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SECTION A
SOLICITATION/CONTRACT FORM 

A.1
PREAMBLE  

This Preamble is for informational purposes only.


(a) OVERVIEW.  As the Space Shuttle Program (SSP) and International Space Station Program (ISSP) evolve, NASA continues to seek ways to improve performance under the overarching goals of flying safely, maintaining mission success and schedule while achieving cost savings.  The next step in this evolutionary process is the consolidation of major operations efforts under a single contract, the Space Flight Operations Contract (SFOC).  This contract consolidation represents a significant change in NASA philosophy.  Accountability for operations will shift from NASA to the SFOC Contractor.  The following outlines the philosophy of this new approach. 


(b) BACKGROUND.  The Space Shuttle is a maturing system; however, significant development, upgrade, and safety/obsolescence improvements remain before the entire program may be declared to be operational.  To meet Federal downsizing goals, NASA has designed policies to minimize civil service participation in non-Research and Development areas.  Currently, development work remains on several Space Shuttle flight elements such as Super Light Weight Tank (SLWT), Space Shuttle Main Engine(SSME) Block II upgrades, Reusable Solid Rocket Motor (RSRM) modifications, Orbiter Multi-functional Electronic Display Subsystem (MEDS), and Orbiter Flight Software Operational Increments (FSW/OI) 26 and 27.  This development is to be complete within four to five years.  Successful completion of these activities requires NASA civil servant oversight, as well as critical contractor support.  In contrast, the relatively mature elements and launch operation functions at KSC and flight operations functions at JSC, while critically important to NASA’s own responsibility in the conduct of launch and flight operations as well as development of ISS operations capability, are candidates for consolidation and reduced civil service involvement.


Consistent with concepts above and its overarching goals, NASA will continue to maintain visibility into the Contractor’s operation and insight in key performance activities.  Further, the management approach of the Contractor must be compatible with NASA’s retention of functions deemed inherently Governmental.  To this end, NASA has identified its role and that of the Contractor in the following table:

(Continued on next page.)

	GOVERNMENT ROLE
	SFOC PRIME CONTRACTOR ROLE

	· Retain ownership of Program assets.

· Provide funding.

· Manage overall safety process.

· Manage requirements (e.g. manifest) for utilization of assets.

· Manage requirements for the development of major upgrades to assets.

· Participate in planning, and perform launch direction and flight execution.

· Perform surveillance, audits, and technical insight of Contractor activities.

· Retain “Commit to Flight” authority.

· Retain rights to flight results.

· Manage Government-to-Government interfaces, including International interfaces.
	· Perform ground and flight system production, processing, maintenance, sustaining engineering, and operations services.

· Perform flight design, planning and preparation services.

· Capitalize on synergism between SSP and ISSP for similar operations functions.

· Retain full accountability for the above services and sign appropriate Certifications of Flight Readiness (CoFR)

· At NASA’s direction, perform development of upgrades to assets.



Existing Project Office management and technical oversight will be retained for the SSME, RSRM, SLWT, Orbiter MEDS, and Orbiter FSW/OI 26 and 27 through completion of the current development work.  These efforts represent NASA prime contracts which will transition to SFOC upon completion of development.  NASA will manage future development activity using SFOC as prime hardware or software developer where beneficial to NASA.  When this occurs, development costs are to be separately reported from operations costs.  


(c) CONTRACT CHARACTERISTICS.  SFOC is written to reflect performance-based requirements which emphasize results and minimize “how to” performance descriptions.  The Contractor has responsibility for total performance, including accountability for all subcontracted activities.  The performance-based requirements, which reflect NASA’s minimum needs, provide exceptional flexibility to the Contractor.  HOWEVER, the SSP will remain NASA-managed.  The Contractor shall keep NASA continually informed about all concerns and issues, particularly those related to safety and mission success.  It is the Contractor’s responsibility to recommend new ideas to successfully meet NASA’s overarching goals; it is NASA’s role to be involved in and, when appropriate, approve implementation.


