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C.2. Quality Assurance Surveillance Plan (QASP)
	Objectives for this Section

	(
	Policy

	(
	Roles and Responsibilities

	(
	QASP Development Steps

	(
	Customer Feedback

	(
	Documenting Performance


The Quality Assurance Surveillance Plan (QASP) defines the Government’s Quality Assurance (QA) approach.  It depicts a planned process to monitor the actual performance of the Service Provider by using systematic methods, surveillance, and measurement.  The QASP must be implemented after the competition, regardless of the performance decision.  There are many styles of surveillance plans; however, regardless of the style or method, all QASPs should outline a Quality Assurance plan that is unbiased and consistent.  The QASP must have a clearly defined program, a consistent approach to observations and documentation, roles of communications clearly defined, and a proper balance of monitoring activities.  
This Guidebook Section is particularly important for members of the PWS Team, Contracting Officers (CO), the Implementation Team, and Quality Assurance personnel.  
C.2.1 Policy

C.2.1.1 OMB Circular A-76

The following are excerpts from the OMB Circular No.A-76 relating to Quality Assurance Surveillance Plans.  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. 

Attachment B, Section D.3.b: Quality Assurance Surveillance Plan.  The PWS/RD team shall develop the Quality Assurance surveillance plan, which identifies the methods the government will use to measure the performance of the service provider against the requirements of the PWS. 

Attachment D: Quality Assurance Surveillance.  The government’s monitoring of a service provider’s performance in accordance with the Quality Assurance surveillance plan and the performance requirements identified in the solicitation. 
Attachment D: Quality Assurance Surveillance Plan. The government’s inspection plan.  The Quality Assurance surveillance plan documents methods used to measure performance of the service provider against the requirements in the PWS.  The agency relies on the service provider to monitor daily performance using their own quality control plan, but retains the right to inspect all services.  When the agency makes a performance decision, the agency re-evaluates and modifies the existing Quality Assurance surveillance plan, based upon the selected provider and the selected provider’s accepted quality control plan. 

C.2.1.2 Federal Acquisition Regulation

Quality assurance is also a part of the Federal Acquisition Regulations (FAR).  The following is from the FAR Part 46, Quality Assurance:

(a) Government contract Quality Assurance shall be performed at such times (including any stage of manufacture or performance of services) and places (including subcontractors’ plants) as may be necessary to determine that the supplies or services conform to contract requirements.  Quality assurance surveillance plans should be prepared in conjunction with the preparation of the statement of work.  The plans should specify --

· (1) All work requiring surveillance; and

· (2) The method of surveillance.

(b) Each contract shall designate the place or places where the Government reserves the right to perform Quality Assurance.

(c) If the contract provides for performance of Government Quality Assurance at source, the place or places of performance may not be changed without the authorization of the contracting officer.

(d) If a contract provides for delivery and acceptance at destination and the Government inspects the supplies at a place other than destination, the supplies shall not ordinarily be reinspected at destination, but should be examined for quantity, damage in transit, and possible substitution or fraud.

(e) Government inspection shall be performed by or under the direction or supervision of Government personnel.

(f) Government inspection shall be documented on an inspection or receiving report form or commercial shipping document/packing list, under agency procedures (see Subpart 46.6).

(g) Agencies may prescribe the use of inspection approval or disapproval stamps to identify and control supplies and material that have been inspected for conformance with contract quality requirements.

C.2.1.3 NIH Policy

As required by the Circular, the PWS/RD Team for each competition (Standard or Streamlined) will develop the QASP.  

The Project Officer (PO) approves the QASP and surveillance methods implemented after the competition.  The QASP, including any revisions, must be provided to the CO for the competition (contract) file.

Quarterly Quality Assurance reports must be submitted for each competition to the assigned CO during the periods of performance.  See QASP Exhibit C.2-1 for the accepted template.  The CO may approve alternate formats.
The Project Officer and designated Quality Assurance Evaluators (QAEs)) will retain all documents related to Quality Assurance for the duration of the contract (periods of performance).  All files should be available to the CO at any time.  Quality assurance documents should not be released to any parties, including customers, without the prior approval of the CO.  
[image: image4.wmf]Note: Any individuals designated to perform Quality Assurance will sign a conflict of interest form prior to the start of evaluations.

