision
so lofty it includes uplifting of — and poetic to — the human spirit!

These ‘mountaintop’ goals have to coexist along with such mundane
chores as keeping out rainwater and durability to last half a century!

These (a brief set of generic principles, and over-arching,
inspirational goals) are, respectively, the ‘little g” and ‘big Q’
aspects of quality noted by Juran and Franklint. How does one
resolve the breadth — the pan-practice sweep — of such concepts?

The original vision for this handbook was much larger than the
space available, and the result is better for it. When confronting
severely right-brained readers — my primary market — with a pile of
words, Mies’ dictum is spot-on, and the arguments for Viagra don’t

apply.

The result is not intended as a one-stop shop for designing a QM
system, although you could certainly use it for that. Rather, it is a
network hub for information about quality in architecture.

It is also two books in one: a practical guide to theory and concepts,
representing the ‘Q’ of QM; and a comic book story about a
fictitious practice that closely mirrors the complex, untidy, messy,
people side — the ‘M’ of QM — the reality that glides in and out of
the main story.
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Right to the very end, | was never sure that | could bring the two
together. You won’t be either. But it’s not the end that matters: it is
the journey, and the challenge.

Footnotes

1 Dr. J. M. Juran is one of the towering pioneers of quality. His work is of interest to design professionals,

because he has focused on the design of planning for quality in services. In his 1992 work Juran on Quality
by Design: The New Steps for Planning Quality into Goods and Services, he identifies a “crisis’ of quality,
which he says has given rise to the ‘big Q, little Q’ terminology, where ‘big Q’ looks at the whole business,
and “little Q’ equates quality with conformance to standards or specifications. Juran says ‘Some companies
have defined quality in terms such as conformance to specification, or conformance to standards. These

are dangerous definitions when applied at managerial levels. At those levels what is essential is that the
products respond to customer needs. Conformance to standards is only one of many means to that end.”

James Franklin’s research on design quality has led to what he calls (after Juran) ‘big Q, little Q” concepts
of design quality. By ‘big Q’, Franklin means “delighting the customers’. This he contrasts with *plain old’
quality, which he says “... gets measured in terms of how well the specified requirements were met with no
quantifiable deficiencies or errors. It means being on time and in the budget with no discernible negligence
— doing things the right way in sequential order.’
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Foreword

Finally, a book on Quality in Architecture that is not mundane — a
book that appeals to us right-brained individuals!

Straightforward and humorous, while rich in content, this book
weaves together all of the elements for a successful quality-based
practice of architecture, in one enjoyable read. With his choice of
key resources, Nelson brings together and builds on the wisdom of
the top thought leaders in the industry. Within these pages, you will
find a comprehensive examination of what we, as practitioners, can
do better in serving as the Creators of the Built Environment.

Using the art of storytelling, the book balances the serious issues of
practice with a fun and creative approach that keeps your interest
peaked as you gain a wealth of knowledge. In this approach, the
elements of quality are applied to our daily practice in a holistic
way.

The vignettes are unique graphic illustrations that reinforce the
content, while greatly enhancing the effectiveness in understanding
the information being shared. They will bring a smile to your

face — as we are all able to see ourselves in the various situations
cleverly portrayed.

As you read, you will be hearing yourself say ‘I’ve seen that
happen’ or ‘I’ve heard about that before’ or even better yet ‘Oh my
goodness! I’ve been there!” Now you will recognize, and know how
to overcome, the pitfalls of practice — by taking positive, quality-
based initiatives.

This book is an all-encompassing guide to enhance our
understanding of what we need to be doing everyday in our
practices. Information is of no value until it is personally applied;
until it is used to inform how one thinks and acts; by applying

the gained information. Only then does the information become
knowledge, for then it has relevance!

This book very cleverly provides the information for us to obtain
the riches — the knowledge base — for an effective and successful
design practice; and in so doing, increases our ability to enjoy what
we do.

If knowledge is truly the “‘currency for the 21st Century’, this book
provides the stepping stone to wisdom for all who read, share and
apply the wealth of information contained in the following pages.

Eugene Hopkins, FAIA, SmithGroup
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Data > Information >
Knowledge > Wisdom

The Oxford Dictionary
defines wisdom as
‘possession of experience
and knowledge together with
the power of applying them
critically or practically’.

Introduction

Information is data endowed with relevance and purpose.

Peter F. Drucker

In 2001, The American Institute of Architects (AlA) embarked on
what it called its ‘Knowledge Agenda’, in a historic, radical re-think
and re-building of its member service activities. As a participant in
several of the national ‘Grassroots’ meetings, where this agenda was
vigorously debated and slowly hammered into shape, | and others
came to appreciate the evolutionary path represented by Data >
Information > Knowledge > Wisdom.

+ Data is event-specific and factual. For example, a matrix of all of
contractor requests for information (RFIs) and their causes, for a
project, would be data.

+ Information is a distillation and refinement of data; drawing valid
conclusions from data. For example: the analysis of the matrices
of RFIs for a number of projects, leading to conclusions that RFIs
could reliably and predictably be sorted into causal categories, is
information.

+ Knowledge is a distillation and refinement of information. For
example, knowing about the historical pattern of RFIs across many
projects, designers can predict how much time they should allow
for answering them, and how their responses should be varied
according to the causes.

+ Wisdom is a subjective distillation and refinement of knowledge.
For example, a seasoned architect, armed with experience and
knowledge about incidence patterns and causes of RFIs, will be
able to spot a ‘nuisance’ or ‘frivolous’ RFI instantly, and will
instinctively know how to best handle the situation to reduce or
prevent its recurrence.

Knowledge is the highest level of understanding that can be
commonly held; wisdom exists only in the human brain, e.g. is
personal and unique to the holder. When the holder of wisdom
imparts it to others, it is received as knowledge.We do speak of
‘collective wisdom’; I would argue that that idea refers to a group of
wise people acting on a common issue.

This view of the relationship of information to knowledge

is fundamental to the organization of this handbook and the
documents that support it. The initial contributions of authorities in
various aspects of managing quality, and case studies of practices,
together with paths running out to an extensive collection of related,
web-based resources, create a rich tapestry of relevant, valuable
information.
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This tapestry is rich in breadth — there are more than 30 professional
disciplines involved in the management of quality in architecture;
and rich in depth — a palimpsest of practice knowledge handed
down through generations.

Too rich, in fact — no busy professional could afford the time to
mine all that information.
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‘I know it's here somewhere’

We were promised the paperless office, only to find we have more
paper than ever before. We live in the Information Age, and are, to
some degree, lost in its vast dark forest.

Using the handbook
web site

There are models for this
dual approach. The PMBOK
Guide (Project Management
Book of Knowledge) is a
concise 400-page guide to
the collective knowledge

of its membership. The
other model is Wikipedia, a
remarkable web-based, free-
content encyclopedia, that
anyone can edit, started only
in 2001, that at this writing
has over 1 million articles.

This handbook is also the gateway to that knowledge store, via the
handbook’s website, www.mgia.com. References to articles in mqgia
are listed at the end of each Part of this handbook, and referenced to
the corresponding chapter number here.

That knowledge store will grow as there are more contributors, and
evolve as contributors edit and update their input.

Contributors to this handbook are referred to as ‘Key Resources’
throughout.

Rather than rely on hard-wired URL links in the text (which can
and will change), access is via a manual tabbing path, for example:
[www.mgia.com > authors > Andrews, Ray]. This means that after

going to the website, you click on the tabs or pages indicated after
the “>” marks.

Voice & gender

Throughout this handbook I use the royal pronoun ‘we’. Generally
this means all of us as professionals in the design and construction
industry.



Xiv

Managing Quality in Architecture

Sometimes it means the key resources, those who provided case
study information, and me as principal author. Hopefully the
distinction will be evident by the context.

To avoid the awkward construction of dual pronouns (e.g. his/her),
gender references in this handbook are masculine in the odd-
numbered chapters and feminine in the even-numbered chapters.

Acronyms and
definitions

Acronyms are identified at their first use, and are listed in Chapter
12.1, together with definitions of quality industry technical terms.

Leitmotif: Ackler
Izmore + Shay Space
Architects

This is a serious book, but offices that play together stay together,
so we’ve introduced a little light relief, our leitmotif — the story of
the office of Vern Ackler, Les Izmore and Clea Shay. Their story
weaves in and out of the handbook, chronicling the course of a very
important project for their firm.

This firm has recently completed a re-branding exercise to try to get
away from being treated as a ‘commaodity” and to open up some new
lines of business. They now call themselves AIS Space Architects
(hoping to pick up some interior design commissions), and they’ve
invested in a snazzy new website.

As their story opens, a wealthy Asian investor has seen their website
(top of the Google list of returns) and has given them the job of
designing the toilet block for his new space station. Be careful what
you ask for! There is a catch, and that is that they have to produce a
certifiable quality management plan by the end of the design phase.

Meet the folks at AIS. There is a rogue’s gallery on the website. Any
resemblance to people you know is purely intentional.

Who's doing
the prop?

Great news - our new web site's
| been up only a week, and we've
already got a nibble - some Asian
group putting up a space station

I'll signup
for site visits!
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1 Why Quality?

1.1 Do lreally need this?

1.2 Whatis ‘quality’?

1.3 Can quality be managed?
1.4 What do clients really want?

1.5 How well do we manage our clients’
perceptions?

1.6 Why do practices implement quality
systems?

1.7  Which practices benefit from adopting
QM?

Well done, troops -
You've all heard the

Yes, Clea - we need CN
Quality Committee - to
start right away - you'll
chair it, and T want
design, documents and
admin all represented

good news - we won the

Space Station project -
toilet and shower
facilities for 50

astronauts and visitors!

What about
gravity? Do we
know how to do

one of these

things?

so that's Les, Hugh and
Weldon - OK?

LT

FAR
ouT!

There's just one
catch - we have to
have a certifiable
QM system by the

end of design

—

An important Ackler [zmore + Shay weekly staff meeting - democratic as always
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Five case studies describe
how practices have applied
principles of structured
quality management to
reduce errors and risk,
increase client satisfaction,
break into new areas

of practice, increase
profitability, improve staff
retention, and — dare | say it
— actually change the culture
of their practices.

Twenty two key resources,
each an authority on some
aspect of design quality in
his or her own right, join me
in creating this ‘one-stop
shop’ of practice knowledge.
Their full contributions

are on the handbook’s

web site. The handbook
provides the links to more
detail, as well as to the key
resources’ web sites and
other resources, should you
want more information on
any topic.

1.1 Do |l really need this?

The central issue for all professionals is not how successful you are, but
whether or not you are prepared to strive for greater success.

David Maister

Perhaps longer versions of the chapter title question could be “Will
reading this book be worth my investment in time and money?’ or
‘Will the ideas in here actually improve my design practice, or is
this just another management fad | should ignore?”’

Generic management books are generated by the ton each year.
Generic quality management books are generated by the hundreds.
But books on managing quality, specific to the design and
construction industry, are generated very rarely.

Does one or more of the following situations describes your
practice?

+ Our services seem to be treated more and more as a price-based
‘commodity".

+ Sometimes we lose the next project for a client, even when we've
done a great job on the previous one.

+ We probably do a lot more rework than we need to, but we don’t
know because we don’t measure it.

+ Our designers never know when to stop designing, and it impacts
on the time to complete the project.

# Scope creep is a constant problem, and it's hard to get increased fees
for it.

¢ We are expected to manage the rest of the project team, but find it
difficult to get paid for doing so — and our people aren't very good at
keeping the rest of the team on schedule.

These, and a lot of other situations that frustrate principals, are in
fact quality problems in disguise.

The goal | share with my colleagues is to provide readers with
useful ideas and examples from successful design firms around
the world, presented in a no-nonsense, practical way. Based on my
experience with other firms, | believe that using these ideas will
improve design practice. More than 75 short chapters tackle these
issues in a holistic, integrated way, using the principles underlying
the international quality standard as a baseline for a practice-wide
program for lifting performance.

So, do you really need this? If the bullet points above are irrelevant
to your practice and your life, probably not!



This handbook is about
managing quality in
architecture, in the traditional
meaning of the word;

design and managing the
construction of the built
environment — including
buildings, engineering
works, interiors and
landscape architecture — and
in the provision of all the
services that these activities
require.

1.2 What is ‘quality’?

God is in the details.

Ludwig Mies van der Rohe

And, as every designer knows, so is the devil.! And so is quality.
Indeed, the traditional (and prevalent) view of quality is that it is
all about details: error-free documents, checking cross-references,
interdisciplinary coordination, and so on. This view of quality is
appropriate for a ‘“manufacturing’ view of architecture, which sees
the results of design as a ‘product’ — a building, a bridge, a park.

Les Izmore was silent during Vern’s announcement, reflecting on
his idol’s aphorism, the death of the astronauts in the Discovery
shuttle disaster, Frank Lloyd Wright's remark about planting vines?,
and construction administration for the project. He thought ‘There
is no ivy in space, and the gods won’t be very forgiving’.

The ‘in the details’ view of quality, however, is inappropriate,
incorrect and inadequate for a perspective of architecture that is
about service, and that sees products as outputs of service. If you
are in the service business rather than the product business, then
your perspective on quality will be fatally flawed if it is restricted

to finding the devil in the details. A service perspective of design
means that quality is a key component of all service functions, such
as communication and client relationship management. This is the
‘Big Q’ view of quality?, and it sweeps across every aspect of design
practice.

What is quality? The official definition* is ‘the degree to which a
set of inherent characteristics fulfils requirements’. Requirement

is defined as ‘need or expectation that is stated, generally implied,
or obligatory’. Put these together, and quality is ‘the degree to
which a set of inherent characteristics fulfils stated, implied or
obligatory needs or expectations’. ‘Obligatory’ means compliance
with all laws, statutes, codes, and regulations. ‘Expectations’ means
that requirements are also defined by the ‘customer’, which in
architecture means, besides the client, the end users and the public,
and sometimes even financial institutions.

In short: there is very little, if anything, about design and
construction industry output that doesn’t come under the umbrella
of “quality’. All of this can be modified by adjectives, such

as ‘poor’, ‘good’ or ‘excellent’ (the degree to which the set of
inherent characteristics — read ‘design’ here — fulfils these diverse
requirements).

Clearly, then, a program of “‘quality’ in architecture means
improving the degree to which design fulfils needs and expectations.



What is quality?

Note that the above list
does not include quality
assurance (QA), which

is defined as ‘providing
confidence’ that quality
requirements will be
fulfilled. For example,

the statement ‘our goal

is to meet and exceed
client expectations’ is
quality assurance. The
2000 edition of ISO

9001 effectively dropped
‘assurance’ as key
concept, replacing it with
an emphasis on customer
satisfaction. QA is best
understood as express or
implied promises to the
client.

Managing such a program involves three main activities at the
project level:

¢ Quality planning, which establishes quality processes appropriate
for a particular project, determines resource requirements, and
assesses project inputs.

+ Continual improvement, a process monitoring approach that seeks
to identify potential quality problems and their causes, so as to
prevent their occurrence.

¢ Quality reviews, including quality control (QC), which seeks to
identify and fix errors and omissions before release of documents.
A QC example is pre-bid checking. Review techniques also include
design reviews, design verification, design validation, audits and
feedback.

Taken together, these activities are called quality management
(QM), and are focused on the linear progression inherent in every
project: inputs, processes and outputs. | expand on these ideas in
later chapters, particularly in Part 3.

This is a broad, and correct, view of ‘quality’. However, this view is
not widely understood in the design professions. Not a few people
who are considered knowledgeable about quality processes often
still talk of ‘QA-QC initiatives’ or other constructions that simply
aren’t accurate in the context of the international standard for
quality, 1ISO 9001:2000.

Part of the confusion over meanings comes from the fact that the
international quality movement is very young — about 60 years
—and has evolved its international terminology over the past 15 of
those years.

Design professionals, and master builders before them, have been
dealing with what is now termed ‘quality’ for all of recorded history.
Moreover, the idea of ‘managing design’ has been considered an
oxymoron until only very recently: as little as a decade ago, the
term was rarely used, and then regarded with great suspicion.

The prevailing view among designers was that tampering with this
mystical, sacred process by ‘managing’ it would rob it of its vitality
if not destroy it altogether. That view has not exactly disappeared,
but forward-looking practices now do understand that the design
process can — and should — be managed.

Hold on! Don’t we
already do this stuff?

This confusion of concepts, and the unfamiliarity of the terminology
to design professionals, masks the fact that we all do a great deal of
QM every day.

Sometimes well, and sometimes poorly. We just don’t call it
‘quality’.
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The TQM (total quality
management) movement in
architecture in the 1980’s
left those who tried it deeply
disillusioned; the whole
exercise gave ‘quality’ a bad
name that persists today.
The cultural ‘leap’ between
the TQM of manufacturing
and design practice was just
too great.

James Franklin, FAIA, explores this phenomenon in his book
Architect’s Professional Practice Manual with a subchapter entitled
Don’t Call It Quality Management.

Not wanting to discuss the concepts — not ‘wanting to go there’

— means that we have no objective methods for capturing and
comparing information about how we did on previous projects, or
benefiting from structured learning about the results. This approach
puts us in the unfortunate position made famous by George
Santayana: ‘Those who cannot remember the past are condemned to
repeat it’.

The goal, simply, is to do what we do better, and consistently. And
for that, we need a common language. We need to ‘go there’ — talk
about it — if improving the quality of our service to our clients is to
be part of our agenda.

This argument does not mean that | am advocating a stampede
toward the wholesale application of generic quality principles in
everything we do. With extremely rare exceptions, practices that
try that fail. To the contrary, the central thesis of this handbook is
to start talking about the ideas, comparing what we already do to
accepted principles of managing quality, and asking ourselves how
we could improve on what we already do.

The above approach is highly pragmatic. The owners and key
personnel of design practices have to really believe that change
will benefit the firm, or a program of change will be ignored or
undermined and sabotaged. Building this belief takes discussion,
time, testing, evidence, and implementation planning.

