
C.1 – Standard Competition PWS
4/20/2007

C.1 – Standard Competition PWS
4/20/07

Department of Health and Human Services

National Institutes of Health

Competitive Sourcing Guidebook

Section C.1 – Standard Competition

Performance Work Statement
Section C – The Standard Competition 
Performance Work Statement
Table of Contents

1C.1.
Performance Work Statement (PWS)


1C.1.1
Policy


1C.1.1.1
OMB Circular A-76


2C.1.1.2
Federal Acquisition Regulation (FAR) Policy


3C.1.1.3
NIH Policy


3C.1.1.3.1
PWS Team Membership


3C.1.1.3.2
Procurement Sensitive Data


3C.1.1.3.3
PWS Development


4C.1.2
Roles and Responsibilities


5C.1.3
Procedures


5C.1.3.1
Overview and Purpose


6C.1.3.2
Terminology


6C.1.3.3
PWS Steps


7C.1.3.4
The PWS Team


8C.1.3.4.1
PWS Team Training


9C.1.3.5
Timeline for PWS Development and Review


9C.1.3.6
Elements of the PWS


9C.1.3.6.1
PWS Format


11C.1.3.6.2
Section C-1 General Information


14C.1.3.6.3
Section C-2 Acronyms and Definitions


15C.1.3.6.4
Section C-3 Government-Furnished Property and Services


18C.1.3.6.5
Section C-4 Service Provider-Furnished Property and Services


18C.1.3.6.6
Section C-5 Technical Description of Work


19C.1.3.6.7
Section C-6 Publications and Forms


20C.1.3.6.8
Technical Exhibits


20C.1.3.7
The Link between the PWS and the Outcome of the Competition


21C.1.3.8
Develop the PWS


21C.1.3.8.1
Gather Initial Data and Documents


22C.1.3.8.2
Interviews


28C.1.3.8.3
Gather Workload Data


30C.1.3.8.4
Develop Performance Standards


32C.1.3.8.5
Write the PWS


36C.1.3.9
Review the PWS


37C.1.3.10
Publish the PWS




Attachments
	Exhibit C.1-1
	NIH Standard PWS Template

	Exhibit C.1-2
	Sample Interview Schedule

	Exhibit C.1-3
	PWS Data Collection Sheets

	Exhibit C.1-4
	Request for Workload Data

	Exhibit C.1-5
	Sample Performance Requirements Summary

	Exhibit C.1-6
	Workload Data Template

	Exhibit C.1-7
	PWS Comment Sheet for Reviewing

	Exhibit C.1-8
	Contract Discrepancy Report


C.1. Performance Work Statement (PWS)
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This Guidebook section discusses the development of the Performance Work Statement (PWS).  The PWS defines the requirements of the functions under study.  It is the basis for the competition between the in-house offeror (represented by the MEO Team) and private sector offerors, and its development is the first major phase after announcement of a standard A-76 competition.  The PWS includes the following major elements:

· General information regarding the work environment
· Personnel requirements (e.g. training and certifications)
· Text that defines the final work outputs 

· Text or technical exhibits that define work counts for the final work outputs

· Text or technical exhibits that define quality and timeliness requirements for the final work outputs

The PWS Team develops the PWS and the Quality Assurance Surveillance Plan (QASP), and provides input to other sections of the overall solicitation.  The PWS Team Leader selects the PWS Team, inviting representation from all of the Institutes and Centers (ICs) affected by the study.  The intended audience for this Guidebook Section C.1 includes the PWS Team, Contracting Officer (CO), and other personnel who are working closely with the development of the PWS. 
C.1.1 Policy 
The following are the policies that should be considered in the development of the PWS.

C.1.1.1 OMB Circular A-76
The following are excerpts from OMB Circular A-76 (revised) that are associated with the Performance Work Statements (PWS).  If you are unfamiliar with the terms used in this Section, please refer to Section A-1, Competitive Sourcing Overview, and to the rest of this chapter, which covers the requirements in more detail.
Attachment B, Section D.2.a: Performance Work Statement (PWS) Team.  After public announcement, the PWS team leader shall appoint a PWS team comprised of technical and functional experts.  The PWS team shall comply with the FAR and this circular, and assist the PWS team leader with 
(1) developing the PWS including supporting workload data, performance standards, and any information relating to the activity being competed; 
(2) determining GFP; 
(3) assisting in the CO’s development of the solicitation; 
(4) developing a quality assurance surveillance plan and, as required, updating this plan based on the performance decision; and 
(7) implementing the performance decision.

The PWS team leader shall make all final management decisions regarding the PWS, GFP, and the quality assurance surveillance plan.  Other individuals with expertise in management analysis, work measurement, value engineering (see OMB Circular A-131), industrial engineering, cost analysis, procurement, and the technical aspects of the activity may also assist this team.  Directly affected government personnel (and their representatives) may participate on the PWS team; however, to avoid any appearance of a conflict of interest, members of the PWS team (including, but not limited to, advisors and consultants) shall not be members of the MEO team.
C.1.1.2 Federal Acquisition Regulation (FAR) Policy 
The following are excerpts from the FAR relating to the PWS.
37.601  General. 

(a) Solicitations may use either a performance work statement or a statement of objectives (see 37.602). 
(b) Performance-based contracts for services shall include - 

(1) A performance work statement (PWS); 

(2) Measurable performance standards (i.e., in terms of quality, timeliness, quantity, etc.) and the method of assessing contractor performance against performance standards; and 

(3) Performance incentives where appropriate. When used, the performance incentives shall correspond to the performance standards set forth in the contract (see 16.402-2). 

(c) See 12.102(g) for the use of Part 12 procedures for performance-based acquisitions. 

37.602  Performance work statement. 

(a) A Performance work statement (PWS) may be prepared by the Government or result from a Statement of objectives (SOO) prepared by the Government where the offeror proposes the PWS. 

(b) Agencies shall, to the maximum extent practicable— 

(1) Describe the work in terms of the required results rather than either “how” the work is to be accomplished or the number of hours to be provided (see 11.002(a)(2) and 11.101); 

(2) Enable assessment of work performance against measurable performance standards; 

(3) Rely on the use of measurable performance standards and financial incentives in a competitive environment to encourage competitors to develop and institute innovative and cost-effective methods of performing the work. 

(c) Offerors use the SOO to develop the PWS; however, the SOO does not become part of the contract. The SOO shall, at a minimum, include— 

(1) Purpose; 

(2) Scope or mission; 

(3) Period and place of performance; 

(4) Background; 

(5) Performance objectives, i.e., required results; and 

(6) Any operating constraints. 

37.603  Performance standards. 

(a) Performance standards establish the performance level required by the Government to meet the contract requirements. The standards shall be measurable and structured to permit an assessment of the contractor’s performance. 

(b) When offerors propose performance standards in response to a SOO, agencies shall evaluate the proposed standards to determine if they meet agency needs. 

C.1.1.3 NIH Policy 
The following are additional policies related to the development of a PWS, set by NIH in order to implement the Circular in the NIH environment.

C.1.1.3.1 PWS Team Membership  
The PWS Team Leader shall offer each affected IC the opportunity to participate in the PWS development and ensure that PWS Team membership includes technical experts in the functions being competed.  IC Executive Officers nominate members to the PWS Team, and the PWS Team Leader makes the final decision on the composition of the PWS Team.  

Directly affected employees may be members of the PWS team; however, these individuals will lose their right of first refusal.  (See Guidebook Section A.2.2 for more information regarding the Right of First Refusal.)  
C.1.1.3.2 Procurement Sensitive Data  
Since the information gathered during the interview and data collection process will become the basis for a public solicitation, it is procurement sensitive.  As such, the PWS Team should develop a method for storing these and all documents arising from them that is accessible only by team members.  The PWS Team shall also ensure that only generic information is used in follow-on analyses and documents (i.e., tasks and requirements shall not refer to specific employees).
C.1.1.3.3 PWS Development

NIH follows Office of Federal Procurement Policy (OFPP) Pamphlet No. 4, A Guide for Writing and Administering Performance Statements of Work for Service Contracts, October 1980, for the PWS format.  

C.1.1.3.3.1 Requirements and Standards  
The PWS Team shall develop complete, clear, accurate, non-prescriptive requirements and standards.  Wherever possible, the PWS shall encourage offerors to propose their own innovations and improvements.  The PWS shall indicate specific task requirements in terms of the outcome provided to the customer and in general shall not specify intermediate steps unless government action is required at an intermediate step.  
C.1.1.3.3.2 Workload Data Sources  
NIH will, wherever possible, use the most recent complete fiscal year of data from fully auditable sources (e.g. databases, management information systems, and formal paper logs and documentation) to support workload data provided in the PWS.  The PWS Team should also identify anticipated increases or decreases in workload during the performance period of the solicitation.  Where fully auditable data sources are not available for gathering this information, the PWS Team should utilize task lists, SOPs, employee interviews, and other documented sources for workload.