Suggested levels of surveillance:

· Small competition (less than 10 FTE): Customer complaint program and quarterly surveillance of 5-10 key performance indicators.
· Medium competition (10-50 FTE): Customer complaint program and surveillance of at least one performance indicator for all major categories of work included in the PWS/RD.  
· Large competition (50+ FTE): Customer complaint program and a planned, systematic method for measuring surveillance of all key performance indicators included in the PWS/RD. 
C.2.2 Roles and Responsibilities

· PWS/RD Team: The PWS/RD Team develops the QASP in conjunction with the development of the PWS/RD. The Team uses the requirements and standards identified in the PWS/RD to determine the type and level or surveillance required.  The PWS/RD Team Leader is responsible for approving the final QASP during the competition.  Since the PWS/RD Team develops the QASP prior to a performance decision, the PWS/RD Team or select members may be asked for input and expertise to revise the document post award.  
· 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. The CO monitors performance of the Service Provider through the quarterly Quality Assurance reports after award of a contract or Letter of Obligation (LOO).  The CO is also responsible for maintaining documentation to be used as past performance information in re-competitions.
· Implementation Team: Following the competition performance decision, the QASP will be implemented in accordance with the guidelines in Section H, Post Competition Accountability.  The Implementation Team is responsible for revising the QASP if necessary to account for the Service Provider’s Quality Control Plan (QCP) as well as designating who will perform Quality Assurance in accordance with the QASP.  Normally, the Project Officer and other designated Quality Assurance personnel conduct Quality Assurance after implementation.
· Service Provider (SP):  Upon implementation, the Service Provider should comply with the Government’s QASP.  This includes providing any required or requested reports and allowing inspection of outputs.

· Project Officer (PO): The PO is an individual or individuals appointed by the CO to act as the authorized government representative and oversee service provider performance.  The PO receives the data gathered during the Quality Assurance efforts and works with the Service Provider and CO to resolve any performance issues or problems.  The PO approves the QASP to be implemented.
· Quality Assurance Evaluator (QAE): This individual is the government representative(s) responsible for monitoring the Service Provider’s performance through surveillance inspections and the QASP.  The Quality Assurance Evaluator is usually knowledgeable about the products and/or services of the Service Provider, able to identify deficiencies in product and or services, and is responsible for documenting and reporting all inspection observations.
C.2.3 Procedures
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The following chart depicts the major steps in developing a QASP during the competition:

C.2.3.1 Overview
The QASP is based on the requirements and standards in the PWS/RD and specifically defines the Government’s Quality Assurance approach.  The QASP depicts a planned process to monitor the actual performance of the Service Provider in accordance with the PWS/RD by using systematic methods, surveillance, and measurement.  The QASP is not a contractual document and it is not included in the solicitation.  The QASP must be implemented after the competition, regardless of the performance decision; however, it can be changed throughout the course of the contract (performance periods) to adapt to the Service Provider, any contract changes, or any resource constraints.  
The QASP should focus on the performance outputs to be delivered by the Service Provider to customers, and not on the steps required or procedures used to provide those product or services.  The QASP should provide the details of scheduling, observing, and documenting performance against standard(s); how and when to accept services performed by the service provider; determining causes for deficiencies; reporting and providing feedback; and calculating any awards or deducts.  The QASP should tie directly to the PWS/RD requirements and standards, as well as provide for adequate and affordable contract surveillance.
The Service Provider is responsible for internally managing and controlling the output of its service through its Quality Control Plan.  Therefore, the QASP should also measure the effectiveness of the Service Provider’s Quality Control (QC) program.  Together, the Government's QASP and the Service Provider's Quality Control Plan help to ensure project performance standards are met.  (See Section C.2.3.11 for the differences between the QASP and Quality Control Plan.)
In addition, the QASP is critical to maintaining smooth and effective Service Provider administration and lays the groundwork for enforcement of PWS/RD standards.  The reports on performance developed through Quality Assurance must provide sufficient and accurate documentation for the CO in the event any non-performance actions are taken against the Service Provider.
C.2.3.2 Terminology
	Acronym
	Definition

	AQL
	Acceptable Quality Levels

	CO
	Contracting Officer 

	FAR
	Federal Acquisition Regulation 

	GFP
	Government Furnished Property 

	ICs
	Institutes and Centers 

	LOO
	Letter of Obligation

	PO
	Project Officer

	PWS
	Performance Work Statement 

	PWS
	Performance Work Statement

	QA
	Quality Assurance

	Quality Assurance Evaluator
	Quality Assurance Evaluators

	QASP
	Quality Assurance Surveillance Plan 

	QC
	Quality Control

	QCP
	Quality Control Plan

	RD
	Requirements Document


C.2.3.3 QASP Components

The following are recommended sections for a QASP; however, because each QASP is unique, the sections may vary depending on the study and function.

· Roles and Responsibilities:  This section describes the specific roles and responsibilities of the parties involved in Quality Assurance and how they interact.  Also included is information regarding who completes reports, who maintains documentation and reports, and supervisory relationships.  Typical parties include the CO, PO, and Quality Assurance Evaluator.  
· Surveillance Methods: This section discusses the methods of evaluation that will be used for surveillance, to include any sampling guides or plans.  A description of Quality Assurance methods is provided in Section C.2.3.4.

