RISK AND VISIT INTERVAL DRIVERS
Part 5 Risk Evaluation of Type I ATA and Type II JIG Sites

The following items shall be considered when performing intoplane delivery point surveillance at all DESC contracted intoplane locations.  Contract deficiencies or non-conformances at these locations shall drive risk assessment level and contractor engagement interval determinations.  Reported levels will be Low, Moderate, or High risk.  Engagement intervals may vary from visits every month to intervals of one-year.  The drivers are process oriented and not document oriented.  Therefore it is important that the QAR assess the process using requirements from all the cited documents.  For example, the product risk is based on the requirements contained in the contract clauses, MIL-STD-1548, and ATA 103 (or JIG) documents.  It would include the quality control processes involved in maintaining product quality in the system.  Quality Assurance Representative engagement or visit intervals shall always be driven by the bottom line risk rating.  Listed below are some of the drivers that will increase risk levels and mandate more frequent inspection visits.

1. Facility design and equipment operating procedures as annotated in manuals and other directives that conform to acceptable industry design and operational standards in respect to product receipt, storage, aircraft refueling operations, safety, security, and environmental parameters.  Age and condition of facilities and equipment are a distinct part of risk evaluation.  Examples of facility design deficiencies that will drive increased surveillance requirements are listed below:

a. Antiquated, contractor fabricated or unapproved industry design facility components such as storage tanks, distribution, and sampling systems would drive risk to a higher level.  Older fuels servicing vehicles that are not equipped with-state-of-the-art pumping and sampling devices, ` or hydrant connectors, deadman controls, interlock systems or those with gasoline engines will probably demand a higher risk level.

b. Facilities having outdated manuals and procedures, documentation shortcomings, less than adequate training, ineffective operator certification and documentation programs will be cause for higher risk ratings.

c. Uncoated facility and equipment product tanks will increase risk.

d. Older facilities with galvanized, copper or manganese metals present would be cause for concern and increase risk ratings.  Fuel systems allowing fuel contact with yellow metals will not be used as they can skew thermal stability properties.

2. Integrity of contracted products, for example JP8, JAA, or JA1 (and others) must meet all parameters of ASTM D1655 as well as all contract clauses.  If these conditions exist the risk rating will be higher.

a. An example here might be confusion on the contractor’s part as to what the exact specification for the contracted product really is.  Another good example is a faulty awareness of the proper injection procedures.  Another example is whether or not the contractor is familiar with the test parameters associated with contract requirements and the Thermal Stability analysis.

3. Facility managers and supervisors should be qualified in aviation petroleum management and operations and have significant experience and familiarity with aircraft refueling operations to effectively fulfill DESC Intoplane contract requirements.  Unqualified employees drive risk ratings higher.

a. If a contractor hires new inexperienced operators such as high school or college students to do intoplane servicing and the QAR finds a deficient training program, the risk will increase.  Management or supervisory personnel without considerable experience in the area of aviation fuels, receipt, distribution, and aircraft refueling would drive the risk level upward and would require increased surveillance.

4. The overall facility work force should possess adequate aircraft refueling facility and operational knowledge, experience and tenure to adequately fulfill the DESC Intoplane contract requirements.

a. Examples would be similar to those listed in item 3 above.

5. The contractor’s management, supervisory, and operational work force is adequately trained and has documentation to substantiate this training relating to industry aircraft refueling, facility and operational safety, health, fire, security, emergency procedures and environmental requirements.  Inadequate records and documentation would increase risk ratings.

6. Inadequate records and documentation to include follow-up procedures for corrective action would drive the risk factor higher.

a. Lack of records and documentation relating to facility and equipment periodic and preventive maintenance would raise the risk level to a higher level.

b. A contractor without a written inspection system (QCP), in English, would increase the level.

7. Facility and equipment maintenance plan.

a. A contractor without a plan to complete scheduled maintenance would heighten the risk for surveillance.

8. Product quality requirements relating to aircraft refueling operations.

a. Failure to maintain sampling and testing records is a good example that would raise risk levels.

b. The unavailability of adequate or antiquated sampling and testing equipment is another symptom that would increase risk.

9. Commonly recognized industry standards relating to aviation product transportation (receipt), storage, distribution and aircraft refueling.

a. Unavailability of standards such as ATA 103 or the Joint Intoplane Guidelines (JIG) would be a good example that would lead one to increase surveillance based on risk..

b. If the contractor is not aware of or does not have a laboratory certification of on-hand product it might be cause for higher risk and increased surveillance.

