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1.  Introduction

<This section identifies the QA Plan, its contents, and the system for which it will be applied>

Identification

This QA Plan defines the activities to be performed in providing independent visibility into the quality of processes being used and products being built for the <Project Name> project.  QA primary activities to be performed include:

· Providing objective evaluation of processes and products against applicable standards and requirements 

· Identifying nonconformances

· Providing timely quality status feedback to management and affected personnel

· Ensuring noncompliance issues are addressed.

The QA Plan is applicable to all project personnel performing the QA function.

Project and System Overview

<Describe the project and system for which this QA Plan applies>

QA Plan Contents

The QA Plan is divided into the following sections:

· Section 1 (Introduction) provides an introduction to the QA Plan, its applicability and contents.

· Section 2 (Document References) identifies documents (internal, external) used to develop this plan.  

· Section 3 (QA Responsibilities) defines QA tasks and its relationship to the project, enterprise, and the customer.

· Section 4 (QA Schedule and Estimates) identifies the QA schedule and QA effort estimates. 

· Section 5 (QA Resources and Training) identifies specific project tools to be used to support the QA function and process, technical, and/or other project-specific training required.

· Section 6 (QA Procedures) includes the tailored QA procedures to be used by the project.

· Appendix A (QA Schedule) includes the QA schedule form.

· Appendix B (QA Audit Checklist) includes the QA audit checklist form.

2.  Document References

<Identify specific project, enterprise, and external documents referenced in this plan or used to support its development>

Project References: 

	<Project> CM Plan
	March 2002

	<Project> Project Management Plan
	March 2002

	<Project> Product Management Plan
	March 2002

	<Customer> QA Plan
	<Date>

	<Other Project Documents>
	<Date>


Enterprise References:

	<Enterprise> Process Manual
	March 2002

	<Enterprise> Process Management Plan
	March 2002


External References:

	<External References – ISO 9001>
	<Date>


3.  QA Responsibilities

<This section identifies QA functions and procedures and its relationships to the project, customer, and enterprise>

QA Functions

Quality Assurance (QA) provides objective evaluation of processes and associated work products.  Project QA activities ensure that:

· Products built meet the appropriate standards and requirements

· Processes are performed as documented

· Nonconformances found are identified and the appropriate corrective action is taken

· QA results are reported to the appropriate managers and personnel

· QA effectiveness is measured.

 Table 3-1 identifies the <Project Name> project QA functions to be performed and their corresponding procedures.   QA procedures are included in Section 6 of this QA Plan.

Table 3-1  QA Functions and Procedures
	QA Functions
	Procedures

	Plan project QA
	QA Planning

	Audit product conformance
	QA Product Audits

	Audit process effectiveness
	QA Process Audits

	Measure QA effectiveness
	QA Measurement 


QA Relationship to the Project 

<Describe how QA relates to other project functions.  Identify whom QA reports to and the primary project functions it supports.  Include or reference the project’s organizational chart>

QA Relationship to the Customer

<Describe how QA relates to the customer.  Include interfaces with customer QA, as applicable>

QA Relationship to the Enterprise 

This QA Plan is consistent with enterprise QA policy, requirements, and procedures defined in the Enterprise Process Manual.  The QA procedures defined in Section 6 of this plan have been tailored from the enterprise QA procedures, as appropriate, to fit the needs and requirements of the project.  

<Describe project QA’s relationship to organization-level QA>

4.  QA Schedule and Estimates

QA Schedule

Appendix A includes the QA Schedule Form used to support QA planning and tracking.  QA records planned tasks and dates for planning, audits, measurement, and reports.  Instructions for QA scheduling are included in Section 6.1 (QA Planning Procedure) of this plan.

QA Estimates 

QA estimates its effort in staff hours.  QA uses historical data and tools, where available, to estimate the required effort for the project.  Figure 4-1 below shows the QA Effort Form used by QA to record monthly estimates and actuals.  Instructions for estimating QA effort are included in Section 6.1 (QA Planning Procedure) of this plan.

