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Distinguished guests, ladies and gentlemen,



		In his opening speech, Dr. Cheng has shared with us some inspiring thoughts on partnering.  He has kindly left me with a somewhat easier job of reporting on the progress of our quality reform. So let us take a journey through our reform, and look at where we are at the moment as we are partnering for change. Quality Reform is indeed a long journey.



		I can still remember last autumn, where we had a rough ride on a rocky road. Reform was clearly urgent, and partners were rarely found. Faced with increasing community concern on our building quality, we were determined to set ourselves an ambitious programme to reform. Time flies, and one year has gone by. We have moved along with our partners, seeking their views, going back to basics, addressing problems at the root. With the support from all of you, we have now made a modest achievement in this long journey. 





PUBLIC CONSULTATION



		After the preparation work, public consultation is the first part of our journey. In January, we published a consultative document - the "Blue Book" entitled "Quality Housing: Partnering for Change" - mapping out our vision and strategies to uplift our building quality.



		 To promote stakeholders' understanding of our recommendations, we conducted an extensive consultation exercise covering a wide spectrum of stakeholders in the industry, major political parties, housing concern groups and the public.



		Intensive discussions with major stakeholders in the industry and   general public have facilitated frank and constructive exchange of views. They took the form of written submissions from individuals, organizations and institutes, survey forms from the construction industry and the general public, feedback forms from departmental staff, consultants, contractors and subcontractors.



		We took the views of the public and all our stakeholders very seriously. After consolidating their views and in April, we approved a two-phased implementation plan containing 50 recommendations under 11 pillars on ways to enhance quality. We have set up a multi-disciplinary departmental task force to take forward implementation.





LAUNCHING THE REFORM



		Launching the reform is the second part of our journey. Phase One covers six priority issues which address public concerns and cover areas vital to customer and building safety. These six pillars of the Phase One reform provide a conducive foundation for us to implement subsequent initiatives.  These include-



	(a)	providing quality products and services to customers 

	(b)	revamping the piling process

	(c)	reinforcing site supervision

	(d)	reforming listing and tendering practices

	(e)	establishing a partnering culture  

	(f)	re-engineering departmental operations



		After we endorsed the blueprint of the reform in April, our colleagues of the Department have been actively turning the initiatives into materialization. As at end September, we have taken forward 32 recommendations to various extents.  Let me highlight the more significant achievements. 





Pillar One  -  Providing Quality Services and Products to Customers



		As we prioritize the implementation sequences of reform, quality assurance for customers is our foremost consideration. To this end, we have implemented four important measures.



	(a)	We establish in-take hotline in new estates to strengthen communication with tenants and owners.   Customer Service Teams are being set up to handle defects speedily.  These measures will be tried out on pilot projects for full-scale implementation.



	(b)	For building tenders returned after March 2000, we have lengthened the Defect Liability Period from 1 year to 2 years and increased the Retention money from 1% to 2% of the contract sum.



	(c)	To cope with the completion of large number of flats, we have outsourced part of the final flat inspection work to maintain a consistent handover standard during the production peak.



	(d)	We provide structural guarantee of 10 years for all new and existing HOS / PSPS developments from the date of completion and 20 years for those in Tin Shui Wai. We have set up a Structural Guarantee Action Group to take forward the initiative.





Pillar Two - Revamping the Piling Process



		We have taken resolute actions and introduced measures to safeguard the quality of piling work, incorporating the recommendations from the Investigation Panels on Tin Chung Court and Yuen Chau Kok.  We have revamped the piling process covering eight key areas -  

	

	(a)	We have strengthened site inspection through enhancements in staff deployment, training and site surveillance.

	(b)	We have strengthened risk management by conducting more comprehensive geotechnical investigation, widening the use of engineer's design for piling contracts, and reducing the rate of Liquidated Damages.

	(c)	We have strengthened our acceptance requirements of piling works, by extending the use of sonic tubes, revising specification, and requiring that all piles are satisfactorily installed before pile caps are cast.

	(d)	We have strengthened Contractor's management and supervision, and in particular restricting sub-contracting to one level only.

	(e)	We will strengthen independent checking, with a view to reinforcing building control.

	(f)	We have strengthened the Authority's lists of piling and ground investigation contractors

	(g)	We have been reviewing the Department's organization structure and practices to facilitate clear accountability.

	(h)	We have strengthened human resource management by enhancing staff reporting system and corruption prevention.

	





Pillar Three - Reinforcing Site Supervision



		We firmly believe that quality construction depends on quality supervision on site.  We have worked with contractors and consultants to reinforce site supervision under five key areas.



