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18.1
Scope
This section establishes the responsibilities and requirements by which DDO performs independent assessments to evaluate item quality and process effectiveness and to promote improvements.

18.2
Applicability
This section applies to independent assessments of D&D performance-based activities.  The assessments are performed using technically qualified personnel with an emphasis on performance within the organization’s quality program.  Other independent assessments are conducted by the Regulatory Compliance and Environment, Safety, and Health Organization (RC&ESHO) in accordance with its plans, procedures, and schedules and are not subject to the requirements of this Quality Manual section. RC&ESHO (independent) assessments focus on environmental, safety, and health aspects of the project.

18.3
Responsibilities
18.3.1
The BCOVP ESH&Q is responsible for the certification of the DDO Quality Manager as a lead assessor.

18.3.2
The DDO Program Manager is responsible for improving the organization process and product by emphasizing achievement of quality.

18.3.3
The DDO Quality Manager is responsible for
a.
Developing and implementing the independent assessment program, including the schedules and performance of independent assessments, and the training of assessors and the certification of assessors and lead assessors
b.
Reporting independent assessment results to the DDO Program Manager and the manager responsible for the assessed activity.

c.
Assigning assessment team personnel and ensuring that they are independent of any direct responsibility for the performance of activities being assessed and are qualified by education and/or experience to have the necessary capabilities to evaluate the activity being assessed
d.
Preparing or reviewing and approving assessment plans, checklists, and reports
e.
Managing/coordinating oversight activities to monitor work performance, identifying abnormal performance and precursors of potential problems, identifying opportunities for improvement, reporting results to a level of management having authority to effect corrective action, and verifying satisfactory resolution of problems
f.
Maintaining a log that describes the status of open assessment items
g.
Implementing an Independent Assessment Program, including scheduling and conduct of independent assessments.

18.3.4
The Assessment Team Leader is responsible for
a.
Ensuring that the assessment team is prepared prior to initiating the assessment
b.
Developing an assessment plan and directing the conduct of the assessment
c.
Preparing and issuing the assessment report
d.
Reviewing and following up on corrective actions for adverse conditions found during the assessment.

18.3.5
The managers being assessed are responsible for
a.
Investigating adverse conditions documented in the assessment report
b.
Identifying, prioritizing, scheduling, and completing corrective action, including measures to correct the problem; identifying the root cause; taking actions to prevent recurrence; discussing lessons learned; and identifying opportunities for improvement
c.
Notifying the Assessment Team Leader of corrective actions planned and completed
d.
Tracking assessment corrective actions through to resolution and completion and following up on deficient areas as necessary to determine the effectiveness of the actions.

18.4
Requirements
Planned and periodic independent assessments shall be conducted to evaluate item quality and process effectiveness and to promote improvement.  The organization performing independent assessments shall have sufficient authority and freedom from the line organization to carry out its responsibilities.  Teams conducting independent assessments shall be technically qualified and knowledgeable in the areas assessed.  Assessment personnel should view the organization being assessed as the primary “customer” and strive to produce high-quality and organizationally meaningful feedback about the organization’s performance.

The independent assessment process should be structured and conducted using a “performance-based” approach.  The concept of performance-based independent assessments is simple:  observe, then evaluate.  A person performing a performance-based independent assessment should base their work on the following concepts:

(
Assessments are performed on activities that make a difference and are not trivial with no real impact on the facility or organizational performance.  Trivial activities could include tasks such as moving office furniture, word processing, and “Xerox” copying.

(
Assessments are performed in a manner that emphasizes reliability performance, and achievement of quality, and also considers environment, health, and safety concerns.

(
Assessments are performed by qualified teams who have the necessary technical capabilities to observe and evaluate an activity accurately and focus on improving the quality of the processes that lead to the end product.

Independent assessments are conducted by two methods:  Independent Programmatic Assessments (IPAs, formerly referred to as audits) and Independent Activity Assessments (IAAs, formerly referred to as surveillances).  IPAs are more formal and structured in nature and concentrate on overall system compliance, performance, and effectiveness; whereas IAAs are less formal and structured and concentrate on correct performance of a selected activity, usually in process.

18.4.1
Scheduling

Assessments shall begin as early in the life of an activity/project as practicable and shall continue at intervals planned according to the schedule for accomplishing the activity and the status, risk, and complexity of the activity or item.  An integrated assessment schedule shall be prepared, distributed, and revised in accordance with the Self-Assessment Program Implementation Plan and appropriate procedures.  The assessment schedule shall be reviewed and revised as necessary to ensure that coverage is maintained in areas of questionable performance.  Internal or external independent assessments, or both, shall be scheduled in a manner to provide coverage and coordination with ongoing quality program activities.  The frequency of assessments shall be based on
a.
An annual evaluation (usually during assessment schedule development) of applicable and active elements of the quality program.  All active elements should be assessed every two years at a minimum.

b.
Consideration of previous assessment results and corrective actions, non-conformance reports, and independent information.

c.
Status, risk, and complexity of the item or process.

d.
Teaming with other oversight organizations to minimize disruption of work activities.
e.
Decreased frequency in areas with a proven history of effective self-assessment.

Regularly scheduled independent assessments shall be supplemented by additional assessments of specific subjects when necessary to provide adequate coverage.

18.4.2
Independent Programmatic Assessments 
18.4.2.1
Independent Programmatic Assessment Plan
An assessment plan shall be developed and documented for each independent programmatic assessment.  At a minimum, this plan shall contain
a.
The assessment scope
b.
Requirements, plans, procedures, processes, or items to be assessed
c.
Identification of criteria that describe acceptable work and promote improvements
d.
Names of assessment team personnel
e.
Organizational unit of project or function to be assessed
f.
Dates and times of the assessment.

