39: Quigley, Frenette & Cohn: Influencers Part IV — Quality

0:00:02 Kendall Lott: Greetings, PMs. I'm talking to you from the top of Bear Mountain,
overlooking the Hudson River, north of New York City. You might ask why. I've engaged on an
Appalachian Trail through-hike, started last April. Now, it's day 26. I've been planning this project
for over a year and | have to say, my planning has served me well, mostly. | found out that I've had
to refine some of my resource requirements, and | have to watch my own energy levels, and of
course, the weather is always a risk. I've had to slog through some cold, muddy and rainy days,
some very windy days, misty days, and now some blazing hot days. Did | mention the bugs? Still
all in all, it's an adventure of a lifetime and I'm learning a lot, and applying some project
management practices. I'm actually doing some forward and backward passes as | plan multiple
days resupply.

0:00:50 KL.: If you want to follow my progress, | invite you to check out my Facebook page at
www.facebook.com/flipfloppintheat, that's F-L-I-P F-L-O-P-P-1-N T-H-E A-T. Meanwhile, I will
continue to post PM Point of View episodes from the trail. They may not show up as regular
monthly episodes, but we do have a few in the pipeline, so stay tuned. If you notice the sound of the
birds or the wind whipping across the microphone, you'll know why, I'm out in the woods. Just keep
on listening.

[music]
0:01:23 Speaker 2: You cannot assume the product is good, you find a way to understand the real
nature of the product. And for me that's maybe take a negative attitude. There's a break in it. There's

a failure in there, I just need to find it.

0:01:33 Speaker 3: People don't understand that quality is not testing. It is fixing things so that
when you do test it, they work.

0:01:40 Speaker 4: We have a very strong quality system within our organization and we have a
fairly simple definition. It is conformance to requirements.

0:01:51 KL: We often think of quality as one of those intangibles, like, "You know it when you see
it," but you can't quite put your finger on it. You can't measure it...or can you? If you really want
high quality deliverables, we need to find a way to bring quality into all of the many areas of the
PMBOK, including the core areas of cost and schedule.

[music]

0:02:09 Speaker 5: From the Washington DC Chapter of the Project Management Institute, this is
PM Point of View. The podcast that looks at project management from all the angles. Here's your
host, Kendall Lott.

0:02:20 KL: The influencers I've gathered for this episode have all devoted some serious time and
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thought to the subject of quality, which is intimately tied to risk. Maximizing quality will help to
minimize risk. There are tools and methods we can use to ensure quality in every phase of our
project. You'll hear about things like Voice of Customer and FMEA, which stands for Failure Mode
and Effects Analysis; a deliverable expectations document, the DED; and of course they talk about
testing, lots of testing, along with probing critiques at every step of the way. With a background in
marketing as well as engineering,

Jon M. Quigley is a principal of a product development, training, and cost improvement
organization called Value Transformation LLC. For more than two decades, he's worked in product
development, primarily in the automotive industry and specifically on embedded software. Jon has
won technical awards for his products and secured several US and international patents. He has also
co-authored focus books for software test professionals.

0:03:19 KL: Can you give us a little explanation about what embedded software is?

0:03:22 Jon M. Quigley: Your phone, that's an embedded product. There's a little micro-controller,
microcomputer inside there, it's embedded inside the product and gives the product its ability to do
the things that it does. The electronic control units on your vehicle, your brakes, they're controlled
by something that's called probably a brake controller, micro-controller that monitors the brake.
Your instrument clusters... Got a micro-controller in it, which reads information off the data bus,
and which is a communication method from between all the controllers on the vehicle, and takes
action accordingly. Your microwave probably has a micro-controller in it; if it's high-end, your
refrigerator might have a microcontroller in it. Many come with control features that are software in
the product but it's not like a laptop or a desktop, it's not that kind of software. It does something in
real time.

0:04:11 KL.: So, is this the stuff that might be getting hacked in the future in the internet of things?
0:04:15 JQ: One of the things, yeah.

0:04:17 KL: So it's just moved front and center for us?

0:04:19 JQ: That would be one of the attributes to a good quality system right? You would not
want somebody to be able to log in, get into your car, either Wi-Fi, or through a communications
port located on the vehicle usually used for diagnostics, and do some kind of tampering with your
vehicle.

[music]

0:04:41 KL: This is about risk. This is quality tied to risk because the sense of, you put this out in a
bazillion of... That's probably a term of art, bazillion, but a lot of microwaves could be out there, a

lot of car brake instrument clusters are out there...

0:04:56 JQ: By the time you find out you have a problem, it's after you've already produced a large
volume, if you haven't done some things up front to understand the nature of the product.

0:05:04 KL: So this is software and volume, and not because it's a platform that you can reach out
like maybe a large IT company could reach out and either push an update or issue a new package.
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0:05:17 JQ: Yeah. Virtually or something like that. Yeah, exactly. Here's what makes it a little more
difficult for a project manager. You pretty much know the schedule and you kind of have an idea
whether you're late. You also have a pretty good idea about monitoring the cost of the project. The
thing with quality, unless you take a very active role like you do in those others, you're not going to
know until you have launched it. For example, if | don't do any testing, | can assume that the
product is okay. If I don't look at the product with a critical eye, then I might not have found
anything. But the reason I haven't found anything is because | haven't looked hard enough.

0:05:52 KL: And it matters here again to me is because the risk is so much more highlighted. It's
software embedded in hardware in volume that you can't recover. So once it goes out, it goes out.

0:06:00 JQ: Yes, a lot of times... Yeah. A lot of times in automotives, for example, they're not
connected to a Wi-Fi generally speaking where you can just update on the fly, but when you start
having material involved, shipping game DVDs and material like you put in a car and recalls and
volumes, that can be big money and a lot of risk, a lot of people can get hurt.

