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1.
General 

This Quality Management Plan (QMP)/Quality Assurance Surveillance Plan (QASP) is designed to implement the Housing/Dormitory Management Quality Management Program, which provides a comprehensive approach to quality assurance for the Hurlburt Field Housing Support Contract.  Specific quality management requirements are vested in the Contracting Squadron and the Civil Engineering Squadron.  The Quality Management Team (QMT) is made up of contracting representatives, functional representatives, quality assurance personnel, and customers.  The QMT is also known as the Business Requirements and Advisory Group (BRAG) for services performed by a contractor.

2.
Quality  Management

This QMP along with the Service Provider’s Quality Control Plan (QCP) invokes an active, multi-tiered quality discipline.  The intent of this plan is to move away from a reaction-oriented quality system where the Government addresses problems after they occur and move towards a performance or outcome-based system designed with preventive measures that mitigate risk and preclude performance problems from occurring in the first place. This QMP provides a composite macro level evaluation of the Service Provider’s performance that considers the driving metrics of the SOW requirements and also weights the relative importance of the individual metrics.   The results are a command level performance report that considers all aspects of the services and allows for recognition the total level Service Provider performance.

This approach to quality management provides for total quality performance without expending unnecessary resources and thereby maintaining a cost-effective approach to monitoring and evaluating the performance of the SOW requirements.  The guiding quality documents are this QMP and the Service Provider’s Quality Control Plan (QCP).  

The metrics used in this plan are designed to measure performance outcomes and show performance trends so that the Government has confidence that the contract requirements are being satisfactorily accomplished, that future performance will remain acceptable, and that process changes to enhance performance and/or reduce cost will be implemented.

3.
Risk Mitigation Planning

The government has reviewed the services required and determined the risks associated with each.  On the basis of the risks, several performance objectives were identified and will be used in performing Level 1 quality assurance surveillance.  These performance objectives are identified in the Service Delivery Summary of the Statement of Work (SOW) and in paragraph 10 of this QMP.  

The QMT will also analyze the Service Provider’s proposed approach and develop a Risk Mitigation Plan that delineates the risks associated with Service Provider Approach.  This plan will identify the potential risks, apply a category to each risk, determine the probability of each risk and develop risk mitigation procedures for high-risk areas of performance.  After documenting the performance risk (if any) associated with the Service Provider’s approach, the QMT will develop an internal Risk Mitigation Plan for those SOW requirements considered mission critical.  Based on this analysis, performance objectives currently identified for surveillance may be adjusted.  However, the primary purpose of this second risk mitigation plan is to develop the Level II procedures by which the Government will assume a more active role in the performance of the work in the SOW for those areas of mission essential work contained in the SOW.  This more active involvement in performance will only occur when and if the Service Provider fails at performance.  

4.
Quality Planning

Quality management requires partnering between the Government and the Service Provider.  Upon award of the Contract, the QMT and the Service Provider should establish a sound partnering relationship with a clear understanding of the roles and responsibilities of each party.   The Quality Management Team along with the Service Provider’s Quality Control Activity will conduct effective quality planning through the development and implementation of process changes based on continuous improvement.  The requirement for the Service Provider is to perform a self-assessment of the baseline approach to quality and design a quality control system to ensure this baseline is maintained and improved upon throughout performance.  Partnering with the Service Provider is a key to quality management; however it should not be used to “fix” problem in the Service Providers approach, but to improve on processes if a better business practice is available and applicable.
5.
Relationship of the QMP to the QCP 

The Quality Assurance Personnel (QAP) and the Quality Management Team (QMT) will monitor the outputs from the Service Provider’s QCP to assess the Service Provider’s perspective of contract performance.  If the Service Provider has a viable and encompassing QCP and if the Service Provider is applying the QCP in an aggressive manner, the Quality Management Team can use the outputs from the QCP as principal and valid indicators of performance.  This usage of the QCP as a quality management tool requires verification of its adequacy as a performance monitoring system.   The following diagram portrays this relationship:
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6.
Purpose

The purpose of the document is to provide a comprehensive approach to management of quality throughout the scope and term of the Hurlburt Field Housing/Dormitory Management function.  This document incorporates Quality and Performance Determination into a systematic process.  Portions of this document emulate commercial standards for quality systems and inspection and testing.  

7.
Responsibilities

Contracting Officer

The Contracting Officer has overall responsibility for performance determination and other contractual actions that impact on price, schedule or quantity.     

Quality Assurance Personnel (QAP)   

The QAP is responsible for implementing the QMP or QASP, documenting and reporting results of performance observations to the QMT or the BRAG and making recommendations to the Contracting Officer.
Service Customers

Customers provide feedback to the Contracting Officer and QAP regarding timeliness, efficiency and quality of services provided by the Service Provider.

Note: When the above listed personnel are functioning in their capacity as the evaluators of Service Provider performance and administrators of the contract, they are identified as the Quality Management Team (QMT).  The QMT may be the BRAG or a subset of the BRAG if the Service Provider is a contractor.

8.
Level I Quality Management 

Level I quality management relies on three major tools as a means of evaluating Service Provider performance.  

The first tool is tracking performance metrics that provide a macro indication of overall performance in selected areas.  The Service Delivery Summary in this QMT or QASP lists the primary performance metrics for each functional area. 

The second tool is customer feedback.  Positioning the primary quality function in the Quality Management Team allows for a direct link to the functional customers allowing for a quick verification and response to any valid input.  In addition to spontaneous input, the Quality Management Team will solicit feedback on both a random and programmed basis through the use of Designated Service Customers.  Procedures for collecting customer feedback will be distributed to all customers, including responsibilities and processes to be followed in preparing, submitting and validating service feedback. 