Perceptions of
guality in design

Setting aside discussing “‘quality” and ‘management’ in the same
phrase, perceptions about the meaning of ‘design quality’, vary
predictably, with the ‘eye of the beholder’. Two examples:

¢ Aaron Schwarz, AIA, writing in Update 2004 to the AIA The
Architect’s Handbook of Professional Practice (hereinafter referred
to as AIA Handbook) emphasizes the importance of consistency
in design quality, and of the difficulty in achieving consistency in
multi-office practices.

¢ James Atkins, FAIA, in the same volume, in a paper entitled
‘Maintaining Design Quality', has an approach not unlike many
clients; emphasizing the importance of budget management, value
analysis, controlling substitutions, submittal review, controlling
construction nonconformity, and design compromise.
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Excellence vs.
quality

We are what we repeatedly
do. Excellence, then, is

not an act, but a habit.

— Aristotle

The harsh reality of
marketplaces is that it is
very hard to develop a
reputation for excellence for
something that you do ‘most
of the time’. — David Maister
(Practice What You Preach,
2001, The Free Press)

Stuart Rose, in his book
Achieving Excellence in
Your Design Practice (1987,
Whitney Library of Design)
says: All excellent firms
share one trait: an obsession
with quality. He goes on to
note: Quality, in fact, is
almost synonymous with
excellence in the eyes of
most design professionals.

In discussing this
relationship of quality to
excellence, Rose states ...
quality obsession is that last
inch, that extra mile, those
few extra steps that make
the difference between

a good job and a great

job. A quality obsession
also includes consistency.

It involves a consistent
commitment to go for the
greatness, and to do what it
takes to go from being good
to being excellent.

Norman Kaderlan, Designing
Your Practice, 1991,
McGraw-Hill. Reproduced
with permission of The
McGraw-Hill Companies.

Design quality is often seen as more or less synonymous with
‘design excellence’. The AIA has taken a leadership role in defining
design excellence, and it is instructive to review briefly what the
AlA learned in its ‘Roundtable’ discussions about excellence and
how it is achieved.

In 1989 The AIA published In Search of Design Excellence, the
results of what the then president Benjamin Brewer Jr., FAIA called
in the Foreword ‘an ambitious, careful, and serious investigation
into the important subject of design excellence’. This compendium
of 10 “‘excellent’ papers on the subject included a 55 pp document
by the then AIA Resident Architect James R. Franklin, FAIA,
entitled Keys to Design Excellence. Franklin cites the ‘Signature
Firms roundtable’ events as having produced the best answers to
questions about design excellence. He defines design excellence

as: ‘the perceived quality of the experiences a building provides for
three groups:

¢ The Profession — through design awards, publications, etc.,
¢ The Participants — client, architect, consultants, etc., and

The Public — user groups, tenants, the community, through
approval, support and enthusiastic use.'

Few would disagree with this somewhat complex definition, but
its implications should not be ignored. By this definition, design
excellence is achieved only when the perceived benefits are there
for all three groups.

Norman Kaderlan, an astute observer of architectural practice, in
his book Designing Your Practice observes: *‘Expectations shape the
relationship between designer and client. The client’s expectations,
however, are likely to be different from yours. ... The quality of
service may be more important than the quality of work. Issues that
are significant to you, such as design excellence, aesthetic impact,
and making a design statement, may be less critical to the client.”

Here we see an important, perhaps fundamental, distinction, that
of quality of service vs. quality of the design which results from
that service. Frank Stasiowski, among others, has defined quality
assurance as ‘meeting and exceeding the client’s expectations’.

Kaderlan notes: ‘Expectations are like land mines. If you aren’t
clear about them, they can explode at the worst possible moment
and destroy the trust you have worked so hard to develop’.

I return to these ideas later. Expectations of the client, and of other
project ‘users’, are core to principles of managing quality processes
in the design practice.



The idea that design
management is an
oxymoron is sufficiently
prevalent that the AIA
Practice Management
Knowledge Community
Advisory Group (PM.KC.AG)
has conducted sell-out pre-
Convention workshops at
AlA National Conventions in
2003, 2004 and 2005 with
the title Managing Design

— an Oxymoron for the
Ages? — knowing the title
would strike a chord with
Convention attendees.

1.3 Can quality be managed?

Architectural practice has become one of the major design problems of
our time. While addressing this problem will demand changes in how
we practice, it must begin with a redefinition of design.

Thomas Fisher

In the previous chapter, | noted that a lot of designers still consider
the idea of ‘design management’ to be an oxymoron.

Since accepting responsibility for chairing the Quality
Committee, Clea was having trouble sleeping. It wasn’t the idea
of quality that was bothering her, it was her colleagues. As long
as everybody stayed in their corners and did their jobs, things
were OK. But she wasn'’t at all confident that ‘pulling together’
on acommon project would go so smoothly.

Managing quality and managing design are different things, but
necessarily tightly related — because the design process is the
essential deliverer of quality results. It follows that if the prevailing
attitude in a design culture is that design management is an
oxymoron, so is quality management. If one digs into this a bit, it
turns out that the question translates to other questions, for example:

+ Can people responsible for quality (or design) be managed?
¢ If so, what is the best way to manage them?

+ Can people responsible for quality (or design) be trained to more
effectively manage quality (or design) in their projects?

The answer to the first question is ‘yes, most of them’, even
though the answer to the second might be the same as the answer
to the lovely old question about how porcupines make love (very
carefully). The answer to the third question has to be ‘of, course, if
they see the value in it’.

Practices don’t manage quality; people in practices manage quality.
If they are to do it well, however, people need:

+ clarity about how 'quality" is defined, to the practice and to the
client, on the project;

+ knowledge of the processes that will produce the desired quality;
¢ appropriate tools and aids; and

+ most important of all: a blame-free culture that supports learning
from mistakes, rather than hiding them.
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The widespread notion that
being organized somehow
stifles creativity is a myth or
an excuse. Many creative
people are surprisingly

well organized. They have
come to recognize that
being organized helps to
remove obstacles, giving
them the space in which
their creativity can grow and
unfold. — Thorbjoern Mann

OK, we all know what
we have to do - and the
first thing is to agree
on what "quality" means

Having those basic requirements doesn’t guarantee quality
performance, however. Quality, however defined, demands a
certain amount of discipline, and some people (including not a few
designers) are not genetically disposed toward discipline. And some
people are lazy, and really don’t want to pay attention to detail.

I devote Part 5 of this handbook to a further exploration of this
important topic. The point of introducing it here is to emphasize that
everything covered in this volume has to be delivered by people. It
doesn’t happen automatically.

Firms spend huge amounts of time and money creating lovely
quality systems that simply don’t work, because they are not
embraced by a critical mass within the practice. By “critical mass’,

I mean enough senior people who understand, believe in, and
consistently use the systems, that they virtually create a mandate for
use throughout the practice.

And how does a practice leader motivate senior people to create that
critical mass in his practice? The short answer: ‘leadership’. See
Chapter 4.1.

Anybody who doesn't
know should be fired.
How long is this
meeting going o take? |

What a waste
of time thisis

Cool it, Hugh. Clea,
I've been doing some
checking on the
internet - I think we
need to do some
research before we

decide

I'll be filling in for
Les until he has time
to join the group

e said)

We've always said
we believed in
excellence - T

think they mean

the same thing

The Ackler lzmore + Shay Quality Committee meets for the first time, resolving nothing
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The most significant
characteristic of the
organizational clients is
their disposition to view
architectural production
from a purely rational and
instrumental perspective.
This means that the
organizational clients regard
buildings as capital assets,
which should be managed
like every other source

of productivity, income
and profit. As a result,
plans for new buildings
and for the renovation of
old buildings are judged

in terms of their initial

and maintenance costs,
their resale value, their
implications for corporate
income, their usability as
working environments and
their possible effects on
organizational efficiency
and employee morale.

All features of buildings
come to be judged by
these criteria, including the
esthetic dimension, which
traditionally was considered
as outside the realm of
this calculation. — Robert
Gutman (Architectural
Practice: A Critical View,
1988, Princeton Architectural
Press)

1.4 What do clients really want?

My architect should understand what | need, not what I think | need.

Government client, The Client Experience

There is a fair amount of thinking and research into the clients’ view
of the design process. Robert Gutman (see sidebar) identifies the
client valuation of design as a ‘bottom line’ issue.

Weldon disliked meetings and hated committees, but he

was ready to get seriously involved, because in it he saw an
opportunity to do something about what he considered to be
the biggest roadblock to the firm’s success — his colleague
Hugh Brisse.

Gutman’s view is broadened by Kevin Green in the AIA Handbook:
‘... the vast majority of clients see the designed environment as a
means to an end rather than an end in itself. Corporate ownership’s
threat to invest elsewhere always hangs overhead like a Damoclean
sword, ready to fall for any decision that might diminish equity
value’.

Ellen Flynn-Heapes agrees, noting ‘Profit comes from customers.
And one thing really matters to clients: they MUST reduce their risk
and maximize their return. To the extent that they can, they’ll hire
the best in whatever it is that they perceive they need.’

Francoise Szigeti, Vice President of The International Centre for
Facilities, disagrees, asking ‘What is “best” for what purpose?’ She
notes that the above position is ‘in contradiction with the concept
of quality as fitness for purpose at a given cost. It implies that there
is a “best”, and that cost does not enter into the equation. Quality
is relative, not absolute. It is (what is) most appropriate at a given
cost.’

Frank Stasiowski FAIA has prepared a paper on this topic, available
on the handbook website. He says:

‘21st century design firm clients want their designers to know
them better than they know themselves. In fact, clients don’t

want just designers: ultimately, they want strategic advisors who
understand the larger reasons why they want a building project
and who can help them deal with those reasons. They want a
designer who knows their industry ten times better than they know
it — where the designer has a specialty in that industry and has a
big picture of where it is going.

‘But more, clients want someone willing to get in the trenches
with them and know their specific business as though the client
and designer had started the business together.

They want someone who understands their larger dreams, their
long-term vision, the reason they started the business in the first
place.
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It's not just ‘listening’ that
clients want. Some 96
percent want a professional
suited exactly to their
problem area, whether
technical, price, or process-
oriented. — Ellen Flynn-
Heapes

They want someone who knows where they are going — and has
already been there.’

Stasiowski says that this ‘scenario’ breaks down into three
‘mutually nonexclusive components’: Communication, Setting
Strategy and Delivering Value.

In building his argument, Stasiowski quotes from a large number of
sources and case studies. The gist of these points:

Communication: Learn to thoroughly understand your clients’
businesses, and take every opportunity to show them that you do.

Setting Strategy: Look beyond ‘the project’. Think as a business
consultant, rather than as a designer. Set your business strategies to
coincide with those of your clients.

Delivering Value: That is, value as measured by the client. Too
often, as designers we attempt to impose our own values on the
clients’ projects. There is nothing wrong with expanding a client’s
awareness, but a basic conflict of project values will not lead to
client satisfaction, referrals or repeat business.

Stasiowski concludes,

“The fact is that we add value by providing design solutions. That
is our true product. The finest service we can offer — and the one
the client wants (whether or not he or she knows it) is to find what
the client needs to make his or her business thrive, then structure
our service and price based on what the client wants to “buy”.

If we take ourselves out of the cost-driven commodity market,
where price is all a client considers, we deliver the value the client
really wants.’

The point here is that the real market for A/E services is changing,
and practices that respond to these changes and stay at the front

of the wave will prosper; those that don’t will be washed away. In

Part 11, | discuss these changes, the forces driving them, and some
alternatives for meeting their challenges.

Can a profession
adapt to a changing
market?

Sometimes an entire profession can use an impending crisis to
reposition itself to its advantage. The example I’'m thinking of here
is that of Australian quantity surveyors (QS). Begun by quantity
surveyors brought out from the UK after WW I, the profession
changed very little for nearly four decades. Then CAD systems
started to replace manual methods. It didn’t take too much thinking
to figure out that, in due course, CAD would be able to do the lion’s
share of what a QS did.
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Why quality?

I don’t know if a conscious collective decision was ever made

to change — but change the profession did — and in changing, its
members moved themselves smartly up the food chain. Today, they
sell “cost planning’ services to owners and developers, often before
any architects or engineers are hired — and not infrequently they
even advise their clients on the appointment of design consultants.
Yes — they still do the old QS “take-off” business — with modern,
cost-effective tools — but that part of the business is largely
commoditized, whereas the cost-planning business is not. And it
won’t be, because it operates at the “trusted advisor’ level.

To return to the question, What do clients really want?, think about
the traditional strength of the A/E professions. We are, by training
and inclination, first and foremost problem solvers. We are very
good at it. But that skill presumes a problem has been identified —
which is often not the case. Sometimes there is a stated or apparent
problem, masking a deeper, more complex issue. Solving the
surface problem is not really helping the client.

One practice that tackled this issue head-on is CRSS, which, under
the leadership of William Pefia, FAIA, developed a ‘breakthrough’
programming methodology called problem seeking, that has helped
the practice to achieve the prominence it enjoys today.

Perhaps that sounds a little like ‘looking for problems’, which could
have a negative connotation. Combining those ideas, | get solution
seekers, which I believe is a much better description of what clients
really want than ‘problem solvers’.

Solution seeking

‘Business’ is used here

in the broadest sense

— referring equally to
institutional and residential
clients as well as
commercial clients.

For two decades, | have read everything | could find on the

topic of how practices successfully connect with their clients,
searching for common denominators in their stories. From this, |
conclude, with confidence, that the very best client relationships
— where consultants enjoy a ‘trusted advisor’ status, where price
is way down on the list of client priorities, and where clients keep
returning, are those where:

+ the relationship is focused on the client’s business rather than the
client’s project;

¢ the client sees the consultant as expert in key aspects of her own
business;

¢ consultants measure the value of their solutions by the effect they
will have on the client's business.

All of which I sum up as “solution seeking’, a hallmark of the ‘high-
quality practice’.
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To re-state the point made
in Chapter 1.2, quality

in architecture means
improving the degree

to which design fulfils
needs and expectations.
Expectations are forged
in the broader arena of
perceptions. Hence, our
management of them is a
quality issue.

1.5 How well do we manage our clients’
perceptions?

If you’re making progress on client satisfaction, skill building,
productivity, and getting better business, you’ve got all the strategy you
need. And if these aren’t your objectives — well, it’s hard to imagine
what you are up to.

David Maister

There is only one way to exceed your clients’ expectations: You
must first lower them to some point below where you can deliver
the project within the budget and schedule.

Vern thought privately that the idea of producing a quality system
was unnecessary, but if that's what the client wanted, he would
make sure that his staff gave it priority, and keep his opinions to
himself. Putting Hugh on the committee would ensure that the
others didn’t get too carried away.

One of the consequences of architects’ and engineers’ brief flirtation
with TQM (total quality management) in the mid-80’s was the
appearance of the motto ‘we aim to meet and exceed our clients’
expectations’, on the backs of business cards and in firm vision
statements. The idea acquired buzzword status, and although less
common today, still hangs around in many practices, and in the
minds of many design professionals.

Noble sentiment, dumb idea. Let’s examine why.

It is generally accepted that a sizable segment of the population
holds a curiously paradoxical view of design professionals,
especially architects: They like the idea of being an architect and
associate it with prestige — but at the same time consider architects
to be impractical dreamers who have little grasp of pragmatic issues
like time or money.

The latter is a poor perception that should be raised - right?

Possibly, to the extent that it isn’t accurate (and, too often, it is
accurate). But is promising to ‘meet and exceed expectations’ the
way to raise it? A far better way is to actively demonstrate that your
practice has an excellent grasp of practical matters like managing
time and money.

If a client didn’t expect you to meet his expectations, he wouldn’t
be talking to you, so proposing to meet them adds nothing to
your value proposition. In the absence of knowing in detail your
client’s expectations, promising to exceed them is meaningless
—and so, therefore, making general promises to exceed all clients’
expectations is even more meaningless.
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Why quality?

Professional
society actions

My goal here is not a
discussion of public
perceptions about
designers, but how to create
the accurate perception that
your practice stands out
above the rest. ‘Accurate’
might be the tricky word in
that thought.

The AIA, RIBA (Royal Institute of British Architects) and most
other A/E (architecture/engineering) professional societies have
ongoing programs designed to raise public awareness of the role of
their members in society and to promote perceptions of value about
the professions they represent.

No doubt these programs have a positive effect in the big picture.
However successful they may be, however, they are best at
positioning their membership relative to other professionals who
are not members of their professional society. They can also be
effective at alerting their membership to industry-wide attitudes and
evolutionary change; the AIA’s The Client Experience, 2002 as a
good example.

What these programs cannot do is improve the competitive position
of a practice relative to its professional society competitors.

Shaping client
perceptions

If meaningless promises about expectations aren’t the answer, what
is? There are several methods:

Referrals are one of the most powerful shapers of client
perceptions. One kind word from a past client is more convincing
than a whole brochure of words and pictures from you.

How can you get your happy customers to tell the world that you
are the greatest?

Unsolicited testimonials happen, but rarely. Asking for feedback
greatly improves the chances of getting feedback. You have a
number of options:

+ Discuss it at the outset of the project. Especially where the client
has asked you for some concession (such as a fee reduction or
accelerated schedule) that you'd be prepared to give anyway, getting
agreement for a referral will cost the client nothing, and will be
easily granted. You will probably have to remind them later!

¢ Whenever you get a verbal compliment, ask the client to put it in
writing.

¢ At the conclusion of the project, set up a meeting specifically to
discuss your performance, record the results, and request permission
to use their comments.

¢ As part of your quality program: Explain, at the outset, that you
have a program of continual improvement that relies on feedback
from every client, and that you will want and expect it as part of
the professional relationship. If the client is interested, you can also
agree to provide them with feedback from your perspective.

¢ Asa'live referral: Happy clients are usually only too glad to
take an occasional phone call from another prospective client
— especially when they know they will be forewarned.
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Our last meeting didn't
accomplish very much -
we have to make some
progress today or we'll
fail to meet our deadline
for our new client

This download on
key performance
indicators is pretty
interesting stuff

Internet: Your website is an increasingly important perception-
shaper that the best firms use extremely well. I cover this in Chapter
4.3.

Caring: Demonstrating an awareness of your client’s business — and
there are dozens of ways to do this — builds the perception that your
practice is the right one to help solve issues it faces.

