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Introduction to GovConRx CPARS Management Approach 

 

GovConRx promotes mission success through Government contract wellness.  One 
of the many areas where we provide support, both to the Government and to 
Government contractors, is the preparation and submission of accurate and timely 
performance reports to the Contractor Performance Assessment Reporting System 
(CPARS).  At the direction of the Office of Federal Procurement Policy (OFPP), 
and as a result of Government Accountability Office (GAO) decisions, Federal 
agencies are increasing their reliance on CPARS data in award decisions, so the 
accuracy of the performance data becomes ever more critical.  Responsibility for 
accurate, complete, relevant, and timely data rests with both the Government and 
Government contractors.  This is a shared burden with joint rewards.   

The Importance of CPARS to Government Contractors 

For many years the Federal Government stressed the importance of using past 
performance in making award decisions.  In most cases obtaining past performance 
information was achieved by asking potential contractors to provide performance 
information for similar work, mostly through a process including past performance 
questionnaires (PPQs).  This process allowed contractors to provide their most 
favorable evaluations and avoid those evaluations that may be problematic, and 
thereby not show a comprehensive view of their performance.     

In an effort to standardize past performance documentation, the Government 
established CPARS to record and retain performance information on Government 
contracts for use in past performance decisions.  As with many new requirements, 
the system was not an immediate success and had a number of growing pains.  
Several audits were conducted by Agency Inspectors General and other oversight 
organizations, and they determined that agencies were not routinely posting 
CPARS data for each contract, and that their ratings were not always fully 
supported by the narrative.  In response, Federal agencies were mandated to place 
greater emphasis on CPARS timeliness and accuracy.  This included ensuring all 
appropriate contract actions were evaluated and that evaluation narratives fully 
supported the ratings given.  
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So why is this important to you as a Government contractor?  Two reasons:   

One, as more and more information is entered in CPARS, we anticipate that there 
will be a corresponding increase in the use of and reliance on CPARS data by 
federal agencies in future award decisions.    This means that the government may 
use any information in the CPARS and not rely solely on the good ratings you 
would provide.  In fact, they may use CPARS data without allowing you to address 
any adverse rating. Additionally, all evaluations - positive and negative - remain in 
the system for at least three years.  Likened to a government contracting “FICO” 
credit score, obtaining good ratings on CPARS evaluations is critical to obtaining 
future government contracts. 

Two, greater compliance with CPARS data entry procedures has decreased the 
number of exceptional and very good ratings.  CPARS procedures require specific 
information be included in the narratives to justify higher ratings. For example, 
CPARS requires information on how contract performance has benefited the 
government, supported by the appropriate measures data.  As these requirements to 
justify higher ratings are more rigorously enforced, the number of higher rankings 
has decreased. This trend is expected to continue.  

Taken together, the government’s greater use of CPARS data and the increased 
burden to justify higher ratings limits may endanger a contractor’s ability to obtain 
future contracts.  GovConRx recommends that contractors improve their 
understanding of the CPARS process and take proactive steps to ensure they obtain 
the highest ranking they have earned. 

CPARS Preparation Process and Evaluation System 

The CPARS preparation requires compliance with a very specific evaluation 
system.  It requires that past performance evaluation factors include, at a 
minimum: 

• Technical (quality of product or service) 
• Cost control 
• Schedule/timeliness 
• Management or business relations 
• Small business subcontracting 
• Other (as applicable) 
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It also contains two very specific evaluation scales and definitions that must be 
used, one for the evaluating the small business subcontracting factor and one for 
evaluating the remaining factors.  Most importantly, all CPARS factor rating 
definitions require comprehensive narratives that fully support the rating assigned 
and are based upon objective facts and supported by specific performance data.  
The narratives must also document specifically how the Government benefits from 
the performance.     

 

Government Vision of the CPARS Process 

The Government historically sees the CPARS process as a Government function, 
with little or no contractor participation until contractors are provided the annual or 
final evaluation. This process leads to a number of complications and 
disadvantages for contractors.  For example, the final evaluation will be conducted 
after completion of the work when contracting officials have turned their attention 
to other pressing matters.  This tends to limit the amount of time and effort 
invested in the evaluation, including recovering all the events that occurred during 
the contract term that may have led to a more positive rating for the contractor.  
Additionally, when the rating is forwarded to the contractor, there is limited time 
and venues to appeal the rating.  Disagreements between the parties on the 
evaluation are reviewed at one level above the contracting officer, significantly 
limiting administrative options, and appealing a negative performance evaluation is 
generally limited to submitting a contract claim.   

