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1 INTRODUCTION 

The Edinburgh Airport Rail Link (EARL) Project comprises 14 km of new surface 
railway, 4 km of upgraded existing railway, and 1.6 km of tunnelled railway linking 
Edinburgh airport with the main line rail network to the west of Edinburgh and 
beyond to the rest of Scotland.  

1.1 Managing Quality 

The EARL project will comply with the requirements of the tie quality policy. 

Managing quality is essential for the success of the EARL project; it is a critical 
project management tool that will assist all involved in its execution and will drive 
project improved performance throughout the project life.  

The EARL project defines “quality” in terms of the delivery of the built railway to the 
specified standards and legislation, in the required time, to the required costs and 
meeting those other boundary conditions specified for example for safety, 
environment and stakeholder satisfaction. 

The Quality Management processes are in place to identify, assess and manage 
the activities associated with all aspects (safety, risk, environment, control, value, 
cost, quality) and stages of the project (design, construction, installation, testing, 
commissioning).   

1.2 Project Quality Policy Statement 

A quality statement signed by the Project Director has been prepared for the EARL 
project. Copies of the policy will be posted in EARL project offices and worksites 
and its contents will be cascaded throughout the EARL project organisation. 

The policy is designed to align the project processes and practices with the 
requirements of ISO 9001:2000 and to ensure that the requirements of tie are met. 

The policy will be reviewed by the EARL senior management team at regular 
intervals through out the project life cycle; as a minimum this will be on an annual 
basis. 

1.3 Purpose of the Project Quality Management Plan 

The Project Quality Management Plan (QMP) defines the processes that will be 
put in place throughout the project life cycle both to ensure the successful delivery 
of the EARL Project and provide assurance to the project stakeholders that the 
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constructed rail system will comply with their specified requirements. It is a live 
document that provides a high level description of the arrangements to be 
developed, implemented and managed; and the quality related roles and 
responsibilities within the project organisation, whilst also being ISO 9001:2000 
compliant. The mechanisms and procedures identified in the QMP, its sister 
documents and any daughter documents are intended to inform project related 
decision making; so promoting best use of available resources on the project.  

The QMP is one of a suite of project documents that form the Project Management 
Plan; this relationship is shown in figure 1. 

1.4 Structure of the Project Quality Management Plan 

The QMP is structured so that the necessary controls are identified and applied to 
ensure consistent delivery. Critically this covers the supporting Quality 
Management activities led by others. This structure will be cascaded through the 
project organisation as an enabler to ensure that quality arrangements are 
consistently applied across the EARL project. 

The QMP includes the following information: 

y The scope and key quality objectives of the plan. 
y Proposed quality management (QM) methodology, the QM processes and the 

QM deliverables. 
y Responsibilities, authority and lines of reporting for QM activities. 
y Action plan and reporting format and arrangements.  
y QM Review processes. 
y The interfaces with other processes and the relationship to other project 

documents, organisational procedures and plans, including QM input from 
other sources as appropriate. 
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Figure 1 Document Hierarchy 
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1.5 Quality Lifecycle 

The quality life cycle is part of the ISO 9001:2000 approach adopted for the project 
and will be applied as in figure 2 in accordance with “the tie Way Manual” using 
the Network Rail Guide to Railway Investments Projects (GRIP) project gateway 
model. Quality audit will be the key element for measurement and emphasising 
continual improvement as the EARL project ethos. 

Stage 1
Output Definition

Stage 2
Pre-feasibility

Stage 3
Option Selection

Stage 4
Single Option 
Development

Stage 5
Detailed Design

Stage 7
Scheme Handback

Stage 6
Construction, 

Testing & 
Commissioning

Stage 8
Project Close Out

 
 
Figure 2  Project Life Cycle – Network Rail GRIP Model 
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2 BACKGROUND AND REQUIREMENTS 

2.1 Project description and objectives 

The Edinburgh Airport Rail Link (EARL) is being constructed to provide travellers 
with an improved public transport link to the Airport. The Scheme will connect 
stations throughout Scotland to the Airport. Rail passengers and airport users will 
be able to travel on trains to and from Edinburgh and destinations to the north, 
west and the south including Glasgow, Stirling, Perth, Fife, Inverness, Dundee and 
Aberdeen.  

The Proposals for the Airport Rail Link include the construction of a sub surface 
railway station at the main terminal of Edinburgh airport. Associated civil 
engineering works will include a tunnel under the main runway, bridge construction 
for the rail system over existing roads, treatment of old mine works and diversion 
of water courses and utility diversions.  

A five-mile double track airport mainline is proposed from the existing Dalmeny 
Chord line north of Kirkliston to the existing Edinburgh to Glasgow main line at 
Roddinglaw through the new airport station located adjacent to the eastern end of 
the existing airport terminal building. 