[music]

0:06:29 KL: The PMBOK has quality management. We can talk about quality management. You
seem to reference that there's a sense that if people are not as active in it because they can't monitor
it as well. The idea that if you have a failed product and you have re-worked it that's costly, is
generally known. The idea now that in embedded software, for example, it is a much higher risk, so
why is this any different?

0:06:50 JQ: So there's always this pressure of getting the thing out the door as quick as you can,
this is part of that reward calculation and the project managers are... Companies are focused on
bottom line and meeting those kind of objectives and sometimes you can, at least from experience,
you can see that the quality, it's maybe not monitored sufficiently to make those judgement calls. It's
a hyper focus on the cost and the delivery date and if you don't really know how to go around
critiquing the product or you have too many people who are optimistic critiquing the product, then
you may walk away with insufficient understanding of the product quality for those reasons.

0:07:32 KL.: Is it the people don't know to do it or they don't do it well or what you just said, the
people who tend to do it have a positive bias?

0:07:37 JQ: It's all three of those things.
[music]

0:07:44 JQ: They deliver an automotive-grade product from Voice of Customer, all the way
through to the manufacturing floor and out to the customer without making a mistake. There's
millions of interactions there, that's thousands of lines of requirements, documents and maybe even
lines of code. On top of that, there's interpretation issues which is not necessarily an error in the
documentation but it's a misunderstanding kind of thing. And it's possible some of those things are
just downright wrong that we wrote, so we built something like it's written but it will never work,
it's not going to do what we expected it to do.
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0:08:21 KL: Maybe a misunderstanding of what testing is for. Testing is to show that.

0:08:23 JQ: For me that's exactly it. Testing is a significant component. My experience is a lot of
people think testing is the last thing that happens and that's not true. Testing should be integrated all
along with your development, and every time you do an iteration on your way to the final product,
you should have somebody critique it. And that person that critiques it should have this mindset, not
that this is a good product which is what the developers are going to tell you, because they think
they make no mistakes. I'm sure they gave it their best effort, but this person has to have the idea of,
at least the tester, that there's a bug in there. I know it's broken, I just need to find it.

0:09:02 KL: So this is what you mean by getting active in the way that you said schedule and cost
are monitored actively and early and we have a good handle on that?

0:09:09 JQ: Right. Keep doing that and those iterations that you build. | was a software guy once. |
wrote code and you write a little bit and you test that little bit, and you write a little bit and you test
that. That's the way it works best from my experience. There's a lot of evidence to support that too,
there's a lot of studies that say don't sit down and write the whole thing at one time and hand it to a
tester because it's a mess. Product development is filled with things that you don't know about what
the end product's going to be and building those iterations and playing with those iterations and by
playing | mean testing, that's one form of playing with them, you learn something about the product
and how it can be used or possibly be used and the risks that are associated.

[music]
0:09:55 KL: How do you see this play out in automotive?

0:09:58 JQ: Well, testing is significant component of automotive quality but there's things that
happen before that. Design reviews of the specifications or the intent, there is reviews of the way
we plan on going about achieving the goal of the Voice of Customer, that's called Quality Function
Deployment, we can use some other matrix tools to help with that, then there's tools that critique the
design beyond the paper requirements document or even that include that, for example a
specification review or something like that, then we have tools called Design Failure Mode Effects
Analysis which is a thought experiment on the product before you even have the product.

0:10:42 KL.: Let's talk about some of these because | think these are really interesting. Talk about
the Quality Function Deployment.

0:10:47 JQ: That's a tool that you use to compare... You're looking at the quality of the product,
how you believe that it will be worked and try to evoke any interferences between the quality that
can be delivered and the feature itself, the quality expectation and the feature. I've used up one
little... My preference is the Pugh Matrix to do those kinds of analysis.

0:11:12 KL: Tell us about the Pugh Matrix.
0:11:14 JQ: It's a weighted management decision matrix where you break out the things that matter
and you compare the design against those things with some kind of numeric value. You can

compare multiple designs from multiple approaches to a particular part of the design and you look
at them from a variety of perspectives, cost could be one, ease of implementation could be one,

05/24/17 Page 4 of 19



repeatable quality level or complexity could be another kind of thing, some attributes in those
categories that you would look and you start weeding out things that won't work or that have too
much risk associated with them and you start coming up with ideas that more closely align with
your calculation of risk-reward.

[music]

0:12:00 KL: Quality is really a function of risk, it's that connection of scope to risk almost, to me,
because what you're really describing was, is it too risky to do? So you set up the features you want,
you weight them according to what you care about most, and then you run all your designs against
it. So you were really doing a validation or selection process of design, viewing it as a quality
problem or quality opportunity while eliminating risk. We're not going to build the thing we don't
want. So | guess maybe people are going to take on the risk that they do want in those cases.

0:12:32 JQ: Right. And in order to take on or understand that risk-reward calculation, you have to
have done some analysis of what the risk could be. The reward part is pretty easy, we estimate that
it takes $2 million to do this project because we've done this kind of thing before. It takes 18
months to do because we've done something similar to this before. We might be off a little bit but
it's going to be kind of close. So we know what's in that bucket, we probably now have a general
idea of what the market will bear, from either historical record or studies on the market itself. Then
you have to start thinking about what can go wrong in the product. And for me, that starts early on
with the concept selection. You pick the wrong concept and you open up a whole set of risks.

[music]

0:13:21 KL: I'm going to go back to one other tool. One of the fun ones, it's failure mode effect
analysis. FMEA. This is an old technique. What part of the quality process do you look at this?

