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1. Introduction

Enter the purpose of the document.

The purpose of the Quality Assurance Plan (QAP) is to provide an overall framework for implementing quality management on the project to ensure a successful Statewide Management, Accounting and Reporting Tool (SMART) execution. The QAP will be reviewed and updated as the project develops and progresses. The most recent version of the QAP is posted on the Sunflower Project Web site. 

The QAP will outline the various roles and responsibilities of the team in managing the project’s quality processes and ensuring they are implemented and followed. In addition, the QAP will list the quality planning tools and techniques to be used on the project and the process for ensuring the project adheres to the project standards and controls, Issue Tracking, Risk Management and Change Control procedures.
1.1 Audience
Enter the Test Plan ID for tracking.  Enter the Test Plan ID in the format ‘Source System Acronym’-‘Target System Acronym’-Rnn where nn is a sequence number.

The primary audience for this document is:

· The project stakeholders and the project team members.
1.2 Scope
In Scope

The QAP plan will provide the strategy and the detail plan in order to execute quality assurance for the application and the interfaces for external systems with SMART for the entire organization. The QAP will:

· Ensure that all steps of the project are monitored.  
· Ensure proper user acceptance criteria for each type of testing
· Determine signoff procedures for various milestones of certain data elements
Out of Scope 
The QAP plan will not provide the strategy and the detail plan for the following:

Non SMART applications
The following diagram demonstrates the interactions and interfaces to SMART.  The intersections of the diagram (interfaces) are in Scope.  The area that does not interface to SMART is out of Scope.
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2. Quality Assurance Process 
2.1 Overview

The general goal of the project will be to deliver a product, as specified in the project plan, complying with the concerned requirement specifications and according to the agreed time schedule.   The project and quality goals are described in detail in the Project Charter.
Quality is achieved when all deliverables are produced: 

· According to specifications and standards 

· Free of defects or unintended consequences 

· That meets users’ needs and expectations 

· On time 

· Within budget 

As a means of determining if the users’ needs are being satisfied, quality focuses in three areas: 

1. Goal (achieving the project deliverables)
2. Methods (appropriate methodologies, standards, procedures and guidelines used effectively during the course of the project)
3. Performance (efficient in its use of resources and effective in function) 

Achieving a balance between these variables is difficult but critical to project success.
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The QAP identifies the procedures and activities that the project team defines, plans for, and executes for quality. The following quality model will be adopted by the QA Team to ensure the correct quality processes are used for the Sunflower project. The model defines a quality assurance process that is endorsed by KITO and consistent with ISO (International Standards Organization) 9000 standards.
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The quality process will be facilitated using the following tools:
· Quality checklist at each phase of the project

· Agency surveys

· Agency visits

· Documented standards

2.2 Quality Assurance Sessions

Quality Assurance is a continuous process throughout the lifecycle of the project.  Quality assurance will be executed through all phases of the project in performing detailed analysis, testing, correction, re-testing, and review sessions. 
To ensure the project’s quality processes are implemented and followed, roles and responsibilities have been defined and assigned to project team members. While everyone plays an important role in ensuring the project and the products and services delivered are of the highest quality, the Project Manager, QA Team and the Team Leads are responsible for designing, maintaining and managing the project quality processes.  The following table outlines the Roles, Responsibilities and the individuals assigned.
2.3 
Roles and Responsibilities Table
	Roles
	Responsibilities
	Name

	Project Management
	· Members of and oversee the QAT to enforce consistent application of project process, standards and controls.
	Kent Olson

Peggy Hanna

Gary Schneider

Mike Purcell

	QA Team
	· Conduct Quality Reviews of Deliverables

· Conduct Design and Code Walkthroughs and inspections
· Ensure Issue / Development logging & tracking and conduct Issue Reviews
· Review any defects at each phase of the project
· Enforce thorough documentation and adherence to standards, in work products, and in technical implementation of configurations, conversions, interfaces, modifications, developments and other system designs.
· Periodic QA Milestone review with team and agency key personnel

· Quarterly reviews with IV&V
	Stacey Calhoon

Chris Lewis
Dee Bonnaventure

	Project Management Team Leads
	· Manage Project Decisions 

· Ensure all work products and project documentation is thorough, correct, and anticipates the needs and expectations of the users, the system, and the Project Management
· Provide Leadership and support for the teams  
	Annette Witt
Shirley Hollis

Stacey Calhoon

Pam Fink

Vickie Hemmen

Connie Guerrero

Dean Arzoian

	SMART Team Members
	· Follow the standards and documented procedures for the project and encourage the other team members to do the same.

