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NCNR information-request, submittal and release form

What kind of information needs to be submitted?

All information that a project decides needs to be under formal control and that is thus decided to be pertinent to the project needs to be submitted. It is thinkable that the various parties to a project disagree on which information should be under formal control and which information should not. If such a disagreement persists, the party that needs the information can file the above from as an information request, which is in essence a request for a submittal. Note that this only works for information that has not been previously released. If a release exist, an Engineering Change Request is filed. Examples of submitted information include: Top Level Specifications; Gantt Charts; Mid and Low Level Specifications as well as structures that exist between these documents. Also submitted are Interface Control Documents, Three-Dimensional parts (bodies, sub assemblies and assemblies alike) that are (or will be) submitted to the NCNR database, Procurement specifications and so on. Also released will be, procedural information, such as project governance information; specific release conditions and release procedures (in particular for often recurring -- and identically processed -- submittal events) as well as budgets and organizational charts. The project must use its creativity to determine how the information is structured. It is assumed that defective release structures will be caught in the bottoms-up review that is part of the release process.

What is release?

Release is a process whereby an agreement is reached between the authors and users of a document. The process starts with the submittal of an idea, which is presented in the form of a document. The submittal is usually produced by the author of that document. The submittal is subsequently reviewed by the users of the document. The review is based on two criteria: 1) is the submittal commensurate with the higher level releases that already exist and 2) is the contents of the submittal in agreement with other less well-defined requirements. For example: does the submittal conform with what is customary for the type of activity the submitted information intends to precipitate. The former criterion is relatively exact (the level of exactness depends on the quality of the higher level releases). The latter is quite inexact, but equally important. It is often referred to as "best practice", a good part of which resides with individuals who have some level of experience with the activity at hand, which is why the release process calls for a qualified mediator. For a review to be successful, which is to mean: the submittal to be acceptable, both criteria have to be met.

Thus a release is composed of a submittal followed by a successful review. Note that it is entirely acceptable (even customary) if the process of submittal and review has several iterations before it comes to release. Both partners in the release process usually have different interests, which means that a back and forth process that leads to release is characterized by negotiation.

Example

A neutron scattering instrument project decides that it wants an agreement (release) on the layout of the instrument. To that end a layout is submitted by one party to the project. In principle, this layout submittal can have many formats. It could consist of three-dimensional CAD data with a written description of the performance specifications of the individual parts. It can also be made up by a plan view with an indication of the components and sufficient elevation views to define the space the instrument occupies. It could even be composed of a list of written specifications that uniquely defines the space to be occupied. Any combination of these approaches could be acceptable as well. Therefore, the first order of business is that now a review takes place on the way the layout information is organized. This is called a format review. Once there is agreement on the format (depending on how that goes, this process might spawn a separate submittal from either side on rules concerning format, etcetera ), the real review of the submittal can begin. Further criteria for review are the next higher level specifications that led to the layout (i.e. does the submittal meet that specification).

Other criteria such as: does it meet the more general requirements of fitting in with the purpose of the facility for which the instrument is proposed and does it in fact uniquely define the information it purports to describe will be answered in review as well. Logically there will be several back and forth communications before all parties can agree to release.
Function and Use of Information-Request/Submittal/Release Form
The form printed above is intended to facilitate the flow of information between various parties to an instrument development project. It intends to do that in such a way that a record can be kept of requests for and flow of information and thus allows those that fund the project to oversee its progress. The form has three possible uses: Information Request, Submittal (of information) and Release (of information).

1)
Form serves as an Information Request. This is a one-sided action that can be answered by submitting the requested information. All project participants -- when they have the need for certain information have the right to file an Information Request. Information requests are limited to new (i.e. not previously released) information.

The process for an Information Request works as follows:

1.1
Indicate Project Name.

1.2
Fill in the name of the person who originates the Information Request.

1.3
Date the form.

1.4
If the Information Request pertains to information that is filed in the NCNR parts Database (Work-Manager) provide the reference to that part (note that assemblies, sub assemblies and bodies are all know as parts).