· Evaluation Frequency:  The evaluation frequency section describes, by task type, how often surveillance will occur.  This section should detail a schedule and the circumstances under which surveillance will be increased or decreased. 

· Documentation & Forms: This section includes all documentation requirements such as surveillance folders, conversation records, observation records, and other official Quality Assurance documents.  Documentation is a critical aspect of Quality Assurance.  Any conclusions about Service Provider performance or actions taken against the Service Provider must be supported by consistent and accurate documentation.  Forms are templates used for the Quality Assurance process, and may be included as exhibits or attachments to the QASP.  Examples of forms include evaluation worksheets, customer complaint forms, observation memorandum or log, customer complaint log, corrective action form, report templates, and other letter templates.  These are discussed in more detail in Guidebook Section C.2.3.9.
· Reporting: The reporting section describes specifically who writes Quality Assurance status reports, what is required to be included, and to whom they are submitted.  NIH requires a minimum of quarterly Quality Assurance reporting to the CO; however, monthly or annual reports could be required, particularly when surveillance levels are increased.
· Actions for Non-Satisfactory Performance: This section outlines actions to be taken to correct non-satisfactory performance.  This section should also detail the process the Quality Assurance Evaluators, PO, and CO follow when notifying the Service Provider of any deficiencies.  See Section C.2.3.10 in the Guidebook for more information.
· Customer Involvement in Quality Assurance Process: This section describes customer service related surveillance methods and procedures, including a customer feedback program.  The customer feedback program may include a customer complaint process, surveys, or both.  Customer feedback is used as a supplement to other surveillance methods and is required for all NIH QASPs.  This is discussed in more detail in Guidebook Section C.2.3.5.
C.2.3.4 Quality Assurance Methods

Various methods can be used to determine if Service Provider performance meets the quantity and quality standards required in the PWS/RD.  The following describes the most commonly used methods of surveillance.  Section C.2.3.6 will describe when to apply these methods.
C.2.3.4.1 Planned Sampling

Planned Sampling, also known as "periodic sampling," is the evaluation of products and services based on a non-random selection basis.  This method evaluates only part of the contract requirement, and because it is not a statistically valid sample, data cannot be extrapolated to represent the performance of all work.  This method may be used when the location of work is an issue for conducting surveillance.  For example, planned sampling may be necessary when work is performed at multiple ICs, or when random sampling cannot be used to evaluate outputs.  With the planned sampling method, the Quality Assurance Evaluator plans when and how often inspections are made.  One downside to this method is that the Service Provider may be able to anticipate when or where the planned inspections may occur and may be able to conceal potential or actual performance issues more easily.
C.2.3.4.2 Random Sampling

The random sampling approach is based on probability and statistical theory; each item in a population has an equal chance of being included in the sample which controls for the bias of the evaluation.  Random sampling works best when the number of instances of the services being performed is very large, and a statistically valid sample can be obtained.  Specifically, the random sampling method is best when services or products are homogeneous, frequent, and continuous.  Random sampling is the most cost effective method for large output quantities, and it meets the requirements for contract deductions.  However, proper random sampling requires the Quality Assurance Evaluator to take a disciplined approach and to know American National Standards Institute (ANSI) standards.  Computer programs may be available to assist in establishing sampling procedures and quantities.  QASP Exhibit C.2-2 is the random sampling tool for determining sample sizes. 

C.2.3.4.3 100% Inspection

The 100% inspection method is used for extremely important services or services with stringent performance requirements where satisfactory performance is critical.  This method is too resource-intensive and expensive for most requirements.  The 100% inspection method should only be used when the expense is justified, for example, when safety or health is an issue, or for infrequent but important tasks.  An example of an infrequent, but potentially important task is a biohazard safety inspection.  
C.2.3.4.4 Management Information Systems (MIS)
This method relies on information available via automated systems or databases used in the performance of work in the PWS/RD to gather or provide evaluation data.  Typically, automated systems provide information regarding various aspects of the work and therefore, can be used to determine acceptability of a Service Provider's performance.  This is a time-efficient and relatively easy method to use, but it may not be available for all outputs (products and services).  Not all products and services are or can be documented in automated systems, and even those that are available may not include data on the performance measures being evaluated.  Such products and services may need to be evaluated by direct observation or by direct input from customers using the service.  In cases where data are maintained by the Service Provider, the data must be validated by the Quality Assurance Evaluator.

Systems and databases are appropriate for Quality Assurance when information can be extracted regarding the performance of Service Provider products or services.  For example, in a graphics department, work requests can be tracked in a database that includes the type, quantity, and time associated with each product or service.  Tasks such as answering phones, sending e-mails, and making copies may not benefit from having an automated system because the time to enter the information in a database may exceed the time of the actual task. Another example of utilizing a Management Information System is a maintenance system containing work request information.  

