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Purpose

The purpose of this Office of Safety and Mission Assurance (OSMA) Headquarters Office Work Instruction (HOWI) is to document the process for conducting Process Verifications (PV) version 2.0.  This HOWI also specifies the Quality Records associated with the process.

This document describes the PV methodology by which both Center and Headquarters management are supplied with an evaluation of a Safety and Mission Assurance (SMA) organization with regard to:

A) Overall effectiveness and efficiency of the management of the SMA function,

B) Assurance of compliance with NASA policies and directives (including Federal regulations),

C) Conformance of Center SMA organization with its processes as defined in the Annual Operating Agreement (AOA),

D) Effectiveness in meeting customers’ SMA requirements to support NASA Enterprise objectives, programs, and projects as agreed to in SMA Enterprise Agreements (References 4.5 – 4.8),

E) Appropriate level and quality of resources, and

F) Identification of issues and concerns that may inhibit the effective implementation of SMA functions.

(Appendix A provides a further expansion of this listing)

Reports documenting the results of PV reviews are provided to the appropriate Enterprise Associate Administrator (AA), the Center Director, the Center SMA Director, and the AA/SMA.  These results are also shared with the other Center SMA directors and, when appropriate, other Enterprise AAs.

1. Scope and Applicability

PV reviews are structured around NASA’s SMA requirements (listed on the OSMA Documentation Tree and stored in the NASA Online Directives Information System [NODIS]), the SMA Requirements Model, and each Center’s AOA.  The reviews focus on SMA management processes, identifying strengths of the SMA organization and any areas that need improvement in order to accomplish the goals of the organization; i.e., areas where additional resources and increased attention may be needed.  PV reviews compare the SMA functions with those documented within the AOA, and identify any issues to be addressed during follow-on reviews.  This HOWI is applicable to OSMA staff members responsible for managing and conducting PVs and other NASA personnel involved in the conduct of PVs.

2. Definitions

2.1. AA:  Associate Administrator

2.2. AA/SMA:  Associate Administrator for Safety and Mission Assurance

2.3. AOA:  Annual Operating Agreement.  A Center-to-Enterprise Document which defines the SMA support that a Center will provide.

2.4. ASAP:  Aerospace Safety Advisory Panel

2.5. CATS II:  Corrective Action Tracking System II

2.6. Code QE:  Enterprise Safety and Mission Assurance Division

2.7. Code QS:  Safety and Assurance Requirements Division

2.8. Code QV:  Review and Assessment Division

2.9. Effectiveness:  A measure of the ability of the process output to satisfy the customer’s requirements or to provide customer satisfaction.

2.10. Efficiency:  A measure of the use of resources.  An efficient process minimizes the use of resources in meeting the customer requirements.

2.11. HATS:  NASA Headquarters Action Tracking System

2.12. IAOP:  Inter-Center Aircraft Operations Panel

2.13. OEP:  Operations and Engineering Panel

2.14. OSMA PV Manager:  OSMA staff member managing the PV program.

2.15. OSMA Center POC:  OSMA staff member who is the POC for the Center undergoing PV.

2.16. OSMA Enterprise POC:  OSMA staff member who is the POC for the Enterprise who oversees the Center undergoing PV.

2.17. POC:  Point of Contact

2.18. PV:  Process Verification

2.19. PV Team Chair:  The person designated to chair the PV.  Will normally be the Code QV Director.

2.20. PV Executive Secretary:  The person designated to lead the on-site administrative support to the PV Team.  Will normally be the Code QV Secretary.

2.21. PV Team:  The support personnel from Headquarters and NASA Centers or outside specialists performing the PV.

2.22. SMA:  Safety and Mission Assurance.

2.23. SMA Key Process:  A process defined by the SMA Requirements Model as key to performance of SMA.

2.24. SMARTS-PVM:  SMA Requirements Tracking System – PV Manager (Internet)

2.25. SMARTS-OMA:  SMARTS On-Site Manager Application (PC, used by the PV Executive Secretary)

2.26. SMARTS-RA:  SMARTS Reviewer Application (PC, used by the PV Team Member Reviewers)

2.27. SME:  Subject Matter Expert

3. Reference Documents

The documents listed in this section are used as reference materials for performing the processes covered by the Quality Management System (QMS).  Since all NASA Headquarters Level 1 (QMS Manual) and Level 2 (Headquarters Common Processes) documents are applicable to the QMS, they need not be listed in this Section unless specifically referenced in this OSMA HOWI.

