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UNITED STATES ARMY

FORT BELVOIR

CUSTODIAL SERVICES 

QUALITY ASSURANCE SURVEILLANCE PLAN

(QASP)

RECOMMENDED STANDARDS 

FOR

CUSTODIAL SERVICES

Category 1 – General Administrative/Industrial Areas:  Administrative offices/facilities, Base Chapels, Hangars, Warehouses, Laboratories, any facility or area not classified as Category II.

Category II – High Use Areas:  Child Development Centers, Fitness Centers, Youth Centers, Classrooms, Auditoriums, Base Operations, Passenger Terminals, Command (O – 6 and above) sections.

Category I





Category II

Basic Service – Alternate Days

Basic Service – Daily (Duty)

(1st Week: M-W-F, 2nd Week: Tu & Th.)

Restroom Services – Alternate Days

Restroom Services - Daily

Periodic Services – Yearly


Periodic Service - Yearly

BASIC SERVICES

  RESTROOM SERVICES

PERIODIC SERVICES

Sweep/Dust Mop Floor  Clean and Disinfect
Strip/scrub/seal/   wax floors

Mop Floors
       Descale Showers, 

High Dusting

  Toilet Bowls, and






  Urinals
Computer Room Floors  Sweep and Mop Floors
Interior Windows

Remove Trash

  Restock Restrooms

Exterior Windows

Public Ash Trays Urns
Clean/Shampoo    Carpet
Low Dusting






Clean High Glass

Interior Glass/Mirrors




Dust Blinds/Drapes

Other Interior Glass




Clean Upholstered










Furniture
Drinking Fountains





Emergency/Special










Events Cleaning

Stairways

Vacuum Carpets

Vacuum Hallway Carpets

Spot Clean Carpet

Clean Walk-Off Mats

General Spot Cleaning
INTRODUCTION

This Quality Assurance Surveillance Plan (QASP) has been developed to provide the Quality Assurance Evaluator (QAE) an effective and systematic surveillance method for each listed service on the Performance Requirements Summary in the Civil Engineer custodial services contract.

This QASP is based on the premise the government desires to provide a productive work environment that is clean and sanitary and it has been determined that contracted custodial services are the best means of achieving that objective.  Another major factor in the development of this QASP and the accompanying Performance Work Statement (PWS) was that of limited Quality Assurance Evaluator (QAE) resources and the inability of a single QAE to efficiently and effectively validate defective performance in a timely manner.  Customer complaints have always been a major part of any contracted service, yet the complaint had to be validated by the QAE and it had to be validated within one or two hours after the defect was first recognized.  This procedure was cumbersome and often ineffective.  This QASP is structured to improve the quality assurance of custodial contract services, better involve facility occupants and relieve civil engineers of providing all the QAE resources.  This is accomplished by appointing and training the building manager/monitor of each facility that receives contract services.  Many times custodial contractors work during hours other than when government personnel are present and the only evaluation of the contractor’s work is how the facility looks the next day when the government personnel arrive for work.  If the required contract services were not performed, or if the results are not satisfactory, the customer is the first to notice.  For that reason, customer complaints will be the primary method of government surveillance for this contract.

The contractor, and not the government, is responsible for management and quality control actions to meet the terms of the contract.  The role of the government is quality assurance or ensuring contract standards are achieved.  The Customer Complaint Program for the Custodial contract places more emphasis and responsibility on the contractor’s quality control program by initially assuming that all customer complaints are valid.  The contractor’s QC inspector will then validate the defective service, thereby insuring his involvement in the inspection process, and hopefully eliminating the cause of the defect.  Except for bona fide time constraint tasks, the Customer Complaint Program provides for re-performance of services, which recognizes the basic concern of the Government which is obtaining the services.  The government recognizes the contractor is not a perfect manager and that unforeseen and uncontrollable problems do occur.  However, good management and a strong quality control program will minimize those unforeseen problems.  Facility QAEs must be objective, fair, and consistent in evaluating contractor performance against contract requirements.

