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Q1: The CD appears to have many “bosses.” To whom does he or she report?

A1: Per the 2/23/2010 “Organizational Change” letter from the Administrator, both Center Directors (CDs) and Mission Directorate AAs report directly to Office of the Administrator. The CD has a unique role as the only person who can ensure proper planning and execution of activities requiring constructive integration across Programmatic and Institutional Authorities, which includes the Technical Authorities. The CD is therefore responsible and accountable to the Administrator for the safe, effective, and efficient execution of all activities at his Center. As part of the Institutional Authority, Center Directors are responsible for establishing, developing, and maintaining the Center’s institutional capabilities (such as processes, competency development and leadership, human capital, facilities, and independent review) required for the execution of programs, projects, and missions assigned to the Center. The CDs work closely with the AA for Mission Support in this role. Center Directors have specifically delegated Technical Authority responsibilities for work performed at the Center and are responsible for establishing and maintaining Center Technical Authority policies and practices, consistent with Agency policies and standards. The CDs work closely with the Chief Engineer; Chief, Safety and Mission Assurance, and Chief Medical Officer in this role. While the Center Directors do not exercise Programmatic Authority over programs and projects (i.e., do not make programmatic cost and schedule decisions), they work closely with the MD AAs to balance the specific needs of individual programs and projects alongside thoughtful compliance with applicable priorities, policies, procedures, and practices. The “balanced” agreements between the program/project manager and Center Directors of participating NASA Centers are summarized in the Program/Project Plan, consistent with the Mission Directorate’s requirements, Agency policy, and the Center’s best practices and institutional policies. 

   
Follow-up to Q1:  Is the CD in line between the MD, program manager and project manager, i.e., do they report through the CD and/or must they go through the CD to communicate in either direction? 


Follow-up A1: No.  Each of these responsible parties communicates and/or provides or receives direction (as appropriate) directly with the next one in line.  It is the responsibility of the program manager, project manager, and MD to include the CD in all pertinent communications.  The CD is thus cognizant and a party to such communications but does not review or approve.

Q2: Can the CD provide programmatic direction (budget, schedule, top-level performance requirements, etc.) to change or override direction given by the MD or program manager?


A2: No. When CDs see an issue that in their judgment may require programmatic changes to maintain an executable plan, they engage the MDs or program office as needed to cooperatively identify solutions. This includes cases where resolution of a Technical Authority issue might impact top-level programmatic requirements. The MD and/or program office issues updated guidance once agreement has been reached. If the CD is not satisfied that an appropriate solution has been reached, he or she should work with the MD and, if necessary, the Office of the Administrator to be sure his or her concerns have been appropriately considered.  


Q3: Can anyone in the MD or program/project office withhold information about the programs or projects under the CDs cognizance?  

A3: No. The CD is a senior NASA official bound by the same rules, regulations, and policies as all other senior NASA officials. Because of his or her responsibility to ensure proper planning and execution of programs and projects, there is no class of information either technical or programmatic that is outside his or her need to know. He or she must be kept informed.

 
Q4: What are the CD responsibilities with respect to status reviews, etc. for programs and projects? 

A4: Programs and projects are executed in a constantly changing environment and frequently experience challenges (programmatic, technical, or institutional) that may or may not have been anticipated in the original plans. To ensure continued proper execution of the activities, the CDs maintain ongoing processes and forums, including the Center Management Council (CMC), to monitor the status and progress of programs, projects, and activities at their Center and to provide a summary status at the BPR and other suitable venues. Per NPR 7120.5, NASA Space Flight Program and Project Management Requirements the Center Director has technical authority as delegated by the Administrator through the Agency TAs. The Center Director delegates much of this technical authority but retains and therefore has definitive decision authority as needed to resolve issues on such matters as technical requirements tailoring, waivers, exceptions, etc.  Per NPD 8700.1, NASA Policy for Safety and Mission Success the Center Director also has full authority to stop any unsafe activity, programmatic or otherwise, if it involves Center personnel or Center-owned facilities or assets. The Center Director provides support and guidance to programs and projects in resolving technical and programmatic issues and risks; monitoring the technical and programmatic progress of programs and projects to help identify issues as they emerge; and proactively working with the Mission Directorates, programs, projects, and other Institutional Authorities to find constructive solutions to problems.   