10. An absence of written site-specific procedures, and industry related guidelines and manuals would be cause for increased risk ratings.

The key to an effective Risk Assessment Program is consistency throughout a QA organization (see “Risk Analysis and Rating Guide” below).  All fuels quality assurance offices (regions) must develop common programs and more importantly, must execute them equitably.  Contractors levied a “high-risk” rating must receive increased surveillance.  As the risk is lowered and the QAR’s confidence increases, reduced surveillance may be a consideration, but fuels teams will fully justify to the contracting officer and substantiate the reduction with documented statistics in the form of a business case.  Conversely, high-risk contract ratings must also be fully supported.  The practice of assigning a contractor site a “high risk” rating, not on findings, but because the QAR feels all intoplane contracts are inherently high-risk alone is no longer acceptable.  Once the business case is prepared it shall be submitted to DESC-PH for evaluation and approval/disapproval.  Mandatory surveillance will continue until reduced surveillance is approved by DESC.
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Date of Assessment:___________________________________________
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INTRODUCTION

DEFENSE ENERGY SUPPORT CENTER

MANDATORY END PRODUCT PERFORMANCE GUIDE

FOR

INTOPLANE CONTRACT FACILITIES

     This performance guide is a tool to be used for analyzing contractor Quality and Safety processes and to determine the level of  US Government surveillance required based on the assessed performance at into-plane contract facilities.   This assessment will be completed utilizing contractual requirements listed in current contract and supporting documents.  For further information concerning this program, please contact DESC-BQ (703) 767-8743
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RECOMMENDED APPLICABILITY MATRIX
	TYPE OF CONTRACT ADMINISTRATION AT CONTRACTOR FACILITY
	QUALITY
	SAFETY

	PRODUCT
	X
	X

	SAFETY
	X
	X

	FACILITIES & EQUIPMENT
	X
	X

	DOCUMENTATION & RECORDS
	X
	X

	PERSONNEL
	X
	X

	OPERATIONAL CONSIDERATION
	X
	X
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END PRODUCT PERFORMANCE MANAGEMENT

FOR 

INTO-PLANE CONTRACTS

ASSESSMENT DEFINITIONS AND INSTRUCTIONS

     The following definitions associated with the end product management  program are provided to assist you with the assessment and analysis of each element and characteristic.

   
RISK MANAGEMENT -   The process of identifying and controlling hazards.


RISK ASSESSMENT      -  The identification and assessment of hazards.


RISK -  Chance of hazard or bad consequences.
 


RISK DECISION -  The decision to accept or not accept the risks associated with an action


made by the individual responsible for performing that action.


SEVERITY -  The expected consequence of an event in terms of degree of injury, property


damage, or other risks.


INHERENT -  Existing as an essential constituent or characteristic.


ABOVE AVERAGE (Low Risk) CONFIDENCE SCORE - Process comply with all contract


requirements.  Minor paperwork problems escape the contractors controls.

SATISFACTORY (Moderate Risk) CONFIDENCE SCORE -  Process normally comply with contract requirements.  Nonconforming/deficiencies occasionally escape contractors controls.


MARGINAL (High Risk) CONFIDENCE SCORE -  Process does not comply with contract 


requirements.  Nonconforming/deficiencies consistently escape the contractors controls.

     The following instructions are provided to assist you with scoring each element and sub-element and assigning each contract site with a confidence level of performance.

     
1.  Evaluate all element and sub-element processes at contractor facility.


2.  Score Inherent, Past, and Future processes with values listed in the Confidence Level


Column (1,2, or 3) of each element and sub-element, total the three (3) scores and divide by        


 three (3) to achieve the Contractor Final Confidence Level.    



3.  To complete Combined Element Worksheet for final assessment of the contractors


confidence level enter each sub-element score in the perspective block of the worksheet, total 

the five (5) element scores, multiply this total by the operational factor, then divide by five (5) to achieve the Overall Rating and Confidence Level of the contractor.


4.   The overall rating will provide you with the suggested frequency to perform


surveillance at the contractor facility.

NOTE:  This Into-Plane guide is for use at into-plane sites only, Hence the Inherent Risk Level at all sites will be “marginal” and is so reflected in the enclosed matrix.
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PART 2.

