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Marking Criteria:
 We expect the learners to write minimum one well expressed point in three lines against each allocated mark. This means one needs to write 15 lines with 5 well expressed points to get high grades for a 5 marks question.
For high grades use examples and illustrations where appropriate. 
	Please insert your completed assignment ( in word format)  here:

QUESTION 1

Answer i. )
Project Quality Management ensures that the product or service delivered satisfies the stated and implied needs of the customers and upholds the standard characteristics of quality control.

The three basic steps or processes involved in Project Quality Management along with the tools used to achieve them are :-
1. Quality planning
· It is a part of the Planning stage of project management
· It specifies the quality standards, practices to achieve them, specifications, sequence of activities, situation or standards when the output maybe below customer’s expectations and could also produce a checklist of required quality estimates
· The tools used in this process are cost – benefit analysis, benchmarking, flow chart diagrams 
2. Quality Assurance 
· Executing stage of project management
· It involves providing evidence to the stakeholders that the project is going according to the quality plan. It assures the effectiveness of the process and that the expected quality levels will be achieved by the final output
· The tools used in this process are similar to the ones used in quality planning stage
3. Quality Control
· Control stage of project management
· It involves improving quality through monitoring of project outputs and processes to determine that they meet stakeholder expectations, standard quality measures, budget requirements, project scope and schedule. Appropriate action is taken in case of any shortfalls. It helps prevent the cost of redoing the project in case of shortcomings.
· Tools used are Pareto charts, control charts, cause and effect diagram

 Answer ii )
Characteristics of Project Quality Management involves expectations from the outcomes of project quality control processes or aspects about the process itself which are unique to it. Some of the characteristics are :-
1. Customer satisfaction – end users are customers, their needs must be met
2. Prevention – planning quality control to prevent mistakes rather than investing in correcting them
3. Kaizen – philosophy to have continuous small investments to reduce costs and ensure consistency in project performance
4. Risk avoidance – risks incur additional costs which might be incurred at the cost of performance or quality
5. PDCA – Plan – do – check – act philosophy for quality control
6. Internal and External Project Management – exhaustive quality control
7. Marginal analysis – per unit increase in cost for process improvement against increase in revenue 
The characteristics of quality of the project output could be defined by some of the following parameters :-
1. Functionality – performing its intended function 
2. Performance – benchmarking how well the intended function is performed
3. Sturdiness – longevity and built
4. Reliability – performance under normal conditions, no unacceptable failures
5. Relevance – should be applicable and pertinent in its use
6. Suitability – fitness of use and appropriateness
7. Consistency – same performance by all the produced units
Answer iii. )
Cost – Benefit analysis is :-
1. A tool for quality planning and control
2. Helps determine the pros and cons of any process, product or activity
3. The benefits of an activity or process is measured against the cost incurred
4. It involves financial metrics like cost, revenue and opportunity costs
5. Opportunity cost is the cost of missing opportunity due to a decision
6. It could include intangible parameters like employee/ customer satisfaction
7. It helps in making profitable, effective and feasible decisions
8. It helps avoid extra measures taken for quality improvement which might not be required by the customer and could just be a cost burden

The processes or steps involved in cost benefit analysis are :-
1. Identifying total monetary costs of a project. It could be :-
· Direct cost (material, labor, equipment)
· Indirect cost (overhead cost, rent)
· Intangible cost (employee or customer expectations and demands)
· Risks involved (financial, social, environmental)
· Opportunity costs (benefits from alternative investment opportunity)
2. Identifying total monetary benefits from the project. It could be :- 
· Direct revenue (sales)
· Indirect benefits (increased production or capacity utilization)
· Intangible benefits (employee and customer satisfaction)
· Competitive advantage / increased market share
3. A conservative estimate should be made for both costs and benefits
4. If the benefits outweigh costs, go ahead with the process or activity
5. If costs outweigh benefits, measures to reduce costs, make adjustments or alternative processes for improvement or quality control should be identified.
Answer iv. )
Benchmarking is :-
1. Project quality control tool
2. It involves comparison between one project/ process/ product and another
3. In quality control, it could involve comparing the steps undertaken or planned  by the project manager against that taken under another project within the same or different company
4. It helps evaluate the differences and take corrective actions in the current project, if required. 
5. The differences could be analyzed on multiple parameters or metrics
6. The changes introduced could involve anything from change in scope, product specifications, CRM tools used, etcetera
7. It is thus, an internal process improvement tool which aims to adopt best in class policies, practices and learn from best performances
8. Benchmarking helps in continuous improvement by ensuring that the project remains sensitive to the external market changes 
Answer v. )
Flow charts are an important quality control tool. They can be further described as :
1. It illustrates the step – by – step flow of operation of a process to get a solution of the problem or to determine areas where quality check issues can arise
2. It gives a better visualization of the process for enhanced understanding
3. It also helps in better communication of the process to emphasis the steps required to be followed for project quality control
4. There are two different types of flow charts in Project Quality Management :- system or process flow charts and cause and effect diagrams
5. Different symbols are used to make a process flow chart with each symbol having their own meaning. For example :-
                                     Indicates direction of flow
                                     Indicates a unit in the process
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The ‘cause and effect’ diagram is a type of flow chart with the following characteristics :-
1. It is also known as fishbone diagram or Ishikawa diagrams (after founder Kaoru Ishikawa)
2. It is a systematic way of looking at effects and the causes that lead to or contribute in that effect
3. It is a graphic representation and helps in identifying the root cause of a problem by avoiding the pitfall of considering symptoms as problems
4. The causes for an effect are represented in various levels of details with the level of detail increasing as a branch moves outwards
5. The outer branch is a cause of a problem in the inner branch. Thus, often the outer branches represent the root cause of a problem