	(a)	To reinforce site supervision for consultant projects, we have reimbursed the project supervision cost to the consultants for providing extra staff to safeguard the quality of supervision. 



	(b)	To reinforce site supervision for in-house projects, we have conducted the recruitment of 116 additional site staff. About 100 of them have been deployed to sites while the rest will report duty shortly.



	(c)	We have deployed resident engineers to all the piling sites. Resident professionals have been deployed to 6 building projects. For other building projects, we will consider individuals' merits before determining the need for resident professionals.



	(d)	We have formulated the training plan for in-house and consultant site staff to reinforce site supervision.  Induction training and refresher courses have been arranged.



	(e)	We have delegated more authority to project teams and resident professionals to resolve technical problems on site more speedily.





Pillar Four - Reforming Listing and Tendering Practices



		We will develop partnership with good performers to the exclusion of those who fail to meet acceptable standard; we will ensure that the selection and assessment process remain fair, open and objective.  We have worked out the policy framework in August 2000 to secure competent contractors in the process of migration towards site-specific design.  These measures include re-adjusting listing and tendering criteria to quality-based ones, and exclusion of exceptional low bid 



		To secure the most suitable consultancy service providers, we have given greater emphasis to technical capability and design input during tender assessments. We will reform the listing and tendering practices for consultants by launching pilot projects for four initiatives, namely-



	(a)	Enhanced two-envelope system 

	(b)	Open design competition

	(c)	Design and build

	(d)	Direct appointment of consultants of different disciplines.





Pillar Five - Establishing a Partnering Culture



		We believe that the foundation for sustaining the success of our reforms will be the establishment of a partnering culture.  To this end, we have introduced the following measures -



	(a)	To allow contractors to cope with the enhanced quality requirements, we have extended the construction period of new piling and building contracts by one month and two months respectively.  



	(b)	We have revised the contractual arrangements for achieving more equitable risk-sharing risks.  These include reducing the level of liquidated damages for piling and providing for extension of time due to unanticipated complex ground conditions based on contractor's design.



	(c)	We have conducted four sessions of 'Site Works Forum' with in-house staff, consultants and contractors to provide channel for quick resolution of site problems and dissemination of information. Over 120 items have been cleared through the discussions.  Procedural changes to empower changes by project team were also initiated and materialized. 



	(d)	To foster a partnering spirit during project implementation, project teams under eight pilot schemes have held partnering workshops with the contractors to enhance mutual understanding and communication.  We will study the feedback before rolling out the programme for full scale implementation.



	(e)	To achieve optimum value for money, we are arranging pilot Value Management Studies for projects at the design stage. 





Pillar Six - Re-engineering Departmental Operations



		We need to re-engineer the departmental operations such that the Housing Department becomes more responsive, accountable and efficient.  However, re-engineering during the production peak must be handled with care. We should deploy additional resources to strengthen site inspection and motivate staff to focus on quality of construction.  We have moved ahead in three major areas.



	(a)	A consultancy study to review the production process for our housing developments has been completed.  We are now examining the findings to streamline operations and enhance accountability. A consultant has been commissioned to assist the Department in implementing some of the proposals.  In collaboration with all stakeholders, in particular our staff, we will work out a framework for re-engineering departmental operations in the coming quarter.



	(b)	We are identifying high-risk areas of our operations so as to reprioritize, re-deploy and where necessary secure new resources to tackle them. We have already deployed resident engineers on site to all piling projects and re-deployed site staff from supporting roles to the front-line. Additional site staff resources are being recruited for deployment to building projects.



	(c)	We are gradually refining the management control to adopt a less prescriptive and more flexible approach. Quality audits have adopted a qualitative approach with emphasis on product quality rather than identification of procedural non-conformities.



		Together with our partners, we have traveled a long way to get to where we are at the moment. This second part of our journey will go on. As we move on, we have started the third part of our journey, by embarking on Phase Two of our Quality Reform.





PHASE TWO IMPLEMENTATION



		Recommendations under Phase Two Implementation are more complex and involve interfacing with more stakeholders.  Since June this year, we have worked with other stakeholders to establish the best approach. I will briefly summarize our achievements for these five pillars of Reform.



Pillar 7 – Reinforcing Partnering Culture



			As a proactive means to tap customer feedback, we will conduct customer satisfaction survey on customer services and design upon the completion of in-take and defects rectification period of the HOS courts. We will conduct the first round of surveys on the two trial HOS courts adopting enhanced customer services.



		Contractual disputes during project implementation are common. To resolve disputes speedily, we will explore the use of dispute resolution advisers in complex building contracts and will launch pilot projects to test out the mechanism for settlement of disputes.