The third tool is the Service Provider’s Quality Control Plan (QCP).  An effective QCP will provide the Government specific insight into performance while minimizing the Government’s requirements to perform detailed surveillance.  The QMT must continuously validate the effectiveness of the QCP to insure data outputs are realistic.  This QMP recognizes that the service provider is responsible for management and quality control actions required to meet the terms of the requirement.

Any nonconformance with the requirements is a defect.  The term defect is used in reference to a service output in the Service Delivery Summary (SDS) that does not meet the output’s associated performance threshold.  The preferred course of action upon discovery of unacceptable service is to require the service provider to re-perform at no additional cost.  

Reliance on the three tools above does not preclude the QAP from inspecting or performing surveillance on any of the SOW or contract requirements or from documenting surveillance of any non-Service Delivery Summary requirements.  

9.
Level II Quality Management

Level II quality management assumes Level I is ineffective and performance is either unacceptable or exhibits trends that forecast unacceptable performance for which the Service Provider appears to have failed to implement corrective actions.  Under Level II quality management, the QAPs may initiate random sampling, periodic inspections and, for mission essential services, may conduct one hundred percent inspections.  Along with these actions, the affected functional proponent will provide additional technically qualified personnel from the residual staff to assist in the quality management support until the problem is corrected and performance is at an acceptable level.  When acting in this capacity, these functional experts will be appointed as QAPs.

Specific quality checklists for level II surveillance will be developed initially based on the QMT’s risk analysis on the Service Provider’s approach.  Additional surveillance checklists will be developed if an element of the Service Provider’s approach that was not identified in the initial risk analysis process appears through trend analysis to be approaching an unsatisfactory level. 

10.
Level I Quality Management Application

The following section describes the application of Level I Quality Management.

Performance Metrics 

Performance metrics are classified into two basic categories:

· Quality – The degree to which a service or process meets a technical standard or satisfies a customer’s requirement.

· Timeliness – The mean-time-to-complete a service or process as measured against a standard or the allowable variance on a schedule.

Performance metrics may be as quantifiable as technical specifications for Housing systems equipment operations or as subjective as providing courteous service to an airman.  Metrics need not be established for each specific task in the SOW, rather they should encompass a series of tasks that result in a relatively high-level process outcome.  Too many metrics applied to contract performance tends to apply an averaging effect and can distort the salient performance evaluation factors.

In addition to metrics established for specific processes, those metrics that would be used by the base command group or higher headquarters to assess the performance of a whole functional activity or the major components of a functional activity are also applicable to the Service Provider operating the activity.  

When establishing metrics, it is prudent to consider the affect of one metric to another.  For example, a too stringent timeliness metric may impact on the cost of providing the service if the Service Provider has to increase personnel in order to meet the timeliness metric.   

Many metrics do not require 100% accuracy or no defects in performance.  However, when the individual requirement cannot allow for any deviation from zero defects, it is acceptable to place that type metric on the Service Provider as long as it is an expectation of the command and can be reasonably achieved.

The listing below includes the metrics applicable to the Housing/Dormitory Management SOW at the performance start date.


SDS One
Maintain a 98% Family Housing occupancy rate. (SOW Para 1.2.1.1.)


Standards:
Green
Amber
Red


99%
Maintain a 98% occupancy rate
Less than 98%

SDS Two
Maintain a 90% Dormitory occupancy rate. (SOW Para 1.2.1.1)

Standards:
Green
Amber
Red


N/A
Maintain a 90% occupancy rate
Less than 90%
SDS Three
 Ensuring scheduled Assignment and Termination appointments are met. (SOW Para 1.2.2.2.)

Standards:
Green
Amber
Red



                     100%
99% of appointments are met
Less than 99%

SDS Four
        Validate Customer Service complaints. (SOW Para 1.1.2.13.)

Standards:
Green
Amber
Red


None
NMT 1 complaint per month
More than 1
SDS Five
General Officer’s Quarters services. (SOW Para 1.1.4)

Standards:
Green

Amber
   Red


N/A
Zero discrepancies    
Any discrepancy
SDS Six

Service Provider’s Quality Control Plan (SOW Para 4.5.)

Standards:
Green

Amber
   Red


N/A
Zero discrepancies    
Any discrepancy
See Attachment One, Service Delivery Summaries One through Six, for specific procedures to be used in performing Level I surveillance.

11.
Trend Analysis Program

Objectives of the Program

The objectives of the Trend Analysis Program are to enable management to determine the frequency and types of discrepancies that occur during performance of housing management operations, to identify the causes, and to implement timely and proper corrective action.  Typically corrective action will consist of changes in resources applied to the activity and/or a change in processes.

Trend Analysis Process

The optimum trend analysis program reflects changes in trends well before the changes become readily apparent and provides a preliminary indication that detailed research and proactive changes are required. For this reason, performance indicators (even if they are within established tolerances) will be monitored to ensure their trends indicate a continual satisfactory level of support.  


Data obtained from the following sources may be analyzed to identify trends:

· Feedback from customers, base level management personnel, or other government representatives

· Quality inspections and observations

· Management information systems

· Special performance audits

Forecasting Out of Tolerance Performance Metrics 

Trend analysis will anticipate out-of-tolerance occurrences prior to the occurrence actually happening.  Various forecasting tools may be used depending on the number and stability of the previous time period occurrences.  Simple regression analysis normally will be sufficient to establish trends; however, more complex statistical processes may be used if appropriate.
From a quality management standpoint, the fact that a Service Provider recognizes the trend and performs the necessary adjustments to reverse the trend is as important as the failure to meet the threshold.  In other words, trend analysis will allow the service provider to clearly demonstrate a proactive approach to quality as opposed to a reactive approach that in most cases does not fix the systemic problem.  The failure of the Service Provider to recognize an undesirable trend indicated that their Quality Control System is not working properly.

