
 

 

14. Quality Planning 

 

It’s not enough to make sure you get a project done on time and under budget. You 

need to be sure you make the right product to suit your stakeholders’ needs. Quality 

means making sure that you build what you said you would and that you do it as 

efficiently as you can. And that means trying not to make too many mistakes and 

always keeping your project working toward the goal of creating the right product. 

Everybody “knows” what quality is. But the way the word is used in everyday life 

is a little different from how it is used in project management. Just like the triple 

constraint (scope, cost, and schedule), you manage quality on a project by setting 

goals and taking measurements. That’s why you must understand the quality levels 

your stakeholders believe are acceptable, and ensure that your project meets those 

targets, just like it needs to meet their budget and schedule goals. 

Customer satisfaction is about making sure that the people who are paying for the 

end product are happy with what they get. When the team gathers requirements for 

the specification, they try to write down all of the things that the customers want in 

the product so that you know how to make them happy. 

Some requirements can be left unstated. Those are the ones that are implied by the 

customer’s explicit needs. For example, some requirements are just common sense 

(e.g., a product that people hold can’t be made from toxic chemicals that may kill 

them). It might not be stated, but it’s definitely a requirement. 

“Fitness to use” is about making sure that the product you build has the best design 

possible to fit the customer’s needs. Which would you choose: a product that’s 

beautifully designed, well constructed, solidly built, and all around pleasant to look 

at but does not do what you need, or a product that does what you want despite being 

ugly and hard to use? You’ll always choose the product that fits your needs, even if 

it’s seriously limited. That’s why it’s important that the product both does what it is 

supposed to do and does it well. For example, you could pound in a nail with a 

screwdriver, but a hammer is a better fit for the job. 

Conformance to requirements is the core of both customer satisfaction and fitness to 

use, and is a measure of how well your product does what you intend. Above all, 



 

your product needs to do what you wrote down in your requirements document. Your 

requirements should take into account what will satisfy your customer and the best 

design possible for the job. That means conforming to both stated and implied 

requirements. 

In the end, your product’s quality is judged by whether you built what you said you 

would build. 

Quality planning focuses on taking all of the information available to you at the 

beginning of the project and figuring out how you will measure quality and prevent 

defects. Your company should have a quality policy that states how it measures 

quality across the organization. You should make sure your project follows the 

company policy and any government rules or regulations on how to plan quality for 

your project. 

You need to plan which activities you will use to measure the quality of the project’s 

product. And you’ll need to think about the cost of all the quality-related activities 

you want to do. Then you’ll need to set some guidelines for what you will measure 

against. Finally, you’ll need to design the tests you will run when the product is 

ready to be tested. 

Quality and Grade 

According to the International Organization for Standardization (ISO), quality is 

“the degree to which a set of inherent characteristics fulfill requirements.” The 

requirements of a product or process can be categorized or given a grade that will 

provide a basis for comparison. The quality is determined by how well something 

meets the requirements of its grade. 

For most people, the term quality also implies good value—getting your money’s 

worth. For example, even low-grade products should still work as expected, be safe 

to use, and last a reasonable amount of time. 

Statistics 

Determining how well products meet grade requirements is done by taking 

measurements and then interpreting those measurements. Statistics—the 

mathematical interpretation of numerical data—are useful when interpreting large 

numbers of measurements and are used to determine how well the product meets a 



 

specification when the same product is made repeatedly. Measurements made on 

samples of the product must be within control limits—the upper and lower extremes 

of allowable variation—and it is up to management to design a process that will 

consistently produce products between those limits. 

Instructional designers often use statistics to determine the quality of their course 

designs. Student assessments are one way in which instructional designers are able 

to tell whether learning occurs within the control limits. 

If a process is designed to produce a product of a certain size or other measured 

characteristic, it is impossible to control all the small factors that can cause the 

product to differ slightly from the desired measurement. Some of these factors will 

produce products that have measurements that are larger than desired and some will 

have the opposite effect. If several random factors are affecting the process, they 

tend to offset each other, and the most common results are near the middle of the 

range; this phenomenon is called the central limit theorem. 

If the range of possible measurement values is divided equally into subdivisions 

called bins, the measurements can be sorted, and the number of measurements that 

fall into each bin can be counted. The result is a frequency distribution that shows 

how many measurements fall into each bin. If the effects that are causing the 

differences are random and tend to offset each other, the frequency distribution is 

called a normal distribution, which resembles the shape of a bell with edges that flare 

out. The edges of a theoretical normal distribution curve get very close to zero but 

do not reach zero. 

For normal distributions, about 68.3% of the measurements fall within one standard 

deviation on either side of the mean. This is a useful rule of thumb for analyzing 

some types of data. If the variation between measurements is caused by random 

factors that result in a normal distribution, and someone tells you the mean and the 

standard deviation, you know that a little over two-thirds of the measurements are 

within a standard deviation on either side of the mean. Because of the shape of the 

curve, the number of measurements within two standard deviations is 95.4%, and 

the number of measurements within three standard deviations is 99.7%. For 

example, if someone said the average (mean) height for adult men in the United 

States is 178 cm (70 inches) and the standard deviation is about 8 cm (3 inches), you 



 

would know that 68% of the men in the United States are between 170 cm (67 

inches) and 186 cm (73 inches) in height. 

