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1. Introduction
1.1. Purpose

Under performance based contracts, such as the IV&V Services Contract (Contact No.: TBD), 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 monitor the contractor’s performance over the course of the contract to ensure it is acceptable. The purpose of this Surveillance Plan is to establish an overall approach that the Government intends to utilize to perform surveillance on the IV&V Services Contract. The purposes of surveillance activities are to prevent or mitigate contract risks and to prevent delivery of low quality products and services. This plan defines the process the Government expects to follow to obtain data, monitor contractor processes, mitigate risks, and determine if contract products and services are acceptable.

The Government intends to use a surveillance team to perform and direct surveillance activities, perform contract risk management, and determine surveillance methods. The surveillance team will rely on both objective and subjective data and information during the performance of this plan.

The Government intends to balance the level of surveillance with the perceived impacts and risks of poor quality products and services to the NASA IV&V Facility and the associated mission(s). The Government reserves the right to modify this Plan at any time during the contract.
1.2. Scope

This plan is applicable to any service or product provided under this contract. This plan identifies the strategies, resources, review and control processes, surveillance activities, and metrics for continuous measurement of contractor services, processes, and products.  It is a “living” document that will be tailored to the contractor selected.

1.3. Documents

In addition to this plan, the following documents provide additional detail and reference information:
· NASA Procedural Requirements (NPR) 8735.2A Management of Government Quality Assurance Functions for NASA Contracts (w/change 1, dated 8/9/2010)
· NASA IV&V Facility ISO 9001:2000 Processes (http://ims.ivv.nasa.gov/)
· Contract

· Contract Statement of Work (SOW)
· Mission Forecast
1.4. Surveillance Strategy Definitions
1.4.1. Insight
Insight is an assurance process that uses product performance requirements and 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.
Insight, as applied to this contract, will result in lower levels of Government surveillance and allow the contractor to assume increased responsibility and accountability for the integrity of processes.  Insight will rely heavily on evaluating planned contract deliverables and existing contractor procedures and working documents.  

The Government’s goal is to follow an insight-driven surveillance strategy for this contract.  However, the Government reserves the right to use an oversight or hybrid approach (see below) to monitor questionable areas or areas of poor contractor performance.
1.4.2. Oversight
Oversight is an assurance process that uses customer-imposed product specification and process controls, such as MIL Specifications, MIL Standards and mandatory inspections, to direct the development and production of the product or service.  Oversight is intrusive in that it requires gathering contractor product or process data through on-site, in-series involvement in the process.  Oversight entails very detailed monitoring of the process itself.  Oversight is an in-line involvement in an activity, principally through inspection, with review and approval authority implicit to the degree necessary to assure that a process’s or product’s key characteristics are stable and under control. 
The Government will limit the use of oversight to those processes for which one or more of the following apply:  1) the Government assumes the liability; 2) the Government has determined that oversight is the only effective method to mitigate risk; 3) the contractor has limited experience; and/or 4) the contractor has not demonstrated acceptable performance.
1.4.3. Hybrid
A hybrid surveillance approach combines elements of insight and oversight and may be instituted at a contractor’s facility when a high level of confidence does not exist regarding the contractor’s ability to identify, manage and control programmatic risks.  This may occur when new technology is acquired or unproven processes are employed by a contractor.  In this situation, oversight surveillance is used until sufficient data exists that demonstrate the contractor has all critical processes under control.  The oversight activities usually impose mandatory Government inspection points in-series with the contractor’s development and manufacturing processes.  Only after the contractor’s demonstration of sufficient risk mitigation capabilities will NASA consider transitioning to insight activities that rely predominantly on internal contractor data.  The transition period from oversight to insight activities is hybrid and accomplished incrementally, depending on contractor performance.
2. Surveillance Strategy and Approach
2.1. Approach

