FUNCTIONAL COMMANDER / FUNCTIONAL DIRECTOR

QUALITY ASSURANCE PROGRAM (QAP) GUIDE

[image: image1.wmf]
55th CONTRACTING SQUADRON

OFFUTT AFB, NEBRASKA

January 2001

MANAGING QUALITY ASSURANCE FOR SERVICE CONTRACTS

Contracting for and administration of service contracts has come a long way in the last twenty years. We have gone from step by step procedures to describing “what” is required.

There is always room for improvement, with your guidance and participation in this program it will continue to improve.   
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TERMS

Business Requirements and Advisory Group: A business solution team that consists of cross-functional personnel that plan and manage service contract outcomes to the satisfaction of its customers.

Benchmark: A measurement or standard that serves as a point of reference by which process performance is measured.

Benchmarking: A structured approach for identifying the best practices from industry and government, and comparing and adopting them to the organization’s operations.  Such an approach is aimed at identifying more efficient and effective processes for achieving intended results and suggesting ambitious goals for program output, service quality, and process improvement.

Best Practices: The processes, practices, and systems identified in public and private organizations that performed exceptionally well and are widely recognized as improving an organization’s performance and efficiency in specific areas.  Successfully identifying and applying best practices can reduce business expenses and improve organizational efficiency.

Chief, Contracting Office: The individual responsible for operating the contracting office if the organization is not designated as a contracting squadron.

Contract Administrator: The individual within the contracting office who performs the day-to-day administration of the contract.  The contract administrator may also be a contracting officer.
Contracting Squadron or Office: The Air Force office responsible for award and/or administration of contracts.

Contracting Officer: The duly appointed government agent authorized to award and/or administer contracts. The contracting officer is the only person authorized to contractually obligate the government.  Also see contract administrator.
Contracting Squadron Commander: The individual responsible for operating the contracting squadron.

Defect: Any nonconformance with requirements listed in the contract.

Defective Service: A service output that does not meet the standard of performance specified in the contract for that service.

Functional Area: The organization having responsibility for the actual performance of a given service whether it is performed in-house or by contract.  For example, the transportation organization has responsibility for packing and crating; the civil engineering organization has responsibility for custodial services and family housing maintenance.

Functional Commander or Functional Director: The individual responsible for a functional area.  For example, the Transportation Commander is the Functional Commander for the Transportation statement of work (SOW).  [Note:  The responsible official is either the Functional Commander or the Functional Director of the service contract.]
Partnering: The creation of a government-contractor relationship that promotes achievement of mutually beneficial goals.  It involves an agreement in principle to share the risks involved in completing the project and to establish and promote a nurturing partnership environment.

Performance Management Office: A centralized quality assurance office that handles all service contract quality assurance issues for the installation whether it is for a large base operating support (BOS) requirement or a single function.

Performance Threshold: The point that divides acceptable and unacceptable performance of an outcome-based requirement according to the service delivery summary (SDS) and the Inspection of Services Clause.  It is the number of defectives or maximum percent defective in the performance objective that is deemed acceptable.  Any further defectives will require the government to effect remedies or partnering agreements.
Quality Assurance: A planned and systematic pattern of actions necessary to provide confidence that adequate technical requirements are established; products or services conform to established technical requirements; and acceptable performance is achieved.

Quality Assurance Program: The plans and procedures developed to implement and administer the quality assurance requirements of AFI 63-124, Performance-Based Service Contracting, for an installation.

Quality Assurance Program Coordinator: The Base-level individual, normally from the contracting organization, selected to coordinate the installation quality assurance program.  Depending on the installations’ service contract workload, the AF standard is for this to be a full-time funded position.
Quality Assurance Personnel (previously called QAE): A functionally qualified person who performs quality assurance functions for a contracted service.

