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1.
PURPOSE

The purpose of this plan is to define the Code 405 Quality Management (QM) processes, tasks, and responsibilities, as well as provide reference documents and guidelines to perform the QM activities.

These processes and documentation conform to the requirements specified under the Goddard Space Flight Center (GSFC), Quality Management System (QMS).  

2.
SCOPE

This plan establishes the QM policy, guidelines, processes, and activities performed throughout the life cycle of the Projects managed by Code 405.  It also facilitates the implementation of standard QMS audits for the organization based on guidance from the Code 400 Quality Management Office.

3.
QUALITY POLICY AND OBJECTIVE

Code 405's quality policy is to continuously monitor and review the organization’s processes and activities to verify that they comply with the applicable GSFC QMS policy and guidelines, and project quality objectives.

Objectives in adhering to this policy are to:

· Establish processes that provide effective project management

· Achieve the highest quality standards by implementing continuous management process improvement methods.

· Establish a process for identifying and resolving QM review/audit observations.

4.
RESPONSIBILITIES

4.1
Project Manager Responsibilities

· Ensure the adherence to the GSFC Quality Policy

· Ensure Project Staff commitment to continuous quality improvement

· Appoint the Quality Management Officer (QMO).

· Communicate the Quality Management Plan and ensure its continuing visibility and understanding at every level of the project using appropriate means such as all-hands meetings, status reviews, or process review

· Ensure continuous conformance with objectives of this plan

4.2
QMO Responsibilities

· Work with Staff to implement and follow the quality processes defined for the organization

· Continuously review the Quality Management Plan and process for effectiveness and compliance with applicable GSFC QMS Policy and Guidelines

· Review staff activities and audit effectiveness of work processes and procedures throughout the life cycle and report to project management how well the projects are adhering to their established plans, processes, standards and procedures, and review for process improvement

· Implement corrective or preventive actions to preclude recurrence of process, product, or QMS non-conformance. Non-conformance and observations are first addressed at the staff level and resolved there if possible.  For non-conformances and observations not resolvable at the staff level, the QMO will escalate the issue to the Project Manager level for resolution

· Verify the effective implementation of corrective or preventive actions

· Perform periodic analysis of all reported non-conformances and observations to identify trends that may disclose generic problem areas.  These analyses shall include the study of the causes, magnitude of impact, frequency of occurrence, and corrective measures

· Verify effective document control, ensuring that Staff is using only approved, up-to-date documentation

· Verify that a support library is established as the single place of storage for the baseline version of all Project documentation. The evaluation shall also determine that control of access to documentation is being properly exercised and that unauthorized changes to master files cannot occur

· Conduct periodic evaluations of the organization’s quality processes 

· Maintain quality management review and related documentation 

· Coordinate improvement of the quality management process, as needed 

· Ensure appropriate metrics are tracked and reported, as required by project management, to assess the performance of the quality process

· Establish table of process metrics and submit to the Centralized Configuration Management System (CCMS) as a controlled document.

4.3
Code 405 Staff Responsibilities

· Establish and implement an effective project quality management process as depicted in Figure 1

· Ensure all work is conducted in accordance with documented management plans, processes, and procedures

· Address QM Audit findings in a timely manner

5.
QUALITY MANAGEMENT PROCESS 

See process chart depicted in Figure 1.

6.
PROCESS CONFORMANCE EVALUATIONS

The continuous monitoring and review of project-level processes is essential to assuring baselined processes are followed by all staff.  Identified as Process Conformance Evaluations, these evaluations will require that the QMO engage the project staff to evaluate staff conformance with established processes, evolving requirements and deliverables, propose solutions to evaluation findings, and obtain feedback on process effectiveness.  The objective of Process Conformance Evaluations will be to:

· Identify and resolve process non-conformances and observations

· Review project status, specifically identify near- and long-term quality and process control issues

· Determine mitigation strategies for identified issues

The Process Conformance Evaluation will provide an independent assessment of the utilization and effectiveness of the Code 405 QM and GSFC QMS mandated processes and procedures.  The QMO will provide the following information to the Project Manager and Project Management Staff:

· Non-conformances - Identify any non-conformances with respect to established organizational and project processes

· Problem Areas - Identification of potential or actual Project problem areas based on analysis of Process Conformance Evaluation results

· Observations – Identification of points of process effectiveness and/or deficiency

· Recommendations – Recommended solutions and timeframes for addressing non-conformance issues and/or opportunities for process improvement
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Figure 1- High-level Quality Process

7.
METRICS

Appropriate metrics shall be collected, reported, and reviewed to ensure the projects’ quality management process is properly implemented and operating efficiently and effectively. 

Conduct quarterly Quality Management Review meeting in which the quality management process and project-level management processes effectiveness are evaluated.

