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	Project Quality Assurance


1. Introduction

Quality is about ensuring that outcomes from the project are ‘fit for purpose’ and meet the needs of the customer.  There are two aspects to this, firstly the technical quality of the products delivered by the project and secondly the project management process itself.

The quality of the project management process is addressed through adoption of the IS Project Method.

This guidance focuses on ensuring the quality of the project deliverables.

1.1 Definitions

Quality – fitness for purpose in meeting the customers stated needs.

Quality Management – identifying quality requirements and implementing appropriate processes and controls to ensure that these are met.

Quality Assurance – ensuring that the quality control mechanisms are right and are being applied correctly.

Quality Plan – the strategy for achieving the specific quality requirements of the project.

1.2 The Quality Process

The quality process comprises the following main elements: 

· Identify the customer’s quality requirements – at Project Brief stage

· Identify the key acceptance criteria – Project Brief

· Develop and implement a quality plan – Project Initiation and Delivery.

The quality plan will include a number of components, which will vary in the extent to which they need to be applied in different stages.  The components to be used are:

· Identification of the main products where quality management procedures need to be applied in order to ensure the required quality is attained

· The use of Product Descriptions for each of the main products, defining in detail before development of the product commences -

· Appropriate acceptance criteria for the product

· Appropriate processes for reviewing quality compliance

· Appropriate people to be involved in the reviewing process

· The name of the person responsible for ‘signing-off’ acceptance of the product.

· Formal Quality Reviews of completed products

· Formal sign-off of key products.

See the Quality Plan description and template for more details.

1.3 Quality Assurance

The quality management process can be fairly mechanistic and in itself doesn’t cover a number of areas, particularly:

· Confirming that the stated quality criteria are the right ones for the business

· Identifying the right stakeholders to be involved in setting requirements and reviewing quality

· Ensuring that the appropriate business representative is signing off each product, and has the authority on behalf of the organisation to do so

· Ensuring that the project remains aligned with any changing customer needs or business requirements.

Project Assurance plays an essential role in ensuring that the project is operating the appropriate quality controls effectively, but more importantly in providing the link between the project and the business that covers the areas listed above and ensures that the project continues to meets the needs of the organisation.

Project Assurance is the responsibility of the Project Board It is recommended in all but the smallest projects to consider putting in place a Project Assurance Group, as this tends to be more effective Terms of Reference for a Project Assurance Group are attached.

Where Project Assurance is provided directly by the Project Board, then the Board will undertake the responsibilities set out in the terms of reference.

2. Project Assurance Group – Terms of Reference

2.1 Project Assurance Group Purpose

The Project Assurance Group will support and advise the Project Board, acting at a more ‘hands-on’ level.

The Group is responsible for ensuring that the Project continues to meet the needs of the users and the business, and will provide a formal mechanism for ensuring appropriate business acceptance and sign-off for all significant products being delivered by the project.

The Group provides the link between the project and the rest of the organisation.

2.2 Derivation

The principle of Project Assurance is well established, having been a key component of PRINCE and PRINCE2.

Within large organisations, the Project Assurance Group can be a very effective tool in ensuring that the Project remains focused towards the practical needs of the organisation. It helps to prevent an ‘ivory tower’ situation developing in the project.

Project Assurance acts on behalf of the Project Board and is independent of the Project Manager.

2.3 Composition

Project Assurance roles should mirror those of the Project Board, with additional roles for large projects or when significant business change is involved. The following roles may be required:

User Assurance

· May need more than one person to ensure full business scope is covered 

Organisation Assurance

·  May include financial business aspects where appropriate

Technical Assurance

· When the project has a technical IT element

Business Assurance (Internal Audit)

· When the project involves changes which impact upon business financial or process integrity

People Assurance

· Needed where the project involves significant business change

Supplier Solution Assurance 

· Needed where external suppliers deliver key parts of the solution.

2.4 Responsibilities

Each member of the Project Assurance Group has a corporate responsibility for the following:

· Monitoring the work of the Project Manager, Team Leaders and project teams on behalf of the Project Board

· Reviewing project plans

· Reviewing and assuring the business or technical designs

· Recommending appropriate resources for the project

· Approving product descriptions

· Approving quality review procedures

· Assessing the impact of Change Requests

· Making appropriate recommendations to the Project Board

· Ensuring that the project delivers products of the required quality and continues to meet the needs of the business.

In addition, the following specific responsibilities should apply:

The Business Assurance representative will be responsible for ensuring the quality and robustness of processes used, and providing general advice relating to any audit requirements.

The People Assurance role will take an overall view of change management and the way in which the project is being delivered and implemented across the organisation.  This will include any training.

2.5 Meetings

The Project Assurance Group will meet monthly, or at other times determined by the Group, as necessitated by project milestones.

Meetings of the Group will be facilitated by the Project Manager and chaired by a nominated member of the Group.

The nature of the responsibilities of the Project Assurance Group is such that the attendance of substitutes, representatives or deputies at Group meetings is not appropriate.

Assurance Group meetings will be minuted using the IS Project Method meeting record.

The Project Manager may meet with individual members of the Group from time to time, as dictated by project requirements.

In order to fulfil their responsibilities, Project Assurance Group members will need to liaise with other managers and staff on a regular basis.
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