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THE QUALITY ASSURANCE PROGRAM - AFI 63-124

 
.  AFI 63-124, applies to all Air Force service acquisitions, (including orders against contracts 

written by other agencies) over the Simplified  Acquisition Threshold (SAT) (FAR 2.101) ($100,000)
 
annually with exceptions listed in FAR 37.102(a)(1)

· .Cable television franchise agreements
· 
· Utility and Energy service contracts to include Energy Savings Program Contracts (ESPC) and 
· Demand Side Management (DSM) projects
· 
· Architect‑engineering service contracts (to include environmental contracts)
· 
· Education service agreements 
· 
· Contracts solely for equipment leases
· 
· Short duration services which are incidental to supply purchases (e.g., training)
· 
· Personal service contracts
· 
· Contracts written exclusively for other agencies.









KEY MANAGEMENT DUTIES/RESPONSIBILITIES


Installation Commander is responsible for ensuring a Quality Assurance (QA) Program is established. The objective is to develop the requirement by using Performance Based Service Acquisition.  PBSA structures an acquisition around “what” is required as opposed to “how” the contractor should do the work.

The key players in the QA Program are the Wing Commander, the Contracting Squadron Commander, the Functional Director/Functional Commander, the Contracting Officer, the Quality Assurance Personnel, and other members of the Multi-Functional Team (MFT) or Business Requirements and Advisory Group (BRAG).



Installation Commanders:

Provide the resources necessary for one or more Multi-Functional Teams (e.g., Business Requirement and Advisory Group (BRAG) to carry out their duties in planning and managing service contract outcomes.

Establish and maintain the installation services quality assurance program.  Commanders determine the appropriate structure and resource allocation for quality assurance requirements.

Chair the Installation’s Performance Management Council (PMC), when applicable.



Contracting Squadron Commanders, Chiefs on the Contracting Offices, AFMC/ASPC Center-level PKs.

Serves as Installation Business Advisor 

Updates the installation commander annually

Responsible for multi-functional team exercising acquisition authorities and responsibilities according to the Federal Acquisition Regulation (FAR), Department of Defense Federal Acquisition Regulation Supplement (DFARS) and Air Force Federal Acquisition Regulation Supplement (AFFARS)




FUNCTIONAL DIRECTOR/FUNCTIONAL COMMANDER (FD/FC)

The Functional Area is the organization having responsibility for the actual performance of a given service whether it is performed in‑house or by contract. The commander or functional director of the organization is the Functional Director or the Functional Commander.

The FD/FC responsibilities/duties include:

    Identifying mission essential services, to include developing the necessary documents in           accordance with DoDI 3020.37, Continuation of Essential DoD Contractor Services During Crisis.


· Assigning primary and alternate QA personnel as required by AFI 63-124.  (QA personnel must be appointed in writing and a copy of this written appointment must be forwarded to the Contracting Officer.  In addition, QA personnel must be appointed and trained prior to assuming QA responsibility)   .  


· Reviewing contractor performance documentation, prepared by the Quality Assurance Personnel, on a regular basis to ensure performance is compatible with contract and mission objectives while supporting a higher level of contractor performance, and fostering synergistic partnerships.  


CONTRACTING OFFICER (CO)

	The CO delegates the authority for inspection and/or acceptance to the QAP.  
The CO also informs the contractor of the names, duties and limitations of authority for QA personnel.  
The CO is also your source of information, assistance, and guidance for contracting, regulatory, and legal issues.  
The CO is the only person with the authority to enter into an agreement with the contractor on behalf of the Government. 
 The CO enforces the terms and conditions of the contract.


MULTI-FUNCTIONAL TEAM (MFT) (formerly BRAG))


Purpose:  Create and environment that shapes and executes the acquisition.

This is a customer-focused team instituted under the authority of senior leadership. 
The team is composed of stakeholders in the acquisition and is responsible for the acquisition throughout the life of the requirement.  The membership of this team may be as few as Contracting Officer, QAP, Functional /technical representative, subject matter expert, Quality Assurance Program Coordinator (QAPC) and sometimes the contractor.

