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1.0 PURPOSE

The purpose of this document is to create a quality management plan that describes the standards, roles, responsibilities, methodologies, tools and activities for quality management of a MOW project.

1.1. Definitions

Quality

Quality can be defined as conformance to requirements and fitness for use. It means the project must produce what it said it would produce and what it produces must satisfy real needs. For the Project Manager, quality means satisfying the client while respecting methods, policies and standards enforced within MOW.

Quality Management (QM)

QM includes the processes required to ensure that the project will satisfy the need for which it was undertaken. It must address both the management of the project and the product of the project. 

One of the fundamental tenets of modern quality management is that quality is planned in, not inspected in.

The PMBOK Guide 3rd Edition identifies the following 3 quality management processes:

     Quality Planning 
This includes identifying which quality standards are relevant to the project and determining how to satisfy them. 
Perform Quality Assurance

This requires applying planned, systematic quality activities to ensure that the project employs all processes needed to meet requirement 
Perform Quality Control

This includes monitoring specific project results to determine whether they comply with relevant quality standards and identifying ways to eliminate cause of unsatisfactory performance. 
2.0 QUALITY PLANNING

2.1. Roles and Responsibilities 

	Role
	Responsibility

	Project Manager
	Ensures that a Quality Plan is created and executed

Determines the Project Management approach, according to project size, risk and complexity

Ensures the implementation of QA activities throughout the project

Establishes which Project Management processes and project deliverables will undergo a QA review

	Team Members


	Develop the Quality Plan

Assist the Project Manager in executing the Quality Plan and QA activities

Participate in QA reviews as required

Develop, implement and review corrective actions for non-compliance issues as requested

	Core Project Team
	Review and acceptance of Deliverables

	Project Steering Committee
	Project Oversight

	Project Sponsor
	Review status reports

Identify funding and resources

Review and approve deliverables

Approve change requests


2.2. Planning

The following activities will ensure that quality is “built into” the Project Execution Plan:
· Scope definition: Scope is clearly defined at the outset, including what is in and what is out of scope (See the Project Scope Statement).
· Scope validation: Scope is reviewed with and validated by the client.

· Roles and Responsibilities: Are clearly defined and communicated so that there are no gaps or duplication of efforts, and responsibilities are clear to all.
· Plan with QC check points: the Project Plan has predetermined QC check points and inspections to ensure that the specifications and expectations are met.

· Deliverable validation and customisation: The acceptor is involved in the production/review of the deliverables, to ensure their fitness and appropriateness before they are submitted for acceptance. 

· Client involvement: At least one client review for acceptance of all deliverables.  

· Multi-level reviews on critical deliverables: Critical deliverables are subjected to multi-level reviews before they are released for acceptance.

· Deliverable Acceptance Criteria: These are clear precise, and agreed with the client in advance.

· Risk Management process: Risks are identified at the beginning and during the project execution, with clear strategies to manage each.  Regular reviews of risks at the project status meetings.

· Variance Management procedure: Procedures are in place to address variances from the baseline.  The actions taken will depend on the criticality and the magnitude if the variance.

· Client sign-off: An agreed procedure is in place to ensure timely client sign-off on deliverables.

2.3. Standards
This section identifies the standards which are to be adhered to during the project.  This includes both project management and product related standards.
The following table should be populated identifying the applicable standards.
	Standard
	Description

	Project

Management Methodology
	A Guide to the Project Management Body of Knowledge, Third Edition,  PMI – http://www.pmi.org

	MOW PMS
	MOW Project Management System Guidelines

	ISO Standards
	1. International Organization for Standardization (ISO) - http://www.iso.org

	Other
	As defined / required by MOW


2.4. Tools

This section identifies any quality control tools, i.e. control charts, which would be utilized during the project.  

3.0 QUALITY ASSURANCE ACTIVITIES 

Quality Assurance (QA) involves activities related to monitoring the effectiveness of the Quality Plan and checking that the work progresses within specified tolerances. These activities are typically the responsibility of the Project Manager.

