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Quality Management 
When it comes to product development (whatever that product might be), quality control and 
assurance often make no appearance until a product has reached the testing phase of the 
development cycle. In fact, though, that’s the worst way to achieve a true quality product; 
quality can’t be the quick “cherry on top” of your product before it goes live. Instead, quality 
must be built into the processes and methodologies used to create the product right from the 
start.  

The quality of a product or service is contingent upon the quality of the process used to 
create it; it is through process quality that product quality is achieved. 

Brief History of Process Quality 

The concept of process quality first appeared in 1982 with the development of the Software 
Quality Framework for the US Department of Defense, and was the first time process quality 
was used as a means of structuring and achieving product quality. While originally written 
specifically for the defense industry, it was obvious that the concepts within the framework 
could be applied to all software development and the ideas soon spread to other sectors. 

From that point, process quality continued to evolve into new framework models, such as the 
Process Maturity Model in 1987, the SW-CMM in 1995 and the Capability Maturity Model 
Integration (CMMI®) in 2006, which is still in use today. During this evolution, it was 
recognized that the concepts were applicable not just to software, but to many other 
products, systems, and services. Some of the concepts in these frameworks are also seen in 
the work of the International Organization for Standardization (ISO). It was during this 
evolution that the concepts came to be structured and codified, making them easier to 
implement into the organizational framework of a project.  

Process Quality versus Product Quality 

Process quality is based on the belief that predictable and consistent results are best achieved 
when all tasks and activities involved in creating or designing a product or service are seen as 
interrelated and interdependent, functioning together as part of a whole system. 

If this sounds familiar, it’s because it is: this concept is an integral part of agile methodology 
and it’s why agile has proven superior to the waterfall model in project management. With 
agile methodologies, it’s easy to remain cognizant of the interrelatedness of all of the many 
moving pieces of a project, whereas with the waterfall method, the separation of departments 
and team members, along with the rigid division of the project cycle and its processes, make it 
easy to lose sight of the whole. 
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Product quality is simply the quality of the end result of a project, whether the end result is an 
actual physical product or not. 

Defining Quality 

What is quality? Too often, quality is left under-defined within the scope of projects. We see 
project goals stated in broad terms such as “we want a quality product”—but this is an 
insufficient definition. 

The foundation of quality is, of course, whether or not something does what it’s supposed to 
do, or whether the intended result is the one actually achieved. 

For example, we want an application for a trading department to be able to create and sell 
custom-tailored structured products. Our base requirements: 

• Traders must be able to specify the product payoff features, such as interest 
payments, dividend payouts, maturity, underlying, long/short features, etc.  

• To create a product, its features are mapped to a basket of individually-weighted 
financial products such as bonds, stocks, options and futures. Orders should be 
automatically sent to the markets to create the structured product. 

• Once the product is defined it’s automatically validated for correctness and sent to risk 
management for approval. 

• Upon execution of the order, the product is allocated to the client’s portfolio at the 
composite execution price.  

There are hundreds of different ways one might develop such an application and all of them 
would meet the foundational definition of quality: the app works. 

But are all of these hundreds of apps truly quality products? Absolutely not. 

Quality goes beyond simple functionality. In our example, there are other quality attributes 
that must be considered and defined at the outset of the project, demonstrated by the 
answers to questions such as:  

• Will traders want to use the app? Is its GUI interface both easy to use and pleasing to 
the eye? 

• Has the app been optimized to save traders’ time and effort when using it? 
• Are analytics tools available for correct instrument valuation, risk management and 

hedging? If not, there is an increased risk of mispricing trades and inaccurate hedging, 
resulting in limited overall benefit to the client and the bank. 

• How does this new app integrate into the current and future system landscape of the 
client? Which design will keep it lean and cost-efficient to extend and maintain? 

• Is there a clear scope of product features and combinations which are allowed? 
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• Is there functional and technical documentation describing which workflows and 
interfaces are affected if changes to the application are made?  

• Are test practices in place which ensure fast maintainability and extension in the 
future? 

