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THE USE OF QUALITY MANAGEMENT SYSTEMS FOR
AIDS TO NAVIGATION SERVICE DELIVERY

1 INTRODUCTION

Although there are unique circumstances surrounthegwork that aids to navigation
(AtoN) authorities undertake, in many ways the allasbjectives of all businesses are
the same:

To perform satisfactorily and meet the customesguirements.

In the case of the provision of AtoN, the main ous¢r is the mariner and the aim is to
assist the mariner in making safe and expediti@ssgge. The customer also requires
consistency of performance, with confidence in fédoet that the organisation delivers

what it says it will deliver.

Many organisations are also recognising a neecb&abe more efficiently, with due
regard for cost effectiveness and value for mo#¢gN organisations need to identify
best practices in service delivery to make optimuse of management and staff. In
addition, this will assist in effective planning)seiring that money is invested wisely in
new technology; eliminating duplication and wasé®d measuring performance to
ensure that targets are met and also identify areasakness. Customers/users require
higher and more visible levels of accountabilitythe result is a growing need to
provide, and prove, quality service delivery, aglernced through the development and
maintenance of a Quality Management System (QMS).

At its 24" Session the IMO Assembly adopted Resolution A2ZB6n the Code for

the Implementation of Mandatory IMO Instruments aRdsolution A.974(24) on

Framework and Procedures for the Voluntary IMO Mem®tate Audit Scheme. The
two Resolutions are complementary, and the volyritdO audit scheme described in
Resolution A.974(24) is based on the implementatidnthe Code contained in
Resolution A.973(24). It has been noted that thidit scheme is likely to become
mandatory in the future, and that an establishedSQMIl assist members when
preparing for such an audtt.

2 SCOPE

This Guideline provides a basic platform for thepiementation of a QMS so that
Authorities can objectively evaluate complianceestablished service levels depending
on user needs and expectations, traffic and tke associated to each area.

This document provides a generic overview of QM%&| should be read in conjunction
with IALA Recommendation O-132 on Quality Managefnfam AtoN authorities, and
related QMS standards documents as appropriate.devweloping the QMS, AtoN
Authorities should note that a quality managemeystesn could be approached at
different levels:

» certification by an accredited third party; and/or

* assessment by a third party; and/or

1 |ALA Guidelines on the preparation for an auditienthe Voluntary IMO Member State Audit Scheme
(VIMSAS) refer.
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3 DEFINITIONS

To assist in the use of this document, a numbelebhitions are supplied. There are a
number of internationally recognised QMS Standadd further definitions can be
found in these standards.

self-assessment.

The process for implementing any of these mechanisray vary between Member
States.

Term / Acronym

Expansion / Definition

Accreditation

The act of granting recognition in maintaining able
standards.

AtoN

aid to navigation

is a device or system external to vessels thag¢ssggded anc
operated to enhance the safe and efficient navigatif
vessels and/or vessel traffic (includes Vesselfitr&ervices
(VTS)).

(as defined in IALA NAVGUIDE)

AtoN Authority

The organization legally responsible for Aids tovigation
in their country or part thereof.

(as defined in IALA Statutes)

Audit

an evaluaiton of an organization, system, progasgect or
product performed by a competent, independentctioge
and unbiased person or persoasiditors).

Benchmarks

(also "best practice benchmarks" or "process beadking")
is a process used in management and particuladyegic
management, in which organizations evaluate var
aspects of their processes in relation to bestipeaaisually,
within their own sector.

ious

Certification

Demonstrates that the service or product is beiogiged in
accordance to a standard.

Customer
User/Stakeholde

A person or group that benefit of a product or merv(as
rfurther defined in section 4.8.1.

Gap Analysis

a business assessment tool enabling a companyntpace
its actual performance with its potential performan Gap
analysis naturally flows from benchmarking or ot
assessments.

ner

IALA Certified
Product

Products for which a valid declaration of confoymhas
been made by the manufacturer and recognized bylA
(IALA Guideline 1034 on the Certification of Marirfads to
Navigation Products refers).