	QA Effort Form

Year:

	Month
	Estimated Effort (Hours)
	Actual Effort (Hours)

	January
	
	

	February
	
	

	March
	
	

	April
	
	

	May
	
	

	June
	
	

	July
	
	

	August
	
	

	September
	
	

	October
	
	

	November
	
	

	December
	
	

	Estimated Total Effort:  

      Actual Total Effort:


Figure 4-1  QA Effort Form

5. QA Resources and Training

QA Tools and Training

QA has the skills and tools to effectively evaluate products and processes throughout the project lifecycle.  The QA Resource Form, Figure 5-1, is used to identify the tools to be used to support QA implementation.  In addition, the QA Resource Form is used to identify specific QA training needs for the project.  Training needs include enterprise, technical, and project-specific training.

	QA Resource Form

	Support Tools

	Tool Name
	Tool Purpose/Use

	<Identify tool name/version>
	<Describe tool purpose – e.g., word processing, presentation, QA measurement>

	
	

	
	

	Training Needs

	Training Type
	Training Needs

	Process Training
	<Identify enterprise process training needs>



	Technical Training
	<Identify technical training needs – e.g., design methodology, coding language>



	Other Training
	<Identify specific project training needs>




Figure 5-1  QA Resource Form

6. QA Procedures

<This section includes the QA procedures to be used for the project>

This section of the QA Plan includes the QA procedures to be used for the project.  These procedures are based on the enterprise QA procedures and have been tailored, as appropriate, to fit the needs and requirements of the project.  QA procedures included in this section are as follows:

· QA Planning Procedure

· QA Product Audits Procedure

· QA Process Audits Procedure

· QA Measurement Procedure.

6.1  QA Planning

Purpose

QA planning procedure defines how project QA will be implemented consistent with customer and enterprise requirements.

QA Planning Inputs

Inputs to the QA Planning procedure include:

· Contract documentation

· QA policy, requirements

· QA procedures

· QA historical data

· QA Plan template and support forms.

QA Planning Tasks

QA Planning procedure includes the following steps:

1.  Identify QA requirements

QA reviews contract documentation (Statement of Work, etc.) to identify requirements that impact QA (e.g., standards, deliverables, activities, reviews).  QA also reviews enterprise QA policy requirements and procedures. 

2.  Define project QA procedures

QA identifies tailoring needed for enterprise QA procedures considering contract requirements, product type, size, and complexity.  QA develops additional QA procedures where needed. 

3.  Develop QA schedule

QA reviews project master and development schedules to identify project activities, review milestones, and product/document delivery points.  QA uses the QA Schedule Form (Appendix A) to record planned QA activities and dates.  The QA Schedule includes tasks for QA planning, audits, QA deliverables, measurements, and status tracking and reporting. 

4.  Estimate QA effort

QA estimates and records overall QA effort in hours.  QA uses QA historical data or estimation tool, if available, to estimate effort.  QA allocates effort to monthly increments based on scheduled activities. 

5.  Define resources (tools, training)

QA identifies tools to be used to support the QA function including word processors, spreadsheets, data bases, presentation software, and other tools (e.g., code auditors).  QA identifies QA training needs including QA process and technical training and other training needed (e.g., domain training).

6.  Document plans

QA uses the QA Plan template to assist in documenting planning results including schedule, effort, resource data and tailoring information and procedures, if applicable.  QA follows the CM Configuration Identification procedure for document naming conventions. 

7.  Submit QA plan for review

QA distributes the QA Plan to project management and task managers for review.  QA incorporates agreed-to comments. 

8.  Maintain plan

QA updates the QA Plan when re-planning is needed.  QA distributes the updated QA Plan to project management and task managers for review.  QA maintains change history and traceability.  

QA Planning Outputs

Outputs to the QA Planning procedure include:

· QA schedule

· QA effort estimate

· Tailored QA procedures

· QA resource needs.

6.2  QA Product Audits

Purpose

QA product audits procedure ensures products developed and produced conform to defined requirements and standards.

