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Introduction

Purpose

As part of fulfilling its responsibilities for central oversight of information technology projects, the Project Review Board (PRB) may request a quality assurance review.  This document provides a description of the methodology, tools and criteria that will be used by a quality assurance (QA) reviewer to document findings and recommendations to the Board.

Document Organization

The Project Quality Management section identifies how the Quality Assurance Methodology in this document fits into an overall framework for Quality Management for projects and programs.

The Quality Assurance Methodology section describes the methodology and outlines the actions and steps to be followed.

The Glossary provides definitions for terms used in this document that may not be familiar to the reader, or may not be familiar in this particular context.

The Appendix contains templates to be used as guides in documenting Quality Assurance reviews, and reference materials.

Project Quality Management

“Project Quality Management includes the processes required to ensure that the project will satisfy the needs for which it was undertaken. It includes all activities of the overall management function that determine the quality policy, objectives, and responsibilities and implements them by means such as quality planning, quality control, quality assurance and quality improvement within the quality system.” [Project Management Institute].

King County’s Project Quality Management is composed of three parts.  Quality Planning and Quality Control are handled within each project, and Quality Assurance is an external, independent review of a project.  
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Quality Planning begins with the project plan.  An overall project plan includes the development of scope, schedules, and budgets.  Additional plans to ensure proper project management and quality include:

· Quality Management Plan

· Cost Management Plan

· Organization and Management Plan

· Communications and Project Reporting Plan

· Issue and Action Management Plan

· Risk Management Plan

· Change Management Plan

· Procurement Management Plan

Quality Control is identified within the project’s Quality Management Plan.  Quality Control consists of the quality reviews conducted on project deliverables and the controlling processes related to each of the plans developed in the project planning process.  The following are the primary quality control processes for a project:

· Project reviews and approval of deliverables, built into the project schedule and Quality Management Plan

· Cost control based on the Cost Management Plan including budgets, actuals, projections, and obligations.

· Schedule Control – tracking progress 

· Risk control and mitigation actively managed.

· Issue and action management with issue resolution plans and action plan tracking

· Change control and tracking of all changes and change approvals

King County’s document, The Project Manager Tools and Templates for PRB Reviews, contains descriptions and templates for the plans and processes described above.

Quality Assurance is the independent evaluation of project’s performance to provide confidence that the project will achieve its expected outcomes with quality results.  The methodology in this document is designed to guide the quality assurance process.  This process will assess the project to determine if there are problems and will recommend steps to correct the problems.  The next section describes the Quality Assurance Methodology.

Quality Assurance Methodology

The Project Review Board (PRB) may direct a Quality Assurance review on a project if any of the circumstances in the list below become apparent.  The Quality Assurance Methodology is designed to address project concerns and issues that arise within the normal PRB review process – either in the phased funding releases, during monthly monitoring, or through project briefings to the PRB.  Concerns and issues are addressed by initiating a Quality Assurance review intended to identify project deficiencies that may be causing the concern.  The goal of the Quality Assurance Methodology and Quality Assurance review is to help the project get back on track to a successful completion.

The PRB may initiate a Quality Assurance review under any of the following circumstances:

· The project has self-rated itself yellow, and is having trouble developing a suitable corrective action plan.

· The project has self-rated itself red.

· The project exhibits one or more of the following project warning signs (see Appendix for complete text - Project Warning Signs Checklist):
· Lack of evidence of good project management

· Critical milestone is missed, or is going to be missed

· Budget is being spent faster than projected

· Project scope is changing

· High priority, critical issues are not being resolved

· Project has no risks identified

There are three parts to a Quality Assurance Review:

1. Quality Assurance Completeness

2. Fatal Flaw Analysis

3. Findings and Recommendations

Quality Assurance Completeness

The purpose of the Quality Assurance Completeness is to set a baseline for the review.  The Quality Assurance Completeness verifies that the project deliverables are complete and have been reviewed and approved by the appropriate people, demonstrating the degree project management methods, process and documentation are in place.  Missing deliverables or deliverables that have not been properly reviewed or approved may be evidence to why the project is at risk.  The review checks the project deliverables, such as: 

· Deliverables required by the PRB for phased funding releases, as identified in the Project Manager Guide to PRB Reviews;

· Deliverables identified in the project’s plan;

· Deliverables that would normally be a part of a similar project. 