IMO

The International Maritime Organization
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Performance the use of statistical evidence to determine psxjteward
Measurement specific defined organizational objectives.

QMS | Quality Management System

The set of procedures for determining and implemgrihe
intentions of an organization as regards to quality

Quality Manual| documentation that identifies the processes andepores
technical instructions, indicators , records, fornos
measurement, monitoring analysis and improvement to
ensure that customer requirements, needs and exipest
are met.

Record Keeping Making and maintaining complete, accurate and bidia
documented evidence of business activities.

RFP| Request for Proposal

an invitation for suppliers, through a bidding pess, to bid
on a specific product or service. (may be refetoeas
request for tender - RFT).

Risk Management process of measuring, or assessing risk and dewglop
strategies to manage the risk.

SOLAS | The International Convention for the Safety of LateSea.

SWOT | Strengths, Weaknesses, Opportunities and Threl©3
analysis

Strategic analysis process to identify areas f@grawement
and assist with the definition of the strategic awttier
processes in support of the business activities.

VIMSAS | Voluntary IMO Member State Audit Scheme (IMO
Resolution A.973(24) and A.974(24) refer)

4 Developing a Quality Management System

The main objective of a QMS is to provide the Atsdtvice effectively and efficiently.
QMS certification demonstrates that the servicedamg provided in accordance with
the published aims of the organisation and addsval lof trust between the AtoN
Authority and the user. Certification should net the main objective of developing
and implementing any QMS.

4.1 ldentifying Legal Framework

The statutory basis for each AtoN Authority sholddset out in a way that specifies the
legal basis for the provision of the service andh® regulating activity. The legal
powers from which the responsibility flows shouldslcabe clearly identified.

A QMS should include reference to relevant sectmfriBhe International Convention
for the Safety of Life at Sea (SOLAS), Chaptér V

2 SOLAS Consolidated Edition, 2004
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For VTS, Regulation 12, (Vessel Traffic Servicegtes:

1. Vessel traffic services (VTS) contribute to safdtyife at sea, safety and
efficiency of navigation and protection of the marienvironment, adjacent
shore areas, work sites and offshore installatidresn possible adverse
effects of maritime traffic.

2. Contracting Governments undertake to arrange ferestablishment of VTS
where, in their opinion, the volume of traffic dretdegree of risk justifies
such services.

3. Contracting Governments planning and implementifigs \shall, wherever
possible, follow the guidelines developed by thgabization. The use of
VTS may only be made mandatory in sea areas witleierritorial seas of
a coastal State.

4. Contracting Governments shall endeavour to seduegotrticipation in, and
compliance with, the provisions of vessel trafécvgces by ships entitled to
fly their flag.

5. Nothing in this regulation or the guidelines adaptley the Organization
shall prejudice the rights and duties of Governreamtider international law
or the legal regimes of straits used for internaib navigation and
archipelagic sea lanes.

For Aids to Navigation, Regulation 13, (Establisimin@nd operation of aids to
navigation)states:

1 Each Contracting Government undertakes to prq\adat deems
practical and necessary, either individually ordo-operation with other
Contracting Governments, such aids to navigatiothasvolume of
traffic justifies and the degree of risk requires.

2 In order to obtain the greatest possible unifdynm aids to navigation,
Contracting Governments undertake to take into antthe
international recommendations and guidelihegien establishing such
aids.

3 Contracting Governments undertake to arrangarfwrmation relating
to aids to navigation to be made available to alhcerned. Changes in
the transmissions of position-fixing systems whalld adversely affect
the performance of receivers fitted in ships shalbvoided as far as
possible and only be effected after timely and adegnotice has been
promulgated.

4.2 Service Definition

Traditionally called maritime signals, all visualgoustic, electronic or radioelectronic
devices that are meant to improve navigation safatylitating traffic and preserving
the environment, are considered aids to navigg#ooN).

® Refer to the appropriate Recommendations and lijuégeof IALA and to SN/Cir. 107, Maritime
Buoyage System.
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The service that provides and maintains these dsvi called the AtoN service. To
exist as such, it requires interaction in time apdce between the service provider and
the user (i.e. the mariner).

