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Lecture Keynotes 
At the beginning of each deck, as 
brief overview or abstract along with 
a brief history of its origin date, first 
presentation or generation

Mid deck summaries of the main 
points for clarity & flow

Mid deck enhanced explanation of 
the details behind the main points 
for clarity and flow



Summary and History;
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Since Quality Programs are not common in the industry, it is important to be able to identify 
the benefits to clients….the goal here is to make a fully developed Quality Program a 
standard for ALL PROJECTS…but if owners don’t know a Quality Program exists, and what 
the benefits are, then how can a design firm with a fully developed Quality Program secure 
owner buy-in? In this presentation we will:

• Identify metrics that can drive clients to help fund and resource a quality plan on their 
project, reducing risk for all parties

• Understand how to promote quality management as a key consideration in the bid 
selection process for all project team members (including architects, engineers, and 
general contractors), and better prepare the owner to support success of quality 
initiatives across the entire project team

• Underline how a Quality Program adopted by the architecture and engineering team can 
assist with reducing bid spreads and RFI’s

• Promote transparency throughout the bid process to ensure adequate provisions of 
contingencies, and ensure all parties maintain a long-term focus on Quality Excellence



About the Speaker:
Jeanette is a licensed Architect and registered interior designer who has 16 years of experience 
working on a wide range of project types including industrial, office, interiors, laboratories, mixed 
use, and high-rise condominiums. She has spent the majority of her career at Powers Brown 
Architecture, starting as an intern, then a Project Architect, Project Manager, and currently as the 
Director of Quality and Sustainability. Jeanette has a passion for technical proficiency and 
commands a team that comprises one of the premier Quality Programs among architecture firms 
in the nation. 

Powers Brown Architecture was founded in 1999 in Houston, TX, and now has offices in Denver, 
Washington D.C., Toronto and St. John’s, NL, Canada. Powers Brown Architecture consistently 
ranks as one of the top architecture firms in Houston, and holds national rankings among the 
nation’s elite architecture-only firms. Powers Brown Architecture sets the standard for quality 
control procedures, which include pre-planning of documentation, identification of complex design 
and detailing areas on each project, third-party in-house drawing reviews which include all trades, 
and a premiere staff training program. 

Jeanette and Powers Brown Architecture are proud to be the first Architect members of the 
Construction Quality Executives Council (CQEC), an organization dedicated to a cross-
industry initiative to improve construction project delivery through enhanced documentation and 
communication. 



What is a Quality Program?
The QAQC process becomes part of an Integrated Quality Process which includes every team member and 
assigns roles and responsibilities in phases – DESIGN TEAM sets the tone:

Owner provides project parameters 
including scope, budget, and schedule

The design team’s QAQC program must 
include three basic principles:

1) Proper planning of documentation before 
work begins

2) Proper review of completed documents
3) Proper training of staff

The design team MUST maintain compliance 
with owner expectations



What is a QAQC Program?
The QAQC process becomes part of an Integrated Quality Process which includes every team member and 
assigns roles and responsibilities in phases – CONSTRUCTION TEAM continues the process:

The construction transition process could  
also include a bidding process which requires 
additional planning and makes the Integrated 
Quality Process more difficult

The Owner should require the construction 
quality plan be documented as part of any bid 
project to verify the Owner’s goals are being 
met



A QUALITY PROGRAM SHOULD BE 
CONSIDERED A VALUE- ADD 

PROPOSITION

A well developed and established Quality 
Program is a MARKETABLE COMMODITY



The big idea here is;
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In order to motivate clients to accept a quality program as a value-add 
proposition, it is critical to analyze the motivations of the client. And there are 
different types of owners with unique traits….



HARD TRUTH:
The success of any Quality Program is dependent on the OWNER 

NOOOOOOOOOO!!!!!



TYPES OF OWNERS: 
THE ONE-OFF

THE NOVICE

THE CORPORATE DEVELOPER

INSTITUTIONAL

THE CONGLOMERATE



THE ONE-OFF
This Owner has never built a building and will likely never build one again

EXAMPLES: 
Medical Office 
Church
Home Owner

CHARACTERISTICS:

• Typically follows the advice of the design team
• Limited funding and/or poor funding planning
• Uneducated about the design, permitting, and construction process
• Does not understand schedule and the urgency of prompt decision-

making
• Uneducated about systems, materials, and methods

SO CUTE AND HARMLESS, 
RIGHT?



