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KSC NIAT Response Plan

Executive Summary

The original NASA Integrated Action Team (NIAT) report was issued by the NASA Chief Engineer and accepted by the NASA Administrator December 21, 2000.  It was based on the two Mars Program failures, the Shuttle wiring problem, and the generic assessment of NASA’s “Faster, Better, Cheaper” approach. The NASA Administrator recognized a need to assess and respond to recommendations that could be broadly applied to the wide range of NASA programs and projects.   The NASA Chief Engineer was given the responsibility for defining an integrated plan to address those recommendations and to formulate proactive steps to address opportunities for improvement.  

To accomplish this task, a NASA-wide team was formed to produce a set of 17 Actions falling under 5 broad themes:

· Developing and supporting exceptional people and teams

· Delivering advanced technologies

· Understanding and controlling risk

· Ensuring formulation rigor and implementation discipline

· Improving communication

Referred to as the NASA Integrated Action Team (NIAT) Report, these actions represent a systems solution to continually improve NASA ability to effectively execute programs and projects.  Implementation of the NIAT Actions provides opportunity to use best practices in order to achieve maximum efficiency. The desired result of these actions is for NASA to reach a ““required state,” characterized by the right policies and practices, the right people with the right skills supported by the right technologies.   Consequently, KSC NIAT Working Group and Executive Board charters were prepared to outline how the center would implement the NIAT Actions.
The objective of the KSC NIAT Working Group was to ensure that the recommendations of the NIAT report were put into practice along with direction and guidance from the Executive Board.  The Executive Board consisted of a Chair and Co-chair, Ken Payne and David King respectively, along with Senior Management.  The Working Group consisted of a representative from each Directorate.  They were tasked to deliver a baseline assessment of KSC with respect to the 17 NIAT Actions and a Center Implementation Plan. 

After considering all 17 NIAT recommendations, the KSC NIAT Working Group decided to focus on the 5 that offered the highest payoff to the center.   Especially since Headquarters had not identified a lead for each action nor had they provided any guidance on what they required within the plan.  Given that each directorate was represented, the Working Group chose to use the identical survey to establish a baseline 

for KSC.  The survey allowed each directorate to self assess their current work practices 

for each NIAT Action as: 

· “Fully Compliant,”

· “Development Plan is In-Development,”

· “No Development Plan to date” or

· “Not Applicable” (Reference Appendix C).

Essentially, all directorates performed a rough gap analysis that formed the basis for the center Implementation Plan.  After comparing directorate results, the overall ranking that resulted for KSC was-- 

· NIAT1: 
Health and Safety

· NIAT2: 
Development of the Workforce

· NIAT7: 
Risk Identification, Assessment and Management

· NIAT8: 
Safety and Mission Assurance

· NIAT16: 
Organizational Communication

The responsibility for designating a Headquarters Lead for all 17 NIAT Actions resided in Code AE.  At the time this plan was developed, only two Headquarters individuals had been officially identified, Ms. Jo Gunderson (NIAT Action 2) and Mr. Wilson Harkins (NIAT Action 8).  Each has an action plan and is working directly with the appropriate KSC counterpart on the feasibility of implementing these plans.  Specifically, Ms. Gunderson is working with the Workforce & Diversity Management Office while Mr. Harkins works with the Safety, Health and Independent Assessment Office (Reference Appendix E).  In both cases, the common message was that KSC supports the requirements outlined in the NIAT Action Response Plans contingent upon the milestones being met by the originating organizations at NASA Headquarters.  Since NIAT Actions 2 & 8 have HQ Leads and Action Plans in-development, the Working Group focused their attention on the remaining NIAT Actions ranked most significant by the Working Group, 1, 7 and 16.

In March 2001, the Working Group Chair reviewed KSC’s approach with Code AE, the Code M Representative and the other Code M Systems Management Offices with the expectation of obtaining a mutual understanding of what was required.   However, Headquarters direction was negligible and despite admiration for our methodical approach, no agreement was reached or further guidance provided.  Therefore, KSC was largely on its own to develop an implementation plan.

To summarize, the KSC Working Group established an overall strategy for a center baseline assessment and implementation plan of the NIAT Actions, which included a baseline assessment survey tool, documentation of existing actions being taken to close the gaps, and future plans where no specific actions exist today.  The Working Group agreed that our response to the NIAT recommendations would be referred to as the Center’s Response and Implementation Plan.  Once this plan receives approval from the Executive Board, the Working Group will be released from its responsibilities.