Two additional two-mile double track alignments will link this new airport mainline 
to the existing East Coast Main Line north and south of the airport at Dalmeny and 
Gogar respectively. In addition, a significant re-modelling of the existing 
Winchburgh Junction in West Lothian will be required. 
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The project will seek statutory authority through submission of a private Bill to the 
Scottish Parliament to authorise construction of the new rail links to Edinburgh 
airport and a railway station at Edinburgh airport. This will place Edinburgh airport 
and West Edinburgh into the heart of the national rail network whilst minimising 
impacts on existing rail services. EARL will deliver a fast, safe, direct, high 
capacity, high quality, frequent, reliable, accessible and competitively priced rail 
services to Edinburgh airport from many parts of Scotland and beyond.  

The policy objectives of the Bill are:- 

y To stimulate economic growth of the Edinburgh city region and Scotland as a 
whole by enhancing Scotland’s global, national, and regional competitiveness, 
connectivity and encouraging inward investment; 

y To assist in the delivery of social inclusion to Scottish towns and cities 
(including Aberdeen, Dunfermline, Kirkcaldy, Glenrothes, Dunblane, Dundee, 
Glasgow, Inverness, Perth, Falkirk and Stirling, as well as Edinburgh itself) by 
providing direct access to Edinburgh airport; 
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y To assist in the further growth of Scottish tourism and in making Scotland a 
thriving and year round tourist destination by providing direct rail access to the 
above towns and cities; 

y To offer a sustainable public transport alternative to accessing Edinburgh 
airport that will be attractive to car and other vehicle users and thus reduce 
road congestion and environmental impacts; 

y To assist towards a sustainable basis for future growth at Edinburgh airport as 
an integral part of Scotland’s transport infrastructure and economy and; 

y To facilitate a public transport interchange hub at Edinburgh airport by 
providing interchange opportunities between air, rail, tram, bus and bicycle for 
both employment, leisure and other journeys; 

The Private Bill has been introduced into the Scottish Parliament in March 2006 
with the aim of achieving Royal Assent by Spring 2007, parliamentary process 
permitting.  

The target for operational services commencing on the new route is the December 
2011 timetable change.  

The estimated cost of this project is between £550m and £650m based on indexed 
prices. 

2.2 Summary of System 

Governance Framework 
Establishing the framework within which the project is delivered is key to achieving 
quality in its broadest sense. Quality Governance sets this framework and ensures: 

y Clear communication of what quality is to the project stakeholders and 
suppliers with a right first time every time policy. 

y Communication of the importance placed on, and a clear commitment to 
“quality” from senior project management. 

y Change control processes are put in place to ensure that all implications of a 
change are assessed before the changes are made. 

y The project quality management system is the key to providing a basis on 
which the project is managed so that key performance indicators (KPI) are 
measured and the results analysed to progress continuous improvement. 

y The effective management for a seamless and integrated approach of the 
interfaces with the requirements of the various standards used in other aspects 
of the project, such as ISO 14001 and BS EN 50126. 
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Quality Governance will provide: 

y Project level management system aligned to quality objectives 
y Process definition to achieve coordination and consistency across the project 
y Coordinated processes and contract based quality requirements 
y Continual improvement 
The basis of the QMP is to ensure that there is a suitable framework in place for 
the management of quality issues within the EARL project in order to meet the 
policy and objectives of the project. This framework covers the project life cycle as 
shown in figure 2; see section 1.5 and meets the requirements of ISO 9001:2000.  

Quality Culture 
The EARL approach is that quality management should raise the performance 
quality of each individual delivering the project. This approach, based around the 
concept that each individual is responsible for quality, prevents quality 
management being viewed as a peripheral activity and it will ensure that quality is 
central to the delivery of the EARL project. 

Creating and supporting a “quality culture” is an important management role. This 
requires that leadership is provided at all levels of the project management 
structure, resulting in: 

y The creation of an open and communicative environment.  
y A general acceptance that quality starts with good design. 
y All involved in the project are engaged and inducted in the quality policy and 

objectives. 
y The hearts and minds of the team members are fixed on the philosophy that 

“Quality is for all”. 
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   Figure 3 Quality Management Structure 

 

There are different levels of operation for the EARL quality management 
processes with different requirements for the approaches to quality management, 
for example: 

y At the Management Level it is centred on leadership of a quality-management 
culture 

y At Work Package Level, the approach will be orientated around continuous 
improvement of key processes.  

In all instances, however, the focus will remain on the individual’s specific 
responsibility for quality.  
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Delegated Authority & Core Critical Quality Processes 
To facilitate effective quality management there is significant delegated authority at 
each level of the EARL organisation, for example task managers will have 
sufficient autonomy to develop quality performance monitoring controls for their 
package of works. This reflects the diversity of project activities and the need for 
local ownership of quality management.  

Certain critical processes that support the broader quality management goals are 
designated as Core Quality Processes and require central auditing and additional 
performance improvement targets. 

Continual Improvement 
All aspects of the EARL quality management systems are to be developed within a 
context of continual improvement. 

