Internal Control Council (ICC) Progress Meeting Minutes 

May 20, 2004

Opening Statement

Frederick D. Gregory, ICC Chair, introduced the second progress meeting of 2004, stating that two more meetings remain for the year.  He encouraged the council members to examine the online watch list, which is easy to access.  He pressed the ICC to identify major control deficiencies within NASA before outside parties do, particularly the Congress and the news media.

New Directions and Capabilities

Jeffrey E. Sutton, Assistant Administrator for Institutional and Corporate Management, noted his organization’s Corrective Action Tracking System (CATS) II, which has expanded to include actions for NASA’s implementation of Vision for Space Exploration, along with other important data systems like the Columbia Accident Investigation Board (CAIB) recommendations.  ICC watch list deficiencies are in the CATS Management Control module.

NASA MANAGEMENT CONTROL DEFICIENCIES-Discussion of Material Weakness (MW), Other Weaknesses (OW), and Management Challenges (MC)

SPACE SHUTTLE (MW)

Lynn F. H. Cline, Deputy Associate Administrator, Office of Space Flight, began her status report with 3 major topics: the Space Shuttle Return to Flight (RTF) Stafford-Covey Task Group; the RTF Implementation Plan, Revision 2; and the Service Life Extension Program (SLEP).  Details are on the Space Shuttle briefing charts.  Ms. Cline explained that the main concern in RTF is the external tank component of the Shuttle since the foam came off the tank.  The New Orbiter Boom Sensor System (OBSS) is part of the on-orbit inspection process.  A method for tile repair has been baselined.  RCC repairs are in the design phase.  A SLEP Summit was held in February, and the June Space Flight Leadership Council meeting is expected to review and approve a list of Shuttle investments, taking into account the Vision for Space Exploration and a shorter Shuttle service life than previously planned.  Mr. Sutton asked when the material weakness may be reduced.  Ms. Cline indicated that a good milestone for a decision to lower the MW would be the results of the Stafford-Covey Task Group independent assessment. Mr. Gregory asked how many the 15 CAIB RTF recommendations have been closed by the Task Group.  Ms. Cline replied that she would verify if 5 actions had been closed.  [Note:  the RTF Task Group has closed 3 of the 15 recommendations based on NASA’s implementation plans.]  She concluded with stating the thermal protection and boom inspection are the “long poles” in the RTF process.

INTERNATIONAL SPACE STATION (ISS) COST MANAGEMENT (MC)

Ms. Cline reported on the current ISS operational activities.  The U.S. Core hardware has been delivered to the launch site.  In light of the Vision for Space Exploration, NASA is refocusing ISS research, identifying crew size needs, working with the international partners on the final ISS configuration and reviewing re-supply requirements.  ISS partners must assess their research priorities as well.  A series of meetings with the international partners is scheduled for July in The Netherlands.  Mr. Gregory asked if other options, such as commercial, can be used in place of the Shuttle.  Ms. Cline said that other options are in NASA’s planning, including when and how to offload utilization and logistics re-supply.  She mentioned analysis of more creative ways to bring back samples from the ISS being pursued by the Office of Biological and Physical Reseaarch.  Ms. Cline stated that all options are on the table, and Mr. Gregory claimed that he heard remarks that not all options are being considered.  Ms. Cline reaffirmed that commercial services are being discussed, as provided for in the FY 2005 ISS crew and cargo services budget line item.  See ISS charts for more details. 

FINANCIAL MANAGEMENT (MC)/CONTRACTOR HELD PROPERTY (OW)/FULL COST (MC) 

Gwen Brown, NASA Chief Financial Officer (CFO), briefed the ICC on financial management and contractor held property.  All processes and controls are under review.  The CFO Office has developed a Management Improvement Plan.  She stated that financial management may be raised to a material weakness in November.  As for Full Cost Management, she announced that NASA has submitted 2 full cost budgets to the Office of Management and Budget (OMB).

After Ms. Brown left for another meeting, Mr. Sutton mentioned the coming asset management component of the Integrated Financial Management System (IFMP).  Robert W. Cobb, NASA Inspector General, commented that systems must be useful to managers across organizations.  Affected managers should be involved in system planning and development with IFMP developers before implementation.  Mr. Sutton stated that the Integrated Asset Management Steering Committee intends to be fully involved with IFMP staff.  Mr. Gregory voiced his concern about how we can improve our meeting and communicating across organizational lines.  He reiterated Ms. Brown’s statement that CFO activities are being worked.  Mr. Cobb argued that IFMP is not just a financial operation; it is key to how the Agency can run as a business.