In conclusion, all future NIAT actions will be treated as Opportunities for Improvement (OFI) with the Systems Management Office (SMO) remaining as the central interface for coordination purposes.  Each action will receive a thorough evaluation by the affected KSC organizations followed by a direct response to the assigned Headquarters Action Lead.  The philosophy of the Kennedy Space Center is to ensure that the NIAT actions are implemented in a way that has a positive and lasting effect.
Team Members:

Walt Feitshans, YA/Spaceport Engineering & Technology 

Roger Hall, UB/International Space Station/Payload Processing

Ruth Harrison, PH/Space Shuttle Processing
Joan Lyons, GG/Chief Financial Office
Henry Molnar, OP/Procurement 

Gordon Perry, TA/Spaceport Services

Joni Richards (Chair), QA/Safety Health & Independent Assessment 

Mark Ruether, VB/Expendable Launch Vehicles & Payload Carriers 

Pam Steel, XA/External Relations & Business Development
Jim Thompson, BA/Workforce & Diversity Management 
Summary of all 17 NIAT Actions

NIAT-1:  “Health & Safety”

Action:  Provide a physically and psychologically safe and healthy work environment for all NASA employees.

NIAT-2.1:  “Development of the Workforce”

Action:  Ensure that teams are composed of competent personnel through expanded and disciplined use of PMDP, selecting the through team skills for the project lifecycle, and better definition of the roles and responsibilities of the Project Manager as leader of the team.

NIAT-2.2:  “Development of the Workforce”

Action:  Improve the hands on experience, training curriculum and mentoring of project managers and engineers.

NIAT-3: “Revitalizing Engineering Capability”

Action:  Develop and implement a comprehensive plan to ensure excellence in Agency engineering capability, including hands on work experience, and the development and application of advanced tools and methodologies in an advanced engineering and program/project management environment.

NIAT-4:  “Balanced Technology Investment”

Action: Invigorate the Agency’s current technology investment to ensure that balanced portfolio of existing, new, and emerging technologies is available.

NIAT-5: “Integrated Technology Planning Process”

Action:  Strengthen NASA’s technology planning process and update the NASA Technology Plan. 

NIAT-6:  “Technology Development and Infusion”

Action:  Increase the speed and effectiveness of developing and infusing leading-edge technologies into missions.

NIAT-7:  “Risk Identification, Assessment and Management”

Action:  Improve and enhance NASA and contractor knowledge and ability to identify, assess, mitigate, and track risk through the definition of success criteria, acceptable risk, utilization of existing and new tools, and proper policy and guidance. 

NIAT-8:  “Safety and Mission Assurance”

Action:  Improve NASA Safety and Mission Assurance to provide lifecycle rigor in the formulation and implementation of flight systems. 

NIAT-9:  “Software Development and Assurance”

Action:  Revolutionize the process of developing and delivering safe, reliable, quality software, and improve transfer of new software methods and tools into NASA practice. 

NIAT-10:  “Integrated Review Process”

Action:  Define and rigorously implement a refined and reinvigorated NASA Integrated Review Process for Programs/Projects. 

NIAT-11:  “Ensuring Adequate Resources”

Action:  Throughout the lie cycle ensure provision of program and project resources that is compatible with the scope of the job.

NIAT-12:  “Faster, Better, Cheaper”

Action:  Define “Faster, Better, Cheaper” and incorporate into NPG 7120.5. 

NIAT-13:  “Surveillance”

Action:  Ensure that programs and projects receive adequate surveillance based on risk knowledge and that there is ample opportunity for the communication of issues and concerns. 

NIAT-14:  “Verification and Validation”

Action:  Ensure that all projects plan and execute a thorough verification and validation (V&V) program for hardware/software systems. 

NIAT-15:  “Managing Responsibility and Accountability”

Action:  Ensure that Center senior and line management understand and effectively exercise their continual role in supporting Project Managers/Teams.

NIAT-16:  “Organizational Communication”

Action:  Continue to remove communication barriers and foster an inclusive environment where open and candid communications are the norm.

NIAT-17:  “Knowledge Management”

Action:  Promote the continuous capture, dissemination and utilization of knowledge and make checklists available to support project managers.

KSC’s Top 5 Actions with Supporting Evidence
The following summarizes our current efforts taking place at the center, which proves how we are fulfilling the elements of our Top 5 Actions—1, 2, 7, 8, 16.

Action 1: Health and Safety - Provide a physically and psychologically safe and healthy work environment for all NASA employees.

KSC recognizes Health and Safety as our primary emphasis. In regards to the Health element, the Chief Health and Medical Officer (CHMO), at NASA Headquarters, is the lead individual responsible for ensuring implementation of the employee health portion of the NIAT 1 Health and Safety Action Plan.  The Manager, Agency Occupational Health Program, located at the Principal Center KSC, in the Office of Safety, Health, and Independent Assessments, is responsible for developing and coordinating of EAP policy implementation, procedures, and guidelines for approval along with providing EAP operations management and staff assistance.  It is NASA EAP policy to provide services for employees experiencing emotional stress, mental health disorders, family or

relationship issues, financial and/or legal concerns, and alcohol or drug abuse problems.  In addition to individual counseling, the EAP provides training on a number of subject matters such as stress management, sexual harassment, communication skills and team building to name a few. These services are performed as needs are identified in the workplace.  Participation is voluntary, although services may be provided following a supervisory, medical, or other referral.  The CHMO urges that Center Directors strongly encourage supervisors to take the EAP training module with a goal of 75% completion rate by June 1, 2002.  KSC intends to meet this goal by the projected date and has successfully met the OHP recommended guideline to have 1 EAP professional per 3,000 civil service employees.

