



QUALITY ASSURANCE SURVEILLANCE PLAN (QASP)

INSTRUCTIONS
A.  COR RESPONSIBILITIES:  
     1.  Technical Interface

          (a)  The COR is responsible for all Government technical interface concerning the contract and furnishing technical instructions to the contractor.  These instructions may include:

· technical advice/recommendations/clarifications of specific details relating to technical aspects of contract requirements;

· milestones to be met within the general terms of the contract or specific subtasks of the contract; or

· any other interface of a technical nature necessary for the contractor to perform the work specified in the contract or order.

The COR is the point of contact through whom the contractor can relay questions and problems of a technical nature to the Contracting Officer.

          (b)  The COR is prohibited from issuing any instruction which would constitute a contractual change.  The COR shall not instruct the contractor how to perform.  If there is any doubt whether technical instructions contemplated fall within the scope of work, the COR must contact the Contracting Officer for guidance before transmitting the instructions to the contractor.

     2.  Contract Surveillance
          (a)  The COR shall monitor the contractor’s performance and progress under the contract.  In performing contract surveillance duties, the COR must exercise extreme care to ensure that he/she does not cross the line of personal services.  The COR must be able to distinguish between surveillance (which is proper and necessary) and supervision (which is not permitted).  Surveillance becomes supervision when you go beyond enforcing the terms of the contract.  If the contractor is directed to perform the contract services in a specific manner, the line is being crossed.  In such a situation, the COR’s actions would be equivalent to using the contractor’s personnel as if they were government employees and would constitute transforming the contract into one for personal services.

          (b)  The COR shall monitor the contractor’s performance to see that inefficient or wasteful methods are not being used.  If such practices are observed, the COR is responsible for taking reasonable and timely action to alert the contractor and the Contracting Officer of the situation.  When contract performance is taking place at a government location, the COR shall also monitor contractor employees performing under the contract with regard to kind, number and hours worked to ensure that the contractor is properly charging time applied to the contract.  A record of such personal observations should be kept and compared with charges invoiced by the contract for that task and time frame.
          (c)  The COR will take timely action to alert the Contracting Officer of any potential performance problems.  If performance schedule slippage is detected, the COR should determine the factors causing the delay and report them to the Contracting Officer, along with the contractor’s proposed actions to eliminate or overcome these factors and recover the slippage.  Once a recovery plan has been put in place, the COR is responsible for monitoring the recovery and keeping the Contracting Officer advised of progress.

          (d)  The COR shall maintain surveillance of the contractor’s performance to determine if the percentage of work performed reasonably corresponds to the percentage of funds expended.  This responsibility requires a thorough review of the contractor’s progress reports.  The COR shall immediately report to the Contracting Officer any difficulties perceived in this area.  The COR is also responsible for providing the contractor with any written comments the Contracting Officer may make in response to the progress reports or personal observations of the COR.

          (e)  If CPARS is applicable to the contract, the COR, as the Assessing Official, is responsible for completing the Report in CPARS.  The initial Report, under an eligible contract, must reflect evaluation of at least 180 days of contractor performance.  The completed CPAR, including contractor comments if any, (NOTE:  contractors are allowed 30 days to input their comments) should be available in CPARS for the reviewing official (Contracting Officer) review no later than 270 days after start of contract performance.  Subsequent CPARS covering any contract option periods should be ready at 1-year intervals thereafter.
B.  QUALITY ASSURANCE SURVEILLANCE PLAN (QASP) TEMPLATE:

     1.  Purpose
          (a)  The QASP provides the government and the contractor with a systematic plan to evaluate the contractor’s performance to determine whether or not the performance standards for a specific contract or task/delivery order have been met.
          (b)  The QASP does not detail how the contractor accomplishes the work.  Rather, the QASP is developed with the premise that the contractor is responsible for management and quality control actions to meet the terms of the contract.  It is the government’s responsibility to be objective, fair and consistent in evaluating performance.  The QASP should recognize that unforeseen and uncontrollable situations may occur.

          (c)  The QASP is a living document and the government may review and revise it on a regular basis.  Any changes to the QASP shall be coordinated with the contractor.  Updates shall ensure that the QASP remains a valid, useful, and enforceable document.  Copies of the original QASP and revisions shall be provided to the Contracting Officer, the contractor and government personnel implementing surveillance activities.
     2.  Rating for each CPARS Evaluation Area.