INTERNATIONAL SPACE STATION (ISS)-ADDITIONAL ASSESSMENT
Discussion then turned back to the ISS.  Mr. Gregory expressed concern about articles published on the real state of the Space Station.  He questioned if the ICC should consider an ISS internal control problem.  Ms. Cline argued that the articles are overblown.  The ISS is doing better on maintenance than projected.  Astronauts are praising the real time exploration of issues and lessons learned.  Mr. Gregory repeated his concern about the public appearance of ISS parts breaking down.  According to Ms. Cline, the metrics on ISS are good.  Mr. Cobb asked if the metrics provide a trigger level or stop gap point.  Ms. Cline indicated that the metrics show readiness of supplies, air quality, and other components.  Mr. Cobb then announced his concern that the U.S. space program is dependent on Russia.  He questioned if we get the insight we need on Russian equipment.  Ms. Cline noted that the international agreements rely on Russia to certify Soyuz and the U.S. to certify the Shuttle.  We cannot and should not expect to have complete insight into the Russian systems.  However, we do have insight when requested, such as in the case of the Soyuz ballistic re-entry.  In addition, the Russians have a very successful track record with Soyuz and build robust systems.  James D. Lloyd, Deputy Associate Administrator for Safety and Mission Assurance, informed the ICC that the Russians are very willing to explain anomalies, using the example of access to information regarding the ballistic re-entry through the Stafford Task Force.  Theron M. Bradley, Chief Engineer, added that the Russians are not sophisticated like NASA but their results are good.

SOFTWARE MANAGEMENT (MC)

 John C. Kelly, team lead for Software Management in the Office of the Chief Engineer, presented the 4-part Action Plan for correcting deficiencies in NASA’s management of software.  The Office of Safety and Mission Assurance led the analysis of Independent Verification and Validation (IV&V).  The Inspector General was satisfied with results of the analysis.  A NASA Policy Directive (NPD) on Software Management is planned for completion by May 27.  The NPD development has benefited from good dialogue with the Enterprises and the Office of Safety and Mission Assurance.  The Chief Engineer’s Office will recommend closure of the Software Management deficiency in November.  Mr. Bradley praised the accomplishments and stated that a sense of health is what is needed for good results.  A new control issue on Monitoring Software Management may be suggested at the November decision meeting.

INFORMATION TECHNOLOGY (IT) SECURITY (OW)

Scott S. Santiago, Deputy Chief Information Officer for IT Security (Acting), requested a separate meeting with Mr. Gregory to discuss the impact of budget cuts on IT Security.  ICC review was curtailed.

ACCESS TO FACILITIES AND TECHNOLOGIES (OW)

Mr. Santiago addressed the status of smartcards.  He stated that the Centers are concerned about consistency of implementation.  The required budget to support consistency is available.  No additional requirements for hardware or software exist.

OPEN OFFICE OF IG RECOMMENDATIONS (OW)

Mr. Sutton displayed a trend chart indicating good results over time with unresolved recommendations remaining at zero.

ORBITAL SPACE PLANE (OSP) (MC)

Garry Lyles, Deputy Division Director for Project Constellation, Office of Exploration Systems, spoke about the Crew Exploration Vehicle (CEV) transition period.  The office has announced a Request for Information (RFI) to industry on ideas for development of requirements and examples of lessons learned from projects such as CEV. The NASA vision for CEV involves a double spiral development.  The first CEV is projected for use in 2014.  The second spiral results in a human lunar expedition.  The process of getting industry involved early is expected to yield a number of different concepts followed by specific designs.  The office expects some 2,000 to 4,000 responses from industry.  NASA Centers are also responding with concepts and lessons learned.  After the Broad Agency Announcement (BAA) in June, with input by September, the office expects to issue its Request for Procurement (RFP).  The office expects to issue multiple awards, with at least 2 prime contractors.  The demonstration CEV is projected to fly in 2008.  Mr. Gregory asked about the issuance of Level 1 requirements.  Mr. Lyles said that they will be available in September along with the lunar requirements.  The large transition now centers on the transfer of skills and competencies of OSP to CEV.  This challenge includes an orderly transition of supporting projects.  The office is currently developing the CEV Program Operating Plan (POP).  Staff is also addressing systemic issues such as lack of an independent cost analysis and inadequate risk management.  The office is also collaborating with the Office of Space Flight in examining the issue of human rated launch capability. 