SCATTERED MESS



THE NOVICE
This Owner that has built something small with success and decides to expand 

EXAMPLES: 
Small Spec Office
Retail Strip

CHARACTERISTICS:

• Thinks he is an expert, won’t often listen to the professionals
• Ambitious and unrealistic about outcomes
• Limited funding and/or poor funding planning
• Limited construction knowledge, often in a building type that is different 

than what he is building now
• Often makes decisions that are contrary to recommendations to save on 

construction costs
• Has limited knowledge about specific systems, materials, and methods

HIS BIG BOY TIE 
MEANS HE 
KNOWS WHAT 
HE’S DOING, 
RIGHT?



I HAVE A LICENSE, ARE YOU SAYING I 
DON’T KNOW HOW TO DRIVE?



THE CORPORATE DEVELOPER
This Owner has built a large number of buildings and has experience, 
but often builds speculatively

EXAMPLES: 
Industrial 
Office
Mixed-Use

CHARACTERISTICS:

• Schedule is usually first to market – GO GO GO
• Understands design, construction methods, and processes
• Funding is typically assigned with only small contingency
• Always looking to save money – savings in budget could equal bonuses
• Often times flipping the building, so not as concerned about longevity and 

quality
• Generally has relationships within the market with certain designers and 

contractors; even if he bids the project it will be to people he knows or has 
worked with before

THE GAMBLER



CRUISING ALONG



INSTITUTIONAL
This Owner has built a large number of buildings and has experience and 
systems for project development and construction in place

EXAMPLES: 
Government
Public Education 
Higher Education                 

CHARACTERISTICS:

• Almost always publicly funded with great transparency required with budgets and 
costs

• Most likely involves a third-party project manager to organize the project
• Processes are generally well-documented but are often arduous and overly 

complicated 
• Generally uses a mitigated bid process (eg CMAR), sometimes public bid
• Usually have in-house experts that know what is required for the facility and 

provides details to the design and construction team
• Typically not open to changes to their established system 
• Buildings have longer life-expectancy requirements so held to higher standard
• Decision makers not often defined or available

OVERWORKED AND TIRED



CONSTRUCTION SYSTEMS 
DEFINED



THE CONGLOMERATE
This Private Owner has built a large number of buildings and has experience and 
systems for project development and construction in place

EXAMPLES: 
Build-To-Suit
Corporate Campus

CHARACTERISTICS:

• Extremely sophisticated about building design and construction methods
• Typically have in-house experts in all areas
• Value design
• Value experienced professionals and their expertise
• Budgets vary, but can be virtually unlimited in certain cases
• Generally have systems in place for development, but are open to 

suggestions for new ways to do things that could improve their systems
• Generally use negotiated procurement methods – rarely bid to multiple 

General Contractors
• Generally have multiple decision makers that all have different goals

THIS IS GOING TO BE FUN



SOPHISTICATED ABOUT 
PROCESS

BIG BUDGETS



WHY DOES THIS MATTER?

To secure Owner buy-in for a Quality 
Program, you need to understand the 

Owner’s goals and motivations



WHICH METRIC WILL DRIVE THE OWNER 
TO IMPLEMENT A QUALITY 

MANAGEMENT PLAN?

COST?
EXPERIENCE?

RISK MANAGEMENT?
MAINTENANCE?

SCHEDULE?



Explainer
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Now that we understand the different types of owners and their characteristics, it 
is important to examine which of the metrics are important to each of 
them….once we know this, we will know how to encourage adoption of a quality 
program on their projects…..let’s examine COST, EXPERIENCE, RISK 
MANAGEMENT, MAINTENANCE, AND SCHEDULE more in depth….



COST
A Quality Program reduces and controls project costs and changes

• Proper systems coordination and more complete construction documents lead to less guessing during pricing and 
fewer Change Orders

• Proper quality procedures on site reduce construction errors that could cause maintenance issues later which come 
out of limited maintenance budgets

• Assessment of long-term value vs first cost is a number one quality decision

THE ONE-OFF THE NOVICE
CORPORATE 
DEVELOPER INSTITUTIONAL THE CONGLOMERATE



EXPERIENCE
A team with experienced Quality Programs can reduce risks and improve the project outcome, and the Owner has an 
appreciation and understanding that: 
• Quality Programs have proper staff training initiatives
• Experienced contractors with Quality Programs know how to track quality incidents that maximize value to the Owner
• Experienced staff reviews of contract documents increase accuracy
• Experienced A/E and General Contractors make the Owner’s job lower maintenance