If the PWS Team cannot use the available data sources to describe the work level associated with a particular task, the PWS Team should develop data collection tools and, with these tools, develop fully accurate data during Preliminary Planning and PWS development.  This process can yield high-quality data and provide the PWS team with a solid basis with which to make an accurate projection of workload.  The PWS Team shall not base major workloads on unsupported technical estimates.

C.1.1.3.3.3 Review and Comment  
The Contracting Officer (CO) shall post the PWS and solicitation on Federal Business Opportunities web site (www.FedBizOpps.gov) for review and comment.  

C.1.2 Roles and Responsibilities 

The following individuals and groups will serve as guides, resources, and key players during the development of the PWS.  Some of these individuals or groups have been involved during the preliminary planning phase and may be able to provide background information on decisions made, an understanding of the overall A-76 process, or other helpful information.  The successful development of the PWS is dependent on these groups and individuals coordinating their efforts and working together.

Additional details on the individual and group responsibilities are included throughout this section, in Exhibit B.2-5, which includes one-page descriptions of the key players’ responsibilities, and in Section B.2.2.  This list will provide a brief overview and serve as a quick reference for the reader.
· Commercial Activities Steering Committee (CASC): The CASC recommends a decision regarding the functions to be competed and recommends the competition officials in coordination with the Preliminary Planning Team, ICs affected by a study, and the CART.
· Commercial Activities Review Team (CART): The CART implements policy and study decisions for the NIH A-76 program and tracks the progress of all studies.  A CART representative provides assistance and guidance to the competition team.  The CART representative is also the point of contact for communication with the CASC.
· Contracting Officer (CO):  The CO is the agent of the Government with the authority to enter into, administer, and terminate contracts and make related determinations and findings.  The CO is the only individual authorized to bind the Government to a contract.  The CO is the individual responsible for monitoring the contractual side of the competition, which includes developing and issuing the formal solicitation. 
· Performance Work Statement (PWS) Team Leader: The Functional Co-Chairs (see Section A.3 for more information) recommend a PWS Team Leader to the NIH Director during the Preliminary Planning Phase.  The PWS Team Leader selects the PWS Team, inviting representation from all affected ICs.  The IC Executive Officers nominate members of the PWS Team.  The PWS Team Leader is ultimately responsible for the development of the PWS, including gathering data, decisions associated with PWS content, and scheduling reviews.  The PWS Team Leader has final approval authority for the PWS. 
· Performance Work Statement (PWS) Team: The PWS Team develops the PWS and QASP for the selected function and assists in making decisions relevant to the development of these documents.  The PWS Team includes individuals at various levels within the function being competed.  They should have a range of skills and expertise appropriate to developing specifications associated with the function under study.  The PWS Team may be comprised of managers, functional experts, CART members, and consultant support (without decision-making powers).  The PWS Team Leader selects the PWS Team from representatives nominated by ICs that include functions in the competition.  ICs are held to the decisions made by the PWS Team even if they decline to provide a representative to the team.  
C.1.3 Procedures
The following sections identify how a PWS is developed and the necessary steps the PWS Team will need to take over the course of developing the document.
C.1.3.1 Overview and Purpose

The development of the PWS is one of the most critical tasks of the competition process, because every subsequent activity relies on the information presented in the PWS.  Preparing a bid capable of meeting NIH’s needs would be impossible for both the private sector and the in-house workforce without an accurate depiction of the requirements, performance standards, and workload in the PWS.

The Circular defines a PWS as the following: 

A statement in the solicitation that identifies the technical, functional, and performance characteristics of the agency’s requirements.  The PWS is performance-based and describes the agency’s needs (the “what”), not specific methods for meeting those needs (the “how”).  The PWS identifies essential outcomes to be achieved, specifies the agency’s required performance standards, and specifies the location, units, quality, and timeliness of the work.
The PWS: 

· Describes the work.  It communicates measurable outcomes rather than directing performance processes.  It describes the work without prescribing how the service provider should accomplish it.  
· Is the basis for the solicitation.  The CO will receive offers from the private sector, in-house organization, and other interested parties based on the solicitation.  The PWS becomes Section C of the solicitation.
· Provides a basis for contractor costs and the agency cost estimate.  All prospective offerors use it to prepare their cost proposals.  
[image: image1.wmf]Note: Making the distinction between the “what” and the “how” is an important step in the development of the PWS.  The premise behind performance-based contracting is to provide the requirements only, thereby allowing offerors to propose their own innovation and improvements in completing these requirements. 
The goal of the PWS Team is to develop clear, defined, but non-prescriptive requirements and standards to support an effective A-76 competition and ensure that the selected service provider meets NIH’s work requirements.
C.1.3.2 Terminology

	Acronym
	Definition

	CART
	Commercial Activities Review Team

	CASC
	Commercial Activities Steering Committee

	CO
	Contracting Officer 

	FAR
	Federal Acquisition Regulation 

	GFP
	Government Furnished Property 

	ICs
	Institutes and Centers 

	MP
	Management Plan 

	OFPP
	Office of Federal Procurement Policy 

	PD
	Position Descriptions 

	PPT
	Preliminary Planning Team 

	PWS
	Performance Work Statement 

	QA
	Quality Assurance

	QASP
	Quality Assurance Surveillance Plan 

	QC
	Quality Control

	SOO
	Statement of Objectives 

	TE
	Technical Exhibits 


C.1.3.3 PWS Steps

[image: image2.png]


The following chart depicts the major steps the PWS Team will follow when developing the PWS for the competition:

C.1.3.4 The PWS Team 

The PWS Team, directed by the PWS Team Leader, develops the PWS for the function selected for competition.  The PWS Team Leader should offer each affected IC the opportunity to participate in the PWS development and ensure that PWS Team membership includes technical experts in the functions being competed.  The IC Executive Officers normally nominate members to the PWS Team, and the PWS Team Leader makes the final decision on the composition of the PWS Team.  Individuals from the Preliminary Planning Team (PPT) often become part of the PWS Team and bring knowledge of the function, prior decisions made, and knowledge of A-76 to the team.  Additional areas of expertise beneficial in PWS development include work measurement, industrial engineering, and procurement.  
Directly affected employees may be members of the team; however, these individuals will lose their right of first refusal.  (See Section A.2.2 for more information regarding the Right of First Refusal.)  In addition, affected employees may find it difficult to be objective because their jobs are at stake.  This concern must be balanced against the significant technical knowledge affected employees bring to the PWS Team.  One common approach is to ensure that the majority of the team is not at risk.  The PWS Team Leader should consider supervisors first, since even when they are studied they do not normally have a right of first refusal.  After that, the Team Leader can supplement the Team with affected employees to ensure that in-depth technical knowledge is available on the team.  The CART will notify employees who choose to participate in PWS development of the effect that their participation has on their potential future choices regarding employment. Participants’ understanding of this issue is documented by their signature on the appointment memorandum signifying their acceptance of the terms and responsibilities of their appointment.
While appropriate representation from affected ICs and technical experts is important, the size of the PWS Team should also be reasonable.  Depending on the complexity of the function and the number of ICs, here are some recommended team sizes:

PWS Team size recommendations

	Study Size
	Number of PWS Team Members

	Small (Less than 25 FTE and less than 3 ICs)
	4 to 6

	Medium (25 to 65 FTE or more than 3 ICs)
	7 to 11

	Large (More than 65 FTE and more than 3 ICs)
	10 to 12


If necessary, the Team Lead can subdivide larger PWS Teams into smaller groups to work on developing specific sections of the PWS.  
C.1.3.4.1 PWS Team Training

It is important that members of the team have a good understanding of A-76 and PWS development.  Team training at the beginning of the process can contribute to the successful completion of a PWS.  At a minimum, the training should cover the following topics: 
· Roles and responsibilities in the process

· Components of an A-76 Competition 
· Right of first refusal 

· Firewalls

· PWS Development 

· Gathering tasks, performance standards, and other data 
· Identifying and recording workload
Typically, PWS Team training is one full day in length.  The CART arranges the training.  Normally, the A-76 consultant who will support the PWS development efforts provides the training.  All PWS Team members should attend this training.