Another crucial factor to recognize is that, although the Government has increased 
oversight of CPARS compliance (timely completion and comprehensive 
supporting narratives), there have been numerous recent official reports and studies 
demonstrating a lack of timely, accurate, and complete data in CPARS.  Findings 
have concluded that in many cases government officials did not prepare narratives 
sufficient to justify ratings assigned and that CPARS information was not 
complete, robust, or comprehensive enough to rely on for use in future 
procurement source selections.   Finally, the recent government mandate that 
agencies complete CPARS in a timely manner (tracked with metrics) has resulted 
in a primary emphasis on getting CPARS done, often at the expense of quality.   
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So, the question we ask is “Do you really want to rely solely on the Government to 
ensure your company gets accurate and the highest level of CPARS ratings it has 
earned?”     

GovConRx Proactive CPARS Management Process 

GovConRx advises that contractors must be proactive in order to ensure they 
receive the highest CPARS ratings that they have earned.  The earlier you are 
involved in the CPARS process, the greater the chance evaluations will reflect all 
the positive performance accomplishments achieved, and that annual and final 
evaluations go smoothly and without debate.  GovConRx is ready to meet and 
assist you in this effort at any point in the contract lifecycle, however, we strongly 
recommend our early involvement in the CPARS process.  We see four specific 
“pressure points” where we can inject our proven expertise and focused support: 

• Development and issuance of the Government’s RFP and Contractor 
proposal preparation; 

• Final contract negotiations and contract kick-off;  
• Ongoing performance monitoring, interim evaluations, and reporting; and 
• Annual and/or final contract performance evaluations. 

Each of these pressure points is discussed below (including specific steps that 
should be taken at each pressure point) as well as providing exclusive GovConRx 
recommendations for enhancing the likelihood of receiving higher ratings.  In 
addition, we have included a situational pressure point, for occasions when you 
have a contract modification, and provides our guidance for that event.   

 

Pressure Point 1:  Development and Issuance of the Government RFP and 
Contractor Proposal Preparation  

Early preparation for the evaluation process pays dividends down the road.  
GovConRx will help you: 

• Make a comprehensive list of the performance requirements to use in 
proposal development and CPARS evaluation.  To prepare the list, we 
carefully review not only the SOW/PWS, but every section and attachment 
of the RFP, as performance requirements could be contained anywhere in 
the RFP.  
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• Carefully review the list of performance requirements to determine if: a) the 
measures are effective to measure successful performance; and, b) you are 
able not only to meet the requirements, but also receive high ratings.  The 
ability to get a very good or exceptional rating is not guaranteed.  For 
example, in some cases the government has a well-defined requirement and 
they are only looking for minimum compliance at the lowest possible price.  
In these cases, a satisfactory rating may be the best rating attainable.  In 
these cases, not obtaining higher CPARS ratings will not be a disadvantage 
in obtaining future work.  However, we have concluded that not achieving 
high ratings on most requirements will be a significant disadvantage in 
obtaining future work.   

• If some measures are problematic (not effective to realistically measure 
successful performance), discuss them with the Government during the pre-
final RFP stage, along with proposed alternative measures. 

• If you decide to propose, use the comprehensive list of performance 
measures to ensure your proposal appropriately addresses successful and 
exceptional performance of each measure. 

In addition to the steps listed above, GovConRx recommends clients go one step 
further and implement the Exclusive Recommendation below. 

Exclusive Recommendation 1:  Prepare a draft final CPARS performance 
evaluation, using the procedures found in FAR 42.1503, when you are preparing 
your proposal for award.  

This activity may sound unusual at first. However, if you can’t explain how you 
would actually exceed performance expectations, it is unlikely you will be able to 
accomplish the higher ratings.  Additionally, preparing the draft evaluation will 
greatly assist planning and execution of the contract.  For example, this process 
requires you to initially identify opportunities where you may be able to exceed the 
government requirements and the specific benefits the government accrue.  This 
greater insight into opportunities will lead to better planning on how to achieve the 
higher ratings.  When preparing these evaluations, you should:  

• Ensure that you have a comprehensive list of all performance requirements 
required by the acquisition; 

• Ensure that you have identified all the high-risk areas and priorities;   
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• Identify opportunities to provide the government with exceptional benefits; 
and 

• Develop a process to collect, record, and retain information and data 
regarding performance. 

These evaluations will be useful later in the acquisition process and can be used to 
ensure that your proposal contains the necessary information to address the 
Government’s requirements. 

Pressure Point 2:  Final Contract Negotiations (Pre-Award) and Contract 
Kick-Off (Post-Award) 

If this is the first time GovConRx is brought into the process, we will review the 
RFP, your proposal, and any associated acquisition-related information including 
the pending or awarded contract and related performance measures.  It is very 
unlikely we will be able to alter any of the performance measures at this stage. 
However, we will assist you to prepare for negotiations and the kick-off meeting. 

