An effective Performance Work Statement (PWS) should:

· Describe requirements in terms of results rather than process

· Use measurable performance standards, such as (quality, timeliness and quantity, response times/delivery dates, error rates/number of mistakes, accuracy rates, cost control, and milestone completion rates, and quality assurance surveillance plans), depending on complexity of the requirement.
· Provide for reductions of price for defective performance
Ensure that the PWS answers the following questions…


What do we want to accomplish as the end result of this contract?

What task must be accomplished to give us this end result? (Be careful not to tell the Contractor “how” to perform this task.)

What are the standards for completeness, reliability, accuracy, timeliness, customer satisfaction, quality and/or cost?

How will we determine that success has been achieved?

Federal Acquisition Regulation (FAR)37.602

(a) A Performance Work Statement (PWS) may be prepared by the Government or result from a Statement of Objectives (SOO) prepared by the Government ….

(b) Agencies shall, to the maximum extent practicable –

(1) Describe the work in terms of the required results rather than either “how” the work is to be accomplished or the number of hours to be provided (see 11.002(a)(2) and 11.101);

(2) Enable assessment of work performance against measurable performance standards;

(3) Rely on the use of measurable performance standards and financial incentives in a competitive environment to encourage competitors to develop and institute innovative and cost-effective methods of performing the work.
HOW IS A PWS WRITTEN?

Services Contracts. A PWS for support services will generally describe all the pertinent work to be performed, along with measurements of adequate work performance, evaluation and assessment techniques, and applicable incentives. Below are common elements that are included in a PWS:

1. Introduction

2. Scope of Work

3. Requirements/Performance Standards

4. Contract Deliverables

5. Workload Data Requirements

6. Appendixes (if any)
Developing a performance work statement involves a series of steps to help identify and define the requirement.

1. Define the desired outcomes. 
What must be accomplished to satisfy the requirement?  To define desired outcomes, list what needs to be accomplished in order to satisfy the overall requirement, from a top-level perspective.  Determine all the variables (what, when, where, who, quantity, quality levels, etc.) which will  ensure that all unique requirements have been considered. For some requirements, you may simply be reviewing previous requirements for validity and accuracy (i.e.  does what we wrote last year or five years ago still reflect our current requirement?).  For example:

Custodial requirement

- clean office administration building

– clean office training building

– clean office physics lab

2. Determine Performance Objectives.  

On the basis of the desired outcomes defined in step 1, determine performance objectives. What tasks must be accomplished to arrive at the desired outcomes?  Performance objectives are the specific services that you want performed and delivered by the contractor, defined in terms of the outcomes.
For an Elevator Maintenance and Repair contract, the performance objectives might include the following:  perform preventive maintenance, repair service calls, respond to emergency calls, submit maintenance and repair reports.
3.  Develop Performance Standards.  
Examples of Performance Standards

· Response times, delivery times, timeliness – meeting deadlines or due dates,

adherence to schedule.

· Error rates – number of mistakes/errors allowed in meeting the performance

standard.

· Accuracy rates – similar to error rates, but most often stated in terms of

percentages.

· Completion milestone rates – x percent complete at a given date.
4  Establish Acceptable Quality Levels.  
Acceptable Quality Levels (AQLs) constitute a minimally acceptable level of performance and are typically stated as a percentage of required conformances (e.g., clean, 95% of the time) or as a number of permissible deviations (e.g., 1 error per x time period). In developing AQLs, you are asking, “What minimum level of quality do I need to meet my mission needs?” Keep in mind that not every performance standard may have an AQL. When a performance standard does not include an AQL, then you are stating that no deviations are allowed

in meeting the performance outcome (see the tips below).

TIP: Exercise care in establishing AQLs for performance standards. Often, the closer to 100 percent perfection, then the higher the price. It is also important to ensure that performance standards are measurable. Think carefully when establishing a 100 percent standard (or not establishing deviations), since this threshold can directly affect the price. 100 percent AQLs (thresholds) can be unreasonable or unrealistic for some performance objectives. However, if the performance objective is critical (for instance, if it covers a life-threatening matter), 100 percent is acceptable. Conversely, if the AQL is set too low, it could act as a disincentive to good contract performance.

5.  Performance Requirements Summary
The desired outcomes, performance objectives, performance standards, and AQLs, that have been developed through the previously explained analyses are then documented in a Performance Requirements Summary (PRS).
Performance Requirements Summary Matrix (PRS)

	Performance 

Objective
	Performance Standard
	Acceptable quality level (AQL)
	Monitoring Method

	Perform Preventative Maintenance
	Elevators are Fully Operational 
	99%
	Customer Complaint

	Repair Service Calls
	Repairs are Made Timely 
	3 hours
	Random Sample

	Emergency Call
	Response is made within an acceptable time 
	30 Minutes
	100% Inspection

	Submit Maintenance And Repair Reports
	Accurate Reports are delivered within 2 business days
	90%
	Planned Sampling


6.  Manpower Requirements and Labor Category Descriptions

The key to performance-based acquisition is describing requirements in terms of measurable outcomes and not in terms of how to accomplish the requirement. This applies equally to labor category descriptions. Previously, manpower requirements were commonly prescribed in terms of “required number of bodies” or by using other qualifiers such as college degrees or specific years

of experience. Prescribing manpower requirements limits the ability of offerors to

propose their best solutions, and it could preclude the use of qualified contractor

personnel who may be well suited for performing the requirement but may be lacking— for example—a complete college degree or the exact years of specified experience.  Instead, the requirement should be described in a way that allows offerors to meet the  requirement by applying alternative sets of resources. Offerors can then propose their best solutions for manpower requirements, in accordance with the described requirement. Once the offeror submits its proposal, the acquisition team will evaluate the offeror’s proposal, including manpower solutions, for best value.  Since performance-based acquisition methodologies are results-oriented, agencies should not focus on contractor-proposed labor mixes after contract award, as long as the desired outcome is achieved in accordance with the stated performance standards and any other requirements in the contract.

7.  Historical and Projected Workload Data

Consider including historical and projected workload data and any surge requirements in the PWS, as applicable. See Appendix E for an example. This type of information allows prospective contractors to predict manpower and supply needs more accurately as they relate to the specific requirement and thus to develop more realistic proposals.
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Elevator Maintenance

Item Name Estimated Quantity

1 Inspect and test elevators Ea

2 Number of (LIST EACH TYPE OF ELEVATOR Ea
SEPARATELY)

3 Number of (LIST EACH TYPE OF ELEVATOR Ea
SEPARATELY)

4 Number of (LIST EACH TYPE OF ELEVATOR Ea
SEPARATELY)

5 Estimated number of repair service calls per year Ea

6 Estimated number of emergency repair calls per year Ea





8.  Performance Work Statement Review Considerations
·  Are specific outcomes clearly stated so that the offeror will know exactly what to do and know when it is required? Are tasks realistic and performable?

·Is the PWS sufficiently detailed to enable the offeror to estimate labor and other costs required for accomplishing each task element?  Will offerors be able to prepare a sound cost proposal with the information provided?
· Are standards clearly identified in such a way that all parties can adequately

measure performance?
· Are proper quantities and delivery dates indicated for each deliverable? Are

schedules and frequencies of performance clearly defined?

· When it will be necessary to reference other documents, are they properly

described and cited?

