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NASA’s Transition to ISO 9000
Management Policy

m NMI 1270.3 Management Policy (Signed by Mr.
Goldin on 12/06/95)
A NASA & NASA Supplierscomply with 1SO 9000
a Applicableto NASA Headquarters & Centers

A NASA Center Directors havethe authority, accountability,

and responsibility for implementation and oversight at their
Centers

a Safety and Mission Assuranceisresponsiblefor facilitating,
providing implementation guidance, training, and oversight




Compliance vs. Registration

m Compliance - When we say we meet all thereguirements
of 1SO 9000 via self assessments and self audits

m 3rd Party Registration - When an outsideregistrar
[certified by the Registration Accreditation Board
(RAB) and with no interest in the company being
audited] performsan audit(s) and certifiesthat all the
requirements of | SO 9000 have been met.

a Internationally recognized in meeting standards
a Enablesustodeal with contractorsalready registered



Reasons and Benefits
for Transition

B One Quality System for everyone
A Within MSFC
A Within NASA
A With our Future Contractors
A With out International Partners

m Consistent implementation

m Simplicity and Efficiency

B Morecompatiblewith the International market
m Market direction

B Purgeredundancies



MSFC ISO 9000
Implementation Team

B An Implementation Team has been established with
key individuals from a cross section of MSFC
A CoreTeam, approx. 40 people
A Sub-team, approx. 100 people

B Bob Schwinghamer isthe M anagement
Representative for M SFC and Chair per son of the
MSFC I mplementation Team

B |mplementation Team has established:
a A Scopefor Registration
a A Quality Policy
a Draft Quality Manual
a Draft System Level Procedures



MSFC Scope

M SFC Scopeisfrom the Quality Manual:

Thisquality manual (QM) establishes a quality
management system (QM S) to ensure consistent
qguality of NASA M SFC products and services.
TheQMS“SHALL” apply to all onsite processes
and operationsfor procurement, design,
development, production, testing and servicing of
flight hardwar e, flight softwar e, protoflight units,
qgualification units, associated flight support
equipment, for which M SFC hasresponsibility.



MSFC Quality Policy

Quality Policy

M SFC policy isto provide quality products and servicesto our customer .
M SFC iscommitted to:

Excellence-- Pursue excellence and continuous improvement in successfully
accomplishing all programs and activitiesrequired for developing and oper ating safe,
economical, and reliable space systems.

Quality, Safety, and Reliability -- Maintain high quality, safety, and reliability
standardsin all our activities asthe paramount elements of mission success.

| mportance of Our People -- Provide excellence in our work for ce by seeking and
retaining high-quality employees,; promoting employee development, reward, and
recognition; providing an open and creative environment; emphasizing individual
responsibility and initiative; and maintaining and enhancing “hands-on” competence.



Quality Manual and
System Level Procedures

m Draft proceduresarein review

m Web Site Location
A Inside Marshall, http://www/inside
A Sdect “ Centerwide Initiatives
a Select “1S0O 9000
a Select topic from selection of choices



What Is 1SO 90007

B |nternational seriesof quality standards.
m Published by | SO (90 members) in 1987.
m Published in the U.S. as ANSI/ASQC Q9000.

B Adopted by over 80 nations.
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How Does ISO 9000 Work?

m |t describesWHAT we need
for an effective quality system.

m |t doesNOT tell usHOW to
develop our system.

m |t doesNOT replace product, safety,
environmental, or regulatory standards.
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What Iis a Quality System?

m [t'stheorganization, . .

responsibilities, procedures, |
processes, and resour ces that
are used to manage quality. |
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Goals of an ISO 9000
Quality System

B Makesurethequality of the product or service
we provide meets our customer’s needs.

B Assureourselvesthat we're getting the quality
we planned for.

B Assureour customersthat the quality they
asked for will be delivered.
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ISO 9000 Quality Management and
Quality Assurance Standards: 1994

| SO 9000
Guiddinesfor
selection and use

1SO 9004 | SO 9001, 9002, and

Quality management and 9003 M odelsfor
guality system elements guality assurance
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1ISO 9000
Quality Assurance Models

m SO 9001-
For design, development, production,
Installation and servicing

m | SO 9002-
For production, installation, and servicing

m |SO 9003~
For final inspection and test

14



ISO 9001 Requires
Documented Systems for

m41 Management responsibility
m42 Quality system

m4.3 Contract review

m 44 Desgn control

m45 Document and data control
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ISO 9001 Requires
Documented Systems for

m46 Purchasing
m4./ Control of customer-supplied product
m 4.8 Product identification and traceability
m49 Processcontrol

m 4.10 Inspection and testing

16



ISO 9001 Requires
Documented Systems for

m 4.11 Control of inspection, measuring,
and test equipment

m 4.12 Inspection and test status

m 4.13 Control of nonconforming product
m 4.14 Corrective and preventive action

m 4.15 Handling, storage, packaging,

preservation, and delivery 1
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ISO 9001 Requires

Documented Systems for

m4.16
m4.17
m4.18
m4.19
m4.20

Control of quality records
|nternal quality audits

Training

Servicing )
Statistical techniques
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ISO 9001 and 9002
Emphasize Self-Checking

m | nternal audits

m Document control

B Management reviews
B Records




Why Are Records Important?

