Has Quality Management Really
Changed?
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Following 20 years at a large Canadian telecommunications firm, Bruce
established the project management consulting firm Solutions Management Inc
(SMI). Since 1999, he has provided contract project/program management
services, been a source for project management support personnel and
created/delivered courses to over 7,000 participants in Canada, the United
States and England.
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Quality management is not a new phenomenon. With only minimal research, | found its roots
can date back to medieval Europe when 13™ century craftsman created guilds (unions) to
develop strict standards that were then enforced through inspection. This approach remained
mostly unchanged for centuries until the Industrial Revolution in the 1900s in Great Britain.

The movement continued as manufacturing increased in America. It was there that Frederick
Taylor focused the manufacturing process on increasing productivity without increasing the
number of craftsmen. His approach caused productivity to skyrocket—but quality levels
diminished. To correct the quality issues, additional inspectors were hired to reduce the number
of defective products reaching the marketplace. World War Il brought pressure for even higher

quality.
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Following the war, Japan recognized its reputation of producing low-quality exports and engaged
American quality “gurus” such as Edward Deming and Joseph Juran. It has taken a generation
for some American manufacturers to recognize the need to focus on quality versus quantity.
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After reading the history, | decided to pull out some archived PMBOK® Guides (A Guide to the
Project Management Body of Knowledge) and looked at PMI's approach to quality. | asked the
guestion: What has changed in the world of quality management from 1996 to 2019:

e My 1996 PMBOK® Guide shows the Project Quality Management Processes as:
Quality Planning, Quality Assurance and Quality Control

e My Fourth Edition lists the processes as: Plan Quality, Perform Quality Assurance and
Perform Quality Control

e The Fifth Edition processes are: Plan Quality Management, Perform Quality
Assurance and Control Quality

e The current Sixth Edition lists the quality processes as: Plan Quality Management,
Manage Quality and Control Quality

From a PMI perspective, has there been any real change? My response is the same as the one |
have when people ask me what changes there are with each edition of PMBOK® Guide: The
changes are evolutionary not revolutionary.
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The most significant changes in quality management have happened within industry. The days of
inspecting quality into products have, in most environments, passed. Non-conformance costs
(like scrap, rework, recalls, lost customers, warranty claims and lawsuits) are simply too
expensive. In today’s competitive environment where profit margins face increasing pressure,
these costs had to be eliminated.
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Also gone are the days of blaming front-line workers for poor quality. It is unreasonable to blame
working-level people for problems when they are given poor product to work with, inadequate
tools, insufficient training and a poor work environment.
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Today, it is recognized that quality management starts and ends with management.
Conformance costs mean that management must hire qualified workers and continuously invest
in training to ensure staff members have the best possible skills. Motivation and encouragement
are critical. High-quality tools and a safe/clean workspace must be maintained. It's through these
efforts that the total cost of quality reduces:
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Total Cost of Quality

Conformance Costs Non-Conformance Costs

e Hiring qualified resources and
paying a fair wage

e Continuously invest in training

e Research industry standards

e Provide quality tools and
equipment

e Allow time to do work properly

e Develop quality programs

e Provide a safe and clean work
space

e Continuously measure and trend
production results

e Improve processes

Scrap and waste

Rework and repairs

Recalls

Lawsuits

Lost customers/business/revenue
Effort to gain new customers
Reputational loss

Warranty claims

Low staff morale

Staff turnover and replacement
costs




e Meet with front-line staff and
recognize their contributions
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So specifically, what changed between the Fifth and Sixth Editions of the PMBOK® Guide?

In the executing process group, Perform Quality Assurance has become Manage Quality. PMI
research indicated many of the quality tools were no longer widely used. The responsibility of
managing quality now focuses on managing within the overall quality management plan.

Within executing, the Fifth Edition quality tools included all the tools in quality management and
control quality—as well as conducting audits and process analysis. Now, in the Sixth Edition, the
tools and techniques include gathering and analyzing data (from Control Quality) using familiar
tools such as affinity diagrams, cause-and-effect diagrams, flow charts and histograms.
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New tools include “design for X,” which are guidelines that are applied during the design of a
product to optimize such elements as safety, reliability, deployment, usability and more. Also new
is problem solving, which outlines the key steps to correcting quality problems before a product
or service is released. These steps are:

Define the problem

Identify the root cause (Ishikawa)
Generate solutions

Choose the best solution
Implement the solution

Verify effectiveness of the solution
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The final new tool and technique is quality improvement methods. These changes can come
from the findings in quality control, quality audits or problem solving. It recognizes the need to
continue to use the age-old “plan, do, check, act” model that has been in place for many
decades.
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The outputs, although renamed from the Fifth Edition, have not dramatically changed. The new
outputs are: quality reports, test and evaluation documents.
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Tailoring and Agile Implications
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Tailoring is a creative edition to the Sixth Edition. Within quality management,
the PMBOK® Guide suggests each project should consider:

e organizational quality processes (so as to not unnecessarily creating project-specific
standards)

e if industry standards could apply

e how continuous improvement concepts will be incorporated into the project delivery

e continuous engagement with stakeholders

Agile considerations include:

e Frequent quality and review steps built in throughout the project

e Regular check-in on the effectiveness of the quality processes

e Look for the root cause of issues, then suggest trials of new approaches to improve
quality
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Summary
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Like project management, quality management has existed for centuries and continues to be
refined. My sense, however, is that neither have—at their roots—dramatically changed. Quality
management, regardless of what each step is called, consists of the following pragmatic and
critical steps:

1. Understand who is being served (the customer) and what their specific requirements
are.



2. Assign and agree to specific metrics to ensure satisfaction.

3. To be successful, there must be investment in people, processes, tools and the work
environment.

4. Include all levels of the organization in quality management delivery.

5. Measure to ensure standards are being met.

6. Take pride in doing it right.
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