 
Q5: What are the CD’s responsibilities with respect to KDPs and the reviews leading to them? 
A5: CDs are members of the governing boards that recommend approvals at the KDPs.   The CD provides recommendations to the Decision Authority at all KDPs concerning the executability of all aspects of programs and projects at their Center (programmatic, technical, and all others) along with major risks and mitigation strategies and the readiness of all institutional capabilities to support the plan being recommended. They use their assessment along with lower level review teams and their Center leadership team to affect the plans presented by the programs and projects as necessary. CDs are a convening authority for Standing Review Boards, responsible for proposing SRB members with approval from other convening authorities. Major replanning or rebaselining activities require processes much like KDPs, and the CDs must be engaged in those in the same way but especially in ensuring constructive communication and progress between the time it becomes clear that a replan is necessary and the time it is formally put into place.   
 
Q6: If more than one Center is involved, what are the roles of the various CDs and how do they interrelate?
A6: For tightly coupled multi-Center programs or projects, the CD who hosts the overarching program or project leads an Integrated CMC (ICMC). The ICMC includes the Center Director from each Center that hosts a project or significant program development activity for the overarching program or project. Unless mutually agreed upon with the other Center(s), each Center is responsible to apply and oversee the application of Agency policy, its own Center’s best practices, and institutional policies at the Center.
Q7: What are the CDs’ rights, roles, and responsibilities with respect to Standing Review Boards? 
A7: The CD is a convening authority for program and project reviews with approval authority for TORs, SRB chairs, and teams. The needs of the CD for independent assessment are incorporated as part of each review. CDs are responsible for nominating Center personnel and for staffing SRBs with technical and programmatic expertise as required. SRBs are required to present the results of the reviews to the CDs. 


Q8:  To what extent does the CD have the responsibility to independently inform the Agency of growing project-risk levels (programmatic and/or technical), and to what extent are they expected to be held accountable in the absence of a warning?  
A8: The CD is to provide recommendations to the Decision Authority concerning the executability of all aspects of the programs and projects at their Centers (programmatic, technical, and all others) along with major risks and mitigation strategies.  This requires a specific assessment at KDPs and an ongoing surveillance and monitoring process during execution between KDPs. Using his or her organization, the CD is positioned for the most timely oversight and insight into areas of work directly performed at his or her Center and should have cognizance of technical, cost, schedule and institutional issues affecting that work. The CD is responsible and accountable for timely communication of emerging issues to all affected parties and in all necessary venues (direct communication, scheduled tag ups, staff meetings, BPR, DPMC, APMC, etc.) so timely corrective action can taken. The CD is also responsible for coordinating decisions in areas under his or her control with the MD AAs to reach constructive solutions. 
Q9:  Who has responsibility for setting Center priorities for allocation of staffing, facilities, and other resources in support of programs and projects, the CD or the MDAA? 
A9:  The Center Director establishes and commits to the level of support to be provided to a program/project as a result of discussions/negotiations with the program/project and MD. These agreements are documented in the Program/Project Plan and ancillary plans. If the level of support needs to change and subsequent discussions/negotiations at lower levels do not result in mutual agreement, the CD and PM will discuss with the cognizant MDAA(s). If agreement is still not reached, they jointly engage the Office of the Administrator. 


Q10: What responsibility and accountability does the CD have regarding the mission-level architecture technical and programmatic executability? 
A10: Architecture selection is a Programmatic Authority responsibility. In the role of the Center senior Institutional Authority and Technical Authority, the CD must concur that the mission-level architecture (or architectures if there is more than one acceptable alternative) meets the Agency requirements, is feasible technically and programmatically, and is consistent with the Center’s best practices.

Q11: What responsibility and accountability for technical and programmatic execution does the CD have for next tier subsystems being led by other Centers?
A11: The CD who hosts the overarching program or project leads the integrated assessment of the technical and programmatic execution of the program/project working with the participating Centers. The level of integration and engagement is tailored to the tasks at hand. Some projects require a more formally integrated oversight activity: others will require less. Where appropriate, the Center Director (or representative) chairs the ICMC and therefore has a forum to directly provide input to the other Center. In addition, the CD provides recommendations to the Decision Authority concerning the ongoing executability of all aspects of their programs and projects (programmatic, technical, and all others) along with major risks and mitigation strategies.  Where the ICMC forum has been used, the composite of all of the CDs’ assessments are given from that forum. Where it has not, individual assessments are appropriate. See also Question 8 for a discussion of ongoing oversight/insight and communication of emerging issues. 
PAGE  
2

