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Executive Summary

This document, titled “QA Guidelines to PHWB partners”, has been prepared – within the work package …. “Quality Control and Impact Evaluation” – by the work package leader (Aristotle University of Thessaloniki). The broad purpose of the document is to share and offer to all PHWB partners some guidelines that should allow partners to undertake effectively the quality management of the project activities they either are responsible for or are asked to complete by other project partners.

The pursuit of this broad objective should guarantee the successful completion of the PHWB project and of all its activities, as they were conceived and formulated at the outset. 

As such, the present document should:

1. Raise partners’ awareness about quality control and improvement within the project;
2. Provide general criteria for identifying the key outputs of the activities (what was done) and the key processes that were followed to pursue or complete the activities (how they were done);
3. Provide general criteria for evaluating and using feedback from partners with the scope of offering areas of improvement throughout the duration of the PHWB project.
1 Quality System of the Project

Within this project the following will be considered:

· A framework of management and technical activities, which evolve around a cycle of planning, implementing, and assessing

· It describes the policies, objectives, principles, organizational lines of authority, responsibilities, accountability, and implementation plan of the project

· It ensures the quality of the project’s work processes and products

As continuous improvement process, the project will implement the ‘PDCA’ cycle. It consists of the following four steps: “Plan → Do → Check → Act (PDCA)”.

Plan: The “plan” procedure ensures that the possibility to plan ahead for changes within project developments is possible. Defining the objectives and processes necessary to complete the projects’ aims and objectives will achieve results according to the expected predictions. The first plan will be provided by work package lead partners; each partner will follow this plan to plan its implementation within their own organisation.

Do: Subsequently the following “do” step ensures that new processes amongst partners, coordinator and third parties (like stakeholders, target group etc.) are encouraging an implementation under controlled circumstances. They shall be committed to implement the foreseen plan in time and with the foreseen results.

Check: The “checking” process commences when partners’ or third parties’ activities, implementation, communication and key project processes are evaluated – which, in this project will be an on-going process. The results will be evaluated according to a joint methodology in order to identify changes and initiate modifications where necessary. 

Act: The final stage of the cycle introduces measures to standardise procedures within the projects’ development or make improvement to enhance these. This will be managed by answering to and applying recommendations found upon the above described evaluation within the step ‘check’.

Through this cycle, project partners and coordinator are provided with the opportunity to observe, assess and refine all the projects processes and outcomes.

2 Code of Conduct

In their relationships within the overall consortium, each project partner shall be committed to the following rules and requirements.

2.1 Being responsive

To contribute to the value and effectiveness of the Project, it is vital that Project Partners respond to messages, enquiries and requests quickly and comprehensively. The following principles must be implemented:

· A reasonable time limit will be enforced for acknowledging receipt of messages: inquiries should be responded to within 5 working days.

· Project Partners will always provide a response, no matter what the outcome.

· Necessary tools must be in place to immediately inform other Project Partners of staff absence or office closure which will affect the above response time limits and Network Partners must always provide an alternative contact or expected date of return.

· Regularly check all incoming information and perform any required actions to the deadlines requested.

· Inform Consortium Coordinator of any issues which could affect the proper functioning of the consortium.

2.2 Behave professionally at all times, be cooperative and try to find synergies

To qualitatively guarantee the excellence of the project, project partners are required to be dedicated to providing a professional service to their colleagues within the consortia. To uphold the professionalism of the consortium, partners must:

· Respect mutually established deadlines and be accountable for agreed measures and rules of the consortia.

· Follow agreed consortium processes and procedures at all times.

· Make the consortia aware of areas of expertise, through consortia tools or otherwise, and be prepared to use this expertise when assistance is requested from another partner.

· Be realistic in the level of support they can offer a colleague and communicate any difficulties that arise in delivering this support.

· Endeavour to continuously update and improve the skills of individual staff members to help enhance the knowledge and expertise of the consortia overall.

2.3 Share important information within the consortium

A two-way flow of important information between consortium coordinator and project partners is vital to ensure successful communication. For its part, consortium coordinator is responsible for:

· The dissemination of all correspondence with regards to project related activities.

· The provision of sufficient notice of deadlines for actions relating to reporting or contractual issues.

2.4 Contributing to the spirit of the consortium

Sharing a common vision, aims and values will enhance the commitment, enthusiasm and effectiveness of the consortium, as well as allowing partners to learn from one another and share good practices.

To maintain this project spirit, project partners should:

· Be supportive and cooperative with their project colleagues while striving to make trusting, sustainable relationships.

· Treat other as they would expect to be treated themselves.

· Ensure contact details, changes in personnel and areas of expertise are kept up to date via consortium tools which will allow any partner to find the most appropriate contact quickly and confidently.
3 Quality Assurance Procedure

The quality assurance process will focus on the deliverables and will be performed according to the following procedure.
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* 1 month prior to the deadline according to the detailed description of the project

2. Self-assessment of the deliverable - WP Leader

* 1 week (5 working days) from the delivery of deliverable

3. Amendments - Partners

* if YES - 2 weeks (10 working days) for Partners to amend the deliverable
* If NO - END

4. Evaluation of corrections - FOIT

* If NEGATIVE - Further amendments (1 week - 5 working days)
* If POSTIVE - END

5. OUTPUT - Acceptance of the deliverable - FOIT





4 Quality Assurance – key steps

1. Before starting the WP(s):
· Become familiar with the quality assurance plan and key documents and templates.

· Write the WP specification.
2. Once the work starts:
· Use the project deliverable template, use the suggested document file naming logic.

· Follow the QA assurance process.

5 File naming standard

Broadly speaking, the PHWB project uses the DROPBOX file sharing system for internal purposes and for raising partners’ awareness on the project activities of each partner institution. The PHWB project instead uses the project official webpage to bring the project to stakeholders and audiences targeted by the PHWB project. 

