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CONSTRUCTI ON QUALI TY MANAGEMENT

Suppl ementation to this regulation is required. USACE
commanders wi Il provide a copy of their supplenment to

HQUSACE, (CEMP-CE), WASH, DC 20314-1000, thru chain of
command channel s.

1. Purpose. This regulation provides the general policy and
gui dance for establishing quality managenment procedures in the
execution of construction contracts. It defines the related
responsibilities and roles of both the contractor and the

?ove{nnpnt in the managenment of quality in the construction of
acilities.

2. Applicability. This regulation applies to all HQUSACE/ CCE
el enents, maj or subordi nate commands, districts, |aboratories,
and field operating activities (FOA) responsible for awardi ng and
supervi sing construction contracts.

3. Ref er ences.

a. FAR part 46.312
b. FAR, part 52.246-12
c. ER 415-1-11

4. Definitions.

a. Quality - conformance to properly devel oped
requirenents. In the case of construction contracts, these
requi renents are established by the contract specifications and
dr awi ngs.

b, Quality Managenment(QM) - is all control and assurance
activities instituted to achieve the quality established by the
contract requirenents.

Thi s regul ati on supersedes ER 1180-1-6, dated 30 June 1994.



ER 1180-1-6
30 Sep 95

c. Contractor Quality Control (CQC) - is the construction
contractor's systemto manage, control and docunent his/her own,
hi s/ her suEpIier's, and hi s/ her subcontractor's activities to
conply with contract requirenents.

d. Quality Assurance (QA) - is the system by which the
government fulfills its responsibility to be certain the CQCis
functioning and the specified end product is realized.

5. Policy.
a. Ceneral. Obtaining quality construction is a conbined

responsibility of the construction contractor and the governnent.
Their mutual goal nust be a quality product conformng to the
contract requirements. A cooperative and professional working
rel ati onship should be established in order to realize this
common goal. The contract docunents establish the quality
required in a project to be constructed. Contracting officers
are responsi ble for assuring the contract docunents clearly
define the quality of materials and worknmanship required for a
project and that construction contractors conply with the
contract docunents and produce the required product. Certain
civil works structures are specified by a construction procedure
inlieu of end product quality. In these instances, contractors
are responsible for the specified procedure and contracting

of ficers must verify design assunptions, and control and assure
the end product quality.

b. Contractor Quality Control. Reference 3a establishes a
requi renment for CQC in construction contracts. In contracts of
$1, 000,000 or nore, detailed CQC will be applied and a properly
edited CEGS-01440 will be included in the contract. Inclusion of
detailed CQC in construction contracts under $1, 000,000 is
di scretionary. Wen construction services are obtained through
an international governnental agreenment, CQC will not be used
unless it is specifically required by that agreenent.

c. CGovernnent Quality Assurance. QA is required on al
construction contracts. The extent of assurance shall be
commensurate with the value and conplexity of the contracts
i nvol ved and the requirenments of this regul ation.
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6. Contractor Responsibility.

a. General. Contractors shall be made responsible for al
activities necessary to nanage, control, and docunent work so as
to ensure conpliance with the contract plans and specifications.
The contractor's responsi bility includes ensuring adequate
quality control services are provided for work acconplished on-
and off-site by his/her organization, suppliers, subcontractors,
techni cal | aboratories and consultants. The work activities
i nclude safety, submttal managenent, and all other functions
relating to the requirenment for quality construction

b. Staffing. It is the contractor's responsibility to
carefully exam ne the contract requirenments for CQC and provide
personnel capable of conplying with the CQC requirenents of the
contract clauses and technical provisions. The CQC staff nust be
of sufficient size and have the qualifications necessary to
ensure contract conpliance, whether work is perfornmed by the
prime contractor or by subcontractors or vendors. The CQC system
manager will be an enpl oyee of the prinme contractor and nust
report directly to the project superintendent or soneone higher
in the contractor's organi zation. The size and conposition of
the CQC organization may vary as the job progresses. At al
times it should be conpatible with the |evel of effort and
capability required by the contract and construction schedul e.

c. Quality Control Plans and Procedures. Contractors wll
be required to prepare a quality control plan for all projects
except those excluded under the discretionary authority descri bed
in paragraph 5 of this regulation. Plans and procedures wl|
include the features described in CEGS-01440.

