
 

PROPULSION TEST OFFICE METHOD OF DOING BUSINESS  

TEST MANAGEMENT ROLES AND RESPONSIBILITIES  

Customer - Primary customer interface with White Sands Test Facility (WSTF).  Defines technical 
and schedule requirements of project and approves the Test Directive documenting those 
requirements and Test Change Requirements.  Establishes degree of customer on-site participation, 
and appoints Test Article Director if desired.  NOTE: WSTF or customer personnel can perform 
work on the customer’s test article; however, all customer personnel must follow WSTF safety 
policies and rules.  

Test Article Director (TAD) - Directs customer personnel activities.  Makes test article related decisions 
and exercises final test article Go or No-Go authority, unless the decision could jeopardize facility or 
personnel.  Approves project schedules and documentation.  

NASA Project Manager (PM) - Primary WSTF interface with customer.  Manages test project and has  
overall responsibility.  Represents NASA WSTF management.  Assures adherence to management policies.  
Serves as Operations Director and has ultimate authority over Test Team.  

Support Contractor Project Leader (PL) - Serves as WSTF support contractor point of contact.  Directly 
interfaces with PM and TAD (if applicable).  Prepares design and development plan and daily, weekly, and 
monthly project schedules.  Provides project status reviews and conducts open-paper reviews and pretest 
briefings.  Acts as or appoints Test Conductor.  Prepares progress, expenditure, and test reports.  

Support Contractor Test Conductor (TC) - Supervises test preparations and conducts integrated test 
operations in compliance with WSTF policies and procedures.  

Quality Assurance, Reliability, and Safety Office (QARSO) - Provides independent safety and quality  
oversight. Maintains documentation system for work control and discrepancy records.  Monitors and  
inspects operations to ensure quality, configuration control, and operational safety.  Minimum degree of 
participation is established by NASA, but the customer can request additional support.  

TEST DOCUMENTATION  

Test Directive (TD) - Customer agreement that documents the customer requirements and Propulsion’s 
planned implementation to meet the requirements.  Prepared by Propulsion and approved by the customer, 
PM, PL, and the NASA Office Chief.  Modified by TCR; approved by TD approvers.  

Test Preparation Sheet (TPS) - Authorizes and provides final detailed directions to the buildup and test 
team.  Prepared by PM, PL, or TAD (if applicable).  Reviewed and signed by PM and PL for facility 
work. Reviewed and signed by PM, PL, and TAD (if applicable) for test article tasks or those tasks 
directly affecting the test article.  

WSTF Job Instruction (WJI) - Provides detailed repetitive operations instructions.  Prepared 
primarily by support contractor, authorized by TPS, modified by deviations, and approved by 
the PM, PL, and TAD (if applicable).  

Discrepancy Record (DR) - Documents any discrepancy on any system and the corrective 
action taken.  Generated by local NASA, customer, or contractor.  

Data Reduction and Analysis - Performed with any mix of WSTF and customer personnel 
desired by the customer.  



 

 

Final Report - Written by the NASA PM, PL, or TC and approved by the NASA PM, PL,  
and NASA Office Chief.  

TYPICAL SEQUENCE OF PROJECT ACTIVITIES  

1. Cost Estimate - Provided by WSTF, based on customer stated requirements. 
2. Reimbursable Agreement - Agreement between NASA and another Government Agency or 

commercial organization that allows WSTF to perform work on a reimbursable basis.  Must 
be  
in place before work initiates.  

3. Funding - Customer pays actual cost of work performed, as WSTF can neither make a profit 
nor incur a loss.  Initial funding must be received by WSTF before work initiates. No work 
can be performed without adequate funding.  Remaining funding will be returned to the 
customer at the termination of the effort. 

4. Test Requirements - Generated by customer.  
5. Test Directive - Usually considered the customer agreement and is jointly developed and approved 

by WSTF and the customer to optimize testing and minimize costs.  Defines technical and schedule 
requirements of the project and the degree of customer on-site participation.  

6. Design Reviews and Facility Buildup - Customer participation optional.  
7. System Verification and Validation - Verifies the system meets customer requirements.  
8. Test Readiness Review (TRR) - Management and customer review to ensure the systems and 

planned operations will satisfy customer requirements in a safe and efficient manner.  Customer 
participation optional.  

9. Open Paper Review - A review of open TPSs and DRs conducted before testing to ensure there are 
no outstanding tasks or problems that would preclude a safe and effective test. 

10. Pretest Briefing - Review of pretest operations, countdown timeline, station assignments, and credible 
emergency conditions and responses.  

11. Test Conduct - PL conducts integrated NASA, customer, and support contractor test team activities  
by procedures approved by TAD, PM, and PL.  All changes must be documented and approved by  
the PL, PM, and TAD.  Completed procedures are signed off by TAD, PM, and PL and verified by 
QA.  

12. Posttest Briefing - Test team reports included in official records.  
13. Data Reduction - Normally performed by Propulsion personnel, but may now be performed by the 

customer through the Data Acquisition and Distribution System.  
14. Data Analysis - May be performed by any mix of Propulsion and customer personnel.  
15. Final Report - May be performed by any mix of Propulsion and customer personnel; however, 

Propulsion personnel will write a minimal report documenting personnel participation and systems 
performance in the test.  

CONCURRENT OPERATIONS  

Commonly in Propulsion, there are two or more active test stands within a test area.  These  
concurrent activities must share personnel and physical resources.  Customers and visitors are  
asked to be aware of these activities and conduct their own work accordingly.  Customer personnel 
performing work at WSTF must comply with WSTF safety requirements.  

CONTACT  

David L. Baker, NASA White Sands Test Facility, Acting Chief, Propulsion Test Office,  
david.l.baker@nasa.gov, (575) 524-5605  


