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Q: 1 Give short answers for the following questions.
I) Outline the processes involved in project quality management.
Project Quality Management is process of ensuring that the project fulfills its obligations to satisfy the project needs and ensure that the deliverables created by the project teams meet the expectations of the stakeholders. Project quality management is composed of the following three processes: Quality Planning, Quality Assurance, and Quality Control.
· Quality Planning involves identifying which quality standards are relevant to the project and determining how to satisfy them.
· Quality Assurance involves evaluating overall project performance on a regular basis to provide confidence that the project will satisfy the relevant quality standards.
· Quality Control involves monitoring specific project results to determine if they comply with relevant quality standards and identifying ways to eliminate causes of unsatisfactory performance.

II) What are the main characteristics of project quality management?
Project quality management has the following characteristics:
· Customer satisfaction - understanding, managing, and influencing needs so that customer expectations are met.
· Management responsibility -	success requires the participation of all members of the team, but it remains the responsibility of management to provide the resources needed to succeed.
· Prevention over inspection -	the cost of preventing mistakes is always much less than the cost of correcting them, as revealed by inspection.
· Processes within phases -	the repeated plan-do-check-act cycle described as by Deming and others.
· Kaizen technology -	Kaizen is a quality management philosophy of applying continuous small improvements to reduce costs and ensure consistency or project performance.
· Marginal analysis -	The process of identifying the benefits and costs of different alternatives by examining the incremental effect on total revenue and total cost caused by the very small change in the input or output of the alternative. For example, the price of the added feature may cost the company £5 per unit, but the amount of extra sales per year gained from the improvement will meet or exceed the cost of the improvement.

III) What is meant by the term ‘benefits and cost analysis’? And how is it performed?
Benefits and cost analysis is a systematic process for calculating and comparing benefits and costs of a project or decision. Benefit and cost analysis involves estimating tangible and intangible costs (outlays) and benefits (returns) of various project and product alternatives, and then using financial measures, such as return on investment or payback period, to assess the relative desirability of the identified alternatives.
A benefits and cost analysis is performed by making a comparative assessment of all the benefits you anticipate from your project and all the costs to introduce the project, perform it, and support the changes resulting from it. Anticipated benefits are expressed in monetary terms. If your project is to improve staff morale, for example, you may consider the benefits to include reduced turnover, increased productivity, fewer absences, and fewer formal grievances. Whenever possible, the benefits and costs must be expressed in monetary terms to facilitate the assessment of a project’s net value. The benefits should always outweigh the costs.
IV) What is benchmarking?
A successful company needs to evaluate its performance consistently. Benchmarking is when a company sets standards for themselves and measures their processes and performance against recognized industry leaders or against best practices from other industries, which operate in a similar environment. 
Benchmarking involves four key steps: (a) Understand in detail existing business processes. (b) Analyze the business processes of others. (c) Compare own business performance with that of others analyzed. (d) Implement the steps necessary to close the performance gap.
Benchmarking should not be considered as a one-off exercise it must become an ongoing process with the goal of keeping abreast of ever-improving best practice.  

V) What is a flow chart? Discuss ‘cause and effect diagram’.
A flow chart is a type of diagram that represents an algorithm, workflow or process. It shows the steps as boxes of various kinds, and their order by connecting them with arrows. Flow charts are usually used in designing and documenting simple processes or programs. Flow charts help visualize what is going on and thereby help understand a process, and perhaps also find flaws, bottlenecks, and other less-obvious features within it.

A cause and effect diagram also known as an Ishikawa or Fishbone diagram is a visualization tool for categorizing the potential causes of a problem in order to identify its root causes. A cause and effect diagram shows the relationship of all factors (causes) that lead to the given situation (effect). Brainstorming is a critical step when using cause and effect diagrams. Without proper brainstorming, a fruitful cause and effect diagram cannot be derived. To successfully draw a cause and effect diagram:
(a) Properly identify the problem in hand - A short brainstorming session may be able to point out the actual problem. Identifying the problem requires we consider four properties; who are involved, what the problem is, when it occurs, and where it occurs. Then, write the problem in a box on the left-hand side of a large sheet of paper, and draw a line across the paper horizontally from the box. This arrangement will look like the head and spine of a fish, and will give you space to develop your ideas.
(b) Add the major factors that contribute to the problem - here the main factors of the problem are identified. For each factor, draw off a line from the fish's spine and properly label it. These factors can be various things such as people, material, machinery or external influences.
(c) Identify the causes - Take one factor at a time when identifying possible causes. Brainstorm and try to identify all causes that apply to each factor. Add these causes horizontally off from the fish bones and label them.
(d) Diagram analysis - When this step starts, you have a diagram that indicates the problem, the contributing factors, and all possible causes for the problem. Depending on the complexity and importance of the problem, you can now investigate the most likely causes further. This may involve setting up investigation or carrying out surveys.
Below is an example of a cause and effect diagram:
[image: Cause and Effect Diagram]


