[Insert Department Name]Quality Management Plan



[Insert Department/Project Logo]		[Insert Department Name]
[Insert Project Name]
[Insert Project Name]
[Insert Department/Project Logo]

Quality Management Plan [Insert Version Number] | Page 2
Version History
	Version #
	Date
	Author
	Key Differences

	
	
	
	

	
	
	
	

	
	
	
	




Table of Contents
1	Introduction	5
2	Roles and Responsibilities	5
3	Approach	7
4	Process Quality	8
4.1	Process Definition	8
4.2	Process Measurement	9
4.3	Process Improvement	10
5	Product Quality	11
5.1	Product Definition	11
5.2	Product Measurement	12
5.3	Product Improvement	13



Introduction to the Quality Management Plan Template
The purpose of a project’s Quality Management Plan is to define “how” quality is managed throughout the project lifecycle to meet the stated quality definition. The Quality Management Plan is a component or subsidiary plan of the Project Management Plan (PMP). Depending on factors such as project size, complexity, and project management approach, the Quality Management Plan may be a separate subsidiary document or may be a section of the PMP. Output of the quality management planning process is the Quality Management Plan document, which describes how project quality is to be evaluated, monitored, and acted upon.
The following sections are constructed to match the suggested heading structure for the Quality Management Plan. Each section provides instructions and descriptions to help the reader understand the section and how to complete it.

Template style conventions are as follows:
	Style
	Convention

	Normal text
	Indicates placeholder text that can be used for any project.

	[Instructional text in brackets]
	Indicates text that is be replaced/edited/deleted by the user]

	Example text in italics
	Indicates text that might be replaced/edited/deleted by the user



As you complete the template, please remember to delete all instructional text (including this section) and update the following items, as applicable:
· title page
· version history
· table of contents
· headers
· footers
Update the document to a minor version (e.g., 1.1, 1.2) when minimal changes are made and a major version (e.g., 2.0, 3.0) when significant change are made.
Project Sample Library:
The CA-PMF has a Project Sample Library that contains real-world project artifacts from approved projects that you can reference to help you complete CA-PMF templates. Visit the CA-PMF website to access the Project Sample Library.


[bookmark: _Toc448929956][bookmark: _Toc448933968][bookmark: _Toc449597083]Introduction
[bookmark: _Toc448929957][bookmark: _Toc448933969][The Quality Management Plan is an output of the quality management planning process and describes how project quality is to be evaluated, monitored, and managed. This involves identifying what quality standards are relevant to a given project and determining how to satisfy them.  Quality planning includes the quality roles and responsibilities, processes, procedures, standards, practices, metrics, and resources needed to implement quality management. This section should describe the purpose of the Quality Management Plan and what it covers. Sample text is provided below and can be adjusted to fit a particular project’s needs.]
Example:
This Quality Management Plan identifies activities, processes, and procedures used to manage project quality. It defines Quality Management roles and responsibilities, standards, methods, and reporting requirements the project will use. The Quality Management methodology described in this plan will apply to all project aspects including, but not limited to, processes and practices related to the project office, business units, engineering efforts, as well as vendor processes and deliverables during the full project lifecycle.
[bookmark: _Toc449597084]Roles and Responsibilities
[bookmark: _Toc448929958][bookmark: _Toc448933970][Describe the persons and roles responsible for performing various activities described in workflows and the relationship of all involved. The following table provides some suggested roles and responsibilities and can be extended to suit project needs.]
Example:
Project quality is the responsibility of every project team member. However, there are specific roles and responsibilities among various Stakeholders. Below are specific roles and essential responsibilities of various Stakeholders related to the project’s quality management efforts.
	Name
	Role
	Responsibility

	
	Project Sponsor
	· Sets the tone and expectations for project and product quality
· Final approval of the Quality Management Plan
· Overall decision-making responsibility for Quality Management activities

	
	Project Manager

	· Develop and maintain project management plans
· Oversee overall project quality and deliverables
· Ensure quality management activities are being conducted per the plan
· Develop and track project metrics
· Oversee contractor activities
· Promote quality culture

	
	Project team
	· Participate in quality definition activities
· Review major quality issues and approve or make recommendation to the Project Sponsor (and/or Executive Steering Committee)
· Participate in quality review meetings
· Monitor and resolve quality issues that are escalated to them
· Promote the quality culture

	
	Quality Manager 
(Cannot be the same as the Project Manager.  Reports directly to Project Sponsor or steering committee or executive committee) 