QA Product Audits Inputs

Inputs to the QA Product Audits procedure include:

· QA Plan, schedule

· Product

· Audit criteria and audit checklist template.

QA Product Audits Tasks

QA Product Audits procedure includes the following steps:

1.  Identify product to be audited

QA identifies the product to be audited from the QA schedule.  Products to be audited include plans and procedures (e.g., Project management, CM, product management) and work products (e.g., requirements, design, code, test, completed product).

Note:  QA schedules product audits during QA planning.

2.  Prepare for the audit

QA coordinates product audit to be performed with the producer or owner to ensure the product is available and the appropriate support is available.  QA defines the audit criteria for the product being audited to include checks for product completeness, compliance, consistency, and traceability.  

· Completeness – Product is complete and includes the appropriate level of detail

· Compliance – Product meets applicable standards and requirements

· Consistency – Product is internally and externally consistent

· Traceability – Product fulfills its allocated requirements.

QA develops the product audit checklist using the Audit Checklist Form (Appendix B) to assist with developing the checklist.  QA gathers the support documents needed to support the audit (e.g., contract documentation, standards).

3.  Perform audit

QA evaluates the product to the criteria defined in the checklist to determine product acceptability:  Yes (Product meets the defined criteria), No (Product is noncompliant to the defined criteria), N/A (The specific audit criteria does not apply to this product).

4.  Document audit findings

QA records product audit findings on the audit checklist indicating “Yes, No, N/A” status.  QA adds notes and comments, as appropriate.  QA documents product nonconformances found, if applicable. 

5.  Report audit results

QA produces an audit report that includes the audit checklist, nonconformance data, and identifies nonconformances needing corrective action.  QA distributes report to the producer/owner. 

6.  Update QA status logs

QA records audit results in the QA audit log.  Data recorded include item audited, audit date, audit type (product, process), audit status (accepted/unaccepted), number of nonconformance opened, number of nonconformances closed.

QA documents nonconformances in the audit nonconformance log.  Nonconformance data recorded include nonconformance identifier, nonconformance description, affected product, date initiated, date closed, nonconformance status (open, withdrawn, closed), and product criteria affected (completeness, compliance, consistency, traceability).

7.  Maintain audit results

QA keeps records of QA product audits (checklists, reports, nonconformance data, correspondence) and updates status logs as corrective actions are addressed and completed.

QA Product Audits Outputs

Outputs to the QA Product Audits procedure include:

· QA checklists and results

· Audit report

· Nonconformances as applicable

· Updated QA status logs.

6.3  QA Process Audits

Purpose

QA process audits procedure ensures that processes used effectively produce quality products.

QA Process Audits Inputs

Inputs to the QA Process Audits procedure include:

· QA Plan, schedule

· Process documents

· Audit criteria and audit checklist template.

QA Process Audits Tasks

QA Process Audits procedure includes the following steps:

1.  Identify process to be audited

QA identifies the process to be audited from the QA schedule.  Processes to be audited include product management, project management, and CM processes.

Note:  QA schedules process audits during QA planning.

2.  Prepare for the audit

QA coordinates process audit to be performed with affected groups by providing the appropriate notification.  QA defines the audit criteria for the process being audited to include checks for process completeness, compliance, timeliness, expectedness, and integrity.  

· Completeness – Process tasks are completed as defined in documentation

· Compliance – Process is performed in accordance with documentation

· Timeliness – Process is performed when scheduled and when ready

· Expectedness – Process outputs and results are as expected

· Integrity – Process inputs are defined and are correct revisions/versions.

QA develops the process audit checklist using the Audit Checklist Form (Appendix B) to assist with developing the checklist.  QA gathers the support documents needed to support the audit (e.g., procedures).

3.  Perform audit

QA evaluates the process to the criteria defined in the checklist to determine process acceptability:  Yes (Process meets the defined criteria), No (Process is noncompliant to the defined criteria), N/A (The specific audit criteria does not apply to this process).

