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GUIDE TO 
QUALITY 
ASSURANCE 
PRACTICES

According to the U.S. Department of Health and Human Services 
and the Centers for Disease Control and Prevention, “The Project 
Management Institute Project Management Body of Knowledge 
(PMBOK) and American Society for Quality define quality as the 
degree to which a set of inherent characteristics fulfill requirements. 

The discipline of quality management complements project 
management with a focus on customer satisfaction, prevention of 
defects over inspection, management responsibility, and continuous 
improvement.”

https://www.hhs.gov/
https://www.cdc.gov/
https://www.pmi.org/
https://www.pmi.org/
https://asq.org/
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WHAT IS QUALITY MANAGEMENT?

Quality management is the concept of continuous improvement in compliance 
with any organizational and/or regulatory standards that involves a variation of the 
following steps, depending on your industry:

Planning.
Assesses the project’s current level of quality, where that level needs to be, and 
develops an effective and workable plan with specific targets for improving project 
quality. 

Doing.
Implements the effective and workable plan to create positive project change. 

Checking.
Reviews and evaluates the results of the implemented plan and its effect on project 
quality; ensures that no negative consequences exist.
    
Acting.
Takes action based on what was learned from implementing and evaluating the 
plan; continues repeating the cycle until the project quality goals are achieved. A few 
examples for quality goals in a sheet metal fabrication shop include the following:

• Improve the average set-up time to 85 percent or higher

• Maintain rejects below 0.65 percent

• Improve the average shipping rate to 95 percent or higher
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WHAT ARE THE THREE STEPS OF QUALITY 
MANAGEMENT?

1. Quality Planning

According to PMBOK, quality planning “involves identifying which organizational 
and/or regulatory quality standards are relevant to the project and how to satisfy 
them.”

One quality planning technique is cost-benefit analysis, “the process of comparing...
various costs associated with an investment with the benefits that it proposes to 
return in order to choose the best or most appropriate option.”
    
Another technique is benchmarking, “the process 
of evaluating and comparing project performance 
against an identified benchmark” to “continuously 
[measure] and [improve] project efficiency.” 
Benchmarks can include the organization’s quality 
plan, similar projects from the last six months, or 
industry standards.

During this stage of quality management, a formal 
document called a quality management plan is written 
to address key aspects of assessing project standards. 
The plan defines project policies, objectives, 
principles, responsibilities, and accountability in 
relation to project quality. It outlines how the team will 
implement, perform, and measure those factors. 

2. Quality Assurance

Quality assurance is “the application of planned, systematic activities to ensure that 
the project will employ all processes needed to meet requirements.”  

In sheet metal fabrication, 
the Sheet Metal and Air 
Conditioning Contractors’ 
National Association 
promotes quality and 
excellence and sets the 
industry standard. The 
Chartered Quality Institute 
(formerly the Institute of 
Quality Assurance) out 
of England is also a great 
international resource.

https://www2.cdc.gov/cdcup/library/practices_guides/CDC_UP_Quality_Management_Practices_Guide.pdf
https://www.smacna.org/
https://www.smacna.org/
https://www.smacna.org/
https://www.quality.org/
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A quality assurance technique is a quality audit, which “is an approach to determine 
whether project activities comply with the project’s quality policies, processes, and/or 
procedure and whether the appropriate controls are being applied.” 

Audits are commonly performed at defined project intervals and are used to 
determine if project quality complies with the benchmarks and other metrics defined 
in the quality management plan. 

3. Quality Control

Quality control is a consistent and iterative process that’s performed throughout the 
project. It “involves monitoring and controlling project results to determine whether 
they comply with defined quality standards [as] outlined in the” quality management 
plan and identifies solutions “to eliminate causes of unsatisfactory results.”