ESTABLISHING A CUSTOMER COMPLAINT PROGRAM.  It is unique to base contractor performance evaluations primarily on the customer complaint method of surveillance.  The key to the success of this method of contract surveillance lies as much in the organization and publicity of the program as in the management by the QAE and contract administrator.  Without an organized, systematic program that shows the customers that their complaints are heard, acted upon, and a necessary part of administering the overall contract, people will not bother to voice their concerns.  They must be aware of the Customer Complaint Program to make it an effective surveillance tool.  The contracting office and civil engineers must meet with every Facility QAE and explain the details of both the custodial services contract and their role in inspection of the contract.

Each Facility QAE, with assistance from the QAE, contract administrator and QAE Program Coordinator, must educate “customers” of the contract requirements.  It is essential that everyone know the name and phone number of their Facility QAE.  This education will also include how to register a customer complaint and what results to expect from the complaint.  This meeting should stress the intent to get the service rather than taking money; however, the contractor will not be paid for nonperformance.  Customer education is a continual process as personnel change frequently.  The top priority in customer education is for everyone to do their part, which will result in customer complaints being heard.  It MUST be stressed to the customer that all complaints be taken to their Facility QAE and never to the contractor.  The contract requirements MUST be very clear to everyone.  Customer complaints should not be encouraged nor should they be discouraged.  When Facility QAE’s and customers know what services they are to receive and what the contract standards are for those services, then registered complaints should be justified.  If the contractor performs to contract standards there should be few complaints validated by the QAE.

CONTRACT SURVEILLANCE BY CUSTOMER COMPLAINT.

QAE APPROINTMENT AND TRAINING.  A representative of the Base Civil engineer will be appointed QAE for the custodial contract.  Each building that receives custodial services has a building manager/monitor that will be appointed as the Facility QAE.  All Facility QAEs will receive training that ensures they are knowledgeable of contract requirements, responsibilities, and limitations of their authority.

CLEANING SCHEDULES.  Using the tables in Technical Exhibits 2&3 along with Section C-5, each Facility QAE will know what, when and where services are scheduled each month.  Each Facility QAE should maintain a custodial services workload schedule, Figure 1; by entering a diagonal slash in the appropriate box for each task and day that service is scheduled during the month.  This becomes the schedule to reference each time a customer complaint is received.  The first step in complaint validation is to verify, with the monthly schedule, which services were required and when they should have been accomplished.  It is not necessary for the Facility QAE to inspect the contractor’s performance each time cleaning is scheduled, only when a customer complaint is received.  However, the Facility QAE will initiate a customer complaint any time defective performance is observed.  The Facility QAE will complete a new schedule (task and frequency tables) each month for his/her area of responsibility.  To accomplish this, the Facility QAE will coordinate with the QAE to ensure all services, including periodic cleaning, are included.  This will be completed not later than the last workday of the preceding month.

	Insert day of week above number 1-31 for each month.  QAE initially prepares for first month and gives to each Facility QAE.  New schedule for changes.
	SPECIAL INSTRUCTIONS

AD – Alternate Days (one week:  M-W-F, next week: Tu & Th)

D – Daily (Duty)
	MONTH:
	UNSATISFACTORY WORK

Notify QAE

at ext.

	CUSTODIAL SERVICES WORKLOAD SCHEDULE[image: image2.wmf]
	FACILITY QAE
	PHONE#
	ALT FACILITY QAE
	PHONE#
	BLDG#
	SQUADRON/OFF SYM


ENTER “X” TO IDENTIFY DATE SERVICES ARE REQUIRED.  CIRCLE “X” IF SERVICES ARE UNACCEPTABLE.

	SERVICE
	FREQ OF SERVICES

A
	DAY(S)

B
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	11
	12
	13
	14
	15
	16
	17
	18
	19
	20
	21
	22
	23
	25
	26
	27
	28
	29
	30
	31

	1. Vacuum Hallway Carpets
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	2. Vacuum Carpets
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	3. Spot Clean Carpets
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	4. Spot Clean Carpets
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	5. Maintain Floors
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	6. Remove Trash
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	7. Clean Int Glass/Mirrors
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	8. Clean Other Int Glass
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	9. Clean Drink Fountains
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	10. Clean and Restock Restrooms
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	11. Clean Int Windows
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	12. Shampoo Carpets
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	13. Clean High Glass
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	14. Clean Stairways
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	15. Perform General Spot Cleaning
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	16. Perform Special Event Cleaning
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	17. Clean Ash Trays/Urns
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	18. Strip/Scrub /Wax Floors
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	19. Clean Ext Windows
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	