2.3 Quality Requirements 

The EARL project quality requirements are defined by the project quality policy and 
the annual issued quality objectives; these are given in the appendices to this plan. 
The project policy and objectives in turn have been defined based on the 
requirements set by tie and the other project stakeholders.  

The EARL project requirements include:  

y Policy. 
y Leadership and governance.  
y Systems coordination and processes.  
y Performance measurement.  
y Improvement using appropriate Key Performance Indicators (KPIs).  

 

2.4 Quality Targets 

The quality targets will be developed in conjunction with tie for the duration of the 
EARL project. At this stage no formal targets have been agreed but typical 
examples would include: 

y Accreditation to ISO 9001:2000. 
y All project workers to receive a quality induction. 
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y Delivery of audit project covering all organisations working on the EARL 
project. 

y Zero non-conformities across the EARL project.  
y Allocation of quality responsibilities to individuals with the necessary 

competence, authority and resources to carry out their duties effectively. 
It is assumed that all necessary information from third parties will be available as 
required and that appointment to the project includes an undertaking to meet the 
quality aspirations of the EARL project. 

2.5 Roles, Responsibilities and Authorities  

Accountability for quality is devolved through the EARL project organisation to the 
work streams providing the specific product or service.  

Specific roles and responsibilities identified for implementing the QMP are: 

tie Ltd 
tie Ltd is the client commissioning the work which forms the EARL Project and will 
also undertake the project management role.  The role of tie is to ensure that 
quality is an overall part of the management and working culture of the project by 
putting in place a suitable management framework for it, by specifying standards to 
be conformed to and ensuring by oversight management that those standards are 
met. tie retains ultimate responsibility for quality management on the project. 

Technical Services and Design Consultant (TSDS) 
The Technical Support and Design Services (TSDS) organisation is the non-
construction element of the management framework put in place by tie for the 
execution of the project.  The structure for the TSDS organisation is detailed in the 
Appendix F of the Project Management Plan. 

TSDS, acting on behalf of tie, leads quality management on the EARL project; 
ensuring that the detailed processes being implemented are aligned with the 
requirements of the tie organisation. In particular: 

y Setting the project quality policy and defining the project processes.  
y Ensuring quality management processes support the management of safety in 

design. 
y Supporting the development of the tie Corporate Auditing Strategy and its 

supporting protocol document. 
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y Establishing document management / configuration management systems that 
support the safety management processes. 

y Implementing, monitoring compliance, reviewing the effectiveness of the QMP 
and taking corrective actions. 

Geotechnical consultant 
The geotechnical consultants will ensure that their own quality processes align with 
the requirements of the EARL project. They shall have responsibility for all 
geotechnical works including the activities of any sub-consultants. They will 
develop their own organisation chart (project specific) and identify a key contact for 
the duration of the project.  

Multi-utilities diversion framework agreement (MUDFA) contractor 
The multi-utilities diversion framework agreement (MUDFA) contractor has 
responsibility for advance works to divert and /or protect utility apparatus and will 
ensure that their own quality processes align with the requirements of the EARL 
project. They will develop their own organisation chart (project specific) and 
identify a key contact for the duration of the project. 

EARL Railway Infrastructure (ERIC) Contractor 
The EARL railway infrastructure contactor (ERIC) has responsibility for the design 
and delivery of the construction, installation, commissioning and maintenance 
activities and will ensure that their own quality processes align with the 
requirements of the EARL project. They will develop their own organisation chart 
(project specific) and identify a key contact for the duration of the project.  
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3 INTERFACES 

3.1 General 

The interfaces affecting the EARL project are detailed in section 9 of the 
“Construction Methodology Report”. The main interfaces are summarised here. 

3.2 Physical Interfaces 

General Utilities 
General utilities such as Scottish Water, Scottish Power and Transco will interface 
with EARL. EARL has both existing physical interfaces with the utilities and 
potential future developments which may fall within the areas affected by the EARL 
construction project. 

British Airport Authority (BAA) 
The requirements for working on the airport will be determined in discussions with 
British Airport Authority (BAA).  

Most of the tunnelling and station work in the Central Area is located on land 
owned by the BAA. Both the northern and southern worksites are located within 
the airport boundary. On the north side of the runway, the boundary runs on the 
south side of the river Almond. Within the boundary, works include the tunnel 
boring machine (TBM) launch chamber and two short lengths of cut and cover 
tunnel. On the south side of the runway, the works will take place on BAA owned 
land which extends to the Gogar Burn. 

Network Rail 
A principal feature of the EARL project is the addition of new railway infrastructure 
to the existing railway system. As such, the interface management with Network 
Rail is extremely important and will cover design, supply, construction, testing and 
commissioning. 

The main construction interfaces relate closely to the tie-in points to the network at 
Kirkliston, Dalmeny, Gogar and Roddinglaw as well as the re-modelling of 
Winchburgh Junction. There will be associated works required on the network in 
other areas, particularly at Edinburgh Signalling Centre. 