• Is the application analyzed from the viewpoint of all departments? ie. risk 
management, trading, middle office, back office? 

• Has the client defined the person/s responsible for taking care of maintenance and 
extensions? 

• Is the application able to keep important information secure from potential 
cybercrime? 

Quality must be specified with a high degree of detail—quantitatively whenever possible—
within the parameters of the project; otherwise, there is no way to accurately develop it and, 
just as important, evaluate whether you have achieved it or not. 

Werth IT’s Quality Framework 

At Werth IT, we have taken existing process quality models and modified them to create a 
customized process framework that fits our overall Scrum project workflow and works well 
with any of the products and services we provide—from system upgrades to introducing new 
components, to creating new trading products and client staff training programs. Here’s how 
our Quality Framework functions within Scrum development. 

Establish Requirements 

This is synonymous with the User Stories that comprise the Product Backlog in the Scrum 
methodology. The heavy lifting of this is of course done during the initial Conception phase, 
but this work continues in the Planning and Analysis phases of Scrum Sprints throughout the 
project. 

Our focus here is two-fold: 

• the end-user: before we can determine what a quality product will be in any given 
project, we have to understand the needs and expectations of the end-user 

• leadership: providing a clear vision of the project process and workflow as well as of 
the goals to be achieved by the project 

Careful attention must be given to determining not just the requirements of the end product, 
but also to defining what “quality” will mean in terms of the specific project. While new 
requirements may emerge, existing requirements change, or even fall by the wayside as the 
project proceeds, our goal during the conception phase is, as much as is possible, to establish a 
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firm “requirements baseline”; that is, the requirements comprising the absolute foundation of 
the product and which are least likely to see significant change as the project progresses. 

Define Product Quality 

Once we have the requirements baseline, we can then determine what will define a quality 
end result of the project, whether that end result is a product (tangible or intangible), a 
service, or a system (such as a new workflow). 

Establish and Implement the Processes and Methods 

It’s important to understand that process quality is not static; there is no single blueprint to 
follow to achieve a quality product. The processes that will create a quality product for one 
project may very well have the opposite effect. This is why defining what quality means on a 
project basis is so important – it’s only once you know where you’re going that you can design 
the best route to get there. 

This is where the bulk of the project work gets done. Here is where each individual Sprint is 
planned and executed, each one taking the lessons learned from the previous Sprint in a 
process that allows for incremental, continual improvement over the entire life of the project. 

Quality Evaluation 

Unlike the waterfall methodology, quality evaluation—both of the process and the product—is 
occurring constantly and simultaneously with the creation of the product. At all times the 
methods and processes of the Sprint, as well as the actual results, are reviewed before 
planning for the next Sprint. The Sprint Retrospective exists specifically for this purpose – to 
evaluate the processes used during the Sprint and see whether improvements or course 
corrections in those processes need to be made before the next Sprint begins. 

Our focus here is to ensure that, over the course of the project lifecycle, as new requirements 
are implemented and others are changed, updated and/or removed, there is no degradation in 
the quality of the product. 

Werth IT’s Quality Guarantee 

In today’s tough business environment—which demands companies do more with less, and in 
much less time—achieving quality can be difficult. But a project’s success is only as great as 
the quality of the product when the project is complete. 

Standardization and Complexity Reduction 
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The more complicated and customized your workflows and systems, the more difficult it is to 
maintain quality. No matter what a client’s specifics requirements and goals are, our vision of 
quality always focuses on streamlining and reducing complexity wherever possible, in order to 
increase office efficiency and ensure consistent top-quality results.  

Clients need customization, but if implemented in a sloppy fashion, customized options and 
code can lead to complicated workflows, product irregularities or worse, bugs and errors; our 
goal is to implement customized options so that they fit seamlessly into your existing IT 
architecture, staying as close to industry standards as possible, and which are simple and 
elegant to use. 

Werth IT builds quality achievement into all aspects of our work using our own special process 
quality framework, so that from the moment we step through a client’s door to the moment 
the project is complete, our clients know they have a successful, quality product. 
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