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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. 
	1. Give short answers for the following questions. 
i. Outline the processes involved in project quality management.
Quality management is the process for ensuring that all project activities necessary to design, plan and implement a project are effective and efficient with respect to the purpose of the objective and its performance. Quality management is a continuous process that starts and ends with the project. Project quality management is broken down into three main processes: Quality Planning, Quality Assurance, and Quality Control. At first glance each process group has an imposing list of inputs, tools and techniques, and outputs. Keep in mind these tools are not new. They have been used in business settings for decades. Most of the analysis and charting techniques listed in the table can be done in a basic spreadsheet. The key for project managers is to simply incorporate the right tools from each process during the course of a project. 
One of the most important aspects of Quality planning is the establishment of quality metrics. Project managers must go beyond the traditional metrics of scope, time, and cost. It is imperative to link a project to the strategic objectives of the company, organization, or business unit. To show improvement requires measurement. If a project manager wants active interest, participation, and support from key sponsors, it is essential to link the project to some metric of importance to the business. A measure the sponsor is responsible for is an easy way to approach this linkage. Perhaps a metric the sponsor owns, such as order accuracy, processing time, or turnaround time will be improved by the project. If the project manager can link his or her project to a measure the sponsor must report out on at the inevitable monthly results meeting, he or she is likely to have all of the support they need throughout the life of the project. A key aspect of quality planning is for the project manager to understand the processes his or her project is impacting. The project manager must then develop process measures for the project so as to measure the impact of recommended changes to those impacted processes.



Quality management involves typically three phases – Quality Planning, Quality Assurance and Quality Control.

· Quality Planning: Here, the quality plan is created. Every plan should have a desired objective or goal and quality plan is no exception. The goal of quality management should be clearly communicated to all the stakeholders in a project. After the goal is defined, the measures to ensure the level of standard should be worked out. How will the customers be satisfied? What is the level of quality that the stakeholders are expecting? How to determine if the quality measures will lead to project success? When all the answers to these questions are in place, tasks should be delegated to respective team members and quality plan is initiated.
· Quality Assurance: This is a process that moves along with project throughout the lifecycle. Quality assurance is all about evaluating if a project is moving towards delivering quality services. If all the quality characteristics are in place the quality plan can proceeding in an effective manner. When quality goals are not achieved or are not in the process of getting achieved, necessary steps and corrective actions should be identified. Ensuring corrective actions too falls in the phase of quality assurance.
· Quality Control: Here, operational techniques are used in order to ensure quality standards. Any time a problem arises relating to quality or if the quality plan is not executed in the desired manner, corrective actions should be effective. Quality control involves monitoring project results and delivery to check if they are meeting desired results or not. If not then alternative actions should be implemented.

This is how, quality management is ensured in project management. By following the quality management phases, projects are worked upon towards delivering desired results. Thus it ensures quality standards that are defined and are a must in today’s project management world.
ii. What are the main characteristics of project quality management?
Quality management as the term suggests is all about managing quality in services. When it comes to project management, ensuring desired quality is the goal. The project delivery should ensure quality management. Here, quality doesn’t always mean perfection and high quality services, but maintaining consistency in quality across projects. The quality to be maintained in a project is decided by the stakeholders, owners and clients of the project. Quality standards are also defined based on organizational values and standards. A quality management process is introduced in a project towards quality planning, quality assurance and quality control. In a project, quality characteristics are defined by the stakeholders. Some of the most common quality characteristics are performance, functionality, suitability, reliability, consistency and more. The levels of quality in these terms are measured as per project and organizational standards. From project initiation and processes to project delivery, each should be measured in terms of quality standards. In project deliveries, various things like computers, project equipment, team etc., too matter in terms of ensuring quality characteristics as desired. Thus, quality management should be in place from the beginning of a project till the end. In the late 80’s or early 90’s, quality management found its place within project management. Today, no one can deny the fact that project management has become quality driven. Everyone prefers not just project delivery but ‘quality’ project delivery. Quality improvement, quality control, kaizen, valued added management etc – key elements in quality management are gaining grounds in project management these days. A large number of organizations are hugely investing on quality management professionals in order to ensure the level of quality in projects. Six Sigma or lean implementation is an approach taken in order to ensure zero defects in projects. Constant improvement and elimination of errors are the desired results for all projects and therefore, quality management has emerged as a major factor in project management. 

iii. What does the term ‘benefits and cost analysis’ mean? And how it is performed?
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. The model is built by identifying the benefits of an action as well as the associated costs, and subtracting the costs from benefits. Cost Benefit Analysis (also known as Benefit Cost Analysis) is a mathematical approach to compare the costs and expected benefits of two or more projects (or options). Cost benefit analysis is a decision-making tool widely used in economics. It is applicable to many industries such as IT, software development, construction, education, healthcare, and information technology. The main purpose of tracking the Cost Benefit analysis steps is to calculate the ratio of benefits over costs. It is a simple technique that can be used for financial decisions. Simply put a Cost Benefit Analysis is conducted to identify how well, or how poorly, a project will be concluded. In this article, we will analyze a simple Cost Benefit Analysis Example and discuss how net present value is related to cost benefit analysis. 
Basically, Cost Benefit Analysis serves two purposes :

· To verify that an investment’s (or a project’s) benefits are more than its costs.
· To select an investment (or a project) by comparing their benefits over cost ratios.