7. Governnent Responsibilities.

a. Ceneral. Quality assurance is the process by which the
gover nnment assures end product quality. The process starts well
before construction and includes reviews of the plans and
specifications for biddability, constructibility, operability and
environnmental responsibility, plan-in-hand site reviews,
coordination with using agencies or |local interests,
establ i shment of Ferfornance periods and quality control
requirenents, field office planning, preparation of QA plans,
reviews of quality control plans, enforcenent of contract
cl auses, mai ntenance of quality assurance and quality control
i nspection and work records, and acceptance of conpl eted
construction.
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b. Planning. Prior to construction, the follow ng
activities will be perforned:

(1) Develop a witten quality assurance organi zati onal
operating plan. This plan will be devel oped at the district
level wwth input fromthe areal/resident engineer and will address
the overall QA operations of the district and field offices. It
is recommended that the plan be devel oped in conjunction with the
annual office operating budget. The plan will provide a "road
map" for the QA operations for the com ng year and as such shoul d
address projected workl oad, organization, staffing, job
responsibilities, training, pre-award activities, post-award
activities, testing, and docunentation. |In order to be an
ef fecti ve managenent tool, the plan nust be kept current and
adj usted for changes in workload, staffing, etc. Therefore,
after initial devel opnent, the plan will be reviewed and updat ed
as often as necessary but not |ess than annually. Supplenents
i ncorporating project specific requirenents will be devel oped for
all contracts by the areal/resident/project office. A suggested
outline for the QA plan is provided in Appendi x A

(2) Participate in pre-award activities.

(a) Participate in the design review conference. It is
recommended that a representative of the field office responsible
for the adm nistration of the contract participate.

(b) Conduct biddability, constructibility, operability and
environnental reviews as required by ER 415-1-11. Input from
field office required.

(c) Conduct site plan-in-hand reviews. This is a field
office responsibility.

(d) Establish the contract CQC requirenments. |nput from
field office required.

(3) Reviewfield office workloads and staffing needs.

(4) Assure office and field personnel have a clear
under st andi ng of QA/ CQC responsi bilities. Training needs shal
be identified and addressed through the appropriate conbi nation
of in-house and PROSPECT course attendance.

(5) Reviewthe contractor's CQC plan and assure affirmative
answers to the follow ng questions as a m ni num
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(a) Does the plan adequately cover control of all features
of the contract?

(b) 1Is the CQC staff adequately sized to maintain quality
and acconplish tests required?

~ (c) Have the person or persons responsible for each
definable feature of work, all tests, and submttal control and
review been identified?

(d) Do the qualifications of the staff appear adequate for
the control and test requirenents?

(e) |Is the delegation of responsibility and authority to
the CQC staff nanager clear? Does this person report directly to
t he hi ghest ranking contractor personnel on-site with
responsibility for the overall managenent of the project
i ncluding quality and production?

(f) Are the CQC organi zation lines of authority and
responsi bility clear?

~ (g9) Are individual control and test duties clearly
assi gned?

(h) Do the proposed control and test report forms include
all the required features and reporting itenms? Are system
conmi ssioning procedures clearly detail ed?

(i) Does it comply with the specific requirenents
established by the contract?

Are definable features of work identified. A definable
feature of work is a task which is separate and distinct from
ot her tasks and has separate control requirenents. For exanpl e,
definabl e features for concrete would be formwork; reinforcing
and i nbedded itens; placenent including mx design, finish, etc.;
and curi ng.

(6) Accept the CQC plan subject to satisfactory perfornmance
and reserve the right to require revisions to correct
unsati sfactory performance. Revisions nmade by the contractor are
subj ect to governnment acceptance.

c. Inplenentation and Enforcenment. During construction the
following activities will be perfornmed by quality assurance
personnel (QAP):
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(1) After the preconstruction conference, the areal/resident
engi neer or other responsible designee shall conduct a
coordination neeting with the contractor on the CQC/ QA program
M nutes of the neeting wll be prepared for signature by both the
contractor and the governnent representative.

(2) Delay construction start until after the coordination
meeting and submttal and acceptance of at |east the interim CQC
plan, i f required.

(3) Require revision of the CQC plan and its execution as
necessary to obtain quality.

(4) \Verify adequacy and calibration of test equipnent,
application of specified test standards and conputation of test
results.

(5) Spot check CQC approved submttals.