C.2.3.4.5 Incidental Inspections

Incidental inspections or observations are types of impromptu evaluations and are conducted typically when a problem is suspected.  Incidental inspection cannot be used in the place of random sampling and is normally used as a supplement to other methods of surveillance.  This method may miss deficient work or potential problems; however, it may be used to complement a Quality Control Plan because it requires limited resources and documentation is necessary only when problems occur.  For example, if a Service Provider has a thorough plan that already samples work outputs on a regular basis, it is unlikely that Quality Assurance is necessarily needed unless a problem occurs.  However, all Service Provider gathered data should be validated.
C.2.3.4.6 Other Evaluations

A lesser known method of surveillance is to simply conduct overall evaluations that are based on a scoring system, rather than evaluations based on sampling or inspections of actual products or services.  Although this method is not common for performance-based contracting, it can provide a useful addition to a Quality Assurance system if conducted consistently and systematically.  The information and data gathered through additional evaluations can be compared or rated against a defined scoring system to ensure the uniformity of results.  (See QASP Exhibit C.2-3 for an example of the following types of evaluations and scoring system.) 
· Technical Performance Evaluation:  Includes rating the Service Provider’s quality, timeliness, skills, capabilities, efficiencies, work coordination, and documentation (if applicable). 

· Business Management Evaluation: Includes evaluating the Service Provider’s use of Government-Furnished Property (GFP), communication, management and employee programs, cost control, and subcontracting policies and procedures.

· Quality Control Evaluation: Includes evaluations of the quality control program implementation, corrective actions taken prior to Quality Assurance, documentation, records, and reports.
C.2.3.4.7 Customer Feedback:

This method is usually not a primary surveillance method but customer input is a valuable supplement to other systematic methods.  In situations where customers can provide consistent information about the quality of performance, such as where customers interact regularly with the Service Provider, customer feedback may be a primary method of surveillance and customer satisfaction an indicator of performance.  Customer can also be surveyed based on random sampling procedures.
A formal customer feedback program requires training, publicizing, and educating customers to ensure the data gathered is valid and accurate.  In all cases, customer feedback should be documented on standard forms.  The Quality Assurance Evaluator will also be collecting, analyzing, and validating feedback.  Depending on the information gathered, customer feedback may also trigger the use of other methods such as incidental inspections.  For example, if the customer feedback is generally negative, the Quality Assurance Evaluator may choose to observe the work occasionally to validate the claim and determine the appropriate resolution.  The customer feedback method and process must be well organized because of the needed customer coordination.  In addition, it is important to design the method so that customers are not biased by their impression of the feedback program. 

C.2.3.5 Customer Feedback
All NIH organizations resulting from an A-76 competition must create a mechanism for receiving customer feedback and providing it to the service provider.  Each organization or area receiving the Service Provider’s services should be briefed on the mechanism, including what it is, how to complete a feedback form, and how any complaints will be handled.  Once received, the Quality Assurance Evaluator or Project Officer validates the complaint by following up to verify and document the problem with both parties.  See QASP Exhibits C.2-4 and C.2-5 for templates of customer complaint form and customer complaint log respectively.
Here’s an example of what should be included in a notice regarding the customer feedback mechanism: 
Customer Feedback Mechanism Notice
	The Customer feedback is a means of enabling customers to provide praise and report problems with Service Provider performance.  Quality Assurance, an independent process required under the A-76 program, includes Service Provider customer feedback.  The Quality Assurance program will maintain copies of all customer feedback for the entire duration of the Service Provider performance period.

Customer feedback also constitutes a continuous surveillance method based on customer awareness and satisfaction.  The following process is available to customers at any time.



[image: image1]
	The Quality Assurance feedback process is necessary to formally document customer experiences.  Formal feedback becomes part of the official record of Service Provider performance.  Feedback cannot be provided anonymously because all customer formal feedback must be validated.  
If a customer wishes to provide feedback, they must complete the official Customer Feedback Record which is then documented and validated by a Quality Assurance Evaluator (QAE).  The customer must supply the following information:
· Date and time

· Customer Information (individual’s name, organization, and phone number)

· Nature of feedback (narrative description)

· Service Provider staff member(s) contacted about the feedback (if applicable)


Each notice should conclude with additional details about contact information for complaints, including Quality Assurance Evaluator name(s), phone, and email and timeframes for submission and resolution.

Upon notification, the Quality Assurance Evaluator will investigate the complaint.  In order to validate a customer complaint, the Quality Assurance Evaluator must review the performance of the specific task(s) against the requirements and standards in the PWS/RD.  The complaint is validated only if the performance requirement or standard was not met.  The Quality Assurance Evaluator will discuss whether the complaint was validated or not with the customer following the investigation.

