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Q1 	Give short answers for the following questions: 

i. Outline the processes involved in project quality management.
(Ray, 2018) identifies “Three steps” within project quality management process these are;
· Plan Quality
· Quality Assurance
· Quality Control

However, (Kloppenborg & Petrick, 2002) argue that a five-step process may be more adaptable stating “this model can be used for projects in any industry” these steps are;
· Project quality initiation
· Project quality planning
· Project quality assurance
· Project quality control
· Project quality closure

It could be reasoned that the first and fifth step may sit within the overarching structure of the project and therefore not solely within the remit of the Quality Management Knowledge Area, however this would reinforce the requirement for quality management to considered from the outset of a project. 


ii. What are the main characteristics of project quality management?
(Schiebel, 2018) recognises three characteristics of a quality management system;
· Easy to Use and customize
· Continuously evolving
· Embraced by all key stakeholders.

(Anon., 2017) emphasises that quality management is about the “consistency that you maintain across all project” and advocates the use of three concepts for project quality management;

· Customer Satisfaction
· Prevention over Inspection
· Consistent Improvement

It can be seen, that although different titles may be applied within different industry’s the theme remains consistent that for any quality management plan to be successful, it would require to meet stakeholder requirements, have the ability to adapt as a project progresses and must look to develop a culture where planned prevention outweighs inspection and rectification.

iii. What does the term ‘benefits and cost analysis’ mean? And how it is performed?
(Anon., 2019) express that “a cost benefit analysis (also known as a benefit cost analysis) is a process by which organizations can analyze decisions, systems or projects, or determine a value for intangibles” In quality management this would mean assessing where benefits outweigh costs or vis versa to allow for an acceptable balance to be maintained within a project. It should be noted that not all projects are the same and therefore although “Benefits should outweigh costs” (Brentwood Open Learning College, 2019) this may not always be the case.


iv. What is benchmarking?
Benchmarking is a term used to describe the practice of evaluating one project against another, (Stapenhurst, 2009) suggests it can be used “where we want to compare performance and/or learn from others” he further adds “some consider benchmarking as the comparison of practices, while for others, and perhaps most commonly it includes comparison of performance and practice”. (Turner, 2014) emphasizes that “Benchmarks are a particular form of comparative indicator. They are measures that represent best performance of a particular outcome, process or practice”
These comments would then support the premise that benchmarking is a technique that can be used to asses quality whether within a process, practices or output within a project and can further be used to assess these areas against other projects within an organization or within an industry. 

v. What is a flow chart? Discuss the ‘Cause and Effect Diagram.’
According to (Brentwood Open Learning College, 2019) a flow chart is “any diagram illustrating how components within a system are related” (Anon., 2019) define a flow chart as “ A diagram of the sequence of movements or actions of people or things involved in a complex system or activity”.

Whereas a flowchart will show a progressive set of activities within a process which supports a user by identifying a point in the process and through asking a simple question allows the user to recognize the next step to be followed. Cause and Effect diagrams do not provide this sequential process, rather it is a visual representation of processes or opinions of those working within a project where a quality problem has been acknowledged. They enable an analytical process to be applied to a recognised problem, to allow causes of the problem to be identified. (Joiner Associates, 1995) define a cause and effect diagram as “a tool for identifying and organising possible causes of a problem in a structured format”. 

 

Q2. 	Discuss quality management plans. How will you complete quality assurance activities? How will you implement that plan as a manager?

Quality within a product or output can be difficult to define as each stakeholder involved may have a differing view point on quality, however quantifiable extents may be agreed upon for example if discussing products within the automotive industry then reliability, mean time between failure, usability or serviceability could be quality benchmarks. Quality Management seeks to maintain a balance between cost and benefits whilst addressing all stipulated quality benchmarks, when making a quality management plan a project manager needs to capture three areas within that plan these are, Quality Assurance, Quality Control, Quality Improvement (Brentwood Open Learning College, 2019). 

Quality Management can be a simple process within a niche area, skilled craftsmen may make individual items and take responsibility for the quality out of professional pride as much as customer satisfaction, however as the number of products increase then within this example quality can decrease as it each item produced can vary for any others should a proper quality management plan not have been imposed at the outset of the project.

Any plan should seek to ensure that outputs whether the final product for the customer or outputs for other stakeholders meet the expectations of all concerned, by delivering these outputs right first time, every time. This would suggest that although Assurance and Control have their part to play in the process if Planning is done correctly then these two areas will have a smaller footprint within the project.

This said a Project Manager should not dismiss either Assurance or Control as not required as all plans can change, however with proper Planning then changes to the project although may not negated by the quality management plan, any impact to the quality of outputs can be mitigated through good use of all three processes. 


Quality Assurance can be delivered through both internal and external processes, internal processes can refer to a robust process which can include, well trained staff, proactive activities which allow for defects or issues to be identified and rectified as the product/output moves through the process.

For example, I was requested to create a change plan to be submitted to the Commercial Director, this document had to inform colleagues as to the why, how and what concerning change within the organisation.

In this example I decided to use Microsoft Office – Word as the medium for the output, as I was well-versed in using word although there may have been more suitable mediums.  I spoke to key staff members at each site to understand how change was managed within each site using contract deliverables as benchmarks, I drafted and submitted several proof copies to colleagues who I requested review for grammatical and spelling errors, ease of understanding, suitability of the document to reach its target audience. 

In this example I delivered three documents to the Commercial Director as through my process had identified that there were three distinct target groups within the audience which had not been identified at the outset of the task, these groups had different requirements for the document and needed differing information within it, as such a “one size fits all” did not work and to deliver this type of product would have not meet expectations of those who would review, read and use this document.

Although this example is a simplification of a quality management process, on reflection I now recognise that it allowed me to apply quality management principles without realising, but it does show how the use of training, proactive measures and early identification allowed me to deliver an output which met stakeholder expectations, and which did not require rectification post-delivery. I was also able to improve on the initial proposed output through identification of the targeted delivery of a document to each section of my target audience.  
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