· Ensure all work products and project documentation is thorough, correct, and anticipates the needs and expectations of the users, the system, and the Project Management.

· Participate in Peer Review sessions as determined by the Team Leads.

· Be proactive and bring issues and suggestions related to the quality of the project processes and the system to the attention of the Team Leads and Project Management.
· Store and archive project files in accordance with established policies, processes and procedures.
	All SMART & State Team Members including:
PM Office

Functional

Technical

Agency Integration

Central Agency Integration

Communication

Training



	Agencies
	· Follow the standards and documented procedures for the project and encourage the other team agencies to do the same
· Be proactive and bring issues and suggestions related to the quality of the project processes and the system to the attention of the SMART team.

· Provide the right resources and actively participate as required in all phases of the project
	Agency Key Personnel


2.4
Project Plan and Statement of Work
The Sunflower Project team members, monitored by project management, review the project plan and statement of work:

· Identify elements of risk

Risks can arise in a variety of ways, particularly during analysis of the CRP sessions Business Process Analysis includes group meetings to discuss the design of the PeopleSoft software and how it compares with the current business practice. Risks that arise during these sessions will be documented by the functional analyst leading the session or by the session’s scribe. During the Project, any team member can identify risks in the Risk Log. The team member that enters the information into the Risk Log will determine and assign a “probability of occurrence” to the risk. Sunflower Project team managers will review all the risks on a weekly basis to determine that the probability is appropriate.
· Ensure milestone dates are on target
· Milestones of the project are the deadlines. The Project Management Office (PMO) will monitor all milestone dates and communicate the deliverable dates to the Sunflower Project team members.  They should also report whether a milestone is passed or not and analyze why this may or may not have happened. 
· Identify changes in scope

The scope of the project is defined in the Statement of Work (SOW).  Any business requirements that change the scope of the project will require detailed documentation with approval from the Project Management Team Leads (see Roles and Responsibilities Table).
2.4 Budget

Project Management reviews the budget for:

· potential cost overrun
· budget variances (actual versus budgeted dollars to date)

2.5 Communication Plan
The Communication Plan is reviewed and monitored by the QA Team to ensure the following major principles will guide communications during the project: 

· Communication will be timely, appropriate and cost-effective 

· Communication will be concise and informative

· Communication will be for the entire organization to understand the project objectives and to identify the benefits of the project 

· Stakeholders from different parts of the organization will be provided with opportunities to participate and provide input to the Sunflower Project Team Members
· Communications will be coordinated and delivered using various methods depending on the role 

· Provide periodic updates relating to the Sunflower Project’s progress

· Provide an opportunity for employees to give input and feedback on issues that effect the project 

2.6 Risk Assessment
Quality Control activities ensure that quality is measured and monitored and defects are identified and corrected through appropriate actions. Accenture shall, in consultation with the State Management Team, develop and maintain a Risk Assessment Plan which shall include a Risk Tracking Document.  The Risk Assessment Plan will:

· Identify key risk elements and rank these risks based on probability of occurrence and impact should the risk element be realized.  
· Include mitigation measures to monitor identified risks.  Using these measures, Accenture shall update the Risk Tracking Document to report on the status of identified risks and any proposed or implemented risk mitigation activities.  The updated Risk Tracking Document shall be included as a subsection of the monthly status report and as part of the weekly status report. 
· Document the State’s initial risk analysis as a way of tracking and managing risks during the project.
2.7 Issues-Log Document
The open issues log in the SMART Monthly Status Report will be the primary project quality measurement. The number of open issues will be monitored, as well as the rate at which the issues are resolved. The number of open issues is a gauge to how much work is outstanding in the implementation that is not accounted for in the project schedule. The rate at which the issues are resolved gauges the efficiency of the team at working the issues. If the resolution rate decreases, or the total number of issues increases or stays at a high level, then additional resources may be needed to address the issues and keep the project on schedule. The priority level of the issues will also be monitored as a high number of high priority issues might signal the need for risk mitigation activities as high priority issues by definition impact the success of the project.