          (a)  The QASP provides a systematic method to evaluate the contractor’s performance as relates to individual CPARS evaluation areas identifying:

· Required Services (Tasks) to be accomplished/what will be monitored;

· Performance Standards to be met;

· Acceptable Quality Level (AQL);

· Method of Surveillance/how monitoring will take place; and

· Rating Categories/documented results of monitoring

          (b)  Quality of Product or Service:  Assess the contractor’s conformance to contract requirements, specifications and standards of good workmanship (e.g., specified technical, professional, environmental, or safety and health standards).  List and assess any sub-elements to indicate different efforts where appropriate.  For example:  Are reports/data accurate?  Does the service provided meet the specifications of the contract?  Does the contractor’s work measure up to commonly accepted technical or professional standards?  Assess the degree of government direction required to solve problems that arise during performance.

          (c)  Schedule:  Assess the timeliness of the contractor against the completion of the contract, task orders, milestones, delivery schedules, and administrative requirements (e.g., efforts that contribute to or effect the schedule variance).  This assessment of the contractor’s adherence to the required delivery schedule should include the contractor’s efforts during the assessment period that contributes to or effect the schedule variance.  Instances of adverse actions such as the issuance of Cure Notices, Show Cause Notices and Delinquency Notices are indicators of problems which may have resulted in variance to the contract schedule and should therefore be noted in the evaluation.
          (d)  Cost Control:  Assess the contractor’s effectiveness in forecasting, managing, and controlling contract cost.  For example, does the contractor keep within the total estimated cost (what is the relationship of the negotiated costs and budgeted costs to actual)?  Did the contractor do anything innovative that resulted in cost savings?  Were billings current, accurate and complete?  Are the contractor’s budgetary internal controls adequate?
         (e)  Business Relations:  Assess the integration and coordination activity needed to execute the contract, specifically the timeliness, completeness and quality of problem identification, corrective action plans, proposal submittals, the contractor’s history of reasonable and cooperative behavior (to include timely identification and resolution of issues in controversy), and customer satisfaction.  Is the contractor oriented toward the customer?  Is interaction between the contractor and the government satisfactory, or does it need improvement?  Also, in making the assessment, include the adequacy of the contractor’s accounting, billing, and estimating systems; and the contractor’s management of Government Property (GFP), if a substantial amount of GFP has been provided to the contractor under the contract.
          (f)  Management of Key Personnel:  Assess the contractor’s performance in selecting, retaining, supporting, and replacing, when necessary, key personnel.  For example, how well did the contractor match the qualifications of the key position(s), as described in the contract, with the person(s) who filled the key position(s)?  Did the contractor support key personnel so they were able to work effectively?  If a key person did not perform well, what action was taken by the contractor to correct this?  If a replacement of a key person was necessary, did the replacement meet or exceed the qualifications of the position as described in the contract schedule?

     3.  Performance Standard and Acceptable Quality Level (AQL):

          (a)  Performance-based contracts include either a Performance Work Statement (PWS) created by the government, or if a Statement of Objectives (SOO) is used, a government or contractor developed PWS.  The QASP shall cite the same performance objectives and thresholds as stated in the Performance Requirements section of the PWS.  If the requirement includes a SOO, the QASP will be developed after contract award.  Performance standards define desired services.  The government performs surveillance to determine if the contractor exceeds, meets or does not meet these standards.
          (b)  The government shall use the performance standards to determine contractor performance and shall compare contractor performance to the AQL.

     4.  Method of Surveillance:  Various methods exist to monitor performance.  Regardless of the surveillance method, the COR shall always inform the contractor’s manager or on-site representative when a defect is identified and the specifics of the problem. 
          (a)  Direct Observation – Can be performed periodically or through 100% surveillance.
          (b)  Management Information System (MIS) – Evaluates outputs through the use of management information reports.  Best used for general surveillance and may need to be supplemented by periodic inspections.
          (c)  Periodic Inspections – Uses a comprehensive evaluation of selected outputs.  Inspections may be scheduled (daily, weekly, month, quarterly or annually) or unscheduled, as required.
          (d)  User Survey – Combines elements of validated user complaints and random sampling.  Random survey is conducted to solicit user satisfaction.  Appropriate for high quantity activities that have historically been satisfactory.  May also generate periodic and 100% inspections.