Documenting Trends

The QAP will identify any metric that demonstrated a potential out of tolerance trend and the action taken by the Service Provider, both positive and negative, to correct the unsatisfactory trend.  The results of any action taken and an analysis of the effect on the metric trend will be included in the overall monthly evaluation report provided to the QMT. 

12.
Weighted Composite Score for the Functional Area

The end result of the performance evaluation is a composite score for each evaluation factor.  The Service Delivery Summary displayed in Paragraph 10 lists the performance metrics applied to the Hurlburt Field Housing/Dormitory Management function along with their associated weights.  It is not all-inclusive and may be unilaterally revised by the QMT provided the Service Provider has been given thirty days prior notice of the change.  Each individual metric has an assigned weight.  Overall the composite score for all metrics will equate to a maximum score of 100.  Such a score means the Service Provider has exceeded (green) all expectations.  If the Service Provider meets all metrics (amber), the resultant score will be 50.  

13.
Documenting and Scoring Performance Metrics
The QAP will schedule monthly routine, and if necessary, special monitoring of performance metrics.  The results of this monitoring will be documented as a part of the monthly report to the QMT.  Inspections will be documented using the sample forms attached to this QASP/QMP or by developing specific logs/forms that include the following information: 

· Name, Title, Signature of QAP

· Date, Time, Location of surveillance

· Description of the service being monitored (SDS# and the title minimum)

· Method of surveillance

· Surveillance results (color ratings and actual results)

· Rationale for rating SP Manager/Supervisor initials (for any defects or less than green rating)

Documentation will also include a monthly scoring matrix for each major performance objective.   Each individual functional metric measured will be assigned a weight based on its relative order of importance as determined by the QMT.  The QAPs assigned to the QMT will assign an element evaluation based on their analysis of the Service Provider’s achievement of a green, amber or red as described in the Service Delivery Summary.  The matrix as displayed below is an example of the evaluation assigned to each performance objective metric.

After individual metrics have been evaluated, the total weighted score will be computed as showed below.   These weights are determined by the QMT and provided to the Service Provider prior to the evaluation.  The functional weights may be unilaterally changed by the QMT based on relative importance to the base mission and their existing risk.  Notification of the change will be provided to the Service Provider 30 calendar days prior to implementation. 

Attachment One, Service Delivery Summaries One through Six, contains the surveillance procedures that will be used to verify the actual level of performance for each metric.

Surveillance Scheduling

Surveillance scheduling will be used to coordinate the evaluation of Service Provider performance indicators as identified in the SOW.  The schedule will identify the areas to be evaluated, the frequency of evaluation and the evaluation methodology.  The QAP’s schedule will be provided to the functional commander and contract administrator 5 days prior to the month under consideration. The following are the considerations that will be employed when preparing a surveillance schedule.

· Structured to assure that all performance indicators are evaluated to completion.

· Cover all standard hours of Service Provider operation, including 24-hour operations (e.g. night shift work, weekends and holidays). 

· Review at least weekly to determine status and to affect any required revisions.

· Document revisions and changes as they occur submit weekly in the same manner as the basic schedule.

· Build using functional area performance objectives and thresholds.

· Distribute to the Contracting Officer and QAPC.

· Complete before the last day of the month preceding the performance activity to be evaluated.

· Use a locally developed form/matrix to build the schedule.  

The assigned QAPs will follow this QMP or QASP in conducting evaluations within their area of responsibilities.  The plan will assure adequate coverage of all functions and considers areas that require detailed inspection.

It is recognized that there will be times when it is necessary for the QAPs to reschedule surveillance or to conduct inspections.  Consequently, this plan will be flexible to ensure the mission requirements are satisfied.  

QAPs will coordinate with the Service Provider’s supervisors or designated representatives in the functional areas before conducting surveillance.  The QAP will conduct inspections on a non-interference basis with the operations.  When completed, the QAP will notify the supervisors of their findings and have the SP supervisor/manager initial the finding.  The QAP’s findings are considered defects, except those that are re-performed.  Those re-performed will be documented although not counted as defects.  A copy of all QAPs’ evaluations will be maintained in a working file and retained as part of the official surveillance documentation retained by the primary QAP.   

The contract administrator and quality assurance program coordinator will periodically join the QAP to perform surveillance and will periodically review the QAP documentation.

14. Scoring Scheme
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15.
Significant Activities Relative to Service Provider Performance    

In addition to scoring the individual metrics, the QAP will document any significant activities relative to performance to include positive and negative issues.  These activities will be fully documented to include the event, the effect on performance, the actions taken by the Service Provider and any other information necessary to explain the event.  

These significant activities should be structured to reinforce the scores applied to the performance objective metrics.  They should provide a clear explanation of any green or red metric highlighting the root cause.  For metrics in the green category, the documentation should explain any extraordinary actions taken by the Service Provider to achieve the green rating.   For metrics in the red category, the documentation should relate the basic reasons why the Service Provider did not achieve an acceptable level of performance.  

SIGNIFICANT ACTIVITY REPORT(SAR)





NARRATIVE:

PERFORMANCE OBJECTIVE:







PERFORMANCE THRESHOLD:







RATING:















16.
Deductions From Payment (Applicable only to contracts containing FAR 52.246-4 or those in which 52.212-4 has been modified to allow deductions)
Since the contract is fixed priced, the Contracting Officer may make a determination whether to deduct from payment for those services not provided at a satisfactory level or to require re-performance.  Services or tasks that are constricted by time are normally not subject to re-performance and therefore are subject to a deduction in payment (See FAR 52.246-4 Inspection of Services – Fixed Price or FAR 52.212-4 Contract Terms and Conditions – Commercial Items, tailored to allow deductions).  The Service Delivery Summary does not contain a deduct schedule; therefore the Contracting Officer may assess a proportional deduction for the loss to the Government.  