A significant amount of Outwith Rule of Route possessions (ORR) are required 
that will affect train operators; this interface with Network Rail will require 
management. 
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Other railway schemes out side the EARL project may influence the execution of 
design, construction, testing and commissioning; for example Airdrie-Bathgate, 
Stirling-Alloa-Kincardine, Waverley Masterplan, proposed electrification of the 
Glasgow- Edinburgh lines, and the ongoing maintenance and renewals 
programmes. 

City of Edinburgh Council (CEC) 
City of Edinburgh Council interfaces are fairly distinct and mainly cover planning, 
highways and environmental issues. 

There are significant public road permanent diversions required at Kirkliston, 
Carlowrie and Roddinglaw to support the main railway construction activities. 
Additionally a number of temporary road diversions will be required; for example at 
the A8 crossing area to construct a new over-bridge. This will require a close 
liaison with the CEC and the Lothian & Borders Police to ensure acceptable 
contra-flow arrangements are implemented. 

Interfaces with other CEC development proposals would also require close 
coordination for example the tram Link from Gogar to the airport and Newbridge. 

3.3 Technical interfaces 

There are a number of proposed rail schemes within the Scotland network 
including the Edinburgh Waverley station upgrade, the Airdrie - Bathgate line 
development and the Glasgow Airport Rail Link. Other project interfaces will 
include the Edinburgh Tram scheme, Airports and development activities in 
general. It is crucial that such interfaces are identified and liaison established to 
limit any impact on the EARL project.  

A project interface register will be established in accordance with the stakeholder 
management plan and the risk management plan and will identify: 

y Information requirements. 
y Timescale requirements. 
y Ownership and cascading requirements. 
y Interface status. 
The register shall be a live document and updated by relevant parties on a 
continuing basis. The process shall be integrated with other compliance areas 
such as risk, safety and environment.  

Procedures for handover/handback of railway infrastructure are fairly well 
established in the industry. 



   
   
   
   
  Quality Management Plan  
 

DOCUMENT NAME/NUMBER 

EARL-TT-RD-RTW-REP-00005 
Revision 

A 

STATUS 

Final 

DATE 

12/12/06 

PROJECT: 

EARL 

SHEET 

Page 18 of 43 

 

 

 

3.4 Management of interfaces 

The general process for managing interfaces will be included in the overall Project 
Management Plan (PMP). The Project Manager shall take the lead responsibility 
for arranging meetings and ensure that these are documented and minuted.  

The Project Manager shall specify in a Stakeholder Management Plan how liaison 
will be established with any third party organisations that may have an interface 
with the EARL Project. Information in the strategy will include contact details of 
third party safety and quality contacts. An agreed point of contact within tie will be 
agreed for key interfaces such as Network Rail, CEC and BAA.  

The nature of the EARL project means that organisational interfaces will change 
and evolve as the project progresses. The overall organisation chart is detailed in 
the PMP. 

3.5 Project / third party interfaces 

See section 3.4 of this plan and the project Stakeholder Management Plan. 
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4 COMMUNICATIONS 

4.1 Policy 

tie has a policy of ensuring effective consultation and communications both within 

the organisation and with third parties. 

4.2 External Communications 

The EARL Stakeholder Management Plan details the arrangements for external 
communications. 

4.3 Internal Communications 

Quality issues will be communicated internally to all project staff and to relevant 
external parties to reinforce quality related behaviours. Communications will be by 
tie Company and EARL specific quality briefings and workshops. 

These workshops and briefings will address and support the quality governance 
and quality culture issues identified in Section 2.2 of this plan. 

4.4 Review Meetings 

EARL internal management and quality progress meetings will be held to discuss 
issues relating to the programme.   

Meeting Period 

Quality Progress Meeting Monthly 

Quality Management Meeting Monthly 

Construction “Pre-start” Meeting Prior to commencement of 
workstream construction 
activities 

 
Table 1 Summary of Review Meetings 
 

The specifics for the progress and management meetings are given in the tie 
Meeting Remit and the EARL quality meeting remit.  

The HSQE Risk Management Steering Committee consists of the EARL Health & 
Safety, Quality, Environment and Business, Programme and Project Risk 
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managers (and others as necessary); meetings will be convened as required to 
review common issues and where relevant to propose suitable solutions. 

During construction works it is the responsibility of the Principal Contractor to 
implement a programme of workshops, site meetings and reviews relating to the 
execution of the construction works including review of quality issues. 

4.5 Workshops 

The specifics for workshops to be held, their frequency and purposes including 
those relating to quality issues are given in the PMP issued by the Project 
Managers of the project.  