C.1.3.5 Timeline for PWS Development and Review 
The PWS Team’s work is time-sensitive; the PWS Team must complete its work before other portions of the A-76 process can begin.  The PWS Team should develop a detailed schedule of work to be completed including all key activities integrated with the other phases of the competition process and study milestones.  Sample schedules are in Exhibit B.2-4.  

Using the Solicitation Release Date (identified at the announcement of the competition), the team will determine when interim drafts are due and reviewed.  The number of PWS draft reviews will vary based on the complexity and size of the function being competed.  It is normal for at least two reviews to take place during the PWS development.  However, the number of reviews may depend on the arrangements made with the consultant assisting with the competition and document development.
C.1.3.6 Elements of the PWS

Developing a complete, clear, and accurate PWS is the primary goal of the PWS Team.  The following Table defines the elements to be included in the PWS.
Pws elements

	Element
	Description

	Description of required services
	The PWS contains a complete description of the contractible tasks or services under study.  The description of the work should be complete enough for the offeror to understand the complexity of the requirement and assess the technical level of experience needed to complete the task.  

	Performance Standards and Indicators
	Performance standards are tools NIH uses to measure levels of performance.  A standard is an optimum performance level against which the Government can measure or evaluate actual performance.  Developing accurate performance standards – which apply to the MEO and contractor – are crucial to ensuring that the provider’s actual performance fulfills the requirements.  

	Workload Count
	Workload is defined as the total number of work units (outputs) produced by a function within a specified time.  The team collects workload data for a 12-month period (minimum) and projects it for the period of performance so that offerors can develop staffing sufficient to complete the required work.  The PWS should provide workload counts for each month of an annual period to indicate sporadic or fluctuating workload.  This allows offerors to plan staffing requirements based on projected needs.

	Technical Exhibits (TE)
	Technical Exhibits display PWS information too voluminous to fit into the body of the document and various advisory technical publications for use by prospective offerors.  Examples include detailed workload data and government-furnished equipment, supplies, and facilities.


C.1.3.6.1 PWS Format
The PWS typically follows a standard format approved by the CO and becomes the basis for a formal solicitation.  Exhibit C.1-1 provides the NIH standard PWS outline and format.  Samples of the PWS Template are also within the text.  Office of Federal Procurement Policy (OFPP) Pamphlet No. 4, A Guide for Writing and Administering Performance Statements of Work for Service Contracts, October 1980, defines the PWS format.  

The PWS is typically comprised of six main sections and supporting exhibits, as described in the following table (a template of each is in Exhibit C.1-1):

Pws sections
	 Sec.
	Name
	Description

	C-1
	General Information
	Provides work environment information relevant to function being competed to include:

· Brief description of scope of work

· Background information about NIH as a whole and how this function fits into the agency’s current structure 

· Personnel requirements such as skills and certifications needed

· Quality Control (QC) and Quality Assurance (QA) information.  (QC requirements are internal to the service provider, while QA is oversight performed by NIH.) 
· Security and safety policies and responsibilities

· Ethics and conflict of interest policies

· Hours of operation

· Other items relevant to study and consistent with NIH contracting policies (see example in Exhibit C.1-1)

The requirements of Section C-1 of the PWS will apply to any entity chosen to perform the work, whether the MEO or a private contractor.

	C-2
	Acronyms and Definitions
	Defines all terms, abbreviations, and acronyms used in the PWS.  State definitions in clear, understandable language.  

	C-3
	Government –Furnished Property (GFP)
	Lists the GFP (e.g. facilities, equipment, materials, and supplies) and services that NIH will provide to the service provider at no cost.  The information may be presented as technical exhibits.  
Government provided services may include:

· Utilities

· Mail (e.g. US, FedEx) and NIH-based distribution

· Telephone and data processing services

· Custodial and refuse services

· Equipment maintenance

· Transportation

· Police, fire, and emergency medical response and treatment

The team identifies the Government Furnished Property and services.  There may be CO/NIH policies on GFP.  If not, a cost-benefit analysis may need to be conducted to conclude whether or not the function’s work requirements can be performed more economically by providing specific items and services.  The team needs to coordinate with appropriate NIH offices to ensure that GFP provided will be available throughout the contract.

	C-4
	Service Provider-Furnished Items
	Identifies items the service provider must furnish.  With the exception of the GFP and services specifically stated in C-3, the service provider is responsible for furnishing everything required to perform the function.  If necessary, C-4 specifies any minimum quality standards and government reimbursement policies for approved items.  

	C-5
	Specific Tasks
	Identities the specific tasks, listed in a logical order and grouping like items or work units together.  The team may use graphic depictions such as flow charts, maps, or drawings to add clarity to the task descriptions.  This section does not specify how a service provider must perform the work, only what must be done.  If the task is not in the PWS, the service provider is not obligated to perform it.  

	C-6
	Publications and Forms
	Lists the most current relevant technical manuals, technical orders, regulations, manuals, specifications, and forms.  Typically, the listing will include a column to identify whether the reference cited is mandatory (M) or advisory (A).  

	
	Technical Exhibits
	Supplement the PWS text.  Technical Exhibits may include detailed workload data (historical and/or projected; a Performance Requirements Summary with performance standards, directives, and instructions; sample required reports; maps; and floor plans.  Based on guidance from the CO, the Technical Exhibits may be at the end of the PWS, divided by each section of the PWS, or included in Section J of the solicitation.  


C.1.3.6.2 Section C-1 General Information

Section C-1 focuses on the work environment for the service provider and addresses the work environment regardless of the particular source selected.  Offerors use this section to identify the general procedures they must follow to perform the function in the NIH and government environment.  The following is a list of topics commonly found in Section C-1:

· Scope of work 
· Background information
· Personnel support
· Quality Control (QC)
· Quality Assurance (QA)
· Security and safety
· Ethics and conflict of interest
· Hours of operation
· Conservation of utilities
· Government rights
· Management Plan (MP)
· Contingencies
· Future Requirements
The section often includes information about NIH as a whole, as well as the specific IC served by functions under study.  The PWS Team may also include additional information relevant to the function or the work environment in Section C-1.  

NIH has already documented the majority of the information needed to complete Section C-1 in current NIH policies and procedures.  The PWS Team must ensure that the policies and procedures will be valid throughout the performance periods of the contract or Letter of Obligation.  The performance period is usually a base year plus four option years.  The “base year” is the first full year of performance after a competition decision.
The following excerpts from Exhibit C.1-1 illustrate the PWS Layout and the Quality Control Program in C.1:

sample of C-1 – PWS Section 5 layout

	C.1.6
Layout of Section C

C.1.6.1
Section C Contents

•
[C-1 – C-6 outlined here]

C.1.6.2
Functional Areas

Functional Areas are found in Section C-5, Specific Tasks.  The Functional Areas are organized into the following broad work categories:

•
5.1
Food Services General Information 

•
5.2
Nutrition Call Center Functional Area 

•
5.3
Main Kitchen Functional Area

•
5.4
Metabolic Kitchen Functional Area

•
5.5
Contingency Planning


C.1.6.3
Workload Data

[Summary information regarding workload presented throughout the PWS, with references to the PWS Technical Exhibit or Exhibits.]

C.1.6.4
Other Document Information

C.1.6.4.1
Technical Exhibits.  Technical Exhibits provide supplementary information and can be in forms of text, tables, graphs, or maps.  Technical Exhibits may be referenced from any part of the PWS.  Technical Exhibits for Section C have a 5-digit number that links them to a designated PWS Section; e.g., Technical Exhibit 5.3-002 is the second Technical Exhibit referenced from Sub-Functional Area 5.3.

C.1.6.4.2
Pagination.  Pagination for all parts of the document is sequential with prefixes designating the PWS Section.  Section C begins with the letter “C.” Examples are C.1-12 for Section C.1 or C.5-40 in Section C.5.  Technical Exhibits will have a page number such as TE 1.2-001-5, which would designate page 5 of Technical Exhibit 1.2-001.  

C.1.6.4.3
Reports and Data List (RDL).  The Service Provider shall compile historical data, prepare required reports, and submit information as specified by RDL in this PWS.  RDL may be referenced from any part of the PWS.  RDL for Section C have a 3-digit number which links them to a designated PWS Section, e.g., RDL 503R001, is the first RDL referenced in Section C-5.3.  The RDL is located in Technical Exhibit 1.2-002

C.1.6.4.4
Bidder’s Technical Library (BTL).  [Information about the Bidder’s Technical Library, if one is created for the competition.  A Bidder’s Technical Library is a group of documents that are housed either in a physical location or in electronic media (e.g., on a Web site) that provide additional information regarding the functions to be bid.  They are often used for large or complex functions that require schematics, facility maps, diagrams, or other very large documents that are not easily included in a solicitation.]


sample of C-1 – quality control program 

	C.1.6.5
Quality Control Program

The Service Provider shall develop and implement a proactive program to achieve and maintain quality performance. The Service Provider’s program shall ensure PWS requirements are being accomplished in accordance with the specifications of this PWS and industry standards.  A sustaining focus throughout the program shall be the attainment of continuous quality improvement.  The Program shall emphasize deficiency prevention over deficiency detection.  The Service Provider’s Quality Control Program and any services performed will be accepted by the Project Officer only when in full compliance with this PWS and the Federal Acquisition Regulation (FAR).      

