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FOREWARD

Under performance-based contracts such as this one, the Contractor assumes more responsibility and greater risk in exchange for more flexibility and less direct Government involvement in contract activities.  However, the Government still has a responsibility to conduct surveillance.  Surveillance spans a spectrum of Government involvement.  Surveillance may be as simple as inspecting a delivered support or service at acceptance or as complex as continually monitoring Contractor performance.  To meet this responsibility, the Government needs to understand the risks involved in the Contractor's activity and how the Contractor is managing those risks.

This Surveillance Plan has been prepared to describe the Government’s surveillance of this contract.  It is a “living” document that will be tailored to the contractor selected.  The Government welcomes suggestions for improving this Plan.  Of particular interest are ideas on what information the Government should monitor (i.e., metrics) and how the Government can most cost-effectively obtain the relevant performance data it needs.
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1.0 PURPOSE

This surveillance plan defines the process the National Aeronautics and Space Administration’s (NASA’s), Goddard Space Flight Center’s (GSFC’s) Wallops Flight Facility (WFF) Sounding Rocket Program Office (SRPO) Code 810 expects to follow to obtain data, evaluate the Contractor, and determine if contract performance is acceptable.  This document addresses all insight monitoring activities required for the NASA Sounding Rocket Operations Contract II (NSROC-II) and shall serve as a management tool for the SRPO.  This plan identifies all elements of the contract including program requirements, strategy, resources, surveillance activities, and the process for development of metrics for continuous measurement of Contractor performance.

The Government reserves the right to modify and update this plan as required at any time during the contract period.

2.0 CONTRACT DESCRIPTION

This contract provides implementation of the NASA Sounding Rockets Program and for the provision of engineering and technical support services for other programs and projects. 

2.1
NASA Sounding Rockets Program

The NSROC-II Contractor is responsible for managing and providing all services and supplies (except those provided as Government or customer provided property) necessary for implementation of the NASA Sounding Rockets Program.  As such, the NSROC-II Contractor plans, develops, validates, and reviews designs; fabricates, inspects (including control of inspection, test, and measurement equipment and maintenance of inspection status), controls and integrates customer supplied product into, and performs flight qualification testing of sounding rocket payloads; controls nonconforming products and implements corrective and preventive actions; provides launch vehicles and associated standard systems and hardware; performs activities associated with mission launch operations; and applies statistical techniques to these processes as appropriate.  The NSROC-II Contractor is responsible for operating and maintaining fabrication, testing, and operational facilities located at Wallops Flight Facility and White Sands Missile Range.  The NSROC-II Contractor is also responsible for post flight operations which include: the reduction of scientific data; post flight studies; and the investigation of anomalies, failures, and systemic problems associated with flight vehicle systems, payload systems, ground support equipment, and analytical methods.  The NSROC-II Contractor performs handling, storage, packaging, and delivery functions associated with all these activities.  
2.2
Engineering and Technical Support Services

The NSROC-II Contractor is responsible for providing general engineering and technical support for other programs and projects.  This effort typically requires expertise similar to that necessary for implementation of the NASA Sounding Rockets Program and includes the following: general project management support; general mechanical, structural, electrical, and electronic fabrication and assembly support; general environmental testing and flight qualification support; and general engineering support, engineering and environmental studies, system and subsystem development, general drafting and technical support, and education outreach activities. 
3.0
SURVEILLANCE STRATEGY DEFINITIONS

3.1
Insight

Insight is an assurance process that uses performance requirements and if definable, performance metrics to ensure process capability, product quality, and end-item effectiveness.  Insight relies on gathering a minimum set of product or process data that provides adequate visibility into the integrity of the product or process.  The data may be acquired from Contractor records, usually in a non-intrusive parallel method.

Insight as applied to this contract and the work to be performed therein will result in lower levels of Government surveillance and allow the Contractor to assume increased responsibility and accountability for the integrity of processes and/or products.  Insight will rely heavily on evaluating planned contract deliverables and existing Contractor procedures and working documents, if available.

3.2
Oversight

Oversight as applied to this contract and the work to be performed therein will result in higher levels of Government surveillance.  The Government will gather information pertaining to the Contractor's process through on-site involvement and/or inspection in the process and will monitor the process itself.   