All persons who undertake work for the EARL project are required to attend a 
HSQE project induction workshop which will include a project quality assurance 
briefing. 
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5 DOCUMENT & DATA CONTROL 

 The tie document management procedure relating to EARL is to be developed. 
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6 MONITORING, REVIEW AND AUDITING  

6.1 Monitoring 

Implementation within EARL 
The requirements of the tie Management Systems are cascaded from the overall 
tie corporate policies into supporting policy statements for each of the projects 
being managed.  Plans are developed to support each of these individual policy 
statements. 

The plans identify targets and key performance indicators (KPIs). The attainment 
of these KPIs is demonstrated through the implementation of a process of 
meetings, progress reports, audit and review.  

EARL Review of supply chain 
The EARL QMP interfaces with the Quality Management Plan of the supply chain. 
These include design organisations, construction organisations (construction 
contractors, manufacturers and commissioning / setting to work, monitoring 
contractors) and system operators. 

The interface is developed at the Quality Management Plan level, which identifies 
specific requirements that the third party organisations are required to implement 
to align their Quality Management System to EARL project requirements. 

The third party Quality Management Systems shall be subject to a process of 
review of deliverables, monitoring and audit to ensure that both the quality 
requirements of the EARL project and the supply chain’s own quality management 
systems are being implemented. 

Active monitoring 
The activities for active monitoring are based upon the following diagram; see 
figure 4. Table 2 summarises the four outer elements. 

Active monitoring gives an organisation feedback on its performance before a 
failure occurs. Active monitoring uses indirect performance indicators. Active 
monitoring focuses on the four outer factors and the level of compliance against 
identified criteria.  These criteria are used to develop KPIs, which can be used in 
an individual form, grouped or weighted to suit circumstances. 

The results of active monitoring, reported as a series of KPIs, can be used to 
monitor performance both within a single organisation over a period of time or 
between organisations for similar activities. 
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Figure 4 Active Monitoring 

 

Factor Description 

Input Information, resources used at the start 
of the process 

Output Information, deliverables, product that is 
produced at the end of the process 

Control External documentation e.g. engineering 
standards, statutory requirements 
undertakings, internal procedures that 
are imposed on the process. 

Resources Personnel, materials, plant and 
equipment used to carry out the process. 

 
 
Table 2 The four outer factors 

 

Specific HSQE KPIs will be developed at the EARL Programme Management level 
and issued as an EARL Programme HSQE KPI document. KPIs for specific work 
packages will be detailed and recorded in a work package specific inspection and 
testing plan. 

 

ProcessInputs Outputs

Resources

Controls
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Reactive monitoring 
Reactive monitoring is a direct measure of any failures in the Quality Management 
System, for example the number of non-conformances raised or other quality 
concerns identified, these will be recorded in the non-conformance register 
included in the EARL management report issued monthly. 

Non-conformances and other quality concerns can be notified to the project Quality 
Manager by any person.   

Non-conformances are reviewed at the management team meeting to determine 
the root cause, identify whether there are any trends developing and to identify and 
promulgate corrective actions. Wherever possible other quality concerns will be 
managed locally with the support of the project quality organisation.    

Management reports, meeting minutes and corrective action plans will be prepared 
as necessary and these will provide a permanent record for monitoring and 
auditing processes of the actions taken relating to the non-conformance and 
quality concerns.  

Process maps for raising a non-conformance, the management review process 
and the process for other quality concerns are available as stand alone documents 
supporting this plan. 

Design Processes 
See section 4.4 of this plan. 

Construction Processes 
See section 4.4 of this plan.
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6.2 Review 

Management System Review Meetings 
See also Section 4.4. 

Reviews of the implementation of the EARL project management systems 
will be primarily undertaken as part of the regular meetings that are to be 
held.  The level of review is dependent upon the type of meeting, see table 
2.  

Meeting Purpose Period 

Management 
Team 
Meeting 

� To review previous period’s 
performance. 

� To identify and implement 
corrective and preventative action 
to ensure effective implementation 
of the management systems. 

� To review reports 

� To investigate any reported non-
conformities. 

� To undertake a root cause 
analysis of such occurrences and 
ensure corrective and 
preventative action is taken. 

Monthly 

Management 
System 
Review 
Meetings 

� To review performance of the 
management systems. 

� Review of the management 
systems and its effectiveness in 
delivering the objectives of the 
General Statements of Intent. 

� Review the implementation of the 
Management Plans. 

Annually 

 
Table 3 Review Meetings  
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6.3 Audit 

 
6.3.1 Audit 

Contractors will develop their own audit programmes this will be subject to 
confirmation by the EARL quality manager. 

Audits shall be conducted in accordance with tie procedure tbp201 Internal 
Audits. The results of the audits are documented, and the findings 
presented to the responsible person for action. Audits shall identify good 
practices as well as non-conformities. Where non-conformities are raised 
they shall be apportioned against either the process or key elements of 
ISO9001: 2000. 

