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So what do we do after we "finish" the graded approach procedure? We agreed the next step is to have a conversation about what our plan is for the remainder of the QDT is a team. This would consist of talking through the tasks we need to accomplish (sort of a WBS), a schedule (which will include how we handle the furloughs), and an overall approach to the work. It was agreed that we will start meeting only two days (or a day and a half) starting next week. It was agreed that we would meet Wednesday's and half (or all) of Friday. This means that we will not be meeting on Mondays (so the Req Room can be made available again to BSS). This means it will be preferential for team members to not take Wednesday's off, if they have a choice.

 

Then we started talking about tasks that need to be done:

· The "to be" documents; it was generally agreed that the writing of these documents will be part of implementation, but it will be helpful for the QDT to draft some number of bullets which will frame each of these documents.
· IQMP validation; what does this look like? It consists of reviewing the program in high enough detail to understand what parts need to be implemented, and then what resources it takes to implement them. How can we do this without having the "to be" documents in place? One idea is that we use the bulleted framework.
 

We had a discussion about requirements of the QA Program. How do we incorporate the need to have some specific QA requirements in our program (since there are no specific QA requirements defined right now)? In general it was agreed that we model FESHM/ISM, which means that there are base requirements defined in the "to be" procedures, and the output of the graded approach process is identifying the controls that should be used to manage quality, as well as identifying the controls that are required by the QA Program (as defined in the "to be" documents). It was agreed that there will be QA controls which are required for certain "high level" activities (e.g. Projects with a capital P will have all the bells and whistles).

 

We tried to put together a couple slides on our approach to the Graded Approach:
Why do the graded approach? Because one size does not fit all when it comes to QA, so we need a mechanism for determining the appropriate QA controls which are commensurate with the identified risks.

Principles:

· Those who perform the work are best suited to understand qualify risks
· Significant quality risks require identification, assessment, documentation and, if necessary, additional controls to assure required quality
· Quality is conformance to requirements
· The graded approach is meant as a management tool to:
· Assist in the determination of activities needing additional controls to ensure quality
· Help determine the appropriate level of priority, resources and controls to mitigate identified quality risks
 

Evolution of our approach to the Graded Approach:

6. We started with: all activities are reviewed, assigned a numerical grade, and prescribed controls applied
7. Then the notion of "pre filter" was added, resulting in a limited number of activities require grading and prescribed controls applied
8. Then we removed numeric grading, and controls are selected from list based on risk analysis
9. Now we have QA controls defined/created by process owner/SME, linkage to QA Control list done by QAR
 

In our implementation of the QA Program, the onus is on each and every process owner to define/defend how they are assuring quality, e.g. how are they assuring design control? How is inspection and testing accomplished? This takes our approach away from a compliance-based and prescriptive program, that is, we are not going to tell people how they need to assure quality; instead they need to tell "us" how they are doing it. The QARs will help process owners translate their controls into something which is understood within the framework of the QA Program (i.e. 10 QA criteria, FIQMP, "to be" documents, etc.).

 

Jed is going to send the slides to the team, and ask for comments by next Tuesday.

 

Our next meeting is Wednesday 13-Feb.

