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REPERFORMANCE AND CDR’S

SCOPE: In accordance with paragraph 1-4 of AR- 11-2, Internal Control Systems, (date 4 Dec 87) contract administration and quality assurance functions are subject to the internal control review process. Thorough documentation of services provided under this contract is essential. This is to be done by routing factual reports, prepared by trained inspectors, through the contracting Officer’s representative (COR) to the Contracting Officer. Properly prepared reports will serve to document acceptable or outstanding performance as well as deficient or unperformed work. 

1. INTRODUCTION: This Quality Assurance/Surveillance Plan (QASP) has been designed to provide the Contracting Officer’s Representative (COR) an effective and systematic surveillance method for each listed service on the Performance Requirements summary (PRS) in the dining facility full food service contract. It is also used to evaluate Contractor performance of services not listed on the PRS, as covered herein.

1.1. The QASP provides a systematic method to evaluate the services the Contractor is required to furnish and not the details of how the Contractor accomplishes the work. The plan uses a combination of

the surveillance methods described below which adequately assure the Government of the Contractor’s performance. 

1.2. This QASP is based on the premise that the Contractor, and not the Government, is responsible for management and quality control actions to meet the terms of the contract. The acceptable quality levels

(AQL) recognize that problems do occur. Good management and use of an adequate quality control plan will allow the Contractor to operate within the allowable AQLs. The COR is to be objective, fair, and consistent in evaluating Contractor performance against the standards.

1.3. This plan also permits complete evaluation of the Contractor’s performance and Quality Control Plan (QCP) using the detailed checklist. This plan further provides for monitoring contract requirements through a combination of methods. 

1.4. This QASP is not part of the Request for Proposal or Invitation for Bid, nor will it be made part of any resulting contract. The Government will provide the Contractor a copy of the QASP as an adjunct to the Performance Work Statement (PWS) at the time of solicitation. The QASP is provided to the Contractor to enable the Contractor to develop a quality control program that interrelates with the Government’s QASP.

2. SCOPE OF GOVERNMENT OUALITY ASSURANCE SURVEILLANCE

PROCEDURES.

2.1  The Government may use a variety of surveillance methods to evaluate the Contractor’s performance.  The Government may unilaterally change the type and frequency of inspections as it deems necessary.  Both scheduled and unscheduled surveillance will be used to look at the total or parts of performance.  Valid customer complaints will not be added to the defective samples found under random or planned sampling for the purposes of deductions in contract payment.  The methods of surveillance that may be use are listed at paragraphs 2.1.1 – 2.1.2 below.

2.1.1  The Contractor shall have work complete and ready for inspection in accordance with all terms of the contract.  The Government will perform quality assurance inspections monthly IAW the contract bid schedule and contract payment.  Government inspections will be made according to the surveillance method (s) used, to compare Contractor’s performance to contract requirements and standards.  When the Contract Manager is not available during inspection to receive the results, acceptance or rejection of work will be made on the basis of the initial inspection.

2.1.2  The Government will use ANSI/ASQCZI.4 American National Standard Sampling Procedures and Tables for Inspection by Attributes (ref MIL-STD-105E), to determine the number of inspections to be conducted each month for the purpose of measuring contract performance.  Contract performance will be measured each month by comparing the number of recorded defects against the number of allowable defects determined by the AQL.  Defects are the Contractor’s failure to meet contract provisions, requirements and standards.  One defect constitutes failure of one inspection of one service listed on the PRS during an evaluation period. 

3. HOW TO USE THE OUALITY ASSURANCE/SURVEILLANCE PLAN. This QASP has been formulated to facilitate monitoring of the Contractor’s performance by the COR. The COR’s responsibility is to develop periodic surveillance schedules based on the requirements of this plan. The

periodic schedules will be completed prior to the last workday of the preceding period and a copy will be submitted to the Contracting Officer for information and review. The schedule shall be marked “FOR

OFFICIAL USE ONLY” and will not be shown to the Contractor.

3.1. The COR will select the areas and times for random sampling using the appropriate sampling guides that are provided in this QASP. The 100 percent inspection items to be surveilled during the period will

be programmed into the schedule to facilitate job accomplishment. This schedule will reflect monitoring specific requirements of the housekeeper’s performance on a daily basis. Changes to the schedule will by provided to the Contracting Officer. The purpose for changes will be documented. The actual surveillance activity must be comparable to the schedule for the period.

3.2. Initiation of Inspections. Normal sample size inspections will be used at the start of surveillance unless otherwise directed by the Contracting Officer. All random sampling inspections will be performed as specified in the appropriate sampling guide for the particular service.

