
By:

Ahmad Zia Amin

QAB-Afghanistan Engineer District

Qalaa House, US Army Corps of Engineers-USACE

Afghan Engineering District-AED



1. Objectives

2. Purpose

3. 3-Phase Control Responsibilities 

4. Three-Phase Control System
• Preparatory Phase Inspection 

• Initial Phase Inspection

• Follow-up Phase Inspection

 Required by Contract
 Specification Section 01451 (Contractor QC)



After understanding these slides, you will be able 
to: 

 Define the purpose of control onsite 
construction through the 3-Phase Control 
System.

 List responsibilities of QC personal regarding 
the Three Phase Control System.



 To plan & schedule the work prior to starting each 
DFOW;

 They are the CORE of CQM System;

 Outlined in specification Sec 01451, Quality Control 
show meeting contract Requirments;



 Develop, schedule & implement procedure for; 
tracking each DFOW in QC plan;

 Notify appropriate personnel of time, date & agenda

 Conduct meetings (Prep & Initial);

 Safety OK & Activity Hazard Analyses;

 Document actual discussions & provide Minutes;

 Monitor work in place via follow-up phase;

 Conduct additional control phase meetings as 
needed.



a. Preparatory Phase: 
 Conducted prior to beginning each DFOW;

 QA/QC Staff attendance, plus site superintendent, Safety

 To ensure documents, submittals, materials, equipments 
are approved & available;

 To ensure enough personnel is avialable & have the 
correct skills to work on DFOW

 To ensure availability of contract drawings & 
specifications-AHA & their review

 And all workers understand them



Preparatory Phase: 
 Work area examination for preliminaries;

 Physical examination of material & equipments based on shop 
drawings & approved submittals;

 Discussion of procedures for construction;

 Review of common/repetitive deficiencies;

 Government shall be notified at least 24 hrs prior to meeting;

 The result of meeting shall be documented & minutes shall be 
attached to QC daily Report;









Initial Phase: 
 Conducted after DFOW has begun;

 Check all Pre-work verifies performance level of 
workmanships mutually agreed;

 Review minutes of Preparatory-Meeting;

 Check all preliminary work is done;

 Capability of work force is achieved;

 Safety – AHA will checked for enforcement;



Initial Phase: 
 Verify adequacy of controls to ensure full contract 

compliance;

 Resolve all differences & deficiencies;

 Verify QC testing;

 Government shall be notified of this inspection earlier;

 QC Manager is in charge of this & shall take minutes & 
attach it to the daily report

 It could be repeated for each new crew onsite, or when 
level of workmanship is not being met.







Follow Up Inspection:
 Conducted by CQC/QA daily during progress of DFOW;

 Purpose is to assure Requirements are met;

 Documents comments in QC/QA daily reports;

 Control safety and workmanship of testing until completion of 
DFOW;



Follow Up Inspection:
 Checks shall be recorded in CQC documentations;

 All deficiencies corrected before starting additional work;

 QC/QA personnel continually refer back to standards set in 
Preparatory Meeting & Initial-Inspection;

 Paves the Ground for commissioning & testing;

Note: QC/QA in midst of day-to-day duties, can easily fall 
into the trap of only working to detect deficiencies 
when in fact their role is to PREVENT

DEFICIENCIES.



Repeat Meeting / Inspection
 Repeat preparatory meeting and initial inspection if:

 QC can repeat preparatory meeting

 QC/QA can repeat initial inspection

 Deficiencies persist

 Work on a definable feature resumes after long pause

 Large turnover in construction crew
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Preparatory Phase:
Review plans and specs

Verify submittal approval

Review test plan

Check preliminary work

Examine materials

Discuss construction methods

Review safety

Initial Phase:
Establish quality required 

Resolve conflicts 

Ensure testing is performed

Review safety

Follow-up Phase:
Ensure Contract compliance

Maintain quality

Ensure testing report is submitted

Ensure reworks are completed 



Preparatory Phase:
QC Manager

QC Specialist

Superintendent

Subcontractor Foremen

QA Representatives

Initial Phase:
QC Manager

QC Specialist

Superintendent

Subcontractor Foremen

QA Representatives

Follow-up Phase:
QC Manager

QC Specialist

Superintendent

Subcontractor Foremen

QA Representatives