Element:             INTOPLANE SURVEILLANCE


Reference:  DESC Contract

Sub-Element:     Product 

	
	    
	INHERENT

PRODUCT/PROCESS

CHARACTERISTICS
	PAST

PERFORMANCE

ATTRIBUTES
	FUTURE

PERFORMANCE

ATTRIBUTES

	C 

O

N

F

I

D

E

N

C

E

L

E

V

E

L
	MARGINAL

(3)

SATISFACTORY

(2)
ABOVE

AVERAGE

(1)
	Product Complexity

* Additives required

* Product Integrity

* Complex sampling procedures

* Product variants-numerous

Resupply Capabilities

* Over 50 mile radius

* Ocean going vessel

QA Requirements

* Technologies-must be developed

* Mandatory inspection requirement by US Government QAR (Mandatory

6-month visit interval if this guide is not used)     

N/A (Into-plane sites are all inherently high risk/marginal)
N/A (Into-plane sites are all inherently high risk/marginal)

            
	* Contractor has had numerous deficiencies test results associated with improper sampling and testing procedures

* Reliance on US Government inspection to detect nonconforming product

* Contractor lacks capability to resupply site with contract product

*Has no record of product quality from origin: or, quality control tests performed at facility are not within precision for the test parameter(s) from the origin certificate

* Root causes of quality problems being identified through process analysis

* Records on product quality available from origin only

* Beginning to plan/implement increased quality assurance process improvement concepts
* Low defect rate history

* Has well defined/effective QA procedures
	* Contractor has no plans to implement the necessary processes to prevent product integrity

* No plans to improve past performance

* Contractors noncompliance with QA requirements will result in increased surveillance by the US Government

* Improvement plans prepared for incomplete/poorly written procedures and processes

* Minimal improvements achieved
* Contractor has developed and will maintain standards

* Continuous process/product improvements demonstrated


                                                INHERENT
                             PAST


 FUTURE

            SCORE                                                                                                                              
            TOTAL SCORE:                 DIVIDE BY 3    =   

            FINAL CONFIDENCE LEVEL FOR CONTRACT CONFORMANCE           
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PART 3.

Element:             INTOPLANE SURVEILLANCE


Reference:  DESC Contract and

Sub-Element:     Safety 





MIL-STD-1548

	
	    
	INHERENT

PRODUCT/PROCESS

CHARACTERISTICS
	PAST

PERFORMANCE

ATTRIBUTES
	FUTURE

PERFORMANCE

ATTRIBUTES
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E

L
	MARGINAL

(3)

SATISFACTORY

(2)

ABOVE

AVERAGE

(1)


	Extensive Safety requirements

* Local fire and accident prevention support

* Noncompliance of contractor personnel receiving training in the use of fire extinguishers and procedures to be used in the event of fire

* Safety Technologies-must be developed

N/A (Into-plane sites are all inherently high risk/marginal)

N/A (Into-plane sites are all inherently high risk/marginal)
	Contractor has had numerous Safety deficiencies associated with improper  procedures

* No documentation or mostly inaccurate and incomplete records

* Lack of Safety Program cited as causal for mishap

* Deficiencies consistently  escape contractors controls

Safety Program has been inconsistent with occasional deficiencies escaping the contractors controls
* Safety Program has processes that ensure full compliance with the required procedures and documents as necessary

* Low defect rate history


	* No concern or plans to build a Safety Management Program

* No plans to improve past performance

* Contractors noncompliance with Safety requirements will result in increased surveillance by the US Government

* Limited plans to improve Safety Program

* Minimal improvements achieved
Solid plan to implement a complete, workable and supported Safety Program


                                                INHERENT

                   PAST

 FUTURE

            SCORE                                                                                                                             
            TOTAL SCORE:                DIVIDE BY 3    =             

            FINAL CONFIDENCE LEVEL FOR CONTRACT CONFORMANCE           
END PRODUCT PERFORMANCE

PART 4.

Element:             INTOPLANE SURVEILLANCE


Reference:  DESC Contract and

Sub-Element:     Facilities and Equipment        



      MIL-STD-1548C

	
	    
	INHERENT

PRODUCT/PROCESS

CHARACTERISTICS
	PAST

PERFORMANCE

ATTRIBUTES
	FUTURE

PERFORMANCE

ATTRIBUTES

	C 

O

N

F

I

D

E

N

C
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E

V

E

L
	MARGINAL

(3)

SATISFACTORY

(2)
ABOVE

AVERAGE

(1)

	Contractor Site Location

* Complex travel to site

* Isolated location

Fuel Equipment

* Limited storage

* More than one grade of fuel is stored and issued

* Limited refueling capabilities

* Unique filtration system

Records Quality and Safety

N/A (Into-plane sites are all inherently high risk/marginal)