6.3.2 Auditors 

Auditors assigned to undertake audits on the EARL project shall have been 
trained as Internal Auditors. Technical support can be provided as is 
necessary during audits where a technical expertise is necessary. This shall 
be identified on the EARL Audit Schedule. 

6.3.3 Audit Programme 

The EARL Audit Schedule shall be used to plan and progress audits. The 
audit schedule shall identify all HSQE audits to be undertaken by EARL 
Project including; internal and external audits of suppliers. The schedule is 
controlled as a separate document and is issued annually. The schedule 
identifies when the audit is to be undertaken and by whom. The scheduling 
and planning of audits will be based on criticality and risk. The EARL Audit 
Schedule shall be maintained by the HSQE Manager on behalf of the EARL 
Project Director.  

6.3.4 Audit Programme Implementation, Performance and Effectiveness 

The audit schedule shall be reviewed regularly at progress meetings. 

 
6.3.5 Records 

Records of audits shall be retained for a period of not less than 6 years from 
completion of contract. 
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7 HUMAN FACTORS 

7.1 Competency Management and Training 

The EARL project will apply suitable competence management processes 
that ensure all personnel and contracting organisations employed by the 
project are competent to carry out their assigned roles and duties. These 
processes will conform to the requirements of tie, the EARL stakeholders, 
and relevant regulatory and approving bodies. 

The competence management processes will be managed through the 
normal business processes adopted by the EARL project and they will be 
subject to confirmation by quality audit. 

7.2 Qualification of Test Personnel 

ERIC will ensure personnel and sub-contracting organisations carrying out 
testing are competent. 
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8 PROCUREMENT 

Procurement will be in accordance with the tie procurement policy and its 
supporting processes. Monitoring and verification will be by audit of the 
EARL procurement activities. This will include the following areas: 

y Purchased products and services to conform to specified requirements. 
y Selection and evaluation of suppliers. 
y Records of evaluation. 
y Control of production and service provision. 
y Specification of required products and services 
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9 CONTRACT MANAGEMENT 

9.1 Contract Review 

Contract review will be conducted as a section of the overall project review 
as outlined in the Project Management Plan. 

9.2 Work Breakdown Structure 

Refer to the Appendix B of the Project Management Plan for details of the 
work breakdown structure. 

9.3 Programme Planning, Monitoring and Control 

Details of programme aspects are included within the overall Project 
Management Plan. The Project Manager will prepare a schedule, which is 
to be communicated to the EARL team with regard to all planning, 
monitoring and control issues.  

9.4 Risk Management 

Detail of the risk management approach is included within the Project Risk 
Management Plan (RMP). 

9.5 Handover Certificates 

A hand over certificate procedure will be outlined in the DMP and the PMP. 

9.6 Approval & Authorisation Signatures 

See the EARL Delegated Rules of Authority.  

9.7 Contract Milestones 

Contract milestones will be identified as part of the overall Project 
Management Plan. This will identify work stream specific milestones which 
will form part of the quality audit criteria. See figure 2. 



   
   
  
  
  
  Quality Management Plan
  
 

DOCUMENT NAME/NUMBER 

EARL-TT-RD-RTW-REP-00005 
Revision 

A 

STATUS 

Final 

DATE 

12/12/06 

PROJECT: 

EARL 

SHEET 

Page 30 of 43 

 

 

 

 

Document  Author Frequency 

Quality Management Plan Quality Manager Annual 

Auditing Schedule Quality Manager Annual 

Non-conformance Reporting Project Team As necessary 

Non-conformance review, 
progress & close out reports 

Project Manager Monthly 

Internal Project Auditing 
Reports 

Quality Manager As per schedule 

Supplier Audit Reports Quality Manager As per schedule 

   
 
Table 4 Project Quality Related Outputs 

 

9.8 Public Affairs 

This will be under the control of the overall Project Stakeholder 
Management Plan which is the responsibility of the Stakeholder Manager. 
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10 EXTERNAL APPROVALS 

10.1 Responsibilities 

The Lead Designer will retain overall responsibility for the design approval 
strategy. Liaison will take place via designated project meetings to ensure 
that all parties are included as appropriate. A schedule of project designers 
will be maintained by the Lead Designer and a contact point specified for 
each organisation / workstream. 

10.2 Railway Approvals 

See the Design Management Plan. 

10.3 BAA & CAA Approvals 

See the Design Management Plan. 

10.4 Other Approvals 

See the Design Management Plan. 

10.5 Reliability, Availability & Maintainability 

See the Design Management Plan. 
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11 QUALITY MANAGEMENT ACTIVITIES 

11.1 Non Conforming Product  

Quality Management Plans including Quality Test Plans will be developed 
by the design team responsible for each design element.  

Non-conformance relates to the non-fulfilment in meeting the specified 
requirements, i.e. the brief or specification.  Project reviews exist to ensure 
that non-conforming work is rectified to the agreed requirements.  