Data about the performance of your services and your projects:
What measurable effect did a project have for a similar client’s
business? Listen to Sir Norman Foster talk about any of his projects,
and you will hear about the way that his clients benefited from
them, in very practical terms.

I’ll return to the last two techniques in detail several times
throughout this handbook, so will not elaborate here.

I've been thinking
about quality control
in our department

Maybe I
better play
their game

Clea, I made a list of
all of our QC
processes - there's
more here than I
would have thought

The AIS Quality Committee tables its first rough roadmap



16

1.6 Why do practices implement quality
systems?

The obligation to the consumer never ceases.
Dr. W. Edwards Deming

The reasons many architectural, engineering, interior design and
construction firms have chosen to implement a formal quality
program can be adequately described under one or more of these
categories:

¢ An external marketing imperative
¢ An internal marketing imperative

¢ Adesire for improvement of some aspect of the firm's operations,
such as greater efficiency, better productivity, better document
control, etc.

¢ 'Total overhaul' — the decision to re-orient the firm's fundamental
business approach

The external

marketing imperative

The greatest value of a
leader is in ensuring that
a strategy is implemented.
This is revealed by the
very origin of the word
‘manage’ which derives
from from OIld French and,
literally translated, means
“the holder of the horses.”
The manager’s key role

is to ensure that all the
horses are moving in the
agreed-upon direction at
approximately the same
pace. — David Maister

By far, the largest number of firms first come to QM because
external forces require them to. Sometimes it is government-
imposed, as in the case of Australia and the UK, where certification
is a requirement for many kinds of government projects.

Sometimes it is private enterprise, for example in the area around
Southfield, Michigan, where the auto industries provide work for

a number of architects and engineers. Some years ago, the auto
manufacturers made it clear to these practices that they would need
to embrace quality management if they wanted to continue to be
employed. Many did, for obvious reasons.

The Standard states (Clause 7.4.2c) that one of the qualifications
purchasers should consider in contracting with suppliers is the
suppliers’ quality systems. This, in turn, tends to give ISO-certified
firms a distinct marketing edge with ISO-certified clients: All other
things being equal, a certified firm will score more points in a
comparative evaluation for appointment to a project team.

In Australia, some governmental agencies award extra *points’ in
evaluation if the firm is certified.

The internal marketing

imperative

The next largest group come to consider QM because they are
aware that it may give them a marketing edge.
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US firms seeking to expand their business off-shore know that 1ISO
9001 is increasingly a requirement around the world, and to either
be certified, or on the way, increases the chances of success in the
off-shore marketing exercise.

The AlA’s 2000-2002 research on member firms working
internationally showed that 35% of all firms of 50 or more in size
where involved in international projects, and that an additional 6%
of firms in the 50+ category were actively pursuing international
projects.®

Improve the firm

Many firms rightly think that QM will improve their internal
systems, sometimes as part of a response to external or internal
marketing imperatives. For example, they think they will be better
organized, find things faster, make fewer mistakes and do less
re-drawing, give staff a clearer idea of responsibilities and more
accountability for results, and help the firm do better than it is.

Of course, implementing a quality system will not, by itself,
automatically lead to such improvements, but it will create
a valuable context and monitoring system for making such
improvements.

Re-orient the firm’s
whole approach to
practice

Not a very high percentage of firms see the need to totally re-invent
themselves — it is a fear-fraught undertaking, not for the faint-
hearted. Sometimes, however, for some combination of reasons,
otherwise good, solid practices have lost their way — usually by
neglecting one or more key aspects of their business.

These firms face a slow, agonizing death without undergoing the
business equivalent of a heart or lung transplant.

The inherent structure of 1SO 9001 is one of the best tools available
to act as a basis for managing a turnaround of a firm’s declining
fortunes, or pulling it back from the precipice. This structure, for
example, can create a framework for implementing, monitoring

and evaluation of the kinds of ‘transformative’ practices that James
Franklin and Kyle Davy/Susan Harris have researched (see Chapter
8.3).

Not all firms wait until they are peering into the black, bottomless
abyss. Some, aware of the ever-increasing rate of global change
swirling about their practice, choose to develop the capabilities for
re-invention while they are still doing perfectly well.

These firms often see 1ISO 9001 quality systems as at least one
potential vehicle to guide them on their intended voyage through the
uncharted waters of change, and — for these firms — the 1SO 9001
methodology has great promise.
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1.7 Which practices benefit from
adopting QM?

I would guess that more than 90 percent of our lives are governed
by established routines and patterns. Certainly 100 percent of our
perceptions are.

Edward de Bono

Quality management is not for everyone, and firms should
understand that the culture and “personality’ of the firm will
substantially affect its ability to implement a QM system. This
awareness, in turn, suggests the importance of profiling the ‘QM-
ready’ practice. For firms whose culture/personality would make it
problematic to stick to the task, this chapter includes suggestions for
improving readiness.

Clea could see that this project was going to test her patience — she
was not known for suffering fools. Provoking a fight with Hugh
wouldn’t help solve the problem — she’'d have to figure out how to
get him to buy into the project. ‘Won’t be easy’, she mused.

The QM-ready practice

The table below will help you figure out if your firm will find it

relatively easy or relatively difficult to successfully design, develop
and implement a quality management program.

Table 1.7.1 Ease or difficulty in implementing a QM program

Easier

More difficult

Business is the primary focus

Firm has a practice manual and expects everyone to
adhere to it

Technical excellence is perceived as a high goal
Firm has a business plan

Client signoff at milestones is sought and generally
secured

Firm regularly prepares comprehensive project briefs
before starting design

Principals are computer literate
Firm believes in and uses standard details

Firm has effective procedures for checking contract
documents before bidding

Firm has an effective POE (post-occupancy
evaluation) program

Design is the primary focus

Firm has no practice manual

Creative freedom is perceived as a high goal
Firm has no business plan

Firm doesn’t use milestones

Firm has no clear procedure for project briefing

Principals are not computer literate
Firm does not use standard details

Firm does not have effective procedures for
checking contract documents before bidding

Firm has no POE program
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Consulting engineers, who
typically more often use, and
are more used to, a systems
approach, usually find QM
implementation easier than
do architects.

The practices on the left side of Table 1.7.1 are more organized,
more disciplined, and believe in a systems approach.

Firms described in the right hand column are not used to discipline,
tend to be disorganized, and do not believe in a systems approach.
For them, implementing a QM system would be like rebuilding a
car engine, top to bottom.

Moreover, firms described in the left hand column are already well
down the road to having a formal QM system in place — whether
they realize it or not. It’s mostly a case of filling in the gaps in their
systems. For those firms, implementing a QM system will be like
getting an engine tune-up.

The firms on the left will experience cultural evolution. Those on
the right will experience cultural revolution; they will derive the
greatest benefit from implementing a QM program, but it will NOT
be easy, and it will not be speedy.

Getting ready

OK, you are a member of a firm that is more like the right column
than the left — but you’d like to see the practice be more like the left
column. What to do next — even if ISO 9001 certification is of no
interest to you? You will need to achieve the following conditions,
before your chances of success approach a respectable level of
realism:

+ ldentify a clear set of goals to be achieved.

+ Secure the honest support of all members of top management, even
if some is only passive support.

¢ At least one member of top management is willing to act as
‘champion’ and really push for change.

+ Somebody not in top management (maybe you) is willing to be the
‘working champion' and do what Australians call the 'hard yards' of
change®.

+ You can enlist one respected and dynamic leader in each department
or major practice division who will work with you to effect change.

+ Management agrees to a program of time release to work on the
project, and the project is given project status.

¢ You assemble your team and prepare a costed ‘quality project’ plan
and get it approved by top management.

That’s just to get you on the starting blocks and into the race. Later
chapters will take you through the next steps. By the way, the same
steps apply to the left-column firm — but they’ll be easy, a no-
brainer.

OK, I can hear you asking: If we are already doing a lot of real
quality management, why are these steps so important?
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The answer, unfortunately, is what | call the *auto-body’ metaphor:
like the fender on your car, which is formed by a huge press, once
formed is difficult to reform without breaking it. The press that
formed this fender of practice is the collective, inherent personality
of the firm’s first and (for larger firms) second tiers of management.

The fender really has to want to change a lot in order to reform
itself.

Attempts to avoid these basic requirements mostly end in frustration
and failure, and are ultimately counter-productive, because

the failed attempt is perceived as the result of a flawed change
methodology rather than a stiff fender.

/L;ok - we all know that

we can do better - but Hugh, you old
nobody ever does gasbag - why We say we spend _25%
anything about it - I don't you just of the fee on design -

but in fact it really is
a lot more than that
on most jobs

think we really need to retire now
pay attention to this

quality thing - we might

\ make more money

I've been researching
this QM stuff - there
isn't a single design
firm that ever tried
TQM that's still

doing it
S 4

OK guys - time
to report
where you are
each up to
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Part 1: Sources, resources & notes

NOTE: The Architect’s Handbook of Professional Practice 13th Ed., Joseph A. Demkin, Exec. Ed.,
published by John Wiley & Sons, and its updates, is referred to below as AIA Handbook.

Sources

1.2

Atkins, James B. (2004) Maintaining Design Quality, AIA Handbook, Update 2004, Wiley,
pp 101-114.

Franklin, James R. (2000) Architect’s Professional Practice Manual, McGraw-Hill, pp
3.15-3.17.

Franklin, James R. (1989) In Search of Design Excellence, The American Institute of
Architects, p 5.

Kaderlan, Norman (1991) Designing Your Practice: A Principal’s Guide to Creating and
Managing a Design Practice, McGraw-Hill, pp 99-100.

Maister, David H. (2001) Practice What You Preach, The Free Press, p 196.

Rose, Stuart W. (1987) Achieving Excellence in Your Design Practice, Whitney Library of
Design, pp 7, 60, 62.

Schwarz, Aaron B. (2004) AlA Handbook, Update 2004, Wiley, p 88.

1.3

Mann, Thorbjoern (2004) Time Management for Architects and Designers, W. W. Norton
& Co., p 35.

1.4

Flynn-Heapes, Ellen (2000) Creating Wealth, SPARKS: The Center for Strategic Planning,
pp 45, 65.

Green, Kevin W. C. (2001) AIA Handbook, p 25.

Gutman, Robert (1988) Architectural Practice: A Critical View, Princeton Architectural
Press, p 50.

Pefia, William (1987) Problem Seeking, An Architectural Programming Primer, 3" ed.,
AIA Press, Washington.

1.6

Maister, p 197.

Resources

www.mgia.com:

1.4a Stasiowski, Frank, What do clients really want?

Epigrams

1.1  Maister, David H. (1997) True Professionalism, The Free Press, p 40.

1.2 Mies van der Rohe, Ludwig, widely attributed.

1.3 Fisher, Thomas (2000) In the Scheme of Things: Alternative Thinking on the Practice of Architecture,

University of Minnesota Press, p 92. Fisher is the Dean, College of Architecture and Landscape
Avrchitecture, University of Minnesota.
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1.4 The American Institute of Architects (2002) The Client Experience, 2002, p 11.

1.5  Maister, David (1993) Managing the Professional Service Firm, The Free Press, pp 239-240.

1.6 Demings, Dr. W. Edward, widely attributed, a reference to Point 1 of Demings’ 14 points of quality.

1.7  de Bono, Edward (1992) Sur/Petition, Fontana (HarperCollins), p 51.

Endnotes

1 For an interesting discourse on this idea, see http://c2.com/cgi/wiki?TheDevillsInTheDetails.

2 ‘A doctor can bury his mistakes, but an architect can only advise his clients to plant vines’.

3 See footnote, page x.

4 From ISO 9000:2000. I1SO definitions are available online at www.1stnclass.com/quality_glossary
(hereinafter called the ‘quality glossary”).

5 These percentages are down from the previous survey, published in 1997, which showed that 53% of 50+
firms were working internationally, and “‘across all firms, international billings accounted for almost 6% of
the total net billings, and for those firms involved in international projects, international billings accounted
for 20% of net billings.’

6 It is possible for the same person to be both the ‘champion’ in management and the ‘working champion’,

but this becomes a major time commitment for that one person. Two, working closely together, are the best
option in the mid- to large-sized practice.
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2.1 Evaluating your need for change

If you don’t know where you are going, you’ll probably end up
somewhere else.

Yogi Berra

This chapter considers the evolutionary process toward
development of an awareness about organizational cultural change,
or what Jim Franklin calls transformational practice.

Vern was feeling very uncomfortable about the space station
project. He needed this job badly, and couldn’t afford to have it
jeopardized. Clea had said she was frustrated, especially with Hugh,
who seemed to be stone-walling. Clea wanted him to talk to Hugh
about it.

Reality check...

I should point out that the concepts discussed in this section apply
only to practices that want to be different, and better, than they now
are. If you and your partners are perfectly content with the way your
practice operates, and the staff and clients and projects you have
—read no further. Give this book to someone less fortunate than
yourself, and go and work on your golf handicap instead.

For the rest of you still with me, don’t skim this lightly. Get a cup of
tea (or something stronger) and read carefully.

One of the most important (but little appreciated) aspects of

a formal quality management system is its ability to focus
management attention on potential problem areas that would
not otherwise be seen, and thus alert management to the need
for resolution before it is confronted with a manifestation of the
problem.

There is general agreement among those who study organizational
change that effective change requires objective analysis of the
present and a plan for the future. How can we get an objective
analysis?

Can you see your
reflection?

The problem with self-reflection as a self-improvement strategy is
that most of us are too close to the problem to see it clearly. That’s
navel gazing. Looking in the mirror is a notoriously unreliable
method of self-evaluation, as the image is distorted by all the biases
(positive and negative) of the subject.

Problems facing practices are, for the most part, those of which
the practice is unaware.

You don’t have to agree with me on this point — most design
professionals | know would say they are only too well aware of the
problems they face.
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Well, that is another way of saying that they don’t know how to
solve the problems they are aware of, because if they did, they
wouldn’t be problems any more.

The reason for my assertion is that we all value quality performance
very highly, and as soon as a problem is manifested — or at least
apparent to management — it tends to be addressed and resolved.
Unfortunately this is knee-jerk management, and it can never
structurally address the unknown problems. It is problem solution,
not problem prevention.

Planning which is not based on present reality is doomed to failure.
There is quite a body of literature available on this process, much of
which would be relevant in varying degrees to design practice.

I have seen many well-meaning attempts at organizational change
never get off the ground because the starting point — the launching
pad — was vague and fuzzy. Management either didn’t understand
its firm very well, or was hanging on to unrealistic ideas about the
capabilities of the organization.

One reason for this ‘vague and fuzzy’ corporate self-awareness
probably springs from the idea of the design professional as a
‘generalist’ — a concept characteristic of architects, but usually not
of engineers. The idea is “We can do anything’ and its corollary,
‘Get the job first and figure out how to do it later’. As we will see in
later chapters, this approach is not compatible with any concept of
quality management.

For the present, we will consider some of the simpler methods of
introducing objectivity into self-awareness.

l

PREPARING THE
PLANNING BASE

\ 4

ESTABLISHING
STRATEGIES

I
A 4

COMMUNICATING
& IMPLEMENTING
THE PLAN

Fig. 2.1 Smith’s strategic planning model

The process of getting from where you are to where
you want to be is called strategic planning, which is
the subject of Chapter 4.2.

One particularly useful, accessible and inexpensive
source on this topic is Neville Smith’s Down-to-
Earth Strategic Planning. Smith sees strategic
planning as an iterative, three-stage process,
represented by the diagram at left.

In describing strategic planning, he borrows an idea
invented by the science fiction writer Frank Herbert,
called ‘overstanding’. Smith defines over-standing
as ‘to overview the entire context’ or ‘seeing the

big picture’ and notes *Overstanding is possibly the
outstanding characteristic of strategic thinking’.

But how do we come to this point of ‘overstanding’, especially with
respect to our current situation?
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Management consultants have invented a number of ways of doing
this. All of these techniques necessarily involve some method of
introducing more objectivity into (and weeding subjectivity out of)
our introspective processes.

SWOT analysis

Some authorities disagree
on the time frame. Key
Resource Paul Hinkley
suggests that SWOT
analyses are best conducted
either as ‘snapshots’ of the
present, or forecasts of the
future, and that mixing the
two can lead to confusion.

One of the most common techniques is called the SWOT analysis.
SWOT stands for Strengths and Weaknesses / Opportunities and
Threats. The strength/weakness evaluation is internal, about your
firm; whereas the opportunities/threats evaluation is about factors
external to your firm. Obviously the goal is to match up strengths
with opportunities and to avoid competing where weaknesses
correspond with threats.

The SWOT analysis should not be undertaken by management
alone, as the biases in management’s perception can get in the

way of real understanding. Everyone in the practice should be
involved. Some firms invite trusted colleagues and/or past clients to
participate.

Some sample categories for a SWOT analysis are shown overleaf
(Fig. 2.2). These headings are very general, just to stir your
imagination. The ones you develop should be as specific to your
practice as possible.

The time frame is also important. The SWOT analysis should take
as long a view of the situation as possible; two to five years.

Peer reviews

Peer reviews are acknowledged as one of the best ways for
the owners of small professional firms to gain objectivity in
understanding their practices’ strengths and weaknesses.

Although there are endless variants on the concept, peer review
techniques can broadly be categorized into two types, formal and
informal. Taking the second first, an informal peer review system is
one where you agree with another professional to be ‘on call” and to
give frank, honest and direct advice about those matters on which
the other person seeks advice. The arrangement is reciprocal and
there is no payment for the service either way.

One of the most productive peer review arrangements is to cross-
share design reviews. That is, you have a principal from another
practice come to all of your design reviews, and you go to all of his.