SFOC is a cost-plus-incentive fee/award fee contract.  Award fee evaluations, while subjective, will objectively measure performance.  Objective measures will come from several sources, including the evaluation of performance requirements and standards and the Performance Measurement System.  SFOC includes a fee strategy which will provide the Contractor incentive for innovation and continuous improvement while ensuring performance consistent with Space Flight operations goals.  The goals, in priority order, are:

Operational Safety. Safety issues affecting flight crew, flight assets, ground crews, and ground assets will be the most significant aspect of performance evaluation.  Emphasis will be on the evaluation of process.  

Mission Success and Schedule. Launch and flight requirements are to be met with a flexible response to changes beyond Program control.  Flight and ground assets shall be maintained with no deterioration of basic capability.  

Cost reduction. Fee provisions include positive or negative incentives in proportion to cost performance given technical requirements are satisfied.


Insight of SFOC is centralized within the SSP Office, JSC.  The Project Offices at JSC and MSFC will exist to the extent required to complete development and manage transition of their systems into SFOC.  Center institutional organizations will exist at JSC and KSC to perform NASA functions of crew operations, flight execution, crew medical operations, and launch direction.  Other Center institutional organizations will be involved in SFOC audit, surveillance, and other insight functions.  SFOC will be administered under the direction of the Manager, Space Shuttle Program, who will serve as the Fee Determination Official.  The Program Manager, in concert with the Contracting Officer, will select a single COTR to be located at JSC.  Additionally, a limited number of “Technical Management Representatives” (TMR’s) will be identified at JSC, MSFC, and KSC to perform audit, surveillance, and other insight functions as well as to manage selected development projects.  The Contractor and its subcontractors shall interact with these principal officials in executing contract responsibilities.


(d) GUIDING PRINCIPLES.  



(i) SFOC is a consolidation of contracts with the overarching goals of flying safely, achieving mission success, including schedule, while achieving cost savings.  The Contractor shall produce a highly innovative and efficient management system able to challenge the status quo and existing paradigms while continuing to maintain high levels of quality and safety which is the core of the NASA mission.  The Contractor must comprehensively understand, and have a clear vision and defined plan to accomplish objectives of NASA Space Flight Operations and this contract.  



(ii)  The Contractor must conduct all work in a manner that continually improves productivity, minimizes waste, and fully complies with applicable laws and regulations.  Moreover, the Contractor shall assess the strengths and weaknesses of the SFOC effort and structure a management team and organization which will allow this effort to reach a position of nationally and internationally recognized performance in safety, mission success, schedule and cost management.  The SFOC contract will usher in a new era that reshapes the Government/Contractor team and the responsibilities for Shuttle hardware acquisition, pre-launch processing, launch operations, and flight executions.  The objectives are to develop a focused Government/Contractor team that maintains and improves overall program quality while making major reductions in Government involvement, reducing management redundancies and otherwise making major improvements in efficiency. 


(e) CONTRIBUTING PRINCIPLES.  



(i) The Contractor is accountable for all contracted effort under SFOC, and is responsible for delineating how it will ensure accountability of its actions and those of its subcontractors. 



(ii) Flight element hardware manufacturers shall be held accountable by the Contractor for their products throughout contract performance.  “Accountability” means from the initiation of the prime contract, the Contractor shall demonstrate how the hardware/software (HW/SW) element contractors will be integrated into the single prime contract.  The level of involvement must ensure HW/SW element accountability for flight HW/SW engineering and performance.  This will allow those HW/SW contractors to accept sole technical responsibility for the performance of their elements.  The Contractor shall also demonstrate the most efficient, cost-effective method of ensuring complete compliance with all requirements for all elements as well as the integrated vehicle to assure safe and productive Space Shuttle missions.



(iii) As owner of assets, customer of operations services, and director of launch/flight operations, NASA is responsible for: (a) surveillance and audit to ensure compliance with SFOC requirements, and (b) internal NASA functions including launch direction, flight execution, crew medical operations, flight crew operations (functions will be performed by civil service personnel augmented, as required, by SFOC), fight manifest development, payload accommodation requirements, and overall integration of the CoFR process and “Commit to Fly.”  Further, NASA will retain chairmanship of control boards and forums responsible for acceptance/rejection/waiver of Government requirements while the Contractor is responsible for requirement implementation.  The Contractor is required to document and maintain processes/controls necessary to ensure compliance with contract requirements and to sign a CoFR to that effect for each flight.