Any non-conforming product will be the subject of an investigation and a 
non-conformance report issued by the Quality Manager. The purpose will be 
to identify the reasons for non-conformance and advise relevant parties is 
that there is no recurrence. A record of non-conformance will be retained for 
inspection by any third parties. 
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12 ENGINEERING AND DESIGN CONTROL 

Please refer to document reference EARL-SW-RD-RTW-REP-00012, 

Appendix F of Design Management Plan. 
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13 SUBCONTRACTOR/SUPPLIER MANAGEMENT 

13.1 Subcontractor/Supplier Selection 

All subcontractors and suppliers will be selected in accordance with the tie 
procurement policy and its supporting processes. All organisations wishing 
to tender for work will be required to successfully complete a pre-
qualification stage where the organisation demonstrates that it is competent 
to provide its services to the EARL project; successful pre-qualification will 
permit the organisation to tender for work. The organisation will be subject 
to audit by the EARL Quality Manager either via a documentation trail or by 
visiting supplier / sub-contractor premises. 

Following their appointment contracting organisations will be subject to 
appropriate monitoring and performance reviews conducted in accordance 
with Project Management Process.  

Suppliers appointed under the term agreements are also subject to regular 
Performance Reviews to the agreed Review Schedule.  

13.2 Subcontractors 

It will be the responsibility of the organisation employing a sub-contractor to 
ensure that they meet the EARL project criteria for appointment. All sub-
contractors will be subject to audit by the EARL Quality Manager. 

13.3 Contractual Specifications 

It will be the responsibility of the organisation employing a sub-contractor / 
supplier to ensure that where appropriate contractual specifications are 
complied with. 



   
   
  
  
  
  Quality Management Plan
  
 

DOCUMENT NAME/NUMBER 

EARL-TT-RD-RTW-REP-00005 
Revision 

A 

STATUS 

Final 

DATE 

12/12/06 

PROJECT: 

EARL 

SHEET 

Page 35 of 43 

 

 

 

14 MANUFACTURED ITEMS 

14.1 Test & Inspection 

Appointed contractor (ERIC) will define the test plans for manufactured 
items as appropriate. These test plans will apply to all sub-contractor 
manufactured items. 

Testing and inspection requirements will be identified during the design 
process in accordance with the Design Management Plan. 

14.2 Product Identification & Trace ability 

A supplier will ensure that any manufactured item has a unique reference 
such that it can be identified from the point of delivery to the EARL project. 
This will include trace ability to site of manufacture. ERIC will keep such 
documentation and subsequently pass them to the EARL Project team.  

14.3 Handling, Storage, Packaging, Preservation & Delivery 

ERIC will control component planning via the ERIC Design Management 
Plan; this will include delivery, logistics, packaging and it will implement a 
suitable procedure so that a documented chain of custody can be shown. 
This will be subject to validation by quality assurance audits. 

14.4 Statistical Techniques 

It may be appropriate to use statistical techniques as part of the quality 
management approach adopted by ERIC. The ERIC Quality Manager will 
review the contents of the initial approved ERIC QMP and recommend to 
the techniques to be subsequently used in this regard.  
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15 CONTROL OF TRANSPORT FOR SCOTLAND SUPPLIED PRODUCTS 

It shall be the responsibility of the ERIC to agree specific product 
requirements with suppliers.  

The supplier will be required to meet any such requirements and / or 
demonstrate that a product is fit for purpose. Suppliers of manufactured 
items will be subject to validation by the EARL project delivery organisation 
via quality assurance audits. 
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16 CONSTRUCTION & INSTALLATION 

16.1 Site Construction & Installation 

All contractors will comply with the ERIC Construction Code of Practice 
available on the programme Internet site. 

16.1.1 ERIC 

Construction and installation of the railway infrastructure will be primarily the 
responsibility of the appointed EARL Railway Infrastructure Contractor 
(ERIC), in liaison with designers as appropriate. ERIC will develop a 
detailed quality procedure with regard to the areas under its control and for 
the management of interfaces with MUDFA and other projects. 

16.1.2 MUDFA 

Utilities relocation and related enabling works form part of a separate 
arrangement that will be the responsibility of the existing tie Multiple Utilities 
Diversion Framework Agreement (MUDFA) which supports a number or tie 
projects. MUDFA activities are managed by its own project team and these 
activities are outside the EARL quality management remit. 

Should at some future date MUDFA come under the remit of ERIC or if 
other enabling works be assigned outside the control of ERIC then this plan 
will be amended to reflect the changes. 

16.1.3 Others  

Other contractors not under the control of ERIC or MUDFA will develop a 
detailed quality procedure with regard to the areas under their control and 
for the management of interfaces with ERIC, MUDFA and other projects. 

16.2 Work Instructions & Method Statements 

All contractors will implement a system with regards to the preparation and 
practice of work instructions and method statements. This will include all 
sub-contractors.  