4.0
RESOURCES

4.1
General 

All surveillance activities will be implemented using Government personnel at Goddard Space Flight Center’s (GSFC) Wallops Flight Facility (WFF). The surveillance team may be composed of:

A.  The Contracting Officer’s Technical Representative (COTR) 

 The primary responsibilities of the COTR are:

(1) Receive and analyze the Task Monitor Evaluation Reports

(2) Monitor, evaluate, and assess Contractor performance

(3) Prepare the summary of the Task Monitor Evaluation Reports for the Contracting Officer

(4) Train Task Monitors on evaluation procedures for evaluating contractor performance

B. Task Monitors  (TM)


  Task Monitors will be assigned to each issued task.  The Task Monitor’s responsibilities are:

(1) Monitor, evaluate, and assess Contractor performance in accordance with the Incentive Plan

(2) Submit Monthly Surveillance Reports in the WIIMS automated system

(3) At the conclusion of the task prepare a Task Monitor Evaluation Report submitted to the COTR

C. Contracting Officer (CO)


The Contracting Officer is responsible for managing this contract.  The COs responsibilities are:

(1) Verify the Incentive Fee earned and the method to determine the amount payable to ensure contract requirements are met

(2) Attend monthly Surveillance meeting to monitor Contractor performance

(3) Confer with the  COTR on contractual, technical and financial issues

4.2
Surveillance Process

The surveillance process will be composed of key government personnel.  The primary purpose will be to provide contract surveillance activities with the Contracting Officer’s Technical Representative (COTR) serving as the Government’s focal point in reviewing and evaluating overall Contractor performance under the NSROC-II contract.  Information will be obtained from various sources, including deliverable Contractor documents, communications with the Contractor, and reports by other personnel or representatives who interact with the Contractor.

All available information will be evaluated, and any action by GSFC will be determined based upon the scope and magnitude of any particular issue or problem.  The Contracting Officer’s Technical Representative (COTR) will formally notify the Contracting Officer of the results from any survey.

5.0
Surveillance Strategy and Approach
5.1
General

The level of risk and the impact of failure are major determinants in helping define the type of surveillance to be conducted.  Clearly, if the impact of failure is minor and the level of risk is low, only a small amount of insight-driven surveillance would normally be needed.  Conversely, if the impact of failure could be significant and the level of risk is high, more extensive surveillance (including possible oversight surveillance) is warranted.

GSFC will strive to use an insight-driven surveillance approach through the five-year effective ordering period of the contract.  The overall surveillance goal will be to obtain objective evidence and data that enable the Government to determine whether the Contractor's program and processes are functioning as intended in accordance with the terms of the contract.  Definitions, requirements, and specifications contained in the contract, Statement of Work (SOW), and referenced documents will establish a baseline for the surveillance activities.  The focus will be on prevention rather than detection, i.e., emphasizing controlled processes and methods of operation, as opposed to relying solely upon inspection and test to identify problems.

There are some limited areas where oversight will be conducted such as NASA participating in contractually required review processes or exercising approval authority on contract deliverable documentation in critical areas.  The Government reserves the right to expand existing and initiate additional surveillance activities (insight or oversight) on an “as-needed” basis, based on circumstances and data collected (adverse trends, negative data points, lack of corrective action) via the surveillance activities defined in this plan.  Any and all oversight activities will be communicated and coordinated with the NSROC-II Contractor and subsequently documented in this plan.

The Government has the responsibility for independently assuring that the NSROC-II Contractor’s operations meet NASA’s performance requirements.  As such, surveillance team members have open access, on a non-interference basis, to all areas in which NSROC-II work is being performed and will interface directly with their NSROC-II Contractor counterparts.  Government expertise with regards to the NSROC-II effort may be applied in the form of technical consultants and/or providing assistance at working group meetings, design development and specification reviews, review board meetings, surveys, audits and program reviews.