0:13:31 JQ: Two parts. Look at the design intent and you have engineers that have been around for
a while that've seen things. And you think about, "Okay, what can go wrong? What is the function
and how can it fail?" And if it fails, how severe would it be? How probable would it be? And how
often will it happen?

0:13:48 KL: It's like risk analysis but at the process level or at the function level.

0:13:52 JQ: Well, in this case it's at the design. We call that a design Failure Mode Effects
Analysis. So you're critiquing the design. You're right, there's also a process version of this called
the process failure mode effects analysis and that's reserved for the manufacturing and the material
handling parts of the product. But in the case of the design, you're looking at a specific part of the
design and say, "Okay, here's the door, it's designed to keep the water out. What if water gets in?
What would make it possible for water to get in here?" And then you'll start looking at, well this
could fail and that could fail. And you'd look at how severe that would be and how probable that
would be. Multiply severity probability in occurrence numbers and you get something called a risk
priority number and that tells you whether you should do something else about this or maybe it's not
severe that you can ignore it.

0:14:37 KL: Kind of those classic risk analyses at that point. Speak to something earlier, you said
the people doing this need not to be the ones who are optimistic, they are intentionally looking for
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how can the following design statement not work. How can it break.
0:14:51 JQ: Yes.
[music]

0:14:58 KL.: One of the other thoughts that come out in other Project Manager's Point of View here
sometimes is the role of the project inside the enterprise, how it fits in a portfolio in a program.
What is project management in terms of leadership, how do you talk to executives about it and
things like that. So projects sit down at the point of creating the mechanisms of change, creating the
mechanisms of producing products. And when you hit brand risk, I'm suddenly thinking executives
would probably pay attention to this, that they're being told a product needs to be good or that a
project manager is going to save some money by cutting back on some of the overhead, as it were,
related to quality or add to it. They're just kind of, "Tell me the price of this thing and get it done
and get it done on time." Have you seen this within enterprises that project managers are able to
elevate the conversation?

0:15:42 JQ: You have to come with evidence, you can't just say, "This is what can go wrong." So
you have to spend time to actually do some exploration, and you can maybe theorize what could go
wrong but my experience suggests that people need to see an actual wrong event before they'll start
taking those things maybe a little more seriously, with a little more strength behind it to match the
cost and the schedule stresses.

0:16:09 KL: How do you show the data for that?

0:16:11 JQ: Well, yeah, that's the thing. You have to have the right mindset to start. [laughter] You
have to have the thinking that quality is a significant part of our culture, quality is a significant part
of our end result. I'm going to focus on the cost, the schedule AND the quality. I'm going to work
out whatever measurements in quality that | need to pay attention to, to improve my chances of
success.

0:16:34 KL: We have to break the tyranny of hyper management of cost and schedule. When you
hit brand as an executive | start thinking like, "Wait hold it, that's hard to undo."

0:16:42 JQ: Once you start going down that road, we as people start thinking your quality's not so
good then... It's like for example, let's look at Samsung, their latest phone. | liked Samsung before
that. I'm not sure I'd buy one based on what I've seen the latest failure is for a little bit.

[music]

0:17:03 KL: When you have a project that is being developed and being executed in a global team,
that's obviously adding complexity, I think because of different cultures as well as different time
zones as well as more requirements for handoffs and communication. I would imagine some sort of
standards have to be started to put in place.

0:17:22 JQ: It's funny. You took the conversation here because | was just thinking that we haven't

talked about that and that's a significant part. It is, it's not just the documentation, it's not the, "I
don't speak English as my primary language and you don't speak Hindi." There are logistics
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challenges with managing the communications between the sites. If I'm building a product and the
development is distributed the same, I'm building a system... You're doing some of it, I'm doing
some of it, somebody in Sweden is doing some of it and somebody in Germany is doing some other
piece. The theory is all these pieces are going to have to work together at some point. That's our
intent, it's a system that's supposed to work together. If I make some decisions on the product and
you make some decisions on the product based on your interpretation of the spec and somebody in
Germany does the same thing when we start putting the parts together, the thing might not work.
And finding the root of those problems takes time. And time is something that's often not accounted
for in the schedule because this is not part of the work, it's part of, "Okay, what happened here?"
This is more akin to problem solving that might not be in the work or schedule.

0:18:31 KL: It's kind of overhead or transactional time.

0:18:34 JQ: Yeah, it's transactional time, exactly. My experience is, no matter what kind of distance
tools you use to keep the team linked, they help and you can still get good results out of that but it's
not as simple as distributed across the globe and don't pay attention to it.

[music]
0:18:54 KL: So is the question that managing quality becomes harder or just more costly?

0:18:58 JQ: I think it becomes harder. Every one of those interactions are now, you have almost no
informal communication to avert things. There's almost no chance of serendipitous water cooler
conversation that, "Oh wait, you're going to do that with your part? Then I need to make this change
over here." There's a lot more coordination effort required, configuration management now becomes
a really big deal. It's another set of actions you have to take.

[music]

0:19:29 KL: All of this seems to be consistent with PMBOK but somehow there's something
different about this. There's something you need to focus on more about this from an engineering
perspective. Can you talk at all about how this is beyond or different or a subset of the PMBOK
discussion?

0:19:47 JQ: Yeah, it's a subset. When you see things like perform quality control, that's...

0:19:55 KL: How can you say no to that? Of course we should do that.

0:19:57 JQ: Yeah, exactly. That's part of the quality part of the PMBOK. But there's a lot of things
underneath that that are required and some of those will be engineering-centric, the same with
quality assurance. Your project plan probably has some kind of auditing requirements or should
have some auditing hooks in the milestones into the schedule and you're testing aspect should be
included in the schedule as well and those things kind of help you understand the product quality as
you're moving through.