Pillar 8 – Enhancing Quality Monitoring Assurance



		We have conducted a consultancy study on viability of warranty insurance. We are concerned about the absence of a mature local market for the proposed insurance product. Therefore, we would not adopt the warranty insurance until after the success of the insurance scheme in the local context and the effectiveness of other initiatives to provide quality assurance can be ascertained.



		To ensure the quality of the end products, we have reinforced the use the project sample flat as the acceptance standards. To streamline the procedures of handover inspection, we have prepared a single inspection and defect reporting form for domestic flats for use by our staff, agents and customers for inspection and handling of defects. We will establish  benchmarking sample flats for tenderers and contractors to follow.





Pillar 9 – Reinforcing Third Party Control 



		In recognition of the community's expectation for an objective third party scrutiny of our building projects, we are examining with government departments and the Bureaux the various options on bringing the Housing Authority's building projects under the ambit of the Buildings Ordinance.



		In the interim, we will establish an Independent Checking Unit under the Director's Office in November. We will progressively parallel the practice of Buildings Department.





Pillar 10 – Uplifting Professionalism



		A professional and respectable workforce is important to the delivery of quality construction. To uplift the construction industry's status, joint effort from Government, developers, contractors, sub-contractors, workers and training authorities is absolutely essential. We have taken two initiatives to achieve this goal -

 

	(a)	A safe working environment is essential for attracting and retaining workers. We have implemented 'Pay for Safety' Scheme and strengthened contract requirements on site safety. We have also engaged Occupational Safety and Health Council as consultant to formulate the site safety strategy for us. The consultancy report has been completed and we will implement the recommendations in stages.



	(b)	To uplift professionalism, we are exploring preliminary proposals to prescribe the qualification and experience requirements for contractor's key site supervisory personnel and will consult the industry.





Pillar 11 –  Improving Productivity 



		Sustained improvement is the key to future success.  We have worked with the industry together to strive for greater efficiency and productivity in our production process. We are in the course of implementing  a package of enhancement measures.



	(a)	To promote wider use of prefabrication, we have completed a pilot scheme to examine the buildability of prefabricated bathroom. We will arrange for a second mock-up by another specialist contractor, and will carry out a technical and operational appraisal in early 2001.



	(b)	To promote innovation in construction technology, we have worked out a policy framework to establish a "Premier League". Better tendering opportunities will be offered to those contractors who are consistently good performers.



	(c)	We are arranging a pilot project on wider use of Information Technology to facilitate project administration. 



	(d)	To facilitate the development of integrated production process, we have selected projects for the piloting of new procurement strategy in relation to the site-specific design. Pilot schemes are identified for the Open Design Competition and Design & Build Contract. 



	(e)	To put the notion of  "Green Estate" to test, we have selected Diamond Hill as a pilot project. In addition, we have selected another project which is at a more advanced stage for a partial trial.



	(f)	To reduce construction waste and improve the environment, we have formulated policy framework to improve the environmental friendliness of building through the use of HK-BEAM (Residential). We have also introduced waste management plan for demolition/piling/building contracts tendered-out from August 2000 onwards.



	(g)	We have conducted review of some specification clauses to take into account the feedback from project teams. 



	(h)	We have already implemented measures to tighten up the control over the sub-contracting of piling works and we will introduce measures to improve the transparency of the sub-contracting system of the building works.



	(i)	We have worked out a Comprehensive Integrity Action Plan covering staff integrity, site organization, procurement, inspection arrangement and material testing. We have issued the Code of Conduct and Guidelines to the in-house staff.  Meanwhile, the listing criteria and contract provisions will be enhanced to prescribe the behavioral standard for consultants and contractors.



		To reinforce the stakeholders' commitments in delivering quality housing and enhancing construction site safety, we have organized today's Partnering Symposium. This is an opportunity to take stock of our progress and achievements in undertaking these reforms as well as to promote the partnering spirit with stakeholders. Like I said earlier, Quality Reform is a long journey. It is a tough journey over hills and vales, and we need to take it through with our partners.



		Ladies and gentlemen, this Symposium is an important milestone as we journey on. It reinforces our stakeholders' commitments in delivering quality housing through partnering, and it strengthens our communication channels with staff and external stakeholders.





OUR VISION 



		The Building Committee of the Housing Authority is fully committed to drive the Quality Reform. With the large number of stakeholders involved in the construction process, the success of the Quality Reform will rely on the commitment of all the stakeholders. Partnering is the key to enable all stakeholders to work together to achieve the common goal. The vision for our partners in the new millennium is therefore 



		"To provide quality housing together with all stakeholders through partnering and sustained improvement such that our community can take pride in Housing Authority's developments. "





Let us continue with our journey. Thank you!
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