The Quality Assurance Evaluator will summarize customer feedback for each performance requirement at the end of the evaluation period.  Changes in the number of complaints received each evaluation period may be useful in detecting changes in the Service Provider performance.  Again, only validated complaints will be considered in evaluating Service Provider performance.

C.2.3.6 Selecting Quality Assurance Methods
The QASP may use one or several surveillance methods to evaluate the Service Provider’s performance.  There are no constraints on how many methods can be used, but the PWS/RD Team should take into consideration the most appropriate methods for the different products and services.  When deciding the methods to be used, the Team should consider the type of service, the importance of the service, the size (quantity) of the service, the time constraints for the surveillance periods, the performance standards, and the measurability of the outputs.  
Use the following questions to help select a method(s) of surveillance:
	Questions
	Keep in Mind

	What are the criteria for performance standards?  Is there an Acceptable Quality Level (AQL) that must be measured?
	The QASP must evaluate against the contract requirements and standards.  Typically, there are quality and timeliness standards for each task or a group of tasks.  However, there may be other criteria to be measured such as efficiency, customer approach, work capability, or workload.  

	What are the resources available to perform Quality Assurance?
	The PWS/RD Team should consider the availability and cost of resources necessary to monitor performance indicators.  The resources available will affect which methods can be performed and how frequently surveillance will be performed.  There is a cost to the government for monitoring each performance indicator; for example, the cost may include compensating personnel or implementing an automated system. If there are limited resources for Quality Assurance, the primary products and services should receive higher resource allocations for surveillance. The level of effort associated with surveillance for a specific product or service should be comparable to the importance of that product or service.

	What is the effect on the customer and the Service Provider?
	Regardless of the surveillance method used, the Team should ensure there is no unnecessary interference with Service Provider or customer operations. The QASP should avoid relying on cumbersome and intrusive inspections to assess Service Provider performance.

	What methods will work within the NIH organization and culture?
	Consider whether a sampling method or customer feedback method will be invasive to non-Service Provider personnel.  Consider what effects sampling may have on customers and ensure the Quality Assurance effort does not negatively affect the customers’ overall level of satisfaction.

	Will this method work for either a contractor or an in-house organization?
	Different methods and inspection frequencies may be appropriate for differing Service Providers (contractor or in-house).  However, all QASP approaches must meet the Performance Requirements Summary specifications on inspection (if any are listed).

	How will the Service Provider react to the Quality Assurance process?
	A contractor may be focused on profitability, obtaining more business, or building a long-term client relationship. An IHSP may be focused on building employee careers or on potential organizational changes. Regardless, all Service Providers will want to know whether the Government has a QASP and what they plan to inspect. The QASP structure must balance ensuring satisfactory performance with maintaining the Service Provider’s independence to perform the work.

	Are there other practiced Quality Assurance methods and systems at NIH or in industry for this type of service or function?
	Check with the CO for Quality Assurance resources and lessons learned from previously conducted competitions or other contracts at NIH.  The PWS/RD Team may also want to contact other Quality Assurance groups or the private sector to understand their current methods for monitoring.

	What systems are available?


	Consider access to information and what systems are available to use for gathering information.  For example, there may be performance indicators in system reports that can be used for evaluating multiple products or services. 

	What are the work locations?  Is the work dispersed?  Will it require travel?  
	A multiple IC study is very likely to include multiple locations.  Locations and travel also affect allocation of the available Quality Assurance resources.  If a sampling method is used for dispersed locations, the cost of travel may make some types of inspection methods or frequencies of surveillance cost ineffective. 

	Are the products or services homogeneous?
	Generally, the outputs of products and services must be homogeneous in order to be evaluated by the random sampling method.  This is common in manufacturing functions but unlikely to apply to most of the NIH functions being competed.


Another aspect to consider when choosing methods of surveillance is the need to monitor all aspects of the contract, not just the specific products or services.  There may be other contractual requirements, such as management of the Service Provider, personnel qualifications, and GFP responsibilities that need to be evaluated.  
The following is a decision chart to assist with the selection of surveillance methods:
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The following table shows examples of types of tasks and the appropriate surveillance method, based on the decision chart criteria. 