The RehabWorks Program has been developed to provide all KSC and CCAS  employees with a free and convenient means of receiving rehabilitation services by Certified/Licensed Athletic Trainers (ATC/L).  The program provides free on-site musculoskeletal rehabilitation service for employees suffering from a work, non-work or sports-related injury in order to maximize long-term recovery and reduce lost work time.  As supporting evidence, KSC continues to track payroll indicators by posting the Lost Time Injury metrics on the web to allow both NASA and contractors to analyze their individual trending data and determine ways to improve their efficacy while meeting workload demands.  The unique combination of injury prevention, rehabilitation, education, and fitness/wellness reduces workers' compensation costs while promoting a healthier workforce.

Prior to the NIAT Report recommendations, the center had identified the need to search for benchmark methods for handling Safety Issues.  The Center Director along with senior management attended the highly acclaimed DuPont Safety training course due to their positive track record.   KSC adopted their philosophy which emphasizes that every employee is held accountable for ensuring a safe and healthful workplace.  By incorporating this way of thinking, KSC continues to improve its safety record trends.

When it comes to documenting safety issues, KSC employees have multiple options available to them for reporting problems related to safety.  First and foremost, employees are encouraged to resolve safety issues within their work units.  They also have access to line safety organizations, both civil service and contractor.  KSC has created the position of Safety Ombudsman to facilitate safety issue resolution through anonymous means when established organizational processes cannot resolve safety issues.  Employees may also report safety concerns through the NASA Safety Reporting System (NSRS).  Forms for initiating such reports are found throughout the Center.

The overall objective of NIAT Action 1 is to provide physically and psychologically safe and healthy environment for all NASA employees.   In order to identify and assist in mitigating workplace stress, the involvement of all levels of management is critical.

Every KSC employee, civil service and contractor, is expected to understand and abide by the Agency’s and the Center’s safety and health requirements.  Furthermore, supervisors must encourage and support employee participation in safety and health activities and include this theme in their individual performance plans, including KSC’s Goal Performance Evaluating System (GPES).

In a recent Center Director Communication letter (dated July 25, 2001) which addressed the Agency’s commitment to safety, Mr. Bridges wrote:

“We believe that further progress in making a reality of safety as our number one value requires actions in the following areas:

· The work environment can be improved by better balancing the workload and resources.  We will prioritize our most important work and either adjust personnel schedules, delay project schedules, defer projects, or, 
if necessary, cancel projects to avoid undue stress in the workforce.  We know that we all have deadlines or launch dates that are critical and that achieving success does require us to work long hours on occasion.  Allowable limits on work hours for critical positions have been identified.  We will continue to actively manage compliance with these limits and ensure that working beyond the limits remains the exception rather than common practice.

· Information regarding new administration policies and external environment changes affecting our workforce will be quickly communicated.

· Supervisors and managers will ensure that employees are empowered    to take action to ensure a safe workplace, resolve safety concerns, stop unsafe activities and report safety risks without fear of reprisal.

The Kennedy Space Center has a very good safety record to date, but we must do better in these areas to achieve our goal of zero lost time injuries and mishaps.” 

Lastly, additional courses have been offered through the various programs and initiatives as noted in page 1 of Appendix D—Supporting Data for NIAT Action 1.

Action 2: Development of the Workforce - Ensure that teams are composed of competent personnel through expanded and disciplined use of PMDP, selecting the through team skills for the project lifecycle, and better definition of the roles and responsibilities of the Project Manager as leader of the team.  Improve the hands on experience, training curriculum and mentoring of project managers and engineers.

Headquarters Action Lead, Code FT/Jo Gunderson, submitted a formal Action Plan (KAITS Action: AA/2001-00110.1) to all the centers requesting concurrence to their draft Implementation Plan on April 5, 2001.  Code F is the designated lead for development and management of an implementation plan addressing development of competent individuals and project or program management teams.   More specifically, it includes the approach, actions and milestones to support successful deployment and completion of the plan.  The implementation plan was reviewed by the Systems Management Office along with the BA/Workforce & Diversity Management Office.  Our formal response to Code FT was that KSC supports the requirements outlined in the NIAT Action 2 Response Plan contingent upon the milestones being met by the originating organizations at NASA Headquarters.  Since this plan is in-development, the Working Group agreed that the center implementation plan would not levy any additional work other than what was listed by the individual directorates as their supporting data per Appendix D.

