Supplier Quality Assurance Program

“You cannot manage what you do not measure.”

DRAFT


Contractor Assessment Program

“You cannot manage what you do not measure.”
Introduction/Goals of Program

To enable proactive management of the State’s information technology (IT) outsourcing activities, this program sets out a process to assess and track the quality of IT products and services purchased by State agencies.  The goal is the successful completion of IT projects and/or the successful delivery of high quality IT products.  The key to this process is communication.

Purchasing agencies will complete assessments of outsourced projects, and/or products.  These assessments may occur throughout a project or contract as well as at the completion.  The information gained from these assessments can provide valuable feedback to the agency and the contractor on the status of the project or contract.  Interim assessments can provide agencies an opportunity to praise well performing contractors and encourage them to keep up the good work.  Interim assessments can also provide the agency and contractor an indication of where problems may exist, and provide opportunity to address these problems before they jeopardize successful completion of the project or contract.

Consistent and accurate performance assessments will also provide the State with valid past performance information on contractors doing work with the State.  Contractors providing high quality products and/or services to the State will be recognized.  Past performance information will be available to assist agencies in the selection of IT service and product providers for future projects and/or contracts.  Valid past performance information will eliminate the use of inaccurate recollection, perception and assumptions.

“One accurate measurement is worth more than a thousand expert opinions.” 

Admiral Grace Hopper

Once again, the goal of this program is successful completion of IT projects, and/or the successful delivery of high quality IT products.  This program will assist agencies in proactively addressing problems that may occur throughout a project and/or contract.  Timely and accurate performance assessments will identify factors hindering project/contract success.  Corrective action plans may be utilized to get the project/contract back on track.  A contractor may be removed from a project and/or a contract in the case of poor performance and lack of corrective action
The Assessment Process

This process is somewhat specific to the MIS and Small Project Professional IT Service Provider contracts.  For other contracts the same basic process will apply, but the Statement of Work (SOW) and contractor assessment language must be written into the RFP and contract, and the agency must follow proper procurement policies.

Once an agency selects a contractor, the agency and contractor must develop a written agreement (SOW) that includes the following project aspects:

· Scope, specific deliverables and acceptance criteria

· Project phases

· Project organization and reporting structure

· Contractor assessment process

· Payment schedule including any retainage (money held back until successful completion of the project or a certain stage/deliverable).

· Invoicing method (the invoice should reflect hours worked that are attributed to the project plan).

· Project termination

In order to effectively measure contractor performance, this agreement (SOW) must clearly state the performance expectations of the contractor.  The schedule and cost must be accurately projected and deliverables must be clearly stated, specific and measurable.

The agency and contractor should determine the frequency and number of contractor assessments to be done based on the size and complexity of the project or contract.  The assessments should coincide with project phases, or deliverables when possible.  ITSD will review the assessment schedule along with the corresponding work order.  ITSD may adjust the assessment schedule if there are too many or too few assessments planned.

The agency must make sure that the person responsible for completing the contractor assessment knows the project or contract extremely well.  This person should be involved in the day-to-day management of the project/contract and must know the contractor’s role and responsibilities.  If necessary, input on the contractor’s performance should be solicited from others that work directly with the contractor.

Once an assessment is completed by the agency it should be discussed with the contractor.  An honest discussion of the contractor’s performance is important.  The contractors will know that these assessments may directly affect their ability to remain on the project and/or contract and they will normally take actions necessary to improve their performance and rating.  The contractor should always know how the agency rates its performance -- no surprises!  Likewise, during discussions, the agency should ask the contractor if there are areas that the agency could improve its performance and contributions to achieving project success.  
Contractors must be advised of any negative comments being entered into official reports and given ample opportunity for a rebuttal.  Problems with poor performance can lead to frustrations for both the contractor and the agency.  Early identification of concerns and open lines of communication (including the preparation of interim reports) can lead to constructive dialogue that can help to improve performance and ensure successful completion of the project.

Performance Rating Guidelines

The contractor performance assessment form sets out five assessment areas to evaluate the contractor's performance – Technical Performance, Timeliness, Cost Control, Project Management and Staff and Business Practices.

For three of these areas, Technical Performance, Timeliness and Cost Control, the ratings should reflect how well the contractor complied with the specific requirements set forth in the agreement (SOW) between the state agency and contractor.  The ratings for Project Management should reflect how well the Contractor performs project management tasks.  Ratings given for Staff and Business Practices should be based on observations, interactions and the working relationship between the agency and contractor.

The assessment will be based on these five basic ratings:

· 5 – Exceptional
Performance meets the requirements set forth in the agreement and significantly exceeds the requirements to the agency’s benefit.  For example, the contractor implemented innovative or business process reengineering techniques, which resulted in added value to the agency.  The phase or deliverable being assessed was accomplished with few minor problems for which corrective actions taken by the contractor were highly effective.

Performance significantly surpasses agency’s expectations.

