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Quality Management Plan

Quality Management Overview

One of the most important developments in quality management in the past several decades is the change of focus from product inspection to process management.  Quality cannot be inspected into products.  For Appriss projects and products, quality must be built into the final product through systems development processes and managed as an integrated part of project and product management.  The overall responsibility of quality management is with the project team.  The project team is comprised of individuals from Appriss and the customer.   

The Concept of Total Quality and Its Application to Appriss Projects and Processes
Quality assurance as a function of project management is based on the concept of total quality.  Total quality means that quality management is an important task throughout the development life cycle instead of merely in the testing stage.  Total quality also means that quality is everybody’s responsibility.  

Many issues discussed in other chapters, such as scope definition and change management, can significantly affect the quality of a project.  The quality management model introduced in this chapter incorporates these issues.  The emphasis of this chapter is on the aspects of these issues that have the most significant impact on quality management.

Quality Management Model

The quality management model is a framework of major quality management components and their interrelationships.  The Appriss model incorporates many components ranging from unit testing of individual projects to regression testing for overall core system changes.  In addition, several points exist in the development process for intermediate quality checks as well as post production quality reviews.

Quality Definition

Successful quality processes always strive to see quality through the eyes of the customer. The customer is the ultimate judge of the quality of the product. The customers will typically judge a project by whether or not their requirements are met. To ensure delivery of a quality final product, each phase of the project should ensure that requirements are addressed.

Quality definition inputs 

The quality definition inputs are the project objectives and requirements. 

The project objectives must be defined clearly based on the business needs of the user and the scope of the project.  The project objectives set the general guidelines for the development and prioritization of the requirements.

System requirements are specified in terms of functionality and performance.  These requirements should be defined as early as possible and documented in the Project Requirements Document (PRD).  It does not mean that the requirements will not change throughout the life of the project.  In fact, as part of the quality assurance effort, these requirements may be revalidated in various stages of the project.  It is important for the implementation team to work together with the users and make changes in the early stages of the project when changes can still be made without serious negative impact on schedule and cost.  Major changes in requirements can be costly and may even cause project failure.  Change management procedures will be implemented on the project to ensure that the changes are feasible, are justified and have the appropriate management approval.

Quality definition outputs

Quality definition generates the following outputs:

· Quality attributes:  Once the requirements are understood, a set of quality attributes can be defined.  The quality attributes should be defined so that they reflect all aspects of the project.  

· Quality metrics:  The project team must define the quality attributes by specifying how each quality attribute will be measured.  Measurements, including the measuring methods and conditions, must be defined clearly.  For example, “average response time” is not a meaningful measure unless the assumed traffic volume is given.

Quality Planning

Quality planning is essential to effective quality management.  Quality planning starts with the quality definition and the best practices documented in the system development and project management methodologies.  The major deliverable of quality planning is a quality plan that specifies the quality objectives and the quality processes for the project. 

Quality Execution

Quality execution refers to the execution of the quality management plan during the execution phase of the project.  Performing the acceptance test as specified in the quality plan and applying the change management procedure when making changes are examples of executing the processes that contribute to quality assurance.

Quality Control

This process starts by comparing the actual performance observed during the Quality Execution process with the quality objectives and target measures of the quality attributes defined in the Quality Planning process.  Deviations from the target should be analyzed.  The Project Manager must assess the situation and determine whether corrective actions are needed.  This process will be repeated on a regular basis throughout the entire project.

The outputs of Quality Control are quality assessment documents and corrective actions.  Quality assessment documents include formal evaluation reports, such as documentation of requirements reviews, design reviews, formal tests, and walkthroughs, etc.  The quality section of status reports and quality reviews are also examples of quality assessment documents. 

Examples of corrective actions include adding resources to the critical tasks, modifying the design or project plans, implementing organizational changes, and resolving disputes.  Corrective actions are deployed by the project team.
In quality assurance, prevention is always better than damage control after the fact.  Appriss testing processes can detect problems that can develop into serious quality problems early and solve the problems before they cause serious consequences.

Quality Assurance Management

Quality assurance management refers to the management of all quality related project activities.  Specifically, these activities include the four QA processes of definition, planning, execution and control.  The Project Manager’s responsibility is to ensure that the final product of the project will achieve the project objectives set by the project’s Sponsor.  Typically, the Project Manager assures that the quality plan is executed as planned.  A final review of the project is performed by the project team before the completed project is placed online.  
Although the Project Manager is the center of all quality assurance activities, every project team member needs to buy-in to the responsibility for producing a quality product. A sound quality plan cannot rely on “adding” quality at the end of a process.  Quality must be built into the project through the work of each and every individual on the project team.  It is far more cost effective to have team members add quality into their day-to-day jobs than to have problems found after a project has been completed.
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