2.8 Requirements Gathering Sessions 

Identify the agencies’ specific requirements is critical to the success of the SMART since those requirements are an important driving factor to the decisions made regarding configuration and modification. 
Each agency received an Agency Impact Survey during the Pre-Implementation stage. This self-assessment helps us understand the needs and wants of each individual agency interfacing to the SMART, and how SMART will impact them.  

Requirements Gathering sessions (CRP sessions) with the Agencies were held (approximately 66 sessions) to give the project team a better understanding of the agencies’ business processes. This information will prove beneficial as we can see how agencies are doing business now and how that those processes will be completed in SMART.   

Agency Impact Surveys will be sent as required to obtain agency feedback which will be used when making decisions throughout the project life cycle. 

Each agency’s IT department received a QA Self-Assessment Survey. The information received from this survey will help the Project QAT develop standards based on best practices already in place in certain agencies. 
The QA Team will monitor CRP sessions, review the CRP survey results, evaluate and report the results to the Project Management Team Leads.
2.9 Functional Requirement Documents
The Sunflower Project team members review the functional requirement documents. A summary of the requirements is documented in the Functional Fit Gap Analysis Deliverable 11 and the Requirements Traceability Matrix Deliverable 12.  The State Team Leads sign off on the Functional Requirements.
The QA Team will review the functional fit gap documents to ensure the documents are concise and informative.

2.10 Technical Specifications Documents

The technical standards, processes and migrations policies are documented in the Technical Specifications Document.  State SMART project team and Accenture (functional and technical staff) review and comply with the technical standards.  The State Team Leads will sign off on the Technical Requirements.
The QA Team will review the technical standards to ensure the documents are concise and informative and monitor development activities to ensure the standards are followed.
2.11 Technical Development (Design and Build)
The Technical Fit Gap Analysis document identifies the requirements for all Customizations, Conversions and Interfaces.

Customization

The Sunflower Project Team Members (functional and technical staff) review all customization documents with the agencies for accuracy and completeness. 
The QA Team will perform random audits on each customization document to ensure it accurately reflects the customization documentation and to ensure it follows the technical specifications.
Conversions
The Sunflower Project Team Members (functional and technical staff) review the data mapping documents with the agencies for accuracy and completeness. 
The QA Team will perform random audits on each data conversion to ensure it accurately reflects the conversion documentation and to ensure it follows the conversion strategy.  
Interfaces
The Sunflower Project Team Members (functional and technical staff) review the interface documents with the agencies for accuracy and completeness. 
The QA Team will perform random audits on the interfaces to ensure each one accurately reflects the interface documentation and to ensure it follows the technical specifications.
2.12 System Test Plan and Timeline

The System Test Plan is reviewed and monitored by the QA Team to ensure the following major principles will guide testing during the project: 

· Testing will be timely, appropriate and cost-effective 

· Testing will be concise and informative

· Testing will be performed with Agency participation 

· Test data is identified 
· Test criteria is identified 
· Test results are documented and signed off by the State Team Leads
· How the test will be performed (test tools used) 
The QA Team will monitor random testing documentation and testing sessions to ensure each one follows the testing strategy.  The QA Team will audit and report the evaluation of testing including surveying the agencies.
The Sunflower Project team members will perform testing while user acceptance testing will also be performed by the agencies. Test results will be summarized and will be the key information for the decisions made during the project. The System Test Plan outlines the testing procedures, objectives and acceptance criteria. Testing against acceptance criteria is a key performance metric that will be tracked on the project to ensure the project is achieving its goals and objectives. 
Many agencies have been identified as requiring quality assurance interface standards within their IT department.  In order to protect the integrity of these interfaces, and the data, these agencies must define test criteria to validate interfaces. 