RECEIVING AND PROCESSING CUSTOMER COMPLAINTS.  The Facility QAE will be available to receive customer complaints during the first two hours each day following scheduled contractor cleaning.  Individuals that observe unsatisfactory services, either incomplete or not performed, should immediately contact the Facility QAE.  The Facility QAE must then observe the unsatisfactory performance and determine the validity of the complaint.  Considerations for validating customer complaints are:  when was the service scheduled, the contract standard for the service, i.e. empty trash, floor maintenance, etc. and timeliness of the complaint.  There are a myriad of other considerations each of which the Facility QAE must evaluate on a case-by-case basis.  When validating each customer complaint, the Facility QAE will determine the possible cause of this unacceptable performance.  If any government action or lack of action caused unacceptable performance, the complaint is not valid.  Determinations as to the reasons for the deficiencies may be shared with the contractor, but only by the QAE.  Once the Facility QAE validates the complaint, he/she verbally contacts the QAE.  The QAE completes AF Form 714 (original plus 1 copy), Customer Complaint Record, through the validation block.  In the validation block the QAE will write “Initial Complaint”.  All customer complaints are initially considered valid and must be investigated by the contractor’s QCI.  The QAE will inform the Facility QAE of the approximate time unacceptable condition should be corrected and if not corrected by that time Facility QAE should notify QAE.  The QAE will notify the QCI of the customer complaint, annotate the time of the notification on the AF Form 714, and inform the QCI he has two hours to correct.  The QAE will inform the QCI to pickup the original AF Form 714 and once the re-performance is completed, the QCI should obtain the Facility QAE’s signature in appropriate block indicating receipt.  If QCI decides to challenge the customer complaint after inspecting the site, the QCI must immediately notify QAE who will validate the customer complaint.  If QAE determines the customer complaint as valid the QCI will be given an additional hour to re-perform the services.  However, on defect will be recorded against RS1, Effective Quality Control Program, for QCI’s failure to recognize a valid customer complaint.  If contractor’s QCI fails to satisfactorily resolve a customer complaint, a defect will be recorded against RS-1 as well as against the appropriate unsatisfactory RS item.  The QCI shall return all completed AF Form 714s to the QAE.  The QAE shall retain the original AF Form 714 for contract record purposes and discard the copy.  This will provide an audit trail for tracking the number of customer complaints, both valid and invalid.  A periodic review of this information may indicate a need for additional customer education or the need for improved contractor performance and quality control.

The QAE and the contract administrator will determine what actions(s) are required if the services continuously receive customer complaints.  To aid in that decision, all completed customer complaints must be kept on file.  The contract administrator will present the facts to the contracting officer in preparation for issuance of a Contract Discrepancy Report, contract cure notice or show cause letter.  As a last resort, contract termination and re-procurement is a remedy.

INSPECTION BY PERIODIC SURVEILLANCE.

PERFORMING PERIODIC SURVEILLANCE.  For inspecting RS-1, Provide a Quality Control Program, we will use the method Periodic Surveillance.  When the QAE receives the contractor’s schedule of inspections for a given month he will prepare a list by building number, in ascending order, of where the inspections will be.  By doing this each building can then be assigned a number, beginning with the number one.  Assuming a lot of 500 inspections and a sample size of 10% for custodial services, this means systematically look at every tenth occurrence of the Contractor’s QC inspections.  Based on this randomly pick a number between one and ten, let’s assume six.  Returning to the list of buildings we will be able to identify our sample by choosing every tenth inspection beginning with 6, 16, 26, etc.  From here, then you will complete AF Form 801, Quality Assurance Evaluator Schedule, and AF Form 799, Surveillance Activity Checklist.