One approach would be for the Contracting Officer or their designated representative to perform a simple “should cost”.  This approach requires an estimate of the labor that would have been expended to perform the service and the material and equipment usage.  The Contracting Officer or designated representative should compute the actual dollar amount applied to the lost service.   Along with the “should cost” work sheets, the Contracting Officer will develop a detailed narrative outlining the SOW requirement, document the failure to accomplish the requirement and provide any additional information necessary to effect the reduction in price.  

This documentation, along with the QAP’s Quality Deficiency Record (QDR) is then submitted to the Contracting Officer for execution of the reduction in price.  

17.
Level I Performance Management Documentation

QAP(s) will maintain the formal Level I Performance Management records for the QMT.  At a minimum these records will include the:

· Listings of performance metrics (Service Delivery Summary, para 10).

· Any significant actions by the Service Provider that support the government’s performance management program (para 15).

· A matrix demonstrating the mission performance scores achieved during the monthly evaluation period (para 14).

· A roll up matrix with the performance scores with the applicable performance objective weights applied (para 14).

· Records of significant activities relative to the Service Providers performance (para 15).

· Any other narratives that explain the level of performance achieved by the Service Provider.

· QAP nomination/appointment letter

· QAP duties and responsibilities letter

· QAP training records (Phase I, II and refresher)

· Contract and modifications

· This Quality Management Plan

· Surveillance calendars/schedules (para 13)

· Surveillance logs/forms/inspection records (para 13)

· Monthly report to QMT

· BRAG/QMT meeting minutes

18.
Performance Management Control Procedures Review 

The QMT or QAPC on a yearly basis will perform a Procedures Review (PR).  The PR will review the adequacy and implementation of corrective action taken to eliminate deficiencies discovered by the QMP. The PR will also provide recommendations for changes or adjustments in the Service Provider’s QC program.  The Contracting Officer may request residual staff or other Governmental personnel (e.g. The Internal Review Office) to conduct or assist in conducting this PR.  The scheduling of these PR(s) along with the consideration of recommendations resulting from the PR will ensure the overall Quality Management Program is effective and maintains a high level quality of performance. 

19.
Level II Application 

The following section describes the application of level II quality management.

As stated earlier in this document, level II quality management is only applicable when the level I quality management is not supporting performance required by the SOW.  Since the intensity of this effort will require a significant number of personnel and typically will not be required unless performance is extremely poor, this application will not be initiated unless the situation is reviewed by the QMT and the Contracting Officer specifically directs Level II.  The QAP may implement selected level II methods at his discretion if in his opinion a particular level I metric must validated. 

Level II Surveillance Methods

Five primary level II surveillance methods will be used to monitor and assess performance:

· Random Sampling

· Surveillance Activity Checklists

· Information Management System (IMS) Output

· Formal Customer Feedback

· Technical Inspections

Random sampling will be used when each service output in a lot has an equal chance of being selected in order to estimate the overall quality of the lot against an established standard.  It will be used when SOW requirements result in a large number of service activities that are performed frequently, (i.e., daily or hourly). The basis for random sampling will be ANSI/ASQC Z1.4-1993, Sampling Procedures and Tables for Inspection by Attributes.  Random sampling will be used when: 

· The service population or lot size is large and relatively homogeneous.

· The service frequently occurs during the performance period.

· The services to be monitored are located in the same general area.

· There is a well-documented audit trail of activities, such as completed service orders, to evaluate performance.

Using random sampling for conducting performance evaluations requires that a Sampling Procedure and a Random Sampling Checklist be prepared for each type of service.  These will be prepared in order to:

· Reflect each occurrence of an evaluation being performed.

· Document the results of each observation.

· Record all deficiencies noted, even if corrected on the spot.

Upon completion of each performance period's sampling requirement, individual random sampling checklist evaluations will be compiled and compared to the accept/reject criteria appearing in the sampling procedures to determine the acceptability of performance.  If the Acceptable Quality Level (AQL), similar to the performance threshold, is exceeded the performance will be considered unsatisfactory.

Surveillance activity checklists will be used for evaluating performance when a performance indicator does not occur often enough to be detected on a random sampling basis to provide for a statistical inference.  The checklist will provide a means of detecting the occurrence of the performance indicator and establish a basis for evaluating the related performance.  It will be used to conduct performance evaluations when random sampling or IMS output is not feasible, for example when:

· The service activity does not need to be rigorously monitored.

· The lot sizes are smaller than the required sample size for a given service.

· The services are infrequently performed (less frequent than once per day).

Surveillance activity checklists will not be used to draw conclusions about the overall level of service performance as there is no statistical basis for making assumptions about those services not actually observed. The evaluation will be based upon the number of observations performed and the number of defects found.  

IMS outputs are computer generated or manual reports that show how the Service Provider has performed.  Usually these reports contain information collected for 100 percent of the activities performed during a time period.  These or other system operation reports can be compared to acceptance standards.

Formal customer feedback will be used as another source of information relative to the acceptability of Service Provider performance.  Procedures for collecting customer feedback will be distributed to all customers, including responsibilities and processes to be followed in preparing, submitting and validating service feedback. 

Surveillance Scheduling

Surveillance scheduling will be used to coordinate the evaluation of Service Provider performance indicators as identified in the SOW.  The schedule will identify what areas are to be evaluated, the frequency of evaluation, the evaluation methodology (random sampling, surveillance checklist, or IMS output), the performance period to be evaluated, and any tentative QAP assignments.  The following are the considerations that will be employed when preparing a surveillance schedule.