     THE MULTI-FUNCTIONAL TEAM/BRAG IS REQUIRED FOR EVERY REQUIREMENT OPERATING UNDER AFI 63-124.  THERE IS NO EXEMPTION TO FORMING MULTI-FUNCTIONAL TEAM/BRAGS.


The duties and responsibilities of the MFT include:
     
     Fostering partnerships with industry
     Supporting senior leadership
     Researching the commercial market
     Developing, implementing and executing performance-based strategy
     Managing risk to ensure mission performance
     Developing, implementing, and executing a source selection, if applicable 
     Developing , implementing, and managing milestones
     Planning programming and budgeting adequate funds
     Completing and reporting annual performance reviews in accordance with MOASP
     Identifying opportunities to improve performance
     Assessing and managing contractor performance data (i.e. CPARS)
Developing, implementing, and executing performance measurement and management in       accordance with the Performance Plan
     Ensuring the requiring office and contractor understand the unique programs
     Approving the deviation authorized in AFI 63-124, paragraph 1.8
     Recommend changes to the Performance Plan


SEVEN STEPS OF PERFORMANCE-BASED SERVICE ACQUISITION

The MFT/BRAG is responsible for the Seven Steps of Performance-Based Service Acquisition:
        (Website:  http://www.arnet.gov/Library/OFPP/Best Practices/pbsc/home.html)
      
Step 1  .  Establish the team
          The Contracting Commander is responsible for establishing and ensuring the formation of the Multi-functional Team/BRAG.  The Contracting Commander also conveys wing business objectives, and facilitates communication and resolves conflicting issues.

          The FD/FC is responsible for assigning functional experts to the MULTI-FUNCTIONAL TEAM/BRAG.  The FD/FC ensures assigned personnel are competent and available full-time.


          The Multi-functional Team/BRAG team contains the needed resources with the authority and responsibility to effect the procurement from its inception through follow-on contracts.  The team may as a minimum constitute as few members as the C.O., QAP, and user.   The Multi-functional Team/BRAG team could include the majority of organizations on base.   There is no set number for the members of a Multi-functional Team/BRAG team.  .  The AFI 63-124 does not designate a leader of the MULTI-FUNCTIONAL TEAM/BRAG.

     Step 2.  Decide what problems need solving (acquisition planning)
     During the Business Acquisition Strategy Development Phase the MULTI-FUNCTIONAL TEAM/BRAG membership is formalized.  The roles and responsibilities are then defined.  The Charter is written. 

          The Acquisition Planning Phase integrates the efforts of all personnel.  The efforts are coordinated and integrated through a comprehensive plan for fulfilling the customer’s needs in a timely manner.  Milestones are established.

    Step 3.  Examine private & public sector solutions (market research)
    In the Market Research Phase the determination of whether a requirement meets the definition of a commercial service is accomplished.  Standard commercial practices are identified during this phase.

   Step 4.  Develop PWS/SOW and PR
                During the Solicitation Development Phase the Performance Work Statement (PWS)/Statement of Work (SOW) and the Quality Assurance Surveillance Plan are created.   The Contract Award Phase organizes and manages the source selection. The Contract Performance Management Phase administers and manages the contract as required.

     Performance Based Contracting is implemented in the AFI 63-124.  It requires that the PWS/SOWs comply with the maximum extent practicable with the terms and conditions of the commercial marketplace as identified through market research.

    The Performance Work Statement/Statement of Work Format has been streamlined. The main categories are:
I. Description of Services/General Information,
II. Services Summary,
III. Government Furnished Property and Services,
IV. Appendices.   
a. The PWS/SOW should address one of the following: For contracts written before 9 Feb 04, inclusion of the Performance of Services During Crisis Declared by the National Command Authority or Overseas Combatant Commander (AFI-63-124, Attachment 3)
For contracts written after 9 Feb 04, inclusion of Continuation of Essential Department of Defense (DOD) Contractor Services During Crisis  
      