18.4.2.2
Notification

The management of the assessed organization shall be notified of the assessment scope, time of assessment, and personnel conducting the programmatic assessment at a reasonable time prior to the assessment to prevent disruption of critical activities.

18.4.2.3
Checklists

Assessment checklists shall be developed to be used as guidance during the programmatic assessment.  These checklists shall be based on criteria that describe acceptable work performance, evaluate the achievement of quality, and promote improvement.  Checklists shall also include applicable documents identified in the assessment plan, and shall require examination of objective evidence (e.g., end products, items, records) and interviews with key individuals in the function being assessed and key customers (internal and external) of the assessed function to assess the adequacy and effectiveness of program element(s) being assessed.

18.4.2.4
Personnel

In the case of internal independent assessments, personnel having direct responsibility for performing the activities being assessed shall not be involved in the performance of the assessment or the selection of the assessment team.

The DDO Quality Manager shall select and assign assessors who are independent of any direct responsibility for performance of activities that they will assess.  Assessment team members are not required to be members of the DDO Quality organization.  Assessment team members shall have sufficient authority and organizational freedom to make the assessment process credible and effective.

18.4.2.5
Assessment Team

The assessment team shall have one or more members technically knowledgeable of the process to be assessed, led by a Lead Assessor who organizes and directs the assessment, coordinates the preparation and issuance of the assessment report, and evaluates responses.  The Assessment Team Leader shall ensure that the assessment team is prepared prior to initiation of the assessment.

18.4.2.6
Performance

Programmatic assessments shall be performed in accordance with the assessment plan and assessment checklists.  The checklist should guide the performance of the assessment, but it should not limit the assessment team from investigating other areas where the team has reason to believe that improvement opportunities or deficiencies exist.  Assessment results shall be documented by the assessment team members. Prior to issuance of the assessment report, these documented results shall be reviewed for factual accuracy by management having responsibility for the area assessed..  Conditions requiring prompt corrective action shall be reported immediately to management of the assessed organization.

18.4.2.7
Report

The programmatic assessment report shall be signed by the Assessment Team Leader and the DDO Quality Manager and issued to the affected management for further review, evaluation, and initiation of appropriate action.  The programmatic assessment report shall, at a minimum, include
a.
Description of the assessment scope.

b.
Identification of the assessment team members.

c.
Identification of persons contacted during the assessment.

d.
An executive summary of abnormal performance, potential problems, or opportunities for improvement for management attention.  Executive summaries are to indicate exemplary practices as well as unsatisfactory results in the areas assessed.

e.
Description of each reported adverse condition in sufficient detail to enable corrective action to be taken by the assessed organization.













18.4.3
Independent Activity Assessments
Independent Activity Assessments shall be conducted to assess the quality of items or activities in process.

18.4.3.1
Assessments of activities shall be scheduled, planned, performed, documented, and reported to appropriate management.



18.4.3.2.
Independent Activity Assessments shall be conducted to accomplish the following objectives:

a.
Verify work is being performed in accordance with applicable requirements and in an effective manner.

b.
Identify and document abnormal performance in daily activities.

c.
Identify actual and potential problems promptly.

d.
Identify opportunities for improvement.

e.
Promote prompt action by cognizant management responsible for performing the work.

f.
Provide management information on activities under assessment.

g.
Verify timely resolution of previously identified quality items.

18.4.3.3
Independent Activity Assessments shall be performed by personnel who are knowledgeable in, and are not directly responsible for, the activities under assessment.  As needed, technically qualified personnel will augment assessment teams when technical expertise is required to evaluate the adequacy of observed work.

18.4.3.4
Assessment results shall be documented in a report that contains the following elements as a minimum:

a.
Description of the activity or item under assessment.

b.
Identification of the persons conducting the assessment.

c.
Identification of the persons contacted during the assessment.

d.
List of the requirements governing the activity or item.

e.
Summary of the assessment observations and results, including identification of deficiencies, deviations, potential problems, opportunities for improvement, or exemplary practice noted during the assessment.  Formal documentation as described in assessment procedures will be generated for those items that were not resolved immediately during the assessment.

f.
Summary of any immediate satisfactory resolutions taken and completed for conditions identified during the performance of the assessment activity.

18.4.3.5
Assessment results shall be transmitted to the cognizant managers for activities under assessment.
18.4.4
Management Responses to Assessment Action Reports
18.4.4.1
Response

Management of the assessed organization or project shall evaluate the programmatic assessment report and respond to the Assessment Team Leader in writing.  The response for the reported adverse condition should include the following as applicable:
a.
Action to correct the deficiency
b.
Cause identification
c.
Action to prevent recurrence
d.
Lessons learned
e.
Actions to be taken for improvements.

The adequacy of the assessment response shall be evaluated by the Assessment Team Leader and transmitted to the author in writing.

18.4.4.2
Tracking

The management of the assessed organization shall track all corrective actions and response commitments to ensure they are satisfactorily completed by the scheduled date.

18.4.4.3
Follow-Up Action

Follow-up action shall be taken by the Assessment Team Leader to verify that corrective action and action to prevent recurrence and promote improvement are accomplished as scheduled.

18.5
Assessment Records
Assessment records shall be maintained in accordance with Section 17.0 of this manual and shall include, but not be limited to, programmatic assessment plans, assessment reports, written replies, and the record of completion of corrective action.
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