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SKA Project

• “SKA Product Quality Assurance Plan”, SKA-TEL-
SKO-0000739 – Rev 03

• The content of the PQAP includes:

o Quality policy

o Quality objectives

o Roles and responsibilities

o Processes and associated requirements 

• “SKA Software Product Quality Assurance Plan”, SKA-
TEL-SKO-0001772  - Rev 01

o Written in response to the SKA PQAP plan

Pre-Contract Award PA Activities – Plan for PA

MeerKAT Extension Project

• “MeerKAT Extension Product Assurance Plan”, 
SSA4003-0007-007 – Rev 1

• The content of the PA plan which has the SKA PQAP 
as an applicable document includes:

o Quality objectives

o Roles and responsibilities

o Processes and associated requirements 



Pre-Contract Award PA Activities – PA Team Organisation

• Apart from the SKA software contracts, each of the 
SKAO PA team members are organised to lead the 
PA activities of the different contracts. 

• Details of team members allocation to different 
contracts including SKA-Mid’s can be found here: 
https://confluence.skatelescope.org/display/PA/Tea
m+Members+Tasks

• For the MK Extension project, PA the team members 
are allocated as follows:

o SPF Band 2 & Services – Monique Marinus

o Dish Structure – Renlei Zhang

o Infrastructure – Nabiel Solomon (SARAO)

o Helium – Renlei Zhang (contract yet to start)

• For SKA software products, the PA team:

o Does not directly lead the PA activities of the different 
software contracts as this is the responsibility of the 
software team

o Provides oversight of the activities of the provider, the SKA 
software team through participation at PIs and Demo 
events
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• The SKA PQAP includes the following process areas with associated requirements for SKAO (Section 3 of the 
PQAP) and those that the providers will comply with (Section 4 of the PQAP)

Pre-Contract Award PA Activities – Process Areas and Requirements

o Critical Items Control / Early Warnings

o Nonconformance/Defect Control

o Traceability

o Reviews

o Mandatory Inspection Points 

o Configuration Management

o Risk Management

o Procurement

o Design, Manufacturing and Verification

o Testing

o Quality Monitoring and Measurement

o PQA Reporting

o Contractor Surveillance

o Acceptance and Delivery

o Learning from Experience and Continuous Improvement

Note: Depending on the type and stage of the contract, it is not expected that all the process areas will be implemented by the provider



• Tender preparation and evaluation support

o Support the translation of the quality requirements in PQAP into the Scope documents – unless the PQAP is directly referenced in
the Scopes

o Specifically, review each of the Scope documents to verify that the product and service requirements  including their associated
deliverables are well defined in the respective Scopes

o Support the development of, specifically quality related questions in PQQ and ITT tender documents

o Review and score tenderers

o Advice the tender panel on the overall quality of the returns of tenderers, including Quality Plans when provided as part of tender 
returns

• Critical items identification

o Identify and record critical items that will be provided to some of the providers to consider and incorporate into their critical item 
registers

• Produce PA templates - to support the following activities during the execution of the different contracts

o First Article Inspection (FAI) and FAI Report (FAIR) 

o Functional Configuration Audit (FCA)

o Physical Configuration Audit (PCA)

o Quality Plan template – for those providers that need our support with the production of their quality plans

Pre-Contract Award PA Activities – Readiness for Contract Award and Contract 
Execution



• Review providers’ Quality Policy statements and Quality plans to enable the Project/Service/Supply Managers to 
accept them 

• Contribute to the review of other plans that include the following before their acceptance 

o Manufacturing plans

o Verification plans

o Inspection and Test plans

• Agree PA activities with providers 

o Establish contact with our PA counterparts on the side of the providers to agree how both parties will work together to support the 
implementation of their quality plans and monitor these during the execution of their contracts

o Frequency of PA meetings and agenda items

o Schedule of PA activities

o Etc.

Post-Contract Award PA Activities – Acceptance of Providers’ Plans



• SKAO PA team to arrange for an early meeting with the providers’ PA representative to discuss and agree the 
critical items and MIPs that are relevant to their contracts

• Invite relevant disciplines from both the SKAO and the providers to such meetings

• Both parties present their critical items and those that are agreed as critical items should be in the providers 
critical items or risk registers

• Both parties agree on the control measures for each critical items and the timing of their implementation

Post-Contract Award PA Activities – MIPs and Critical Items Management



• Carry out audits at the earliest opportunity, especially before any main activity starts, e.g. manufacturing

▪ Note: Where necessary, audits can still be conducted prior to contract award 

Post-Contract Award PA Activities – Audits of Providers

• Audit planning

o Pre-auditing meeting

- Send audit self-assessment questionnaire few weeks before the 
day of the audit meeting

o Audit meeting

- A day or more at providers facility

- Participants include the auditees, auditors; with the 
project/service/supply manager as an observer

- Initial feedback of findings to auditees at the end of the audit 
meeting

o Post audit

- Within a week, audit reports will be shared with the auditees, 
relevant stakeholders and also provided at relevant main reviews 
as defined in the Scopes



• The PA team (with support from other disciplines as required) will carry out regular surveillance of the providers 
and their external providers (where necessary)

o Regular visits to review providers’ procurement documents, include records of their surveillances

o Ad hoc meetings to discuss problems and opportunities

o MIPs

▪ Surveillance reports will be produced with findings and recommendations

• Work with providers to produce First Article Inspection (FAI), Functional Configuration Audit (FCA) and Physical 
Configuration Audit (PCA) on the first item in a pre-production batch before any mass production

o FAI, FCA and PCA reports for PRR (or as relevantly defined in the Scope)

• Work with providers to produce PCA at completion

o PCA report at completion

Post-Contract Award PA Activities – Surveillances, FAI, FCA and PCA



• Use Quality Performance Indicator (QPI) to monitor providers performance at relevant stages of the contract to 
show that the provider’s performance against the process areas

o QPI reports 

• Capture quality related lessons learnt and share with the providers and the SKA project team at relevant stages 
of the contract

o Lesson learnt Register

• PA updates at contract meetings

Post-Contract Award PA Activities – Quality Performance Measurements, 
Improvements and Reporting



• At major milestones for each of the SKA-Mid contracts, the PA team will capture and report on the progress of 
the contracts against the SKA Quality Objectives as defined in the SKA PQAP

o There are 11 quality objectives in Section 3.1 of the SKA PQAP

Post-Contract Award PA Activities – Evaluation of the SKA-Mid Products against 
the SKA Quality Objectives



• From the “MeerKAT Extension Product Assurance Plan”, SSA4003-0007-007, the PA activity will

“ a) Verify whether the SKA products that are industrialised and produced as part of this project meet the SKA safety, performance 
and reliability requirements over the lifetime of the product.

“ b) Ensure that the SKA Observatory is in a position to accurately evaluate the SKA products for future accreditation and 
incorporation into the SKA system.“

• A final PA report detailing the extent to which the products meet the quality objectives will be produced to 
enable the evaluation and transfer these products to SKA-Mid 

o Band 2 & services contract – progress against quality objectives at Acceptance Review can be found here 
https://drive.google.com/drive/folders/1Z0DVa806bTfWGOQAOBU1TUMoVryvFUFA 

o Dish structure contract – the progress against quality objectives at IRR is being finalised

o Infrastructure contract – the progress against quality objectives is being collated and will be presented at completion

o Same will be done for Helium contract

Post-Contract Award PA Activities – Support for the Evaluation of the Extended 
MeerKAT for Integration into SKA-Mid



Further information can be found at the PA site, 
https://confluence.skatelescope.org/display/PA/Product+Assurance

Further Information
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