N/A (Into-plane sites are all inherently high risk/marginal)

	*US Government  has had difficulty traveling to the site due to travel restrictions caused by transportation and the environment

* Contractor has had numerous deficiencies associated with improper procedures and record keeping

* Limited  experience with US Government contracts

* Reliance on inspection by US Government to detect defects

* Deficiencies consistently escape the contractors controls

* Programs have been inconsistent with occasional deficiencies escaping the contractors controls

* Beginning to plan and implement program process improvement concepts
*Low deficiency rate history

* Contractor has well defined/effective procedures

* Contractor always meets customer needs

	*No concern or plans to implement the necessary processes to improve past performance

* Minimal approach to problem identification and resolution of recurring problems

* Contractors noncompliance with contract requirements will result in increased surveillance by the US Government

* Limited plans to improve program processes

* Contractor occasionally has or will continue to have problems with contract provisions

* Minimal improvements achieved 

* Contractor  has developed and will maintain standards

* Continued process improvements demonstrated 




                                                INHERENT
                             PAST


 FUTURE

            SCORE                                                                                                                             
            TOTAL SCORE:                DIVIDE BY 3    =            

            FINAL CONFIDENCE LEVEL FOR CONTRACT CONFORMANCE            
END PRODUCT PERFORMANCE

PART 5

Element:             INTOPLANE SERVICING

Reference:  DESC Contract and

Sub-Element:     Documentation and records

MIL-STD-1548

	
	    
	PAST

PERFORMANCE

ATTRIBUTES
	FUTURE

PERFORMANCE

ATTRIBUTES

	C 

O

N

F

I

D

E

N

C

E

L

E

V

E

L
	MARGINAL

(3)

SATISFACTORY

(2)
ABOVE

AVERAGE

(1)

	* More than three documents relating to operational and safety checks are not maintained in accordance with prescribed requirements

* Errors are found affecting compliance to established criteria

* Records requiring employee validation of quality and safety checks are not in the required location for use by management and staff for quality oversight purposes

* Records are available and properly recorded

* Records are maintained of quality and safety checks and management uses statistical charting methods to analyze performance


	* More than three documents relating to operational and safety checks are not maintained in accordance with prescribed requirements

* Errors are found affecting compliance to established criteria

* Records requiring employee validation of quality and safety checks are not in the required location for use by management and staff for quality oversight purposes

* Records are available and properly recorded

* Records are maintained of quality and safety checks and management uses statistical charting methods to analyze performance


                                                                    PAST



 FUTURE
 

            SCORE                                                                                                                              
            TOTAL SCORE:                DIVIDE BY 2  =             

FINAL CONFIDENCE LEVEL FOR CONTRACT CONFORMANCE             
END PRODUCT PERFORMANCE

PART 6

Element:             INTOPLANE SURVEILLANCE


Reference:  DESC Contract and

Sub-Element       Personnel                           



      MIL-STD-1548

	
	    
	PAST

PERFORMANCE

ATTRIBUTES
	FUTURE

PERFORMANCE

ATTRIBUTES
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N
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I

D

E

N

C

E

L

E

V

E

L
	MARGINAL

(3)

SATISFACTORY

(2)
ABOVE

AVERAGE

(1)

	Insufficient manning for workload requires limited personnel to work more than standard shift or 40 hours per week

* Experience of 50% or more of the personnel is less than three years

* Personnel turnover rate greater than 25%/year

Training program for personnel consists of OJT only

* Experience of 50% or more of the personnel is greater than four years

* Personnel turnover rate less than 25%/year

* Training program for personnel consists of formal classroom training and OJT

* Experience of 80% or  more of the personnel is greater than ten years

* Training program includes yearly refresher training


	Insufficient manning for workload requires limited personnel to work more than standard shift or 40 hours per week

* Experience of 50% or more of the personnel is less than three years

* Personnel turnover rate greater than 25%/year

Training program for personnel consists of OJT only

* Experience of 50% or more of the personnel is greater than four years

* Personnel turnover rate less than 25%/year

* Training program for personnel consists of formal classroom training and OJT

* Experience of 80% or  more of the personnel is greater than ten years

* Training program includes yearly refresher training




                                                                    PAST



 FUTURE

            SCORE                                                                                                                            

            TOTAL SCORE:                DIVIDE BY 2    =          

            FINAL CONFIDENCE LEVEL FOR CONTRACT CONFORMANCE            
END PRODUCT PERFORMANCE

PART 7A

Element:             INTO-PLANE SERVICING

Reference:  DESC Contract and

Sub-Element:     Operational Considerations

MIL-STD-1548

	
	    