You would also know that about 95% of the adult men in the United States were 

between 162 cm (64 inches) and 194 cm (76 inches) tall, and that almost all of them 

(99.7%) are between 154 cm (61 inches) and 202 cm (79 inches) tall. These figures 

are referred to as the 68-95-99.7 rule. 

Quality planning tools 

High quality is achieved by planning for it rather than by reacting to problems after 

they are identified. 

Standards are chosen and processes are put in place to achieve those standards. 

Measurement Terminology 

During the execution phase of the project, services and products are sampled and 

measured to determine if the quality is within control limits for the requirements and 

to analyze causes for variations. This evaluation is often done by a separate quality 

control group, and knowledge of a few process measurement terms is necessary to 

understand their reports. Several of these terms are similar, and it is valuable to know 

the distinction between them. 

The quality plan specifies the control limits of the product or process; the size of the 

range between those limits is the tolerance. Tolerances are often written as the mean 

value, plus or minus the tolerance. The plus and minus signs are written together, ±. 

Defining and Meeting Client Expectations 

Clients provide specifications for the project that must be met for the project to be 

successful. Recall that meeting project specifications is one definition of project 

success. Clients often have expectations that are more difficult to capture in a written 

specification. For example, one client will want to be invited to every meeting of the 

project and will then select the ones that seem most relevant. Another client will 

want to be invited only to project meetings that need client input. Inviting this client 

to every meeting will cause unnecessary frustration. Listening to the client and 

developing an understanding of the expectations that are not easily captured in 

specifications is important to meeting those expectations. 



 

Project surveys can capture how the client perceives the project performance and 

provide the project team with data that are useful in meeting client expectations. If 

the results of the surveys indicate that the client is not pleased with some aspect of 

the project, the project team has the opportunity to explore the reasons for this 

perception with the client and develop recovery plans. The survey can also help 

define what is going well and what needs improvement. 

Sources of Planning Information 

Planning for quality is part of the initial planning process. The early scope, budget, 

and schedule estimates are used to identify processes, services, or products where 

the expected grade and quality should be specified. Risk analysis is used to 

determine which of the risks to the project could affect quality. 

Techniques 

Several different tools and techniques are available for planning and controlling the 

quality of a project. The extent to which these tools are used is determined by the 

project complexity and the quality management program in use by the client. The 

following represents the quality planning tools available to the project manager. 

• Cost-benefit analysis is looking at how much your quality activities will cost versus 

how much you will gain from doing them. The costs are easy to measure; the effort 

and resources it takes to do them are just like any other task on your schedule. Since 

quality activities don’t actually produce a product, it is sometimes harder for people 

to measure the benefit. The main benefits are less reworking, higher productivity 

and efficiency, and more satisfaction from both the team and the customer. 

• Benchmarking means using the results of quality planning on other projects to set 

goals for your own. You might find that the last project in your company had 20% 

fewer defects than the one before it. You should want to learn from a project like 

that and put in practice any of the ideas they used to make such a great improvement. 

Benchmarks can give you some reference points for judging your own project before 

you even start the work. 

• Design of experiments is the list of all the kinds of tests you are going to run on 

your product. It might list all the kinds of test procedures you’ll do, the approaches 

you’ll take, and even the tests themselves. (In the software world, this is called test 

planning.) 



 

• Cost of quality is what you get when you add up the cost of all the prevention and 

inspection activities you are going to do on your project. It doesn’t just include the 

testing. It includes any time spent writing standards, reviewing documents, meeting 

to analyze the root causes of defects, reworking to fix the defects once they’re found 

by the team: in other words, absolutely everything you do to ensure quality on the 

project. Cost of quality can be a good number to check to determine whether your 

project is doing well or having trouble. Say your company tracks the cost of quality 

on all of its projects; then you could tell if you are spending more or less than has 

been spent on other projects to get your project up to quality standards. 

• Control charts can be used to define acceptable limits. If some of the functions of 

a project are repetitive, statistical process controls can be used to identify trends and 

keep the processes within control limits. Part of the planning for controlling the 

quality of repetitive processes is to determine what the control limits are and how 

the process will be sampled. 

• Cause-and-effect diagrams can help in discovering problems. When control charts 

indicate an assignable cause for a variation, it is not always easy to identify the cause 

of a problem. Discussions that are intended to discover the cause can be facilitated 

using a cause-and-effect or fishbone diagram where participants are encouraged to 

identify possible causes of a defect. 
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Problem set #14 

 

Choose correct answer 

 

1. _____________ - the degree to which a set of inherent characteristics 

fulfill requirements. 

a. Money 

b. Wealth 

c. Quality 

d. Quantity 

e. None  

f. All of them 

 

2. __________________ - the mathematical interpretation of numerical 

data—are useful when interpreting large numbers of measurements 

and are used to determine how well the product meets a specification 

when the same product is made repeatedly. 

a. Econometrics 

b. Mathematics 

c. Statistics 

d. Algebra 

e. A & B 

f. None  

g. All of them 

 



 

 

3. Measurements made on samples of the product must be within 

_________________ - the upper and lower extremes of allowable 

variation - and it is up to management to design a process that will 

consistently produce products between those limits. 

a. Limit Theorem 

b. Central Limit Theorem 

c. Normal Distribution 

d. Variance 

e. None  

f. All of them 

 

4. If the range of possible measurement values is divided equally into 

subdivisions called ___________. 

a. Bins 

b. Cans 

c. Pins 

d. Caps 

e. None  

f. All of them 
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