 Step 5.  Decide how to measure & manage performance (Performance Plan   
This step includes:
                              Rely on commercial quality standards
                              Select meaningful measures to judge success
                              Apply contract-type order of precedence carefully
                              Use incentives
                              Consider “award term”
                              Recognize the power of profit as motivator
                              Consider relationship

   Step 6.  Select the right contractor (source selection)
                              Compete the solution
                              Use oral presentation and other opportunities to communicate
                              Emphasize past performance evaluation
                              Use best-value evaluation in source selection

Step 7.   Performance management (post-award)
                              Keep the team together
                              Review and report performance
                              Administer and manage the contract as required


QUALITY ASSURANCE PERSONNEL (QAP)

	

                                               
                                                                                 
QAPs are essential to ensure the Government receives a quality product from our service contracts.
 
FD/FC is responsible for nominating and appointing a primary and alternate QAP, as early in the acquisition cycle as possible.  (See attached sample letter.)



QAP Responsibilities

.  Evaluating and documenting contractor’s performance IAW the Quality Assurance Surveillance Plan/Performance Plan (PP).

· Notify the C.O. and contractor of any performance deficiencies.
· Maintain surveillance documentation.
· Recommend improvements to surveillance procedures and/or PWS/SOW.
· Participate as a member of the MFT/BRAG.

QAP SURVEILLANCE

1.  SCHEDULING SURVEILLANCE

The QAP is responsible for developing a monthly schedule of surveillance activities for all random inspections based on the surveillance requirements. The schedule must be completed no later than 7 calendar days before the beginning of the period it covers. The FD/FC must either be given a copy for review or must review the original and return it to the QAP not later than the last day of the month preceding the month scheduled. The QAP must give one copy of the schedule to the Contracting Officer before the start of the surveillance period.

2.  OBSERVING CONTRACTOR PERFORMANCE

The QAP must inspect the contractor by watching actual task performance, physically checking an attribute of the completed task, or using management information reports.

3.  DOCUMENTING SURVEILLANCE

Documentation is a critical part of the QAP's job. Without documentation the Contracting Officer cannot properly administer the contract. All documentation resulting from surveillance must be made a permanent part of the contract file. The Functional Director/Commander should review and sign the front page of the inspection report. 

The QAP must document surveillance as it is done. The inspection record, which is computer generated by the QAP shall include the following:

· Contract number
· SDS/SS number
· Method of surveillance
· Date, time, and location
· Results of the surveillance (rating acceptable or unacceptable)
· Signature of the QAP

UNACCEPTABLE CONTRACTOR PERFORMANCE

When unacceptable performance is discovered, the QAP must inform the contractor's onsite representative, and have the contractor representative initial unacceptable report form, indicating notification of the deficiency.  The QAP shall documents on the inspection record when the number of unacceptable observations exceeds the performance threshold.  All documents are forwarded to the Contracting Officer for remedial action.

The Service Delivery Summary (SDS) or Services Summary (SS) establishes performance objectives and performance thresholds for those required service (SDS-1 or SS-2) numbered tasks shown on the SDS/SS.  For tasks not shown on the SDS/SS or contracts not written in accordance with AFI 63‑124, the government still retains the right of inspection. All service contracts contain the Inspection of Services clause. This clause allows the government to inspect all services provided by the contractor, and provides remedies when performance is unacceptable.



SAMPLE QAP APPOINTMENT LETTER

APPOINTMENT OF PRIMARY or ALTERNATE QAP

MEMORANDUM FOR 88 CONS/PK  (L.M. STUMP, QAPC)
                                     88 CONS/PK   (CONTRACTING OFFICER)

FROM:  (Office symbol- Functional Director or Functional Commander as applicable)

SUBJECT:  Nomination and Appointment of Quality Assurance Personnel (QAP)

Recommend (full name), (grade), (office symbol), (telephone number), be designated as (full time or part time), (primary or alternate), for the (enter service to be performed), on contract (enter contract number).

(QAP’s name) possesses (years) (months) experience in the functional area and has demonstrated a high degree of technical knowledge of the service being procured.

