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	Document Purpose

	A Quality Management Strategy is used to define the quality techniques and standards to be applied, and the various responsibilities for achieving the required quality levels, during the project.


Guidance: Use the Microsoft Word document properties to enter the project data such as Project Name, Customer Name, Security Classification and Author.  The paragraphs starting with “Guidance:” should all be deleted when completing this document.
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1. Quality Control

1.1 Quality Control approach

Quality control focuses on the operational techniques and activities used by those involved in the project to fulfil the requirements for quality and identify ways of eliminating causes of unsatisfactory performance.Guidance: the project’s approach to quality control activities. This may include: Quality standards; templates and forms to be employed (e.g. Product Description(s), Quality Register); definitions of types of quality methods (e.g. inspection, pilot); metrics to be employed in support of quality control.

Guidance: the approach will be specific to the project. For example, a project may require witnessed (or non-witnessed) testing of products, a formal review of test records, etc. as defined by a test strategy. There will often be a need for peer reviews and document reviews (for which PRINCE2 has a Quality Review technique). 

1.2 Quality Control methods

Guidance: There are two types of quality methods:

‘In-process’ methods These are the means by which quality can be ‘built into’ the products as they are developed. These might involve the use of specialist methods and/or techniques, including calibrated process controls, automation (e.g. robotics, software tools), piloting exercises, workshops, surveys and consultation, or, more simply, the use of quality inspections during the course of product development as well as upon completion

Appraisal methods These are the means by which the finished products are assessed for completeness and fitness for purpose. There are, in essence, two types of appraisal methods, depending on the extent to which it is possible to define objective quality criteria: testing (if the quality criteria are truly objective and quantifiable) or quality inspection (if some subjective judgement is required).

See Appendix A.

1.3 Quality Control metrics

Guidance: Define units of measure or performance indicators will quantify the achievement of the quality objectives. Examples may include the number of errors (of a defined category, say “priority 1”) found in a software product and the amount of time taken to fix those errors.
2. Quality Assurance

Quality assurance is about independently checking that the organization and processes are in place for quality planning and control (i.e. not actually performing the quality planning or control, which will be undertaken by the project management team). It provides the project’s stakeholders with confidence that the quality requirements can be fulfilled.
2.1 Quality Assurance approach

Guidance: The project’s approach to quality assurance activities. This may include: responsibilities of the Project Board; compliance audits; corporate or programme management. This is likely to be specific to the corporate o programme environment within which the project is running.

2.2 Quality Assurance methods

Guidance: Define the Project Board’s methods for quality assurance.
2.3 Quality Assurance metrics

Guidance: Define the Project Board’s units of measure or performance indicators will quantify the achievement of the quality objectives.
The following Quality Assurance metrics will be maintained.

	Metric
	Units of measure
	Notes

	
	
	


3. Quality Management Tools and Techniques

Guidance: Refer to any quality management systems or tools to be used and any preference for techniques that may be used for each step in the quality management procedure. 

Guidance: The following examples are generic PRINCE2 and may need to be tailored for the project.

3.1 Project Product Description

The Project Product Description is a special form of Product Description that defines what the project must deliver in order to gain acceptance. It is used to: Gain agreement from the user on the project’s scope and requirements; Define the customer’s quality expectations; Define the acceptance criteria, method and responsibilities for the project.

The Project Product Description will comprise:

· Title  Name by which the project is known

· Purpose This defines the purpose that the project’s product will fulfil and who will use it.

· Composition  A description of the major products to be delivered by the project

· Derivation  What are the source products from which this product is derived

· Development skills required  An indication of the skills required to develop the product, or a pointer to which area(s) should supply the development resources

· Customer’s quality expectations A description of the quality expected of the project’s product and the standards and processes that will need to be applied to achieve that quality. 

· Acceptance criteria  A prioritized list of criteria that the project’s product must meet before the customer will accept it 

· Project-level quality tolerances  Specifying any tolerances that may apply for the acceptance criteria

· Acceptance method Stating the means by which acceptance will be confirmed. 