The “fresh pair of eyes’ from across town will see things that the
design team could never have seen because they were too close
to the problem. Of course, your peer review partner needs to

be someone you can trust, and should not be chasing the same
group of clients. This technique works for firms of any size, but is
particularly useful for the very small practice.
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Fig. 2.2 Sample SWOT analysis matrix

STRENGTHS WEAKNESSES

Market position: Market position:
» General reputation e Firm not well known
* Recognized market niche leader * No track record in growth areas
o Design awards * No real differentiation from competitors
Resources: Resources:
o Stable, well qualified staff e High staff turnover
» Expert knowledge in specific building types/ | Retirement/loss of principal

specialist skills e Support staff need constant direction
» Experienced, self-starting support staff Financial:
Financial: » High overdraft /paying interest on operating
» Comfortable cash position capital
» Predictable cash flow e High receivables; some may be uncollectible
* Good receivables exceed debts e Low backlog of work
* Good backlog of work e Subject to claims of negligence

* No claims of negligence

OPPORTUNITIES THREATS
Market: Market:
» Market growth in areas of firm’s experience » High profile competing firm adding staff in
» Competitor has closed practice our areas of expertise
» Previous client has announced expansion e Overbuilding to cause slowdown
plans Economy:
Economy: e Interest rates on rise
* Improving business climate Government:
» Interest rates lowering e Increased governmental requirements
Government:
e Government spending on infrastructure to
increase
Organizational peer Formal review is called ‘Organizational Peer Review’. It was
review developed by the American Consulting Engineers Council (ACEC).

The American Institute of Architects saw the positive effects of the
ACEC’s method, and rather than re-invent the wheel, it joined the
ACEC system.

Here’s how it works. If you are an AIA member, you request a peer
review from ACEC. ACEC runs the AIA’s Peer Review Program,
but an AIA representative sits on the ACEC Steering Committee.

When you apply to ACEC, you get a list of qualified, trained peer
reviewers, with information on each reviewer’s experience, firm
size, and other relevant data. You can choose anyone on the list.

What happens in the peer review? | quote from the AIA’s document
on the subject:
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At your request, one or more specially trained reviewers, who are
practicing architects and engineers, will visit your firm to examine
its overall business health. They’ll talk with you and your
employees and take a look at manuals, business plans, and other
materials describing your firm’s operation. They will evaluate the
extent to which your firm is doing things the way you think they
should be done. When they’ve finished their examination, they’ll
discuss their findings with you.

The goal of the peer review is not to criticize, make comparisons,
or cast judgment but to provide insights that will help you

build a stronger, more productive, and more competitive firm.
The primary topics reviewed are general management, human
resources, financial management, professional development,
business development, and project management.

Confidentiality is, obviously, crucial. Prior to the review, each
reviewer signs a nondisclosure agreement. No written records are
kept and any materials supplied to the review team are returned at
the conclusion of the review.

Gap Analysis

Present

Reality

You can use an external
facilitator to run a gap
analysis exercise — or
somebody who understands
facilitation processes and
has real objectivity about
your practice can do it. It
takes only an hour or two, to
get a first cut on seeing what
this gap is — and the result
usually is a revelation to
some people in the practice.

As | work with professional design practices in Australia, Japan and
the US, I increasingly find that gap analysis is a very effective and
efficient tool to help organizations clearly see the space between
their present reality and their preferred future.

Preferred

GAP Future

This gap exists for the vast majority of all businesses, including
professional design practices — although this way of thinking about
it is fairly uncommon. Sometimes the gap is small, indicating a firm
operating very successfully and realistically; sometimes the gap is
large, indicating a firm that is struggling with its identity, failing

to understand its market, unrealistic about its abilities, or some
combination of those.

Here are the basics of my method:

Get the key people together in some part of your firm; whether it

is everybody in a small practice, or the key people in a division or
section. It works best with no more than 10-12 people — but what

is important is that all the key people representing the group must
attend.

The ones hardest to get there are the ones that matter the most. Cell
phones are shut off, and no calls get through.
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First, ask every person in the group to describe what they think are
the key elements of the firm’s present reality.

Many people will name the same things, so ‘not enough clients’ or
‘clients pay too slow’ will get several ticks. Ensure that everybody
contributes at least one item, even if only to clearly agree with a
point already made.

Second, ask the group, by show of hands, to prioritize the list: 1 =
most important factor in present reality, 2 = next most and so on.

Third, explain that for every element in the Present Reality list,
there is a matching element in the Preferred Future list. This will be
harder, but with a little prodding, you will get “find more clients’ or
‘get clients to pay more promptly” responses.

The reason these answers come slowly is that participants are
starting to think about process as they think about desired change;
and the awareness starts to dawn that maybe the firm will have to do
something different if desired change is to take place.

The Preferred Future list will be interesting, as it will invariably
bring out things that have never been voiced before — especially
when all participants have had a say. These new ideas will get
debated, usually spontaneously.

There are three more steps to this process:

Fourth, get participants to identify some things the firm could or
should do to get from its Present Reality to its Preferred Future,
for each item (at least three things for each item; but not more than
five).

Fifth, again test this list with participants, and make them prioritize
the gap-closing actions.

Sixth, ask for volunteers to further research methods for each of
the high priority actions, and agree a timetable for reporting back.
Every participant must walk out of the meeting with an assignment
(now do you see why all the key people have to be there?).

You see that what started out as an ‘analysis’ exercise has ended up
as a ‘do something’ exercise. This is very important, because there
is a tangible outcome, not just a gum-beating exercise.

Nobody can truthfully say it was a waste of time, because they each
have to do something that will move the firm a little bit from its
Present Reality to its Preferred Future.

Don’t think for a minute that the process described above will
actually get your business to the nirvana of your Preferred Future.
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That wasn’t its objective. The objective was to map the ground you
and your colleagues want to traverse, and to start to rev up people
for the challenge ahead. In the process, some new ideas will come
to light, and some heads will peek out of the sand. That’s a powerful
outcome for 10-20 person-hour investment.

This topic is continued in the next chapter.

There are many
mirrors

"I hate to say this, but we |
have a serious problem -
our QM planning is way
behind schedule, and our

client is not impressed

ve,

There are other evaluative methods for understanding your practice
and the environment it operates in. There are other ‘mirrors’
available — such as environmental scanning, organizational analysis
and portfolio analysis — outside the scope of this book, that you may
come across.

Use any method that ensures objectivity and works best for you and
your practice.
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The purpose of this chapter
is to emphasize the
importance of understanding
the role of business
planning in quality service
improvement.

2.2 Mapping your preferred future

You must know where you are if you wish to go somewhere else!
Neville Smith

Where are we, and where do we want to go? Where is our
‘somewhere else’?

Regardless of one’s orientation to quality management, it is
impossible to structure an effective quality system without
answering these fundamental questions — questions that many
practitioners ask themselves frequently, but rarely answer.

Norman Kaderlan has researched the reasons why those questions
do not get answered, and his findings are interesting. He says fear
of failure is the most common reason why practitioners don’t plan,
fear of success is next, and third that they feel that the planning
process is unsuited to their temperament.

Yet, we encourage our clients to overcome anxiety about new
design, believe that our designs will contribute to their success, and
sell planning as a service we are better at than anyone else!

Indeed, the process of establishing a quality management system
often highlights the importance of a business plan, along with an
analysis of the practice’s skills base.

In this regard, one of the great benefits of a QM plan can be a
systematic focusing on the firm’s strong links and weak links (to use
the old chain metaphor).

This process identifies the weak links and gives them the highest
priority, such that, gradually, all of the things the firm does are as
good as what it does best, but in a way which does not unreasonably
strain its resources or induce culture shock.

Under an ISO 9001 system, the self-discovery process is called
internal auditing, but this refers to the more formal process of
assessing how the quality system is working. Auditing is covered

in Chapter 2.10. Quality management relies on the establishment of
business goals and objectives, which are part of the outcome of the
process of business planning.
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These ideas underscore the
importance of determining
your market position. The
manufacturing industry
does this by using the well-
known product-price matrix
that is used to define ‘dogs,
princesses, cash-cows and
market failures’.

Without such goals and objectives, the audit function has no
benchmark or standard against which operations can be compared.

Detail guidance of the business planning process is beyond the
scope of this book. There are excellent resources available, for
example, Frank Stasiowski’s Staying small Successfully has a
comprehensive chapter devoted to business planning for small
design practices. Stasiowski defines six elements or steps to the
development of a business plan:

¢ Mission and culture statements
Marketing plan and direction

Financial plan

3
3

+ Organizational plan
¢ Human resources plan
3

Leadership transition

Although the business plan itself is not part of a quality
management system, there is a close relationship between the
business planning process and quality management. For example,
ISO 9001 requires that the firm have a quality mission statement
(which might be part of a larger business mission, or identical to
it). It also requires an organizational plan and, at the project level,
human resource planning.

Another excellent source is Norman Kaderlan’s text, noted earlier.
Kaderlan devotes the first part of his book to describing the business
planning process in detail.

On the specific subject of external forces acting on the practice
— opportunities and threats — there is a whole chapter in Robert
Gutman’s book.

Another excellent approach to research in business planning is

that of The Coxe Group, published as Success Strategies for

Design Professionals. This text develops a concept the authors call
‘SuperPositioning’, which is a business/marketing ‘game plan’
based on the idea that all design firms can be organized according to
a six-cell matrix, as shown below, and that a successful strategy can
be developed if you know where you fit into this matrix.

The Coxe Group’s book describes the characteristics of these six
categories, and how firms in each can best “position’ themselves in
the marketplace, depending on where they fit in the matrix.

This system is also a method for matching the firm profile to the
client profile.
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The Coxe Group, Success
Strategies for Design
Professional: Super
Positioning for Architecture
& Engineering Firms, 1987,
McGraw-Hill. Reproduced
with permission of The
McGraw-Hill Companies.
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Figure 2.3 SuperPositioning matrix

The Coxe Group analysis questions whether or not the same rules
that apply to businesses generally are applicable to design firms.
Their conclusion is startling:

For a decade, management ‘authorities’ have been writing article
after article for both the professional and business press telling
design professionals that they need to be more businesslike to
survive in today’s economy. Yet when professional service firms
that have applied business principles to the fullest are examined,
few cases that confirm the conventional premise of what being
‘businesslike’ implies can be found.

In fact, for every engineering or architecture organization that is
doing well under full application of business management, there
are probably ten times as many firms doing as well or better by

operating under a rather different set of rules — or no rules at all.

It was this conclusion that motivated the The Coxe Group to
develop their SuperPositioning theory.

It can fairly be said — as far as ISO 9001 QM issues are concerned
— that the drive for a more businesslike approach comes from the
business community that is involved in the development of QM
methods; for example, the automotive industry. This community is,
to a greater or lesser degree, your client group.

The fact that design firms can succeed without necessarily working
to some recognized form of business planning may have something
to do with size: over 80% of all practices are less than 10 persons,
and nearly 60% are 1-4 persons in size. At this level, ‘management’
can function as the direct extension of the personality of the
leadership of the practice. An organized person will, simply, be an
organized practice.

If you accept the import of The Coxe Group’s conclusion — and
certainly many design professionals would agree — it follows that
development of QM procedures directly relevant to the design
disciplines is the best strategy to both effective quality and business
management. That is the position this handbook takes.
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This chapter outlines one
method of achieving an
objective view of your
practice, as a helpful
precondition to planning a
quality management system.

2.3 Diagnostic audits

How will you contrive to make your subjective my objective? How will
you shape up something tangible for me? How will I get a footing in
this fog?

Louis Sullivan

The diagnostic audit is a term | use to describe an initial assessment
of a company’s readiness for quality system implementation. It is
not a definition found in any of the quality standards.

Les too felt a growing unease about the progress of the QM working
group, from the vibes he was picking up. He suspected that there
would be a major clash sooner or later between Hugh and Weldon,
and that this project might be the thing that triggered it. He thought.
‘I better talk to Vern about this — sooner rather than later’.

There are some important differences between this concept of a
diagnostic audit and quality audits, which are defined and discussed
in Chapters 2.10 and 3.5. All quality audits are formal affairs, and
must be conducted with objectivity and impartiality. There are three
tests in the definition of a quality audit for ‘quality activities and
related results’: (a) compliance with planned arrangements, (b)
implemented effectively, and (c) suitable to achieve objectives.

Prior to adoption of a quality management system, ‘planned
arrangements’ and ‘objectives’ are not likely to be formalized,
S0 it is not appropriate to use these measures as yard-sticks in a
diagnostic audit.

By contrast, a diagnostic audit can be more informal and relaxed.
The main purpose is not to test the practice in any way, but to help it
to evaluate itself as a first step in embracing the introduction of new
systems.

A secondary purpose is to inform the assessing consultant about
the practice if that consultant is going to go on to help the practice
develop its quality system.

A key observation from my work with professional design firms is
that, because almost all firms value excellence, they focus attention
on any perceived problem and fix it as soon as they can.

Objectivity and
finding the ‘weak
links’

While the focus noted above tends to be a reactive approach that
sometimes results in overlapping systems, these problem-fixing
efforts are often successful, and in many practices serve to improve
the firm’s operations in terms of efficiency, reduction of risk and
increased reputation.
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A classic example from my
experience was an other-
wise superbly managed
practice, with well-developed
systems and a lot of pride

in those systems — where
the practice secretary had
not backed up any computer
files since her recruitment
many months earlier.

The directors were
completely unaware of this
dangerous lapse of quality
management and common
sense.

If this firm had conducted
its own diagnostic audit, it is
likely it would have missed
the potentially disastrous
problem, because of

their assumption that the
secretary understood,

and was following, good
document management
procedures.

This approach does not usually find the firm’s ‘weak links’,
however. Determining where the weak links are is an important
purpose of the diagnostic audit. Doing this permits priorities to
be established which result in the most dramatic improvement
at the least cost and tends to build overall staff confidence in the
implementation of quality management.

An outsider will ask the awkward and dumb questions that might
not occur to the people within the practice. Thus the objectivity of
the external auditor can be an important factor in discovering the
firm’s ‘weak links’.

We can see from the above discussion that key objectives of the
diagnostic audit are to identify the firm’s strengths and weaknesses,
and to thereby identify those areas that, if improved, will most
benefit the firm. This simple ‘cost-benefit analysis’ has several
goals:

¢ ldentify and schedule for improvement those areas most likely to
cause a firm to fail a formal system audit.

Protect the firm from exposure to risk.
Increase the firm's efficiency.

Help to shape the firm's quality objectives.

* & o o

Help to create a framework for writing of quality procedures.

What does the
diagnostic audit
involve?

To complete a diagnostic audit for a typical small to medium sized
practice, | find I need to spend two, or sometimes three, half-days
in the firm, interviewing many of the employees and collecting
information on the firm’s systems. This is followed by a half to full
day of evaluation and preparation of reports.

The kinds of things we look at in the firm are related to the informal
quality management systems the firm has evolved in order to
survive in business, such as:

v filing systems; file naming of v task scheduling
correspondence and other e
documents v specification data bases and

updating
v general office organizational

systems v checklist use

v standard forms and how they are v standards and codes

used v checking of contract

v organization of design briefs and documents

client instructions v tendering and contract

v design reviews administration procedures

post-occupancy evaluation

v staff role descriptions (POE)

v staffing assignments
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Guys, either we get our
act together and FAST
or we lose the most
exciting project we've
ever had

I think we need to
get the rest of
the office
involved on this,
or we'll never
reach our goal

From this assessment we normally produce two reports:

+ One for general distribution to all members of the practice that
highlights the positive results of the diagnostic and that responds to
questions raised by those interviewed.

This report has several purposes, but the most important is to assist
management in selling the benefits of quality systems to a still-wary
staff; in terms that are very practice-specific and that expose, in a
non-threatening way, a few of the things everybody would like to
see fixed anyway.

+ A confidential report to senior management that is completely
candid about specific problems as well as strengths. This report
focuses on finding the best and most efficient way forward
and includes specific recommendations for system design and
implementation.

I've been looking at our design
review process, which is pretty
haphazard - I'll get to work on
tightening that up right away

How can I look

good without

playing this
game?

We used to have
some checklists,
but nobody uses
them any more -
I'll find them
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Metaphor: Think of your
practice as a locomotive,

a powerful engine to take
you where you want to go.
Your locomotive is on the
turntable, from which many
tracks lead out. All have
consequences. Make certain
that you aim your engine
down the track that will get
you where you want to go.
Hard to back up and start
over.

2.4 Building your quality system

Where do you want to go today?

Microsoft Corporation

The structuring decision is the most important one that you will
make in the entire design of a QM system, so make it carefully, after
considering all the viable options and discussing them with your
partners and staff. You really must get this ‘right first time’. Don’t,
and you’ll do it all again.

Your whole practice should be solidly behind this decision, insofar
as possible, which means it may take some time. Time well spent.

Before outlining your options, I’d like you to think about where
your firm is now in relation to the discussion in Chapter 1.7. “Where
you are’ is an important consideration in deciding where you want
to go, and how you are going to get there.

Clea cornered Vern by the water-cooler when nobody else was
around. ‘Vern’, she said, ‘I need you to speak to Hugh. He’s not
cooperating.’ Vern felt like he might be getting caught in his own
trap, but he said ‘I'll look into it’.

Five steps to creating
a QM system

There are five steps to creating a design practice quality system:

+ Establish your quality goals and objectives, then give them a 'reality
check'.

Select an appropriate structural approach.
Find a ‘champion'.

Determine which processes should be documented.

* & o o

Create process statements (called 'procedures') to describe your
quality system.

These steps are outlined below.

Step 1: Establishing
guality goals and
objectives

Many people, when starting out on this process, get confused
over the difference between goals and objectives. Your goals are
elements of your preferred future (See Chapter 2.1, third step
under Gap analysis). Your objectives are the means to the end, the
methods for realizing your goals.

Goals

Perhaps you think that your goals are self-evident. If they are to
you, you are a rare design professional. If you didn’t do the gap
analysis process, and think they are, try writing them down.
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Most of the design
professionals I've worked
with do a lot more work with
the square end of the pencil
(chewing, erasing) than
they do with the pointy end,
before they get to written

goals they are satisfied with.

Most authorities stress
the importance of keeping
your goal statement
concise, but you will find
that this is not easy to do.
Many practitioners start
out by writing a page or
two — a sort of stream of
semi-consciousness about
the zen of making a living
through design.

If that works, put them aside for a few days, then see if you have
changed your mind. If you haven’t changed your mind by the end
of a week, try them on your practice partners, your personal partner,
your staff. Do they agree?

There is a lot of help available if you are still chewing your pencil
instead of writing your goal statement. A list of good resources is
included at the end of this Part.

