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1
PURPOSE

This SR&QA contract surveillance plan is a high level plan for JSC SR&QA personnel to assess the performance of JSC local contractors in meeting contract requirements.  This plan describes how to assess the contractor to determine level of insight or oversight surveillance on a contract, based on risk. In addition, this plan provides guidelines for writing individual SR&QA Contract Surveillance Plans.  The SR&QA surveillance plan supports but does not replace or supersede the contract surveillance plan developed by the Contracting Officer, COTR, or project office.

2
SCOPE
This plan defines the responsibilities of SR&QA in conducting surveillance of contractor activities.  The reporting of these activities will be at the discretion of the SR&QA management, project office, the Contracting Officer Technical Representative or the Contracting Officer.

3 DEFINITIONS

Contract Quality Assurance (QA):  SR&QA (safety & mission assurance, quality engineering/assurance/inspection) activities, performed to determine whether a contractor has fulfilled the contract obligations pertaining to quality and quantity. 

Critical process:  A process where by proper conduct is essential to ensuring the integrity of the final product, and for which an accurate determination of the adequacy of the process cannot be made by inspection following completion of the process.

Government Mandatory Inspection Points (GMIPs):  Specific points during a process when an inspection by a Government representative (including SR&QA support contractors) is required before the process can proceed. MIPs are identified by the Government to mitigate safety, mission, cost, or schedule risk to the Government by assuring contractor compliance to requirements or verifying that specific actions have occurred. They are not a substitute for contractor inspections and should not be used in place of needed corrective action. They are used for the following purposes:

· Measure control of processes

· Ensure that critical characteristics of end items meet specifications

· Verify the implementation of corrective action

· Verify incorporation and effectiveness of major changes in processes or products. 

Insight: A process of gathering product or process data that provide adequate visibility into the integrity of the product or process. It does not constitute control,  management or final acceptance of the product or process. 

Metrics:  A measurement of workload or performance information used to analyze trends and performance to determine the need for review/or action. 

Oversight: A process of gathering contractor product or process data through on-site verification/witnessing and in-series involvement in the process. Oversight entails a form of control of the process itself.

Resident Management Office (RMO):  NASA office located within a contractor's facility or plant to support the procuring activity of a project office and functional managers. The terms Resident Management Office (RMO) and Resident Office (RO) are synonymous. 

SR&QA Contract Surveillance Plan: A plan describing a SR&QA risk-based approach for performing surveillance of a NASA/JSC contractor.  

4 QUALITY RECORDS AND FORMS

4.1
Quality Records
SR&QA Contract Surveillance Plan

4.2 Other Records and Forms

None

5
SAFETY PRECAUTIONS AND WARNING NOTES
None

6
REFERENCES
None

7
TOOLS, EQUIPMENT, AND MATERIALS
None

8
PERSONNEL TRAINING AND CERTIFICATION
Contracting Officer’s Technical Representative Course (COTR) 
9
RESPONSIBILITIES

SR&QA representatives are responsible for the following: 

· Assuring contract or contractual compliance with strategies, policies, and standards.

· Evaluating and independently assessing contract processes/products

· Assisting the project manager in overseeing prompt contractor investigation and closure of problem areas

· Developing risk-based assessment checklists for all key processes

· Collecting contractor and Government data to assess process effectiveness

· Developing and maintaining SR&QA Contract Surveillance Plan(s)

· Making recommendations for process or SR&QA compliance audits to the contracting officer

10
PROCEDURE

10.1
 Determining Surveillance Strategy
a.
The SR&QA representative will review each contract.

b.
The SR&QA representative will review the contractor’s Safety, Reliability and Quality Plan to obtain insight to SR&QA activities that will be performed by the contractor. 

c.
The SR&QA representative will perform an assessment of the contractor’s processes to determine the appropriate amount of surveillance required to ensure insight to the performance of the contractor. A list of key processes to be considered are listed in Appendix A. SR&QA will develop a checklist for each key process to perform an assessment and ultimately determine the level of surveillance needed for each key process.