· Chief, QA Personnel: A functionally qualified person having total responsibility for QAP functions within a functional area or for one or more specific contracts.  This responsibility is exercised through supervision and assistance in the performance of QA activities of other QAPs.  A Chief QAP would be appropriate when there is more than one QAP assigned to a specific contract or when there are multiple service contracts and QAPs within the Program Management Office (PMO).

· Alternate QAP: A functionally qualified person who assists the Chief QAP in performing QAP duties.

Quality Assurance Specialist: See Quality Assurance Personnel (QAP).

Quality Assurance Surveillance Plan: An organized, written document specifying the surveillance methodology to be used for surveillance of contractor performance.

Quality Control: A program of action to effectively and efficiently manage the quality of performance objectives relating to standards of performance and inspections necessary to assure the service satisfies the requirement from concept through validation.

Statement of Work: A performance-based description of the services required by as functional activity.  A services SOW may also be termed a performance work statement (PWS), statement of need (SON), statement of objective (SOO), technical requirements document (TRD), or work statement.
Strategic Sourcing: A business approach that ties commercial business activity to the installation business goals.  It includes methods in combining functional activities to get economies of scale and scope, manage risks, and induce continuous improvement.

Wing Commander: The officer responsible for the installation or activity having service functions contracted. 

ORIENTATION

AFI 63-124 Performance-Based Service Contracting (PBSC). It structures the acquisition around “what” is required as opposed to “how” the contractor should do the work.  It applies to all service contracts that exceed $100,000.00 annually.  It allows you to be a business advisor and add value to an acquisition. 

STANDARDS OF CONDUCT 

Why are standards of conduct so important in the government procurement process?

Government decisions in the procurement process must be objective in fact and appearance.  Favoritism or other improper motives have no place in the award or administration of public contracts.  Thus, the government has by statute and regulation prohibited activity that would improperly influence decision making or would appear to do so. 

a.  Bribery:  a criminal offense. To offer or give something of value to a government official or for a government official to solicit or receive something of value in return for preferential treatment. 

b.  Gratuities:  a crime when offered or given to a government official or when a government official solicits or receives a gratuity.  To be categorized as a gratuity, the item being offered must be “a thing of value” and be presented with the intent of corruption. 

INTRODUCTION TO SERVICE CONTRACTING

A service contract is defined by the Federal Acquisition Regulation (FAR) 37.101 as "one, which directly engages a contractor's time and effort whose primary purpose is to perform an identifiable task rather than furnish an end item of supply."  Examples of service contracts are: grounds maintenance, food service, transient aircraft services, custodial services, family housing maintenance and hospital support services.

Air Force policy regarding service contracts is based on Statement of Word (SOW).  Contract administration is based on minimum surveillance that adequately ensures quality and timely performance of contract requirements and provides corrective measures if performance standards are not met.  To meet these requirements the Functional Director/Functional Commander (FD/FC) and Quality Assurance Personnel (QAP) with help from the contracting office, must develop Statement of Work (SOW) and Quality Assurance Surveillance Plans (QASP).
HISTORY OF QUALITY ASSURANCE PROGRAM
a.  The average military base operates and has requirements similar to those of a small town.  It provides services to the base populous, such as security forces, refuse collection, utili​ties, grocery and restaurant facilities, custodial and maintenance services.  The services are provided and controlled via in-house manpower or the contracting process.  In today's environ​ment of reduced budgets and workforce it is vital that the government contract out as many of these services as practical and affordable.

b.  In April 1999 AFM 64-108 “Service Contracts” and AFI 63-504 “ Quality Assurance Evaluator Program” were replaced by AFI 63-124 Performance-Based Service Contracts (PBSC).
RESPONSIBILITIES IN THE ACQUISITION PROCESS
a.  There are primarily three responsible organ​izations involved in writing a service contract: Functional organization, contracting and manpower.  Of these, the functional area and contracting are the agencies most involved in executing and administering the contract.