The Sunflower Project management team has given the agencies a timeline to complete their work. Below is a table of milestones with start and finish dates that we expect agencies to follow:

	Milestone
	Start Date
	Finish Date

	Develop project schedule for work effort
	11-10-2008
	12-15-2008

	Perform Interface and System Modifications
	03-01-2009
	08-31-2009

	Perform Integration Testing
	09-01-2009
	01-29-2010

	Perform User Acceptance Testing
	02-01-2010
	03-31-2010

	Extract and Clean Up Data for systems to be de-commissioned
	05-01-2009
	05-28-2010

	Loading Data Files
	06-01-2010
	06-29-2010
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2.13 Unit Tests

Unit tests are intended to cover all the business logic and data access logic; thus there are typically several scenarios that are executed by each unit test. These tests are repeatedly executed to ensure that ongoing development does not “break” any previously completed components.  The unit test results are documented and signed off by the Sunflower Project team.
2.14 System test/Integrated system test

The SMART application consists of the following high-level functionality:

· Functionality or sub-system description

· Report generation 

· Data migration

· Interfaces to other applications 

Testing of the application focuses on testing groups of components of the application both in isolation, as well as integrated together.  The unit test results are documented and signed off by the Sunflower Project team.  
2.15 Procedural Documentation

If it is determined that a policy or business process change is required, module leads will work with affected departments to identify and then document the details of the business process change.  The QA Team will review the business process documentation.
2.16 Training Plan
The Training Plan is reviewed and monitored by the QA Team to ensure the following major principles will guide training during the project: 

· Training will be timely, appropriate and cost-effective 

· Training will be concise and informative

· Training will have adequate Agency participation 

· How the training will be performed (training tools used) 
· Training technical requirements are identified (environment, security, data, etc.)
Training material will be developed for the End Users by Sunflower Project Training team using UPK and Adobe Captivate. It will be tailored to State business processes. The functional team leads will review and sign off on training materials prior to the training sessions.   
The QA Team will monitor random training documentation and training sessions to ensure they follow the training strategy.  The QA Team will audit and report the evaluation of training including surveying the agencies.
2.17 Training Session

Training has been grouped into two areas – Project Team Training and End User Training. PeopleSoft application-specific training will enable the State’s identified project team members to participate in project activities effectively and efficiently. The training curriculum is determined based on the team member’s role on the project. Throughout the project additional training may be identified and implemented as appropriate to ensure all project members and application users are able to contribute and use the system effectively with as few questions and issues as possible.

The Training Plan will be expanded in the project’s Deploy phase to detail the end user training to be conducted prior to go-live. It will include analyzing the training needs, defining the training curriculum, design and build of the training materials and training environment, testing training materials, train-the-trainer, training administration, and training delivery. 
The Training team will be comprised of representatives from the Sunflower Project team.  Based on the proposed Project Staffing Plan, it is expected that the State will complete 57% of the estimated work in this area and Accenture will complete 43% of the estimated work in this area.

2.18 “Go No-Go” Decision

The Sunflower Project team reviews all aspects of the implementation to determine readiness to continue.  The Project Management Team Leads (see Roles and Responsibilities Table) give approval to proceed.  
This review examines:

· the results of all testing

· the results of all training

· hardware readiness
· network readiness
· database readiness
· security readiness
· production support readiness
2.19 Enterprise Readiness Plan

The Sunflower Project’s Enterprise Readiness team will write the Enterprise Readiness plan. The plan will provide the strategy and the detail plan in order to execute an effective and smooth transition to the SMART system. The Sunflower Project team will review the plan to be sure it documents every step of the cutover.  Project Management Team Leads will approve the plan.  The QA Team will work with the Enterprise Readiness Team to ensure the agencies are prepared, ready on their end and know what is required of them at the time of cut-over and in production.
2.20 Post Implementation Review

A post implementation review will determine what we did right and wrong, and what could be improved.  The Sunflower Project team will review the results.  This audit will be used as a guideline for future phases of the project. 
3. Quality Assurance by Phase

The QA Team will be actively involved and support the Technical, Functional and Enterprise Readiness teams and the agencies/regents on a continuous basis during each phase of the project.  The QA Team will be responsible for the following activities:
	
	PLANNING
	ANALYZE
	DESIGN
	BUILD
	TESTING
	TRAINING
	PRE-DEPLOY

	Overall QA
	Review the following:
Project Plan

Communication                    Plan

Testing Plan

Training Plan

Enterprise Readiness Plan

Security Plan & Risk Assessment
Reporting Strategy

Technical Specifications


	
	Review the following:

Data Conversion Plan & Design

Interface Standards & Design 

Technical Fit Gap Analysis

Periodic QA Milestone review with team and agency key personnel
QADA

     Surveys

     Deliverables

     Meetings and    

     Workshops
Quarterly review with IV&V
	Monitor development to ensure migration standards are followed
Periodic QA Milestone review with team and agency key personnel