There should be uniformity not only in the AtoN theelves, but also in the level of
service provided to ensure similar standards througthe maritime community, with
particular emphasis in areas that serve as infen@tboundaries.

For the purpose of identifying its scope of acyivihe AtoN Authority should prepare a
basic document explaining its role and responsigsliand the statutory or other basis
for its powers.

The AtoN Authority should use flow processes, neagiand diagrams, to represent the
different actions involved in the management oRAtoN system (Appendix A refers).

User satisfaction exists when the user receivesehsce in the expected terthsThese
terms should be defined as quality commitments beyhe minimum accepted legal
terms. A service level commitment may be assogisbeevery single AtoN or to a
combination of AtoN.

* Refer to IALA Recommendation O-130 on Categorisatind Availability Objectives for Short Range
Aids to navigation (December 2004) and IALA Guidelil035 (Ed. 2) on Availability and reliability of
Aids to Navigation (December 2004).
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4.3 Organisational Policy

Organisational policy should be developed to tieslthe organisations’ vision,

missions and values into more specific guidancefovision of the AtoN service. The

policy should contain a description of the servitebe provided and guidance to align
the service with higher-level priorities and objees. The policy should be

periodically reviewed.

4.4 Planning

There are a number of internationally recognised QMtandards. While the
terminology used may differ, the basic principles the same. The implementation of
a QMS should generally be carried out by the oggtion’s own staff. While advisors
may be used to support and provide guidance omim@#onal aspects, ownership of
the system by the organisation is fundamentalstsutcess. The QMS should properly
represent the policies, goals and culture of tigamisation. Figure 1 is an example of a
QMS.

The first steps in developing a QMS include:

» Defining the Mission, Vision and/or Values,

* Organisational Policy,

» Strategic Plan,

* Business Plan, annual or multi-annual objectivegrojects;
e Quality Manual (refer to definitions in Section 3).

The Quality Manual is a part of the QMS of the AtAbithority. The result of applying
the QMS is the identification of strong points ardas of improvement. This cycle of
continuous improvement will result in changes t® blusiness plan and QMS.

Figure 1 provides an overview of the elements tmake up a QMS, and their
relationship. There are many items that need tm&leded in a QMS. These include
items at the Organisational level, Strategic Plagnievel, Business Planning and
Implementation.

A checklist for items to be included in a QMS i®yided at Annex C. This checklist
should be amended and revised to reflect the spesifuation within each AtoN
Authority.

Authorities may have existing documentation and cesses that fulfil many
requirements of a QMS.
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y

MISSION = Business Lines
BUSINESS = Objectives

VISION » .

Vaoss [ =) 5 e

1 £

STRATEGIC
PLAN

v

QUALITY = Processes and procedures
Indicators / records
ORGAPN(;EQ;FYIONAL S - MANUAL = Learning and improvement

13 v 1

Quality Management System

Figure 1 — Quality Management System

441 Risk Evaluation

AtoN Authorities should respond to criteria basedam evaluation of risks in the area
under analysis, take the needs and expectationssefs and the impact on other
customers into account.

In evaluating risks, the IALA Guideline 1018 on Riglanagement (June 2001), should
be taken into account, along with the tools dewetbpor the application of Risk
Assessment Procedures

4.4.2 I|dentification of Processes

The marine AtoN service is the result of a serieslements and actions provided for
the user. This is best represented through the geament by process method, involving
Strategic Processes, Key Processes and SuppoésBes; or Sub-Processes.

® The IALA Risk Assessment Model (PASWA and IWRARBjer
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4.5 Management by Process

PROCESS

I

Measurement | |

A 4
A 4

INPUT
OUTPUT

A

Figure 2 — Management by Process

All processes (including Strategic, Key and Suppgwdcesses or Sub-Processes), as
explained in this section, should follow the schemehe Figure 2. Each process
identifies input and output elements and should assigned a‘process ownér
responsible for the activity, its management, daadnnprovement. The process should
also determine regulating framework, necessaryuress, specific tasks and any sub-
processes required. The process should clearlgedeieasurement, recording points
and the target values for each aspect, so thaentiee process is auditable. This
ensures that the process has traceability and magviewed by third parties.