C.1.6.5.1
Quality Control Plan.  The Service Provider shall develop and maintain a Quality Control Plan (QCP) describing actions and activities to take place in the Quality Control Program.  The Service Provider shall submit a QCP with the proposal to perform the work within the PWS (RDL105R001).  The Service Provider’s draft QCP submittal shall be provided to the Project Officer 10 calendar days prior to the Base Year Period of Performance start date based upon the Plan submitted with the Service Provider’s proposal.  The QCP will be reviewed and comments provided to the Service Provider.  The Service Provider shall make changes based on the comments and submit the final Quality Control Plan within 10 working days after receipt of the Government’s comments.  The Service Provider shall implement the QCP upon receipt of Project Officer approval.  The Service Provider shall update the QCP continuously as improvements are made in the Program, or as procedures and/or requirements change.  

C.1.6.5.2
The Service Provider shall submit any changes in the QCP to the Project Officer for approval prior to implementation.  At a minimum, the Service Provider shall review, update, and submit a revised QCP to the Project Officer for approval 14 calendar days prior to the start of an option period.  The Service Provider shall use the most current Project Officer approved QCP (RDL105R002).  

C.1.6.5.3
[Insert quality control requirements specific to the work to be performed.]


C.1.3.6.3 Section C-2 Acronyms and Definitions 
Section C-2 defines terms and acronyms used in the PWS.  This section is typically a pair of matrices or tables listing terms and acronyms in alphabetical order. A template of Section C-2 is included in the template PWS found in Exhibit C.1-1.
The following excerpt from Exhibit C.1-1 illustrates this section:

sample of C-2 – Acronyms and Definitions

	2.1 
GENERAL

As used throughout this PWS, the following terms and acronyms shall have the meaning set forth below.

2.2 
ACRONYMS

[Listing of all acronyms used in the PWS.]

Acronym

Meaning

EA

Example Acronym

2.3 
DEFINITIONS

[Definitions associated with the work to be performed as well as the general contractual terms used in the document.]

Term:  Definition: A definition provides the meaning of a word or phrase.


C.1.3.6.4 Section C-3 Government-Furnished Property and Services
Section C-3 identifies the Government-Furnished Property (GFP) and services that the Government will provide to the service provider to perform the work defined in the PWS.  GFP includes items, such as facilities, equipment, materials, and services, that the Government owns and which the service provider may use during performance of PWS specific tasks at no cost.  This section typically includes a description of the property and services provided to the service provider, requirements associated with the GFP (such as maintenance or repair requirements), and specific lists of items (as applicable) in an exhibit.  A template of Section C-3 is in Exhibit C.1-1.  

Government-furnished services may include the following:

· Utilities 
· Mail (US, FedEx, etc.) and NIH-based distribution
· Telephone service
· Custodial service 
· Refuse collection 
· Equipment maintenance 
· Data processing 
· Transportation 
· Police or fire protection 
· Emergency medical response and treatment
The PWS Team must work with functional experts and the CO to identify which property and services the Government will provide.  For some functions, it is important to provide GFP to the service provider; however, in some situations it may be more beneficial not to provide GFP.  For example, if a function relies on a large number of supplies and materials to complete its work, the service provider may not be able to perform its services adequately because of problems within the (government provided) supply system.  Normally, it is preferable to allow the service provider to control the subtasks, such as supply purchasing, required to perform its services.  

Similar to the policies and procedures listed in Section C-1, the PWS Team will need to coordinate with appropriate offices within NIH to ensure the GFP will be available through the duration of the performance periods.  If any GFP will not be available for the duration of performance, the PWS Team must note that information in this section, along with direction to the service provider regarding replacement equipment and consideration of this fact in offerors’ proposals.  
The following excerpt from Exhibit C.1-1 illustrates this section:
sample of C-3 – Government Furnished Property

	C.3 
GOVERNMENT FURNISHED PROPERTY, MATERIALS, AND SERVICES

The Government will provide the facilities, utilities, equipment, and materials described herein as Government-Furnished Property (GFP).  GFP may consist of Government-Furnished Facilities (GFF), Government-Furnished Equipment (GFE), and Government-furnished utilities placed in the Service Provider’s custody.  The Government will also provide certain services to the Service Provider.  At the completion of the PWS, the GFP shall be returned to the Government in the same condition as received, except for reasonable wear and tear.  Notwithstanding any other provision of this PWS, while GFP is in the possession of the Service Provider, title and other ownership interests in such GFP nonetheless remains vested in the Government.  GFP may be used only for official Government purposes related to the execution of work under this PWS.  

3.1 
GOVERNMENT-FURNISHED FACILITIES

The Government will furnish or make available to the Service Provider appropriate facilities at the work location or portions of those facilities for performance of this PWS.  The Service Provider shall not make any alterations to Government-furnished space except as specifically approved in writing by the Project Officer or designee.  The Service Provider shall share some facilities with the Government.  The Service Provider shall coordinate with the Project Officer or designee for maintenance or repair requests.  

3.1.1 
[Insert facility-specific requirements and information here.]

3.2 
GOVERNMENT-FURNISHED EQUIPMENT 

The Government will furnish the equipment currently used by the incumbent Service Provider for the performance of work required by this PWS.  The Service Provider shall replace, at no expense to the Government, GFE that is damaged beyond economical repair due to Service Provider misuse or negligence, as determined by the CO.  

3.2.1 
[Insert equipment-specific requirements and information here.]

3.3 
GOVERNMENT-FURNISHED SUPPLIES

The Government will also furnish basic office supplies and supplies used in support of current operations including toner cartridges and copy paper.  

3.3.1 
[Insert supply-specific requirements and information here.]

3.4 
GOVERNMENT-FURNISHED SERVICES

The Government will furnish the following services for purposes of this PWS: utilities, facility maintenance, custodial services, fire protection [for on-campus functions only], and telephone services.  These services shall not be used for any other purpose outside the scope of this PWS.  The Service Provider shall coordinate with the Project Officer or designee to find the appropriate office for the provision of these services as necessary.

3.4.1 
[Insert Information Technology services-specific requirements and information here.]

3.4.2 
[Insert other services-specific requirements and information here.]


C.1.3.6.5 Section C-4 Service Provider-Furnished Property and Services
Section C-4 identifies items that the service provider must furnish, referred to as “Service Provider-furnished.”  Normally, with the exception of the items and services specifically identified as Government-furnished in Section C-3, the service provider is responsible for furnishing everything required to perform the work required by the solicitation.  Section C-4 may also specify minimum quality standards and Government reimbursement policy for approved Service-provider furnished items.  A template of Section C-4 is in Exhibit C.1-1.  

C.1.3.6.6 Section C-5 Technical Description of Work
Section C-5 is one of the most important parts of the PWS and solicitation.  This section identifies the specific tasks required of the service provider.  Typically, this section lists the tasks in a logical order, grouping like items or work units together.  The PWS Team may choose to use graphic depictions such as flow charts, maps, or drawings.  This section does not specify how a service provider must perform the work, only what must be done.  If a task is not included in the PWS, the service provider is not obligated to perform it.  The Contracting Officer would be required to issue a modification to require it, at which point the service provider may bid costs in addition to those established in its original bid.  A template of Section C-5 is in Exhibit C.1-1.  

State specific task requirements in terms of the outcome provided to the customer.  Do not specify intermediate steps unless government action is required at an intermediate step.  If such an action is required, do not make the intermediate steps separate requirements.  For example, the PWS should contain the following items as a SINGLE requirement:

· Prepare document outline and submit to the Project Officer for review
· Revise document outline based on Project Officer comments
· Prepare draft document and submit to the Project Officer for review
· Revise draft document based on Project Officer comments
· Prepare final document and submit to the Project Officer for review
· Make final changes based on Project Officer comments, if required
· Submit revised final document to the Project Officer, if required
One method to write the above requirements is as follows:  

Requirement:  The Service Provider shall prepare Document within 180 days of Start Date, including outline, intermediate draft, and revised final (if required), and submit it to the Project Officer.  The Service Provider shall submit a draft schedule for completion of Document, its outline, and drafts to the Project Officer within 5 days of Start Date and, after approval of the schedule, shall meet its requirements.  The Service Provider shall implement all input provided by the Project Officer for the schedule, Document, outline, and drafts.  