The strategy and approach to surveillance for the IV&V Services Contract is one that concentrates primarily on insight as opposed to oversight.  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. The Government reserves the right to initiate additional surveillance activities (insight or oversight) on an ‘as-needed’ basis, based upon circumstances and data collected (adverse trends, negative data points, lack of corrective action, etc.) via the surveillance activities defined in this plan.  As applicable, any and all oversight activities would be communicated and coordinated with the contractor and subsequently documented within this plan.
The overall surveillance goal is to obtain objective and subjective evidence and data that enables the Government to determine whether the contractor's program and processes are functioning as intended in accordance with the terms of the contract.  The focus of surveillance activities 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 of end items to identify problems.
Surveillance team members will interface directly with their contractor counterparts. They will document problems, concerns and issues, and take note of contractor accomplishments. They will collect performance metric data for trends, where applicable, and may participate in contractor review meetings. Information will flow from individual team members to the Contracting Officer Technical Representative (COTR) or the Contracting Officer (CO), as applicable based on the type of information. Generally, technical performance information flows to the COTR and business performance and contract compliance information flows to the CO. Information gained from these formal and informal exchanges of ideas and collection of data may be documented and used for determining contractor award fee per the Performance Evaluation Plan (PEP).
2.2. Surveillance Team
Contract surveillance activities are ultimately the responsibility of the COTR and CO. However, these two individuals rely on activities performed by a surveillance team to assure high quality contractor products and services. Surveillance team members regularly interact with the contractor and identify problems, concerns and issues. In addition, various members of the surveillance team will collect contractor performance data and report on contractor performance per the contract PEP.
2.2.1. Task Monitors
Task Monitors (TMs) are the primary members of the surveillance team in that they have the most detailed knowledge of the projects/activities and the technical approach, and therefore have the most capability to monitor and review the contractor products and performance. TMs focus on individual projects/activities assessing and monitoring all areas that are necessary to assure product and service quality. As the TMs observe contractor performance problems or excellent performance, they bring these to the attention of the COTR. They also document these observations, as appropriate and applicable, per the contract PEP.
2.2.2. COTR
The COTR’s surveillance role is at the contract level. The COTR ensures consistent surveillance and performance standards across projects and activities. The COTR uses inputs from the TMs, and their own observations to carry out those responsibilities. The COTR analyzes and evaluates inputs from the surveillance team, provides feedback and guidance to the contractor, and works with the CO to determine and effect contract actions as necessary.
2.2.3. CO
The CO’s role, as it pertains to this plan, is to work with the surveillance team to determine appropriate contract actions that may be necessary as a result information gathered by the surveillance team. The CO also approves modifications to this plan.
2.3. Surveillance Methods
2.3.1. Communications
Surveillance team members will have participation in various communications venues. These include but are not limited to, project tag-ups, technical information meetings, contract status meetings, monthly project status reports, monthly contract status reports and monthly financial reports.
2.3.2. Deliverable Review and Analysis
The surveillance team will conduct reviews of contract deliverables. These include technical reports, financial reports, and status reports. As necessary, some deliverables will be analyzed to determine trends or otherwise predict and anticipate problem areas. Some deliverables represent end-items or final products and are reviewed for quality prior to delivery outside the IV&V Facility. The surveillance team reviews the performance metrics reported in the status reports and uses them to anticipate problem areas and implement effective preventive action.
3. Surveillance Areas

The surveillance activities are chosen to mitigate risks. Risk areas will be periodically reassessed to determine if surveillance activities need to be modified, added or eliminated. Any of the surveillance approaches, team members, and methods described in Section 2 may be applicable to each surveillance area.
	Surveillance Area
	Impact to Government
	Surveillance Activities

	Consistent, High Quality Technical Output
	Missed technical errors in mission or safety critical software could cause loss of life or loss of mission. Other possible impacts include degraded mission performance, loss of high value asset(s), increased development costs, or lost work time.
	Review, verification, and analysis of project plans and results of analysis activities. Communications and review of intermediate products and deliverables serve to prevent problem areas. Analysis and comparison of metrics will be used to anticipate (and provide opportunity for corrective action) poor technical output.

	Cost Growth
	Failure to implement Mission Forecast activities within approved Operating Plan.
	Financial deliverables are reviewed to monitor performance. Trend and predictive analysis are used to anticipate problem areas and guide preventive action.

	Schedule Difficulties
	Analysis results, risks, and recommendations not ready in time for mission go/no-go decisions. Risks not identified in time for the project to mitigate the effects.
	Monthly technical deliverables are reviewed to monitor performance. Trend and predictive analysis are used to anticipate problem areas and guide preventive action. Status reports and communications used to monitor progress versus planned schedule and mission schedules.

	Organizational Conflict of Interest (OCI)
	Contractor fails to identify issues or risks that will cause cost or schedule delays to the project. Perception or appearance of OCI causes independence of IV&V approach and results to be questioned.
	OCI plans are reviewed to ensure conflicts are avoided and appearance is mitigated. Changes to OCI status are monitored for potential impacts.


4. Summary

This Surveillance Plan describes the general approach that the Government intends to use to monitor the IV&V Services contract and assure that the contractor performs in accordance with the terms and conditions of the contract.  The Government 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/project failure. As experience is gained with the Contractor, the Government reserves the right to change this Surveillance Plan. 
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