Within the process, the user should be clearlytifled. It is important to determine
the user’s needs and expectations and the aimegbribcess should be to satisfy these
needs through quality management criteria.

To identify processes, the AtoN Authority shouldtstits mission and carry out an
analysis such as Strengths, Weaknesses, Oppogtuaitid Threats (SWOT) analysis,
comparison to benchmarks and/or gap analysis. Fthim analysis areas for
improvement should be identified to assist with deéinition of the strategic and other
processes in support of the mission.

To implement the business lines, key (operatioirakkty and support (generic)
processes should be developed. The following saenples of processes that, among
others, should be considered in the Aids to Naiogatlarine Service.

Strategic (Management) Processes:
* Study and review customer requirements,
» Study and review Aids to Navigation technology,
* Preparation of standards and recommendations,
» Management control (costs/results /resources),
* Communication, image and presence in Society,
* Organisation structure.
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Key (Operational) Processes
» Design, build and revision of Aids to Navigation,
» Deployment of Aids to Navigation,
* Monitoring and inspection of Aids to Navigatiore(8ice Operation),
» Maintenance and corrective action of Aids to Natraya

Support (Generic) Processes:
» Purchase and service subcontracting management,
* Information systems and databases,
* Finance and cost accounting,
* Legal assessment,
» Personnel management and training,
» Surveys, records and auditing,
* Logistics (transport, facilities),
* Health and safety.

Processes should unfold through flow diagrams tledine each one of the different
activities. Each AtoN Authority should prepare atwn Process Maps. Examples of
Process Maps are given in Appendix A.

4.6 Developing Performance Criteria

There are four monitoring and measurement aredsnéed to be considered by the
AtoN Authorities when developing performance crdeand implementing a QMS. The
performance measurement of these areas providegearstic method and approach to
continual improvement:

1) Service Delivery — (Monitor and Measurement of 8y

The AtoN authority should monitor and measure thearacteristics of the
service to verify that service requirements havenb@et. This should be carried
out at appropriate stages of the service realisgiiocess in accordance with the
planned arrangements.

2) Customer Satisfaction:

As one of the measurements of the performanceeoQMS, the AtoN authority
should monitor information relating to customer qagtion as to whether the
organisation has met customer requirements. Thénadstof obtaining and
using this information should be determined locally

3) Monitoring and Measurement of Processes:

The AtoN authority should apply suitable methods rfoonitoring and, where
applicable, measurement of the QMS processes. eTmasthods should
demonstrate the ability of the processes to achigaened results. When
planned results are not achieved, correction amdective action should be
taken, as appropriate, to ensure conformity.

4) Internal Audit:

The AtoN authority should conduct internal audits pdanned intervals to
determine whether the QMS:
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i) Conforms to the planned arrangements and to the Q&fffiirements
established by the AtoN authority; and
i) Is effectively implemented and maintained.

4.7 Documentation

Documentation and records are basic elements in quality system. Without
documents and records, it is difficult to considry kind of improvement action.

The basic objectives of the service should respgongpecific normative, mandatory,
and reference documentation. These referencesdshewdomposed of international and
national standards, and, if applicable, regionaboal standards.

All documents required by the QMS shall be congabll
Documentation for the QMS should include:

* Quality Manual that describes the QMS elementsessribed in this guideline
and how they interrelate;

* Procedure documents, e.g., operating guidelinesratipng procedures, work
instructions;

* Recordkeeping.

4.8 Communication and Awareness

The QMS must include the patrticipation of all paisaffected by or involved in the
delivery of the AtoN service, the ‘customers’. $heustomers can be internal (such as
administration staff) or external customers (sueimariners or the public).

A QMS should ensure that communication protocaotsesmtablished with all customers
to maintain effectiveness and awareness of the QWIsese communication protocols
will facilitate managing customer expectationsk nsanagement and service delivery.