In the meantime, KSC has some on-going activities to highlight in Workforce Development.  First, the Human Resources Development Board (consisting of top management officials on a rotational basis, reporting to the Center Director) was established as part of the overall KSC 2000 reorganization.  It was chartered to provide management oversight to the Knowledge Management Working Group (KMWG), to develop processes and procedures to identify and recommend highly intense training (Fellowships, Professional Development Program, etc.), to provide guidance and direction for the development and administration of a Center-wide rotational assignment program, and to oversee the Spaceport Technology and Research (STAR) career ladder program, among other activities.  The STAR career ladder program is new to KSC, and represents a commitment to enhancing the Center's new roles in applied research and development.
Furthermore, the Goal Performance Evaluation System (GPES) allows the supervisor to become reacquainted with the employees’ accomplishments and promotes communication about their Individual Development Plan (IDP).  The IDP documents the employee’s (5-year) projection of desired rotational assignments, academia and training required to broaden their skill sets and ultimately increasing their career opportunities for advancement.  These projections are entered into the Annual Training and Development Survey (ATDS) by the employee.  Once his/her supervisor approves the survey inputs, the Workforce Development Office consolidates these results to produce their annual training plan.  

SMO is also planning in FY02 to develop a KSC Project Management Development Process (PMDP) certification board.  This information will be defined so that Project Managers can easily assess what they need to achieve to fulfill each level of the PMDP.
Action 7: Risk Identification, Assessment and Management - Improve and enhance NASA and contractor knowledge and ability to identify, assess, mitigate, and track risk through the definition of success criteria, acceptable risk, utilization of existing and new tools, and proper policy and guidance.

KSC has implemented numerous Risk Management (RM) activities in recent years to improve the Center’s ability to identify, assess, mitigate, track communicate/document risks as essential elements of program, project, and procurement lifecycles.  The NASA/KSC Safety, Health, and Independent Assessment (SHIA) organization serves as the KSC RM focal point, with the primary responsibility for:  1) Establishing RM/S&MA policy and standards; 2) Consulting with respect to RM/S&MA planning, tools, and analyses; 3) Implementing integrated RM/S&MA tools and capabilities; and 4) Accomplishing KSC Program/Project Management Council (KPPMC) assessments in support of the KSC Systems Management Office (SMO).

In support of all the KSC organizations, and specifically the Spaceport Engineering and Technology (SE&T) S&MA Project Assessment Office, SHIA provides consulting, training, and guidance to KSC program/ project managers and teams regarding a variety of RM activities.  The purpose of these activities is to assist program and project managers in satisfying risk management roles, responsibilities, and requirements stated in NPD 7120.4, “Program/Project Management”, NPG 7120.5, “NASA Program and Project Management Processes and Requirements”, and NPG 8705, “Risk Management Procedures and Guidelines.”  Specific KSC RM activities include:

The KSC SE&T S&MA Project Assessment Office, in conjunction with KSC SHIA, have developed RM and Project Plan templates that can be tailored for each projects’ specific needs.  The SE&T S&MA Project Assessment Office assists project/program managers and project teams in establishing RM/S&MA requirements for KSC projects, including:  1) Consulting with project/program managers; 2) Developing tailored RM/S&MA program scope and requirements (documented in RM/project plans); 3) Determining RM/S&MA analyses products and deliverables (e.g., hazards analyses, FMEA/CIL, Fault Tree Analysis [FTA], Probabilistic Risk Assessment [PRA]); 4) Suggesting the project RM approach; and 5) Establishing RM/S&MA resources.

As an outgrowth of the NASA Administrator’s February 2000 emphasis on program/project team use of RM/S&MA tools (e.g., hazards analysis, FMEA/CIL, FTA, PRA), KSC S&MA accomplished a detailed assessment of RM/S&MA tool usage by programs and projects at KSC.  This assessment delineated Agency, programmatic, and KSC requirements for implementing RM/S&MA analysis tools; documented the processes for implementing these tools during the program/project lifecycle; and evaluated KSC implementation of these requirements/processes for various KSC programs/projects.  The overall results of this assessment showed extensive use of RM/S&MA analysis tools across KSC programs/projects.  SHIA and the SE&T directorate conducted an assessment in July 2001 of the analysis tools used for KSC projects.  Their findings revealed strong usage of hazards analysis, FMEA/CIL, FTA, as well as a PRA (where project complexity warranted its use).

KSC has previously accomplished a number of Quantitative Risk Assessments (QRA), including analyses addressing the Shuttle Landing Facility Navigational Aids, the Orbiter Access Arm, the Gaseous Oxygen Vent Hood, and the X-33 Holddown Post System.  KSC has been active in supporting NASA Headquarters/Code Q efforts regarding PRA, including support Agency PRA workshops intended to determine Agency PRA direction and policy guidance and promoting Agency-recommended PRA software tool down selection activities (i.e., Saphire).  KSC also facilitated separate PRA and Saphire fundamentals workshops in the January/February 2001 timeframe, where a total of 45 personnel (32 PRA, 13 Saphire) were trained.  KSC has also been participating in the Space Shuttle Program QRA efforts, including supporting technical interchange meeting to establish Shuttle PRA goals and methodologies, selecting PRA software; developing compatible analysis methodology across Shuttle elements; and identifying potential ground processing inputs to an overall Shuttle PRA.  The SE&T directorate has also been involved in developing ground processing-related PRAs for the Second Generation Reusable Launch Vehicle Program.