· Structured to assure that all performance indicators are evaluated to completion (random sampling criteria is met and all checklist items are completed) prior to the end of the performance period being evaluated.

· Cover all standard hours of Service Provider operation, including 24-hour operations (e.g. night shift work, weekends and holidays). 

· Review at least weekly to determine status and to affect any required revisions.

· Document revisions and changes as they occur submit weekly in the same manner as the basic schedule.

· Build using functional area performance standards/indicators, random sampling guides and surveillance checklists.

· Distribute to the Contracting Officer and QAPs assigned to implement Level II quality management.

· Complete before the last day of the month preceding the performance activity to be evaluated.

· Use a locally developed form/matrix to build the schedule.  Commercial software (MS Excel) can be used to generate random numbers, create a monthly inspection schedule, calculate the lot size, select the sample size, determine the accept/reject levels, and print a daily random sampling checklist. 

The assigned QAPs will follow this Quality Management Plan in conducting evaluations within their area of responsibilities.  The plan will assure adequate coverage of all functions and considers areas that require detailed inspection.

It is recognized that there will be times when it is necessary for the QAPs to reschedule surveillance or to conduct inspections.  Consequently, this plan will be flexible to ensure the mission requirements are satisfied.  

Prior to assignment as temporary QAPs, the selected personnel will receive training from the QAPC as to their role in conducting full scale Level II quality management.  They will be selected for this additional duty based on their being qualified in their assigned technical areas of surveillance.  They must also be prepared to assist in other functional areas as the mission dictates. 

QAPs will coordinate with the Service Provider’s supervisors or designated representatives in the functional areas before conducting surveillance.  QAPs will conduct inspections on a non-interference basis with the operations. When completed, QAPs will notify the supervisors of their findings in a written report.  A copy of the report will be provided to the Quality Management Team.  The QAPs’ findings, even if corrected on the spot by them, are considered deficiencies/discrepancies.  A copy of all QAPs’ evaluations will be maintained in a working file and retained as part of the official surveillance documentation retained by the primary QAP.   

Corrective Action

Surveillance evaluations will be used to document unacceptable services. Level II quality management surveillance will be used to find and correct deficiencies, not to "catch" the Service Provider.  The Quality Management Team will discuss issues with Service Provider and functional counterparts as appropriate.  When a pattern of poor performance is detected, the Quality Management Team will establish a quality review team that will analyze the cause of the pattern and provide a recommended change in processes or resources to correct the systemic problem

Sampling Guide

A Sampling Guide contains written procedures that identifies the required services (performance objectives), states what performance indicators are to be evaluated, the standard of acceptable performance (performance threshold), the methods to be used to select the sample, and how the evaluation is to be performed.  A sampling guide indicates the number of units of services that are to be inspected (sample size), and the criteria for determining acceptability (acceptance or rejection numbers), and what constitutes a defect.  One sampling guide is prepared for each service being evaluated through random sampling.  

Following are is the process for putting together a sampling guide:

· Select random sampling technique. 

· Determine AQL (performance threshold). 

· Determine lot size. 

· Determine sample size. 

· Determine sampling procedures. 

· Determine evaluation procedures. 

· Determine performance criteria (acceptance and rejection level). 

· Write the sampling guide.

Developing the Sampling Guide

The single sampling plan method contained in ANSI/ASQC Z1.4-1993, Table II-A, Single Sampling Plans for Normal Inspection, will be used.  A single sampling plan means that the number of units of service inspected equals the sample size specified in the sampling plan.  If the number of defectives found in the sample is equal to or less than the acceptance number, the lot will be considered acceptable.  If the number of defectives is equal to or greater than the rejection number, the lot will be rejected.

Determine AQL  
An AQL will be established that will specify the maximum allowable percent defective (or defects per hundred units) for which lots will be accepted.  It will be important to select a realistic AQL since it is unrealistic to expect that a service can be performed perfectly.  AQL’s will accurately reflect the quality of the service as described in the SOW.

Since the accept/reject numbers shown in the tables of ANSI/ASQC Z1.4-1993 are statistically derived, they will be used to reflect percentages without requiring inspection of the entire lot.

Determine Lot Size 

Lot sizes will be established in order to determine the general evaluation levels and sample size. A lot is a collection of service outputs from which a sample is drawn and evaluated to determine conformance with the SOW performance requirement.  Lot size is the total number of service outputs during a specified period of time.  ANSI/ASQC Z1.4-1993, Table I, Sample Size Code Letters will be used to determine the lot size.  

Determine Sample Size 

Since acceptance sampling is a quality management procedure in which a number of items are drawn from a lot and inspected to compare the quality of that lot against a standard, the number of items in the sample is the sample size. A sample size is the number of units of product to be drawn from a lot.  The Quality Management Team will use ANSI/ASQC Z1.4-1993, Table I, Sample Size Code Letters and the General Inspection Level II column in order to determine the Sample Size Code Letter.

Determine Sampling Procedures 

The Quality Management Team will outline the procedure to be used to draw the sample and describe how the sample will be drawn. The procedure will be in sufficient detail to maintain consistency in how the sample is drawn.  The Quality Management Team will ensure the sample is random (all occurrences of a performance indicator have an equal chance of being selected for examination).  A random number table will be used to determine which samples are to be selected (e.g. service work orders).  Sources of random number tables are software spreadsheet applications (e.g. Microsoft Excel(), calculators, and OFPP Pamphlet 4, Attachment 1. 

· Step 1: The numbers on most random number tables will be arranged in groups of five or six.  A number will be assigned to every lot. Then at random, a group of numbers will be selected from any page.  Any unbiased selection method will be sufficient for use.

· Step 2: By using a consistent pattern, the QAP will continue until there is a number for each sample.  If the table ends and more random numbers are still needed, they will go back to the beginning of the table and continue using the same or an alternative pattern (reading across the lines or diagonally for successive reiterations).

