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DOCUMENTATION 

• Documentation  is Any recorded or pictorial 
information describing, defining, specifying, 
reporting or certifying activities, requirements, 
procedures or results. 

• There are two distinct categories of document.  

– Firstly there are those which are produced in advance 
of the work to which they refer. 

– The second category of documents ‘reports or 
certifies’ events which have already happened 
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• Both categories are essential to good quality 
management, the former to ensure quality 
control and the latter to provide quality 
assurance. 

• Documents whose principal purpose is to 
describe or instruct are known as ‘manuals’, 
‘instructions’ or ‘procedures’. 

• Those which report or certify are known as 
‘records’. 

• The following paragraphs will discuss each of 
these forms of documentation in turn. 
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• Quality manuals 
• provide an adequate description of the 

quality management system while 
serving as a permanent reference in the 
implementation and maintenance of 
that system 

• The use of Manual 
1. To inform staff within the organization of the quality 

policy which has been adopted by management and 
to advise them of the means by which the policy will 
be achieved. 

2. To demonstrate to clients and purchasers that the 
organization operates a quality system capable of 
assuring the quality of its products or services. 
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• The manual is in five sections: 

1. Control 

2. Corporate philosophy 

3. Company organization 

4. Company standing instructions 

5. Project quality assurance. 
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1. CONTROL 

• This section introduces the manual to the 
reader 

• Establishes its authority and describes the 
method adopted to keep the manual up to-
date and to inform users of changes that have 
been made 

• Quality manuals are living documents, and 
just as an organization has constantly to adapt 
itself to changing circumstances 
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2. CORPORATE POLICY 

• It states the corporate objectives and 
establishes the principles with which company 
quality systems are expected to comply. 

• It describe the arrangements made to monitor 
and report on compliance with quality policy. 
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3. COMPANY ORGANIZATION 

• This section describes the activities and sets 
out management structure. 

• It defines the responsibilities attached to the 
principal managerial posts and establishes the 
status and duties of the company quality 
assurance manager. 
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4. COMPANY STANDING 
INSTRUCTIONS 

• This section schedules and describes all 
company standing instructions which relate to 
the management of quality 
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5. PROJECT QUALITY ASSURANCE 

• This section sets out the procedure for the 
assignment of quality assurance engineers to 
projects and outlines their duties. 

• It then describes the preparation of project 
quality plans and project procedures. 
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Quality plans 

• The purpose of a quality plan is to specify how 
the quality system described in the quality 
manual will be applied to a particular project 
and to give details of the specific practices, 
resources and activities which either have 
been or will be developed for this purpose. 
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• Design planning 

• Once the brief is established, the next step is 
to draw up a Quality Plan for the work. This 
should identify the resources to be deployed 
and indicate how the work is to be controlled 
to ensure technical integrity and compliance 
with programme.  

• A design Quality Plan may include the 
following: 
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• 1. The names of the staff members delegated to 
manage the work and to take professional 
responsibility for its adequacy. 

• 2. Summaries of the delegated responsibilities of 
the staff named above. 

• 3. The name of the client and his nominated 
representative, if any. 

• 4. A summary of the design requirements 
identified in the Client’s brief. This may comprise 
a standard form 

• 5. A bar chart or similar illustration showing 
phases of the work and key dates for the receipt 
and provision of data 
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• 6. A schedule of the departmental and other 
procedures to be implemented to ensure 
technical adequacy. These will include the 
standards, specifications and codes of practice 
to be followed, and the regulations of 
statutory bodies with which compliance will 
be necessary. 

• 7. The procedure to be used to measure and 
control the progress of the work. 
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• 8. A communications matrix for 
correspondence, minutes of meetings, 
drawing and specification control, design 
change notes, technical queries etc. 

• 9. Arrangements for consulting with the Client 
and for obtaining approvals when necessary. 

• 10. A schedule of design reviews and system 
audits. 

• 11. A schedule of records to be produced and 
their retention periods. 
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• Construction QUALITY PLANS 

• A document setting out the specific quality 
practices, resources and activities relevant to 
a particular process, service contract or 
project. 
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• Quality plans should define: 
• 1. The quality objectives to be attained; 
• 2. The specific allocation of responsibility and 

authority during the different phases of the 
project; 

• 3. The specific procedures, methods and work 
instructions to be applied; 

• 4. Suitable testing, inspection, examination and 
audit programmes at appropriate stages (e.g. 
design and development); 

• 5. A method for changes and modifications in a 
quality plan as projects proceed; 

• 6. Other measures necessary to meet objectives. 
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Standing instructions and procedures 

• The most essential of management tasks to 
ensure that those responsible for executing 
work should know what they have to do and 
how they should go about doing it. 

• Quality system standards require that this 
should be achieved by the ‘establishment, 
maintenance and implementation’ of 
‘documented procedures and instructions’ 
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• Instruction 

•  The written and/or spoken direction given in 
regard to what is to be done, including the 
information given in training 

• Procedure  

• A document that specifies or describes how 
an activity is to be performed. 
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• These definitions identify two distinctions.  
– Firstly, an instruction decrees what is to be done but a 

procedure tells how. 
– Secondly, a procedure is always documented but an 

instruction need not be. 

• In most companies, instructions fall into two 
categories: standing instructions or procedures, 
and work instructions. 