	Task
	Notes based on Questions

(These are examples and should not be applied universally for the tasks listed.)
	Method 

	Supply ordering
	Important (primary task of PWS); not a large workload; order information can be found in system
	Planned sampling utilizing MIS & Customer Feedback

	Teleconference arrangements
	Not primary task; no information system; not conducive to sampling
	Customer Feedback

	Equipment repair
	Important task; not large workload; system information has record of completed tasks but not performance data
	Planned Sampling & Customer Feedback

	Web page development
	Important task; not large workload; outputs not readily available for sampling
	Other Evaluations or Customer Feedback Program

	Help Desk Calls
	Important task; large workload; can obtain list of callers over surveillance period to apply random sampling techniques and contact customers
	Random sampling & Customer Feedback


C.2.3.7 How Type of Contract Relates to the QASP
The stringency of the Quality Assurance program also depends on the contract type, which is decided by the CO.  The type of contract is not a factor when the competition results in an IHSP performance decision, since an IHSP will continue to receive funding as directed by government budgeting and payroll rules.  However, the PWS/RD Team must consider the possibility of contractor performance when developing the QASP and payment of contractors varies depending on the contract type.
Contracts arising out of A-76 studies are typically fixed-price, cost-plus, or a blend.  Time and materials contracts are rare in the A-76 environment.  In a cost-plus or cost reimbursable contract, the contractor is paid specifically for the work performed.  The Government specifies the details of the work and the contractor gets paid after the specified work is performed; therefore, a strong Quality Assurance program is not necessary.  

On the other hand, in a fixed-price contract, the Service Provider decides how the work is performed.  Under this contract type, the Government is more concerned about the quality of the work because it is the responsibility of the contractor to fix any problems and meet the standards specified.  This is different than cost reimbursable contract type where the Government specifies exactly what the Service Provider does.  Therefore, the QASP needs to be more stringent, for fixed-price contracts, to ensure the performance standards in the PWS/RD are met.
Also, if incentives are part of the contract, such as award fees or terms, the Quality Assurance system should be tied to those requirements and rewards.  (See Section C-3 for more information regarding contract types.)  An award fee or term is when the Government awards the contractor an extra fee or contract term for outstanding service.  The QASP should describe the specifics of what needs to be measured to assist the CO with dispensing the contractual award fee or term, or deductions plan.  The following is an example of a possible scoring system for a cost-plus award fee contract.  Based on this example, the Quality Assurance evaluations need to be compiled and scored on a 100% scale.  
	Contractor Score
	Result

	60% or less
	base fee is reduced

	60-75%
	contractor receives all of the base fee

	80-85%
	contractor receives 75% of the award fee

	above 85%
	contractor receives all of the award fee


C.2.3.8 Surveillance Evaluations
Quality Assurance evaluations should balance adequacy and affordability.  
Note: The evaluations must also be completely factual.  When performing evaluations, Quality Assurance Evaluators can only evaluate what is observed and not draw conclusions based on hearsay.  Utilizing hearsay as part of an evaluation is a serious concern because the Quality Assurance Evaluator does not know the validity of the information.  For example, rather than relying on just hearing there is a problem with a product, the Quality Assurance Evaluator must either inspect the product or utilize validated customer complaints.  The Quality Assurance Evaluator may need to re-educate customers on the process of completing a formal complaint.  The Quality Assurance Evaluator must be cautious to distinguish between what are actual problems and those that are rumors or misunderstandings.
The QASP should detail the types of surveillance activities required.  Depending on the allocation of resources, the function, and the location, potential monthly activities of a Quality Assurance Evaluator include completing surveillance plans (or schedule), evaluation worksheets, customer complaint records, corrective action notices, reports, or a combination of any of these.  A surveillance plan includes the surveillance period, the tasks selected for surveillance, the methodology used to survey each task, and the sampling or observation frequency.  (See QASP Exhibit C.2-6 for an example of a surveillance plan.)  
The following are descriptions of two types of surveillance procedures (surveillance guides and surveillance checklists) and when it is appropriate to use them.
C.2.3.8.1 Surveillance Guides 
A surveillance or sampling guide tells the Quality Assurance Evaluators which PWS/RD requirements to inspect, how many outputs to inspect, how to inspect, and what is acceptable or unacceptable based on the standard specified for that task.  Sampling guides are common when there are Acceptable Quality Levels (AQL) in the PWS/RD to measure against.  AQLs, which are usually expressed as a percentage, are the allowable amount of deficient products or services before the Service Provider’s level of performance is deemed unacceptable.  Therefore, the QASP should include a procedure to determine if products are acceptable or unacceptable and whether the amount of unacceptable exceeds the AQL for the task.  The following are standard parts of a surveillance guide:

· Performance Information: Identifies the PWS/RD paragraph number and task, the workload, and the AQL (if any).
· Method of Surveillance: Identifies the type(s) of surveillance to be used for each task (i.e., random sampling, planned sampling, 100-percent inspection, periodic inspection, or other method).
· Frequency of Surveillance: Identifies how often surveillance will be performed (i.e., weekly, monthly, quarterly, semiannually, annually). 