b.  Before outlining the specific responsibili​ties of key personnel involved in the quality assurance process, you should have a basic understanding of the acquisition process in itself.  The contracting process can be segregated into three distinct areas:  pre-solicitation phase, solicitation/award phase, and contract administration.  As participants in the acquisition process, you have responsibilities that must be carried throughout out in each of the three phases.

c.  Functional Director or Commander must prepare the SOW and QASP during the pre-solicitation phase.  Details on how to prepare these documents will be discussed later.  It is during this pre-solicitation phase that the government estimate is developed.

d.  During the solicitation/award phase the solicitation is prepared, bids/proposals are evaluated and the contract is awarded to the offeror whose offer is most advantageous to the government (price, past performance and other factors considered). 

e.  Acquisitions are effected by two methods, sealed bidding and negotiation.  In order to allow for max competition, federal statutes require that all acquisitions be formally advertised.  
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AREAS   OF   RESPONSIBITY 

Installation Commander
a.  Provides resources necessary for Business Requirements and Advisory

Group (BRAG).   BRAGs plan and manage service contracts throughout the life of the requirement.  BRAGs can be formed to support major customers (LG, CE, etc.,) or they can be formed to support a single acquisition or major support customers.

b.  Establishes and maintains the installation services quality assurance program.

c.  Chairs the Installation’s Performance Management Council (PMC) when applicable. 

d.  PMC’s are established when one or more base support contracts span multiple groups and tenant organizations. PMCs meetings may be held in conjunction with other installation meetings. The council’s duties include:
(1).  Assessing effectiveness of contractor operations in all functional areas

(2).  Addressing budgetary issues

(3).  Verifying effectiveness of government contract management 

(4). Approving agendas for formal government/contractor partnering programs

e.  Business Requirements Advisory Group (BRAG)


(1).  A customer-focused multifunctional team instituted under the authority of the installation commander



(2).     Contracting squadron commander establishes BRAGs to plan and manage service contracts throughout the life of the contract

(3).  BRAGs are required for service contracts over $100,000

(4).  The number of BRAGs depends on installation requirements

(5).  BRAG members will, as a minimum, support:

a.  Acquisition strategy development to provide innovative solutions that promote best value business decisions on performance-based service contracts


b.    Acquisition planning for new and follow-on contracts

          c.  Encouraging the use of incentives (including non-monetary incentives) and considering implementing partnering


d.  Exchange of information with industry and other business experts

e.    Market research
f.  Requirements and solicitations development to include the appropriate evaluation criteria

g.  Source selection

h.  Analyze contractor metrics and submittals

i.  Evaluate performance for payment (award fee)

j.  Brief contracting squadron commander
k.  Update PMC as required

l.  Collect Past Performance Information (PPI)     
Contracting Squadron Commander

a.  Performs duties as Installation Business Advisor, updating the Installation Commander twice a year on service contracts

b.  Form BRAGs with the needed set of skills, foster the environment needed for them to successfully operate, monitor progress 

c.  Assign a full-time Quality Assurance Program Coordinator (QAPC) for service contracts.

Functional Director or Functional Commander (FD/FC)


a.  Assign competent and capable functional experts to the BRAG who will be available full time or as warranted by the procurement cycle.  Personnel assigned to BRAGs shall:

(1)  Maintain Functional knowledge

(2)  Have priority for continuing education

(3)  Provide functional continuity and stability

b.  Develop and deliver a requirements package, in order to ensure timely award of the contract   

c.  Assign primary and alternate QA personnel to satisfy surveillance requirements.  QAP duties take precedence over all other duties.  QA personnel must be appointed and trained prior to assuming QA responsibility.  Appointment letters are forwarded to the contracting officer 

d.  Prepare and coordinate exemptions to AFI 63-124  
e. The functional director or commander is the person with the overall responsibility for a specific function.  For example; the transportation organization has responsibility for packing and crating, the civil engineering organization has responsibility for family housing maintenance. In short, the functional area provides the performance work statement, funds, government estimate, and method of acceptance for services that are contracted out.
f.  As a Functional Director or Commander, your greatest responsibilities are to ensure that the SOW QASP are accurate and complete.
Quality Assurance Personnel (QAP)

a.  Evaluate and document contractor’s performance IAW QASP

b.  Notify the CO of any significant performance deficiencies

c.   Maintain surveillance documentation

d.  Recommend improvements to the QASP and SOW 


e.  The QAP evaluates and accept contract services. The QAP is required to have Phase I and II, training prior to conducting surveillance of the contractor. 

