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USD (AT&L) Better Buying Power Initiative:

Improving Tradecraft in Services Acquisition:
Address Causes of Poor Tradecraft in Services
Acquisition




QAU Overview

« What OSD/Congress found

+ Address causes of poor tradecraft

- Define requirements and prevent creep via
requirements templates

- Requiring more frequent re-competes of knowledge
based services

- Cost-efficiency objectives for service contracts
exceeding $1 billion

— Policy on 1-bid proposals
— Limit the use of T&M and award fee contracts for
services

— Achieve better visibility into DoD “services spend” by
adopting standard Product Services Code taxonomy

* How DAU can help
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=AU What OSD Found

FY10 DoD Total Contract Spend: $ 367 Billion

DOD Service Categories Spending in Dollars
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What OSD Found - Trends in

=AU DOD Contract Spending
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QAU What OSD Found

* Thousands of Product Service Codes (PSC)
— DoD had no common approach to using them, and
— no consistent visibility into the spend on services

No common “PSC taxonomy” was established in
the Department

12 Jan 12 Learn. Perform. Succeed. 5

The Army recently hired portfolio managers. The AF and Navy are in the process of doing the
same.



PA‘J House Armed Services Committee Panel On Defense
) Acquisition Reform Interim Findings and Recommendations

Report excerpts:

...challenges with the requirements process are a major factor
in poor acquisition outcomes. Most concerning was the fact that
the requirements process for the acquisition of services, the
largest category of acquisition, is almost entirely ad hoc.

“Non statutory Acquisition Workforce”

In many cases the user community on a services contract is a
military base commander or operational commander. ...not
accustomed to thinking of themselves, or operating as,
requirements generators. ...not staffed or trained to perform
these responsibilities, and for this reason, requirements for
services contracts are often poorly written. ...either unable to
obtain what it needs, is unable to hold contractors accountable
for poor performance, or both.
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Address Causes of Poor Tradecraft
=A in Services Acquisition

Actions ongoing or planned by OSD/CAEs:

* Require the Services and DoD Components to assist users of services
to define requirements and prevent creep via requirements templates
— Establishing, through their senior managers for services maximum use of

standard templates in developing Performance Work Statements (PWS) to
improve contract solicitations.

- Establish dedicated market research teams at the portfolio management level
+ Enhanced competition by requiring Service/Component reviews of

service contract durations, and more frequent re-competes of
knowledge based services

— Single award contracts should be limited to 3 yrs (including options) unless,
by exception, it is fully justified for longer periods by the senior manager

- Ifthe government receives the benefit of savings in the out years, a longer
contract period may be justified

— Multiple-award IDIQ contracts may be up to five years if on-ramp provisions
are included to refresh/update the competitor pool
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Good examples of templates are the Navy’s SEAPORT acquisitions and DLA’s
Headquarters support services.

We need to do a much better job at market research. Issuing a sources sought
synopsis does not cut it. Need to talk to industry and see how they are doing
services, commercially and non-comercially. This involves the entire acquisition
team.

We need to really try to get more competition for our requirements. More
frequent recompetes is one way, but writing better requirements and doing better
market research is another way.

It is important that DoD incentivize, achieve, and share in cost improvements
over the period of performance for support services acquisitions, including
knowledge management services. We should incentivize and expect similar
cost improvement on high-value services contracts.



Address Causes of Poor Tradecraft in
=A Services Acquisition

Actions ongoing or planned by OSD/CAEs (cont’d):

* In cases where 1-bid proposals are received, require fully negotiated
pricing and cost data as appropriate

— If solicitation advertised for fewer than 30 days and only one offer
received, the contracting officer shall cancel and re-solicit for an
additional period of at least 30 days; or

- If a solicitation allowed at least 30 days for receipt of offers and only one
offer was received, then the contracting officer shall not depend on the
standard at FAR 15.403-1(c)(ii) in determining the price to be fair and
reasonable. Rather, the contracting officer shall use price or cost analysis
IAW FAR 15.404-1 to make that determination. If the contracting officer
believes that it is necessary to enter into negotiations, the basis shall be
certified cost or pricing data or other than certified cost or pricing data, as
appropriate. The negotiated price should not exceed the offered price.