(6) Review contractor's daily quality control reports (QCR)
to assure that they adequately docunent his/her quality control
operations. |If reports are not adequate, require the contractor
to submt a supplenentary report containing the necessary
information as specified in CEGS-01440. The QAP will not alter,
sign, initial or approve the QCR

_ (7) Hold periodic job-site assurance conferences on CQC QA
interrelationship of activity and effectiveness.

(8) Participate in the three-phase control process as
necessary to assure that the contractor is adequately conducting
the required control processes. Attendance at a mpjority of the
preparatory and initial-phase neetings including nechanical,
el ectrical and critical features (i.e., roofing and
wat erproofing) is required. Governnent participant will be
totally famliar with contract requirenents. Ensure that the
contractor prepares mnutes of each preparatory and initial
nmeeti ng and includes highlights of each control phase on the
daily CQC report. These reports shall be nade readily accessible
for quick reference throughout the life of the project.

(QL Conduct governnent QA tests at the job-site to assure
acceptability of the conpleted work. A sufficient nunber of
tests, but not less than 5 percent of the frequency of the CQC
tests, should be scheduled to verify CQC test procedures and
results. For test procedures for which duplicate sanpling is
appropriate the contractor shall be required to furnish for
possi bl e QA testing duplicate sanples of test specinens of a
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m ni mum of 20 percent of the CQC tests. A mninmum of one-fourth
of these duplicate sanples should be tested and the results
conpared to the CQC test results to verify test procedures and
results. The duplicate sanples on which QA test are perforned
shoul d not be known in advance by the contractor, so that the CQC
staff will not know which of the CQC test results are subject to
verification. The results of QA test perforned on duplicate
sanpl es shoul d be nmade available to and di scussed with the
contractor in order to reconcile any discrepancies. Testing
duplicate sanples is part of, not in addition to, the requirenent
to perform QA test at a m nimum frequency of 5 percent of the CQC
tests. QA testing and inspection should be conducted at
unannounced intervals. The contracting officer's representative
shoul d verify the accuracy and calibration of equi pnent, assure
correct application of specified test standards, and verify the
coverage and accuracy of required CQC tests by observing

approxi mately 10 percent of the CQC tests. The exact nunber of
tests observed will be commensurate with the confidence |level in
the contractor's CQC system and consi stency in governnent and
contractor test results. Test reports, which should be submtted
as attachnments to the contractor's CQC reports, should be

revi ewed by governnent engi neering, |aboratory, and/or QA

per sonnel assigned to the work dependi ng upon the type of test.

(10) Monitor contractor's procedures for tracking _
construction deficiencies to assure acceptable corrective action
and that an audit trail is maintained.

(11) Ensure that new work is not placed on unacceptable
work or that progress paynents do not include the value of
non-conform ng construction.

(12) Prepare QA reports (QAR) and all other necessary QA
docunentation as detail ed bel ow

(a) Qual ity assurance personnel will prepare a report for
each visit day of construction or fabrication on each contract
and each project acconplished by governnent plant and hired
|abor. |If for sonme reason QAP did not visit the site on a
particul ar day of construction, the reason for non-visit and
perti nent observations as to events occurring during period of
absence will be included in the QAR for the next subsequent visit
day. The purpose of the QAR is to docunent governnment activities
in the day-to-day adm nistration of the contract. Menoranda for
the record (MFR), letters, and the QAR will be used to provide a
formal record of contract information. Particular care will be
taken to record and preserve all possible data and exhibits with
respect to any nmatter which may becone the basis for a claim
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(b) The district/division has the option to use a conbi ned
Quality Control/Quality Assurance report. As a mninmumthis
conmbined formw ||l cover the follow ng areas: Contractor nane,
date, contract nunber, daily report nunber, project title and
| ocati on, weather, precipitation, tenperature (nmax. and mn.),
portion of the day suitable for work, contractors/subcontractors
on job and area of responsibility, operating plant or equipnent,
wor k perfornmed today, results of control activities, tests
performed, equi pnent and materials received, job safety, verbal
Instructions received, remarks and a statenent by the
contractor's authorized representative that "The above report is
conplete and correct and all materials and equi pnment used and
work performed during this reporting period is 1n conpliance with

the contract plans and specifications except as noted above". A
space will be provided on the conbined report formtitled
"Government Quality Assurance Report". In this section the QAP

wi Il docunent the results of their QA inspections and tests,
deficienci es observed, actions taken and corrective actions of
the contractor. They should al so include comments pertaining to
the CQC activities.