The PWS workload should state this requirement as a single work count, as well – the outcome is a single document, albeit with multiple drafts.  Each requirement must have measurable workloads included in the workload technical exhibits, and measurable performance standards in the Performance Requirements Summary.  
The following is a sample of the PWS from Exhibit C.1-1.

C-5 Sample Technical Description of WOrk
	C.5 
Technical Description of Work
[Insert a summary of the specific work requirements.]

5.1 
GENERAL INFORMATION

5.1.1 
Work Management and Control

[Insert requirements associated with receipt, assignment, and management of work requests.]

5.1.2 
General [Function] Requirements

5.1.2.1 
[Specific Requirement]

[Insert general requirements not specifically associated with an area of work.  This may include management reports, inspections, overall maintenance requirements, or other requirements that are associated with multiple areas.  Do not include personnel requirements, hours of operation, security requirements, safety requirements, maintaining facilities, requisitioning, purchasing, receiving, or maintaining supplies and equipment associated with completing the work to be performed.  Include such items in Sections C-1, C-3, and C-4.

5.2 
FUNCTIONAL AREA

[Summarize functional requirements here.  Do not include specific work requirements (4th level paragraphs), performance measures (the PRS), or workload (workload technical exhibits).]

5.2.1 
Sub-Functional Area

[Summarize sub-functional area requirements here.  Do not include specific work requirements (4th level paragraphs), performance measures (the PRS), or workload (workload technical exhibits)]

5.2.1.1 
Requirement

[State the requirement in terms of the outcome provided to the customer.  Do not specify intermediate steps unless government action is required at an intermediate step.  If such an action is required, do not make the intermediate steps separate requirements.  

Ensure that each requirement has measurable workloads.  Include these in the workload technical exhibits.  Ensure that each requirement has a measurable performance standard.  Include these in the PRS.]


C.1.3.6.7 Section C-6 Publications and Forms

Section C-6 contains a list of all technical manuals, technical orders, regulations, manuals, specifications, supplements thereto, and forms which the service provider must follow to meet the Performance Standards of the PWS.  This section is normally a matrix or table that lists the appropriate publications and forms.  Frequently the matrix will include a column to identify whether the publication or form is mandatory (M) or advisory (A), and may include the location of available electronic versions..  Publications are normally mandatory if they are regulatory or legal in nature.  Advisory documents include optional forms and non-regulatory guidance such as standard operating procedures.  A template of Section C-6 is shown below and is in Exhibit C.1-1.  

C-5 Publications and Forms

	C.6 
PUBLICATIONS AND FORMS

Publications and forms applicable to this document are contained herein.  The Service Provider is obligated to comply with these publications and use these forms.  The Service Provider shall accomplish the tasks set forth in this document in accordance with the references listed.

The Service Provider shall establish and update, as required, a file of all required publications listed in this section as well as those cited throughout the document.  Supplements or amendments to listed publications may be issued during the life of the performance.

The Service Provider shall ensure that all publications are up-to-date.  Upon completion of the requirements, the Service Provider shall return to the Government all issued publications.  

6.1 
PUBLICATIONS

Publication / Web Site

Title

Date

Mandatory (M) or Advisory (A)

6.2 
FORMS

Publication

Title

Date




C.1.3.6.8 Technical Exhibits

Technical Exhibits supplement the text of the PWS, providing more details and information on specific subjects in the PWS.  Technical Exhibits may contain workload tables (historical or projected); a Performance Requirements Summary with performance standards, directives, and instructions; equipment lists; sample required reports; maps; and floor plans.  The number and type of technical exhibits will depend on the function and the best way to convey the information.  The PWS Team may choose to consolidate the Technical Exhibits at the end of the PWS, insert them after each section of the PWS, or include them in Section J of the Solicitation.  The PWS Team may wish to coordinate with the CO to determine where the technical exhibits should be located.

C.1.3.7 The Link between the PWS and the Outcome of the Competition

The development of the PWS is one of the most critical tasks of the competition process, with every subsequent activity relying on the information presented in the PWS.  
Once developed, the PWS becomes the basis for the MEO and private sector proposals.  The CO and QA personnel also use the PWS document to monitor requirements, workload, and performance standards during post competition accountability.

Inaccuracies will cause difficulties for offerors and for performance accountability after a decision.  Failure to develop a complete and thorough PWS will result in incomplete proposals and the potential for expensive contract modifications after award.  If a performance standard is unreasonable or inaccurate, the service provider is still required to meet the standard unless it is formally changed.  Also, the MEO Team may interpret and understand the requirements differently than a contractor, which can affect the proposed staffing for both offerors and, therefore, the costs associated with the bids and performance award decision.  Therefore, the accuracy and completeness of the PWS can greatly affect the outcome of a competition and is a critical consideration in all of the PWS Team’s work. 

C.1.3.8 Develop the PWS

The PWS is a comprehensive and detailed document, which requires significant effort on the part of the PWS Team in gathering and developing all of the needed elements and information.  The PWS Team must identify all essential functions, requirements, and performance factors.  This includes the location of the work, the units of work, the quantity of work, and the quality and timeliness standards associated with producing those work units.  The following steps outline how the PWS Team develops the PWS, from gathering the information to constructing a useable and well-written statement of work.

The PWS Team should objectively answer the following questions with regard to determining PWS requirements:
· Is performing the requirement critical to the mission of the organization?
· Are new or fluctuating requirements accurately depicted?
· Can the requirements be grouped into logical business units consistent with industry practices promoting an effective competition?
· Is the requirement, including performance standards and workload, affordable for the agency?
· Are inherently governmental tasks clearly excluded from all requirements?
C.1.3.8.1 Gather Initial Data and Documents

The PWS Team’s initial focus will be to gather data that will provide complete descriptions of contractible tasks and services that will be subject to competition.  Much of these data should have been gathered by the Preliminary Planning Team (see Section B.2), and the most common first step for the PWS Team is to start with readily available information.  The following is a sample list of data the PWS Team should collect if it was not gathered during preliminary planning: 
· FAIR Act Inventory for the function.
· Mission and function statements for the function and its customers (where applicable). 
· Organization chart(s) (These should be at a level that depicts where affected employees fit into the unit or division, by name and unit code).
· List or roster of supervisors and employees performing the work under study in the competition, including current position titles and grades.
· Applicable policies or regulations related to the function.
· Standard Operating Procedures (SOP), work process documentation, and accepted performance measures and standards.
· Employee costs including premium and special pay information.  This information is gathered for each position, title, and grade in paid hours by type of premium pay (e.g. overtime, night pay, shift pay, holiday pay, Sunday pay, and hazard pay), rather than in dollars. 
· Current employee Position Descriptions (PD).
· All available workload records and data (e.g. service orders, task orders, work logs, spreadsheets, or other applicable logs).
· Current or existing contracts supporting the function (this may include the statements of work and associated contract costs).
While the PWS Team often has a detailed understanding of the function from documents gathered, the initial data collection is usually insufficient to prepare a comprehensive PWS.  In order to develop a thorough PWS, the PWS Team will need to use other data and information gathering strategies to supplement the data call.  
Note: The PWS Team should be aware that they might be asking for data that the Preliminary Planning Team previously collected, and that the MEO Team may ask for again.  The PWS Team should take care to explain that the firewall requirements often mean that two or more separate groups will ask for data, and that the groups cannot share the data that they have collected.  
C.1.3.8.2 Interviews 

The best source of knowledge about any given function or task is the individual that regularly performs the activity.  Therefore, interviews are usually useful in providing the PWS Team with a comprehensive view of requirements.  The interview process can also provide a well-rounded perspective on the daily intricacies of the operation and augment the information gathered during the data call.
Note:  If interviews occurred during Preliminary Planning, the PWS Team will not need to repeat all of the interviews during PWS development.  Instead, the PWS interviews should focus on clarifying and confirming previously gathered data.

focus of interviews
	Key Areas of Interest
	Comments

	What are the key tasks and subtasks performed?
	Focus on the “what” not the “how.”  Identify essential requirements that represent work that will continue to be required in the future.  Determine which tasks are government-in-nature (inherently governmental or commercial core) and exclude those from the list.  

	What are the performance standards that relate to this work?
	Identify standards and applicable performance indicators that are currently in place.  Determine the source of the standards such as NIH guidance documents or other authoritative sources.  Determine whether any of the standards indicate “compliance” requirements based on legal or other mandatory authorization.