10.2
General Surveillance Activities
The SR&QA representative will consider the following activities as part of their surveillance of the contractor: 

a. Attend internal project meetings, such as project stand-up meetings, and program manager staff reviews/meetings. 

b. Be on distribution for progress reports such as internal memos, periodic reports, and problem summaries. 

c. Perform "factory floor" walk around; discuss project status with company employees on non-interference basis 

d. Check for proper flowdown of engineering planning and use of current and formal worksheets/instructions by operators 

e. Monitor for presence of contractor engineering on factory floor, Material Review Board, and Corrective Action Board 

f. Observe the contractor's priorities: Schedule? Cost/profit? Contract performance? What indicators are tracked?

g. Observe if functional departments talk routinely to each other (for example, engineering with quality assurance, safety & mission Assurance.) 

h. Perform Government Mandatory  Inspections (GMIPs) 

i. Review and approve engineering design changes and waiver/deviations, as authorized 

j. Review and approve Material Review Board (MRB) recommended dispositions 

k. Monitor Physical Configuration Audits (PCAs) and Functional Configuration Audits (FCAs) 

l. Conduct audits of a specific contractor operation 

m. Review specific contractor-prepared plans, procedures, etc

n. Approve Type 1 SR&QA contractual deliverables

10.3
SR&QA Contract Surveillance Plan
The assigned JSC SR&QA Representative will document a SR&QA Contract Surveillance Plan for each contract that they are assigned to monitor. SR&QA organizational/functional elements (Safety and Mission Assurance, Quality Engineering, Quality Assurance, inspection, support contractor and civil servants) will assist in the development, revision, maintenance and execution of this plan.  Appendix B describes the contents of the plan.
10.4
Phase-Out of NASA Inspection Activity

In the case of ongoing contracts, it is NASA's intent to maintain the JSC SR&QA oversight inspection role until it is demonstrated that process surveillance will suffice, either because the contractor's comparable inspection has been proven adequate, or because the process is stable and capable to the extent that inspection is unnecessary. When a successful transition to insight has been completed, JSC SR&QA may continue to assist the program in monitoring and assessing selected items, processes, or conditions that may increase risk.

APPENDIX A

Contractor Key Processes

The SR&QA representative will consider the following key processes when developing their contractor surveillance activities. This is not an all-inclusive list. Additional facility or project unique processes should be added as applicable.  The SR&QA representative should also assess the prime contractor flow down, control and validation of subtier suppliers of these key processes.

1.
Designated Verification Program

2.
Material Review Board 

3.
Purchasing-requirements flowdown

4.
Approved Vendor List-Supplier rating system

5.
Receiving

6.
Shipping

7.
Non-Conforming Products

8.
Traceability

9.
Flight Hardware Storage and Handling

10.
Metrology Control

11.
Manufacturing

12.
Workmanship Standards - processes that require operator certification to NASA approved standards

13.
Test Readiness Review

14.
Software verification and validation

15. Training

16.
Configuration Management Control-verification, plan, procedures 

17. Problem Reporting 

18. Parts Control-EEE and mechanical

19. Critical Processes-controls, changes, approvals, validation

20. Standard Repair Processes

21. Occupational Safety program

· Mishap Reporting

· Incidents

· VPP

· Hazard Reports

22. Flight Safety & Mission Assurance programs

· FMEA/CIL

· Safety Analysis Reports

· Certification Plans/Reports (GCAR)

· Hazard Reports

23. Acceptance Data Packages

APPENDIX B

SR&QA Contract Surveillance Plan

The scope and complexity of surveillance plans will vary from integrated multi-functional plans to single-function plans depending on the nature of the procurement involved. The Plan will describe how SR&QA will monitor contractor’s progress in completing contracted efforts. The actual order of the activities, metrics, and organization sections is left to the discretion of the assigned SR&QA representative.  However, they all should be captured in detail in the document or its appendices. Appendices should be used to capture analysis, detailed assessment information, and other supporting information 

As a minimum, the plan will state the following:

· Contractor name

· Contract number

· Location, Cage Code, phone, fax

· Contractor SR&QA and program managers

· COTR name

· CO name

· Project Manager name

· Date of plan

· Revision number of plan

· SR&QA Representative name

· SR&QA representative signature

· state when the contract review was performed by the SR&QA representative

· include a comprehensive overview of the project and its objectives

· identify customers and customer requirements and how communications with   customers will be maintained throughout contract performance 

· describe plan for evaluating the contractually required SR&QA system 

· identify key processes that have been assessed

· Describe the plan for surveillance for each key process (the intensity and frequency of each;)

· describe how surveillance will be employed to manage risk 

· describe the responsibilities of NASA/JSC SR&QA organizational/functional elements in assessing contractor performance of key processes and contractual requirements

· describe how the NASA/JSC SR&QA elements are integrated and reporting process

· describe how adjustments to the surveillance plan, based on performance and data, will be made and implemented (revise date and revision number as appropriate)

· describe mechanism(s) for communicating discrepancies with the contractor for corrective action

· Identify how GMIPs will be determined, if applicable

· Report status to customer