Q2:	Discuss quality management plan. How will you complete quality assurance activities? How will you implement that plan as a manager?
	A Quality Management Plan describes how the project management team will implement its quality policy. In ISO 9000 terminology, it should describe the project quality system: "the organizational structure, responsibilities, procedures, processes, and resources needed to implement quality management".
	The quality management plan provides input to the overall project plan and must address quality control, quality assurance, and quality improvement for the project. The quality management plan may be formal or informal, highly detailed, or broadly framed, based on the requirements of the project.
	Quality Assurance Activities are those actions the quality team takes to view the quality requirements, audit the results of control measurements and analyze quality performance in order to ensure that appropriate quality standards and procedures are appropriately implemented within the project.
	There are three key activities of quality assurance and these are:
· Develop a Quality Assurance Plan. This involves planning the overall process for assuring quality and coming up with a quality assurance plan template. The quality team needs to use such a plan to do the rest of the quality assurance activities, such Audit and Analysis. Creating a quality assurance plan template has the following basic steps: (1) set up goals of project assurance (how to assure the project’s quality?). (2) Assign responsibilities to members of the quality team and determine the hierarchy of management (who will carry out the quality assurance activities?). (3) Gather relevant information on the project standards and define compliance criteria (how to make quality assurance?). (4) Identify a set of measurements and metrics to be used to determine quality levels and performance (is the project performed under appropriate quality levels?).
· Audit project Quality. A quality audit is a regular, systematic review of project activities to identify whether these activities are performed in line with organizational processes and tactical decisions. The goal of carrying out a project quality audit is to reveal any missing or inefficient policies, procedures and/or processes that reduce quality levels and increase the probability of project failure. During a typical quality audit session the team under supervision of the project manager can review quality metrics (like budget deviation, on-time performance, failure rate, defect frequency) and measure project activities against the quality baseline. Auditing quality allows identifying and correcting any deficiencies in project activities. As a process it results in decreased cost of quality management and enhanced product acceptance and customer satisfaction.
· Analyze Project quality. Quality analysis is a set of steps to examine and investigate a certain project activity and identify what enhances the activity’s value. The goal of project quality analysis is to review quality levels and define necessary improvements in the existing quality management framework. The quality assurance activity allows examining experienced problems, deviations in constraints, and any activities that provide a value. It includes root cause analysis, fit analysis, methods for identifying and solving problems, and techniques for developing corrective actions. For instance, during fit analysis product testing is used as a method for examining product features and checking they fit into the user acceptance criteria. A testing plan becomes a scenario for analyzing, assuring and validating product quality.

As a manager implementing the quality management plan entails: 
(a) Ensuring management buy-in. Quality is led from the top down and implemented from the bottom up. Leadership from the top of the organization is necessary to define, prioritize and construct the quality culture. Top management buy-in entails you (as manager) having a comprehensive understanding of the concepts of quality and using your persuasion skills, to make them understand and buy-in.
(b) Examining your organizational culture. Figure out the best way to implement quality with your organization. Each organization has a specific culture and way of doing things. Long established companies tend to have difficulties in changing their cultures, as employees may not be used to change.
(c) Establishing a mission. The mission statement sets the direction and priority for developing and implementing the quality plan. It clearly states the nature of the organization’s commitment to quality and should then be tied to the organizational operations through programs, projects, actions and rewards/recognition.
Once all this is done as a manager I can now go on to enforce the Quality Management Plan. This is achieved through quality planning, quality assurance and quality control.
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