KSC R-BAM program implementation activities formally initiated in August 2000.  KSC formed an effective partnership with the KSC Procurement Office and Glenn Research Center (GRC) to foster R-BAM process implementation.  The overall implementation goals were:  1) Demonstrate the R-BAM tool with an intact KSC Procurement Development Team (PDT); 2) Institutionalize risk management/R-BAM in KSC acquisition processes: and 3) Enhance the GRC R-BAM tool, process, and analysis products. 

KSC R-BAM Overview training was completed in September 2000, which consisted of a general RM overview coupled with a detailed R-BAM tutorial.  The target audience included the KSC Procurement Office, the Chief Counsel, two PDTs, and KSC Engineering organization personnel.  A total of 79 personnel (45 Procurement/Legal, 34 Engineering) were trained.  An initial KSC PDT (ELV Integrated Support [ELVIS]) completed a follow-on R-BAM Workshop in September 2000.  The workshop was highly successful, and resulted in: 1) Integrated, innovative teaming approach for employing R-BAM tool for acquisition risk assessment; 2) Completed risk assessment for ELVIS Requirements Planning and Acquisition Strategy Development Phases; 3) Production of a Top 10 Risk List, Acquisition Stoplight Charts, and Risk Wheels; and 4) Formulation of generic R-BAM risk assessment templates for use at Acquisition Strategy Meeting (ASM) meetings.  In October 2000, the ELVIS PDT R-BAM results and products were successfully accepted at the NASA Headquarters ASM.  As a result, several of the KSC R-BAM products have been adopted by GRC and used in subsequent Agency R-BAM activities.

As of July 2001, three major KSC Procurements are using the R-BAM tool during

the acquisition phase.  Thus far, 127 employees have attended the R-BAM 

Overview training course, with each KSC PDT conducting a R-BAM risk assessment 

workshop to baseline their acquisition risks.  Overall, KSC has successfully 

implemented the R-BAM tool.  The R-BAM philosophy has been formulated, tested, 

and enhanced.  KSC has institutionalized the use of R-BAM/risk assessment in 

acquisition processes for major procurements in FY01.

KSC CRM program implementation activities were initiated in July 2000.  KSC personnel completed a 2-day CRM Course (CRM Process and CRM Risk Baselining Workshop) at Goddard Space Flight Center (GSFC) to evaluate CRM training and lay the groundwork for further CRM training at KSC.  Three KSC personnel completed the CRM Train-the-Trainer Course at GSFC in August 2000.  These personnel were formally certified as CRM Course Instructors in January 2001.  Since certification (January 2001), KSC has trained new KSC development project teams in a full-day of CRM Process training (in-depth, 8 hours), followed by a one-day, facilitated workshop in which the KSC CRM trainers assist KSC project teams to create an initial risk baseline for specific project. 

To date, six (6) KSC project teams have received CRM Process Training 

and participated in a CRM Risk Baselining Workshop:  1) Advanced Technology 

Development Center; 2) Optical Plume Anomaly Detector; 3) Launch Testbed 

Systems; 4) Second Generation RLV PRA; 5) KSC Project Resources On-Line; and 

6) KSC Complex Control System.  KSC is developing a less detailed, abbreviated 

CRM Process Familiarization Course suitable for KSC personnel (e.g., 

project managers).  In addition, KSC personnel (7 total) attended a CRM 

Train-the-Trainer Course at KSC in August 2001 to initiate their certification as CRM

Course Instructors.  This will serve to broaden CRM implementation across multiple 

KSC Programs, including International Space Station (ISS) and Expendable Launch 

Vehicle (ELV).  In summary, KSC has successfully institutionalized the Agency’s 

CRM process and methodology.

KSC is active in evaluating RM/S&MA tools for use at KSC.  In conjunction with the CRM activities with KSC project teams, RM Risk Tracking Software tools (e.g., Risk Radar, RiskTrac, Mesa/Vista) have been evaluated.  The KSC SHIA organization, in conjunction with the SE&T directorate, assessed and procured Relex Software packages to support Checkout and Launch Control System (CLCS) Software Safety Analysis efforts (i.e., FTA, Software FMEA, Reliability Block Diagram Analysis [RBDA]).  In addition, KSC has supported NASA Headquarters/Q and the Space Shuttle Program in evaluating various PRA software tools (e.g., Saphire, CAFTA, PRA_QUANT).

KSC is assessing its programs/projects to ensure Agency RM requirements are being implemented.  These Include programs/projects assessments in the areas of:  1) RM planning (RM Plans); 2) Use of active RM processes for identifying, assessing, planning, tracking, controlling, communicating and documenting risks; 3) Developing and maintaining a prioritized list of project/program lists; 4) Use of Risk Information Sheets (RIS) to capture and communicate risk data; and 5) RM status reporting/discussions at the KSC Program/Project Management Council (KPPMC).

