Appendix F
PREPARING A PERFORMANCE BASED WORK STATEMENT (PWS)/
QUALITY ASSURANCE SURVEILLANCE PLAN (QASP)

1. GENERAL

When requesting services, the customer is responsible for specifying in writing precisely what the Contracting Officer is to buy, and how the customer/requiring activity will verify that it is are getting what is requested.
The Performance Work Statement (PWS), also known as Statement of Work (SOW) specifies the services to be bought and conditions that must be met by the contractor.  This information may also be contained in a Statement of Objectives (SOO).  A SOO may be used to convey the required outcome of contract performance, with the contractor subsequently preparing the SOW from the SOO.  The Quality Assurance Surveillance Plan (QASP) specifies how the customer will verify that it is getting what is requested.
There are two samples of a PWS at Annex 1 and 2; one for general services and the other for maintenance services. If neither of these can be tailored to suit the customer’s needs, the CHCC can assist in developing a PWS or provide additional samples for your requirement.
2. PERFORMANCE WORK STATEMENT 
A PWS will be submitted with the PR&C package via PRWeb.  Everything that the contractor must do under the contract must be specified in the PWS. The PWS should be clear and brief. It should be written in plain English, free of ambiguity and internal inconsistency. It should be performance based, meaning the government should outline the requirement for the contractor, but not how to do it.
a.  To develop the PWS, the customer must analyze the requirement in the form of a performance requirement summary (PRS).  See Annex 3 for a sample.  Analysis of the requirement is a three step process:
(1) Definition of the desired outcome - What must be accomplished 
to satisfy the requirement?
(2) Conduct an outcome analysis - What tasks must be accomplished
to arrive at the desired outcomes?
(3) Conduct a performance analysis - When or how will the customer 

know when the desired outcome is satisfactorily achieved? How much deviation from the standard is acceptable?

b.  Once the requirement has been analyzed, a snapshot will be available of the essential elements of contract performance and a baseline for writing the detailed PWS.  A completed PRS is included in this section.
c.  Components of a PWS format are generally:
(1) Introduction or Background - Describing goals, previous problems encountered and necessary interface. Remember to keep succinct and to the point.

(2) Scope of Work – Summarizing a description of the purpose and desired outcome/results. Establish general requirements such as the place of performance and work hours.
(3) Requirements/Performance Standards - Serves as the text form of the PRS and
· Contains the greatest detail.

· Clearly defines magnitude, quality and scope of each outcome.

· Specifies required standards.

· Includes historical data relevant to process improvement.

(4) Contract Deliverables - Provides realistic delivery schedule in sufficient detail for Contractor to establish milestones for deliverables so progress may be measured.

(5) Data Requirements – Identifies any formal reports or reportable data the contractor must provide to the government as a part of the contract.
(6) Attachments and Exhibits – The technical advisors should screen these documents to ensure:
· Only portions of government directives and regulations applicable to requirement are included/referenced, otherwise compliance with all is inferred.

· Limited directives/regulations are referenced in the PWS.  Only include directives vital to accomplish the requirement (quality standards or statutory requirements).

· “How to perform” is not specified in the context of a referenced regulation, if so the Government assumes outcome responsibility.

· Date/version of referenced document provided and where it is available if not included.

(7) Special Terms and Conditions – Identifies local procedures or clauses required of the contractor such as security requirements etc.

3. A WELL WRITTEN PWS
The key to a well written PWS is clarity in stating what is required, and identifying the measured performance standards.  These editing tips will help ensure the PWS will provide the customer with the services needed:

(a)  Ensure all work, where compliance or performance is binding upon the contractor, is expressed in mandatory language and is distinguishable from background or general information and kept in the "Background" element of the PWS.  If the contractor must do something, write, "The contractor shall." (For example: The contractor shall conduct a cost analysis.).  Use "will" to express a declaration or purpose on behalf of the Government.  Remember, the contractor shall; the Government will.  Avoid words imply that the contractor has a choice unless you intend to give the contractor flexibility. Limit the use of:

· "any", "either" and "and/or”.
· "may", "should", and "might”.
· "support" or "assist" unless the contract's assistance or support roles are subsequently described in a manner, which makes it clear that the contractor will perform independently.