COMPETITION IN CONTRACTING (MC)

Mr. Becker, Procurement Analyst, Office of Procurement, stated that when the dollars for major non-competitive contracts are deleted from the equation, NASA competed 85% of contracts in 2002 and 2003.  An example of a major non-competitive contract would be the Space Shuttle Flight Operations Contract, which cannot be competed.  Competition in Contracting is now an area that is reviewed by the procurement management survey team.  The team includes a review of contracts that were awarded without full and open competition to determine if the requirements of FAR Part 6.302 were followed.  Additionally, the team will verify that the files were properly documented to explain why the actions were taken.  Mr. Cobb identified a concern about a non-competitive contract at Ames Research Center and noted that as a result of the concerns, the contract was terminated.

REVIEW OF AGENCY RULES (MC)

Mr. Sutton briefed the ICC on the new management challenge, Review of Agency Rules.  He explained that NASA Headquarters is in the third phase of this 4-phase project.  The Centers will start the 4th phase in July 2004.  Phase 1 involved conversion of NASA Procedural Guidelines to NASA Procedural Requirements (NPR’s).  Phase 2 is considered a qualified success in eliminating ambiguous, “non-rule” language in NPD’s and NPR’s.  Mr. Bradley voiced concern over the elimination of some important directives.  Mr. Sutton explained that most of the eliminated documents were Office Work Instructions, and the entire list of current NPD’s and NPR’s is available for review.  Olga M. Dominguez, Deputy Assistant Administrator, Office of Institutional and Corporate Management, announced that the development of a document hierarchy is in progress and plans are underway to hotlink NPR’s to NPD’s.

New Management Control Issues

Mr. Sutton began the new issues discussion with asking the council if Financial Management may be declared a material weakness at the November decision meeting.  Mr. Gregory stated that he wanted Financial Management elevated to a material weakness now.  Mr. Cobb supported the action to raise the deficiency level of Financial Management.  Mr. Sutton stated that the Office of Exploration has an open action from the previous meeting, and the status of the CEV Statement of Work should be addressed to the Leadership Council and reported at the August 5th ICC meeting.  Ms. Cline closed her action on the projected life of the ISS as 2016.  In response to a prior action from a question posed by Mr. Lloyd concerning the Russian commitment to support the ISS, Ms. Cline explained the international agreement framework, which includes a “balance of contributions” Implementing Arrangement, commonly known as the balance agreement.  This agreement was based on assumptions at the time concerning planned ISS operations, and is a legally binding international agreement.  Since operations have diverged from those original assumptions, a discussion is underway between NASA and Russia to take account of actual operations and establish a new balance understanding.  This dialog is ongoing, but will result in an amended balance agreement.  

Mr. Cobb noted many organizational issues now stem from a lack of internal controls.  Not just the Independent Technical Authority (ITA) of the Space Shuttle management, but the whole Agency has organizational deficiencies.  For instance, the Center safety organizations do not report to the Headquarters Associate Administrator for Safety and Mission Assurance.  Other relationship issues exist between Center operations and Headquarters management.  A number of upcoming changes are under discussion as part of NASA’s plans for implementation of the Vision for Space Exploration.  Mr. Cobb suggested that a new Management Challenge be added to the list to capture these organizational issues.

Ms. Cline noted that the original reason for the ISS to be on the ICC list was financial management.  Last fall, the Office of Space Flight had proposed to remove ISS from the ICC list in light of the improved financial management situation.  However, Mr. Gregory had decided to keep it on the list, re-designated as a Management Challenge, due to the impact of the grounding of the Shuttle fleet.  Therefore, Ms. Cline proposed a name change from ISS Cost Management to ISS Operations or ISS Impact of Shuttle Grounding.  Mr. Sutton said that the council could examine a new description of a problem area as it evolves over time.  Further, he asked for a restatement for clarity at each ICC meeting regarding the deficiency, which results in putting a subject on the watch list. 