[music]

0:20:32 KL: So as you're talking about this from an automotive perspective and the Voice of
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Customer, so you're coming out of the whole area of automotive engineering here. How can you
link those together for us? You're part of the Society for Automotive Engineers. Is that the proper
name?

0:20:45 JQ: Yes, that's it. It's a Society of Automotive Engineers, yeah.

0:20:48 KL: Do you see that there's shared information between the two kinds of project
management and its institutes and the automotive engineers and their societies?

0:20:56 JQ: There should be, because if either one of these things failed then you probably have a
failed product. If the engineering's poor and you haven't had some significant amount of rigor in the
engineering aspects, not just the design but the critique of design all the way to manufacturing, then
you're going to fail. But if | have a project that is not doing a very good job of coordinating the
activities and finding the right resources and talent and giving them the right time and tools and
money they need to achieve that objective, then I'm going to fail also. | have an MBA in Marketing
and a Master of Science in Project Management and an Engineering degree. | have all of those
because | understood that any one of those things goes wrong, chances are good the whole thing
goes wrong. You design a great product but you can't deliver it to the market, that's a fail. You can't
deliver it cost effectively to market because your project management's not good, that's a fail.

[music]

0:21:53 KL.: Yeah, I'm hearing some of the engineering ideas coming into the project management
here. The idea of Voice of Customer and how we're going to get to design right to begin with and
being able to link the production processes or the design processes using the project management
approach.

0:22:12 JQ: It's a very systematic approach to all of this and metric driven. You don't assume the
product is good. You find a way to understand the real nature of the product and for me that's maybe
take a negative attitude. There's a break in there, there's a failure in there. | just need to find it. And
if you don't find it, either you need to keep looking or perhaps maybe you've got something of good
quality here.

0:22:31 KL: Well if only we had a module on this under the PMBOK, how they have a specific
area on a risk manual or something like that.

0:22:37 JQ: If you're a project manager, you could probably do yourself some good if you were to
understand the type of metrics for engineering and put those things in place for your project,
especially when it comes to quality. Usually the schedule is done for you. You have a Gantt chart
that's being tracked and you certainly have the finance people giving you feedback on your budget.
Then you find somebody who can help you with the quality part.

[music]
0:23:05 KL: So remember folks, when it comes to ensuring quality, the power of negative thinking
is a good thing. Look for John's latest book, co-authored with Roopa Shenoy, Project Management

for Automotive Engineers: A Field Guide. It ties together some of the elements he discussed in this
segment, starting with Voice of Customer all the way to launch and post launch. The book is
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available through SAE, Society of Automotive Engineers, as well as at wwww.valuetransform.com.
Also, you can contact Jon through LinkedIn.

[music]

0:23:47 KL: Based in Halifax, Nova Scotia, Mike Frenette is the owner of Corvo Project
Management which delivers project management in agile training. Before starting his own
company, Mike worked at CRS Systems and before that he was with Anderson Consulting. Before
that Michelin Tires. In short, he's been around the block. He calls himself a serial PMI volunteer
and is a frequent speaker on PM and agile topics presenting over 50 times in the last decade. He
recently wrote a guide on Quality for one of his clients.

0:24:18 KL: When you're writing this guide, what's kind of the thematic thing that you see the most
as you're trying to consult to others about how quality should work?

0:24:25 Mike Frenette: Well, | think there are a couple of areas of focus especially since | was in
Information Technology. But in Information Technology, when people talk about quality, they're
usually talking about quality control. They're very seldom talking about quality assurance. There's a
huge focus on testing and that, you and | both know, is quality control. In other words, you don't
build it right, you find out you built it wrong and then you go away and fix it and there's a famous
quote from Harold Dodge, "You cannot inspect quality into a product™ which over the years has
been shortened to, "You can't inspect quality in,” which I think is a good maximum for anybody in
Information Technology and probably in any other industry that's producing products.

[music]
0:25:22 KL: How do you define your quality assurance approach then?

0:25:25 MF: In information technology, we try to define what level of quality is required before we
ever start creating anything and really, the only way we can do that is to engage our stakeholders
directly and to break down as we're supposed to do on any project, what we're doing into the
various components. People of course normally use a work breakdown structure to do that and to
define the deliverables that the project will produce. So once we know what we have to produce, we
shouldn't just run away and start trying to produce it without finding out from the people who will
be reviewing the product when we're finished producing it, what they're expecting. So a couple of
different ways to do that, if you're in a waterfall methodology and even if you were using an agile
framework, you could create some sort of expectation document.

0:26:26 MF: And then the guide I wrote, I called it a deliverable expectation document in which the
person who is going to review the deliverable and sign it off helps define the level of quality
required for the product. As we all know, quality does not equal perfect. So it's important to
understand where that needle is on the gauge from zero to 100 in terms of the deliverable that's
being produced, in fact, in terms of every deliverable that's being produced, and it can't be done in
vague terms. You can't sit down with a client and say, "Okay, where do you want the quality level?
80%"? 70%?" Not gonna work, so it means going through it. It might mean creating models, what
the product might look like or the deliverable might look like. Getting agreement and if that means
bringing stakeholders in some other parts of the organization to do that, then that's what you do.
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[music]

0:27:30 KL: When you talk about setting expectations of qualities, I'm hearing the kind of
stakeholder management issue. | mean in the end, the client has to agree to it and sign off. How do
you balance the subjective from the objective? In other words, it seems to me that when | look at
quality and how it's defined and discussed in the PMBOK when you're looking at thresholds, it kind
of even a six sigma approach, there's some sense that there's data and you can measure, is this thing
big enough, round enough, does it provide functionality, whatever, versus the client doesn't like it.
What their expectation is, is there a balance there or does this boil down to the client either likes it
or they don't and it doesn’t really matter if there's an objective measure of quality?