B They aretheobjective evidencethat we're
doing what we say we're doing.
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How Do We All Fit In?

m WE ARE the quality system.

m Wemakeit work.

m We haveto understand our policy.

m We haveto follow proceduresand instructions.

B We haveto understand our customers and meet
thelr needs.
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ISO 9000 Requires
DOCUMENTED Quality Systems:

B Documentation must be
kept up to date...

m controlled...

m and removed from use when
It’s obsolete.
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The Documentation Pyramid -1




Quality Manual

(The top-level document)

m Describes quality
B Statespolicy

B Commitsto quality
B Listsauthoritiesand responsibilities
m Outlinesimplementation
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The Documentation Pyramid -2

Quality
Manual

System-Level
Procedures
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System-Level Procedures

(Describe how things move through the organization)

B How system isimplemented

B Operating controlsfor quality
processes and systems

B Interdepartmental (cross-functional)
flows and controls
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The Documentation Pyramid -3

Quality
Manual

System-Level
Procedures

Instructions
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Instructions

(How we do our daily jobs)

B Provide detailed information for each of us

m How to:
A Perform specific duties
A Prepareforms
a Handleintradepartmental activities
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The Documented Quality System

Quality
Manual

System-Level
Procedures

Records, Forms, Reports
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How Do We Become Registered?

B An impartial, independent, third-party auditor
(or assessor), called aregistrar, evaluates our
guality system against the requirements of | SO
9001, 9002, or 9003.

m |f wepass, we'reregistered!
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Typical Schedule for ISO 9001/9002 Registration

Implement procedureand manual - - — === == == cce e \ 4 vy
PreasseSSMeNt - - - - - - - o oo e e e = vy
Third-party audit= == = = == = o o o oo oo o oo Yy
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Typical Assessment Findings

Procedur e Does Not Exj g | nadequate Procedure
20% =' | 15%
i 10%
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Not Following Procedure
55%
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The Bottom Line:

At least 75% of all findingsare under our control
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Common Deficiencies:
Document Control

B Unapproved documentsarein use

B Proceduresdon’t match practices

m “Unofficial” changes are on procedures
B Obsolete documentation isin use

B Documentsare not located wherethey're
supposed to be



Common Deficiencies:
People

m Not trained or otherwise gualified for their' jobs
m Not aware of requirements

m Don’t have accessto procedures

m Not complying with procedures

m Organization and responsibilities not as described in
guality manual

B Temporary employeesnot included in system
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ISO 9001/9002 Registration

Can/should be WINeWIN for us

” N

and our customers and suppliers



One Final Message

1. Don’t panic
2. Don’t take it lightly

3. Accept 1 SO 9000 as an
opportunity for usto
move toward
even better quality and
mor e business
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Internal Audit Process

m Internal Audit Expectations

m 150+ Internal Auditorsat MSFC
A 33 Lead Auditors
A 120 Internal Auditors

B Audits between now and Registration

A Veifieswe aredoing what we say and areready for the Final
Registration Audit

Verifiesappropriate proceduresarein place

Welearn how to perform Audits

We learn how to be Audited

Preparesusfor thefinal Audit

Allows usto identify and correct problemsprior to thefinal audit
M anagement Awar eness

> > > > >

38



Registration

m National Quality Assurance (NQA) isthe company that

M SFC has contracted to
B Preassessment Scheduled

pe our Registrar
for Fall of 1997 (Oct-Nov)

B Registration Audit Schec
m Typical Audit Questions

uled for February 1998

A What isyour Quality Policy?
» What does that mean to you?
» How doesthat apply to your job?

a What isit that you do?

» What procedure(s) areyou using to perform your tasks?
m Whereisyour procedurefor thetask you are performing?
m How do you know your procedureisthelatest revision?
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Goals

B Use asmany existing procedures as possible

m Consolidate duplicative procedures
A 75existing procedures (related to 1 SO 9000)

A Reducethe number of proceduresto implement | SO 9000
down to approx. 23 - 25

m Goal for Documentation Compliance Jun 1997
B Registration by February 1998
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The ISO 9001/9002
Implementation Process

MANAGEMENT QUALITY STEERING Lead,, Monitor, Review, Coach

ORIENTATION

BASELINE
EVALUATION

MANAGEMENT
PLANNING

RESPONSIBILITY
MATRIX AND

MACROFLOWCHART

COMMITTEE

SYSTEMLEVEL
PROCEDURES

QUALITY
MANUAL

INSTRUCTIONS [ pue

IMPLEMENT,
TRAIN, AUDIT

P REASSESSMENT

CORRECTIVE
ACTION

FOLLOW-ON
EFFORTS

REGISTRATION
OR
COMPLIANCE

THIRD
PARTY AUDIT
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Stay Focused!