	What are the units of workload associated with the work, and how does the function track workload?
	Identify units of work (count of outputs) that are relevant to the task and whether there are existing workload tracking systems available for workload data collection. Determine seasonal fluctuations or non-normal duty hours involved in performing the tasks.

	Are there varying degrees of complexity associated with this work, or is the level of complexity consistent?  If varying complexity, what are the primary characteristics that differentiate the complexity?
	Focus on the variation of complexity – often interviewees misinterpret this question, thinking it relates to whether or not the work is complex. Use only when complexity variation differences result in differences in resource requirements (e.g. level of expertise) or time requirements (e.g. take longer to perform) and ensure that the workload count can be collected based on the defined complexity levels.

	Are there contractors/other service providers that perform this work?
	Secure copies of existing contracts or sets of requirements used to secure any contract support.

	Are there special professional qualifications and/or security clearances required to perform the work?
	Secure copies of qualifications or certification processes.


C.1.3.8.2.1 Identifying the Interviewees
In order to get the information described above and in planning whom to interview, the following are some points to consider:

· Supervisors can provide an overview of the organization and function and identify specific individuals or groups to interview.  
· The PWS Team should cover all work areas (i.e., locations and types of activities) in the interviews and, where possible, interview at least two employees in each area.  Interviewing multiple people within one area will increase the probability that the PWS Team receives and understands the information accurately.
· Participation should be encouraged, but no one should pressure employees to participate if they are uncomfortable.
· One-on-one meetings are the preferred method for interviews; however, small group interviews can be useful when employees perform very similar functions or are uncomfortable in a one-on-one situation.  
· The size of group interviews should be limited to allow all participants to contribute.  Group interviews are normally the most effective when no more than three employees participate.  
· The ratio of interviewer to interviewee should be no more than two to one for individual interviews and no more than three interviewers for a group session.
· Although supervisors often want to attend interview sessions with their employees, it is better to allow employees the opportunity to contribute without supervisors present.  Interviewees are more likely to be forthcoming with accurate information and be more comfortable when supervisors are not present. 
Note: When bargaining unit employees are included in the affected population, the PWS Team will need to follow applicable bargaining unit agreements for contacting and meeting employees and should offer the employee the opportunity to have a representative from the bargaining unit present during the interviews.  While all employees should be aware of the interview process and the typical questions asked, it is particularly important to ensure the bargaining unit also understands the process.  
Note: Interviewers should clearly state that the information gathered from employees is not used to evaluate their performance, nor the performance of individuals associated with them and that the PWS covers an entire function and is not specific to any individual.  
C.1.3.8.2.2 Planning and Scheduling the Interviews

The supervisor is often the point of contact through whom interviews are scheduled, and s/he may have preferences for days and times.  The PWS Team will need to coordinate with the supervisor to ensure minimal disruptions to daily work operations.  

The PWS Team may want to post a schedule of the interviews for the affected employees and bargaining unit representatives (when applicable) to keep everyone informed.  Providing a schedule allows the interviewees to see available times and adjust their own interviews if a conflict arises.  A sample interview schedule is in Exhibit C.1-2 and shown below.
	[Study Name] Interviews
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	8:00
	Interview 1
	
	Interview 5
	
	Interview 9
	

	8:30
	
	
	
	
	
	

	9:00
	
	
	
	
	
	

	9:30
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The following are some additional considerations:

· Schedule 1 ½ to 2 hour interviews for individuals and 2 to 4 hour interviews for groups. 

· Arrange for the use of space that is conducive to the interview process, away from the workspace, and free of distractions.

· Develop a format for gathering data that ensures consistent documentation and which facilitates consolidation of data for analysis and inclusion in the RD.
· Use an documentation method that maximizes participation, dialogue, and the validity of the information received (e.g. electronic note keeping with a projection system).

· Determine how documented interview data will be shared and validated (with interviewees), and how additional information they may wish to share after the interview can be delivered to the PWS Team. 

C.1.3.8.2.3 Conducting the Interviews

The objective for conducting interviews is to obtain clear and detailed information regarding the activities of the function under study.  Good questioning techniques and active listening skills are essential to ensure good participation and results.  The interviewer should remember that each interview and interviewee is different, and people respond to the interview situation in different ways.  The interviewer should be flexible and adapt to each person and situation as needed.
The interviewers must document the information that employees provided during interviews thoroughly and accurately.  A good practice is to use a standard interview form and questions that give the interviewer a template with which to conduct each interview and ensure that all critical areas of inquiry are covered.  A standard form can also help the PWS Team consolidate interview data at the end of process (below and in Exhibit C.1-3).  Exhibit C.1-3 also includes a supervisor version of the interview.
PWS Data Collection Sheet – Employee Version

	Organization:

	Interviewee:


	Interviewer:


	Date:



	List of Functions and Tasks Performed:



	Task Procedures, Workload Estimate (Type and Number of Units, Frequency), Technical Estimate and Standards:



	Qualifications, Skills Required and Certifications: 


	Safety Requirements:


	Seasonal Workload Variations:


Yes
No
	Months:


1
2
3
4
5
6
7
8
9
10
11
12



	Time Restrictions:



	Currently Being Performed:


Yes
No
	% Currently Being Performed: 

	Methods Of Time Documentation:



	Coordination Requirements: 



	Delay Factors:



	Reporting Requirements:


	Records Maintained:


	Facility Number and Location:


	Work Area Description (Furniture, Size, Etc):


	Supplies Required:


	Tools and Equipment Required:


	Training Required:


	Systems Used:


	Measures of Quality and Acceptable Quality Levels:



In addition to gathering detailed information about the specific tasks performed by each employee, the interviewers should also gather information on other PWS requirements (e.g. special professional qualifications, security clearances, workload, performance standards (quality and timeliness), seasonal workload fluctuations, overtime, special projects or tasks, supplies, and equipment).
Since the information gathered during the interview process will become the basis for a public solicitation, it is procurement sensitive.  As such, the PWS Team should develop a method for storing data that is accessible only by team members.  Once the interviews are finished, the PWS Team should consolidate the information into generic lists of tasks and requirements and remove any connection to specific employees.
effective interview checklist
	
	Use a standard format form (see Exhibit C.1-3) to ensure comprehensive and consistent data collection

	
	Document the interview in real-time if possible (e.g. using electronic note taking shown on projection system) to promote discussion and to validate data being captured

	
	Advise interviewees of process to be used for sharing and validating information gathered during interviews if real-time sharing is not feasible

	
	Provide a means for additional data sharing after conclusion of interview (e.g. e-mail address, point of contact)

	
	Make sure all interviewees are heard and demonstrate interest in their input (take down more than required, and eliminate extraneous data later) 

	
	Allow for some level of “venting” and provide referral information for all the “what about me” questions that will arise (e.g. what, where, and how they can get their questions answered) 

	
	Adjust your style and process, as needed, to meet individual or group needs


C.1.3.8.3 Gather Workload Data

Workload is the measurable work unit for each task and is the way for offerors to determine the level of effort required to meet the PWS requirements.  The best sources of workload are fully auditable sources (e.g. databases, management information systems, and formal paper logs and documentation).  While still helpful, task lists, SOPs, and employee interviews are less preferable sources of workload.  
In addition, existing or past contracts can also be useful to help identify and validate appropriate workload standards.  This is particularly helpful when the contract work will be included in the competed function. 
The PWS Team should also identify and include seasonal fluctuations and anticipated increases or decreases in workload because the performance period is usually a base year plus four option years.  The “base year” period of performance is the first full year of performance after a competition decision.   An example of a change in workload might be if there is an initiative to roll out new software to an entire agency three years in the future, the workload in the PWS should note this fluctuation and provide an estimate of the increased work.   
Note:  If the Preliminary Planning Team gathered detailed workload data for during the Preliminary Planning phase, this step will involve validating and confirming the workload, clarifying any discrepancies that may exist, and ensuring that the workload provides a clear and measurable tie to the performance outcomes defined in the PWS.

C.1.3.8.3.1 Workload Data Call
The PWS Team may find the best way to gather workload information is to issue a standard request for workload data.  The best way to put together a data request is to first identify the key workload indicators based on the identified tasks.  If the PWS Team is unable to identify a clear workload indicator, the team may ask managers or functional experts to identify good workload measures.  The workload data request often becomes a Technical Exhibit in the PWS, indicating the workload information.  A workload data request template is in Exhibit C.1-4. 
C.1.3.8.3.2 Estimating and Tracking Workload

When gathering data, the PWS Team may find that there is not a full year of data available; for example, the task may be new or the organization has only performed it for a few months.  For these circumstances, it is necessary to extrapolate or estimate that data to cover 12 months.
If the PWS Team discovers that they cannot use the available data or that no data exists for a particular task, they may choose to develop a technical estimate of the workload.  If there is sufficient time to gather more data, it is preferred that the PWS Team collects accurate data during PWS development.  In many cases, the Preliminary Planning Team may have already identified data deficiencies and implemented work tracking procedures.  If not, there are many options to collect data and if implemented soon enough, this process can yield high-quality data and provide the team with a solid basis with which to make an accurate estimate. 

