Chapter 29: Project Quality Management (FPM2ed p.370)
1. Quality Management

2. Body of Knowledge Mapping

3. Quality Definitions

4. Quality Planning

5. Quality Assurance Plan

6. Quality Control Plan

7. Quality Audit

8. Continuous Improvement (Quality Circles)

9. Quality Trade-Off with other Knowledge Areas

The following questions have been designed to test your knowledge of the chapter and prompt discussion. Please note that each question could have one or more correct answers.

29.1: Which two of the following relate to Project Quality Management? (FPM2ed p.370)
a. Project quality management is one of the ten PMBOK knowledge areas.

b. Quality management is the process of identifying and implementing project quality requirements.
c. Effective project quality management enables the project manager to fast-track the project and finish earlier than originally planned.

d. Effective project quality management enables the project manager to make the project to a higher specification than originally planned. 

29.1 Answer: A and B are correct. Project quality management is one of the ten PMBOK knowledge areas that focus on how to identify the quality requirements and methods to ensure that they are achieved. Quality in the project’s context means that the project is conforming to a standard that is set before the project started. C is incorrect as finishing the project early is not a quality required condition. D is incorrect as producing the project to a higher specification is not a required condition and, in addition, this would typically be more expensive.

29.2: Which two of the following determine the Required Level of Quality at the project level?

a. The project manager.

b. The project sponsor.

c. The classification societies.

d. The project team.

29.2 Answer: B and C are correct. The required level of quality is determined at the business case level as this is often a commercial decision. This decision should be made in conjunction with the national and international standard the project must comply with. A is incorrect as the project manager is given the required level of quality in the project charter document. D is incorrect as the project team is given the required level of quality in the project charter document. 

29.3: Which two of the following relate to Quality Planning? (FPM2ed p.374)
a. Quality planning identifies the quality requirements.

b. Quality planning identifies the standards the project has to achieve. 

c. Quality planning outlines a methodology of systems, practices, techniques, procedures and build-method on how to make the project.
d. Quality planning inspects the project and confirms it has been made to the required condition. 

29.3 Answer: A and B are correct. The quality planning process firstly identifies the requirements (internal and external) and then produces a plan on how to achieve the requirements. C is incorrect as this refers to how to make the project. D is incorrect as this answer refers to quality control.

29.4: Which two of the following relate to Quality Assurance (QA)? (FPM2ed p.375)
a. Quality assurance is a systematic process of developing management processes to ensure that all aspects of the project will be consistently made to the required condition. 

b. Quality assurance ensures that the work force is capable of performing the work to the required standard.

c. Quality assurance continually improves the project’s manufacturing process.

d. Quality assurance inspects the project to ensure that it has been made to the required condition.

29.4 Answer: A and B are correct. Quality assurance is the process of ensuring that all aspects of the company performing the project are capable of performing the work to the required condition – right first time.  C is incorrect as continuous improvement is not a quality assurance function. D is incorrect as inspection is a quality control function.

29.5: Which one of the following relates to Quality Control? (FPM2ed p.377)
a. Quality control is the process the project manager uses to confirm the project has achieved the required condition.

b. Quality control uses the most expensive materials to ensure that the project achieves the highest level of quality.
c. Effective quality control enables the project manager to continuously improve the project. 

d. Quality control is able to inspect quality into the project.

29.5 Answer: A is correct. Project control inspects the project to confirm it has reached the required condition. Conformance is a general concept of delivering results that fall within the limits that define acceptable variation for a quality requirement. Project control uses a number of techniques that enable the project manager to demonstrate compliance with quality requirements, these include observation, in-process control to NDT (non destructive testing). B is incorrect as the purpose of quality control is to achieve a predefined condition not to increase level of quality. C is incorrect as quality control and continuous improvement are two different aspects of project quality management. D is incorrect as quality control cannot inspect quality into a project. If the quality is not already there then no amount of inspections will increase its level of quality.

29.6: Which two of the following relate to a Quality Audit? (FPM2ed p.380)
a. A quality audit can be initiated by a NCR (non conformance report) to investigate the cause of the defect.

b. A quality audit compares actual condition with the planned or required condition.

c. A quality audit is an official inspection of the project’s accounts by an independent body to check the project has paid the correct amount of tax and the project is complying with the tax laws. 
d. It is the project manager’s responsibility to carry out a project audit when required.

29.6 Answer: A and B are correct. An audit is an official inspection to compare the actual situation with the planned or the required condition. This is usually carried out by a third party person or company to ensure that the audit is independent to the company or project. C is incorrect as the quality audit and the tax audit are auditing two different aspects of the project. D is incorrect as it is the quality manager’s responsibility to carry out internal company audits in line with the company’s quality management system.

29.7: Which one of the following relates to Continuous Improvement in the project management process? (FPM2ed p.381)
a. Quality circles.

b. Turning circles.

c. Crop circles.

d. Reporting circles. 

29.7 Answer: A is correct. Continuous improvement and quality circles are the terms used by companies to describe their ongoing, continuous effort of engaging the workforce and project teams to improve information, materials, products, services or processes related to the project environment. B is incorrect as turning circles relate to traffic configuration. C is incorrect as crop circles are a man made or natural phenomena that do not relate to continuous improvement. D is incorrect as reporting circles are not related to continuous improvements.

29.8: Which two of the following outline the Benefits of Quality Management?
a. Less NCRs.

b. Less rework.

c. Less crop circles.

d. Fewer change requests. 

29.8 Answer: A and B are correct. C and D are incorrect.
29.9: Which three of the following relate to the Cost of Quality?
a. The cost of quality is free.

b. Failure costs (cost of non-conformance) include costs to rework products, components, or processes that are noncompliant.
c. Prevention and appraisal costs (cost of conformance) include costs for quality planning, quality control (QC), and quality assurance (QA).
d. The cash flow statement shows the cost of quality.

29.9 Answer: A, B and C are correct. The cost of quality is usually associated with the prevention costs and inspection costs. Some companies also include the cost of rework as this helps to highlight financially a direct link between the need to improve quality management and failure costs. Philip Crosby’s belief was that an organization that establishes a quality program will see savings that more than pay for the cost of the quality program. He used the phrase ‘Quality is Free’ for the title of his book. D is incorrect as the cost of quality is not shown on the cash flow statement.
29.10: Which two of the following relate to how the Project Manager should manage Defects?
a. The project manager should raise a NCR (non conformance report) as required by the quality management system.

b. The project manager should investigate why team members defect to another company.

c. The raising of a NCR triggers a quality audit if more information on the defect is required.

d. Defects that do not obviously impact on the project’s performance should not be disclosed to the client as there is no point causing the client unnecessary concern. 

29.10 Answer: A and C are correct. The raising of a NCR officially documents that the defect has been acknowledged and initiates the agreed quality management response. One of the responses might be to initiate a quality audit to gather more information before corrective action is authorised and to eliminate the causes of unsatisfactory performance. B is incorrect as the meaning of ‘defect’ in the quality management situation is different to the meaning of ‘defect’ in the team member retention context. D is incorrect as all defects should be reported to the client. This will be part of the contractual agreement. It is important that the project manager maintains a high level of trust with the project sponsor.

