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SECTION A.  PURPOSE

A.1 This Quality Assurance Plan has been developed and will be implemented in accordance with the directives in AFI 63-124, Performance-Based Service Contracts (PBSC), 1 Apr 99.  This plan will be used by Quality Assurance Personnel (QAP) to ensure the contractor complies with the standards of the (Maintenance/Service) contract for the 90th (Using Activity).

A.2 This plan is to be used as a guide by QAP and the Functional Commander (FC).  It provides a systematic method to evaluate the services the contractor is required to furnish.  The surveillance/evaluation methods identified in this plan, in concert with the contractor’s quality control procedures will assure the government of satisfactory contractor performance.  Where appropriate, methods for administering and evaluating services not included in the Service Delivery Summary (SDS), but provided by the contractor, will be developed jointly by the contractor and QAP.  The Quality Assurance Plan is intended to be a “living” document.  That is, it should be revised or modified as circumstances warrant throughout the contract period.  Following contract award, this document should be reviewed to ensure it will work cooperatively with the contractor’s Quality Control (QC) plan, but not duplicate its provisions.  The QC plan must be evaluated to verify that it will provide adequate oversight of contractor performance.  It should describe the metrics the contractor will use to measure and present quality indicators.  QAP should use the contractor’s QC plan and program as the basis for their evaluations.  The Quality Assurance Plan can then be modified to build on, and compliment the QC plan. 

The government retains the right to inspect Statement of Work (SOW) tasks not reflected in the SDS under the FAR Inspection of Services clause.  These services may be inspected in the same general manner as periodic SDS items.  The inspection results will be documented, and if necessary, provided to the Contracting Officer (CO) for action.  The CO will handle each documented discrepancy on a case-by-case basis.

A.3 Any non-conformance with contract requirements is a “discrepancy.”  The term “discrepancy” refers to a service output that does not meet the standard of performance specified in the contract for that service.

A.4 The Quality Assurance Plan is based on the premise that the contractor, not the government, is responsible for management and quality control actions to meet the terms of the contract. Good management and use of a contractor quality control plan will allow QAP to monitor the contractor’s ability to meet the specified contract requirements.  QAP are to be objective, fair and consistent in evaluating contractor performance against the performance standards.

SECTION B.  ROLES AND RESPONSIBILITIES OF GOVERNMENT OFFICIALS
The following government officials will participate in assessing the quality of the contractor’s performance.  Their roles and responsibilities are described as follows:

1. Quality Assurance Personnel (QAP) will be responsible for monitoring, assessing, recording and reporting on the technical performance of the contractor.  This individual will have primary responsibility for completing Quality Assurance monitoring forms that will be used to document the inspection and evaluation of the contractor’s work performance.  

2.
The CO and has overall responsibility for overseeing the contractor’s performance.  The CO will also be responsible for the day-to-day monitoring of the contractor’s performance in the areas of contract compliance, contract administration, cost control, and property control; reviewing the QAP assessment of the contractor’s performance; and resolving all differences between the QAP version and the contractor’s version of events.

3.
The Functional Commander (FC) has overall responsibility for developing the Statement of Work and the QASP.  The FC will also be responsible to assign competent and capable functional experts to the Business Requirements and Advisory Group (BRAG) who will be available full time or as warranted by the procurement cycle.  The FC will also assign primary and alternate QA Personnel and notify the CO of any significant deficiencies related to the performance of the contract.

SECTION C.  PROCEDURES

C.1 GENERAL.  Following contract award, and after acceptance of the contractor’s QC plan, QAP and the FC should verify the method of evaluation to be used for evaluating performance, in light of the agreed-to metrics to be developed by the contractor.  In most cases, it will be more effective to evaluate the contractor’s QC results than to perform an over-the-shoulder review of each SDS item.  A monthly review of the contractor’s metrics and periodic, no-notice inspections of various functions should provide a good indication if the contractor is meeting contract standards.  If problem indicators arise, more attention (and some over-the-shoulder surveillance) can be focused on the problem areas.  This approach will conserve resources and help establish a “partnering” climate between the government and the contractor.  Under the “Insight” concept, it is better to perform evaluation of a contractor’s management systems and process performance metrics to assure product quality than to repetitively inspect each process.  Some actual surveillance may still be necessary, but the methods of evaluation may change over time as the inspector gains more or less confidence in the contractor’s performance.  The following paragraphs provide guidelines for performing evaluation.