	Quality Criteria for Quality Assurance Completeness

The criteria to be measured by the QA reviewer, and the measurement criteria for each deliverable, is as follows:

	The document exists

	The document has been reviewed within the project

	The document has been approved within the project


The deliverables to be reviewed vary by the project phase.  The chart below identifies the key documents required by the PRB.  There are also many other documents a project should have, for example:

· Project Plan has several sub parts, such as;

· Risk Management Plan with a Risk Mitigation Plan

· Issues and Actions Management Plan with an Issues Resolution Plan

· Quality Management Plan

· Schedule and Schedule Management

· Cost Management Plan with budget, actuals, projections, and obligations;

· Etc.

· Beyond the PRB deliverables a project would normally produce other deliverables, such as:

· Requirements Analysis

· Business Analysis

· Alternatives Analysis

· Designs

· Test Plans

· Training Plans

· Etc.

	PRB Required Documents

The following documents are required by the PRB for phased funding releases and are assumed to be in place, in use, and up-to-date.

	Phase I – Project Planning Review

· Possible Contract List

· Work Plan for Phase II

Phase II – Project Development Review

· Business Case

· Project Plan

· Updated Contract List

· Work Plan for Phase IIIa

Phase III  – Implementation Planning Review

· Updated Project Plan 

· Detailed Implementation Plan

· Staffing Plan

· Architecture Plan

· Work Plan for Phase IIIb
	Phase IV – Production Readiness & Measurement Plan Review

· Operations and Maintenance Plan

· Operations Staffing Plan

· Support Agreements

· Teaming Agreements

· Maintenance Contracts

· Operations and Maintenance Budget

· Work Plan for Phase V

Phase V – Value Measurement Review

· Value Received




Fatal Flaw Analysis

The Fatal Flaw Analysis is the second part of the review.  The Fatal Flaw Analysis is designed to identify any flaws that might be causing the project problems, and identify recommended corrections.  The Fatal Flaw Analysis goes deeper into the project than the Completeness review – probing for the cause of any project problems.

There are four parts to a Fatal Flaw Analysis.  They are:

1. Project Governance review

2. Scope, schedule, and budget review

3. Solution development review

4. Strategy, approach, and plan review

Project governance review

The QA reviewer examines the structure and processes in place for governance.  Some typical areas to examine are:

· Risk mitigation processes and decisions

· Issues and Actions resolution

· Management level and make up of the governance structure

· Etc.

Scope, schedule, and budget review 

The QA reviewer evaluates the scope, schedule, and budget against the Quality Criteria below and documents findings.

	Quality Criteria for Scope, Schedule, and Budget

	Project scope and all changes are documented.

	Projected budget through completion is within total appropriated project budget and identifies the project contingency.

	If project will need to use contingency budget, project has PRB approval to use contingency.

	Project schedule meets required due dates for major deliverables.


Solution development review

The QA reviewer will evaluate the solution development process and products to determine if any problems are preventing the project from completing the stated project outcomes.  No specific criterion is identified due to the varying methodologies used in information technology projects, but industry best practices are assumed.

Some possible examples are:

· Interviews with programmers indicate they can’t get the software to run fast enough; therefore they keep rewriting it to speed it up.  Further investigation determines that either the database needs to redesigned or all new hardware must be purchased, or both.

· End users are testing the software and determine it doesn’t meet the documented requirements.  The project will need to go back and determine where it got off track and develop a corrective action plan to get it back on track to produce software that addresses the requirements.

Strategy, approach, and plan review 

The QA reviewer will evaluate the project strategy, approach, and plan to determine if any problems are preventing the project from completing the stated project outcomes. No specific criterion is identified due to the varying methodologies used in county technology projects, but industry best practices are assumed.