- Waivers permitted by the HCA and can be delegated to not lower than one
level above the contracting officer

12 Jan 12 Learn. Perform. Succeed. 8

Apr 27 2011 amplifying guidance specifies 30 day solicitation requirement
applies to all competitive procurements of supplies and services above the SAT,
including commercial and construction. Further, it covers procurements
accomplished under the procedures in FAR and DFARS parts/subparts 8.4, 12,
13.5, 14, 14 and 16.5.

Exceptions to this policy are procurements in support of emergency acquisitions
for contingency operations, humanitarian assistance, disaster relief,
peacekeeping operations, or recovery from nuclear, biological, chemical, or
radiological attacks against the United States. However, the use of these
exceptions does not mitigate the need for competition nor the requirement for a
determination that the price is fair and reasonable.



Address Causes of Poor Tradecraft in
aA Services Acquisition

Actions ongoing or planned by OSD/CAEs (cont'd):

+ Directed six primary categories of services spend be used by each component in 14 Sep
2010 memo to Acquisition Professionals
— Derived from Product Service Code (PSC) categories contained in the PSC manual maintained by
theéI (lz;enderatl Services Administration, Federal Procurement Data Center, and Office of Management
and Budge
— DPAP memo issued 23 Nov 2010 provided addition detailed guidance, breaking down six portfolio
groups into 33 portfolios, 124 categories, and 1,351 PSCs
* Knowledge Based Services
» Facility Related Services
» Equipment Maintenance and Repair
+ Electronics and Communication Services
*  Medical
+ Transportation
+ Require services contracts valued at more than $1 billion to contain provisions in the
contract to achieve productivity improvements and cost efficiencies throughout the
contract period
— 0SD Office of Small Business Programs will review acquisition plans for these programs, and be
members of the OSD peer reviews
* When multiple award contracts are used for services acquisitions, small-business-
suitable tasks in these contracts will be set aside; Military Departments and DoD
Components will seek opportunities to compete these contracts among small businesses
12 Jan 12 Learn. Perform. Succeed. 9

Detailed guidance on the uniform taxonomy was provided in the 23 Nov memo.



Address Causes of Poor Tradecraft in
=A Services Acquisition

Actions ongoing or planned by OSD/CAEs (cont’d):

+ Limit the use of time and materials and award fee contracts for
services

— Perthe 14 Sep 2010 memo to acquisition professionals, starting
immediately, services acquisitions are to be predisposed toward cost-
plus-fixed-fee or cost-plus-incentive-fee arrangements, when robust
competition or recent competitive pricing history does not exist to build
sufficient cost knowledge of those services within the market segment.

- When robust competition already exists, or there is recent competitive
pricing history, components are to be predisposed toward firm-fixed-price
(FFP) type contract arrangements. FFP should also be used to the
maximum extent reasonable when ongoing competition is utilized in
multiple-award contract scenarios.

12 Jan 12 Learn. Perform. Succeed. 10

Today, more than 20 percent of the department’s services acquisitions are
written using T&M or CPAF contract types. At a time when DoD is driving
toward more fiscal discipline, we spend about $24 billion in services using T&M
contract types, the least preferred type for understanding costs. Similarly, CPAF
contract types provide only limited motivation for cost discipline on industry’s
part. We must recognize that the contractor at-risk capital is typically much
lower for most service acquisitions than it is for supplies and equipment, and we
must factor that into the contract decision process.

OSD is expected to issue further detailed guidance for establishing a taxonomy
of preferred contract types in services acquisition.
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QAU How DAU Can Help

* In the Classroom
- ACQ 265 Mission Focused Services Acquisition

* Workshops
— Service Acquisition Workshops (SAW)
* Mission Assistance
- Consulting
+ Contact Regional DAU Dean
* Web Based
— Service Acquisition Mall (SAM)
+ Training, Tools and Knowledge
* ARRT (Automated Requirements Roadmap Tool)
- Continuous Learning resources
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DAU has several resources available to assist your acquisition teams or
individuals. We will discuss each of these over the next several slides.