	INHERENT

PRODUCT/PROCESS

CHARACTERISTICS
	PAST

PERFORMANCE

ATTRIBUTES
	FUTURE

PERFORMANCE

ATTRIBUTES

	C 

O

N

F

I

D

E

N

C

E

L

E

V

E

L
	HIGH

MEDIUM
LOW


	* Quarterly sample requirements in accordance with contract

* Product availability and sustain ability

*.Infrastructure 

* Operational sustainability

* Quarterly sample requirements in accordance with contract

* Product availability and sustain ability

*.Infrastructure 

* Operational sustainability
* Quarterly sample requirements in accordance with contract

* Product availability and sustain ability

*.Infrastructure 

* Operational sustainability


	* Non-compliance with quarterly sample or contract requirements

*Site has been used for CTF/JTF in past year

*Greater than 10k USG issued or 10 US A/C serviced in past 30 days

*Country Access

* No rail or resupply capability

*Supply source produces less than 10,000 bbls of kero base stock

*Climatic Conditions cause closure of facility more than 30 days a year

* Contractor less than 15 days delinquent in delivery

*Site has been used for CTF/JTF in past 3 years

*Greater than 5k USG issued or 5 US A/C serviced in past 30 days

*Country Access

* Is rail or pipeline capability

*Supply source produces less than 5,000 bbls of kero base stock

*Climatic Conditions cause closure of facility more than 15 days a year

* Contractor less than 5 days delinquent in delivery

*Site has been used for CTF/JTF in past 6 years

*Greater than 5k USG issued or 5 US A/C serviced in past 5 days

*Easy Country Access

* Has rail and pipeline capability

*Supply source produces less than 5,000 bbls of kero base stock

*Climatic Conditions cause closure of facility less than 15 days a year


	* No contract setup for continuous sample delivery

* Site has been used for HUMRO/NEO contingencies

* Greater than 10k USG issued or US A/C serviced DEA operations due to hostile environment

* No Country Clearances granted

* Supply source non reliable for kero-stock

* Climatic Conditions causing operation shutdown

* Contractor setup for continuous sample delivery

* Site has been used once for HUMRO/NEO contingencies

* Less than 10k USG issued or US A/C serviced for DEA operations due to hostile environment

* Country Clearances granted on conditions

* Supply source reliable for kero-stock to sustain contingencies

* Climatic Conditions causing minimum operation shutdown

Contractor  setup for continuous sample delivery on time

* Site has not been used once for HUMRO/NEO contingencies

* No USG issued or US A/C serviced for DEA operations *No hostile environment

* Country Clearances granted * Supply source reliable for kero-stock to sustain any contingencies

* No Climatic Conditions 
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PART 7B

Element:             INTO-PLANE SURVEILLANCE

Reference:  DESC Contract and

Sub-Element:     Operational Considerations


MIL-STD-1548

                                                INHERENT
                             PAST


 FUTURE

            Score                                                                                                                                  
            TOTAL SCORE:                DIVIDE BY 3    =           

COMBINED ELEMENT WORKSHEET FOR FINAL ASSESSMENT

PART 8

ELEMENT
FINAL CONFIDENCE LEVEL RATING OF CONTRACT  CONFORMANCE PROCESS  
                                          TOTAL SCORE FROM ELEMENTS

PRODUCT

     

SAFETY

     
FACILITIES &




EQUIPMENT

     

DOCUMENTATION
     

PERSONNEL

     
                              

TOTAL SCORE
     = 
     
MULTIPLY BY                                                                           OVERALL RATING
OPERATIONAL


RATING FACTOR                               DIVIDE BY 5                    
	CONFIDENCE LEVEL SCORES FOR OVERALL RATING AND SURVEILLANCE SCHEDULE
ABOVE AVERAGE        1.0 - 1.75              EVERY 12+ MONTHS

SATISFACTORY            1.8 - 2.5               EVERY 6-12 MONTHS

MARGINAL                     2.5 - 3.0               EVERY 0 -6 MONTHS  
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OPERATIONAL WEIGHTING FACTORS


         FACTORS


	ABOVE AVG.        1.0 - 1.75               0.66


	SATISFACTORY   1.76 - 2.5              1.00


	MARGINAL           2.6 - 3.0                1.33
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