· Acceptance responsibilities Defining who will be responsible for confirming acceptance.
3.2 Product Descriptions

A Product Description is used to: Understand the detailed nature, purpose, function and appearance of the product; Define who will use the product; Identify the sources of information or supply for the product; Identify the level of quality required of the product; Enable identification of activities to produce, review and approve the product; Define the people or skills required to produce, review and approve the product.

Product Descriptions will comprise:

· Identifier  Unique key, probably allocated by the configuration management 

· Title  Name by which the product is known

· Purpose This defines the purpose that the product will fulfil and who will use it. 

· Composition  This is a list of the parts of the product

· Derivation What are the source products from which this product is derived? 

· Format and presentation  The characteristics of the 

· Development skills required An indication of the skills required to develop the product or a pointer to which area(s) should supply the development resources. 

· Quality criteria To what quality specification must the product be produced, and what quality measurements will be applied by those inspecting the finished product? 

· Quality tolerance  Details of any range in the quality criteria within which the product would be acceptable

· Quality method  The kinds of quality method that are to be used to check the quality or functionality of the product 

· Quality skills required An indication of the skills required to undertake the quality method or a pointer to which area(s) should supply the checking resources

· Quality responsibilities Defining the producer, reviewer(s) and approver(s) for the product.
3.3 Quality Register

A Quality Register is used to summarize all the quality management activities that are planned or have taken place, and provides information for the End Stage Reports and End Project Report. Its purpose is to: Issue a unique reference for each quality activity; Act as a pointer to the quality records for a product; Act as a summary of the number and type of quality activities undertaken.
A Quality Register will comprise:

· Quality identifier Provides a unique reference for every quality activity entered into the Quality Register. 

· Product identifier(s)  Unique identifier(s) for the product(s) that the quality activity relates to

· Product title(s)  The name(s) by which the product(s) is known

· Method The method employed for the quality activity.

· Roles and responsibilities  The person or team responsible for the quality management activities

· Dates  Planned, forecast and actual dates for: The quality activity; Sign-off that the quality activity is complete

· Result The result of the quality activity

· Quality records References to the quality inspection documentation or the details of any actions required to correct errors and omissions of the products being inspected.

3.4 Quality Records

Guidance: Quality records support entries in the Quality Register by providing the Project Manager and the Project Board with assurance that: Products really are complete (and consequently that the related activities are finished); Products have met their associated quality criteria and are fit for their intended purposes (alternatively there are records of any quality failures and corrective action); The agreed processes have been observed; Approval authorities and key product stakeholders are satisfied; Planned audits have been conducted and reported.
3.5 Approval Records

Guidance: While quality records provide evidence that each product has met its requirements as specified in its Product Description, it is good practice to obtain a record that the product has been approved. PRINCE2 does not specify the format or composition of approval records as these will depend on the level of formality required, the customer/supplier relationship and the quality management system of the organizations involved. The format for approval records could include, for example, a note in the minutes of a meeting, an email, a letter, a signature on a document, or a certificate.
3.6 Acceptance Records

Guidance: PRINCE2 uses the term ‘acceptance’ to describe the ultimate approval of the project’s product. Acceptance is frequently required from more than one set of stakeholders, e.g. those using the project’s products and those maintaining them (in which case both categories of stakeholder should have been involved in defining the relevant products, participating in quality inspections and granting approval during the course of the project). Acceptance may be qualified, and documented 'concessions' can be granted (e.g. if there are faults in the solution or some performance criteria have not been fully achieved). Where concessions have been granted by the Project Board, it may be necessary to recommend follow-on actions for later improvements or remedies for the products concerned.
3.7 Categorising Quality Control activities

The following categories will be used for recording quality activities in the Quality Register.
	
	Category
	Notes

	Methods
	Audit

Benchmark

Document Review

Peer Review 

Pilot

Survey

Testing
	

	Results
	Fully passed

Passed with off-specs

Minor fail

Major fail
	


4. Quality Management Reporting

Reports specific to quality management activities are described.