C.2 QUALITY ASSURANCE PROCEDURES.  A meeting should be scheduled by the Business Requirements and Advisory Group (BRAG) to review the contractor’s QC program, the contractor-developed metrics, and to assess overall contract performance.  The Contract Program Manager (CPM) and the contractor’s QC manager should be invited to this meeting.  At this meeting, QAP should review the contractor’s metrics and inspection schedule.  The contractor’s metrics will show any weak areas, which will be candidates for actual evaluation by QA.  QA may wish to advise the contractor that these areas will be inspected during the following month.  The contractor may also be told who will perform the evaluation and what methods may be employed.  The actual timing of the evaluation should not be given to the contractor.  Copies of the evaluation documents (locally-devised forms, or equivalent electronic form) should be provided to the contractor as soon as they are reviewed and approved by the FC and CO.

C.3 ACTUAL SURVEILLANCE.  Although the preferred method of inspection is through the use of contractor metrics, QAP may need to inspect performance by observing actual task performance, physically checking an attribute of the completed task, checking a management information report, or otherwise inspecting the task or its results to determine whether or not the performance meets the standards contained in the contract.

QAP must document each evaluation as it is conducted.  A locally devised checklist may be used for this purpose.  The documentation is an important component of the official Air Force record of the contractor's performance.

When an observation results in an unacceptable rating, QAP must document the area, or areas, of non-compliance with contract requirements and follow instructions in Section E of this plan.  The signature and title of the individual performing the surveillance should be recorded on the form.

QAP may receive customer complaints about the quality of the service or may observe unacceptable performance by the contractor at any time.  These complaints and observations will be noted and should reinforce the accuracy of surveillance.  In fact, valid customer complaints may be the best method of judging contractor performance in many areas.

1. CORRECTIVE ACTION: A Contract Discrepancy Report (CDR) will be initiated by QAP if, at anytime during the surveillance period, observations of unacceptable performance are noted to exceed the performance thresholds established in the contract and the inspector determines that it is not caused by the government.

a. INFORM CPM.  Regardless of the surveillance method, QAP must always contact the CPM, or on-site representative, when a discrepancy is identified.  In addition, the contractor’s QCI should keep the CPM continuously informed of performance status.  At the pre-performance conference, QAP and the CO must fully explain the inspection procedures to the CPM and ensure that the manager understands that the QCI is expected to keep his/her manager informed of performance status.  QAP may want to forward copies of customer complaints to the CPM.

2. REVISIONS TO QUALITY ASSURANCE PLAN.  Revisions to this surveillance plan are the joint responsibility of the FC, QAP, and the CO.  All revisions must be agreed to and signed by the FC and the CO.

3. ADDITIONAL GUIDANCE.  Refer to AFI 63-124 for additional guidance.

SECTION D. METHODS OF EVALUATION

1. GENERAL.  AFI 63-124 lists eight methods and indicates that other, locally devised methods are also acceptable.  The eight methods listed in the instruction are: trend analysis, periodic inspection, contractor metrics, random sampling, customer complaints, third-party audits, 100% surveillance, and quality index.  The inspection methods used in surveillance of this service are periodic inspection, contractor metrics, and 100% surveillance.  Third party audits will likely occur.  These methods are described in the following paragraphs.

a. PERIODIC INSPECTION.  This type of evaluation involves the evaluation of samples selected on other than a 100% or statistically random basis.  An example of periodic inspection is weekly inspections when QAP choose the location and time in other than a statistically random manner.  Many contractual requirements do not fit properly under the random sampling concept.  These items are generally inspected using periodic surveillance (weekly, monthly).  These inspections may be used as the basis for adverse actions against the contractor.  In such cases, the Inspection of Services clause becomes the basis for the CO’s actions.  In all cases, the preferred corrective action will be re-performance of the service at no additional cost.