Objectives

Obijectives are the ‘enablers’ of your goals. There is general
agreement in the quality industry about what makes a good
objective; perhaps best summed up by Roy Fox: ‘It is most
important that objectives be definitive, quantifiable and measurable.’

If you write objectives that do not meet that simple test, they will
be of negligible benefit to your quality system. It is the function of
being able to measure change against your objectives that tells you
whether or not your system is working. Some sample goals and
corresponding objectives are shown in the table below.

Table 2.1 Sample goals and objectives

Goals

Corresponding objectives

Reduce rework to
a minimum

Establish a process for recording and classifying rework, including timesheet tracking

Hold office meetings semi-annually to encourage staff to accurately report rework and
to understand that they won't be penalized for doing so

Monitor rework, determine causes, and develop strategies to reduce rework

Reduce drawing
and coordination
errors to a
minimum

Ensure that pre-bid drawing checking has a time allowance on every project schedule
Record number of errors found in pre-bid checks and analyze quarterly

Record RFIs on each project and compare them to pre-bid error history

Establish an in-house training program for improved drawing checking and
coordination checking

Note the ‘Best Buy’
recommendation in this
reference.

Is 1SO 9001 certification a goal?

It doesn’t have to be, but some practices set this as a goal because
their clients expect it, and some set it because they believe it will
add a dimension of discipline and rigor to their quality planning. If
certification is a goal, you will need to relate your structure to it. If
not, you can do whatever you want to improve your quality systems,
and ignore the ISO 9001 structure.

If you decide that 1ISO certification is a near-term or ultimate goal,
then you need to buy a copy? of 1SO 9001:2000; study it, ask
questions, and become familiar with it. Purchase information is
included in Resources (3.1) at the end of Part 3: Harnessing the
Power of 1SO 9001:2000.
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Reality check

When you are satisfied that you’ve got your goals and objectives
pretty well right, compare them to other examples — ISO 9001 is a
good, 50-point “‘checklist’, even if certification isn’t a goal.

You just might, because of your focus, have forgotten something
important. For example: if your focus was on improving end-of-
service functions such as document quality and better contract
administration, you may have missed the broader quality
perspective, on things such as quality planning, leadership, client
satisfaction or continual improvement.

Such a check might send you ‘back to the drawing board’ — or if
not, at least confirm that your scope was right first time.

Step 2: Select an
appropriate structural
approach

You have three basic options: invent your own unique system, use
a guide structure, or use an “infill’ approach — fit QM into your
existing operations system.

Having seen the consequences of hundreds of practices going down
these paths, my observations on their decisions are:

¢ Architects being architects (and the same is true for other design
professionals), there is a strong tendency to think that our own
practice is unique, and therefore our quality system needs to be
unique. 95% of the time, this is a grand delusion, unsupported
by reality. The strong odds are that our practice is a lot more like
most other practices than we would like to admit, and the quality
approach that works for them is probably going to work for us.

¢ Inventing a unique system costs a huge amount of money, involves
a lot of tearing down and re-building, and takes a long time. When
you finally get to a round wheel, it will look a lot like the other
round wheels around.

¢ 'One size fits none' (see Chapter 3.4). Despite the points above,
no standard approach will suit any practice 'out of the box' — some
tweaking will always be required — because, in fact, each practice is
a little bit different from every other practice.

Invent you own unique structure

The reason that inventing your own system costs so much and takes
so long is that it is a ‘greenfield site’, without horizons.

Anything and everything is up for consideration, and everybody
will have different priorities. Conversely, any standardized approach
has relegated those battles to history, and draws fences around
choices. In the trade-off, the fences win almost every time.

My recommendation — if you buy the above logic — is to use a guide
structure and adapt it to your practice.
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The American Society for
Quality (ASQ) has published
a guide for the interpretation
of ISO 9001:2000 for the
design and construction
industry. See discussion in
Chapter 3.4 and Sources at
the end of Part 3 for details
and order info.

ISO 9001 is described in
Chapter 3.2. If you want to
know more about TQM and
Six Sigma, you can get a
quick overview of them on
the handbook website (www.
mgia.com).

See Chapter 7.11 for a brief
comparison of PMBOK

and Prince2, and the QM
requirements in each.

Another useful guide is

the ‘Ten Keys’ structure
described in the AIA
Handbook, Thirteenth
Edition, page 370. This
model has more of a TQM
orientation, but is still ISO
9001 compliant. It was
developed when the 1994
version of AS 9001 was
current; I've updated it to the
2000 version; you can find it
on www.mgia.com.

As one example of a QM
system that is an integral
part of a more comprehen-
sive structure, look at
www.practman.com. This
approach positions QM as
one of five interlocking and
mutually inter-dependent
project management
disciplines.

Use a guide structure

If you accept the logic, you need to decide on a guide approach.
There are five possible options: ISO 9001, TQM, Six Sigma and
the quality guidelines in the PMI PMBOK and Prince2 project
management manuals.

My advice is that ISO 9001 is the only viable choice for design
professionals. It is valuable as a guide whether or not certification is
a goal.There are thousands of practices successfully operating 1ISO
9001-based QM systems. | know of only two practices that have
successfully used TQM as the basis for their approach (one of those
is described in Chapter 9.2). | have never heard of a design practice
using Six Sigma as a basis.

Both the PMBOK and Prince2 approaches are relevant to our
industry, but both are only partial structures in that they address
only project-related quality issues.

An infill approach

This is an attractive and reasonable choice if you already have (as
most larger, successful practices do) a functional office management
structure. That structure almost surely already includes guidelines
for quality, either in a separate section, or dispersed among other
policies and procedures.

If your practice fits this scenario, first identify those parts of your
present system that relate to quality (wherever they reside) and
prepare a list of them, grouped according to whether they are
project-specific or practice-wide. This provides a baseline for what
you want to add, delete, change, or improve.

The first consideration is whether to keep the “‘quality bits’
integrated throughout your system, or pull them out and treat it as

a separate component. This is a complex question. Quality is, in
reality, interlaced throughout every aspect of practice, so there are
powerful reasons to keep it structured that way — provided that your
overall system is really serving your practice well.

Alternatively, if your overall system isn’t serving your practice well,
and (you think) needs an overhaul, pulling out the quality initiatives
will focus attention on them, and this can itself act as a catalyst for
the improvement of the overall system.

Perhaps it is obvious here, but I’ll state it anyway: If the above
discussion resonates with you, you need a custom solution which

is somewhere on a continuum between creating a unique structure
and adapting a guide structure. Where you are on that continuum
depends on the solidarity, completeness and efficaciousness of your
existing systems.
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The ABC Architects system
structure was developed

as a practical interface
between the way designers
practice and the structure

of 1ISO 9001:1994. As such,
it may be useful as a guide
in developing your own
system. You can review and
download this structure from

WWw.mgia.com.

The firms that adopted the
ABC Architects system
without adapting it to their
practice, in the main, failed
to realize any lasting benefit
from it. However, the firms
that really did make the
investment to adapt it to
their practices are still using
it, and are practicing better
because of it.

What about ‘model’ systems?

Should you consider using a model system? I’ve had instructive
(and humbling) experience here. In 1987, | developed a model

QM system (called ABC Architects) based on 1SO 9001:1987,
upgraded it to ISO 9001: 1994. | sold this system in both versions
to architects and engineers throughout Australia, and in the process
helped about 200 design practices to gain 1SO 9001 certification.

The first two versions of 1SO 9001 were highly prescriptive. If

a clause applied to your business, you had to document in your
quality system. This suited the idea of a model system. The 2000
version of 1ISO 9001 changed all that sharply: out of a total of 50
clauses, only 6 are required to be documented by any business. The
other 44 are required to be documented only if documentation is
needed to ensure compliance.

Whether documentation of a particular procedure is required under
1SO 9001 depends on a number of factors that will vary from
practice to practice; for example the degree to which the kinds

of projects the firm does are variable or consistent, the ratio of
registered, senior staff to less experienced staff, and so on.

Without getting into the details of this change here, the effect of the
2000 version was to all but destroy the viability of model systems.
More on this in Part 3.

At present, | do not know of any model system applicable to our
industry that adequately copes with the range of possibilities
inherent in this change — and | haven’t been game to try to build one
myself! My advice on this: beware of generic 1ISO 9001:2000 model
systems that are floating around in the QM marketplace.

Step 3: Find a
‘champion’

What you need to do next depends on your resources. If you have a
committed, skilled, QM-knowledgeable person on staff at Associate
level or above, who is passionate about quality; give them authority
and responsibility for firm-wide QM, and give them enough time
(quarter to full time, depending on the size of your firm) to develop
it. This person will be your ‘champion’.

If you don’t have such a person, bringing in the best specialist
consultant you can find to help (see the discussion in Chapter 2.11).
A key part of the consultant’s role will be help create or find the
champion to take over the responsibility, thus working themselves
out of their role.

Step 4: Determine
processes to be
documented

The key point, which ISO has now built into the standard, is that
documentation of processes that are fully embedded in the firm’s
culture, and work reliably, do not need words put around them to
make them work better.
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If your goals include ISO
9001 certification, see
Chapter 3.4 for a discussion
of the processes required
to be documented, and
conditions relevant to the
documentation decision.

Except for just six processes that ISO requires to be documented in
any 1SO 9001-compliant system, the basic test (in my interpretation)
is that you need to document only those processes that you need to
ensure that your practice will do what you say it is going to do; will
operate as planned.

In other words, write it only if you need it written. This is very
practical thinking. So, how do you determine whether or not you
need to document a process? Let’s consider an example, say pre-
bid checking of contract documents. Does it happen on all projects,
or all projects where it was intended? If so, a written procedure is
clearly unnecessary. If not (I hear you asking) how will writing it
down make it happen any more often?

Of course, you can’t change firm culture just by writing procedures!
But it is a necessary starting point: a list of those actions the practice
considers essential, against which change can be measured.

Here are guidelines that will help you decide whether or not to
document processes, recognizing that it will often be a judgment
call:

¢ The degree to which the process is critical to the firm’s output (for
example, design review procedures are always critical, and probably
should be documented in most design practices).

¢ Firm size (larger firms are more likely to need documentation).

¢ Level of staff turnover (high turnover firms need more
documentation of procedures).

+ Experience level of staff (firms with predominantly senior
professional staff need less documentation than firms with a lot of
'beginners’).

¢ Project mix (firms with a wide variety of project types need more
documentation than firms which specialize and know their project
types very well).

+ Whether or not you intend to audit performance of a process (you
need a procedure to audit against).

In summary: whether or not you need a documented procedure
depends on whether or not you can reliably produce an excellent
result without one, considering all the factors that go into the
achievement of excellence.

There is a corollary issue: whether or not people will actually use
documented procedures where they are needed to reach that sought
level of excellence. That is a culture and training issue. Clearly the
whole matter of staff (and management) training is closely linked to
the question of what is documented and what is not.
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Step 5: Create
process statements

Your quality procedures are
everything you do. Simple
things like updating trade
literature catalogs improve
the chances that you will
specify products that are still
available. These are quality
procedures every bit as
much as is design review.

Mies said, “Less is more’. With respect to quality manuals, his
advice is right. There is a powerful inverse correlation between
the length of a written tool and the degree to which people will
willingly use it.

Expect internal debate on this issue — remembering always that
the real issue isn’t whether or not you document a process — it is
whether or not documenting it will improve the results.

This suggests that the way something is documented is all-
important. Words may not be the answer, especially for architects.
Pictures may be worth 1,000 words, or more.

You need to find ways to communicate what has to be done that are
effective; that work. The best way to do that is, wherever possible,
make process statements integral with the tools that go with them,
as ‘user instructions’. This ensures that they are seen on a regular
basis. A good example is shown opposite.

This form, part of Thomson Adsett Architects’ quality system,
serves three purposes: a written procedure, a tool to carry out the
procedure, and a checklist.

Some processes don’t require forms. A good example of a brief set
of procedures for management review, also by Thomson Adsett
Architects, is shown on p 46.

Quality systems sometimes include work instructions, which add
detail to the procedures, and are used as training guides for less
experienced staff.

Putting it all together

The collected procedures form what is called a Procedures Manual,
which is a confidential (non-public) document that governs how the
practice operates. It may be a stand-alone document, or integrated
into the firm’s overall office manual (the latter is preferable).

The quality manual

The Procedures Manual is typically pared down to outline form that,
together with the firm’s goals and objectives and a description of the
organization, is assembled into a separate document called a Quality
Manual.

The Quality Manual is a public document, given to clients and
prospective clients — and thus becomes part of the firm’s marketing
package. It is a quality assurance tool — providing assurance to
clients about the firm’s systems.
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Management System Procedures THOMSON ADSETT

2 Management Review

21 At least annually, the Quality Manager shall convene a Management Review Meeting to consist of
the Management Representative, the Quality Manager and at least one other Architectural
Director from one of the local offices to review the system against the requirements of ISO 9001
and the Quality Policy and objectives.

2.2 The Quality Manager shall prepare an agenda and chair the meeting.

2.3 Input matters to be reviewed shall be itemised in an agenda and include:
=  Follow-up actions from previous management reviews,
= Results of any quality audits conducted since last meeting,
= Quality system implementation on projects,
= Feedback, especially Client feedback,
= Status of any corrective or preventive action,
= Effectiveness in satisfying company quality policy,

* Changes that could affect the quality management system,
= Implementation and training,

= Recommendations for improvement, and

= Contract Managers' report/s.

24 Qutput matters to be reviewed shall include any decisions and actions related to:
= Improvement of the effectiveness of the quality management system and its processes,
= Improvement of the service from a Clients' perspective, and
= Resource needs.

25 The review shall be recorded including date, attendees' names, summary of discussion, reference
to documents reviewed, data indicating the degree of compliance with ISO 9001, actions
required, the persons responsible for actions and action completion dates.

2.6 The Quality Manager shall sign the minutes, circulate copies to attendees and store the original
on the Management Review Meetings file. Resolutions made and actions required by individuals
shall be communicated to all TA staff.

3 Supplementary Management Review

31 The Quality Manager and Management Representative shall normally meet every three months to
supplement the Management Review. Issues covered shall reflect the Management Review
Meeting.

3.2 The Quality Manager shall keep records of such meetings.

33 A Management Review Meeting may be conducted in lieu of a Supplementary Management
Review.

4 Responsibility and authority generally

41 Personnel are assigned to positions as required. Individuals may be assigned to a number of
project positions for any one project or hold a number of positions for a number of projects.

4.2 The person appointed to fulfil a function is authorised to take day-to-day decisions required by the
procedure subject to any required confirmation by a more senior member of the Organization.

4.3 The person appointed to fulfil a particular function may appoint another team member to carry out
the function but the original nominated person retains the responsibility for the function.

4.4 Where a team member is not available to fulfil a specified function, responsibility for the function
reverts to the immediate senior staff member.

4.5 Personnel have authority and responsibility for the identification of opportunities for improvement
to the quality management system and to services offered by the Organisation.
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2.5 Planning your implementation

In changing the culture of an organisation to one of being quality
driven it is necessary to creep up on the current management style
rather than tackle it head on.

Roy Fox

What you are planning here is a culture change in your practice,
large or small — and that will not go unnoticed! You need to have
an approach to this change that is familiar and acceptable to the
majority if you are to succeed. For design practices, there is only
one viable option:

Treat QM as a project
This is the magic trick, the secret formula.

Do exactly with QM what you would
do with any other project.

In my workshops, | take participants through the exercise of listing
each thing they do when they get a new commission, then we apply
those tasks to QM. The result: Suddenly the implementation of QM
is easily understood.

Everything else flows from this simple rule, and can be readily
understood by every practitioner. Understanding the process doesn’t
make it easy to implement, however. For some, this will be the
hardest project the practice ever carried out.

Les and Vern met at their club for a drink. Les: ‘I don’t feel very
good about this quality thing. I really believe we ought to do It —
overdue, in fact —and now we have to do it, but I'm not sure we are
getting anywhere.’ Vern: ‘What do you think the problem is?’ Les:
‘Well, there’s been a little war brewing between Hugh and Weldon
for some time — having them together on the task group seems to
exacerbate that.’

Vern: ‘Well, I've felt some tension there, but what could that
possibly have to do with the new QM program?’ Les: ‘I think it has
to do with change and their relative willingness to accept change.
Weldon can’t wait, but Hugh wants things to stay just as they are.’
Vern: ‘OK, I'll talk to Hugh.’

Anticipating culture
change

The introduction of a formal quality system to a firm will mean
some increased documentation of its quality procedures. If
successful, in almost all cases such introduction will mean a certain
amount of change in the way the firm operates.

This anticipation of change is one of the most important issues in
contemplating adoption of quality management systems.
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Just as the strengths of All corporate cul_tures are the way they are for very powerful
the people who make up reasons — reflecting the vision, energy, commitment and

the firm are reflected in organizational style of the founders, current management and
its operating style, so are general staff.

the weaknesses — biases, - .
inefficiencies, lack of Because of the durability of the forces that have shaped a firm’s

organization or chronic corporate culture, evolutionary change is possible, but wholesale,
inattention to detail. dramatic change is not, without severe disruption of the ability of
the firm to operate.

What I have found is that all successful firms do most things right
most of the time, but that the areas where firms could benefit by
greater attention to procedure vary enormously.

To illustrate these differences, | use a little diagram, where each
‘dot’ represents some task the firm does.

Three hypothetical examples are shown following. Note that it
would be very difficult to actually chart any firm this way; the
figures are to illustrate the concept only, and to get you to think
about how your practice compares to these structures.

Performance
couldn't be
better o -
really good - H g Not broken,
H | | | | H B don't fix it
B m m | =
pretty good W i ] H N B a
B | oy
not bad o ™ m o Schedule for
| | later attention
OK, but just m | Mg .
= —
embarrassing -] Schedule for
urgent action
just terrible LI -

marketing client concept design contract bidding contract POE
brief  design devel. docum'ts admin.