16.3 Construction Site Inspection 

Formal construction site inspections will be undertaken as appropriate and 

the relevant project pro-forma completed and retained.  An inspection 

schedule will be formulated, this will detail what inspections will take place, 



   
   
  
  
  
  Quality Management Plan
  
 

DOCUMENT NAME/NUMBER 

EARL-TT-RD-RTW-REP-00005 
Revision 

A 

STATUS 

Final 

DATE 

12/12/06 

PROJECT: 

EARL 

SHEET 

Page 38 of 43 

 

 

 

the frequency and phasing of those inspections and the persons authorised 

to conduct them. 
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17 TESTING AND COMMISSIONING 

17.1 Test Strategy & Test Plans 

Testing requirements will be identified in accordance with the Design 
Management Plan.  

There will be a separate testing plan developed by the Lead Tester for 
testing and commissioning purposes; outputs from the testing plan will be 
subject to validation by quality assurance audits.  

17.2 Control of Measuring & Test Equipment 

Any equipment and software used must be fit for purpose. In particular 
competent personnel and accompanying calibration records will be 
required. Individuals undertaking test and measurement activities must have 
such documentation available at the time of testing to ensure the integrity of 
any results. Calibration and related records will be subject to validation by 
the by quality assurance audits. 
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18 REFERENCE DOCUMENTS 

The following documents provide supporting information for this plan.   

Title Issuer 

BS EN ISO 9001: 2000 Specification for Quality Management Systems BSI 

BS EN ISO 14001: 2004 Specification for Environmental Management Systems BSI 

BS EN ISO 50126: 1999 Railway Applications - The Specification and 
demonstration of reliability availability, maintainability and safety (RAMS) 

BSI 

The tie Way tie Ltd  

(Corporate level 
document) 

EARL Construction Methodology Report tie Ltd  

(EARL TSDS 
document) 

Stakeholder Management Plan tie Ltd  

(EARL TSDS 
document) 

Project Management Plan tie Ltd  

(EARL TSDS 
document) 

EARL-SW-RD-RTW REP-00014 “Document control delivery management and 
records procedure” 

Scott Wilson Rail  

Internal audit procedure tbp201 tie Ltd  

(Corporate level 
document) 

Project Risk Management Plan tie Ltd  

(EARL TSDS 
document) 

Design Management Plan tie Ltd  

(EARL TSDS 
document) 
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19 Glossary 

This section includes all of the acronyms and definitions used within this document. 

Acronyms and Abbreviations 

BAA …………………………………….British Airport Authority 

CAA…………………………………….Civil Aviation Authority 

CEC……………………………………City of Edinburgh Council 

DMP……………………………………Document Management Plan 

EARL……………………………………Edinburgh Airport Rail Link 

ERIC………………………….……….EARL Railway Infrastructure Contractor 

EWN/EON…………………………...Early Warning / Early Opportunity Notice 

GRIP…….. …………………………….Guide to Railway Investments Projects 

HMRI……………………………………Her Majesties Railway Inspectorate 

JPEG…………………………………..Joint Photographic Experts Group 

KPI /KPIs……………………………….Key Performance Indicator/Indicators 

MUDFA……………………Multiple Utilities Diversion Framework Agreement 

ORR……………………………………Out-with Rule of Route possessions  

PDF…………………………………….Portable Document Format  

PMI……………………………………..Project Manager’s Instruction 

PMP…………………………………….Project Management Plan 

QM………………………………………Quality Management 

QMP…………………………………….Quality Management Plan 

QMS……………………………………. Quality Management System(s) 

RMP…………………………………….. Risk of Management Plan 

SEPA………………………. ………..Scottish Environment Protection Agency 

TBM………………………. ……………Tunnel Boring Machine 
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Definitions 

Quality Management 
“Quality Management” is a generic term used to describe the arrangements and 
controls implemented by an enterprise in order to effectively achieve “quality” in the 
services and products it supplies to its customers and stakeholders. 
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Appendix 1  

EARL Quality Objectives  

To be reviewed annually 
Quality Objective Setting 
The following objectives have been set for the quality management 
arrangements of the EARL project for the period 2006/2007. These 
objectives will be reviewed annually by the project ‘senior management 
team, where necessary they will be revised and they will then be reissued 
with necessary amendments as part of the QMP. 

The Project Quality Objectives 
y To promote a quality culture by setting in place arrangements 

conforming to the requirements of ISO 9001:2000 
y To understand the needs of tie and the other project stakeholders as 

regards the EARL project and by applying best practices provide 
assurance that these needs are being cost effectively addressed  

y To understand the statutory needs of the EARL project and by applying 
skill, care, competence and best practices provide assurance that these 
needs are met 

y To support other project management systems and engineering 
assurance arrangements, such as safety, health and environment 
(SHE) and railway engineering assurance, with seamless interfaces and 
where possible common processes 

y To continually monitor and review  the effectiveness of the quality 
systems to eliminate non-conformity and to ensure their continual 
improvement  

 

 

 

 