In order to make a comparison between the positive and negative aspects of the alternatives, a common unit is required. Money is the common unit used for comparison of alternatives. In a CBA calculation, costs and benefits are represented as monetary values. Time value of money is an important concept in CBA. While performing a CBA calculation future costs and benefits are converted into present value by using a discount rate. Note that CBA is used for both long term and short term decisions. Conducting the cost benefit analysis provides many benefits to decision makers while deciding to purchase a new home or expanding sales in a new region. It can be conducted by big companies as well as individuals while selecting the most effective alternative.
iv. What is benchmarking?
Benchmarking is a process of measuring the performance of a company’s products, services, or processes against those of another business considered to be the best in the industry, aka “best in class.” The point of benchmarking is to identify internal opportunities for improvement. By studying companies with superior performance, breaking down what makes such superior performance possible, and then comparing those processes to how your business operates, you can implement changes that will yield significant improvements.
That might mean tweaking a product’s features to more closely match a competitor’s offering, or changing the scope of services you offer, or installing a new customer relationship management (CRM) system to enable more personalized communications with customers.
There are two basic kinds of improvement opportunities: continuous and dramatic. Continuous improvement is incremental, involving only small adjustments to reap sizeable advances. Dramatic improvement can only come about through reengineering the whole internal work process.
Benchmarking is a simple, but detailed, five-step process:

· Choose a product, service, or internal department to benchmark
· Determine which best-in-class companies you should benchmark against – which organizations you’ll compare your business to
· Gather information on their internal performance, or metrics
· Compare the data from both organizations to identify gaps in your company’s performance
· Adopt the processes and policies in place within the best-in-class performers.

Benchmarking will point out what changes will make the most difference, but it’s up to you to actually put them in place.

v. What is a flow chart? Discuss the ‘Cause and Effect Diagram.’

Cause and effect diagrams, also known as Ishikawa diagrams, fishbone diagrams, and herringbone diagrams, are causal diagrams was devised by Professor Kaoru Ishikawa(1968) of the University of Tokyo, which shows the causes of a specific event. The cause and effect diagrams identify many possible causes for an effect or problem. It can be used to structure a brainstorming session for it can immediately sort ideas into useful categories. Common uses of the cause and effect diagrams are product design and quality defect prevention, to identify potential factors causing an overall effect. Cause and Effect Analysis was originally developed as a quality control tool, but you can use the technique just as well in other ways. For instance, you can use it to discover the root cause of a problem or identify where and why a process isn't working. Cause and effect diagram templates contain many special shapes, effect, fish frame, category, primary cause, secondary cause, main frame. It is quite convenient to use these shapes to diagram your own cause and effect diagram. 

2. Discuss quality management plans. How will you complete quality assurance activities? How will you implement that plan as a manager? 
A Quality Management Plan (QMP) helps guides the Program Manager (PM) and project personnel execute quality management and quality assurance activities for a project or program. The purpose of the QMP is to describe how quality will be managed throughout the lifecycle of the project. Quality management planning determines quality policies and procedures relevant to the project for both project deliverables and project processes, defines who is responsible for what, and documents compliance. A QMP is developed by a contractor. Quality is the degree to which the project fulfils requirements. The QMP identifies these key components:

· Project Deliverables & Project Processes:  The key project deliverables and processes subject to quality review.
· Deliverable Quality Standards:  The quality standards that are the “measures” used to determine a successful outcome for a deliverable. These standards may vary dependent on the type of information technology project.
· Customer Satisfaction:  The customer satisfaction criteria describe when each deliverable is complete and acceptable as defined by the customer. Deliverables are evaluated against these criteria.
· Quality Control Activities: The quality control activities that monitor and verify that the project deliverables meet defined quality standards.
· Process Quality Standards:  The quality standards that are the “measures” used to determine if project work processes are being followed.
· Stakeholder Expectations: Stakeholder expectations describe when a project process is effective as defined by the project stakeholders. An example is the review and approval of all high impact changes to the project.
· Quality Assurance Activities: The quality assurance activities that monitor and verify that the processes used to manage and create the deliverables are followed and are effective.

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. The Quality Assurance Activities is an article of the Quality Management Section in the Project Implementation Guide. It describes the three kinds of the activities to help the project manager and the quality team to develop a quality assurance plan template, audit quality performance and review project activities, procedures and processes.
There are three key activities of quality assurance. They are Develop a Quality Assurance Plan and Analyze Project Quality. Let’s view each of the activities.

Develop a Quality Assurance Plan.
The first of the quality assurance activities is about planning the overall process for assuring quality. Its purpose is to design a quality assurance plan template (an efficient tool to assure quality in a project) and monitor problems and drawbacks that may appear during the project implementation process. The quality team needs to use such a plan to do the rest of the quality assurance activities, such Audit and Analysis. The basic steps in creating a quality assurance plan template are:

· Set up goals of project assurance (why to assure the project’s quality?)
· Assign responsibilities to members of the quality team and determine the hierarchy of management (who will carry out the quality assurance activities?)
· Gather relevant information on the project standards and define compliance criteria (how to make quality assurance?)
· 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. Often quality auditing activities are carried out by external and independent auditors that provide expert knowledge and advice. The quality assurance activity produces a formal confirmation document that proves necessary changes to the implementation process and serves as a foundation for developing corrective actions.

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. 
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