QADA

     Surveys

     Deliverables

     Meetings and    

     Workshops
Quarterly review with IV&V

	Ensure adequate end user involvement
Periodic QA Milestone review with team and agency key personnel
QA States and Analysis
QADA

     Surveys

     Deliverables

     Meetings and    

     Workshops
Quarterly review with IV&V

	Final review of Training plan
Periodic QA Milestone review with team and agency key personnel

QADA

     Surveys

     Deliverables

     Meetings and    

     Workshops
Quarterly review with IV&V

	Final review of cutover plan
Periodic QA Milestone review with team and agency key personnel

QADA

     Surveys

     Deliverables

     Meetings and    

     Workshops
Quarterly review with IV&V


	Technical QA
	
	
	Review list of customization, conversions, interfaces and reports

Random Audit & report technical customization documents
	Random Audit & report results of  technical conversions & interfaces 
· Standards are followed

· Technical work reflects documentation
	Audit the issue log
Assessment to ensure Technical readiness prior to training
Verify security design requirements are met.
	Assessment to ensure Technical readiness prior to training 


	Provide support and monitor the mock conversions and interfaces

Review Detailed Task Lists and Work Plans for Cutover

	Functional
QA
	
	Monitor CRP sessions
Analyze & Report CRP survey results
Random audit & report general survey results
Random review of  deliverable documents

Phase review to compare and ensure business requirements are met
	Monitor design sessions

Random audit & report functional customization documents

Audit & report security  design

Phase review to compare and ensure business requirements are met
	Random audit & report functional conversions and interfaces
· Standards are followed

· Documentation  work reflects functional requirement
Review System Test Plan

Phase review to compare and ensure business requirements are met
	Review Test Scripts and Establish Test Standards
Monitor and report overall results of testing

Random audit of testing activities to ensure test results are accurately documentation
Phase review to compare and ensure business requirements are met
	Review Test Scripts
Establish Test Standards

Monitor and Report Overall Results of Testing
Random Audit of Testing Activities
Phase review to compare and ensure business requirements are met
	Final review and audit configuration documents
Final review and audit security design
Phase review to compare and ensure business requirements are met

	Enterprise Readiness QA
	
	
	
	Review Training Materials

Review Business Process Workshops
	Review Training Materials


	End User Training Support
	End User Training Support

Final Review of Cutover Plan

Agency Support

	
	PLANNING
	ANALYZE
	DESIGN
	1. BUILD
	TESTING
	TRAINING
	PRE-DEPLOY

	Agency/Regent Integration  QA
	
	QA interface assessment survey
	Agency visit –introduction and review survey results

1. Agency visit – 

2. Establish & communicate interface standards

3. Develop agency interface workshop survey

Work with two large, one medium and one small agency (plus one regent) to obtain QA of interface standards 
	Agency visit –interface follow up (coding etc)

2. Conversion expectations

3. Testing expectations


	Provide support to the agencies and monitor testing activities 

Provide testing statistics
	Agency visit

Interface follow up

Evaluate & report effectiveness of  testing 

Evaluate & report effectiveness of training

Outline cutover expectations


	Work with Enterprise Readiness to ensure the agencies are prepared, ready on their end and know what is required of them at the time of cut-over and in production

Ensure Agency post go live support is in place


4. Assumptions/ Issues

4.1 Assumptions

· Agencies are on board and committed to the project.
· Accenture staff has the necessary expertise.
· State project staff will receive appropriate training at the right time during the project.

· Invited agencies will participate in the CRP’s.

· Project Team members will see the project through.

· It is in the State’s best interest to retain project team members.

· Agencies will retire their shadow systems that are appropriate to retire.

· Qualified applicants will apply for job openings.

· Project Management Team Leads will support and enforce the use of the system and retirement of shadow systems.

· There will be adequate Sponsor support to change KSA’s and KAR’s.

· Agency needs and interests are clearly communicated and understood.

· CIO’s and CFO’s will communicate about the Sunflower Project to their entire organization.

· Agencies will complete their task lists as required for a smooth implementation. Sufficient agency staff will volunteer for end user training.

· Project teams will provide each other what they need to do their work.

· Funding for the project will continue.

· Customizations are only approved if there is a critical business need at the state level.  Agencies may need to adapt business process changes to comply with the state process.

4.2 Issues

· None
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