Periodic inspections should be performed on a random, no-notice basis.  The frequency should be decreased if no, or few discrepancies are discovered.

b. CONTRACTOR METRICS.  This is a preferred method of evaluation and relies on the contractor’s Quality Control to assess and measure their performance against the contract requirements and standards.  QAP can review the contractor’s metrics each month and determine if they accurately represent performance when compared with data from other evaluation methods.  QAP will also be able to assess whether the contractor is properly measuring all critical items (as listed in the SDS) and if the assessments are objective and meaningful.

c. CUSTOMER COMPLAINT.  Customer complaints and comments can be a way to validate information obtained through other sources.  They may also provide a basis for an incentive payment to the contractor.  However, customer complaints are likely to be subjective and may not always relate to actual requirements of the contract.  Therefore, they need to be fully validated.  

Customer training: The contractor for MFH Maintenance and Management service provides each maintenance customer with a questionnaire at the time maintenance is performed. The management office provides questionnaires or comment cards to each of the walk in customers.  This is considered sufficient customer training for this service.

Customer complaints may be used to assess performance in any area, whether or not it is the method of evaluation identified on the SDS for a particular service or action.  Valid customer complaints may be used as the basis for adverse actions (other than payment deductions) against the contractor.  In such cases, the Inspection of Services clause becomes the basis for the CO’s actions.  Again, the preferred method of correcting the discrepancy is re-performance of the action or service at no additional cost.

QAP are the point-of-contact (POC) and must collect all customer complaints on an AF Form 714, Customer Complaint Record (or locally developed form), and track the complaints on a customer complaint log.  All complaints, and any resulting resolution of such complaints, must be documented by completing the form.  Customer complaint forms become a permanent part of the QA surveillance records.

d. THIRD-PARTY AUDITS.  An example of this type of surveillance is the Contract Support Activity Assessment (CSAA).  It is similar to an IG inspection where the inspectors visit the contractor’s facility as well as the functional area.  These are held approximately every two years with the most recent one being conducted in December 2001.  The Defense Contract Audit Agency (DCAA) would be another source of a third-party audit.  It would be appropriate for inspecting those items and services that involve the handling of government funds.  This method might also be appropriate in cases where there is strong disagreement between the contractor and QAP over a particular evaluation.

e. 100% INSPECTION.  One hundred percent inspection means the QAP will inspect it each time it occurs.  This surveillance type is preferred for those tasks that occur infrequently, have especially critical impact on mission accomplishment or safety, or have stringent requirements.

SECTION E.  UNACCEPTABLE PERFORMANCE

1. QAP must inform the contractor’s on-site representative when performance is unacceptable and why, and request the representative’s initials and date on the surveillance form.  By initialing and dating the form, the contractor’s on-site representative is acknowledging they have been notified of the unacceptable performance.  The representative is not necessarily agreeing that the performance is unacceptable.  If the contractor wants to dispute the results of the evaluation, QAP must refer them to the CO to resolve the issue.

2. A Contract Discrepancy Report (CDR), AF Form 802, is initiated by QAP if, at any time during the evaluation period, the results of evaluation show the number of unacceptable observations during the period exceeds the allowable baseline, and QAP determines that it is not caused by the government.

a. QAP completes block l through 6 and sends the form to the CO.

b. The CO evaluates the CDR, and if appropriate, sends it to the contractor.

c. The contractor must complete blocks 9 and 10 and return it to the CO within 15 calendar days of receipt.

d. Upon receipt of the contractor’s response, the CO, in consultation with QAP, must evaluate the contractor’s response and take the appropriate action before payment for the month in which the CDR response was received from the contractor.  The CO must document the evaluation in block 11 and action taken in block 12.

e. If deduction from the payment is the appropriate action, QAP compute the payment deduction based on the performance period in which the performance occurred.  The deduction is taken from the contractor’s payment during the month in which the appropriate action was determined, not necessarily the month in which the unacceptable performance occurred.  In most cases, the preferred action will be to require the contractor to re-perform the activity correctly at no additional cost to the government.

f. In the event the CO determines that issuance of the CDR is not appropriate; the contract file must be documented indicating why such action is not appropriate.