WHAT TO INSPECT.  When inspecting the Contractor’s Quality Control Program there are specific items or tasks to look for that will indicate its effectiveness and whether or not the contractor is following the program.  A checklist of these tasks is developed to use for the Surveillance Activity Checklist.  Key among these is whether or not the services have been performed.  In it’s basic form the contractor’s QC program should have a checklist for each category of service in the contract.  The contractor should base this list on the tasks from Section C-5 of the PWS.  You will inspect to assure the QCI follows the list.  You must also inspect to insure the QCI inspects at the times listed on the schedule.  You will inspect the QCI’s documentation to see if defective services were identified.  You will inspect if the cause of the defect was identified and the action taken to preclude repeat defects.  You will inspect for repeat defects.  Finally you must inspect if the QAE is handling Customer Complaints in accordance with the approved QC Program.

INFORM CONTRACT MANAGER.  The QCI should keep the Contract Manager continuously informed of performance status.  The contract administrator should ensure that Contract Manager clearly understands the inspection procedures at the pre-performance conference and Contract Manager understands that his/her QCI is expected to keep him/her informed of performance status.  The QAE may want to forward copies of customer complaints to Contract Manager as a matter of courtesy.

REVISION TO QASP.  Revisions to this surveillance plan are the responsibility of the QAE and the administrative contracting officer.

ADDITIONAL GUIDANCE.  For additional guidance, refer to AFMAN 64-108.

CUSTODIAL SERVICE SAMPLING GUIDE #1

RS-1 Provide a Quality Control Program

1.  Method of Surveillance:  Periodic Surveillance by Interval Technique.

2.  Lot Size:  The sum of the number of quality control inspections scheduled for the month.

3.  Sample Size:  10% of Lot Size.

4.  Performance Requirement:  1% of Lot Size.

5.  Sampling Procedure:  QAE will obtain the contractor’s quality control schedule not later than the last day of the month preceding the upcoming month’s quality control inspections.  The QAE will assign a 3-digit number to each scheduled inspection.  Using any method the QAE will select to sample 10% of the scheduled inspections.

6.  Inspection Procedure:  Using a copy of the contractor’s QC plan the QAE will inspect whether or not the QCI complies with the contents of the plan.  The QAE may accomplish this in any number of ways.  QAE may accompany the QCI on the inspection.  QAE may conduct an inspection of the area and compare results with the QCI.  QAE may conduct an inspection after the QCI has completed inspection.  Some examples of defects that will be recorded are failure to conduct QC inspections timely, failure to follow QC plan inspection procedures, failure to correct defects when identified, failure to make corrections to the QC plan to prevent recurring defects, in general any deviations from the approved Quality Control Plan should be recorded as a defect.  In the course of these inspections the QAE may encounter defective services.  This would be a defect against the QC plan and the QAE should also register a customer complaint.  Re-performance of defective quality control inspections is not appropriate.

CUSTODIAL SERVICE SAMPLING GUIDE #2

RS-2 Provide Category I, Basic Cleaning Services

1.  Method of Surveillance:  Customer Complaint

2.  Lot Size:  The sum of the number of times service is scheduled for a month times the number of facilities receiving services.  For example, if a base has 50 buildings that receive Category I basic cleaning services 2.5 times a week (alternate days), the lot size is 50 buildings X 2.5 times a week service X 4.33 weeks/month = 541 lot size.