-4 Project Phase >
Fig. 2.5.1 Profile of a strong design practice

A firm with this profile tends to over-value some aspects of its
performance at the expense of others. It will win many awards and
attract more than its share of lawsuits. After an initial period of
correcting a few glaring weak links, a long-term effort to improve
documentation and contract administration skills to match the firm’s
design skills is recommended.
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Performance
Emtjlldn't be & N
er
reealiy good : : s . gc?r:‘?;'f:cksn‘
pretty good - | iu ™ ) |
0 H N u L Schedule for
e = i | 2 ‘L later attention
m n¥ g e l
i i . - Schedule for
embarrassing urgent action
|
just terrible

marketing client concept design contract bidding contract POE
brief  design devel. docum'ts admin.

-4 Project Phase >
Fig. 2.5.2 Profile of a strong technical practice

This firm often finds it gets asked to do the documentation for the
strong design firms. These firms are often reliable and efficient but
their design skills may have declined after the founding director
died a decade ago. Some new blood may be needed to improve the
firm’s design capacity.

Performance
couldn't be
better "
really good o . 5! a :;:a?;-f:‘ksn'
[ ] | | =
Prefty goos i = - - - . u Schedule for
not bad m ] [ - L [ ] . . later attention
. " =
OK, but just
d u Schedule for
embarrassing [ ] urgent action
just terrible

marketing client concept design contract bidding contract POE
brief  design devel. docum'ts admin.

-4 Project Phase >
Fig. 2.5.3 Profile of balanced practice

The above firm is “‘pretty good’ at most things but rarely stars. Save
for doing something right away about post-contract evaluation, the
directors need to concentrate on a gradual lifting of performance
across the organization, but probably in one area at a time.
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In each of the above examples, what we see is that there are three
general groupings of task performance: excellent, good, and
needing improvement. This will be true for every firm. The point is
to identify these groups for your firm; to know where to apply the
focus for change. The analogy that seems most appropriate is that
of the chain, with the chain being only as strong as its weakest link.
The top group in each table contain the strongest links, the bottom
group the weakest links.

Without regard to any other aspect of the firm’s culture and
performance, all firms have a common need to strengthen their
weakest links, first to bring those to the level of the middle group
and then to raise the middle group so the firm uniformly does its
best in all ways.

As noted in Chapter 2.3, determining where the weak links are is an
important purpose of the diagnostic audit. This permits priorities to
be established which result in the most dramatic improvement at the
least cost, which in turn tends to build overall staff confidence in the
implementation of quality management.

Lastly, focusing on your weak links suggests a ‘staged’
implementation plan. This option is discussed in Chapter 2.6.

Returning to ‘QM as a
project’

A client comes to you and says:

‘I have a project | want you to do. It is a hard project. It will take at
least 10 percent of your time and of all senior people in your firm
for at least 12 months, maybe up to 18 or 24 months, before you get
enough of it done for me to pay you the first payment, which won’t
be set until we get to that point. Do you want to do the job?’

What is your response? Let’s say that you really want to do this job.
You know what your profit margin is, and it’s not 10% percent, so
to do this project, you — and your key staff — will have to make an
investment of time, and some money. The payoff should be great,
but much of it will be intangible, and hard to measure.

You know that if you don’t give it adequate resources, a very careful
schedule, and a realistic budget, you’ll never get it done; never
collect on the payoff. You also know, from long experience, that if
you do plan it properly, give it resources and a budget, and stick to
the plan, you will finish the job, just like any other job.

This project is quality management.

If any group of people ever had the training and experience to
successfully carry out the implementation of a QM program, it
would be design professionals. We do similar projects for our clients
every day. It is our life.
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There is one major flaw in the scenario posed above. Being aware of
it is key to success in this project. Here is the flaw:

Much of the payoff will be intangible and hard to measure.

If your practice is like most, you will have assumed that the benefits
will be intangible and hard to measure. That is because you have
never measured the cost of quality in your practice. For example,
there are very few design firms that log re-drawing on their time
sheets. And re-drawing is only one of the many costs of quality that
are hidden in design firms.

In fact, if you are a typical practitioner, you probably would argue
that because design is iterative, re-drawing is not waste, it is part of
the necessary process.

Maybe, but how much re-drawing? What sort of re-drawing? What
is an acceptable level of re-drawing?

I will return to this question later. For now, assume that your
acceptance of the idea that the benefits have to be intangible and
hard to measure might be revised.

The practice as an
auto body panel

In Chapter 1.7 | introduced the metaphor of “practice as auto-body
panel’. Even if it sounds silly, for a moment, think of your practice
as an auto body panel, pressed into its smooth, unique shape by the
force of hundreds of tons. Can you re-shape that panel? Not easily!
What is the point? Your practice has been shaped by a force just as
powerful, except that it happened over time.

That force is the complex interaction of the personalities of the
founders and current management of the firm, creating the unique
shape it now has (not necessarily smooth).

It doesn’t really matter if you are a sole practitioner or the CEO of
a 1,000 person multi-disciplinary international practice. If you want
to implement quality management, you will have to go back and do
some redesign on those presses. That is the fundamental message
that | read, and hear, and see, over and over.

There is nothing in the literature of QM that | have read to suggest
any other answer. That is not to say that you can’t pick up some hot
tips on how to run your practice more efficiently, or with less risk,
or more profitably. You can, and you can find a lot of good ideas for
doing that in the literature of QM.

The issue of process re-design sits at the very core of quality
management philosophy. The ‘presses’ of our practice urge us very
powerfully to find some way — any way — to put in place a QM
system that stays well away from the forces that have shaped the
practice.
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Changing the culture
of your practice

Somewhere early in the QM implementation process you,
personally, must make a clear and unequivocal choice: either you
want QM for superficial reasons, or you want to change the culture
of your practice. This is a point where the road, your path, divides,
and you must make your choice. The ‘road less travelled’ is the road
of changing the culture of your practice.

There are a lot of perfectly valid reasons why you might not pick
that more difficult road, for example:

Your clients demand that you have 'QA".
You would just like to be 'more organized'.

.
.
¢ You would like to better control the risk of practice.
.

You want to compete internationally.

There are plenty of examples of design practices that purport to
have QM systems operating, but still manage to ‘stuff up’ the most
routine operations as well as fail to provide an adequate level

of professional service. When clients of those firms encounter
failure to deliver, they become incensed; angrier about the poor
performance than if the firm said it didn’t believe in all this ‘QM
baloney’. The firms hurt themselves greatly by pretending to have
something they really haven’t got.

There is a central tenet in quality management: Never promise what
you can’t deliver.

This is a good place to revisit, reiterate and reinforce the distinction
between QA and QM.

QA is a promise, an assurance, to your client, and, by extension, to
the public, that you have something special (quality) to offer them.
QM is the combination of systems that ensure you can deliver on
the QA promise. Thus, what is QA from the client’s perspective is,
from your perspective, QM.

The importance of QM
training

Virtually every guide to QM stresses the importance of training.
Dr. Juran says that ‘planning by amateurs’ is a major obstacle to
good planning. For the design practitioner, your choices are to train
yourself, or buy training from a consultant. The need for training is
well documented elsewhere; 1 won’t dwell on it here, other than to
endorse this point completely.

If you have plenty of time, train yourself. If you are busy, it will be
much more cost-effective to buy the training you will need. Make
sure that the pace of the training is one you can keep up with.
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You're on the diving
board ...

Let’s assume that you have decided to take on the QM project. This
is a self-test. What are the key stages in your plan? Write them in
the blanks below, in chronological order.

10

How does your list compare to my list? It’s on the next page.

The aura of
commitment

No other aspect of QM is so deeply thought-provoking as the issue
of commitment to the process. Every book on quality contains
anywhere from a few pages to whole chapters on the subject.

Few people want to say they are unwilling to make a commitment,
fewer still want to really make that commitment to ‘redesign the
presses’.

The matter is complicated by the paradoxical nature of commitment.
If you do decide on the ‘road less travelled’, no great bolts of
lightning will illuminate your way. Nothing overtly obvious, in fact,
will change. The people around you may not be conscious of the
change, at least at first.

If you met someone at a party, would his commitment to QM be
obvious? Could you tell? Probably not.
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If he was noisy about it, you would doubt his commitment (who
was he trying to convince?). The one thing | am confident of is that
if a person’s commitment to quality is real, and founded in reality,
he will have an apparent, palpable aura of credibility. You will feel
that you can trust him, and not be disappointed.

Clients can sense that, too. Here’s my list....

Key Stages: Implementation of QM as a Project
Decide whether we want QM to seep into the bones of our practice, or stay on the skin.
Work out a rough timetable for the implementation, with some milestones.

Review our human and financial resources, and decide if we can commit the necessary
resources for at least one year — assume 10% of all senior management time and 5% of
all other staff time.

Work out the financial cost of item 3 and put it into our next yearly budget.

Call a meeting of the entire staff to discuss this project and its implications. Listen
carefully to their comments.

Educate myself on the quality cost issues — | will need this to get through the next item.

Have a further meeting with my partners to decide if we are really going to do it, or not.
Hear them out fully. Resolve the inevitable questions about who will pay for the time it will
take, to our mutual satisfaction. This may take more than one meeting.

Revisit the implementation schedule with key staff. Agree to the milestones, in both time
and substance.

Establish time-sheet codes for the project and set target time commitments to the project
for all staff.

our QA plan

I think we need a
comprehensive look at
the way we try to
achieve excellence
throughout the firm

I found our old
checklists - they are
pretty good - I think
we could put them in

/f_agree, and I think we need to
get somebody in to do that -
somebody who doesn't have the

biases that we all have

She's talking
about you,
Hugh, you old

buzzard

Good idea, I'll get
onto it at once,
and get a list of
people who can
help us with this
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2.6 Implementing your plan

Almost invariably there is found to be a lack of consistency between
what management believes it is concentrating on, what it has said it
will be doing, and what is actually happening.

Roy Fox

Chapter 2.4 outlined a range of implementation options, depending
on your starting point and where you wanted to go. Chapter

2.5 provided guidance in establishing an implementation plan.
Regardless of which of the options selected, the purpose of this
chapter is to highlight some aspects of implementation of your plan
that could mean the difference between its success and failure.

Staged
implementation

Guide manuals for previous
versions of ISO 9001 have
recognized that staged
implementation is useful,
even necessary, for many
organizations, and have
provided some guidelines
for those versions of the
standard.

The ‘weak links’ diagrams in Chapter 2.5 suggested the importance
of staging implementation, working first on those areas of practice
most needful of improvement.

Staging implementation makes good sense: it slows the change rate,
which helps staff ‘catch up’ with changes, and lowers anxiety over
change. It also commits less resources at any one time, easing the
percentage of cash flow that funding the implementation takes.

Where there is staff resistance, staging implementation allows for
some positive feedback from early improvements, thus reducing
cynicism and creating positive expectations for further change.

In addition to using the ‘weak links’ analysis for setting up a staged
implementation plan, the following matters should be considered:

+ Any glaring inconsistencies discovered in a diagnostic audit.

+ The degree to which the change activity will affect the overall
quality of your output. For example, if bid document checking is
sporadic and lax, there are potentially very damaging consequences
for the practice — it should get high priority in staging.

+ Customer complaints: If you’ve had negative feedback from clients
on any issue (for example, authority of the project manager or
communication), these items should be addressed in the first stage.

¢ If you are planning an ISO 9001-based system, the six sections
where documentation is mandatory should be included in the first
stage (see Part 3).

A staged implementation plan should clearly indicate which quality
issues will be addressed in which stage, and what the beginning and
completion dates are for each stage.
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Champions and
leadership

If you are serious about designing and implementing a QM program
in your firm, you will need commitment for the following resources.
Time requirements for these resources will vary with firm size,
whether the firm is systems-oriented or systems-adverse, and other
factors.

+ Some 'quality time' from the senior management champion, to
review progress, get involved, give pep talks, and have a quality
management review meeting at least twice annually (especially in
the first few years of the project).

¢ Significant release time for the 'working' champion, who will
probably become the firm’s quality manager.

¢ Release time for a quality planning committee (key people from
each area of department) to meet, discuss, make recommendations,
and deliver agreed changes, representing each major department or
function in the firm.

+ Release time for everybody whose input will take more than 5% of
their time — this means adjusting their other project responsibilities.

Implementation
actions

Chapter 2.5 introduced the idea of treating QM as a project, with
the implication that you would need to create a resource plan

for implementing it just as you would for any other project. The
following actions will protect your resource plan and ensure that it
works:

¢ Establish a timesheet code for your QM 'project'.

¢ Prepare simple, clear duty statements for each person with
QM responsibilities (see Staff buy-in below), with deliverables
identified.

¢ Balance commitments — consider and respect the firm’s other
obligations, without downgrading the importance of making time
for the new obligation.

¢ Appoint a backup person for each person that has key
implementation duties, so that in case of illness or other inability to
carry out their duties, the process will keep on schedule.

Staff buy-in

The ability to motivate
people to welcome
change and participate in
it actively is not something
any of us were taught in
design school. Not many
practitioners are skilled in
this art.

The best way to achieve ‘buy in’, or taking ownership of the change
process, by staff is to actively involve all staff in the decision-
making process, at appropriate levels, and make all of them
responsible for some part of the overall plan.

This means that they will have programmed time to work on their
part of QM. Importantly, this includes all of senior management
—no one should be seen to be ‘above’ the responsibility to make it
work.
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Sometimes staffing
adjustments are required.
On one recent project | was
involved in, where the firm
already had an established
quality control department,
the head of that department
was giving lip service to

the proposed restructuring
— but was in fact behind the
scenes doing everything
possible to sow discord

and sandbag the changes.
After months of trying to
get him to buy in to the new
program, in the end senior
management had to solve
the problem, and they did it
by giving him a ‘promotion’ —
to a different job in a remote
outpost of the company.

Getting people to take ownership of the process is not always so
easy. Managers do not always know how to delegate authority,
which is crucial to sharing ownership of change.

The idea that staff will acquire some ownership of change often
sounds like they will have more responsibility and have to do more
work, without being paid for any more hours. This is partly reality,
and partly fear of being exploited.

It is also of the utmost importance to make it clear that the system to
be developed will not be “cast in concrete’, but is fully intended to
be improved over time.

Without the support of the whole practice, the process of evolution
really will not ever happen.

Because the way the entire program is presented and managed is so
crucial to its acceptance by staff, if the principals of the practice do
not have these skills, either they should get some training in them,
or get the help of a consultant who has them.

One of the stand-out lessons from David Maister’s research on
profitability (see Chapter 5.2 for related discussion) is that in the
excellent companies, people who couldn’t fit in to the culture were
asked to leave, no matter what their strengths were — this point came
up in interview after interview.

Monitoring progress

Prepare a QM project schedule, with milestones, and post it
prominently. Update if/as required, and mark progress on it — with
actual as well as target dates.

If progress is lagging, find out why. Maybe some people simply
aren’t pulling their oars, and they need to discuss their work

plan with their supervisors. Maybe they really have too heavy a
workload, in which case, their workload needs to be reallocated, so
that either they are freed up to do what they have to, or their QM
implementation responsibilities are assigned to someone else.

Only if the firm, overall, is experiencing a temporary, very heavy
workload, such that there really is no more capacity, should the
implementation schedule be changed.

And it is dangerous to do this more than once — that is a signal to
staff that management really isn’t very serious about improving

its quality management. In effect, it means that you really aren’t
treating it the same as you would any other project — and that breaks
the cardinal rule for successful implementation.
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Probably because of

our collective reluctance

to embrace the idea of
measuring change, there is
precious little written on the
subject in our industry. The
only comprehensive study |
know of is Chuck Thomsen'’s
Managing Brainpower, Book
Two: Measuring, which is
still available and well worth
reading.

Thomsen’s main focus is on
compensation, managing
firm ownership and financial
performance.

2.7 Measuring change

Measure what you value because you will become what you measure.

James P Cramer / Scott Simpson

We architects are not, by nature, measurers, and we are deeply
suspicious of anybody wanting to measure what we do. This creates
a serious problem for any practice trying to get from its present
reality to its preferred future, because — without some measuring
—we don’t know where we are on the journey.

Cramer and Simpson’s epigram message is accurate, because
measuring is a focusing of energy, that conversely places value on
the measured attributes, causing the person or practice to move in
that direction — becoming a self-fulfilling prophecy.

This idea segues into the three key points about measuring change:

¢ Again, less is more: measure only what you value. A few key
measures, consistently applied, are far more valuable than a
complex system no one has time or motivation to carry out or
review. You can always add more later.

¢ Measuring can't be a separate thing from the rest of practice — it has
to be completely integrated into the functions it measures.

¢ Quality measuring can't be separated from other measuring, such as
financial performance. Develop a single, coordinated approach to
collecting and analysing the data you need to improve the way your
practices operates.

Change you might
want to measure

Cramer and Simpson say
Good leadership sets clear
expectations for measurable
results.

There are five main categories of change that you could consider
measuring:

Money and time.
Risk.

.

.

¢ Client satisfaction.
+ Staff satisfaction.
.

Contractor relationships.

Taken in order:

Money and time

These are always in lockstep: change that saves time (without
compromising quality) increases profitability. Time is money. More
commonly used measures include:

+ Profitability — overall, by client, by project type, by office location,
by project director, by project manager and by project.
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A thorny problem for most
design practices is the way
that uncompensated hours
are tracked. Some practices
treat them as part of the
staff's overall contribution

— their salary buys an
unspecified quantity of time.
These firms tend not to log
hours over the ‘standard’
work week, which means
that records of how long
something took to complete
are always low and

wrong, creating future fee
assessment inaccuracies.

Other firms, whether or not
they provide ‘time in lieu’ for
these hours, log them as

a way of keeping accurate
project histories. This
approach has advantages
and disadvantages.

¢ Work in progress (WIP), measured in average days from time
logged on timesheets to date of invoicing; overall and by project.
WIP is important because of its effect on cash management
requirements and as a barometer of project scope control.

+ Accounts receivable (AR), measured in average days from date
of invoicing to receipt of payment; overall and by project. AR is
important because of its effect on cash management requirements
and as a barometer of client satisfaction (the first indication of client
unhappiness may be a slowdown of payment).

+ Utilization, measured as the ratio of billable time to total staff
hours. Some practices exclude administrative staff time from the
denominator; the effect is to make utilization look better than it
really is.

+ Write-offs (uncollectible invoices) and write-downs (project work
never invoiced). Both are important as a gauge of how well the
practice manages project scope and client relationships.