ACQ 265 Mission Focused
Services Acquisition

+ DAU Catalog course (launched 2007)
— 4 Days in length

+ Designed for cross functional
participation
— Technical, contracting, CORs, PMs, etc

 Walk thru all elements of the Seven
Step Service Acquisition process

+ Use student service acquisition project
or USMC food service contract case

* Using Requirements Roadmap process students develop:
* Performance requirements
« Acquisition strategy, contract type and incentive structure
» Section L and M evaluation factors
* Performance assessment strategy

+ Limited offerings, not on certification track

o
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This is a great course for anyone wanting to learn more about services
acquisition. It is not required for DAWIA certification in any functional area,
however, beginning in FY12, it is one of seven elective courses that Contracting
requires students to take one of for Level Il certification.

The Services Acquisition Guidebook is the textbook for this course and the
students learn to use the Requirements Roadmap process to develop a
requirement and the surveillance process to go with it.
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=AU Service Acquisition Workshop - SAW

« Justin time, intact team training (Started Jan 2009)
* 4 Days in length

* Regquires participation of all key members of
acquisition team

+ Focused on team’s specific acquisition
« Utilizes Seven Step Service Acquisition Process
» Needs organizational leadership support
» Special focus on developing performance based requirements,
business strategies, and assessment strategies
 Multiple interactive learning sessions enable team to apply the
learning to their requirement and make progress
* Develop Requirements Roadmap and other key documents
» Support 2 SAWSs per month across DAU with section 852 funding
* No cost to requesting activity
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SAW workshops are an outstanding tool to get an acquisition team off and
running early in the requirements development process. Taken seriously, the
acquisition team will be well on their way to developing a solid, performance-
based requirement, with well-defined performance objectives and measureable
performance standards. Additionally, they will have a good start on developing
their quality assurance surveillance plan and sections L & M of their RFP.

13



QAU SAW Lessons Learned

The “RIGHT" people must participate
- PM, KO, CORs, requirements developers are key
— No SAW without them
— Need leadership support and participation
* Program Manager or Project Manager must be
designated

- Key responsible person, able to issue taskings and hold
team members accountable for performance

+ Urge to jump to PWS development without a good
foundation
— No organized Planning phase in Majority of SAWs

+ Importance of early contracting involvement as
requirements are being developed

12 Jan 12 Learn. Perform. Succeed. 14

These are the key lessons learned so far from SAWs conducted. It is absolutely
vital to have the right people involved in the process and to have leadership’s
support.
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In all our services courses, including SAWSs, we take students and teams
through the seven step performance-based acquisition process. We use it
because it works. There are three phases — planning, development and
execution. It all begins with a mission requirement and ends with achieving the
mission results.

The next three slides will highlight typical problems we encounter in the three
phases.



=AU Planning Phase - Problems

...the Panel remains concerned that professional-level
training courses for services program managers
continue to be lacking. (HASC Report)

* Program or Project Manager is the exception, not the rule

— Unclear expectations of roles, responsibilities, and
accountabilities

— No Vision and Timeline for completing the acquisition
- Failure to identify a PM leads to delays and loss of focus

+ Limited early KO involvement creates frustration
* Limited Stakeholder Analysis

+ Ineffective Market Research at best
- Sources sought is not all there is to it
+ Fear of talking with industry prior to RFP release

12 Jan 12 Learn. Perform. Succeed. 16
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=AU Development Phase - Problems

12 Jan 12

* Severe cases of “Cut-and-paste-itis”
— Not analyzing what has changed from last requirement

* Don'’t understand difference between a performance
objective and a performance standard

* Task requirements with no performance standards
— Confusion on “How" to develop a PWS
* Overly specific “Personnel qualifications” (Butts in Seats)

* Limited KO involvement during requirement development
impacts developing effective business strategies

— Lack of understanding of the key performance issues and
stakeholder concerns

* Business strategy and type of contract decided in a
vacuum before requirement has been finalized

Learn. Perform. Succeed.
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=AU Execution Phase - Problems

* Tracking performance requires using the QASP and
collecting data and facts

— Too often lack the data to support less than satisfactory
CPARS, if they do CPARS at all

— Little connection between QASP and CPARS
* Part time CORs with high turnover

+ Need to Manage the Relationship, the Results and the
Contract

* Keeping leadership engaged in the results

12 Jan 12 Learn. Perform. Succeed.
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P2l service Acquisition Mall - SAM

Facility Related
Services

Equipment
Related

+ Integrates Sourcing Process and Learning assets with
Product Service Code Knowledge

- Utilizes same sourcing process contained in SAW and ACQ 265
+ Aligns with DPAP Service Taxonomy
+ http://sam.dau.mil

12 Jan 12 Learn. Perform. Succeed.
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The Service Acquisition Mall is an outstanding resource available 24/7 wherever

you have access to the internet.