3.3. Sample selection worksheets will be prepared for each sampling guide and used to record information on observations and defects (see example worksheet, Figure 2). Each observation in the sampling will be recorded on the sample selection worksheet. These documents will become a formal record for later reference. The tally of observations and defects will be compared to the acceptable number of defects appearing in the relevant sampling guide at the end of the payment period. All defects detected during the period of surveillance, even if not of sufficient degree to render the service unsatisfactory in terms of the AQL parameters, will require corrective action by the contractor. Specifics concerning any defects shall be recorded on the reverse side of the sample selection worksheet. Have the contractor initial to acknowledge defects.

3.4. If the sampling guide indicates that the number of defects is too high, the service for the period will be considered unsatisfactory, and the appropriate remedial action will be taken. The Contractor will be

issued a Contract Discrepancy Report by the COR. When completed and signed, the Contract Discrepancy Report and the sample selection worksheet become the documentation in support of re-performance and/or deduction in price.

3.5. Acceptable Performance. When a Contractor’s quality control program works, acceptable performance results. If the result of a COR surveillance shows consistently acceptable performance, the

amount of surveillance can be decreased.

3.5.1. Reduced Sampling Inspection. Inspection can be reduced from normal size when the following conditions have been met for a sampling guide.

3.5.1.1. The preceding four lots, (i.e., the last 4 months) have all been acceptable.

3.5.1.2. The number of defects in each of the preceding four lots is 50 percent or less of the acceptable number. For example, with an AQL of 6.5 percent and a sample size of 32, the acceptable number is 5.

If two or less defects were found in each of the last four lots, reduced inspection could be used.

3.5.1.3. The normal sample size could be used.

3.5.1.4. The COR and the CO agree to use reduced inspection.

3.5.2. Reduced Sample Size and acceptable or Rejection Numbers. Reduced inspection decreases the sample size. In addition, the acceptance and rejection numbers change, as shown in Figure 5. To make the changes to the existing sampling guide, take the following steps:

3.5.2.1. Make sure that the original sampling guide was using the normal sample size, compare the lot size with the sample size in the sampling guide.

3.5.2.2. Find the new sample size by using reduced size. Take the lot size and find the new reduced sample size.

3.5.2.3. Using the AQL in the sampling guide and use the new reduced sample size and the new acceptance and rejection numbers. Note that there is a gap between the acceptance and rejection numbers 6.(for example, sample size 32 and AQL 6.5 percent, accept is 5 and reject is 8). This means that the lot would not be rejected unless eight defects were found and would be accepted if five or less defects were found. However, a number of defects greater than five will be cause for returning to normal inspection (i.e., return to the sample size and acceptance and rejection numbers used in the original sampling guide),

3.5.3. Returning to Normal Inspections. When reduced inspection is in effect, return to normal inspection the next month under the following conditions:

3.5.3.1. When the number of defects exceeds the acceptable number under reduced sampling.

3.5.3.2. The COR and the CO deem it necessary to return to normal inspection.

3.5.4. Returning to Reduced Inspection. If during the first month of the return to normal inspection the number of defects found is again 50 percent or less of the acceptable level, a return to reduced inspections may be done the next month. If the number of defects found exceeds 50 percent, then normal sampling must be accomplished until 4 months of 50 percent or less of acceptance level defects are found.

4. RANDOM SAMPLING SURVEILLANCE. When random sampling is the method of surveillance, record the results of the inspection on the sample selection worksheet(s) (Figure 2). These documents then become the official record of the Contractor’s performance. It may be necessary to overdraw the random sampling by 10 percent or more to create a pool of randomly selected potential replacement samples since some original samples selected may not be able to be surveilled or additional samples may be needed due to changes in the lot size. If replacement samples are used, they must be used in the order drawn for the time remaining in the month.

4.1. When a surveillance observation results in an unacceptable rating recorded on the front of the worksheet, the specific reason for the unacceptable performance must be recorded on the back of the sample selection worksheet.

4.2. Normally, the Contractor is required to immediately correct all deficiencies detected during surveillance by the COR. Any deficiencies corrected by the Contractor shall still count as defectives as

the sample is representative of the entire lot from which it is drawn.

4.3. During the month the COR may receive customer complaints about the quality of the service or may observe unacceptable performance by the Contractor other than during a sample observations. These complaints and observations will be noted and should reinforce the accuracy of the sample results, but they will not be counted as a defective. Only defectives discovered during sample observations will be counted when sampling is the method of surveillance. Only one surveillance method may be used during an inspection period to cause less than maximum payment for the listed service. 

4.4. If the number of defectives recorded on the sample selection worksheet exceeds the AQL, the COR will determine the possible cause of this unacceptable performance. If any Government action or lack of

action caused unacceptable performance, these defectives shall not be counted again the contractor. 