Some possible examples are:

· The project has selected a commercial software package to install and has contracted with the vendor to make 120 customizations to meet their current business practices.  The vendor is three months late delivering the software and has no plan for when they will complete.  It appears the strategy to use a commercial software package that needs 120 customizations was a fatal flaw.

· A project plans to use in house staff to design and build a new state of the art system.  The main developer is also the project manager.  The project is two months late for completing Phase IIIa (Implementation Planning & Design), does not have their design complete, and requests additional funds.  The review determines the project manager is not qualified, the team does not have any expertise in the state of the art technology they are trying to use, and they have no formal design expertise.

Findings and Recommendations

The Quality Assurance Report will consist of findings and recommendations for corrective action.

· Findings contains the following:

· Any discrepancies in deliverables, project governance, scope, schedule, budget, solution development, strategy, approach, or plan that may be causing the project problems

· Examples: 

· Scope has increased without approval, or without increases to budget

· There is no design document, but development is underway

· Schedule hasn’t been updated in 3 months and is not in sync with project activities

· Recommendations for corrective action:

· Suggestions from the QA reviewer that should improve the situation caused by the findings above.

· Examples:

· Schedule should be brought up to date and used to manage project activities

· Project should complete the design, and review and approve it before continuing with development

Quality Assurance Review Process

The typical steps for a QA review are as follows:

1. PRB directs a Quality Assurance review if the defined circumstances are met.

2. The PRB assigns the QA reviewer.

3. The QA review is conducted by the QA reviewer with assistance from the project manager.

4. The QA reviewer reports findings and recommendations to the PRB with suggested corrective actions.

5. The PRB reviews proposed corrective action recommendations and directs the project on what to implement.

6. The project provides status updates on corrective action plans as directed by the PRB.

Typical variations to the process can occur if the project can’t correct the problems, or if the PRB is still concerned the project will not be successful.  The PRB would then determine the appropriate course of action, which could be project termination.
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Glossary

Change Management – the process to identify changes in a project, especially to scope, schedule, and budget.  The process documents the change, the justification, and the decision approval. 

Fatal Flaw Analysis – the process is focused on finding the primary problems preventing project success.  This process is intended to dig deeper into potential causes of a project’s problems, and find the fatal flaw.

Issue and Action Management – the process of identifying issues that could impact the project, assigning action items to address the issues, and tracking the progress to resolve the issues and to complete the actions.  The process includes issue resolution plans, actions plans, and logs to track of status and progress.

Quality Assessment (Quality Assurance Review) –- An independent investigation and assessment of quality activities and results to determine whether or not the project is meeting required quality standards.

Quality Assurance – evaluating overall project performance on a regular basis to provide confidence that the project will satisfy the relevant quality standards.  (Project Management Institute)

Quality Control – monitoring specific project results to determine if they comply with relevant quality standards and identifying ways to eliminate causes of unsatisfactory results.  (Project Management Institute) 

Quality Management - includes the processes required to ensure that the project will satisfy the needs for which it was undertaken. It includes all activities of the overall management function that determine the quality policy, objectives, and responsibilities and implements them by means such as quality planning, quality control, quality assurance and quality improvement within the quality system. (Project Management Institute)
Quality Planning – identifying which quality standards are relevant to the project and determining how to satisfy them.  (Project Management Institute)

 
Risk Management - the process of analyzing exposure to risk and determining how to best handle such exposure.  The process includes developing and managing risk mitigation plans.