The structure of the mall is in alignment with the uniform taxonomy discussed

earlier. The topics and concepts discussed in ACQ 265 and the SAW

workshops are contained in the mall, as re hundreds of sample performance
objectives, standards and other useful items. The seven step performance-
based acquisition process is included and there are short audio recordings and

slide presentations to assist in learning or reinforcing concepts.
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QAU Automated Requirements Roadmap Tool

* Online PWS/QASP development tool
— Web based tool located in SAM

- Focused on developing performance objectives, standards,
method and means of inspection

— Creates draft PWS and QASP as word document
— Deployed 4th quarter FY 2011

+ Expand tool to provide linkage between PWS, QASP,
Performance Reporting and CPARS

- Provides data structure to support CPARS and open
dialogue with service provider

12 Jan 12 Learn. Perform. Succeed. 20

ARRT is the latest tool to help acquisition teams in developing their
requirements documents. It is contained in the SAM and is introduced in the
services courses.



P2AA)  Requesting the ARRT Tool

Acquisition Community Connection v Enter SAM or ACE for Services Site in ACC

https:/facc.dau.mil/ace
v" Requester will be taken to ACE site

(seamless)

Acquisition Center of Excellence for Services

v" Requester will register their information
« Name and Email
+ Type of Service most frequently used
v" Requester will be sent a key to download
ARRT and overview training
v" Users automatically included in COP for the
services they entered
v" Updates to ARRT and Portfolio knowledge

will be sent to registered users

12 Jan 12 Learn. Perform. Succeed. 21

This is how to get a copy of the latest ARRT tool.

The next several slides describe how the ARRT Tool works.
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aAUStep 1: Define the Project & set the Vision

( W TTNERET, 2 Hioh Lovel 3. Tasks/Slds/ 4. Work

Vision Objectives Inspection Products n

Updated Date 31282011 Version: (1.0

Project Name Dredge the Hokey Pokey River
Vision of Requirement:

The Hokey Pokey River is always nawigable

This is a hypothetical sample of creating a PWS.

12 Jan 12 Learn. Perform. Succeed. 22
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aAU Step 2: Define High Level Objectives

Vision - Objectives

Requirement Name
Dredge the Hokey Pokey River
Vision

The Hokey Pokey River is always navigable

This is a hypothetical sample of creating a PWS.

Enter a new High Level Objective

Current Objectives

31 Identify the navigation channel
32 Make the river navigable

12 Jan 12

(W T Namo/ 2 Figh Level ™, 3. Tasks/Stds/ 4. Work

{cudance fHome] 3 ] v ]

Inspection Products

Learn. Perform. Succeed.
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. U Step 3: Define Performance Elements

(W T Name7

Vision

2. High Level
Objectives

| Gudgance | Home] 5 ] o}

EUse Wizards | Add Performance Element|  Manage PE's | Delrverables |

Project Dredge the Hokey Pokey River

Vision The Hokey Pokey River is always navigable

This is a hypothetical sample of creating a PWS

1 ptable Quality Levels (AQL)

Inspection | Assessment

ok 1o £t Perigrmance Elemerd

o

 Standards and A0L Tor this PE

311
Mark channel for Hokey Pokey
River

STO:Within 10 feet of channel edge
40L None greater than 15 feet
20% of all buoys are wilhin the standard

Hgh by Edd Assegsment Indgem,

an

Dt
WHAT. Channel markers

HOW 100% Visual mspection of posibion and
designators of channel markers upon

STD: Compdiant with USCG Navigation rules
AQL: 100%

STD: Visible

A0l Visible within 174 mile dunng normal weather
conditions

©

wHD. Govemment Representative, COR, QAE, or
project engineer.
Delrerables

ADO4 Monthiy Status Repart

Bk o

3058 Element

312
Maintain channel markers for

STD: ldentifying infarmation {color, numbers
latters, shape, atc) must be clearly visibla