Monitor, review, and report on at least one management process per month

· Record that the process is being followed correctly and working effectively, 

· Record that the process is being followed but is not working effectively, or 

· Record that the process is not being followed

8.
REPORTING

The QMO reports the results of the Quarterly Quality Management Reviews and the Process Conformance Evaluations to the Project Manager.  The Project Manager utilizes the report to gain insight into the level of staff conformance with the process and its effectiveness in meeting Project goals.  

Where necessary and appropriate, the Project Manager may initiate additional training or facilitation activities or initiate changes to the established processes using the approved procedures.

9.
TESTING

System testing is a required quality assurance function.  The projects will perform both unit testing and system and integration testing.  The purpose of unit testing is to validate and verify delivered functionality and perform unstructured "negative" testing to affirm the stability of the delivered product.  The purpose of system and integration testing is to verify that Level 5 requirements, or testable requirements, have been met and that inter-program processing, interaction, and data handling support the end-to-end processes.

For each type of system testing, a test plan will be developed which details test scenarios / scripts, test team, and test processes (e.g., problem recording).  All defects identified during testing will be identified, documented, and tracked to closure.

Testing activities include:

· Execute test procedures to test system functionality

· Track and resolve problems identified as a result of executing quality tests 

· Perform regression testing as required

· Fix identified defects and verify defect fixes have been incorporated into new product releases

Deliverables from testing include:

· Test Report

· Product updates (if needed)

Testing is completed when:

· All scripts have been executed and all testing completion criteria are met and satisfied

· Test Report reviewed and approved by the Project Manager

· All problems and defects have been satisfactorily resolved (fixed, deferred to a later release, not a defect, etc.)

· All changes made as a result of problems and defects have been tested

· All documentation associated with the software (requirements, design, test documentation, etc.) have been updated to reflect changes made 

10.
QUALITY PROJECT REVIEWS

Code 405 managed projects will conduct the reviews specified in the IFM Program Milestone Reviews Framework  to ensure that assessment comments are captured, communicated, tracked to resolution, and reflected in final deliverable products.  Specific tailoring to be performed by the Project will be coordinated with the IFM Program Director and/or Lead Reviewer during the development of the initial review agenda. 

The NTRO Office will adhere to the responsibilities identified in Section 3 of the IFM Program Milestone Reviews Framework. For each review, appropriate project staff personnel shall be informed of any issues, problems, or concerns identified as a result of project efforts to date.  All review results will be formally documented in a summary report, and all action items or issues assigned to project staff shall be tracked until resolution.  

11.
ISSUES MANAGEMENT 

Issues management is the process of identifying, prioritizing, tracking, and resolving issues so that the setback incurred by the project is minimized. The NTRO Office Issue Management Process is shown in Figure 2.  The NTRO will adhere to the escalation requirements identified in Section 4 of the IFM Program Issue Management Framework.  

11.1
Definitions of Issue and Action

· An issue is a problem, question, or challenge that arises and needs to be addressed in some manner to avoid negative impact to the project. 

· An issue differs from an action.  An issue describes a condition while an action is a directive or statement of intent.

· An issue differs from a risk.  An issue describes a condition that exists or unquestionably will exist while a risk is characterized by a level of uncertainty.

· An issue is supported by actions, though an issue may not initially have supporting actions defined.

· Action items are usually the result of an issue, however, this may not always be the case.  Actions may exist independently.

11.2 Responsibilities

Both issues and actions shall be assigned to a responsible party to ensure that they are appropriately addressed and closed out.  Responsibilities are assigned/approved by the Project Manager.  The NTRO Office will adhere to the responsibilities associated with Issue Owners, Issue Contributors, and Issue Managers as described in Section 2 of the IFM Program Issue Management Framework.  Additional responsibilities cited for the Project Manager will be performed in accordance with the responsibilities identified in Section 2 of the IFM Program Issue Management Framework.
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Figure 2, Issue Management Process

11.3
Repositories

Issues and Actions will be documented/tracked in the Code 405 Virtual Office.  Elements and characteristics of the repository information are as follows:

· Issues will be supported by one or more actions, though an issue may initially not have actions defined.

· Each issue will be assigned to an individual

· Actions may support issue resolution or may exist independently

· Each action will be assigned to an individual

· An assigned due date sets the priority for resolving an issue and/or accomplishing an action

· In anticipation that some issues will be discussed solely within the Project Team and some will have wider visibility, a sensitivity, or visibility level will be assigned to each issue; Project Only and Program/Center

· Additional elements include issue/action number, open date, due date, closed date, and comments

11.4
Status Meeting

· New issues and actions are identified at the weekly project status meeting (this does not preclude assigning issues or actions at any time between status meetings)

· Actions to be tracked are those that address an issue or independent actions that may affect others on the team or the project as a whole

· The Project Manager and Project Team determine which issues/actions will be recorded

· An accounting of recently closed issues/actions and open issues/actions will be distributed at the status meeting

· Issue discussion is generally limited to issues for which the responsible individual desires assistance; issues understood to be of particular importance/interest to the group; or issues for which the group requests a status
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