· Quantity of Work or Lot size for Sampling: Identifies the actual number of times the task occurred during the surveillance period (e.g. monthly, quarterly, annually).  The lot size can be identified descriptively if the actual number of occurrences is unknown.
· Sample size: Identifies the amount of the product or service that is observed, measured, or evaluated.  The sample size is the same as the lot size for one hundred percent inspection.  For sampling, sample size is based on the lot size as specified in standard statistical techniques.  See QASP Exhibit C.2-2 for details on calculating sample size.  This section should include a description of the procedure to be used in determining the actual samples to be observed in case there are changes in workload or the level of surveillance.  
· Evaluation procedures:  Identifies the inspection procedure(s), including what will be inspected and how the inspection will take place.
An example of a surveillance guide is provided in QASP Exhibit C.2-7.
C.2.3.8.2 Surveillance Checklists
Checklists are used to record performance information on PWS products and services in a more subjective format than a sampling guide.  A checklist may include some of the same items as a surveillance guide, such as the performance information, the method of surveillance, the date of surveillance, and the evaluation procedure.  The main difference between checklists and surveillance guides is that a checklist does not include specific sampling procedures.  The documentation type will also depend on the chosen surveillance methods, which should also be identified in the QASP.  For example, if sampling is conducted as part of surveillance, then the Quality Assurance Evaluator need to document the lot size, the sample size, the number accepted and the number rejected, and whether performance was satisfactory or not.  An example of how to document sampling is in Exhibit C.2-8.  The following is an example of a checklist:
	PWS / RD Task:
	5.1.1 Graphic Arts

	Method of Surveillance:
	Planned Sampling

	Date(s) of Surveillance:
	March 1-5, 2006

	Questions:
	Indicate Y/N and insert notes concerning performance:

	
	Sample 1
	Sample 2
	Sample 3
	Sample 4

	Were work requests completed to customer specifications?
	
	
	
	

	Was work completed within the required timeframes?
	
	
	
	

	Were the proper materials used?
	
	
	
	

	Was overall performance of the task acceptable?
	


Remember that the checklist above is an example; the format, questions, and number of samples can be altered according to the function and organizational environment.  

C.2.3.9 Documenting Performance

There are numerous ways to document results in the form of tables, checklists, or spreadsheets either electronically or hand-written.  The most important aspect of the documentation is consistency.  If the Quality Assurance Evaluator utilized the example checklist for the evaluation, then the documentation may look like this:

	PWS / RD Task:
	5.1.1 Graphic Arts

	Method of Surveillance:
	Planned Sampling

	Date(s) of Surveillance:
	March 1-5, 2006

	Questions:
	Indicate Y/N and insert notes concerning performance:

	
	Sample 1
	Sample 2
	Sample 3
	Sample 4

	Were work requests completed to customer specifications?
	Yes, all specs correct
	Yes, all but one area
	Yes, all specs correct
	No, several areas incorrect

	Was work completed within the required timeframes?
	No, one day late
	Yes
	Yes
	Yes

	Were the proper materials used?
	Yes
	Yes
	Yes
	Yes

	Was overall performance of the task acceptable?
	Yes, performance is satisfactory overall. 


C.2.3.10 Unsatisfactory Performance

Based on the results of the evaluation and the documentation compiled by the Quality Assurance Evaluators, if the performance output does not meet the standards, additional actions may be necessary.  A deviation from the defined standard is unsatisfactory performance.  
The QASP must identify what should be done when there is a performance problem.  Additionally, the Quality Assurance Evaluator should identify the source of the defect and determine the cause.  Potential causes include inadequate resources, inadequate specifications, and failure to adhere to specifications included in the PWS/RD.  
Note: Errors can be both within and outside the Service Provider’s control, and the Service Provider cannot be held accountable for a problem outside of their control.  For example, if the Service Provider is responsible for ordering supplies and the customer does not receive the supply order within the timeframe designated or receives incorrect items, is the error the fault of the Service Provider?  If the Quality Assurance Evaluator finds that the Service Provider did not place the order in a timely manner or ordered incorrect items, then the error is the Service Provider’s fault.  This process is identical to the process for validating customer complaints.  However, if the customer incorrectly requested items or the supply company delayed the order, the Service Provider should not be documented for unsatisfactory performance.
Regardless of the cause of the problem, the findings should be documented to include the problem(s), the cause(s), and suggested preventive measure(s).  This information is necessary for the PO and CO to determine what actions are appropriate.  The following chart depicts the process for unsatisfactory performance:


[image: image3]
To correct unsatisfactory performance, the QASP should define the specific steps necessary for a Quality Assurance Evaluator to notify the Service Provider of unsatisfactory performance.  In order to request rework and documentation, the Quality Assurance Evaluator should complete a Corrective Action Notice (QASP Exhibit C.2-9) and submit it to the Service Provider.  The QASP may specify additional performance evaluations as the result of poor performance.  Service Provider rework does not change the performance back to satisfactory.  
In more serious cases of performance problems, the CO may issue a Corrective Action Notice (QASP Exhibit C.2-10).  The most stringent actions that can be taken as a result of poor performance are the decisions not to exercise options of the performance period or to terminate for default.  The CO is responsible for deciding the appropriate level of action.  
C.2.3.11 Exceeding Performance Standards

Based on the results of the evaluation and the documentation complied by the Quality Assurance Evaluators, if the performance continually exceeds performance standards, the level of surveillance should be lowered accordingly.  Additionally, these results may reflect a mature, effective Quality Control program, and may warrant the Quality Assurance program shifting to rely more on Quality Control results than it had done previously.