To collect workload data in an efficient and credible manner, the PWS Team will need to establish a formal data collection mechanism, determine the data collection procedures, and provide training to the affected employees as needed.  The PWS Team must also identify members who will conduct the data collection efforts, coordinate with management, and monitor the process for accuracy. 
Data collection mechanisms can include the following

· Developing new databases to capture the workload over time.

· Manually counting the tasks. 

· Conducting a time study to observe and document a task over a specific period of time.  

Once the PWS Team collects and compiles the data, the team can extrapolate the result to cover a complete fiscal year.  Clearly, any of these mechanisms can be disruptive and time consuming to implement; therefore, the PWS Team should employ new data collection mechanisms only when adequate, reliable data are not available through other means.

C.1.3.8.3.3 Compiling the Workload Data
The standard sheet for compiling workload data is shown below.  This table identifies the task number (A) and the tasks (B) for the function in the two far left columns.  The third column identifies the unit of measure (C) that best identifies the level of effort for that task.  The next 12 columns (D) represent the months of the last year of measurable workload.  Typically, the workload comes from the most recent, completed fiscal year before the start of the competition.  The final two columns provide total annual workload (E) by task and any necessary comments (F).  This format is appropriate for the data call or just for the PWS.

workload data sample
	Task #

(A)
	Task

(B)
	Unit of Measure

(C)
	FY Months (October 05 to September 06) (D)
	Annual Workload

(E)
	Comments

(F)

	
	
	
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	11
	12
	
	

	C.5.1
	Complete Quarterly Report
	# of Reports
	0
	0
	1
	0
	0
	1
	0
	0
	1
	0
	0
	1
	4
	Reports must be submitted by the 15th of the month

	C.5.2
	Reconcile Purchase Requests
	# of Purchase Requests
	5
	2
	1
	6
	2
	4
	1
	0
	8
	1
	2
	1
	33
	


Displaying the data in the manner shown above clearly links the workload to specific tasks.  If the same workload applies to more than one task, note the linkage in the comments column.  
This format will also help the PWS Team identify where there are cyclical or seasonal workloads.  These may or may not coincide with performance periods or fiscal years.  For example, if there is a requirement to produce a specific report once per year during the month of June, it is important to provide enough information to a prospective offeror that they understand the majority of the effort for the annual workload in that specific time frame.  Providing this information will help all offerors plan appropriate staffing levels during peak and off-peak periods.

Note:  Remember, the best workload data is fully auditable (documented) and comprises the most recent completed fiscal year.  Major workloads should never come solely from technical estimates developed by either staff or the PWS Team, since inaccuracies in major workload items will significantly affect the validity of all offers.
C.1.3.8.4 Develop Performance Standards

All PWS tasks must include performance standards and identify ALP.  In a performance-based contract, performance standards allow for the following:

· Assess (i.e., inspect and accept) the work during the period of performance;
· Provide a common output-based related basis for preparing private sector offers and the agency tender; and,
· Make comparisons of the offers and tenders to the PWS.

Note:  If the Preliminary Planning Team developed performance standards, this step will involve verifying the performance standards and ensuring that they provide a measurable and realistic evaluation of the performance outcomes in the PWS.
C.1.3.8.4.1 Source of Performance Standards
Performance indicator descriptions

	Performance Indicator
	Description
	Examples

	Quantity 
	Measures the amount and level of work completed
	· Number of pictures taken

· Number of library items issued

· Number of lines typed

	Quality
	Measures how well outputs measure against a standard.
	· Item reject rates
· Number of customer complaints

	Timeliness
	Measures average lapsed time to complete a work unit compared to a requirement.
	· Response time
· Average time to issue supply

· Average time between work request and completion

	Effectiveness
	Measures mission performance
	· % of items operable 

· equipment downtime


Note:  The cost – total or by unit – is another performance indicator.  It is, however, seldom used for this type of competition.
Performance standards may come from organization directives or documented historical data of NIH performance.  If not, the PWS Team must establish standards.

Some important steps include:

· Identify any existing performance standards for each task (more often found for timeliness than other elements unless the work is highly regulated or monitored).  
· Determine the current level of performance (may or may not be the “published” standards).

· Establish standards to state the characteristics of properly completed outputs.

· Ensure that standards are attainable under normal operation without increases in cost (avoid demanding more than is required).  

· Ensure that standards reflect the criticality of the work (routinely backlogged work may not need a standard for timeliness but may need one for quality).

Sources for performance standard options include published and recognized established commercial and industrial sources.  These sources are most common for engineering type functions such as facility engineering, building construction, and maintenance.  However, non-engineering activities, including service and administrative functions, also employ performance standards.  Normally, such standards involve productivity or quota standards and occasionally measure other aspects of quality.  
Note: Most commercial standards will not fit the function being competed perfectly; however, they can provide an established and recognized source to begin performance standard development.  
C.1.3.8.4.2 Establishing Acceptable Levels of Performance (ALP)

No one is a perfect performer, therefore establishing perfect performance as the acceptable level expected is not realistic.  An allowable error rate for the critical outputs of each required service must be determined.  ALPs are normally a percentage value of the total number of outputs expected during a specified time (normally a month).  Using performance indicators with their associated standards, the PWS Team must indicate what error rate to allow, based on organizational directives, historical records of how well the government has provided the service or team decision.  Only in extremely critical work (e.g., health and safety related) should an exceedingly low or “0” rate be acceptable.  The results of low or no ALP rates must be balanced against the cost of ensuring that problems do not occur.  ALPs are listed for each task area in the PWS.
C.1.3.8.4.3 Example of Performance Standard
The following chart demonstrates how the performance indicator and acceptable level of performance are described in the PWS.

sample performance standard

	Task: Process still photography

	Performance Indicator
	Standard
	Acceptable Level of Performance

	Timeliness (Turn-around time)
	3 workdays
	5%

	Quantity (Number of 8 X 10 photographs)
	110 per month
	4%

	Quality  
	Meet defined standards or color and clarity
	2%


C.1.3.8.5 Write the PWS
After obtaining all the necessary data and information, the next step is to develop the actual PWS document.  The PWS Team must find a way to put the information gathered during interviews and data collection efforts into a coherent, concise, unambiguous, and understandable format and style.  The PWS, when completed, states the requirements that offerors must meet to perform the activity under study successfully.  

PWS writing considerations

	Consideration
	Discussion

	Style
	Write in a technical style of writing, assembling all required technical information into an exact, orderly, and simple statement of the facts.  Use sentence structure that is exact and precise with a minimum of punctuation.  

	Language
	Use the simplest words and phrases possible.  Avoid ambiguous terms such as “any”, “either”, “and/or”, or “etc.” which are not specific enough for PWS requirements.

	Terminology
	Be careful of the terminology used.  Use the same words and phrases throughout the PWS to signify the same concepts.  

	Performance-based
	Describe the work requirements, not how to do the work.  Unless it is essential to satisfy the Government’s minimum needs or required by law, the PWS will not indicate how to accomplish the work.

	Acronyms
	When using an acronym, first spell-out the word or phrase it represents, then show it in parentheses.  All acronyms are in Section C.2, Definitions and Acronyms of the PWS.

	Use of Numerals
	Whenever numbering is required in the body of the PWS or the exhibits use the numeral format – do not spell it out.