3.1. NPD 8700.1:  NASA Policy for Safety and Mission Success 

3.2. Office of Safety and Mission Assurance Functional Leadership Plan
3.3. The Annual Operating Agreements for each NASA Center

3.4. Safety and Mission Assurance for the Space Flight Enterprise
3.5. Safety and Mission Assurance for the Space Science Enterprise

3.6. Safety and Mission Assurance for the Mission to Planet Earth Enterprise
3.7. Safety and Mission Assurance for the Aeronautics Enterprise 

3.8. HOWI 1450-Q027: Manage OSMA use of HATS

4. Flowchart
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5. Procedure

Note:  With the implementation of the SMA Requirements Tracking System (SMARTS) to track Process Verification (PV) data, many of the steps done in this HOWI are performed on-line on the SMARTS.  Those actions are described with each step below.

Note:  For this HOWI, the term “Center” means the organization being reviewed.  PVs may be done on NASA Headquarters Codes, NASA Centers, NASA Facilities, or NASA Programs/Projects.  

6.01 OSMA PV Manager
Establish New PV:

The OSMA PV Manager determines that a PV needs to be conducted at a NASA Center/Site or at NASA Headquarters.  PV reviews are nominally done to cover organizations on a 2-year cycle.  However, the need/request for a PV can come from the AA/SMA, Enterprise AA, Center Director, or Center SMA Director.  The SMA PV calendar will be used as guidance for when PVs are nominally scheduled. 

SMARTS-PV Manager (SMARTS-PVM) Action:  The OSMA PV Manager initiates a new PV in the SMARTS-PVM.

Timing:  This step should be completed more than 2 months prior to the PV.

6.02 Director, Code QV
Select PV Team Chair:

The Director, Code QV, will select and designate a Chair for the PV Team.  Nominally, this will be the Director, Code QV; however, this function may be delegated to other NASA Civil Service SMA personnel with the consent of the AA/SMA.  Additionally, the applicable OSMA Center POC serves as a  PV Team Member and assists with Center arrangements and PV coordination.

SMARTS-PVM Action:  The OSMA PV Manager notes the appointments as the first PV Team Members of the PV. 

Timing:  This step should be completed a minimum of 2 months prior to the PV.

6.03 OSMA PV Manager
Call for SMA Key Processes to be Reviewed:

The OSMA PV Manager will make an initial selection of SMA Key Processes from the SMA Requirements Model to be included in the PV.  Process pre-selection will be based on history and trends from prior PVs, concerns and issues with the Center from recent/past events/results, and to support data collection of SMA requirements compliance/conformance.  Additionally, the OSMA PV Manager will review the recent findings and observations of the Operations Engineering Panel (OEP), Inter-Center Aircraft Operations Panel (IAOP), and other SMA review mechanisms to identify areas from those related reviews that could be supported by the upcoming PV.

The OSMA PV Manager discusses the need for selection of the SMA Requirements Model Key Processes with the OSMA Center POC, OSMA Enterprise POC, and the Center SMA Director.  The OSMA PV Manager grants these individuals with access to the SMARTS-PVM, with write permission to recommend SMA Key Processes to be included the PV.  The OSMA PV Manager notes in the SMARTS the SMA Key Processes that have been pre-selected (i.e., mandatory) for the PV by OSMA management.  

SMARTS Action:  (1)  Enter permissions for PV for OSMA Center POC(s), Center SMA Director, and a POC from the Center SMA Organization for the PV.  (2) Indicate in the SMARTS those SMA Key Processes which are pre-selected for this PV. 

Timing:  This step should be completed 2 months prior to the PV.

6.04 OSMA Center POC, Center SMA Director/POC, and OSMA Enterprise POC:    

Recommend SMA Key Processes:

Each of the above participants selects the SMA Key Processes that should be reviewed at the PV.  