1.5
In the scope box explain or state the scope of the information request.

1.6
In the purpose box, explain the reason for the request.

1.7
In the description box describe as concisely as possible the nature of the requested information. Add more sheets if more space is needed.

1.8
By checking the box next to New/Revision indicate that this is a request for new (i.e. not previously released) information. For previously released information the appropriate mechanism is an Engineering Change Request.

1.9
In the left-hand side of the approval section of the form list the name(s) of the requestor(s). There is room for more names, check the boxed labeled "A" and "D" depending on whether an individual is actively involved in the communication (check "A") or merely on the distribution list (check "D").

1.10
In the right hand side of the approval section list the name(s) of the individual(s) from whom the information is requested. There is room for more names, check the boxed labeled "A" and "D" depending on whether an individual is actively involved in the communication (check "A") or merely on the distribution list (check "D").

1.11
Find out the next available free number for Information Requests from the information requests log (038- in the above example).

1.12
Type that number in the box on the lower right hand corned of the form (number box on top of the form follows as soon as form is saved and reloaded).

1.13
Type a capital "I" in the box above the number box. (letter box on top of the form follows as soon as form is saved and reloaded).

1.14
Indicate the number of pages attached to the Information Request.

1.15
Bring the form -- with attachments -- to the attention of the individual(s) from whom the information is requested; solicit endorsement of the request.

1.16
The request is acknowledged when the individuals have endorsed (co-signed) the Information Request. This commits the recipient to submit a response.

1.17
File the completed and signed form with all attached information in the project file in the section Information Requests.

1.18
Log the Information Request in the Information Request Log.

1.19
End of Information Request Procedure

2)
The form can also be used as a submittal (of information). This could be in direct response to a request for information or as a stand-alone submittal.

The process for a Submittal (for Release) works as follows:

2.1
Indicate Project Name

2.2
Fill in the name of the person who is responsible for the submittal

2.3
Date the form

2.4
If the Submittal concerns information that is (or will be) filed in the NCNR parts Database (Work-Manager) provide the reference to that part (note that assemblies, sub assemblies and bodies are all know as parts).

2.5
In the scope box explain or state the scope of the submittal

2.6
In the purpose box, explain the reason for the submittal.

2.7
In the description box describe as concisely as possible the nature of the submitted information. Add more sheets if more space is needed.

2.8
By checking the box next to New/Revision indicate if this is a submittal of new (not previously released) information. For previously released information make a reference to the fully executed Engineering Change Notice that prompts this submittal.

2.9
In the left hand side of the approval section of the form list the name(s) of the submitting party. There is room for more names, check the boxed labeled "A" and "D" depending on whether an individual is actively involved in the communication (check "A") or merely on the distribution list (check "D").

2.10
In the right-hand side of the approval section list the name(s) of the individual(s) who are asked to review the submittal. There is room for more names, check the boxed labeled "A" and "D" depending on whether an individual is actively involved in the communication (check "A") or merely on the distribution list (check "D").

2.11
Find out the next available free number for Submittals from the Submittals log for the current project prefix (038- in the above example).

2.12
Type that number in the box that shows the vertically aligned number (number box on top of the form follows as soon as form is saved and reloaded).

2.13
Type a capital "S" in the box preceding the (vertically printing) number box (letter box on top of the form follows as soon as form is saved and reloaded).

2.14
Indicate the number of pages attached to the Submittal.

2.15
Log the Submittal in the Submittal log.

2.16
Bring the submittal -- with attachments -- to the attention of the individual(s) who are asked to review the submitted information; solicit review of all aspects of the information submittal (including the list of names on the submittal).

2.17
Reviewers indicate their commitment to sign the Release by co-singing the submittal.

2.18
End of Submittal Procedure.

3
The final and most interesting use of the form is to document a Release. Depending on the disposition of the information that has been submitted in terms on how well it is received in review, the release process can be very straightforward or very difficult. Upon favorable review, which might happen immediately, but may sometimes involve various rounds of technical negotiations (proposals, counterproposals, etcetera), the submittal is ready to be turned into a Release (and thus be under formal control).