(QAP’s name) possesses sufficient retainability to ensure continuity of surveillance during the contract performance period.

Individual (has) (has not) attended the required Phase I training.  (If the answer is (has not) add paragraph 1e.)

Individual (has) (has not) attended the required Phase II Training.  (If the answer is (has not) add paragraph 1e).

        (Paragraph 1e) Individual will be scheduled to attend (Phase I Training) (Phase II Training)
(Both Phase I Training and Phase II).

 The nominee’s records have been reviewed and the candidate appears suitable for QAP duties.

The QA duties take precedence over all other duties.

	_____________________________

 	 (Signature)
                                                            (Functional Director or Functional Commander  	
 	As applicable)


PERFORMANCE PLAN

A Performance Plan (PP) must be developed for contracts written in accordance with AFI 63‑124. The purpose of written surveillance procedures is to provide a planned process for surveilling the contractor's actual performance and comparing that performance against the contractual requirements.

The Inspection of Services clauses are:
52.246-4 -- Inspection of Services -- Fixed-Price.  (Aug. 1996)

52.246-6 -- Inspection -- Time-and-Material and Labor-Hour.   (Jan 1986)

52.212-4 -- Contract Terms and Conditions -- Commercial Items.   (May 1999)


Delegation of Authority (Mandatory)

The Inspection of Services clause of the contract gives the Contracting Officer the authority to inspect and accept goods and services for the Government.  That the Contracting Officer to the technically proficient then delegates authority, in writing, duly appointed, and fully trained Quality Assurance Personnel.  A letter is sent to the contractor notifying them of the QAP’s names, authority and responsibilities. The QAP does not have the authority to perform inspection until Phase 1 and 2 training is complete.


The PP should:

· Clearly define QAP responsibilities
· Identify surveillance techniques
· List key actions and dates
·  List procedures for government furnished property
· Establish procedures for verifying contractor requirements
· 
The PP should include:

· Introduction and instructions
· Copy of the SDS/SS
· Sampling guides
· Surveillance checklists/inspection records
· Customer complaint procedures and customer training plan
· All forms to be used
· Sampling tools
· Address non-sds/ss items to be inspected



QAP TRAINING






Before performing surveillance on a contract a QAP must be trained, as mandated by AFI 63-124. The Contracting Office provides the following QAP training:

Phase I Training (Mandatory)

Phase I training orientates the QAP in areas of surveillance activities and the federal acquisition environment.  Topics in this training include the QAP Program, contract requirements, developing a Performance Work Statement, scheduling and performing surveillance, contract monitoring and surveillance reports, and contract deficiency reports.  Once the nomination letter has been received in the contracting office, the Quality Assurance Program Coordinator (QAPC), 88 CONS/PK Lynn Stump, will schedule the training.

Phase II Training (Mandatory)
 The contract administrator will schedule the QAP for Phase II training each time the QAP is assigned to a contract.  
Phase II training covers the specific requirements of the contract that the QAP will be surveilling. 
                                  


RECOMMENDATIONS FOR “QUALITY” QAP PERFORMANCE

· Ensure QAP candidates have experience in the technical area.

· Ensure QAPs receive required training to accomplish assigned duties.

Review the QAP surveillance techniques and job performance annually to ensure compliance with contract requirements.

Perform a review of all contracts, surveillance plans, directives, and modifications regularly, and execute a complete review at least annually to ensure requirements are updated accordingly. Document reviews.

 Ensure personnel assigned to QAP duties are highly qualified within their functional areas, are able to master the tasks and requirements of the contract, are aware of their limitations of authority, are well versed on the procedures for documenting surveillance, and fully understand the Quality Assurance Program.
. 
Most importantly ‑ be actively involved with your QAPs.