While kick-off meetings are normally used by the Government to reiterate the 
requirements of the contract, it also provides us with an opportunity obtain 
information regarding the CPARS process.  To this end, we recommend you: 

• Ensure that that you confirm the roles of all the individuals from both the 
Program and Contracting Offices who will be part of the evaluation process. 
These include the Contracting Officer’s Representative (COR), 
Administrative Contracting Officer (AO, if there is one), CO, and the level 
above the CO who will provide any final review; 

• Ensure you have agreement on high-risk areas and priorities of the 
Government; and 

• Suggest periodic meetings, if not already required by the contract, to discuss 
performance (See Recommendation 4 below) and present/validate self-
assessment measures.  

 

Exclusive Recommendation 2:  Carefully review the Contract Registration 
information to be included in CPARS and, if necessary. take action to revise the 
registration. 

Within 30 days after award, the Government is required to enter a description of 
the requirement into CPARS.  This event is often overlooked by contractors, but it 
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can have long lasting impact on future acquisitions.  This description will be used 
in future acquisitions to determine if their requirement is similar in size, scope and 
complexity, so that it may be used for comparison in past performance 
determinations.  In other words, if the contract registration information does not 
accurately describe the work being done, especially in terms of size and 
complexity, you are unlikely to have this evaluation used for similar work in the 
future.   

GovConRx recommends you carefully examine the contract registration to: 

• Ensure the description is accurate and complete and fully describes all the 
work required, especially in areas you believe you can exceed requirements; 

• Ensure the description accurately reflects level of complexity and discusses 
any high-risk areas or priorities of the government; 

• Determine if the contract registration is sufficiently detailed to allow for 
comparisons for the same or similar work on future acquisitions; and 

• Recommend changes, additions, or deletions to the government, if needed, 
to make the registration information accurate and complete. 

 

Pressure Point 3:  Ongoing Performance Monitoring, Interim Evaluations, 
and Reporting 

If this is the first time GovConRx is brought into the process, we will review the 
RFP, the issued contract/order, and associated information to understand the 
acquisition and related measures along with the award information and 
performance to date.     

In many cases, the contract itself will not require periodic meetings to discuss 
performance.  Frequently some management reports are required and evaluated 
with an eye towards compliance but, unless there is some major performance issue, 
few if any conversations are held regarding performance and, specifically, the 
performance measures to be assessed.  This often leads to the COR and the CO 
trying to recall strengths and weaknesses long after they have occurred and 
preparing an evaluation narrative that supports the ranking.  In these cases, the path 
of least resistance is to assign a satisfactory rating.   When completed, there is 
limited time to review and appeal the ranking, and very limited appeal processes. 
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Exclusive Recommendation 3:  Hold periodic meetings with the identified key 
Government personnel specifically regarding performance. This includes 
proactively preparing performance self-assessments in the CPARS format and 
submitting them to the Government for review and validation. 

Regardless of whether meetings are required under the contract, GovConRx 
recommends that you proactively ask to meet with identified key government 
personnel periodically to specifically discuss performance.  We also recommend 
you prepare and present interim performance evaluations or self-assessments, 
using the CPARS format in FAR 14.503 to demonstrate and document how you 
have achieved the higher rating.  These meetings are helpful to: 

• Provide an opportunity to discuss performance and to arrive at some mutual 
understanding regarding performance ratings;  

• If understandings differ, provide an opportunity to identify areas of 
disagreement and resolve them quickly; 

• Provide the Government with specific narratives in the proper CPARS 
format that can be used to support higher ratings in final/annual evaluations; 
and  

• Retain these evaluations to supplement annual/final evaluations. 

 

Pressure Point 4:  Annual or Final Contract Performance Evaluations 

If this is the first time GovConRx is brought into the process, we will review the 
RFP, the issued contract/order, any draft or previous CPARS ratings, and 
associated information to understand the acquisition and related measures along 
with award information and performance to date. However, the impact of a final 
evaluation, especially on a long-term contract, will necessarily be limited. Thus, 
our emphasis on ongoing evaluations. 

Upon receipt of an annual or final review, we will work with you to: 

• Carefully analyze the annual or final evaluations for accuracy and 
completeness, and work with you to determine if the evaluation rating is 
appropriate for the quality of work completed; 

• If the evaluation does not include an appropriate rating, assist in the 
preparation of the rebuttal with additional information and comments within 
the allotted14-day period; 
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• Assist in arranging a meeting with the appropriate government officials 
(COR, CO, and the individual one level above the CO) to encourage them to 
increase the performance rating to the proper level; and 

• If the CO does not change the rating, prepare a narrative for each factor that 
provides the facts and information demonstrating why we believe a higher 
rating has been earned.   