Contracting Officer

a.  Delegates authority for inspection and acceptance of contracted services

b.  Provides the contractor with names, duties and limitations of authority for all QA personnel assigned 
GOVERNMENTS RIGHT TO CONDUCT SURVEILLANCE
Clauses are included in the contract giving the government substantial rights to monitor performance and to take appropriate steps when performance is unsatisfactory. 

In order to conduct surveillance the QAP must have authority. This authority is derived from the Federal Acquisition Regulation's (FAR) Inspection of Services clause. In layman's terms, this clause specifically states the contractor's and the government's rights and responsibilities concerning performance of the contract, quality of services, and acceptance/rejection of services.  

INSPECTION OF SERVICES--FIXED-PRICE

FAR 52.246-4
(a) Definitions.  "Services," as used in this clause, includes services performed, workmanship, and material furnished or utilized in the performance of services.

(b) The Contractor shall provide and maintain an inspection system acceptable to the Government covering the services under this contract.  Complete records of all inspection work performed by the Contractor shall be maintained and made available to the Government during contract performance and for as long afterwards as the contract requires.

(c) The Government has the right to inspect and test all services called for by the contract, to the extent practicable at all times and places during the term of the contract.  The Government shall perform inspections and tests in a manner that will not unduly delay the work.

(d) If the Government performs inspections or tests on the premises of the Contractor or a subcontractor, the Contractor shall furnish, and shall require subcontractors to furnish, at no increase in contract price, all reasonable facilities and assistance for the safe and convenient performance of these duties. 

(e) If any of the services do not conform to contract requirements, the Government may require the Contractor to perform the services again in conformity with contract requirements, at no increase in contract amount.  When the defects in services cannot be corrected by reperformance, the Government may (1) require the Contractor to take necessary action to ensure that future performance conforms to contract requirements and (2) reduce the contract price to reflect the reduced value of the services performed.

(f) If the Contractor fails to promptly perform the services again or to take the necessary action to ensure future performance in conformity with contract requirements, the Government may (1) by contract or otherwise, perform the services and charge to the Contractor any cost incurred by the Government that is directly related to the performance of such service or (2) terminate the contract for default.

QUALITY ASSURANCE PROGRAM


The objective of the Quality Assurance Program is to set up a systematic and fair evaluation of the contractor's total performance throughout the contract period.  To accomplish the fair evaluation of total performance, the Service Delivery Summary (SDS) is used to identify the Performance Objective, SOW paragraph, and Performance Threshold. 

 Performance Threshold may be reflected as a percentage. Contract surveillance is a team effort, involving contracting, FD/FC, QAPs and other agencies that have a responsibility in the contract.  The most important ingredient of the team effort is communications. 
PERFORMANCE BASED SERVICE CONTRACTS (PBSC)

The way of the future

Leads to better Service

Reduced administration and surveillance
Performance Standards – Clear, consistent, unambiguous, and measurable

Contractor is empowered to use best commercial practices and management

innovation

Format for Statement of Work 


1.
Description of Services


All work describe in terms of “what” the required service output



is rather than “how”

2.
Service Delivery Summary (SDS)
                               “ EXAMPLE”

	
	
	

	Performance Objectives
	SOW paragraph
	Performance

Threshold

	
	
	

	SDS-1
	
	

	Floors are free from
	1.2
	98.5% of the time after

	any evidence of dirt
	
	cleaning

	
	
	

	SDS-2
	
	



3.
Government Furnished Property and Services
When government-furnished property (GFP) and services (for example, utilities) are provided for the contractor's use, each item must be described.  An appendix may be used if the list is fairly extensive. 