¢ Labor multiplier (actual vs. target), measured as total income
divided by gross salaries. Important as a gauge of overheads
management.

+ Average hours per drawing, measured by project type and by client.
Important as a measure of production efficiency and for improving
accuracy of fee proposals.

Risk

Chapter 8.2 discusses the quality-risk relationship. Measures some
practices find useful include:

¢ Long-term claims history, including size and frequency of claims,
insurance excess payments, informal claims settlements, and write-
offs/write-downs.

+ Legal costs and staff time spent dealing with claims and potential
claims, by client, project type and contractor.

Client satisfaction

Why not make client
evaluation contractual?
Explain to all clients that

your firm seeks to constantly

improve its services, and

therefore wants and expects

performance evaluations
at key points. Identify
those points in your fee
agreement.

Most students of CRM (client relationship management) say that
unhappy clients tell others about their experience far more often
than do happy clients; some quote ratios as high as 9:1. Measures
for client satisfaction include:

+ Repeat work, included sole-source (no competition) projects.
+ Unsolicited thankyou letters.

+ Regular paper surveys: commonly used, but of low-to-negligible
value, especially when number scoring is used.

+ Paper evaluations at key points, such as project completion or
major milestones: better than regular paper surveys, especially if
structured for open-ended answers.

¢ Talk to them, face to face, and ask the questions you might not want
to hear the answers to: they will tell you!
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Market research firms use structured surveys that provide a baseline
response, but they will tell you that the most important results
always come from the open-ended questions, such as ‘Is there
anything else you would like to add?’ or “How could we have
improved our level of service?’

Staff satisfaction

Most personnel evaluation
forms are worthless. They
address mundane issues.
They use criteria such as
‘responds to directions
cheerfully’, ‘dresses well’,
and ‘does neat work’, but
never cover such relevant
points as ‘tells the boss
when the boss is wrong’,
‘listens and responds to
clients’, ‘leads criticism of

poor corporate procedures’.

— Chuck Thomsen

Common sense tells us that happy staff are more efficient, more
productive, and more likely to produce quality outcomes. David
Maister’s research (Chapter 8.3) proves a powerful connection
between staff satisfaction and profitability.

How do we find out whether or not our staff are happy campers?
Chuck Thomsen takes a dim view of survey format evaluations (see
sidebar). The following measures work for many firms:

¢ Performance reviews, including '360’ reviews (some observers have
doubts and cautions about ‘360’ reviews.?

¢ Exit interviews (for everybody who leaves).

Don’t get hung up here on hard, numerical ideas of evaluation. The
most important kinds of information you will ever collect about
people won’t be reducible to a number, but can still be *‘measured’.
You need trends, not facts.

Contractor
relationships

Quotation from Chuck
Thomsen reproduced with
permission of The American
Institute of Architects, 1735
New York Avenue, NW. ,
Washington, D.C, 20006

Should you care about what these people think? Well, they are in a
position to directly and indirectly influence your clients’ opinions.
They have a full arsenal of tools to make your life miserable. They
can chew up all your profits at the end of an otherwise good project.
And there is a lot to learn from them. Useful measures include:

¢ Patterns of RFIs (requests for information), by project type, size
and contractor. Paul Tilley's research (Chapter 7.9) suggests a
connection between document adequacy and RFI incidence.

+ Change order history, by reason for the change order, project type,
contractor and client. It is important here to honestly record the
causes, including those resulting from designer error.

¢ As with clients: talk to them, face to face, and ask the questions you
might not want to hear the answers to: they will tell you!

Besides keeping a tight rein on contract administration, the data
these measures provide is used by some practices as a powerful
marketing tool — clients’ comfort levels are increased significantly
when they see that the designer has good cost and time management
tracking tools in place.
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Boston-based specifier Mark
Kalin made that prediction
back in 1990. Whether it is
the specifier or somebody
else, somebody has to

be keeper of the system,
and that keeper is almost
certainly going to be a highly
systems-oriented person.
Machines are getting better
all the time, but they’ll never
know which information
should be kept.

2.8 Capturing & holding corporate
memory

Specifiers will agree to become ‘keepers of the system’ and become
expert at office information systems.

Mark Kalin

The most valuable information accessible to the practice quietly and
surely slips through the fingers of those who guide the firm, and is
lost forever. Hence, this chapter on ‘corporate memory’. It’s all too
often more of a “memaory’ than ‘corporate’.

Corporate memory, like personal memory, is what the corporation
remembers from its past experiences. How clever the corporation is
depends on how much it can remember. Architectural practices, for
the most part, remember precious little considering the richness of
their past experiences. WHY?

Because, in all but the smallest and most stable practices, most of
the firm’s prior experiences happened to employees who moved on
and took the corporate memory — which was paid for by the firm

— with them, nearly intact. Think of that memory as a library of
original manuscripts, of which no copies exist.

If the person leaving took with them a stack of those manuscripts,
the directors would get very excited. But that is what usually
happens when a person leaves your employ. It’s just that the
manuscripts were never written down, and you don’t see them
marching out the door.

But, you say, ‘That is the way it has always been; why is it an
issue? Besides, the younger architects are really only learning
what the senior architects know, and it is part of our professional
ethic to educate them.” Quite so, but our profession is evolving at a
faster rate than ever before. Today it is more likely that the senior
members of the firm do not understand what the younger members
are doing, especially if they work at a keyboard.

Multi-skilling &
specialization

You might disagree, but |
suggest that it is becoming
increasingly impossible

for directors to understand
exactly what their best
employees are doing, and
when they leave, what they
did while with the firm.

Architecture is very rapidly breaking into specialties, whether the
generalists like it or not, and to the extent that architects become
more multi-skilled; move out into new areas of expertise; the more
this specialization will characterize our practices.

New employees, arriving at a firm with an empty corporate memory
library, will re-invent their piece of the corporate wheel-rim from
their background experience, which at best will mesh with what was
done before, and at worst will reverse it (assuming that what came
before was good stuff).
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The best firms will begin to find efficient ways to capture that
corporate memory as it is experienced, sift it, store it, and have it
available as an accessible resource, rather like collecting, sorting,
processing and warehousing the by-products of manufacturing.

What does corporate
memory look like?

How will I know it when | see it? The forms corporate memory can
take are as varied as the people in the firm. Some examples:

v
v

v

Standard details v

Standard proformas, such as
room data sheets, schedules

Design information on system
assemblies, especially
high-tech mechanical and
electrical systems, and their

Information about products, architectural requirements

especially new products, which ~ ,

: A Computer routines, especiall
isn’t in the catalogues P 4 y

mini-programs and algorithms
that improve standard

Information on reliability and SR
applications

maintainability of products

v Knowledge about clients’
needs, preferences and
attitudes

Research methods; setting
up cost-effective, reliable
procedures

v Knowledge of techniques
outside ‘normal’ practice, such
as the ability to set up financial

specialized building types, proformas, life-cycle cost

such as hospitals or golf studies, cost-benefit analyses,

courses etc

Better specification clauses

Design information on

Access to media contacts

Benefits

The benefits to capturing more of corporate memory are many, but
would include the following:

*

Everybody in the firm will spend less time hunting for extant pieces
of corporate memory.

If the process IS efficient, the time savings will outweigh the cost of
organizing it.

The firm will be able to respond to new challenges more quickly
and be less dependent on the time commitments of its ‘experts’.

People will become less indispensable, but at the same time, more
highly valued for their contribution.

The departure of a key person is less likely to handicap the firm.

Errors will decrease because of less wheel re-invention.
Documentation costs will drop, and contract documents will be
more reliable.

Some of the time spent re-inventing new methods of production
will be replaced by more time spent on design and original work.

The directors will have a greater understanding of and appreciation
for what their employees are up to.
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¢

The ‘lone wolf’ types will find the new environment uncomfortable
and will quietly wander off.

More on feedback

One well respected

interior design practice in
Australia, Geyer Pty. Ltd.
(Melbourne Brisbane and
Sydney), has used this
system for a long time with
great success. Members
of the firm are expected to
show up for meetings with
their corporate memory
notebooks, and they do.
The firm regards the record
of this collected memory as
one of its most important
assets. See Chapter 9.2 for
a profile of Geyer.

In QM-speak, this process is called feedback: having a formalized
method of learning from everything you do, such that the ways

of doing it are continually undergoing evaluation and change to
become better. Every firm does that to some degree — usually in a
vague, erratic and random way. If you want to have a QM plan that
respects 1SO 9001 principles, the method will have to be formalized
and operate predictably.

What could you do to begin to capture that elusive corporate
memory? Here are some ideas:

¢

Make corporate memory a priority. Talk about it. Get your staff to
talk about it. Focus on the experience your firm has lost in the past,
and should have retained.

Make someone responsible for corporate memory (your 'keeper
of the system') and ensure that she dedicates some time to it each
week. Request that she prepare a summary monthly report.

Get rid of scraps of paper. Buy everybody in the office a cheap,
bound notebook, which they are to use as a diary, writing everything
in it: phone numbers, details of calls, meetings, anything which
falls outside the firm’s formalized project reporting procedures.
When these notebooks get full, they can be turned into the ‘“memory
minder’, where they will form a chronological record of experience
of every person in the firm.

The notebooks’ creators will want to photocopy parts of it, copy
forward some information, etc. That is fine. But the original goes
into the firm’s corporate memory.

Some people will resist this idea enormously, or will agree to it but
never enter anything. Maybe they don’t belong in the firm. Maybe
they need to understand that one of the reasons they get a paycheck
is to create such a record of their work in the firm.

Institute a regular office procedure of cleaning out the piles on and
under desks, returning not only information borrowed from the
library, but new information that belongs in the library.

Establish a regular system of filing information at the close of any
project, where someone who is not part of the project reviews the
entire file and sifts out collected data that has a general firm value.
If such data is important to the permanent project record, make
copies for the file or make references in the permanent project
record as to where the removed items can be found.

Develop resource profiles on every staff member and circulate
them, so that everyone in the firm will know who is specially skilled
at what, and can go to them for advice.
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+ Have regular meetings of staff that focus on areas where the firm
needs more knowledge to do its job better. Assign investigation and
reporting duties to persons who are interested in following up these
ideas. Set time limits and parameters.

+ Reward people who internalize the corporate memory capture
process, support it, and creatively support it. In a medium to large
firm, this could be dinner for two at a nice restaurant, awarded
monthly; or perhaps quarterly in a small firm. Or perhaps a Friday
off with pay, or a fine book or set of CD records of the employee’s
favorite music. Whatever the reward, it should also benefit the
employee’s spouse/partner.

¢ Believe in it yourself, and set the standard. People will do amazing
things when someone they respect puts high value on something
and creates an atmosphere of acceptant expectation.

This list could go on for many more pages, but you will have the
idea. The point is to tailor a program to your practice!

There must be some
way to evaluate how we
are doing compared to

other practices

We've hired an external
consultant to do a "diagnostic
audit” of the firm - she'll be
here Monday and Tuesday

Why did I
ever agree
to chair this

r

T've been updating
our checklists, but
nobody wants to
use them - they say

they don't need

It's called
"benchmarking”,
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There is disagreement at the
guru level as to the value or
necessity of measuring the
cost of quality programs.
Most agree that it is
important to try to determine
value, but the question

is: How far should one

go? Where is the point of
diminishing returns, where
more information costs more
than it is worth?

_-Total costs

Failure

costs — 7

Costs per unit of service —p-

Prevention &
appraisal costs

Economic
balance -

2.9 How much will it cost?

Cost-effective quality management systems mean improved
performance, greater client satisfaction, lower PI premiums, and
professional peace of mind.

Ron Baden Hellard

It is clear that quality costs something, particularly when
implementing a new program. It is easier to measure direct quality
costs than indirect costs. As | noted earlier, very few architects track
re-drawing costs, or the value of discarded, half-finished contract
documents. It is also not easy to measure quality profits, in large
part because of the ‘one-off” nature of design projects. The cost-
benefit analysis itself also comes at a cost, and this cost must be
appropriate for the value of the information received from doing it.

Vern was feeling grumpy. Very grumpy. ‘This is a slippery slope’, he
thought. ‘Why couldn’t they just whip up a nice little QM plan, show
it to the client so he's happy, and get back to work? Why does it
have to be such a big deal?’

It is helpful to consider the standard models of quality costs that the
manufacturing industry has worked out over many years, because
they provide some insight into the issue, and help us to translate
these concepts into our own industry. There are two such models,
widely used. The first, the Quality cost model is shown below. This
model requires a little explanation.

What this diagram shows is that small
increases in spending on prevention and
appraisal yield huge dividends at first, but as
there are fewer and fewer mistakes to find or
prevent, the cost of finding and preventing
them starts to get higher and higher per unit
of work.

The total quality cost is the sum of the failure
cost and the prevention and appraisal cost.
You can see that the total cost reaches a low
point and then starts to climb. In most cases,
there is a point where failure costs equal
prevention and appraisal costs, usually at a
slightly higher quality level than the low point
of total costs.

Authorities suggest the optimum economic
balance is somewhere between these two

Measure of quality (quality level) —#
Fig. 2.9.1 Quality cost model

points: increased quality is available at a very
low increase in overall quality cost.



66

Creating Efficient, Effective Quality Systems

The second model, below, describes what happens to the various
elements of quality costs as the quality system ‘matures’. This is
called Distribution of quality costs.

% of Sales
20— |
18 —
16 —
PHASE 1
wl14—
ol )
wy

312 — [ External failure

‘-_-‘-_"""‘---..

PHASE 2 PHASE 3 PHASE 4

Internal failure

Appraisal

Prevention

\

Maturity of the quality system

Fig. 2.9.2 Distribution of quality costs

This diagram shows a number of interesting things:

¢ Inmost industries, total quality costs are about 20% of gross output
at the start of a quality program. This cost is made up of about 12%
‘external’ failure e.g. customer dissatisfaction, returns, defective
goods; upwards of 4% 'internal’ failure (detected before shipping);
upwards of 3% appraisal costs; and about 2% prevention costs.

¢ Phase 1: After introduction of QM: As we saw in the previous
graph, very small increases in spending tend to reduce the external
failure rate dramatically, but at first there is not that much of
an increase in 'internal’ rejections. The defective products are
discovered in final checking, not on the ‘assembly line’.

¢ Phase 2: As the system matures a bit more, the internal processes
start taking hold, and manufacturing finished quality starts to
improve dramatically — huge gains are made, but there is a high

cost,

because semi-completed products are still being scrapped or

reworked.

¢ Phase 3: As the assembly line processes begin to operate better,
mistakes made and discovered have peaked and begin to drop
slowly.

The combination of prevention and appraisal costs continues to rise
slowly. The rate of external failure has virtually gone to zero.
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¢ Phase 4: The total cost of quality drops slowly but surely.

Can we meaningfully translate these ideas into our own industry?
Let’s consider them in turn.

External failure In the building design industry, external failure includes:

¢ Interpretative design failure: misinterpreting the client's needs and
requirements.

+ Endangering the public, through bad structural design or selection
of materials that could cause injury, such as using smooth tiles in
sloped exterior walks.

+ Mistakes in contract documents: dimensions that don't add up,
calling up a product as one thing one place, something else in
another.

+ Discrepancies and ambiguities between the drawings and the
specification that could cause confusion and result in claims for
extras.

+ Failure to coordinate the work of different design disciplines,
causing any of the above.

It is important here to understand the difference between external
failure and the cost of external failure. In our industry, the cost of
external failure includes:

+ Professional liability insurance premiums.
¢ Deductibles paid when there is a claim.

¢ Loss of senior professional time spent defending the firm when
there is a claim.

¢ Loss of senior professional time spent resolving problems to
prevent claims from being made.

¢ Re-drawing to instruct contractor to correct error.
¢ Loss of income through client's refusal to pay.

¢ Loss of future profits if a repeat client goes away.

We can see quickly that the first item would not change much if
external failures decreased substantially, and the second and third
items would be reduced but not eliminated (because of ‘shotgun’
claims), but the cost of remaining items are closely linked to the
level of external failure.

Internal failure In design, internal failure almost always consists of re-drawing time
when an error or coordination failure is discovered.

Depending on when the problem is discovered, it can also include
things like reprinting and re-sending of documents.
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The cost of internal failure, then, includes:
¢ Re-design and/or re-documentation.
¢ Re-checking (appraisal) of the revised work.

+ Communicating of revisions to others in the team, and possibly to
client and/or contractor, including printing, binding, shipping.

There often are flow-on effects caused by internal failure, such as
when the necessary revisions imperil the schedules for other work,
or the client or contractor claims delay costs due to time slippage of
the delivery of the documents.

Appraisal costs

Appraisal costs include labor to perform:
+ Design reviews.
¢ Internal checking (of your own work).

¢ External checking (coordination with work of others).

Prevention costs

Roy Fox has stated that,

in his view, all inspection
activities should be
classified as quality failure
cost. He says this means
our quality improvement
activities should be aimed
at eliminating inspection
activities as well as the
failures they are used

to detect. Even more
profoundly, he emphasizes,
we should consider
inspection as the technique
of last resort when
developing new quality
assurance processes.

Prevention costs include:

+ Personal time of management required to instill a greater quality
consciousness and build motivation.

Time required to establish and maintain the quality system.
Training.

Employing more experienced people.

Project quality audits.

Team reviews at project completion.

® & & o oo o

Post-occupancy evaluations.

It is interesting that quality management authorities peg the costs

of prevention at a constant 2% of turnover, as shown on the
Distribution of quality costs diagram above. So far, there is not
sufficient evidence to know if that figure would be appropriate for
the design industry. | have heard reports of firms spending up to 5%
of gross on prevention, but | suspect that would include the start-up,
one-time costs of initially developing and implementing the quality
system.

One of the things that typically happens when a firm puts a QM
system in place is that a number of other functions get updated, and
these costs are seen as being caused by introduction of the quality
system. An example is that piles of obsolete forms get thrown out
and replaced, which should have happened anyway.
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Can we get a handle
on these costs?

If your practice is typical, you could implement a quality system
and never know whether it was costing or saving you money. Why?
Because, if you are like the vast majority of design professionals,
you have no idea what you now spend on quality.