0:28:12 MF: Well, that's why you have a Deliverable Expectation Document. The client is helping
you create that and in your mind, as the producer of the deliverable, you have to think of your client
reviewing it with that Deliverable Expectation Document, which they have helped to create and that
they have signed off on and they are identified as the signatory of the final product so they should
have this deliverable expectation document. Let's call it a DED in front of them when they're
reviewing the final product. If you can see that it contains some guideline for the producers of the
deliverable and for the client when they go to sign off, something that is clear, then you know
you've got a good document on your hands. If you have something that's fuzzy that doesn't contain
any measurements, that doesn't contain anything you can go by and you're afraid that when you
produce the document, even though the client has signed off on the DED, they may not sign off on
the deliverable then, you know got a problem and you have to do something to fix that.

0:29:15 KL: In terms of in the planning stage, you're saying you have to fix that on the front-end of
it.

[music]

0:29:23 MF: Then we get into the realm of requirements management, requirements of solicitation,
making sure the requirements you produce do in fact address quality, contain visual models that will
help you and your user understand what has been recorded as the requirement and what they're
agreeing to. A user, a client, a sponsor, a stakeholder, they're not normally going to talk about
quality, they're going to talk about expectations. They're going to talk about the product. They will
tell you lots of things about the product, some of them will be very specific. They don't have quality
in the back of their mind. Now they do when they see the product.

[chuckle]
0:30:10 MF: Because if it doesn't work, they know it. But you need to address it up front and say,
"Hey, you know we're producing something here that, as we speak to you now, you can't even

visualize." “You can't see it. You can't touch it and when we produce it, maybe you can see it but
you can't hold it in your hand.”

0:30:25 KL: And to me, that's where the rub is because it's not really about whether it works or not.
It may work, particularly because of... You said software. It may very well work, but they may not
like how it works.

[music]
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0:30:42 MF: The DED is a little different from the requirements documents mainly because it
focuses on a single deliverable and it may have a few extra items in it that will help you and your
client understand when the product has actually been delivered.

0:31:00 KL: What kind of elements are those?

0:31:01 MF: Well, it totally depends on the document. You might be talking about clarity. You may
even be talking about things like the size of a document, if it's a document you're producing. You
might be talking about user experience if it's a piece of software. You may be talking about so many
different things and when you look at a deliverable and you're thinking, "I have to produce this," or,
"My team has to produce this,"” those things that you have to define are going to come to mind.
Otherwise, you can't really know what you're going to produce, can you? You must be able to come
up with metrics for what you're producing or you're sort of headed for failure 1 would think.

0:31:46 KL.: It strikes me that quality seems to be the very first, the way we're talking about it here,
be the very first thing the client will be reacting to upon seeing the, or the stakeholder, upon seeing
the product, the output of a project, right? It's like their first thing they're going to feel, right? "Oh, |
don't like it." "I like it." That's speaking to what you're describing as their sense of the quality.

0:32:07 MF: Yes, and we tend to think of quality in Information Technology as the absence of
bugs.

[chuckle]

0:32:15 MF: And a client, probably the first thing they think about when they see an Information
Technology product is, "Does it look nice? Is it user friendly? Do | know what to do without
opening a 500 page instruction booklet? Is it pretty?"

0:32:32 KL: "Is it cool?" is what they want to know and then, "What can | do with it?"

0:32:37 MF: And then they try to use it. If they have trouble using it then that's one thing. That's
lack of quality in the user experience. If they can use it but it doesn't do what they think it's
supposed to do, then there may have been a lack of quality in production of the requirements. If it
breaks, then obviously there's something wrong with it and that's what we try to have not happen
through all this test planning, test cases, scripts and so on.

[music]

0:33:11 KL: What that caught me thinking about was the very first thing they react to, of all the
things project managers plan for, is quality. But | don't think quality is the first thing people plan
towards, generally. You know, I come in and I'm thinking charter. I'm thinking laying out the highest
level, little bits of everything I have to handle, in the charter, and I start thinking scope, right? It's
requirements and it's work breakdown structure. What is actually being required of this thing and
what do | have to do to get there? And then we start working, resourcing and scheduling and all

that. Or how do you see this integrating at the beginning of planning?

0:33:43 MF: Well, I think if you look at each one of the knowledge areas, quality is something that
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has to come into play for every knowledge area. And of course in planning, we're creating that
project management plan which is how we're going to treat every knowledge area on the project.
When we think of that, we must have quality in mind. If we don't, then we're not going to plan
properly for quality.

[music]

0:34:12 MF: So we can have a quality management plan as part of the project management plan,
but we have to have a little mini quality management plan, if you will, in every one of the other
knowledge areas.

0:34:26 KL: How's that work?

0:34:27 MF: Well, for example, if you're talking about scope, we know that in a project charter,
scope is going to be fairly high level. At some point in time you're going to break it down using a
work breakdown structure and defining deliverables. And at the point where you are there, you have
the deliverable in mind, then you define it in more detail, especially if you're using an agile
methodology, you may not know much about it until you get to the point where you're about to
produce it. So how do you define that? You see to me, that should be in the scope management plan.
How will we ensure that we have quality in scope? And it's not just the work breakdown structure, it
goes beyond that. It goes to the DED's that | mentioned or in an agile project, you might say, "Well,
it's not a DED, it's something else.” Maybe it's a Definition of Done. Maybe it's acceptance criteria.
But at some point in time you get really detailed about that.