SMARTS-PVM Action:  The participants enter their selections in the SMARTS-PVM.

Timing:  This step should be completed 6-8 weeks prior to the PV. 

6.05 OSMA PV Manager
Select SMA Key Processes:

The OSMA PV Manager will query OSMA management and other key OSMA personnel to help identify other topics to be included in the PV.

The OSMA PV Manager combines the recommended/suggested SMA Key Processes to be reviewed into a consolidated listing.  This listing is considered final for the PV, however, it may be updated as the PV planning process continues.  The selection is noted in the SMARTS.

A letter to the head of the organization being reviewed (e.g.; Center Director) is prepared and sent.  An example of the letter is contained in Appendix B.

Based on SMA Key Processes identified, the OSMA PV Manager accesses the SMARTS and makes an initial selection of Roadmaps to be included in the PV.  This is a combination of the Roadmaps which are linked to the selected SMA Key Processes in the SMARTS as well as other Roadmaps individually selected by the OSMA PV Manager.  Those Roadmaps which are pre-selected for the PV by OSMA management will be marked as such.  Roadmap pre‑selection will be based on history and trends from prior PVs, concerns and issues with the Center from recent/past events/results, and to support data collection.  The personnel associated with the PV are notified by the SMARTS.

SMARTS Action:  OSMA PV Manager makes selection of SMA Key Processes and initial listing of the Roadmaps to be used for the PV.

Timing:  4-6 weeks prior to the PV, the letter should be sent no less than 1 month prior to the PV.

6.06 OSMA Center POC, Center SMA Director & POC, and OSMA Enterprise POC    

Recommend Roadmaps:

Each of the above participants selects the Roadmaps that need to be reviewed at the PV.  Other topics suggested for review at the PV are in SMARTS-PVM and forwarded to the OSMA PV Manager verbally or via e-mail.  The OSMA PV Manager updates the SMARTS with the recommendations.  Additionally, the OSMA PV Manager researches past PVs (and other PV-like reviews such as OEP, IAOP, ASAP) to include any action items which are applicable to that Center which either are open or should be verified as closed.

SMARTS Action:  OSMA PV Manager indicates desired roadmaps.  Center SMA and Enterprise POCs note recommendations in SMARTS-PVM.

Timing:  This step should be completed 3-4 weeks prior to the PV. 

6.07 OSMA PV Manager
Initially Select Roadmaps:

The OSMA PV Manager combines the recommended Roadmaps to be reviewed into a consolidated listing.  This listing is considered final for the PV, however, it may be updated as the PV planning process continues.  The selection is noted in the SMARTS.

SMARTS Action:  OSMA PV Manager makes selection of Roadmaps for the PV.

Timing:  3 weeks prior to the PV.

6.08 OSMA PV Manager and PV Team Chair   
Select PV Team Members:

Based on the SMA Key Processes being reviewed and the initial listing of Roadmaps to be reviewed, a team is selected to perform the PV.  Each person is contacted via automatic e‑mail message from the SMARTS-PVM to ensure availability and agreement to participate.  OSMA management and supervisors of non-OSMA personnel are informed of the selection for the PV via e-mail.  The Code QV Division Secretary is notified to begin processing travel orders.  The SMARTS is updated.

The OSMA PV Manager makes an initial assignment of Roadmaps to PV Team Members. 

SMARTS Action:  OSMA PV Manager notes the selection of PV Team Members for the PV and initial assignments.

Timing:  3 weeks prior to the PV.

6.09 OSMA PV Manager and Center SMA PV POC (primarily) 
Develop PV Schedule:

The OSMA PV Manager verifies with each PV Team Member the days that they are available for the PV.  The SMARTS is updated with that information.

The Center SMA PV POC enters a schedule for interviews in the SMARTS.

Immediately prior to the PV, the OSMA PV Manager downloads the schedule and forwards it to the PV Team Members noting the Roadmaps that they will be reviewing.

SMARTS Action:  SMARTS is updated. 

Timing:  Must be completed before the PV can begin. 