Do you track the cost of re-drawing? Of course, all re-drawing is
not ‘doing things wrong’, or even avoidable. But much of it is. If
we never begin to measure how much re-drawing we do, we will
never get to the question of how much of it is avoidable, or how

to avoid it. Do you track the amount of time you spend resolving
discrepancies during construction? Not likely!

But how much will it
cost me?

In the 1980’s, US auto
manufacturers faced the
reality that they would
either learn to work like
their Japanese competitors
or face extinction. Led by
Ford, they all adopted QM

approaches. As they saw the
benefits, they also started to

require that their suppliers
(including their architects)
embrace QM.

Albert Kahn Associates
was one of those firms.
QM provided a gateway to
becoming a totally different
kind of firm, just as it was
for the auto companies.
The $2.25 million AKA

spent was not just to design

and implement QM — it

was spent on the cultural
transformation that followed
from it.

The most expensive implementation program 1’ve heard of
—$2.25 million — comes from Albert Kahn Associates (AKA), an
international practice headquartered in Detroit. | also know of a
number of well-organized, systems-thinking small practices that
successfully implemented model programs for as little as $3,000
- $5,000.

How much it would cost in your practice depends on a lot of
factors: firm size, the ‘readiness’ factors discussed in Chapter 1.7,
and many others. Your practice will be somewhere between those
extremes!

However, simply looking at expenditure is to miss the point
altogether: one must consider the complete picture of the costs of
not implementing quality improvement. Hear what Gordon Holness,
Chairman and CEO of Albert Kahn Associates, Inc., has to say:

Albert Kahn Associates started its Total Quality Service (TQS)
Program six years ago at a time when we were successful and
content with the quality and content of our product. With the
help of a consultant, we spent considerable effort in internal
training, the development of our staff, and in understanding TQS
philosophies and culture. Probable cost was in excess of $1.25
million over a period of three years.

Along the way, we became far more customer-focused, developed
better client relations and services, established a wide range

of benchmarking tools such as issuing client surveys on every
project and conducting internal client surveys with our staff. We
were the first A/E worldwide to achieve Ford Motor Company’s
Q1 Certification in 1995, but not before our first audit showed that
we had no idea of the realities of establishing a quality system.

As a result of the TQS program we changed our entire organiza-
tional structure. With it, we moved away from a technical
department-driven, internally-focused operation to an externally-
driven market focus group operation with studio teams and team
centers. We revised our operations by eliminating top down-
driven corporate board committees and going to a cross-sectional
TQS Steering Committee with process improvement teams to
drive change.
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We moved on toward QSA-S/QS 9000 as a common standard for
automotive OEMs.

We have now completed the final lap of obtaining 1SO 9001
Certification in November 1998, learning from each step in

the process as we progressed through our gap analysis, pre-
assessment audit, preliminary audit, and initial audit. Is that the
end? No, it’s just the beginning and we have a long way to go
with our continuous improvement program.

Our internal auditors are identifying necessary corrective action
items that we need to address and we will shortly be going
through our next external audit to review our progress and assure
compliance.

Current expenditures between TQS and ISO are probably in the
order of $2.25 million in personnel time and training. That’s a
huge investment for a company of our size. Has this expenditure
been worthwhile? I personally believe so. Our corporate
profitability has steadily and significantly improved (by more than
20%) over the past five years.

I strongly recommend reading the rest of Gordon Holness’s article
—see Part 2 Sources for the URL.

If Kahn’s experience scares you, consider this idea. What is your
excess (deductible) on your professional liability policy? Let’s say it
is $100,000 — not an uncommon number these days for a mid-sized
practice. If the implementation of a quality program saved you just
one claim where you had to pay out the excess — and did nothing
else — would it be worth spending $100,000 on?

Quality cost systems
for designers

A quality cost system won’t prevent mistakes, but it will help you
understand where the problems are, and where you need to focus
your attention in order to prevent them.

If we don’t start analyzing the coordination errors found before
and after issuing documents for construction, we will never

find out which ones could have been prevented. Here are my
recommendations for finding out what your quality costs are now:

+ Everybody fills in a time sheet. No exceptions.

+ Add two new categories to your time sheets: Re-work due to
internal error, and Re-work due to consultant coordination.

¢ Explain the importance of tracking re-work to your staff; monitor
the change and spot-check results.

+ Estimate, as well as you can, the past average annual cost of
preventing and defending claims.

+ Profile your quality costs now, before you implement a quality
system, so you will be able to evaluate the benefits later.



71

Does this QM jargon need
paraphrasing? I'll try: It's a
careful look in the company
mirror, to find out if you are
really doing what you say
you are doing. What you
say you are doing is the
audit criteria. The evidence
is not hearsay, it exists, it is
recorded. The objective is to
compare the two, and find
out how well your acts fit
your intentions.

2.10 Internal quality system audits

It is relatively easy to identify what is wrong with an organisation. It is
a completely different thing to put it right.

Roy Fox

ISO 9000:2000 Quality management systems — Fundamentals
and vocabulary defines an audit as a ‘systematic, independent and
documented process for obtaining audit evidence and evaluating
it objectively to determine the extent to which audit criteria are
fulfilled’.

‘Audit evidence’ is defined as ‘records, statements of fact or other
information, which are relevant to the audit criteria and verifiable’.
‘Audit criteria’ is defined as a “set of policies, procedures or
requirements used as a reference’.

ISO 9000 notes that internal audits are ‘conducted by, or on behalf
of, the organization itself for internal purposes and can form the
basis for an organization’s self-declaration of conformity’.

Audit types

There are three types of audit, called first party, second party and
third party. Internal audits are first party, often called self-audits.
Second party audits are carried out by one organization on another,
for example between a contractor and a subcontractor. Third party
audits are carried out by independent, certified auditors. These last
two types (both external audits) are discussed in Section 3.5.

The internal audit

The self-audit process is the
most important of all audits,
providing management with
information on whether or
not its policies are being
met, if the system is as
efficient and as effective as
it should be, and whether
changes are needed.

In Chapter 2.3 | discussed the diagnostic audit as a preliminary
evaluative tool, noting that the diagnostic audit could be fairly
informal.

ISO 9001-based audits, by contrast, are formal affairs. This audit
process is a powerful QM system improvement tool, equally
applicable to non-1SO 9001 systems and ISO 9001 systems, which
is why it is included here.

Internal audits may be undertaken by trained members of an
organization’s own staff or by hired, professional auditors. There
are advantages in both options; the main consideration is which
approach provides the most cost-effective information.

It is usual for internal audits to be performed by the firm’s Quality
Manager, who may be any senior member of the practice, with
delegated responsibility for maintenance of the quality system.

Typically, an audit either covers general administrative functions or
specific projects.
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A question often asked is whether specialist knowledge of the
area or activity to be audited is required. In theory the answer is
‘no’ because the auditor should be looking for objective evidence
based on the requirements of the standard and provided by the
documented system and conformity to it.

In practice some general knowledge is probably preferable to
assist in the analysis of the acquired data and in the formation of a
judgment. However, the auditor must be independent and not have
direct responsibility in the area of any audit undertaken.

‘System’ vs.
‘compliance’ audits

To avoid confusion, | use the
term ‘desktop audit’ to mean
an external audit comparing
your system to the standard.
Just be aware that an
external auditor is likely to
use the term ‘system audit’
here. See also Chapter 3.5.

Another distinction: There are two sequential stages to an external
audit program, which need to be discussed here to avoid confusion:

¢ ’System’ or ‘desktop’ audits, where the QM system is compared to
the standard.

+ 'Compliance' audits, where the actions of the organization are
compared to its QM system.

Except where an organization is in process of building an ISO 9001-
compliant system, all internal audits are compliance audits.

Because design is so heavily project-based, it is useful to restrict an
internal audit to either the practice-wide parts of the QM system,
or to a specific project. In this handbook, the word ‘system audit’
is used in this context, to mean an internal audit of non-project
systems.

What does the
internal audit involve?

To audit all elements across
the practice would be like a
stock-taking in a department
store; you would have to
shut down the practice for a
few days!

The process of internal audits begins along with the implementation
of a quality management system. It has three main functions:

¢ To find out how well implementation of the quality system is
progressing.

¢ To see if implemented systems are being maintained.

¢ To find out if the firm is ready for an external certification audit
(1SO 9001 systems only).

To reinforce the point made above, it usually works best to either
audit a few elements of the quality system across the whole office
(system audit) or to audit all relevant quality systems for a single
project (project audit). The use of standard forms simplifies and
greatly speeds up the audit process, as well as ensuring consistency.

It is customary to use rating scales in setting up audit forms, where
a numerical value can be entered to show the relative degree of
compliance — this makes it easy chart overall progress of the firm
through successive audits, and helps to highlight problem areas.
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The whole issue of assessment ratings is, however, still being
debated by standards associations and client groups. Most
consultants have developed standard audit forms, and will provide
you with examples for internal use if you retain them for external
auditing.

Audit planning

System audits should focus on specific system elements, for
example to look at the way design verification is working across
a number of projects. Project audits should consider all system
functions for a single project or phase of a project.

ISO 10011: Guidelines for auditing quality systems recommends the
following checklist for inclusion in an audit plan:

v Audit objectives and scope.

v Identification of individuals having direct responsibilities
regarding the objectives and scope.

Identification of applicable reference documents.
Identification of audit team members.

Date and place of audit.

Identification of aspects of the practice to be audited.
Expected time and duration of audit.

The schedule of meetings to be held with the auditee (in this
case, others in the firm who have to participate in the audit).

v Confidentiality requirements.
v Audit report distribution and expected date of report.

As you can see, not all of these items are needed for an internal
audit in a small firm. It is important, however, that your audit plan
describe briefly those items from this list that are applicable.

You can expect that your audit plans will be examined as part of
an external audit of your firm, should you be seeking 1SO 9001
certification.

How often should you
audit?

There are no fixed rules, but the basic idea is that you audit often
enough to be sure that your systems are working as you intended.
For system audits, each documented function should be audited at
least once a year, and probably twice a year in the first two years of
implementation.

For project audits, it depends on the type and complexity of projects
that you do. Most practices with QM systems would audit every
large, complex project at least once, and carry out a second audit if
the first audit showed significant nonconformities.
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For firms that do a lot of similar, repetitive type projects, auditing
every third or fourth project once is adequate. For firms that do a
lot of small, short projects, such as residential remodelling, auditing
one in ten or more projects is probably adequate. In the early days
of implementing a new system (say the first two years), more
frequent project audits are recommended.

If audits show that systems are really working as intended, audit
frequency can be lowered; conversely, if audits show a serious level
of nonconformities, frequency should be increased.

Nonconformities:

major or minor?

A convention has grown up in the audit industry that assigns a
‘major’ or ‘minor’ status to nonconformities; the former obviously
being more important than the latter.

The idea generally is that major nonconformities prevent
certification and minor ones, referred to as ‘discrepancies’ are noted
for follow-up but do not prevent certification. Several international
certifying groups use this terminology.

Some auditors do not use the term “discrepancy’, referring instead
to all inconsistencies as nonconformities. There is no requirement
to use these designations; indeed they are not even mentioned

in ISO 10011, the Standard governing audits. For purposes of
internal audits (especially in small practices), the distinction is not
considered essential.

Discrepancies vs.

nonconformities

The audit process results in a list of discrepancies. Depending on
the nature of the discrepancy, it may be cause for raising a notice of
nonconformity (a nonconformity is defined as ‘nonfulfillment of a
requirement’). It depends on the seriousness of the matter, and the
consequences of not correcting the discrepancy. In practical terms,
if you would insist that something is serious enough to require
action, you are, in effect, ‘raising a notice of nonconformity’.

Requirements are both internal (the firm’s quality procedures) and
external (the project brief, codes, standards and other regulations).

Audit results and
follow-up

All audits require that the results are discussed with the auditees,
and that agreement is reached with them as to the nature of any
corrective action required, and the timetable for doing it. The audit
cannot be “‘closed’ until these actions are completed and verified.

The audit process doesn’t end with the audit report: Management
must act on the findings of the audit, and this action will be
considered in an external audit. Therefore management’s follow-
up actions must be documented. The results of audits must be
considered in management’s review of the quality system, and
should be an agenda item for those review meetings.
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What does all this
mean?

Even on a major project, it
might take one person-day
to complete an audit, which
will provide management
with a ‘snapshot’ of that
project’s quality level — a tiny
price to pay, considering the
downside consequences of
undiscovered problems.

No doubt you are thinking that this is all a huge amount of work,
for dubious benefit. Yes, my description may make it sound that
way. However, well-designed audit forms used by experienced
people can make the process highly efficient and effective in terms
of finding out how well the practice is really doing — and that is the
whole point.

With the right tools, a system or small project audit can be
completed in a couple of hours by one person, which will highlight
any potential problems before they rear their ugly heads.

Project audits can have very powerful returns — it’s like shining a
searchlight into the dark corners of the practice.

In fact, just knowing that there will be an audit sometime in the
future tends to keep project teams on their toes, and can sharply
reduce sloppy record keeping practices.

Improving your
auditing

Getting the help of a trained auditor to get started will get you on
the right path more quickly. However you set up your audit program
and audit forms, you can be certain that there is a better way to do

it — this an important arena for continual improvement. Refine your
audit approach through trial and error, always seeking a better, more
efficient and more productive way to audit your firm’s systems and
projects.

Simplify forms as much as possible, using checklists rather than
written descriptions.

Vern isn't going
to like this!

I thought she was
going to evaluate
how well our
systems were
working, No?

Clea, I've read the diagnostic
audit report. Tough messages
in there. She says that there

is evidence of fundamental
differences in our belief in the
value of our quality approach.

What do we do?

All of you: our audit only confirms what I've been
feeling, but wasn't confident of enough to
verbalize. We aren't listening o each other, and
we are working at cross-purposes. There isn't any
real connection between what the different
teams are doing. Now, that's just an outsider's

opinion, but I think it has merit

Guys, I think 'rher'e—a
truth in these views.
And I've been partly
responsible. I think
that we do have to
start being more open
and wiling to consider
others' ideas
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This chapter describes the
kind of specialist assistance
available in setting up quality
management systems, and
offers advice on how to
effectively use such help.

2.11 Using expert help

X is an unknown quantity and spurt is a drip under pressure.

Atemp we once hired

With every perceived shift in the relationship between a

services industry and the public, another new industry of helpful
entrepreneurs springs up overnight. Some professions (notably
accountancy) see themselves as men and women for all seasons,
and add every new fillip to the range of consulting provided. This
situation sometimes creates confusion for users of these services.

Busy professionals who recognize they need assistance in coping
with the relationship shift have to assess widely varying claims
about how much, and what kind of, help is appropriate, and what it
should cost. There is almost nothing written about finding the right
help.

When Clea briefed Anne, the consultant doing the diagnostic audit,
she alluded to some serious differences of opinion, without naming
anybody. She asked that Anne question all senior staff closely on
their attitudes toward quality.

Key questions

There are a number of questions to be resolved in engaging quality
management consultants:

¢ Is it better to do everything ourselves, rather than rely on
consultants?

+ If we use consultants, will there be a problem of 'ownership' of the
resultant system?

+ How important is it that a quality system be unique to our practice?

+ If we decide to employ a consultant, how should the brief be
structured?

+ What should we watch for in interviewing prospective consultants?

+ Are there any key points to be included in a contract for consultant
services?

There are other related questions that are of concern to some
practices, but if you can get satisfactory answers to the above six
points, your chances of a good consultant relationship will be
greatly improved. Let’s take the questions in order.

Q1: Is it better to do it
ourselves?

There are two main determiners as to whether or not you should
engage consultant help in designing and/or setting up a QM system:

¢ Firm size: Small firms rarely can afford the down time of a senior
person to become educated about QM, design a system, and
structure its implementation; whereas larger practices can.
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¢ Time: The more in a hurry you are to get results, the more important
it is get someone on board who knows what he is doing. It usually
takes 12 to 24 months to get from start to a fully operational QM
system, and can take a lot longer when the people planning it are
also starting from point zero.

There are other issues related to this question, pro and con:

Advantages:

¢ If the consultant is any good, he will bring to the firm the best ideas
of dozens or hundreds of other firms, and your practice will be
enriched in the process.

¢ The outsider will always have an objectivity; a perspective; that is
extremely difficult for management to gain.

Disadvantages:
¢ There is an ‘ownership' issue (see next question).

¢ If you make a mistake in picking the consultant, it will cost you a
lot of time and money to get back to the point of re-starting.

Q2: Is ‘ownership’ of
the system an issue?

The answer is, it depends. It depends on how fully the consultant
appreciates the ownership question, and guides the entire process so
that the system really belongs to the practice every step of the way.

I have heard it said that if a consultant really does his job well, the
clients will believe all the ideas were their own. | believe this, and
think it particularly apt in this situation. Unfortunately, | have seen
some quality consultants push (in the name of quality management)
their own concepts of how firms ought to practice. The result is that
they create systems in their own likeness, not that of their client.

There always comes a ‘handover’ time in a client-management
consultant relationship where the client should be taking over from
the consultant; transferring the responsibility in-house. The actions
and meetings leading up to that point are crucial to the successful
transfer of ownership, and demand a certain amount of skill on the
part of the consultant.

Q3: Do we need a
system unique to our
practice?

This question is closely linked to the previous one. I’ve seen a
tremendous range in the desire for unique system design. Certainly
this interest isn’t a function of firm size — some tiny firms believe
everything they do must be unique, as do some very large offices.

Nor does this interest appear to be particularly related to the firm’s
design ethic, e.g. the “‘uniqueness’ with which it approaches design
problems. It appears that design firms are more similar (at least
compared to other professions) than most design professionals think
is the case.
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Creating Efficient, Effective Quality Systems

We design professionals have a mobile work force. Designers and
draftspersons float from office to office, and in most cases ‘slot in’
to the new environment very quickly. They know what to do when
they get there. Why? Because the way design firms work is so
similar, not only across the country, but around the world.

As a QM consultant working with the earlier, more prescriptive
versions of 1SO 9001, | responded to this differing need by
supplying a ‘model’ system to those with a low index of need for
uniqueness, and advising them on how to adapt it to their practice,
while helping th