4.8.1 Customer ldentification

To facilitate communication and awareness, an itapor task is customer
identification. The participation of mariners aather customers may be achieved in
different ways, but should be documented in the QMS

The following are potential customers for the Atedtvice:

4.8.1.1 Internal

The internal customers of the AtoN service couldude:
o Staff of the AtoN authority
o Government or regulating authority

4.8.1.2 External
The external customers of the AtoN authority caotdude:

0 Mariners: Whatever their activity (including commercial fiaf fishing
vessels and pleasure craft), mariners must be denesi as the main
users of the marine AtoN service, to the extentshah a service is used
to facilitate their navigation and improve theifesg.
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o0 Others — include, but not limited to:
- Coastal Pilots

- Port Community (including: Harbour Authorities, hBrokers,
Agents, etc.)

- Related Agencies (including: Hydrographic InstigjteVarine
Search and Rescue, marine structure agencies, iSagans
representing Fishermen and Leisure interests, etc.)

- Community in General (including: those affected Ilye
environmental impact of the AtoN or heritage value)

5 Implementing a Quality Management System

Once a QMS has been developed, specific elemenitsoevirequired to ensure full
implementation. Many of these elements will be gomg, and will necessitate
continuous development through the maintenanckeofXMS (Section 6 refers).

5.1 Training and Awareness

The AtoN Authority needs to have assigned processecship to facilitate and
encourage staff buy-in to the QMS. The owner shalfesponsible for the process, its
management and its improvement.

The training for staff needs to be aligned to tbenpetency requirements determined
for the process.

Mechanisms to enable staff to reach and sustairetiigred level of competence could
include:

o Ensuring staff induction training incorporates gyaihanagement training
0 Access for staff to QMS documents e.g., web-based
o Feedback loop including comments, suggestions tatidtecal information.

5.2 Customer Relationships

To facilitate ongoing communication and awarenesstomers must be included in the
implementation. The participation of mariners atiger customers may be achieved in
different ways, but should be documented in the QM®ie customers for the AtoN

service, as identified in section 4.8, should paéte in the implementation of the
QMS.

As one of the measurements of the performanceeoftbN service, the AtoN authority
should monitor information relating to customer gagtion as to whether the
organisation has met customer requirements. Thhads of obtaining and using this
information should be determined locally but comdude:

o Establishing ongoing consultative forums
o Communicating implications of establishment of QMS

0 Ensuring customer continues to receive the seteieeconsistent standard
during implementation.
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5.3 Resource Management

Resources assigned to a process should be corbidelependently. These resources
may be owned by the entities responsible for tlegss, may be subcontracted, or may
be identified by some other type of indirect trantsm.

Resources available to an AtoN Authority for supipgrthe QMS can include:
o Infrastructure (eg AtoN maintenance managemenéesys

Systems (hardware, software)

Buildings

Logistics eg transport

(@)

Working Environment (Health and safety)
Financial

o O

People

5.4 Provision of Services

The AtoN authority should monitor and measure tharacteristics of the service
provided to verify that service requirements hagerbmet. This should be carried out
at appropriate stages of the service realisatiocgss in accordance with the planned
arrangements.

Appendix B provides an overview of purchasing eletaen AtoN, including a listing
of services.

5.5 Performance Measurement

The AtoN authority should apply suitable methods faonitoring and, where
applicable, measurement of the QMS processes. eTthethods should demonstrate the
ability of the processes to achieve planned resWitben planned results are not
achieved, corrective action should be taken, asogpiate, to ensure conformity.

The performance management process involves cgeatid maintaining a system for
comparing performance against key performance adis and would normally
include:

o Collection, analysis & reporting of performancealat
o Feedback to process owner/service provider
o Corrective action including refining process wheeeessary

5.6 Auditing

Initial verification of the implementation of a QM®&ould normally be carried out
through an audit process. The framework for tteesbt processes are usually based on
international or national standards.

The AtoN authority should conduct internal and/dieenal audits at planned intervals
to determine whether the QMS:

® Voluntary IMO Member State Audit Scheme refersr fiore information on preparing for a Voluntary
IMO Audit, refer to IALA Guideline numbers 1054 at@55.
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o Conforms to the planned arrangements and to the €@gldrements established
by the AtoN authority; and

o Is effectively implemented and maintained.