Determine Evaluation Procedures

The Quality Management Team will outline the expected output of the service.  They will also describe the procedures that tell what will be evaluated and the criteria for acceptance.  The procedure will be in sufficient detail to maintain consistency in the evaluation process.

Determine Performance Criteria (Acceptance and Rejection Levels) 

Acceptance and rejection levels will form the boundaries within which service performance is inspected for compliance.  The levels will be determined by using ANSI/ASQC Z1.4-1993, Table II-A, Single Sampling Plans for Normal Inspection.  The QAPs will use these steps to determine acceptance and rejection by sample size:

· Step 1:  Find the sample size (in the sample size column) and read across the line to the column for the selected AQL.  At that point there will either be two numbers or an arrow pointing up or down.

· Step 2:  If there is an arrow, follow the direction of the arrow until it leads to a pair of numbers.  Of the two numbers at the end of the arrow, the number on the left (Ac or Accept) shows the maximum number of deficiencies that can occur in a sample for the service to be considered acceptable.

· Step 3:  The number on the right (Re or Reject) is the minimum number of deficiencies that occur in a sample, for the service to be considered unacceptable.

· Step 4:  When there is no accept or reject number for a given sample size and AQL, following the arrow will indicate what sample size should be taken.  For example, with an AQL of 1.5 and a sample size of 20, the sample size should be changed to 32.

Form Examples

The forms listed on the following pages are typical of those that will be used upon implementation of Level II Quality Management.  Some of these forms may also be used for Level I Quality Management.  These are samples; actual forms must be designed and implemented by the QAP.

20.  Quarterly/Annual Contractor Performance Assessment Report (CPAR)

The results of the QAP’s surveillance will be reviewed quarterly by the QMT or BRAG.  This can be accomplished during the quarterly BRAG meeting or by e-mailing a summary report to the BRAG participants (functional commanders, contracting officer, QA Program Coordinator).  Annually, the results of surveillance will be compiled by the QMT/BRAG and developed into an annual past performance assessment for the contractor (CPARS, Contractor Performance Assessment Report System).  The annual assessment will be initiated and developed by the QMT/BRAG, then reviewed and forwarded to the contractor by the appropriate 16 CONS Flight Chief.  The contractor will have up to 30 days to respond to the assessment before it is permanently documented in the automated collection system (PPAIS, Past Performance Automated Information System).  A sample annual assessment questionnaire is provided following this paragraph.

Quarterly/Annual Contractor’s Performance Assessment Report Questionnaire

Company Name: ________________________  Contract #:  _______________________  Assessment Period:  __________________________

PERFORMANCE INFORMATION: Ratings provided to the following statements will be provided to the contractor and recorded in the Past Performance Automated Information System (PPAIS).  When responding to the following statements, choose the appropriate Alpha character that most accurately describes the contractor’s performance in each area identified.  Please provide comments for any E, VG, M, or U ratings:

E
Exceptional 
Contractor performance met all contract requirements and exceeded many of the requirements to the Government's benefit



VG
Very Good
Contractor performance met all contract requirements and exceeded some of the requirements to the Government's benefit



S
Satisfactory
Contractor performance met all contract requirements; minor problems were corrected satisfactorily



M
Marginal
Contractor performance failed to meet some contract requirements; failures were not fully corrected or corrections were not fully implemented



U
Unsatisfactory
Contractor performance failed to meet most contract requirements; recovery is not likely; corrective actions appear/were ineffective



Quantify percent of requirements exceeded or not met for each use of E, VG, M or U rating.             (Circle the appropriate Alpha character)

1.
Quality of Service:  Rate the contractor's compliance with contract requirements, accuracy of reports, technical excellence including quality awards/certificates.  Rate his quality control system and the level of performance resulting.
E   VG   S   M   U


COMMENTS: 














2.
Timeliness of Performance:  Rate how well the contractor adhered to contract schedules, including administration.  Rate his reliability and responsiveness to technical requirements, changes, service calls. 
E   VG   S   M   U


COMMENTS: 














3.
Cost Control:  Rate the contractor’s ability to perform within or below budget.  Rate the contractor’s currency, accuracy, timeliness and completeness in billing;  If there were contract modifications, rate the overall accuracy of the pricing information and the contractor's attitude towards negotiating in good faith; and rate any implementation of efficiencies.  
E   VG   S   M   U


COMMENTS: 














4.
Business Relations:  Rate the contractor’s cooperative and proactive behavior with QAP, CO and customers; rate his flexibility, responsiveness to inquiries, problem resolution and customer satisfaction.
E   VG   S   M   U


COMMENTS: 














5.
Management of Key Personnel:  Rate the contractor’s ability to provide experienced managers and supervisors with the technical and administrative capabilities to meet contract requirements.  Rate his management effectiveness and responsiveness.
E   VG   S   M   U


COMMENTS: 














Overall Evaluation of the Contractor 
Knowing what you know about the contractor’s ability to actually execute what he promised in his proposal, would you award the contract to the contractor today – given that you had a choice?  (Circle your response)

1
2
3
4
5

Definitely

Maybe

Definitely

YES



NO







Typed or Printed Name/Title/Phone number/Date of person providing the above information

SAMPLING PROCEDURE

For Level II Surveillance

Required Service #1

SOW Paragraph #
1.
Acceptable Quality Level (AQL):  

2.
Lot Size:  

3.
Sample Size:  

4.
Sampling Procedure:  

5.  Evaluation Procedure:  : 


a.
 


b.



c.



d.


6.
Performance Criteria:  

QUALITY DEFICIENCY RECORD (QDR)

For Level I or Level II Surveillance
Block 1:  Date form is prepared.