The process by which to obtain a release works as follows

3.1
Find out the next available free number for a Release from the Release Log for the current project prefix (038- in the above example).

3.2
Starting from the output of the Submittal Procedure above, type that number in the box in the lower right hand side of the form (number box on top of the form follows as soon as the file is saved and reloaded).

3.3
Replace the capital "S" with a capital "R" in the box above the number box.

3.4
Date, save, reload and print the form.

3.5
Get the signatures as agreed to in 2.17

3.6
File the completed and signed form with all attached information in the project file in the section Releases.

3.7
Log the Release in the Release log.

3.8
End of Release Procedure.
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NCNR ECR/ECN

What is an Engineering Change?

The fact that a release has taken place does not mean the agreement cannot be changed. On the contrary, there are sometimes compelling reasons why a new release has to be negotiated. This process is opened with an Engineering Change Request (ECR, see form above), which starts a process whereby someone seeks authority to prepare a new submittal on already released information. This authority can be given be the agreement of a so-called Change Board. For our process the change board consists of all the participants to a release, so that not every ECN becomes a management decision. An ECR that has been approved by the change board is called an Engineering Change Notice (ECN). Having an executed ECN on file means having authority to prepare a new (revised) submittal. It is important to realize that this new submittal is still subject to its own release process. During the ECR/ECN process as well as during the preparation of the new submittal, the existing release remains the only valid information, against which lower level submittals are reviewed. Only when the new submittal is itself released (prompting a revised document) is the old revision overruled. Part of the ECR/ECN process is designed to establish the consequences that the proposed change has in terms of its effect on already released lower level information, which is called the impact

What is Impact?

In engineering, impact has three components: cost, schedule and performance. The impetus for a change can be any of those three. For example: in order to analyze if making a change in the performance is worth the effort, there has to be agreement on the impact on the other two components: cost and schedule. To find this out one analyzes first how many documents are in fact affected by the change: even trivial documentation changes are not free. The cost of going through this process has to be factored in as well.

The process for an Engineering Change Request works as follows:

4.1
Indicate Project Name.

4.2
Fill in the name of the person who originates the Engineering Change Request.

4.3
Date the form.

4.4
Indicate the numbers of existing releases (i.e. reviewed and approved submittals, indicate type as defined above: [I]nformation request (rare), [S]ubmittal (most frequent) or [R]elease (somewhat frequent) ). If more than six add on separate sheet.

4.5
In the scope box explain or state the scope of the Engineering Change Request.

4.6
In the purpose box, explain the reason for the Engineering Change Request.

4.7
In the description box describe as concisely as possible the nature of the requested change. Add more sheets if more space is needed.

4.8
Give an analysis of the impact of the change. In particular analyze the effect on performance, schedule and budget in the indicated spaces. If more room is needed, add more sheets.

4.9
List the members of the change board. A priori these are the union of names checked "A" (authors and users) on the affected releases.

4.10
Find out the next available free number for Engineering Change Requests from the Engineering Change log (038- in the above example). 

4.11
Type that number in the box on the lower right hand corned of the form (number box on top of the form follows as soon as form is saved and reloaded).

4.12
Indicate the number of pages attached to the Engineering Change Request.

4.13
Bring the form -- with attachments -- to the attention of the Change Board members; solicit review of the request.

4.14
The Engineering Change Request turns into an Engineering Change Notice if the Change Board decides to approve the request. Note that if the change board decides it cannot make the decision by itself, more names will be listed, which in practice means that a higher level manager will be asked to make the decision. If that occurs list their name(s) as members of the change board. Note the disposition of the change board (approved or disapproved) on the form.

4.15
Regardless of disposition, file the completed and signed form with all attached information in the project file in the section Engineering Changes.

4.16
Log the form in the Engineering Change log.

4.17
Note that in contrast to the Information-Request/Submittal/Release form the numbering scheme does not change upon name change.

4.18
End of Engineering Change Request/Notice Procedure.
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