(iv) Transition of existing contracts to SFOC is to be seamless, meaning that the Contractor will organize, manage, and accomplish the transition (a) without disruption to the Space Flight Program, its operations, or manifest, and (b)in a manner consistent with achieving all mission requirements safely.  The challenge to the Contractor is to introduce significant efficiencies in management through continuous improvement, processing enhancements, elimination of duplication, consolidation and elimination of non-value added requirements, and other activities while continuing/improving upon a tradition of mission safety and schedule excellence.



(v) ISSP will continue to be responsible for all ISSP negotiations/commitments relative to the Space Station International Partners.  However, the Contractor, under SFOC, will be required to support this activity and to implement operations related decisions.



(vi) Under SFOC, HW/SW generated elsewhere by the Contractor or a subcontractor and used on SFOC will be treated as Contractor Furnished Property rather than as Government Furnished Property.


(f) TRANSITION.  



(i)  Attachment J-1-C provides a list of contracts, certain work from which is included in SFOC.  The contracts and tasks are divided into two phases. 

PHASE I -  This phase includes non-development, operations contracts previously held as prime contracts by Rockwell International Corporation (RIC) and Lockheed Martin (LM).  The Contractor will be required to demonstrate that overarching NASA goals are met while ensuring significant efficiencies are achieved before moving to Phase II. 

PHASE II -  This phase includes multiple contracts, most of which did not previously belong to RIC or LM, but include operations effort for SSP or ISSP.  The Contractor must be able to demonstrate in Phase I that overarching NASA goals have been met while ensuring significant efficiencies are achieved before moving to Phase II.  Both phases are within the purview of this contract.  However, due to the timing of transition, only Phase I will be priced at SFOC outset; the contracts in Phase II, individually or in groups, will be incorporated via contract modifications after proven Contractor performance and the parties mutually decide that the situation warrants.  



(ii)  NASA must be assured of Contractor capability as well as demonstrated achievement before moving from the traditional NASA oversight role (watchful care or management; supervision) to a role based on insight of Contractor activities (insight means capability to discern the true nature of a situation; penetration. For an example of insight related requirements, see the Access to Contractor Data clause).  Technical insight into the Program will be maintained through audit, surveillance, assessment of trends and metrics, software independent verification and validation, the flight readiness review process, and review or independent assessment of out-of-family anomalies occurring in any phase of the program.



(iii)  Thus, NASA will continue for the life of this contract to have a significant role in surveillance and audit.  Surveillance means continual monitoring and verification of the status of manufacturing, testing, and processing of Shuttle hardware, software and operations preparations to ensure that requirements are being fulfilled.  Items to be monitored and verified are selected -- this is not an all inclusive activity.  For contract technical requirements, audit means the implementation of procedures and requirements of the NASA Engineering Quality Audit (NEQA) or other equivalent audit techniques.  This is a periodic audit of all aspects of processes and procedures required to manufacture, assemble, test, and process hardware for flight.  In the case of SFOC, the typical definition of audit is expanded to include periodic validation that integration, engineering, and flight operations functions continue to be controlled and appropriately implemented.


(g) CONTINUOUS IMPROVEMENT/PARTNERSHIP.  Many of the innovations discussed above or otherwise desired under SFOC will result from the Contractor’s continuous improvement (CI) activities.  SFOC’s performance-based SOW, specific Performance Standards (Standard of Excellence, Expectation, and Maximum Error Rates (MER)) will aid in evaluation of Contractor performance by providing significant objective performance data.  The performance-based SOW will provide the Contractor maximum flexibility to determine the specific methods to accomplish work and latitude to make recommendations for improvement.  The Contractor shall have overall responsibility for quality control.  NASA will migrate from a role of oversight to one of insight and will increasingly rely on Contractor data for contract management.  The Contractor shall be evaluated against Performance Requirements and CI throughout contract performance.  The Contractor’s CI performance will be assessed through the award fee process.  An effective CI program is essential to SFOC success, and NASA agrees to actively consider Contractor-recommended changes (See clause H.18, Continuous Improvement/Partnering).


(h) CONCLUSION.  SFOC reflects a different way of doing business for the NASA/industry team.  Its success is pivotal to the success of the Nation’s space effort.  It must be the commitment of the NASA/industry team to make NASA Space Flight Operations and SFOC the epitome of success in safety, schedule, and cost performance.
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