· 4 - Very Good  

Performance meets requirements set forth in the agreement and exceeds some to the agency’s benefit.  The phase or deliverable being assessed was accomplished with some minor problems for which corrective actions taken by the contractor were effective.

Performance surpasses agency’s expectations.

· 3 - Satisfactory  

Performance meets the requirements set forth in the agreement.  The phase or deliverable contains some minor problems for which proposed corrective actions taken by the contractor appear satisfactory, or completed corrective actions were satisfactory.

Performance meets agency’s expectations.

· 2 – Marginal
Performance does not meet some of the requirements set forth in the agreement.  The phase or deliverable being assessed reflects a serious problem for which the contractor has submitted minimal corrective actions, if any.  The contractor’s proposed actions appear only marginally effective or were not fully implemented.

Performance meets some agency’s expectations.
· 1 – Unsatisfactory
Performance does not meet the requirements set forth in the agreement and recovery is not likely in a timely or cost effective manner.  The phase or deliverable contains serious problem(s) for which the contractor’s corrective actions appear to be or were ineffective.

Performance does not meet agency’s expectations.

NOTE:  Inflated assessments can damage this process as much as poor assessments because inflated assessments help poor contractors and hurt good contractors.

The ratings should be concise and provide supporting rationale.  Here are a few examples of appropriate rationale:

· The software met all contract performance requirements for ease of use and output.  The speed and accuracy of the financial system package exceeded expectations.

· The contractor met all contract milestones for system development and field installation.  Some internal contractor management milestones were missed, but timely identification of problems and corrective actions kept the program on schedule.

· The contractor's cost management was excellent and resulted in a 2 percent under-run from target cost.  The contractor submitted a value engineering change proposal that resulted in a price decrease of 10 percent.
Technical Performance (Quality of Product/Service)

5 - Exceptional

· Possessed and demonstrated outstanding technical and procedural know-how

· Met all performance requirements / Exceeded many

· Minor problems / Highly effective corrective actions

· Improved performance / quality results / Very high user satisfaction

4 - Very Good
· Possessed and demonstrated very good technical and procedural know-how
· Met all performance requirements / Exceeded some
· Minor problems / Effective corrective action

· Quality results / High user satisfaction

3 - Satisfactory

· Possessed and demonstrated satisfactory technical and procedural know-how
· Met all performance requirements
· Minor problems / Satisfactory corrective actions

· Satisfactory results / Adequate user satisfaction

2 - Marginal

· Possessed and demonstrated marginal technical and procedural know-how
· Some performance requirements not met

· Performance reflects serious problem / Ineffective corrective action
· Marginal results / Low user satisfaction
1 - Unsatisfactory

· Did not possess and demonstrate adequate technical and procedural know-how to complete project
· Most performance requirements are not met

· Recovery not likely

· Unsatisfactory Results / Unsatisfied user

Timeliness

5 - Exceptional

· Significantly exceeded delivery requirements (All on-time with many early deliverables to the Agency’s benefit)
· Quickly resolved delivery issues / Highly effective corrective actions
4 - Very Good

· On-Time deliverables / Some early deliverables to the Agency’s benefit  
· Quickly resolved delivery issues / Effective corrective actions
3 - Satisfactory

· On-time deliverables
· Minor problems / Did not effect delivery schedule
2 - Marginal

· Some late deliverables
· No corrective actions 
1 - Unsatisfactory

· Many late deliverables 
· Negative cost impact / Loss of capability for Agency 

· Ineffective corrective actions / Not likely to recover

Cost Control

5 - Exceptional

· Significant cost/price reductions while meeting all contract requirements

· Use of value engineering or other innovative management techniques 

· Quickly resolved cost issues / Effective corrective actions facilitated cost reductions

4 - Very Good

· Reduction in overall cost/price while meeting all contract requirements

· Use of value engineering or other innovative management techniques 

· Quickly resolved cost/price issues / Effective corrective actions to facilitate overall cost/price reductions

3 - Satisfactory 

· Met overall cost/price estimates while meeting all contract requirements

2 - Marginal

· Do not meet cost/price estimates 

· Inadequate corrective action plans / No innovative techniques to bring overall expenditures within limits

1 - Unsatisfactory

· Significant cost overruns 

· Not likely to recovery cost control

Project Management

5 - Exceptional

· Exceptional project planning

· Exceptional scope definition (objectives, deliverables)

· Exceptional estimation

· Remain on track and within project scope

· Exceptional control plans (quality, communication, change, schedule, etc.)

· Exceptional risk management, problem resolution

· Exceptional staffing and team building

· Exceptional project closing, user acceptance testing

4 - Very Good

· Very good project planning

· Very good scope definition (objectives, deliverables)

· Very good estimation

· On track / Limited scope creep

· Very good control plans (quality, communication, change, schedule, etc.)

· Very good risk management, problem resolution

· Very good staffing and team building

· Very good project closing, user acceptance testing

3 - Satisfactory

· Satisfactory project planning

· Satisfactory scope definition (objectives, deliverables)

· Satisfactory estimation

· Reasonably on track / Reasonable scope creep
· Satisfactory control plans (quality, communication, change, schedule, etc.)