Appendix

Quality Assurance Review Summary

Findings and Recommendations

	Project Name:
	

	Project Manager:
	

	Sponsor:
	

	QA reviewer:
	

	PRB Phase Reviewed:

	

	Date Review Assigned:
	

	Date Review Completed:

	


Findings 
Recommendations

Quality Assurance Completeness

	Completeness Checklist

Deliverables and Processes
	Exists
	Reviewer Names & Dates
	Approval Names & Dates

	Project Management 

	· Project Planning and Control
	
	
	

	· Scope management
	
	
	

	· Schedule management
	
	
	

	· Cost management
	
	
	

	· Quality management
	
	
	

	· Risk management
	
	
	

	· Issues and action management
	
	
	

	· Change management
	
	
	

	· Procurement management
	
	
	

	· Communications
	
	
	

	· Status reporting
	
	
	

	· Organization and management
	
	
	

	· Work plan for current or next phase
	
	
	

	PRB Required Deliverables (depends on the phase)

	· Business Case
	
	
	

	· Detailed Implementation Plan
	
	
	

	· Staffing Plan
	
	
	

	· Architecture Plan
	
	
	

	· Operations and Maintenance Plan
	
	
	

	· Operations Staffing Plan
	
	
	

	· Support Agreements
	
	
	

	· Teaming Agreements
	
	
	

	· Maintenance Contracts
	
	
	

	· Operations and Maintenance Budget
	
	
	

	· Value Received
	
	
	

	Other Typical Deliverables (depends on the phase and project type)

	· Requirements
	
	
	

	· Business analysis
	
	
	

	· Alternatives analysis
	
	
	

	· Design
	
	
	

	· Test plans
	
	
	

	· Others as required by the nature and scope of the project
	
	
	


Summary of Completeness Findings

Fatal Flaw Analysis 

Project Governance Review

Scope, Schedule, and Budget Findings

Solution Development Findings

Strategy, Approach, and Plan Findings

Project Warning Signs Checklist

	Project Warning Signs
	Areas to Probe

	Lack of evidence of good project management


	· Has a project manager been assigned?  Is the project manager scheduled and budgeted in the project?

· Does the project manager have authority to support project responsibilities?

· Does a realistic project plan exist?  Are milestones clearly defined and tracked?  Is there sponsor approval on the project plan and scope?

· Is there an adequate communication plan and an issue and action item plan in place and are they effective?

· Is there a quality assurance plan, risk management plan, and a change management plan in place?  Are they kept updated?

· Are staff and oversight roles and responsibilities clearly identified? 

	Critical milestone is missed, or is going to be missed


	· What is the effect on later milestones, or other projects?  Have these effects been communicated and incorporated into the dependent projects?

· Are labor resources significantly over-allocated?  How will this be resolved? Are additional staff resources needed for any schedule changes?

· What are the political ramifications of missing critical milestones?

· What is the cost to the project?

· What caused this and what will be done to prevent recurrence?

	Budget is being spent faster than projected
	· Is the project tracking planned expenditures and obligations?  Are accounting tools or methods adequate?

· What percent of the project work has been completed? Is the project ahead or behind schedule?  Are there adequate resources to complete the work?

· What percent of the labor budget (operating and capital) has been spent?

· Is the work completed aligned with the budget spent?

· Why are expenditures greater than planned?  

· What must be done to the scope and/or schedule to balance the remaining work with the remaining budget?

	Project scope is changing
	· What impact does this have on upcoming critical milestones and the project’s critical path?

· How does this increase or decrease the project budget?

· How does this change the agreed upon final deliverables?

· How does this impact project staffing and task assignments?

· Is the scope change documented and the approval of scope change documented and signed by the sponsor or steering committee?  Is there documented assurance that funds are available for the scope change?

	High priority, critical issues are not being resolved
	· What effect does this have on upcoming scheduled work?

· If this is causing or will cause schedule delays, what is the cost to the project?

· How is project staff productivity being affected?

· How is project scope being affected?

· Is there a deadline for when the critical issues must be resolved before they impact the project schedule or budget?

· What specifically needs to happen?  Who needs to be involved in resolving the critical issue?

	Project has no risks identified
	· What could adversely impact the project’s schedule so that it could not complete as planned?

· What could adversely impact the project’s budget so that it is exhausted before the project has completed successfully?

· What could adversely impact the project’s scope so that the final deliverables are not consistent with the agreed upon scope?
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