	· Draft the Quality Management Plan
· Maintain the Quality Management Plan 
· Identify project quality standards and metrics
· Manage day-to-day quality management activities 
· Provide oversight and audits of project processes including, but not limited to, project office processes, development processes, business processes, and procedures
· Identify and escalate any critical quality issues to the Project Manager, executive committee, steering committee, and the Project Sponsor
· Collect and analyze project metrics
· Establish reporting standards that provide findings from quality measurements on a periodic basis. These findings identify areas where business, technical, and/or management quality objectives are or are not being met, or where trends in quality are moving in or out of control limits.
· Establish and maintain a repository for quality measurement and tracking

	
	Project Team Members

	· Ensure adherence to processes standards
· Ensure deliverables meet quality standards
· Flag quality issues to the Quality Manager
· Participate in team-level quality reviews

	
	[Add other roles as project needs dictate]
	[Add responsibilities for each additional role]





[bookmark: _Toc449597085]Approach
[In this section, define the quality management approach clearly enough to identify necessary activities for quality assurance and control for the entire project lifecycle. Quality assurance is the set of activities for ensuring quality in the processes by which project products are developed. Quality Control is the set of activities for ensuring quality in products. The activities focus on identifying defects in the actual products produced. In general, project goals with regard to quality include the ability to:
· Define Quality – Quality definition is specific to a project process or project product. It sets the standard for acceptability. 
· Measure Quality – Quality Measurement is the combination of processes and tools that compare project processes and project products to their quality definitions.
· Improve Quality - Quality Improvement is the set of steps a project takes to increase the quality of project processes and project products.]
[The Project Manager must ensure the plan supports project success and does not become an overwhelming task for the project.]
Example:
The scope of this quality management plan includes both Process Quality and Product Quality.  
Process Quality focuses on the processes used to create the project deliverables. In this project, Process Quality also includes the project management plans. Process Quality ensures the project’s policies and procedures are being adhered to by project participants. For each process, there is a plan. After the plan has been approved and implemented, the corresponding process is reviewed on a predetermined frequency, depending on its complexity and criticality, to ensure that the plan and process are being consistently followed. If the process is not being followed, a quality improvement corrective action plan is developed and implemented to realign the process with its quality definition. 
Product Quality focuses on the project deliverables. Product Quality ensures the deliverables are of acceptable quality (they meet their stated deliverable acceptance criteria) and that they are complete and correct. Each work product is reviewed against the standard governing its production as well as against any applicable project practices. If the product does not meet its stated acceptance criteria, a quality improvement corrective action plan is developed and implemented to realign the product with its quality definition.
[bookmark: _Toc449597086][bookmark: _Toc448929959][bookmark: _Toc448933971]Process Quality
[Process quality ensures that project participants follow applicable standards, processes, policies, procedures, and checks as they create project deliverables. During this process, audits are conducted against stated quality requirements. Audit results typically are presented to the Project Sponsor(s), the Executive Steering Committee, and any other existing steering committees. Deficiencies in quality are flagged, and corrective actions are put in place. This ensures that the processes being employed to produce project deliverables are sound and will improve chances of project success. For example, projects may have an Independent Verification and Validation (IV&V) team (which may be contracted out to a vendor) perform the necessary quality processes mentioned earlier. An IV&V team generally follows the IEEE 1012-2012 IV&V Standards when performing their tasks.]
[bookmark: _Toc449597087]Process Definition
[This section provides information about measuring the quality of the project’s management processes used to manage the project.  The table below is an example of metrics used to measure quality of the project management processes. It specifies a project phase, the process that is being compared to its quality definition, and the metrics by which quality will be measured. Identify other project processes that will be reviewed. These may include processes related to procurement, system development, implementation, organizational change management, data conversion, or other processes executed during the development cycle. This table can be extended to suit particular project needs.]
Example:
The following table shows the project management process-related items that will be measured for quality throughout the project, the criteria by which they will be measured, and the metrics that will be used.
	Phase
	Process
	Metrics

	All
	Staff Acquisition
	- Staff acquired by project has the necessary skill set for their roles
- Staff are acquired on timely basis

	Initiating
	Project Charter development
	- The Project Charter scope and contents are compliant with the Department’s standards
- The Project Charter is formally signed off by a responsible Stakeholder

	Planning
	Project planning
	PMP Meets applicable standards and approved by appropriate Stakeholder(s)

	Executing
	Change Control management
	- Number of pending change requests
- Time to complete change request analysis
- Time to finalize decision on a change request.