(c) If the conmbined QC QA report formis not used then the
QAR reports wll be prepared on ENG Fornms 2538-1-R (M LI TARY) or
2538-2-R (CIVIL), Inspectors Quality Assurance Report (QAR),
Daily Log of Construction, as appropriate. Forns are illustrated
at Appendix B. Forns wll| be obtained from USACE Publi cati ons
Depot, 2803 52nd Avenue, Hyattsville, MD 20781. The use of
el ectronically generated reports is authorized provided
el ectronic issues are prepared in accordance W th existing
gui delines on electronic generation, i.e., data el enents nust be
literally and sequentially the sane as in the conventi onal
i ssues. Further guidance on el ectronic generation of forns is
avai |l abl e through the | ocal forns managenent officer (FMO).

(d) Al pertinent itens of information will be included on
the QAR Data incorporated on the contractor quality contro
report will not be repeated on the QAR unless it is necessary to
augnent or correct erroneous entries on the QCR

(e) The resident engineer/project engineer or their
desi gnees are responsi ble for assuring that the QAR contains al
pertinent itenms of information. |In order to assure the accuracy
and conpl eteness of the QAR, this individual will reviewinitial
reports of any QAP and performfollowup reviews as deened
necessary to confirm maintain continued acceptability. Those
reports reviewed will be initialed.
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(13) The QAP will reviewthe entries on the contractor's
QCR. The QCR should contain information on the contractor's
quality control operations as described above and not be burdened
Wi th other peripheral information. The QCR will be attached to
or filed wwth the QAR if separate report forns are used, to form
a conplete quality control/quality assurance report, retained
until conpletion of the job, and then forwarded to the district
office to be kept in the specific contract file.

(14) Docunent contractor performance throughout the
contract and initiate interimand final unsatisfactory ratings
wher e necessary.

d. QA for Procedural Specifications. Sone QA testing in
the case of certain critical earthwirk and concrete dam
structures nmust be conducted continuously. A conprehensive
qual ity assurance testing programis necessary on the part of the
government when specifications [imt the contractor to
prescriptive procedures |eaving the responsibility for end
product quality to the governnent. Contracting officers nust
[imt contractor responsibilities for tests to those which
control the prescriptive procedures and strictly avoid any
duplication of governnent testing.

e. Perform ng Acceptance |Inspections. Subsequent to CQC
conpl etion inspections, acceptance inspections of conpleted
construction are a governnent responsibility.

FOR THE COMVANDER

SIYY AU

2 Appendi ces ROBERT H. CGRI FFIN
APP A - Suggested Qutline Col onel, Corps of Engineers
for Quality Assurance Pl an Chief of Staff

APP B - ENG FORM 2538-1-R
ENG FORM 2538-2-R
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APPENDI X A
SUGGESTED QUTLI NE FOR QUALI TY ASSURANCE PLAN

NOTE: This outline is provided for guidance only. not

It i1s
intended to limt or restrict individual initiative in the
devel opnent of QA plans. Plans will be dated.
| . Pur pose and Scope
A, Establishes QA annual operating plan
B. Period covered (i.e., FY__ )
C. Applicability

1. Workl oad

A Contracts underway
B. Anticipated contracts

I11. Organization

A.  Description
B. Chart

V. Staffing

A.  Current

B. Required (keyed to workl oad)
V. Responsibilities

A.  General

B. Specific

VI. Training

A.  Needs analysis
B. Planning

Vil. Pre-Award

A. Design review conferences

B. Input to CQC specifications, schedule requirenents, etc.
C. BCO reviews

D. Plan-In-Hand reviews
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APPENDI X A
VI, Post - Awar d

A QA surveillance

1. Participation in phases

2. Problem sol ving

3. Deficiency nonitoring
B. QA testing

1. Policy

2. Facilities

3. Schedul e

C. Reporting
| X.  Suppl enent s
NOTE: Job Supplenents will contain the followng itens as a
m ni mum
Staffing

QA surveillance responsibilities

Job specific QA testing to include type and frequency
Def i nabl e features of work

oOwm>
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QUALITY ASSURANCE REPORT (QAR)
DAILY LOG OF CONSTRUCTION - MILITARY: THE OCRWALL B ATTACHED TO DR FREDWTHTHE AR,
REPORT NUMBER
(ER 1180-1-8)
PROJECT DATE
CONTRACT NUMBER
WEATHER

CQC Conirol phases atiended and instruction given:

O

\Q Aning 10 contractons CQC activities.