.  QAP FILES

Each QAP should have access to a “QAP File” which contains the following information:

	          :

· Appointment letter

· Copies of Phase I & II training certificates

· Copy of Delegation of Authority Letter from Contracting Officer to Contractor 

· Copy of contract with modifications (i.e., the conformed copy)

· Receiving documents

· Correspondence 

· Contractor's Quality Control Plan or Health & Safety Plan, if required by contract

· Records of inspection 

· Supporting documentation 

· Test reports 

· Contract discrepancy reports

· Performance Plan





 
STANDARDS OF CONDUCT

A series of rules on ethical behavior or Standards of Conduct govern Federal employees. As a FD/FC, these standards of conduct become more significant due to your relationship with contractors. These standards are merely the application of common sense in your association with contractors. The bottom line is that FD/FCs must act in a manner that holds the highest public confidence and individual integrity. FD/FCs must guard against conflicts between their personal interests and their responsibilities to the government. You must avoid situations where a conflict of interest might even appear to exist.

Below are some do and don't guidelines regarding standards of conduct:

1.  Don't ‑ act in any way with a contractor or contractor employee, which may create or imply favoritism.

2. Don't ‑ become involved in contractor‑employee issues.

3. Don't ‑ for any reason socialize with contractor employees on a regular and/or personal basis.

4.  Don't ‑ become involved in the hiring of new contract employees.

5. Don't ‑ solve the contractor's problems.

6. Do ‑ be alert to personal relationships with contractor employees.

7. Do ‑ resist the impulse to treat the contractor employees as members of your staff. When the contractor is a "family" member it is hard to report problems to the contracting officer.

8. Do ‑ give the contractor fair and equal treatment.

9. Do ‑ avoid giving information, which might provide one contractor with an advantage over another, or the government.

10. Do ‑ call the contracting officer. They are there to help and can't do their job unless you keep them informed.

When in doubt or if you have specific situational questions, contact your Contracting Officer or your organization’s legal counsel.





TERMS


PERFORMANCE ASSESSMENT:  Process that measures success towards 
achieving defined performance objectives or goals defined within the performance thresholds in the services summary or the process of assessing progress towards achieving the objectives/goals developed in a performance plan or partnering agreement.

PERFORMANCE MANAGEMENT:  The use of performance measurement information to effect positive change in organizational culture, systems, and processes, by helping to set agreed upon performance goals, allocating and prioritizing resources, informing managers to either confirm or change current policy or program directions to meet those goals, and sharing results of performance in pursuing those goals.


PERFORMANCE PLAN: Prescribes the objectives in having the services, the goals of the multi-functional team, team members and their roles and responsibilities, and how the multi-functional team will assess contractor performance and manage the contract to obtain efficiencies, improved performance and cost savings throughout it’s life cycle


7 STEPS TO PBSA- 7 steps to Performance Based Service Acquisitions are:
· Establish the team
· Decide what problems to resolve
· Examine private and public sector
· Develop PWS/SOW and PR
· Decide how to measure and manage performance
· Select the right contractor
· Performance management (post-award)

Management Oversight of the Acquisition of Services Process (MOASP):
· AFMC is the authority
· FY02 National Defense Authorization Act (NDAA)
· Mandates DoD to develop an oversight/management process for service contracts
· Identification of a Designated Official to approve any non-performance based service
· Adds reporting requirements



SUMMARY

     
The FD/FC responsibilities/duties include:

a.  Identifying mission essential services, to include developing the necessary documents in        accordance with DoDI 3020.37, Continuation of Essential DoD Contractor Services During Crisis.
b. Assigning primary and alternate QA personnel as required by AFI 63-124.  (QA personnel must be appointed in writing and a copy of this written appointment must be forwarded to the Contracting Officer.  In addition, QA personnel must be appointed and trained prior to assuming QA responsibility)   .  
c. Reviewing contractor performance documentation, prepared by the Quality Assurance Personnel, on a regular basis to ensure performance is compatible with contract and mission objectives while supporting a higher level of contractor performance, and fostering synergistic partnerships.  
d.  Assign competent and capable functional experts to the MULTI-FUNCTIONAL TEAM
e. Be knowledgeable of the requirements in your contract 
f.  Have access to the QAP file and be familiar with QAP surveillance procedures
g.  Ensure QAPs receive the training required to perform their duties
           j.    Have a copy of your training record for FD/FC training


    The highlights of AFI are:

         a.  More involvement from key management
b. MULTI-FUNCTIONAL TEAMS are formed
c. Technical and contracting people become involved in the beginning
d. PWS  format is reduced to allow more flexibility
e. Use of commercial practices when available.


