General NCSX QA Thoughts

J. Malsbury 11/2/01

1. General comment – No matter how well thought out the NCSX QA Plan or procedures are, getting PPPL employees to adhere to them will be difficult. This is due to time pressures – we individually have more to do now than in the past, emphasis on deliverables or schedules over methodology, lack of knowledge of staff and management on the procedures or plans, etc. I believe the solutions include keeping the systems as simple as possible and using the existing PPPL systems, whenever possible. NCSX Project Management support of the plan and procedures and oversight to assure that they are followed is critical. 

As Charlie I am sure would concur, he spent much time trying to get PPPL’ers to follow the rules, e.g. develop and maintain the System Design Documents or document changes in the design parameters. Problems occurred even with individuals who were in project line management, e.g. WBS managers.

2. The Lab has some policies that give general guidelines and leave it up to line management to determine how to implement them. These, or at least the ones in which I was involved or wrote, were generally designed with our internal structure in mind.  I’m not certain how the partnering arrangement of NCSX would fit in.  If PPPL has chief oversight, I guess we could establish NCSX policies and, where necessary, procedures that all partners must follow. 

3. NSTX had a complex PEP, PDS, PRD, GRD, SRD, SDD system that was not implemented as proposed. Beware of falling into this same trap. 

4. Beware that everyone working on NCSX understands the organization, how they fit into the project, and their responsibilities. May sound simple, but problems have been found in this area at times throughout the Lab. A clear project organization chart with names would be helpful. Note that the organization proposed in the draft PEP is not consistent with the Labwide organization published by Rob, dated 9/1/01.

5. See Policy P-001, Graded Approach. The policy gives guidance on graded approach and has the following two key elements:

a. A formal definition of the grades for a project and the controls for each grade may be defined, or the controls may be defined on a case-by-case basis taking into consideration the items listed in the policy.

b. Department Heads have the responsibility to define how the graded approach will be applied to Projects and Divisions under their charge.

We should discuss the implication on NCSX.

6. With respect to training, NCSX should develop a simple training matrix for the people working on the project. If there are adequate training matrices for these people under their normal line organization, such as a training matrix identifying the requirements for electrical engineers, then NCSX might be able to just reference them and highlight any changes or additions. An example of an addition is training on Pro-E. 

7. Review policy P-075, Configuration Management.  It contains the following words:

“PPPL systems exist to control changes to engineering drawings and technical procedures. In addition, it is PPPL’s policy that each Project, using a graded approach, develop, and manage their own program for the configuration control of higher level documents, such as project, system, and physics requirements specifications. This program shall provide a disciplined review of the change from a technical, ES&H, and quality perspective and shall include provisions for the identification, review, and recording of changes to such documents.”

Questions I have:

a. How are the drawings maintained within Pro-E integrated with the drawing control system maintained by Drafting? Suggest this be discussed with Jin Chrzanowski.

b. How will NCSX maintain document control?

c. How will NCSX maintain design parameter or interface control? The  design parameters include the permeability requirements.

8. Review policy P-050, Quality Documents and Records.  It contains the following words:

“It is PPPL policy that each Project, Department, or Division must manage their own document and records system.  Per 10 CFR 830.120, documents refer to information that describes, specifies, reports, certifies, requires, or provides data or results. A record is a completed document or other media that provides objective evidence of an item, service, or process and is retained for its expected future value.”

The NSTX Documents and Records Plan helps address this issue. As we discussed, this should be used as a model for NCSX.

Questions I have:

a. Where will the documents and records be stored? NSTX tried to have their own system, but during the last RIF, this was transferred to the Operations Center. I don’t know how successful this was. 

b. PPPL’s documents and records system is still primary paper based. Can we set up a better model for NCSX?

c. An area that has always been a problem is the storage of procurement related records, e.g. Specifications, Statements of Work, supplier deliverables (test results, certificates, etc.). The current copy of ENG-006 only requires that copies of specifications and statements of work be maintained in project files. The current copy of QA-003 has more stringent requirements of what needs to be in project files; we added these mainly because the information was frequently found in individual’s private files or people were counting on QA to maintain the files. Implementation is, I suspect, a problem. I would think NCSX would want better control.

9. We should get Frank’s input when we get to the start of procuring hardware to avoid some of the problems seen in NSTX. However, we are not near that stage yet and Frank is quite busy at this time with the NCSX study procurements and procurements from elsewhere in the Lab.

10. Have any national or international standards been formally adopted by NCSX? If so, where are they specified? PEP?
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