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Notes (taken by Jamie Blowers)

We want to try and put some detail on the 6-8 items we identified last time which we think are the highest priority in terms of implementation:

 

1. Frame the Project Plan

2. Frame the implementation schedule/resources

3. Review parking lot and action items

4. Frame "to-be" documents

5. "As-is" Maps

6. Update "The Lists"

7. Finalize the Project Plan

8. Finalize the implementation schedule/resources

 

We looked at a draft project management document which listed some specifics on what should be considered in a project plan.

http://tdserver1.fnal.gov/blowers/projects/QA/QDT/Project_Management_Planning_Manual-DRAFT.doc
Big ticket items:

Work Scope

WBS

Schedules

Cost Estimate Basis

Resource Allocation

Reporting Requirements

 

Possible PROJECT PLAN wording:

 

Purpose:

To implement a formal (i.e. documented) lab-wide quality program, where QA is integrated with the work (like safety is).

 

Present Situation:

Every organization in the lab assures quality using methods which have been developed over many years of operation. In general, a limited number of areas have formalized their methods. It is also not uniform.

 

Desired Situation:

The lab quality program will be described by the FIQMP and the various implementing procedures (a.k.a. "to-be" documents). All lab organizations have implemented formal quality assurance, to an appropriate degree of uniformity.

 

Milestones:

Signed/approved FIQMP

Signed/approved Graded Approach Procedure

Signed/approved "to-be" documents

Training Plan

Training started:

Lab organization implementations of the lab program

· How will we know this is done? What are the main parts?

· Training

· Assessments

· Document Control

· Design Controls

· Work Processes

· Quality Improvement

· Inspection

First round of assessments

Information Management:

· Graded Approach

· Assessments

· ...

· Document Control?

· Records Management?

 

Resources:

QARs representing each organization

Teams to write the "to-be" documents

Auditors

 

 

We need to think about the costs for implementation (a.k.a. "launch") and costs for ongoing management (a.k.a. "operating") of the program.

 

Should we pilot some topics before we proceed with other topics?

 

Bob stopped by to talk about where the team is going. He thanked us for all our efforts, and told us that he believes the team should be completed on April 25. At this point Bob needs to brief Pier on where we stand with the QA Program, and what the next steps are. Some critical decisions will need to be made regarding resources. Bob also talked about the transition between the QDT and the next team: he does not want to lose the knowledge and vision that was generated from the QDT. He envisions that he would ask for volunteers from the QDT to come and help pass the torch when that time comes.

In terms of finishing what the QDT thinks should be finished before we are done, Bob was OK with our continuing to meet "informally" for a little bit after the 25th.

We talked a bit about the QARs, and the various models which might be considered in terms of how the QAR role should be implemented. More time for pondering this is needed, and in the end Pier will need to make a decision on how the lab should proceed.

Bob talked a little about the implementation team. It's possible that it will look something like the QDT. He's wondering if it would be beneficial to have the team members be the QARs - there are pros and cons to this approach.

Bob agreed that it would be a good idea to put together a list of key points for each "to-be" document, and he is interested in participating with us on this task. It could be that this would be done at some point in the future, closer to the time when things are ramping up for implementation.

 

We loaded the tasks into MS-Project and started to add some time requirements and dependencies:

http://tdserver1.fnal.gov/blowers/projects/QA/QDT/Implementation_2008-04-16.mpp
 

We compared the list of tasks we put into MS-Project with the list we generated on 11-Apr. These are the ones which are not in the MS-Project file:

Metrics - there are "launch" metrics and "operational" metrics

Communication plan

Director's Manual - it was agreed that this is out of the scope of the implementation plan

Parking Lot & Action Items

 

For the afternoon the team will do a run-through of the parking lot and action items, trying to identify anything that needs to be dealt with before the QDT is done, or if anything should be "upgraded" to be part of the implementation schedule. We'll also take a stab at starting to frame the "to-be" documents.

 

Results of the day (in addition to the MS-Project file linked above):

 

Implementation Activities (some of this info is now in the MS-Project file):

http://tdserver1.fnal.gov/blowers/projects/QA/QDT/Implementation_Activities_2008-04-16.xls
 

Action items:

http://tdserver1.fnal.gov/blowers/projects/QA/QDT/QDT_Action_Item_List_041608.xls
 

"To-be" document bullets (i.e. important ideas which should be considered when it comes time to write the "to-be" documents):

http://tdserver1.fnal.gov/blowers/projects/QA/QDT/To-Be_Doc_Bullets.doc