4.5. If the Contractor is determined to be at fault, the COR will prepare a Contractor Deficiency Report, and submit it with the worksheet recording the unacceptable performance to the CO. This must be done not later than the third workday of the month following the surveillance. Flexibility is permitted in adapting the sample Contract Discrepancy Report form to local conditions.

4.6. To achieve random selection a random number table will be used. The objective is to ensure that the sample is truly random (i.e., that all services have an equal chance of being selected for selection).

4.7. Documentation. During the course of the contract, the COR retains a copy of all inspection schedules, sample selection worksheets, and surveillance activity checklists. At the end of the contract

period, the COR forwards these records for inclusion in the contract file; however, when a specific service becomes unsatisfactory during a surveillance period, the inspections documentation supporting the contract discrepancy report is forwarded to the CO no later than 5 workdays after the end of the previous performance period.

5. OTHER SURVEILLANCE METHODS. Contractor performance of non-PRS.  These are the Surveillance Checklist and Formal Customer Complaint. Services surveilled by methods other than sampling shall have the results of the surveillance documented on the appropriate surveillance activity checklist or customer complaint form. The recording of defectives or unacceptable services the same as described above.

5.1. Surveillance Activity Checklists. Checklists (Figure 6) are also used to quality assure contract performance. Although the random sampling method is preferred as an information/evaluation technique,

checklists are useful in surveillance of contract requirements that are performed less frequently (e.g., such as project/cycle services which occur weekly or less frequently).

5.2. Formal Customer Complaint. Even the best surveillance plan will not allow the COR to check all aspects of the Contractor’s performance.

5.2.1. Formal customer complaints area a means of documenting certain kinds of service problems. The way to get and document customer complaints needs to be carefully planned by the persons checking the

service contract.

5.2.2. Customer complaints are not truly random, thus are seldom used to reject a service or deduct money from the Contractor.

5.2.3. When random sampling is the chosen method of surveillance, a customer complaint can not be used to satisfy a random observation; however, it can be used as further evidence of unsatisfactory

performance if random sampling shows that the specific service is unsatisfactory. These complaints can be used to decide if action other than a deduction should be taken.

5.2.3.1. Getting Customer Complaints. An aggressive customer complaint program, once established, needs to be briefed to every organization that receives the Contractor’s services. Written instructions or

customer training will be given to each organization outlining the customer complaint program, the format and the content of a formal customer complaint, and the action which can be expected from those

assigned to watching and managing the service contract. Customers will be instructed to submit complaints pertaining to substandard performance or need for service contract requirements. Documenting the Customer Complaint. Normally, each customer complaint is retreive from the customer complaint box or by person or by telephone, to the COR. Enter the information about the complaint onto a Customer

Complaint Record. The record shall contains the following information:

a. Date and time of complaint.

b. Source of complaint - the organization and the individual.

c. Nature of complaint (narrative description). Contract reference of     

d. complaint related services.

e. Valid complaint (yes or no).

f. Date contractor informed of complaint.

g. Action taken by Contractor.

h. Signature of the person receiving and validating the complaint.

6. INFORM CONTRACT MANAGER. The COR will always contact the Contractor’s manager or on-site representative and inform the manager of unacceptable findings. There is no need to do this in writing (unless experience dictates that it would be wiser to do so): however, when possible, have the manager initial the entry on the sample selection worksheet or surveillance activity checklist. When the

Contractor does not initial the checklist, the COR must note on the back of the checklist, where the defective is recorded, the time and method of Contractor notification and the COR initials.

7. REVISIONS TO OASP. Revisions to the surveillance plan are joint responsibility of the COR and the CO.

8. SAMPLING GUIDES. The following pages contain sampling guides for performing quality assurance surveillance inspections of Contractor performance. Sampling Guides 1 through 5 pertain to PRS outputs 1 through 5, respectively. Follow the instructions carefully. You will need to refer to the appropriate standards (provided in the referenced PWS paragraph) for each output.

9. SAMPLING GUIDE. PRS 1-17: PROVIDE TOTAL FULL FOOD SERVICE IN ACCORDANCE WITH QUALITY STANDARD.

9.1 ACCEPTABLE OUALITY LEVEL (AOL). 0.65 percent maximum deviation acceptable.

9.2 LOT SIZE FOR SAMPLING. Lot size___. Lot is the minimum required frequency of service scheduled meal serve per day, times the number of  times the number of operational days that the service is required.

9.3 SAMPLE SIZE. Sample size is___. Lot is the minimum required sample size for the above lot size. Use the normal sample size column unless all criteria are met. for using the reduced sample size.