6 Maintaining a Quality Management System

Once a Quality Management System (QMS) has beesiajgd and implemented, organizations
must strive for the satisfaction of their customansl the continual improvement of the QMS.
Continual improvement is a process of increasiegetifiectiveness of the organization to fulfil its
quality policy requirements and defined qualityesjves.

This section provides AtoN organisations with aibgatform for maintaining a QMS so that
they can extend beyond compliance into businessowement. Organisations can learn to use
QMS as a business tool to improve performance #imieacy of their processes.

In maintaining an effective quality managementesysthe focus should be on continual business
improvement. This should be fostered and led yosemanagement of an organization. A
QMS is a dynamic system that needs to be contyuelliewed and updated in order to operate
effectively.

6.1 Characteristics of an Effective QMS
Characteristics of an effective QMS may include:

* Flexibility and adaptability
» Development and ownership by personnel within tigaoization

* The organization taking responsibility for a stgateapproach to maintaining a quality
management system

* A basis for continuous improvement

» Effective allocation of resources (financial / iviaig / personnel / etc)
* System processes supportive of customers need=sxaedtations

* An audit process acknowledged as adding valuegt@tfanisation

» Effective organizational communication

An example of a process-based continuous improvenmcle for a quality
management system is shown at Figure 3.
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Figure 3 — Model of a continuous improvement cycle of a QMS

Customer

Requirement

|

MANAGEMENT SYSTEM
Validation / Review of Customer Requirements

Complaints & Incidents Reporting

/ Check for recurring patterns

CORRECTIVE OR PREVENTIVE

ACTION, if necessal

' Suggested Improvements (eg. Staff, business resgant, risk
Potential for assessment, customer comment) Provide evidence for
improvement review

Internal / External Audit Results

MANAGEMENT REVIEW

CONTINUOUS IMPROVEMENT

Improvements recorded, implemented &
communicated

}

Customer Satisfaction
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6.2 Components of Maintaining an Effective QMS
To ensure the continued relevance and effectivepédbe QMS, the organization
should undertake reviews and maintenance of thiersys Components of maintaining
the QMS include:

* Management Review

» Customer Satisfaction

» Internal / External Communications

e Audit of the QMS

» Continuous Improvement

In some cases all of the areas can be capturedrepaited on through a single
Management Review forum and/or report as the pgmmaeans for ensuring that the
system is being maintained and improved.

6.2.1 Management Review

» Periodic management reviews should be conductegebsonnel who have the
appropriate authority to implement changes, takintgp account relevant
feedback from other interested parties;

 Ensure that the processes developed whilst edtaigisa QMS, are still
applicable (section 4.5 refers);

» The management review should consist of, but natéd to:
o0 AtoN Management System / Policies / ObjectivesocBdures.
o Legal/ legislative framework for provision of Atadérvice.
0 AtoN customer consultation.
0

AtoN resources (physical / financial / trainingté.¢ Are they adequate for
appropriate level of service?

Performance Measurement results and future targets.
Effectiveness of corrective or preventative actions

o AtoN internal / external audits (i.e. IMO-Voluntaudit Scheme, ISO
compliance).

6.2.2 Customer Satisfaction

» Are processes developed for collecting customésfaation implemented and
accurately capturing that information?

* Are the appropriate metrics being captured?
* Do the results meet pre-stated customer satisfatdigets?
* Ensure customer satisfaction results are reviewed

6.2.3 Internal and External Communication
* Isinformation communicated in line with the Comroation Plan?
* Review Communication Plan to ensure continued g¥fecess
o Is adequate marine information being effectivelynomunicated?

o Do metrics indicate communication deficiencies?
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6.2.4 Audit of the Quality Management System

* Ensure sufficient resources continue to be allacadeensure all AtoN activities
are audited within a suitable timeframe

* Ensure all internal auditors continue to be fulblynpetent (i.e. training &
experience)

* Ensure audit results are reviewed and promulgated

6.2.5 Continuous Improvement

» Ensure opportunities for improvement continue todeatified and that they
are:

o0 Recorded and assessed
o Implemented and evaluated
o Communicated to appropriate customers

* Ensure opportunities for improvement are revieveedrtable optimization of
performance measures
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Appendix A — Process Diagrams

The sample diagrams have been provided, with psromisby IALA members. These
are included to assist in the development of irhligl process diagrams. For further
information on specific diagrams, please contagtAtoN organisation directly.
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A.1 Trinity House

For example, the following diagram represents tire business (key processes),
according to Trinity House Lighthouse Service.