SECTION F.  ACCEPTANCE OF SERVICES

QAP are required to accept contract services and determine payments due.  At the completion of each contract payment period, usually monthly, QAP must certify the services actually received under the contract.  The certification must be in the form prescribed by the CO.  For this contract an AF 370 and/or a DD250 shall be used.  Services not received shall also be identified either on this form or on a continuation sheet.  A brief summary of contractor performance for the period covered shall be included on the receiving report.  Where problems were identified, the summary should include corrective actions taken or a reference to where they can be found (such as the date of a CDR).  The summary should be factual in nature and avoid unnecessary opinions.  The QAP shall forward the receiving report to the FC (or designee) for final acceptance.  Acceptance shall be provided NLT the 5th working day of the month following the reporting period.  If the 4th and/or 5th days are non-work days, it must be submitted on the 1st working  day following the non-working days.

SECTION G.  SERVICE DELIVERY SUMMARY

The following Service Delivery Schedule Summary is designed to aid the QAP in performing inspection duties. It is taken directly from the Service Delivery Summary in the contract Statement of Work(SOW) to which a column has been added for the surveillance method.

	PERFORMANCE OBJECTIVE
	STAEMENT OF WORK REFERENCE
	PERFORMANCE THRESHOLD
	SURVEILLANCE

	1.  Base Services of Operations and Operations and Maintenance. Develops a program that ensures safety in operation and minimizes interruptions of services with effective operators maintenance. Develops an operational Metrics.
	1.1, 1.1.1, & 1.1.1.1
	Maintains an operating efficiency of no less then 76% with no more than 2 down times per season due to operator error.
	Periodic inspection and contractor metrics

	2.  Preventive Maintenance Inspection (PMI) Program.  PMI’s are completed each month IAW the contractors PMI program.
	1.1.2, 1.1.2.1
	Deviations from PMI schedule are not to exceed 2 per month,


	Periodic inspection and contractor metrics 

	3.  Service Calls.  Response to calls will not exceed the established completion time.
	1.1.3.1, 1.1.3.1.1, 1.1.3.1.2, 1.1.3.1.3, & 1.1.3.2
	Emergency/Urgent calls:  Responded to/completed late 0 times per month.  

Routine:  Respond to/ completed late 2 times per month.
	Periodic inspection and customer complaint

	4.  Boiler Water Treatment. Water treatment shall be maintained daily. 

 Water treatment logs shall be maintained daily.
	1.1.4
	Daily water treatment levels shall not exceed 2 times a month

Water treatment daily logs shall not exceed 3 Erroneous/missed entries per month.
	Periodic inspection 


SECTION H.  SAMPLE FORMS
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	 CONTRACT DISCREPANCY REPORT



	1. CONTRACT NUMBER


	2. REPORT NO. FOR THIS DISCREPANCY

	3. TO:  (Contractor and Manager’s Name)


	4. FROM:  (Name of QAE)

	5.  DATES

	PREPARED


	RETURNED BY contractor
	ACTION COMPLETE



	6. DISCREPANCY OR PROBLEM:  (Describe in detail; include reference to Directive; attach continuation sheet ,if necessary)



	7. SIGNATURE OF CONTRACTING OFFICER


	8.TO:  (Contracting Officer)


	FROM:  (Contractor)



	9. CONTRACTOR RESPONSE AS TO CAUSE, CORRECTIVE ACTION AND ACTIONS TO PREVENT RECURRENCE.  ATTACH CONTINUATION SHEET IF NECESSARY.  (Cite applicable QC program procedures)



	10. SIGNATURE OF contractor REPRESENATIVE

	DATE

	11. GOVERNMENT EVALUATION (Acceptance, partial acceptance, rejection; attach continuation sheets if necessary)



	12. GOVERNMENT ACTIONS  (Reduced payment, cure notice, show cause, other.)



	CLOSE OUT

	
	NAME-TITLE
	SIGNATURE
	DATE

	CONTRACTOR NOTIFIED
	
	
	

	QAE
	
	
	

	ACO


	
	
	


AF Form 802 

	Checklist
	Contract No.:

	Contract Requirement
	Contract Paragraph Number
	Date Accomplished
	Compliance
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