[bookmark: _Toc449597088]Process Measurement
[bookmark: _Toc448929960][bookmark: _Toc448933972][Processes are assessed at planned intervals to determine whether the project’s processes conform to the plans, if processes are being executed as defined, and if processes are being effectively implemented and maintained. In this section, identify the types of assessments that the project may make to determine process quality. These assessments can serve as quality checkpoints. In some cases, these reviews may create a decision point to determine whether the effectiveness of project’s processes is at levels required to proceed with the next stage of the project.  During the assessment, lessons learned should be captured and documented. See the Lessons Learned Template for additional information on documenting lessons learned.]
[Types of scheduled reviews can include, but are not limited to, the following:
· Project reviews – Review of the project’s management plans and the processes described within those plans to determine if each plan is being followed or if there is a need for improvement.
· Documentation reviews – Review of the project’s management plans and other project documentation to determine if the project’s documentation standards are being followed.
· Management reviews - Management reviews are carried out by, or on behalf of, the management personnel having direct responsibility for the system. Management Reviews focus on the overall efficacy of project quality management. This includes both quality assurance (process quality) and quality control (product quality).
· Post-Implementation Review - This review is held at the conclusion of the project to capture lessons learned for the project. The information captured can be used by other projects to learn from the successes and avoid any pitfalls the project may have experienced. The information gathered will also be used to develop the project’s Post Implementation Evaluation Report (PIER).]

[Other reviews and audits may be held throughout the course of the project. Such reviews will be held on an as-needed basis and may include reviews of contractor plans and processes. Additionally, the Independent Verification and Validation (IV&V) or Independent Project Oversight Consultant (IPOC) contractor may hold their own audits/reviews to ascertain the status of the project.]
[The following table can be used to describe the approach to measuring process quality and can be extended as needed. The table attributes are defined as:
· Review Type – The type of review that will be conducted to evaluate process quality
· Review Goal – The goal of the particular review type 
· Responsibility – The role(s) responsible for conducting the review
· Timing – When the review will occur]

Example:
The project will conduct the following reviews to assess process quality and identify defects.
	Review Type
	Review Goal
	Deliverables/Artifacts
	Responsibility of…
	Timing

	Documentation Review
	Review of the project’s management plans and other project documentation to determine if the project’s documentation standards are being followed.
	· Project Management Plan
· Risk Management Plan
· Communication Management Plan
· Document Management Plan
· Configuration Management Plan
· Staff Management Plan
· Quality Management Plan 
· Cost Management Plan
· Contract Management Plan
	· Project Manager
· Quality Manager
	· When moving to a new project phase.

· When a risk related to one or more of the processes has been identified.

· As needed.


	Managerial Review
	Evaluate and determine the overall efficacy of project quality management. This includes both quality assurance (process quality) and quality control (product quality).
	· Defect reports
· Audit results
· Change Requests
· Quality Management Plan
	· Project Director
· Project Manager
· Project Quality Manager
	Quarterly


	
	
	
	
	


[bookmark: _Toc449597089]Process Improvement
[bookmark: _Toc448929961][bookmark: _Toc448933973][Processes and supporting plans that are determined to have defects must be corrected. Regardless of the scope and significance of the issue, improvements to processes and plans should be processed through the project’s formal Change Control processes and communicated to affected project participants. It is especially important that any improvement information entered here does not conflict with or contradict the project’s change management process.]
Example:
As a means of responding to defect reports, project managers will process approved improvements through the project’s formal Change Control process. See the project’s Change Management Plan for additional details.

[bookmark: _Toc449597090]Product Quality
[Assessment of product quality focuses on project deliverables. Product quality assessments ensure that deliverables meet quality standards as defined in the Quality Management Plan. The assessments also ensure that deliverables are complete and correct. Quality standards include such items as documentation standards, design and coding standards, testing standards, and test coverage requirements. For example, software development projects have a product quality assurance (QA) team or teams who perform related product quality tasks. Some projects may contract out for a vendor to perform QA tasks.]
[bookmark: _Toc449597091]Product Definition
[This section provides information regarding measuring the quality of the project’s products.  Because the products are built to some sort of specification (such as a design specification, deliverable expectation document, or bill of lading), that information becomes part of the product’s quality definition and can be used to help in the acceptance process. The table below is an example of metrics used to measure quality of a project product. It specifies a product or deliverable, the quality criteria that are applied, and the metrics by which quality will be measured. Identify other project products that will be reviewed. These may include products related to training, hardware/infrastructure, peripheral devices, interfaces, or other products that are part of the overall solution. This table can be extended to suit particular project needs.]
Example:
The following table shows the product and product-related items that will be measured for quality throughout the project, the criteria by which they will be measured, and the metrics that will be used.
	Product/Deliverable
	Criteria
	Metrics