Core business (key processes), of Trinity House
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A.2 State Ports - Spain

The following example, is the process map for tlegine aids to navigation service of State Portaifp The Process Map is a matrix in which
“horizontal” relationships cross over a “verticattucture. The process relationships, reflectetd,hgedium and low involvement, of the
strategic and support processes through the keegses.
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A.2.1 Spain — Puertos del Estado — Example 1

Normative, Regulating and Reference Framework — IMO, IALA, Puertos del Estado,
General Legislation, Safety and Environment

Strategic General Planning Standards & Management | Communication | Participation
Processes Study Strategy Recommends. | Control SOCIETY
Z
©) zZ
=z Z H L Q
L a) O S W w w Z
mm i X m na ) o
Z z X o - O D <
o a Q =
ef < =
<< >
INSPECTION
Key Processes ENVIRONMENT
Support Purchase Maint / Data Base| Cost/ Legal Personnel | Survey /
Processes Management| Replacemen Accounting | Assessment| Training Records
RESOURCES
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A.2.2 Puertos del Estado — Example 2

A.2.2.1 Process: AtoN Design and Revision

OWNER:
State port area of influence: PORT AUTHORITY
State non-port area: STATE PORTS

INPUT: New need or revision of AtoN in the area under consideration.
OUTPUT: Proposal for Aids to Navigation, (upgrade)

Process Diagram

Input of New Need or Analysis of Risks and Traffic
Systematic Revision Establishment of Service Levels

( Rejection >< EMERGENCY

Design of Technical Alternatives and
Associated Costs

A 4

Cost/Benefit/Risk Analysis

A 4
Consultation of “interested parties”

Owner’s Report

\ 4

( Final Beaconing ProposeD

A procedure should be developed, resources assajethe points of measurement and
recording identified for each process.
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Appendix B — Purchasing elements in Aids to Navigat ion

This appendix is concerned with the purchase oflyets and services critical to the
provision of Aids to Navigation. It is recognisttht this element is, in many instances,
unique to AtoN. Reference should always be mad®mmnal, national and international

purchasing objectives and constraints.

B.1 Scope of Purchasing

The purpose of this appendix is to identify the kbwaracteristics of purchasing as they
relate to aids to navigation.

Purchasing for the aids to navigation function cevgo broad areas, service provision
and equipment purchase.

Approved suppliers and qualified equipment listsymeduce the purchasing risk to an
AtoN Authority by ensuring minimum equipment or\gee standard is maintained and
promotes continuity and standardisation. Costrgmvican be achieved by eliminating
the requirement to validate the quality of the pquent or service currently in use for
each purchase event.

B.2 Services
The range of services that could be expected mubshased, include:
» AtoN maintenance,;
» AtoN construction, removal or demolition;
* Logistics;
0 Vessels/helicopters/aircraft,
o Land transport,
o Infrastructure (berthing, depots, workshops, etc),
o Environmental services e.g. recycling, disposal.

» Advisory services including engineering and othesign, environmental, cultural
and heritage, Occupational Health and Safety exgertaddress issues such as
radiation hazards and site contamination (e.g. ungrdiesel, asbestos);

» Training — external training providers covering neguipment, QMS etc.;
» Certification auditors;
0 Services,

o Equipment,
0 Logistics and infrastructure.

B.3 Equipment Purchase
AtoN equipment purchasing can include the followtagegories:

» Capital Assets e.g. ships;
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* Inventory e.g. lamps, solar panels, moorings;
* Environmental e.g. Hazardous Waste disposal / liegyequipment.