Block 2:  Control reference number is assigned by the Quality Management Team.

To:  Applicable Service Provider Personnel.

From:  Name of the QAP or QMT person initiating the report.

Block 3:  Complete description and, to the extent possible, the affect.

Block 4:  Indicate whether deficiency will affect the ability to deliver services.

Block 5:  Suspense date determined and completed by the Service Provider QC Team.

Block 6:  Supervisor corrective action.

Block 7:  Sufficiency of the Service Provider’s corrective action response.

PERFORMANCE REQUIREMENTS SUMMARY (PRS) NUMBER

 For Level II Surveillance

Required Service:  Functional Activity title from the SOW and identifying number.

Paragraph Number:  The specific SOW paragraph or sub-paragraph numbers.

Standard:  Normally a combination of Performance Value.  Most standards cited are government references.

Maximum Allowable Degree of Deviation from Requirement (AQL):  For services for which the method of surveillance is random sampling, the AQL comes from ANSI/ASQCX Z1.4-1993.  For services observed through other than random sampling, the AQL may be a percentage or a specific number of defects.  The AQL indicates the maximum error rate allowed.

Method of Surveillance:  Method or methods used to conduct the evaluation (i.e. random sampling, IMS, surveillance activity checklist.)

SERVICE DELIVERY SUMMARY

For Level I Surveillance

Performance Objective:  Functional Activity title from the SOW.

Paragraph Number:  The specific SOW paragraph or sub-paragraph numbers.

Performance Threshold:  Maximum allowable deviation from the standard.

Method of Surveillance:  Method or methods used to conduct the evaluation (i.e. random sampling, IMS, surveillance activity checklist.)

Procedures:  Detailed procedures for performing the inspection.  

Including:

What to inspect

How to select the items to be inspected

How many to inspect

What a defect is 

Documentation of results

Requirement for service provider to initial a defect

SURVEILLANCE SCHEDULE

For Level I or Level II Surveillance

1.0
Introduction.  Prior to the conduct of Level I or Level II quality management, the QAP will prepare a Surveillance Schedule.  For Level II surveillance, the schedule will be approved by the QMT prior to any surveillance being performed.

2.0
Processing Procedures.  The schedule will be completed no later then the last day of the month preceding the Service Provider’s functional areas be evaluated.  The schedule will be marked FOUO and a copy will be sent to the Contracting Officer for their information.  The completed schedule must not be shown to the Service Provider.  Changes to the schedule will be recorded as they occur and a weekly revision prepared and submitted in the same manner as the basic schedule.  The schedule will be annotated to identify those performance objectives or indicators that can only be scheduled on the basis of Service Provider notification.  The Service Provider will be informed accordingly and the date of notification will be entered on the schedule.  All schedule changes will be documented as to cause of the change.

3.0
Format  (When completed, stamp "For Official Use Only" on each page of the schedule):

Schedule Date:  Date schedule published.

Service:  SOW service to be evaluated.  Identify by SOW reference number, description, and sampling procedure, Service Delivery Summary number, or Performance Requirement Summary 3, if applicable.

Service Date:  Date service to be observed.

Note this can be a locally developed form as long as it contains the above information.

SURVEILLANCE ACTIVITY CHECKLIST

 For Level I or Level II Surveillance, as appropriate

1.0
Introduction.  Surveillance activity checklists will be used to evaluate services that are not evaluated by random sampling and that are infrequently performed by the teams.

2.0
Format.
SOW Requirement or Performance Objective:  Brief summary of the SOW requirement.

SOW Paragraph Number:  Applicable contract (SOW) paragraph that establishes the requirement.

Method of Surveillance:  Brief explanation of when and how the evaluation was performed and the acceptance criteria applied.

QAP Name:  Who accomplished the surveillance.

Date Accomplished:  Date and time the evaluation was performed.

Where Accomplished:  Location where the evaluation was performed.

Compliance:  Remarks pertinent to the results of the inspection.  The Service Provider may be requested to initial the remarks block for any observations that are found to be other than satisfactory.  This does not signify that the Service Provider agrees with the findings, only that the Service Provider has been duly notified of a unacceptable condition requiring corrective action.  If the Service Provider’s representative refuses to initial the entry, annotate the refusal on the form. 

CUSTOMER FEEDBACK RECORD

 For Level I or Level II Surveillance, as appropriate

Date/Time of Feedback:  Date & time the customer was provided service.

Source of Feedback (Organization) and (Individual):  Organization and individual initiating the comments.

Nature of Feedback:  Brief description of the service.

SOW:  Completed by the QAP.

Validation:  Statement by the QAP that has looked into the customer feedback and determined its validity.

Date Supervisor Informed of Feedback:  Date Service Provider informed of validated feedback.

Time Supervisor Informed of Feedback:  Time Service Provider informed of validated feedback.

Action Taken by Supervisor:  Description of Service Provider’s action.

Received and Validated By:  Statement by QAP 

RANDOM SAMPLING CHECKLISTS

For Level II Surveillance

1.0
Introduction.  The surveillance plan will designate the use of a specific random sampling checklist for each item that will be inspected by random sampling.  These random sampling checklists will be used to document all sample observations made during a sampling period.  

2.0
Format. Random sampling checklists will be used to document all sample observations made during a sampling period.

Observation Number:  The sampling procedure number, surveillance activity checklist identification number, the SDS number or the PRS number and the inspection sequence number.

Type of Service:  SOW requirement or statement of the service being evaluated.

Date Inspected (Evaluated):  Date and time of each observation.

Result of Observation:  Indicate whether the observation was satisfactory or other than satisfactory in the applicable block.