4.
General Information

5.  
Definitions that are unique to your organization


Appendix(s)  A         B    or     C



Historic or projected work load data, drawings, etc


Reference to AFI’s, AFR’s, AFM’s  & Publications


Specific chapter or paragraph must be used, do not make reference to



entire publication.


- i.e.  The food service provider shall ensure only authorized individual 



are serviced IAW AFI 34-241, para 1.1

Encourage Commercial Practices.

a.  Comply to the maximum extent practicable with the terms and conditions of the commercial marketplace as identified through your market research.  


b.  The concept of going from oversight to an insight role is emphasized in the AFI.  In doing so, we need to rely more on the contractor’s quality control system and as a result partner with the contractor to get the desired results. 


c.  The Statement of Work (SOW) serves as the baseline for evaluation of offers to determine if those firms who have responded to the solicitation are actually offering to perform in a manner which will satisfy the government's needs. 
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QUALITY ASSURANCE SURVEILLANCE PLAN (QASP)
Surveillance Methods May Include:


Trend Analysis




Periodic Inspections


Contractor Metrics




Random Sampling


Customer Complaint


Third Party Audits


100% Surveillance




Quality Index


etc.
Re-performance of unacceptable services at no additional cost is the preferred course of action when appropriate. 

The QASP is a document designed to provide the QAP an effective and systematic surveillance method for evaluating contractor performance.

In all cases some form of government surveillance is required to confirm surveillance results.

Each QASP must be tailored to a particular SOW. 

The QASP may be made part of the solicitation but shall not be part of the resulting contract. 

Methods of surveillance can change after contract award based on acceptance of a contractor Quality Control Plan (QCP) or a partnering agreement that establishes the metrics to be used or is based on improved contractor performance.

When metrics are used as a method of surveillance through the partnering process, they may be developed after contract award, but prior to the contract start date.

The QASP may employ a variety of surveillance techniques.  This objective is based on the premise that the contractor is responsible for management and quality control of the contract, not the government.  Therefore, surveillance of the contractor is required to ensure contractor adherence to contract terms and payment is authorized for services actually received.
Shift responsibility for quality of services from government to contractor 

Taking Action on Poor Performance
If the contractor is doing their job, both in performance and quality control, QAP work is limited to normal surveillance and the documentation of observations.  When the contrac​tor's performance becomes unsatisfactory, the QAP gains additional work. 


a.  Request the contractor re-perform.


b. Annotate defects on surveillance checklist and have the site manager initial 

               entries to acknowledge receipt of the notification of defects.

THE DOCUMENTATION NEED
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As a government representative, the QAP has an inherent responsibility to maintain the documentation that is normally found in the QA file.  Through the life of a contract numerous memos, reports, and letters will be sent between interested parties.  The FD/FC may in fact be originator of these documents.  Listed below is the suggested content of a QA file. 


Contract with Attachments


Modifications to the contract 

QASP 

Contractors QC plan

QAP Nomination/Appointment Letters 


Receiving Documents


Correspondence


Memorandums for Record


Records of Inspection


Test Reports  (If required)


Reports  (If required)
Receiving Reports
One of the QAP’s duties is the acceptance and inspection of services.  The QAP will prepare a monthly receiving report.  The receiving report is the basis for the monthly payment for services rendered by the contractor.  Without the receiving report Accounting and Finance office cannot make payment to the contractor.

POSTAWARD CONFERENCE
a.  The post-award conference is a meeting held with the contractor prior to

commencement of work.  The decision to conduct a post-award conference

rests with the contracting officer based on guidance given in the FAR Part 42
b.  The conference should be held as soon as possible after contract award and

always prior to commencement of work.  Normally, attendees include the CO

FD/FC, QAP, fire department, ground safety, security forces, and contract 

administrator.  In short, anyone who has an active interest in the successful 

completion of the contract should be invited.

c.  The chairperson will emphasize that it is not the purpose of the meeting to

 change the contract, or the PWS.  

