
G R A C E  P M  A C A D E M Y

Module 11. Quality
Assurance and Quality
Control.
The Grace QA/QC process, sized to your project.
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W H A T  Y O U  T O L D  U S

C AT E GORY C OM M E N T C OV E R E D  I N

Rollout The QC Form was blank or missing for all 3

who looked.

Your questions

Roles Half of you asked about the Storyteller. Your questions

Preparation Half referenced Prepare the reviewer. Preparation

Review time Review time runs short. Preparation

Project size Some projects run 8 to 10 weeks. Right sizing

From your survey responses this week.
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O C T O B E R  2 0 2 6

From October 2026, every project uses the QC Form.

W H AT  G R A C E  E X P E C T S

A QC Form for every phase, addendum

and ASI.

In construction: start with your next ASI.

W H E R E  I T  L I V E S

Milo: QC Form and checklists

BIM template: QA Prompts

Module 11 hub: process guides

Q A / Q C  I M P L E M E N TAT I O N

What will make the form hard to use this month?
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W H O  D O E S  W H A T

R O L E W H AT  T H E Y DO S O U R C E

Project Manager Picks the Storyteller and QC Reviewer. Schedules and budgets the

reviews. Completes the QC Form.

PM timeline. Implementation

deck, slide 14.

Storyteller An emerging designer who shadows the PM, keeps the records and

composes the A3.

PM timeline

QC Reviewer

Grace: Peer Reviewer

Reviews with the BIM QC Checklist. At 100 percent CD, from

outside the team and the office.

PM timeline.

Storytellers Timeline.

Architect of Record Receives the QC report before signing and sealing. PM timeline

Storyteller

Ambassador

Onboards Storytellers. Your first stop for Storyteller questions. PM timeline. Implementation

deck, slides 10 to 12.

Design team Reviews its own work at the end of each phase. PM timeline

On the site: The Grace QA/QC Process · Roles

What other questions do you have about roles?
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T H E  P R O C E S S ,  S T A R T  T O  C L O S E O U T

On the site: The Grace QA/QC Process · By phase

Which stage is new for your team?

Start

Pick the

Storyteller.

PM

Pre Design

Schedule

and budget

QA/QC for

each phase.

PM and

Storyteller

SD, DD, CD

Edit QA

Prompts.

Book the QC

Reviewer.

PM and

Storyteller

End of each

phase

Self review,

then QC

review.

Team and QC

Reviewer

Before

permit

AOR checks,

signs and

seals.

AOR

CA

A QC Form

on each ASI.

PM and

Storyteller

Closeout

Write the A3.

Storyteller

1 2 3 4 5 6 7
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Budget in the Project Budgeting Spreadsheet

and schedule the time in BST.



S T E P  1  ·  S C H E D U L E  T H E  R E V I E W

ST E P

1 · Schedule the review

2 · Prepare the reviewer

3 · Drive the resolution

4 · Verify the correction

Choose your QC Reviewer from this list. At

100 percent CD, choose someone outside

the project team and outside your office.
Quality Control Staff list on Milo.
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Y O U R  4  S T E P S ,  E V E R Y  P H A S E

ST E P ·  T H E  R E C OR D

1 · Schedule the review

Review dates in the schedule and on the form.

2 · Prepare the reviewer

Prompts, red lines and checklists in the folder.

3 · Drive the resolution

Back check row complete.

4 · Verify the correction

Records complete before sign and seal.

B I M  Q A  P R O M P T S

Prior to submitting for review, the design team performs an

internal review. The BIM QA prompts are a useful tool.

On the site: Quick Reference · The 4 steps
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T H E  Q C  F O R M ,  R O W  B Y  R O W

Row on the form If it's blank

Phase Due Dates The review was never scheduled. Fix

this first.

Design Standards

Review

Not done, or not recorded.

Code and Zoning Review Not done, or not recorded.

Red lines Back Checked Corrections may not reach

the drawings.

QC Peer Review The reviewer was never booked.

Areas Under

Development

Open items are missing.