	System Code 
	Meets the organization’s coding and documentation standards
	Code conforms to sound coding techniques including adhering to coding standards (cite the standard). Code reviews have confirmed the code adheres to coding standards. Testing has found code errors within the specification [such as no more than 10 critical or serious defects per 1K lines of code]



	Requirements Specification
	Lists all business, functional, and non-functional requirements. Lists all business rules for functional requirements. Requirements are supported by use cases. 
	Requirements specification adheres to IEEE standards (cite the standard). Reviews have been conducted and the specification is deemed to be complete.

	Detailed Design Specification (DDS)
	The DDS is detailed to the module level.  Follows enterprise architecture standards.  Provides the specified three-tier structure.  
	Design specification adheres to Departmental standards. Reviews have been conducted and the DDS is deemed to be complete. The Requirements Matrix mapping from requirements to design components is complete and addresses all requirements.  



[bookmark: _Toc449597092]Product Measurement
[In this section, specify how products will be evaluated for quality. Similar to process reviews, product reviews can also serve as quality checkpoints for project product quality. In some cases, these reviews serve as decision points to determine whether the quality of the work products are at required levels for proceeding with the next stage of the project. 
The following is a list of suggested product quality reviews:
· System Requirements Specifications Review - Checks the adequacy of the requirements stated in the System Requirements Specifications (SyRS). This review may not be necessary if the system requirements do not change significantly.
· Architecture Design Review - Evaluates the technical adequacy of the preliminary design (also known as top-level design) for the project’s components, sub-components, software, and services depicted in the contractor’s preliminary design description. 
· Detailed Design Review - Determines the acceptability of the detailed designs, as depicted in the contractor’s Detailed Design Document, for satisfying the requirements specified in the SyRS.
· Functional Audit – Verifies all requirements specified in the SyRS document have been met. Functional Audits also include successful testing of the requirements.
· Physical Audit - Verifies internal consistency of the software and its documentation and its readiness for release.
· In-Process Audits - The consistency of the design including code versus design documentation, interface specifications (hardware and software), design implementations versus functional requirements, and functional requirements versus test descriptions. The project will employ in-process audits on an as-needed basis.
· Configuration Management Plan Review – Evaluates the adequacy and completeness of the configuration management methods defined in the both the project’s and the contractor’s Configuration Management Plan.

In addition, the project may hold other reviews and audits throughout the course of the project. Such reviews should be held on an as-needed basis and may include reviews of contractor deliverables. Additionally, the Independent Verification and Validation (IV&V) or Independent Project Oversight Consultant (IPOC) contractor may hold their own audits/reviews to ascertain the status of the project.
The following table can be used to describe the approach to measuring product quality and can be extended as needed. The table attributes are defined as:
· Review Type – The type of review that will be conducted to evaluate product quality
· Review Goal – The goal of the particular type of review 
· Deliverable/Artifact – Identifies the associated deliverable or artifact
· Responsibility – The role(s) responsible for conducting the review
· Timing – When the review will occur]
Example:
The project will conduct the following reviews to assess product quality and identify defects.
	Review Type
	Review Goal
	Deliverables/ Artifact
	Responsibility of…
	Timing

	System Requirements Specification Review
	Checks the adequacy of the requirements stated in the System Requirements Specifications (SRS).
	System Requirements Specification
	Project Manager
Technical Lead
Testing Manager
Quality Manager
	- Upon initial submittal of the SRS
- Upon a change in the SRS baseline
- When a risk related to the SRS has been identified
As needed

	Architecture Design Review
	Evaluate the technical adequacy of the preliminary design for the project’s components, sub-components, software and services depicted in the preliminary design description.
	SRS
High-Level Design
Change Requests
Quality Management Plan
	Project Manager
Project Architect
Testing Manager
Quality Manager
	- Upon initial submittal of the preliminary design
- Upon a change in the preliminary design baseline
- When a risk related to the design has been identified
- As needed

	
	
	
	
	



[bookmark: _Toc449597093]Product Improvement
[Project products that are determined to have defects must be corrected. Regardless of the scope and significance of the issue, improvements to products should be processed through the project’s formal Change Control processes and communicated to affected project participants. It is especially important that any improvement information entered here does not conflict with or contradict the project’s change management process.]
Example:
As a means of responding to defect reports, project managers will process approved improvements through the project’s formal Change Control process. See the project’s Change Management Plan for additional details.