Resuits of QA activities and tests, deliciencies observed, actions taken and comective action of contractor. incud”

= ——————————————— . P Y Py —y =y Yy g -
mmmmmmmmmmAmmﬂmmmwF@ Dm D\'Es

ENG Form 2538-1-R, May 94 (MILITARY)

EDITION OF AUG 89 MAY BE USED UNTIL EXHAUSTED.. veponent: CEMPLEl

B-1
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Infor 0N ON Proge of work, for delays and axtent of dalays, weather, plant, material, etc.

of actions taken not covered on QCH report or disagreements:
o
\Q@
+ &
N
Ba®
G
S5
SAFETY: sny of sppr safety pien, mmuwoé Soecity action taken.)
)
fgﬁ*

REMARKS: (inciude wallors 10 project and miscelansous remaerks pertioent fo work )

e —m————y— Yt — e —— Y=y
QA REPRESENTATIVES SIGNATURE DATE SUPERVISOR'S INITIALS DATE
(REVERSE OF ENG FORM 2538-1-R) Page 2 of 2 Pages * U.S.G.P.0.: 1990-718-541/10302
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' THE OCR WiLL BE ATTACHED TO
QUALITY ASSURANCE REPORT (QAR irkpedmlatiin
DAILY LOG OF CONSTRUCTION - CIVIL [T
{ER 1180-1-6)
i) DATE
PROJECT CONTRACT NUMBER
CONTRACTOR (Or Airad tabor) WEATHER
, PORTION OF SCHEDULED DAY SUITABLE FOR OPERATIONS TEMPERATURE
STAUCTURAL BORROW EMBANKMENT [CoNCRETE STAUCTURE NN MAXIMUM
EXCAVATION EXCAVATION
» % % % %
24 HOUR PRECIPITATION
HAS ANYTHING DE ELOPED ON THE WORK WHICH MIGHT =
LEAD TO A CHANGE ORDER OR FINDING OF FACT? Owo [ ves mpun INCHES ENOING
M
[ _ NUMBER OF GOVERNMENT EMPLOVEES AVER STAGE -
SUPERVISORY | OFRICE LAYOUT INSPECTION TOTAL LABOR FEET TIME
. "
NUMBER OF CONTRACTOR'S EMPLOYEES NUMBER OF shrTs_ [ g =E
SUPEAVIGORY | SKNAED LABORERS TOTAL FROM lto FROM ] &0 A '-ro
. ] ﬁ i
Attach list of the following: {a) Major items of sither idie or -duﬂnu-mmdr\:‘ \ nel ansita.

mg&
b. i?
O
[ «\
. &
o
. WV
N

. <,

' &

&

\4

. .
WORK PERFORMED TODAY: (incicele locetion an” fafm Reter $o work periormed by prime sndor SubCOniraciors by ietier in Table sbove.)

Davs of na wark antl ressons for same:

Information on progress of work, causss for delays snd sxtent of deisys, Plent, matarial, stc.

ENG Form 2538-2-R, May 94 (CVIL) Edition of Aug 89 may bs used until exhausted.
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g~ —"—————————— " ————— T r—
CQC CONTROL PHASES ATTENDED AND INSTRUCTIONS GIVEN:

RESULTS OF QA INSPECTIONS AND TESTS, DEFICIENCIES OBSERVED, ACTIONS TAKEN AND CORRECTIVE ACTION OF CONTRACTOR.
' INCLUDE COMMENT PERTAINING TO CONTRACTORS CQC ACTIVITIES

VERBAL INSTRUCTIONS GIVEN TO CONTRACTOR: (inckude names. reections and remarks)

CONTROVERSIAL MATTERS IN DETAIL:

REMARKS: (include Wsors 10 pryject Bnd miscellenuous /emarks pertinent 1o wark)

SAFETY: (inciude any infrections of spproved ssfely pian, safely manual or insiructions from Govemment personnel. Specily comecive sction taken.)

QA REPRESENTATIVES SIGNATURE DATE SUPERVISOR'S INITIALS DATE
{Reverse of ENG Form 2538-2-R) Page 2 of 2 pages.