Quality control focuses on the following areas of expertise:
 

• Prevention, which is the practice of keeping errors out of the process

• Inspection, the practice of keeping errors out of the customer’s hands

• Tolerances, the degree to which project results are in an acceptable range 
according to the benchmarks identified in the quality management plan

Quality control typically leads to one of the following outcomes: 

• Acceptable decisions, which is whether or not a project is accepted or rejected 
prior to customer submission

• A rework, which includes actions taken to correct any errors of a rejected 
project

• Process adjustments, which are actions taken to correct or prevent future 
quality problems. 
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Quality inspectors in sheet metal 
fabrication shops are responsible for in-
process and final inspections to ensure 
conformance to all specifications; 
inspection, non-conformance, 
material test, and corrective action 
reports; certificates of compliance and 
outside process certifications; and 
measurement tool calibrations.
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Quality planning, assurance, and control are all critical factors to projects in every 
industry, especially sheet metal fabrication and welding. 

Quality assurance best practices prevent mistakes and/or defects during the 
manufacturing or construction process. Regardless of type, size, industry, or timeline, 
these best practices for quality assurance are recommended.

Act swiftly.
Obtain quality feedback from all involved parties as quickly as possible to avoid 
escalation of potential quality issues.

Analyze.
Analyze the impact of quality on the product, project, and program by interviewing 
project team members, leadership roles, customers, and more. Analyze quality 
based on the project’s scope, time, and cost impact, and evaluate how one constraint 
change affects the other factors. 

Be proactive.
Put an emphasis on early detection and address project quality before the project 
begins. This will eliminate potential errors found in hindsight.

Be receptive to feedback.
Solicit feedback from the project team, customers, and stakeholders regarding 
industry or company benchmarks, quality measures and metrics, proposed solutions, 
and quality baselines.

Document everything.
Quality measures, benchmarks, and metrics should be centrally documented in order 
for all qualified personnel to find and adjust it accordingly. Quality measures and 
metrics should also be archived as project data as soon as a permanent solution is 
implemented. 

WHAT ARE QUALITY MANAGEMENT BEST 
PRACTICES?
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Educate your team.
Ensure that every team member, project participant, and stakeholder has the same 
definition and identification of key terms, including “approved”, “acceptable”, “error”, 
in project quality standards. This set criteria prevents the project from prematurely 
moving forward and ensures consistency through each project.     
        
Establish thresholds.
Account for “agreed-upon thresholds that define when certain corrective action 
needs to be taken to bring project performance back within acceptable boundaries 
of performance,” which are outlined within the quality management plan.  

Review.
A regular review of quality standards, metrics, and measures is a project management 
best practice. Depending on the complexity of the project, the review process varies 
but should bea weekly check-up for every project at a minimum. 

This also helps improve workflow, according to OptiProERP, a California-based 
company that focuses on business improvement through implementation technology 
and advanced automation tools. 

Track trends.
Keep track of industry and project trends and respective quality metrics and 
measures to find continuous improvement methods. This best practice also provides 
a thorough graphical representation of the project’s conformity to defined quality 
standards.
             
Understand iterative scopes.
Iteration is a procedure in which repetition of operations yields results successively 
closer to a desired result, which is the basis for project quality management. This 
process should be conducted throughout the project lifecycle and involve all 
necessary team members.

http://www.optiproerp.com/5-quality-assurance-best-practices-manufacturers/


www.kaempfandharris.com     |     301-663-6670 GUIDE TO QUALITY ASSURANCE PRACTICES

Whether you’re in software design, 
sheet metal fabrication, or other 
content creation industries, quality 
content breeds loyal customers. In 
order to achieve quality content, your 
company must develop and implement 
a consistent quality management plan. 



www.kaempfandharris.com     |     301-663-6670 GUIDE TO QUALITY ASSURANCE PRACTICES

Kaempf & Harris in Frederick, Maryland, is dedicated to the 
highest standard of sheet metal when producing, shipping, and 
installing your project. We maintain strict quality management 

protocols, whether you require a custom design solution or 
a complex design-build and spec industrial, commercial, or 

institutional sheet metal project.

www.kaempfandharris.com

http://www.kaempfandharris.com