Who has used this? How well does it work?
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P R E P A R A T I O N

Review time runs short when it is not scheduled and budgeted.

S C H E D U L E  T H E  R E V I E W

1 Put QA/QC dates in the schedule at Pre Design.

2 Book every reviewer 3 weeks before sign and seal.

3 Block the review and red line pickup together.

4 Give the team the review start date as its deadline.

R E A D Y  F O R  T H E  R E V I E W E R  O N  D AY  1

Sheet PDFs with checklists

The QC Form, dates filled

QA Prompt sheets

Areas Under Development

On the site: Quick Reference · What to do

Is review time on your project schedule now?
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B U D G E T  T H E  R E V I E W

ILLUSTRATIVE EXAMPLE ONLY. Your projects will vary.

2 to 5 percent
of the fee, planned for QC.

On a $1,000,000 fee: $20,000 to $50,000.

Grace's own fee, without consultants.

A N  E X A M P L E  O N  A  $1 , 0 0 0 , 0 0 0  F E E

Phase Phase fee QC share QC budget

SD $150,000 3 percent $4,500

DD $200,000 4 percent $8,000

CD $350,000 5 percent $17,500

Bidding $50,000 3 percent $1,500

CA $200,000 2 percent $4,000

Total $950,000 $35,500

Programming is the other $50,000. Size the shares to your project.
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P U T  I T  I N  T H E  S P R E A D S H E E T

Plan hours for every QC task.
T H E  7  Q C  TA S K S

1  Edit the QA Prompts 2  The team's own review 3  The Storyteller's package and QC Form 4  The QC Reviewer's review

5  Red line pickup and back check 6  The PM's 4 steps 7  The AOR's read before sign and seal

I N  T H E  P R O J E C T  B U D G E T I N G  S P R E A D S H E E T

1 Budget Updated tab: Set the QC total at 2 to 5 percent of the fee.

2 Each phase tab: Task 4 hours on the QC Peer Reviewer row.

3 Each person's row: Hours for the other 6 tasks.

Done when every phase tab shows QC hours.

Which QC tasks have no hours in your budget?
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W H A T ' S  F I X E D ,  W H A T  F L E X E S

F I X E D  O N  E V E R Y  P R O J E C T

A QC Form every phase

A review every phase

An outside reviewer at 100 percent CD

Everyone booked 3 weeks before sign

and seal

F L E X E S  W I T H  T H E  P R O J E C T

Which QA Prompts apply

How close to issue the review runs

Consultant reviews

QC budget, within 2 to 5 percent

The fixed items happen on every project. Size changes the rest.

Which fixed item will be hardest to hold on your projects?
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R I G H T  S I Z E  I T

Small and fast

8 to 10 weeks

Medium

6 to 9 months

Large and slow

18 months or more

Book people At kickoff At Pre Design At Pre Design, and

per package

Review timing Close to issue Before each phase ends Before each package

QC budget 5 percent Middle, weighted to CD Low end, spread

through CA

Biggest risk Booking too late Late phases

shorten reviews

The form falls out of date

Why small projects differ: fixed steps cost the same on a small fee, so they take a larger share. Short schedules leave little time to

catch mistakes later.

How would you explain the difference between a small project and a large project to

a junior architect?
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W H E R E  I T  L I V E S

The process, roles and tools Module 11 hub · The Grace QA/QC Process

Quick Reference,

Field Resource

Module 11 hub

QC Form, checklists,

BlueBeam tools

Milo

QA Prompts BIM template

Project Budgeting Spreadsheet Onsite #1 · Lifecycle Maps

Q A / Q C  P R O C E S S
O V E R V I E W

Open the overview

From October 2026, every project uses the QC Form.

W H AT ' S  N E X T

T H U  1 0/ 8

Centerline Technical Session

F R I  1 0/ 9

Module 9: Leading with Data

W E E K OF 1 0/ 1 2

Module 12: Closeout and

Lessons Learned
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https://grace-pm-excellence-academy.pages.dev/module-11-qa-qc/grace-qaqc-process