· Satisfactory risk management, problem resolution

· Satisfactory staffing and team building

· Satisfactory project closing, user acceptance testing

2 - Marginal

· Marginal project planning

· Marginal scope definition (objectives, deliverables)

· Marginal estimation

· Scope creep exists

· Marginal control plans (quality, communication, change, schedule, etc.)

· Marginal risk management, problem resolution

· Marginal staffing and team building

· Marginal project closing, user acceptance testing

1 - Unsatisfactory

· Unsatisfactory project planning

· Unsatisfactory scope definition (objectives, deliverables)

· Unsatisfactory estimation

· Significant scope creep exists - Unsatisfactory project management

· Unsatisfactory control plans (quality, communication, change, schedule, etc.)

· Unsatisfactory risk management, problem resolution

· Unsatisfactory staffing and team building

· Unsatisfactory project closing, user acceptance testing

Staff and Business Practices

5 - Exceptional

· Highly professional / Responsive / Proactive

· Highly committed to project goal
· Exceptional management of key personnel (selecting, retaining, supporting, replacing…)
· Exceptional work habits
· Exceptional invoicing/reporting practices
4 - Very Good

· Professional / Responsive
· Committed to project goal
· Very good management of key personnel (selecting, retaining, supporting, replacing…)
· Very good work habits
· Very good invoicing/reporting practices
3 - Satisfactory

· Professional / Reasonably responsive
· Working towards project goal
· Satisfactory management of key personnel (selecting, retaining, supporting, replacing…)
· Satisfactory work habits
· Satisfactory invoicing/reporting practices
2 - Marginal

· Less professionalism and responsiveness  
· Project goal unclear
· Marginal management of key personnel (selecting, retaining, supporting, replacing…)
· Marginal work habits
· Marginal invoicing/reporting practices
1 - Unsatisfactory

· Delinquent responses / Lack of cooperative spirit
· Not on track to meet project goal

· Unsatisfactory management of key personnel (selecting, retaining, supporting, replacing…)

· Unsatisfactory work habits

· Unsatisfactory invoicing/reporting practices

Completed Assessments

ITSD will receive and review the assessments and all pertinent information.  Completed assessments, including contractor comments and other information relating to the project and assessment and any prior assessments will be kept on record by ITSD.  If a contractor does not agree with an assessment and there is some question concerning the contractor’s performance per the project agreement, ITSD will meet with the agency project manager to discuss the project, performance objectives and measurement thereof.  ITSD may request assistance from an independent third party to help determine the quality of the contractor’s performance per the project agreement.

Removal of a Contractor

ITSD, with input from the State Procurement Bureau and the purchasing agency, may remove a poorly performing contractor from a project or contract.  The removal of a contractor will be considered when:

· The contractor’s performance is not meeting the requirements, successful completion of the project is questionable, and/or corrective action plan(s) has failed to improve performance, 

· The contractor and/or contractor staff has displayed unacceptable work habits that cannot be tolerated, and corrective action plan(s) has failed, or

· The contractor has not met any other terms of the contract, including beginning work without prior ITSD approval, and failure to submit reports in a timely manner.

A contractor that has been removed from a project and/or a contract will be provided with written justification for removal.

	CONTRACTOR PERFORMANCE ASSESSMENT

	Date: 

Contract Name:
	Work Order/Contract Date:

ID Number (ITSD):

	Agency/Project Name/Agency Tracking #:


	Contractor (Individual) & Service Area:

	Attach copy of work order, agency-contractor agreement (SOW) and any other pertinent documents.

Return to this form and all attachments to:

     ITSD, Procurement Services Bureau

     Room 223, Mitchell Building
	[  ] Final Project Assessment

     -  or  -

[  ] Interim Assessment (check one below)

        [  ] Period:  From ___/___/___ to ___/___/___

        [  ] Deliverable/Milestone  _______________

             __________________________________

     -  or  -

[  ]  Re-assessment

	Assessment Area
	Performance Rating (1-5)
	Comments/Rational For Rating

	Technical Performance
	
	

	Timeliness
	
	

	Cost Control
	
	

	Project Management
	
	

	Staff & Business Practices
	
	

	Score the next two questions using the same scale of 1 to 5, and the same rational set forth in the performance rating criteria.  A score of 5 would indicate a very positive response, and a score of 1 would indicate a very negative response.

	How likely are you to select this contractor again?
	
	

	Is/was the contractor committed to project success?
	
	

	This assessment was completed by:


	Phone #
	Signature & Date:

	Has the contractor reviewed this assessment?

[  ] Yes

[  ] No
	Attach any contractor comments, rebuttals, etc.
	Signature (contractor) & Date:

	Department Director Signature & Date:

	An agency may re-assess after receiving comments from the contractor.  If the agency does a re-assessment, a new Contractor Performance Assessment must be completed and returned with first assessment.
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