Clich b N Asessment ing Daisle
WHAT: position, corrosion. algae, and olher scars
that effect recognition of the marker

Hokey Pokey River A0L All color descernable at 1/4 mie. 95% of all HOW. 100% Visual nspection menthly, 2 days
Kntbirienrm s rrdnirirs (bl 58 I vscveeln : ¥ ¥

12 Jan 12 Learn. Perform. Succeed.
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QAU Define each Performance Element

Project / Requirement:

“H performance Bl

redge the Hokey Pokey River

H HL Chjectve: EEE gation channel P =
A) What are the desired work products (Results) for this task
Pe 1llerfm1nance Element)? ) ngs, and investment strategies for  #
Type your Results below or chck Samples for a kst of examples 1o choose from. 5
s Ty ]
| Frertormance siemart wizard . -
HL Otyective Guidance |
B) What does this objective pertain to (what/who is it for)? Enter the # Transfer
specific context(s) for this result. ;
Type your Coniext below or click Sampies for a bf =

pre T C) What actions do you want the to to F
2 (=] L e
=" | Type your Actions below or chek Sarrgies for a kst of examples to choose from
Cancel L] I | [ada] Rosslty:
L. Actions ity
@ Joevse ] e pereng
brefings

swestment sirateges

investment strategies Edt | |Remove| rert "
- . Contexts:
(]
Contracts

# Previous | Finish
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QAU User Defined Category / Portfolios

=3 Performance Element Wizard Lo

HL Objective: §

This window provides samples to help you create your Performance
Element. Highlight them below and click the Add button.

Choose a Category Highlight Elements to add
Acquisition Logistics acceptability of models used for analf o ra ww]
fooalion Meuagumet Sxpean || cionon vy Select a Category to Edit ==
E \TEGORY non-existant result Jrs AAEDCHE CABLOS S SelectCRegry | AdJEis User Categones
Contracting Support Services tailored security plans Typea rrwr Rasl o salect an axising irom e dropdown sk
Engineenng and Technical Bocsmentation] 5
Financial Managerment [ r
Manufacturing [pasto Coegery | | FEEZZIET
Security Hesults in Categary
Software accmptabity of models used lor aralyies
Studies and Analyses -
;’c:;lmm L
e —
Aadlored securty plans
12 Jan 12
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=AU Configuration Options

=3 Tool Configuration - = X

Tool Configuration

ARRT allows the user to configure the Perfomance Work Statement (PWS) and Quality Assurance
Surveillance Plan (QASP) Templates. Changes to the templates will take place for NEW projects, not any
projects that currently exist

You can also create user-defined categones for Results

Click on the appropnate button below to perform this customization

More configuration possible

for better end-user flexibility
[2] EditPWS Templates (8] Edit QASP Templates

User Created Result Categories

12 Jan 12 Learn. Perform. Succeed.
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=AU Tailor the default Template (PWS / QASP)

=] Tool PWS Templates

These templates will be used for all future Projects
Include Paragraph Section Name

= 1
= 11
= 1.2
&2 13
= 2
& 21
| 2.2
= 23
= 2.3.1
= 232
= 233
= 24
25
&= 26
= 27
12JL.FL a

Introduction

Mission

Background

Scope

General Requirements

Non-Personal Services

Busness Relations

Contract Administration and Management
Contract Management

Contract Administration

Personnel Administration

Subcontract Management

Contractor Personnel. Disciplines. and Specialties
Location and Hours of Work

Travel / Temporary Duty (TDY)

Pearfarmanc s Rennirements -

Add

Section Type

Modify the default PWS and
QASP template (if required) to
streamline work

PWS
PWS
PWS
PWS
PWS
PWS

28
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The ARRT'’s templates will generate
QA your Draft MS Word Documents

Performance Requirement Summary (PRS) - Draft
1. CLEO Support Services

1.1 Provide Financial Management Services
Becformance Blementy Standandy
311 Provide and support Financial Management
Program for CLEO System