3.1. Monitoring

· Discussions of the Quality Attributes and the measurements tracked at the status meetings;

· Checkpoint reviews on individual deliverables to ensure compliance with scope;
· If non-conformance is identified, the Work Package Manager will define a plan to correct it; and
· The actions defined in the plan will be included in the project actions log and tracked in the weekly status meetings, led by the Project Manager.
3.2. Tolerances
Tolerances are a range of variances from what was approved, within which the Project Manager has freedom to act, without additional approvals from the Project Steering Committee or Project Sponsor.  Any change whether internal or external to the Project that could impact on the scope, schedule or cost has to be assessed by the Project Manager to determine whether the change is within or outside the tolerance limits.  

Tolerance limits are specified in this section.  Any deviations from them have to be clearly stated in the Project Plan.

3.2.1 Scope

Any changes in scope require the Variance Process to be used. 

3.2.2 Schedule

Changes impacting the schedule resulting in a variance to the baseline outside the defined limits require the Variance Process to be used.  The following is an example of limits:  

· The dates of Major Project Deliverables to shift by 5 business days or more; 

· The dates of other key project milestones to shift by 5 business days or more; or

· The dates of external project interdependencies to shift by 5 business days or more.

3.2.3 Cost 

Changes impacting the budget resulting in a variance to the approved budget outside the limits require the Variance Process to be used.  The following is an example of limits:  

· A change to the budget of +2.5% or $25,000 whichever is lower; or

· A change to the budget of -5% or $50,000 whichever is lower. 

4.0 QUALITY CONTROL ACTIVITIES

Quality Control (QC) is used to detect variations and correct them. The project team has QC tasks and is involved in reviews and validations (tests). 

The Project Manager monitors the effectiveness of the QC procedures and observes the review and testing processes. While QC discovers defects that must be corrected, the Project Manager follows up on the progress of the changes and corrective measures.

The following are types of QC activities to be considered for use during the project execution:

· Walkthroughs:  Informal reviews requiring no advance preparation typically used to confirm understanding, test ideas and brainstorm.
· Inspections:  Reviews of an individual deliverable, used to evaluate correctness, based on specified criteria.
· Checkpoint reviews:  Reviews held at predefined points in the life cycle that evaluate whether certain quality factors are being adequately addressed in the system.  
5.0 The Variance Process

The Variance Process is activated when the Project Manager forecasts that one or more of the key project attributes (Scope, Schedule or Cost) could experience a variance outside the limits specified above.  The first step would be for the Project Manager to issue a Variance Report.  This is different from the Change Control Process, which addresses and manages requested changes.
5.1. The Variance Report

The Variance Report should specify the areas where the tolerances could be exceeded, would quantify the impact, state the reasons for that variance and list the corrective actions that could be taken, with a recommendation made on the preferred one.  The Project Steering Committee will review the report, and if approved, the Project Manager will then produce a Variance Plan. 

5.2. The Variance Plan

The Variance Plan may be in the same format as the Work Package/Project Plan it is replacing, and will replace it as soon as it is approved.

5.3. Severity Levels

	Severity Level Definitions

	The Variance Management process includes assigning each variance with a Severity Level.  Following is the standard definition for each Severity Level.

	1. Showstopper
	Work cannot continue in any way.

Such as:

· Lack of resources

	2.  Critical
	Work cannot continue on an important activity although other activities can continue but only if extreme measures have been taken. 

Such as:
· Inability to integrate new deliverables with existing artifacts

· A delay in an activity that is on the Critical Path

	3.  Non-Critical
	Work can continue and a workaround exists. 

Such as:
· A delay outside of the critical path

	4. Acceptable
	A workaround solution exists, and the only impact is inconvenience.

Such as:
· Changes in the sequencing of the Work Packages
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