 

Exclusive Recommendation 4: Establish a team to respond rapidly to Annual/Final 
Evaluations to ensure they accurately represent your performance. 

As recommended previously, the earlier the involvement in the CPARS process, 
the greater the chance evaluations will reflect all the positive performance 
accomplishments achieved and that annual and final evaluations go smoothly 
without debate.  Because of this timely involvement in the evaluation process, it is 
likely you will receive the high ratings you deserve.  However, if your annual/final 
CPARS performance evaluations reflect ratings below your expectations, you will 
have limited time and options to appeal. Moreover, the ultimate conclusion on the 
performance evaluation is a unilateral decision of the individual contracting agency 
and designated officials.   

GovConRx recommends that you assemble a rapid response team before the final 
evaluation is due, to prepare for the possibility of an evaluation that is less than 
what you have earned.  Being ready to react is important in two ways:  First, there 
is limited time to dispute the ratings and provide supporting data. Second, you 
must follow the proper distinct steps to dispute the CPARS evaluation in order to 
have the option of considering a contract claim to appeal the negative performance 
evaluation.  Even then, case law has demonstrated no reversal of CPARS ratings 
once they are entered into the system (which remain for a minimum of three years), 
and at best, only an opportunity to explain why less than desirable ratings were 
issued by the government.  Given the above, GovConRx strongly advises the 
following:  

• Assemble a team to prepare a CPARS final evaluation to be finished when 
the contract is completed.  If you have prepared the evaluations earlier in the 
process, this should be a fairly easy effort; 

• If the Government’s evaluation does not agree with the team’s assessment, 
immediately arrange to meet the CO and other contributing evaluators to 
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provide your additional information and supporting data. If you have met 
with the Government on an interim basis as we have recommended, and 
have agreed on performance ratings and related documentation throughout 
the process, you will have a strong position and be well prepared to dispute 
any adverse final ratings; and 

• If the dispute is denied but then reviewed and approved at a level above the 
CO, prepare or present a support narrative for each factor to provide the 
rationale for a higher rating.  Because you have developed and retained 
evaluation information throughout the process, you are prepared to provide a 
factual and effective rebuttal to any adverse ratings.  Be sure to adequately 
address the risk and complexity of the requirement.  Remember to take every 
opportunity to highlight any and all benefits to the government 
demonstrating exceptional performance, and that a singular benefit could be 
of such magnitude that it alone constitutes an exceptional rating 

 

Situational Pressure Point:  Contract Modifications 

Contract modifications, and especially bilateral modifications, provide a unique 
opportunity to enhance final CPARS evaluations, and they should be carefully 
analyzed to ensure optimum positive impact to as many evaluation factors as 
possible.   In most cases, modifications are necessary to accommodate the 
Government’s changing needs and provide you with a number of options in 
responding to the change.  Your proposal to address the new requirement should 
carefully consider how it will impact the final evaluation.  For example, if the 
Government adds to the amount and/or complexity of the work, you may want to 
propose a solution that maintains the existing delivery date (priced accordingly).  
Successful completion will allow you to demonstrate high rating for several 
factors, such as Quality (increased complexity), Management (reasonable and 
cooperative behavior, customer satisfaction and program management) and 
Schedule (meeting the schedule despite Government increases in complexity).   
The point is that every contract modification provides an opportunity that should 
be utilized to obtain or maintain a higher rating.  

Exclusive Recommendation 5:  Contract Modifications 

GovConRx recommends that you ensure your response to contract modifications 
supports the path to obtaining higher CPARS ratings and that carefully considers 
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the impact of all the evaluation factors.  As we recommended for the initial 
proposal, we recommend that you prepare a draft final CPARS performance 
evaluation, using the methodology found in FAR 42.1503.  If you followed our 
recommendation and prepared an evaluation with the initial proposal, you will only 
need to revise the document.  Specifically, we will help you: 

• Analyze the proposed modification to assess its impact on contract 
performance measures and evaluations, and to help shape your proposal for 
maximum positive impact; 

• Assist with negotiations to ensure that any changes by the Government will 
not adversely impact the final evaluation:  

• Propose any new metrics that may be necessary to properly assess the new 
or changed work; and 

• Prepare a draft final evaluation that demonstrates the way you will achieve 
higher CPARS ratings. 

In summary, GovConRx is committed to mission success and helping you achieve 
the CPARS ratings you have earned.  