0:35:29 MF: If you look at time, well, quality processes take time. That's why they cost money.
Would you want to have quality processes that chew up 90% of your project budget? Probably not.
Would you like to have quality processes that cause the quality assurance part to cause a lot of
products being sent back for rework? Probably not. Because it all costs time. So how will quality
work into the time part of the project management plan? Same thing with cost, very similar to time
of course, it's another resource that we consume on projects. How will we deal with it when rework
has to be done? How will we deal with a client who says, "What are all these strange quality control
processes that you have? Why do you have those? That costs me a lot of money. | didn't ask for
those. | asked for deliverables to be produced. What are all these quality processes that | see all over
the plan.” How will you answer that?

0:36:36 KL: How do you answer that? And what's the justification?
0:36:40 MF: Yeah. Well, if it's 95% of the project budget, there's no justification.
[music]

0:36:49 KL: From an actual practitioner's perspective, how do people minimize the cost to
maximize the actual production of a quality product or output?

0:37:00 MF: 1 always go back to the PMBOK on this because you have quality planning, you have
quality control, you have quality assurance. So quality planning is all about what processes we're
going to use for quality control, what processes are we going to use for quality assurance. If
something fails testing at quality assurance time, how will it be sent back? Who's going to pay for
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that? We have quality control processes. Why would product be not produced well enough, why
would it have to be sent back? And we know that there will be product that is not produced well
enough and will have to be sent back. So if we talk about that upfront, and talk about quality control
processes to reduce the incidence of that happening, then I think that's where the conversation starts.
If it starts with, why do you have all these quality processes here and look at it, it's 20% of the
project budget, then you're going down a road that's going to be pretty tough, I think. If you talk
about the importance of quality in a product, if you talk about the definition of quality with your
sponsor, with your stakeholders and engaging them in defining what a quality product means, |
don't think anybody's going to believe that they can do that at zero cost.

[music]

0:38:21 KL: I'm wondering if that's an area where there might be benchmarks or some guides for
that?

0:38:26 MF: I'm sure there must be a cost of quality in various industries. If you are talking about
the aerospace industry, I would expect the cost of quality would be a lot higher than if you're talking
about accounting software development.

0:38:41 KL: Even the question of the trade-off of the cost of recovering from a defect versus the
cost of avoiding it to begin with, and a willingness to take that on probably has to do with the nature
of the product.

[music]
0:38:58 KL: This just strikes me really talking about a method of looking at risk management.

0:39:02 MF: Well, quality is certainly separate from risk. But producing a quality product is really
important and not producing a quality product is a big risk. So how do we mitigate it? | think DEDs,
definition of done, acceptance criteria, engaging the user in the definition of quality and definition
of what the deliverable should look like when it's finished, all those things are ways to reduce risk.
And when you make up your risk identification list, if you have quality in the back of your mind,
you should get a long list of risks that maybe you might not have gotten if you weren't considering
quality.

[music]

0:39:47 MF: How do you make sure you've got quality requirements, so that once you start digging
down into what has to be delivered and trying to get quality expectations from your client, how do
you get that into requirements? The document that PMI created, "The Business Analysts Practice
Guide." I recommend to everybody, it's chock-full of models, methods, processes for describing
requirements. And | think we're heading toward blueprints, making requirements visual. | really
think if we make requirements visual, then we'll have a much higher probability of successful
project.

0:40:34 KL: And why is that important?

0:40:36 MF: Well, it's the old, "A picture is worth a thousand words." So if you want to describe
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something, if you can put it in a picture or a model or a spreadsheet or a drawing, something people
can look at, they can't touch and feel it, but at least they can look at. So one example is your usual
wireframes, someone says they want a system to do X, y, and z. So you have to create a wireframe,
well make it look like something that they can relate to. It makes it much easier for the client to
understand it. Data, we've had data models around for ages, swim lanes workflow, another type of
model that can be used to really help clients understand whether you understand their requirement.
Plus it also helps clients understand whether they have expressed themselves correctly.

0:41:34 MF: One of the projects | was on dealt with a utility, but we brought up swim lane
diagrams, we brought up data models, and anytime anybody said anything about some regulatory
requirement, it was very often related to quality. So at that point, you write on the diagram and you
stick an arrow on it pointed at something relevant and say, "'You have to have this number of those"
or "You can't exceed this number of those" or "You better not have any of these or you're in deep
trouble.” You can understand how you would build systems to have some big red flags when some
of those thresholds were crossed.

0:42:20 MF: People don't understand that quality is not testing. It absolutely is not testing. It is
fixing things that when you do test it, they work. Writing your code, following standards, doing
everything you can to make sure that this thing is going to work at the time it's tested, but you have
to engage with the users. So if | had to say two things about quality, it's that. Engage with the user,
define what you need to do to produce a quality product right the first time as they used to say at
Michelin Tires, and they have a wonderful quality program there, and then work toward producing
it right the first time based on what the client told you they needed, what their quality expectation
was, and then worry about testing and keep your fingers crossed that there's no rework because
that's your goal, zero rework.

0:43:19 KL: My guess is this is the hidden risk mitigation cost...
0:43:23 MF: Yes.
0:43:24 KL: That people don't see or don't want to see.

0:43:27 MF: Yes. You could be right there. Everybody knows they expect a quality product. Not
everybody wants to pay for it and so there's a fine line there. But you're producing something. If it
doesn't work properly, you've got a big problem. | would recommend that anytime anybody's
writing a project management plan with their team, that they have quality top of mind in every one
of the knowledge areas. I think you can apply quality in each one of them. You can understand the
cost of quality and you can understand the impact of poor quality in every one of those knowledge
areas.