Internal use of DROPBOX file sharing system

The project files will be stored in a shared Dropbox folder. Every work package should have a separate folder named as followed – WP number – WP name, e.g. WP2 - Quality Assurance and Impact Evaluation
In order to be able to identify the project files it is recommended that all files are saved  using the following name:

· {Work Package and deliverable number*}-{Name / short name of the deliverable}-Vxx.docx

· xx is the 2digit version number. e.g. WP2.5-Evaluation methodology-V01.docx

Recommended that all final pdf files are saved using the following name: 

· {Work Package and deliverable number*}-{Name / short name of the deliverable}-Vxx-final.pdf

· xx is the 2digit version number. e.g. WP2.5- Evaluation methodology-V04-final.pdf

* if applicable (e.g. it is not applicable to WP’s specifications to indicate the deliverable number as they refer to the whole WP)

6 Risk Management

Risk Management of a project is a continuous process, which focuses on the prompt identification of the risks, the analysis of their impact on the project and the decision making process for tackling them, so as to reduce the possibility of a major problem arising during the project implementation. Specifically, Risk Management is a series of five distinct steps, which are the following:

6.1 Risk identification

During this step, the risks which are likely to happen are identified as well as their corresponding impact with a primary assessment/ evaluation of the degree of exposure to each one of them. Risk identification is based upon the sound understanding of the project and its requirements, as well as the objectives set. Knowing the overall objective/s the Consortium attempts to systematically register them and the reasons for them occurring.

6.2 Risk assessment

Risk assessment is based upon the classification of the possible occurrences and on the following sub-assessments:

· Probability assessment: which is the probability that the occurrence happens, on a nominative scale (highly likely, likely, rather likely, rather unlikely, etc.).

· Qualitative assessment: which are the consequences of the specific occurrence (grave, big, small, negligible, etc.).

The results that occur place every occurrence in a two dimensional matrix, which is the result of the aforementioned sub-assessments. It is clear that the more analytic these sub-assessments are, the more expanded the matrix will be. The aforementioned, are represented in the following matrix, where the probabilities are grouped:

	Probability
	Consequences

	
	Negligible
	Small
	Big
	Grave

	Highly likely
	H
	H
	E
	E

	Likely
	M
	M
	H
	E

	Rather likely
	L
	M
	H
	H

	Rather unlikely
	L
	L
	H
	H


E: extreme risk; H: high risk; M: medium risk; L: low risk.

6.3 Techniques to mitigate the risks

Risk management intends to either avoid the risks or to minimise their consequences, during the project implementation. Depending upon the risk categories, there are different techniques aiming at minimising the probability of the risk happening and its gravity, as well as at increasing the possibility for their prediction.

6.4 Selection and implementation of the appropriate management technique

The objective of this step is to determine the means for tackling each one of the risks that have been identified as “E” or “H” in the table above, in relation to keeping the cost expected to incur within the budget, leading to reducing the probability levels, or even eliminating the risk altogether. This step aims at putting in place mechanisms for reducing the risks as efficiently and effectively as possible.

6.5 Monitoring and reviewing, when necessary

The final step of this process includes the constant monitoring of the risks, the identification of the changes incurred in the risk assessment matrix and the identification of reviews/ adjustments in the risk management techniques implemented, if needed. There are numerous risks in projects, which are at the same time challenges that should be considered in a quality plan.

7 Typical risks to projects

Below are some typical risks related to projects followed by a short statement of how the quality plan foresees to find help or countermeasures or overcome these challenges:

Management challenges related to international collaboration and internal communication

Even though such problems are normal given the composition of the international partnership including a variety of different organizations, the activities foreseen by the project will contribute to the progressive strengthening of working bonds and communication channels between the partners. The project foresees the use of different tools aimed at guaranteeing a constant communication between the partners: face to face meetings, document sharing, discussions, e-mailing etc. However, in case that the internal project evaluation processes show problems of communication between partners, the project management will have to intervene with specific ad hoc countermeasures.

Time plans are too ambitious or deadlines are not met

Most partners who are involved in the project have a long experience in planning and carrying out projects on national and/or European level. This experience will help partners to monitor the scheduling of the activities and to respect the intended deadlines. However, the manager of each partner organization should inform the project coordinator as soon as possible of any risks and transfer all information to concerned partners. The internal evaluation reports will outline when deadlines are not met and appropriate measures have to be applied.

Methodological challenges

Any methodological problems will be discussed at project meetings with all partners. The coordinator will also be actively and constantly involved in this and guarantee the methodological coherence of all the project activities and results. Any possible problem emerging in this area will be discussed and solved in the framework of the foreseen evaluation and quality assurance sessions at the project meetings and in/after pilot workshops.

Mismatches of results vs. initial objectives

The project work plan foresees ongoing formal evaluation in all work packages compared to the objectives and quality indicators described in the application. This mechanism will allow the project management and the partners to refine activities and actions in case the obtained results do not correspond to the objectives of the project.

Problems related to the valorization (dissemination and exploitation)

In order to prevent the emergence of such problems, partners’ dissemination and exploitation activities will be discussed in all consortium meetings. Monitoring of dissemination and exploitation activities will be organized by the WP lead and guarantee the achievement of the stated dissemination and exploitation objectives. To prevent the probability of one of the aforementioned to happen effective risk management should be put into effect in each partner organization, such involving equally all partners of the project, given the fact that in order for all the risks to be assessed, sound feedback should be provided by the whole partnership. Each partner should not only inform the other members of the consortium about the probability of each risk presented, but also inform as soon as possible the consortium about any changes happening in their organization. Effective communication is the key to decreasing internal risks and therefore, a lot of importance is put in the communication channels put into place.
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