          (e)  Validated User/Customer Complaints – Relies on the user of the service to identify deficiencies.  Complaints are then investigated and validated.  Highly applicable to services provided in quantity and where quality is highly subjective.

          (f)  100% Inspection – Evaluates all outputs.  Most applicable to small quantity, but highly important services.  May be used where there are written deliverables and stringent requirements such as tasks required by law, safety or security.

          (g)  Periodic Sampling – Variation of random sampling.  However, sample is only taken when a deficiency is suspected.  Good follow-up to MIS analysis.  Sample results are applicable only for the specific work inspected.  Since sample is not entirely random, it cannot be applied to total activity performance.

          (h)  Random Sampling – Designed to evaluate the outputs of the award requirement by randomly selecting and inspecting a statistically significant sample.  Highly recommended for large quantity repetitive activities with objective and measurable quality attributes.

          (i)  Progress or Status Meeting

          (j)  Analysis of contractor’s progress reports – Evaluate cost, schedule, etc.

          (k)  Performance Reporting – Evaluate metrics for a specific time period.  Develop metrics or use metrics found in MIS.

Surveillance results may be used as the basis for actions (to include payment deductions) against the contractor.  In such cases, the Inspection of Services clause in the Contract becomes the basis for the Contracting Officer’s actions.

     5.  Ratings:  Metrics and methods are designed to determine if performance exceeds, meets or does not meet a given standard and AQL.  A SOW reference and examples of performance must be included for any evaluation area rated other than satisfactory.  This information simplifies the verification process for reviewers and when necessary, hastens corrective action by the contractor.  When determining ratings, take into consideration all sources of contract performance indicators, e.g., results of contractor self inspections, safety inspections, property audits, etc..  If the contractor is meeting requirements, it must be documented.  If the contractor is not meeting requirements, it must be documented.  Comments may also be included regarding contract performance or progress issues beyond the control of the contractor as well as other performance related comments.

          (a)  Unsatisfactory – Performance does not meet most contractual requirements and recovery is not likely in a timely manner.  The contractual performance of the evaluation area being assessed contains serious problem(s) for which the contractor’s corrective actions appear or were ineffective.  
Note:  To justify an unsatisfactory rating, you should identify multiple significant events in each category that the contractor had trouble overcoming and state how it impacted the government.  However, a singular problem could be of such serious magnitude that it alone constitutes an unsatisfactory rating.  An unsatisfactory rating should be supported by referencing the management tools used to notify the contractor of the contractual deficiencies. 
          (b)  Marginal – Performance does not meet some contractual requirements. The contractual performance of the evaluation area being assessed reflects a serious problem for which the contractor has not yet identified corrective actions.  The contractor’s proposed actions appear only marginally effective or were not fully implemented.  Note: To justify Marginal performance, identify a significant event in the evaluation area that the contractor had trouble overcoming and state how it impacted the government.  A Marginal rating should be supported by referencing the management tool that notified the contractor of the contractual deficiency.

          (c)  Satisfactory – Performance meets contractual requirements.  The contractual performance of the element or sub-element contains some minor problems for which corrective actions taken by the contractor appear or were satisfactory.  Note: To justify a Satisfactory rating, there should have been only minor problems, or major problems the contractor recovered from without impact to the contract.  Also there should have been no significant weaknesses identified.  Contractors will not be assessed a rating lower than Satisfactory solely for not performing beyond the requirements of the contract.
          (d)   Very Good – Performance meets contractual requirements and exceeds some to the Government’s benefit.  The contractual performance of the element or sub-element being assessed was accomplished with some minor problems for which corrective actions taken by the contractor were effective.  Note: To justify a Very Good rating, you should identify a significant event in the evaluation area and state how it was a benefit to the government.  Also there should have been no significant weaknesses identified.
          (e)  Exceptional – Performance meets contractual requirements and exceeds many to the Government’s benefit.  The contractual performance of the element or sub-element being assessed was accomplished with few minor problems for which corrective actions taken by the contractor were highly effective.  Note: To justify an exceptional rating, identify significant events in the evaluation area and state how it was a benefit to the government.  However, a singular event could be of such magnitude that it alone constitutes an exceptional rating.  Also there should have been no significant weaknesses identified.