Guidance:  Describes any reports on the communication process that are to be produced, including their purpose, timing and recipients (for example, performance indicators).

5. Quality Management Roles and Responsibilities

The following responsibilities are specific to quality management, and augment those roles described within the Project Initiation Document.
Guidance: These roles are generic PRINCE2. They may need tailoring for the project. For example, the project may have a specific role of Quality Manager.
5.1 Executive

· Approves the Project Product Description.

· Approves the Quality Management Strategy.

· Confirms acceptance of the project product.
5.2 Senior User

· Provides the customer’s quality expectations and acceptance criteria.

· Approves the Project Product Description.

· Approves the Quality Management Strategy.

· Approves Product Descriptions for key user products.

· Provides resources to undertake user quality activities and product approval.

· Provides acceptance of the project product.
5.3 Senior Supplier

· Approves the Project Product Description (if appropriate).

· Approves the Quality Management Strategy.

· Approves the quality methods, techniques and tools adopted in product development.

· Provides resources to undertake supplier quality activities.

· Approves Product Descriptions for key specialist products.
5.4 Project Manager

· Documents customer’s quality expectations and acceptance criteria.

· Prepares the Project Product Description (with users).

· Prepares the Quality Management Strategy.

· Prepares and maintain the Product Descriptions.

· Ensures that Team Managers implement the quality control measures agreed in Product Descriptions and Work Packages.
5.5 Team Manager

· Produces products consistent with Product Descriptions.

· Manages quality controls for the products concerned.

· Assembles quality records.

· Advises the Project Manager of product quality status.
5.6 Project Assurance

· Advises the Project Manager on the Quality Management Strategy.

· Assists the Project Board and Project Manager by reviewing the Product Descriptions.

· Advises the Project Manager on suitable quality reviewers/approvers.

· Assures Project Board members on the implementation of the Quality Management Strategy, i.e. the proper conduct of the project management and quality procedures.
5.7 Project Support

· Provides administrative support for quality controls.

· Maintains the Quality Register and the quality records.

· Assists Team Managers and members with the application of the project’s quality processes.

5.8 Quality Review Chair

· Responsible for the overall conduct of a Quality Review.
5.9 Quality Review Presenter

· Introduces the product for review at a Quality Review.

· Represents the producer(s) of the product. 

· Coordinates and tracks the work after a Quality Review, i.e. applying the changes to the product agreed by the team.
5.10 Quality Reviewer

· Reviews the product at a Quality Review.

· Submits questions.

· Confirms corrections and/or improvements.
5.11 Quality Review Administrator

· Provides administrative support for the Quality Review Chair.

· Records the result and actions at Quality Review.

Appendix A.   Quality Control Methods

Guidance: Add a description of each method identified. 
Document Review

Guidance: This is a summarised view of a PRINCE2 Quality Review and provides a template by which other quality control methods can be defined.
	Step
	Activity
	Owner

	1
	Prepare for the review

Make administrative arrangements

Check the product is ready for review

Confirm availability of the Reviewers

Distribute copies of the product and its Product Description
	Administrator

Chair

Presenter

Presenter

	2
	Prepare pre-review comments

Review the product in line with its quality criteria

Submit questions to the Chair ahead of the review

Annotate minor errors in the product and return to the Presenter

Produce a consolidated question list
	Reviewers

Reviewers

Reviewers

Chair

	3
	Review meeting

Introduce the product

Contribute to any major/global questions about the product

Prepare a consolidated question list

Read back the actions

Determine the review result
	Presenter

Chair

Presenter

Administrator

Chair

	4
	Review follow-up

Coordinate the actions

Sign off individual actions agreed at the meeting

Once all actions are complete, sign off the product as complete

Communicate the review outcome

Store the quality review records

Request approval for the product
	Presenter

Reviewers

Chair

Administrator

Administrator

Presenter


Appendix B. Supporting Information

Guidance: Add here any supporting information, such as drawings, tables or diagrams that will assist.
Appendix C. Acknowledgements
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Guidance: The following additional acknowledgements are provided should the text in the document created from this template require them. 
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