CORPORATE 
DEVELOPER INSTITUTIONAL THE CONGLOMERATE



RISK MANAGEMENT
A Quality Program does not mean perfection – the goal is to eliminate surprises and create predictable outcomes
• Insurance premiums are reduced for the project team – equating to lower administrative costs to the project
• Proper quality systems eliminate errors in the field which leads to more consistent construction
• Operating under a quality program is integrated into systems and operations – it is not a layer that can be turned off or 

on; all employees understand how the quality program is run and maintained

CORPORATE 
DEVELOPER INSTITUTIONAL THE CONGLOMERATE



MAINTENANCE
A Quality Program improves construction systems and methods creating a higher quality outcome
• Construction quality programs track quality incidents that lead to rework or failed inspections
• Design quality programs lead to better staff training, and proper selection of quality materials and systems
• Design quality programs lead to proper coordination between trades which can eliminate missed elements
• Design quality programs can be integrated into facilities management software

THE ONE-OFF INSTITUTIONAL THE CONGLOMERATE



SCHEDULE
A Quality Program ensures the established project schedule to be met and in some cases exceeded
• Design quality programs allow expedited contract documents to be more complete and better coordinated
• Construction quality programs facilitate changes and rework to help prevent schedule delays
• Design quality programs ensure that the Owner goals are included in the contract documents

THE NOVICE
CORPORATE 
DEVELOPER INSTITUTIONAL



METRICS = MOTIVATION
After a summary – many of the motives for requiring a Quality Program are now identified for each type of client

COST

MAINTENANCE

THE ONE-OFF THE NOVICE
CORPORATE 
DEVELOPER INSTITUTIONAL THE CONGLOMERATE

COST

SCHEDULE

COST
EXPERIENCE
RISK MANAGEMENT

SCHEDULE

COST
EXPERIENCE
RISK MANAGEMENT
MAINTENANCE
SCHEDULE

COST
EXPERIENCE
RISK MANAGEMENT
MAINTENANCE



Explainer
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The metrics analyzed have determined the Owner’s motivations, but how do we 
now convince them of the benefits of a Quality Program? We must first discuss 
the components of a Quality Program…it is critical to understand why a Quality 
Program can benefit owners, but without a properly developed and executed 
Quality Program, they will not see any of the benefits



A QUALITY PROGRAM SHOULD BE CONSIDERED A VALUE ADD PROPOSITION

A Quality Program is not just checking stuff here and there….it should be an evidence 
based formal program

We now have Gen2 version of QAQC which isn’t just layering of standards and checking a 
couple sets



ANATOMY OF A QUALITY PROGRAM
Now that we know all of the value propositions to Owners, how do we execute a Design Quality Program?

CQEC guidelines advise addressing the following goals:
• Prevent incomplete documents
• Ensure constructability of documents
• Control timeliness of documents

Addressing the first two goals can be done with a Design Quality Program, but you also need the Owner’s help with 
the timing of documents – if drawings are rushed out, then you will have incomplete and inaccurate drawings



SCHEDULE OF DOCUMENT CREATION 
IS CRITICAL
YOU MUST ADVISE THE OWNER: 95% OF THE PROJECT COST IS SPENT ON CONSTRUCTION, INVEST 
WISELY ON CONSTRUCTION DOCUMENTS AND ALLOW PROPER TIMING TO COMPLETE THEM CORRECTLY 
OR PROBLEMS WITH THE DOCUMENTS WILL BLEED INTO CONSTRUCTION, LEADING TO CONSTRUCTION 
CHANGE ORDERS OR COST INCREASES



IMPORTANCE OF DESIGN QUALITY 
PROGRAMS
Planning what you will draw:
• Allows focused effort on drawing what is most difficult and complex first
• Identifies the critical design elements
• Creates a critical break-down of the documentation requirements as they relate to the schedule to ensure pricing items 

are focused on first to ensure that they are appropriately detailed in bid sets





IMPORTANCE OF DESIGN QUALITY 
PROGRAMS
Proper staff training ensures:
• Inexperienced staff are properly mentored and provided lessons learned
• Inexperienced staff are able to ask the appropriate questions and have proper guidance on coordination elements
• Staff understands the bid process and what documents are necessary for bid sets





IMPORTANCE OF DESIGN QUALITY 
PROGRAMS
In-house document reviews are imperative:
• Coordination misses are caught early on and can be corrected quickly
• Code requirements are addressed properly to eliminate inspection failures in the field
• Mistakes in detailing are identified and can be corrected to ensure proper systems are included
• Note that proper time must be scheduled in the project schedule to allow drawing corrections prior to bidding 

and/or construction 



The big idea here is;
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Remember – we established metrics for convincing the Owner to require 
designers and contractors to utilize formally defined Quality Programs:

COST, EXPERIENCE, RISK MANAGEMENT, MAINTENANCE, AND SCHEDULE

In order to prove the Quality Program addresses these issues, there are some 
MEASURABLE metrics that can be analyzed…..