10.    SELECT THE REJECTION LEVEL. Rejection level is . Use MIL-STD-105E to identify the acceptance and rejection level for the sample size shown above (use the Master Table for Normal Inspection Single Sampling, provided in Figure 4). Find the selected sample size (in sample size column) and read across that line to the column for the selected AQL shown above. Follow the direction of the arrow until it leads to a pair of numbers. Of the two numbers at the intersection or at the end of the arrow, the number on the left (AC or accept) shows the minimum number of defects which can occur in a sample which cause the total group or lot to be judged unacceptable. When there is no accept or reject number for a given sample size and AQL following the arrow will also cause a change in the sample size. Thus, the number on the left is the number of defects which can be found in a sample and still permit acceptance of the lot. The number on the right is the smallest number of defects which can be found in the sample and still permit acceptance of the lot. the number on the right is the smallest number of defects needed to declare the lot unacceptable and subject to re-performance and payment calculation procedures.

11. SAMPLING PROCEDURE. The objective in deciding how the sample will be drawn is to ensure that the sample is random (that is, that all services have an equal chance of being selected). Select as many

random numbers as needed by using the random number table. (Remember to keep all records! You may need them later as proof that your inspections were truly randomly selected.)

12. EVALUATION PROCEDURES. Standards of performance for the above numbered output are referenced in the Performance Requirement Summary (Tech Exhibit A). Contractor performance will be measured against the referenced standards.

13. PERFORMANCE CRITERIA. Performance is acceptable if or less sample items were rated unacceptable for period. Performance is unacceptable if or more sample items were rated unacceptable for the period.

14. REPERFORMANCE AND CDR’S 

14.1 The Government’s remedies of re-performance and price reduction are applicable to all services outposts covered in the PRS. When the COR detects substandard performance for a particular PRS output, he will bring the deficiency to the immediate attention of the Contractor’s site manager and request the Contractor correct the problem. The COR will then note the finding on his tally sheet or surveillance checklist, show date and time of finding, and have the Contractor representative initial the entry. If the number of defects exceeds the level for satisfactory performance (i.e., AQL), the COR will use the decision table to determine the causes If the Government created any of the discrepancies, these are not to be counted against the Contractor’s performance.

14.2 When the Government has caused the Contractor to perform in an unsatisfactory manner, the COR will prepare a letter to be sent to the responsible organization requesting corrective action to be taken. The COR will send it to the organization through the Contracting Officer.

14.3 When the Contractor is responsible for exceeding the AQL, the Contracting Officer will issue a Contract Discrepancy Report (CDR) to the Contractor. If the failure is serious enough, the Contracting Officer will issue the CDR at the time of the unsatisfactory performance, rather than at the end of the period.

14.4 When a CDR is issued for a specific PRS services output, the Contracting Officer will deduct from the monthly payment an amount up to the percentage indicated in the PRS. Do not delay deduction until the contractor responds to the CDR. If surveillance was properly performed and the decision tables used, the unsatisfactory performance is clearly attributable to the Contractor. 

14.5 If the Contractor does not achieve satisfactory performance in the specific service by the end of the subsequent pay period, the Contracting Officer will issue another CDR and deduct the appropriate amount from the Contractor’s payment.

14.6 If a third CDR must be issued, the Contracting Officer will issue a Cure Notice (although a Cure Notice may be issued sooner if deemed necessary).

14.7 Depending on the contractor’s overall performance, the Government may issue a show Cause letter if the contractor’s response to the Cure Notice is either unsatisfactory or fails to bring about acceptable contractor performance. The Contracting Officer will consider termination of the contract if necessary.

14.8 The performance-oriented concept of contracting does allow for some flexibility in enforcement to encourage innovation by the Contractor in achieving the desired results. Thus, when the Contractor’s performance consistently meets or exceeds the prescribed Government standards, the Government may reduce the frequencies of its inspections for the pertinent services. Conversely, when the Contractor’s performance consistently falls below the prescribed standards, the frequencies of Government inspections may be tightened for the services concerned. Surveillance based on the customer complaint technique may not serve as a basis for taking

deductions for any services which have not been found deficient by actual inspection. Complaints may indicate a need to increase inspection frequency by means of tightened random sampling or 100 percent inspection. Complaints, in themselves, do not trigger any Government remedy. Only actions taken by authorized ‘Government personnel (e.g., the COR) may trigger remedies such as re-performance or deductions; such remedies would apply to the deficient services actually inspected during the complaint validation process. Deductions taken as a result of validated customer complaints are based on the

Government’s actual losses relative to the missed or deficient services. It is not appropriate to take deductions “across the board” based on isolated customer complaints alone.
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