NOTE:  When the OSMA PV Manager or PV Executive Secretary downloads the PV data to the SMARTS-On-Site Manager Application (SMARTS-OSM), the internet-based SMARTS is locked for that PV.  All changes to that PV must now be made to the SMARTS-OMA until the OSMA PV Manager has uploaded the SMARTS-OMA data back into the internet-based SMARTS in step 6.13.

6.010 PV Team Members & Center SMA Office  
Conduct the PV:

Approximately a week prior to the start of the PV, the PV Chair and the OSMA PV Manager will call a meeting of the PV Team.  At this meeting, the following topics will be discussed: 

· Topical areas to be covered during the PV,

· OSMA concerns with the performance of SMA at the Center,

· Results of past PVs at that Center and systemic findings across all PVs,

· Conduct of the PV and PV Chair directions/assignments,

· Roadmap assignments/reassignments,

· PV logistics, and

· Training needed for the PV Team Members on auditing and SMARTS usage.

Prior to the start of the PV, the OSMA PV Manager or the PV Executive Secretary will download the data for the PV from the Internet-based SMARTS-PVM to the portable SMARTS‑OSM.  Additionally, the OSMA PV Manager will ensure that a final set of Roadmap worksheets and proposed schedule are provided to all PV Team Members prior to departing from duty stations for the PV.

In general, the review begins on Monday morning and finishes on Friday afternoon.  The length of the PV will depend on the organization being reviewed and the availability of personnel to support the PV.  

NOTE: The nominal PV is contiguous and is 1 week long; however, PVs do not have to be a full week or contiguous.  The term ‘week’ is used below to represent the PV visit timeframe.

The PV week begins with three meetings, each chaired/led by the PV Team Chair:

1.  PV Team Only to discuss the issues to be concentrated on during the PV interviews and other activities at the facility.  This closed-door meeting is to discuss how the Team will function for the PV.  At this meeting, the PV Team Executive Secretary will pass out paper and electronic copies of the Roadmaps assigned to each PV Team Member.  The electronic copies will be from the SMARTS-Review Application (SMARTS-RA).  A brief training session will nominally be held after this meeting on the use of SMARTS-RA for those who need it. (Nominally this meeting is held Monday afternoon.) 

2.  PV Team with SMA management to discuss the schedule and arrangements for the PV.  During this meeting, the PV schedule is reviewed and adjusted.  The changes are entered in the SMARTS.  Nominally this meeting is held on Monday afternoon.

3.  In-briefing with the Center Director.  This meeting has an overview presentation by the Center on their facility, functions, and key personnel.  The PV Team Chair presents a presentation on the PV background and approach for the PV and introduces the PV Team Members.  The PV Team Chair’s presentation is retained as a quality record.  The briefing will be a part of the PV draft report and the Final Report.  Nominally this meeting is held on Tuesday morning.  Appendix C shows a sample of an In-Briefing.

During the week, the PV Team Members will meet individually with Center personnel to discuss the PV Roadmaps.  The interviews may be combined to best suit the nature of the topics being discussed.  After interviews, the PV Team Members will update the Roadmaps with their findings.  The Reviewer can either make an electronic update to the SMARTS-RA or pen‑and-ink update to the paper copies.  Daily (or when available), the reviewers will forward the updated paper copies and the electronic SMARTS-RA files to the PV Team Executive Secretary for updating in the master SMARTS-OMA record.  

The updated Roadmaps are edited and printed for the PV Team Chair review/approval.  The reviewed PV Roadmaps are returned to the PV Executive Secretary for updating the SMARTS‑OMA.

During the week, the following meetings will be held:

4.  After each day’s reviews, the PV Team meets and discusses the day’s findings.  This meeting is open to PV Team Members only.  During the meeting, the PV Team Chair will query each PV Team Member on their concerns, observations, and findings.  Additionally, each proposed/postulated corrective action and nomination for SMA best practice will be discussed.  The PV Executive Secretary will keep informal notes on the topics discussed during the meeting to ensure that they are followed up on later in the week and resolved in the PV Roadmap worksheets.

5.  After the PV Team Members’ Meeting, the PV Team will meet with the Center’s SMA Management to discuss a synopsis of findings and observations from Roadmap interviews; needs of the PV Team; and thoughts on possible corrective actions and SMA best practice nominations that may be made at the close of the PV.