CONTRACT MODIFICATIONS
One of the most obvious actions taken by the contracting officer are modifications to the contract.  A modification is any written alteration in the specification, delivery point, rate of delivery, contract period, price, quantity, or other contract provisions of an existing contract. 

Unilateral Modifications
a.  Unilateral modification is a contract modification that is signed only by the contracting officer.  For example (administrative changes, issue change orders and terminations notices.)  

Bilateral Modifications
a.  A bilateral modifica​tion (supplemental agreement) is a contract modification that is signed by the contractor and the contracting officer. 

b.  The supplemental agreement is the preferred type of modification.  Both

parties agree to the changed terms and conditions.

Options to Extend  (52-217-8 and 9)
a.  Because we need continuity in service contracts “Options to Extend” clauses are included in certain contracts. These clauses give the government the unilateral right to extend the period of performance.  However, before extending the performance period, the clause requires the contractor to be notified of our intent to exercise this option.  A 60 and 30 day notification is required for each option year and a 10 to 30 day notification on short options.
b.  Most service contracts have the contractor’s prices for the option periods established in the contract.  Therefore, the only price adjustment authorized, are increases in the labor costs.

DISPUTES
a.  Another area of contract administration that you should be aware of is disputes.  All contracts contain a "Disputes" clause, which provides an administrative and legal remedy for settling contract issues brought about by disagreement between the contracting parties.  Regardless of the remedy used to settle the disagreement, contract performance continues.

b.  Disagreements that result in a dispute could arise from a multitude of areas.  The most common area of disagreement is contract price. 

c.  Once a disagreement surfaces, the matter should be immediately referred to the contracting officer. This could involve you, because you have the technical knowledge about the service being performed. 

d.  Upon receipt of the contracting officer's final decision, the contractor has one of three options he can elect to proceed under.  The first option available to the contractor is to agree with the contracting officer's decision and continue performing in accordance with the decision.  If the contractor disagrees with the decision, he/she then has two other options available.  One of these options is to appeal the contracting officer's decision to the Armed Services Board of Contract Appeals (ASBCA) within 90 days after receiving the decision.  The other option available to the contractor is to file suit in the US Claims Court within 12 months of receiving the decision.
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e.  If the contractor elects either of the last two options, you will become actively involved in the dispute.  This involvement could range from providing technical advice to the contracting officer to providing testimony in a federal court.  Again, regardless of the option chosen by the contractor, they must perform under the contract as directed in the contracting officer's final decision.

TERMINATION CLAUSES
The last area of contract administration we must consider is termination.  There are four types of termination: 

 Commercial contracts: 

Termination for the Government’s Convenience and

Termination for Cause
Other contracts:

Termination for the Convenience of the Government and 

Termination for Default
Termination for Cause or Default

Termination will generally result from the contractor not fulfilling their obligations under the contract.  The primary reason for terminating a contractor for cause or default is unsatisfactory performance.

The clause gives the government the unilateral right to terminate the contractor because they failed to:


(i)  Deliver the supplies or to perform the services within the time specified in the contract or any extension;

(ii)  Make progress, so as to endanger performance of the contract 

(iii)  Perform any of the other provisions of this contract.

In either of the last two instances, the clause states the contracting officer cannot terminate the contractor without giving him a minimum of ten days to cure the failure.  This notification can be a "Cure Notice" provided time remains in the performance period to allow for the cure, or a "Show Cause Notice", when time does not remain for the cure or when the contractor fails to cure a condition made known to him previously.

Termination for Convenience or Government Convenience
The contract may be terminated in “whole” or in ”part”.
Examples of reasons for terminating for convenience are requirements change, no longer any funds available and technical advancement.

Although it is for the convenience of the government, the government shall be liable only for payment under the payment provisions of the contract for services rendered before the effective date of termination.
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