0:44:06 KL: So remember, engage with the users so you can make it right the first time. To ensure
that all of the stakeholders are on the same page, draft a Deliverable Expectation Document. Use
models and graphs or anything that will help everybody better imagine the desired outcome. And
keep quality in mind at every step of the way. Look for Mike's articles and webinars at
projectmanagement.com. There's a lot of interesting stuff there.

[music]

05/24/17 Page 14 of 19



0:44:38 KL: Brian Cohn has been involved in product development for more than 30 years in
engineering, project management, product management, and application engineering. Currently a
process excellence manager at Danfoss Power Solutions in Minnesota, Brian works with project
teams to ensure that they do a great job in developing new products. He also works on a number of
continuous improvement initiatives in that realm. One topic he has particular passion for: Quality in
product development.

0:45:05 KL: How do you define quality?

0:45:07 Brian Cone: We have very strong quality system within our organization. And we have a
fairly simple definition. It is conformance to requirements.

0:45:16 KL.: Is there an issue about market alignment there then? So the requirements then, is that
what the market wants or what the executive wants or...?

0:45:24 BC: We have a process that we go through at the beginning of each project to uncover the
requirements from the market. Of course we then make some decisions about what our products
will do. It’s that we may have many customers that have conflicting requirements or need different
levels of performance in a particular parameter. We have a process that we go through to decide
what level of performance we're going to provide because every feature that we add to a product
adds cost, it adds risk, it adds failure modes so we really try hard to find that product that meets the
sweet spot of the market.

[music]

0:46:15 KL: So talk to me about how your role in the oversight of the product development
practices touches in quality and what does that look like in the way you end up rolling it out in that
role.

0:46:25 BC: In our business, we support people that do large construction and agriculture
equipment, have a mindset very similar to the automotive industry, so they have expectations that
the products from us that they put in their machines will work perfectly when they're in and work
perfectly for many many years.

0:46:44 KL.: So there's a certain sense of consistency over time that matters here. This is not just a
project quality in the sense of just getting through the project, but that the product itself has this, |
guess it's designed quality, for being used for many years.

0:47:00 BC: Yes. So | think there are certainly aspects of project quality that we need to work on.
There's a quality aspect in terms of ensuring that the products that we develop provide the features
and the functionality that the customers expect. We always think about quality as conformance to
requirements and really even beyond that, conformance to expectations. And so we have a lot of
things we do to gather the Voice of the Customer, understand their expectations, turn those into
requirements, and then ensure that the products meet those requirements. Generally, one of the
elements of those requirements is durability.

0:47:47 KL: Some of our other speakers on quality have all hit on this one thing that is not in my
mind specific or explicit in the PMBOK for example, which is this Voice of the Customer.
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0:47:55 BC: Yes. Very important part and we have a lot of things that go into safety. | mean, if one
of our products doesn't work correctly and we have, for example, a wheel-loader that goes downhill
on its own when it's supposed to be stationary, it could kill somebody. It's really important that we
build that quality to ensure that we meet the safety functionalities of the machines that we go into.

0:48:26 KL: But take me farther. Does this tie, in your world then, with a product lifecycle to how
it's released to the market and, you know, promotion?

0:48:35 BC: Absolutely. When we develop a product, it is at least a three work stream process
where we do, of course, the engineering work, the assembly work, and the operations, and of course
everything that we need to do to ensure the quality of our incoming materials from our suppliers.
But equally important, and many people would say even more important, is the launch of the
product. Our products typically get sold to dozens, if not hundreds, of different customers with their
different applications. So there's also a lot of work that has to be done to understand the needs of not
just a single application of the product but many applications of the product.

[music]

0:49:27 KL: Can you talk to us about how you've seen products go bad with respect to having
missed a quality step?

0:49:34 BC: What we see, and it's not actually that uncommon and it's not necessarily a quality
step, but a customer will use a product, and maybe even something that's been used successfully in
the market for many years, in a new application that works the product harder or a different duty
cycle, something like that, and they may experience unanticipated failures in the field. Our
customers are very often fairly large concerns that have extensive field testing of their machines
before they take them into the market. And so it's not uncommon for us to have a product on a
machine for up to a year of field testing before they start production so that we can uncover as many
of those unanticipated events before they go to market and before they expose themselves to
significant risk.

0:50:36 KL: What's the trigger for release in a case like that? How do you walk them across the,
"You won't be exposed to risk now?"

0:50:42 BC: From their perspective, it is field trials. So they'll have half a dozen or a dozen
machines that they'll put in the field. We have very extensive test plans and test expectations again.
We work very hard to take a look at the requirements and fully trace those into tests that we do. We
have a lot of products that have 10,000 hour life expectations and we have ways to accelerate that,
but in our product development, it's not unusual to have tests that take three to six months to do...
To torture test our products before we even let them into the hands of the customer. It's very
important for us to get the requirements right the first time so that they can go in and they have a
very stable product that they put in their machine.

[music]

0:51:40 BC: Of course, almost all projects are investments of some sort. And if I'm an operations
manager, I'm used to thinking of risks in a different way. I'm thinking of low probability, big impact
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scenarios. My key supplier has a fire or flood. In fact we had a supplier who had a fire and then
three months later had a flood at their factory. On the other hand, if | take the sale's side, I've got a
set of risks of customer A may not buy a whole lot, but customer B may... But | also have a lot of
statistics that | can have a fair amount of variability in any one customer, but in aggregate, it's fairly
low risk.