Cause and effect diagram for ‘unavailability of rooms to tourist during check in’ could be (booking made through an online aggregator):-
                                              
        Aggregator company                  Policy
                                 Employee’s slack              Late check - in     
                                         Software bug                                         Unavailability of
                                                                                                               Room 
                                                           Miscommunication
                                                      Price inflation and sale to walk in tourists
                                     Pre-booked rooms
     
Here branches like Pre-booked rooms, policy or aggregator company represent causes for unavailability of room while the problems on each branch represent the causes that led to these major causes i.e. software bug was an effect of employee’s slack which was an effect of aggregator company’s fault which was the cause of unavailability of room during check – in despite booking on aggregator’s app.

QUESTION 2 
The project quality management plan documents the necessary information
 required to effectively manage project quality from planning stage to the execution 
stage and final delivery. It is a part of the Planning stage during project management. 

Inputs required for Quality Management Plan are :-
1. Project Scope
2. Work Breakdown Schedule and Activity list
3. Product characteristics
4. Stakeholder expectations
5. Organizational process assets
6. Environmental control factors
7. Best or standard industry practices

Characteristics of quality management plan are :-
1. It describes the necessary prerequisites to meet stakeholder expectations and quality benchmarks
2. It helps establish a quality standard and the required do’s or don’ts
3. Includes the procedure to meet quality standards by all staff
4. Steps required for quality measure, control and check
5. Could involve process for documenting and executing changes in case of required correction during execution. It could also document the risk involved in this scenario

 It helps meet the following deliverables :-
1. Project deliverables and its standards
2. Customer satisfaction
3. Stakeholder expectation
4. Process quality standards
5. Quality assurance activities

Quality assurance is the sum of activities carried out by project staff to ensure the stakeholders that the quality related activities or plans are being carried out effectively. It could involve different tools to evidence the effectiveness of plans or activities designed for quality maintenance.
 Two types of quality assurance could be required :-
1. Internal quality assurance – to project management team, sponsors
2. External quality assurance – customers, shareholders, suppliers 

Quality assurance relies on the quality assurance plan to identify the project scope, deliverables and other required information. Different tools could then be used to ensure that the project process leads to the desired outcome or deliverable.

It could be carried out with the help of following tools :-
1. Flowchart diagrams
· Gives clear understanding of the stepwise nature of the process and thus, in determining the possible regions for quality check/ improvements
2. Design of experiments
· It is a systematic method to determine the relationships between factors effecting a process and the effect produced. It thus, helps in optimizing the process output
3. Cost benefit analysis
· Comparison of increase in revenue brought about by an increase in expenditure on quality control processes. If the benefit outweighs the costs then the process or activity is undertaken for quality assurance. The monetary nature of this method acts as evidence in ensuring stakeholders
4. Benchmarking
· Benchmarking or comparing against the best in class industry policies or practices and adopting them or undertaking corrective actions, if required for enhanced and effective quality control
5. Quality audits 
· It is a formal review of the executed processes to determine which activities, plans or processes worked in the favor of maintaining quality standards or meeting quality expectations and which processes did not prove to be so effective. The end result of the audit is to improve the performance of the project and hence the organization
6. The PDCA cycle
· The four quality assurance steps under PDCA are plan – do – check – act. It involves establishing objectives to deliver quality results, implementing them, controlling and measuring them and finally improving them based on results. It could be applied to each of these individual processes to improve their utility. It is thus also known as an never ending cycle of improvement. 
7. Checklists
· Checklists is a list of activities or processes that need to be undertaken in that specific order to achieve desired results. It is especially effective in quality control within small scale projects. Whenever each activity is completed, it is check marked and the next process is undertaken.

The quality management plan and quality assurance steps need to be undertaken under careful supervision of the manager to ensure its effective implementation to produce quality deliverables. The manager could implement it effectively by following some of the given steps :-
1. Random sampling and probability testing to evade failures
2. Attribute sampling ensures quality conformance on a per unit basis
3. Variable sampling to ensure conformance as a whole
4. Quality control charts with control limits to identify if the output is out of quality control requirements
5. Control limits need to be determined based upon stakeholder expectations
6. Inspection or regular, random check of the execution of the processes
7. Proper work environments and compensation schemes to boost employee morale and performance
8. Keeping in mind the special cases, if any, to detect anomalies
9. Customer need identification and proper monitoring of changing market environment at regular intervals to maintain project relevance for long duration projects
10. Process adjustments based on inputs arrived through the above processes
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