3.4 Provide Acquisition Management Services

Performance Work Statement (PWS5) - Draft
Project | Requisement Tule

L CLED Soppart Sarvices
Praject Vislen
gt of & pariasan
o ]
et sy
tar sdaman

2l CAY bty
hat e tocoma £ pamae 83 ogeIe, SSle 198330 A2 kna 1 emar g
ey, End iy enperiacing obscle € ence

Berformance Elements Standards
D ——
341 Analyze, develop, gather, generate, spport.  Comphant with appbcable standards (FAR and cpeane Evivem
and imtegrate Acquisitiop Ssraesry et ate TVaTY £ANY T Phalh Plabioss ok Bakgound
Déveiopoint for iogs Quality Assurance Surveillance Plan (QASP) - -
3.3 Provide 1. CLED Dwwont Srko Japhacs Pt 106 e aioa thar cmnerhe s Sbr edihg wemms
Pest B 3.1 Provide Fmancial Managemest Services e o Dotk opemtioeal e Bshincrin | Consr sy
ii Develop, prod
, generate, THL Proskde md mppor Fiancia o
intirva Ecluigs sk ke Ssnes i ot
comespondance, and do v Toe e
s .
Sysem, e farc fonal arens of Admimararice Sarvces,
34 Provie Acqenition Managemend Services &wm Acquinion \ioariwat o Poseciat Aheagunecs
Prstermanc: Vieacaty Bty orkfnice widh advivery
—_—— e 1il  Asdr. vy e, Complems wih applesbde s (AR md iy ot wnacition.
3.2 Provide Engineering Ov s, spport. sl et g, Dol 30003, Dol Pokey el _EL
Acqumisn Sesey procedmn) - 100% complance
Eafomance Eleamty Devrhogmernt fot Progam Ofice: G ral Rgratre ety
= Dok Lacaseats)
i ovide and support By Trd (TR chavics st e ol Bille Hocn, ersoene! Akmitcsion,
CLEO System.
I T i G S Ssica
[ — jS—. .
IIL Devhp, g grodr, Mo R 31 Provide Fmanci] Mamagemen: Servicas
e o b o, s Fapitl
ey mesen
sommpondumce, wd Jo A —
- Whedds 1%
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This is the beauty of the ARRT Tool!
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=AU LCOE Service Acquisition Support

Research and analyze

Continuous Learning

12 Jan 12

AT2L Performance Learning Mo4&

commercial service

acquisition practices and C!assroom
document in market

research advisory ACQ 265

Mission Focused Services

Case based course

Learn. Perform. Succeed.

Knowledge Sharing Mission Assistance
SAM SAW
Service Acquisition Mall Service Acquisition
) Web based, Organized by = 5 Workshop _
1*,' service type, Integrated B . Team Base_d.' ,_Just in
h training, best practices and _——=mmreamma——=. : Time, Acquisition
samples and examples q—— specific
' “"s“l'l:r';ndgge Pe;anr;mce ) Facilitated 4 Day
= Research . ; : Woisshon
Knowledge Portfolio Manager il Lot g Senior Leader Overview

Adjustable 2 to 4 hour

Focus on key process

elements and need for
g their involvement

Service Acquisition

T ) St : - = Overview training

Jlf_ Wy Ers il Application of Service P gﬁj f Application case

Y &\“‘- Acquisition Acquisition Process @‘;Ssy_;ii " General in nature
7 4 Days in Length G 2to 3 Days
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This summary slide shows what assistance is available from the DAU Services
Learning Center of Excellence. We stand ready to assist you and your team to

improve the tradecraft in services acquisition, specifically, addressing the causes
of poor tradecraft.
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Back-up Slides
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PSAJ  sAw Student Feedback

* Provided the Kick-In-the-Pants to get moving on the
project

+ Preparing performance objectives/standards for our
acquisition was very helpful

* Requirements Roadmap worksheet is excellent tool

* ...helped us transform our current performance plans into
a more evolved, usable, tool for application to our current
surveillance program..

+ Tailored to our specific effort

+ Greater understanding of the process involved in using a
service contract of such high dollar value

* Group discussions and interactions facilitated by the
DAU Instructors--great dialog!

+ The dialog between participants/instructors and the
requirements roadmap worksheet were of best value

12 Jan 12 Learn. Perform. Succeed.
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