As documented above, KSC has successfully implemented many Agency RM activities that enhance our ability to identify, assess, mitigate, and communicate risks as part of normal project and procurement team activities.  The activities documented will continue to be performed as part of KSC’s ongoing RM activities.  In addition, the KSC SHIA organization will continue to assess potential areas for RM emphasis as well as ensuring project management and procurement processes clearly document RM activities integral to their overall activities.  KSC will also has become involved in the Agency deployment of the Process-Based Mission Assurance (PBMA) methodology across all centers in support of program and project teams.

Per the NASA Cost Analysis Improvement Plan, the SMO is incorporating cutting edge training programs to foster KSC Program/Project Management capabilities in this critical area.  For instance, PRICE and SEER are two recognized tools for project life cycle planning, cost estimating and risk identification.  Training for these tools were conducted on-site in FY2001, 2nd and 3rd quarter.  The plan is to utilize these software tools for future project planning and decision making, especially during the formulation phase.  This will ultimately improve each KSC project team’s estimating skills throughout the project lifecycle.  

Another tool for risk mitigation and schedule and cost control is Earned Value Management (EVM), an internationally recognized tool that integrates cost and schedule with technical performance.  While cost estimating focuses strictly on the art of approximating the probable cost or value of something, based on information available at the time, EVM is a risk management tool that integrates work scope, schedule, and cost objectives and employs techniques for program planning and control.  EVM is a systematic approach that integrates various management subsystems.  The KSC SMO recently hired a systems engineer who has extensive background in Earned Value Management within the federal government, specifically major Department of Defense Acquisition Programs.  By hiring experts in this and the cost estimating discipline, we now have the resources to mitigate risks through these schedule and cost planning and assessment tools.

Action 8: Safety and Mission Assurance - Improve NASA Safety and Mission Assurance to provide lifecycle rigor in the formulation and implementation of flight systems.

Similar to Action 2, Headquarters Lead, Code QS/Wilson Harkins, submitted a formal Action Plan (QA Action: QA/2001-00025) to all the centers that had an ambitious response time.  The action was received on April 10, 2001 with comments due by April 16.  The following are KSC’s comments taken directly out of Mr. Harkins’ integrated response to the originating office, Code AE.

(KSC SMA) - Mapping existing S&MA directives to programs, projects, and Centers is more important than writing a whole layer of new Enterprise Directives.  To use KSC as an example, requirements come from Code Q and other Centers via program and project requirements (Shuttle and ISS).  Adding a separate set of Code M requirements would leave three or more distinct, and sometimes divergent, sets of requirements.  And, as noted at the last S&MA Directors Meeting, even the Code Q documentation may not be streamlined.  More requirements are not the answer, a single set of clear and comprehensive requirements that apply to all are far easier to implement than multiple layers of directives.
HQ Response: Our original vision was that the Enterprises would take on this responsibility by preparing appropriate Enterprise directives (or other documentation) that would take Agency level requirements contained in directives and adopt, tailor and augment the Agency-level requirements in their own requirements documents.  These documents would then apply across the Enterprise rather than necessitate each Center responding individually to each Agency requirement document.  This vision has not taken place so to attempt to move in that direction we are developing SMA process documents for each Enterprise tailored to the Enterprise but which stress S&MA while placing safety and mission success responsibility on the program.  While we haven't specifically targeted the NASA FAR Supplement for update, the potential is there for items such as the Action Item developing guidance for S&MA application to grants, etc. to evolve into that level of guidance or requirements.  (Also refer to the previous comment and response.)
(KSC SMA) - NASA Headquarters should not define KSAs that would span Centers.  Many Centers have unique requirements, or one position may span several areas of expertise.  KSAs should remain the responsibility of the individual supervisor.
HQ Response:  The intent of the Actions defined within the plan is to establish a core set of KSAs by general job classification, such as safety engineer, that would then establish the top level training and experiences that can be provided on an Agency basis.  Each Center would then add on to that to meet specific Center needs.  These would then be the starting point for the supervisor to define the KSAs and experiences for each individual.  The supervisor would then track progress to completion on an individual basis.  This is consistent with the Career Development efforts we've been working on for the past six years.  The initial set of KSAs by job category already exist based on inputs and participation by each of the NASA Centers.  They are posted on the SOLAR website.  We consider these actions the next step toward clarifying the KSAs and increasing their utilization.
(KSC SMA) - There are proponents of S&MA as a step in a mobile career ending in Program Management and proponents of an S&MA career with unique requirements.  A well defined set of training that could be used to train either a person wanting to gain insight into S&MA, then move on, blended with in-depth training that would help the career professional would be useful.  To favor one route over the other would be a mistake.  We get talented people from each career option and to bias promotion or prefer either would weaken the discipline as a whole.
HQ Response:  We did not intend the Career Development Program to be restricted in the sense that only a single career path is acceptable.  We’ve modified the discussion of the Career Development Plan to cover, entry-level and transfer in from other disciplines.  Again if the KSA information on SOLAR is reviewed you will see that different career levels and disciplines are defined which can be used by those within the SMA Career Field or those that wish to enter the SMA Career Field.
(KSC SMA) - We disagree with the need for formal certification for Safety and Mission Assurance (S&MA) positions.  This can have unintentional consequences in personnel actions and drastically limit the mobility of people into the S&MA field.  "Highly recommended" training in key disciplines would be welcomed, but not certification.
HQ Response:  We have deleted the requirement to establish a certification program as a discrete action.  As the Career Development Plan and Model are developed, certification will be considered and the appropriate advantages and disadvantages will be considered.