• Instructions in the first category prescribe the 
routines governing departmental or inter-
departmental operations which normally remain 
constant and are applied to all projects being 
executed or all products being manufactured. 
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• The purpose of standing instructions and 
procedures is to ensure uniformity of 
understanding and performance and to 
provide continuity when personnel changes 
occur.  

• They define what is to be done, how it should 
be done, who should do it, and when.  

• Since they are intended to be mandatory, 
provision has to be made for enforcement. 

21 



• Company standing instructions 

• These give directives on standard 
departmental or inter-departmental methods 
of operation for head office and project 
activities which remain relatively constant 
regardless of the type of work currently being 
done. 
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• Project procedures 

• These specify standard methods of operation 
to be used on a particular project or site. 

•  Such methods will normally follow standing 
instructions but occasions inevitably arise 
when, for one reason or another, these are 
not suitable. 
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• Work instructions 

• consider a further tier of documents whose 
purpose is to ensure that those responsible 
for executing work understand the 
specification requirements and receive clear 
instructions as to how they should go about 
their business. 
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Here are some examples of documented work 
instructions which may be found on a typical 
construction site: 
– Drawings issued for construction 

– Contract specifications 

– Construction method statements 

– Temporary works drawings 

– Wall posters 

– Welding instructions 

– Maintenance manuals 

– Sketches from an engineer’s duplicate book 
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• Records 

• The purpose of compiling records is to register 
what has taken place and provide reliable, 
factual information for future use. 

• In a quality system, records are required in 
order to demonstrate that the system is 
functioning satisfactorily and that the required 
standards are being achieved. 
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• Records supply alarm signals to warn of dangers 
or adverse trends.  

• They supply the factual information needed for 
statistical quality control.  

• They provide input for cost control.  

• They provide proof of compliance with 
specification. 

•  Whether presented on paper or on more exotic 
media such as microfilm, magnetic tape or floppy 
disk, they provide the facts and information 
without which no system can operate 
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• Two categories of record 

1. Records whose primary purpose is to control 
future actions. 

2. Records whose primary function is to provide 
factual information 
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• Contractors keep records to substantiate requests 
for additional payments or extensions of time 
and to guard against claims for compensation by 
clients or others arising from alleged defective 
work.  

• Consultants, too, require records for defensive 
purposes, and they need data to enable them to 
deal justly with contractors’ claims.  

• They also have a need for records which preserve 
knowledge of designs and techniques which may 
be applied on future projects. 
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• Clients need records which will correctly 
identify the ‘as-built’ condition of the 
structure for retention during its lifetime. 

•  If specific information is required for 
operational or maintenance purposes, this 
should be defined in advance by the client or 
his advisers so that the appropriate manuals 
can be compiled as work proceeds.  

• Records may also be necessary in order to gain 
the approval of regulatory authorities.  
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• The records maintained by contractors’ agents 
and resident engineers to support or adjudicate 
on claims for additional payments or extensions 
of time. 

• Records kept for claims purposes include: 
– Daily diaries 

– Start and finish dates of each activity 

– Allocations of staff, labour, plant and other resources 

– Normal hours worked and resources working 
abnormal hours 

– Weather affecting the work 

– Strikes or other industrial disputes 
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– Causes and extent of delays 

– Investigations, tests and inspections 

– Consents and permits 

– Dates of dispatch and receipt of drawings 

– Issue and processing of requests for variations 
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• A second category of records are those which 
may be required to substantiate a case in 
court.  They include: 

– Original contract documents 

– Sub-contracts 

– Sub-contractor warranties 

– Orders on suppliers 
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– Site meeting minutes 

– Site manager’s diary 

– Resident Engineer’s diary 

– Correspondence between Contractor and 
Architect/Engineer 

– Correspondence between Client and 
Architect/Engineer 

 

34 



– Correspondence between Client and Contractor 

– Sectional and final Certificates of Practical 
Completion 

– Certificates of making good defects 

– Documents confirming concessionary acceptances 

– Final issues of construction drawings 

– Final Certificates of Completion. 
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Records generated during the course of the 
work to verify compliance with specification. 
These will include: 

– Materials conformance certificates 

– Inspection reports 

– Laboratory test results 

– Piling records 

– Concrete placing records. 
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• Contractual and legal aspects 

• One of the purposes of a quality manual and 
related documentation is to provide 
information on an organization’s quality 
system for the benefit of potential purchasers. 

• A document or statement issued or made 
prior to the signing of a contract can be held 
to be a ‘representation’ and enforceable as an 
implied term of the contract. It is conceivable 
that quality manuals and similar documents 
could be viewed in this light 
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• A purchaser might then be able to argue that 
a contractor had an obligation to implement 
procedures contained or listed in a quality 
manual, and that departure from such 
procedures without approval would be a 
breach of contract. 
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• To guard against this eventuality, it is advisable 
to clarify the status of quality manuals and 
other documents by stating on the title page 
that they do not form part of any contract and 
are not intended to imply any representation 
or warranty. 
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• Quality managers would do well to consult their 
company legal advisers on these matters, since 
the law is open to different interpretations and its 
application in specific cases can be difficult to 
foresee.  

• Quality system procedures are not usually written 
as legal documents, indeed they would probably 
be useless if they were.  

• It is therefore wise to clarify their status at the 
outset so that the chances of later 
misunderstandings are minimized. 
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