4.  Document audit findings

QA records process audit findings on the audit checklist indicating “Yes, No, N/A” status.  QA adds notes and comments, as appropriate.  QA documents process nonconformances found, if applicable. 

5.  Report audit results

QA produces an audit report that includes the audit checklist, nonconformance data, and identifies nonconformances needing corrective action.  QA distributes report to the affected groups and task managers. 

6.  Update QA status logs

QA records audit results in the QA audit log.  Data recorded include item audited, audit date, audit type (product, process), audit status (accepted/unaccepted), number of nonconformance opened, number of nonconformances closed.

QA records nonconformances in the audit nonconformance log.  Nonconformance data recorded include nonconformance identifier, nonconformance description, affected process, date initiated, date closed, nonconformance status (open, withdrawn, closed), and process criteria affected (completeness, compliance, timeliness, expectedness, integrity).

7.  Maintain audit results

QA keeps records of QA process audits (checklists, reports, nonconformance data, correspondence) and updates status logs as corrective actions are addressed and completed.

QA Process Audits Outputs

Outputs to the QA Process Audits procedure include:

· QA checklists and results

· Audit report

· Nonconformances as applicable

· Updated QA status logs.

6.4  QA Measurement

Purpose

QA measurement procedure defines how project QA analyzes and reviews its effectiveness.

QA Measurement Inputs

Inputs to the QA Measurement procedure include:

· QA Plan, schedule

· Audit status data

· QA progress status data

· QA effort status data.

QA Measurement Tasks

QA Measurement procedure includes the following steps:

1.  Analyze audit nonconformance status

QA reviews audit nonconformance closure status.   QA assesses current “total opened” to “total closed” nonconformance status, compares current closure status to previous months, and determines nonconformance trend (negative or positive).  QA identifies reasons for the audit nonconformance trend.  

QA reviews process audit nonconformance distributions by rank ordering nonconformances by functional areas (e.g., project management, CM, product management) and process audit criteria to identify the functional areas and process audit criteria that have the most audit nonconformances.  QA reviews product audit nonconformance distributions by rank ordering nonconformances by product types (e.g., test plan, design, code) and product audit criteria to identify the product types and audit criteria that have the most product audit nonconformances.

2.  Analyze QA progress (schedule) status

QA reviews QA progress (schedule) status.  QA assesses current status (total QA activities planned to total actual QA activities performed), compares current variance to previous months, and determines QA progress trend (negative or positive).  QA identifies reasons for QA progress variance and trend. 

3.  Analyze QA effort status

QA reviews QA effort status.  QA assesses current status (total hours planned to total actual QA hours expended), compares current variance to previous months, and determines QA effort trend (negative or positive).  QA identifies reasons for QA effort variance and trend. 

4.  Record QA measurement results

QA documents QA measurement data including:

· Audit nonconformance, QA effort and progress trends (positive/negative)
· Audit nonconformance key contributors
· Trend/variance reasons.

5.  Report QA measurement results

QA reports QA measurement results to management (task, project, senior, and organization QA) and includes positive trends and opportunity areas for improvements.

QA Measurement Outputs

Outputs to the QA Measurement procedure include:

· Audit status trends

· Audit status distributions

· QA progress variances & trends

· QA effort variances & trends

· Corrective action & improvement requests.

Appendix A:  QA Schedule

<This appendix includes the project QA schedule>

Appendix A includes the QA Schedule Form to be used for documenting planned QA tasks and actual completion dates.

	QA Schedule Form

	Task
	Planned Start Date
	Actual Start Date
	Planned Complete Date
	Actual Complete Date

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


Appendix B:  QA Audit Checklist Form

<This appendix includes the QA audit checklist form used to support product and process audits>

	QA Audit Checklist

Product/Process:  

	Audit Criteria
	Yes
	No
	NA
	Notes

	<Enter product/process audit criteria>
	
	
	
	<Enter notes/comments>

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	Nonconformances: 

<Identify nonconformances found>



	QA:  
	Date:


________________________________________________________________________
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