Remarks:  Enter comments concerning findings.  The Service Provider may be requested to initial in the remarks block for any observations that are found to be other than satisfactory.  This does not signify that the Service Provider agrees with the findings, only that notification of an unacceptable condition that corrective action is required.  If the Service Provider’s representative refuses to initial the entry, annotate the refusal on the form.  

Attachment One -Service Delivery Summaries for Housing/Dormitory Management

1. Maintain a 98% Military Family Housing occupancy rate.

1.1 Method of surveillance:  Periodic, Monthly

1.2 Lot size:  Process report 1/month.  

1.3 Performance requirement:  98% occupancy rate.

1.4 Inspection procedure:  By the 5th day of the month, process Family Housing Occupancy Report from ACES-HM to reflect previous month’s occupancy rate. Record results of review using QASP logs/forms. 

2. Maintain a 90% Dormitory occupancy rate.

2.1 Method of surveillance:  Periodic, Monthly

2.2 Lot size:  Process report 1/month.

2.3 Performance requirement:  90% occupancy rate.

2.4 Inspection procedure: :  By the 5th day of the month, process Dormitory Occupancy Report from ACES-HM to reflect previous month’s occupancy rate. Record results of review using QASP logs/forms.

3. Ensuring scheduled appointments are met (Assignment & Terminations)

3.1 Method of Surveillance:  Customer feedbacks, as required.

3.2 Lot size:  Avg. 40/month  

3.3 Performance requirement:  99% of appointments are met.

3.4 Inspection procedure:  Provide each member with a complaint/feedback card that is to be returned to the government. Investigate and validate the complaints.  Record the results of validated complaints on QASP form/logs.

4. Validate Customer Service complaints.

4.1 Method of Surveillance:  Customer surveys, as required.

4.2 Lot size: N/A 

4.3 Performance requirement:  Not to exceed one per month.

4.4 Inspection procedure:  Submit surveys to QAP for review/validation. Record results of validated complaints.  Note action taken by SP to resolve valid complaints. 

5. General Officer’s Quarters Services.

5.1 Method of Surveillance:  Periodic, Quartley

5.2 Lot size:  Process report 1/quarter  

5.3 Performance requirement:  Zero (0) discrepancies.

5.4 Inspection procedure:  Process GOQ Report once a quarter to validate expenses against authorized cost limitations. Record results of inspection unig QASP forms/logs.

6. Service Provider’s Quality Control Plan

6.1 Method of Surveillance:  Periodic, Monthly

6.2 Lot Size:  Conduct inspection 1/month

6.3 Performance Requirement:  Zero (0) discrepancies

6.4 Inspection Procedure:  Once a month conduct review of SP’s quality control plan and inspection results to ensure that plan is being executed and is effective.  Record results of inspection using QASP forms/logs. 

SURVIELLANCE CHECK SHEETS

SERVICE DELIVERY SUMMARY  NUMBER ONE



Maintain a 98% Military Family Housing occupancy rate.



METHOD OF SURVIELLANCE



Military Family Housing Occupancy Reports



LOT SIZE



Process report 1/month



PERFORMANCE THRESHOLD



98% occupancy rate.



INSPECTION PROCEDURE



By the 5th day of the month, process Family Housing Occupancy Report from ACES-HM to reflect previous month’s occupancy rate.

FINDINGS



QUALITY REPRESENTATIVE:

DATE OF INSPECTION:

SERVICE DELIVERY SUMMARY NUMBER TWO



Maintain a 90% Dormitory occupancy rate. 



METHOD OF SURVIELLANCE



 Dormitory Occupancy Reports



LOT SIZE



Process report 1/month.





PERFORMANCE THRESHOLD



90% occupancy rate.





INSPECTION PROCEDURE

By the 5th day of the month, process Dormitory Occupancy Report from ACES-HM to reflect previous month’s occupancy rate

 

FINDINGS



QUALITY REPRESENTATIVE:

DATE OF INSPECTION:

SERVICE DELIVERY SUMMARY NUMBER THREE



 Meet all Assignment and Termination appointments at scheduled times



METHOD OF SURVIELLANCE



 Customer feedback



LOT SIZE



 Avg. 40/month



PERFORMANCE THRESHOLD



 99% of time (notify customer and reschedule for remaining 1%)



INSPECTION PROCEDURE



 Provide each member with a complaint/feedback card that is to be returned to the government.

FINDINGS



QUALITY REPRESENTATIVE:

DATE OF INSPECTION:

SERVICE DELIVERY SUMMARY NUMBER FOUR



 Customer Service complaints



METHOD OF SURVIELLANCE



 Customer surveys



LOT SIZE



 N/A



PERFORMANCE THRESHOLD



 NMT 1 validated complaint per month 



INSPECTION PROCEDURE



 Submit surveys to QAP for review/validation.

FINDINGS



QUALITY REPRESENTATIVE:

DATE OF INSPECTION:

SERVICE DELIVERY SUMMARY NUMBER FIVE



General Officer’s Quarters (GOQ) services



METHOD OF SURVIELLANCE



Quarterly GOQ Report



LOT SIZE



Process report 1/quarter



PERFORMANCE THRESHOLD



Zero discrepancies



INSPECTION PROCEDURE



Process GOQ Report once a quarter to validate expenses against authorized cost limitations.

FINDINGS



QUALITY REPRESENTATIVE:

DATE OF INSPECTION:

SERVICE DELIVERY SUMMARY NUMBER SIX



Compliance with Quality Control Plan



METHOD OF SURVIELLANCE



Checklists/sheets



LOT SIZE



Conduct inspection 1/month



PERFORMANCE THRESHOLD



Zero discrepancies



INSPECTION PROCEDURE



Once a month conduct inspection using the Quality Control Plan checklists/sheets.


FINDINGS



QUALITY REPRESENTATIVE:

DATE OF INSPECTION:
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