The Systems Management Office and the KSC Chief Engineer’s Office (CE) are co-located within the Safety, Health & Independent Assessment (SHIA) Directorate.  

The KSC SMO provides support, mentoring and independent assessments of KSC programs and projects for compliance with NPD7120.4 NASA Program Directive and NPG7120.5 NASA Program &Project Management Processes & Requirements, KSC internal processes (KDPs).  The SMO acts as the Center’s program/project review focal point for Provide Aerospace Products and Capabilities (PAPAC) programs and projects managed by KSC.  The SMO, in conjunction with the Independent Assessment Directorate provide independent assessments for KSC PAPAC Programs & Projects and other assessments as directed by the KSC Chief Engineer or other Agency entities.
To build rigor into the PAPAC process, the Systems Management Office is integrated into the infrastructure supporting the reengineering of all KSC Program/Project Management processes (KDPs).  This effort is currently in-work and is anticipated for completion in FY02, 2nd quarter.   SMO’s policy and directives can be found on their   website <http://kscsmo.ksc.nasa.gov>.

In an ongoing effort to improve the processes for data collection and analysis, the Surveillance Programs deployed at KSC have been upgraded from a simple area surveillance process to an aggressive triad approach.   The activities employed in the Surveillance Program are Inspection, Audits/Assessments, and Sampling.  These activities enable both insight and oversight capability, and are utilized to assure flight readiness of the launch vehicle and payload, and to evaluate contractor performance.  In addition to the obvious improvements in the overall data gathering process, improvements have also been noted in the effectiveness of personnel utilization.  Although metrics for this activity have not been developed, impressions derived from customer input indicate an improved efficiency and effectiveness.

KSC is also involved in an effort led by Code Q to develop an Agency Surveillance Plan.  This Risk Based Quality Approach to Surveillance is an initiative in which the Quality emphasis increases as the risk to processing goes up.  The basic principle of this approach is that surveillance is applied where needed, when needed, and to the degree needed.  Levels of surveillance are specific to risk based areas.

The Opportunity for Improvement (OFI) system was created to capture employee-identified problems that require action, potential problems or suggested improvements that may enhance center performance.  Although OFI is the center’s official corrective action tracking system, the system was not designed to effectively manage the tracking of the multitude and variety of corrective, preventive and improvement actions relating to KSC.  The development of a new database (CPI Tracker) is underway to replace the OFI system by FY02, 3rd quarter.  Analysis and reporting of CPI actions will be performed by the Safety, Health & Independent Assessment Office in coordination with appropriate Database owners and presented to management at the appropriate KSC councils (i.e., Executive Management Council, Safety and Health Council, etc.).  The ultimate goal is to combine and/or electronically link all or most of these CPI related stand-alone applications to a centralized database or” hub.”  When this is accomplished, the KSC CPI Action System will be totally centralized.

Action 16: Organizational Communication - Continue to remove communication barriers and foster an inclusive environment where open and candid communication are the norm.

While many directorates have taken specific initiatives to foster and enhance communications, KSC has proactively sought after ways of improving Organizational Communication.  The Center-wide reorganization, known as KSC 2000, established a communications team to advise employees concerning on-going planning and to coordinate communications among groups participating in the reorganization process.  Throughout his tenure, the Center Director frequently sends memos (i.e. CD Comms) to keep all personnel informed of new initiatives as well as recent changes to center objectives or priorities.  An archive of these letters reside at KSC’s Documentation Home Page (http://www.ksc.nasa.gov/docs/management).  The Center has a Labor-Management Partnership Forum comprised of top managers and union officers to discuss issues, mutual concerns and potentially divisive issues which meets on a monthly basis.  The Center has a number of newsletters/communications that discuss specific issues.  These include some by most organizations, as well as Center-wide general issuances ranging from a Daily (e-mail) News bulletin as well as official publications such as our    bi-weekly Spaceport News and our weekly KSC Bulletin.  Also, Security, Occupational Health and Human Resources also publish periodic issuances.  

As part of the ISO 9000 certification, the center developed a suggestion tool called "Opportunity for Improvement," which manages corrective and preventative actions, resolve customer issues, lead improvement initiatives, and measure how well we accomplish these activities.  They are centrally controlled and are anonymous, and are designed to minimize the impact of the "not invented here" response.  For example, the KSC Daily (e-mail) News and the Goal Performance Evaluation System (GPES) are positive results of an employee suggestion.  The Center has initiated a number of surveys, some internal, some from contractors, to assess employee attitudes and concerns.  For instance, the Safety Performance Evaluation Profile (PEP) survey was conducted centerwide in June 2001 to identify areas within the KSC Safety Program that require attention.