0:52:25 BC: On the other hand, in a project we generally have a fairly large number of, maybe not
huge impact risks, but they're there. And they tend to be fairly high probability. And so if | look
over the course of this project, and I've got 18 months, which is our typical project duration, is |
might have a project plan that says if everything goes well it's going to take me 12 or 15 months,
but I know I need to put in three months or whatever the right amount is for the project, a buffer for
those events which, | cannot tell you which one is going to happen, but I do know that some of
them will. And it's really hard for management to get around that idea of needing a project buffer, to
have a high probability of when we're going to release. Because it's very important to the
organization, and especially to the sale's side of the organization, to have some confidence of when
this product is going to be ready to sell.

0:53:29 BC: There's a lot of work that the project managers need to do to explain to the
organization who isn't used to project risk, that they need to put that buffer in. And then there's the
struggle of managers, "No, take that out because we need to get it done as quickly as possible and
we don't want you planning your project to take 18 months when there's a possibility it can be done
in 15." But then somebody locks in on that 15-month timeframe and then everybody gets
disappointed when it takes the 18 month that we really expected it to take because we knew that
some of these risks events are going to happen.

[music]

0:54:13 KL: So is this really about communication? It sounds like there's some analysis that gives
you the number but the next key is to communicate this.

0:54:19 BC: It's a matter of finding a way and to communicate it that the organization can
understand. | find it interesting because if I turn this around and I think about what we do in
operations, any one product in our lines typically takes somewhere between 15 minutes and an hour
of assembly line time to build and yet somebody places an order, and we promise we're going to
ship it to them in six weeks or maybe eight weeks, sometimes it's even 12 weeks to do that, and
they seem to accept that and to me that... There's a lot of buffer here, and it's sort of bit understood
as the normal way of operation and it's just not accepted, not understood in a product development
perspective and it's something that we need to find better ways to communicate to the organization
that this is the right way to plan projects.

0:55:13 KL: We've had a speaker on this, actually a guest on the podcast looking at this, kind of
looking at it from a lean perspective, the idea of stripping buffer out and essentially there's a lot of
schedule buffer you immediately put in when you do this and essentially scope buffer, when you do
things in an agile perspective, trying to figure out what you're having to adjust in scope and try to
find a way to, as a portfolio of projects, being able to use resources and enable teams in a more
effective way.

[music]
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0:55:43 KL: By the way, the podcast | referenced there was Advances Part Two: Beyond the
PMBOK, check it out.

[music]

0:55:51 KL: I don't know that people think about quality as soon as the words ‘'innovation' come
out of someone's mouth. How would you incite or entice our project managers to think about
innovation and quality at the same time, or should they?

0:56:03 BC: They need to. It’s that if you go to this very simplistic definition of quality, which is
conformance to requirements and in it by analogy conformance to expectations and ability to do the
job that needs to be done, we always start by identifying what is the job to be done by the product
and then finding a way that does that in a unique way, in a way that provides some additional
benefit to the customer. But it has to do it in a way that meets their expectations and meets their
needs. So it has to be designed in and thought in from the get-go.

[music]

0:56:49 KL: Where can people find out more information in your mind around how quality and
product management, project management all come together?

0:56:58 BC: One place to start is the Product Development and Management Association, similar
to the PMBOK. They have their own guide for product development and it guides you to many
things that would be done in the realm of product development, to ensure that you end up with a
product that meets requirements. There's also the Society for Concurrent Product Development,
SCPD, that people could go to that brings some of these things to mind.

0:57:28 KL: That would be very helpful. I think, for people who want to follow up and hear how
they can take their project management lens and maybe go farther into this space.

0:57:35 BC: To me, the key message is that first, the standard project management skills and
toolbox are critical to success in product development. We've seen many instances where we've
pulled an engineer out and said, "Go manage this project™ and it doesn't go very well. Looking at
risk from many lenses is really critical to success and looking at risk from strategic risk, is this
project appropriate for the company to... What are the things that are the risk to the schedule, the
risk to fulfilling the business case down to really detailed risks that come up through the FMEA
process and to make sure that this is a team sport, a team process to do it. It is not engineering doing
something and throwing it over the wall to manufacturing, throwing it over the wall to marketing to
sell it. We all have to do it together and | think that's something that can make being a manager of
product development projects a little more challenging is you have these people with very different
mindsets that you have to bring together and turn into a team to develop something that is a success
for the company.

0:58:48 KL.: So they have the right skills to lean on there for this?

0:58:51 BC: Absolutely.
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[music]

0:58:54 KL.: I encourage you to check out some of those resources Brian just mentioned and look
for his webinars on projectmanagement.com.

[music]

0:59:03 KL: Meeting expectations means getting quality expectations into requirements. It means
keeping the voice of customer in your headlights, from the starting gate all the way through the final
output and launch. To deliver a quality product, you must include a quality management plan in all
the knowledge areas of your project plan, beyond scope time and budget but to include risk,
communication, staffing, and acquisition.

Special thanks to my guests Jon M. Quigley, Michael Frenette, and Brian Cohn.

0:59:33 S5: Our theme music was composed by Molly Flannery, used with permission. Additional
original music by Gary Fieldman, Rich Greenblatt, Lionel Lyles, and Hiroaki Honshuku. Post
production performed at M Powered Strategies and technical and web support provided by Potomac
Management Resources.

0:59:49 KL: PMPs who have listened to this complete podcast may submit a PDU claim, one PDU,
in the Talent Triangle Technical Project Management with the Project Management Institute CCRS
system. Use provider code C046, the Washington DC chapter and the title PMPOV 0039
Influencers Part IV, Quality. Visit our facebook page, PM Point of View to comment and to listen to
more episodes. There you will also find links to the transcripts of all of our episodes. You can also
leave a comment at pmiwdc.org/contact and of course you may contact me directly on LinkedIn.

I'm your host, Kendall Lott, and until next time keep it in scope and get it done.

1:00:29 S5: This podcast is a Final Milestone production distributed by PMIWDC.
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