3.  Sample Size:  None.

4.  Performance Requirement:  2% of Lot Size.

5.  Inspection Procedure:  Initially the QAE shall consider any customer complaint received from a Facility QAE valid.  The QAE shall record the customer complaint on AF Form 714 and verbally notify the Contractor’s Quality Control Inspector (QCI) to pickup the AF Form 714.  The contractor shall have two (2) hours from time of verbal notification to correct the unacceptable condition(s).  If unacceptable condition(s) is corrected within two hours of verbal notification, the unacceptable condition(s) shall be considered acceptable and shall not count as a defect for payment calculation purposes.  If the QCI elects to investigate the customer complaint, and after investigation does not consider the complaint valid, the QCI shall notify the QAE.  The QAE shall conduct an investigation to determine the validity of the customer complaint.  If the QAE confirms customer complaint as valid, the unacceptable performance shall be recorded as a defect and count towards payment calculation purposes, unless contractor corrects the unacceptable condition(s) within one hour of the QAE’s confirmation.  However, one defect shall be recorded for RS-1, Provide a Quality Control Program, for a defect(s) confirmed through the QAE’s investigation.  EXCEPTION:  IF THERE IS A BONA FIDE TIME CONSTRAINT FOR ACCEPTABLE PERFORMANCE, I.E. CONFERENCE ROOM HAD TO BE CLEANED FOR A SCHEDULED MEETING OR A SPECIAL EVENT HAD BEEN PLANNED FOR A CERTAIN TIME, RE-PERFORMANCE IS NOT PERMITTED AND 2 DEFECTS SHALL BE RECORDED.  ONE DEFECT SHALL BE RECORDED FOR RS-1 QC PROGRAM FAILURE AND ONE DEFECT FOR THE APPROPRIATE OTHER RS ITEM.  Successive months of unsatisfactory performance for any RS item, may result in other appropriate action by the Contracting Officer in accordance with the Inspection of Services clause, including Termination for Default.  The QAE will consider all customer complaints satisfactorily resolved unless notified otherwise by the Facility QAE within a time frame established by the QAE upon receipt of initial customer complaint.  The QCI shall return the completed AF Form 714 to the QAE by the next duty day.  The QAE shall retain all AF Form 714’s for the life of the contract.

CUSTODIAL SERVICE SAMPLING GUIDE #3

RS-3 Provide Category I, Restrooms/Locker Rooms Cleaning Services

1.  Method of Surveillance:  Customer Complaint

2.  Lot Size:  Same as RS-2, except only count number of Category I facilities with restrooms/locker rooms.

3.  Sample Size:  None

4.  Performance Requirement:  1% of Lot Size.

5.  Inspection Procedure:  Same as RS-2.

CUTODIAL SERVICE SAMPLING GUIDE #4

RS-4 Provide Category I, Periodic Cleaning Services

1.  Method of Surveillance:  Customer Complaint

2.  Lot Size:  The sum of the number of Category I, Periodic Cleaning Services, scheduled for the month.

3.  Sample Size:  None.

4.  Performance Requirement:  2% of Lot Size.

5.  Inspection Procedure:  Same as RS-2.

CUSTODIAL SERVICE SAMPLING GUIDE #5

RS-5 Provide Category II, Basic Cleaning Services

1.  Method of Surveillance:  Customer Complaint

2.  Lot Size:  Same as RS-2 except count only those facilities receiving Category II services, which is daily services.

3.  Sample Size:  None.

4.  Performance Requirement:  2% of Lot Size.

5.  Inspection Procedure:  Same as RS-2.

CUSTODIAL SERVICE SAMPLING GUIDE #6

RS-6 Provide Category II, Restroom/Locker Room Cleaning Services

1.  Method of Surveillance:  Customer Complaint

2.  Lot Size:  Same as RS-2 except count only those facilities receiving Category II services, which is daily services.

3.  Sample Size:  None.

4.  Performance Requirement:  1% of Lot Size.

5.  Inspection Procedure:  Same as RS-2.

CUSTODIAL SERVICE SAMPLING GUIDE #7

RS-7 Provide Category II, Periodic Cleaning Services

1.  Method of Surveillance:  Customer Complaint

2.  Lot Size:  The sum of the number of Category II, Periodic Cleaning Services, scheduled for the month.

3.  Sample Size:  None.

4.  Performance Requirement:  2% of Lot Size.

5.  Inspection Procedure:  Same as RS-2.

CUSTODIAL SERVICE SAMPLING GUIDE #8

RS-8 Provide Emergency or Special Event Cleaning

1.  Method of Surveillance:  One Hundred-Percent Inspection.

2.  Lot Size:  The number of items listed by contract delivery order.

3.  Sample Size:  Same as lot size.

4.  Performance Requirement:  O Defects.  Perform those functions identified in the contract delivery order.

5.  Inspection Procedure:  The QAE will inspect all services ordered.  If multiple services are ordered, the QAE will inspect each item.  Payment of the contract delivery order is contingent upon satisfactory performance.  Each defect must be corrected or reduced payment is justified.
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