WEBSITES:
AFI 63-124 
http://afpubs.hq.af.mil/pubfiles/af/63/afi63-124/afi63-124.pdf 

7 STEPS TO PBSA
http://www.arnet.gov/Library/OFPP/BestPractices/pbsc/links2.html

HQ AFMC/PK UNIT COMPLIANCE INSPECTION
https://www.afmc-mil.wpafb.af.mil/HQ-AFMC/PK/ucicklpaper.htm

GOVERNMENT AND CONTRACTOR RELATIONSHIP GUIDE
Https://www.afmc-mil.wpafb.af.mil/HQ-AFMC/PK/gcr_guide.doc

 

 


ACRONYMS


AFMC		AIR FORCE MATERIEL COMMAND

AOR		ASSESSING OFFICIAL REPRESENTATIVE

ASP		ACQUISITION STRATEGY PLANNING

BRAG		BUSINESS REQUIREMENTS ADVISORY GROUP

CO		CONTRACTING OFFICER

CPARS	 CONTRACTING PERFORMANCE ASSESSMENT REPORTING SYSTEM

DoDI		DEPARTMENT OF DEFENSE INSTRUCTION

FAR		FEDERAL ACQUISITION REGULATION

FD/FC		FUNCTIONAL DIRECTOR/FUNCTIONAL COMMANDER

MAJCOMS	MAJOR COMMANDS

MFT		MULTI-FUNCTIONAL TEAM

MOASP	MANAGEMENT OVERSIGHT OF THE ACQUISITION SERVICES PROCESS

PBSA		PERFORMANCE BASED SERVICE ACQUISITION

PP		PERFORMANCE PLAN

PWS		PERFORMANCE WORK STATEMENT

QAP		QUALITY ASSURANCE PERSONNEL

QAPC		QUALITY ASSURANCE PROGRAM COORDINATOR

QCP		QUALITY CONTROL PLAN

SDS		SERVICE DELIVERY SUMMARY

SS		SERVICES SUMMARY



		

CERTIFICATE OF TRAINING

FUNCTIONAL DIRECTOR/FUNCTIONAL COMMANDER


      I, ___________________, CERTIFY THAT I HAVE RECEIVED FUNCTIONAL DIRECTOR/FUNCTIONAL COMMANDER TRAINING IAW WITH THE MATERIAL SUPPLIED IN THE FUNCTIONAL DIRECTOR/FUNCTIONAL COMMANDER HANDBOOK.   I HAVE OVERSIGHT OF THE QUALITY ASSURANCE PERSONNEL UNDER MY COGNIZANCE FOR THE CONTRACTS IN MY ORGANIZATION.   
THE WEB SITE TO OBTAIN A COPY OF THE AFI 63-124                        (http://afpubs.hq.af.mil/pubfiles/af/63/afi63-124/afi63-124.pdf).  
I HAVE REVIEWED ALL OF THE ABOVE MATERIAL AND UNDERSTAND THE FOLLOWING LIST OF TOPICS CONTAINED THEREIN:

                            TOPICS					REVIEWED
QA PROGRAM APPLICABILITY				YES        NO

PERFORMANCE BASED SERVICE
ACQUISITION						YES        NO

KEY PERSONNEL						YES         NO

FD/FC RESPONSIBILITIES				YES	     NO

INSPECTION CLAUSES					YES	     NO

PERFORMANCE PLAN					YES	     NO

QAP SURVEILLANCE					YES         NO

QAP TRAINING						YES         NO

QAP FILES							YES         NO

MFT								YES         NO

PWS								YES	      NO

STANDARDS OF CONDUCT				YES	      NO

____________________________________	______________________________
FD/FC SIGNATURE AND OFFICE SYMBOL	PRINTED NAME

DATE: __________________________

CONTRACT NUMBER __________________________
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