B.4 Policy and Principles
AtoN Authorities should be aware of and take imdosideration, where appropriate:

* International trading agreements;

» National requirements (e.g. purchasing policies);

» Legislation and other regulatory processes apgkcibproduct /services and the
impact of compliance (e.g. Environmental, cultulatal communities, heritage);

» Corporate policies;

* Compliance with a recognised QMS (e.g. 1SO 9001020

* |ALA Recommendations and Guidelines (e.g. Guidelif®5 Contracting Out

Aids to Navigation Services, Guideline 1034 Certfion of Marine Aids to
Navigation Products).

B.5 Purchasing Process

The AtoN Authorities should ensure that the pureldasroduct and/or services conform
to specified requirements. The type and extent asftrol applied should reflect the
criticality to the AtoN Authority of the product dfor services provided.

The AtoN Authority should evaluate and select sigoplbased on their ability to supply
product and/or services in accordance with the Afalthority’s requirements. Criteria
for selection, evaluation and re-evaluation shdaddestablished. Records of the results
of evaluations and necessary actions arising fl@retaluation should be maintained.
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AtoN purchasing is a continuous improvement procglsre equipment and supplier
performance over the life of a contract is usetkfme future specifications, as shown in
Figure 3.

Specification

Performance Monitoring &

Review Purchasing Options

Assessment / Selection

Figure 3 — Purchasing Model
The purchasing process should comprise the follgwiements where appropriate:
» Specification,
» Purchasing options,
» Product / supplier evaluation and selection,
» Contracting,
* Product / service monitoring and review.

B.6 Specification

In developing the specification of the product ernice the AtoN Authority should give
consideration to the following:

* Industry standards,

» Criticality — as determined by risk assessment,

* Budgetary constraints,

» Appropriate design standards which take into actoast benefit analysis and fit
for purpose criteria.

The specification should include the following wleappropriate:
» Clear description of service or product to be passd,
» Performance criteria,
* Warranty requirements,
» Definition of the process for approval of produsefvice to be purchased.
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It is important that purchasing terms and condgitorm part of the purchasing
documentation e.g. request for tender (RFP)

Purchasing options could include:

Open Proposal / Tender / Quotation (request fotey(RFP)),
Restricted tender/ Quotation,

Single source (sole supplier/preferred supplie@paantract),
Multiple suppliers (Dependant on e.g. geographiation),
Price basis e.qg. fixed price, time and materials,

Turn-key solution.

Product/supplier evaluation should consider:

Required specifications,
Recognised QMS,
IALA certified product or supplier,

Vetting of suppliers e.g. assessment questionnaitesvisits, independent
reviewers,

Evaluation plan (scoring system / selection criteprice, risk, financial viability,
safety, quality),

Previous experience/ known supplier,
International and national standard marks.

B.7 Contracting

The IALA Guideline 1005 on “Contracting Out Aids Mavigation Services” should be
taken into consideration when drafting contraater

B.8 Performance Monitoring and Review

Product/service performance monitoring and reviesds to occur over the life of the
contract and should encompass the following:

Specification and regular monitoring of performamucators,
Audit/inspection plan,
Acceptance testing, ongoing monitoring of equipnprformance,

Identify areas of greatest risk and allocate camtramanagement resources
accordingly,

Regular contract performance reviews including c@hensive feedback
ensuring no surprises for suppliers if performancentives/penalties apply.

Preferably any Management plans, work programmepedormance indicators should
be agreed and in place at the commencement obtiteact.
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Appendix C — Checklist for developing a QMS

When developing a QMS, the items below should beveed and referenced in some
manner. Existing documentation may already prothgebasis for many elements on the
list. This list may be adapted to meet the reqoéets of any specific AtoN Authority.

Element How Met?
Scope and objectives of the AtoN service

Geographic limits, area of responsibility

Regulating National Authority

Authorities or agencies providing the service

Organisational structure

Possible alliances

Customers

Mandatory and reference documentation

Measurement

Records

Internal and external audits

Mechanisms for dealing with non-compliances

Training needs

Supplier management

Improvement actions
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