5.2
Forms of Surveillance
Contract surveillance will consist of the four following methods:

1. Communications, including, but not limited to

a. Teleconferences

b. Informal Discussions

c. Electronic Mail

d. Contractor supplied Progress Reports

e. Technical Information meetings

f. Other communication methods, as needed

2. Hardware and Software Product and Process Verifications

a. Process reviews as provided in the task

b. Random inspections, as necessary

3. Formal Reviews, including, but not limited to

a. Requirements Definition Meetings

b. Design Reviews

c. Mission Readiness Reviews

4. Evaluation and Reporting, including, but not limited to

a. Review of Contract Deliverables from Contract Data Requirements List

b. Documentation of problems, issues and concerns

c. Data collection

d. Metrics evaluations

e. Reporting

6.0
SELECTED SURVEILLANCE ACTIVITIES

The following selected activities may be performed during applicable stages of contract performance:

6.1
Product Assurance

The Contractor will develop and submit a Quality Manual in accordance with the requirements of Statement of Work Section 1.1.5.  The Quality Manual will be developed under a separate Performance Task Order to be issued by the Government for that purpose.  The Government will maintain insight into the Contractor’s compliance with the requirements contained within the Quality Manual.

 

6.2
Engineering Design and Analysis, Fabrication, Testing, and Field Operations
Government engineering and technical personnel monitoring the Contractor’s performance for compliance with mission task contract requirements will have broad background and experience in developing and implementing sounding rocket missions.  They will maintain insight into the Contractor’s compliance with contract requirements for relevant deliverables.

6.3
Project Planning and Management

The Contractor is responsible for managing the technical work specified in the task orders issued. The COTR and Contracting Officer will review products, schedules, and resource plans to obtain insight into the planning and execution of task order activities.  If the Contractor consistently fails to meet performance metrics, either over a period of time or due to severe technical issues, the CO or COTR may recommend an oversight surveillance approach until the problems are effectively addressed.

6.4
Reviews

Active participation by the COTR and other Government personnel in programmatic and task specific reviews will be an integral part of the surveillance process.  These reviews provide an opportunity to assess segments of the entire program and provide inputs on current status, accomplishments, and failures to date.  Cognizant Government managers and engineers will interface with designated Contractor managers for status and tracking of open action items from these reviews, and for collecting and reviewing formal action item closures.  
6.5
Configuration Control

The Contractor is responsible for managing configuration control in accordance with SOW requirements and their Quality Manual.  Configuration Control applies to all mission critical processes, procedures, documentation, hardware, and software.  Changes affecting contract requirements must be identified to the CO and COTR for disposition. 

6.6
Audits

The Contractor may conduct internal audits using their own Quality Assurance (or other independent) organization in accordance with Contractor standard practices and policies.  When the Government has concerns regarding Contractor performance, the Government may conduct independent audits of the Contractor's activities, processes, products, documentation and data in order to provide assurance that the program is being implemented according to all requirements and specifications.  These audits will normally be conducted with advance notification to the CO and COTR and coordinated with the Contractor.  However, the Government reserves the right to conduct unscheduled audits when evidence indicates that Contractor performance is deficient.

7.0
DATA AND METRICS
The COTR will be responsible for collecting status data, and for performing overall surveillance activities.  Sources of data include the Contractor and government personnel, reviews, Contractor databases residing in computers, progress reports, and other contract deliverables.  The majority of data will be readily available through established data documentation processes, including contract deliverables, Contractor self-assessment programs and Government monitoring.
Statement of Work Performance Requirements and Standards are contained in the attached matrix with the corresponding Surveillance Methodology.  Specific metrics for each requirement will be developed in conjunction with the successful NSROC-II Contractor during the initial six month period after contract inception. 

8.0
SUMMARY

This Surveillance Plan describes the approach NASA/GSFC/WFF intends to use to monitor the NSROC-II and assure that the Contractor performs in accordance with the terms and conditions of the contract.  NASA/GSFC/WFF anticipates using an insight-driven surveillance approach.  The goal is to balance the level of Government surveillance with the perceived impacts and risks of mission failure.  NASA/GSFC/WFF plans to utilize the COTR to evaluate Contractor performance and direct surveillance activities.  The COTR will be supported as necessary by other organizations and personnel to obtain data and provide information on Contractor activities.  The COTR, in conjunction with the NSROC-II Contractor, will establish and rely on specific performance metrics and assess Contractor performance against metric requirements/expectations.  Metrics can be changed or added as appropriate.
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