Regardless of whether incentives are part of the contract, the use of non-monetary awards and acknowledgement can be used to recognize the Service Provider for outstanding performance.  This is recognition to the Service Provider by the Executive Officer, the Contracting Officer, or the Responsible Official, depending on the nature of the award.  The IC may also use excellent performance to determine monetary awards, within the guidelines of NIH’s normal award practices.
C.2.3.12 Understanding the Difference between Quality Control and Quality Assurance
When developing the QASP, it is important to understand the difference between Quality Control (QC) and Quality Assurance.  While both are means of monitoring performance, the difference is in who is responsible for evaluating performance.  Quality Assurance is the responsibility of the Government and is performed by personnel external to the Service Provider’s organization; and Quality Control is the responsibility of the Service Provider and is performed by personnel internal to the Service Provider’s organization.  Quality Assurance measures overall performance of the Service Provider through observation, documentation, and reporting; it does not necessarily involve correcting actions or finding solutions to issues.  Quality Assurance may recommend the actions that the Service Provider should take, but it is the responsibility of the Service Provider to take actions.  The chart below provides a brief overview of the differences between Quality Control and Quality Assurance.

	What is Quality Control?
	What is Quality Assurance?

	Service Provider responsibility
	Government responsibility

	Purpose: Manage quality of the processes that ultimately lead to the Service Provider outputs (products and services)
	Purpose: Measure and document quality of the Service Provider’s outputs (products and services)

	Evaluates day-to-day processes and operations to ensure outputs meet PWS/RD standards and avoid problems that could lead to output deficiencies
	Evaluates outputs as well as effectiveness of Service Provider Quality Control Program and Service Provider Management

	Based upon Service Provider’s Quality Control Plan (QCP) to monitor and improve internal processes and performance
	Based on Quality Assurance Surveillance Plan (QASP) to monitor overall Service Provider performance

	Manages all PWS/RD requirements are met in accordance with defined performance standards
	Ensures all PWS/RD requirements are being met in accordance with defined performance standards

	Ensures customer satisfaction
	Documents customer feedback


While the QASP defines the Quality Assurance efforts the Government will be providing, it is important that Quality Assurance not be a substitute or duplication of Quality Control.  The Service Provider needs to be able to develop, implement, and execute their Quality Control program.  The Service Provider must be allowed to monitor their performance without overlap or intrusion of the Quality Assurance effort.  Quality Assurance should be an overall check of the performance, but Quality Control focuses on the steps and details as well as the end product or service. 
C.2.4 Potential Pitfalls

· The Government should be careful to not “over Quality Assurance” by evaluating more products/services than necessary or becoming too involved in Service Provider operations.  Many times Quality Assurance has a way of becoming Quality Control, which should be the Service Provider’s responsibility.  Remember Quality Assurance looks at the outputs and the effectiveness of the Quality Control program. 
· The surveillance program should not be biased towards finding positive or negative results of Service Provider performance.  The process should be independent and objective to ensure the accuracy of the evaluations.  
· The QASP must be based on the PWS/RD requirements and performance standards.  The QASP may not include all requirements specified in the PWS/RD, but it must include representation of the primary categories of functions and services. 
· The QASP should focus on measuring the overall performance of the Service Provider, not details or single instances of success or failure. 
· When developing the QASP, the PO should consider the resources available to perform Quality Assurance, including personnel and level of effort required.  The PO should not develop a system that requires more resources than are available.
· If the QASP specifies the use of an automated information system, the PWS/RD Team should check with the system developers or administrators to verify system capabilities and the information available.  The PWS/RD Team should also gather and assess that the information is accessible prior to using the method for Quality Assurance.
· The PWS/RD Team should not assume that customers will provide time to help with Quality Assurance.  Customers are a valuable source of information; however, their time is also valuable and it is unlikely there is a significant amount of their time available for Quality Assurance.  It is reasonable to ask customers for feedback quarterly or annually through a survey or interviews.
· Quality Assurance should be performed by personnel independent of the organization.  If Quality Assurance is too closely tied to the Service Provider’s organization, there may be tension or bias.
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