6.  After the final day of the reviews during the PV, the PV Team Members will meet to begin work on the out-brief presentation.  During this meeting, issues, concerns, findings, proposed corrective actions, and nominations for SMA best practices will be discussed.  The PV Executive Secretary will keep informal notes on the topics discussed during the meeting to ensure that they are resolved in the PV Roadmap worksheets.  Should issues not be resolved during the meeting, the PV Chair will make assignment(s) to personnel to draft their positions (a.k.a.: minority report) for use in the final report.  As PV Team Members have completed their issues, the PV Chair may release  PV Team Members from the meeting.  The outcome of the meeting is the initial version of the out-briefing.  The PV Team Chair and the PV Executive Secretary will complete the out-briefing after the meeting.  The completed out-briefing will be forwarded to the OSMA management for review and comment.

7.  Pre out-briefing meeting.  The PV Team Members and the lead Center SMA management will have a final opportunity to review the out-briefing.  Each PV Team Member will be asked for their concurrence on the out-briefing and on the completed Roadmap worksheets.  The PV Team Chair will assign presenters to sections of the briefing.  Minority/dissenting opinions on the PV findings and comments will be scheduled to discuss their opinions during the out-briefing. 

6.011 PV Team Chair
Out-Brief PV:

At the end of the week, an out-briefing is held with the Center Director, AA/SMA, Enterprise AA, and other Center/SMA/Agency management.  Nominally, the briefing is done at the facility with others participating via teleconference from NASA Headquarters.  The briefing will cover the findings from the week and briefly describe the actions needed after the PV.  Appendix D shows a sample out-briefing.

At the conclusion of the out-briefing, the Center SMA Director is left with: 1) a copy of the out-briefing material, 2) a copy of all PV Roadmaps reviewed, and 3) a first draft of the Action Items being assigned as a result of the PV.

6.012 ** Out-of Scope**  Center PV POC
Review Initial PV Data:

The Organization that was reviewed is invited to review the data given to them at the out‑briefing and provide comments, corrections, and supporting material to OSMA.  Comments and corrections are returned to the OSMA PV Manager.

SMARTS Action:  none

Timing:  Should be completed by 3-4 weeks after the PV.

6.013 OSMA PV Manager
Clean-up PV Data:

After the PV is complete, the OSMA PV Manager uploads the SMARTS-OMA data to the internet-based SMARTS-PVM.  The SMARTS-PVM will set permissions for updating to allow the Center to update the action items but not the Roadmaps or results.

The data in the SMARTS-PVM are reviewed for completeness, grammar, and adequacy.  The SMARTS data is updated to reflect the corrections and changes.  If comments are received from the Center by 4 weeks after the PV, they are included in the draft PV Report.

The OSMA PV Manager has the supporting material from the PV scanned and stored electronically. 

PV Team Members who had dissenting opinions during the PV will be tasked to prepare write-ups on their “minority” opinions.  The OSMA PV Manager and the PV Chair will incorporate these write-ups into the draft PV Report. 

The OSMA PV Manager creates the draft PV Report and forwards it to the PV Team Chair and the Director of Code QV for review, approval, and signature.  Simultaneously, copies of the draft PV Report will be sent to the PV Team Members.  PV Team Members will be invited to review and comment on the draft PV report.  The OSMA PV Manager will incorporate these comments into the draft (if received in time) and the final PV Report versions.

Copies of the report are sent to the PV Chair, OSMA Enterprise POC, OSMA Center POC, and the Center SMA Director.  Appendix E contains a sample of the front matter of the PV Report. 

SMARTS Action:  Print out the sections of the PV Report.

Timing:  Draft PV Report should be assembled and forwarded for review by 3 weeks after the PV.  The Draft PV Report should be signed and sent to the Center by 4 weeks after the PV.

6.014 PV Team Chair and Code QV Director
Sign DRAFT PV Report

The DRAFT PV Report is reviewed.  After signature, the DRAFT PV Report is forwarded to the Center Director and the Enterprise POC with a request for comments.  The DRAFT PV Report is a quality record. 