EVIDENCE OF A PROPERLY 
EXECUTED DESIGN QUALITY 
PROGRAM:
• Reduced bid spreads
• Reduced amount of RFI’s during construction
• Reduced amount of non-owner generated change orders
• Easier coordination and identification of contingency requirements



BID SPREADS
• 4-story tiltwall core and shell 

office building
• 3 General Contractor bids
• 5.7% cost difference between 

high to low bid
• Goal is to have a cost 

difference of 10% or less 
between bidders



RFI’s & Change Orders
• Sample of 43 construction 

projects from 2018
• Examined project costs, 

change orders, and number of 
RFI’s



RFI’S
Procore lists average number of RFI’s on a project should be 15-20 per $1 million of construction cost

FOR 43 PROJECTS EXAMINED, THE AVERAGE NUMBER OF RFI’S IS 28.86 (ABOUT 1.5 PER PROJECT) 

AND 1.41 PER $1 MILLION CONSTRUCTON COST 

AND 10 PROJECTS OF 43 HAVE 0 RFI’S

Projects with the largest number of RFI’s have the largest 
construction cost (all are high rise projects)



CHANGE ORDERS
Industry standard for acceptable change order amounts is about 10% of the project cost

FOR 43 PROJECTS EXAMINED, THE AVERAGE NUMBER OF CHANGE ORDERS IS 0.37% OF THE 
OVERALL COST OF ALL PROJECTS

AND 23 PROJECTS OF 43 HAVE 0 CHANGE ORDERS

The highest % of change orders to project cost is 3.69%, well 
under the acceptable 10% average



IDENTIFYING CONTINGENCIES
VALUE ENGINEERING SHOULD NOT SHORT-CIRCUIT PROJECT QUALITY
Contingencies should be included evenly by all bidders, therefore they must be properly identified for the 
Owner
During in-house drawing reviews, the A/E team should identify areas of concern in the set that would need to be 
included as contingency:
• Items not clearly documented when there is not enough time in the schedule to properly document everything 

before bids are due
• Items that cannot be thoroughly detailed or explained without contractor input, ie: subcontractor design/build items
• Include specific manufacturer details that might be changed if alternate manufacturers are selected

During the bidding process, the General Contractor should identify items requiring contingency, and the Owner must 
request a budget to be provided to all bidders via Addendum
• This should include quality program costs that might be familiar to one bidder but not to all bidders



KEYS TO QUALITY PROGRAM 
SUCCESS
We already know that the Owner is the key to Quality Program success – but what else matters?

COMMUNICATION, COMMUNICATION, COMMUNICATION
• Owner MUST communicate their Quality Program goals
• The A/E team and the General Contractor team must communicate issues, concerns, potential problems, etc as 

these are the keys to ensuring the quality plan is properly executed
• The Owner must review the contract documents and properly communicate with the A/E team if any changes are 

required BEFORE the documents are sent out for bid 
• Proper communication between the A/E team and General Contractor can reduce the number of RFI’s and the 

contingency amounts required on projects and can even eliminate change orders



TEAM SELECTION – OWNER 
EDUCATION
Owners must understand the value proposition of a Quality Program when selecting the project team

• Owner must set clear goals and abide by them when selecting project team members, regardless of cost savings 
proposed:

• Encourage only apples to apples bids or professional fees
• Throw out any proposed team members that do not have integrated Quality Programs
• Do not allow material substitutions without proper vetting by all team members
• Properly evaluate first cost savings vs performance and durability

• A/E must have dedicated, in-house quality control program and this should be included within the contract; note 
that this program should not be a line item cost to the Owner as it should be included in fee

• A/E and General Contractors should be required to include the quality management plan in their bid response



Questions?

Jeanette Shaw, AIA, RID, LEED AP
Director of Quality and Sustainability

Powers Brown Architecture
shaw@powersbrown.com
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