NCSX Training Module 7

NCSX Configuration Control Processes

Purpose and Time Needed for this Module:
This module is intended to how the NCSX Project does business – specifically, how the NCSX Project processes requests for configuration control changes.  The instructor and student(s) will need access to the NCSX Project Web via a computer to see the specific web pages referenced.  It is anticipated that this topic will take require approximately two 45 minute sessions to complete.
Content:
The NCSX Project Home page should be the first point of contact for the vast majority of project information:  This site is directly accessible from the PPPL Employee Services page http://www-local.pppl.gov/  or via the following URL: http://ncsx.pppl.gov/.  The Project Web was the subject of Module 1.

The Engineering Web is accessible from the NCSX Project Web by clicking on the link labeled Engineering, which takes the user to the Engineering Home page.  The Engineering Home page is the gateway to the technical information used by project participants.  Exceptions are the electronic models and drawings in the ProE/INTRALINK System and those hard copies of run procedures and supplier submittals stored in the PPPL Operations Center.  Access to the Engineering Web is restricted to people logging in from the pppl.gov, ornl.gov, and doe.gov domains.  User name and password access is required outside those domains.  

Since this is a protected site, you must use the NCX search engine => other search engines such as Google will not be able to access items on the Engineering Web.

The NCSX Configuration Control Web is located at:
  http://ncsx.pppl.gov/SystemsEngineering/Config_Mgmt/ChangeCntl_Index.htm
This web page provides a historical record of all change requests (either ECP, ECN, or RFD) and provides links to the appropriate NCSX Engineering Change Proposal (ECP) and Engineering Change Notice (ECN) forms.  The NCSX Configuration Control program is electronic-based and the files are entirely electronic in nature.  NCSX Procedures PROC-002 (Configuration Control) and PROC-009 (Requests for Deviation) provide specific guidance on processing requests to change the technical, cost, or schedule baselines.
Configuration Control Applicability:
This training module addresses how the NCSX Project will process changes to controlled documents that define the functional or technical requirements, the design configuration of NCSX, or the NCSX cost and schedule baselines associated  with the technical baseline.  This documentation includes the following:

· Approved NCSX specifications (GRD, System Requirements Documents – SRDs, and other developmental and product specifications) – whether or not Product Requirements Lists (PRL) will come under formal CM will be a decision of the RLM; 
· Approved (Released for Fab) drawings and models;

· Approved Interface Control Documents (ICDs); and 

· NCSX Cost and Schedule baseline documentation.

Exceptions to the above include:

· Approved technical installation and assembly procedures shall be under document control vs. formal configuration control; and 

· Statements of Work (SOWs) are also not part of the technical baseline (although in some instances, such as specific and focused R&D efforts that will not become part of the NCSX device, they may convey technical information.  SOWs will be under document revision control, but not formal configuration control.

The Configuration Control Process:

Introduction

At specific times in the evolution of the NCSX design, certain aspects will be placed under formal configuration control.  Once under configuration control, the associated document and design may only be changed via an Engineering Change Proposal (ECP).  Anyone on the Project may initiate an ECP.  An ECP may be a “stand alone” document that addresses discrete and significant changes in which a change of thinking or understanding causes the Project to change something that is already under configuration control.  An ECP may also take the form of an “omnibus” ECP that addresses small and multiple changes that are more evolutionary in nature in which the design (and the associated cost and schedule impacts) have advanced to a level of detail, moving beyond, but not necessarily changing that which is already under formal change control, or adjustments due to actual cost and schedule performance against established baselines.
There are two types of ECPs.  The first type is the “standard” ECP that requires a full review and approval cycle via the NCSX Change Control Board (CCB).  The NCSX Project Manager is normally the CCB Chair, unless he designates a replacement.  The second type of ECP is the “expedited” ECP that conveys a sense of urgency that precludes a normal ECP and CCB process or is minor in nature.  An “expedited” ECP may be approved with only an abbreviated review.  “Expedited” ECPs are reserved for special instances in which:

· A pending procurement needs to reflect the proposed change;
· Field activities may be delayed if a normal ECP process and review and approval cycle is followed;

· The proposed change is primarily editorial or minor in nature (e.g., clarifications on drawings for dimensions, tolerances, etc.); 

· The Project or Supplier notes an immediate need to revise contract documentation on a turn-around period that may preclude the normal ECP processing process.  These changes are normally minor in nature (e.g., correction of omissions, dimensional clarifications, clarifications of the SOW, specification, or models and drawings) and are generally anticipated on have only minor or negligible technical, cost, and schedule impact if the appropriate changes can be made quickly so as to minimize or eliminate rework or delay.  This “rapid response” process shall only be used for changes impacting existing contracts; or 
· The Project or Supplier identifies an alternate design/method/material to the requirements that could result in technical, cost, or schedule savings and processes a Request for Deviation (RFD).  The RFD is a specific written request to depart from a particular requirement or set of requirements.   A RFD shall also be adjudicated via an ECP (normally an “expedited” ECP so as to not delay a manufacturing or fabrication step.
Engineering Change Proposal Forms
Engineering Change Proposal (ECP) forms are available via links from the NCSX Configuration Control Web at:

· Cover Page:

http://ncsx.pppl.gov/SystemsEngineering/Config_Mgmt/ECP_Forms/ECP_Form_(CoverPage-PartI).doc
· Reviewer Comments:

http://ncsx.pppl.gov/SystemsEngineering/Config_Mgmt/ECP_Forms/ECP_Review(PartII).doc
Note:  Any format acceptable as long as it contains the necessary information.

The Configuration Control Process Flow Charts
The flow charts of the configuration control processes are contained in NCSC Procedure PROC-002 (Configuration Control) and PROC-009 (Request for Deviation).  PROC-002 contains the overall process flow chart:
 Plans_Procedures\Procedures\PROC-002_ConfigurationControl\NCSX_PROC-002-01-Signed.pdf  
and PROC-009 contains the handling of Requests for Deviation (RFDs):


" 

http://ncsx.pppl.gov/SystemsEngineering/Plans_Procedures/Procedures/PROC-009_Requests_for_Deviation/NCSX-PROC-009-03-Signed.pdf

 Other Modules
· Module 1 – Overview of the NCSX Web

· Module 2A - Overview of the Engineering Web (Part I)

· Module 2B – Overview of the Engineering Web (Part II)

· Module 3 – Specifications, Design Criteria, and Statements of Work

· Module 4 – Work Authorization Processes

· Module 5 – Design Review Processes

· Module 6 – Electronic Models and Drawings

· Module 8 – Interface Control Processes

· Module 9 – WBS Dictionaries and Management Plans

· Module 10 – ES&H,  QA, & Other
· Module 11 – Manufacturing, Procurement, and Supplier Sites
· Module 12 – Administrative Processes (Training, Electronic Signatures, Style and Document Preparation Guidelines & File Naming Conventions)
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