In a related area, KSC has been aggressive pursuing as well as managerial skills.  Throughout FY00, the Franklin Covey: Seven Habits of Highly Effective People course was offered to all civil service employees to improve their effectiveness so that they, in turn, can make their organizations effective.  Additionally, all supervisors and leads are encouraged to attend leadership programs (i.e., KSC Leadership Excellence Achievement Program (LEAP), the Agency Management Education Program (MEP) and Managing the Influence Process (MIP)).  During the KSC 2000 Reorganization effort, a strong emphasis was placed on selecting supervisors based on their managerial skills during the strategic planning sessions.  In order to enhance communications, reduce role confusion, and clarify mission goals, all KSC organizations developed a contract, referred to as Business Objectives and Agreement (BOA).  The BOAs provide descriptions of each directorate’s functions by position, the objectives of the directorate, and any agreements the directorate have established.  The objectives within the BOA support KSC’s Roadmap and are embedded into the Goal Performance Evaluation System (GPES).  Employees identify their contributions to BOA objectives in their individual performance plans. This ensures that the agency and center goal deployment is mapped and supported through the directorates to the employee level. BOA development and revisions are performed per KDP-KSC-P-1141.  These BOAs align with the KSC Strategic Plan and were approved by the Center Director.   Thereby, the Goal Performance Evaluation System (GPES) links employee performance plans to each BOA, a KSC developed performance/communication system.  In July 2001, a new position was formed in the XA/External Relations directorate, Public Affairs Specialist/Internal Communications.  The incumbent is responsible for advising KSC personnel on effective communication tools along with determining how internal events are publicized.

Summary of Center Actions Being Implemented

Action 1:  
“Health and Safety”


The CHMO urges that Center Directors strongly encourage supervisors to

take the EAP training module with a goal of 75% completion rate by June 1, 2002.  KSC intends to meet this goal by the projected date and has successful met the OHP recommended guideline to have 1 EAP professional per 3,000 civil service employees.
On-going:  
Skin Cancer Program

On-going:  
Health metrics, including zero lost work days

Action 2:
“Development of the Workforce”


Awaiting further direction from NASA Headquarters, Code FT.  Initial action listed in KAITS Action: AA/2001-00110.1 


On-going:  
Human Resources Development Board (HRDB)


On-going:  

Leadership Excellence Achievement Program (LEAP)


On-going:  

Goal Performance Evaluation System (GPES)


In development:  
Project Management and Development Programs (PMDP) Certification

Action 7:
“Risk Identification, Assessment and Management”


On-going:  
Risk Based Acquisition Management (R-BAM)


On-going:  
Continuous Risk Management (CRM)

Action 8:  
“Safety and Mission Assurance”


Awaiting further direction from NASA Headquarters, Code QS.  Initial action listed in SH&IA QA Action: QA/2001-00025

On-going:  
Ground Safety Review Panel


On-going:  
Certificate of Flight Readiness (CoFR)


On-going:  
Center Director Quarterly Safety Reviews

FY02, 3rd Qtr:  Developing of a new database (CPI Tracker) to replace the OFI system

Action 16:
“Organizational Communication”


On-going:  
Frequent Center Director Communication letters (CD Comm)


On-going:  
Business Objectives and Agreements (BOA)


FY01:  
Franklin Covey 7 Habits of Highly Effective People Training


On-going:  
Labor-Management Partnership Forum

On-going:  
Various Newsletters

Implementation Schedule

The previous section is a list of initiatives that are underway at the center.  These efforts are discussed in further details in the Supporting Evidence section (p.7-17) and as supplemental sound bites available in the supporting data, Appendix D.

Metrics

The directorate that is responsible for completing those initiatives listed in the Implementation Schedule will manage metrics.  The directorate representatives on the Working Group have confirmed that these activities are being officially documented and tracked.  Therefore, the Working Group elected not to create and/or maintain any additional metrics in order to avoid a duplication of effort.  However, if Headquarters devises a separate means of monitoring the efficacy of each center’s associated activities, the responsible organization will supply this data to the designated action lead through the Opportunity For Improvement (OFI) system.

Issues/Impacts

Since there were 2 official Headquarter Action Leads identified out of the 17 NIAT Actions, the Working Group had to decide on the most reasonable approach for accomplishing our deliverables that were outlined in the Working Group’s official charter (Reference Appendix A).  Throughout the process, the Executive Board Chair and Co-chair were informed of the Working Group’s progress in order to obtain approval and guidance to our course of action.

Several of the actions proposed in the formal Action Plans (i.e. Actions 2 & 8) represent a potential burden on existing resources.  However, neither Action Lead has levied any new requirements as a result of their proposed plan.  Therefore, until we receive further guidance from Headquarters on these action plans as well as the remaining 15 NIAT Actions, the center will remain in a wait state in order to avoid any duplication of effort.  To reiterate, the Systems Management Office (SMO) will remain as the central interface for all future NIAT related actions while allowing OFI to be the official record of actions and responses.  Upon approval of this plan, the Working Group will be released from its responsibilities.

Appendix A
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