SMARTS Action:  none

Timing:  30 days after the end of the PV. 

6.015 ** Out-of Scope**  Center PV POC
Review DRAFT PV Report:

The Organization that was reviewed is asked to review the DRAFT PV Report and provide comments to OSMA within about 3 weeks.  Comments, corrections, and supporting material should be sent to the OSMA PV Manager.

SMARTS Action:  none

Timing:  Comments should be returned by about 6 weeks after the PV.

6.016 OSMA PV Manager
Issue Corrective Actions:

After the DRAFT PV Report has been issued, the corrective actions identified during the PV are logged into various action tracking systems:

8.  Center and OSMA PV Actions – Entered into the SMARTS-PVM.  A person is assigned to each one for closeout.  The OSMA PV Manager and the OSMA Center POC will follow-up on actions to ensure that they are worked in a timely manner.

9.  OSMA PV Actions – Entered into Headquarters Action Tracking System (HATS) per HOWI 1450-Q027.  The OSMA PV Manager will follow up on these actions to ensure that they are worked in a timely manner.

10.  Center Corrective Actions – Each Center Corrective Action which may need OSMA involvement is assigned an OSMA support person.  The Center and the OSMA staff member are notified via e-mail of their involvement.

11.  Actions for organizations outside of OSMA at Headquarters and cross organization actions –  These actions are entered into HATS per HOWI 1450-Q027 as a pointer to the Corrective Action Tracking System II (CATS II) where the actions are stored/tracked.

6.017 OSMA PV Manager
Prepare Final PV Report:

After the comments have been received from the Reviewed Center on the draft PV Report, the SMARTS is updated and a Final PV Report is prepared.  Appendix E shows sample lead pages from a PV Final Report.

SMARTS Action:  Update data and print out the sections of the PV Report.

Timing:  Should be completed by 8 weeks after the PV.

6.018 AA/SMA
Sign the Final PV Report:

The Final PV Report is reviewed per standard OSMA correspondence review procedures.  After signature, the PV Report is forwarded to the Center Director and the Enterprise AA.  The PV Report is stored on paper and on compact disk as a quality record.  

SMARTS Action:  none

Timing:  Comments should be returned by about 6 weeks after the PV with the report signed about 8 weeks after the PV.

6.019 Various within OSMA and the Center
Follow-up PV Actions:

The assigned actions are worked and the SMARTS is updated to reflect the current status and results.

At SMA Director’s meetings, the OSMA PV Manager will normally brief on the status of all open PV actions.

6.020 OSMA PV Manager
File and Update PV Data Store:

When the SMARTS has been updated for the PV and all quality records filed, the PV is complete.

6.021 Code QV Director
Closeout

PV is closed.

6. Quality Records

	Record ID
	Owner
	Location
	Media Electronic /hardcopy
	Schedule Number & Item Number
	Retention & Disposition

	PV Announcement
	OSMA Corres Control
	OSMA Chron File
	Hardcopy
	Schedule: 1

Item: 22
	Retire to FRC 5 years after PV completed in 5 year blocks, then retire to NARA when 10 years old (Final Report contains copy of Letter)

	In-brief Presentation
	OSMA PV Manager
	QV Files
	Hardcopy
	Schedule: 1

Item: 7.A
	Retire to FRC 2 years after PV completion then transfer to NARA 10 years after PV (Final Report contains copy of Presentation)

	Out-brief Presentation
	OSMA PV Manager
	QV Files
	Hardcopy
	Schedule: 1

Item: 7.A
	Retire to FRC 2 years after PV completion then transfer to NARA 10 years after PV (Final Report contains copy of Presentation)

	DRAFT PV Report
	OSMA PV Manager
	QV Files
	Hardcopy
	Schedule: 5

Item: 30.B
	Close file at end of PV, keep Until Reference Value Ceases or 9 years at a minimum, then destroy

	Final PV Report
	OSMA PV Manager
	QV Files
	Hardcopy and electronic (on CD)
	Schedule: 5

Item: 30.B
	Close file at end of PV, keep Until Reference Value Ceases or 9 years at a minimum, then destroy
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