While Section C-1 through C-4 are important and provide necessary information to the offeror, Section C-5 is the principal section of the PWS, as it establishes the tasks to be performed by the service provider.  C.1.3.8.5.1 provides a sample format for Section C-5 with clearly identified tasks and paragraph numbering system for easy reference. 
C.1.3.8.5.1 Writing Section C-5 of the PWS
The PWS Team typically writes Section C-5 of the PWS in outline style, dividing specific work requirements by larger functional areas.  The following is an example of a recommended paragraph structure used in a PWS.  Since this is Section C-5 (first level), the numbering for the paragraphs in this section start with the number five.
5.1 Functional Area (second level).  The Functional Area paragraph defines the category of work and provides general information and specifications.  The size and the number of functions will determine how broad this section is and how many second level paragraphs there are.  Categories such as “Work Management and Control,” “File Management,” and “Correspondence Services” are typical second level categories.
5.1.1 Performance Category (third level).  The Performance Category further defines the categories of work and provides additional general information and specifications.  Again, the size and number of functions will determine how specific this section is.  Categories such as “Grants Correspondence,” “Systems Maintenance,” and “Maintenance Requests” are typical third level categories.
5.1.1.1 Task (fourth level).  The fourth level shows the actual task requirements related to the performance category.  The level of detail at the fourth level must be sufficient to describe the task requirements.  For example, tasks listed at the fourth level for “Grants Correspondence” may include “Receive Correspondence,” “Research,” and “Prepare Correspondence Response.”  
5.1.1.1.1 Sub-Task (fifth level - optional).  The fifth level may or may not be necessary depending on the function and the tasks identified at the fourth level.  Typically, the fifth level provides additional detail when the task description at the fourth level is not sufficient to describe the requirements.  For example, under “Receive Correspondence,” the PWS Team may choose to subdivide the task into “Log Correspondence” and “Pull Grant File.”
The PWS Team can adjust the format of the PWS to best convey the requirements of the function.  The number of levels depends entirely on the complexity and diversity of the function being competed.  The format shown above presents the tasks in a recognizable and easily understood format.  The format guides the PWS Team to identify each task performed by the function at a similar level of detail.  Using an outline format also describes tasks at a level that will help ensure only commercial tasks are included in the PWS.  

C.1.3.8.5.2 Language and Performance-Based Terminology

The following is an example of how an interviewee may describe their responsibilities and how the PWS Team would interpret those tasks into performance-based terminology.

samples of performance based task descriptions

	Interviewee
	Interviewee’s Task Description
	Performance-Based Task Description

	Mechanic
	Change the oil of all fleet vehicles every 3000 miles, inspect and replace belts and hoses, inspect tires for excessive wear and replace when necessary.  
	Maintain 98% of the fleet operational at all times.

	Computer Technician
	Receive tickets, review for accuracy, and go to the requesting party’s workstation during the scheduled time.  If the customer is there, look at the computer and make repairs.  If needed, order parts.  If the customer is not there, leave a form stating the time I was there and number where they can call to reschedule.
	Respond to repair requests within 4 hours.  Complete 95% of repairs during the first visit, not including missed appointments.


The idea behind using performance-based task descriptions is that a service provider may choose to approach the requirement in a different way.  In this example, the service provider may determine that changing the oil every 5000 miles is sufficient to keep 98% of the fleet operational at all times.  Whenever possible the determination of an acceptable level of performance should come from documented standards that the organization currently meets.  If there are no current measurable performance standards, the PWS Team will need to document current performance levels and then determine whether these levels are acceptable or not.
The performance-based language must ensure that the task is measurable, is clearly defined by an obtainable workload, and is clearly specifies what is proper performance of the requirement.  A PWS written in performance-based language gives the Government what it needs to hold the service provider accountable for their work.

Note: The PWS typically uses words and phrases considered directive or binding.  For example, the recognized convention is that “shall” indicates a contractual requirement, while “will” indicates intent to complete something, but not a binding requirement.  Commonly, tasks assigned to the service provider use the word “shall,” while work that the Government, or a Government representative, will perform use by “will.”  

C.1.3.8.5.3 Level of Detail

Identifying the appropriate level of detail for the required tasks is a critical aspect of PWS development that will vary for each PWS.  The appropriate level of detail is when tasks 
· Can be defined at a level that maximizes the performance-based aspect of the function,
· Are each supported with meaningful workload, and 
· Provide a measurable performance standard for each task.  
The tendency is often to overemphasize detail and provide too many or too descriptive subordinate tasks in the PWS.  While those details may be how the current organization performs the tasks, specifying the “how to” is not the purpose of the PWS.  If the PWS prescribes work methods, this limits offerors’ ability to propose unique processes and solutions and limits the overall potential for efficiencies, new business practices, and improvements.  
Note: One way to avoid being too prescriptive is to ask the following question: “does the work have to be done this way?”  If the answer is no, then the language may need to be revised.

C.1.3.8.5.4 Assessing and Organizing the Requirements

After the PWS Team compiles all the data gathered from interviews and the data calls, the next step is to organize the requirements. The PWS Team must take all of this information and begin to link related functions and activities, products, and services together to form on outline for section C-5.
The PWS Team should start by identifying major requirements and customers, sort by function types, and consolidate tasks into larger sections where possible.  Each larger section and function should lead to a service or product.  The outline shown above will help the Team organize the functions and subtasks.
While the PWS Team need not group the requirements the same way the organization is structured, the PWS Team must define and organize the requirements so that those with professional knowledge of a similar function or environment can easily identify what will be required in this situation.  If the structure of the PWS, and therefore tasks, is unclear or conflicting, there are likely to be performance problems and failures after award. The team should be particularly careful to search for and eliminate conflicting information when multiple team members are preparing separate sections of the PWS.  Communication between Team members during this process and a careful review of each PWS draft will help eliminate conflicting information.
C.1.3.8.5.5 Exhibits for Workload and Performance Standards 
The PWS Team can depict workload and performance standards in various PWS sections.  For example, workload and standards can be subparagraphs under each task in Section C-5, exhibits at the end of a section, or as another section (PWS C-7) at the end of the PWS.  
The first exhibit of a PWS is typically the Performance Requirements Summary, which identifies the performance standards for the tasks and may include how the QA personnel will monitor work.  As previously discussed, the ALP for each tasks is a percentage of deviation from perfect performance.  NIH commonly uses a 5% ALP for many of its contracting requirements.  Both the performance standard and the ALP for each task are important in the post-competition accountability performance of the service provider (i.e., QA).  A sample Performance Requirements Summary is in Exhibit C.1-5. 
As mentioned previously, the workload exhibit is the result of the workload data call and is the consolidated workload for the entire function.  This exhibit is usually developed in Microsoft Excel, allowing for easy calculations.  Typically, each PWS paragraph has a workload count, with workload shown by month (preferred), quarter, or year.  In some cases, the PWS Team may find that a single workload represents more than one task in the PWS.  In most cases, that means that the tasks are subparts of a larger product or service, and the PWS Team should revise the PWS to reflect the requirements of the larger product or service, rather than individual subcomponents of it.  A template workload exhibit is in Exhibit C.1-6. 
C.1.3.9 Review the PWS

Prior to publicizing the PWS, the PWS Team should thoroughly review the document in its entirety.  The PWS Team may conduct reviews in a variety of ways, from individual review, to comment meetings, to individual review followed by a team meeting (generally the most effective).
Prior to the review, PWS Team members should receive a hard or electronic copy of the document.  Members should prepare comments individually, and submit those comments prior to the review meetings.  They should bring copies of the PWS and their written comments to the meeting.  The PWS Team Leader may wish to use a standard comment form and compile the comments ahead of time, so team members may review other members’ comments.

The most effective way to conduct the review in a group setting is to project the PWS on a screen, allowing team members to collectively follow and visually address each line of the document.  This will also allow the PWS Team to make changes in real time, thus shortening the turnaround time between draft and final.  Projecting the document also allows the PWS Team to see and concur with the changes in real time.  
The PWS Team Leader should encourage discussion and carefully evaluate each section of the PWS.  The review process is time consuming and can take more than one day to complete, but it will help to ensure all tasks are included, the performance standards are reasonable, and workload is adequately portrayed.     
C.1.3.10 Publish the PWS 

Once the PWS Team finishes the PWS, the Contracting Officer posts it on the Federal Business Opportunities web site (www.FedBizOpps.gov) for review and comment.  All prospective offerors (including the MEO Team preparing the Agency Tender) can comment on the PWS; in fact, affected employees, the Union, or any other interested party may also comment.  Interested parties are able to submit comments to the Contracting Officer until a specified deadline.

The Contracting Officer and PWS Team usually work together to answer the comments submitted, based on the question and their respective area of expertise.  The Contracting Officer may handle the contract related questions, while the PWS Team may draft responses to task-specific questions.  The Contracting Officer may wish to create a standard comment form on which interested parties may submit comments.  A standard form also helps the PWS Team to track and respond to all comments.  A sample comment form is in Exhibit C.1-7. All questions and answers are made available to all interested parties no matter from whom the question was received. This is required and ensures that all parties have the same benefit of the insight of the contracting officer and PWS team.
This process allows interested parties the opportunity to review and comment on the document before it is finalized and issued as a formal Request for Proposal (RFP).  The comment process may also be helpful in identifying unclear or confusing portions of the document, as well as inadvertent omissions.  
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