Avoid words and phrases, which are subject to multiple meanings and broad interpretations for example:

· “to the satisfaction of the contracting officer…”.
· “as determined by the contracting officer…“.
· “as directed by the contracting officer…”.
· “in accordance with best commercial practice…”.
· “in accordance with published specifications…”.
· “in accordance with government regulations…”.
(b)  Use active voice, not passive. Passive voice promotes ambiguity and leads to needlessly complex sentences. For example:

· Passive-Trash containers shall be emptied twice a week. (Who does it-Gov’t or Ktr).
· Active- The Contractor shall empty trash containers twice a week.

(c)  Try to use short, direct descriptive sentences to ensure clarity.

(d)  Define and be consistent with terminology. Make sure that you use words and phrases (especially technical ones) in the same way throughout the PWS. 

(e)  Avoid abbreviations unless they are of common usage or are defined at first usage. 

(f)  Clearly delineate contractor performance requirements. 
(g)  Avoid open-ended PWSs, which contain on-going tasks without defining completion.
4. REVIEWING YOUR PERFORMANCE WORK STATEMENT 

Does the PWS adequately reflect the required service?  The customer understands what it wants, but will others?

• Will offerors be able to prepare a sound technical proposal? Are specific outcomes clearly stated so that the offeror will know exactly what to do and when it is required? Are tasks realistic and performable?
• Will offerors be able to prepare a sound cost proposal? Is the PWS sufficiently detailed to enable both the government and the offeror to estimate labor and other costs and to identify other resources required for accomplishing each task element?
• Are standards clearly identified in such a way that all parties can adequately measure performance? Is the PWS too restrictive?
• Are proper quantities and delivery dates indicated for each deliverable? Are schedules and frequencies of performance clearly defined?
• When it becomes necessary to reference other documents, are they properly described and cited?
• Have the appropriate government and industry standards been researched and referenced in the PWS?

5. CONTRACTOR PERFORMANCE ASSESSMENT – DEVELOPING A QUALITY ASSURANCE SURVEILLANCE PLAN (QASP).
The QASP is the written instructions by which the COR checks to ensure the government is getting what is contractually required.  The QASP consists of written instructions for the COR, and a checklist containing items of contract performance which have been extracted from the PWS.  A QASP will be submitted with each PR&C for contract services.  

     QUALITY ASSURANCE SURVEILLANCE PLAN (QASP) FOR SERVICES

1. This QASP has been designed to provide the U.S. Government COR an effective and systematic surveillance method for each listed service in the (name of contract) contract. (Methods for administering and evaluating other provisions of the contract are to be developed by the contracting officer and the customer).
1.1. The QASP provides a systematic method to evaluate the services the contractor is required to furnish – not the details of how the contractor accomplishes the work. (The plan uses a combination of the surveillance methods, which adequately assures 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 performance requirements recognize that the contractor is not a perfect manager and that the unforeseen and uncontrollable problems do occur. Good management and use of an adequate quality control plan will allow the contractor to operate within specified performance requirements. CORs are to be objective, fair, and consistent in evaluating contractor performance against the standards.
2. CONTRACTING OFFICER REPRESENTATIVE ASSESSMENT SCHEDULE. The COR will develop a monthly surveillance schedule based on the surveillance plan’s requirements. The monthly schedule will be completed not later than the last workday of the preceding month. Copies of the schedule shall be sent to the contracting officer. The schedule shall be marked “FOR OFFICIAL USE ONLY” and shall not be shown to the contractor.
3. UNACCEPTABLE PERFORMANCE. If performance is judged unacceptable, the 

COR will initiate a Contract Discrepancy Report (CDR) and submit it, with the checklist recording the unacceptable performance, to the contracting officer. The seriousness of the situation should govern whether the COR should provide the Contract Discrepancy Report to the contracting officer as soon as unacceptable performance is indicated or wait until not later the third workday of the month following the surveillance.

4. INFORM CONTRACTOR ON-SITE REPRESENTATIVE. The COR must always inform the contractor’s on-site representative of what goes wrong and request the contractor’s on-site representative initial the entry on the checklist. The COR must note on the back of the checklist where the defect was found, the time and method of notification, and the COR’s initials. 

5. REVISIONS TO QASP. Revisions to the surveillance plan are the joint responsibility of the functional area chief (requirements technical representative) and the contracting officer.

6. PERIODIC ASSESSMENT. Items are inspected using checklists at a given frequency (daily, monthly, etc.). These checklists are to be contained in this section. The checklist will contain elements of contract performance extracted from the PWS.[image: image1.png]




























































